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4.1 Finding Partners

n the true spirit of partnership, several sources of funding supported the development and 
implementation of the fi rst year of the Sea Partnership Program. In the U.S. Sea Grant 
Program, the NOAA budget has a line item in it for the Sea Grant budget that covers the 
National Program and the matching funds for the state programs. The States must con-

tribute a minimum of $1 for every $2 of federal funds from their State budget, whatever budget 
category they choose. Additional funds and in-kind goods and services come from the individual 
partners in the various activities. Since the Sea Partnership began as a concept under the 
National Coastal Management Law development program, and developed into an un-funded 
pilot initiative, a little more creativity was required. 

Basically, there are 5 (fi ve) main fi nancial sources used to fund the implementation of the  In-
donesian Sea Partnership Program in Year One and these are described briefl y below. (See 
Figure 4).

i. The National Development Budget (APBN) is a yearly-based fi nancial source approved 
by the House of Representative of Indonesia (DPR) after reviewing proposals from related 
ministries. For Year One implementation (2003), the DPR approved around USD $270,000 
to fund the Sea Partnership Program (SPP) implemented through the Ministry of Marine 
Affairs and Fisheries (MMAF) Directorate General of Coasts and Small Islands (CSI).

ii. The De-Concentration budget is a specifi c fund allocated for implementing a ministry’s pro-
gram at local/regional levels that is also sourced from National Development Budget (APBN) 
as a set-aside and is often project-based. Some of the Ministry of Marine Affairs and Fisheries 
programs that are using the De-Concentration budget such as the Coral Reef Rehabilitation 
and Management Project (COREMAP), the Coastal Community Economic Empowerment 
(PEMP), and the Marine and Coastal Resources Management Program (MCRMP) have 
agreed to and committed to participate in implementing the Sea Partnership Program for 
year 2004 through collaborative work and coordination. Each of these projects has mandates 
and objectives that overlap those of the Sea Partnership Program and therefore provide 
leveraged funding for the collaborative work. The criteria for those funds may include some 
specifi c geographical or activity or partner demands that will place some limits on use of the 
funds, but MMAF considers it feasible to link the funds to appropriate projects that serve both 
mandates. For instance, the MCRMP is facilitating the development of coastal management 
laws in 15 districts, some of which are already in the locations of existing Sea Partnership 
Regional Centers.

4
Funding Sources
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iii. The Local/Regional Development Budget (APBD) is an annual fi nancial source that is ap-
proved by the local House of Representative (DPRD) after reviewing local/regional develop-
ment proposals submitted by local governments. Eventually, this will be the source of the 
“Regional Matching Fund”, but since the regions are just now creating their fi rst decentralized 
budgets and many are under-funded, the Ministry has only asked that the local governments 
contribute “something” for Year One, with increases in the future.  For instance, in the case of 
North Sulawesi and the work in the remote islands, the Provincial government provided the 
boat transportation (12 hours each way) for the university teams going to conduct fi eldwork, 
and also volunteered to purchase walkie-talkies and GPS receivers for those conducing the 
surveys. Proposals submitted with local governmental contributions should be consistent 
with the priority issues identifi ed by their Regional Center Consortium.

iv. The Stakeholders’ contribution is to be raised through participation of local/regional stake-
holders such as universities, private sectors, NGOs, and communities who have common 
interests in the priority issues that will be addressed. The contribution can be in form of 
direct funds and/or in-kind support – such as facilities, academic and technical assistance, 
etc. All the Regional Center universities have been told they are expected to contribute a 
small operations offi ce with at least part-time staff to support the initiative at the host cam-
pus. Most of the Regional Centers have already accomplished this, and it will be surveyed 
and verifi ed in December 2003/ January 2004 by the National Center’s evaluation team. 
For another example, the private sector in North Sulawesi has offered dive boat time and 
support for survey teams and staff time to learn the methods in 2004 for future stakeholder 
monitoring. The petroleum companies acting in two of the Regional Centers have expressed 
their willingness to develop and implement community programs together.

v. The International Donor’s contribution is both direct fi nancial support through grants and 
technical assistance provided by foreign institutions under bilateral government coopera-
tion to address specifi c issues or programs. In the development of the Sea Partnership, 
the United States Agency for International Development (USAID) supported all of the 
study tours to the USA in 2000 – 2003, much of the Consultative Process during the na-
tional consultations for the Draft National Law, a few thousand dollars in small grants to 
the Regional Centers and some of the costs of the national workshops. In addition, the 
CRMP contributed approximately 20-25% of the time for the Senior Technical Advisor 
and a Technical Specialist for the 2001-2003 period as facilitators, mentors, and support 
for the secretariat of the Working Group. Addtional advisory assistance and a signifi cant 
small grants program are planned for 2004-2005 programmatic years in Indonesia under 
the USAID/CRMP II. The participation of NOAA and the other U.S. State Sea Grant Pro-
grams also falls under this category, facilitated and coordinated by CRMP and CRMP II 
ut contributed directly as in-kind or services to the Ministry and staff. Other donors have 
expressed an interest is partnering with the Sea Partnership Program on various activities, 
including JICA (Japan International Cooperation Agency), the Japan Society for Science 
Promotion, LOICZ and ZMT- Jerman serta CIDA - Canada for the future. 

This large number of funding sources is coordinated through the National Program Offi ce and 
is anticipated to become more complex as the program develop. Plans to keep the fi nances 
transparent are already in process.  
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4.2   The Funding Process

There were two primary methods of distributing the funds, according to the Ministry: (1) 
Swakelola (Allocation to Independent Management) and (2) Kontraktual (Contract-based 
Allocation). In the Swakelola system, the government can distribute a certain amount of 
funds (in this case, the Administrative/ Institutional Development funds of Rp 100 million 
=  $ 12,000) to local/regional centers that have been delegated authority to initiate various 
institutional development activities, such as administration & fi nancial management, and 
program planning. In the Kontraktual system, Regional Centers submit program proposals 
to the National Sea Partnership Team who will assess the proposals before approving the 
fund distribution. Funds from both of these sources would be transferred in multiple install-
ments, pending progress reports and monitoring from the National Offi ce.

