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Inter-Inditutional Management Authority (Acronym in Spanish).
Nationa Association of Tourism Companiesin Galgpagos (Acronym
in Spanigh).
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Galdpagos Nationd Planning Ingtitute (Acronym in Spanish).
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Participatory Management Board (Acronym in Spanish).
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ACTIVITIESREPORT OF THE PROJECT FOR THE
CONSERVATION OF THE GALAPAGOS MARINE RESERVE
(PC-RMG)

REPORTING PERIOD: April 2004 to September 2004

1.0 INTRODUCTION

The Alliance for the conservation of the Gal4pagos Marine Reserve (RMG) * with the
financia support of USAID (Agreement 518-A-00- 03-00152-00) has developed a Project
for the Conservation of the Gagpagos Marine Reserve (PC-RMG). The god of the project
istwofold: to strengthen the efforts of thelocd stakeholders as co-adminigtrators of the

RMG (Gagpagos Marine Reserve) and to maintain close collaboration with the Galdpagos
National Park Service (SPNG), the Participatory Management Board (JMP) and the Inter-
Ingtitutiona Management Authority (AIM) — which include the main participants and
beneficiaries of this project.

Thisreport includes a detailed list of activity outcomes carried out by the Alliance during
the second semester of the first year of the project (April to September 2004). This report
also presents the impacts and advances of the project by the end of thisfirst year. If
necessary, the Alliance can present the Six-Month Technica Reports (in ameatrix formeat)
of each of the project components (governance, zoning, fishing, ad tourism). Each of
these matrixes has details of the sub-activities of each component and information on their
progress. Findly, the last section of this report includes comments and lessons learned
during the project’ sfird year.

2.0 DESCRIPTION OF ACTIVITIES

This section highlights, outcome by outcome, the details of the main activities that were
implemented and their progress throughout the second semester of year one (April 2004 to
September 2004).

Outcome N. 1: Effective functioning of the governance system as an integrated system:
JMP-SPNG-AIM; where most of the decisions made are based on consensus, digned with
the principles of good governance and framed within conservation policies, management
plans and agreements.

! The Alliance is composed of : the World Wildlife Fund (WWF), Fundacién Natura (FN), Charles Darwin
Foundation (FCD), Conservation International (Cl), Fundacién Futuro Latinoamericano (FFLA), The Nature
Conservancy (TNC), TRAFFIC South America (TRAFFIC Sur América), Universidad San Francisco de
Quito (USFQ) and WildAid (WA).
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The participatory management system has been very active from April to September 2004.
During this period, we held three regular meetings of the IMP (04/15, 05/04, and 07/27-28),
and five AIM meetings. one regular meeting (05/07) and four extraordinary meetings

(05/28, 06/03, 06/11, and 08/03).

Efforts related to the governance component have focused on the local and domestic levels.

Localy, work has focused on providing technica assistance to the IMP and other
indtitutions of the governance system, such as. PNG (through its Director and Marine
Resources Unit Head), ASOGAL, and other indtitutions that belong to the Alliance.

Regarding the IMP, we provided ass stance on 26 occasions, through business meetings or

document drafting. Each time, we discussed issues such as.

) the andlysis, planning, and definition of agendas and meetings of the IMP and
AlM;

i) the review of potential conflicts within the system’ s framework;

i) the design of afollow-up and anaysis plan of possible aternatives” for the fishing

sector as part of the IMP,

V) the logging in of information on the follow-up forms of IMP indicators;

V) proposas to continue with the work of the IMP whenever a member refusesto
participate;

Vi) the finding of financia resources for the operation of the participatory system;
vii)  criteria for the evauation of the IMP coordinator;

viii)  the strategy to be used to open the lobster fishing season in 2004; and

iX) fecilitation of meetings.

Regarding other ingtitutions such as SPNG, URM, ASOGAL, and other organizations that

belong to the Alliance, we have provided assistance on 21 occasons, ether by organizing

mestings or by drafting documents on topics such as.

) finding financid resources for IMP s operations,

i) andysis of possble scenarios regarding the congtitutiona demand againgt AIM;

i) preparation of meetings of AIM (see Annex 4);

iv) evauation of IMP s coordinator;

V) analysis of diverse scenarios to be able to decide on issues related to the lobster
fishing season 2004,

Vi) trestment given to the topic of “dternatives’ at the IMP,

vii)  evauation of participatory studies of sea cucumber and lobgter fisheries from 2001
to 2003,

viil)  subsequent andysis of IMP and AIM meetings,

iX) defense of the participation of the FCD in the IMP,; and

X) creation of indicators to evauate educationd materid.

2 The term “alternatives’ used in this document refers to economic options for fishermen willing to change
their main economic activity.
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At the nationd leve, work has focused on: i) guaranteeing that decisonsrelated to RMG
management be made by complying with the established procedures of the participatory
system; and, ii) supply of information and guidance on the decision-making process
provided to authorities present in the AIM.

To address thefirgt issue (item i above), we have organized two mestings with the
Environmenta Minigter, the Alliance, and CEDENMA (see Annex 4). The first one took
place before the AIM meeting of June 11 2004 and its am was promote decisonmeking
that complies with the participatory system; and at the second meeting we expressed the
Alliance s concerns on the mechanisms used by the Minister to make decisonsin the AIM.
This concern was related to the fact that meetings were being organized outsde the normd
system of participatory management. Additionaly, we promoted a public hearing at the
Condtitutiond Tribuna (TC) to urge the TC to defend the participatory management
system. During this hearing, Fundacion Natura participated actively giventhat itisa
national organization and part of the Alliance.

Regarding the provision of information and guidance to AIM authorities, we have
distributed four documents to authorities of mainland Ecuador and Galdpagos.
) the results of the sea.cucumber population report, written by FCD;
i) the analysis of the Congtitutional Apped and the apped to the TC, written by FN;
i) ligt of issues on which the TC ruled in favor of the Specid Law of Gadpagos
(LEG); and,
iv) list of complaints and cautions againg the First Judge of the Court of Civil Affars
of Gadpagos (see Annex 5).

Additiondly, we drafted and distributed among the decision-makers two documents on: i)
mismanagement in the AIM by the President of the AIM; and, ii) diverse scenariosas a
result of the opening of the lobster fishing season in 2004 (see Annex 5).

On Governance and Communication, we focused during this period on the training of the
main decison-makers, mass media, and other main stakeholders, in the functioning of the
participatory management system for the RMG.  Through training, using the educationa
materid developed by SPNG/FCD on the participatory management system, we have
provided palitica, biological, oceanographic and operationd information to 99 staff
members of indtitutions, which participate in the decision-making processin Gadpagos,
including the main directors. The principd beneficiaries are: the Minigtry of Environment,
the Minigtry of Tourism, the Environment and Hedth Commission of the Nationd
Congress, SPNG, DIGMER, the Subsecretariat of Fishing Resources, the Manglares-
Churute Ecologica Reserve and nationd and internationa media. All of thiswork was
made possible through diverse actions in Quito, Guayaquil, and Galgpagos. Among the
highlights of thiswork are:
= Thededgn of the Training Plan with the collaboration of the coordinators of the
JMP and SPNG.
= Organization of eight talks, with the educationa materid, in Quito to ingitutions
that work with Galgpagos and the media.
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= Organization of nine talksin Guayaquil directed to organizations related to
Gd4pagos and the media

= In Gagpagos, training sessons took place on three idands with 940 participants and
they were amed a from public and private indtitutions, high schools and interested

groups.

The Alliance has been active in its work to widen and strengthen the resilience of the

governance sysem. Therefore, it has publicly asserted its position in the defense of the

participatory system and it has promoted initiatives that defend the systlem with the help of

other groups and interested partiesin Galgpagos. During this semedter, the Alliance has

presented its position on five occasions:

i)  theopening of the sea cucumber fishing;

i)  the Condtitutional Apped presented by the fishing sector;

i)  the management of meetings by the AIM;

iv) the Galdpagos judge s ruling on the Congtitutiona apped presented by Mr. Rogelio
Guaycha; and

v) thethreat to remove the director of the SPNG (see Annexes 1 and 2).

Regarding joint initiatives with other participants and groups, the Alliance promoted four

events

i)  the meeting with the Environment and Headlth Commission of the Nationd Congress
and CEDENMA to organize a press conference and to visit the TC (Theam wasto
urge the TC to comply with the Specid Law of Gadpagos when deciding on the
Condtitutional Apped presented by the President of the fishing sector of Galgpagos);

i)  the meeting of the Environment and Health Commission of the Nationad Congress and
the United Nations Development Program (UNDP) to anadyze Gal gpagos problems
and to reach a consensus on joint actions to be undertaken;

i) the meeting requested by ASOGALL to coordinate the discusson of dternatives for the
fishing sector; and

iv) thejoint press conference of ASOGAL and FN to express concern about the
ingtability of the position of the SPNG Director.

