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I. FOREWORD

The Bulgarian Government’s efforts in the establishment and strengthening of the national protected areas system present clear evidence of its biodiversity conservation policy.

This policy finds expression in the progressive state funding for protected areas management.

While the necessity of funding protected areas increases every year, there also appear a greater number of opportunities for sustainable livelihood of the people living around protected areas.  Indeed, funding activities in protected areas contributes to the social and economic development of neighboring communities. Nature preservation does not impose limitations – rather it creates economic development opportunities.

The establishment of a mechanism for sustainable financing of protected areas management activities, supplementing the efforts of the state, is of vital importance for the future of nature protection in the country.

The Protected Areas Fund is established in the framework of the existing National Trust EcoFund specifically to meet this need. It is envisaged as an endowment fund, where the principal is invested and the income supports projects.

The National Trust EcoFund is an institution with a history of success and a solid reputation, both in the country and among foreign financing institutions. It has the capacity and readiness to establish and manage the new Protected Areas Fund, thus ensuring long term financing for protected areas management, supplementary to the normal state budget.

The National Trust EcoFund elaborated the Protected Areas Fund Strategy for a period of five years through a participatory approach, involving all stakeholders – state institutions as policy makers, financial institutions as potential donors to the fund, as well as its potential beneficiaries. The successful implementation of the Strategy will depend on all of them, which necessitates their participation at all stages of the decision making process.

At the same time, the Government of Bulgaria, through the Ministry of Environment and Waters, the Ministry of Agriculture and Forests and the Ministry of Finance, should maintain its political responsibility for the success of the Protected Areas Fund. The State, as initiator of this Fund, shall always be its warrant before the foreign donor institutions and the Bulgarian and foreign corporate Fund sponsors.

The present Strategy is the first five-year strategy of the Protected Areas Fund, designed as an open and “living” document. It will serve as a general framework for the activities to be undertaken in the process of establishment and institutionalization of the Fund. 

Chairman of the Board of Directors

Dr. Valentin Bossevski
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III. EXECUTIVE SUMMARY

Bulgaria presents an exceptional opportunity for biodiversity conservation in Europe. Poised at the confluence of three major eco-regions, its biodiversity profile includes not only a wide array of species, but also an unusually high level of endemism and endangered species. The extent of intact natural ecosystems in Bulgaria is unmatched in Europe.

The Government of Bulgaria (GOB) seeks to ensure the long-term protection of biodiversity through a Protected Areas Fund (PAF). A multi-stakeholder group convened in May and July of 2003 to develop the PAF strategy. The vision for the fund, synthesized from feedback from government ministries, park directorates, NGOs, and donors, is an independent sustainable funding mechanism that collaborates in a transparent and efficient manner with government and other stakeholders in the improved management of Bulgaria’s protected areas. The mission statement for the PAF is:

To support the protection of the landscapes, natural habitats, and biodiversity of Bulgaria’s protected areas as envisioned in the National Strategy for the Conservation of Biological Diversity, through sustained funding that complements normal
 government expenditures and co-financing from donor projects for protected areas.

The fund will operate within the existing National Trust EcoFund and will focus on the themes of biodiversity conservation, infrastructure, management plan development, sustainable economic use of protected areas, communication and education, and institutional strengthening. This document outlines the legal, institutional, and operational framework of the fund.

The Government of Bulgaria is making a strong commitment to this fund and to the nation’s protected areas. It will match international grants to the fund, up to BGL 12.5 million. In addition, it will continue to support the annual budget of the protected areas system at a cost of BGL 1.72 million in 2003, and increasing by 20 percent per year over the next four years.

IV. INTRODUCTION

Bulgaria’s protected areas encompass 5% of the country’s territory. They are comprised of the following categories: 90 reserves; 3 national parks (Rila, Pirin, and Central Balkan); 457 natural landmarks; 10 nature parks; and, 175 protected localities. These protected areas are home to some 4,000 invertebrate species of which about one quarter are a global conservation priority, and 300 vertebrate species, two-thirds of which are protected under both Bulgarian and international law. Some of the most significant populations of large mammals in Europe also reside here: red deer, wolf, brown bear, and Balkan chamois.

Bulgaria’s biodiversity is closely linked to thousands of years of traditional and sustainable use. Many plant species continue to be used in daily life. Today, Bulgaria is one of the most active exporters of wild medicinal plants in Europe. Eighteen species of edible mushrooms with high commercial value can be found in Bulgaria’s protected areas, from a total of 2000 naturally occurring species. Many rural communities support themselves through collection of such non-timber resources in Bulgaria’s protected areas. Approximately BGL 1.5 million is derived annually from wild blueberry collection alone in Bulgaria’s three National Parks – a direct economic benefit to Bulgaria’s most needy citizens.

Following its commitment to the International Biodiversity Convention in 1992 with the Environmental Protection Act, Bulgaria adopted the first National Strategy for the Conservation of Biological Diversity in 1994. In 1998 the Protected Areas Act established the legal framework for the declaration and management of protected areas, the principal conservation tool of the Bulgarian government. The Biodiversity Conservation Act of 2000 provides for the establishment of a national ecological network in keeping with NATURA 2000.  It defines the responsibilities of the State, municipalities and individual citizens in protecting the diversity of plant and animal species within and outside the protected areas system.   It is complemented by the National Action Plan for Biological Diversity Conservation of 2000.  

The concept for the PAF grew out of the activities conducted by USAID’s BCEG Project. These activities focused on the long-term financial sustainability of Bulgaria’s protected areas system, and ultimately led to the idea of developing Bulgaria’s (and Eastern Europe’s) first trust fund for the conservation of biodiversity within the national protected areas system.

Nations such as Bulgaria house a wealth of biodiversity that generates global value – that is, the benefits of maintaining natural habitat and healthy species populations extend beyond the borders of the country. International donors, as a result, may seek out responsible, efficient, and effective financial mechanisms, such as trusts, to channel grants to cover the incremental costs of world-class conservation management in those countries unable to afford it under current economic circumstances. A trust fund for protected areas in Bulgaria creates opportunities for this type of international assistance.

