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1.0 Introduction

By 2000, approximately 98 coastal nations or semi-sovereign states had initiated 345 coastal manage-
ment efforts, nearly doublethe number of efforts cataloguedin 1993*. Coastal countrieshavetested
and adopted awidearray of strategies, each“inventing” the coastal program or policy that fitsitsunique
developmentd, environmental, socid and politica Stuation. Some countriesemphas ze Specificissues,
such astourism development or shoreline erosion, others are most concerned about certain critical
coastal ecosystemsor large marine ecosystems, while other programsemphasize coastal and marine
biodiversity conservation and place apriority on establishing marine protected areasand no-take
reserves. (Box 1) Indll cases, they aretackling theseissuesby pursuing collaborative mechanismsthat
cut acrosslevelsof government aswell asemploying community-based approachesthat build toward
sustai nabledevel opment.

This paper drawsupon sel ected aspects of therapidly growing and diverse body of world experience of
nationsat al stagesof development in light of some of the challengesand opportunitiesthat Fiji currently
faces.

Theinformation and examples presented here emphasi ze findingsfromthe URI Coastal Resources
Center’sover 25 yearsof experiencein assisting awiderange of partnersbothinthe United Statesand
devel oping countriesto formulate, implement and assess coasta management programs.



Box 1
Principal Ocean and Coastal Activities

Navigation and Communications
Shipping
Port and harbor devel opment
Navigational aids
Communication cables

Living Marine Resources
Fishing (traditional, artisanal, industrial)
Aquaculture
Gathering of seaweed
Gathering of other marine creatures (e.g., sea
cucumbers, snails, shells, corals, pearls)
Tropical fish collection
Collection of marine mammalsfor consumption,
display, or research
Watching marine mammals (e.g., whale watch-
ing)
M arine biotechnology applications; use of marine
organisms or processes for product devel opment

Mineral and Energy Resources
Hydrocarbon (oil and gas) exploration and
production
Offshoredrilling, pipelinelaying, platforms,
installations
Exploitation of sand and gravel aggregates
Exploitation of other minerals(gold, placer
deposits. polymetallic sulfides, manganese
nodules)

Other forms of ocean energy (e.g.. wave energy,
tidal power, ocean thermal energy)

Tourism and Recreation
Hotels, vacation homes
Tourism infrastructure (transportation services)
Swimming and diving, underwater parks
Recreational fishing, boating
Non-consumptive aesthetic uses

Coastal Infrastructure Development
Roads, bridges, other transportation
infrastructure
Water supply and treatment
Reclamation or alteration of coastal waters (e.g..
for building of human settlements, impoundment
for aguaculture ponds. diking for recreational
facilities)
Desdinationfacilities

Waste Disposal and Pollution Prevention
Siting of industria facilities
Sewage disposal
Dumping of dredged materials
Disposa of other wastes
Nonpoint sources of marine pollution (agriculture,
runoff, river sedimentation)
Qil and toxic spill contingency planning

Ocean and Coastal Environmental Quality
Protection

Protection of the ocean’sglobal rolein regulating
climate

Protection of the oceans from pollution
Protection of the oceans from transport and
disposal of hazardous materials (radioactive,
chemicadl, etc.)

Establishment of marine and coastal protected
areas, parks to protect special areas or features
(e.g., coral reefs, wildlife sanctuaries)

Marine mammal protection

Protection of cultural resources (e.g.. religious
sites, archaeological sites. Ship- wrecks)
Protection of the oceans from transfer of alien
species (e.g., through ballast waters)

Prevention and mitigation of harmful algal bloom
phenomena

Source: Biliana Cicin-Sain and Robert W. Knecht. 1998. Integrated Coastal and Ocean Management:
Concepts and Practices. Washington, D.C.: Idand Press. Table 1.2 in original.




2.0 Coastal Management is an Approach Recognized as Central to the
Conservation and Sustainable Development of Coastal Resour ces?

Theterm“coastal management” cameinto usein the United Stateswith the passage of the US Coastal
ZoneManagement Act in 1972, after aprotracted debate which touched upon how the country should
developitsmarineand coastal areas, addressthe contamination and physica modification of itshundreds
of estuaries, and whether thefederal government had aroleinland usedecison-making. TheU.S. chose
to emphasizeavoluntary, state-led gpproach, providing program guidance, funding for planningand imple-
mentation of approved programs ' initiatives, and the promisethat the Federal Government would make
decisionscong stent with state policy.

Inthe 1980sanumber of devel oping countriesbegan to launch coastal management programs. Sri
Lankaand CostaRicawereearly program innovators, and bilateral donors such asthe United States
Agency for International Devel opment supported pilot programsinanumber of nationsinAsiaand
LatinAmerica. In1992, United Nations Conference on Environment and Devel opment (UNCED) and
theparale non-government-led Globa Forum heldin Rio de Janeiro provided unified, global recogni-
tion of the need and utility of anintegrated coastal governance approach. TheRio Principleson Environ-
ment and Devel opment and Chapter 17 of Agenda 21 called dl coastal nationsto formulateand imple-
ment coastal management programs by the end of that decade.

Sincethe Rio conference on sustai nabl e devel opment, coastal management has been embraced by many
developing countriesaswell asincorporated into anumber of global and regiona environmental tregties.
Theseincludethe:

Conventionon Biologicd Divergty

Convention on Climate Change

Globa Program of Action on Protection of the Marine Environment from Land-Based Activities

Internationa Cord Resf Initiative

CartagenaConvention for the Protection and Development of the Marine Environment inthe

Wider Caribbean Region

Program of Action for the Sustainable Development of Small Iand Developing States

These agreementsassign acentral roleto integrated coastal governancein carrying out commitmentsto
the conservation and sustai nabl e devel opment of coastal areas.

Over the past 25 years, we have learned that no single coastal management strategy or methodismore
“correct” than another. Indeed, theintegrated governance of theworld’ s coastal ecosystems does not
occur through the application of any standard recipe. Rather successisfound by engaging thelayersof
government together with the privateand civic sectorsto tailor amixture of strategieswhich matchthe
ecological, social, economic, cultura and institutional conditionsand processesat work inthe placethat
isto be managed.



3.0 Places that have Utilized an ICM Approach have Realized Tangible
Environmental and Social Benefits.

To datemany of themagjor achievementsof coastal management programs have beeninstitutiona —
better governance. |CM hasresulted in better siting decisionsfor economic facilitiesand urban infra-
structure, cost efficiencies, harmonized policy, conflictsavoided and conflictsresolved. Environmenta
outcomes have been demonstrated for specific Sites, typicaly at asmall scale. Larger scaleenviron-
mental improvementshave been achieved inlocationswhere management initiatives have been sustained
over decades. Examplesof sometangible successesof ICM programsin developing countriesare
showninBox 2.

Box 2
Examples of Tangible Successes of Coastal M anagement Programs

Tanzania

M exico

Through a community-based coastal management
program, the Tanga District haslargely halted the
use of dynamite fishing by local fishers

Digtrict officialsin Tanga have sufficient capacity to
provide assistance to other coastal districts
embarking on coastal programs

Mariculture developmentswill bereviewed and
permitted in an integrated, coordinated way

The national government is assisting local districts
to prepare district action plans for coastal issues.

Sri Lanka

The spread of illegal coral mining has been stopped;
andintwo areaswith local level ICM programs,
illegal mining has been halted.

New hotels are constructed with adequate setbacks,
reducing the demand for public expendituresfor
expensive shorefront protection works.

Avoidable and costly environmental impacts of new
development have been reduced through early and
typically positive interaction between Coastal
Program staff and developers.

Rekawa Lagoon resident incomes areincreasing asa
result of implementation of an integrated manage-
ment plan focused on fisheries rehabilitation and
tourism development.

Mexico is combining avariety of conservation tools
to move toward coastal management, such as
biosphere reserves, marine protected areas, isand
reserves, and regional land and water area zoning
plans, which assign coastal areas to categories such
as preservation and conservation.

Mexico’'s 167 coastal municipalitiesarenow eligible
to petition for taking on the responsibility of
collecting and managing revenues from use conces-
sionsin the federal coastal zone and seek approval
for setting policiesin these federally - held areas. A
portion of the revenues are to be allocated to coastal
management programs.

Philippines

Coral reef condition and fish catch have been
improved in numerous locations through the
creation and implementation of community fisheries
reserves. New eco-tourism opportunities have also
resulted.

Enforcement of existing coastal environmental laws
is being improved through improved capacity and
deployment of existing field personnel.

Citizens' rightsand responsibilitiesfor mangrove
use in specific areas are being negotiated and
recognized by government; then formalized in user
stewardship agreements.

Through amulti-year, multi-faceted investmentin
training, capacity for integrated planning and
management hasimproved significantly at Provincial
and municipal levels




4.0 Countries Follow Different Strategies to Advance Towards Integrated
Coastal Management

Coastal management programs share the same general end goal —sustainable coastal devel opment, but
facevery different circumstances and decisions about what the best first or second step might bein
order to advance astep or two closer to better management of itscoastal resources. The severity and
national importance of issuesvaries, asdoesthestrength of thelegal and administrative framework, the
level of national and local capacity, theamount of experience aready gained and the degree of public
interest and support. Thefollowing brief case studiesprovidea “snapshot” of the starting pointsfor
sevendifferent programs. Thesearedescribedinmoredetail in Section 7.