Additionaly, we must indicate that ASOGAL and the Alliance, through FN, participated in
amesting of the Plenary Session of the Nationa Congress to express these same concerns,
aswdl| as to make the offer from the Alliance to produce a Procedures proposal for the
election of the Director of the SPNG, to be presented to the Minister of the Environment.
These interventions promoted a National Congress resol ution that urged the President to
amend his palicies regarding the management of the Galdpagos |dands (see Annexes 2, 4,
and 5).

Additiondly, the Alliance is making efforts to confront efficiently the diverse conflicts thet
occur in Galdpagos.
=  Medtings are frequently held to discuss ways of strengthening the needs of the
participatory management system. We have met six times (05/05, 05/27, 06/02,
07/09, 08/09, and 08/2).
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We have defined communication processes within the Alliance (we identified key
participants of each member indtitution to improve communication within the
Alliance).

We have made progress on the organization of the workshop “Principles and
Interna Regulations of the Alliance’.

Outcome N. 2: All mgor sakeholder groups participating effectively in decison-making,

where “effectivaly” is defined as having fulfilled their interna procedures for representative

dection, consultation and feedback and al major stakeholder groups having increased

participation in management and monitoring programs.

Efforts on this issue have focused on formaizing representation of the different sectorsto
the IMP and on improving participation and communication among sectors. To attain these
gods, we have undertaken the following activities:

Support to naturalist guides and fishing sectors to define their processes for
representation and participation in the IMP. FFLA has reviewed the regulations
proposa from the naturalist guides and is working with the sector to define some
aspects which could be more specific with the am to insure adequate functioning of
the interna regulations. These sectors are working towards afina verson of the
Regulations, agreed upon by dl members. We have agreed to organize a workshop
with the directors of the Associations. (We have drafted a methodological proposd
for workshop management. We plan to hold the workshop by the beginning of
October). Once we have afind verdgon of the regulationsit will be registered in the
JMP. We must point out that no sector has yet registered its regulations for
participation and representation in the IMP.

Advise to the fishing sector to define a proposal for abasic profile of the facilitator
to be hired for this sector. The profile should be based on a draft document with
terms of reference written by COPROPAG. COPESAN and COPROPAG have
agreed to the proposa, but the other two cooperatives have not approved it yet.
Drafting of diagnosis and communication plans of the Cooperatives COPROPAG,
Horizontes de Isabela, SPNG®, and FCD. The plans for cooperatives COPROPAG
and Horizontes de I sabela, have already been approved and we are currently
implementing them.

Encouragement to get interna communication protocols and mechanisms approved
of for FCD, SPNG, and the Fishing Cooperatives COPROPAG and Horizontes de
Isabela. We have not made great progress with the fishing cooperatives of San
Cristobd dueto their internd conflicts. However, with the help of WA, we have
helped COPESAN by donating a computer and we will aso donate a computer and
a copying machine to COPESPROMAR. We must point out that this equipment will
help to improve communications and aso adminigration of the fish processing
centers.

3 Regarding SPNG only the diagnosis has been undertaken.
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A laptop, aprinter, and a projector have been donated to the IMP coordination
office (WA).

Design and vdidation of atraining plan for legd operatorsin the IMP. IMP
participants have approved this plan and it will be gpplied by the beginning of
December.

Activity 2.2 that centered on the training of IMP' s sectors on conflict management and
negotiations was changed and now focuses on actions that strive to build consensusin the
fishing sector on dternative income sources for the sector (“Alternatives’) and to explore
feasblefinandd dternatives in the commercidization of white fish. This change was
proposed as an urgent reaction to the sector’ s demands. The Alliance has played arolein
the commission for dternatives, in coordination with the IMP. The following activities
have been carried out:

Drafting of amethodologica proposd to address the topic of dternatives, but
respecting the progress made on each idand. To work on this methodology we held
two meetings (onein Galdpagos, 07/17, and one in Quito, 08/3-4) with
representatives of the fishing sector and the IMP facilitator. This proposa has been
digributed by the IMP to the presidents of the four fishing cooperatives.
Organization of aworkshop (Santa Cruz 08/9-11) and work meetings (San Cristoba
08/9 and Isabela 08/10) to address the financid dternatives for the sector within the
same activity. We hope to be able to organize workshops on San Cristoba and
Isabela, in order to convene ajoint workshop with the four cooperatives and obtain
aproposa agreed on by them dl.

We hired a consulting company to evauate the equipment needs of the fish
processing center of the COPESPROMAR cooperative. WA and USFQ will finance
this equipmen.

As part of the support to the sectors, the governance component undertook the following
activities

Organization of the Workshop “Conservation in the AIM” to identify criteria, roles,
and procedures for participation of CEDENMA in the AIM and other instances. As
aresult of the workshop, we wrote a draft document “ Strategy for the participation
of CEDENMA inthe AIM”.
Technica assstance provided to CEDENMA to strengthen its position within the
AIM. We organized discussions on specific topics and delivered technica
supporting documents. Three meetings were held with CEDENMA (04/21, 04/30,
and 06/29) to unify the criteria of the conservation sector on the following topics:
i) the participatory management system;
i) the opening, or otherwise, of the sea cucumber fishing in 2004 and restrictions,
and
iii) the andlyss of the Fishing Regulations. We have aso organized meetings with
technica personnd of the FCD and the CEDENMA representative to share
technicd information on Galdpagos fisheries.
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= Legd consulting services provided to CEDENMA, with the collaboration of a
lawyer from FN to attend an AIM meeting to discuss topics related to the lega
framework of Galgpagos. In the same legd field, we created an application for
CEDENMA to become the third interested party for the Congtitutional Apped
againgt Resolution 002-2004 of the AIM (see Annex 5).

On the issue of sector participation in the gpplication of management and monitoring
messures, the fisheries component undertook the following activities:
= Hiring of lawyersin Guayaguil to andyze the legd Stuation of the park rangers and
legal powers currently held by SPNG.
= Agreement between the SPNG and the Environmenta Police of Ecuador to
designate the task of “Hotling” operation to this police force, in matters related to
wildlife. Currently, we are working on a protocol of operations with the SPNG and
the Environmenta Police; and we are defining an advertiang campaign. We hope
that this operation will start in December 2004. (There are difficultiesin obtaining a
phone line).
= Successful vist of fishermen from the Union of Cooperatives of Bgja Cdifornia
(Unién de Cooperativas de Bgja Cdlifornia) to Quito and to Galgpagos where they
held work meetings, talks and training sessons for representatives of different user
groups of the RMG*.

Outcome N. 3: By 2006, tourism sector effectivaly lobbies for conservation, adopts best
practices that reduce its direct impacts. Some fishermen successtully shift thair main
economic activity to tourism.

The activities of the tourism component, focused on urging the tourist sector to promote

consarvation, have progressed significantly. One of the results that we can highlight isthe

workshop organized to define the Vison of the Tourist Sector. At the workshop the sector

identified S initiatives to sStrengthen the sector's voice and to create specific links among

the tourist and fishing sectors. Theseinitiatives include:

i) toredigtribute SPNG’ s income to target specific educationa needsin Galgpagos,

i) to establish abasdline of human resources in tourism,

i) to demand a presidentia decreeto forbid the export of shark fins

iv) to create a Galdpagos citizen group that will make sure that regulations are complied
with;

V) to create direct economic links between the tourism and the fishing sectors, and

vi) to establish regulations and criteriato classfy tourism and hotel services. During the
workshop we aso defined ajoint vison of the tourist sector and its action plan. We
expect to use this plan as a“route map” for activities during the second year thanks to
its wide acceptance and the participatory way it was conducted (see Annex 5).

4 | nformation on the visit of the fishermen from Baja Californiawas locally, nationally and internationally
distributed, through a news bulletin published by the media (see Annex 2).
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To attain the same god, that isfor the tourism sector to support conservation, the

component will carry out additiond activities, among which we can mention:

i) the creation of an educational brochure on sharks (WA);

i) thedesgn of aweb Ste where tourigts can directly donate money, which can be used
for the Year of the Shark campaign or to support the SPNG (100% of the funds will be
used to protect the RMG, WA will manage the funds without charging for this service);
and

i) support of the CAPTURGAL campaign to educate the community on the importance of
tourism for the locd economy (October 2004).

The tourism component has aso focused on the strengthening of communication in the
tourism sector. To do this, WA hired a consulting firm (MARKOP) to sart investigating
communication flows in the tourism sector. We have aso collaborated closely with a
consultant and with the editor (AGIPA member) to redesign “La Garta’ (AGIPA’s
information bulletin) to make it salf-sufficient and for it to serve as a communication tool
for the tourism sector.

