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NATIONAL ENABLING ENVIRONMENT FOR MEXICO

Mid-term report for USAIDlMexico
Environment program

April 30, 2004

GENERAL REPORT

1. Introduction.
This project main objective is to implement national level activities to improve
management and conservation of natural resources in targeted watersheds. This is a six
year initiative whose main goals are:

• Identify and support issues related to USAID site based activities
• Identify and support national issues to promote conservation and economic.

development in areas of high biodiversity.
• Promote watershed management as an integrative theme that supports conservation

and natural resource management.
• Provide technical assistance and training to GoM agencies, particularly to help

implement management plans at sites of high biodiversity.

This project contemplates the participatory work of four non governmental organizations
besides The Nature Conservancy: World Wildlife Fund, Conservation International, Fondo
Mexicano para la conservacion de la naturaleza and Pronatura.

The initiative incorporates key themes that include:
• Strengthening capacities for policy implementation
• Support the decentralization of federal government authority and increase

implementation at the state and local level
• Creation of public-private alliances that link national and local institutions
• Involvement of communities in the planning and management of natural resources

and watersheds.

1. Highlights
IR1. Enhanced National Enabling Environment

• Creation of national core working group
• Identification of Strategic lines of work
• Strategic Support and capacity building activities

2. Detail of key accomplishments
Creation of national core working groyp
Activity 1. An agreement to appoint TNC as chair of the NEEM initiative for the first year
of the project.
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Activity 2. A partners meeting took place in December 2003. The core working group was
established
Activity 3. Four full day meetings of the core group have taken place.
Activity 4. Governmental agencies (SEMARNAT) were invited as members of the core
group. Minister of the environment appointed the chief of the coordinating unit for
international affairs as part of the core team.
Activity 5. An internal policies and procedures manual was developed for the core group.
Manual reviewed and approved.

Identification of Strategic lines of work
Activity 1. A list of potential topic for establishing lines of work was circulated among the
core working team. Three key themes were established:

• Strengthening of civil society.
• Monitoring of natural resources.
• Payment of environmental services.

Strategic support and qpacity building activities
Activity 1. Core group divided in pairs. Each pair to prepare terms of reference for
supporting targeted activities. A selected group of potential sub recipient organizations was
defined.
Activity 2. Terms of reference reviewed by the core group and published.
Six TOR defined, they include the following:

a) Strengthening of social society and practitioners: "Profesionalizacion de
recursos humanos en eI manejo y conservaci6n de cuencas"
b) Development of a national network of environmental professionals: "Servicios
de consultoria para el diseiio y desarrollo de la Red Mexicana para la Conservacion
de la Naturaleza"
c) Development of a national sustainable fire management curricula: "Consultoria
par la realizaci6n del diseiio de un sistema de profesionalizaci6n de recursos
humanos en manejo ecol6gico del fuego e incendios"
d) Evaluation of the national forest environmental service payment fund (Fonda
Forestal): "Analisis del Programa de Pago por Servicios Ambientales HidrolOgicos (h[)..
2003 - 2004 y Propuesta de Lineas para su Implementaci6n en el 2005" ~)
e) Development and implementation of a national natural resource indicator system:
"Desarrollo e instrumentacion de un sistema de indicadores annonizado para el
monitoreo de recursos naturales estrategicos para la conservacion en Mexico"

Activity 3. Potential sub recipients and / or contractors were invited to submit proposaIs.
Submission date established.

Next steps include revision and assign contractors or grantees of support.

4. Environmental compliance
Watershed management is a cross cutting key theme in all support and activities of the
NEEM initiative, from the strengthening and establishment of training opportunities of
conservation professionals to defining common indicators for monitoring success in the
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USAID LWA watershed conservation programs. No negative impacts on the environment
are expected from the nature of this consultative work.

5. Gender compliance
No activities up to now on the NEEM initiative include gender issues or compliance. This
will be addressed at the next NEEM meeting.

6. Other donors that support the program and governmental links
The Mexican environmental ministry (SEMARNAT) has been invited to participate in the
core working group. A top executive of the ministry has been appointed to join the group.

7. Partners
Partnership and team work have been key in the NEEM initiative work. The six non
governmental organizations have developed an efficient decision-making group. An
internal operations manual is in place.

8. Potential Indicators
The list of national indicators will be the product of the contract that will begin shortly,
with the review and final consensus by all the NEEM partners.
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Report for AID-LWA: Chiapas Coastal Watersheds- EI Triunfo
and La Encrucijada

Prepared by The Nature Conservancy
April 30, 2004

General Report

1. Iutroductiou

The urgency to protect the forests and life-giving watersheds of Chiapas has been made
ever clearer in recent years as fires and floods have threatened the livelihoods of poor rural
populations, damaged infrastructure, and diminished the quality and quantity of water
resources. To safeguard Chiapas' remarkable diversity and provide the basis for long term
economic growth, The Nature Conservancy and its partners have been working for years
with two key sites the El Triunfo and La Encrucijada Biosphere Reserves and the
watersheds that connect them, to promote a challenging and innovative agenda.
Conservation International will join this project team to bring critical skills and capabilities
and to ensure an integrated approach. The proposed program is intended to 1) protert ud
restore the key eeological values of the regiou which support the regiou's eeouomy, 2)
trausform productive activities to euhauce local livelihoods ud mitigate threats, ud
3) create the capacity for loug term results.

USAID financial support is for 5 years. This first year key objectives are:

• To establish the institutional administrative mechanisms and basis for collaboration
between the partners to carry out the Project. This includes subawards and agreements,
along with the establishment of collaborative policies and procedures between the 5
principal organizations and stakeholders.

• To further develop project design, and to identify and establish the logistical and
operational mechanisms needed to carry out the project's actions and strategies

• To complete the studies and diagnostics necessary to design the complementary
strategies that contribute to the improvement of the environmental, social and economic
conditions in watersheds.

• To identify the necessary tools for assessment and monitoring of the Project. This
includes the definition of base lines, the design a watershed scorecard and the measures
of success plan (MoS)

• To continue and fortify the actions that are being executed by the partners, while
launching broader sustainable development and conservation programs. Many of these
activities are focused on productive projects such as cattle, coffee, palma shate, forest
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management, organizative process III communities, and the actions that will
incorporate gender focus.

This report covers the project activities from October 1, 2003 to March 31, 2004.

2. Highlights

• Agreements signed and financial resources assigned to our principal partners: IHNE,
CONANP and Pronatura.

• Even though the subgrantee awards were not completed until after Q2 had begun, due
to the administrative procedures to start up the project, the long work history of the
partners in the region permitted us to begin activities on time.

• Project staff hired for EI Triunfo, La Encrucijada and Coapa watershed
• 'Thematic working groups formed to give continuity to the different objectives of the

Project. One of these thematic groups is the communication group, which has already
finished the first communications strategy for Pijijiapan municipality.

• Strategic actions such as the prevention of forest fires have begun.
• A project induction workshop was held, with the participation of all the technical

people of 5 partner organizations involved in the Project. The main objective of the
workshop was to identify the role of every organization in the project, to recognize the
importance of this role and of the activities they do.

• Great collaboration exists between the principal partners of the Project: TNC, CI,
IHNE, CONANP and Pronatura; with the support of other organizations as
SEMARNAT, CONAFOR, ARCO, SSA (Secretaria de Salubridad y Asistencia),
Pjijiapan municipality, PROFEPA, CNA, ECOSUR, etc.

• Unkages with other efforts and government initiatives launched by SEMARNAT,
CNA, ARCO and the municipalities..

Essentially the first quarter was focused on administrative issues between USAID and
TNC, leading to the approval of the work plan in early January 2004. The second quarter
achievements have impact in the 3 IRs of USAID strategy and establish the basis to ensure
effective implementation of the Project for the next 4 years.

3. Details of accomplishments.

so: Improved management and conservation ofnatural resources in targeted watersheds.

• CONANP has agreed with Ecobiosfera, S.C that Ecobiosfera will contract the
personnel needed to carryout SO 1.3 activities to address forest fires in the project
area.

• The working group for the community watershed plan held meetings where the
criteria for selecting the next watershed was agreed upon. (SO 2.1. activity)

IR 1: Enhanced national enabling environmentfor integrated water management.
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• Two tasks of IR 1.1.1. were completed. Satellites images of 3 different periods
(1998, 2000 and 2(02) were obtained. The area's orthophotographic analysis has
started.