Another reason for a trust fund is to create a vehicle for private and corporate contributions to protected areas management. Private individuals with a personal interest in conservation may choose to contribute to the fund, as well as businesses that: a) seek to improve entrepreneurial initiatives related to protected areas, such as tourism; b) wish to enhance their brand name through the public profile generated by a contribution; and c) view donations to the protected areas system as a component of their Corporate Social Responsibility strategy. Once a trust is in place, the number of possible sources of funding may blossom that previously were unknown or not possible without the existence of a non-governmental entity administering these funds.

Under the leadership of the National Trust EcoFund, USAID’s BCEG Project, and the World Bank/Global Environment Facility, a multi-stakeholder group convened in May and July of 2003 to design a strategy for Bulgaria’s first trust fund for protected areas. Table 1 summarizes the participation in the strategic planning process. The stakeholder group formulated a vision and mission statement, developed a logical framework, and proposed operational guidelines. This document represents a synthesis of the stakeholder process.

	TABLE 1: PROTECTED AREAS STAKEHOLDER PARTICIPATION



	Stakeholders
	Institutions

	Government
	· Ministry of Environment and Waters

· Ministry of Agriculture and Forests

· Ministry of Economy

· Ministry of Finance

· Regional Environment Inspectors

	International Donor Organizations
	· US Agency for International Development

· World Bank

· UN Development Program

· European Union

· Swiss Government

· Danish Government

	Potential beneficiaries
	· Protected areas managers

· Conservation NGOs

· Eco-tourism associations/private businesses


V. MISSION AND OBJECTIVES

The vision for the PAF is an independent sustainable funding mechanism that collaborates in a transparent and efficient manner with government and other stakeholders in the improved management of Bulgaria’s protected areas. The mission statement for the fund is:

To support the protection of the landscapes, natural habitats, and biodiversity of Bulgaria’s protected areas as envisioned in the National Strategy for the Conservation of Biological Diversity, through sustained funding that complements normal government expenditures and co-financing from donor projects for protected areas.

The fund will enhance and complement current government spending on protected areas along the themes of:

· Biodiversity conservation;

· Infrastructure within protected areas;

· Management plan development;

· Sustainable economic use of protected areas; and,

· Communication and education.

The logical framework (Annex A) lists the specific objectives, performance indicators, and means of verification for each of these themes.

VI. INSTITUTIONAL AND LEGAL FRAMEWORK

Institutional Framework

The PAF will be integrated into the National Trust EcoFund, an independent non-governmental entity governed by law to administer funds for environmental management. The Government of Bulgaria originally created NTEF to accommodate funds created by a debt-for-environment swap with the Swiss Government. NTEF provides a unique opportunity to utilize an existing trust fund, with seven years of experience and a proven track record of independence, accountability, and transparency, satisfactory to past donors and clients including the Swiss Government and World Bank.

The PAF will work with the Ministry of Agriculture and Forests, Ministry of Environment and Waters, and Ministry of Finance, to fulfill its mission of improving protected areas management in Bulgaria. In addition, the PAF will collaborate with the Bulgarian Academy of Sciences and the academic community, NGOs, and the private sector in its work. The activities for the PAF are determined by: the statute and ordinance that formed and govern the NTEF; the multi-stakeholder Board of Directors; and the donor-comprised Advisory Board. It is therefore, independent of government or any other specific interest group.

Stakeholders of the PAF include the Ministry of Agriculture and Forests, Ministry of Environment and Waters, and the Ministry of Finance, National Park and Nature Park Directorates, Regional Inspectorates, municipalities, environmental and other NGOs operating in the zone of influence of protected areas, private businesses and business associations with initiatives related to protected areas, academia, and donors to the PAF.

Legal Context

The broader legislative context for the PAF is comprised of acts guiding environmental management and conservation of biodiversity in Bulgaria. They include:

· Environmental Protection Act (1995, 2002)

· Protected Areas Act (1998)

· Biodiversity Conservation Act (2002)

· International Biodiversity Convention (1995)
In addition to those acts, the national strategies and action plans for biodiversity conservation include:

· National Strategy for Biological Diversity Conservation

· National Action Plan for Biological Diversity Conservation

The Government of Bulgaria established the National Trust EcoFund by a legislative process in 1995. Since the PAF will operate within the NTEF, this legislation will guide the activities of the PAF, and it is being revised to reflect this and specific donor requirements. There are four key legal mechanisms:

· Environmental Protection Act (2002), Art. 66, 67, 68

· Ordinance for the Organization and Activity of the National Trust EcoFund

· Statute for the Organization and Activity of the National Trust EcoFund

· Agreement between Government of the Republic of Bulgaria and Government of the Confederation of Switzerland on the “Debt-for-Environment” Swap

The fourth legal mechanism listed above is an international agreement that supersedes Bulgarian legislative processes. The agreement ensures independence of the trust from government. This mechanism expires when funds from the Swiss “Debt-for-Environment” swap are exhausted. It will need to be replaced with a similar international agreement for other international donors, such as GEF, that have strict requirements for fund independence.

Governance Structure

The NTEF is comprised of three bodies: Board of Directors; Advisory Board; and Executive Bureau.

The Board of Directors is composed of seven members:

· Deputy Minister of Environment and Waters;

· Deputy Minister of Agriculture and Forestry;

· Deputy Minister of Finance;

· NGO representative of environmental groups;

· NGO representative of municipalities;

· A representative from the Bulgarian Academy of Sciences; and,

· The Chairman of the Board (no stakeholder affiliations).

The Chairman of the Board is required to be independent of any role in government and have no political party affiliations.  The Chairman must also have appropriate technical background and experience related to environmental and conservation management.  While the Chairman must be approved by the Council of Ministers of the GOB, he must first be approved by donors to the fund (via the Advisory Board, see below).

