PROJECT PROPOSAL
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Introduction

Thematic field:  
Capacity Building in Biodiversity and Impact Assessment in Developing Countries
Reason for the application:


IAIA is a nonprofit organization of professionals with expertise in impact assessment and biodiversity.  It is seeking partnership and support of The Netherlands Ministry of Agriculture/LNW and others to undertake a proposed programme of work to build a strong base of biodiversity expertise among impact assessment professionals in developing countries.  The proposed programme activities are complementary to key objectives/agenda found in the The Netherlands International Biodiversity Policy, NEPP4, especially in regard to transitioning towards the sustainable use of natural resources and agricultural practices in developing countries in the eradication of poverty.

Objective and results:

The objective of this three-year programme is to enable IAIA to provide practical and demand-driven support for the development of capacity for the integration of biodiversity and impact assessment in developing countries, working with practitioners, policy makers and other stakeholders to share information and experiences, build expertise and promote good practice.   Capacity building in this programme will include training/knowledge transfer, institution building, and networking.  The programme will deliver:

1.  A network of trained professionals in two or three eco-system regions (with 4-5 countries in each region to be defined in Year 1)

2.  Capacity-building activities to help achieve biodiversity-inclusive impact assessment in a minimum of 5 countries

3.  Training materials for integrating biodiversity into the impact assessment process developed and tested 

Supporting activities for these three objectives are found in Section 4.2 - Targets and Resources.

Type of Grant Requested:  Programme

Budget for Entire Programme:  € 3M 


Programme Administration:  € 708,000


Developmental Tasks:  € 234,000


Capacity Building: € 1,599,000


Management:  € 317,625 (12.5%)


Unforseen expenses:  € 127,050 (5%)

Request to The Netherlands = € 1.5M

Requests to GEF, German EIA, Shell Foundation, the British Gas Foundation, and others being explored

2
Mission, Aims and External Characteristics of IAIA

History/Mission

The current mission and overview of IAIA activities are presented below.  See Supplement A (p. 17) for a more extensive review of IAIA’s history, strategies, relationships, capacity, and public support.

Vision

IAIA is the leading global authority on best practice in the use of impact assessment for informed decision making, regarding policies, programmes, plans and projects. 

 

Mission

IAIA provides an international forum for advancing innovation and communication of best practice in all forms of impact assessment to further the development of local, regional, and global capacity in impact assessment. 

Values

· IAIA promotes the application of integrated and participatory approaches to impact assessment, conducted to the highest professional standards.

· IAIA believes the assessment of the environmental, social, economic, cultural and health implications for proposals to be a critical contribution to sound decision-making processes, and to equitable and sustainable development.

IAIA is a global network of 2,700 professionals from over 100 nations, advancing best practice in environmental assessment, involving practitioners, industry, and community, including ecological, social, socio-economic and ecological factors in all stages of assessment.  A primary purpose of IAIA is developing international and local capacity to make wise decisions regarding the anticipation, management and planning of environmental change.  Considering ecological and human consequences is essential to enhance the quality of life for all.

IAIA members become part of this worldwide professional network, and among the many benefits of membership receive a quarterly journal and newsletter and the right to participate in electronic discussion groups, and a majority participate in international and regional conferences.  The organization is uniquely interdisciplinary, with members from a wide range of experience, interest areas and training:  ecology/biodiversity, health, indigenous people, social issues, public participation, urban issues, environmental law, environmental management systems, economics, engineering, psychology, world trade, and political science.  Members work in government, donor agencies, public and private agencies and firms, and academia.

IAIA is firmly committed to strengthening the capacity of the global community with respect to environmental assessment knowledge and best practice.  Through donor agency, industry and government sponsorship, IAIA has facilitated highly successful individual and group training programs, conference attendance and workshop participation.  Some of our partners and supporters include, among others, Environment Canada, the Academy of Sciences of the Czech Republic, Ramsar, Convention on Biodiversity Secretariat, UNEP, UNDP, The Word Bank, WHO, and IUCN.

3  
Internal Organisation of IAIA

IAIA is a nonprofit educational association, incorporated in the United States in 1981.  The governing body is an elected Board of Directors, supported by volunteer committee members from around the world and by its international headquarters office.  The activities of the organization are directed by a strategic planning process, feedback from our membership, and monitoring of products and services.  IAIA is financially stable and retains the services of a professional accounting firm for monthly and annual reviews and reports.  Supplement B (p. 23) gives a more complete description of IAIA’s internal organization and expertise.

4  
Grant Proposal

4.1  Justification of the proposal

This programme proposal is submitted by the Biodiversity and Ecology Section of the International Association for Impact Assessment (IAIA).  IAIA’s mission is to provide a forum for advancing innovation, development and communication of best practice in impact assessment. The Association’s international membership promotes development of local and global capacity for the application of environmental assessment in which sound science and full public participation provide a foundation for equitable and sustainable development making possible the reduction of poverty.

The wise use of biodiversity and the equitable sharing of its benefits is a prerequisite for sustainable development and reduction of poverty.  Impact assessment provides internationally accepted procedures for ensuring that economic development needs are reconciled with the conservation and wise use of biodiversity. As described in more detail in the Background section, this proposal supports global and national policy frameworks relating to biodiversity as well as natural resource management and conservation and complements the agenda of The Ministry’s NEPP4/The Netherland’s International Biodiversity Policy.

IAIA has a particular interest in promoting impact assessment tools to further the conservation and sustainable use of biodiversity and the equitable sharing of biodiversity benefits.  

Rationale behind the proposal

The rationale behind this proposal is the decision of the Conference of Parties (COP6) of the Convention on Biodiversity (CBD) in April 2002 to further develop guidelines for incorporating biodiversity issues in impact assessment and the specific role given to IAIA in this process (see Boxes 1 and 2).

Background and international policy framework

The conservation of biodiversity and its sustainable and equitable use is an issue for people everywhere.  A considerable percentage of the World’s economy and of the needs of the poor are derived directly from biological resources.  Biodiversity-loss therefore has profound implications for economic and social development and maintaining the variety of life is an insurance policy on which many lives and futures depend (UNEP 2001). 

Impact assessment has been recognised by most of the world’s governments as a core tool for integrating environmental and social considerations into decision making processes for development at project, programme and policy levels.  More specifically, impact assessment can play an important part in safeguarding biodiversity and promoting its sustainable use.  