IR2: Increased use of environmentally sound and economically viable practices and
technologies.

• The thematic work groups have prepared the job descriptions of the consultants to
contract for the IR2.3.1 and IR2.4.1. activities: to carry out feasibility assessment
for current and potential non traditional activities in river and forest. addressing
profitability, marketing opportunities and sustainability and to document current
best practices in productive activities (location, type, extension, impact. cost benefit.
etc) in critical areas.

IR3: Community role in natural resource management strengthened

• 00.1.1 activity has started. CONANP-E! Triunfo has already contracted a full time
person who is advising a Palma shate producer's organization..

• The IR 3.2.1. activity has had great advances. CONANP has been working with 2
pilot communities in Coapa watershed and today these communities have their own
community plans that were presented to the governmental authorities to assure
agency support. The experience in both communities will be helpful for replication
in other pilot communities. LWA resources will be useful to maintain the
implementation of these plans, and continue to develop new plans in new
communities.

Program monitoring and management.

• Periodic meetings have been celebrated between technical staff of partner
organizations to define the design the monitoring and evaluation of the Project. the
Measure of success plan and a shared information system.

• John Waud from Rochester lostitute of technology programmed his sabbatical in
Chiapas and made a site visit, where he will advise the monitoring plan design and
the measure of success of the Project. We expect Dr. Waud, if funded, will be
available on site as of this summer.

• Providing linkages to this Project and with funding from Packard Foundation, a
person was hired to design the first version of a watershed scorecard and a
watershed management model, through participatory workshops.

• Due to the track record of collaborative efforts in the region and the accumulative
experience of partners, there are substantial advances in defining the collaborative
process for the implementation of 5 year project.

• 10 March a field visit from USAID was completed. The main objective of this visit
was to increase the understanding of the USAID regarding the ecological values
and importance of the region, and the conservation threats in the project area. This
visit was very important because TNC and its partners consider that these linkages
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with all the stakeholders and their active participation in the project development as
being critical to its success.

Challenges foreseen:
• This project involves many diverse activities and stakeholders. This will require

permanent attention to institutional relations, to maintaining open, clear and efficient
communications, and frequent discussions and consensus decision making to ensure
Project success.

Course of action for the following months is:
• TNC is in the process of hiring the Chiapas Coastal Watershed Coordinator, who will

be in charge of providing full time project management.
• Advance the majority of the activities established in FY04 workplan: such as activity

SO 1.3. related to forest fires prevention; in activity lR. 2.2.1. CONANP will
strengthen the monitoring activities for the Huixtla river. The communications strategy
in IR 3.3. will be launched next July

• Unk with lMAC (the Mexican Conservation Learning Network) to facilitate the
establishment of the collaborative mechanisms between the partner organizations in the
Project, as well as strengthening the Sierra and Costa de Chiapas Conservation
Coalition and/or Pigua committee, by carrying out a training needs assessment and
developing a training plan proposal.

• To continue with the design of a watershed management plan and a watershed
scorecard.

• To design a shared information system between the Project partners. This will be linked
with the evaluation and monitoring system, measures of success, and the scorecard.

4. Environmental and gender compliance

The project objectives intends to create positives changes in the use and exploitation of
natural resources that help maintain the watershed, its biodiversity and other natural
resources. If specific activities will include field investments that may have unintended
secondary impacts, an environmental impact analysis will be prepared. The project team
is open to guidance on this point.

Related to gender compliances, CONANP EI Triunfo and La Encrucijada have been
working with a organization called "Woman and the Environment". They have held some
training workshops and they are planning to review the EI Triunfo management program
with to eye to addressing gender issues. This is an excellent alliance to assist all the project
partners understanding how to incorporate this agenda in their programs.

5. Other donors involved flinks to GOM agencies

As mentioned before, some activities were started due to the fact that they are part of the
continuity of actions and strategies in the region for many years. This includes the
participation of many partners, donors and executing organizations. The complementary
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funds are from IHNE (State Government ), CONANP (Federal government),
municipalities, and for TNC, from private funds such as the Packard foundation and
USAID funds (PiP).

The proposal submitted to Gonzalo Rio Arronte is pending and currently, activities are
starting for a migratory bird conservation proposal (with resources from Migratory Birds
Act of North America from NFWS). Both of these latter funding sources are through the
FONCET, AC.(E1 Triunfo Conservation Trust fund )

Other than IHNE and CONANP as the main beneficiaries of the project, the municipalities,
Pijijiapan principally, have a very important role in supporting the watershed management
actions in their municipalities. CNA, F1RCO, CONAFOR, SSA, and SEMARNAT also
play a very important role in coordinating and leveraging project actions with their own
institutional agenda..

6. Pamen role

IHNE is the LWA main administrator and CONANP (through agreements with IHNE) is
the main executor of the majority of project actions. Pronatura Chiapas is responsible for
the activities related to forest management and communications strategy.

CI is focused on the coffee commercialization. It participates in monitoring activities, fire
evaluation and information systems. FONCET will collaborate in the activities related to
tools for long term financing.
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Work Plan Update (F: Finished, aT: On-time, D: Delayed, C: Cancelled, R: Rescheduled)

Goal/Strategy/Activity Expected Results Period F OT D C R COMMENTS
of

Execut
Ion

2004 All Activities for Chlapas Coastal
Watersheds: Subaward for IHNE

ISO: Improved management and conservation of natural resources in targeted watersheds

Objective Chiapas Coastal Watershed 50.1: Design and implement LOP Expected Results: Fire
an integrated fire management plan management plan is being

implement and contributing to
fire incidence reduction in key

high risk communities and
contigous forest areas. Verifier:
# of hectares under Improved

fire management plan;
Documentation of the ecological

fire management plan
implementation and evaluation
of changes in fire incidences in

key hioh risk areas..
Activity Chiapas COastal Watershed 50.1.1: Promote tile Year 1 Verifier: Memorandums 02.03 X
understanding of the ecological functions of fire in the dtfferent from workshops and expert
ecological and productive systems of the project area, providing training visits
recommendations tor fire management. Target audience is the
practitioners and decision makers in IHNE, CONANP (EI Triunfo and
La Encrucijada) and key actors in CONAFOR. TNC and FMCN
experts will orovide technical assistance.
Activity Chlapas Coastal Watershed 50.1.2: Develop and apply an Year 1 Verifier: Plan 02.05 X
integrated fire management program for the protected ereas. The documented and agreed to
program will define focal sites, communities and demonstration
windows which will be monitored for reduced incidence of fire. and
participation of communlly groups. CONANP will design the plan
with the participation of CONAFOR, SDR (Secretaria de Desarrollo
Rurat!, and IHNE.
Activity Chiapas Coastal Watershed 50.1.3: Assist the combat of Year 1 Verifier: Number of fire 02.03 X Ecobiosfera s.c. will be contracted
forest fires through training of agency and community fire brigades brigades trained. to train 4 brigades. (2 for Ei Triunfo

and 2 for La Encruciiada)
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F or D C R COMMENTSGo.UStr.t~y/Actlvlty Expected Rnu'ls Period

of
Execut

Ion
Objective Chl_ Coatel Watl<Shed 50.2: Develop perlIciplIlory LOP Exp8Ctlld Reau.a: one to

------- - - -------

_l<Shed plana for 1·2 aubwatl<Sheda. building understanding end two Walerahed plane heve been
capaclty to oddre.. netural r,,",,"rca lau.. at en epPfOPllale aceJe. completed end edopIed tJ A

atrong lIlIIance lot the Chl_
CoeetaI Walerahede brlnga
together public end private

InatltutIons. end local
__dera, under e Joint

agendlI Vertflers: • 01
h~ under _ ...hed

plan; _l<Shed plan Is baing
uaed to to dlrecllnveelmenta

end plane lot the CNA
"~~.,.

__had coundta
~.. -- ---- -_.- .-. --~--_....._--.------_ ..,-

AclMty Chlepu Coul8I W..ershed 50.2.1: ldenttly the ne'" Vear 1 Vllrift...: W..ersheds Q2.o3 X InltlaI wor1<lng group has mat 10
_erehede to be coneidered In the repllcalton oIe"""ri""",,,, seIecled. end nlllCllllep8 define criteria
gene<ated In the Coepa _ ...hed. This ldentltlcatlon will be made Identlfted.
_ on _Ished c:rttlCa1 ar...

_.. . . .. ... --
R1: Enhanced national enabling environment for natuf1I/llIaOurce management.

