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2.4.2 Methodology 

	1. The methods of implementation and reasons for the proposed methodology

	The methodology proposed for project implementation includes the following principles:

· Coordination of the project activities with other activities in the region, primarily with those operating under other on-going EC initiatives and in the frames of the BSC activities, avoiding of overlapping.

· Coordination of the project activities with the EuropeAid project “Environmental protection of international river basins”

· Utilization of achievements of past projects and basing on lessons-learnt.

· Close cooperation and support to the Black Sea Commission and its institutional structure contributing to the implementation of the Work Plan of the BSC, expecting the BSC in return will facilitate the promotion of the project outcomes so that they could contribute to improvement of hot spots management, and adoption of documents at the national and regional level where necessary.

· Focusing not only on the development of new policy documents and other management tools but on promoting of their implementation.

· Capacity building 

· Involvement of stakeholders, including wider public.

Seeking for political support in the beneficiary countries and working toward sustainability of the project results, the project will base on close cooperation with major national actors in the field of environment protection, involving them in stakeholders consultations and public awareness events. 

The project will employ a range of tactics to ensure development of ownership which is crucial to success (even more than the experts hired). Consultations with stakeholders are foreseen in all activities of the project to make sure that the project is implemented in a way taking into consideration their interests and needs. The Project staff will be flexible where needed in both the timing and organization of activities to stay consistent with the priorities of the stakeholders. 

Building trust/social capital between different actors will be achieved through transparency, face-to-face discussions, equity promotion, etc., recognising that this can lead to a powerful stimulation of sustainable cooperation and confidence that such cooperation will pay in the long-term run for the money and effort spent during the project. 

The project will link science and policy perspectives across land and sea, where applicable. The challenges raised by scientific uncertainty and the importance of developing approaches to help reduce the gaps in knowledge will be addressed so that to maximise the role of science informing and ground-truthing (proofing) decision-making. The project will respect and promote the use of different sources of knowledge (expert/scientific and local/traditional) to better organise the planned activities

Significant effort will be put into capacity building through training and involvement of local training institutions for Training of the Trainees. 

The project will work toward increase in public awareness and wider participation of public in environment protection. The visibility of the project and of environment protection initiatives, in general, will be paid specific attention.

In overall, focusing on the process of project implementation so that to achieve the desirable compliance with the short-term outputs foreseen, the project team will constantly keep in mind the broader picture, paving the road toward the mid- and long-term targets specified in the BSSAP2009 (see the four ecosystem quality objectives (EcoQO), http://www.blacksea-commission.org/_bssap2009.asp ). The project will develop its forward looking component and will include in the Final Report an ‘Exit Strategy’ to provide for sustainability of the project interventions
.  
The project consists of six individual Activities (GAs), designed to achieve the objectives of the project and deliver the expected results (see the GAs Tables above).  All activities are explained in an uncomplicated manner, not shrouded in a mist of bureaucracy, and with clearly defined responsibilities of partners.

	2. Where the joint Action is the prolongation of a previous action, explain how the proposed joint Action is intended to build on the results of this previous action. Give the main conclusions and recommendations of evaluations that might have been carried out.

	The Joint Action is a prolongation of previous initiatives carried out by the BSC, UNDP/GEF BSEP and BSERP Projects, and in the framework of the DABLAS Task Force, though during the inception phase other relevant national and international projects will be also properly evaluated to find out what kind of recommendations they have given in the field of LBS of pollution management and to consider them where appropriate.

