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1. The Global Environmental Facility (GEF) is an innovative, high-profile program 
which, as stated m the last G 7  00- could become "the comprehensive funding 
mechanism to help the developing countries to meet their obligations under new 
environmental ameaiad. Initiated in July 1991 as a three-year pilot program, it has 
been establish& to fued projects offering global emhnmemtal benefits that would not 
otherwise be h m d  by the developing countries or the bilateral donors. Four types of 
environmentalhtmmtbm may be funded limit@ emissions of greenhouse gases, 
protecting bbdhd& protectiag &emathd and protecting the stratospheric 
ozone layer. Of the $1.4 billion which has been pledged for the three-year pilot program, 
the World Bank qccts to devcbp about NWhilbn worth of investment projects that 
could serve as aqwmeasof the Bank's commthsi  lending programs. The balance of 
$600 million comprks the $160 milIian allocated for the Ozone h y e r  Trust Fund, the 
GEF parallel fhmdq of the U.S. ($150 million) and Japanese ($50 million) governments 
as well as the GEF abcatbn for UNEP and UNDP. 

2. The GEF is taking on an increasingly high profile among its Participants and the 
global environmental community; its success has therefore become very important to the 
Bank leadership. Since its inception, the World Bank has aggressively pursued the 
development of the Facility through the establishment of a successful GEF administration, 
a professional and close collaboration with its partners, UNEP and UNDP, and the 
development of the first tranche of investment projects estimated at $214 million with an 
estimated project pipeline of a further $200 million. In less than a year, the World Bank has 
committed almost half of the planned contribution of $800 million. This in itself is an 
accomplishment, and reflects the BanYs commitment to integrate global environment 
issues into its lending program. 

3. There are many mutually reinforcing dimensions of GEF objectives and EMENA 
regional strategies. By obtaining GEF grant funding, our borrowers could justify their own 
investment which may not be economically viable while guzuanteeing global environmental 
benefits. GEF concessional funding could also be used to facilitate project implementation 
in areas where innavative techad- and wms could be demonstrated to achieve 
global environmental bedits. Our environmental dialogue with the borrowers is enhanced 
by blending GEF resources with our conven t id  lend@ programs, GEF funds can serve 
as a catalyst for future Bank comntional lending, as in the GEF biodiversity project in 
Poland which led to a $256 million Bank forestry project. In addition, the importance 
attached to energy efficiency in our regional portfolio matches the GEF objective of 
reducing g r d o u s e  gases. International waters dominate the agenda in EMENA and 
GEF could provide the necessary resources to foster coordinated regional programs in the 
international waterways beyond the Mediterranean. 
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4. E M E N A b - m r u d B d G E F p r o j e c t s , m i n t h e  
a r e v o f ~ u r d ~ w s t e a , I u ~ f k r t ~ o f t h e p r a p o s e d G E F  
projects, EMENA pmaad tfPce projectr dl ia the bidvcrsity area totaling $25 million. 
These pmj~~& -209b.d the toClJ GEP projects and 12% of total expenditures. 
The EMENA pn,jec& sddded for presentation in the next PartkQmts' meeting in 
Nwember lW%sbcrrrsirb&te~bdrace amqpkfm~G1pF m b w  
design of port d @ c d  project in the Maghreb regbin falls under the international 
water c o m p m a t a d & e a m h - g a s c o ~ ~ i p , P ~ ~ f a U s u n d e r  the 
limitatim of pmbmsc gas emidom. A l t h o P t g h ; ~ ' ~  I#rof e&oPts have been 
succeshl in gtBerab'mgpoteW projects, t h q ~ h r e ~ ~  on work already 
p e r f o f m c d f o t a t b e r ~ r u c h a s  the--TMcal 
A s s i s ~ ~ ~ A P ) .  T h i s s t o r e o f ~ ~ p r O j d c t s h a s n o w b e e n  
utilized, and future GEF projects will require grater innovation and effort. 

5. The distinctim dhrdty of EMENA gives it rm ahmtagc over the other three 
regions of the Bank. EMENA can achieve a balanced GEF portfolio for limiting 
greenhouses gases and CFC emissions in Eastern EPrope, Turkey and PaOoistan, protecting 
the international sea and river waters in Europe d the Middle East and conserving the 
biodiversity in many anmtries of its region The GEP sbould be the most important 
financing mechanism that will permit EMENA to make a difference in improving the 
global environment among its member countries. Global environmental issues in these 
countries are numerous and the real challengewill be to pursue a systematic approach to 
introduce innovative concepts, technologiej and systems that could place global 
environment concerns at the center of our envhmcntal  agenda in the EMENA member 
countries. A Eaim on the part of EMENA to play its appropriate role in this high profile 
program may deny our borrowers, particularly thosc like 'I'urkey,Pakistan and Egypt which 
have contributed funds to the GEF, a fair share of the program. 

6.  Numerous opportmitics remain in EMENA for GEF project development. 
However, timely project i&nt&don requires a f h  search for potential projects and 
the immediate mobilization of project development resources. To help establish the level 
of resources required, a gre- ~~~ to estimate the potential for 
GEF project dmhpmmt -tics in Eh6EMA. Tbe analysb considered the status of 
the Bank's dialogue with EMENA countries and the scope for interventions in each GEF 
component The objective of this aaalysis is to estrblish priorities and develop an action 
plan both short and long term, that will commit the EMENA divisions in maximizing the 
use of the Facility in its conventional lending operations. 

7. To help establish level resources required, project identification targets have been 
established that are consistent with EMENA's project potential. To maintain a GEF role 
consistent with its current role in overall Bank lending, the adysis showed that EMENA 
should aim to identify appxhatcly 13 new GEF projtds, with a total value of 
approximately $175-200 million, by early 1992. These projects should focus on ways to: (a) 
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limit geerhouse gases (e.g., amscrvationk (b) prorect selected international 
waterways (e.g. the Red Sea, the Black Sea, the Danube, the Nile); and (c) on a limited 
scale, protect mrrriae and arid lads  ecology. This is condstmt with the Participants' desire 
for the overall bahcc of GEF projects (4MO96 in grccdmue gases), and with the 
opportunities presented in EMENA ( e q m U y  in Eastern Europe, Turkey and Pakistan). 

8. To quickly develop an EMENA portfolio of GEF projects, the following actions are 
recommended in the next three months: 

(a) Provide significant additional resources from the Global Environment 
Trust Fund to EMTEN, the CDs and TDs to identify GEF projects. 

194 st& weeks of EldENA staff time and another 97 
wccIrs of c o d t a n t  time arc needed in FY 92 to identify and begin 
developing the current and new GEF projeds. EMEN should 
receive one full-- staff mcmbc~ in addition to its current half-time 
staff to c o o r ~ t e  efforts and support the task managers. Promising 
areas for these teams to focus their initial investigations are suggested 
in the report. 

(b) Organize Project Identification Teams (PlT)' to lead identification 
efforts. Each of the four GEF component areas will have a team led 
by a tedmically competent stafE member born the EMENA TDs. The 
team will assist Task Managers by conducting "brainstorming" 
sessions, assisting in project development, and performing regional 
and country adyses. A greenhouse gas abatement team should be 
established first because of its prominent role in EMENA 

(c) Set up a GEF Coordination Group in EMENA This will be chaired 
by EM"IEN and include members ftom each of the Departments. It 
will provide administrative &tan= to the task managers by serving 
as a forum for discussion of GEF practices and procedures, providing 
feedback to CODGE on EMENA concerns and suggestions, providing 
task managers with &es of procedures, keeping lists of contacts 
and consultants, and maintaining periodic summaries of EMENA's 
GEF activities. 

(d) Conduct the first regional GEF reconmhance mission to idenw 
greenhouse gases and CFC emissions projects in the following priority 

These PITS would be merged with thematic networks which may be established under 
current proposals to strengthen overall coordination of environmental issues in 
EMENA. 

I 
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countries; Pakistan, Turkey, Egypt, Poland and Czechoslovakia. 

* These PITS would be merged with any thematic network which may be established, 
subject to the proposal currently under review to strengthen the overall coordination of 
environmental issues in EMENk 
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EMENA ACTION PLAN FOR THE GLOBAL ENVIRONMENT FACILITY 

A of the a- . . 

1.01 The Global Ewironment Facility ( G W  was established in November 1990. This 
pilot program is intendad to assist camtries with a GDP per capita of less than $4,000 with 
the implementation of programs and projects addressing environmental problems with a 
global or regional impact. The duration of the pilot program will be three years, starting 
July 1,1991, and ending June 30,19W. GEF resmms will be concentrated on four 
specific environmental problem areas: (1) limiting the emissions of greenhouse gases, (2) 
protecting biological diversity, (3) protecting inbmathd waterways from pollution, and 
(4) protecting the earth's stratuspheric ozone layer (as amred undtr the Montreal 
Protocol). As a pilot program, the GEF will demonstrate new technologies, techniques or 
approaches; promote scientific learning; identify and test potentially sustainable 
enviro~lental activities; train local personnel and build local capabilities and institutions; 
and promote regional and global cooperation. 

