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Executive Summary

The Workshop on Strengthening the Capacities of National Environmental ' unds In Latin
America and the Caribbean brought together staff and board members of environmental
funds from 17 countries, as well as representatives of the Inter Agency Plannrng Group of
internatIOnal support agencies, and of the local hosts, UNDP/Mexlco and the umbrella
organization ROSDESAC In three plenary sessions and four working groups the
participants sOught 1.0 understand envIronmental funds' needs for training technical
assistance, and other types of capacity-bUilding support, and to make recommendations
about how best to meet those needs

National environmental funds' abilities to operate effectively depend on successful and
creative work by many actors Some of these, including donors and local and national
governments are external to the funds Some are ItS own staff and board Stili others are
the Implementers and beneflClanes of projects supported by the fund There are needs for
capacity-bUilding at all levels

A survey carned out In preparation for the Workshop Identified several distinct pnontles for
capacity-building that funds hold In common

• Developing a fund-raiSing strategy

• Assistance With strategic planning

• Understanding and working Wltl'1 Il1ternJtlonal 01 garllzatlons

• Developing capacity-bUilding programs for grantees and

• Board strengthening

In-depth diSCUSSions of these and other needs dunng the course of the workshop revealed
that the distinct types of capacity-bUilding needed vary according to the size of the fund,
the size and type of grants It makes, ItS scope (operating more like a 'bank" or more as an
actiVist organization), and whether It IS stnctly an environmental fund or a more broad
based sustainable development fund

Another general theme emerging from the plenary and working groups sessions was an
emphaSIS on the over-arching need for Improved capacity to carry out participatory planning
processes - plannmg to Identify precise strategic measurable objectives against which
performance can be measured partIcIpatIon to assure buy In by key actors at all levels
and to mitigate against tensions and conflict as the fund Implements ItS program and
processes that proVide feedback and make planning an ongoing rather than static activity

Although many avenues for acquiring needed capaCities mented diSCUSSion the strongest
recommendations supported Interchanges among the NEFs themselves as a capacity
bUilding tool Many of the NEFs have had conSiderable experience With training and
technical assistance through coursE'S, workshops, consultants, and exchan'les, and several
offered speCifIC areas of expertise that they are Willing to share With dlelr olleagues

In the areas of strategic planmng, board strengthening, and human resources development,
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participants Ide"tlfled as priorities the need to develop a clear miSSIOn, to Improve the
functioning of boards In terms of continUIty partiCipatIOn and adherence to the mission
and to keep operations efficient and effectIVe, with an emphasIs on financial sustainabillty,
strengthening beneficiaries, and remaining agile and not bureaucratic

The groups working on fund-raising agreed that NEFs have common strengths including In
most cases a focus on small grants, access to major-donor funding, and cross-sectoral
programmatic actiVities, touching on not only the environment but also Issues of poverty
and development and working not only with non-governmental organizations but also
government agencies at many levels Some of the shared Issues, concerns and risks
Include dependence on a Single source of funding, and difficulties In compliance with donor
organizations procedures, regulations and conditionality

The main avenues discussed for bUilding capacity In asset management were (1)

development of written Investment poliCies, (2) processes for selecting and evaluating an
asset manager (3) developing environmental criteria or screens for Investment (4)
Improving performance while minimizing risk and (5) conSideration of local as opposed to
offshore Investment Most NEFs do not have written Investment poliCies, And many have
not obtained maximum performance from asset managers Most are Inten sted In investing
locally and responSibly but lack the expertise to do so, profitably

The working groups focused on managing a grant program momtorlng and evaluation
brought the diSCUSSion full Circle with the observation that success In these endeavors IS
firmly dependerll on the NEF's ability to articulate a clear strategic plan that Will gUide the
selection of project actiVities and Identify precisely the measurable objectives by which the
performance of the grant program can be evaluated ThiS group noted that partiCipation by
the Implementers and benefiCiaries In the objective-setting process as well as periodiC
mOnitoring and evaluation IS Important to achieve objectives to achieve sustainabillty over
the long term and to achieve democratization and strenghtenlng of CIVil society

The Workshop concluded With a sense that capacity-bUilding had already begun With the
opportunity to meet and share expenences, and an endorsement of the concept of
continuing Similar workshops In the future Two sub-regional networks have been formed
to faCilitate ongoing exchanges the Central American counCil of environmental funds
(CONCAFA), which concluded ItS first meeting In EI Salvador In August 1997 and Will have
a secretanat In EI Salvador, and the South American network, which was Initiated at the
Cartagena Consultation on NEFs In June 1996 and Will have an organizational meeting In
Brazil In March 1998 In addition, a working group was formed to develop actions at the
regIonal level ThiS group Includes representatives of CONCAFA ana the South American
network, as well as representation from environmental funds In the Caribbean and MeXICO
The follow-up actions to be consldevad Include Infor ma1 10n exchanges- Vld t lectronlc and
other means of communication, courses and workshops on speCifiC tOPiCS a donor
information cleannghouse JOint Implementation of projects (multiple funds and funds
collaborating With other donor programs) and developing a formal proposal for support of a
regIonal network
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Introduction

A Workshop openmg

Remarks by Victor Cervera Pacheco, Governor, State of Yucatan

The Government of the state of Yucdtan and Its people, welcome thf' pre~ence of this
group to participate In thiS meeting on National Environmental Funds We share with you a
recognrtlon of the Importance that representatives of many groups should gather to share
our concerns and work together to address the problems of envIronmental conservation and
sustainable development

Certainly, today more than ever It IS of great Importance that we all concern ourselves with
the environment The time IS here for humanrty to give back to nature what It has taken
away and we are here to do that Today, these types of gatherings can help to create a
awareness within new generations to understand and conserve nature We are espeCially
glad that you are here because we share these concerns and appreciate the efforts that you
make

In Latin America and the Caribbean we are committed to the preservation of the
environment because It Signifies life, culture, and In truth, all secunty for human beings
We are glad today to declare the opening of thiS workshop about bUilding the capaCitIes of
national environmental funds, and we Wish you success Many thanks
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B Background and purposes of the workshop

Remark:; by Jane W Jacqz, Chairperson, IPG

The Inter-Agency Planning Group was formed In 1993 to plan the First Global Forum on
National Environmental Funds, held In Santa Cruz, Bolivia, In May 1994 Following that
Forum IPG has continued to support the concept of environmental funds as useful
mechanisms for providing sustained financing for environmental conservation and
sustainable development The IPG also supports National Environmental Funds (NEFs) as
vehicles for bringing together representatives of government and civil society IPG Includes
representatives of the Global EnVironment FaCility the United Nations Development
Programme the United Nations EnVironment Programme the World Bank the European
Commission, and bilateral assistance agencies including the US Agency for International
Development Major US philanthropic foundations participate, as does every major
international NGO concerned With conservation and enVironment, notably The Nature
Conservancy, World Wildlife Fund, and Conservation International

In June of 1996 IPG sponsored a regional consultation of NEFs In Latin America and the
Caribbean At that consultation and since then, It has become clear that NEFs and
supporting agencies need to focus more preC'lsely on bllllding capacity W.' need to address
the kinds of assistance that funds need, Identify sources and organize to Lhare Information
and generate resources

ThiS meeting has several purposes

• to give NEFs an opportunity to Identify needs for capacity bUilding,
• to share experiences and lessons learned
• to Identify useful approaches and pOSSible sources of assistance and
• to develop plans of action at country sub-regional, and regional levels for prOViding

needed assistance

Thanks are due to Ruth NOrriS for preparing the questionnaire that proVided background
Information on capacity-bUilding experiences and needs to the local hosts, ROSDESAC and
UNDP offices In Merida and MeXICO City and to the donors supporting the workshop the
Inter American Development Bank MeXICO program the GEF the Government of MeXICO
(SEMARNAP) UNDP With the support of the John D and Catherine T MacArthur and C S
Mott Foundations and USAID/Mexlco
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II Survey of CapaCity-BUilding Needs

Remarks by Lorenzo Rosenzweig Director General Fondo Mexlcano para la
Conservaclon de la Naturaleza

Como mexlcano y representante del Fondo Amblental NaclOnal de ml pais les doy la mas
cordial blenvenlda a los mas de 60 partlclpantes de este taller de fortaleclmlento para
Fondos Amblentales de Amenca Latina y el Canbe

Entre los partlclpantes contamos no solo con consejeros y dlrectores de etHOS fondos, SinO
tamblen con Importantes actores colaboradores y donadores Sin los cuales el acertado
desempeiio de nuestro dlano quehacer sena practlcamente Imposlble

Agradezco partlC'ularmente a Jane Jacqz y el Grupo Interagenclal de Planlflcaclon sobre
Fondos Ambrentales el gran esfuerzo y dedlcaclon que han aportado para la organlzaclon de
este evento Junto con los donadores que 10 hacen economlcamente poslble Hago tamblen
publico ml reconOClmlento al Incondlclonal apoyo que hemos reclbldo de las autondades
amblentales de nuestro pais aqui dlgnamente representadas por Rafael Robles Delegado
Estatal de la Secretana de Medlo Amblente, Recursos Naturales y Pesca y Jonathan Ryan y
Mana Teresa Franco de la Dlrecclon de Asuntos Internaclonales de esa mlsma Secretana

Durante mr ponencla presentare un anallsls del cuestlOnano sobre fortaleclmlento
Instltuclonal de los Fondos Amblentales Naclonales que ustedes contestaron como
preparatlvo para este taller y que sin duda constltuye una herramlenta valiosa para
estructurar y dlrlglr nuestro trabajo durante los slgUientes dos dlas

Antes de proceder con este anallsls, Sl ustedes me 10 permlten, hare una breve reseiia sobre
los FAN S en el contexte de la conservaclon en Amenca Latina y el Canbe

Contamos con la aSlstencla de diecisiete fondos amblentales de Amenca Latina y el Canbe

Estos representan un Importante ve~lIculo de conservaCIOl1 local v reglonal Jor sus
caractenstlcas de dlseiio y compOSIClon

Los FAN S presentan atnbutos UniCOS que les permlte

• Captar recursos de fuentes naclonales e Internaclonales que de otra forma no tendnan
acceso al pais