This is demonstrated by Article 14 of the Convention on Biological Diversity which calls for Parties to introduce environmental impact assessment (EIA)- and strategic environmental assessment (SEA)-procedures to ensure that the effects of development on biodiversity are adequately assessed and given due consideration.  Other articles of the Convention on Biodiversity also demand effective impact assessment. For example, impact assessment tools are being developed to ensure that traditional knowledge is used and taken into account when evaluating proposals (Article 8j). And decisions relating to incentive measures (Article 11) have directly referenced the importance of impact assessment tools in the development and implementation of incentives for biodiversity conservation and sustainable use. 

In a parallel stream of work to that of the CBD, the Ramsar Convention on wetlands first identified the potential of impact assessments as tools for the conservation and wise use of wetlands in the 6th Conference of the Parties in Brisbane in 1996. At this Conference, the Parties to the Ramsar Convention approved a formal recommendation for the development and adoption of guidelines on EIA for the conservation and wise use of wetlands. This Recommendation largely followed from a workshop held at the International Conference on Wetlands and Development in Malaysia in 1995 which concluded that global guidelines would help improve the consistency and effectiveness of EIAs. As a result of the COP6 Decision, IUCN prepared a discussion document for Ramsar COP7 (May 1999) which explored the role of impact assessment (both EIA and SEA) in the Ramsar Convention. 

The Ramsar Convention maintains an interest in developing an integrated approach to impact assessment, incorporating considerations emerging under the CBD, promoting strategic environmental assessment, social impact assessment, and linking impact assessment to incentive measures. The Ramsar Convention was the first international treaty to explicitly recognise SEA as a key tool for the achievement of the integration of biodiversity into sectoral policies, plans and programmes.

Boxes 1 and 2 summarise the key decisions and recommendations relating to biodiversity and impact assessment made under the CBD.

Despite the considerable progress that has been made in strengthening impact assessment as a tool to further the aims of the CBD and related conventions, the 183 Parties to the CBD and the governments who have signed up to other biodiversity-related conventions and processes (including the Ramsar Convention on Wetlands, the Convention on Migratory Species and the World Water Forum) need to build their capacity to develop and apply EIA and SEA procedures more effectively to strengthen the conservation and sustainable use of biodiversity.



Box 2: Decision VI/7 Adopted by COP6 of the CBD (The Hague 7-19 April 2002) 

Decision VI/7 A: “Further development of guidelines for incorporating biodiversity-related issues into environmental impact assessment legislation or processes and in strategic impact assessment”.

The Conference of the Parties 

1.  Endorses the draft guidelines for incorporating biodiversity-related issues into environmental impact assessment legislation and/or processes and in strategic environmental assessment contained in the annex to the present decision;

2.  Urges Parties, other Governments and organizations to apply the guidelines as appropriate in the context of their implementation of paragraph 1 of Article 14 of the Convention and share their experience, inter alia, through the clearing-house mechanism and national reporting; 

3.  Requests the Executive Secretary to compile and disseminate, through the clearing-house mechanism and other means of communication, current experiences in environmental impact assessment and strategic environmental assessment procedures that incorporate biodiversity-related issues, as well as experiences of Parties in applying the guidelines; in light of this information, to prepare, in collaboration with relevant organisations, in particular the International Association for Impact Assessment, proposals for further development and refinement of the guidelines, particularly to incorporate all stages of the environmental impact assessment and strategic environmental assessment processes taking into account the ecosystem approach (particularly principles 4, 7 and 8) and to provide a report of this work to the Subsidiary Body prior to the seventh meeting of the Conference of the Parties.

4.2 Targets and resources

To provide practical and demand-driven support for the development of capacity for the integration of biodiversity and impact assessment throughout the World, by working with practitioners, policy makers and other stakeholders to 

· share information and experiences (networking)

· build expertise (knowledge transfer/training) and 

· promote good practice (institutional building)

This proposed programme has been designed to promote some aspects of a programme of work which IAIA is undertaking to support the development of international policy on biodiversity and impact assessment through the Convention on Biological Diversity, the Ramsar Convention on Wetlands, and the Convention on Migratory Species.  IAIA is working to support the implementation of these international agreements by helping to further develop the CBD Guidelines and also by supporting the development of capacity for effective integration of biodiversity considerations with impact assessment at local, national and eco-regional levels.  

The draft guidelines endorsed by COP6 were developed by IAIA through the activities of an ongoing IAIA Action Programme (displayed, page 7) for Biological Diversity and Impact Assessment.  The long-term goal of this Action Programme is to:

Strengthen the role of biodiversity in Impact Assessment  (including Environmental Impact Assessment and Strategic Environmental Assessment) so that Impact Assessment can become an effective instrument in addressing issues related to biological diversity in decision making.
The IAIA Action Programme on Biodiversity and Impact Assessment

 The IAIA Action Programme has 5 main components:

1: Production of a framework to integrate biological diversity in IA. This framework should be the starting point for the development of country specific guidelines.  It provides the much needed communication tool for the biodiversity- impact assessment and decision makers’ communities in order to develop in-country mechanism on the subject (e.g. guidelines, procedures, etc.). 

2: Analysis of lessons learned by preparing case studies, representing a wide variety of practises of countries from all over the world, and assessing existing guidelines applied by countries and international organisations, in order to identify shortcomings and opportunities.

3: Linking with relevant global conventions. Assessment and translating of the implications of EIA issues addressed in the international Conventions (CBD, Ramsar, Climate change, Desertification, …) The results will be used for the set up of the general framework and preparation of country specific guidelines (e.g. national EIA legislation). 

4: Communication and capacity development. Parallel to these above mentioned activities, build international support for the initiative and enhance communication between the IA practitioners, biodiversity community, environmental community and decision-makers in order to foster necessary linkages and provide necessary inputs. Active linking to existing expert networks has to be guaranteed broad based input and support. Dissemination of information through e.g. resource kits and CBD clearing house mechanism.

5: Assisting countries to build capacity for the integration of biodiversity in impact assessment.  Initiate or strengthen capacity development activities in the pilot countries as an add-on to the drafting of country specific guidelines. 

Overview of results of the Action Programme, July 2002:

1- draft guidelines have been prepared, presented and discussed at SBSTTA 6 (Montreal, November 2001). These draft guidelines have been  endorsed by the COP of the CBD (The Hague, April 2002).