4.1 National Coastal Programs

Thenationsof Sri Lankaand Tanzaniatook very different pathsto creating and implementing their
nationa programs. Sri L anka, thedevel oping nationwith thelongest history in coastal management,
launched itsprogramin 1981 with the passage of anational law. Thelaw setsout the broad framework
for theprogram by defining itsoverall goals, focus, structure and authority. The Sri LankaCoastal
Program’searly emphasi swas on establi shing procedures and administrative capacity to regulate
activitiesalong shorefront, primarily hotel devel opment; eliminate cora mining (whichwasprohibited by
theAct); and develop and implement amaster plan for erosion management. Over time, the program
extended its scopeto addressarange of key coastal issuesand fostered and supported decentralization
of itspermitting functionsaswell asintegrated planning for specific Stesalong the coast.

Severd site-specific coastal management initiativeshad been ongoing in Tanzaniafor severa yearsina
few locations prior to anationd initiative being launched. 1n 1997, the processto develop anationa
policy beganwith the dua objectivesof supporting and extendinglocal initiatives, and enablingthe
national government to address devel opment issuesand opportunitiesof greater than local concern (e.g.
tourism, mariculture, natural gasdevel opment) inaninter-sectoral way that balanced local and nationa
interests. Whilethe Sri Lankaprogram, created new authoritiesand rulesthrough acoastal law, the
Tanzaniaprogramisan example of anetworked program that relies on effectiveleadership and coordi-
nation of existing authoritiesand rules.

4.2 Local and Site-based Programs

Thenumber and variety of site-based coastal programsaround theworld isconsiderable. Insome
cases, such siteprojectshavelittle connection to anationa initiative. Inother programs, site projects
areexplicitly launched aspilot or demonstration siteswith the expectation that “ models’ will be devel-
oped that can bereplicated in other locations. Investmentsinlocal projectsmay alsoyield valuable
insightsand lessons about how to addressissues of coast wide concern that can subsequently be
incorporatedin national policy. Theattractivenessof site-based management to both nationsand
donorsisdueto themany percelved and real benefitssuch projectsoffer inardatively shorttime. Itis
achanceto start small onreal problemsso that implementation can occur quickly and tangible benefits
accrue. Such demonstrationsof thetangible benefitsof anCM approach are essential for building
constituenciesand capacity for larger initiatives. Intheprogram summariespresentedin Section 7, we
describefour quitedifferent local experiences.



In recent years, the cost, sustainability and true“demonstration” nature of somesitemodel programshas
been questioned. Siteand local programsare perhapsmorelikely to succeed over thelong termif they
arenested within asupportivenationa (or provincial) framework program that can providetechnical,
policy and financial support tothelocal programs.

Box 3
Locally oriented ICM programs (See section 7 for mor edetail)

Xcalak Village Community Strategy, M exico

Thissmall effort lead to a self-initiated marine park and amajor rolein negotiations
over future development in the Costa Maya region, through the ecological ordi-
nance. Itisoccurringwithinthe larger process of decentralizing environmental
management in Mexico and amultinational effort to protect the Meso-American
Resf.

Chwaka-PajeAction Plan, Zanzibar

The Chwaka Bay-Paje demonstration project was launched as afirst step towards
development of anational coastal management program for Zanzibar. The sitewas
selected because it contained problems and opportunities related to a rapidly
developing tourism industry within an area that contains resource-dependent
traditional villages. Thissituation isrepresentative of many parts of Zanzibar’'s
coast.

Provincial Planningin Phuket I dand, Thailand

Coral reef conservation served as an entry point into an integrated effort to attempt
to influence the trajectory of tourism and itsimpacts along the rapidly developing
west coast of Phuket Island. The context proved difficult as national and provincial
development interests were at stake, and the process raised questions about the
flow and distribution of the benefits of growth as well as the burden of paying the
costs.

Decentralized Planning, Alaska

The US Coastal Zone Management framework mainly providesincentives and
technical assistance to foster the preparation and implementation of state ICM
policies and plans, which reflect to alarge extent the unique situations and circum-
stances of each state. The Alaska program demonstrates how a coastal program was
the catalyst for rural areas of the state, which are largely, but not exclusively
inhabited by Alaskan natives, to organize into governance units that included
traditional tribal and non-tribal representation to develop and oversee implementa
tionof local ICM programs.

4.3  Issue—Specific (Enhanced Sectoral) Programs

Not al ICM programsincluderegulatory functionsor are place-based. Guidelinesfor good develop-
ment practice crafted to apply to the specific environments of acountry or region have often beena
starting placetoward more comprehensive approaches. Working with key stakehol ders—within gov-
ernment, communitiesand the private sector—to together devel op guidelineson how and where devel -
opment should occur can jump-start agovernance process. Guidelinesdevel oped through aparticipa
tory process can get incorporated into government processes, and through outreach and extension
campaigns, canlead to voluntary adoption by devel opers. (Seeexamplesin7.7 and 7.8)



Box 4
Major Functionsof I ntegrated Coastal Management

AreaPlanning
Plan for present and future uses of coastd and marineareas, providealong-termvision.
Promotion of Economic Development
Promote appropriate usesof coastal and marine areas (e.g., marine aguaculture, ecotourism).
Stewar dship of Resources
Protect the ecol ogical base of coastal and marine areas, preservebiological diversity; ensure
sustainability of uses.
Conflict Resolution

Harmonize and balance existing and potential uses; address conflictsamong coastal and marine
USES.

Protection of Public Safety

Protect public safety in coastal and marineareastypically proneto significant natural, aswell as
human-made, hazards.

Proprietor ship of Public Submerged Landsand Waters

Asgovernmentsare often outright ownersof specific coastal and marine areas, manage gov-
ernment-held areas and resourceswisely and with good economic returnsto the public.

Source: Biliana Cicin-Sain and Robert W. Knecht. 1998. Integrated Coastal and Ocean Management:
Concepts and Practices. Washington, D.C.: Island Press. Table 2.3 in original.
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5.0 Coastal Management Programs can be Initiated at Any Level, and
Evolve Over Time to Increase their Scale, Scope, and | mpact

Coastal management programs have been initiated for reasonsasdiverse asthe countriesinvolvedin
starting them. Sri Lankafound that engineering methodsfor addressing coastal erosion wereinadequate
for protecting tourism and trangportation infrastructure along the coast, both vital sectorsof itseconomy.
Theidand nation of Barbadosa so needed to protect itstourism offeringsfrom coastal erosion, then
broadened its concern to resol ving shore use conflictsand improving the quality of new tourism devel -
opment projects. Thefirst coastal programintheU.S,, in San Francisco Bay, Cdifornia, wasspurred
by fear of federa planstofill thousands of hectares of the bay to create new land, and the City of
Berkeley’suse of the bay to dispose of itsmunicipal solid waste. Ecuador began with national govern-
ment concernsabout the declining productivity of itsshrimp maricultureindustry and lossof mangrove
habitat from shrimp farming and urbanization. Our home state of Rhode I dand created its Coastal
Resources M anagement Council to deal with concerns about proposalsto construct large energy
facilitiesincluding an ol refinery and nuclear power plantsin Narragansett Bay.

Sometimesalocd issueor conflict sparksanationa call for coastal management, and in other cases
national |eadership looksahead to create aframework for supporting the creation of state and municipa
capacity for better coastal decison-making. In either situation, integrated coastal management (ICM)
playsanimportant rolein advancing towards sustainableforms of coastal development by pursuinga
linked sequence of interventionswithin thenormal ebb and flow of the policy processat thetargeted
level. Theprocessmight beinitiated by leadersfrom outside government or from within, and beginsby:

(1) identifyingand assessing theissuesor conflict inthestretch of coast in question, moving

beyond theimmediate parties concerned about theissuetoinvolveamuch broader public;

(2) setting objectivesand preparing aplan of policiesand actions; and

(3) utilizing a(hopefully representative) mechanism to negotiate and formalize acourse of

action through alaw, decree or interagency agreement.

Policy implementation (step 4) takes place oncefundsand resourcesto carry out some selected set of
actionsissecured, the capacity to carry out action iscreated and the measures set out in an agreement
aremadeoperational. Thecycleiscompleted after (step5) progressisevaluated and, most impor-
tantly, adjustments are made to program objectives, scope or projectsand activities.

Thiscycle sharesmuchin common withthecycleof carrying out aproject or learning askill, except that
it takes place squarely withintherealm of public debate and decision-making, andissubject tothe
debate, delay, uncertainty and modificationswhich ademocratic processisexpected to introduce.

Theresultsof an ICM initiative arelayered and work at different time scales. The program should be
working as closeto the pointsof leverage or control aspossible. 1nsome cases, the decision-making
processcanyield achoice, whichiseasily carried out and kegpsthe ecosystem in questionintact and
freefrom future degradation. In Rhodeldand, for example, aproposal to site atwin-reactor nuclear
electric generating facility adjacent to acoastal lagoon wasforever preempted when an agency decided
todlocatethe sitefor conservation purposesinstead.
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Themoretypical situation doesnot yield such clear cut,immediateresults. The Sri Lankacoastal
program, for example, faced many hotel operatorswho inssted on buildinginrapidly eroding areas,
plus hundreds of peoplewho mined thebarrier cord reef, plushundreds of otherswho excavated sand
fromriver mouths. All contributed to the nation’serosion problem. Inmoving toward theformally
approved ICM plan, al these stakehol dershave been involved in devel oping policiesand solutions
whicharenow implemented. Sri Lankahasalso strengthened itsingtitutional mechanismsand received
funding and personnel from the national government aswell asinternational donorsto carry out itsplan.