• Incldlr y promover camblos favorables en la polltlca amblental
• Fortalecer los sistemas de Areas Naturales Protegldas partlclpando con esquemas de

capacltaclon y flnanclamlento en coordlnaclon con otros sectores convergentes
• Desarrollar InIClatlvas 0 programas Innovadores para la Impfementaclon de estrateglas de

conservaclon
• Promover talleres y eJerCICIOS de pnonzacllon para la conservaclon
• En general atraer recursos flnancleros y humanos hacla la comunidad conservaclonJsta

y las comunidades que manejan y dan un uso a los recursos naturales

Dlcho 10 antenor y consclentes de la relevancla que tenemos como actores de la
conservaclon en nuestros parses procedo a comentar algunos puntos Importantes sobre el
cuestlonano

EI cuestlonano sobre las necesldades de fortaleclmlento Instltuclonal se estructuro 0 Integra
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en sels secclones slendo estas

1 InformaCion general
2 RevIsion del apoyo al fortaleClmlento Instltuclonal reclbldo hasta la fecha
3 Necesldades y prlorldades de apoyo al fortaleclmlento Instltuclonal
4 PreferenCia de mecamsmos de apoyo al fortaleClmlento
5 CapaCldades 0 hablhdades que cada Fondo puede compartir
6 Temas y comentarlos adlclonales

En sus carpetas encontraran un resumen de las respuestas reclbldas Procedo a comentar
algunos de los aspectos mas relevantes de este resumen

PRIMERAS CINCO PRIORIDADES

1 DESARROLLO DE UNA ESTRATEGIA DE RECAUDACION DE FONDOS

2 PLANIFICACION ESTRATEGICA

3 CONOCIMIENTO E INTERACCION CON ORGANIZACIONES INTERNACIONALES

4 FORTALECIMIENTO INSTITUCIONAL A RECEPTORES DE RECURSOS

5 DESARROLLO DE JUNTAS DIRECTIVAS

SIGUIENTES CINCO PRIORIDADES

6 MONITOREO Y EVALUACION DE PROYECTOS

7 ACUERDOS Y CONTRATOS CON DONANTES

8 SELECCION Y SUPERVISION DEL ADMINISTRADOR DE INVERSIONES

9 BASE DE DATOS PARA EL MANEJO DE INFORMACION DE PROYECTOS

10 ESTRATEGIAS Y OPCIONES DE INVERSION

Los dos acetatos anterlores son un condensado del anexo 8 del resumen que Identlflca las
dlez pnnclpales pnondades a JUICIO de los partlclpantes

51 este sentldo de pnondad 10 combmamos con la necesldad en cuanto a plaza (requendo
con urgencla 0 requendo a largo plaza) obtenemos un nuevo hstado de pnondades a corto
plazo que refleJa los pnnclpales temas en los que deblamos concentrar nuestro esfuerzos
para lograr una efectlva capacltaclon y fortaleClmlento rnstltuclonal

PRIORIDADES COMBINADAS CON URGENCIA EN TIEMF'J

1 DESARROLLO DE UNA ESTRATEGIA DE RECAUDACION DE FONDOS
2 CONOCIMIENTO EINTERACCION CON ORGANIZACIONES INTERNACIONALES
3 PLANIFICACION ESTRATEGICA
4 FORTALECIMIENTO INSTITUCIONAL DE RECEPTORES DE DONACIONES
5 MONITOREO Y EVALUACION DE PROYECTOS
6 DESARROLLO DE JUNTAS DIRECTIVAS
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7 ACUERDOS Y CONTRATOS CON DONANTES
8 BASES DE DATOS PARA MANEJO DE INFORMACION
9 SELECCION Y SUPERVISION DE AGENTES FINANCIEROS
10 ESTRATEGIAS Y OPCIONES DE INVERSION

Esto no slgnlflca que las otras areas 0 temas no sean Importantes, simplemente es una
forma de acotar los temas comunes pnontanos y urgentes para la mayona de las
organlzaclones

Una vez reconocldo 10 antenor debemos pensar en apllcar un marco loglco y secuenclal a
las areas 0 temas pnontanos que permlta desarrollarnos como rnstltuclones utiles para la
conservaclon de nuestros recursos naturales Regresando al segundo acete-to podemos
reflexlonar que no es poslble estructurar urla campana de recaudaclor 51 nn contamos con
un solido plan estrateglco que nos poslclone rnstltuclonalmente aSI como tampoco es
poslble 0 loglco reallzar el mOnltoreo y evaluaclon de actlvldades de los proyectos Sl no
hubo antes un programa de fortaleclmrento rnstltuclonal de los receptores de las
donaclones

AI darle este orden secuenclal 0 marco loglco a las pnondades combrnadas con urgencla
lIegamos a nuestro ultimo IIstado de pnondades

PRIORIDADES DE FORTALECIMIENTO CON SECUENCIA Y MARCO LOGICO (AGENDA DEL
TALLER)

1 PLANIFICACION ESTRATEGICA Y DESARROLLO INSTITUCIONAL
DESARROLLO DE JUNTAS DIRECTIVAS
FORTALECIMIENTO TECNICO ADMINISTRATIVO

2 DESARROLLO DE UNA ESTRATEGIA DE RECAUDACION DE FONDOS
CONOCIMIENTO E INTERACCION CON ORGANIZACIONES
INTERNACIONALES
PARTICIPACION DEL CONSEJO DIRECTIVO

3 DISENO DE UNA ESTRATEGIA DE INVERSION
4 DISENO E IMPLEMENTACION DE PROGRAMAS DE APOYO

ACUERDOS Y CONTRATOS CON DONANTES
FORTALECIMIENTO DE ORGANIZACIONES RECEPTORA~1

MONITOREO Y EVALUACION DE PROYECTOS
BASES DE DATOS PARA EL MANEJO DE INFORMACION

Para conclUir qurslera compartlr con ustedes algunas reflexlones relatlvas al fortaleclmlento
rnstltuclonal de los FANS como reclplentes de grandes donaclones para capltallzaclon
provenlentes de goblerno y organlsmos frnancleros bllaterales y multllaterales En este
sentldo y ublcandonos como receptores de recursos en vez de donadores podemos declr
que tradlclonalmente las deCISlones relatlvas a la capltailzaclon de un FAN 0 el apoyo a un
proyecto de conservaclon se basan en la apreclaclon de la eflcacla potencial de su programa
de apoyos que Sl bien es un Incentlvo para que se desarrollen Innovadores modelos de
conservaclon descUida la necesldad y convenlenCla de promover el desarrollo
organlzaclonal de las Jnstltuclones

En otras palabras la capacldad organrzaclonal de un FAN 0 una ONG mlsma que asegura la
caildad de sus serVICIOS y productos rnstltuclonales, es tan Importante como sus programas
de apoyo Esto slgnlflca que se deben destlnar recursos en cantldad suflclente para

• Identlflcar pnondades y necesldades de los receptores fmales de los recursos y el medlo
en que se desemperian
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• planear el desarrollo de nuevos programas y procesos
• entrenar y capacltar al personal dlrectlvo y admlnlstratlvo
• actualizar y meJorar en forma continua los sistemas operatlvoc; de la 1n',1ltuclon

En este punto cabe detallar el Interesante analisls de una reclente publicaclon que compara
a las fundaclones amblentales con las socledades de inverSion de capital mlsmas que dan
considerable atenclon a los slgUientes puntos

• Admmlstraclon de nesgos
• Indlcadores de desempeiio
• Cercanfa de la relaclon de trabaJo
• Monto de los apoyos
• Duraclon de los apoyos
• TermmaclOn de la relaclon

Preguntas Importantes que debemos mantener presentes en el curso de este taller son las
slgUientes

1 Son suflclentes nuestros apoyos para garantJzar el desarrollo 0 fortaleclmlento
orgamzaclonal necesano para lograr las metas de la mstltuclon?

2 Que capacldad propJa como donadores 0 fondos amblentales requenmos para
desarrollar la fortaleza orgamzaclOnal de nuestros usuanos?

3 Estamos dando demaslado peso relatlvo al gasto en pmgramas mnOVdlMl1'eS a expensas
del desarrollo orgamzaclOnal del usuano 0 receptor?

4 Somos 10 suflclentemente cercanos a la orgamzaClon como para poder ayudarlos a
fortalecerse?

5 Como orgamzaClones receptoras de recursos hemos deflmdo 0 Identlflcado nuestras
necesldades orgamzaclonales en forma preClsa?

6 Contamos con un plan estrateglco que Justlflca un apoyo flnanclero de largo plazo?

Mantengamos presentes estas preguntas durante el desarrollo del taller para aSI lograr un
mayor provecho del mlsmo

AI flnalizar este taller deberemos contar con una Idea clara de un plan de acclon que entre
otras cosas

• Defina el concepto de fortaleclmlento Instltuclonal en el contexto de los FANS y la
empresa social

• Identlflque las necesldades de capacltaclon y trabaJo en red
• Defina fuentes poslbles de aSlstencla tecnlca a nlvel local regIOnal y naclonal
• Establezca un mtercamblo de recursos humanos InformaCion y matenales denvados de

expenenclas eXltosas de otros FAN S
• Favorezca la documentacllon de estudlos de caso

Concluyo con una frase celebre de un fllantropo que me he tomado la Iibertad de cltar

IIAnte todo ef bien que hay que hacer, puedo hacer muy poco, pero par nmgun motlvo
deJare de hacer ese poco que puedo hacer"
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Para nuestro caso, el de los Fondos Amblentales Naclonales podemos y debemos hacer
mucho con ese poco
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III Capacities Needed, Experience and PriOrities

A Strategic plannmg and institutional development

Chairperson Rodrigo Calcagm G Presldente ConseJo de las Americas - Chile

Presenters

Pedro Leltao, Executive DIrector FUNBIO - Brazil Strategic plannmg

Bruce Moffat, Training Coordinator for Central America Program TNC Staff
development

Barry Spergel, Legal AdvIser for Conservation Finance WWF Board
development

Resource persons

FrancIsco AICldes Molina Gerente General FIAES - EI Salvador

Claudia Sobrevlla Semor DIrector for the Andes, Conservation International

Rapporteur ClaudIa Sobrevlla

A ObJetlvos del taller

1 Defmlr las necesldades de capacltaclon y apoyo Instrtuclonal para fortalecer los fondos
amblentales en su capacldad de conduclr regularmente una planrflcaclon estrateglca
InstrtuclOnal
2 Establecer algunas pnondades de capacltaclon actual
3 Proponer r€.comendaclones de como Implementar estas prlorldades - como y cuando