Herewith, we present some background information.
The draft Black Sea Hot Spots methodology, which further development and finalisation will be one of the activities of the Joint Action, has been developed in 2008 by the Secretariat of the BSC. The approach outlined in this document offered a systematic method of identifying serious environmental compromises, describing them and their causative agents, conducting an analysis of priorities, applying root-cause analysis and identifying options for intervention to alleviate problems or threats. The document was advisory in nature and had been prepared on the basis of the GEF PDF-B Project Report ‘Hot spots of the Russian Arctic: METHODOLOGY FOR THE IDENTIFICATION AND CHARACTERIZATION OF ENVIRONMENTAL HOT SPOTS’, HeLCOM, MED POL and OSPAR Experience. Amended version of the methodology was produced after the 13th BSC LBS AG meeting in 2008, based on the received comments of delegations from all BS coastal states. The document has been further discussed in 2009 and improved in 2010. In the end, the methodology was found by all delegations of Black Sea coastal states useful, however, too complicated. The need in Cause-Chain Analyses in the methodology was questioned though this is the step from science to management/decision making, before building investment plans. ICPDR recommended the ICPDR Methodology for Hot Spots and the Guideline for Accidental Pollution Assessment to be taken into consideration while improving the BS Hot Spots Methodology. The catalogue of measures in case of accidents of ICPDR was also recommended as very helpful. According to ICPDR, the Black Sea Potential Hot Spots need to be incorporated in a special List (those which are also areas of risk in case of emergency – accidents or natural disasters). It was mentioned that the MEDPOL methodology concentrated on real effects only, while the Black Sea region needs to pay attention at potential effects as well. The DABLAS Secretariat recommended The DABLAS guide on rapid pre-appraisal of urban wastewater projects to be taken into consideration. Therefore, the development of the BS Methodology for the identification and prioritization of Hot Spots will continue through this Joint Action, where possible simplifying it and incorporating the presented recommendations of the BSC LBS AG, DABLAS and ICPDR. The BSC is duly informed.
In 2011 first Joint DABLAS - Black Sea Commission Regional Meeting on Project Identification and Financing in Water and Wastewater Treatment in the Context of River Basin Management was organised. The Workshop was found useful, and the participants recommended more activities of similar type to be carried out in the Black Sea region to learn more about main factors of success for successfully financing hot spots. The present Project is going to use the example and proceed with the organization and promotion of similar workshops with wider involvement of stakeholders. 

The need for harmonization of rivers monitoring has been recommended by many different projects, this is why the EuropeAid ENPI Program launched a special call to address the issue. The planned EuropeAid Project is worth 8.5 mln Euro, however, its geographical scope excludes Romania, Bulgaria and Turkey.  Therefore, the present Project will complement the EuropeAid one on behalf of the EU-member states and Turkey. 

Development of a Black Sea data base for hot spots was recommended by ICPDR, indicating the experience compiled under DABLAS and the GEF/UNDP BSERP Project.  

	3. Where the joint Action is part of a larger programme, explain how it fits or is coordinated with this programme or any other possibly planned project. Please specify the potential synergies with other initiatives, in particular from the European Union.

	As mentioned already, de facto the joint action is not the part of a larger program, but it will be coordinated with on-going or planned activities, such as the project europeaid/131360/c/ser/multi, which will deal with protection of freshwaters and marine environment in the wider black sea region (component A environmental protection of international river basins project, ENPI/2009/021-924). Other relevant project is the FP7 PERSEUS project, which will start in the end of 2011, and will deal with the implementation of the MSFD, studying pressures-impacts in the Black Sea. The EC DG Env. Call for proposals (Black Sea and Mediterranean 2011) aiming at improvement of the Black Sea monitoring can be also directly linked to this project, depending on the relevance of the approved proposal.

	4. The procedures for follow up and internal/external evaluation.

	Continuous monitoring of the project will be ensured taking into account adopted indicators such as quality of deliverables, expenditures versus performance, observance of timing, etc. Output indicators (Chapter 2.4.1.4) are well specified to support the monitoring of the project success. The monitoring will be responsibility not only of the Project Management group (Project Coordinator/Applicant + Technical Support Group/SuRDEP), but also of the GAs Leaders. They will perform the initial check of the project implementation, quality of outputs/deliverables, identifying the controversial points or deviations from the initial planning, analysing options for correcting these deviations (if any) and presenting to the Steering Committee (SC) and Management Group (MG). 
The MG will discuss with the SC the performance of partners, validate the quality of deliverables, and decide on problems encountered (if any) and measures to overcome these problems. Internal evaluation of the project will be conducted periodically taking into consideration intermediate results (planned in relation to those made), delays, budget overruns, adjustment for next stages will be proposed and justified. The evaluations will include the following basis documents:

The Leaders of each GA will present brief monthly reports on activities state, their results, the difference between initial planning and actual state, problems encountered and how they were managed.