Objective Chlapaa Coastal W.....hed IR 1.1: Suppori efforl8 by LOP Expecled R..uitll: Forest
protected ansa managers to conserve the key conservation targeta In cover Is maintained or
their sites. IlIrengthenlng the legal end technical capabilities 01 enhanced for targat at".
CONANP Vllrift...: Review of satellhe

Imagee every 3 years beginning
.. the _e of selected

critical ar...
AclMty Chlapaa Coutel W..erahed IR 1.1.1: Based on a Vear 1 Vllrift...: Land tenure and 02.05 X Infotmatlon of satellhes Images were
dlagnoatlc of land tenura and Ioteet cover, analyze and daflne with _line foreal cover compiled, these Images are from the
appropiaIe detall the crillcal prope!1tes In good conservation _us documented; crilIcaI at" In she from 1998 to 2002 and 2002
where protection action need focus good conservation IlI8tues year Coepa walershed

Iden1tfled orthophOlooraohlcs.
ObJective Chlapes Coas1aI Watershed IR 1.2: Working with LOP Expecled Reauitll: Ensure
CONANP and INHE. ensura flnanclal and Inlllhutional mechanisms flnenclel and Inetltutlonal
that sus1aIn long te"" success In the region mechenl8msth8l sulll8ln long

term success In tha realon.
ActJvhy Chlapas C088l8l Watershed IR 1.2.1: Working with Vear 1 Vllrifter: Document with 02.05 X
CONANP and IHNE. establish allnkaga with the EI Trlunfo dlagnoatlc and ne"'llIaps lined
Consarvadon Fund (FONCED. elll8bllshed with lha support of out for developing local
USAID as an ImDOriant allv 10 develop local mechanisms for lona mechanisms 011000 ta""
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Goal/Strategy/Activity Expected Results Period F OT D C R COMMENTS
of

Execut
ion

term financina of watershed areas financino
Activity Chiapas Coastal Watershed IR. 1.2.2.: Strengthen capacny Year 1 verifier: Memorandum 02-03 X The person who will help with the
in IHNE, CONANP and lI1e FONCET for business plan development from training in financial and business plan is contacted.
for one projects. This action was identify as a priority wnhln the site business plan for steff of 7
conservation plan for the Chiapas Coastal watershed site to create organizations; two drafts plans
the basic caoacities necessary for lona term financina mechanisms. comoleted.
Activity Chiapas Coastal Watershed IR. 1.2.3.: Working with Vear 1 verifier: Policy agenda 02-03 X
CONANP,IHNE, CNA and CONAFOR, design and implement focused on water I training
stakeholder strategy and policy agenda to ensure the applicafion of provided to 20 people. Re:
lews and sUPpOrt for the project. oolicv issues
Objective Chiapas Coastal Watershed IR 1.3: Provide training, LOP Expected Results: Provide
technical assistance and exchange opportunities to local training, technical assistance
practitioners, decision makers and community members to support and exchange opportunities to
the goals of the project and decentralization processes of the local practitioners, decision
Mexican pUblic sector makers and community

members to support the goals
of the project and

decentralization processes of
the Mexican public sector.

Activity Chiapas Coaetal Watershed IR 1.3.1: wnh the help of an Year 1 Verifier: Memorandum of 03 X
expert in institutional strengthening, carry out a diagnostic analysis of workshop results
lI1e capeenies of the CP, each of no members and the cornmunny
committees and other key organizations, in order to identify
strengths and weaknesses. and to generate recommendations for
the creation of more useful capacities for the proiect.
Actlvny Chiapas Coastal Watershed IR 1.3.2: Based on the Vear t Verifier: Capacny 03-05 X
recommendations generated in the diagnostic analysis in 3.4.2. building plan document, and
prepare and implement a plan for project management capacities. coordinador Installed with

minimum opereling needs

li'R2: Increased use of environmentally sound and economically viable Dracfices and technologies.
Objective Chlapas Coastal Watershed IR 2.t: Through the LOP Expected ResuKs: Forest
Introduction of best management practices for soil and weter Cover in critical areas are
conservation, protect and restore select corridors and riparian zones maintained, guaranteeing the
together wnh communiltes, property owners and local authorities. connectivity between primary

habnet. Restoration processes
are underway in the Rio Coapa

and other riparian corridor.
Verifier: Map of vegetative
cover baseline, with critical
zones identified.. Review

satellne imeaes every 3 vears
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GoallSt...tegy/Actlvlty Expected Rnulta Perlod F OT D C R COMMENTS
of

Exeeut
Ion

10 meuure change In etItIcel
zonN.

Ac1M1y ChI8pU Coulal Wlllerthed IR 2.1.1: Dettne priority Veer 1V_: Mep or 02-05 X
....0 _ __ by _ng m8ldmum lIood pe11eml, high vegIl1Il1Ion cover beoellne with
erod8blllty zonee, ledImen1Il1Ion end _on pe11eml, current crttical restoration zones

n cover lend lenure identified.
ObjllCllvll Chl8pU CoeeteI WlII_ IR 2.2: Promote lhe LOP Expected Resul1s:
_1Ihmen1 of waler 1nIa1men1 mechllnlaml In key ereee Additional 1nves1men1 Is

evaJlabIe for WIllIe waler
treetment proc..... for m8jor
urben _; waler queHty II

being monitored. V_: e)
Fin. report orwaler quality
monhortng b) mtdence 01

other agency support or WIllIe
lreement

Acllvtly Chlepas Coes1eI Wlllerthed IR 2.2.1: Document waler Veer 1 Verifier: Report or 02-04 X The Coepe walerehed protocol or
quality InIormllllon regarding waler quellty In key munlclpellownl or _line waler quellly for key hydroIogIceI monhortng and the _
Pljljlepen end In the ern or lUger IndUltry d1scherge 01 Hulxtla. - line1_aboU1the hydro
Stream ftOWl wtll be monhored lII1hree polntl· upper, middle and monllortng for Hulxtla'l lugar mill are
_wal_, In ooerallon.
ObjecllWl ChI8pU Coaa1aI Wlllelllhed IR 2.3: Divelllily economic LOP ElCp8C1fJd Resuhl:
eI1erna1iW11 and _vel such 81 ecotourtsm, non tradhlonaJ fores1 Al1emlllllre Income projects ere
prodUCle and envlronmentall8rv1oes peyments conoolldllled, hewldentlfted

merk...., and are generellng
economic beneftts. Shate palm,

cycadaa, ecotourtsm projects
are consolldlllad and

generll1lng l'8IIOurces for
producere, F......b111ty for

addition. eI1emll1ilre projects
ere dlllermined, and where

approprIa1e, pilot projects hew
been launched In focal shes

Ac1tvllty Chlapas Coastal Wlllerehad IR 2.3.1: Using expert advice, Veer 1 Verifier: F_1I1ty study 03-05 X Term or references 01 consullsnt
carry out feasibility _ ..ments for current and potenllal non· documented. elmost ready
tradllionaJ acItIlvilielln rivera and forests, addrenlng profitability,
marketlna OPDortunhles and suslaJnabllltY.
Objecllve Chlapas Coeslal Wlllelllhed IR 2.4: Promote aJtemll1ilre LOP Expactad Resul1s:
agricuhuraJ and CIl1IIe management prac1lces thatlncorporaJe threat Feaslbliity or new crOpI and
ablllement stratagles, and 1~~~818 Incomes. New crops, luch 81 produ': are determlnad; pilot
cacao will be _Sled and lotlelled. . oro ects underway. 0
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GoallStrategylActivity Expected Results Period F OT D C R COMMENTS
of

Execut
Ion

AgricuKural and catlle areas
have reduced their impact to
natural resources, and best

practices have been adopted to
enhance productivity 1. No

bum and controlled burn
practices ere edopted. 2. Use of
agrichemicals is diminished. 3.
Soil management practices are

adopted. 4. Crops are
diversified 5. Productivity is

enhanced.
Activity Chiapas Coastal Watershed IR 2.4.1: Document current Year 1 Verifier: Consultants 03-05 X Tarm of references of consultant
best practices in productive activities (location, type, axtentlon, reports with diagnostics of almost ready
impact, cost~benefit, etc.) in critical areas. Carry out select current best practices and
diagnostics to assess ability to incorporate new crops such as cacao. feasibility of new crops

(Rainforest Alliance is a
potential contractor) This

documentation will be
enhanced wnh the cartographic
information from Activi';; 1.1.1

Objective Chiapas Coastal Watershed 2.5: Promote forest LOP Expected ResuKs: Forest
management practices with economic and environmental management practices with
sustainability criteria economic and environmental

sustalnebHny criteria are
promoted. Verifier: at least one
community project is underway

and mpnitoring sustainablity
lectors.