With the am of ensuring that better practices be adopted by the tourist sector and therefore
decrease its impact, the component has undertaken thefollowing activities:
=  Compilation of materid on regulations and standards of tourist operationsin the
RMG. We have reviewed this materid and are currently writing a draft document
basad on the review.
= Creation of awork group, with some representatives of the tourism sector that
participated in the Workshop, to define the Vision of the Tourist Sector and to
implement the action plan generated at the same workshop. We expect this group to
form abase for the technica inter-indtitutiona group that will supervise the work to
improve tourism practices. This group has dready held its first meetings to
implement the priority items of the action plan and is receiving technica help from
the Ecotourism Director of the TNC.
= Presentation of aproposal to the United Nations Foundation (UNF) to request
partid financing to promote pilot projects of good practicesin the tourist sector.
Thisfinandng would be used to help run the technica work group.

One of our godsisfor fishermen to transfer to the tourism sector. In order to attain this,
the tourism component has carried out the following activities:
= A processto identify those fishermen who might be interested in developing
business plans to change their occupation. Currently, six people are interested and
arein the last stage of business plan development. A TNC consultant is helping
them.
= Design and implementation of courses on priority topics (e.g. computer use,
touriam) for fishermen who wish to change their occupation. These courses took
placein Santa Cruz and San Crigtobd.
= Desgn of sudy plansfor fishermen, for afour-year diplomain tourism. However,
interest in this diploma has varied, so funds were transferred to other courses on
priority topics.
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Due to requests received from the fishing sector and to the urgent need to solve the issue of

economic adterndives, we have adso created initiatives to find links between the fishing and

tourism sectors. We can mention the following:

i) theinitiative of ASOGAL and COPESPROMAR to sl white fish with the support of
USFQ, WA, and FN (see Annex 5);

i) theinitiative to provide equipment and technica help to the group “Pescado Azul” of
| sabela, to process and sell smoked fish and pété to the tourism sector with support from
WA; and

i) the initiative with fishermen’ swives from San Cristoba to creste dternative income
sources, with support from WA. To work on these initiatives, the following activities
were carried out by the tourism component:

= Planning meeting with FN, WA, and USFQ to identify the activities and
invesments required for the sale of white fish to ASOGAL. During this mesting,
which took place in September 2004, we agreed that USFQ and WA would provide
equipment to COPESPROMAR,; would provide technica help to manage the
cooperative; and, would hire afish-processing expert to train the cooperative's
personnel. Additional meetings will be organized with COPESPROMAR and
ASOGAL to insuretheir participation in the initiative.

= Tosupport the initiative of “Pescado Azul” from Isabela, we have organized work
mestings to evauate the training needs of the women, in particular in marketing.
We have dso investigated costs of purchasing an appropriate oven to process fish,
with the help of atechnicd consultant.

= WA has bought the boat “Don Abraham” to support a group of fishermen’swivesin
San Cristobal. We have contacted the women' s organization OMCA that has
committed itsdf, with support from the Municipaity, WA, FCD, and USFQ to
transform the boat into a boutique-restaurant.

Outcome N. 4: A governance system supported by more effective law enforcement at sea
and in the trade channds, including patrols, arrests and the judicia process.

The efforts of this component whose god is to promote an effective compliance with the
law, have focused on three aress.
i) toimprove the capacities of the SPNG and of other ingtitutions to gpply regulations,
i) for the civil society to monitor the effective compliance with the law and to report
breaches related to the RMG; and
ii) to strengthen the capacity of Ecuador’ s government to control the sdle of RMG
products and to implement relevant internationa agreements, including CITES.

Regarding the firgt of the areas above, we have carried out activities such as.
= Hiring of an expert to advice on patrolling tasks. Training will be provided for park
rangers on patrolling and compliance with the Law. The course will be carried out
in February 2005.
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= Drafting of plans and initiation of negotiations with the municipdities of San
Cristoba and Isabela to define the places where the two control and patrolling units
will be built (UCV).

= Deveopment, in collaboration with the SPNG, of the plan for control and
patralling.

= Emergency help provided to the SPNG to finance the motor of the boat “Araucaria’
and to buy spare parts for the boat “ Sirenian.” Both boats are required for patrolling.

With reference to monitoring gpplication of the law by civil society, we have hired a
consulting company (ECOLEX) to design a System to Monitor Lega Processes (Judicid
and Adminidgrative), to monitor breaches that affect the RMG. (The system will initidly
focus on breach of law relating to tourism and fisheries). This company will dso design
the methodology to update information on lega processes and mechanisms for public
digtribution. By means of a selection process, FN has identified and signed an agreement
with alocd organization (Fundacidn Patrimonio) to participate in the follow-up to the lega
processes. This agreement includes support to the loca organization with equipment (a
computer) to insure the functioning of the follow-up system.

We have undertaken the following activities to strengthen the government’ s capacity to
control commerce from the RMG and to comply with CITES:
= Sdection and hiring of a consultant to undertake a study to describe the micro-
politics of associations, their evolution, their dynamics and interactions with other
sectors, including tourism and middlemen, as well as political parties, conservation
organizations, and government ingtitutions. The study will dso andyze the way
current problems are perceived and the chalenges of fishing activities and their
future.
= Hiring of consultants to undertake these sudies:
1) anayss of the present cgpacity of authorities to implement control and
regulations of commerce (identification of wesknesses, strengths, and solutions)
i) anayss of the trade of two Galdpagos species and the role of Peruvian ports;
and
iii) main festures of the sea cucumber and shark fin trade in mainland Ecuador. We
have delayed the start of these projects, due to the problems that occurred with
sea cucumber fishing.
= Hiring and initiation of work of a consultant to improve deta regigtration on
commerce and to recommend specific NANDINA export codes.
= Writing and extendve distribution in Galdpagos and in continental Ecuador of the
summary of application implications of Appendix I11 and its features (see Annex 6).
We have aso made progressin the drafting of an Implementation Guide for
Appendix I1.
= Writing and digtribution of training materid on CITES. We have dso successfully
developed six training courses on CITES (Santa Cruz, San Cristoba, 1sabela, Quito,
Guayaquil, and Manta).
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Outcome N. 5: A flow of information, that is scientificaly sound, more participatory in its
generation and use, and is a central consideration for management decisons.

The efforts of the communication and governance components have focused on the
efficent and timely digtribution of IMP and AIM decisons, and on insuring the availability
of scientific and technica information to guarantee that decisions are made with sufficient
informetion.

On the digtribution of IMP and AIM decisions, our communication strategy isthe creation
of an dectronic newdetter. It isdigributed locdly, nationdly, and internationally and
reaches awide variety of sectors interested in the marine reserve (fishing, tourism, guides,
scientific and educationa sectors, and the SPNG, local and national mass media, AIM
Minidtries, and environmenta organizations). From May to September 2004, we have sent
14 eectronic newdetters addressing these topics: AIM resolutions, IMP agreements, AIM
and IMP announcements of meetings and events, sea cucumber and |lobster fishing

progress, the opening of fishing and other management system issues. The last eectronic
newdetter sent on October 14, reached 257 email addresses, with about five or six bounce
back messages. We achieved this thanks to a purification process (at the beginning we used
to send the newdetter to 317 internet accounts but had 70 bounce back). We must highlight
that currently JIM P has a communications expert, who was sdected in collaboration with
the IMP Coordinator. We have dso developed the policy of digtributing information on the
participatory management system and the implementation Strategy and operations plan.

(We are reviewing these documents).

To be ale to guarantee that scientific and technica information is available to make the
required decisons, we have implemented the following activities:
= Continuous updating of a database where we store the digital and actud formats
(paper files) of dl acts, agreements, resolutions, information newdetters, work
plans, and memorandums generated at IMP and AIM meetings.
= Work mestings (atotd of 7) with the SPNG and the Head of the URM. These
meetings have addressed issues such as.

i) thefishing Situation, population, and management of the sea cucumber;

i) technica measures to manage the sea cucumber in 2004;

i) implementation of the didtribution plan to the local and nationad community on
the Situation of the sea cucumber; and

iv) feashility of changing technica measures established by the AIM by means of
its resolution 002-2004 to manage the sea cucumber resources (changes such as.
include monitoring of the salted sea cucumber, opening of fishing around
Fernandina and of the Bolivar Channd zone).

= Work Meeting with technical consultants of the Ministry of Environment (08/03) on
the management measures for sea cucumber fishing.

= Creation of Power Point presentations (atotal of 7) directed to decision-makers of
the IMP and the AIM, technica personne of the SPNG, local users (fishing and
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tourist sectors), loca and national journdigts, and environmenta organizations
(CEDENMA). The following topics were included in the presentations:

i)  population, fishing, and management of the dipper lobgter in 2001-2003;

if)  biology, ecosystems, populations, fishing management and internétionel
market of the sea cucumber (I sostichopus fuscus);

iii) 2004 population and catch per unit of effort (CPUE) andysis for the period
from 1999 to 2004 of the sea cucumber;

iv) technicd justifications for management® of sea.cucumber fishing in 2004;

V)  changesin sze between the fresh and dried sea cucumber;

vi) results of fishing monitoring of both species of spiny lobster during 2003; and

vii) biologica and demographic information of both species of spiny lobster and
their management..