Every 6 months, Project Management Group (Project Coordinator + Technical Support Group) will prepare Reports (Progress, Interim, Final) on the project implementation, deviations from initial planning and remediation measures, including financial reports.

The Project Management Group will carefully monitor all expenditures, including travels outside of those clearly specified in the Project (there might be additional justified travels to Conferences and events related to the objectives of the Project).  

External evaluation of the project will be conducted by the Joint Monitoring Committee (JMC) of the program. The external evaluation will be strengthened through close collaboration with the ICPDR, UNEP, DABLAS and BCS Secretariat (potential members of SC).

	5. The role and participation in the joint Action of the various actors and stakeholders (local partner(s), target groups, local authorities, etc.), and the reasons for which these roles have been assigned to them.

	The last comprehensive stakeholders analysis in the BS region has been undertaken under the GEF/BSERP project in 2007. The following information is provided in the TDA2007, http://www.blacksea-commission.org/_tda2008.asp, which will be used by the Joint Action to properly decide on the involvement of stakeholders in the process of project implementation. Those stakeholders which are marked in dark blue and red will obviously be the major target group of the project. Stakeholders consultations are foreseen for the further development of the BS Hot Spots methodology, for the Hot Spots data base development, rivers monitoring strategies harmonization and in the addressing the standards for discharges so that to guide improvements toward incorporation of BEPs and BATs and in development of economic incentives for hot spots management.

STAKEHOLDER INVOLVEMENT AND IMPACT DESCRIPTION

Management Involvement

Degree Impacted

by Issue

Management of issue:

Directly 

Indirectly

Not Involved

 Degree Impacted:

High

Medium

Low

Nutrients

Pollution

Nutrients

Pollution

1. Water, Hydro-meteorological Department 

2. Environmental Ministry

3. Industry Ministry

4. Energy Ministry

5. Economic Ministry

6. Foreign Affairs Ministry

7. Defence Ministry

8. Internal Affairs Ministry

9. Agriculture Ministry

10. Fisheries Agencies 

11. Social Welfare / Public Health Ministry 

12. Labour Ministry

13. Public Administrator/ planning agency

14. Regulator agent official/ Enforcement agent

15. Shipping Agencies 

16. Parliamentary committees

17. Inter-ministerial Committees/Basin Committees

18. Non-Governmental Organization 

19. Scientists

20. Manufacturing industry

21. Agro-industry

22. Livestock industry

23. Shipping industry 

24. Fishing industry

25. Harbour/port administration

26. Regional government official


27. District water management official

28. Environmental Protection Agencies official 

29. Municipal Government

30. Municipal waste manager

31. Nature reserve staff

32. Community based organization 

33. Worker on a state owned farm 

34. Worker on a privately owned farm 

35. Fisherman small-scale

36. Educator/teacher

37. Student

38. Public health care provider

39. Member of coastal community 

40. Tourism/Recreation industry

41. Press and media

42. International Funding Inst.

The major regional actors are DABLAS, BSC, ICPDR and UNEP (though the Black Sea is not an UN administered Sea). As mentioned in Chapter 2.4.1.2, preliminary consultations had been carried out and these organizations expressed their interest in the Joint Action. They will be kindly invited as all other stakeholders in discussions under the different project activities envisaged under GA1, GA2 and GA3. Their experience will be used in GA4 and GA5. 

	6. The organisational structure and the team proposed for the implementation of the joint Action (by function: there is no need to include the names of individuals).

	The management structure will consist of the following elements with different tasks: • Steering Committee (SC); • Project Coordinator/management (Applicant); • Technical Support Group (NGO-Varna); • Group Activity Leaders (for all GAs leading institutes are identified and contact persons are specified). 

The highest managerial level will be the Steering Committee (SC) comprising the senior staff representing all participant organisations and beneficiaries/end-users at the regional level (DABLAS, ICPDR, BSC, and UNEP). The SC will take overall strategic decisions regarding scientific and technical project activities, finances, priorities, remediation actions, conflicts resolution, etc. The SC will also be responsible for the quality assurance of all reports prepared for the Joint Management Authority (JMA) and other deliverables from GA6.