The deputy ministers shall be appointed by their Ministry. The respective Minister shall appoint a permanent alternative representative of their ministry in the Board of Directors with voting rights for the occasions when the deputy ministers are not able to participate in the work of the Board of Directors. The representative of the Bulgarian Academy of Science shall be appointed by its Academic Council.  The environmental NGOs shall be responsible to nominate a joint representative.  If they fail to agree on a joint representative, one shall be elected for them by the Board from among the nominated candidates.  The representative of municipalities in Bulgaria shall be appointed by the National Association of Municipalities.

The Advisory Board is composed of donors to the fund.  The Advisory Board has the right to: make recommendations to the Board of Directors on any issues related to fund administration; approve nominations for Chairman of the Board; and, veto project funding.

The Executive Bureau implements activities of NTEF.  It is composed of an Executive Director as well as financial, technical, and administrative personnel.  The current staffing is: i) Director; ii) Financial Officer; iii) Accountant; iv) Technical Officer; v) Environmental Expert; vi) Office Manager; Driver; vii) Support personnel.  A full human resources needs review for the operation of the PAF will be completed in January of 2004 by USAID’s BCEG II project, but major changes are not expected.

VII. OPERATIONS

The operational guidelines set forth are the product of:

· The legal parameters for NTEF operations, as found in its ordinance and statute;

· Donor requirements;

· Proposals of the stakeholders convened to design the PAF strategy.

Additional specific guidelines will become available over the course of 2004. They will be made available in an updated version of this document as well as periodic notices and publications of the PAF.

Clients

Potential clients (beneficiaries) of the PAF include: National Park and Nature Park Directorates; Regional Environmental Inspectorates; municipalities; environmental, tourism and other NGOs operating in the zone of influence of protected areas; private businesses and business associations with initiatives related to protected areas; and, academia.

Grant Making

Overview

All grants must, as a primary condition, fit within the themes and objectives of the PAF, as outlined in the Logical Framework (Annex A). All projects that meet this primary condition will be assessed on the basis of practical, technical, and scientific merits.

The review and selection process will emphasize transparency. The PAF will use the following measures:

· The PAF will use the evaluation criteria put forth in this document;

· Grant proposals will be reviewed by PAF staff, and outside experts when necessary, to determine their merit based on the evaluation criteria;

· Each grant proposal will receive a graded evaluation statement that explains the basis for accepting or rejecting the proposal;

· All accepted grant proposals will be available to the public, with a summary of their evaluation; and,

· Proposals by entities other than Park Directorates that involve activities within protected areas, or activities that may directly affect protected areas, must be accompanied by a letter of agreement from relevant Park Directorates.

Conditions

All projects shall: 

1. Comply with the PAF’s logical framework (priority areas/themes), with clear statement of problems and how they will be addressed;

2. Create net positive environmental benefit, as described in an environmental assessment and if required by the Environmental Protection Act, a formal environmental impact assessment (EIA);

3. Complement normal government expenditures in protected areas (normal government expenditures include salaries, recurring maintenance costs of existing equipment and infrastructure, and biodiversity monitoring required for Natura 2000);

4. Have measurable outcomes to ensure meeting the log frame indicators

5. Comply with International and Bulgarian legislation, including

· Protected Areas Act

· Biodiversity Conservation Act

· Environmental Protection Act

· International Biodiversity Convention

· National Strategy for Biological Diversity Conservation

· National Action Plan for Biological Diversity Conservation

6. Provide project documents in compliance with requirements as publicized by the NTEF, quoting updated technical solutions and prices; 

7. Provide evidence for organizational and financial ability to operate project upon completion and to ensure desired environmental effect for entire duration of project;

8. Present evidence of co-financing, if possible (co-financed projects preferred).

Application

Project proposals and application documents shall be submitted pursuant to the published NTEF/PAF procedures and in accordance with the Application (Annex B).  Applications include the following:

1. Information about the applicant;

2. Project name and site description;

3. Project objectives;

4. Project description;

5. Methodology;

6. Implementation schedule;

7. Qualification and experience of key personnel;

8. Project financing plan and budget;

9. Counterpart funding;

10. Project sustainability evaluation;

11. Project significance evaluation;

12. Other projects in the region of project implementation;

13. List of Collaborating Entities;

14. Additional documents;

15. Project evaluation (including Monitoring and Evaluation Plan); and,

16. Environmental Assessment Checklist and/or Environmental Impact Assessment.

Application Evaluation

Selection of projects shall follow six criteria.

1. Relevance

· Does the project create a net positive environmental impact?

· How relevant is the proposal to the PAF logical framework?

· How clearly defined are the project objectives?

· To what extent do results to be achieved solve addressed problems?

2. Methodology

· How coherent is the overall project design?

· How clear and feasible is the plan of action?

· To what extent does the proposal contain objectively verifiable indicators for project outcomes?

3. Sustainability

· To what extent are the results of the proposed project sustainable?

a) Financially

b) Institutionally

4. Budget and cost effectiveness

· To what extent is the budget clear and detailed?

· To what extent is the proposed expenditure necessary for the implementation of the project and how realistic is the budget breakdown?

5. Management Capacity and Expertise

· How satisfactory is the current management capacity of the applicant (including staff, equipment and its ability to handle the project budget)?

Priority will be given to those projects that:

· Correspond to protected area management plans (when management plans exist);

· Address threats to protected areas;

· Identify a clear link between activities and the desired protected area outcomes;

· Can be used as pilot projects that may be applied at a larger scale or be replicated in or around other protected areas;

· Provide linkages such as ecological corridors, social linkages, sharing of experience between protected area management authorities or local communities.

Selection Process
Executive Bureau Committee Review

The Executive Bureau Committee (EBC) evaluates the project’s compliance with established criteria and terms.  The Committee shall be appointed by the Executive Bureau Director and includes members of the Finance and Economic and Technical Divisions of the Fund as well as if needed, qualified external experts retained for project evaluation. The Executive Bureau Committee’s decisions shall be recorded and the minutes shall be signed by the Executive Bureau Director.

Technical expert committee on PAF (TECPAF) 

TECPAF issues an expert statement on the eligibility of the project.