As was previously mentioned, there was a problem in getting the authorized funds to the 
universities in a timely fashion in Year One. As of August 2003, eight months into the Initia-
tive, only the National Development Budget (APBN) had been distributed to fi nance the 
program in conjunction with CRMP (Proyek Pesisir)’s small grants and other contributions 
to help initiate the program. During phases of policy change and reauthorization of a na-
tional budget to new actors, setting up a new mechanism and policies for the distribution 
of money can be quite diffi cult and frustrating. Defi ning a new funding mechanism for the 
Sea Partnership was such a case of bureaucracy falling behind innovation. The accounting 
offi ce and national regulations did not know how to handle the locally-determined grants 
approach, preferring that the national government write the grant proposals and have the 
regions compete for the funds - clearly this was not port of vision of the SPP's “bottom-up” 
and local priorities approach. In addition, the national regulations defi ned some of the funds 
going to support staff implementing governmental objectives, with the universities as grant 
recipients. The Ministry's accounting offi ce did not understand how to develop a system of 
checks and balances where NGOs, private sector, the university or others could implement 
governmental programs. How could it pay a Jakarta university professor to mentor a National 
Offi ce program grant recipient in the regions? 

This problem required the participation and dedicated efforts of several smart and high-level 
people throughout the agency to develop administrative adjustments and a change in the 
classifi cation of the initiative so that Sea Partnership programs could be implemented fol-
lowing the principles of the Intiative without violating national regulations.  This problem was 
discussed with the Ministry’s Legal Division and others for a strategic solution and better 
implementation in the second year, i.e. 2004. Simply put, the institution (the Ministry) was 
willing but the regulations were not accommodating! During 2003, a short-term administra-
tion mechanism was eventually used to help support the fl exible and cooperative needs of 
the pilot program. Programmatic funds started fl owing in three installments to the Regional 
Centers in September 2003.

The seed money provided in the fi rst year through the national budget will be supported in 
the future with additional national level funding mandated after approval of the new Coastal 
Management Law, and through regional budgets approved by local parliaments.
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series of three workshops for the Sea Partnership Program were conducted during the October 
2002 to September 2003 period. For each of these workshops, MMAF invited approximately 
80 to 200 people to meet and discuss the design and the business of the new Initiative. The 
fi rst two workshops were held in Jakarta, and the third was held on-site at one of the Regional 
Centers, creating a precedent that the Ministry is hoping to institutionalize: one workshop 
each year in Jakarta and one workshop each year at one of the Regional Centers. Jakarta 
is the home for almost half of the Sea Partnership workshop participants and therefore is the 
most cost-effective place to host a workshop. However, conducting workshops at a Regional 
Center could accommodate cross visits between Centers, could provide the host institutions 
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a better forum for describing and demonstrating their program, and could allow 
for the larger national Sea Partnership group to  participate in certain aspects of 
the site's program evaluation.  The Workshops are described collectively here 
because they each marked a major stage or a “snapshot” in the development 

and implementation process of the new initiative and in the participants’ perspectives. 

5.1   Workshop #1, October 2002:  The Launch

The fi rst Sea Partnership Workshop was the largest as it not only announced the launch of 
the program but also the names of the fi rst set of Regional Centers. The invited participants 
included more than 50 people from the Ministry of Marine Affairs and Fisheries, including 
representatives from several different divisions. Other invitees included leading experts from 
the selected Regional Universities, other universities, several other ministries (Environment, 
Forestry), various research agencies (LIPE), and representatives from local governments, 
environmental NGOs and other stakeholder representatives. The workshop objectives were 
to describe the justifi cation for starting a Sea Partnership Program, introduce the U.S. Sea 
Grant Model, announce the Regional Centers and then, with these participants, start to de-
fi ne the principles and structure of the Indonesian Sea Partnership Initiative. The Workshop 
was scheduled for the third week in October 2002 in Jakarta. The U.S. Sea Grant Program 
had agreed to send Dr. Robert Stickney, Director of the Texas State Program, to Jakarta to 
present the U. S. model and to serve as an advisor to the Ministry as it began these key early 
strategic planning steps and design. Representatives from Japan and Australia were also 
planning on presenting their similar programs to the Workshop participants. The workshop 
was hosted by the Ministry and sponsored by the CRMP/Proyek Pesisir. 

Unfortunately, the tragic bombing incident in Bali just before the Workshop changed its pro-
gram and the level of technical support possible. Due to security reasons, Dr. Stickey was 
not allowed to travel to Indonesia, the Japanese and Australian representatives declined, 
and the Ex-Patriate Senior Technical Advisor and Director for the CRMP were advised to 
temporarily leave Indonesia, and therefore were not able to attend.  Despite this disappoint-
ment, the workshop proceeded quite well with a CRMP Indonesian technical staff and the 
Ministry’s staff leading and managing the program. 

The workshop was kicked-off with speeches from both the Minister of National Education 
and the Minister of Marine Affairs and Fisheries (MMAF). The outputs of the workshop were 

5
The National Workshops
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agreements from most participants on several strategic issues regarding with the implemen-
tation of Sea Partnership Program in Indonesia including the following:

• The Sea Partnership Program is expected to provide a signifi cant contribution to coastal 
and marine development in Indonesia by improving the quality and professionalism of 
human resources; by identifying new fi nancial sources and innovations for solving local 
problems in the coastal and marine sector; and by increasing the role of universities in 
transferring technology and research results to the public and users.

• There are three main steps that are needed in developing the Sea Partnership Program 
(SPP): (i) a Planning Step, where strategic issues, the scope of the initiative, implemen-
tation, monitoring and evaluation phase are developed. (ii) a Development Step, where 
universities and research institutions would be utilized as key assets in developing the 
program, and coordination among relevant stakeholders would be developed; and (iii) an 
Organizational Step, where multi-departmental institutions would be formed to implement 
the program effi ciently.

• During the initial phase of the program, fi nancial aspects will be managed by close coop-
eration among central government, universities, research institutions, local government, 
and private sector partners in an open and transparent way. Trust funds, levies and grants 
should be considered for the universities as well as other innovative mechanisms.

• Implementation of the program should be based on lessons learned during the pilot phase. 
Lessons can be gained from having good documentation of the fi rst year program.