B PRESENTACIONES

Los fondos tlenen estructuras comunes

Actores externos dommantes - donantes
- goblernos

Fondo - Junta
- Dlrecclon executlva
- Personal Tecnlco y admlnlstratlvo

Benefrclarlos - ONGs
- grupos organrzados
- Goblernos locales

1 Strategic planmng
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DeflmClones

1 Planlflcaclon 1/Adecuaclon de medias a fmes 1/

2 Planlflcaclon estrateglca 1/Adecuaclon de medias escasos a la reallzaclon de fines
multlplos y complejos 1/

3 Plamflcaclon estrateglca en la area amblental 1/ Adecuaclon de medias humanos y
matenales a la reallzaclon de obJectlvos de conservaclon amblental y de usa de recursos
naturales segun cntenos de sustentabllidad 1/

Cmenos de Sostenlbllidad

• Busgueda de smergla can dlferentes actores, entre la cuestlon social y la amblental,
entre dlferentes sectores de actlvldades, entre vanos mveles de decIsion gubernamental,
etc

• La punta social I/actuar localmente y plensar globalmentel/ la acclon local general
conClenCla global el local como cenano preferenclal de cambia

• Busgueda de consenso Irse ma') alia de la busaueda para la opclon rnaJontana
busqueda de un programa mmlmo de alianzas

• Cludadanla actlva doble via que Implica derechos y obligaclones co Iesponsabllidad
entre el publico y el pnvado tranSIClon para un modelo de sutentabllidad solldana que
pasa por la redlstnbulclon de oportunldade y de recursos

• Decentraliza..clon eVltar soluclones Impuestas por esferas centrallzadoras de poder
eVltar grandes y complejos arreglos mstltuclonales, frecuentemente mflados,
burocratlzados, concentradores, lentos e meflclentes

• Gestlon partlClpatlva envolucrar los mteresados en la formulaclon e Implementaclon de
las acclones amblentales a ser propuestas

• Alianzas asoclaclon de Intereses y complementaclon de recursos humanos y matenales
para la realizaclon de acclones especlflcas, optlmlzaclon de esfuerzos y de resultados
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Cuales las Necesldades?

Desarrollo del
Con"eJo Dlrectlvo

Llderazgo
Capacldad
dlrectlva

Desarrollo del
EqUipo

Capacldad de
Planrflcar

Admlnrstraclon
de

Recursos
Flnancleros

Audltona

Sistemas de
Informaclons/Est

udlos y
Relevamlentos

Captaclon de
Recursos

Fomento a
Proyectos

EvaluaclOn y
Monltonamlento

ORGANIZACION EFECTIVA DEL CONSEJO DIRECTIVO

Nota agradecemos al National Center for Nonprofit Boards (Washington DC, USA) por el
uso de sus matenales, en cuales se puede encontrar los slgUientes Ideas

Dlez responsabllidades baslcas de la lunta dlrectlva en las organrzaclones sin fines de lucro

1 Determrnar la mlSlon y los proposltos de la organlzaclon
2 Selecclonar al director eJecutlvo
3 Apoyar al director eJecutlvo Y evaluar su desempeno
4 Garantlzar la planlflcaclon eflcaz de la orgamzaclOn
5 Garantlzar que la orgamzaclon cuente con suflclentes recursos
6 Admlmstrar eflclentemente los recursos
7 Determrnar y supervisar los programas y serVICIOS de la orgamzaclon
8 Promover la vlslbllldad de la organizaclOn
9 Asegurar la Integndad legal y etlC"a, y mantener la transparencJa

10 Reclutar y onentar a nuevos mlembros para la Junta dlrectlva y evalual su proPIO
desempeno
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Organlzaclon efectlva de la lunta dlrectlva

• Preparar una descnpclon escnta del cargo de cada mlembro de la Junta
• Desarrollar un cronograma anual de cada reunion de la junta, defmldo con un ana de

antlclpaclon
• DlstnbUir con tres semanas de antlclpaclon a cada mlembro de la junta matenales

escntos claros y detallados, mcluyendo una agenda de la reunion
• Mantener las reumones breves y bien enfocadas Estlmular la partlclpaclon mas amplra

de los mlembros de la junta
• Pedlr a cada mlembro de partlclpar actlvamente en por 10 menos un comlte de la junta
• Reconocer los logros y contnbuclones de cada mlembro de la junta en una vanedad de

formas como el boletm dlvulgatlvo, en las reunlones de la junta y en las mmutas de las
reumones

• Preparar declaraclones escntas sobre las responsabllrdades lineamlentos y objetlvos de
cada comlte de la junta

• ASlgnar el trabajo en los comites de la junta de acuerdo a la formaclon, expenencla y
disponlbilidad de tlempo de cada mlembro

• Crear un sistema que asegure que las tareas aSlgnadas sean complidas a tlempo
• ASlgnar un mlembro del personal apropnado para trabaJar en cada com!! 0

• Penodlcamente revisar los enunclados de la mlSlon y proposltos de la or JanizaClon y
revisario Sl es necesano

• Penodlcamente revisar todas las actlvldades y fmanclamlentos de la organlzaclon para
asegurar que reflejan su mlSlon proPOSltOS Y pnondades

• Establecer metas y objetlvos especlflcoS para el director Ejecutlvo de la organlzaclon y
asgurarse de que el 0 ella concuerdan con ellos Penodlcamente revisar el desempeno
del director Ejecutlvo, medldo sobre las metas y objectlvos especlflcos y revisarios Sl
fuera necesano

• No admlnlstrar los detalles de la organlzaclon 0 Involucrarse en detalles admmlstratlvos y
asuntos del personal Excepto en clrcunstanclas poco usuales esta admlnlstraclon
debena ser parte de la responsabllidad del director Ejecutlvo

• Trabajar con el director Ejecutlvo para establecer el presupuesto anual basado en las
metas y pnondades de la orgamzaclon y basado en sus recursos humanos y flnancleros
Darle segUlmlento efectlvo a todos los programas y actlvldades eXlstentes

• Establecer metas y planes de captaclon de recursos fmancleros Pedlr a cada mlembro
de la junta que se responsabllrze por hacer soliCitudes de fmanclamlentos a
corporaclones, fundaclones mdlvlduos goblernos y agenclas mternaclonales

• Aclarar que cada mlembro de la junta debe estar al serVICIO de la organlzaclon como un
todo y no al serVICIO de un grupo 0 sector especlflco de la organlzaclon aun Sl fue
Invltado para representar otra organlzaclon 0 Instltuclon

• Todos los mlembros de la Junta debenan de declarar cualquler conflicto de Interes que
puedan tener (0 la organlzaclon que los nombrol con su companla 0 persona con qUien
estan asoclados 0 de qUienes recJoen 0110S flnanClarnlCntos

DESARROLLO DE LA CAPACIDAD HUMANA A TODOS NIVELES ESTRUCTURALES

Aspectos gener~,les

Los fondos slguen pasos generales en su estructura y admlnlstraclOn Pnmero se define la
mlSlon de la organizaclOn Segundo, se lIeva a cabo una planlflcaclon estrateglca Tercero
se define la estructura organlzaclonal Incluyendo el personal necesano para el fondo Se
puede simpilcar la estructura de un fondo de la slgUiente manera

Llderazgo
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Programas
Recursos Humanos
Recursos Fmancleros
Comunlcaclones

En esta presentaclon se hablara de como preparar un plan de capacltaclon de todo el
personal de la organlzaclOn

Necesldad de fortaleclmlento mstltuC'lOnal

1 - Pregunta 1

• Cuantos fondos enfocan el fortaleclmlento mstltuclOnal para el fonda solamente7 1
fondo

• Cuantos fondos enfocan el fortaleclmlento mstltuclonal para los beneflclanos del fond07
4 fondos

• Cuantos fondos enfocan el fortaleclmlento mstltuclonal en forma mlxta7 16 fondos

2 - Pregunta 2

• Cuantos fondas tlenen un plan de capacltaclon mstitucIOnal 7 5 fondos
• Cuantos fondos capacltan en forma reactlva 7 11 fondos

Pasos a segUir para planrflcar capacltaclon de recursos humanos

1 Detectar las necesldades de capacltaclon
2 Disenar un plan de capacltaclon
3 Implementar el plan de capacltaclon
4 Evaluar la efectlvldad de la capacltaclon

Los mecanrsmos de capacltaclon pueden dlvldlrse en Education formal, f'ntrenamlento
corto, aSlstencla tecnlca, capacltacl0n en el trabaJo auto-estudlos, pllullcd' lanes
mtercamblos

La estrategla de capacltaclon puede resumlrse en la slgUiente matnz

Recursos humanos Funclones Necesldades Fuente $

Llderazgo
Tecnlco
Admlnrst /fmanc

Plan Estr
Admin proyectos
Contabilidad

Ecologla/lnverslones
Monrtoreo y evaluac
ManeJo de proyectos

Unlv /consult
Organrz desarrollo
InstltuclOn

PnnClplos Importantes para la capacltaclon de recursos humanos

1 Integrar capacltaclon en el sistema de evaluaclon del desempeno del personal Tener un
plan concreto y cronograma de capacltaclon que el personal debe cumphr como parte de su
desempeno

2 InclUlr los obJetlvos de capacltaclon en la planlflcaclon estrateglca de la Instltuclon y
aSlgnar un presupuesto para esto

3 Hacer la capacltaclon los mas cerca poslble dellugar de operaclon del fondo, aSI la
reahdad y contexto de la capacltaclon son mas aphcable para el mdlvlduo
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4 Contemplar la contrataclon de personal adlclonal dentro de la organlzaclon para que Ilene
lagunas tecnlcas que el personal permanente no puede lIenar Por eJemplo, contratar una
persona para servlr de puente con los beneflclarlos, etc

5 Asegurarse de que la capacltaclon Incluya un plan para entrenar los proxlmos Iideres de
la Instltuclon

C RECOMENDACIONES

1 TEMAS PRIORITARIOS DE CAPACITACION EN ASPECTOS RELACIONADOS A LA
PLANIFICACION ESTRATEGICA

M,s,on V ob/ectlvos

Problemas
• Muchos fondos experlmentan mlSlones demaslado generales y amplJas
• Algunos fondos expenmentan el desaflo de deflnlr hasta donde partlclpar en el debate

amblental del pais
• Muchos fondos son tratados como una caja flnanclera y no se espera un papel tecnlco
• La mlSlon y objetlvos de algunos fondos cambia dependlendo de las fuc,'1tes flnancleras
• Algunas veces los fondos no pueden cumplir sus mlSlOnes porque las I glas de los

donantes son muy ngldas
• Algunos fondos qUisleran abnrse al sector productlvo

Necesldades
• Como deflnll la mlSlon del fonda y adonde qUieren Ir? Como enfocar los objetlvos de los

fondos? Como lograr alcanzar los objetlvos de la organrzaclon?
• Como balancear la funclOn fmanclera de la tecnlca?
• Hasta donde los fondos deben partlclpar en el debate amblental del pais?
• Como aJustar la mlSlon y objetlvos a los camblos en las fuentes fmancladores Sin perder

el norte?
• Como defmlr las oportunrdades para entrar en areas de acclon nuevas como apoyar

proyectos productlvos que dan un retorno fmanclero?