2 -  a review of biodiversity in EIA in fifteen countries has been executed under the UNDP/UNEP Biodiversity Planning Support Programme and presented at SBSTTA 6 (Montreal, November 2001) and submitted to the secretariat of the CBD.  

3 - Ramsar Convention

Cluster 4 and 5, no actions and therefore no results yet.  

This proposal is for a targeted capacity building programme through which IAIA will promote the exchange of experiences and ideas, provide opportunities for training, and support regional initiatives.  IAIA seeks the partnership and support of The Netherlands Ministry of Agriculture/LNW in the framework of the Dutch International Biodiversity Policy Programme to undertake this proposed programme of work by helping to build a strong base of biodiversity expertise among impact assessment professionals in developing countries.  Additional support will be sought from the GEF and  other Agencies to ensure that the programme can be implemented in full.  

The proposed programme-activities are complementary to key objectives and/or agenda found in the NEPP4, especially in regard to transitioning towards the sustainable use of natural resources and agricultural practices for the alleviation of poverty in developing countries.

Expected Results of this Three Year Programme:

1. A network of trained professionals in two or three eco-system regions

(with 4-5 countries in each region to be defined in Year 1)

2.  Capacity-building activities to help achieve biodiversity-inclusive impact    assessment in a minimum of 5 countries

3.  Training materials for integrating biodiversity into the impact assessment process developed and tested


Activities supporting the three major results include:

· Identification of participating countries with specific capacity building requirements

· Review of capacity building needs 

· Establishment of a network for ongoing exchange of information and ideas

· Strengthening of impact assessment networks and associations and IAIA’s affiliates in the developing world 

· Provision of training materials and targeted training courses to suit professionals with biodiversity or impact assessment backgrounds and varying levels of expertise

· Promotion of good practice in biodiversity and impact assessment in other international fora such as the World Water Forum, the Convention on Migratory Species, and the ESPOO Convention

· Enabling activities for production of case studies from programme participants which can be shared through the mechanisms of IAIA conferences and through International Clearinghouses such as the CBD Clearinghouse Mechanism

· Creation of a network of 50-150 professionals who have been trained in impact assessment and biodiversity and who are connected to the larger network of impact assessment professionals within IAIA

· Linking a network of people and programmes 
· Provision of a series of regional fora, 3 – 6 a year for 3 years
· Support, expertise, guidance to 10-30 countries interested in implementing CBD guidelines
Programme Overview

Capacity building is a multifaceted task involving in-country work with programme participants, targeted training as well as active involvement in international debates and discussions.  The programme of work is intended to promote capacity building by: 

1. Identifying countries and eco-regions where there is a clear need for focused action to build capacity for impact assessment in support of the conservation, sustainable use and equitable sharing of biodiversity;

2. Building partnerships with participating countries to review capacity building needs;

3. Developing materials and initiatives to support capacity building according to the needs identified;

4. Supporting attendance at IAIA international meetings. Sharing case-study experiences and lessons learned through IAIA workshops and sessions 

5. Conducting training (through international training courses and through in-country workshops with an eco-regional focus)

Identifying countries

The programme will build networks for collaboration and capacity building with countries and eco-regions identified and prioritised by Netherlands development cooperation policy, including ‘bilateral’, ‘Treaty’ and ‘One Sector’ Countries.  In particular the Proposed Programme will focus on countries where the Environment Sector (and biodiversity) have been identified as a priority for support and action.  The programme will work through relevant ministries and organisations within these countries to review needs and establish collaborative capacity building activities, including those activities suggested below.   The countries targeted will be countries with some level of environmental impact assessment regulations, thus better poised for action towards inclusion and implementation of biodiversity/natural resource considerations. 

There is a wide range of networks already established to provide information and share experiences in biodiversity conservation and planning and impact assessment.  These include, for example, the Clearing House Mechanism, the Ramsar network of Convention Focal Points and STRP members, the IUCN network of impact assessment professionals and the contacts identified under the UNDP/UNEP Biodiversity Planning Support Programme.
Participating countries within 2 or 3 eco-regions (e.g., China, Western Africa, Latin America, and the Niger Delta) will be selected to reflect a wide geographic range and different stages in the development of impact assessment legislation and biodiversity planning. 

Developing partnerships and reviewing capacity building needs

It is important to ensure that capacity building efforts are targeted to meet specific needs. Reviews already carried out (e.g., UNEP 2001) have identified capacity building needs in a number of countries.  In some countries review of legislation is necessary to ensure that biodiversity considerations are adequately represented and that impact assessment requirements are incorporated. In others mechanisms are required to enhance communication between the various ministries involved in development, land use planning and biodiversity planning.  A need for information and materials to support curriculum-development and awareness-raising with the general public has also been identified as well as a need for provision of guidance on the use of biodiversity indicators.

Developing materials to support capacity building

Materials will be developed which are based on case studies, practical examples, and real challenges in implementation.  IAIA has collated a considerable amount of relevant materials through its activities in this area over the last 4 years.  These will be disseminated through partner organisations and networks and will also be drawn upon to produce relevant, innovative and interactive training sessions. 

· Develop training materials to support different levels of expertise in biodiversity and impact assessment for programme participants

· Produce focused materials to provide advice and guidance on integrating biodiversity and impact assessment, based on the CBD guidelines and in the context of an eco-regional approach

· Provide information and advice to impact assessment associations/IAIA affiliates in select eco-regions of interest to the donor

Providing opportunities for participation in IAIA conferences and events

Participation in IAIA conferences and events will allow participants to explore the commonality of challenges faced by all professionals attempting to reconcile biodiversity and development through impact assessment.  It will also provide them with knowledge and materials to take back to their recipient communities.  A critical component of capacity building is the opportunity to meet and discuss and share ideas, experiences and expertise.  Participation in IAIA conferences will  

· Enable participants to contribute substantively to IAIA through the Biodiversity and Ecology workshop stream at the annual conference events

· Solidify practical skills/develop core competencies in impact assessment and biodiversity with pre-meeting training opportunities and special programming at the IAIA annual conference event

· Provide input to the CBD, Ramsar, CMS, CCD and World Water Forum through the provision of information and through the active involvement of participants in policy discussions

· Link to “Water for Food,” “Sustainable Youth” and other programs of interest to the donor

Selecting participants for training and attendance at international events

IAIA will work through its associated groups and affiliated organisations as well as Convention focal points and representatives to further develop capacity for sharing of experiences and ideas.  One of the main benefits of this programme will be the establishment of an effective forum and network for exchange of ideas, knowledge and experience relating specifically to the challenges of integrating biodiversity concerns with impact assessment practices throughout the World.