• The long-term program should be developed to include the involvement of many strata in 
universities (Students, lecturers, researchers, professors, Deans, etc.).

• In implementing the SPP, other relevant stakeholders such as LIPI (national research 
institute), BPPT (maritime board). private sector, NGOs, the public, and international or-
ganizations (IUCN, international conservation NGOs, etc.) should also be involved. 

• It was agreed that the Directorate General of CSI should not dominate the National Center, 
but should also invite other Directorate Generals in the Ministry (Captive Fisheries, Culture 
Fisheries, etc.) into the decision-making for the program. Interdepartmental institutions 
should be included. 

• Focus theme areas of the Sea Partnership Program should include (i) Outreach for applied 
research and coastal management activities; (ii) Marine product incubation businesses and 
venture capital support (iii) Restoration, rehabilitation and revitalization of coastal areas (iv) 
Spatial planning for coasts and small islands and (v) Social services and coastal facilities/
infrastructure. (NOTE: These themes were changed in the May 2002 workshop.)

• Institutional structures and operating mechanisms, development and focus themes of the 
program should be discussed further.

• Most participants agreed with the idea of implementing Sea Partnership Program (SPP) 
in Indonesia and the program was offi cially launched.

Reports from participants at this workshop said it had been excellent.  Everyone was excited 
about the concept, understood the benefi ts to Indonesia for the program and was eager to 
start work on the Sea Partnership Program. Sea Grant-like programs seem to stimulate en-
thusiasm. Immediately after this workshop, Dr. Pratikto and Dr. Soestrisno from the National 
Legislature and Dr. Tighe from the CRMP went to the USA for a study tour that included the 
visits to Hawaii, North Carolina, Rhode Island and Washington, DC Sea Grant Programs.
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5.2   Workshop #2, May 2003: Regional Programs

By this point in the 2003 program, the National SPP Working Group had been formed and 
had met a few times to monitor the early progress of the Regional Centers: the Regional 
Centers had formed their consortia informally, and had been invited to submit proposals for 
SPP program activities for FY 2003 (already 5 months in progress). Dr. Pratikto and Ms. 
Kusuma from MMAF and Dr. Tighe from CRMP had just returned from their participation in  
the U.S. Sea Grant Week business meetings during the last week in April. 

On 20-21 May 2003, the Second National Sea Partnership Program Workshop was held in 
Jakarta, involving a smaller group of approximately 60 participants from the Ministry of Ma-
rine Affairs and Fisheries (primarily the CSI division), Proyek Pesisir/CRMP, the Ministry of 
High Education, the National Working Group members from the University of Indonesia (UI), 
Institute of Technology of Bandung, Institute of Agriculture of Bogor (IPB), and the 5 (fi ve) 
regional centers (East Java, North Sulawesi, West Sumatra, East Kalimantan, and South 
Sulawesi). For this workshop, the New York Sea Grant Program and the CRMP/Proyek Pe-
sisir supported the participation of and presentations from Dr. Dale Baker, Associate Director 
Sea Grant Program of New York from Cornell University. 

One day before the workshop, MMAF conducted a meeting of the National SPP Working 
Group attended by approximately 20 people (DG-CSI Staff, University team (UI, ITB, IPB), 
Proyek Pesisir/CRMP and Dr. Dale Baker). The meeting was to prepare for the workshop, 
review its objectives and outcomes, and to pre-discuss some of the issues with the team 
so that they would be prepared to lead discussions in the larger workshop. The criteria for 
the evaluation of the proposals from the Regional Centers was prepared by the CRMP and 
given preliminary approval by the National Team. Specifi c objectives of Workshop #2 were to 
review of the proposals sent in by the Regional Centers, to fi nalize criteria for evaluating the 
proposals with the larger group of participants at the workshop, to listen to and discuss Dr. 
Baker’s presentations to the Working Group on writing proposals, plus to get an introduction 
to Sea Grant Strategic Plans and the U.S. Extension Programs. 

During the opening of the Workshop, both the U.S. Sea Grant model (presented by Dr. 
Baker) and the Sea Partnership Program (presented by Dr. Pratikto) were reviewed for the 
participants as another opportunity to harmonize the visions of what the new Initiative was 
trying to accomplish. There was a lively discussion, and clearly a number of questions re-
maining from the members of the Regional Centers on how the program would work, most 
of which were satisfi ed in the discussions. For the three Regional Centers that had submitted 
proposals, the participants broke into mixed working groups and each group reviewed one 
set of proposals from a single Regional Center against the criteria and then held discus-
sions on the merit of the proposals and the criteria. This was done in a very open, collegial 
(non-critical) way, just comparing the proposal to the criteria and commenting on needed 
improvements.  This turned out to be an excellent way to clarify the goals of the program to 
a number of participants as that they saw the checklist of criteria and could compare a real 
proposal to the mandate, while at the same time discuss the relevance of the mandate or 
the criteria to the Initiative.  
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Other notes, recommendations, restatement of principles and outputs from the workshop 
participants for the program leadership included:

• The Sea Partnership is a program that focuses on the partnerships between the Ministry 
of Marine Affairs and Fisheries (MAAF), especially DG/CSI, with some universities, local 
governments, private sectors, and NGOs.

• All parties are directed to develop cooperation between central and local institutions, to 
increase institutional and human resources capacity, and to continue building trust and 
collaboration among the stakeholders.

• The program will focus on 4 (four) main types of activities: i.e., outreach, extension, analysis 
and policy recommendation, and applied research.

• Proposals for three of the Consortia had been reviewed during the workshop and were 
awaiting corrections from the Regional Centers for fi nal approvals. 

• The problems with the development of the consortia and proposals in the other two districts 
were discussed and recommendations were given. 

• For year 2003, the multi-stakeholder consortiums or alliances led by the host university 
will be formalized and strengthened effectively.

• For year 2003, each Regional Center will receive about 291 million Rupiah, with 100 million 
(~$12,000) to be allocated for institutional building of the consortium and with 191 million 
(~$23,000) given as seed money for implementing local program activities. 