Aninitiativemust al so anticipatetheimpact of factorsbeyond itsimmediate control. When the power to
undo aplan or reverseacourse of actionisin handsof afew powerful othersor many unorganized
individua sthe program must focus on influencing the choi cestheseindividual smake, and thereby their
behavior. The new targeted behaviorsmight includeinstitutional changes, positivegainsfromapublic-
private partnership, or the broad-based adoption of new, |essdamaging resource use practicesby a
wholecategory of user.

Itischanged behavior that then resultsin changesin environmental and socioeconomic conditions.

I ndicators might include theamount of public accessto and recreationa opportunity availableat the
shorecompared to an earlier benchmark, theamount of tourisminfrastructuretill at risk fromerosion
or storm eventsof aparticular magnitude and frequency, theval ue of property or level of public health
resulting from coastal water quality improvements, and theremaining extent of previoudy designated
critical natural features. Many ICM programstarget outcomesat thislevel, even though they may not
havefull jurisdiction or control over all thefactorsand decisionsrequired to realizethe outcomes. That
iswhy most effective programsrely upon agreementswith other agencies, and reach out to negotiate
with private and non-governmental actorsto bring thefull array of resourcesto bear.

Over time, the catalytic, consensus-building and collaborativeimplementation roles played by ICM
programsfor aspecific critical areaor coastal issue canlead either to expanded functionsfor the
program, or morelikely convince other agenciesand levelsof government to utilizethe samegenera
approach in order to move from anarrow, sectoral outlook to amoreintegrated collaborative one. For
exampl e, atraditiona fisheriesmanagement agency might take on habitat protection, aquacultureor
even coastal community development roles.

12



6.0 The Essential Ingredients of Integrated Approaches to Coastal
Resour ces M anagement

Theexamplesprovidedin Section 7will helpillustratethevariety of settingsand circumstanceswhere
integrated coastal management has been tested and applied. Thereisabroad-based agreement on
what ICM is-and what kind of natural resourceor environmental management that it tendsto replace.
Thissection generalizesfrom the eight casesand our morethan 25 years of experienceto set out some
of thecommon featureswhich areworth keeping in mind during discuss onsabout what contribution
ICM can maketo Fiji.

6.1 A GeographicFocus

ICM projectsand programs are concerned with both the area of the ocean affected by theland and the
areaof land affected by the ocean—al though the boundaries of coastal programsvary widely depending
onissuesto beaddressed and capacity of implementing institution. An|1CM focus helpsto supplement
or adjust sectoral programs such asthe management of coastal fisheries, protected areas, resort tourism
development initiativesor river basin projects.

6.2 Leadership

ICM hasbeeninitiated by private and civic sector leadersaswell asby governments. Effectiveand
committed leadership at both the political and practical levelsisessential for asuccessful coastal pro-
gram. Coastal programsare not sectoral, so they will never haveall the autonomousauthority required
to achieve desired outcomes. Henceleaderswho can recognize and act on opportunities, seek and
obtain cooperation from key actors, and keep the program apriority for the nation, are essential for
SUCCESS.

6.3 Local and National Ownership

A coastal management program articulatesin specific termsanation’sshared god sand policiesfor a
geographically specificregionor regions. Itisessential that the processby whichthisvisonisdevel-
oped and refinedis“owned”, that i, endorsed and attracting the activeinvol vement and investment of
the government, civic and private sectorsand the broad base of people of the country. Internationd
experiencerepeatedly demonstratesthat programsare successfully implemented and sustained where
there are constituencieswho are active advocatesfor improved resource management. Participatory
methods engage peoplewho have astakein the outcome of the management effort, and givethema
voiceinmanagement decisions.

Themechanismsby which the publicisinvolved must betail ored to the cultureand traditions of aplace,
but should striveto assurethat key participantsat both thenational andlocal level participateinall
phases of the policy process. ICM isfounded on sustained participatory processesand enduring
mechanismsthat enables multiplelayersof government to interact with the diverserange of stakeholders
who haveinterestsin thequality and alocation of coastal resources.

13



6.4 Integration of Scientific Information in the Policy Process

ICM programs support and utilize applied research to make complex and dynamic coastal ecosystems
more understandable, and to enablerational decision-making based on the application of the best
available knowledge and technol ogy to solve use and conservation problems. Thenatura and socia
sciences, including theimportant contributions of traditionally held ecological knowledge, arevita to
understanding how ecosystemsfunction, to clarifying the origin of human-induced problems, andto
finding solutionsthat can beimplemented. It isimportant that science hasclearly defined roleswithinthe
planning process. Science can be used to hel p characterize problems over time and establish manage-
ment priorities; link causesto specific environmenta problems; understand ecol ogical systemsin order
to devel op policy optionsand legitimize management decisions; and, monitor existing conditionsin order
to eval uate the effectiveness of policiesand attainment of plan objectives.

Judgmentson what research and what technol ogy will bemost useful and appropriatein agiven setting
isbest made by managersand scientistsworking together through all the stepsinthe coastal manage-
ment process.

6.5 LearningandAdaptive M anagement

ICM isitsdlf asustained and iterative process, replacing thefragmentationinherent in single-sector
management by preparing plansor negoti ated agreements spanning acrossjurisdictions(e.g., national
government, local government, nongovernment) and sectors. It operatesthrough coordinated, multi-
ingtitutiona planning and decis on-making mechanisms, usudly with the purpose of forging new formsof
integration and to experiment with new resource management techniques. Programsneed to develop
mechanismsfor sustained learning on how to improveefficiency and effectivenessbased ontheresults
of monitoring and previousimplementation experience. They must beableto seize new opportunities
and adapt their work plansand prioritiesto the often rapidly changing political, economic and socio-
cultura conditionsinwhichthey operate. Such anincremental and adaptive approach requiresaflexible
program design and agile administrative mechanismsthat will permit, even encourage, programsto be
flexible. Specific mechanism that enhancelearning during the devel opment of acoastal management
programinclude:
» useof aseriesof pilot projectsto test management strategies,
» completing theloop between planning and implementation asquickly aspossible;
* learn“bydoing’;
*  monitoring of program activitiesinamanner that providestimely, useful and useableinforma:
tion that managers can and will act upon; and
» creationof “space’ for regular, participatory self-assessmentsof program objectives, strate-
gies, activitiesand outcomes.

6.6 A Phased StrategicApproach to Selecting | ssuesand Addressingthem in aGoal-Driven/
Action Oriented Manner

No singleprogram, even anintegrated one, can solveall the problemsof the coastal region. Initiatives
need to maintain astrategi c focusthroughout the devel opment and implementation process Deciding
whichissuesto address; and where and when to addressthem isamong themost crucia decisionsthat
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aprogram makes. Programscan fail when they try to do too much at once, are spread too thin, or
becometoo rigid, thusbecoming abarrier to solving the problemsthey were created to address.

ICM projectsand programs can grow to encompass multiple objectives(e.g., sustainableeconomic
development, biodiversity protection, food security) that aimto both conserve and sustainably utilize
natural and human resources.

6.7 Implementation ActionsCan (and Should) Occur Concur rently with Planning

Early implementation of actions, which solvesmple coastal management problems, need to occur during
the coastal management planning phase, and not wait until planningis“finished.” Suchactionsaremore
than demonstrations of good faith and intentions. Tangibleexpressonsof improved management help
build support for the coastal management process, provide specific opportunitiesfor horizontal and
vertical coordination and provide abasi sfor learning successful approachesand constraintstoimple-
mentation. Itiscrucia, however, that such actionsare sel ected through a participatory process,; have
clear objectiveslinked to the coastal management process; build or strengthen the community and inter-
ingtitutiond partnershipsessentia for coastal management; be modestly scaled; and, bewithinthe
capacity of agenciesand stakeholdersto implement.

6.8 Integration Across Sectorsand Scalesof M anagement

Theintegration in coastal management distinguishesthisendeavor from traditional sectora approaches
and programs.

Integration among governancelevels. Unitary states may chooseto centralize planning and decision-
making regarding coastal development because coastal resourcesare held in common trust, national
agenciesdo not have capable decentralized units of government with thetechnical capability and author-
ity to analyze and make good decisions, or the apparatus of regulation and enforcement isweak.
Federationsmay find it necessary to make similar choices, preferring to retain jurisdiction over magjor
typesof decisionsrather than build or del egate decision-making capacity to statesor provinces. These
arrangements may be effectivefor decision-making on large, complex projectswheremultipleministries
haveto beinvolved, but arelessworkablefor decisionsinvolving agreat many small actors, or mobiliz-
ingloca resourcesout apolicy that must involve several actors.

Thecomplex overlay of issuesand institutions along coastlines makesit impossiblefor asingleagency to
meet the challenges of management alone. Successliesinforging partnershipsamong institutions,
among user groups and those who providetechnica assstance. Building such productiveand sustain-
able partnershipsisnot easy; and incentivesare essential

Coadtal programs can be designed to share authorities and create needed capacity through severa
levelsfrom national and provincia to municipal and evenvillagegovernments, creating adia oguethat
linksthelayersand promotes asense of shared purpose.