1.02 The Bank administers the GEF and develops investment projects with its borrowers, 
while the UNDP is responsible for training and technical assistance, and the UNEP has a 
scientific and advisory role. A 14-member Scientific and Technical Advisory Panel (STAP) 
has been convened by UNEP to give advice on a broad range of technical issues including 
the quality of technical and scientific review of individual projects, and the establishment of 
criteria for project selection 

1.03 The initial funding of the GEF is one billion SDR (approximately US $1.38 billion). 
While no specific portion of these funds is allocated to the Bank, it is expected that 
approximately $800 million in GEF projects wiU be developed by the Bank. The remainder 
of the funds comprise $160 million for the Ozone Layer Protection Trust Fund, the $150 
million U.S. contribution that USAID will handle separately, $50 million in Japanese loan 
funds, funds for cofinancing GEF projects, and funds for various administrative expenses. 
At present, the GEF has two separate trust funds, the Ozone Layer Protection Trust Fund 
and the Global Environmental Trust Fund ( G V .  Other funds could be established 
under the GEF as additional international environmental agreements are consummated. 

1.04 The GEF is intended to provide incremental funding for projects with a global or 
regional environmental benefit that would not be funded in the absence of the Facility. It 
is thus the "funder of last resort." Funds may be in the form of grants or concessional loans. 
It is expected that many of the GEF projects funded will be attached to conventional Bank 
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projects where the GEF increment will be used to makc the project economidly viable. 
GEF guidehs aUw stad- projects to a limit of US $10 million, and attached 
projects to a h i t  of US $30 million. In addition, the Japanese have provided funds for 
condonal  lOgIlB fix project needs over $30 million. 

1.05 The GEF project portfdio has developed q i d l y  over the past year. Table I- 1 
summarizes the current g q h i c a l  and ampmen& rnix of GEF projects, as well as the 
status of these projects. Pmjeas in the *first trancbcm are those that have been reviewed by 
the Parti- LC. the d m  which haw omaibatd to the GEF. "Pipelinen projects 
are those tht hPe yet to be resiorsd by the Pllbjfp.llO, but that have been requested by 
a governmtot, dearad for eligMity by tbe GEF Tqdemm&m Committee (which 
comprises the Bank, UNDP and UNEP), and passal the technical rmew paneL "Project 
conceptsa are detailed proposals that have not yet passed these thee milestones. 

Table El: 
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1.06 The first tranche of proposed GEF projectsws presented to the Participants for review 
in May 1991 and total4 $214 d o n  The EMENA region presented three projccts totaling 
$25 million in hestmerit. These projects represat& 2096 of the total GEF projectsand 12% 
of the total 'Ihe thee EMENAprojectswtre all in the biodiversity area, as were 
three quarters of aU the GEF projects presented in May. This r e f l ee  in part, the longer lead 
time required kr projects in the other areas as well as the extensive pre-investment work 
conducted un&rtbe M e d i t e r r a n e a n ~ ~  Technical Assistance Program (METAP) 
project, which EMENA subsequently built upon. 

1.07 The project pipeline shows a better balance among the GEF components. The 
EMENA projects scheduled for presentation in the nurt tranche (November 1991) include a 
rnulti-country port waste disposPl project (Algeria, Morocco, and Tunisia) that has been 
proposed under the Meditemean R e g i d  Seas PmgrPm. and a greenhouse gas project (a 
Polish coal-to-gas conversion project). In addition, the Latc Ichkeul biodiversity project may 
be presented in November, although this project is likely to be funded by German bilateral aid. 
Table 1-2 summarizes the status of EMENA p r o m  as of June, 1991. 

Table 1-2. -A GFF Projc&la 

First T r e  I I I 
1. Algeria: El Kala National EM2 SA KrafftiArif Biodiversity 12.0 
Park EM2 SA Lcwis/Arif Biodiversity 9.0 
2. Northern Africa: Ncw WorM 

SaewWonnEra* EM4 SA Schnmakcr/Arif Biodiversity 4.0 
3. Poland: Forest Biodiversity 

4. Tuaisia: Lakc I&& EM2 SA 
5. Poland. (hah-Gas EM4 A 
6. Multicormtry: Port Wastc EM2 SA 

DispmPl 
(Algeria, 

Lewis/Arif Biodiversity 
Craig/Arif Greenhouse 

w w / A r i f  Gas 
Int. Waters 

SA = Stand-- Projea; A = Attached to Con- Bank Projed. 
This p- may be dropped as a GEF project and instead funded by Germany. 
This am- is likely to be reduced to $50 million 
A Concept for a Turkish Sdar Thermal GEF Projcd is unlikdy to go f o m d .  
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1.08 Thc GEF was initiatai to assist devehqhg oountrics with the implementation of 
projects which yield gbbd ezmimnmntal b c d k .  Such projects may be necessaq for 
countries to amply witb interxmtional ewironmcntrf conventions Therefore, the GEF not 
o n l y h e l p t o ~ t b t g l O b S i e n v i r ~ t , ~ i s a n ~ s e ~ c e f o r m e m b s o  
countries offeaod mdet the aspices of the Banlr. EMENA thcrdore bas an obligation to help 
countries in the region develop GEF p r o p a h  

1.09 The GEF is taking on an inaeasiagly high profile m w  member countries and the 
global environmental canmunity. Although prcscdy a pilot program, the GEF is likely to 
become an umbrella mechanism for a wide r a n p  of emironmental financing options to be 
housed at the Bank. At its reant  ttre meeting the (3-7 stated: "Ibe GEF could become the 
compreheosive funding rnechadm to help deve10ping camtries meet their obligations under 
new environmental conventions'. The GEF represents a new challenge for EMENA, not only 
to identijl projecrs for funds presently availab4 but to do so in a manner which lays a finn 
foundation for the contiwed development of projects and the expansion into new 
environmental areas. 

1.10 The GEF represents an innovative approach to tackling emrironmental problems which 
relies on international cooperation. A wide range of countries have contributed to the 
program, including the EMENA countries of Pakistan, Turkey and Egypt. The success of this 
program and others in the future which may also rely on this type of cooperation, will depend 
in part on whether contributing countries see the benefits of participation. It is up to EMENA 
to ensure that the benefits of participation are realized by the countries in that region, 
particularly those which have contributed. 

1.11 The effort to identify and implement GEF projects must be balanced with the other 
obligations of EMENA However, the GEF can complement and strengthen the BanYs 
conventional l e a  program. Although the GEF targets globai environmental problems, it 
can serve as a catalyst for conventional Bank lending. For instance, the $4 million Poland 
Forest Biodiversity project has led directly to a $256 million conventional Bank loan. In India, 
the GEF funding has been an important addition to a conventional Bank loan for alternative 
energy technologies, allowing the Bank to move in new areas of lending and respond to long- 
standing requests by the Government of India for alternative energy development. 

1.12 In spite of GEF's importance, EMENA is falling seriously behind the other Bank 
regions in its ability to generate GEF proposals. Although EMENA's pipeline is comparable 
to the other regions, EMENA has no projects in the concept stage, versus six for Asia, four for 
Africa and three for the LAC. More importantly, EEMENA is not sufficiently mobilized to 
generate new projects. EMTEN has only half a position devoted to the GEF compared to 
three for A!XE!N and two and a half for AFTEN for FY 92. The EMENA region represents 

Agency fa M u d o d  Devehperd 4 



20% of the total GNP of BanL-assbd countries and 213% of Bank lending commitments 
(with the rapid a c d c d o n  of the W s  lending program in Eastern h o p e ,  this percentage 
is likely to increase). Consequently, EMWA can be exptcted to utilize at least a fifth to a 
fourth of the aMilPblt GEF fundr, or $160.200 million. An analysis of GEF project potential 
in EMENA preseabed in AmvJt 1 qgcsts that this is a rcasmable target given the project 
opportunities tbmu#mt the region. H m e r ,  without immediate action, it does not appear 
as though EMENA will achieve this g d  

1.13 EMENA bas very little time left in which to identify projects for GEF funding. 
EMENA k scBedubd to ~lbaet with the UNDP in August to review its biodiversity projects, and 
it is expected that nuuiy all such projects will be identified by the Participants' meeting in 
December. V i i  all other projects must be i ded id  in time for the Participants' meeting 
in May, 1992. Thus, EMENA has no more than ten months in which to complete its project 
identification. In addition, some countries which have contributed funds to the GEF, most 
notably Turkey, Egypt and Pakistan, have no projects identified yet, 

1.14 The challenge for EMENA now is to immediateiy mobilize to identrfl projects. This 
means increasing manpuwer resources quickly, oorganizing internally, deweloping a clear plan 
of action, and, most importantly, conveying the hportance of GEF from top management. 
Other issues must also be addressed during the process of project identification including 
achieving a geographic balance among recipients, maintaining a balance among components, 
increasing the level of local participation, d improving the level of awareness and 
operational effectiveness of GEF within EMENA. These and other issues are addressed in 
the following sections. 
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2.01 A prelimhay aadysis was conducted to estimate the potential for GEF project 
development opportunities within EMENA. The arralyais considered the number of Bank 
projects currently being prepared, the status of tbe Baayo dialogue with EMENA 
countries, the ampmmt and su-t arey a d  specific circumstances in each 
country. For each component, certain physical parameters were also examined, for 
example, a country's relative contri'bution to total regional greenhouse gases or CFCs (see 
Figure KI-1). The results of this axdysis are pmentcd in Table 11-1 and in more detail in 
Annex 1, Tables 5 3 ,  and 4. The conclusion from this prelimhary andysk is that there are 
enough potential projects within the region that EMENA should be able to utilize about 
20% of availaMe GEF ftnds. 