• The Regional Centers requested more mentoring and advice as they sited the lack of local 
models to follow and the lack of local leadership to help push the program forward.  Each 
Regional Center was assigned one member of the voluntary National University Team 
(from IPB, UI, ITB, UGM) in addition to the MMAF/CSI Director who serves as their liaison 
to assist them as mentors in this regard.

• The Regional Centers were concerned about the delay in receiving the grant funds from 
the National Center. The Regional Centers were either waiting for funds to begin their 
work, including strategic planning (3 cases) or were beginning implementation without 
money in anticipation of its arrival because of the short timeline for the Year One activities 
(2 cases).  

• It was expected that at the end of December 2003, all Year 1 activities would be completed 
and the Year 2 (2004) program developed. 

This workshop helped to focus the Ministry and the other participants on the issues and 
decisions that needed to be made for the Sea Partnership to move forward. A lot of energy 
and thought were collected at this meeting in a couple of days to motivate and re-energize 
the various partners and clarify the work that needed to be done next. 

The National Sea Partnership Working Group held another meeting shortly after the Second 
National Workshop. At this time, the fi nal proposals from the Regional Centers were reviewed 
and accepted with minor changes still requested in some cases. The team also constructed 
a draft “workplan” for the balance of FY 2003 to defi ne activities that were desirable in the 
Initiative such as developing the student programs (for USA/Indonesia student exchanges, 
degree programs, internships, etc.), recruiting new partners particularly from the private sector, 
NGOs and the other ministries, debating the expansion of the number of Regional Centers 
for Year Two, creating the monitoring and evaluation plan for Year One and afterwards, etc. 
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Various assignments were delegated to the various team members for follow-up, including 
regular visits by each Directors to their designated Regional Center to monitor its progress

5.3   Workshop #3 September 2003: Implementation Issues

By this time in Year One of the program (8½ months), all of the Regional Centers had re-
ceived some institutional development money (as late as August, two of the centers had not 
yet requested funds as they had not fi nalized the approved Consortium structure and MOU 
with the Ministry), and all had received approval for their proposals for programmatic activi-
ties. In addition, the MMAF/CSI division had published its fi rst Bulletin for outreach (bulletin 
P3K, Edisi Perdana, September 2003) and the lead story (four pages) was about the Sea 
Partnership Program. The article contained helpful information such as all of the contact 
information for the Regional Centers and the Working Group Team Members that had been 
assigned to support specifi c Regional Centers, the proposed workplan for the balance of 
the FY 2003, a summary of the outputs from the fi rst two workshops, etc. This was widely 
circulated within the Ministry and other national governmental offi ces, and was sent to many 
of the regional marine offi ces and universities and other stakeholders. Also, at this time the 
CRMP/Proyek Pesisir had just completed and closed its project (August 31, 2003) and the 
new USAID Coastal Resources Management Project II (CRMP II) was just started and was 
getting organized (September 15th). Several of the Sea Partnership team members from the 
CRMP/Proyek Pesisir were hired onto the new USAID CRMP 2 so there was good continuity 
for the Ministry and the Initiative.

The Third National Sea Partnership Workshop was held in East Java, hosted by that Regional 
Center on 17-19 September 2003. The MMAF had only budgeted two workshops in Year One, 
and all agreed another workshop was needed but there was not suffi cient budget in either 
the MMAF, the Regional Center or in the CRMP/Project Pesisir (which was completed and 
closed on September 1, 2003). Once again, the National SPP Working Group declared that 
everyone would have to share the costs of this workshop. The response was very reward-
ing, contributions were made (often in-kind) from several sources, with the Regional Center 
making all the arrangements.  This included a Provincial government bus picking up all the 
participants as they arrived at the airport, and transporting them via road and ferry to the 
venue at the university, and university buses transporting the participants to and from the 
venue daily. In order to reduce costs (and because there were limited hotel options near the 
venue) several participants were invited to stay at the university guesthouse and the others 
were lodged at a nearby small hotel. All of the Regional Centers paid for the travel of their 
own group of one to fi ve people, either with institutional development money or with university 
core budget (in-kind). The results of the budget sharing are presented in Figure 5.

The objectives of this workshop were a) for the Regional Centers to report their program 
status and descriptions of their local program design to the MMAF National Sea Partnership 
Team, b) for the larger group to work together to discuss and resolve some remaining ad-
ministrative issues needed for the government-university relationships to fl ourish, and c) for 
everyone in the initiative to discuss strategic plans and the possibility of focusing on creating 
these for the Regional Centers and National Offi ce for Year Two.  In addition, NOAA had 
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volunteered to support the travel and participation of two senior staff for a week to Indonesia 
to join the workshop as advisors to the Initiative on strategic planning, and extension. Mr. 
Rene Eppi of the Offi ce of International Affairs/OAR and Dr. Jim Murray, Director of Exten-
sion in the National Sea Grant Offi ce would make presentations, join in the working groups 
at the Workshop, and then stay a few more days in Indonesia to start the development of a 
Southeast Asia Regional Sea Grant Program with MMAF and the Thai institute leader (who 
was invited to join the workshop). There were also plans to work with one of the Regional 
Centers on developing a pilot Extension Program for Year 2.  Due to their experience in Sea 
Grant, their participation in addressing some of the administrative and strategic issues would 
have been most valuable, and it was the fi rst time for the U.S. Sea Grant Partners to see the 
Indonesian program fi rst hand.

Unfortunately, due to a heightening in the security warnings, the NOAA offi cials were not 
allowed to travel to Indonesia and the CRMP Senior Technical Advisor made the presenta-
tion at the workshop on Strategic Planning and a Director in MMAF/CSI made an excellent 
presentation about the U.S. Sea Grant funding and organizational structures in their places. 
This change in plans was very disappointing, but it still did not hamper the discussions and 
outcomes of the workshop. The Governor of the Province opened the event to demonstrate 
his awareness and support for the Sea Partnership Initiative, followed by MMAF leaders. 
Each of the Regional Centers presented their program and status, and the afternoon ses-
sions were used to address business issues and partnership structures. The last morning 
was used to visit a fi eld sight for a local Sea Partnership activity, a provincial rehabilitation 
project in the mangrove on Madura Island.