I ntegrating among sector s, institutions and disciplines. Reaching out acrosstechnical and adminis-
trativedivisonsisimperativein coasta management planning, research, policy formulation andimple-
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mentation. Technica and governance complexity requirestheformation and nurturing of multidisciplinary
teamswhose membersare prepared to think and act strategically, resolve conflicts, administer compli-
cated projects, understand how coastal ecosystemsfunction and work collaboratively with coastal
residents.

ICM’spoint of departureison addressing human activitiesand their multiple benefitsand impactson
coastal resources. Thesuccessof biodiversity conservation and preservation efforts can be enhanced
by attending to the needs and concerns of peoplein adjacent areaswhere use conflictsneed to be
resolved.

6.9 Individual and Ingtitutional Capacity

Many coastal management studies, plansand even regulationsthat havelittle or no discernibleimpact on
either theresolution of user conflictsor the degradation of coastal ecosystemshave been prepared and
adopted. A major reasonfor thisisthe scarcity of people of the place with the required skillsand
knowledgeto carry out the stepsin the coastal management process.

Investmentsthat build capacity for effective coastal management seem morelikely to produce positive
dividendsthan the upheaval sbrought by institutional restructuring. Thereisconsderableevidencethat
redlocating respons bilitiesamong governmental agencies, restructuring ministriesand cregting, for
example, new ministries of the environment do not necessarily bring the anticipated benefits. Mgor
human activitieswill continueto be organized and managed by sector. Thechallengeslieasmuchin
promoting collaborative behavior, and rethinking the objectives of development, asin restructuring how
respons bility and power isall ocated within the bureaucratic structures of government.

6.10 MatchingProgram Activitiestothe Capability of the I nstitutions

ICM isviablein both devel oped and devel oping nations at every stage of development and at every
scalefromvillageto national and even in ecosystems shared by morethan one country. One of the most
common mistakesinthe design of first generation coastal management programsisto set objectivesand
placeworkloadsonimplementing ingtitutionsthat outstrip their capacity and financia resourcescregting
an“implementation gap”. Theresultisthat tasksare poorly executed, thetimerequired to meet key
objectives|engthensand the credibility and efficiency of coastal management endeavorsareput at risk.
Itisimportant to realistically match the scale and obj ectives of aprogram with the capacity of the
ingtitutionsinvolved and the strength of the constituenciesaffected. Whilethisfocusmay notyieldthe
“best” planfrom atechnical standpoint, it doeshelpto producea”redistic’ plan containing recom-
mended actions, which can beimplemented and provide asolid foundation of experienceand success
fromwhichtobuild.
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Box 5
Typical Integrated Coastal M anagement Program Activities

AreaPlanning

Studiesof coastal environmentsand their uses
Zoning of uses

Anticipation of and planning for new uses
Regulation of coastal development projectsand
their proximity totheshoreline

Public education onthevalue of coastal and
marineareas

Regulation of public accessto coastal and marine
aress

Promotion of Economic Development
Industrid fisheries

Artisand fisheries

Masstourism

Ecotourism

Marineaquaculture

Marinetransportation

Port development

Marinerecreation

shoreminerds

Oceanresearch

Accessto genetic resources

Proprietor ship of Public Submerged L ands
and Waters

Establishment of leasesand feesfor use of publicly
held coastal and marine resources and spaces
Establishment of joint venturesto exploit non-
renewableresources(e.g., offshoreail)

Sewardship of Resources

Conduct of environmental assessments
Conduct of relativerisk assessments
Establishment and enforcement of environ mental
standards

Protection and improvement of coastal water
quality (point sources, nonpoint sources)
Establishment and management of coastal and
marine protected areas

Protection of marinebiodiversity
Conservation and restoration of coastal and
marine environments (mangroveforests, cora
reefs, wetlands, etc.)

Conflict Resolution

Studiesof multipleusesandtheir interactions
Applicationsof conflict resol ution methods

Mitigation of unavoidable adverse effectson some
uses

Protection of Public Safety

Reduction of vulnerability to natura disastersand
global changes(e.g.. searlevel rise)

Regulation of developmentin high-risk areas
through such methods as establishment of “ set-
back lines’

Congtruction of coastal defense measures(e.g.,
seawdls)

Creation of evacuation plansor other measuresin
case of coastal emergency

Source: Biliana Cicin-Sain and Robert W. Knecht. 1998. Integrated Coastal and Ocean Management:
Concepts and Practices. Washington, D.C.: Idand Press. Table 2.4 in original.
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7.0 Case Studies of International ICM Experience
National ICM Programs

7.1 SrilLankaCoastal Management Program?

This mature program was launched by the Coast Conservation Act of 1981. Itsemphasisison
regulation of activities that occur along the shorefront. The National Coastal Management Plan
adopted in 1990 and amended in 1995 sets forth policies on a limited number of coastal issues,

and provides a framework for planning and management of “ special areas.”

| ..... . —

Theisland nation of Sri Lankahas 2,825 km of : g T i
coastline. It passed its Coastal ManagementAct | szl | s | 5
in 1981 (it was gazetted in 1983). TheAct vested T e SR il
consderableauthority and responsibility for both

coagtd planning andimplementationwithinasingle |
national agency —the Coast Conservation Depart- “']

[EIT=" L
ey

ment (CCD). CCD wasgiven responsibility for: \,:;;_-“ '\
¢ Desgnandimplementation of apermit pro- E N ¥
gramfor al developmentinalegaly defined i, e
coastal zone; & A | A
¢ Scientific and socio-economic studiesto L I~ & r J
provideinformation for anational coastal plan; —_— 1
¢ Nationa coastal management plan prepara- P 3t S s e
tion and updates; and
¢ Shorelineprotectionsworksdesign and L ocation map of Sri Lanka
congtruction.

Fromitsinception, CCD staff implemented asthey
planned. CCD staff reviewed coastal permit
applications, met with devel opers, enforced
coastal set-back requirements, constructed coastal
protection works, commissioned research, met
with representativesof other agenciestoreview
projects, organized public awareness projects,

and carried out avariety of other implementation
activities. During the 1985 to 1989 period they
also prepared their first National Coastal Manage-
ment Plan (adopted by Cabinet in 1990). Inits
first generation plan, CCD chosetofocusona
limited subset of coastal issues—coastal erosion, _
coastal habitat protection, and historic, scenicand ~ C0astal tourism development along the
archeological sites. southwestern coast
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During thisperiod CCD also recognized the
limitationsof anational coastal program that tried
toregulateall coasta activitiesfrom the capital
city. Inthe 1990 to 1995 period alone, CCD with
acoastal management staff of lessthan 15,
reviewed morethat 2700 coastal permit applica-
tions, supervised Environmental |mpact Assess-
mentsfor 10 mgjor devel opments, launched
several mgjor policy and awareness-building
initiatives, and began revision of thenationa plan.
Inshort, thenational officewasattempting to take
onall thework of nation’seffortsto better
managetheir coast.

CCD gtaff recognized from thebeginning, that the
volumeof permit applicationsandthereatively
minor nature of many coastal projectswould
ultimately require some del egation of authority.
Successful delegation of permitting authority and
respong bility proved difficult. First, local govern-
ment in Sri Lanka, asin other placesisover-
burdened and under capacitated. CCD had few
incentivesto offer local government, and local
officia scorrectly viewed the permitting of coastal
development asan activity that would not be
“appreciated” by resource usersand small devel-
opers, loca government’sconstituency. CCD
recognized that it needed to provide Districtswith
extremely clear procedures, training, and incen-
tivesif they wereto take onthisburden.

CCD da so recognized that the coastal program
had to movefrom being an agency that basically
saidyesor notoindividua developmentsto one
that wasa so making atangible and positive
differenceinthelivesof coastal people. The
strategy that CCD adopted wasto beginto
promote special areamanagement plans(SAMPS)
asamechanismto deal comprehensively with
coastal management issuesat specific Sites.
Potential SAMP siteswere selected by CCD
based onfour criteria: severity of theissues,
biodiversity; feasbility; and economic significance.
Intheir revised coastal management plan (1997),
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CCD callsfor SAMPsfor 23 coastal sites; then
providesguidance on the processfor SAM
planning. Aswith the permitting program, CCDs
nationa guidanceisbased onits“lived” experi-
ence. CCD pioneered the SAM concept in Sri
Lanka, devel oping two successful modelsinthe
Rekawaand Hikkaduwalagoons.

Insum, themajor changethat occurredin Sri
Lanka sprogram hasbeen amuch greater interac-
tion between national andlocal levelsof govern-
ment and agreater rolefor local government. In
thefirst generation program, the national govern-
menttriedto“doital.” Inthesecond generation,
national government retainsaregulatory rolefor
major coastal devel opments, an over siteroleto
local government inrelation to minor permit
review; and acatalyst/ facilitator rolewith regard
to SAMPs. Inaddition, CCD continuesto play a
national leadership and coordinating role—keep-
ing coasta issueson the national agenda, promot-
ing awareness of and support for theseissues, and
improving theavailableinformation basefor
coastd management.
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7.2 TanzaniaNational Coastal M anagement Strategy*

Within the context of Tanzania’s National Environmental Policy, a National Coastal Srategy is
being formulated. The Srategy’s purposeisto support and extend locally successful ICM initia-
tives, and enabl e the national government to encourage sustainable economic devel opment
along the coast. The Coastal Srategy creates no new authorities, rather it focuses on coopera-

tive, intersectoral and local/nation actions to achieve jointly devel oped objectives.