Advisory Committee Approval

The Advisory Committee approves or rejects proposed projects. AC’s decisions for rejection are final, unless otherwise provided for in the agreement with the respective Source of Financing, whose funds have been earmarked for the project under review. The Advisory Committee may approve for further consideration by the Board of Directors projects that have been rejected by the Executive Bureau. The AC decisions shall be in writing and shall include supporting arguments.

Board of Directors Approval

Final decision for approval or rejection is made by the Board of Directors on the basis of the Executive Bureau minutes and the Advisory Committee’s decisions, unless otherwise provided for in the agreement with the respective Source of Financing.

Administration Costs of the PAF

The cost of grants administration should not exceed 25 percent of the annual PAF budget, as a general guideline for trust funds supported by GEF.  The following tables detail the administration cost breakdowns for the PAF.

	ANNUAL NTEF RECURRENT ADMINISTRATION COSTS  AND PAF BURDEN



	
	Total NTEF Budget
	PAF Cost Burden

	PAF Administration

  Salaries & Benefits (Full time staff)

  Institutional Strengthening

  Technical Assistance to Projects

  Office Expenses, Vehicle Maintenance

  Audit

Major Procurement

  
	$67,000

$6,000

$20,000

$30,000

$18,000

See Table Below


	$22,000

$5,000

$12,000

$10,000

$6,000

See Table Below

	Total
	$141,000
	$55,000


	Procurement PLAN FOR NTEF



	Item
	Total NTEF 
	PAF Cost Burden

	Year 1
	
	

	Computers and Office Equipment

  Copy Machine (1)
	$4,000
	$1,333

	Vehicles

  4x4 Truck
	$20,000
	$20,000

	Year 2
	
	

	Computers and Office Equipment

  Server (1)

  Workstations (7)

  Printers (3)
	$  1,500

$14,000

$  3,000
	$500

$4,667

$1,000

	Year 3
	
	

	  No Procurement Projected
	
	

	Year 4
	
	

	  No Procurement Projected
	
	


Account and Audit of the PAF

The PAF will be subject to periodic independent audit according to national accounting norms, as well as donor audits according to international norms. The audited financial report of the PAF will be published in the fund’s Annual Report.  Accounting and auditing procedures will be presented in further detail in subsequent drafts of this report.

Monitoring and Evaluation of the PAF

Performance indicators listed in the Logical Framework will be the basis for monitoring and evaluation of the PAF. Monitoring information on these metrics will be published periodically in a Monitoring and Evaluation Report.  A complete monitoring and evaluation plan is under development.

Communications

The communications plan has two objectives, to ensure transparency and accountability with the public and donors, and to assist in fundraising activities.  The PAF meets these objectives using two key documents, the Annual Report and the Monitoring and Evaluation Report, and through continuous engagement mechanisms including the PAF website and a “Green Journalists Club.”

Reporting and Transparency

The PAF will be expected to account for all funds received and spent, provide clear metrics of performance, and demonstrate fairness and objectivity in the selection of beneficiaries.  This information will be made to donors and the public, ensuring that the PAF conducts all of its financial and technical activities in an open, objective, and honest manner.

There are three primary public reporting requirements for the PAF, all of which will be made available to donors and the public through the PAF website, and in hard copy upon request.

· Annual Report: Includes an audited financial report and a summary of annual activities, including performance as measured by the indicators in the Logical Framework (Annex A).

· Monitoring and Evaluation Report: Compiled in collaboration with Park Directorates, provides information on conservation status of the protected areas system, including performance as measured by the indicators in the Logical Framework (Annex A).

· Grants Information:  The PAF will publish guidelines for grants, including timelines, selection criteria, and application materials.  Applications accepted for grants shall be published, along with scores received in evaluation in order to inform the public of grants provided and the rationale for selecting them.

Support for Fund Raising

Fund raising activities will require support in the form of informational materials on the PAF and the Bulgarian protected areas system and media campaigns for corporate partnerships.

· Informational Materials:  The Monitoring and Evaluation Report can serve as a base for developing informational materials on Bulgarian biodiversity and the effectiveness and needs of the protected areas system.  This information will be important for informing potential donors of the importance of Bulgaria’s biodiversity and the necessity of supporting its conservation.

· Media Campaigns:  Media campaigns with corporate partners will form the basis of domestic fund raising efforts as well as awareness building of the fund.  Assistance with media coverage of events and signature programs will require that NTEF maintain a strong relationship with various media outlets.  The “Green Journalists Club” will serve as a reliable cadre of reporters interested in the accomplishments of the PAF and able to provide analytical and in-depth reporting for the general public.
Implementation

Communication should be a primary activity of the PAF, and should be budgeted accordingly and integrated into all relevant activities.  Implementation begins with internal policies that emphasize professionalism, transparency, informative communication, and timeliness.  Guidelines for effective responses to stakeholder queries, internal information sharing, media liaison, and international networking must be established and followed consistently.  One member or more of NTEF should be selected as a spokesperson for the PAF, and receive training in communication, if necessary.  External professional assistance in communication should be used as needed for development of a PAF image and preparation of promotional materials and press releases.

The implementation of the communications strategy has three components.

· Creation of a PAF identity

· Mission Statement

· Logo

· Projection of PAF to public

· Web site with public information materials

· Media relationships, press releases

· Sponsored events for fund-raising

· Annual Report

· Annual Monitoring and Evaluation Report

· Systematic measurement of the effectiveness of communication activities

· Tracking of number and diversity of grant applications received

· Content monitoring of media

· Tracking of funds raised

Fundraising

The fundraising target for the PAF is US$ 12 million. There is a standing commitment by the Government of Bulgaria to match foreign contributions up to BGL 12.5 million. Potential external donors include the Global Environment Facility (GEF), bi-lateral donors, private foundations, and corporations.  At the present time, the fund expects to receive US$ 2 million from GEF, a matching amount from the Government of Bulgaria, and US$ 200 thousand from the Government of Switzerland.  Additional fund raising will be required to achieve the target US$ 12 million.