Several general observations were made during discussions at the workshop.  The Regional 
Centers and MMAF are getting much more serious about the Sea Partnership Program and 
are really demonstrating in conversations that they understand the objectives, issues and 
model fairly well to excellently. The issues discussed were real pragmatic, operational issues, 
and their understanding of the Sea Partnership scheme was impressively more advanced 
than at the previous Workshop in May 2003. For those Regional Centers who chose to wait 
for funding before begining their activities, there was some concern that they also might 
not have done enough detailed planning of staffi ng, detailed budgets and schedules so 
that when the money is transferred they can start immediately. This added delay for them 
to fi nish their planning may impact their ability to deliver their activities by the end of the 
year. Also, even for those Regional Centers that have begun activities, it is not clear that 
they have resolved the internal university cash monitoring and distribution arrangements to 
distribute the Sea Partnership money once it arrives at their doorstep. All of these observa-
tions, good or bad, demonstrate the challenges of designing an initiative simultaneous with 
its implementation. 

Some of the outputs of the workshop included the following:
• The bureaucratic mechanism for budget transfer from MMAF to the Regional Centers was 

still not complete and may still require a major effort to resolve. This is limiting motivation 
and time to complete the work. However, the issue has reached the highest levels of the 
MMAF agency for resolution and an end of the problem is in sight for Year One.

• The organizational development of the fi ve Regional Centers has progressed to the early 
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stages of multi-stakeholder groups rather than small government-university planning teams 
that were the early contact groups. All fi ve Regional Centers have a charter, a formal struc-
ture and some form of a larger stakeholder advisory group. This is a great step forward in 
Indonesian program planning, but as there are some concerns about representation issues 
among the stakeholders, there may need to be some minor changes in the future.

• Through their own initiative the fi ve Regional Centers signed an agreement in support of 
MMAF’s Sea Partnership Program and requested that the central government continue 
it, and committed to continuing to do their parts in the program.

• The Regional Centers agreed to follow a more open solicitation of proposals for Year 
Two, and are awaiting the guidance from the National Offi ce for both the development of 
proposals and for development of the overall Partnership Program. The Regional Centers 
have requested some guidance on oversight and how to manage these funds for their 
Consortia.

This workshop, held at one of the Regional Centers, allowed that Center to showcase their 
program, but it also gave them a rare opportunity to build their program. In asking for their 
partners, particularly the government, to assist with this landmark event (it will probably be ten 
years or more before another National Sea Partnership Workshop will be held in Surabaya) 
they got the attention of the local leaders, and an opportunity to describe and to campaign 
for governmental support and increased commitment. The local government leaders were 
pleased to participate because they get face time with leaders from the Ministry in Jakarta, 
and have an opportunity to publicly support a decentralized partnership that is a plus for their 
own political standing. If used properly, with a good communications program before and 
after the event, several new partners and partnerships could be identifi ed and committed in 
association with the workshop. The newsworthiness of hosting 50 to 60 prestigious guests 
from throughout the nation and even international guests creates a window of opportunity to 
socialize their program locally, including inviting potential partners or news reporters to the 
sessions for their edifi cation and to inform their reports in the news media afterwards. Best of 
all, it gives the host Regional Center 50-60 coastal experts to approach for help with various 
questions and problems and issues for their region. That benefi t is priceless.
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6.1   Status of Year One (2003)

he September 2003 Surabaya Workshop was a turning point for some people who 
were just “going with the fl ow”, waiting for the momentum to move them forward. 
The solution of the money distribution, the peer pressure from the other Regional 
Centers, and the looming end-of-year deadline for their activities in December 

promoted actions in words and spirit.  Everyone was focused on productivity and planning 
for the future of the program. The National Working Group will continue to develop proposal 
criteria and other guidance for the Regional Centers for 2004, and determine how best to 
conduct the monitoring, evaluation and fi nal report for Year One. In addition, the CSI Directors 
will continue to liaison with their assigned Regional Centers and monitor their progress so 
that the Centers can receive their second and third (November and December) instalments 
of their grants. The Regional Centers and the central universities have all been asked to 
recruit some excellent potential undergraduate students who might qualify and want admit-
tance into a Masters Degree program in the USA; these students will be helped to apply to 
one or more of several Sea Grant universities in hopes that the Sea Partnership Program 
and the U.S. State Sea Grant offi ces can place the Indonesian student in a funded Sea 
Grant research project or as an intern in their education program. The last few months of 
the year were dominated by the Holy Month of Ramadan, followed by the Christian holiday 
of Christmas, as well as many end-of-the-year deadlines for all the governmental programs 
so MMAF and local governmental and university staff will be realistically occupied elsewhere 
until January 2004.

6.2   Plans for Year Two (2004)

The Sea Partnership Program has been promised continued funding for FY 2004, but the 
amount is not yet determined.  MMAF plans to implement a second year of the program, 
making a few changes and adding more structure for Year Two. Some of these proposed 
changes are descried below:

i. Number and Identity of the Regional Centers: The fi ve original Regional Centers will be 
continued into Year Two.  In addition, at the request of the Minister and the regions, each 
Regional Center will be asked to adopt or “mentor” two new universities, bringing the total 
to 15 centers. These new centers will be “little brothers” in that they will have some but not 
all of the privileges and resources as the original fi ve Regional Centers during their initial 

6
Discussion

T
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year. For instance, the plan is to offer the new Regional Centers the same institutional 
development funds that the original fi ve centers get, but not to provide programmatic 
funds to them yet. The rationale is that it will take a year for the new institution to create a 
consortium, develop partnerships, determine its local priorities, fi nd bureaucratic solutions 
for cash fl ow and learn the Sea Partnership System. In the meantime, the Institutional 
development funds allow representatives of the new university or consortium to conduct 
local organizing workshops, to conduct cross-visits to its “big brother” Regional Center to 
learn how to operate a program and to attend the two National Sea Partnership Workshops 
planned for 2004.