Programme participants

Participation in the programme will be based on selection criteria to be agreed with the donor.  Balanced representation will be sought to reflect factors such as eco-regions of concern, language, and gender.  Selection criteria for participation will be established to take into account factors such as country capacity, geographic distribution, and donor interests.  The careful selection of participants for the various aspects of programme will be a large factor in attaining the results expected from this effort.  This selection will involve close collaboration with partner programmes, the Convention Secretariats, and other associated organizations/affiliates who would identify 50-150 (budget dependent) professionals from developing countries in selected eco-regions to discuss (a) the problems and opportunities of impact assessment in their countries with special emphasis on the issue of sustainability in relation to biodiversity, desertification, and/or deforestation and (b) the creation and function of local organizations to promote biodiversity and best practice in impact assessment.  

Grant recipients will be challenged to contribute to the special programs offered on biodiversity through the Biodiversity and Ecology Section programming, to complete pre-meeting training courses offered by IAIA, to attend IAIA Conferences and to engage in training of trainers in their own countries or regions.   IAIA will provide participants with training relevant to their needs to cover all aspects of impact assessment, special sessions on a range of biodiversity issues, and the opportunity to be involved in the network of impact assessment professionals from over 100 nations.  Membership in IAIA will allow sustained contact with the experts met during the IAIA conference events.

In-Country Training and Capacity Building

Participation in international conferences and events will be followed up with in-country work in selected eco-regions and countries to ensure that their specific needs can be addressed.  These sessions will further develop the substance, ‘lessons learned’ and case study experiences needed to provide a solid foundation for advice and guidance provided to the international policy fora and for development of capacity  at national and  regional levels. They will also provide participants with an eco-regional focus to ensure that activities are appropriate to the biodiversity resources of particular interest and concern to them.

This series of eco-regional fora /in-country/in-region training and networking will cast wider the learning exchange net offered by the program.  

Through the active involvement and recording of these events, especially with regard to in-country policies, this program will provide a solid base for input to the CBD, Ramsar Convention, CMS, CCD and World Water Forum , as well as providing linkages to Water for Food and other programs of interest to the donor.

Program Management
Overall responsibility for delivery of this programme and its evaluation lies with the IAIA Board of Directors.  Advice on programme design, direction and monitoring will be provided by a Steering Committee composed of representatives from the IAIA Board of Directors, the Ecology/Biodiversity Section, Headquarters staff, the CBD and Ramsar Secretariats and representatives from the donor agency and developing countries/eco-regions.

Programme financial and contractual management will be provided by an IAIA programme administrator.  A technical programme manager will also be appointed to oversee the design and technical content of the programme with input from the Steering Committee.  Additional logistics and professional accounting support will be contracted as needed.

A schematic of the proposed organizational structure for programme implementation and direction follows.

Proposed Structure for Programme Implementation and Direction


 










4.3  Sustainability and Leverage

· As mentioned in Section 2.2 (Supplement A), “to have a lasting effect in reducing poverty and increasing human well-being, any development strategy or programme must be sustainable in at least three dimensions:  ecological, social, and economic.”  The activities proposed in this programme of work will provide skills and training in ecological and impact assessment principles and their application to a number of young career professionals in eco-regions around the world.  These tools will be extended by this core network of individuals to others in their regions; and the wide application of these assessment tools will ultimately increase the economic viability of the regions/reduce poverty.   Perhaps this is simply the application of the old proverb about the greater value of teaching a person “how to” fish rather than simply “giving” a person a fish.  The impact of this programme will be positive economically, socially, and of long-term sustainable benefit to the individual, his country, and the region.

· This programme will be providing integrated capacity building in biodiversity and impact assessment, an approach that will have longer-term benefits and broader application than a simple single-focus training programme would have.

· The products/services of this programme will be linked to and used by other programmes in the regions and by the CBD/Ramsar Conventions.

· No single programme or organisation can afford to train everyone.  By carefully selecting key people in important ecological regions, the capacity building dollars of this programme will be ‘invested’ in the individuals who will generate the highest yield per training dollar.

· IAIA will be able to use The Ministry’s support for this programme of work as leverage in seeking additional funds to complete the efforts proposed herein and in continuation of the important work needing to be done.

4.3 Monitoring, Reporting, Evaluation

Monitoring, reporting and evaluation activities will be established to support the requirements of the Dutch government and those of IAIA.

Monitoring

The key component of the success of programme of work outlined herein is the selection of countries or eco-regions and participants.  Establishing the selection criteria involves more than screening applications from interested participants.  Factors such as country capacity, geographic distribution, and donor interests are key variables to be considered.  There are potential risks and pitfalls in this process:  political influence within countries, sympathies with applicants who are known to IAIA or Convention Secretariats, applicants who can appear credible ‘on paper’ but whose performance record/position in their countries would not be optimal for the long-term impacts we expect this programme to have, and on and on!  In short, the selection of participants will be a large factor in attaining the results expected from this effort.  Thus, the broadly based Steering Committee will be responsible for this component of the project and for closely monitoring the programme’s activities throughout the grant period.

Separate from the issue of the quality/appropriateness of the participants selected, is the timeliness of the selection process.   It is essential to have adequate time between the approval of this grant, the selection process and the IAIA annual conference event.  Otherwise, grant recipients will not be able to be fully engaged in conference activities tailored to their individual needs.  Other components of the programme are not so time-bound, but the date of the annual conference cannot be changed. 

Reporting

The primary responsibility for technical reports will rest with the Technical Programme Manager (TPM) and his/her team.  A technical report will be included each year as part of the narrative in the annual report.  However, stand-alone technical reports will be completed on all aspects of the technical programme.  In addition, training materials developed as a part of this programme will also be made available for distribution as they are finalized.  IAIA will assist in the dissemination of this material and ask the cooperation and assistance of all cooperators/partners in linked to this effort to do likewise.

Technical reports to be disseminated as an IAIA product will be provided in their final draft form to the IAIA Publications Committee, Programme Steering Committee and the IAIA Board of Directors to review before publication and distribution.

Annual reports including the annual technical report mentioned above as well as the financial review and report will be compiled and submitted by the Programme Adminstrator (PA) and an independent certified public accountant.  Progress reports and highlights of the programme will be reported regularly in the IAIA quarterly newsletter.