Juntas direct/vas

Problemas
• EXlsten camblos demaslado frecuentes en mlembros de la Junta que traen conslgo

camblos en pnorldades de los programas Tamblen, eXlste una dlscontlnUidad en el
Iiderazgo de la mstltuclOn Estos camblos acontecen por camblos gubernamentales 0

acontecen porque la estructura legal del fonda tlene una rotatlvldad muy frequente
• EXlste poca partlclpaclon de mlembros de algunos sectores de la Junta
• Algunas decislones de la Junta no apo'lc..' la mlSlon Inst,tuclonal y respofJden a Intereses

politIcos Domrnan clertos sectores dentro de la Junta dlrectlva (eJemplo polltlcas del
goblerno)

• EXlsten tenslones entre mlembros de la Junta sabre las areas tematlcas del fondo (por
ejemplo conservaclon y desarrollo sostenlble)

Necesldades
• Como dlsmlnUir la falta de contmUidad en pnondades y programas causados por camblos

en la Junta y presldencla?

• De entrenar mlembros de la Junta para que esta sea mas efectlva
• Como negoclar con donantes 0 goblerno para mOdlflcar los estatutos 0 reg las del fonda
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y cuales camblos legales pueden ser hechos para mejorar el funclonamlento del fondo?
• Como aumentar la partlclpaClon efectlva de algunos mlembros de la junta?
• Como alslar la junta de las mfluenclas pohtlcas?
• Como balancear los poderes dentro de la junta?
• Como concertar dlferenclas entre mlembros de la junta? Como lIegar al consenso?
• Como mvolucrar a la junta dlrectlva en recaudaclon de fondos?

Operaclones del fonda

Problemas
• CasI todos los fondos tlenen problemas de autosustE'ntabllidad financI6l [l

• Algunos fondos no pueden desernbolsar facllmente por causa de proble nas burocratlcos
• Dlferentes donantes eXlgen dlferentes procesos admmlstratlvos
• EI personal tecmco cambia mucho y se plerde la mverslOn en capacltaclon
• Los fondos necesltan fortalecer los grupos de base en la gestlon amblental
• EXlsten fondos muy escasos para la planlflcaclon estrateglca y capacltaclon de personal

de los fondos

Necesldades
• Crear estudlos de prospecclon fmancleras nuevas Desarrollo de Ideas con el sector

productlvo
• Como alivlar la burocracla fmanclera en algunos fondos? Como modlflcar los requlsltos

fmancleros?
• Como mejorar las reglas de los donantes en el usa de fondos?
• Como retener personal tecmco en la Instltuclon?
• Como capacltar los beneflclarlos de los fondos?

2 TIPOS AND FUENTES DE CAPACITACION PARA FORTAlECER A lOS FONDOS

A A qUien capacltar? quedo claro en este grupo que la capacltaclon tlene que dlrlglrse al
personal que opera los fondos y a los executores de proyectos de los fondos (beneflclarlos)
QUlzas en algunos casos hay que educar a los goblernos y los donantes perc este aspecto

no se profundlzo

B QUien capaClta?

1 Se recomendo establecer un comlte promotor {representantes de agenclas y fondosl que
se encargue de conduclr un proceso permanente de IdentlflcaClon de las necesldades de
capacltaclon de los fondos y de Implementaclon de un programa de capacltaclon Este
comlte se enfocarla en

• Hacer una reflexlon mas profunda sobre el asunto de sostemblhdad de los fondos y sobre
los prlnClplOS generales que se qUieren alcanzar (ver puntas de sostenlbllidad dlscutldos
en la presentaclon de Pedro) Esta reflexlon defrnJrla la VISion comun que los fondas
qUJeren para elias mlsmos

• Defrnlr en forma partlclpatlva las necesldades de capacltaclon de los fondos

• Elaborar propuestas de acclones concretas para lIenar esas necesldades

• Buscar fuentes de fmanclamlento y abnr una ventana de flnanclamlento para que los
fondos acuden para su capacltaclon y fortaleclmlento Instltuclonal

• Asegurarse de que se ejecute la capacltaclon
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2 Se recomendo de ademas del comlte promotor, dlsenar un mecanlsmo ,jr promoclon de
capacltaclon entre fondos Esto cubnna un espaclo Inter-fondo que cubmu necesldades
menores de Intercamblo y capacltaclon entre fondos

C Como capaCitar' EXlsten vanos aspectos de capacltaclon que son cntlcos y que se
Identlflcaron en el taller

a Capacltaclon Interna a los fondos y sus beneflclanos Unas de los mecanlmos mas
mteresantes para capacltaclon es el de compartlr modelos de casos especlflcoS que hayan
tenldo resultados pOSltlVOS en los temas expuestos arrIba como estructura legal,
funclOnamlento de Juntas, capacltaclon Interna, capacltaclon de ONGs y grupos de base

b Otra forma de capacltaclOn es de defmlr problemas comunes en la Implementaclon de
clertos fondos y hacer reunlones mas pequenas, meJor adequadas a necesldades
especlflcas

c Co-execuclon de proyectos comunes a fondos es tamblen una forma de capacltaclOn
Reunlr los fondos en temas ecoreglonales comunes a sus palses y fortalecer captaclon
conJunta de fondos y execuclon conJunta para promover soluclones compartldas

4 COMENTARIOS

Una recomendaclon general que el grupo encargado del taller deJo es que "ena mteresante
para la proxima reunion, hacer un ql.lestlondrJo especlflca a la planlflcaclon fjstrateglca que
podna mclUir las slgUientes preguntas
• Cuantos fondos han hecho planlflcaclon estrateglca desde que fueron creados'
• Cuales fueron los resultados de esta planlflcaclon y que cosas cambia ran en el proceso

de planlflcaclon Sl la hlcleran de nuevo'
• Cuantos fonnos planean hacer planlflcaclon estrateglca en los proxlmos meses y como

plensan flnanclarla'
• QUlenes debenan partlclpar en el proceso de planlflCaClon estrateglca'
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B Fund-ralsmg

Chairperson Peta-Anne Baker, Chairperson, Environmental Foundation of Jamaica

Presenters

Victor Bullen, Environmental Pohcy Analyst, USAID Bilateral and other external
sources of fmancmg

Randall CurtiS, Director of Conservation Fmance TNC Fund-ralsmg strategies

Humberto Paredes Executive Director, PACT - Behze In-country lesource
mobilization

Resource persons

Kathleen Mlkltm Operations Specialist, World Bank/GEF

Hector Sandoval Fmance Manager FundaclOn Vida (Honduras)

Jenmfer Tufts Development Affairs Officer Delegation of the
European Commission

DaVid Wmder Program Director The Synergos Institute

Rapporteur Jenmfer Tufts

The objectives of the working group Included shanng expenences to date establishing
pnontles for capacity building and developing recommendations for meeting capaclty
bUilding needs

The groups agreed upon shanng their successes and problems at the outset of the
workshop that NEFs have common strengths, including In most cases a focus on small
grants an ability to access funds directly, and cross-sectoral programmatll activities,
touching on not only the environment but also Issues of poverty and development, and
working not only With non-governmental organizations but also government agencies at
many levels

Some of the shelred Issues, concerns, and nsks Include dependence on a Single source of
funding and diffIculties In compliance With donor organizations procedures regulations
and conditionality

PresentatIons and diSCUSSions focused on a varrety of Issues

1 The Importance of a focused fund-raiSing strategy

The fund-raiSing strategy should flow from the NEF s overall miSSIon and goals Thus the
first question that many NEFs must face IS, whose strategies are they funding -- a national
environmental plan a donor's, an Implementing agency's, or a strategy generated Within

the fund Itself? The fund raising strategy must look not only to raising money needed for
the fund s operations, but also to a spectrum of results that will enhance the NEF's
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capacity to generate resources and achieve Its miSSIOn

Elements of such a strategy Include
• Plans for operational self-sufrlclency as well as programmatic lund 19
• Strategies for developing local as well as International sources
• Consideration of alternatives to IIpure li endowment funds, including sinking funds,

venture funds, and InnovatIve approaches such as carbon funds There are many
vanatlons, Including Investing In businesses that operate sustalnably

• Staffing plans, generally including a full time development director Policy advisors
corporate specialists, and proposal wnters can also be Important Many of these
can be hired on a part-time basIs, and many tasks can be carned out by volunteers
and by the Board

• Plans for training staff and volunteers Involved In fundralsmg m such aspects as
Identification and cultivation of donors, elaboration of proposals, fmanclal
management and administration Tramlng mechanisms might mclude exchanges
with other funds (south-south or north-south) as well as manuals, courses, and
workshops

The fund raIsing strategy must be based on an awareness of the Importance of an NEF s
track record to ItS capacity to generate future funding The track record Includes an ability
to demonstrate sound and transparent financial management and to have both products
and an Image In line with what the fund IS trying to achieve

Fund-raising success often also depends on strategic alliances and partnerships Includmg
local and national government agencies (whose endorsement will often be necessary to
generate funds from debt swaps bilateral pnd multilateral sources) and 01 commUnications
with m-country delegations of bilateral and multIlateral agencies Funds sl,ould be aware of
these agencies global and country strategies when consldenng an approach

Fund-ralsmg strategies should also Involve IIthlnkmg outside the box" and consldenng
alternative ways to accomplish the NEF s miSSion Although the possibilities are unlimited,
examples might Include policy reform efforts aimed at removing Subsidies for
environmentally damaging agncultural and energy usages tax reform aimed at creating
mcentlves for philanthropy and conservation, and the creation of new funding sources such
as pollution charges or re-Investment of priVatization proceeds

The most Important assets a fund should have In order to succeed at external financing are
a strategic plan, a funding strategy and a successful grant making strategy

2 Fund-raising sources

Bilateral assistance

USAID IS one of the major contributors to NEFs having funded about $100 mIl Iron through
direct grants or debt-reduction agreements worldWide The US g-overnment has contnbuted
an 8<khtlonal $1'5() mlfbon m debt reduction arrangements to eIght countnes through the
Enterpnse for the Amencas Initiative Canada Germany SWItzerland the Netherlands and
Finland have also been active In Latin America and the Caribbean -- typically but not
always through direct grants The &trongest trends CUI rently VISible are d JentralrzatlOn
(approaches must come through country offices and track With country strategies) and an
emphaSIS on eXit strategies (funds as a means of sustamabillty after annual assistance
terminates)

Many bllaterals are legally proscribed from funding endowments ThiS IS partly due to
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problems with accountability when the donor does not retain control Funds can stili tap
Into bilateral sources through parallel finanCing, however

Multilateral development banks

The World Bank and IDB are not a major source of endowment funds Typically, they deal
In loans However funds can sometimes be made available through mechanisms such as
performance bonds and mitigatIon funds The Global EnVironment FacIlity and Its medium
size grants program are the main source of finanCing for NEFs among multilaterals, whtch to:
date has donated about $40 million to SIX NEFs.