Activity Chiapas Coastal Watershed 2.5.1: Assessment of forestry Year 1 Verifier: Study 02.05 x Forest activities were carried
potential in critical areas, and identification of focal snes. The completed as described out With minimum resourees
assessment will inctude a review of applicable legislation and
regulations, Identlfiestlon of species of special Interest, end because the Pronatura
recommendations for project implementation. subaward was not signed

until March.

R3: Community role in natural resource management strengthened.

Objective Chiapas Coastal Watershed IR 3.1: Diversify economic
alternatives and incentives such as non traditional forest oroducts,
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Expected R..ults P.rlod OT C COMMENTSOOtUStrlttgy/Actlvlty F D R

of
Ex.cut

Ion
ocotourtam, and .nvlronmental Hrvtc.. paym.nta (lhil obJective-

1-

contnbutee to 1R2 ee weill _
- f--- --

ActMty Chlapae COSIlaI Wat_ IR 3.1.1: Strength.n ''''''-1 "'.rtII.r: : ProdUC8nl 02-05 X Th. objec1lve of Ih••ctlvity 10 10
capaclllee 01 producere for palma WI., cycads In foceI .... In the have Identtfled It.pa to ottIdaily fortify the new rurel organization
buller zone of EI Tnunlo (padfIc eJopa) by providing lechnlceJ form and regilt.' their ·P.Im. <:amador and omam.ntal
aealatanca In the formation of legal productive organization•. organization., and to Improve opeciea Otneetlve Fund" th.t

organlzatlonel capacItI... ~ 1500 producaro ollhe
SIerra Madre de Chlapao Pac/ftc

.Iope. The _pm.nlln thl. year
wtI be oriented to a formulation 01

Intam neou-, th. meaoure of a
marl<atlng etudy and the training to

c:onwnunlly promot.r•.

ArI agrearnant with 117 producaro to
produce Palma cemedor In 25 heo 10

_ohed.

A dlegnoetlc 01. "P.im." producer
regional organization was made to

_Ish an annual workolan.
0bjactIve Chlapao CoeotaJ Watarohed IR 3.2: Promote ".matlve
egrtcuIturel and eattIe managem.nt practices that Incorporate threat
_amant -.glea, and Increae IncomBl. New crope, .uch ee
cacao, will be ......ed and pilot tailed. (thl. objeetlva contnbuteo
to 1R2 ee wall.)
ActMty Chlapao Coaetal Wat_ IR 3.2.1: In multldlopllnary, Year 1 Vertll.r: Number of 02-Q4 X
multl~natllutlonal team, work with communllles In foceI aile. to communlly planning 88I8Ions, A communlly plan was d.slgned and
prepare and Implam.nt communlly plan. which Incorporat. soli numb.r of plans completed presented In 2 communltlos.
managem.nt prec11ceo, no bum or controlled bum technlqu.., crop Agrearn.n18 with .lIvo pastorlles
and pee,"ra rOlatlons, and dlve_tlon of crops and IIveetock. produc.s were made.
Wher. posslbl., th... communlly plans will be linked to participatory W. n.gotIated Iunds to Improve the
_arshed plan.. Th. planning teams have a pr.llmlnary list of pilot ganetlc Itock 01 cattl. and Improve
communlll.., which wiN b. retmed and amplified according to Ihe forage.
workohop to dalall crIIlcel areas and demonltratlon windows (Aetlvlly
IR 4.1.11
ObJectIv. Chlapee Coaotal Wat.rshed 3.3.: Prornota a cullur. of LOP Expect.d R..ulls: Urban
ra.pact and valu.tor netural resources using a Iocaltharn.: _er populations In municipal saets
ee a sourc. of social well- being and .nvlronm.ntal ••rvIces era Informed regarding the

Imponanca of natural resource
manag.ment, and .upport
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Goal/Strategy/Activity Expected Results Period F OT D C R COMMENTS
of

Execut
ion

conservation Initiatives 0 Local
communities in critical areas
are participating actively In

implementation Verifiers: TBD
throuQh stratea. in vear 1

Activity Chiapas Coastal Watershed 3.3.1: Design and apply a Year 1 Verifier: Communication 02.05 x
communication strategy for tocal sites directed at target groups to strategy design completed with Pjijiapan is defined as a pilot slle to
support the valuation of natural resources. This activity will include evaluation and monitoring plan. implement the communications
design of an evaluation and monitoring program to document Implementation verifiers will be strategy to promote water valuation
impacts of the communication program. Target groups will be linked set in the design This activity is matched by the
to the critical areas determined in Activity 4.1.1, but will include both Packard Foundation. The design is
urban and fural audiences. Communication strategy will be vetted ready. The strategy will be launched
with project partners (CONANP. IHNE. TNC. CI) as well as other in July.
kev institutional actorS (municipios. CONAFOR. etc.l

IProaram Mon/torina and Manaaement
Objective Chiapas Coastal Watershed IR 4.1: Establish LOP Expected Resulls: The
mechanisms for coordination and execution of the project that goals and expected results ot
promote the correct application of strategies. the project are reached

supported by clear definition of
roles. commitments and

responsibililies 01 the committee
coordinator. and the individual
Instllutions participating in the

oroc....
Activlly Chlapas Coastal Watershed IR 4.1.2: Design and Vear 1 Verifier: Workshop 02-05 X 2 meetings were held, one had as a
Implement the policies. rules and procedures that govern the project memorandums, and finalized main objective the induction to the
development. (Coordination, administrative and operation 1eam charter' project and the second one. review
mechanism). This includes finding a consensus 01 the level 01 and integration 01 reports. The last
participation, responsibilities, time and institutional support of the one was attended by administrative
planning group. staff to compare the technical

advances vs eXPenses.
Objective Chiapas Coastal Watershed IR 4.2: Design and LOP Expected Resulls: A
implement an evaluation program to achieve the success of the informational platform exists
project. All activllies under 4.2 will be carried out jointty betWeen CI. (with clear rules for use and
TNC. CONANP. IHNE. Pronatura and other project partners through management) which is being
the Pigua Committee used by project participants to

make decisions which orient.
correct and improve

programmed activities. A
method lor eveluetion has been

adaoted to the needs 01 the
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Goal/StrategylActivity Expected Reauita Period F OT D C R COMMENTS
of

Execut
Ion

oroiOCl.
Activity Chlapas Coastal Watershad IR 4.2.1: Deslgn a sys1em lor Year 1 Verifier: Flnallzad 03-05 X Monnoring wOO<lng group meetings
projec1 monitoring. evalualion lind adaptive management. document which Identitlad key 10 establish !he policies and
considering biodiversity he&nh Indication. lhrea1 _ement. as well IndlcalOfS to be uead lor project procedures In monnorlng and
as capacity strengthening. monnoring and evaluation. evaluation lasuas and 10 determine

Drsfl monloring plan. !he job description lor !he monnoring
coordlna1or.

Activity Chlapas Coas1al Watershad IR 4.2.3: Ea1abllsh a Year 1 Verifier: Agreements 03-05 X Meetings holds by geographic
mechanism lor the concantratlon. management and dillullion 01 outlining management, use and Inlormatlon sys1em managers 01 all
projec1lnlormalion by key 8ClOrS by means oIlormal agreements. elCChange 01 da1a o<ganizatlons Involved In the proJOCI

to _llsh coIIebora1ion
agreemants.

ActIvity Chlapas Coastal Walershad IR 4.2.8: Develop a drlllt Draft scorecard CO<npletad and 02-4 X Dralt Is CO<nplete. In revillion by
scorecard 10< wa1ershad management whh projscl partners lor reviewed by lWA partners partners.
~ lind enric.':'menl by lWA partners.

Indicator Report

As noted above, the project team has identified the development of joint monitoring and evaluation as a key component of the project. The site
conservation planning methodology that TNC uses assists teams develop biodiversity health and Ihreat information indicators. Baseline information
is being collected for vegetation cover, water quality and other biodiversity indicators. A technical team will be developing these Measures of
Success this year.

Other social and economic indicators will be developed. For example, for the communications strategy, baseline information regarding community
members' attitudes towards water resources has been taken. Additional socioeconomic information can be gathered once the suite of indicators is
determined.