Evaluation

Inasmuch as the final responsibility of all IAIA projects/programmes rests with the IAIA Board of Directors, the Board will take responsibility for project evaluation.  As such, they will be interested in not only a programme evaluation which will assess the match between outcomes and expectations, they will also insist on an on-going process evaluation so that any internal or external factors negatively impacting the programme and its activities may be recognized and mitigated immediately.  In doing so, the Board would engage the full cooperation of the TPM and PA as well as IAIA Headquarters staff.  As a matter of course, any significant programme development of special interest or impact will be reported promptly to the Ministry and not held back until the required or scheduled reporting/evaluation points.

#


History

The International Association for Impact Assessment (IAIA) traces its history back to a one-day session on “Integrated Impact Assessment” held at the 1980 meeting of the American Association for the Advancement of Science (AAAS).   During that meeting, discussion turned to forming an association to draw together people and agencies responsible for doing environmental assessment, social impact assessment, and technology assessment.  During the first year, one hundred people stepped forward to serve on organising committees dealing with the association business, conferences, membership, networking, professional development, quality assurance, and publications.

Twenty years later, IAIA has grown to a membership of roughly 2500 individuals (including affiliate membership) across 100 + nations.  Still, the most straight forward way to characterize IAIA is to examine the key Articles in the Association’s By-Laws under which it was incorporated:

a. Publish, edit or otherwise disseminate to practitioners and the general public – articles, journals, books, monographs, audio-visual materials, and newsletters concerning the practice of impact assessment.

b. Hold meetings, conferences, seminars and other sessions at which information concerning the practice of impact assessment can be disseminated.

c. Promote, enhance, and encourage the exchange of information among practitioners and users of impact assessment and the general public.

d. Improve the quality and professionalism of persons in the field of impact assessment.

e. Otherwise encourage the growth and development of the field of impact assessment, the development of techniques in the field of impact assessment, and the public understanding of and participation in the field of impact assessment.

f. Undertake such other activities as will further the purposes of the Association.

The bird’s eye view would show IAIA to be a multidisciplinary organization of environmental decision makers, academics, and practitioners that hosts an annual conference event, including training courses, in a different part of the world each year, services its members through its website, listservs, sections, and distributes a quarterly newsletter and refereed journal.  However, this description does not show the dynamic nature of the organization and its activities.  Although outwardly, the mission/vision has not changed dramatically over the years, IAIA programmes continue to change to help its members meet the new challenges they face and their current interests and areas of endeavor.

Through most of its 20+year history, IAIA has relied on membership dues and surplus (if any) from its annual conference events to maintain the organisation and the basic services it offers.  However, as an organisation, IAIA has a mission and mandate to do much more than it can afford to do with the resources available to it from member dues and conference surplus.  Therefore, in recent years, IAIA has begun to seek donors to share the cost of projects relating to its fundamental mission of capacity building for impact assessment in all its manifestations.

2.1 Development-based Strategy

A primary purpose of IAIA is developing international and local capacity to make wise decisions regarding the anticipation, management and planning of environmental change.  

To have a lasting effect in reducing poverty and increasing human well-being, any development strategy or programme must be sustainable in at least three dimensions:  ecological, social, and economic.  The central tenet of impact assessment is the need to evaluate proposed projects, policies, and programmes in the context of each of these dimensions.

Through its various activities and programmes, IAIA develops enhanced capacity and capability among its members and hence their countries and organisations to undertake such evaluations.  Thus, the annual conferences allow impact assessment practitioners, policy makers, and leaders in relevant academic disciplines and industry from around the world to exchange information, insights, and experiences.  The newsletter and the journal, Impact Assessment and Project Appraisal, provide two vehicles for on-going professional communication among the membership as well as others interested in these issues.  A particular strength of IAIA is its role as an international forum for sharing the latest concepts and experiences in achieving sustainable development – a meeting place that is open to all nations, disciplines, and political persuasions and a meeting place that broadens the horizons of all participants regardless of their area or level of expertise.

The working method used by IAIA to develop its current working goals and priorities is a strategic planning task force.  This is a task force of the Board of Directors, which meets once a year to determine the priorities for the coming year and to assess progress made during the past year.  The SAP is approved by the entire Board, and specific activities, deadlines, and responsibilities are assigned, with one person responsible for reminding all to follow through throughout the year.  

Several current development-based priorities and medium-term goals from IAIA’s strategic plan include:

(a) Explore a policy of multi-lingualism – to assist in capacity building where English is not spoken

(b) Review and enhancement of training and professional development strategy

(c) Explore revisions to the membership fee structure to make it more possible for developing country memberships

As an indication of the successfulness of this approach, more than half of the 2001 SAP actions were completed, with other activities showing significant progress.

2.2 Relationships
IAIA encourages the development of IAIA affiliates and branches worldwide and seeks association with organisations with similar missions.   In addition,   IAIA has also been approached by organisations such as RAMSAR, WHO, and Convention on Biodiversity for the purpose of establishing Memoranda of Understandings which identify common goals and mutual assistance in order to attain such.  These MoUs are available for review.  IAIA also has a network of liaisons to various UN agencies and to sections of the American Association for the Advancement of Science, and it has a Public Affairs Committee that seeks to increase awareness of and establish links for IAIA with other global institutions and sectors.

IAIA has played an important role over the past 6 years in advising the delegates to the CBD and Ramsar COPs and scientific bodies (SBSTTA and STRP respectively). This advice has come in the form of direct presentations and communications with the delegates as to the importance of and potential for impact assessment in the implementation of the goals of the conventions as well as assistance with subsequent implementation of the Decisions and Recommendations.  To give an exapmle, large portions of the recommendations from the IAIA ’97, ’98, ’00 and ’01 annual conferences are reflected in CBD and Ramsar COP, SBSTTA and STRP decisions and recommendations.

IAIA branches are geographically-based groups comprised completely of IAIA members.  IAIA’s first branch is located in the Washington, DC area.  Because Washington is the home base for World Bank, Inter-American Development Bank and other multinational organisations, the IAIA-Washington Area Branch serves IAIA members from around the world as they are stationed in the area for part of their work year.  In turn, IAIA-WAB takes advantage of visiting experts from around the world who are willing to provide dynamic educational programmes of current practice.  Because all Branch members are members of IAIA, there is no separate contractual or legal organisational entity.  Members volunteer to set up programmes, send notices, and arrange for programme space within their own organisations.  On average, IAIA-WAB hosts programmes on a monthly basis, thereby offering area members numerous opportunities to share experiences, expertise and expand their knowledge of projects, problems, and possible approaches to impact assessment practice.