International Funding

There are three categories of fund raising targets for the PAF: multi-lateral development agencies; bi-lateral development agencies; and foundations.  Each presents a long term opportunity for fundraising, but requires a continuous effort to acquire grants.

Multi-lateral Development Agencies
GEF and European Union are two primary sources of funding in this category.  GEF is capable of increasing its contribution to the endowment in the future, and NTEF should engage World Bank on this matter during mid-term and final reviews of the initial GEF grant.  EU funding for the PAF may be available in the form of pre-accession grant funds.  For both GEF and EU, provision of matching funding by the Government of Bulgaria will be essential.

Bi-Lateral Development Agencies

NTEF has received generous support from the governments of Switzerland and United States.  NTEF should continue to nurture these relationships and seek other bilateral agencies with a biodiversity conservation agenda.  The PAF is an ideal focus for bi-lateral funding given its history of strong donor relations, efficacy, and transparency.

Foundations

In 2002 an initial review of private foundations by BCEG in the United States and Europe that fund biodiversity conservation revealed that Bulgaria is not a priority region for many (See BCEG memoranda for list of foundations).  This is attributable to two factors: a) there is not yet a tradition of philanthropy to Bulgaria; b) the biodiversity attributes of Bulgaria are not widely known.  NTEF should focus on providing information to foundations and international conservation groups with interest in Europe in order to stimulate foundation interest in the future.

National Funding

Government Support

The Government of Bulgaria will match external donations to the PAF, up to BGL 12.5 million.  The ratio of this match must be 1:1 to satisfy grant requirements of GEF and other donors.
Corporate Partnerships

Partnership between the PAF and corporations operating in Bulgaria provide an opportunity to generate funding for the PAF endowment as well as publicity for the protected areas system.  Partnerships with industry organizations, such as the Economic Development Council to the Ministry of Economy, AmCham, and BIBA may facilitate such partnerships.  Partnerships can provide important strategic benefits to corporations.

· Publicity: Media coverage of events sponsored by corporate partners can reach millions of Bulgarians through television, radio, and print media.

· Advertisement: Product placement during events, such as outdoor equipment and consumables provide excellent opportunities for advertisement.

· Corporate Identity: Association with a cause of interest, such as the environment, can become a distinguishing characteristic to consumers.

· Corporate Social Responsibility: Multi-national corporations seeking to maintain license to operate in countries like Bulgaria may seek opportunities to demonstrate their contributions to public welfare.  Nature conservation is one effective option.

Event Sponsorship: The basic model for corporate-sponsored events has the following components:
· An event with appeal to media and of general interest to Bulgarian citizens, such as alternative sports with international participation, within protected areas;

· Agreements with corporate sponsors to contribute to the PAF endowment in exchange for sponsorship privileges such as event-based advertising and mention in media coverage; and,

· Focused media coverage of the event.

Signature Program Sponsorship:  The fund can organize special high-visibility projects implemented by the fund and a corporate sponsor such as a media campaign about Bulgarian biodiversity or an infrastructure project for one of the protected areas.  The corporate sponsor can receive exclusive rights to use the program for advertising purposes (within guidelines if publicity is planned within protected areas).  Corporations in other countries have found signature programs to be among the most effective tools for projecting a corporate identity with a social issue of interest to its customers. 

Endowment Management

The PAF will develop an endowment, a portfolio of investments whose returns will provide annual income for expenses and grants.  The objective of any endowment is to preserve the investment capital, spend a portion of the investment returns, and re-invest the remaining returns for future growth to offset inflation.

NTEF is currently operating a financial fund governed by operating and accounting procedures that have been audited satisfactorily by independent entities.  However, NTEF has not operated as an endowment to date.  The PAF will create an endowment, to be invested following the general guidelines outlined below.

Investment returns from the endowment shall be distributed to the PAF at a rate of five percent of the three-year moving average value of the endowment.

The initial amount to be invested as an endowment will be US$ 2 million provided by GEF, US$ 0.2 million from the Government of Switzerland, and US$ 2.2 million as a match from GOB.  Additional funds received by the PAF will be designated by the donor to either be added to the endowment or to be used as sinking funds.  The final objective is to capitalize the endowment with US$ 12 million.

The investment strategy for the endowment should minimize risk while ensuring an average annual return of at least eight percent, the rate of return necessary to cover: asset management fees; five percent annual distribution to the PAF; and the effects of inflation on the purchasing power of the endowment.

	Financial Projections for Endowment



	
	US$ 4.4 Million Endowment
	US$ 12 Million Endowment

	Annual Asset Management Fees

 (1% or less of assets under management)
	($44,000)


	($120,000)

	Annual Distribution to PAF from Endowment

 (5% of 3-year moving average of endowment value)
	($220,000)
	($600,000)

	Annual Investment Return from Endowment

(8-9% of endowment value*)
	$352,000 –  $396,000


	$960,000 – $1.08 Million

	Net for Reinvestment in Endowment

(2-3% of endowment value)
	$88,000 – $132,000
	$240,000 – $360,000


* Long-term average benchmark for balanced portfolio of U.S. stocks & bonds according to The Vanguard Group (www.vanguard.com).  Returns on European investments is historically lower.

An investment portfolio should include a mix of equities and fixed income (government bonds, corporate bonds, and bank deposits) investments.  The allocation of assets in domestic (Bulgarian) investments should not exceed fifty percent (50%), and should be invested entirely in fixed income instruments.  Assets invested outside of Bulgaria should be invested in the following proportions: at least twenty-five percent in fixed income instruments in non-emerging markets; the remainder in non-emerging market equities.