» Cregtion of 9x technica summaries for the IMP on:

i) recommendations for the management of the dipper lobster in Galdpagosin
2004;

if) anayssof the population density and Size structure of the 1sostichopus fuscus,
pre-fishing period for 2004

iif) technica recommendations for the sustainable management of the sea cucumber
for 2004;

iv) technica motives for the management measures of sea cucumber fishing® for
2004,

V) evduation of spiny lobgter fishing in 2003; and

vi) participatory monitoring of the red lobster for 2004.

= Creation of Sx executive reports on the populations, fishing management and
biology of the principd fisheries of Galgpagos: the sea cucumber, the spiny |obster,
and the dipper lobster. These documents were distributed to AIM, CEDENMA and
the media (see Annex 5).

Creation of an executive summary on the evauation of the Gal gpagos Marine Reserve and
ecologicd monitoring. This document was presented to the zoning commission of the IMP
(see Annex 5).

The communications component has dso strived to digribute technicd information to the
generd public. To achievethis, it has undertaken the following activities:

® The technical management measures for sea cucumber fishing in 2004 issued by the AIM in its Resolution
002-2004 were: i) closing down of fishing at Fernandinaisland and the Bolivar Channel; and, ii) monitoring
of the seacucumber when it isfresh.

®dem 3.
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= We have organized an information and awareness campaign about the sea cucumber
resource at the locd level. The campaign includes 2 TV spots and 4 radio spots that
address the topics: i) fishing requirements; ii) Szes; iii) diving security; and, iv)
ship-owner requirements.

=  Weareinthe process of planning the production of a campaign to provide grester
understanding about the lobster resource at aloca leve placing emphasis on the
size, that egg-bearing females should not be captured, and that tourism boats should
not capture lobsters. Our plans include the production of 3 TV and radio spots and
graphic materid.

Findly, we must highlight that a high percentage of the information from the executive
reports on sea cucumber fishing was published by the media. We have records that indicate
that five articles were published by locd and national newspapers (see Annex 7); areport,
three spotsand 4 locd TV interviews, five local radio interviews and three local radio

gpots. Theinformation on the size of the fresh and processed sea cucumber was used by
two main Ecuadorian newspapers (“El Universo” and “El Comercio”) to question the
decison of the AIM through Resolution 005-2004 (see Annex 7). This established that
salted sea cucumbers be monitored at 7 cms. instead of 9 cms., as recommended in the

study.

Outcome N. 6: Sugtainable management measures approved and implemented in each
maor fishery.

The activities of the fisheries component have focused on having the sea cucumber and
|obster fisheries managed by agreement using the monitoring results.

In the case of the sea cucumber, we have made efforts to achieve participatory monitoring.
During this period, we achieved consensus at JMP regarding the location of monitoring
points and smple methodologies. The data collected was andlyzed with help from the
fishing sector and the pre-fishing report was digtributed among users and then discussed a
JMP and AIM mestings.

Throughout the process, we have promoted the participation of local observers so that they
collaborate in gathering information regarding the sea cucumber, travel on the fishing boats
and are present on the docks of the three idands during unloading. We have trained nine
locd Gapagos GAIAS students who are ready to start work as observers and data
collectors. So far, eight of those students have gone on fishing trips.

We have to state that the pre-fishing monitoring results were widely disseminated among

the IMP and AIM decision makers. These results showed the precarious state of the
resource, a Stuation that was acknowledged by many of the users present at the IMP.
Neverthdess, they supported the position of opening sea cucumber fishing despite the
technical arguments againgt it expressed by both the SPNG and FCD. As consensus was
not reached at the JIMP, the topic was then addressed at the AIM. After a conflictive process
involving several meetings that continued for more than three months, it was decided to

Award 518-A-00-03-00152-00
Biodiversity Program in the Galapagos, Ecuador



open fishing with aquota of four million individuas and include some management
messures.

During the fishing season, and in collaboration with the SPNG, we have distributed
continuous information regarding the advances of the fishing. Thisinformation includes
extracted quantity of the resource, quantities confiscated and accidents reported. The
dissemination process has included several media such as IMP and AIM bulletins; radio
and locd tdevidon; aswell asinformative bulletin boardsin fishing associations and port
authorities in Santa Cruz, San Cristébal and Isabela.

In the case of the spiny lobgter, the pre-fishing monitoring process began through the
establishment of written agreements with each of the fishing cooperatives. We have
organized the annud fishing information into a database; and the team for the monitoring
processis ready. We have not managed to obtain the participation of students from GAIAS
for the monitoring of lobgter fishing asthey are il participating in sea.cucumber
observations.

In order to keep the decision makers at IMP informed, we made severd presentations
regarding the condition of the resource based on information from previous periods. The
following documents were presented: Fina |obster fishing report for the 2003 season; Fina
report on the study of mark and recapture of lobster; and, the Methodology for undertaking
participatory monitoring of lobster for 2004.

It must be mentioned that neither the IMP nor the AIM met to discuss the opening of the
lobster fishing season. The SPNG decided on the opening based on the five year fishing
caendar. This caendar was approved by the AIM on February 25, 2002 and authorizes
lobster fishing every year (2002-2006) from September to December controlled by specific
management measures. In collaboration with the SPNG, these measures are currently being
disseminated through locd radio and televison ations.

Outcome N. 7: By 2006, successful implementation of the approved provisona zoning
scheme, with a complete dimination of zoning disputes and a 50% decrease in zoning
infractions.

The activities programmed in this component look for nine specific results. Below we detall
the activities performed under each result.

With regards to the participatory process to complete the provisond zoning, the Alliance
promoted the creation of a Zoning Commission. The first meeting of the Commission took
place on July 15th and 16th. At the meeting there were representatives from the tourist
sector, the SPNG, FCD and the President of the fishing cooperative Horizontes de |sabea.
The meeting was poditive asit made it possible to establish the mandate of the Commission
and its operation (see Annex 5). Such topics as recregtiond fishing (TNC), micro zoning
(CI), demarcation of the zoning (WWF) and the monitoring and eva uation program (FCD,
WWEF, FN, CI y FFLA) will be discussed at the Zoning Commission. Thiswork proposal
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was approved by the IMP during its July 27-28 2004 meeting. We must note that dueto a
lack of follow up of the Commission through mesetings of the SPNG Director, aswell as
delaysin completing the schedule, it was not possible to achieve the expected advances
despite the goodwill of the Chief of the URM. Nevertheless, we have moved forward with
the process of defining the sport fishing spots. The process to select a consultant to develop
aproposal to determine the recreationd fishing spotsisin its last phase.

With regards to demarcation, Sign posting and cost- effective mapping of the provisond
zoning, we have made progress with INOCAR in establishing an activities caendar for the
physica demarcation process and in details for theinitia reconnaissancetrip. INOCAR
has als0 presented the first options for the congtruction of markers, which will be evaluated
(regarding costs and necessary characterigtics) with the information compiled during the
reconnaissance trip. The FCD has made advances in developing the first SIG representation
of the coastd zone based on the origind ZPC proposa.

We have not made advances regarding an increase in awareness and public acceptance
levels of the zoning plan as the demarcation process has not began.

In relaion to the definition and implementation of micro zoning in zones 2.4 adjoining the
ports, we succeeded in having the zoning commission of the IMP and the Alliance establish
awork schedule and the methodology for the micro zoning process (May 2004) and
repeated with few changes in July 2004. The process began as a pilot case in Santa Cruz.
Once the process is concluded on that idand, we will continuein San Cristéba and Isabela
In Santa Cruz we have made inroads in the devel opment of amap corresponding to zone
2.4 that shows different sub-zones and their users (this map was done in Arc View). We
have dso reviewed the legdl and socio-economic literature relevant to micro zoning. The
information will be useful in developing a preiminary proposa, which will be discussed by
users during aworkshop. We expect to have a definite proposa to be presented to the IMP
in December of 2004. At the moment we are andyzing the types of markersto be used in
micro zoning, as there are questions regarding the impact of floating buoys.

Regarding the approva of aprotocol to evauate and adopt the ZPC scheme and to develop
the capabilities to undertake the ecologica monitoring and andlysis, the advances can be
summarized asfollows
= FCD has compiled historic data about the marine ecosystem (the content of this
information will be the object of discusson so that it can meet the design and needs
of the SPNG data base).
=  TNC has developed a preliminary document where it proposes the quadlity of
information needed to eval uate the zoning and the expected outcomes.
= FCD has prepared a preliminary proposal of zoning indicators based on the
objectives of the RMG Management Plan and on literature regarding marine
reserves. The conceptua document is ready o that it can be discussed at the zoning
commission of the IMP.
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In addition, we have dso made advances in the development of capabilitiesto perform
monitoring activities by supplying SPNG with new computers, identifying a deta base
system and the supplier company in order to guarantee that the public have access to the
information. Training materia has been prepared regarding ecosystem sampling for the
user groups of the RMG who will participate in the monitoring activities.