IAIA affiliates are geographically-based groups that accept IAIA’s purpose and Code of Ethics.  These groups are organised within the legal framework of the area in which the interested members are located and operate as their own separate organisation, not legally connected to or controlled by IAIA.  IAIA affiliates are operational in South Africa, New Zealand, Western & Northern Canada, Ontario (Canada), Quebec (Canada), Beijing, Brazil, Cameroon, Central & Eastern Europe, Ghana, Japan, Nigeria, Kenya, and Nigeria.  Other start-up affiliates are organizing in areas such as Guyana, Uganda, Zambia, Mexico and The Philippines.  Because of the financial constraints existing in many of the affiliate countries of interest, formation and maintenance of these fledgling groups is tenuous.  However, it is these local associations that are the lifeblood of IAIA.  Through the efforts and programmes of the local affiliates, the IAIA net is cast more broadly and the programmes more targeted to local needs and interests than could be possible from the larger organisation.  

The Netherlands Association for Environmental Professionals (VVM), Association Argentina de Geologia Applicada a la Ingenieria, International Society of City and Regional Planners, Environment Institute of Australia, and the China Association of Environmental Protection Agency are some of IAIA’s “associated organisations”.  Associated organisations are independent organisations which have a purpose similar to that of IAIA and with which a mutually beneficial relationship may result.

Designation as an IAIA branch, affiliate or associated organisation is conferred by the IAIA Board of Directors on the basis of an application.  The original request or its renewal is based on an assessment of the organisation’s consistency of purpose with the educational/capacity-building objectives of IAIA, a statement of past and intended activities, and agreement with IAIA’s Code of Ethics.

One final note:  IAIA is an organisation of volunteers.  Most of the work of the organisation is carried on by its Board of Directors and the sections, committees and task forces.  To dedicate exceptional time and effort to these tasks, an individual must have agreement and support from his/her employer.  Nowhere is this more evident that for those individuals who serve a three-year term as a director on the IAIA Board.  Thus, at this time, IAIA Directors and therefore IAIA have the support of Hydro-Quebec, Hong Kong Environment Protection Department, University of Otago, Shell Global Solutions International, William Jones & Associates, IUCN, The World Bank, the Institute of Resource Assessment (Tanzania) and the US AID, Nordregio, Tokyo Institute of Technology, ABE - Benin, and the World Health Organisation.

2.4 Focus on Demand/Innovative Capacity

The IAIA Board of Directors is elected by the membership of the organisation and sets the policy and overall direction of IAIA.  Although the organisation spent its formative years with the express purpose and goal of being an international organisation, it was under the direction of mainly a North American – Northern European Board during that time.   Since the mid-90s, a more North-South balance is being realized on the Board, due in part to the efforts of the Nominations Committee policy to balance the Board representation on a number of criteria (regional, racial, ethnic, gender, experience and professional expertise), with developing country representation being a top priority, and in part to the growing maturity of IAIA. 

At this point, of the 12 members, 3 are African (from Tanzania, Benin, and South African working Switzerland), 1 Brazilian, 1 New Zealander.  During the same period, IAIA has had a South African president, a South African treasurer and another Brazilian director.  Though still dominated by white faces, the voices of the South are solidly evident now around the table and in the policies and pursuits of IAIA.

One example of implementation of the current emphasis on improving North-South exposure and cooperation is that the 2002 midterm Board meeting was held in Accra, Ghana, in conjunction with a meeting of African environmental professionals arranged by our mutual host, CLEIAA.  And in spite of the financial risk involved in holding a conference in a developing country, the Board chose to locate the 2001 annual conference event in Cartagena, Colombia. No IAIA conference had ever been held in a Latin American nation in the organisation’s 20-year history.

Early in 1999, the IAIA Board of Directors began an intensive strategic planning effort.  This entailed first an assessment of the organisation’s strengths and weaknesses, a review of its mission and vision statements, and then goal setting.  The strategic plan is now a working document, that is revisited and evaluated each year, with a period of time set aside when the Directors meet to set priorities for the coming year.  Having such a guide ensures the integrity of decisions and the direction of programmes are in keeping with the current mission and vision of IAIA and are not led by a dominating personality or regional bias.  

Two organizational components bring current issues and concerns before the IAIA Board of Directors:  the Council and the Sections.  The Council is 

Advisory to the Board and includes all committee chairs, representatives of branches, affiliates and associated organizations, and representatives of sections.  The special interest area sections have developed within IAIA and these play a key role in shaping the content of the IAIA conference events and in developing plans of work to support IAIA involvement in the global arena.

2.5 Public Support

IAIA has members from over 100 nations and regularly draws participants from 70+ countries to its annual conference event.  Annual conferences average about 550 participants, with its last conference, IAIA ’02 in The Hague, being host to over 600 delegates.

Because of the global representation at the annual meetings, these conferences are increasingly seen by key players in the environmental arena as the ‘efficient’ place to hold back-to-back meetings.  The World Bank, WHO, and E7, for example, have held meetings in conjunction with recent IAIA meetings.  In addition, each annual conference has been preceded in recent years by a one-day intergovernmental policy forum, which is a meeting for high-level environmental decision makers where they are able to discuss areas of common concern.

Some organizations have chosen to not only have their employees as IAIA members, but also to become corporate/institutional member of IAIA, thus showing their support of IAIA and its mission.  The following list gives a flavor of the variety of corporate or institutional members who lend their support to IAIA:

· Environment Australia

· Environment Canada

· Hydro-Quebec

· Academy of Sciences of the Czech Republic

· Ministere de l’Environment (Luxembourg)

· Malta Planning Authority

· Cape metropolitan Council

· Spanish Professional Association of Land and Mercantile Registers

· Commission for EIA (The Netherlands)


3.1 General organisational aspects

IAIA was originally established in 1981 with 160 founding members.  Articles of Incorporation were filed in the State of Georgia, USA.  IAIA is a non-profit, 501(c)3 organisation.