	Endowment Investment Strategy

	Asset Class
	Percentage

	Domestic (Bulgarian) Investments

  Fixed Income
	< 50.1% of total portfolio

  = 100% of domestic investments

	International (Non-Emerging Markets) Investments

  Fixed Income

  Equities
	> 49.9% of total portfolio

  > 24.9% of int’l investments

  < 75.1 % of int’l investments


The asset manager(s) will be selected on the basis of total cost of services (not to exceed 1% of assets under management), performance history (average annual returns and volatility of returns), and accountability.  NTEF will conduct a competitive process to select the asset manager(s).  The asset manager(s) will be required to execute a legal agreement, or provide legal documentation, ensuring that the investment strategy will not be changed without consultation with, and written agreement from NTEF.  Such written agreement will require a decision of NTEF’s Board of Directors.  For the purposes of this endowment, the international investment objectives and guidelines stated here may be achieved through investment in publicly-traded mutual funds governed by the relevant financial regulatory body(ies) of the non-emerging market countries in which they are incorporated.

The NTEF’s Executive Director will receive a monthly or quarterly report of the performance of the endowment from the asset manager(s).  The representative of the Ministry of Finance in the NTEF’s Board of Directors, with assistance from an external financial advisor if needed, will review and present the periodic reports from the asset manager(s) to the Board of Directors at their designated meetings.  The Board of Directors shall change the asset manager(s) in the event that they determine that their performance or compliance with investment guidelines are unsuitable.

An accounting of the endowment’s investments and returns will be included in the Annual Report of the Fund.

Two financial risks faced by all endowments are short term volatility in investments and long-term erosion of value from inflation.

· Volatility is measured as standard deviation of portfolio value, and the historical benchmark for a balanced investment portfolio in the U.S. is approximately 10 percent.  Volatility will be managed in three ways: i) the endowment portfolio is balanced between equities and fixed income investments and is diversified in both asset classes; ii) the annual distribution to the PAF is based on a percentage of assets in the endowment, not a fixed value, allowing for smaller distributions in cases of extended poor investment returns, thereby preserving the capital base as much as possible; and, iii) the percentage distribution is based on a three-year moving average of portfolio value, buffering the effects of short term fluctuations on the PAF’s annual distribution.

· Inflation is offset through reinvestment of a portion of investment returns.  The reinvestment projection is two to three percent of endowment value per year, which is lower than long-term average inflation rates for the US and Western European economies.  Assuming that average long-term inflation is five percent per year in nations where the endowment is invested, the purchasing power of distributions to the PAF will diminish by one half in 23 to 35 years (at reinvestment rates of two and three percent, respectively).  Over the long-term, periodic replenishment of the endowment with new grants will be needed to offset this effect.

	ANNEX A: LOGICAL FRAMEWORK FOR PROTECTED AREAS FUND


	Project Description
	Indicators
	Means of Verification

	Mission

To support the protection of the landscapes, natural habitats, and biodiversity of Bulgaria’s protected areas as envisioned in the National Strategy for the Conservation of Biological Diversity, through sustained funding that complements normal government expenditures and co-financing from donor projects for protected areas.



	Theme 1: Biodiversity Conservation

Purpose: To preserve, maintain, and restore landscape, natural habitats and native species of the country.



	Objective 1.1

Restore and maintain at ecologically appropriate levels the natural habitats and species populations representative of Bulgarian biodiversity.


	Status of natural habitats

Status of priority species for conservation

Status of landscape features

Status of impacts of PA management

Status of threats to biodiversity
	Annual Monitoring and Evaluation Report



	Objective 1.2

To assist government in improving monitoring of structure and function of ecosystems in protected areas, state of species populations, and impacts of management of protected areas
	Existence and implementation of peer-reviewed scientific program for monitoring

Baseline studies.
	Annual Monitoring and Evaluation Report

(To be created under this Objective)



	Theme 2: Infrastructure and Equipment for Protected Areas
Purpose: To provide access and facilities for protected areas to ensure their normal functions and management.



	Objective 2.1

To provide infrastructure and equipment for management activities of protected areas, such as fire control, patrols, monitoring, and rescue.


	Response time for emergencies

Percentage of protected areas regularly monitored

Status of roads, shelters, and equipment for management activities
	Annual Monitoring and Evaluation Report



	Objective 2.2

To provide visitors with adequate infrastructure for tourism while minimizing ecological harm
	Number and origin of visitors

Length, quality, and percentage utilization of trails

Number, capacity, quality, and percentage utilization of shelters

Number and percentage utilization of information centers and kiosks

Satisfaction of visitors (periodic surveys)

Biodiversity, habitat, and landscape status potentially affected by visitors (see Theme 1)
	Annual Monitoring and Evaluation Report



	Theme 3: Management Plan Development for Protected Areas
Purpose: To enhance capacity of Government to prepare up-to-date management plans



	Objective 3.1

To provide training and technical support to Government for the preparation of up-to-date protected area management plans.


	Protected areas staff trained in management plan development

Special technical consultants funded to assist in management plan development
	Annual Report of Fund

	Theme 4: Sustainable Economic Use of Protected Areas
Purpose: To assist businesses in the development of ecologically sound ventures within protected areas (e.g. eco-tourism, non-timber natural resources)



	Objective 4.1

Support to private businesses and their associations related to protected areas based on sustainable use of natural resources.


	Number of entrepreneurs assisted

Number and diversity of enterprises utilizing protected areas in a sustainable manner

Employment and declared income from initiatives related to protected areas


	Annual Report of Fund

Government statistical reports (State, Municipal, Business Associations)

	Theme 5: Communication and Education
Purpose: To enhance public knowledge of biodiversity conservation and the protected areas system



	Objective 5.1

To provide materials for conservation education in Bulgaria
	Diversity of media used

Number of educational products

Number of people exposed to educational products
	Annual Report

	Objective 5.2

To provide information and interpretation for visitors to protected areas system
	Number and diversity of information sources available

Number of visitors exposed to information and interpretation

Satisfaction of visitors (periodic surveys)
	Annual Report

Annual Monitoring and Evaluation Report




ANNEX B: FORMAT FOR GRANT APPLICATIONS
	instructions

1. The purpose of this application format is not just to provide PAF with required information in order to properly assess the proposal, but to help applicants to systematically think through all the components of the project.