With complimentary funds (PiP and Packard), a person was hired to begin the watershed management model design and the watershed scorecard; by
the moment, the first scorecard draft is ready and 2 workshops will take place to design the watershed management model, review and consensus the
scorecard. We hope thai this 1001 will provide a useful framework for USAJD and other LWA partners.
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Report for AID-LWA Gulf of Mexico Assessments
Prepared by The Nature Conservancy and project partners,
Pronatura Peninsula de Yucatan and Pronatura Veracruz

April 30, 2004

General Report
Introduction
The main products of this project will be site conservation plans for Pantanos de Centla and
Laguna de Terminos protected areas, and the Coatzacoaicos Watershed using the
Conservancy's planning methodologies and tools. The products include:

descriptions of conservatiop targets or elements that are critical to both the
maintenance of the biological diversity of the greater watershed aild improvement
of human living conditions;
identification of key indicators of the health of those ecosystems and the social­
economic consequences of improved natural resource management;
assessment of threats to the integrity of those natural and human systems;
specific strategies needed to reduce threats, maintain or improve target health, and
strengthen conservation capacities in the region.

The final outcome of these assessment will inform the decisions of USAID, the
Government of Mexico (GOM) and other conservation partners, for accurate targeting of
actions and investments over the following years to ensure the application of best
management practices. The Conservancy and partner Pronatura Peninsula de" Yucatan
(pPY) will be working closely with the CONANP Reserve Directors to ensure that the plan
for Pantanos de Centla/Laguna de Terminos meets their needs for the Reserve Management
Plan. In addition, the Conservancy and partner Pronatura Veracruz will be working with
critical stakeholders in Coatzalcoaicos throughout the process to ensure the applicability of
the results. Assessment documents will be ready by December 2004. This assessment will
directly contribute the number of hectares under improved management (USAID SO) and
contribute to IR's 1 and 3 ot'the USAID strategy.

This report describes activities and results for the period October 2003- April 2004.

Highlights
IR I: Enhanced national enabling environmentfor integrated water management
• For the Pantanos de Centla process, completed hiring of project staff and initial

contacts with key actors, namely CONANP.
• Development of specific work plan for assessment with detailed activities and timeline

with CONANP directors in Centla and Laguna de Terminos.
• Pronatura Veracruz hired a process coordinator, a technical (hidrobiologist) assistant

and a GIS expert are currently being hired.
• Coordination and training begun with Pronatura Veracruz staff, to get acquainted with

the planning methodology and define the assessment process with detailed activities
and timeline. Initial data compiled.
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• Training on planning methodologies provided to the core team.

Details of accomplishments
For the first 2 quarters of the project, these were the planned activities according to the
project work plan:
IR 1: Enhanced national enabling environmentfor integrated water management
Activity 1: Assemble multi-disciplinary, multi-institutional coordinating and site based
teams. Hire assessment coordinator.
Activity 2: Review available information, sweep for additional analysis done for the project
areas.
Activity 3: Review methodological alternatives and determine optimum approach for the
watershed, taking into account characteristics, available information and local actors.
Develop action steps, timeline, roles and responsibilities.

Achievements during project implementation have been:

For Pantanos de Centla-Laguna de Terminos~

• Following workplan approval by USAID in early January 2004, the partner sub-grantee
award was finalized and initial disbursements to support activities have been made.

• Hiring of conservation planner and assessment coordinator by partner Pronatura
Peninsula de Yucatan (pPY) as of early April;

• Reconnaissance visit to site by project team (lNC and PPY stafi) to meet with
CONANP Protected Areas (PA) directors: Juan Carlos Romero (pantanos de Centla)
and Humberto Reyes (Laguna de Terminos). During that visit a revision of concrete
products to be delivered at the end of project were revised and agreed upon with
CONANP directors. The proposed assessment methodology was also revised to agree
on inputs required and process/timeline/actors needs.

• The conservation planner initiated the process of information gathering, including:
identification of key participants to invite at different steps of assessment., and
identification of existing information, location and mechanisms for accessing it.

• Development of specific work plan, with details of steps, timeline and participants; this
work. plan was developed by "project staff' (assessment coordinator and 2 TNC Mexico
stafi), and has been shared with CONANP PA directors for comments.

For the Coatzalcoalcos assessment:
• Following work plan approval by USAID in January 2004, the partner has provided

subrecipient monitoring documentation and the sub-grantee award was finalized.
Initial disbursement is in process.

• Hiring of Coatzacoalcos assessment coordinator by partner Pronatura Veracruz.
• Meeting in Xalapa· to learn about the Conservancy's Site Conservation Planning

method. Training materials were provided, and communication between Conservancy
and Pronatura staff has followed to continue training and to refine a process outline.

• The assessment coordinator initiated the process of information gathering, including:
key participants identified; stake holder list prepared; documents and electronic data
being gathered and compiled; GIS layers re: CNA limits, Landsat imagery, rivers,
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municipalities and localities set up, others in initial phases. Site identification under
discussion.

Challenges foreseen:
• Availability of key participants will be critical for continuing on track and achieving

results on a timely manner.
• For Coatzalcoalcos, we have had unforeseen start up delays. While the Conservancy

had hired a Program Director for Central Mexico in January, this position is vacant
again. Although the Country Program Director is serving as acting director for Central
Mexico, these changes resulted in some setbacks. Pronatura Veracruz is currently hiring
their last key staff members and by the beginning of Mayall project staff will be hired
or contracted. We feel confident these initial project delays will not affect the fmal
project timeline. The Conservancy's Conservation Planner will provide technical
support to ensure project completion.

Course of action for the following months is:
• Conclude: training of assessment coordinator and technical planner; gathering of

preliminary information; contacting of key participants and establishment of
coordinating team; and definition of communication and information sharing protocols
(May)

• Assessment process outline - defining roles and responsibilities, as well as workshops,
materials and approaches· according to methodology agreed upon by the core planning
team (June, July and August)

• Information analysis and document elaboration (September and October)
• Draft assessments revision by key participants (November)
• Final document delivery to key stakeholders (December)

Environmental and gender compliance
This project will not cause negative environmental impacts; on the contrary, it is intended
to identify actions to improve ambient conditions in the project area through planning and
analysis exercises only. Although gender issues are not proposed explicitly in the
proposal, this is a theme that will be considered in the participatory processes and the fmal
analytical results. Any methodological support for this analysis is welcOme.

Other donors involved I links to GOM agencies
For the Pantanos de CentlaILaguna de Terminos assessment, GOM's CONANP is the main
beneficiary of this process. Contact has been established with protected areas directors and
work is being done in close collaboration and coordination with them. In the Pantanos de
Centla/Laguna de Terminos area, this project is linked to another ecological analysis
process, also funded by USAID. The "flows to estuaries" process has also started during
this past semester, and work at the site will involve other GOM agencies such as CNA,
SEMARNAT, and CFE besides CONANP (who is also the main partner).

For the Coatzalcoalcos assessment, the proposal to develop the Site assessment for this
river basin arises from the results of the Regional plan for the conservation of the Zoque
Forest, coordinated by Pronatura and financed by US-AID. These results combined with
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their own priorities motivated US-AID, TNC and Pronatura to follow up and increase their
perspective to the whole basin. Pronatura and its partners identified that besides the Zoque
forest as the main forested area, there were other probable important sites that could
complement the Zoque viability through corridors or additional sites in the watershed.

The Conservation Ecological Partnership Fund and the Mexican Fund for the Conservation
of Nature have also determined the Selva Zoque, upper part of the Coatzacoalcos basin, as
a priority site. Mexican Government agencies, such as CONANP, INE and CONAFOR are
exploring possibilities for investing and establishing conservation programs in the area,
thus all the information generated through this project will be crucial in directing those
investments. These agencies, with the addition of CNA, will be engaged in the planning
process.

Partners role
For the Pantanos de Centlallaguna de Terminos assessment, Partner Pronatura Peninsula
de Yucatan (pPY) is responsible for hiring the assessment coordinator and conservation
planner. The conservation planner is responsible for keeping communication with
CONANP officials and other key participants; gathering required information; and finaliu
work plan elaboration, including PA directors recommendations. The assessment
coordinator will work with TNC to coordinate processes and lessons learned between the
Coaztalcoalcos watershed and Laguna de TerminoslPantanos de Centla process, and
between the assessment and the freshwater flows to estuaries project.