2.02 The most critical problem EMENA now faces in r e a l m  this potential is the 
limited time it has in which to identify new projects. Assuming a typical project cycle for 
Bank projects of approximately two years, EMENA will need to have nearly all of its new 
projects identified by May 1992 if the projects are to receive approval before the end of the 
pilot program. All of the biodiversity projects must be identified by September 1991 in 
order to be submitted for review and approval by the Implementation Committee. As a 
result of these short deadlines, EMENA must mobilize immediately to identify new 
projects in order to £ill its pipeline. 

2.03 It will be important for EMENA to establish priorities if it is to fill the project 
pipeline quickly. Although there are no formal guidelines for apportioning GEF funds 
among the four components, the GEF Participants have indicated that they would like to 
see appr oximatcly 509b of the BanYs GEF fundr docat& to limiting the emission of 
greenhouse gases. G i n  that EMENA's f k t  tranche proposals were all in the biodiversity 
component and that there are proposals for a single greenhouse gas project and an 
international waterways project in the pipeline, there is a pressing need to develop 
additional greenhouse gas projects if EMENA to achieve the desired component balance. 
Annex 1 indicates that at least 60% of EMENA's new GEF project funding should be in 
the greenhouse gas area if it wishes this area to represent 50% of its GEF portfolio. 

2.04 It will also be important to establish geographic priorities in order to achieve an 
equitable distribution of projects among countries. Until now, EMENA's GEF projects 
have concentrated in North Africa (EM2) and Poland (EM4) (see Table 1-2). In addition, 

- - 
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three copmjriertbthcmmib&fillvt to the CSEF - Turkey, Pakistan and Egypt - 
h a v e n o p m j c m ~ t o d a w  T b e # t h n a ~ i n ~ ~ r e c c i v e p r i o r i t y .  
2.W current ddlincs a d  the need for baiance among 
projects both g- d taoss ampmatt ,  EMENA should: (1) Immediately 
c o n c e n k a t c o a r ~ . ~ ~ ~ f i v c ~ p r e i c c b i n o r d e r t o m e c t t h e  
S e p t e m b a r ~ ~ ~ ~ f i M l L a e ~ ~ e c O Q y O t Q n e a u d a r i d  
lands,asthefearcasareAcfUriadintheglobsllpcxtWo. ProjectsizeshonMbeinthe$3-5 
million raoge, (2) Tbe hkd EMENA's efFcxts s h d d  be f d  on identifying projects 
that limit gmdmnw gases (GHG). EM4 and EMS, in particular, should make GHG 
projects their top prbrity (see Figure 1-1). (3) hnncdb attention should be given to 
Pakistan,TurkeydEgypttorusluethatanirmrrvgtiPeprojectisp~foreachof 
these oounSrier TWII-1 sumadze the a h  recommendations for priority areas for 
future GEF project investigation 

2.06 Although there are no formal guidelines on either the number or type of projects 
EMENA should develop, i n f d  dhxmsbm with Task Managers, CODGE and others 
indicate that EMENA should plan on having approximately $160-200 million in approved 
GEF projects by June 30,1994. Based on reason- sssumptions regarding the attrition 
rate of projects during the review process, the average project size, and the potential for 
project development (see Annex I), it is estimated that EMENA will need to identify 
approximately 13 projects requiring $175-200 million in GEF funds, in addition to the five 
projects ($125 million) already identified. Thus, EMENA could set a reasonable objective 
for a total portfolio of about 18 projects with a value of $275-350 million in GEF funds. 
Table 11-2 sllmmatizec targets for EMENA for the number and type of projects yet to be 
identified and for its total GEF portfolio. These targets are only indicative of the level of 
effort required for EMENA to realize the potential o8Eered by the GEF. The actual 
number, size and mix of projects developed in EMENA will depend in part on a number of 
factors outside the control of the Bank. In any case, the desire to generate a full project 
pipeline does not rliminich the need to maintain the quality of projects brought forward. 

Agency far I n t w  Devlebpment 7 





Table 11-2 -A Pro@ Por$olio 

Greenhouse Gas 

This assumes that the Lakc I c h k d  project will not be funded by the GEF. 
** This includes ody oume preservation projects not funded under the Montreal Protocol Ozbne Layer 

Protection Trust Fund 

2.07 Jncrease S t a f f  Co-. The most immediate need for EMENA to 
meet the abave objedves for the GEF is to apply additional staff and consultant resources to 
project identification. EMENA is currently spending significantly fewer resources on GEF 
project development than other regions, especially Asia and Africa. For N92, EMENA 
requested 77 staff-weeks (sw) of EMENA staff time and 20 sw of consultants; of the 77 sw, 25 
are for EM'IEN. ASIEN is devoting approxhatdy 150 sw of staff and consultant time to 
GEF in FY92, while AFIEN requested appmxhately 125 sw. In addition, AFTEN and 
ASTEN receive significant assistancehmeh~ntalcoordinators in the country divisions 
who coordinate GEF efforts. EMENA has no comparable system. 

2.08 EMENA Task Managers indicated that the average Task Manager was fully booked 
on conventional Bank projects, and simply did not have the time to provide to GEF activities. 
Indeed, EMENA had used only 35% of its administrative budget for GEF by May 30,1991, 
whereas Africa had used 73.6%, Asia 20.7% and LAC 28.4%. Thus, even though EMENA 
allocated fewer resources for the GEF than other regions, it is not using even these. 

Agency for International Development 9 



2.09 Pre~atimster~thetotallevelofefeartrequircd(summarizedin~4)for 
identijring an addithd 13 PfoPCtb in the next ten rmmtb aad o o n ~  the development 
of ezisting projects bdhtc  EMENA will require qpmxhately 194 sw of EMENA staff time 
and 97 sw of consultant time in F Y n  Of this, apprdnatdy 104 sw are needed by EMTEN 
staK These cstba&s of the lad of effort needed to idea&@ and develop a GEF project are 
significantly h i p h c r t h a s ~ h a s  upericllcyd~its current GEFpr0posa.l~ because new 
projects wiU not b e d t  from the extensive andpis already performed, as was done by the 
METAP program. 

2.10 Reco- EMTEN shouid imm&atcly increase project development 
resources from tbe Global Environment Trust Fund (GETF) to the equivalent of no less 104 
sw of EMTEN st& tiare and 97 sw of cunsultaxm' time. IR addition, 90 sw of other EMENA 
staff and 111 sw of consultants should be provided for FY92. 

2.1 1 1. If EMENAEMENAis to achieve the objectives suggested 
above, the level of awareness among its regional staff and staff at the country level will have 
to be increased. At the present time, awareness of the GEF is rather limited, particularly at 
the country level, but also witbin the Bank's regional st& More broadly, the GEF does not 
appear to have achieved a level of prominence within EMENA commensurate with its 
importance. The re=& effort to build a GEF project pipeline within a few shon months 
required an ad hoc focus on certain target countries and previously identified opportunities. 
This effort resulted in a prthlio that was not balanced &n countries or components. A 
more systematic process is needed for Task Managers and others to exchange information on 
GEF, discuss potential projects, and broaden the awareness of GEF within EMENA. 

2.12 Recommendations: (1) EMENA management must quickly and clearly express the 
importance of GEF to EMENA staff and lay out clear objectives and a plan of action. (2) A 
mechanism should be established to serve as a forum within EMENA where Task Managers 
and others can voice GW-related issues and concerns, and to provide a channel for 
information about the GEF to Task Managers. 

2.13 There is also an apparent need to explain the objectives and operational procedures 
of the GEF to the member countries. The project propogale they have submitted until now 
were often research proposals and lacked an operational focus. This is principally due to a 
lack of institutional and operational experience in identify@, preparing and mamghg GEF 
grant projects. All GEF projects within the first tranche were identified and prepared by Bank 
staff. Only one project proposed for the second tranche has been prepared with assistance 
from the member government, and that was principally due to the METAP program's 
assistance. 

2.14 Recommendation: As part of their upcoming GEF reconnaissance missions, Task 
Managers should provide information on GEF objectives and procedures to the member 
countries. Presentations may be given to stimulate generation and discussion of potential 
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p r o j e c t a ~ O f a p r O j c d ~ ~ ~ a ~ c ~ u n t r y ' s e m r i r o ~  
agency aniki bt amidend for rtrtngtheaiag the capbility of these countries to design and 
implement their GEF pomfoh. 