Tanzaniaisintheprocessof devel oping aNational
Coastd Strategy with the assistance of USAID
andthe University of Rhodeldand. Thenation
has approximately 800 kilometersof mainland
coast andisseverely underdeveloped. Outside of
urban areas, the mgjor source of incomefor
coasta communitiesisfishing, mostly at asubsis-
tencelevd, butincreasingly a commercid levels.
Marinefisheriesprovideproteinfor coastal
communitiesand contribute $6.5 milliontothe
nationa economy. Women and childrendirectly
depend on thecollection of shellfishand are often
involvedin processing and selling fish. Mangroves
providewood for building and fudl, whilereefsare
mined for limeand coral rock. Inadditiontothe
human use of theresources, coastal ecosystems
(reefs, mangroveforestsand seagrass beds) have
high biodiversity and productivity and provide
shorelineprotection.

Of the opportunities Tanzaniahasfor develop-
ment, many are coastal, including export fisheries,
mariculture (both prawn & seaweed farming) and
tourism. Ascoasta areasbecome more popul ated
and activitiesbecomemoreintense, itisincreas-
ingly likely that the natural resource basewill be
degraded. Because Tanzaniansdependona
quality coastal environment, pressurefrom devel-
opment and over-utilization can havesignificant
impactson the nation’seconomy and socia fabric.
Itisclearly inthenational interest that thisdevel-
opment be carefully planned to best managethese
resources.

AFRICA

Despitethispressure, and along-standing national
recognition of the need for acoastal strategy, the
Nationd government of Tanzaniamadelittle
progressin moving fromrhetorical support for
coastal management toinitiation of ameaningful
planning process. Over thelast fiveyears, how-
ever, pilot programsbegan testing theviability and
tangible benefitsof using coastal management asa
meansfor addressing coastal issuesand opportu-
nitiesalong the coast. Existing programsprimarily
focusondigtrict and villagelevelsof government
and village economies, and are producing promis-
ingresults. They work independently of one
another and arenot tied into acentral coordinating
body at the national level.
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Thesituation of no national framework for coastal
management hasresultedinlost opportunitiesand
increased costsat anationa level, and frustration
at thelocal level . With management authority for
coastal resourcesunder theauspicesof multiple
ingtitutionsand departments, (e.g., fisheries,
forestry, tourismand wildlife) mandatesand
programsfrequently conflict with each other,
wadting extremely limited financid resources.
Second, thereisno coherent national effort to
promote or guide coastal development, nor is
thereamechanismfor local communitiesto
acquiresupport fromthe national government to
implement integrated management plans. Froma
different perspective, lack of coordination at the
nationd level makesit difficult for pilotleve
activitiestoinform nationa policy withthelessons
that arebeing learned through the pil ot efforts.
Thislimitsthereplication of successful modds
being created by programs.

Creating anationa coastal management strategy
withinacontext of strong sectoral agenciesand
local programs presentsthe national government
with aseriesof challenges. Local programsare
concerned that anational programwill bea
hindrance not ahelp; and sectoral agenciesare
concerned they will losepower. Thisisadelicate
but common situation for coastal programs.

INn 1997, the TanzaniaCoasta Management
Partnership (TCMP) wasformed under the
auspicesof the Nationa Environment Manage-
ment Council (NEMC). The TCMPworkswith
national andloca government agenciesandthe
existing network |CM programsand practitioners,
tofacilitate aparticipatory, transparent processto
unite government and the community, scienceand
management, sectora and publicintereststo
establishthefoundation for effective coastal
governanceat thenationd levd.

Fromitsinception the TCM P has been con-
scioudy trying to definethenational program’srole

Mangrove cutting in Tanzania

[ R RN
Sea weed farming
asthegroup that promotesintegration and that fills
gapsnot covered by existing agenciesor pro-
grams. Thisviewpoint of what the national
program should doiscaptured infour of TCMP's
ten operating principles

1. Buildonandfrom existing experience, pro-
gramsand capacity withintegration acrossdl
sectorsand scale of management. Do not
seek toreplace sectora responsibilities, but,
instead, enhancethe abilities of the sectorsto
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work toward common goas. Useconflict '

management and participationastheprimary [ — | \ = \ '
toolsfor improving sectoral coordination. J JI _J .II |
Ensurethat anationa program contributesto = el =T =

thesuccessof loca and regional programs.
State of the Coast 2001

2. Understand that coastal management will PEQPLE AND THE ENVIRONMENT

alwaysbeconstrained by thelack of financial
resources. Work in partnership to select
priority areasof focuswherelimited resources
should be applied. Ensureownership and
sharing of costsof the program at both local
and national levels.

3. Ensureparticipation by all key stateand
parastatal groups, resourcesusersand private
sector stakehol dersthroughout the program
planning and implementation. Decisionsabout
program direction should bemadewith
transparency, in partnership between nationa
andlocal governments.

4. Build human capacity at al levels. Provide
peoplewiththeright information, build their
skillsand create attitudes that model appropri-
atebehavior for coastal management.

Theearly and explicit definition of the national
program’sroleand approachishelping TCMP
winsupport. Similarly, asTCMPlooksat what ‘oA TAL MANAGEMENT ROLICE
thenational coastal program should do it seeksto
useafacilitative, non-regulatory model.

a Matianar IntrcrRaTED

TheNationa Coastal Strategy will:

Support planning and integrated management
of coastal resources and activities at the local
level and provide mechanisms to balance
national and local interests.
Guiddlinesfor preparation of District Action
Plans have been prepared, based on the
successful experienceof along-running
demonstration project. The TCMP has

provided technical supporttotwodistrictsto  Options for coastal management in Tanzania

23



develop action plans, and mechanismsare
being devel oped to provide small amounts of
funding through theregular government
budgeting processfor implementation.

Promoteintegrated and sustainable approaches
to the development of major economic uses of
the coast to optimize benefits and minimize nega-
tive impacts.
Ensurethat coasta activitiesand opportunities
aredeveloped according to national and local
needsand guidelines
Establish project review proceduresthat are
consultative, multi-sectora and inter-disciplin-
ary inorder to promote efficiency and trans-
parency inthedecision-making process
Ensurethat all formsof pollutionin coastal
areasare properly controlled and managed.
Guidelinesfor mariculturedevel opment have
been compl eted and adopted by the 10
agenciesengaged inthereview of such
activities. Tourism guiddlinesarenow under
development.

Conserve and restore critical habitatsand
areas of high biodiversity while ensuring that
coastal people continue to benefit from the
sustainable use of the resources.
Geographically specific planningwill befacilitated
through the Coastal Strategy. Special Area
Management Plans (SAMPs) will bedevel oped
for geographic areasof concern. Specia area
management planningisamechanismthat alows
central government—in partnershipwithloca
government-to plan and manage geographic areas
of pa”ucular concern. Potential SAMPsinclude:

Areaswith existing important economic/infra-

Sructurefacilities

Areasdated for mgor new economic devel op-

ments

Pollution hot-spots

Areasof highrisk from erosion andflooding

Develop and use an effective coastal ecosystem
research, monitoring and assessment system
that will allow already available—aswell as
new—scientific and technical information to
informICM decisions.
A Scientific and Technica Working group has
aready developed aState of the Coast
publication that combined existing scientific
information with resource users perceptionsas
to thetrendsand conditions of coastal re-
SOUrces.
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Local ICM programs

7.3 Xcalak Villagecommunity strategy (M exico)

Thissmall effort lead to a self-initiated marine park and a major role in negotiations over future
development in the Costa Maya region, through the ecological ordinance. Itisoccurring within
the larger process of decentralizing environmental management in Mexico and a multinational

effort to protect the Meso-American Reef.

During the 1990s, important forces of change
were underway in Mexico that created awindow
of opportunity for coastal management. InQuin-
tanaRoo, the once deepy village of Cancun
exploded into apremier resort city of 397,000
and a100-km tourism corridor called the Costa
Rivieraover aperiod of only 25years. The
success showed that tourism could beanimpor-
tant enginefor economic developmentinMexico's
youngest state. Cancun’sexcesses, achanging
marketplace, and concern about the potential 1oss
of Mexico'scritica marineand coastal areaslead
to the concept of low impact tourism for the Costa
Maya, a undevel oped shorelocated along the
state’ s southern Caribbean coast on the border
with Bdlize,

The convergenceof thisincreased interest and
capacity for conservation still required a'‘little
spark’ whichwasprovided when the Fishing
Cooperative” Andres QuintanaRo0” wrotea
|etter to the Governor of QuintanaRooin 1994
requesting that its nearshorewatersand coral reef
be designated asamarine protected area. A key
purposefor thisdesignation wasto enablethe
community to participatein potential economic
development that amarine park might generate.