For the Coatzalcoalcos assessment, Partner Pronatura Veracruz is responsible for hiring the
assessment coordinator, the technical planner and the GIS specialist. With support from the
technical planner and the GIS specialist, the assessment coordinator is responsible for
maintaining communication with key participants; gathering required information;
documenting planning information and finalizing work plan elaboration.

21



Work Plan Update (F: Finished,OT: On-time, D: Delayed, C: Cancelled, R: Rescheduled)

Activity 1.04: Train site based tearns and keylQ2
stakeholders in Site Conservation Planning methodology

C_a: She planner and Assessment
coordinator hired
Coatzalcoalcos: PVer stto assessmenl
coordinator hired; PVer hydrobiologist and GIS
operalor will be hired by May 1".: PPY-PVer
coordination team established.

Comments

Centla: Work plan developed and shared with
CONANP
Coatzalcoalcos: Initial discussions on
expected resulls, methodology, and scale are
ongoing between TNC and Pronetura Veracruz
staff. This stili need to be vetied and finalized,
!with the input of local stakeholders. It is
expected that this will be completed in May.

Centle: Beginning of informallon galhering,
mainly key participants identified and existing
infonnation location
Coatzalcoalcos: Main key participants
identified; N Stake holder list prepared;
documental and electronic data began 10 be
'galhered and compiled; GIS layers about: CNA
limits, Landsat imaginery, rivers, municipalities
and localities set up, others in Initial phases.
Preliminary ideas for site identification under
discussion.

Pronalura Veracruz, PPY, and CONANP­
Laguna de Terminos, Pantanos de Centle,
Ifamlliarized wtth TNC's she assessment
methodology. Last staff to be integra1ed In
Pronatura Veracruz will be provided with tools.

RCD

x

x I x
(Centla) (Coetz.)

x , X
(CenUa) (Coetz.)

x

OTF

ExIsting da1a is compiled for each
walershed and spec~ic site based
information. Initial stakeholder list is
compiled In coordination with
principal partners (CONANP)

Together with key stakeholders and
actors (CONANP), a consensus
based understanding of expected
outcomes of assessments. role of
key actors, scale of assessment,
harmonized methodologies and
calendars between site base teams
and Freshwater Flow team (for
Centla'
Core team is trained in planning
methodology and has clear
understanding of the process

Expected Results

i$pilMIY~l_' 4a
~,....: ~.

Ctr~"
Assessment coordinator and
Pronatura site based planners are
hired. Initial coordination meetings
held between Pronatura teams, and
lIar Centla between site based team.
and Freshwater Flow technical team

"8

Activity 1.03: Finalize with she based teams thelQ 2
expected outcomes that most closely fit the needs of
local stakeholders; define methodological approaches
and integration, data shaling, responsibilities

2004 All Activities for Gulf of Mexico
- 1: Eiiitiilili llli iJOiiiililOiii "!ll: ,~.,V,'

Activity 1.01 : Assemble multi-<llscipllnery, multi-IQ1
insitutional project teams- both the coordinating teams,
and site based teams. Hire assessment coordinator.

GULF OF MEXICO ASSESSMENT
ObjectlvelActivity

IActivity 1.02: Sweep for existing informalion, andlQ 1-2
preliminary expert and stakeholder analysis together
with site based teams, and key partners (e.g. CONANP)
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GULF OF MEXICO ASSESSMENT
Objective/Activity I .~

o.o&ll

Expected Re.ults F or o C R Comments

Activity 2.01: Deteriiilne targelll and aeeaes vlebll~y oflO 3
these targets through workshops and consu~aIlons with
local exPerts.. Integrele basic cartoareohlc Inlonnellon.
Activity 2,02: Identify -itirtlatll and opportunlif"loriO 3
sustainable development and conselV8llon through local
workshops with watershed committee membels and
local stakeholders

IvIty 2.03: Validate strategies with local and reglonallO 4
representatlve8. Validate and refine GIS Inlorm8llon

,nerated throuah worksh
'ActivIty 2.04: Analyze current capacity, enabling factorslQ4
and barriers lor Dian Imalamentallon

ConseNatlon targets are IdentJlled,
and vlabll~ Is documented

A set of threats to con88IVaIlon and
opportun~les lor mitigation and lor
sustainable development

Final set of prlortllzad strategies
reviewed by raglonal and local
reoressntatives
C8pacIty scorecard, or Watershed
Scorecard, comaleted