GEF medium-Size grants are limited to $1 million, and UNDP recommends applications of
$750,000 or less At thiS level, the grant can be approved by the Secretanat without full
Council review A medium-Size grant IS like a full grant In many ways It must address
global Issues, relate to the GEF operational program and strategy, and meet crltena of
Incremental costs (I e any project nust have co-fIr anrlng) Kits of mater I Jls were made
avaIlable at the Workshop and can also be obtained from GEF agencies (UNDP, UNEP,
World Bank) These kits Include information, applicatIOn forms and other matenals They
are available In English, Spanish, and French as well as other languages

In theory, there's no ceiling on the total amount of money that can be made available for
these projects or on projects In any particular sector or geographiC areas Therefore unlike
the GEF Small Grants Programme, which has a limIted amount of funding medium-Size
grants do not have to pass a national screening committee

Medium-size grant proposals must be submitted to the appropnate focal agency UNEP
(research), UNDP (technical assistance and capacity bUilding) and the World Bank
(Investments) UNDP IS Initiating the project In a decentralized manner, through country
offices All concept papers are submitted directly to the Secretanat for an eligibility
determination Eligible projects stili requIre government endorsement Preparatory costs
are available for project development at thiS stage

The European Commission has established five pnontles (gUidelines) ASSistance should go
to enhance resource base, reduce poverty, bnng local populations Into the deCISion process,
and develop awareness and human and institutional capacity for sustainable development
The place to start IS In country With the country delegation They can mform an NEF on
how to prepare proposals The EU Will most likely not be a contnbutor to endowment
resources, but probably Will be a good resource for training and co flnanclt ,g of programs
and projects

Private sources

International NGOs foundations and corporations can be helpful With technical assistance
from their staffs Typically these organizations do not contribute endowment funds Many
however, can prOVide useful materials In addition to technical assistance The Synergos
Institute for example IS prepanng a manual for staffs and boards of foundations It Will
contain recommendations from vanous foundatIons - examples of miSSion statements, etc
and Will be offered In English and Spanish

Corporations have not had a strong role yet but could In the future

Most external sources are Interested In leveraging their contnbutlons and focus on
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combination funding, as In the case of Fendfl Mexu;ano para la ConservacTon de la
Naturalez8 financed With contnbuttOns from USAID, GEFT and Government of MeXlCO or
FundaclOn Natura of Panama, financed with contrrbutlons from USAID, TNC, and the
Government of Panama

Fmancmg for technical assistanc€.

Donors to a fund are very Interested In seeing It be successful Success reflects well on
the donor, and helps the agency continue Its own support A fund can often approach
donors for assistance with developing strategies and fund-raising plans Technical
assistance IS often available from multllaterals and International foundations as well

Domestic sources

Although NEFs must always be careful to aVOId competition with beneflclarres when
selecting strategies for raising domestic funding, there are many possible sources and
approaches These often require creating partnerships with government agencies, for
example, with Mlnlstrres of Finance which In some countrres can earmark governmental
finances, or permit revenue to be raised by special taxes and fees (such as Costa Rica s
tax on leaded gasoline)

One very Interesting example of a trust fund financed entirely from domestic sources IS the
Protected Areas Conservation Trust of Belize PACT was created January 1996 to provide
for conservation of Belize's natural and cultural resources It IS funded entirely from a
conservation fee of $3 75 charged to tourrsts The fee was orrglnally proposed at a higher
level, but was reduced through a process of negotiation and consensus bUilding to make It
acceptable to varrous stakeholders Including the government and tourr':>t IPdustry So the
fund operates at a relatively small scale

Even though established by the Belizean government as a parastatal body, PACT operates
free of government control The majorrty of the Board (4) represent cIvil society and the
tourrsm Industry Three members represent government mlnlstrres A Technical Advisory
Council also ha~ an NGO majorrty PACT IS dedicated exclUSively to funding projects In
protected areas This also Includes cultural areas (designated archeological sites) and
marrne protected areas
PACT IS conslderrng establishing a subSidiary foundation to raise funds from sources other
than the tax, which generates about $450,000 per year PACT IS also slowly bUilding an
endowment that would provide Income In case of a low-revenue year By law 5 percent of
the tax Income goes to this endowment fund

3 DISCUSSion and recommendations for building NEF fund-ralsmg capacity

NEFs can best Improve fund raising capacity by seemg fund raising as both a mechanical
and a political process In addition to skills NEFs need information formation of key
alliances and support from local governments and benefiCiary groups Key actions
necessary to achieve these objectives Include

• Development of marketing strategies

• Development of co-finanCing str..Itegle5, Iather thar drpendlng on D sin Jle donor

• Working from Within to Influence national governments, developing alliances Internally,
and In particular, developing relationships With key mlnlstrres such as finance
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• Developing <,kllls to understand the donor environment, and seeing the NEF as part of a
larger environment

• Engaging with donors In dialogue about their requirements and gUidelines, developing
reasonable proposals for realistic alternatives

• Developing creative approaches to funding of overhead expenses ThiS Includes
definitional adjustments, adding to each grant an amount for development support,
developing a skills bank making It known to organizations, agencies, and consultants
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Barry Spergel Legal Advisor for Conservation Finance WWF

Frank Zadroga Environment Energy and Global Chmate Change Advisor
USAID - MexIco

The main avenues for bUilding capacity In asset management discussed In this session were
(1) development of written Investment policies, (2) processes for selecting and evaluating
an asset manager, (3) developing environmental criteria or screens for Investment (4)
Improving performance while minimizing risk, and (5) consideration of local as opposed to
offshore Investment Most NEFs do not have writtE'n Investment policies md many have
not obtained maximum performance from asset managers Most are Interssted In Investing
locally and responsibly but lack the expertise to do so, profitably

1 Experience of the Jamaica National Parks Trust Fund

The fund was set up as an endowment, to proVide partial funding for Jamaica's two
national parks The Board recently set up an Investment committee with members from
the private financial sector (the chairman) the chairman of the Jamaica Conservation and
Development Trust, and the Government of Jamaica

The fund's assets are managed In distinct blocks of $125 000 (US dollar value but the
majority of the funds are In Jamaican currency None are screened as environmental or
social Investments The maJonty are In fixed-term Investments and short to medium-term
bonds The fund can put up to 1 5 percent of Its assets Into stocks or real estate but has
not done so because of lower yields and higher nsk and because debt Instruments (bonds)
pay a high return In Jamaica

2 Best practices for asset management

Many NEF boards have a good understanding of Investments and yields but a less than
adequate understanding of risk and how to manage It The biggest problem of NEFs with
regard to nsk IS lack of a wntten Investment policy
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BasIcally, there are four ways to manage risk
• eliminate It
• mitigate It
• tolerate It
• accumulate it

It IS the responsibility of the board of directors to establish the NEF's policy on risk - Ie,
how much risk the NEF IS willing to tolerate In ItS Investment portfolio The board is
accountable to donors for the prudent management of granted assets This responsibIlity
Includes establishment of a risk profile for the Investment management fIrm, and making
deCISions on asset allocation, Ie, what percentage of the assets should be Invested In
distinct markets, and In stocks, bonds, and other Instruments

Many NEFs have become accustomed to high returns In recent years, but these cannot
reasonably be expected to continue over the long term

The asset management process should begin with policy planning A written policy
statement should be proVided to the asset managers This statement should cover
• objectives (the NEF should prOVide a one-year and five-year budget shOWing how much

money will be needed from the Investment account)
• asset allocation (stocks vs bonds)
• authorized Investments (and what kinds of Investments are not allowed)
• diversification (investing In different markets)
• liqUidity (too much cash IS a dead asset and a Signal that the asset manager is not

getting enough direction about how to Invest)

Each NEF should ask itself whether It prefers to have an asset manager who specializes In
stocks or In bonds, and In Just one market or In several markets NEFs should also conSider
passive management, Ie, Simply follOWing an Index of stocks or bonds, and measure an
actively managed fund's performance against a standard index If the manager s
performance falls below the Index over a three-year period it is time to change managers
or begin to follow a passive management strategy If the manager IS not adding value by
active management

In addition to looking at an Investment manager s financial perfomance, the NEF needs to
look at their level of client responsiveness and customer serVice Ask whether the manager
does (or can) communmcate With the board on a regular and timely baSIS, and whether they
have a local office or Will send someone to VISit periodically With the board

3 Asset management In GEF-flnanCied funds

The GEF recently completed a study of ItS currently supported funds (Peru, BraZil, MeXICO,
Uganda Bhutan and the Eastern Carpatrk~'1s) Although all aSSf't manag pI s were meeting
their targets the tagets were generally easy ones such as SIX percent above inflation at a
time when markets were averaging 15 percent

Different benchmarks should be set for different types of Investments and the Investment
manager should not be allowed to set the benchmarks

The board should establish a finance or Investment commIttee espeCially If there are board
members With finanCial expertise If no board members have thiS expertise, the board
should, as a long term strategy, develop a plan for recruiting appropriate experts, while In

the short term, relying on an outSide finanCial adVisor ThiS IS because the board needs to
evaluate and understand the financial reports It receives from the asset manager Another
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problem that sometimes anses IS that the asset manager IS very responsive dunng the
phase of competition to get the contract, but less so afterwards It may be a good Idea to
contract legal advisors to negotiate a customized agreement with the Investment manager
rather than Just signing the Investment manager's standard contract An Investment
manager who refuses to develop a customized contract may not be a wise selection