2. Please do not exceed the recommended length for each section.

3. All relevant sections must be completed for the application to be considered.

4. Please append all enclosures requested at the end of the document.

5. Please review your proposal compared to the attached list of PAF Project Selection Criteria to determine if your proposal will qualify for funding


Application format

Applications should include the following sections:

1. Information about the applicant

· Name , address, legal status of the organization

· Main business activities (for companies), objectives (for non-profit organizations), functions (for budget organizations)

· Major environmental problems facing the organization

· Managers’ name and titles

· Project management responsible person – name and title

2. Project name and site description – maximum 1 page

· Project name

· Project location – maps of the project site, at least one basic map outlining the location and at least one detailed site level map that highlights any relevant boundaries the natural resources to be managed and utilized, etc.

· Demographics data of the surrounding community

· The dominant economic and social circumstances prevailing in project location

3. Project objectives – maximum 1 page

· Proposals should clearly state project objectives.

· The objectives must be specific, measurable, realistic and achievable within the project’s lifetime.

· Each objective should result in a measurable output.

4. Project description – maximum 3 pages

· Project summary – State concisely the specific problem that the project seeks to address, 

· Describe the spheres of impacts, identify the root causes, the effects they have on the PA as well as the consequences of not addressing them. The problem must be solvable within the time constraint of the project and the resources of the implementers,

· Describe any actions taken in the past to correct the problem and the results of those actions.

· Indicate in a separate table in the format below, the amount of funds requested and specific articulation of how these funds will be used towards the project objectives, the desired PA outcome:

	Project objective
	Outputs **
	Activities
	Budget

	
	
	
	

	
	
	
	


**Results to be achieved (Examples: hectares of habitat to be conserved, # of species to benefit, # of indirect beneficiaries, # of direct beneficiaries, etc.) The outputs should show evident linkages with the PAF log frame indicators.

5. Methodology

· Provide clear summary of the proposed activities/strategies for achieving the desired outcomes (briefly describe the approach or techniques to be used and clearly indicate the reason for choosing this method or technique or technology). Indicate existing alternatives. Explain how the project will be managed.

6. Implementation Schedule

· Please use the format shown to indicate activities to be carried out under the project and time required to complete them. The time line is given in months with the first month indicating the start of project related activities.

	Activities
	Person responsible
	Time line in months

	
	
	1
	2
	3
	4
	5
	6
	7
	8
	9
	10
	11
	12
	13
	14
	15
	...

	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	


7. Qualification and experience of key personnel

· Indicate the governing body which will be responsible for overall oversight of the project. E.g. board, management committee.

· Indicate who will be responsible for day to day management and implementation.

· State the primary roles and desired qualifications of the key persons to be employed with project funds (e.g. project manager, financial officer, technical officer)

· Attach the details of terms of reference of consultants to be employed.

8. Project financing plan and budget;

· Bills of quantity if applicable and/or,

· List of goods works and services required for successful implementation of the project, incl. the following cost categories – personnel, lodging, travel, communications, equipment, subcontracts, administrative support, miscellaneous, any costs associated with the project that do not fit into the above categories

All prices should be in BGL, based on current market prices or quotations received from suppliers or contractors.

Please use the format shown below to prepare the project budget:

	Item
	Required from PAF
	Applicant’s contribution
	Other contributions
	Total

	1
	
	
	
	

	2
	
	
	
	

	3
	
	
	
	

	Sub total
	
	
	
	

	
	
	
	
	

	Grant total
	
	
	
	


The applicant should indicate the basis of the estimated costs for each of the main line items in the budget – a) the unit price and, b) quantity. Attach copy of quotations/estimates by component, professional invoices.

9. Counterpart funding;

· List other organizations approached for financing for this project, 

· The amount requested and amount approved,

· Economic justification for the project if applicable

10. Project sustainability evaluation - maximum 3 pages 

10.1 Financial sustainability

PAF seeks to fund those projects that are expected to yield protected area results that are technically and financially sustainable over the long term.

· Explain how the operations of the project, or related follow-up activities will be financed after PAF funding is finished.

· If the nature of the project is such that activities will cease after the end of PAF financing describe how results of the project be sustained?

10.2 Institutional sustainability
· Describe how the organizational structures allow the project to continue existing after the end of the present project?

· Will be there local “intellectual ownership” of project outcomes?

10.3 Sustainability at the policy level

· Describe what will be the structural impact of the project – e.g. will it lead to improved methods, management, new policies, etc?

11. Project significance evaluation

The applicant must present the conservation rationale for the project, defined in terms of the area’s biodiversity and ecological value as well as the broader conservation impacts of the proposed interventions as well the achieved social effect.

· Maintain or/and recover native habitat and species diversity – To what extend will the project preserve or restore species and habitat diversity in the PA? (e.g. change in limiting factors for key species, change in number and/or distribution of keystone or indicator species, stop/limit degradation of particular habitat etc.).

· Benefits to the natural processes functioning - To what extend will the project maintain or/and restore functioning of natural processes in PA.

· Social benefits – Describe what is the project’s significance from a regional perspective; relevance of the project to the needs of the region, district and/or municipality (-ies)? (Give potential increase of income, creation of jobs and new businesses, improved natural environment etc.)

· Describe project’s impacts at a larger geographic scale.

12. Other projects in the region of project implementation

· List all projects implemented in the region relevant to the proposed project or projects that can affect the project implementation and results. List the on going projects as well as those implemented in the past.

· Describe briefly how they relate to, or affect the proposed activities.

· Specify how the project intends to build on a previous projects or activities.

13. List of Collaborating Entities

· Indicate the organizations/agencies (NGOs, public, private, and donor) and /or individuals with which the applicant proposes to collaborate. Indicate the reasons for the role of each partner.
14. Additional Documents

· Environmental impact assessment, when required,

· Current court registration certificate (if applicable),

· Declaration of authenticity of information,

· Proposals by entities other than Park Directorates that involve activities within protected areas, or activities that may directly affect protected areas must be accompanied by a letter of agreement from relevant Park Directorates or responsible for the protected area authorities.