An elected Board of Directors committed to the organisation’s mission and leadership of the organisation governs IAIA.  The Board determines the mission, strategic direction and future programming of IAIA.  It ensures and nurtures adequate human and financial resources and actively monitors and evaluates the results of its actions and IAIA activities.  The Board develops and approves policies that ensure achievement of the mission and prevent perceived, potential, or actual conflict of interest.

IAIA is governed by by-laws, a copy of which is included in the Appendices under “Handbook.”  The organisation also follows USA’s Generally Accepted Accounting Practices (GAAP) and Internal Revenue Services (IRS) requirements.

The number of Board positions is set by the current organisational bylaws (Article IV) at twelve, each member serving a three-year term. Included in this number is the position of  president (consisting of a president-elect, president, and past-president); a treasurer and secretary are appointed by the Board from among the nine remaining directors.  

Candidates put forth to stand for Board positions (and consequently those elected) reflect insofar as possible the geographic, substantive, and gender distribution of the IAIA membership as well as providing a balance of administrative/management expertise and experience and past service to IAIA.

Only the elected IAIA Board officers and directors have voting power.  However, the governing structure of IAIA relies on input from the IAIA Council.  The Council is advisory and serves as a link from the vital work being carried out by the committees and task forces to the Board of Directors.  The Council includes the chairs of all committees, any secretariat representatives, the CEO and assisting staff, and others by invitation of the Board, and the IAIA Board of Directors.  Council meetings are open to all IAIA members.

The IAIA Board meets at least three times each year:  twice at during the annual conference and one mid-term meeting.  In addition, Board members are expected to attend Council meetings and the Annual General Meeting.  They are also expected to take on special assignments as necessary.  Because Board members are so geographically dispersed, regular electronic communication is used to discuss issues that evolve between Board meetings.

The International Headquarters of IAIA, located in Fargo, North Dakota, USA, handles the day-to-day service, products, management, and financial operations of the organisation.  This office is staffed by four full-time paid professionals and part-time student assistants (both paid and volunteer).  Headquarters serves to implement the policies and priorities set by the Board of Directors.  

The Headquarters office has a flat organisational structure which has proven to be very stable and very effective.  The team is headed by the CEO.  Three employees cover eight departments:  Website Management, Publications, Meeting Planning, Marketing, Finance, Database Management, Communications, and Member Services.  All employees handle their own areas, communicating and cooperating with each other as needed; otherwise, employees work efficiently on her respective areas without direct oversight or supervision.

The next few years are unlikely to see any fundamental changes in the overall size or structure of the organisation.  Of course, additional programme project/staff would be recruited to handle administrative tasks associated with new grants/contracts.  However, the Minister will be notified well in advance should any major changes be anticipated in the organisational structure of IAIA.  

3.2
Efficiency and effectiveness

The IAIA team in the USA consists of one CEO and three paid professionals.  All have university degrees.  The CEO holds a graduate degree in political science, and individuals with a range of education specialties and experience fill the remaining posts.  All have four or more years of experience in their fields within which they work for IAIA.  Full job descriptions of the International Headquarters staff are contained in the appendices.

In addition, IAIA also retains the assistance of student interns, some volunteer and some paid in cooperation with one of three local universities.  By its very nature, the internships are temporary.  Therefore, IAIA has utilized students with a range of specialties, from communications to computer information systems to marketing, to work on projects as needed.

IAIA’s office is located in an office complex in a commercial area of Fargo.  Most communication with our members is done via telephone, fax, or e-mail.  

If this programme of work is approved, an additional person will be hired to undertake programme administration and financial management. 
Outside of an administrative coordinator for this proposed programme, no change in staff composition is expected.  However, as a part of our continuing strategic planning process, there are several procedural improvements being developed.  For example, to improve communication between and among the Board members and IAIA headquarters staff, information for a monthly activity report will be collected and the resulting report will be distributed.  In this way, all parties will be kept abreast of the work and activities being performed by everyone else.  

Other developments are evident in the Strategic Action Plan Summary, contained in the Appendices.  For instance, a task force is exploring the implication of moving from an English-only policy to a multi-linguistic policy for key IAIA activities and products.  Other task forces are exploring increased services to business and industry and to students/early career professionals.

3.3
Monitoring, evaluation, and quality management
The IAIA Board of Directors developed a Strategic Plan in 1999-2000.  The Plan contained a large number of action statements for various long-term goals.  In June 2001, a Strategic Action Plan (SAP) was developed to implement the IAIA Strategic Plan.  SAP 2001 was designed to include activities to be completed within 12 months.  Specific activities were assigned both a completion date and a person responsible to oversee it.  One person was designated to be responsible for follow-up with each participant to make sure he/she is working on the assigned duties.  By June 2002, a majority of the items had been completed.  Those that were not completed were carried over to SAP 2002, and additional items have been added.  Specific responsibilities and deadlines for SAP 2002 are currently being assigned.  

Each year we ask participants at our annual conference to complete evaluation forms.  We use the data gathered there to improve our processes and formatting of the conferences.  We also regularly survey our entire membership to obtain their feedback on our publications, web site, and other member services.  We are currently in the process of analyzing data collected from IAIA’02 evaluations and from our most recent membership feedback survey.  These surveys frequently result in fine-tuning of organisational products and services.  

In addition to these regular monitoring systems, we also evaluate individual projects as service to the donor and as a way to improve our operations and service on such programmes.  For instance, we received funding from CIDA and obtained feedback from project participants upon the project’s completion.  A survey is also due of a project completed three years ago.  We are preparing to contact the participants and ask how that particular project has impacted them, three years hence.

IAIA has no legally bound partners.  Instead, it has a loose, voluntary association with groups who have missions similar to IAIA.  Affiliates, branches, and associated organisations have been described in a previous section.  IAIA affiliates are required to submit an annual renewal report.  These reports are reviewed by the Board of Directors to determine continual compliance with IAIA’s vision and mission.  

Each year, IAIA engages a local partner to assist with preparations for its annual conference.  Often, these are national environmental-type agencies, but the actual type of organisation varies from year to year, country to country.  Each party signs a letter of agreement, although the agreement typically outlines responsibilities for each party as well as a plan for distribution of conference profits.  Should the agreement be breached, IAIA is not required to share any possible conference surplus with the local organisation.

Each year, a certified public accounting firm reviews IAIA’s accounts.  At the request of one of the sponsors of IAIA’01 in Cartagena, Colombia, a financial review specific to the IAIA’01 conference financial statements was conducted.  No specific recommendations were generated as a result of that process.  More details about IAIA’s financial statements are contained in the following section.