2.15 5 ~ T J l + t . M a . f o r t a s k ~ t o  
parti*m tbeRRPpibcmwiU ~ b l A l l b ~ ~ ~ ~  if EMENA is to gesatrrtt 
the s u g g a d ~ o f ~ w i t h i u  fbt tigbttbdhme. The GEF offers attra&e grant 
and concesbd k#P fiamiq. which can ma& praposed Bank projects much more 
a t t r a c t i p e d a a r e n n r s ~ ~ n t r e e t o g t w m m m t ~  

. . 'es for the development of much 
larger efforts (as i9 resulting from the Poland GEF lhtivcrsity project, where a $4 million 
GEF project led to a $256 millim a m m h m b  Rmlr lending project). However, these 
a d v a n t a g e s d o n o t a p p e a r m b e w i d e l y ~ . & m a y n o t ~ t t h e p e r c e p t i o n o f  
problems in dealing w i t .  the GEF program d its various constraints and procedures. 

2.16 RecomnurrdrrtloP: A formal incentive system sbould be created for Task Managem to 
participate in the GEF. It should also be nrnrlc dear that a d d i t i d  resources are available 
to Task Managers for the preparation of GEF prop&, so that Task Mauagc~s can re* 
the advantages of GEF *&out u d w  admi&dw bmde~lg. TIC incentive system should 
be reinforced with a clear signal from EMENA management of the importance of GEF. 

2.17 1 . . Interviews with Task Managers indicated that there 
was a lack of understad@ of the GEF operational guidelines. This is particularly serious 
given the shortage of time to identify projects. Part of the problem is due to the fact that some 
of these guidelines are only now being established, e.g., the STAP criteria for project selection 
were only released on July 17,1991. Another problem is that the GEF Opemtiom Some Book 
is too lengthy for most busy Task Managers to read and has not been widely disseminated. 

2.18 Recommendations: (1) A brief Project Development Summary should be prepared 
immediately for use by EMENA Task Managers, The document should present an annotated 
project cycle for GEF, relevant Bank and EMENA contacts, and other basic information 
regarding the implementation of GEF in EMENk (2) The Some Book should be more 
widely disseminated. 
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3.01 This section focuses on the actions EMENA should take by October 1991 to 
quickly increase its pipeline of GEF projects and meet the challenges discussed in the 
preceding s c c h s  O h  actions EMENA should collsider in the mid term (by the end of 
FY92) and long term (by June 30,1994) are briefly outbed here and will be developed in 
more detail as the GEF and EMENA's roles evolve. 

3.02 This plan is based on extensive discussiolrs with Bank staff, both within and 
outside EMENA. It aims to ensure that EMENA takes full advantage of GEF project 
opportunities and that its role in this important pilot program is commensurate with the 
region's role in amventional Bank lending activities. 

3.03 Implementing this plan requires clearly defined responsibilities, effective 
coordination, and m e  implementation. Strengtheoiog EMENA's current 
capabilities will be particularly hportant, as will estabbhiq a focal point in EMENA to 
energize the process and help Task Managers identify and develop innovative and 
replicable GEF projects. The key roles and responsibilities are summarized in Annex 2. 

3.04 This action plan should be completed and approved as soon as possible because 
delays will jeopardize EMENA's ability to participate fully in the next GEF tranches.' A 
p r e l i w  schedule is presented in Figure III-1. EMTEN should coordinate the review 
of the prehhary  action plan by other EMENA divisions, and take their comments into 
account when completing the action plan. The action plan would then be submitted to the 
EMENA Vice President for approval by no later than mid-August. 

3.05 This preliminary EMENA action plan identifies three discrete tasks for 
immediate implementation: 

3.06 1: -A GEF CoQfdlPPfiQP Grow . . . A GEF Coordination 
Group should be tstablished for the five EMENA divisions. It would be a quasi-formal 
forum within EMENA where Task Managers and others could raise GEF-related questions 

The next GEF Participants meetings are scheduled for November 1991 and May 
1992. GEF projects must be submitted to the Chainnan for review approximately 
five weeks prior to this meeting. As noted previously, it is anticipated that most 
GEF projects must be identified by the May 1992 meeting in order to be approved 
by the end of the GEF in June 1994. 
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Figure 111-1 
EMENA GEF ACTION PLAN 

Preliminary Schedule 

1 Aug 91 Sept 91 Oct 91 Nov 91 I Dsc91 I 
PHASE I (Next 60 to 90 days) 

Task 1 : Organize EMENA QEF CoordlnaUon 

Designate Departmental ReprewntaUver 

Announce QEF Coordination Qrwp by RVP 

Hdd Cootdlnatlon Group Meetingr 

Prepare GEF Project Development Summary 

Prepare Periodic QEF Actlvity Summarler 

Task 2: Identity and Prioritize EMENA GEF Interventlono 

Identify Project Identilcation Team Leaderr 

ldenlty Project IdenUlcaUon Team Memkrr  

Identity ProJectr 

Task 3: Mobilize Staff Reeourcer 

Make GEF Staff Ardgnmentr 

Hire Additional EMTEN Staff 

Streamllne QEF Reoource Utlllzation 

PHASE II (To April, 1992) 

Task 1: lncreaw member country involwment In QEF 

Task 2: Develop Interagency Coordination Mechanlmr 

Task 3: Develop Formal lncentlve Programr (or Taok Managerr 

Tark 4: Identifv QEF Probdr 



and concerns and fhmd Task Maaagen' concerm and qqpstiom to C O N E  and 
EMTEN. It would also help Task Managers to access resources for project development. 
The functions of this group will be: 

(a) to infann EMENA staff about GEF procedures on a continuing basis 
a n d w o u M ~ t h e m i n r ~ ~ t h a t m ~ y a r i S e i n t h e c o u r s e  \ 

of GEF project identification a d  preparation; 

(b) to disseminate information on the experience of other regions with 
GEF project implementation; and 

(c) to provide arlministrative assistance to Task Managers and EMENA 
Department Directors. 

3.09 To £acilitate communications and assist Task Managers, EMTEN will develop 
two documents: (i) a GEF Project Development Summary, and (ii) a periodic EMENA 
GEF Activity Summary. 

3.10 The Project Development S1-y will be a concise reference document 
tailored to the Task Managers' needs (see Annex 6 for a detailed outline). It will include: 

(a) Final EMENA GEF Action Plan (roles and responsibilities, tasks, and 
schedule); 

(b) Detailed Process Summary (including checklists of key steps); 

(c) GEF Contacts (EMENA, EMTEN, Network Participants, CODGE, 
PRE/ENV, REDS, TMs, UNDP/UNEP, multilateral assistance 
agencies, bilateral assistance agencies, non-government organizations, 
technical consultants (by specialty, including experience, references), and 
others; and 

(d) Sample Documents (e.g, IEPS) and suggestions for preparing projects. 

3.11 The EMENA GEF Activity Summary will be a periodic report (initially, 
monthly) informing EMENA management of the status of GEF-related activities within 
each department in the region. The format would be similar to the monthly report now 
being prepared by CODGE, but with more details on the GEF activities of each EMENA 
department (see Annex 7 for a draft). Information would be collected by each department 
representative to the GEF Coordination Group and forwarded to EMTEN'S GEF 
Coordinator, who would be responsible for preparing the monthly summary. 

3.12 The Coordination Group could be part of a more general environmental 
coordination function if EMENA institutes such a function. Group representatives would 
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regularly muxi dnjljOq staff d ammy and make presentations on the 
GEF, The Coo-n Group would be chaired by the representative from EMTEN, 
which would also pruvide the wxasary functions (e.g, call meetings, organize 
agenda,keepmhmtci). TheacatimoftheGEECoorQllPttan . . Group would be formally 
anrrouaced by EMBNA's vice predmt tbraugh a nvlwrnnmrm issued to all EMENA staff 
n o l a t t r t h a n t h e e ~ d ~  h P i n g t h c # r t y ~ p h a s e o f t h i s a c t i o n p k n ,  
the GEF coodbtion Group would meet at least monthly. 

3.13 Specific activities would include 

(a) Derigrtc Deputwftrl EMTEN will contact each 
EMENA dcpmmmt and ham it des@atc a GEF Coordination Group 
representative to assist departmental Task Managers with all GEF 
~t i ies .Thiswi l lbedoneby~August .  

(b) Announce! GEF CoordiPrrtb. Group. The RVP will send a 
memorandum to all EMENA staff anrumc@ the formation of the GEF 
Coordination Group, its e i y  and its membership. This 
announcement will emphasize the Group's function to assist Task 
Managers in handling the arlmmlstta . . tive requirements of the GEF. The 
memorandum will be drafted by EMTEN and sent by the third week in 
August 

(c) Hold Coordination Group Meetings. The Group wiU hold its initial 
organhtional meeting by the end of August to discuss problem areas, 
activities, imd targets. Subsequent meetings will be held as needed. 
These meetings will probably be held monthly until April 1992 (the time 
by which most GEF projects will need to be identified) and less 
frequently thereafter. 