15. Project evaluation (including Monitoring and Evaluation Plan)
Monitoring and evaluation are the primary mechanisms to assess whether a project is meeting its targets and objectives. Each proposal should include a Monitoring and Evaluation Plan (M&E Plan), that:

· States clearly indicators for evaluation of project implementation - what parameters will be used to indicate success and how will be measured (Hectares of PA to be conserved, No of species to benefit, No of indirect beneficiaries, No of trees to be planted, No of direct beneficiaries);

· Specifies how often monitoring will be done and by whom;

· Specifies how often evaluations will be made and by whom;

· Outlines any necessary training that is required;

· States the intended audience for the evaluations;

· Specifies how information will feed back into management decisions;

· State clearly the decision points at which action must be taken to address negative trends;

· Specifies costs and funding sources for the various monitoring activities into the overall budget of the project.

Use the format below to indicate how the organization will measure outcomes:

	Outcome
	Indicator of success
	Method of Measurement

	
	
	

	
	
	

	
	
	


16. Environmental Assessment

This section should identify the impacts of the proposed project activities on the natural environment.  The assessment includes project impacts on abiotic and biotic elements of the natural environment.  The assessment must be cross-referenced with Chapter 6, Annex 1, and Annex 2 of the Environmental Protection Act to determine if a formal environmental impact assessment (EIA) is required.  If so, then a complete EIA must be submitted.  The requirements listed in the Environmental Protection Act are harmonized with major international donor requirements for EIAs.  It is the responsibility of the Executive Bureau to ensure EIA requirements of future donors to the PAF correspond to the Environmental Protection Act.

The following environmental assessment checklist is intended to:

· Assist applicants in understanding effects of proposed activities;

· Assist the NTEF/PAF to identify the environmental information needed to make decisions on proposals; and,

· Determine if formal environmental review of proposals is required under the Environmental Protection Act and/or special donor requirements.

This preliminary project impact assessment does not exclude the EIA required as per Environmental Protection Act and other legal documents. It is the obligation of the applicant to comply with the official legal requirements.

All project proposals should have a statement from the relevant authorities (RIEW, MOEW-departments, Parks’ administrations, etc.) for compliance with the legal provisions for environmental protection as required by legislation.

In Section I (Affected Areas) of the checklist, provide information on the project area.

· Are project impacts within or near protected areas?

· What category of protected area is affected by the project?

· Are adjacent regions/communities impacted by the project?
Impact duration should be evaluated as follows:

· Short term impacts are those impacts that occur only at the outset of the project (e.g. temporary vehicle traffic during the period of construction);
· Long-term impacts are those impacts that continue for a prolonged period of time (e.g. clearing of vegetation, increased human visitation to an area); and,
· Permanent impacts  - those impacts, which cause irreversible change in the environment. (e.g. permanent structures, diversion of waterways).
Cumulative and synergistic impacts may be minor when assessed individually, but in combination and often over time, may prove major.  An effort should be made to identify impacts that are cumulative and synergistic.

Environmental Assessment Checklist

	Affected Areas /Environmental components
	Environmental Impact
	Impact assessment
	Impact duration
	Description of Impact
	Mitigation measures or Alternatives

	
	Yes
	No
	Positive
	Negative
	Short term
	Long term
	Permanent Impact
	
	

	I. Affected Areas


	
	
	
	
	
	
	
	

	1. Strict Nature Reserves


	
	
	
	
	
	
	
	

	2. National Parks


	
	
	
	
	
	
	
	

	3. Natural Parks


	
	
	
	
	
	
	
	

	4. Natural Monuments


	
	
	
	
	
	
	
	

	5. Maintained Reserves


	
	
	
	
	
	
	
	

	6. Protected Locality 


	
	
	
	
	
	
	
	

	7. Areas adjacent to Protected Areas
	
	
	
	
	
	
	
	

	II. Environmental components
	
	
	
	
	
	
	
	
	

	A. Biological Environment


	
	
	
	
	
	
	
	
	

	1. Flora


	
	
	
	
	
	
	
	
	

	   1.1.Vegetative cover


	
	
	
	
	
	
	
	
	

	   1.2. Dominant species


	
	
	
	
	
	
	
	
	

	   1.3. Rare, endangered, threatened, endemic, species


	
	
	
	
	
	
	
	
	

	2. Fauna


	
	
	
	
	
	
	
	
	

	   2.1. Terrestrial & fauna


	
	
	
	
	
	
	
	
	

	   2.2. Dominant species


	
	
	
	
	
	
	
	
	

	   2.3. Rare, endangered, threatened, endemic, species


	
	
	
	
	
	
	
	
	

	B. Physical Environment


	
	
	
	
	
	
	
	
	

	1. Hydrology


	
	
	
	
	
	
	
	
	

	1.1. Surface water
	
	
	
	
	
	
	
	
	

	   1.2. Ground water

 
	
	
	
	
	
	
	
	
	

	2. Air Quality


	
	
	
	
	
	
	
	
	

	3. Soils


	
	
	
	
	
	
	
	
	

	   3.1. Contamination (chemicals, petroleum products, etc.)


	
	
	
	
	
	
	
	
	

	   3.2. Erosion


	
	
	
	
	
	
	
	
	

	C. Wastes


	
	
	
	
	
	
	
	
	

	1. Solid waste


	
	
	
	
	
	
	
	
	

	2. Liquid waste


	
	
	
	
	
	
	
	
	

	D. Noise and light pollution


	
	
	
	
	
	
	
	
	

	E. Historical, cultural and archeological impacts
	
	
	
	
	
	
	
	
	

	F. Other


	
	
	
	
	
	
	
	
	

	1. Landscape aesthetic quality 


	
	
	
	
	
	
	
	
	

	2. Other


	
	
	
	
	
	
	
	
	








�  Normal government expenditures include salaries, recurring maintenance costs of existing equipment and infrastructure, and biodiversity monitoring required for Natura 2000.  The fund builds on those base expenditures to enhance the quality of biodiversity conservation in Bulgaria.