4 DIScussion and recommendations for NEF follow up actions

In general, NEFs should have wntten Investment policies defining the level of nsk Funds
should also have profeSSional financial adVisors, either on their boards or r ontracted as
outside experts, to oversee the performance of the asset manager

Funds should also make an effort to measure their Investment performance not only In
terms of financial returns, but also In terms of social and environmental sustainabillty They
should consider the ethical ramifications of sending developing-country Investments to
developed country asset managers and portfolios ThiS recommendation provoked
considerable diSCUSSion of the ranking of responsibilities, With considerable support for the
POSition that the first responsibility IS to assure suffiCient yields to support the grant
program

Funds were adVised that a reasonable amount to pay an asset manager IS one-half to one
percent of the capital, and a custodian 0 1 to 0 7 percent

Many funds are receiving disappOinting and below-market returns In genera" they are
adVised to diverSify, both In the currencies of their Investments and In types of
Investments Many funds find that It helps to have more than one asset manager to foster
competition
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D Deslgmng the grant program, momtormg and eva/uatIOJ,

Chairperson Dommgo Marte, Director TNC Domlmcan Republic

Presenters

Raul MurgUia Rosete National Coordmator, GEF Small Grants Programme
(GEF/SGPl, MexIco Commumty-based Imtlatlves

Ruth Noms Consultant Momtormg and evaluatIOn, data systems

Jorge OSOriO V Executive Director Fondo de las Americas - Chile NatIonal
strategIes and programmmg

Resource persons

Damel Gagnon Techmcal Secretary Fondo Canada-Nicaragua

Julio Macossay Vallado, General counsel ROSDESAC

Lorenzo Rosenzweig Director FMCN - MexIco

Alfonso Sanabria, Management Officer, GEF/SGP

Robert ShlkJar, Deputy Counsel, Inter-American Foundation

Carmen Tavera Task Manager BIOdiversity Umt UNEP

The working groups established as an objective to deliver to the concluding plenary a set of
specific recommendations for follow-up actIons at the national, sub regional, and regional
level to enhance NEFs capacities to design Implement monitor and evaluate grant
making programs After hearing initial presentatIons on experiences of the GEF Small
Grants Programme In Yucatan and the Americas Fund of ChIle and lessons learned from
mOnitoring and evaluation In several other NEFs, the working groups diVided Into smaller
groups to formulate recommendatIons

Example of a community-based Imtlatlve

UNDP initiated the Small Grants Programme In the Yucatan Peninsula In 1994 The
program supports community-based actIVIties of nongovernmental organizations or of the
commUnities themselves With objectives of conserving biodiverSity preventing global
warming or preserving the quality of InternatIonal waters

Design of the grant making program InclLd~a three main steps
• Defining the program In terms of general objectives audiences to De served and

type of assistance to be proVided
• Use of a logical framework process to Identify and Prioritize problems to be

addressed
• Defining the informatIon needed about the contexts Within whIch projects would

operate, establishing a work plan, and establishing criteria and procedures for

mOnltonng and evaluation
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These steps comprise a complete Internal system

The design of the GEF Small Grants Programme in the Yucatan Penrnsula relied on both
workshops of participating organizations and external expert help Special attention was
paid to arriving at consensus on the definitions of key terms, Including sustainable
development Likewise, the design process focused on precise statements of objectives
These are to show community-based actions that can be replIcated to assure sustainable
use of resources, to share experiences and lessons learned, and especially to learn about
the types of actiVities valuable at the community level, and replicate those actiVities

The defined strategy Includes Identification of appropriate organizations, support for their
actiVities community capacity-building, and selection of actions Within a framework of
sustainable development at three le'Jels 10vally, sub-regionally and In ~he f'lltlre Peninsula
The program selects organizations that can be leaders and catalysts An Important element
IS the strengthening of a regional aSSOCiation of organizations A final task IS to assure that
the program has a gender perspective

The mOnitoring rmd evaluation effort Includes measures of Impact, such as the number of
hectares under community control, and deSignated as reserves, In organic agriculture etc
It also measures achievement of benchmarks such as installation of centers and levels of
community participation Since the program goal IS sustalnabillty rather than permanent
SubSidies for project actiVities, Implementing organizations mOnitor the resources (both cash
and in-kind) that they can bring to the table Once It has been determined that the
Instruments of sustalnabllIty are consolIdated, the UNDP program Will terminate and long
term support Will be prOVided by the regional umbrella organization ROSDESAC and ItS
Peninsula Fund

MOnltormg and evaluation lessons learned

1 Capacity for mOnitoring and evaluation needs to be nurtured as much or more at the
level of the project Implementmg organizations as at the level of the NEF Itself

One of the reasons It s so dIfficult to do effective mOnitoring and evaluation IS that people
are SUSpiCIOUS of It -- wary or threatened by the Idea of 'outsiders who don t understand
what they are trying to accomplish, who will make ludgments affecting their access to
resources In the future But almost all of the data needed for regular monl orlng and a
good bit of what s needed for evaluation, IS best collected by the Impleme'ntlng
organizatIOn Itself Agreement on objectives of the project and on criteria by whIch theIr
achievement could be measured should be part of the project deSign and approval process
LikeWise, It should be clear before a project IS approved, not just what It IS gOing to do, but
what effects (Impacts or results) are expected to be achieved as a result of those actiVities
being accomplIshed One of the most Important things an NEF can do to build capacity for
mOnitoring and evaluation IS to Invest time and commUnications dunng the deSign process
to be clear about goals and objectives and how they Will be measured

2 Costs of momtorlng and evaluation Includmg trammg and skills development for
mOnltormg and evaluation need to be factored m to the budgets of each and every project
that the NEF fmances

Most NEFs operate under a cap or ceIling on your administratIve costs So maagers should
focus on USing the limited amounts you Will have available In your administrative budget for
analyZing and Interpreting, as well as occaSionally checking, the data proVided by
Implementers, rather than sending teams of Independent evaluators Into the field to collect
primary data
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An NEF s capacity to do thiS, of course, depends on acceptance by the Implementers that
mOnltonng IS a valuable use of their own limited project fundmg So, the capaclty-bUlldmg
challenge IS to demonstrate thE" value of good project mOnltonng BOlh Int ~rnally and
externally the NEF's systems should reward good, objective mOnltonng

3 It IS more Important to concentrate, at least In the beginning on the type of
information you will need to collect and how you will use It than on the design of the
database In wh!~h you Will store It

MOnltonng and evaluation IS Itself a capacity buildmg tool It allows the NEF and project
Implementmg organizations to understand the conditions under which those organizations
succeed or fall In carrymg out the activities they propose The fund can learn whether the
planned activities, once actually camed out, actually have the expected Impacts and
results This Information can be used to continuously Improve the NEF s capacity to select
and fund projects that Will have the greatest probability of success and of Impact and to
gam some mSlghts Into the cost-effectiveness of different kinds of approaches to
environmental problems

However thiS Will only happen If the Information IS accessible to the people who need It,
when they need It The more complex the database, the less likely It IS that you Will be
able to call up answers to your questions Without a data wizard at your Side And thiS sort
of top-down approach IS often allenatmg to your grantees who fmd the forms cumbersome
and not reflective of what they feel needs to be said about their work -- especially the
results that are qualitative rather than quantitative

4 MOnltormg and evaluation IS as much art as sCience

The sCience part IS easy to teach and to learn -- what IS an mdlcator, or a benchmark, how
can It be measured quantitatively and qualitatively, how can the data from several projects
be aggregated tC' measure progress agamst over-arching objectives and mdlcators Many
good matenals are available and many NEFs have had tralnmg and consultant assistance In
thiS area The art of mOnltonng and evaluation IS where NEFs can help each other out a lot
by exchanges and Information shanng that Will help everyone use mOnltormg and evaluation
more powerfully as a management tool It Will take shared effort to Identify mdlcators that
are elegant kinds of measurements that have been camed out effectively at the local level
and types of measures that are linch In information

Experience of the Americas Fund, Chile

ThiS fund has supported about 70 projects (averaging $80,000) since startmg In 1995 A
separate community-based project fund supports 30-40 projects of $10 000 or less

The fund has recently completed an extensive self assessment of all phases of the grant
making program from calls for proposals to termination of contract and IS Just completing
a manual of operations compIling the expenence of the past three years The manual IS a
collection of Instruments and gUides for the vanous functIons of the fund It IS an example
of a document that all funds might use and Will be disseminated to those nterested

In the assessment the Board (which IS Itself recently Installed) noted a mdJor transition In

the approach to mOnitoring and evaluation Early on, emphaSIS was given to reconCIliatIOn
of accounts and the use of momtorlng and evaluation as a means of external control As
the grants program matured, emphaSIS shifted to strategies of assistance to the
Implementing organizations, and the current focus IS on both strengthening and
empowering organizatIOns and commUnities to engage In the evaluation process from the
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POint where objectives are developed

This reflects the fund's establishment as a public fund -- a mechanism for the citizenry to
use to promote democracy and support public Interests as well as conserve the
environment The Board takes this as a serious ethical responsibility The fund s role IS to
assure that organizations and communities have a vOice In the control process

When the fund Issues a call for proposals, organizations are asked to promise not only to
make a financial counterpart contribution, but to contribute to the Intellectual capital of the
fund, to systematically plan, mOnitor, and evaluate, and to share lessons learned With the
entire community of organizations This Implies obligations on both parts benefiCiary and
fund The organizations have responsibilities of documentation and dissemination, and the
fund has responsibilities to promote appropriate technologies and methodologies
MOnitoring has functions of measuring success and developing technologlps for information
sharing
The Americas fund IS also developing a national Forum on sustainable development It IS a
vehicle for articulating and disseminating lessons and technology

In addition to the Forum the tools used to design the grant program and disseminate
lessons learned ,nclude a logical framework approach to design use of electronic
exchanges a Web page, compilations of indicators, and various participatory processes
InvolVing stakeholders In all parts of the program

B DIscussion and recommendations for follow-up action

PartiCipants noted that the Issues and recommendations anslng In this working group are
directly related to those touched In Group 1 that IS the fundamental element of grant
program management as well as mOnitoring and evaluation IS a strategic plan whose
objectives are clear precise and measurable Specific recommendations for follow up
action Include