TNC Conservation Planner supporttng
Pronaturs Veracruz team.

~~~~~~~_~~'r~~~~I:rf~fj~}l:
'~,;~:I~;,~~_;\r}~>~$~~1(,~_? :~.~-) >'~;'"
." ,.1.,. ':f' '.. , ~~~'~,. ,'""" '"

',' , :~f",::';;"':;'.~':'-"'-~'~;!;!">"'·{:;;;:~' ,; t- , ~':~:\"_'r~'-',;.5"'i:,
•.:,,·;,~·.,I- .-.:.~' '" ,,,,,,,;.,,.,,,,,_l,<tl-!",,-,· -,,(d '~'''' '''';;', """. ).~,,-:" ". ,.:•.•.."
~'•• ~ '~~:',.·J1.t>'L!";:.\:>,~t,:''~~.,r.. :.":,, ,j;,1t;ro'!"''' "~'~ :',w:'. < .~.~

o"l,~!; :,','~ /"{,,.,~:.~·h~~"o ....... \.~. ~,', ~", ':;}Jl "..t;;i~( :;':
r""'i""'~'\~~"'i'1I"l'~1"J";1':.J1Illij'I''!'~""",,,:;,;;;,,,",:f.lot',\\;,,,,w,,,;..•' ·.l":"':"~l~~'f'~ ;'::~'.,iJ'~/~ 1,;;" ':,'<~

"...'~1."}V*'.'(" ""' •.,:, ~"> :\'~'' ',' "~Ji~""'"':" ,,;::;.~'>:~,\'~
if"h1""I:"¥'tr"(:lIW""'''t:t', ~ b".," ;,~,."'Ji"" '}"
~;~:':~:~£::::~,~,~~~,'':1'~t'~4,;'.', :~:,~;,~>~,}kx~i'?::~

x

A set of threat. 10 conservation and
opportunities lor mitigation and lor
suetelnable _opment _
Final set of prt~lzed- IIrategies
r_ by regional and 10cal
r~

ConeeiVatIon 1lIrg8ts are ldentiIed,
and viability Is docurnonted

ProJecl lesm hae sutllclent training
and on..~e support to ensure a high

andtimelyoutcoma

Anot document and eartograplllc
Inlormation has basn shared with
kev acIors

'AcI!vIty 3.01: Determine largelIl and uaeU vIabII1y 0110 3
1'- targelll through workshops and consunations with
local e~. This workII1op will be dona In
coordlnallon with the FreohwaIer Row tesm to ensure
the integration of hydrologic _ Information, and the
ldenllllcation of additional _ershed level aseaesment
needs
ActivitY 3.02: ldanlIIy thr. end opportunl1lea iorio 3
sulllalnable developmont and CO<188MI1lon through 10cal
workshops with key actors and IocaIllakehold'" ... _--+-­
Activity 3.03: VaH_ llrategles with local and regiOIlotlO 4
repreaentatlVel, Validate and rallne GIS information
gen_ed through _.hop. The vaJldalIon 01
Inlormallon __ end 01 potantJal luIura _

witl be donI with coordination with lhl F,IIhwal" Flow
team•.
ACtMty 3,04: Analyzl current -Ceoacitlea, enabling Q4 Cepac~y eccliiCerd, ",-W__
IlIClors_and barrlars tor 1m amI_Ion. Scorecard

Activity 2.05: Finalize consenllUtl ass••sment andlOS
recommendations; _ up resuna lor distribution with
keY stakeholders.
Activity 2.06: Provide training, teehnlcal asststance andlOl·S
analytical support lor the Uxpanan-CoatzacoaJco
watershed aesessment
~ft.,"'_~'
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GULF OF MEXICO ASSESSMENT
Objectlve1Activity "8 a

.;;: Q)

~o~

Expected Results F OT o C R Comments

Briefing document aVailable for
distribution

;Assessment coordinator and site planner is
being trained by TNC planner

x

Workshop memorandums

Project teams and key ectors have
sufficient training and on.-stte
support to sacure a high qUality,
timelv outcome.

Final dOCument and cartographic
information has been shared with
key actors

ISurniilllfY -or.. I'li$Ulta ~ ­
prOC8Sfl~ key~I

.JilIIIll/ll'A~ '. .. " . ,1
":':" .. :.:<;-,0,',:- _':; ::.>:c'- .. " .:.-, J ;';Ff'/'"

"1-"

Activity 3.06: Provide training, technical assistance and101-S
analytical support for the Pantanos de Cenda-Laguna de
Terminos assessment

ACtivity 4.2: Summarize results 01 assessments ondlOS
rocess for distribution to practitioners

Activity 3.0S: Finalize consensus assessment ondlOS
recommendations: write up results for distribution with
key stakeholders. The results 01 this document will be
used by the CONANP staff as the basis for management

Ian revisions

~e;t~::1l$~~~==r
c$ntl b =_-' h.

'~"'[i1i!IIl' ?Y Ilt-II... "key; . ,_,::,,,' y ",' ·.•. ·.,·':-,·;:·,',><:::><\::c\,,;,,;~L,?
Activity 4.1: Hold 0 peer review of plans between projectlos
teams. and document lessons learned

Potential Indicator Report
Due to the fact that the assessment has a project timeline of one year only, the indicators for this project are principally output indicators,
that is, product based:

• two watershed management plans

We might also use # of people trained, # of institutions represented, and # of community members participating in the process to reflect the
level of engagement.

Finally, at the end of the process, with the completed plan that is adopted by the watershed committees, we will be able to report on the #
of hectares under improved management.

For the watersheds management plans application, a specific scorecard for watershed will be developed. This scorecard will be adapted
from the Triunfo-Encrucijada watershed project. This scorecard considers such as surface in hectares, level and type of management,
among other issues.

As an integral part of the Site Conservation Plan to be developed for both sites, a section on monitoring effectiveness will be crafted. Final
product of the parallel and complementary project "Flows to estuaries" will provide key additional infonnation for monitoring health of the
ecosystems.
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Report for AID-LWA: La Sepultura Assessment
Prepared by The Nature Conservancy

April 30, 2004

Ge"eral Report
Introduction

Previous conservation and sustainable use investments have created a solid foundation in
this highly socially and biologically relevant area, La Sepultura, which provides unique
opportunities to consolidate and expand efforts and for sharing lessons learned with other
critical watershed sites. The proposed assessment will enable us to build a common agenda
for integrated watershed management with Watershed Committee members in two priority
watersheds, Lagartero and Zanatenco. Under the leadership of La Sepultura-eoNANP and
IHNE staff, Watershed Committees will develop a common vision for promoting
sustainable resource use, restoration and conservation in each of these watersheds. The
planning process for developing the Integrated Watershed Management Plans and
implementation of activities will bring together capacities from local, state, and federal
government representatives, as well as those from representatives from leading national and
international NGOs, researchers, and local community members to improve watershed
conditions. The main products of this project will be:

• Two integrated watershed management plans which adequately incorporate
socioeconomic information, building on priorities identified in community-based
watershed plans. Because the planning method leads to strategies which help
maintain or improve the health of natural resources, while addressing critical
threats, in addition to promoting productive alternatives, priorities are likely to
include restoration, fire management, clean production, capacity building, etc.

• In order to mitigate priority threats and promote compatible economic opportunities,
one analysis will identify areas where ecotourism activities could be implemented,
and the other study will evaluate an array of economic and productive alternatives
taking local social, cultural, economic and environmental conditions into account.
Both analyses will be conducted directly with resource users, to increase success
opportunities for potential activities. Understanding that sustainable resource use
will never become rooted in these watersheds unless local residents take ownership
of their watershed and hold themselves accountable for what happens to their
natural resources, and productive alternatives are truly feasible - in a cultural, social,
economic, and environmental sense - the participatory planning process and the
outcomes will enhance community participation in resource management.

• The assessment will also include the design of a concept map which will identify
policy steps which need to be addressed to increase support for sustainable
alternatives identified in the Integrated Watershed Management Plans.
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The information generated by the end of the assessment will help to defme next steps to
conserve and improve management of the watershed's natural resources. This project
contributes to IRs 1 and 3 to USAID strategy because promotes the participation and
capacity of different governmental sectors and society in the integrated management of
these watersheds and it increases the participation of the resource owners and users in this
process. Overall, the plans generated will increase the number of hectares under improved
management, thereby contributing directly to the Mission's SO.

Highlights

• Due to political will in the watersheds and installed capacity, CONANP and IHNE were
able to move ahead in programming key activities with local stakeholders in the region,
even before the administrative mechanisms were finalized.

• IHNE has now contracted the key personnel needed for the project, and field staff have
the tools needed to carry out the planning process.

• There was great participation on the part of the watershed committees in both Lagartero
and Zanatenco watersheds in the Conservation Area Planning training workshops and
great commitment shown for preparing the watershed plans. 27 persons in Lagartero
and 26 in Zanatenco attended the training workshop.

Details of accomplishments

Essentially, this frrst quarter was focused on establishing the institutional and
administrative procedures for the Project between TNC and USAID. After the workplan
was approved by USAID in early January 2004, TNC finalized subawards with IHNE,
which paved the way for initial disbursement of funds. IHNE and CONANP defmed the
collaboration formalities which would apply during the project and IHNE contracted the
key personnel needed to carry out the project activities in Quarter 2.

Because of CONANP's history in the region and familiarity through other TNC projects
with planning methodologies, the activities in the project were programmed with key
stakeholders in the region before the official approval of subawards. This helped to
complete Activity 1 : Carry out 4 workshops (2 per watershed) for Watershed Committee
members of the Lagartero and Zanatenco watersheds, to provide training in the
conservation area planning (CAP) methodology on time.

Achievements during project implementation have been:

SO Level Results: Goal 1- Complete 2 integrated watershed plans
Activity 1.1: Watershed Committee members of the Zanatenco and Lagartero trained
in the CAP methodology and workshops's agendas to design and prepare the
watershed management plans are established. These achievements contribute to the
IR I of USAlD's strategy because they create capacities in NGO's and GO's and
society in watershed management aspects and promote their participation. During
the process, local community members will be further engaged to contribute to IR 3.
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IR3: Goal 2- Complete feasibility studies and plans for compatible economic activities
Activity 2.1 Together with the Tourism delegation in TonalA, we developed an
outline of critical stePs which will guide us in the process of developing the tourism
inventory. This activity is scheduled for 3rd Quarter.
Activity 2.2 To develop the inventory of productive activities, an agreement with