Regarding the development of a data base with the results of two yearsincluding biologica
and ecological indicators and the preparation of areport for publishing, the advances
include the definition of the biological and ecologica indicators to register changesin the
sub- zones of the RMG and the criteria to sdlect evauation sites of the provisona zoning.
These criteria have served to define a proposa for optimum sites that will be presented to
the IMP zoning commission.

With respect to the incluson of socio-economic indicators in the database to evaduate the
impact of zoning, the WWF has identified the socio-economic indicators for the monitoring
plan that will be used for this evauation.

Regarding the recommendations agreed upon within the conservation sector and the
changes in the zoning scheme through technicd judtifications, the activities are delayed
until the monitoring process begins.

In the matter of the definition of feasible economic agreements to insure that valuable areas
from the conservation point of view become No Take Areas (NTA), Cl hasabio-
geographic study of rare marine species available and a proposa to prioritize the species
targeted for consarvation and indicators. Additionaly, and with support from the Marine
Department of FCD, ClI is continuing with the economic vauation of the zones harboring
priority species. We have compiled information regarding Wolf and Darwin idands and
Elizabeth Bay, Stesidentified as NTA pre-candidates. The preliminary results of the
feasbility sudy of an dternative to improve the conservation of NTA suggest thet the
opportunity costs of acquiring Wolf and Darwin idandsiis less than US$40.000,00 per year
and with adownward trend due to the decrease of the resource base and to an increase in
the cogt of fishing activities. The high opportunity cogsfor Elizabeth Bay make it
impossible to acquire the area due to the high profits that the area provides to the
fishermen.

Outcome N. 8: Identification of economicaly viable mechaniams to achieve long-term
reductions in fishing effort and/or fleet capacity, pilot schemes initiated and fund-raisng
under way for full-scale projects.

The process to identify viable mechanisms to reduce the fishing effort, to achieve changes
in the activity or to improve fishing practices has advanced regarding the identification of
the beneficiaries, among them: the fishing sector itsdlf due to the potential decreasein
competition and therefore reduced pressure on the fishing resources; the tourism sector due
to the improved qudlity of its product; the SPNG as they will have to ded with fewer
infractions; and, finaly, the conservationists who will benefit from intact ecosystems.
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We have a'so made progress in the compilation of legal and socio-economic informeation of
the areas identified in order to evauate the feasibility of CIAs. We conducted a survey
among more than 200 members of the fishing sector in order to identify the rlevant
economic, socid and environmental aspects for fishing aternatives. An internationdl
consultant and key personnel at Cl in Washington are finishing areport based on the results
of the survey. Thisreport will serve as abasisto conduct aworkshop with members from
the fishing sector (11/11-12). The andysis of the data has been concluded and the
information has been incorporated into amode being developed. Additiondly, the IDB is
conducting astudy on the potentia of the tourism sector to incorporate fishermen.

Findly, Wolf and Darwin idands have been identified as feasible areas for the expansion of
NTA and apreliminary model has been devel oped.

Outcome N. 9: A donificant shift in Galdpagos society towards increased appreciation of
marine consarvation, increased confidence in the GMR governance sysem and more active
participation in marine conservation.

The activitiesinitiated under Outcome 2 (Training and a denunciation system —“ Hot
Line”), Outcome 3 (Communication and Better practicesin the tourism sector; and the
cregtion of ties between the fishing and tourism sectors); Outcome 5 (dissemination of
results of the participatory monitoring process) and Outcome 7 (Viable Alternatives), are
contributing towards this objective.

Outcome N. 10: Enhanced financid sustainahility for the GMR, including the participatory
governance system.

The activities within this objective have centered in establishing participatory management
cost systems for the RMG aswell as defining afinancing strategy. Through abidding
process we have selected the Mentefactura consulting company to develop a study
regarding this topic. At the moment we have reached an 80% advance in the compilation of
cogt information from the indtitutions that work together with the RMG aswdll asthe
sources report. Still pending isaproposd for financiad management strategies and the
minutes of the meetings.

3.0 DESCRIPTION OF THE MAIN IMPACTSOR RESULTS OF
EACH OBJECTIVE

In this section we describe, by outcome, the main impacts or results at the end of the first
year’ of the project.

" We are enclosing Annex 8, which has the follow-up of the key indicators with greatest impact as defined by
USAID.
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Outcome N. 1: Effective functioning of the governance system as an integrated system:
JMP-SPNG-AIM; where most of the decisions made are based on consensus, digned with
the principles of good governance and framed within the conservation policies,

management plans and agreements.

The work of the IMP and the AIM has been limited by continuous conflicts (fishermen and
park ranger strikes) and by the political Situation experienced in the Galgpagos Idands and
in the country in general®. Thisis due to the environment generated by the October
elections of mayors, prefects and councilors, and the lack of stability of themain
government inditutions.

The IMP reached consensus on some topics. The main ones are: a) the definition of a 2004
work agenda; b) the approva of the work plan for the zoning committee; €) the
participatory monitoring of the red lobster population; and, d) requests to the SPNG for the
interna adminigtrative statutes to be issued. A topic on which no agreement was reached,
and which aso generated much debate, was about sea cucumber fishing in 2004°.

During this semester, the IMP did not reach a consensus on important topics that had been
approved directly by the AIM*°. All of the proposal's approved by the AIM and the SPNG
have been conggtent within the legd framework. This means that they complied with the
procedure established by the Specid Law of Galgpagos, its generd regulaions and the
Management Plan. However, there were problems regarding the work carried out by the
AIM, mainly because of: @) the palitica influences that motivated some decisons, and, b)
the way mestings were conducted and agendas were defined. Some issues were questioned,
asthey did not comply grictly with the internal regulations of the AIM*.

Many sectors questioned 2004 sea cucumber fishing as they thought that the technica
congderations, based on the results of the participatory monitoring, were not taken into
account. The SPNG opened up lobster fishing in 2004 based on the five-year fishing
caendar issued by an AIM resolution in 2002.

A mgor part of the efforts of the Alliance has focused on the defense of the
indtitutiondization of the participatory management system and the technica handling of
the SPNG. Therefore, the impact of the Alliance swork can be divided into two aress. i) to

8 We are enclosing Annex 5, which includes alist of the main conflicts occurred in Galapagos thisyear.

® We can infer from thisinformation that up to September 2004, we have recorded 80% consensus on the
topics discussed by the IMP.

10 Therefore, it is not possible to cal cul ate the indicator on the percentage of proposals negotiated by the IMP,
approved of by the AIM and the SPNG, as a management regulation, since no decisions agreed in the IMP
was sent to the AIM. The topics on which the IMP agreed were not sent to the AIM, as these were not
relevant for the AIM.

1|t is not possible to estimate the indicator that refers to the negotiated proposal's of the JM P and approved of
by the AIM and the SPNG and which is coherent with the framework, because of the reason givenin the
previous footnote. Some criteria have been defined regarding the proposals that conform to the principles of
good governance. They will be applied to the decisions corresponding to 2003 and to the current year.
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maintain the current legd framework to manage the RMG; and, ii) to make participants and
decison-makers aware of the importance of complying with the current legd framework of
the participatory management system to be able to define management aspects of the RMG.

The achievements of the first areaare: the abolishment of the articlesin the Tourism
Regulations which affected the RETANP'?; Defense of the Fishing Regulations; Resolution
of the Condtitutiona Tribuna in favor of the AIM to issue management measures for the
RMG; and drafting of aproposa of Technical Procedures to select the director of the
SPNG. We haveto highlight that the favorable decison of the Condtitutiond Tribuna
srengthened the AIM and is an important precedent to defend the future legitimacy and
legdity of AIM decisons.

An important achievement in the second area is that the stakehol ders understood that the
proposals negotiated outside the system or subject to pressure mechanisms can not prosper
and that the only way to negotiate is to promote the adequate running of participative
management instances (IMPy AIM). Nevertheless, in this process there have been winners
and losers. Among the second we can mention the JIM P, where the participants motivation
has dedlined due to the lack of sufficient incentives to reach consensus™.

Outcome 2: All mgor stakeholder groups participating effectively in decison-making,
whereby “effectivey” is defined as having fulfilled their internd procedures for
representative dection, consultation and feedback and al major stakeholder groups having
increased participation in management and monitoring programs.

Regulations for participation and representation of JMP members have not been established
nor registered yet a the IMP. The only significant progress has been made by the
Naturdist Guides of Galapagos. Therefore, up to now, officid delegates are elected
according to trangent mechanisms of each sector. The main problems have occurred in the
fishing sector. The naturaist guides generdly reach an agreement regarding representation
based on regulations agreed between them. Further detals need to be included but will be
based on aworkshop that is being supported by FFLA. In the case of the fishermen, the
Cooperative Union, which is the group that merges dl fishermen's cooperatives, ill only
has three members and it has not been possible to create a group with the 4 cooperatives,
mainly because of disagreements between the heads of fishermen’s cooperatives. The
SPNG, CAPTURGAL, and FCD have mechanismsto elect the representative since they
have an inditutiona structure. However, they gill have to register these mechaniamsin

their regulaions and also register them within the IMP.