(d) Prepare GEF Project Dedopmemt Summary. EMTEN would prepare 
this document, which should be distriited through the GEF 
Coordination Group to all Task Mauagcrs by no later than September 
1Se2 The document would draw heavily on and summarize similar 
materials already developed by CODGE. It should be reviewed by 
CODGE prior before it is distributed to ensure consistency with Bank- 
wide policies and procedures. 

(e) Prepare Periodic GEF Activity Summaries. EMTEN would prepare this 
document, initially on a monthly basis starting in mid-August 1991 and 

2 CODGE is considering preparing such a document for all regions. In this case, 
EMTEN'S role would be limited to ensuring it reflects the needs of EMENA's Task 
Managers and is distributed to all Task Managers. 
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on a quwtaly basis after April 1m Annex 7 presents a template for 

3.14 . . .  . As part of this 
effort, m i K s ) 3  to li 
Task Managus with &&miad addsors in each of the four GEF areas mrd generate, as 
quickly as pos9iMe, hmmth  projed concepts. Eacb team would have a kdmically 
knowledg* posEtipe respodbb SOT c a h g  mectiqip and building program 
momentum. ArmrJr 5 mmma&zs the quaMicahm~ of the leader of the greenhouse gases 
team Because of the priority E m A  must give to identifying projects limiting the 
emissions of peabusc  gases and the short window of qprtunity remaining for 
biodiversity pmjcctq these two teams should be set up by the end of August. If necessary, 
technical leadership could come from outside EMENk4 

3.15 All teruIII should be organized by the mid-septernber. The first "brainstorrmng" 
sessions to iden* attra&ve GEF projects should take place in September. A draft 
regional overview in each GEF component area, together with a list of potentially 
attractive GEF projects in each area, should be completed by the end of September, and a 
final overview shouid be avaihbb by mid-October. This work would focus on the 
countries/regions that will be most critical to EMENA in the coming tranches of GEF -- 
particularly Pakhm (EMl), Turkey (EMl), Egypt (EM), Poland (EM4), Czechoslovakia 
(EM4), Hungary (EM4), Bulgaria (EM5), Romania @ M )  and Yugoslavia (EM5).' The 
work would draw heavily from existing environmental assessments and action plans, and 
incorporate factors such as the interest and ability of individual countries to implement 

3 These PITS may be later merged with an overall EMENA environmental group 
now under discussion to strengthen the coordination of all environmental activities 
in EMENA. 

4 A head start on identifying potential projects can be made through intensive 
dimd01ls with the U.S. Agency for Internatid Development, NGOs (e.g. the 
National Rcsaurces Defense Council, the Environmental Defense Fund, and the 
International InsititUte for Energy Conservation), and other organizations that 
have been looking at these problems in detail over the past few years. In addition, 
it should be posi'Me to review energy projects that have already been assessed by 
the Bank in Tunisia, Turkey, and other countries that were felt at the time to be 
uneconomic (ie, hracterized by an inadequate economic internal rate of return) 
but which may now be suitable for GEF funding. 

5 As discussed in Section I1 above and Annex 1, these countries account for nearly 
two-thirds of the greenhouse gas emissions in the EMENA region and about three- 
quarters of the greenhouse gas emissions from EMENA countries eligible for the 
GEF. Moreover, Pakistan, Turkey, and Egypt have each contributed $4 million to 
the GEF. 
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GEF projects, and the status of the Bank's conventional lending pipeline for each country. 
The GEF C o o r c l h t h  Group s h d  dhi'bute these within EMENA, and request 
updates as necessary. 

3.16 Specific activities include: 

(a) 1- Pro)ect 1- Team Leaks. EMTEN will identify 
~ l r m A c r r f o r e r r c h o f t h e B o o r T ~ l w s e d o n e n t h ~  
tedvlical +ties, and leedwthip abilities. This will be done by the 
end of August for the grcdxme gas and biodiversity teams, and by mid 
September for the intematiod waters and ozone teams. 

(b) Identifj Project IdentSilcrrtiolr Team Members. EMTEN, together with 
the team leaders, will i&ntiQ key team members for each of the teams 
based on expressed interest and -A priority. This will be done 
within two weeks of identifying the team leaders. 

(c) Identiip Projects. The teams will hold meetings with internal and outside 
experts, conduct "brainstorming" scdons, and perform regional adyses 
to identify potential projects. They will discuss and suggest solutions to 
project development problems. If d e d ,  they will recommend missions 
to identify and develop projects. These ttams will meet as needed, but at 
least monthly. 

(d) Conduct Reconaissance Missiom Missions will be conducted to Eastern 
Europe and the Near East to discuss and identify potential GEF projects 
with member countries 

3.17 3: . . The implementation of this action plan 
requires that EMENA's GEF capabilities be strengthened at both the country & 
technical department levels. In FY91 EMENA used 47 sw to develop 7 projects (three 
biodiversity, three international waters, and 1 grcukmsc gas). This level of effort was very 
low compared to other regions, but suf6acnt gives- of the project identification and 
development built on activities initiated under METAP. Since future GEF efforts will not 
have such a base of project adyscs to build on, EMENA should immediateiy request an 
increase in GEF resources for FY92 - from 77 staff-weeks to 194 staff-weeks. In addition, 
approximately 97 staff weeks of outside consultants would be required. EMTEN would 
work with each department and CODGE to ensure that sufficient resources from the 
Global Environment Trust Fund (GETF) are available to implement the action plan 
during the balance of FY92 and in subsequent fiscal years. Annex 4 summarizes the 
manpower requirements. 

3.18 Because of the importance of greenhouse gas projects, EM1, EM4, and EM5 
would each immediately assign a staff to GEF activities. No less than 25% of the assigned 
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staffs time would be requited from each d e v o v e r  the next 60 to 90 days to &ewe 
the objectives of this action plsn In addition, EMT would mobilize its sta&, particularly in 
EMTIE (as energy prodwtion and use is a major smmc of greenhouse gas in the region) 
andElWENtorroriotamntrydqartmmts. ~ s b o u l d ~ h i r e o n e  
additional full-time stafE mtmbm to crssist a d  work with country Task Managers, in 
addition to its currtnt GEF Cmdbtor .  By October I, EMTEN would dedicate no less 
than two full-time equivalent staff members to GEF #ties. Until the necessary 
permanent staff are oar board, EMTEN and the oouasrg Bepattments would hire 
consultants to support GEF-related activities as needed. 

3.19 EMTEN would also review the procedures for EMENA Task Managers to 
utilize the resowccs 1milab1e for GEF project prepat@ and would prepare clear 
guidelines for staff to makc use of these resour- Consultants should be hired by mid- 
August and the procedures compieted by the end of August for inclusion in the GEF 
Project Development Summary (see Task 4 belaw). 

3.20 Specific activities include: 

(a) Make GEF StadlAssignments. All country and technical departments 
will identify key GEF staff by mid-August. 

(b) Hire Additional EMTEN S W L  Onc additional EMTEN staff member 
should be hired by mid-September. 

(c) Streruniine GEF Resource Utilization. EMTEN will work with CODGE 
and Task Managers to identify the GEF resources needed (consultants, 
staff), make them available, and prepare clear guidelines for their use. 
These activities will be completed by October 1. 

B phase I1 ( T o e  

3.21 By Aprii 1992, EMENA should address a number of other important issues for the 
GEFs long-term success within the region. Some of these actions are the direct 
responsibility of EMENA, and EMTEN would take primary responsibility for addressing 
them. Other activities must be addressed by CODGE, and EMTEN will work with 
CODGE to ensure their success. Among the key actions are: 

3.22 Me- Co- in G m .  During the first 90 
days of the action plan, the possibilities for GEF projects during future EMENA missions 
will have been explored (see Phase I). Based on the response from each country, EMENA 
will help establish Environmental Management Units in them to implement the GEF 
projects and help them prepare for other major environmental programs that may arise in 
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the iuturc. These activities will commence in Scptmhr 1991 and continue throughout the 
project. 

3.23 . . Although the GEF 
~ ~ P a a d h u d  w a s e s z d w d  ~ a f ~ ~ a n d r r m l ~  

agemeqitsdTMive-recpriterm- . . on the regional and 
country lmk. Thir is hpmant to prevent a dqdkath of efforts among donors and to 
h e l p t h e R P n l t ~ t b t p r q m m l s o f o f b G f ~  C a d b h ~  with the UNDP 
resident qmcnt&m is particularly criW ~ I p s  rok in the GEF project cycle. 
The W s  UNDP cmdhton for the r e g h  mseg be the key pemnncl for interagency 
coordination. In a 1991, a dialogw will begin between the Bank and the UNDP, and 
will continue kaughmt the project. 