UNACH and with the municipalities to develop a collaboration mechanism to make
the inventory through the Agronomy school is in process. While this alliance will
greatly enhance the quality and buy-in for the finaI product, this will also require a
more extended timeline. We believe that while the work will start in 3rd Quarter as
planned, it will require additional time to complete and would like to adjust the
timeline accordingly.

Challenges foreseen:
• Due the great participation of different government sectors, Federal, State and

principally municipal, and the both watershed committees, (including different users of
watersheds) will be necessary that CONANP and lliNE permit and promote diverse
collaboration mechanisms and participation between all sectors. This may however
slow the process if unforeseen political urgencies arise.

Course of action for the following months is:
• Begin compatible economic activities assessments.
• TNC's assistance to review and advise in PCS methodology
• Planning workshops according to agenda agreed upon.
• lliNE and CONANP meetings to improve collaboration mechanisms
• Improve the collaboration process between CONANP and key stakeholders as:

SEMARNAT, CNA, CONAFOR, SDR, SECTUR, UNACH and Pronatura.

Environmental and gender compliance

This Project will not cause negative environmental impacts; on the contrary, it is intended
to identify actions to improve ambient conditions in watersheds through planning and
analysis exercises only. Although gender issues are not proposed explicitly in the
proposal, this is a theme that surely will be considered in the participatory processes and the
final analytical results. Any methodological support for this analysis is welcome.

Other donors involved I links to GOM agencies

Besides CONANP and lliNE that share the Project leadership, in the Project we have
active participation from the watershed managers and committees as well as the Tonala and
Arriaga municipal governments. In the training workshops we have also had the
participation of other government agencies. The "Secretaria de Turismo". (SECTUR)
participates in the ecotourism diagnostic.

The project has matching resources from the Packard Foundation and we are currently
under negotiations for a proposal submitted to Gonzalo Rio Arronte Foundation. If this
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proposal is approved, there will be additional resources to apply to Lagartero watershed
management

GOM's CONANP is the main beneficiary of this process. Contact has been established
with protected areas directors and work is being done in close collaboration and
coordination with them.

Partners role

IHNE and CONANP are the local leads for the Project. IHNE is the subgrantee and its
responsibility is to provide administrative and financial support, and to provide support in
technical aspects related with ecological analysis. CONANP is responsible for the majority
of technical issues and the negotiation with other key stakeholders.
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Work Plan Update (F: Finished, OT: On-time, D: Delayed, C: Cancelled, R: Rescheduled)

Go.III8~ActlvIty Period of Expected F OT D C R COMMENTS

Results
Execution

2004 Su......rd for IHNE

Goal SepuKura 1: Together with local 02·5 Two finished
s1akeholders, develop two pertlcipelory plana that Integral
Integrate all the exiotlng Inlormalion about Iha WaI_
environmental condKlona (conservation targeta), Menagement
analyzes threats, and develope _aua buad plana (1 per
atrategies and best praetlcea 10 guide

__ed),

coneervetlon and restorotlon 8Cl1vlllee, In Iha applying lI1e
medium· and long-term, of two coestaI SKI
__eds of the Sepultura R_rve end KI area Conearvetion
01 Inftuence. Plan

melhodology
IPCS9I.

ACiMty SspuKura 1.1.: Carry out 4 training 02 Themembars X Revlelon 01 schedule, propoalng 1 training
WOfkshope (2 per wat_) for Iha _ershed 01 the workshop and 5 workehope to develop the plen, (6
committees 01 the Lager18rO end lanaIanco

__ed
workahope by watershed)

rivers, using PCS methodology. comm_for 27 persona In Lagsn..o and 26 In lanaIenco
lI1e l.ager18rO attended Iha training workshop.

and
laneIenco
rivers (30

people) ere
trained In Iha

PCS
r.--c-..,.,--

02.Q4 Inputs
------ X- -AcIlv1ty SepuKura 1.2.: Carry out 6 work8hope

(4 per _ershed) duJlng wtth 1I101n1egretion of formulated 10
Iha Lager1ero and Z-enco _ wat..- Inlegrale Ihe
sKe consorvotlon plene. --menegornent

DI"'a. . ..
AcItYtty siljiUitura 1.3: Integration 0I1he two 02-05 2docum_ X
Wlitershed Integral Menegement PIeno ....ng the (1 per
SUO Coneervatlon Plan meIhodology for mount8ln watershed)
watersheds, 88 _ 88 geograptllc Inlormalion with e alte
.ystema end global poeKIcnlng aystemo, for Iha conooMI1Ion
Lagen..o river In lhe munlclpellty 01~ end plan Ior-'l.
Iha lanaIonco river In Ihe munlclpollty 01 T<>naI4i
Chle_.
AcIIYKy 1.•: Provide on· eIlo technlcel_ 02.05 Project teema X TNC conearvotlon _ have provided toola end
ond 1I0inioo to fteId _In__end a.o

"--_. have eufftclont molhodolo.Qlo.. A lIold villill. ochedulod 10< 03
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GoallStrategy/Acllvlty Period of Expected F OT 0 C K COMMENTS

Results
Execution

conservation planning. training and
technical

assistance to
ensure high
auality plens

Goal 8epuftura 2: Identify and evaluate A diagnostic
atternative economic and productive schemes for repart,
use and conservation of natural resources, such integrating the
as alternative tourism, the appraisal and peyment tap resufts af
of environmental services. processes of the workshaps
certificatian far sustainable praductian (arganic and studies,
coffee, holistic canle management,' camedor which autlines
palm, UMA's, tree plantations, agralorestry the
systems, respansible fishing, ate) that allaw the opportunities
promotion of sustainable development in the for promoting
coastal watersheds at the REBISE and its zane af economic and
influence. productive

araiects.
Activity Sepultura 2.1.: Hald an inventary 03 A finished X Together with the Tourism delegaton in Tanala,
warkshap and appraisal of a route af sites with cataiogue at we develaped an autline at crllical steps.
current and potential activities related to eco- potential
tourism in the mountains and coast of Chiapas ecotourism
that make up the watersheds in the REBISE and sites for the
its zane of infiuence, fallowing the methodalogy at coastal
product formation of alternative tourism proposed watersheds af
by SECTUR ar another propasal by an external the REBISE
consultant. and its zone of

influence.
Activity Sepultura 2.2.: in coordination with 10c8.1 03 A catalogue at x
stal<eholders, hald an inventary workshop abaut productiva We are requesting an extensian af the periad (02-
sustainable economic and productive alternatives economic 05).
far the Coastal Watersheds af the REBISE and lis aKematives for
zone of influence. the coastal An agreement with UNACH and with the

watersheds at municipalities to develop a collaboration
the REBISE mechanism to make the inventary thraugh the

and lis area of Agronomy school is in process.
infiuenca, as
well as the

identification
at certificatian
processes for
lis sustainable
applicatian in
the medium-
andlang~errn.

Activity SeDultura 2.3.: In coordination with local 03.Q4 The x
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Ooellllrll"'llYl_fly Period or Elp«led t' OT D C R COMMENTS

Relulll
Execution

_ ..-.. deYeIopment oil policy ogendl to< _lIahmlnt
!he rocognllIon. llpp(1Il..1. con.._ Ind 01 I cr1tlclll
PIIym.... oI_mlfllll lorvIcIIln Ihe COIIIII route for.
_enheda 0I1h1 REBISE end ill zonl 01 policy llQendl
InfIu~. lor !he

recogn~Ion,

epp<aIseI,
coneervetton
end PIIyment

01
envIronmentel
..rvtcee In Ihl

COIIIII
_ ..hedeol

!he REBISE
end ill

Influence
zone,

AclMty 2,4: Provldl technical 811lelence 10 Q3.QS Projlct teems X
project staff regerdlng policy end envtronmlnl8l hive suftlcient
BorvIcII PllYlnentB. trelnlng end

lechnlclll
ll88l8lllnCe 10
ensure clear

policy
aosndlls.

•
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Indicator Report
Due to the fact that the assessment has a project timeline of one year only, the indicators for this
project are principally output indicators, that is, product based:
• two watershed management plans,
• two compatible economic activities reports
• one policy map.

We might also use # of people trained, # of institutions represented, and # of community
members participating in the process to reflect the level of engagement.

Finally, at the end of the process, with the completed plan that is adopted by the watersbed
committees, we will be able to report on the # of hectares under improved management.

For the watersheds management plans application, a specific scorecard for watershed will be
developed. This scorecard will be adapted from the Triunfo-Encrucijada watershed project. This
scorecard considers such as surface in hectares, level and type of management, among other
issues.
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-_._---------.

Financial Narrative: Supplement to Financial Reports for the Period of
October 1,2003- March 31, 2004

ITNC ITNC lTotalMATCH

1i'arch, 2004
Direct Indirect Direct Indirect Outlavs

7812 CHIAPAS $ 2,197.92 $ 549.48 $3,514.11 $ 878.53 $ 7,140.04
7813 NEEM $ 849.56 $ 212.39 $- $ 1,061.95
7814 GOM $ 3,311.85 $ 827.96 $- $ 4,139.81
781~ LASEPULT $ $- $-
781E GOMVERAC $- $- $-

$ 6,359.33 $ 1,589.83 $ 3,514.11 $ 878.53 $12,341.80

.Notes:
• TNC internal reporting procedures to ensure internal review and transaction time for in­

country expenditures generally creates a 1-2 month lag before posting to the General Ledger
(GL). Therefore, though the expenditures listed above are correct as per the GL through to
31 March, it is probable that at least one-month of in-country expenditures are not yet
reflected. As all of the project costs are in-country expenses, this will be a significant effect.

• TNC advances project funds to partners, who then provide financial reports to the
Conservancy on a quarterly basis, for the periods of January-March, April-June, July­
September, and October-December. Per TNC standard practice, these expenses will not be
reflected in the GL until one month after receipt by the Conservancy, and once they have
been reviewed by a Grants Specialist to ensure allowability. In effect, the expenses reported
by partners in April for the period of January-March will not be posted until May, and
therefore will be reported to USAID in the July financial report SF-269. The following table
provides detail on what advances have been provided to date:

Subgrantee Awards

IHNE: Chiapas Coastal Watersheds
IHNE: Sepultura
Pronatura Chiapas
Pronatura Peninsula de Yucatan
Pronatura Veracruz
Total

Total Award

219,000
75,000
31,000
72,500
72,500

470,000

Cumulative
Disbursments

35,797
17,268
10,875
18,125

in process
82,065
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