12 \We registered this achievement during the first semester of the first year of the project.

13 The lack of incentives to reach consensus and to participative in the JM P arises from the level of
importance the highest authorities of the system (Minister of the Environment) have given to the spaces of
local participation. An additional analysis of thistopicisfound in the lessons |earned section.
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Notwithstanding these aspects, the IMP has maintained good levels of participation and
attendance. We can notice thisif we review the degree of attendance of officid delegates,

by sector, registered during thisyear. Thus, for the fishing sector the degree of attendanceis
66.6 %; SPNG, naturaist guides, FCD and CAPTURGAL have been 100 %. Regarding the
fishing sector and the FCD, these two groups of users have been active, asthey have
presented proposals to be reviewed by other IMP members on topics related to sea
cucumber fishing.

User groups of the RMG are actively participating in some of the processes of RMG
Management. An example we can mention is the group of students of GAIAS-USFQ, who
aretrained by the USFQ and take part as observers of the fishing process. At the sametime,
thanks to the exchange with representatives of fishing cooperdtives of Bga Cdiforniawe
expect the fishing sector to participate actively in subsequent activities. The god isa

greater involvement of the fishing sector in the appropriate management of the RMG, both

in the organization of their cooperatives aswdll as the adminidration of the main sea
cucumber and lobgter fisheries. We will activate the phone number for reporting breaches
and the SPNG and the Environmenta Police will implement action. This will maotivate the
involvement of loca stakeholders in the control and protection of the RMG.

Outcome N. 3: By 2006, tourism sector effectively lobbies for conservation, adopts best
practices that reduce its direct impacts. Some fishermen successfully shift their main
economic activity to tourism.

During the second term, the tourism sector with the collaboration of the Alliance defended
the continuity and stability of the SPNG and the participatory management system
established by the Specia Law of Galdpagos. The tourism sector was very energetic asthey
reported fishermen’ s strikes, aswell asthe lack of sability caused by the removd of
SPNG'’s Director.

The protests of fishermen during May 2004, caused by the opening of sea cucumber fishing
and the manipulation of loca politicians, changed daily idand life and especidly thet of the
tourism sector. The sector reacted strongly and stated its disapproval in relation to the
fishermen’s actions and the lack of government reactions to solve the conflict.
Organizations such as AGIPA, ADATUR, travel agencies, CAPTURGAL, and IGTOA,
among others, issued news bulletins and sent |etters to the government. Regarding the lack
of stability of the SPNG due to continuous remova of its Director, (there have been 8
directorsin 10 months) and the politica manipulation of this postion in an inditution

which iskey to the conservation of the idands, the tourism sector issued news bulletins and
sent |etters to the government, indicating their concern. Once again severd ingtitutions have
reacted locally and nationdly. We can mention some of the locd inditutions.
CAPTURGAL, IGTOA, ADATUR, AGIPA, ASOGUIAS and & the nationd levd,
ASOGAL. We mugt highlight that ASOGAL participated in a press conference with
Fundacion Natura (09/06) to report on the lack of stability in the SPNG due to the
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continuous changing of the director, and issued a public statement at the Plenary Session of
the National Congress on the sametopic (09/21) (see Annexes1, 2,4, and 7).

These events prove that the tourism sector has strengthened its voice in support of the
consarvation of the RMG. However, there are still many ways in which the sector can play
an important role in the provison of dternatives and in the depolarization of Galdpagos.

Regarding the adoption of good practices, the foundations of this component have been
edablished during the first year. These are present in the definition of a collective vison of
the tourism sector and its action plan to promote the conservation of the RMG and the
cregtion of awork group to implement the plan.

On the change of occupation and inclusion of the fishing sector in tourism activities, we
have made progress during our work with a selected group of fishermen to determine the
actud feasbility of a change of activities. Given that a condition established to dlow the
future prohibition on sea. cucumber fishing was the provison of dternatives, the
organizations that are members of the component are focusing their efforts on thinking
about specific options that will promote the strengthening of links between the tourism and
the fishing sectors. We are now working on three specific initiatives with fishing
cooperatives and organized fishermen’ swives groups.

Outcome N. 4: A governance system supported by more effective law enforcement at sea
and in the trade channds, including patrols, arrests and the judicia process.

After having implemented activities as part of this outcome, we hope to have made some
degree of progress, by the first semester of year two, concerning impact indicators that will
prove an effective application of laws.

Up to now, we have registered important progress concerning this outcome. We can
mention the definition of the patrolling plan for the SPNG and the design and hiring of an
expert to teach a course on control and patrolling. The course will take place at the start of
2005. In November, WA and WWF expect to have the results on the renewa of the control
and patrolling agreement between Ecuador's Navy and the SPNG; and TRAFFC has
aready begun sudies on theillegd trade and has finished the training about the CITES
agreement attended by diverse users from the RMG and the SPNG.

The FN has signed an agreement with Fundacion Patrimonio to provide follow-up services
for adminigtrative and judicid cases to promote arapid solution of cases againg violators
of RMG regulations. We believe that these actions are important in the strengthening of the
deterrent powers of the SPNG in Galgpagos and to promote compliance with regulations.

Outcome N. 5: A flow of information that is scientificadly sound, more participatory in its
generation and use, and is a central consderation for management decisons.
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Despite the drikes by fishermen and park rangers that have occurred during this period,
there has been ggnificant progress with respect to the execution of the activities outlined in
the work plan. To date, there have been no complaints about deficiencies in the didtribution
of information to the members of JMP and AIM. However, there was a complaint about
information contained in the Electronic Bulletins.

During this quarter, the principa regulatiion andyzed by AIM was about the conditions of
the sea cucumber catch in 2004. According to opinions from many sectors, this decison
was not consgent with the participatory monitoring data The opening of the lobster
fishery in 2004 responded to vdid criteria that were based on the Five-Year Fishing
Caendar.

Outcome N. 6: Sustainable management measures approved and implemented in each
maor fishery.

The relevant impacts of this objective must be observed with respect to the principa
fisheriesin Gal gpagos (sea cucumber and lobster). It is necessary to emphasize that the
biologica and fishing monitoring process that generates the information necessary to
evauae the date of these resourcesisinitsinitid stage for this year. Monitoring has only
been completed for the pre-fishing season of sea cucumbers, which registered an average
density of 0.0286 sea cucumbers per square meter.** The sea cucumber season finishes at
the beginning of October and as a result the information about the caich (kilograms of sea
cucumber per hour of diving) isnot yet available. The sameistrue in the case of the spiny
lobgter. Without thisinformation, it is not possible to reflect upon whether or not the
sugtainable management measures have had some effect on the state of these resources.

Neverthdess, we can name some important advances that contribute to the application of
the sustainable management measures in these fisheries. Among these advances we have:
i) participatory monitoring for the evauation of the sea cucumber population;
i) students from GAIAS trained in monitoring techniques to conduct population
evaudionsin thefisheries,
iii) data collected during the monitoring of the fisheries was andyzed with the participation
of the fishing sector;
iv) reports prepared about the two fisheries, sea cucumber and lobster;
V) trained students participated in the monitoring as onboard observers; and
vi) the agreements and processes related to the fisheries and the participatory process have
been widely disseminated.

Outcome N. 7: By 2006, successful implementation of the approved provisona zoning
scheme, with a complete dimination of zoning disputes and a 50% decrease in zoning
infractions.

14 The 2004 pre-fishing sample registered the following results: San Cristdbal, 0.0295; Santa Cruz, 0.0255;
Isabela, 0.0299; Fernandina, 0.032; Floreana, 0.021; Espafiola, 0.033. Total average (includes all of the sites):
0.0286 [Toral et a. 2004].

Award 518-A-00-03-00152-00 24
Biodiversity Program in the Galapagos, Ecuador



In the second semester of the project, limited progress was made in relation to the impact
indicators established for this objective:

Wi th respect to the zoning component, the principa achievements were the following:
Thefirg mesting of the zoning commission was successtul (07/24). The
commissonwas composed of representatives from the five sectors. It was created
by the IMP to address al aspects of the project that are related to zoning before they
are presented to the IMP for its gpproval. (Progress Indicator 1: Criteriafor the
implementation of the provisond zoning discussed and approved by the IMP).

=  Progresswith regard to the indicators and ecologica monitoring methodology
(Alliance and members of Galgpagos Nationd Park) to be implemented.

= Advancesin the creation of agod database (Impact Indicator 3: Development of a
god database organized by zoning topics, which will be actively consulted with the
Gadpagos Nationd Park, to evauate the success of the physica demarcation efforts
and the zoning management measures).

= Advancesin the development of the first modd for the gpplication of CIAs. Wolf
and Darwin have been identified as feasible for the gpplication of this incentive
agreement. [Indicator 4: Number of feasible arrangementsidentified (conservation
incentive agreements proposed by CI) to expand or modify the no-take zonesin
favor of the conservation of biodiversity].