• Funds should seek new approaches to mOnltonng and evaluation They should consider
measures of project Impacts, and consider processes as much as products the latter IS
extremely Important In measunng project sustalnability MOnitoring and evaluation
should emphaSize a process of Internal reflection and learning rather than external
control Communities should partiCipate In design of monltonng programs

• The pnmary capacity bUilding method Will likely be for funds to comm nlcate With each
other share expenences, and collaborate In the development of meaningful and readily
applicable Indicators Establishing networks, or electronic networks to share
information would be valuable There should be honzontal collaboration not only among
funds, but also among beneflclanes, and between funds and external actors

• Grant program deSigns should take Into account geographical priorities selection of
activities of national Importance and representative processes Grant programs should
follow national environmental plans

• Funds should seek to develop a system of Indicators to which many donors could agree
and work With donors for acceptance of standard Indicators rather than different ones
for each project

• MOnitOring and evaluation Information should be accessible, by Implementers as well as
the fund ThiS should Include information about the status of projects and their
achievements
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• Well-Informed boards who participate actively In program design and project selection
criteria are crucial to a successful grant program

• Clustering projects by sectors IS a useful approach for capacity-building With grantees
Implementers of similar projects can participate In symposia 10 cOlldu( t evaluations and
share lessons learned as a group

• Indicators should be reviewed periodically to determine If they remain relevant
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IV Sources and Types of Capaclty-BUlldmg Assistance

Chairperson Juan Pablo RUlZ, Member of the Board, ECOFONDO - Colombia

A Experiences to date

Mana Jose Gonzalez, Executive Director FCG - Guatemala

Results of the questionnaire show that many funds have received training In a variety of
areas, including management, participatory processes, organization of the funds
themselves, strategic planning, legal aspects, tax/financial aspects, board strengthening,
computing databases and project evaluations Many funds have received training on how
to train their Implementers and beneflclanes, and In fund raising and management of
financial resources

This does not mean that all needs have been met but funds have had opportunities How
has thiS training been carned out7 Basically, through short courses, consulting exchange
VISitS and meetings like thiS one ThiS has been carned out In the different funds at
different levels Some training IS for staff some for boards Several funds have had long
term, specifiC c,Jnsultancles benefiting the entire fund

The questIOnnaire did not Include information about training beneflclanes but follow-up
conversations Indicate that some funds have received information to convey to
benefiCiaries We have learned In working sessions that many funds are thinking about thiS
tOpIC, and some have programs to strengthen benefiCiaries In project management for
example ThiS capacity of strengthening benefiCiaries was the fourth most frequently
mentioned perceived need In responses to the questionnaire Basically, the methods used
to date have been courses and workshops

The Guatemala Conservation Trust Fund IS a very new private trust a nonprofit
organization, With a five-member board representative of the trust s five member entities
The fund IS very small It has been Important to us to receive training and technical
assistance on tax and legal aspects In Guatemala there are changes In the tax laws every
season We've had very good results working With legal experts and consultants many
whom we have known for many years We Include the costs of thiS training and technical
assistance In annual operating budgets

ThiS IS also true of training and technical assistance In financial aspects and Investments
The board Includes expertise In Investments, and we are lucky to have good consultants
whom we generally consult on a one-to-one basIs We pay for these consultancles

FCG has no spE'clflC program for strengthening the capacities of benefiCiaries but we have
given some workshops on proposal development compliance With reporting requirements
and other tOPiCS responding to requests from benefiCiaries Our most Important assistance
right now IS the mOnitoring and evaluation program With experts who go Into the field to
accompany project Implementers -- not Just to evaluate but to help We asked the
executors If thiS was helpful and they reacted strongly In the affirmative

Lastly, each year we convene all the project Implementers to share experiences and

problems, and thiS has been useful In a synergistic manner, although It IS not direct training
It has been helpful In developing good relationships as well as a means of sharing
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information and lessons learned

B Potentially useful resources

Rene Ledesma, Executive Director, PRONATURA - DomlnIican Republic

The ability to offer training and technical assistance IS one capacity that environmental
funds must have In order to be credible In country We at PRONATURA think It'S extremely
Important to halle a training program that enables national Institutions to bUild their ability
to compete with other entities that damage environmental resources or promote policies
with the same effect The survey carned out for this conference shows a series of
Institutions that support environmental funds with technical assistance some 24 different
organizations, some of whom have had a major role with the environmental funds that are
here These Include TNC, the inter-American Development Bank the World Bank and
others Of course, some of these organizations don't offer funding but they are sources of
training and assistance there are Important roles for both those who fund training, and
those who actually provide It for different types of activities

The resources that we normally use for technical assistance are known by all of us A brief
list would Include short term workshops, consultants, and local and some international
networks Certification networks are an Important resource that should be promoted and
used Use of the Internet IS basIc and efficient, an economical way to obtain information

The exchange of specific experiences between organizations IS a resource of great
Importance The different funds can get together to learn one from another, as In thiS
meeting ThiS allows us to see the '.:t~eng1.hs and vveal<nf'sses of dlfff'rent lpproaches
Continued regional meetings would be useful We are ourselves a rich source of training
resources We could have a more continuous exchange Evaluation systems are also great
sources of information We all have different systems, which we can share and learn from
for Institutional strengthening

Another Important source IS the training of local NGOs through national funds In order to
be really successful, we need these NGOs also to be successful So NEFs must also train
local NGOs

Pronatura's experience IS a bit different from that of other funds represented here
PRONATURA started In 1990 as a very small organization, growing slowly With support
form international organizations We still are waiting for the big leap ahead, but we already
have the basIs We have been working With local organizations and NGOs and they
promote us as a solid organization that has done service work NGOs and grassroots
organizations are the biggest promoters of additional support for PRONATURA

We worked closely With local organizations from the very beginning -- training In how to
present proposals continuous follow-up through workshops seminars and meetings
Between projects we do systematization of experiences At a regional level NGOs working
In the area share results and show both successes and lessons learned ThiS has helped a
lot It IS difficult, uSing much staff time But up to now the staff has remained
enthusiastic, and we have not had a great deal of turnover

Finally, we want to recommend that technical assistance and training between the funds IS
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really Important We should create some type of Inter-fund body or committee to Identify
mechanisms fOI agencies to know the continuing needs

Assistance available from IPG member Institutions partIcipating In the workshop

Conservation
International

WWF-US

The Nature
Conservancy

• Has assisted with debt swaps and working with governments
to promote autonomous funds

• AdminIstrative/management area projects participative
processes can offer techniques In these process

• At a thematiC level CI IS strong In aspects of ecological
assessment and Impact mOnltorlng, economic projects such as
ecotourlsm projects InvolVing community development and
involVing women, treating Issues of gender, analySIS of
industrial environmental Impacts and best practices for
prevention and mitigation

• Has assisted funds With baSIC legal documents, by laws,
agreements With donors

• Formerlv had R program of institutional dpvelof,ment for NGDs

• Some expertise In Investment pollcles, and may be able to
assist funds on a case-by-case basIs, but will not substitute
for services of professional asset managers

• Has adVised boards of directors
• Has helped to set up 11 funds throughout the world With

endowments worth $150 million WWF has often partnered
With donors such as GEF, USAID, etc to set up funds

• Currently working to establish tax or user-fee-based funds, on
the model of PACT (Belize)

• Technical assistance In administration country by-country
assistance manuals on such tOPiCS as long term financial
planning for protected areas board development Strong
networks of participating organizatlOns, can prOVide contact
Information to promote south-south exchanges

• Policy reform expertise In technical Instruments and poliCies
such as tax policy reform, debt swaps, assistance In

preparation of projects for the GEF (available to current
partners only)

• Project finanCing has co-financed several funds
• Lobbying In Washington processes of GEF, procurement

reform, on bOdrd of IAA new debt swapb by I JS (next phase
EAI)
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UNDP and UNEP

Canadian InternatIOnal
Development Agency

US Agency for
International
Development

• Both UNDP and UNEP have programs that are potentially
beneficial to NEFs

• Have published numerous materials including reports on
various NEF consultations and fora, and background papers on
NEFs

• Most UNDP country officers have sustainable development
officers, who may be able to give advice on integration of
NEFs Into UNDP country programs

• The GI::I= Smail Grants Programme (Belize Boll 'la, Brazil Chile,
Costa Rica, Brazil Guatemala MexIco, Peru) may be able to
co-finance community-based sustainable development projects
supported by funds and to serve as a capacity-bUilding
resource

• National coordinators have considerable experience In design
and management of grant programs Operational collaboration
IS also a possibility

• UNEP does not have country programs, but does have regional
offices, Including the MexIco City office that covers LAC

• Publications, references on environmental Issues research,
methodologies

• Expertise In biodiversity, forestry, climate change International
waters, trans-border Issues, etc Technical and sCIentific
InformatIOn

• UNEP has considerable expertise In the development of
ecological indIcators, I green" asset management and
development of environmental components

• The Biodiversity Convention and other techmcal
documentation available form UNEP can be accessed via
Internet

Canada has supported debt swap initiatives III se" aral countries
These initiatives will continue Assistance varies from country to
country according to national strategies The best approach IS
through local delegations Funding for training IS sometimes
available In Nicaragua, Canada assisted with the design of the
fund and establishment of a Canadian sub account

Operates on a country-by-country and case-by-case basIs Most
extensive techmcal assistance IS linked to USAID projects USAID
supports International organizations such as TNC CI WWF who
In turn provide technical assistance In MexIco, the USAID
MISSion supported the Fondo Mexlcano dunng more than two
years of the design process developing administrative financial
and strategic approaches including financing for institutional
strengthening and particIpation of international and Mexican
orgamzatlons In the process
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Synergos Institute Is Interested In supporting strengthening of NEFs and focuses In

working with development foundations, which have similar
challenges to those faced by NEFs Documentation of experiences
(case studies and analytical papers), assistance In resource
mobilization (Brazil, MexIco Ecuador) regional workshops on
resource mobilization, exchanges between organizations In Latin
America and other countries of the world Works with bilateral
and multilateral organizations to channel funds to sustainable
development In Latin America and developing countries

Assistance available from NEFs participating In the workshop

Fundaclon VIDA Honduras has significant experience that could be replicated In
• fundralslng strategy and design
• promotion of institutional Image
• promotion of strategic alliances with international organizations (particularly In the US

and Europe) for technology transfer, information sharing
• institutional strengthening program for NGOs, Including organizational diagnostics,

training courses, sharing of technical and administrative manuals and ''\fork with boards
of directors