TheFishing Cooperative svisionfor what they

caleda'tourist reserve’ included:

=  Support to formagroup of boatmen ableto
provide servicestotourists

= Creation of areservewhichincluded thearea

A
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Marine protected areas along Quintana Roo
and the Xcalak Proposal

fromthe entrance channel along the border
with Bdlizeto the southern part of thevillage
of Xcaak

= Permanent closure of aportion of tourist
reserveto fishing with spearsand nets

= Limitson captureof snook, tarponand
bonefish

= Protectionfor thenestson Bird Iland, west of
thevillagein Chetumal Bay

= Protectionfor thereefs, including banning the
use of netsand poleswhich damagethe cordl.
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\illage participation in planning—Xcal akefio-
style

Theformal procedurefor preparing aconservation
or protected areaproposal consistsmainly of
technica requirementsfor characterizing theland
and marine environment, devel oping objectivesfor
management and justifying thesignificanceof the
proposa. Extensivepublicinvolvementisnot
required and typically such proposasareinitiated
at thestate or federal level. Thetechnical docu-
ment issubmitted to the National Ecology | nstitute
(INE) for review and approval. Stateand local
government havenolegd jurisdictionintidal or
marinewaters. However, thisformal procedure
would not accomplish the other goalsof the
community or enableit to participate effectively in
devel oping the policiesand regulations controlling
theimpactsfrom land based devel opment inthe
CostaMayacorridor.

The project team, comprised of theAmigosde
SianKa an, aprominent civic association, and the
University of Rhodeldand’ s Coastal Resources
Center, worked to include community membersin
gatheringinformation needed for themarine
protected areaproposal, which covered theland
aswell asocean. Thecommunity createda
voluntary, informal committeethat advised onthe
marine park proposal and discussed anumber of
other issuesrelated to community participationin
tourism, andin decisionsaffecting future devel op-
ment.

The project team assigned part time staff based in
thevillageaswell asacoordinator in Chetumal in
order to support aparale flow of activitiesasthe
technical diagnosisproceeded. For example,
additional work wascarried out to capturethe
community’shistory, socia and economic charac-
teristicsand begin toidentify actionsthat could be
carried whilethe process of designation of the
protected areawound itsway through stateand
federa procedures.

=

The village of Xcalak, looking south to Belize

Theessence of community aspirationsand actions
was el oguently captured and publishedin 1997 in
the form of the Community strategy for the
Xcalak Area, which addressed many topics
outsidethe boundsof the marine park related to
community development.

Planning and action go hand in hand
Villagerstook anumber of small stepsto carry
forward somepractical actionswhilelarger scale
decisonsabout infrastructure, land use planning
and devel opment density werebeing made. The
Fishing Cooperative prepared and began to
implement aset of rulesto governitsmembers
activitiesinthe sectionsof the proposed marine
protected areaof most concern. Somefishers
weretrained asecotourist guides, whichincluded
Englishlanguagetraining, through acollaboration
with RARE, aninternationa organizationthat
speciadizesinsmall tourism enterprisedevel op-
ment. Buoyswereinstalled along LaPoza, the
coral reef trench at the center of the X calak Reef
Nationa Park proposal, to help protect it, and
severd fishersparticipated in English classes
offeredinthecommunity. A classof architecture
studentsfrom Syracuse University worked with
thevillageto prepare design and devel opment
guiddinesfor futureconstruction that preserveits
uniquestyle.

A seat at the negotiating table
Perhaps most important action to emergewasthe
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fact that community and NGO |eadersbecame
involved in the processof preparing the environ-
mental master plan for the coast, the
Ordenamiento Ecologico Territorial for Costa
Maya, or OET ,which covered the shorelandsup
to PuntaHerrero onthe edge of the SanKa an
Biosphere Reserve. Adoption of thismaster plan
turned out to hinge upon reaching an agreement on
overadl density of develop, and onintegrating the
Xcaak Reef marine park proposal with the master
plan zoning for the Rio Huachelagoon.

The community’sproposal wassubmittedin
March of 1997, just asthe public review process
for the master plan wasto begin. Theoriginal
CostaMaya proposal had been to attempt to
develop 10-15,000 hotel roomsalong the shore.

The new situation in the Xcalak Peninsula

The detailed management plan for the X calak Reef
Park was completed in 2002, and thetourism
investment promoted by the Statewill bearriving
at anincreasing pace a ong the entire shore of
CostaMaya. Theagendafor all actorsisexpand-
ing to making many practical decisionsabout how
idealsand policieswill manifest themsavesin
redlity. Therelationship between pioneering
tourism entrepreneurs, most of whom arefrom
outsidetheregion, andlocal residentswill remain
turbulent. Somevillagersareworking toimprove
their businessskillsand participatein tourism, but
othershave not becomeinvolved or lack the
capital to makeinvestments. Migration of busi-
nessesand workerstotheregionisinevitableand
likely to challengetheability of thecommunity to
absorb new investment, peopleand activity.

The X calak Reef National Park isonly one part of
apackage of new policiesand plansthat will
shape how the pristine coastlineis devel oped over
thenext decade. Infact, theteam preparing the
proposal looked ahead to thisnew stage by
including an extensiverecommendationonthe
need to incorporate an “Integrated Coastal

O Ly Epr——
- 4
'd

“Etrategia (omuhita

. 4 .
The Xcalak Village Community Strategy

Management Subcommitteg” to serveas“a
communicationforumfor thevariouslevelsof
government agenciesintheregion, residents,
investors, the scientific and academic community,
non-governmental organizationsand all sectorsof
society interested inthearea. The Technical
Committeerecently set up to oversee marine park
management hasbegunto hold itsmeetingsinthe
Xcaak village. Thevillagersalso haveaseat on
theinteragency oversight committeeformedin
2001 to superviseimplementation of the Costa
Mayaenvironmental andland useplan.
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7.4 ChwakaBay-PajeAction Plan (Zanzibar, United Republic of Tanzania)®

The Chwaka Bay-Paje demonstration project was launched as a first step towards devel opment
of a national coastal management program for Zanzibar. The site was selected because it con-
tained problems and opportunities related to a rapidly devel oping tourismindustry within an area
that contains resource-dependent traditional villages. This situation is representative of many

parts of Zanzibar’s coast.

Inorder to* practice” ICM prior to development
of anationa program, thegovernment of Zanzibar,
anidand with 350 km of shoreline, decided to
launchapilot projectinICM. Facilitated by the
nationa government, thepilot ICM program
utilized interagency working teams composed of
technical staff of key agenciestowork withlocal
residentsto accomplish project work; adopted the
ICM policy processand essential actionsde-
scribed by the United Nations Joint Group of
expertson the Scientific Aspectsof Marine
Environmenta Protection, asa“road map; and
integrated capacity-building strategiesinto every
aspect of project implementation. Takentogether
these strategiesalowed Zanzibar to “test” the
|CM approach and lay afoundation for anational
intiative,

The ChwakaBay-Pq e area, onthe southeast side
of Ungujaldand, approximately 20 kmfrom
Zanzibar town was chosen asthepilot site. This
25,000-hasite contains seven rural fishing com-
munitieswith atotal resident population of about
10,300. Environmenta quality and the condition of
coral reefs, fisheries, and mangrovesaregeneraly
good. The economy isexpanding from near-total
reliance on fishing, man- grove, and coastal thicket
harvestsand marginal agricultureto new economic
activitiesincluding tourism, seaweed farming, and
smdl-scalebusiness. Thesteisconfronted by the
nation’smost urgent coastd issue: incorporating a
rapidly expanding internationa tourismindustry
withinanareacomprising traditiona villagesina
manner that maintainsthe environment and benefits
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thelocal people.

Each of thethreekey strategiesused inimple-
menting the pilot project are described bel ow:

I nteragency Corel CM Teams. The need for
“implementers’ to participatein planningisrecog-
nized asgood practiceinICM. Whilemuch
attentionisgivento how toinvolveresourceusers
inthelCM process, ironically lessemphasishas
been givento government officidsfrom multiple
agenciesworking together to solve problemsand
sustain participatory ICM processes. Since
government must play akey roleinimplementing
ICM in eastern Africa, thisproject focused on
initiating the participatory |CM processthrough

28



multiagency government working groups.

TheZanzibar ICM team was convened and led by
thedirector of the Zanzibar Department of Envi-
ronment (DOE) in cooperationwiththe
University’singtituteof Marine Science, and
included representativesfromall key sectora
agencies. It wasimportant that theteamswere
lead by high-ranking staff who wererespected
both withinand outsidetheir ingtitutions. Theteam
|eader assumed responsibility for the process,
served asthecritical link to stakehol ders, and was
theliaisonwith the national government. It was
helpful to have more than one person fromthe
lead ingtitution on theteamto provide assi stance
to theteam leader.

Thebenefitsof nurturing and sustaining thecore
team weresubstantial. They provided acritica
massthat allowed the project to keep moving
ahead, evenwithinevitablechangesinteam
composition. Team membersalso became | CM
advocateswithintheir homeingtitutions. Sincethey
represented different ingtitutions, they wereableto
spread information about |ICM much further than if
the project only worked with oneinstitution.