= Thephysica demarcation of the coastal zones could not be initiated (Impact
Indicator 5: Percentage of Zone 2 physically demarcated. The total extension of
Zone 2 to be demarcated is 1.667 Km.). These delays are due to the virtual
inactivity of the IMP since the strike by fishermen in June 2004, the lack of follow-
up by the zoning commission, and the park ranger strike in September 2004.

Outcome N. 8: Identification of economicaly viable mechaniams to achieve long-term
reductionsin fishing effort and/or flegt capacity, pilot schemes initiated and fund-rasng
under way for full-scale projects.

During this reporting period, key information was compiled to identify some mechanisms
to reduce fishing effort. With the information compiled in the surveys, options were
identified that will be andyzed for use in the conservation incentives. Though aworkshop
was planned for the second semester, it will be held in November and results will be
presented along with proposas to be andyzed. Findly, Wolf and Darwin idands have been
identified as feasble for the expansion of the NTA, and a preliminary model has been
developed.

Once the proposals for ways to reduce the fishing effort have been defined, it will be
possbleto initiate the fundraising Strategy.

Outcome N. 9: A donificant shift in Gal&pagos society towards increased appreciation of
marine consarvation, increased confidence in the GMR governance system and more active
participation in marine conservation.
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Information about positive attitudes will be presented in year 3 because anew study CAP
(knowledge, attitudes, and practices, Acronym in Spanish), which will be compared with
the Basdine Study, will be completed towards the end of year 3. Neverthdess, there are
some events that indicate a positive tendency in Galdpagos society towards more
gppreciation of marine conservation. Among these are: the participation of localsin the
Year of the Shark campaign and the mobilization of diverse sectors of society
(transportation, tourism, restaurants, hotels, etc.) againgt the violent incidents that occurred
during the fishermen's girike in May 2004.

Outcome N. 10: Enhanced financid sustainahility for the GMR, including the participatory
governance sysem.

The financid management proposd will be developed based on the current income. It will
determine the dedtination of these resources by categories. For example: control,
participatory management, research and monitoring, research, and transversa activities
such as communication and training. We have completed 60% of the report on the andysis
of current costs and funding sources. Action has been taken to identify key inditutions
with invesments in the RMG and to obtain the relevant information. Currently, criteria are
being defined in order to condruct scenarios to evauate the funding needs, and the

financid management proposd is pending.
4.0 LESSONSLEARNED, OBSERVATIONS, AND
RECOMMENDATIONS

In this section, we reflect on some lessons learned during this period of the project and we
make some observations.

Lessons L earned:

In each of the occasions in which the Alliance has reacted to defend the participatory
management system it has acquired valuable experiences. It isimportant to highlight the
occasion in which aloca judge accepted an injunction™ against an AIM resolution. This
Situation threatened the ingtitutiondity of the Galgpagos and the legdity of the actions of

the maximum authority of the RMG. In this concrete case, the Alliance, through Fundacion
Natura, approached the Environment and Health Commission of the National Congress to
communicate its concerns regarding the risks for the future governance of Galdpagos if the
TC accepted the decision of thelocal judge. The approach was successful, and the Alliance
together with the Environment and Health Commission of the National Congress organized
a press conference and submitted a proposal of resolution to the National Congress.
Furthermore, this episode improved our access to the Supreme Court magistrates, which

15 Theinjunction isalegal resource by which any citizen can contest the decision o fan authority if said
person considers that the decision violates his or her constitutional rights.
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alowed us to communicate to them the importance of their decison and its effects on
consarvation. The end result was that the TC issued adecison in favor of the
inditutiondity of Galgpagos. With this experience the Alliance identified an important
space for cooperation with some politica stakeholders. Although they do not have direct
influence in the archipelago, they do have the palitical force to demand compliance with
laws and dispositions regarding sustainable management in Galdpagos. Moreover, this
experience congtituted an effective way to advocate for the conservation of Galgpagos.

Another successful strategy used by the Alliance to defend the participatory governance
system has been the involvement of local stakeholdersin its actions® We bdlieve that in
the Gal dpagos public opinion this rategy generates an dfinity towards the defense of the
participatory governance system due to the fact that loca stakeholders are the onesthat are
identifying and denouncing attempts to hinder the operation of the system, which can affect
their daily lives and the achievements made with the participatory governance system.

The Alliance has learned how to measure its reactions to the threats that continualy face
the conservation of Gagpagos and the defense of its participatory governance system. The
different levels of response include the Alliance s participation in the srategies of different
stakeholders (nationa and international members of the Alliance, CEDENMA, locdl
stakeholders, cooperation organizations); and itsintervention in different arenas (politicd,
nationa and international media). This alows acertain strategy in Galgpagos to grow in
intengity according to the severity of the threat addressed.

The fulfillment of regulations with respect to decison-making within the participatory
governance system is not sufficient to guarantee the hedlthy functioning of the sysem. We
are convinced that adequate operation a al levels of the sysem (IMP-AIM-SPNG)
requires the politica will of the authorities to make it work and to give the participatory
gpaces the importance that they deserve. The participants will be motivated to the degree to
which the authorities place importance on their participation. The level of importance that
the authority grants these spaces could be reflected in facts like: redirecting important
topicsfrom AIM to IMP, high levels of coordination between the agendas of AIM and
JMP; and, improved communication between AIM — JMP. None of this has been observed
in thework of AIM or IMP in recent months, which demondrates: alow leve of
interndization of the system by the authorities; alack of communication between higher

level personnd in the Minigtry of Environment and the SPNG; and, technicd and
management limitations. This gives the Alliance cause to worry about the functioning of

the IMP and to propose more aggressive drategies to enhance the vaue of thisimportant
ingtance of local participation.

18 On more than one occasion, local Galapagos stakehol ders (representatives of naturalist guides or
representatives of FCD) have intervened from the Galapagos in press conferences called by the Alliance for
national media based in the capital of Ecuador. These press conferences have been transmitted live vialocal
Galapagos radio stations.
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The work of the IMP commissions registered good results and made important advancesin
coming to agreements about topics as Smple as: solving zoning conflicts or looking for
economic dternatives to traditiond fishing activities. However, these processes have their
own rhythm and these have to be respected, despite the fact that they often cannot be made
competible with the Project’s annud plan and the need to show immediate, tangible results.
This aspect will be consdered in the Project’ s year 2 plan.

Many of the sources of ingtahility in the participatory governance system come from

outside the system and are the result of political pressure administered by loca leaders
looking to gain notoriety during dections” Reducing partisan pressures on the sysemto a
minimum is a pending chalenge for the organizations that work for Galgpagos. Among the
firgt efforts undertaken, we can mention the preparation of the proposa Procedures for the
Selection of the Director of SPNG, which will be submitted to the Ministry of Environment
in October 2004. This proposa seeks to contribute to the transparency of the selection
process of the Director of SPNG and it underlines the technical considerations that should
be taken into account when choosing this officid.

Obsarvations

= Theimplementation of the sub-activities that were planned for September 2004 has
been ddayed by approximately two months and three days. The leve of
implementation of these activities is 55.1% on average.

= The causes of the delays at both the leves of implementation and time scae for
completion of the activitiesare: i) USAID’slong approva process with respect to
the Work Plan, which delayed the initiation of the activities by dmost five months,
hdting crucid activities in conflictive moments and resulting in the accumulation of
activities for the second semester of the first year in detriment to other activities,
and ii) the continuous climate of conflict experienced in Galdpagos. With respect to
this second point, we should underline that there has been a conflict amost every
month this year, which has hindered the operation of SPNG, IMP, and FCD. We
should remember that the mgority of the actions taken at the local leve are
undertaken in cooperation with SPNG and JMMP and their adequate functioning isa
crucia congderation for the success of the activities.

=  Theactivitiesmog affected by instability in Galdpagos are related to outcome 7
(implementation of zoning). Here there are delays of up to sx monthsin the
implementation of some sub-activities. These delays were caused by the absence of
JMP meetings after the conflicts in June 2004; the absence of follow-up to the
mestings of the zoning commission; and the park ranger strike in September 2004
that lasted for 19 consecutive days.

17|t should be remembered sectional elections are scheduled to be held this year (October 17, 2004). The
Galapagos elects Mayors, Council Members, and a Provincial Prefect.

Award 518-A-00-03-00152-00
Biodiversity Program in the Galapagos, Ecuador

28



= The members of the Alliance have shown flexibility and the ability to respond when
faced with demands crested by specific events and the volatile environment in the
Gadpagos. An example of thisisthe reprogramming of some activities to respond
to the fishing sector’ s demands for economic dternatives.
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L1ST OF ANNEXES

Period: April to September 2004

ANNEX 1: Letters

Letter from the Alliance to Ambassador Patricio Zuquilanda, Minister of Foreign
Affars. Re Congratulaions on the nomination of the Galgpagos marine areaas an
epecidly sengitive marine zone April 12, 2004.