• development of local NGO networks

FUNBIO, Brazil, although young, but has Ideas and some experiences to offer regarding
• makeup of board of directors (entrepreneurs, NGO representatives social and academic

leaders government)
• experimental attitude and approach
• gradual process of team bUilding (staff bUilt slowly, as experience was developed and

needs defined strategically, emphaSIS on team harmony)
• strategic planning process (defining niche In terms of complementing work of other

organizations, being an Incubator of projects, giVing pnorlty to projects involVing multl
sectoral alliances)

• emphaSIS on multi-component projects (research, development, etc)
• experience of reducing more than 1,000 proposals to 10 funded projects Gave a

general Idea of the demand that helped us focus for second call

Council of the Americas (Chile) can assist other NEFs With the following
• design of bids systematic approach SelectIOn process (about 10 percent of proposals

approved)
• project follow-up evolVing from control perspective to learning perspective
• design of thematiC and regIOnal dialogues
• training of NGOs In project design ecological applications use of indicators computer

and Internet training
• Use of a Web page for training and InformatIOn sharing
• Manuals
• Can receive VISitors and Interns

The Yucatan PE'lllnsula Fund (MeXICO) Will share Its expertise In green markets and
participatory planning processes

PROFONANPE (Peru) can share expertise In

• specialization In channeling funds to national protected areas
• Identification of counterparts and negotiation of approaches

37



• support for activities such as master plans operational plans and manuals training of
park management staff

• success In negotiating debt swaps (Germany, Canada, Finland)
• use of different mechamsms (donations, endowments, trust funds direct grants,

techmcal assistance)

FONAM (BrazIl) has expenence with operating a large fund within government agency
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V Looking Ahead

Chairperson Pedro Leltao, Executive Director, FUNBIO, Brazil

A MOVln,'JJ ahead at the national level

Tomas Weise, FONAMA - Bolivia

FONAMA, which was first established m 1990, has a history of rapid growth DUring Its
first four years the fund was dIrectly under the President In 1994 FONAMA was placed
under the MInistry of Environment and Sustainable Development The restructuring resulted
m some confusion about FONAMA s role, as an entIty fundmg not only state projects but
also activities m the private sector FONAMA experienced a profound CriSIS that lasted
some time In 1996 an extensive external evaluation was contracted by the donors

For several years, FONAMA focused on coping with CriSIS rather than admmlsterlng
programs Today, thiS IS changmg We have addressed Important Issues and achieved a
politIcal maturity, and entered a new stage

FONAMA s VISIon hIstOrically has been to focus on being an environmental fund rather
than a more broad sustainable development fund Sustamable development IS Important
but too broad a theme to capture wlthm ~hd contex. of limited funds Hdd we defmed that
as our miSSion, It would have been very easy to lose focus We believe that a tighter
envIronmental focus IS suffiCIently well defmed to give us a chance to show concrete and
demonstrable results over the next four years

WIth regard to steps we Will take gomg forward from here and mstruments to be applied, I
want to refer to one, espeCially We have committed to have a mechanism of Indicators
for self-evaluation by benefiCiaries These WIll be the base by which we can say we were
successful or not a gUide by which we can Improve our own management and results and
share lessons learned With others

As FONAMA has gamed maturity, our need to succeed and show results has come to the
pomt where It IS now more mternal than Induced Our grand challenge IS recovering
credibility after the long period of CriSIS One lesson we have learned and that all funds
here might share, IS that thiS restoration of Image takes an effort tWice as great as
developmg credibility m the first place

The current board has a term In office of five years, 1997-2002 Our commitment m these
five years IS to show progress toward FONAMA's long-term goals and deliver the fund to a
new generation of board members m a much stronger condition than we find It today

B Proposals for action at the sub-regional level

CONCAFA (Central American Council of Environmental Funds)
Hector Sandoval Fundaclon VIDA Honduras

Central Amenca'1 funds have been participatIng In regional consultations of envIronmental
funds SInce 1994, and uSing these fora to develop shared concerns and objectives The
ObjectIves of the second Central Amencan forum, recently conducted In EI Salvador, were
to give follow-up to the recommendations of the first forum, form a general strategy and
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actIon plan for Central Amencan funds, define needs In fields such as adminIstrative,
technical, and financial support, achIeve partIcipation of Central Amencan funds In
channeling funds to the Central Amencan regional fund and Institutionalize CONCAFA

CONCAFA has a strong relationship to the Central Amencan Alliance for Sustainable
Development - a body of the highest level, made up of presidents and ministers of
environment CONCAFA also has ties to CCAD, the Central Amencan regional organization
of national councils for sustainable development, and FOCADES - the regional fund for
sustainable development

The results of the Central Amencan forum Include
• preparation of a concept paper for a GEF medium-size grant to support follow-up

activIties
• presentation of the program of dctlon to CCAD
• establishment of working groups to Identify needs for capacity bUilding,
• creation of the network (CONCAFA) An executive secretanat has been established In

FONAES (EI Salvador) The CouncIl's strategy Includes institutional strengthening of
funds, and of CONCAFA as mechanism, access to technical assistance at the
international level, and formulation of a plan for access to financIal resources

MERCOSUR regional network
Rodrigo Calcagm ConseJo de las Americas, Chile

Representatives of environmental funds from several South American countnes have agreed
to create a network Within the South Amencan sub-region There IS some history to this
proposal at the Latin Amencan Consultation In Cartagena we formed a MERCOSUR group
wrote a project proposal, and made some progress but then It stopped Our conclUSion IS
that pnor to organizing financing, we need to re-create the network, In a group of countnes

The group has Identified four pnonty areas related to training team bUilding, board
development, and InformatIOn exchange There IS a strong emphaSIS on communicatIOn
and exchange We are also Interested In explonng pOSSibilities for JOint projects In
corndors involVing many countnes

As for Implementing the program, \fI'd have used this rrectlng to meet ana ,hare
expenences We have agreed on a first meeting In March 1998 In BraZil to learn from the
BraZIlian expenence Second we Will establish a Web page and e-maIl network through
mailing lists Third we propose an alliance WIth FUNBIO to carry out the project until the
meeting In BraZil The leadership may then be maintained or changed

There are enormous needs to share experiences At the same time we need space for
commUnicatIon We need to look for support but meanwhile to take on the leadership
ourselves

C Proposals for action at the regional level

lorenzo Rosenzweig Director General FMCN MeXICO

The follOWing proposal for action at the regional level from MeXICO to South Amenca was

presented to faCIlitate resources In every sense, tabled In a very general form to summanze
pOSSibilities, and to seek indiViduals who might accept responsibilities for putting follow-up
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actions m motion -- bearing m mmd that nothmg WIll happen unless someone accepts
responsibility

The proposal has fIve elements

1 Establish networks of knowledge exchange These could be electronic
communicatIOns, printed publIcations, mcludmg biblIographies, case studies, and
lIsts of who has what VISitS from one fund to another will also serve this purpose

2 EstablIsh speCIfic programs of mstltutlonal development -- workshops, on
themes such as strategic plannmg, financIal management and Image management

3 Prospect for funds that might be avaIlable to NEFs and make thiS
mformatIon available to the network Research of potentIal sources publication of
directories, sharing mformatlon about pOSSible prospects to approach History of
funding Suggest co-fmancmg schemes ThiS could be done by a consultant

4 Implement Jomt programs of global relevance -- In the Maya forest region
biological cOrridors, reefs, thematiC areas such as climate change NEFs can
Increase effiCiency and Impact by collaboratmg with regional InitIatIves and
combmlng resources

5 Organize a formal network with clear functions and objectives and put a
fundmg proposal In front of donors

Responses to the proposal

Participants agreed that follOWing up on the regional proposal would require formation of an
adVisory commIttee, and In the future, probably SCientific and technical committees After
conSiderable diSCUSSion, a committee was formed, wIth representatives from the
Environmental I-oundatlon of Jamaica, FUNBIO ECOFONDO, and FONAES The commIttee
Will begm work wlthm three months (March 1998) It IS tasked to develop a concrete
proposal of action and fundralsmg concept The plan/concept should encompass a phased
follow-up to the actions suggested In thiS forum The action plan should contain a vanety of
projects to which the NEFs themselves have a commitment and an ability to dedIcate their
own time efforts, and resources

HIghlights of the diScussIon Included

• The full realization of the proposal would Involve a 2 3 year program of work The
proposed actIVities are feaSible and In line With the funds expressed needs but would
probably have to be Implemented on a gradual Incremental basIs

• The funds themselves Will need to contribute the resources (both human and financial)
to carry out the inItial organization Given that several Similar proposals have surfaced
In the past an initial shOWing of work and results Will be necessary for the plan to gam
credIbility and fundablllty

• UNEP has offered ItS services to act as an Intermediary/proponent With donors
particularly m multi-national Jomt efforts (rather than assistance to funds one by one), to
help With the development of Indicators, and the development of environmentally
responsible Investment portfolIos
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• Special care will have to be taken to address commUnIcatIOns difficulties posed by the
language differences In the broader region

• The vanous proposals will require diverse sources of funding to do the different things
Cooperation on JOint projects (Inter country) will attract certain particular donors Other
proposals are more traditional capacity bUilding There IS some POSSibility of GEF co
financing for a 3-year project This would have to support capacity-bUilding to develop
funds' capacity to protect biodiversity and the global environment specifically But a
concept paper would be necessary, and a Secretanat ruling that the concept was
eligible followed by preparation of a project bnef UNDP could help

• This meeting Itself has been an Investment In capacity bUilding, and continuing annual
meetings IS an Important aspect of follow-up activIties

• There are many promising Ideac; In the proposal potentially eligible for ::.upport from the
European UnIon The EU suppons networks of UnlVer&ltles of buslnes} ~s, of local
municipal leaders, and has expenence In the organIzation of networks and selection of
indicators

• The GEF Small Grants Programme also has experience In the formation of networks
and can wcrk with Interested parties to design them for efficient functioning SGP IS
also Interested In the possibility of cO-Implementation of projects In countries and across
countnes
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Annexes

List of Participants (as compiled by UNDP)

Detailed Survey Results (as compiled by UNDP)

Summary of Central Amenca Forum? (It'S on the diSk, In Spanish concafa7 doc)
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