Thel CM Policy Process. Adoptingthe
GESAM P-endorsed policy processand actions
provided the project with credibility and stability,
and aclear strategy. The stepsof the policy
processare described below.

| ssue I dentification and Assessment. Thefirst
step wastoidentify coastal issues, array the best
availableinformation, then devel op aconsensus
about whichissuesthel CM effort should address.
To achievethiswithintheproject’ stimeframe, the
teamsrapidly synthesized exigting information and
collected field dataon both the current condition
of resourcesand perceived trendsand issues. For
issuesthat lacked asufficient body of information,
locdl expertswerecommissionedtofill critical
information gaps. Theissueanaysisdeveloped by
the|CM team wasreviewed by stakeholdersat a

seriesof meetingsdesigned to promote two-way
communication, with separate sessionsfor men
and women. Thiswasessentia for gainingthe
ingghtsof womeninatraditionad Mudim commu-
nity such asexistsin Zanzibar. Thestakeholders
gavethel CM teamscritical information about the
pilot sites, hel ped sort issues by priority, and
suggested actionsfor resolving problems. The
stakeholder meetingswerean important stepin
raisSing awareness about resource management and
creating trust between stakeholdersand the
governinginditutions.

Plan Preparation. Using theissuesdefined during
Step 1 asthefoundation, the team worked with
stakehol dersto set management goalsand clear
objectives. They then engaged inasustained
dialogue (through meetingsand review of draft
documents) with stakeholdersand relevant
government agenciesto define strategiesto
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addressthecritical issues. Thestrategieswere
divided into two categories: action and planning.
Theaction strategiesdefined activitiesthat could
redigtically becarried out inthe near termwith
existing or readily obtainableresources. The
planning category was used to definelonger term,
and frequently moreexpensve, andyticd and
information-generating activities. Theresulting
“Action Strategy” document doesnot include
regulatory actionsor major infrastructure propos-
als. Rather, it comprisesaconsensusview of site
ICM issueswithinthe nationa context, astrategy
for progresson thecrucial issues, and recommen-
dationsoningtitutiona mechanismsfor implemen-
tation.

Adoption. Theintegrated site strategy, including
proposed implementation structures, was adopted
by consensusat anationa workshop which
included representativesfrom nationa andlocal
government, the private sector, resource users,
and villagers. Thisprocessyielded broad support;
however, implementation of the strategy isvolun-
tary, not legally binding. A broadly representative,
fifteen member implementation committeewas
formed called the Coastal Resources Management
Committee (CRMC). ThecorelCM teamwas
formally asked to serve asthe committee’ ssecre-
tariat.

I mplementation. After the nationa workshop, the
committee described abovewas established and
began implementing theAction Strategy. These
actionswere designed to beginto solve some
problemsat thesite, quickly gain experiencein
coastal management, demonstratethe
government’scommitment to ICM, and provide
an opportunity for government ingtitutions, non-
governmenta organizations, and private sector
representativesto experiment withjoint action.

Evaluation/Lear ning/Adaptation. TheICM
team self- assessed its progress, focus, and
tactics. Thiswasessential, asproject resources
(human andfinancia) weremodest and the

Towards Integrated Management
and Sustainable Development
of Zanzibar's Coast

Findings And Recommendations
For An Action Strategy
In The Chwaks Bay-Paje Arei T
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demands on and expectationsfor the project
large. By continually thinking strategically about
the scope and structure of the process, theteam
was ableto make progresson ICM issueswithout
being overwhelmed or stretched beyond their
limited capacity. Most importantly, thisprocess
created aculture of learning and adaptation within
thelocal team.
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7.5 Coral Reef Protection in Phuket, Thailand: A Step Toward I ntegr ated Coastal M anage-

ment 6

Coral reef conservation served as an entry point into an integrated effort to attempt to influence
the trajectory of tourism and its impacts along the rapidly developing west coast of Phuket
Island. The context proved difficult as national and provincial development interests were at
stake, and the process raised questions about the flow and distribution of the benefits of growth

aswell as the burden of paying the costs.

Thailand, oneof Asia seconomictigersof the 80s,
has experienced rapid, unmanaged, and unsustain-
ableexploitation of thekingdom’'srich natura
resource base. In coastal areas, the need for
effectiveintegrated resource management was
especialy urgent inthemid-1980s. Tourismwas
booming. Pristinecoastal areaswererapidly
being devel oped without regard for theenviron-
ment- the same qualitiesthat drew touristsinthe
first place. Although Thailand had anumber of
environmental laws, and technically sound man-
agement plans had been drafted to cover some
issuesand somegeographic areas, implementation
waseither ineffectiveor lacking.
Thisimplementation gap was caused by alack of
political will to alocate needed resources, whichin
turn waslargely theresult of theabsenceof a
broad, strong coastal management constituency at
both the national and local levels; and an absence
of good in-country examplesof effective manage-
ment.

TourismisThailand'slargest single source of
foreign exchange, and Phuket isThailand spre-
mier coastal destination. Until themid-1980s,
accessto Phuket’ swest coast waslimited, and
most pocket beacheswere either undevel oped or
had the potentia for only small-scale devel opment.
Beginning in about 1985, tourism started to grow,
and, with the construction of a“ringroad” onthe
west coast in 1988, west coast devel opment
exploded.
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Phuket Province, Thailand

Coral reef conservation initiative in Phuket
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TheThailand Coastal Resources Management
Program, TCRMP, was sponsored by USAID
and carried out by URI in collaboration with
Thailand’'sNational Environmental Board. When
the project began, awareness of the existence,
beauty, and significance of Phuket'scord reefs
waslimited primarily to scientists. Therewasno
mediaor public attention paid to coral reefs.
Neither the private sector, which wasenjoying
“freg’” and very profitable benefitsfrom reefs, nor
the government, which was making decisonsthat
affected their condition, considered theimpacts of
their activitieson the condition of thecoral reefs.

Thereweretwo distinct goalsfor the Phuket Cora
Protection Strategy. Thefirst wasto protect and
providefor the sustainableuse of thereefs. The
second wasto usetherelatively smpleand
uncontroversid issuesassociated with coral reef
protectionto build local, then national, support
and political will for addressing other coastal
management issuesin Phuket. Inother words, the
project team hoped that the constituency built
around coral protectionwould later want to
addressthe more complicated and contentious
coastal management i ssuesthat Phuket faced-
water-quaity degradation and unregulated and
ingppropriateland and water use.

Theproject team followed abasic policy process
incarrying out itswork, completing theplanning
and implementation cyclein about threeyears.
(Seediscussion of ChwakaBay, 6.4) Team
memberswere keenly aware of theneed to build
consensusand support for initiativesthroughout
the process; hence, much attention waspaid not
only to what was done but also to how it was
done.

I ssue Definition and Assessment. The project
team started with the premisethat existing or
reedily availableinformation provided asufficient
basi sfor understanding reef conditions, thelocal
reliance onreef resources, and thereative signifi-

cance of management issues. Throughout theyear
and ahdf of theissueidentificationand analysis
stage, consderable effort was madeto heighten
public awarenessof coral reefsandto build
support for subsequent management initiatives.
Early activities, whichincluded mediacampaigns,
community events, and the publication of bro-
chures, were designed to enhance both the general
public’sand the private sector’sappreciation for
thearea sreefsand to explain why aprotection
strategy was necessary. Support for coral protec-
tionwasa so built through theextensive discus-
sionscarried out with reef-dependent businesses
and reef usersduring the process of issueidentifi-
cation.

Plan Preparation. InMarch 1988, aworkshop
brought together local and nationa government
officid sand key interest groupsto review and
verify the outcomesof theissue definition process.
The participantsconcurred with thefollowing
objectivesfor cora reef management in Phuket:
(1) tomaintain and promote multiple and sustain-
ableusesof Phuket’sreefs; (2) to promotethe
recovery and enhancement of coral reef habitat;
and (3) to enhanceloca commitment to, and
participationin, coral reef management. Manage-
ment strategiesto maintain water quality, sustain
fisheries, and reducetourism-related damagewere
all set forthinthe Phuket Coral Protection Strat-
egy document.

Implementation. Thefirstimplementation efforts
werenon-regulatory initiativesto reduceavoidable
physical damageto reefsassociated with tourism
activities. Educationd activitiesweredesignedto
motivatereef usersto voluntarily change damaging
behaviorsand to support policy reform. An
important initid implementation effort wasthe
installation of mooring buoys. Thisproject was
designed to show tangible action, gain support of
theprivate sector, and build linkagesamong
government agencies and between the public and
private sectors. Thisproject not only solved a
problem, but aso built essentia interagency and
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public sector-private sector linkages. By 1989,
mai ntenance of the buoyswas completely taken
over by local groups- both public and private.

Cord reef issuesand project resultswerewel|
coveredin both local and national media. By
1988, awareness and appreciation of thesignifi-
canceand value of cora reefswerewidespread
not only in Phuket but in government, NGO, and
tourism circlesin Bangkok. In short, progresswas
being madein devel oping aconstituency for
meaningful coral reef management. Inthischanged
context, the TCRMP began to focus on making
progressat thelocal and national levelsinpolicy
reform.