ii. Structure of the National Working Group/Program: Now that the kind of work and advisory 
inputs are more clearly understood in a fi rst-hand way, the structure and roles and the 
responsibilities of the National Sea Partnership Working Group will be reconsidered and 
a) made more formal in the form of an organizational document (Mission, Vision, Struc-
ture, Goals, etc.; to replace the letter from the Director General of MMAF/CSI appointing 
people to the group), and b) possibly discriminate between the roles of the workers and the 
advisors, including beginning to pay the university advisors who provide specifi c services.  
There is still reluctance to create a formal National Advisory Council (or to mandate Lo-
cal Advisory Boards) at this time because of the additional layer of bureaucracy that will 
result, and perhaps, a premature limit to the control the Ministry has on the development 
of the program. A suggestion has been made that some of the benefi ts from the input of 
these leaders of the various related sectors might be achieved, for the short term, with 
a high-level forum called once or twice during Year Two to provide recommendations 
and perspectives to the Sea Partnership Program.  This small step might help to identify 
the roles and the types of leaders wanted on such an advisory board once, and if, it is 
established. Forums could also serve to develop the awareness to this broader group of 
leaders of the Sea Partnership’s existence and mission, bring in new partners, and raise 
the profi le of the initiative.

iii. Capacity of the Partners: There is a clear need and desire to build the capacity and skills of 
those partners in the Regional Centers (and even, to a smaller extent, those in the National 
Center) to conduct the new kinds of activities utilized in the Sea Partnership Program. 
These new types of tasks include but are not limited to: managing projects, facilitating 
meetings and partnerships, conducting public hearings and resolving confl icts, developing 
innovative partnerships, writing and reviewing proposals, communicating fi ndings to the 
users and the public in various ways, and understanding integrated coastal management, 
etc. Creating a professional development program to build these skills (with mentoring and 
support from the USAID Project CRMP II, implemented by the National Center Universi-
ties) has been discussed, and perhaps would be institutionalized in one of the National 
Center’s advisory universities for the future. In addition, to help the partners (in particular 
the university hosts and facilitators of the program) to understand the Sea Grant model 
more intuitively, a possible cross-visit is being considered to the Hawaii Sea Grant Program 
for an orientation and fi rst-hand demonstration of the breadth and character of the various 
activities in an island-based, mature partnership program. This will be determined by the 
budget and collaborative workplan between the Ministry and the USAID CRMPII (and any 
other sources of funding available to the Ministry) during 2004/Year Two. 
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iv. NOAA and State Sea Grant Partners:  Hopefully, the relationships between the Indonesian 
and United States partnership programs will continue and possibly grow stronger during 
Year Two.  NOAA/National has repeated its willingness to send one or more of its profes-
sional staff to support the Indonesian program in its strategic planning, monitoring and 
evaluation, program developments, etc.  For instance, when the Sea Partnership begins 
to develop its extension or communication programs (see below), NOAA might help with 
an advisor during a workshop in the USA or in Indonesia. There has been a suggestion 
that a State Sea Grant Program Director be invited to Indonesia to run a tutoring/mentoring 
session for the Regional Sea Partnership Center Directors. In these cases, costs for 
travel, expenses and salary might be shared between the U.S. and Indonesian partners 
in some agreed-upon way. The visits to Indonesia will also depend on the security situ-
ation and USAID clearance for visitors on this program. A few of the State Sea Grant 
Directors already acquainted with the Indonesian program have agreed to facilitate and 
invite Indonesian students or Sea Partnership leaders to visit and work in their programs 
as “shadows”, interns, Fellows (perhaps through a Fulbright or other Fellowship), visiting 
faculty, research assistants, etc.  This sort of cross visit could be for a few days or the 
duration of a Masters degree, as appropriate.  Specifi cally, NOAA has offered an invitation 
to the Ministry to second one of their staff in the NOAA/OAR Offi ce of International Affairs 
for one or two years to learn about the U.S Sea Grant and other coastal programs, and 
to facilitate the development of both the Indonesian Sea Partnership with the U.S.A. and 
the proposed Southeast Asian Regional Sea Grant Program. There is a mutual desire to 
implement this, and sources of funding are currently being sought. In addition, there is 
frequent correspondence between the two national programs based upon existing rela-
tionships for information, comments, etc. Depending on the time and other priorities, the 
Indonesian Regional Centers may try to link some of their 2004 programmatic activities to 
those already proposed by one or more U.S. State Sea Grant Programs (after discussions 
with the U.S. partners) to start building Regional Center-to-U.S. State Program relations 
directly. This has been discussed in the long-term model for the Sea Partnership, but may 
have to wait until other operational and capacity issues are addressed.

v. Extension Program: One objective added to the general development of the Sea Partner-
ship Program for Year Two is the specifi c task of initiating a formal Extension Program at 
one of the Regional Centers as a pilot and model for the other Regional Centers.  One 
primary defi nition of extension in Indonesia, the transfer and training of information to us-
ers, is practiced in the government (e.g., the Agriculture Ministry) and elsewhere, but this 
does not encompass the much broader and interactive dynamics seen in the U.S. Sea 
Grant Extension Programs. In order to develop this strength, fi rst the Sea Partnership 
must develop the human capacity in terms of Extension Specialists in various fi elds who 
understand the broader extension process and can lead it. How to accomplish this task is 
still unclear, but the present plan is for the Sea Partnership National Program, the North 
Sulawesi Regional Center and the USAID CRMP II to work together to develop a pilot 
activity and program, hopefully with some mentoring from the U.S. Sea Grant Program. 
North Sulawesi has both experience in community-based coastal management in many of 
the stakeholders, and the presence of a fi eld offi ce of the CRMP II for close involvement 
in jointly developing and supporting this activity. 
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vi. Student Program: The university students of today hold the promise of the future of the Sea 
Partnership and other good coastal management practices in Indonesia. As mentioned, 
at least four U.S. State Sea Grant Programs have agreed to help mentor Indonesian ma-
rine students in some way, possibly even in supporting their entrance into the graduate 
program of their institution, if appropriate. Any form of student engagement or exchange 
(U.S. Students coming to Indonesian Sea Partnership Regional Centers to visit or work, 
and vice versa) could help to build Sea Partnership Regional Center technical staff as 
extension, communication or education specialists, as applied research faculty and even 
as eventual directors of the Regional Centers or in the National Center. A small group of 
the MMAF/CSI team, the central universities and the CRMP II will work in Year Two to 
develop a program that will recruit, prepare (TOFL, orientations, etc.), coordinate and pos-
sibly support students going to the USA or students from the USA coming to the Regional 
Centers for work or visits under the Sea Partnership/Sea Grant Programs.