3.24 9. The G W s  
grant resourcts am he@Tadr Mauagm by m m  a I?pmhmt hr s t a d d  B a d  lending. 
For instance, GEF prajecte can be used to stimulate private power development through 
the use of grant resources. Already in EMENA, a $4 million biodivmity GEF project in 
Poland led directly to a $256 millian loan in forestry. Nonetheless, formal incentives, 
perhaps refleded in idhi- performance p h i  and personal performance reviews, 
should be developed to emphasize the importana of the GEF to EMENA. Such 
mechanisms would encourage the continuing devdopmnt of GEF projects and would 
provide formal recognition of staff efforts. This should be completed by the end of 
September 1991. 

3.25 4: -F Prw The Task Managers with the assistance of 
EMTEN, the Coordination Group, and the Network will identify and develop attractive 
GEF projects. The identification must largely be completed by the end of April, 1992. In 
addition, a basis can be laid for identifying projects for GEF I1 and other successors to the 
present pilot program. These new projects can be b e d  for example on attractive GEF 
programs that were not funded by GEF because of the constraints on the number of 
projects per country or on replicating projects 

3.26 By June 30, 1994, EMENA should take the following key actions: 

(a) Conduct an independent evaluation of EMENA's performance and 
experience with GEF, and develop an issue paper iden- lessons 
learned. 

(b) Implement a project monitoring and evaluation system. 

(c) Develop a long-term (i.e., post current GEF) strategy to identify 
EMENA's opportunities and roles in similar environmental activities. 
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IEMENA GEF PROJECT IDENTIFXCATION NEEDS 
AND PRBUMINARY INTERVENTION P R I . 0 ~  

1. A balanced project pipeline can be developed qyckly only if project identification efforts 
focus on the most promising countries. A country is a good candidate for further investigation 
of GEF project potential if there is an on-going dialogue with the Bank, and if there are 
widespread oppommities for technical intervention with respect to the GEF components. Table 
1 uses the number of amveatbd Bank lam currcutly under prepamtion as an indicator of the 
of the Bank-try dialogue. The contribution to r@ml greenhouse gas emissions is used as 
an indicator of oppomnities for technical inknmtion with respect to greenhouse gas emissions; 
countries which emit more -use gases are assumed to off&x more project opportunities than 
other countries. Spccifidy, countrica are as piorities for GHG project identification 
if they contribute 4% or more of regional GHGs and have at least 3 conventional Bank loans 
under preparation. 

2 .  Tables 2 and 3 also use the number of conventional Bank loans under preparation as 
indicators of the Bankcountry dialogue for identifjmg priority countries for further investigation 
of biodiversity and international waters projects, The scope for technical interventions in these 
two GEF areas is not as easy to define as with greenhouse gases. It is difficult, if not impossible, 
to quantify each country's contribution to regional biodiversity or international water quality. 
Instead, these analyses highlight countries where them is a sound dialogue between the Bank and 
the country, and where there are horn environmental characteristics relevant to the preservation 
of biodiversity and international waters. 

3. The range of prospective projects for each GEF component is simply estimated on the 
basis of the number of highlighted countries (the upper bound) and the number of country 
departments in which highlighted countries are found (the lower bound). In the case of 
international waters projects, the upper bound is based not on the number of countries, but on the 
number of geophysical features. Thexe are six, comqumding to the Black (including the 
Marmara), Baltic, Red and Adriatic Seas, and the Danube and Nile Rivers. These ranges are 
summarized in Table 11-1 of the main text. 

4. These results help not only to focus project identification efforts, but suggest the feasibility 
of targets ENENA may adopt for GEF project development as well as the level of r e s o m  
necessary to acheive these targets. To determine the resourax needed to develop GEF projects 
in EMENA, it is important to develop an estimate of the number or value of projects that will be 
developed in the next year, the ratio of identified projects to approved projects, and the desired 
spread of projects among country departments and the GEF environmental areas (or the 
"portfolio"). The Participants have expressed a strong desire for regional diversity in project 
selection, but have not emblished regional goals for project development. Consequently, there 
are no guidelines that can be used to determine the number or value of projects EMENA should 





TABLE 1 : Preliminary Country Priorities for Further lnvestigation of GHG Projects (continued) 

Poland already has a GHG 
project. Czechoslwakla may 

The political situation in 
Yugoslavia may preclude 
rapM GEF project Identlfl- 
cation there. Bank dlalogue 

' Country with per capita GNP of more than $4,000 Priority country for further Investigation 

Criteria for selection: (1) Country contributes at least 4% of regional GHG; and (11) at least 3 conventional Bank projects under preparation. 





Table 2: Preliminary Country Priorities for Further Investigation of Biodiversity Projects (continued) 

Country with per capita GNP over $4,000 Priority country for further investigation 

EM4 

Czechoslovakia 
Hungary 
Poland 

Political sltuatlon in Yugoslavia 
may preclude rapid project identification. 
Natural forest preservation and protection 
of the Danube delta may be possible 
projects for Bulgaria & Romania. 

Remarks 

Poland has a biodiversity project 
in the First Tranche. 

Bank Loans 
under 

Preparation 

7 
6 

14 

Biodiversity interventions 

Other 

Arid 
Lands 

Marine 
Ecosystems 

Coastal 
Zones 



Table 3: Preliminary Country Priorities for Investigation of International Waterway Projects 

Remarks Bank Loans 
under 

Preparation 

Possible 
project 

could be a possible project for Turkey. 

EM1 
Afghanistan 

Algeria 
Libya 
Morocco 
Tunisia 

Not eligible: 
Malta4 
Portuaal l 

These countries already have $50 million 
worth of projects in the pipeline. 

0 

I Possibk interregional project for the I 

Protection of the Marmara or Black Sea 

I management of Nile headwaters. The Red 

0 ' 1  Sea and Gulf of Aqaba also offer 
I Jordan 1 8 1 x lpotential projects. I 

Lebanon 
Oman 
Syria 

An EMENA inter-departmental project on 
the Danube may be possible with EC 
adstance. Other possibilities include 

Not eligible: 
Bahrain* 
Kuwait' 
Qatar l 
Saudi Arabia' 
UAE' 

EM4 

I EM5 I I Ithe Baltic. Adriatic and Black Seas. 1 

0 
0 
0 

0 
0 

Pditkal developments in Yugoslavia may 
preclude rapid project identification there. 

Country with per capita GNP over $4,000 

Priority country for further investigation 

Yugoslavia 
Not eligible: 

, Cyprus' 

7 

2 



aim to have appmvd. CODGE idca td  that appnrxlmately $800 million will be available to the 
Bank for GEF project &rants. If EMENA wishcs to attain the same @on of GEF funding as it 
has of total bank lending (about 21 %), it should set a target for approved GEF projects at the end 
of June, 1994 of approximately $160 - 200 million (in addition to the ozone pnservation projects 
funded under the Montreal Protocol). 

5 .  Since this is a new initiative for the Bank and there are a number of external organizations 
involved (UNDP, UNEP, Participants) no expaknce is available to determine the ratio of 
identified projects to approved projects. Projects that are khfifkl may not be approved because 
they are picked up by other donors, because they are delayed beyond the June, 1994 cutoff date 
for the GEF, because they are rejected by the Partk@mts, or hecause the conventional Bank 
project they are attached to is rejected or delayed. EsSimates of this attrition or slippage by 
EMENA Task Managers, CODGE, and envircmmattal divisions of other regions range from 20- 
40 % . Thus this ratio of identified to approved projects is beSween 0.6 and 0.8. This implies that 
EMENA should try to identify projects worth $275 - $350 million over the life of the GEF, in 
order to have $160 - $200 million approved. 

6. At p m t ,  there are no guideks from the GEF Participants on the desired "portfolio" 
characteristics. Informal comments indicate they would like to see -y 40-5096 of the 
projects or project funding go toward limiting greenhouse gases. These guidelines are unlikely 
to be quantified in more detail in the near future. There are also no guidelines for translating 
desired "portfolio" charactenstrcs . . 

to regional targets. It is probably not necessary or desirable fbr 
each region to strictly adhere to the same W t a g e s  in each area, since the environmental 
problems in each area and -ties for good projects will vary. For example, the Africa 
region expects most of its GEF projects will be in biodiversity, since it sees little potential in 
global warming or ocean projects. EMENA may have si@cant potential for limiting greenhouse 
gas emissions in Eastern Europe through energy efficiency and fuel switching projects, because 
of that area's dependence on coal. Prehinary feedback on the First Tranche from the 
Participants indicate they would prefer more greenhouse gas projects, to balance the existing 
biodiversity and international waters projects. 

7. The Montreal Protocol (which provides $160 million in funding for developing countries, 
plus another $40 million each for China and India if they sign) funding is W e d  separately from 
the other GEF funding. The p d u r e s  arc essentially the same as for GEF, with an additional 
approval required by the Montreal Protocol Executive Committee for projects over $500,000. 
(Projects under $500,000 can be approved by Bank management). However, some Eastern 
European countrk (Poland, Hungary, and Czechoslovakia) do not qualify as "developing 
countries" under Article 5 of the Protocol which specifies an eiigzble country must be a 
developing country by UN standards (77 countries qualify), must have per capita CFC 
consumptions of less than 0.3 kg, and must have signed the Protocol. Ozone projects in these 
countries cannot be funded under the Protocol, although they can be funded under the GEF if the 
country has signed the Protocol and has a per capita GDP less than $4,000. 