Letter from CEDENMA, FFLA, FN, FCD, WildAid, and CI to Ministers of State and of
Environment. Re: Expressing their concern regarding the lack of security due to the
fishermen’s strike June 4,2004

Letter from FN, FFLA, WildAid, and Cl to Minister of Environment. Re: Request for
dtability guarantees of the current participatory management system and governance of
Gadpagos August 11, 2004

Letter from ASOGAL/CAPTURGAL to the Presdent of Ecuador. Re: Concerns
regarding the possble remova of the Director of the SPNG September 3, 2004

L etter from WWEF to the Minister of Environment. Re: Concerns regarding the possible
removal of the Director of the SPNG September 5, 2004

L etter from WWF to the President of Ecuador. Re: Request for guarantees for the
technicd, adminigtrative, and financid stability of the SPNG September 6, 2004

Letter from AGIPA to the President of Ecuador. Re: Concerns regarding the possible
removal of the Director of the SPNG September 7, 2004

Letter from FCD to the President of Ecuador. Re: Concerns regarding the possible
removal of the Director of the SPNG September 8, 2004

L etter from Friends of Galgpagos to the President of Ecuador. Re: Concerns regarding
the possible removal of the Director of the SPNG September 9, 2004.

L etter from the ex-Minigters of Environment to the President. Re: Disapprova of the
removal of the Director of the SPNG and request for technica solutions September 27,
2004

ANNEX 2: Press Releases and Press Confer ences

Press Release WWF-CI: Tourism and conservation sectors are trying to reach a
consensus and outline shared visons for the future of the Galgpagos Marine Reserve
May 10, 2004

PressRelease Alliance: NGO Partnership celebrated Environment Day in Quito and
Gdépagos June 3,2004

Press Conference Alliance. Re: Ruling of the Civil Affairs Judge of San Cristobal on
the Apped on Grounds of Uncondtitutionality against AIM’s Resolution June 22, 2004
Press Rdease Alliance: Alliance demands compliance with the Specid Law of the
Gddpagos |dands June 22, 2004

Press Conference Alliance- CEDENM A -Environment Subcommission. Re: Exhort the
Condtitutional Jury (TC) to back the Specia Law of the Galgpagos Idandswhen it rules
on the gppeal on grounds of uncondtitutiondity presented by the fishing sector June 30,
2004
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» Press Release Nationa Congress. Call to unity dueto criticad Gadpagos situation June
30, 2004

= Press Conference FN-WWF-ASOGAL/CAPTURGAL.: Concerns regarding the possible
removal of the Director of the SPNG September 6, 2004

»  Press Reease FN: Once again politica negotiations are threstening the stability of the
Gddpagos Nationa Park September 6, 2004

»  Press Rdease WWF: Thereis hope for Gagpagos' fishermen September 10, 2004

ANNEX 3: List of workshops

=  Frd meeting: Developing a Joint VVison among Tourism and Conservation Sectors for
the Galgpagos Marine Reserve May 12 to 14, 2004

= Workshop on the Operation of the Participatory Management System. May 18, 2004

=  Workshop - CEDENMA-Alliance: Conservation sector of the AIM August 30, 2004

ANNEX 4: Meeting List

= Mesting Alliance -CEDENMA. Re: Presentation on sea cucumbers and CITES April
21, 2004

=  Medting Alliance - USAID representatives (Deputy Administrator, Assistant
Adminigtrator for LAC, US Ambassador and Director of USAID/Ecuador). Re:
Diaogue with locd participants on governance of RMG April 24, 2004

= Medting Alliance -CEDENMA.. Re: Presentation of 2004 pre-fishing results of the sea
cucumber and position of FCD at the IMP April 30, 2004

=  Meding Alliance —representatives from community groups of Puerto Ayora. Re.
Anaysis of the problems of the Galdpagos province May 3, 2004

= Mesting Alliance -CEDENMA. Re: Definition of the conservation sector’ s position and
drategy within the AIM and the following steps to defend the legal framework May 5,
2004

=  Maedting Alliance. Re: Cdeébration of Environment Day in Quito and Gadpagos May
21, 2004

=  Maeding Alliance -CEDENMA. Re. Definition of the conservation sector’s position and
srategy within the AIM corresponding to May 28, 2004. May 27, 2004

=  Meding Alliance -CEDENMA.. Re: Presentation of 2004 population results for pre-
fishing period of the sea cucumber 2004 and position of FCD in the IMP May 30, 2004

=  Medting Alliance -CEDENMA. Re: Definition of the conservation sector’s position and
dtrategy within the AIM corresponding to June 3, 2004. June 2, 2004

=  Mesting Alliance and representatives from community groups of Puerto Ayora. Re:
Andyssof Galgpagos problems and the situation before the AIM meseting - June 7,
2004

=  Mesting Alliance —Minigter of Environment. Re: Analysis of the conservation sector’s
position before the AIM mesting - June 8, 2004

=  Megting USAID-Alliance. Re Andysis of the Galdpagos Idands situation and
Alliance s pogition June 9, 2004

= Maeding Alliance— Nationa Congress' Sub-Commission of Environment. Re:
Coordination of actionsto analyze the conflict related to sea cucumber fishing June 23,
2004
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Meeting FN-Miniger of Environment. Re: Identification of actionsthat are required for
the strengthening of the Participatory Management System in Galdpagos June 24, 2004
Mesting Alliance -CEDENMA.. Re: Meeting to prepare for the press conference at the
Nationa Congress June 29, 2004

Mesting with the Commission on Environment and Hedlth of the National Congress
and the United Nations Development Program (UNDP) to andyze Galgpagos problems
and to reach a consensus on joint actions to be taken July 13, 2004

Mesting Alliance. Re: Analysis of the last AIM meetings and other topics on the
participatory management system to manage the RMG August 9, 2004

Mesting Alliance -ASOGAL. Re: To inform ASOGAL of the RMG Conservation
Project and to andyze and evauate options for coordination mechanisms for the fishing
sector August 12, 2004

Mesting Alliance —-Minigter of Environment. Re: Analysis of AIM’ s resolution on the
opening of sea cucumber fishing and the stability of SPNG'’ s Director August 25, 2004
Meseting USAID-WWF. Re: Exchange between fishermen from Bga Cdifornia,
Mexico and from Ga&pagos September 3, 2004

Meeting Alliance —Advisor to Minigter of Environment. Re: Presentation of Alliance' s
Gapagos activities and definition of common interest topics to be proposed to the
Minister as part of awork agenda September 16, 2004

Meseting Alliance. Re: Analysis of park wardens strike September 21, 2004

Medting Alliance —Nationd Congress. Re: Generd Commission to receive
representatives from the tourism and conservation sector to express concern on the
remova of SPNG’s Director and technicd, adminidrative, and financia stability of
SPNG September 21, 2004

Concentration of inditutions and friends of Galdpagos in front of the Minister of
Environment. Re: Technicd and non-politica management of SPNG September 27,
2004

ANNEX 5: Documents for Analysis— Alliance

Ligt of timesthat the TC ruled in favor of the LEG. FN. June 29, 2004

Scientific criteria on the opening of sea cucumber fishing for the 2004 season and
recommendations on its management, which were presented to JMP and the AIM by the
FCD August 20, 2004

Summary of the RMG Conservation Project August 30, 2004

Anayss of the problems of the gpped on the grounds of being uncongtitutiona and
need to apped to the TC, written by Fundacion Natura.

Ligt of complaints and disputes againg the First Judge of the Court of Civil Affairs of
Gaépagos.

Mismanagement in the AIM by President of the AIM.

Possible scenarios regarding the opening of lobster fishing during 2004.

Request for CEDENMA to be included as the third interested party in the Apped
process against AIM’ s Resolution 002-2004

Joint vison of the tourism sector and action plan for the First meeting: Development of
aJoint Vison of the Tourism and Conservation Sectors for the Galdpagos Marine
Reserve May 12 to 14, 2004
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= Lig of conflicts occurred in Gadpagos from January to September 2004.

=  Processed Fish Sdes Project subscribed by the fishing cooperative COPESPROMAR
and ASOGAL.

=  Proposd for the management of the Zoning Commission at the IMP, written by FFLA.

= Executive reports on populaions, fishing management, biology of the main Gagpagos
fish products: sea cucumber, spiny lobster, and prawn.

=  Executive summary on the evauation of Galgpagos Marine Reserve and ecologica
monitoring.

= Nationd Congress Resolution urging the President to correct his policies regarding
Gagpagos managemen.

ANNEX 6: Publications
= TheCITES and Appendix I1l. TRAFFIC South America. May-2004

ANNEX 7: Newspaper Clippings
= Executive reports on sea cucumber fishing. May-June, 2004.

Questioning on AIM”s decision about sea cucumber fishing. June, 2004
Reactions to the remova of SPNG' s Director. September-October, 2004

ANNEX 8: Impact Indicators

= Follow-up records of the key indicators with the grestest impact as defined by USAID.
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Conflict caused by the opening of sea cucumber fishing in Galdpagos. May-June, 2004.
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