6.3   Additional Comparisons Between the U.S. and Indonesian Programs

The Indonesia Sea Partnership Program is similar to the U.S. Sea Grant Program in that they 
both have strong roles for universities. However, in the U.S. model local universities lead the 
program with advisory roles for other partners and stakeholders in deciding strategic priorities. 
In Indonesia, local government and private sector stakeholders will most likely also be involved 
in awarding grants and in budgeting decisions at the Regional Levels. The two programs are 
also similar as both have very broad national goals that allow local and regional programs to 
set local priorities as long as they contribute to the national goals. In both the United States 
and Indonesia, local programs can have priorities that match some or  all national priorities. 
Also, in both programs, universities (or in the case of Indonesia, local consortia) develop (or 
will develop, in the case of Indonesia Year Two) longer term strategic plans as well annual 
work plans that are reviewed by the national level Sea Grant offi ce, but local programs will 
retain wide latitude in setting their own priorities within national guidelines.  

The U.S. Sea Grant process is similar to the one envisaged by the Directorate General 
for Coast and Small Island Affairs for their Sea Partnership program. But there are some 
important differences.  In Indonesia, based on a combination of nationally and locally set 
priorities, consortium members from each Regional Center may submit proposals for fund-
ing. These proposals will be reviewed at the local level and forwarded to the national level 
for review and comment. However, the national level Indonesia Sea Partnership Program 
may not have fi nal approval or rejection authority. The important difference is that regional 
and local extension services are envisioned to be funded primarily through regional and local 
government budgets, supplemented by private sector contributions, with a lesser amount of 
national funding allocated for direct support of regional and local extension programs.  As the 
National funds are considered “seed money”, and it is expected that programmatic activities 
will be principally funded through local budget allocations, a greater degree of review may 
reside at the local level. Local budget allocations for regional and local research and exten-
sion services will hopefully form a cornerstone of the programs’ contribution to development 
of regional economic capacity. This policy will be discussed and considered in Year Two.
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6.4   Chronology of the Sea Partnership Program, 1999-2003

From afar, it may appear that the Indonesian program materialized fully formed and functional 
in its fi rst year of operation. Naturally, this is not the case. Indeed, it required several long-in-
coming pre-conditions before the launch of the pilot Initiative. Some of these pre-conditions 
include fundamental changes in governmental structure by law, a new ministry, a solid existing 
model, several informal discussions, study tours, changes in staff until the right combination 
was able to move forward, and several other fortunate coincidental events that led to the 
eventual “quick” success of the Sea Partnership Program. As a reminder, a brief chronology 
of the process from the passage of the law that created decentralization and the Ministry of 
Marine Affairs and Fisheries to the end of the fi rst year of implementation are summarized 
below.  However, this longer path to the launch of the Initiative should in no way reduce 
the merit of the accomplishments of everyone involved in the path up to the launch and the 
implementation of Year One: there was a lot of hard work, smart and strategic thinking, and 
tons of collaboration that made the difference in the success of the pilot Initiative.

TABLE 1: Summarized Chronology of the Development of the Sea Partnership Program in 
Indonesia (1999-2003)

1999 Passage of Indonesian Law 22 that decentralizes government
1999 Establishment of the new Ministry of Marine Affairs and Fisheries
Oct 2000 Study Tour on Coastal Zone Law and ICM to USA for new Ministry lead-

ers 
July 2001 Participation in the Coastal Zone ‘01 Conference in the USA 
Jan 2002 Inclusion of Sea Grant in the Draft National Coastal Management Law
Jan-Dec 2002 Socializing the Sea Partnership Concept through the Public Consultation 

Process for the Draft National Law
Jun 2002 The Arrival of a Champion (Dr. Widi Pratikto) for Indonesia’s “Sea Grant” 
Oct 2002 Sea Partnership Workshop #1: The Launch of the Program, Budgets Ap-

proved, and Regional Centers selected
Oct-Nov 2002 Study Tour to Hawaii, North Carolina, Washington, Rhode Island and 

Canada for the State’s Perspective 
Jan-Apr 2003 Program Design (National Level), Development of Regional Center Con-

sortiums and First Proposals at Local Levels
April 2003 Participation in the USA Sea Grant (Business) Meetings
May 2003 Sea Partnership Workshop #2: Refi ning the Model, Reviewing Propos-

als for Activities in the Five Regional Centers, Creating a Cash Transfer 
Mechanism 

June 2003 Final approval of 3 of the Regional Proposals, First institutional develop-
ment money released for Regional Centers

July 2003 Participation in Coastal Zone ’03 Conference in the USA 
Aug 2003 CRMP/Proyek Pesisir closes on August 31st

Sept 2003 CRMP II begins on September 15th, with some of the same core staff, but 
has not yet completed workplans and budgets and therefore is not able to 
support much implementation until October 2003. 
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Sept 2003 Sea Partnership Workshop #3: Status Reports, Committing to the Program 
(First Workshop held at a Regional Center)

Sept 2003 First money for program activities arrives at Regional Centers. Last two 
Regional Centers get their proposals approved. Cash fl ow and program 
activities begin.

Sep-Dec 2003 Review Year 1 implementation. Design and plan Year 2.
Dec 2003 End of Year 1. Approval of budget for Year 2 and beginning of Year 1 Evalu-

ations.

6.5   Recommendations

In no particular order, a few recommendations for the replication or adaptation of the Sea 
Partnership follow. Keeping in mind that a formal, multi-stakeholder evaluation of the fi rst 
year’s results and program will be undertaken soon and that will prepare the defi nitive list of 
recommendations, here are some recommendations for the program from the authors: 

• Make the National Sea Partnership Workshops longer. Two days of sessions, especially 
if it includes ceremonial openings and teaching presentations on new topics, is not enough.  
Two to three days of WORKING GROUP SESSIONS with time to fully resolve issues and 
conduct work would be better. Once the time and money has been invested in travelling  
to a common location, one additional day of working together can be extremely cost-effec-
tive. The U.S. used a full week every other year, but they already have a well-structured 
program.  Keep the number at two workshops a year for the continued development of 
the Program, but make them three full days of working together. 