3.4
Financial management structure

Please see appended Policy Note #1: Sponsorship for IAIA Activities, which outlines management of project/programme funds from donors.

IAIA financial transactions have several checkpoints.  An IAIA headquarters staff member is responsible for processing credit card payments, performing data entry within our internal database system, and issuing receipts.  At the end of each month, a different staff person (the financial specialist) collects and reviews all the financial documents collected/generated during that month and organises them to give the to IAIA’s accountant, an independent certified public accountant (CPA).  This person also interfaces with the accountant on a regular basis to ensure that financial details are coherent, maintained and updated.  

The accountant processes all financial data into an accounting software system and generates monthly financial statements.  A draft of the statement is reviewed by the financial specialist at Headquarters, and if necessary, by the CEO.  Any corrections or changes (e.g., coding errors) are noted and communicated back to the accountant who then prepares a final monthly statement.  Once IAIA’s financial specialist receives the final monthly statement, both in hard copy and electronic copy, she forwards the electronic copy to IAIA’s treasurer.  

The treasurer is responsible for a more policy-oriented approach to evaluating the financials, ensuring that IAIA is meeting budgets as they were set, coinciding with IAIA policy, etc. The treasurer and CEO are responsible, in cooperation with the financial specialist, for preparing the operating budget each year.  Using financial statements received from the accountant, the treasurer reports at each meeting of the Board of Directors and prepares a financial summary to be included in the IAIA Annual Report.  Ultimately, the Board must approve each year’s budget.

During the course of the annual budgeting process, the treasurer considers the actions of the Board (where funding should be increased, new projects to fund, etc.), input from the CEO, and actual revenue and expense amounts for previous years.  With the assistance of Headquarters, the treasurer finalizes a budget and submits it to the Board for approval.

The CEO has primary signing responsibility on the IAIA checking account.  In her absence, another staff member who has no other financial duties can also sign checks.  No other employees have signatory authority on the accounts.  The financial specialist prepares the bills to be paid, based on the invoices received, and the CEO signs them.  The signed checks are returned to the financial specialist for copying and mailing.

In a sense, external audits are performed every month.  If the accountant notices anything that seems odd or out of place, he brings it to the attention of the financial specialist.  Formal reviews of financial statements occur every year by the accountant.  

Communication between Headquarters, IAIA’s accountant, and IAIA’s treasurer is frequent.  As a result, oversight of IAIA’s financial statements occurs on a regular basis.  Like the work atmosphere at IAIA, the link between the accountant and IAIA is also open. Therefore, if the financial specialist or the CEO has a question or concern that has financial or accounting repercussions, it is discussed with the accountant on an ad hoc basis, and our accountant provides guidance and training on accounting procedures to the staff.  For example, if the accountant has suggestions for ways to run our operations more efficiently or effectively, he brings these suggestions before the CEO or financial specialist.

IAIA utilizes a very conservative investment policy.  When the current CEO first took over the reigns of IAIA in 1995, there was barely enough reserve to operate for the following year.  Consequently, IAIA has chosen to maintain at least US$100,000 in short-term investments.  At present, approximately US$260,000 is held in money market accounts, mutual funds, and certificates of deposit.  These funds are held as a reserve, to be used only in case of a shortfall.

At IAIA’s annual conferences, instructors are contracted to provide training courses held just prior to the conference.  IAIA collects the training course fees along with the conference registration fees.  A set administration fee is retained by IAIA and the balance, less costs for lunches and coffee breaks, is paid to the instructors once all appropriate forms (tax forms, course evaluations, registration sign-in sheets) have been collected.  

In the past three years, several changes have been made in the area of financial management that have improved the organisation’s financial operations.  An effort is being made to arrange annual meeting locations and host organisations further in advance.  This allows more time to locate and secure conference sponsorships.  A separate staff person now interfaces between headquarters, the treasurer, and the accountant, freeing the CEO from this task and increasing the frequency of communication; this staff person can also perform queries of the accounting software, thus reducing the number of calls to the accountant for questions.  The IAIA database has been improved to allow for better financial record-keeping, and the coding system has been modified to make it more effective.  Separate accounts for specific projects/programmes can now be tracked and maintained for ease of reporting to the programme staff and donor.

As part of IAIA’s strategic planning process, a Strategic Revenue Generation Plan (SRGP) has been commissioned.  As part of the SRGP, a task force explored various ways of diversifying revenue sources.  IAIA committees, sections, and task forces have also been tapped for their ideas on ways to increase the amount and types of revenue IAIA receives.  Recommendations will be submitted to the Board of Directors as part of the SRGP.
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Box 1: Summary of CBD COP Decisions Relating to Impact Assessment





Decision IV/10-C of the fourth meeting of the Conference of the Parties to the CBD which invites Parties, Governments, national and international organizations, and indigenous and local communities embodying traditional lifestyles to exchange information and share experiences on impact assessments and strategic environmental assessments that consider environmental effects and interrelated socio-economic aspects relevant to biological diversity.





Decision V/18 of the fifth meeting of the Conference of the Parties to the CBD which requested the Subsidiary Body on Scientific, Technical and Technological Advice (SBSTTA) to further develop guidelines for incorporating biodiversity-related issues into legislation and/or processes on strategic environmental assessment and impact assessment, in collaboration with the scientific community, the private sector, indigenous and local communities, non-governmental organizations and relevant organizations such as, inter alia, the IAIA, and further elaborate the application of the precautionary approach and the ecosystem approach, taking into account needs for capacity-building. 





Decision VI/7 endorsed guidelines for incorporating biodiversity-related issues into impact assessment legislation and/or processes and in strategic environmental assessment and called for a further elaboration of the guidelines. 





Decision VI/7 of the sixth meeting of the Conference of the Parties to the CBD also requested the Executive Secretary to compile and disseminate current experiences in impact assessment and strategic environmental assessment procedures that incorporate biodiversity-related issues, as well as experiences of Parties in applying the guidelines; and in light of this information, to prepare, in collaboration with relevant organizations, in particular the IAIA, proposals for further development and refinement of the guidelines, particularly to incorporate all stages of the impact assessment and strategic environmental assessment processes taking into account the ecosystem approach and to provide a report of this work to the Subsidiary Body prior to the seventh meeting of the Conference of the Parties (See Also Box 2).  
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