The Project Coordinator (PC, Applicant) will be responsible for the implementation of the SC’s decisions, day-to-day management of the project and contact with the JMA, including negotiations. The PC will be responsible for the progress of the project, financial management and the completion of reports. The PC will also ensure the adequate information flow between the Participants and the JMA
The Technical Support group (TS, SuRDEP) will provide administrative support functions such as arranging meetings, provision of minutes, and development of the project web-site. 

The Group Activity Leaders (The GAs Leading Organizations/nominated contact persons) will be responsible for quality assurance of the deliverables from their respective activity and for ensuring that milestones within joint activities are met or appropriately rescheduled.
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	7. The main means proposed for the implementation of the joint Action (equipment, materials, supplies to be acquired or rented, and any in kind contribution).

	Equipment: computers, software etc. Rents are foreseen only for meetings (e.g. audio equipment etc.).

Supplies: Toner cartridges, paper, flash memories, CD/DVD, maps, photo paper, envelopes, folders, articles of plastics office, stationery items, plastic sheeting, radiance, pasta colour pen, pencils etc.
In kind contribution: N/A

Details are given in the Annexes B1 and B2, Tables 3.

	8. The attitudes of all stakeholders towards the joint Action in general and the activities in particular.

	Based on previous experience, the expected attitude of stakeholders could be characterised as with proven ‘good political will’, however insufficient responsiveness. The key stakeholders will be involved in all aspects of the project from planning through implementation and the final evaluation of project activities. The Project Team realizes that the project activities are in addition to the regular responsibilities of the stakeholders and therefore close cooperation is necessary to produce the project outputs in the most effective manner for all involved. In organizing the Project, the Project Team has carefully reviewed the results of previous and on-going projects and the existing institutional and organizational structures of the Black Sea Commission and national governments in order to take advantage of all existing information and networks which will facilitate the project implementation. In general, the Project team expects positive reaction from the stakeholders toward all the activities planned in the Joint Action.

	9. The planned activities in order to ensure the visibility of the joint Action and the EU funding.

	· Promotion and dissemination of the project and its activities and results using stakeholders meetings and public awareness events

· Raising (public) awareness for the present state of the Black Sea ecosystem, the persistent threats and initiatives to address them in providing for sustainable development of the Black Sea region.

· To establish cooperation with existing networks like Black Sea NGO Network, Black Sea Economic Cooperation (BSEC), Permanent Secretariat of the Black Sea Commission, Danube Commission (ICPDR), DABLAS, UNEP Regional Seas, etc.  for involvement in the promotion and dissemination. In particular BSC and the Black Sea NGO Network will play a major role in public awareness activities, by putting public friendly information on their web portals and news bulletins.

· To promote and disseminate the web-based Hot Spots Data Base

Public awareness activities include participation workshops, campaigning and action components. These activities shall be focused on the extension of the initiatives already in place (e.g. Black Sea Day, World Water Day etc.), strengthening civil society and involving additional segments of public. 

Under the public awareness component external communication tools will be developed: a Project logo to cover written and visual identity of the Project, a Project web site, a Project banner, a poster of the Project for creating the proper environment for the Project events, a leaflet in English and national languages to be edited as the Project progresses.  

One of the powerful tools of information dissemination and raising awareness campaign is a Project web page, which is being designed in concordance with the proposed structure discussed with the team, and includes the following components: 

· Welcome page
· Main page with the basic information about the Project
· Information on beneficiary countries and the Project activities (both in beneficiary countries and in the region)
· Trainings and workshops
· Documents, including publications and relevant external documents
· Contact information, including email addresses and relevant links
· Feedback link


[image: image2.png]



� The project will identify which activities should pass on to the BSC for continued implementation, which to governments, institutions and other stakeholders in the riparian countries, and those which should phase out. The project will specify based on achievements priorities for future projects. 





� Natural Resources, Ecology, Water or Environmental Ministry


� Parliamentary committees for environmental protection
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