8. To estimate the number and types of projects EMENA must iden*, the foU&g 
assumptions were used: 

Total value of GEF projects to be identified by EMENA: $275 - 350 million 

Final split of projects among areas (excluding Montreal Protocol): 

Global Warming: 50% 
International Waters: 30% 
Biodiversity: 15 % 
Ozone (non-Protocol): 5% 

Average project Size: 

Global Warming: $20 million 
International Waters: $25 million 
Biodiversity: $4 million 

9. Table 4 below estimates the value and type of GEF projects EMENA should aim to 
identify. The project identification targets are cansistent with the range of potential projects 
identified earlier, which confirms the feasibility of the targets. Because of the need to devdop 
greenhouse gas projects to obtain the desired component mix, the target is at the upper end of the 
range of potential projects. Targets for projects in the other three GEF areas are at the lower end 
of the potential project range to keep the total numbes of GEF projects in EMENA in line with 
the above assumptions. 

Table 4. Illustrative W % N A  GEF Proiect Portfoli~ 

G ~ o u s e  Gas 
IntematiOnelWaters 
Biodiversity* 
0 ~ 0 ~ l e -  

value 
E cS) 

** This include8 only ozone -on pmjecb not funded under the Montreal Protocol Ozone 
Protection Trust Fund. 

Layer 



10. This table i n d i m  that at least 6096 of the value of the remaining projects should be in 
greenhouse gases. To help iden* suitable projects, the list below suggests interventions 
corresponding to each GEF envbmmeatal area. With respect to greenhouse gas projects, there 
are six major amas of intenention, and with biodiversity projects there are three principle areas 
of intervention. These areas have been mentioned by the STAP and the Participants as promising 
areas for investi@on. 

Greenhouse 

Any of these areas may include actual training, regulatory, retrofit, or manufacturing activities. 

1. End-Use EfWency Improvement 

Reduction of energy intensity in basic processing industries 
Efficiency improvements in: 

motors and drives 
process heating 
h3hting 
appliances, especially refrigerators and air conditioners 
space heating and cooling 
water heating 
irrigation pumpsets 
vehicle fuel consumption 
boilers 

Energy efficient building design and materials 

2. Production (and Distribution) Efficiency 

Reduction of transmission and distribution losses in electrical grids 
Power plant combustion efficiency improvements 
District heating cogeneration and efficieacy 
Coal g- 
Power factor improvement 
Reduction in N20 from fluid-bed coal combustion 

3. Forestry 

Greenhouse gas sequestration through afforestation and forest management 
Combatting deforestation through providing incentives for forest maintenance 

1 Adapted from "Report of the Ad-Hoc Group on Global Warming and Energy", New Yo*, 
June, 1991. 



4. Gas Substitution & Leakage 

Methane emission reduction: 
Urloan and rural waste treatment 
Leaksinnaturalgaspipdines 
~ v e a i n g o f a a t u r a l g a s  
Cod mining Aeasea 
Agricultural emissions from rice paddies and animals 

Retrofitting coal-fired equipment with gas--, particulary gas turbines for powex 
generation 
Advanced efficient gas turbines 
Natural gas fired, engine driven, cooling systems 
Compressed natural gas or hydrogen for transport 

Centralized renewable energy technologies: 
windfkms 
solar themmil electricity generation 
hydroelectricity 
geothermal power 

Decentraiized renewable energy technologies: 
fuel cells 
photavoltaics 
cogemdon and stand-alone power generation from biomass 
fossil fuel cogeneration 
mini- and micro-hydroelectricity 
solar water heating 

6. General Planning & Management Actions Likely to Mitigate GHG Emissions: 

Performance improvement through management, institutional and policy innovations 
Least-cost planning 
Conversion of energy supply companies to energy service companies 
Independent power companies 
Management of dispesed energy systems 
Industries that manufacture energy efficient products 
Technology transfer 
Training/institution building 
Database development 
Infrastructure and land use planning for energy efficiency 
Transport mode sWtx 

road to rail for freight 
personal to mass transit for passengers 



Transportation emission controls 
Reduction of CFC's and tropospheric ozone precursors 

. . Preservation of Biodrversity 

There are three principle areas remaining for intervention: 

1. Arid regions 
2. Coastal Ullles 

3. Marine ecosystems 

For each of these, the following interventions are possible: 

Establishment and management of parks and rese,rves 
Institutional development and training of wildWe/forestry management agencies 
Incentives and policies for sustainable use of areas/species of interest 
Land use planning 
Breeding programs 
Abatement of pollution affecting areas/+es of interest 
Development of gene banks 
Archaeological p-tion 
Flora and fauna inventories 
Rural mettlernent 
Ensuring nutrient supply to areaslspecies of interest 
Local community management of areas/resources 
Monitoring and regulation enforcement 
Regional coordination mechanisms 

Protection of International Waterg 

Areas of intervention include: 

Port waste reception and disposal 
Monitoring and enforcement systems 
Institutional development and training 
Sewage treatment 
Oily waste disposal from ships and industry 
Toxic waste disposal 
Garbage disposal 
Policy development and regional coordination mechanisms 
Coastal land management 
Water management 



Annex 2 

EMENA GEF ACTION PLAN 

Summary of Key Roles and Responsibilities 

EMENA Operations Divisions 

Task Managers 

strategy and action plan 
- Promote GEP activities within 
EMENA 
- Ensure incorporation of GEF 
activities into performance 
reviews of operations divisions 

- Promote GEP witbin divisions 
- Incorporate GEP objectives 
into performan- reviews 
- Designate individuals to serve 
on EMENMEP Coordination 
coup - Participate in development of 
EMENAIGEP strategy and 
action plan 
- Incorporate GEF with country 
and regional development plans 

- Provide input to EMTEN on 
roster of outside specialists 
- Participate in informal GEF 
Project Identification Teams 

- Generate GEP project ideas 
(primarily country specific) 
- Prepare Initial Executive 
Project Summary (IEPS) for 
GEF project 
- Forward IEPS to EMTEN 
- Participate in project TRP 

- Organize project preparation 
and appraisal missions 
- Prepare project documents as 
required per Bank procedures 
(e.g., filial EPS, SAR) 
- Submit final EPS to EMTEN 
- Negotiate and process final 
project agreements I 



EMTDR 

EMTEN 

EMENA OEP 
COORDINATION GROUP 

- Coordinate technical reviews 
of CiEP p r o j d  to emure 
regional objectives are met 
- Maintain database on 
EMENUOEP activities 
- Prepare Monthly OEF 
Activity Summary 
- Disseminate within EMENA 
project results and leseons 
learned 

- Provide forum for 
preeentation of project results 

a 

- Promote EMENAIGEF 
program among directors of 
operations divisions 
- Develop EMTENIGEF 
capabilities 

- Lead development of 
EMENAKfEF rtratogy and 
action plan 
- Provide input to PREIENV on 
roster of outside rpscialirts 
- Provide regional contact for 
UNEPAJNDP officers 
- Provide regional contact for 
other multilateral and bilateral 
institutions 
- Chair EMENNGEF 
Coordination Group 
- Organize GEP Project 
Identification Teams 
- Administer EMENA/OEF 
resource accounts (consultants 

dam 
- Prepan GEP Project 
Duvelopment Summary 
- Repnrsnt EMENAIGEP 
within Bank 

- Serve a8 forum to voice 
concern of operationo divisions 
- Provide information on OEP 
operations back to divisions 
- Serve as advisory board for 
preparation of EMENAIOEP 
action plan and budgets 

- Act as clearing agent for GEF 
project id- 
- Provide preliminary feedback 
on project viability @re-IEPS) 
- Assemblelchair TRPs for 
IEPS 
- Forward copies of IEPS to 
UNEPIUNDP 
- Forward technical opinion on 
lEPS to SODlTM 
- Generate multi-country and 
inter-regional projects 
- Prepare LEPS for regional 
projects 



Annex 3 
EMENA GEF ACTION PLAN 

Preliminary Schedule 

PHASE I (Next 60 to 90 days) 

Task 1: Organlze EMENA GEF Coordination 

Designate Departmental RepeeentatIver 

Announce GEF Coordination Group by RVP 

Hdd Cwdinatlon Group Meetingr 

Prepare GEF Project Development Summary 

Prepare Periodic GEF Activity Summarler 

Task 2: Identify and Prioritize EMENA QEF lnterventlonr 

Identify Project IdenURcation Team Leaderr 

Identity Project Identification Team Mernberr 

Identify Projectr 

Task 3: Mobilize Staff Resources 

Make GEF Staff Asdgnmento 

Hire Additional EMTEN stan 

Streamline GEF Reeource Utilization 

PHASE I1 (To April, 1992) 

Task 1: Incream member country involvement In QEF 

Task 2: Develop Interagency Coordination Mechanisms 

Task 3: Develop Formal lncentlve Programs for Task Managere 

Aug 91 

5 12 19 26 
Sept 91 

2 9 16 23 30 
Oct 91 

7 14 21 28 

Nov 91 

4 11 18 25 
Dec 91 
2 9 16 23 30 



lENA GEF PROJECT DNELOPMENT 
eliminary Level of Effort (Person-weeks) 