• Determine a Mechanism for Transfer of Funds Before Implementation Begins. This 
issue alone could have lost the good will of many counterparts if it had not been solved.  
It almost did, and it put the Regional Centers in the diffi cult position of trying to conduct a 
full year’s program in just a few months. If there is not enough time to create a permanent 
mechanism at the start up of your program, fi nd a (legal) shortcut or temporary measure 
to implement the transfer of funds.

• Develop Specifi c Tasks for Mentors and Liaisons for the Regional Centers as Soon 
as Possible. Using national experts to help the Regional Centers serves many fi ne pur-
poses. However without more specifi c guidance on the tasks these people are trying to 
accomplish, the range of effort and messages sent the different Regional Centers can 
and did vary among the team. To equalize the benefi t of the advisors and the effi ciency of 
the liaisons, conduct a brief orientation (half day) every six months or so that these folks 
know exactly what they need to do and how, and when to help the Regional Centers. This 
should not prevent the mentors and liaisons from providing additional ad hoc advise and 
help to their Regional Center in any way. 

• Always Plan a Thorough Pre-Workshop Meeting with the National Team.  The few 
times this was done made a vast difference in the productivity of the working groups and 
in the strength of the messages communicated at each National Workshop.
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• Start the Communications Program as Soon as Possible. Information sheets and ef-
fective communication should be intensive in the early promotion of the program, including 
email, website, newsletter, etc. to develop partnerships and the matching budgets.

• Do a little more design of features of the program before beginning implementation. 
Even a program designed in real time needs some structure and fully formed elements 
before implementation.  It might be worth holding a 3-day retreat with a small team to walk 
through a whole year’s worth of likely policy and bureaucratic needs to help the pilot’s fi rst 
(and second!) years go smoother. 

• Make time or delegate staff sooner to the program. Development and management of 
a program is time intensive. The initial phases of the pilot initiative could have been less 
confusing and could have proceeded more smoothly and quickly if everyone involved 
had dedicated more time to the initiative at an earlier point. From the Ministry staff, to the 
CRMP and university advisors to the lead players at the regional level, other activities 
reduced the time available to spend working on the initiative. With a little more staff time, 
there could have been many more or better design features completed in Year One.  On 
the other hand, even design and implementation time squeezed out of other activities 
was adequate to get the pilot approved for a second year. In the case of Indonesia's Sea 
Partnership Program, the fi rst year(s) of design and implementation were not pre-planned 
or provided specifi c resources, it was just using a window of opportunity to develop the 
program. For others wanting to start such an initiative, use this lesson learned to encourage 
your agencies and home institutions to provide the staff time early on in the program.

• Require work plans and detailed budgets of the local Activity Leaders after the 
proposals are approved. The local activities were approved based on very simple, brief 
descriptions and one-to-three-line budgets in the pre-proposals. In many cases nothing 
else was ever generated on paper to refl ect the realistic planning of the activity, and it was 
certainly done in several cases “just in time” to get the money and start the activity. Since 
planning promotes success, the Regional Centers and the National Offi ce could require 
detailed work plans soon after approval so that the activity leaders have truly thought 
through their program and solved potential logistical problems in advance of the work.

• Think carefully about the Advocacy issue. The precautionary principle advises con-
servative thinking until one is certain. If Indonesia believes that advocacy is required 
for success, how would it hurt to try the non-advocacy approach for 2 years to test their 
theory?  The concern is that once the program is branded as biased due to advocacy for 
one set of stakeholders over another, or even gives the perception of bias, it will take a 
long time to repair the loss of trust. If nothing else, hold a forum about this issue with a 
U.S. Sea Grant leader to better understand the defi nitions of advocacy in this setting, and 
the ramifi cations of either including or excluding it in a Partnership Program.  

• Continue to use strategic study tours and international advanced graduate training 
to enlighten and motivate innovators and agents of change. Key to the success of 
developing the new initiative was clearly the academic and global awareness and train-
ing of many of the central Indonesian players in the program. From Minister Dahuri’s 
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enduring relationships in Canada and Dr. Pratikto’s in North Carolina, to Dr. Soetrisno’s 
training and experience in Hawaii’s university system. The important roles as innovators 
that these leaders now hold rely on and are strengthen by their international education 
and experiences. This is not based upon the QUALITY of the experience (although that 
may hold some weight in some cases), but as much the exposure to different ways of 
thinking that opens the recipient to more creativity than someone who only has only the 
status quo to use as a base of experience. The elements of their success attributed to high 
quality international education demonstrates the need to continue this type of training in 
the next generation of coastal scientists and experts. The success of well-designed study 
tours speak for themselves in the results produced by the cross-visits (within Indonesia 
or internationally) conducted for this initiative.

• Continue to Promote Volunteerism, Sharing, Responsibility among all People and 
Institutions who Participate. 81,000 kilometers of coast are too many for government 
alone to manage or steward, and 17,500 islands over 3 time zones too complex and remote 
for effi cient paid staff to handle. In the USA the Sea Grant Program is approximately $100 
million/year and they have a small percentage of the coastal areas to manage compared 
to Indonesia. Voluntary service, whether it is participating in organizing a beach clean up 
or measuring mangrove diameters in your community every year or serving as an advisor 
on a board, should be encouraged. This approach works best when people give and get 
the rewards from shared efforts.

• Work to Maintain the Friendly, Non-Competitive Attitude Between all the Players 
From the Start.  With the exception of a few rare instances, almost all of the work was 
accomplished in a very friendly and supportive manner. It made the Sea Partnership Pro-
gram one of the easiest initiatives to work with, promote and support.
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Figure 1: 
The Organizational Structure of the Sea Partnership Program
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Figure 2: 
Current Theme Areas for the U.S. Sea Grant Program
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Figure 3: 
University Based Regional Implementation Structure



60

Developing The Indonesian Partnership Program

Figure 4: 
Sources and Allocation of Budget for Sea Partnership Program in Indonesia



61

Developing The Indonesian Sea Partnership Program

Figure 5: 
Partnership Analysis: Sea Grant Workshop #3