-92 W 9 2  FY93 P193 FY94 FY94 Total Total 
EF Actiwty Staff Other Staff Other Staff Other Staff Other 

lerall G EF Management 52 26 52 26 52 26 156 78 

Jject Identification 22 1 1  0 0 0 0 22 1 1  

~ject EPS 96 48 96 48 96 48 288 1 44 

ITAL LEVEL OF EFFORT' 1  94 97 1 84 148 74 51 0 255 

ITEN 1 04 26 1 26 31 2 78 
ier EMENA Departments 90 71 48 198 i n  

sumptions 

Total Number of Projects in Portfolio 

S Stage (First Tranche) 3 
'S Stage (Pipeline) 4 
be identified 1 1  

Project Development Schedule (Number of Projects/Fiscal Year) 

)ject Development 
Ige Pre-R92 FY92 W93 Total 

ntification 
' S 
3 

3evelopment Level of Effort per Project (Person-weeks) 

,ject Development Bank 
Qe Staff Other 

ntification 
S 
s 



Annex 5 

Job Description of Project Identiflaxtion Team Leader 

Limiting IMssiom of Greenhouse Gases 

This individual will provide leadership to a voluntaq network of EMENA Task Managen 
interested in developing projects to limit emissions of greenhouse gases (GHG) for the Global 
Environment Facility (GEF). 

Enthusiasm for developing GEF projects for limiting emissions of greenhouse gases 

Sound technical background in or understanding of: 
-- Energy Use and Conservation (eJpeaally in power, industry, and transportation 

sectors, renewable energy resources, and coal use) 
-- Reforestation and forest management 
-- Methane sources 
-- CFCs 

Ability to lead and motivate EMENA Task Managers to identify and develop GEF projects 

Ability to work well with other internal (e.g., CODGE, ASTEN, AFTEN) and external 
(UNDP, UNEP, AID) organizations 

Knowledge of tshniqua for evaluating environmental externalities, and including them 
in economic analyses 

Experience with World Bank project development cycle 

Good oral and written communications skills 

Undergraduate or graduate degree in science or engineering 

Primarv Re- . . . .  

Provide assistance to Task Managers in all aspects of GHG project identification, 
evaluation, and justification 

Develop and provide leadership to infonnal TM network for brainstorming, discussing 
problems, etc. 



Guide prrparrtion of ovUYiew reports, t e c W  summnrics, etc. to assist TMs identlfy 
most attractive areas for GHG projects 

Represeat EMENA TMs at meetings, conferences, workshops, etc. on GEF and GHG 
both internally and extemally 

Help identify consultants to assist with GHG project identification and development 



ANNEX 6 

PRO= DEVEIDPMENT SUlMMARy OVl"lTJE 

S# Table of Contents 

I. Final EMENA GEF Action Plan 
A. Roles and Responsi'bilities 
B. Schedule (Gantt Chart) 
C. TaskDescriptiom 

II. Detailed GEF Investment Project Process Summary 

rn. GEFCO~W 
A. EMENA ( E m ,  Network Participants, TMs) 
B. Other Bank (CODGE, PRE/ENV, REDs, TMs) 
c. UNDP/UNEP 
D. Multi-lateral Assistance Agencies 
E. Bi-lateral Assistance Agencies 
F. Non-Government Organizations 
G. Technical Codtants (by specialty, including experience, references) 
H. Others 

IV. SampleIhaments 
k IEPS 
B. EPS 



Detailed GEF Investment Project Process Summary (Preliminary) 

Government Request 

Contains project description, justification 

Technical Review 
proposed project's technical aspects 



GEF Participants Review 

Preparation 

Prepare Final Executive 
Summary 

Appraisal 

Negotiation 

Approval 

Supervision 

Meets biannually to review GEF project 
proposals. Proposal due to Chairman about 5 
weeks prior to meeting. Acceptable proposals 
become part of Work Program. Normally GEF 
project would be attached to conventional 
Bank project and would follow same review 
schedule. 

Actually begins after Screening step, but not 
substantive until after technical and IC review 

Yellow Cover MORVP Review 

with Government. RVP sends MORVP to 
OPNSV 

typically will precede Board presentation of 
associated Bank project. 

Monitoring and evaluation of project, with 
feedback to Participants, STAP, and Bank 

I t  

TM 

RVP 

TM 

TM, RVP 

TM 

PREIENV, GEF 
Participants 

OPNSV 

Government 

UNDP/UNEP, 
governments, 
consultants 



ANNEX 7 

GLOBAL ENVIRONMENT FACILITY 

EMENA MONTHLY OPERATIONS SUMMARY 

July 31,1991 

I. SUMMARY 

11. EMENA GEF MONTHLY PROJECT SUMMARY REPORT 

m. EMENA GEF RESOURCE UTILIZATION 

IV. EMENA GEF PROJECT SUMMARIES 

V. FUTURE EMENA GEF ACI'MTIES 

Prepared By.. 

EMENA Technical Department, Environment Division (EMTEN) 

EMENA Monthly GEF Report (July, 1991) 



I. SUMMARY 

A. I(ey Events in Past Month: Major events in EMENA GEF activities, including passing 
critical hurdles, approvals and rejections, -changes in funding or content; relevant 
activities of countries, NGOs, UNDP, etc. 

B. Keg Operational Issues: Major changes in operating assumptions such as portfolio 
balance, selection criteria; Major problem areas; Budget performance; Exceptional 
performane by individuals; etc. 

- - -  

EMENA Monthly GEF Report (July, 1991) 



III. EMENA GEF RESOURCE UTILIZATION 
WORKPROGRAM ( S M  and Consultant Week8 

TOTAL OPS (we&) 

L e e -  
Project - 
Tech. Asrt and Coord. 
GEF Mgmt* (EMTEN) 

EM1 
EM2 
EM3 
EM4 
EM5 
EMT 

TOTAL OPS 

FY92 FY92YTD 
Year to Date % of Budget 

ADMINISTRATIVE BUDGET ($000) 

Salaries 
Co11suItant Fees 
Travel 
Other 

Total 

FY92 
Estimate 

FY92 FY92YTD FY92 
Year to Date % of Budget Estimate 

EMENA Monthly GEF Report (July, 1991) 



XI. EMENA GEF MONTHLY PROJECI' SUMMARY REPORT (Cont'd) 

EM1 EM2 EM3 EM4 EMS EMT 

Blodkadtl 
GmmbmeGasea 
Int Wata3 

Total 

Biodircrritg 
GncnLorwGasea 
Int Watm 

Total 

TOTAL 
EMENA 

EMENA Monthty GEF Report (July, 1991) 



TOTAL OPS (weeks) 

ADMINISTRATIVE BUDGEX ($000) 

TOTAL OPS 

rn BV- 
Salaries 
c o m a  Fees 
Travel 
Other 

Total 

FY 92 
Year to Date 

FY92 
Year to Date 

FY92 
Estimate 

FY92YTD FY92 
% of Budget Estimate 

EMENA Monthly GEF Report (July, W1) 



N. EMENA PROJECT IDEAS (FIRST TRANCHE) 

Task Manager/ 
RED Conbet 

Appr. GEF Apptaiaal MORVP 
F-dl.0 D8te &om RVP 
R#IJrrd to OPNSV 

Algeria Biodiversity Kraf f t /S@a 
El Kala National Park ( R a m s a r h , d  
(Pilot Forestry and c o n s e r v a ~  endangered 
Watershed Management species, migratory birds, 

d m ,  u-ogy) 

Northern Africa Biodiversity Lewis/Spalding 
Algeria/Tu&a (Major generalized threat 
New World Screw-worm to African Wildlife and 
Eradication (FA0 Regional associated B i ~ ~ ,  
Project) biological c0llt.d) 

Poland Biodiversity 
Forest Biodiversity (unique forest species, relic 
(free-standing) stands, air pollution threat, 

gene banks, preservation) 

Biodiversity Total 
Global Warming Total 
International Waters Total 

l2.00 Mar. 91 July 91 

May 91 July 91 

June 91 Aug. 91 

EMENA REGION TOTAL 
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July 25-26,1991 
August 5,1991 
Augud 12,1991 

August 15, 1991 
September 26,1991 
November, W1 
March 30, m 
May, 
June, 1992 

1991 GEP Opartiolrs Retreat 
EMENA Gr#nboosa Gas Network Meeting 
E M E N A ~ N c t w a k ~  
E M E N A I n t W ~ N t t r R o r k ~  
EhdENAGEFc3=baal . . 

Grorrp- 
. . Meeting 

SPbmiosiolr d S c a d  T- PmjccU to GEF Chairman 
G E P ~ ~  
SPbmirdoa d Third T d  Projcds to GEF Chairman 
GEF P- M&hg 
UNc4damccon Envimemcnt 

EMENA Monthly GEP Report (July, 1991) 