Toward Integrated Coastal Management in Phuket

Building on early successesin controlling physica
damageto Phuket’scoral reefs, the project
expanded the management focusto include water-
quality degradation and land-use control. The
TCRMP had committed key groupsto coral
protection, madetangibleprogressinaddressing
the physical impactsof tourism and recreationa
usethat wererelatively easy tomitigate. It then
built on thissupport totry to addressabroader
and moredifficult set of issues. Theresult wasa
multisector action plan for theintegrated manage-
ment of themost rapidly devel oping sectionsof the
west coast of Phuket

Toward aNational Cora Reef Management
Strategy

News of the outcome of the Phuket coral reef
management project spread quickly. Other
provinces began requesting ONEB assistancein
undertaking mooring buoy ingtallation and other
coral reef management measures. In October
1989, acoral reef management workshop,
attended by over seventy peoplefromthe central
government, provincia agencies, andtheprivate
sector, was held in Bangkok to share and dissemi-
natethelessonslearned fromvariousloca initia

Thailand Coastal Resources Management Project

tives. The participants expressed widespread
support for initiating work onanationa strategy
for coral protection that would encourage and
support local coral reef management effortsas
well asaddressthe essential cora reef manage-
ment issuesthat required nationd attention.
During the 1990-92 period, aNational Coral Reef
Strategy for Thailand wasformulated. InMarch
1992, the strategy was adopted by Thailand's
cabinet, and 51 million baht ($2 million) was
gopropriatedfor itsinitia implementation.
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7.6 Alaska Coastal Management (United Sates)’

The US Coastal Zone Management framework mainly provides incentives and technical assis-
tance to foster the preparation and implementation of state ICM policies and plans, which reflect
to a large extent the unique situations and circumstances of each state. The Alaska program
demonstrates how a coastal program was the catalyst for rural areas of the state, which are
largely, but not exclusively inhabited by Alaskan natives, to organize into gover nance units that
included traditional tribal and non-tribal representation to develop and over see implementation

of local ICM programs.

Alaskaisaunique dtate; itisthelargest but most
sparsely populated state in the United States. It
hasacoastlineof 54,718 km, whichishighly
vaued by Alaskansashaving cultural, economic,
recreationa and spiritud significance. Themgjority
of the state’ stotal population of 550,000 liveon
or near the coastline, including many inremote,
smadll villages. Thepopulationsof Alaska scoasta
villagesconsist largely of NativeAlaskanswho
haveinhabited these areasfor tensof thousands of
years, and rely on the natural resourcesof the
coastal areafor their primary source of food and
income. Mg or changesare occurring to these
resourcesasaresult of oil and gasdevel opment,
development of wetlandsand waterfront areas,
and increasing recreationa usesby non-residents.

Thethree primary goals of theAlaskaCoastal
Management Program areto:

Balance natura resource protection and
resource devel opment throughout Alaska's
coastal zone

InvolveAlaskansin decisionsabout theuse
and protection of their coastal resources
Simplify the state permitting processfor
coastal development projects, and reducethe
timeit takesto obtain state government
approval for aproject

Locd involvementisinsured through:

Representation on the Satewide Coastal
Council . TheLegidature established a16-
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member Coastal Policy Council to overseethe
state program. Nine of the Council membersare
locdly dected officials. Local representatives
ensurethat local concernsand issuesare ex-
pressed, discussed and acted upon by thetop

policy-making body inthe program.

Coastal Plansfor Local Areas. Alaska's pro-
gramisdesignedto allow local coastal areasto
write plansthat will guide coastal activitiesand
development. Four of Alaska scoastal districtsare
called” Coastal Resource ServiceAreas’
(CRSASs). CRSAsareorganizedinlargerural
coastal regionsof Alaskathat are not represented
by an organized |ocal government. Theseareas
havenoloca government authoritiesthat would
allow themto regulate coastal devel opment
projects. The state L egidature created CRSASto
allow local resdentsin these areasto influence
whereand how coastal development projects



occur, through participation in stateand federa
government permitting decisions. Loca manage-
ment plans
. inventory resourcesintheregion
consider issuesof concerntolocal residents
define an appropriate coastal zone boundary
adopt policiesto guide coastal devel opment
decisons
describe how the plan will beimplemented.

Barig Srigs THSA
it Muasopiincal Dt

Coadta districtsmay also write more specific
management plansfor areaswith unique coastal
values, or wherethereareparticular conflictsover
theuseof thearea. Local coastal management explore Alaska s coastal districss
plans must be approved by the state Coastal :

Policy Council and theUSfederal government.
Once approved, thelocal planshavetheforceand
effect of state and federal law.

Approved coasta digtrict plansareimplementedin
avariety of ways. However, the“ consstency
review process’ established inthe stateand
federa coastal management law iskey. Under the
cong stency review process, dl government -
sponsored and private devel opment projectsthat
maly impact the coastal zonemust bereviewed to
make certain they comply with Alaska scoastal
program beforethey receive state and federal
permitsor approvalsto proceed. Projectsare
approved only if they are consistent with the
policiesof local coastal man- agreement plans.

Coadtd districtshaveastrongroleinthisreview
process. The state agenciescoordinating the
reviewscons der the coastal districtsto be experts
ingpplying thepoliciesof their loca management
plans. If conflictsariseduring project reviews,
coadtd didtricts, government agenciesand the
project applicant meet to discusswaysto resolve
theconcerns. Ultimately, if acoastal district
disagreeswith theresultsof aproject review, it
can appeal thedecisonto higher levelsin state
government, the Governor, and the Coastal Policy
Council.

Coastal property for planned development
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Coastal District Funding

Adeguate and stablefunding isneeded for coastal
districtsto actively participatein coastal manage-
ment. State and federal fundsare provided to
Alaska'scoastd districtsto alow themto pay one
or two staff, prepare management plans, partici-
pateinthe project review process, track important
coastal issues, and educate the public about the
plans. Over $1 millionisdistributed in grantsto
Alaska scoastd districtseach year.

AlthoughAlaska scoastal programisstructuredto
favor loca involvement, local viewscannot solely
control decisionsonwhereand how coastal
development will occur. Thedegreetowhichloca
concernsaremet dependsin part on thewilling-
nessof the state and federal governmentsto work
ingood faith withlocal peopleto helpthem
achievetheir gods. Achieving thecorrect “baance
of power” between loca interestsand those of the
stateand federal governments, and ensuring that
privateindustry and other interest groupsare aso
treated fairly, isachallenge both during thedevel-
opment and implementation of eachlocal coastal
management plan.

Since 1979, 301ocal coastal management plans
have been completed. Alaskahas|earned that the
planning processtakestime. Thestate Legidature
originally set adeadline of 30 monthsfor comple-
tionof dl local coastal management plans. The
process hastaken over 12 years. Loca coastal
districtsthat havewritten plansrecently have
completedtheir plansinlesstime (now averaging
approximately two years), sincethey have used
theearlier plansasexamples, havereceived more
trainingin coastal management planning fromthe
state government, and have benefited from the
knowledge of state government staff and private
consultantsthat are now experienced inthe coastal
management planning process.

Although the planning processhasbeentime-
consuming, the policiesof thelocal coastal man-

agement plans, written by local peopleand
approved by the Coastal Policy Council andthe
federa government, are now the basisfor coastal
resource decisonsinmost of Alaska

Each coastal district plan accomplishessomething
different, depending upon the needsand interests
of peopleinthearea. Plansfor rural areasoften
emphasi ze protection of fishand wildlifeand
subsistence activities. Coastal plansfor Alaska's
urban areas focuson streamlining government
approvasfor waterfront and wetland devel opment
projectsto encourage community growth and
economic opportunity. Coastal districtshaveaso
completed special management plansand projects
related to specificloca concerns, including
floodplain management and drainage control, port
and harbor devel opment, protection of watersheds
for city drinking water supplies, enhancement of
coastal public access, and prevention of marine
debris.
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ICM Approachesfor Key Economic Sectors

7.7 Tourism Development Guidelinesfor Quintana Roo, M exico

Largescaeresort tourisminvestmentsin areas
such as Cancun have propelled Quintana Roo, on
Mexico's Caribbean coast, to become one of the
fastest growing statesin Mexico. Oneof thefirst
adopted and implemented coastal environmental
zoning schemesin the country failed to control the
ecologica damagefrom hotel projectsor avoid
chaotic tourism-oriented urban centers.

Oneof thereasonsfor thisfailurewasalow
degree of understanding and consideration of the
dynamic nature of coastd featuresby project
designersand constructors. Another key factor
wastheinability of public officiasto specify the
typesof development which were preferred and to
enforce userestrictionson areaswhich wereto be
protected under these plans.

Thelessthan positiveresultsof thefirst waves of
development in the stateled to questions about
what should be encouraged and avoided. The
Guidelines for Low-Impact Tourism book
providesinformation onthevulnerability of coastal
physical featuresand ecosystems, andillustrates
the practical measuresproject designersand
buildersneed to take, usually at low or no addi-
tional cost, to avoid storm hazards and needless
damageto thevery environment which visitorsare
expecting to enjoy whenthey arrive.

Some of the recommended practices have been
incorporated into the CostaMayaEcol ogical
Land Ordinance and the guidelinesdocument has
served asthe basisfor training of national regula-
tors. Statelevel permit writersare seekingto
adopt theguidelinesasreview criteriafor evaluat-
ing tourism projectsthroughout the state of
QuintanaRoo.
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7.8 MaricultureDevelopment Guidelinesfor Tanzania

Tanzaniaisoneof thepoorest countriesinthe
worldintermsof per capitaincome. The need for
aternative sourcesof proteinandlivelihoodsis
gresat, particularly in coastal areas, whichare
among the poorest regionsinthe country. The
gresat diversity of mariculture encompassesvery
smal scaletovery large-scaleenterprise, implying
that the sector can contributeto awide range of
devel opment needs.

Shrimp mariculture devel opment proposals
brought to the politica forefront theredlization
that Tanzanialacksthe necessary guiddinesand
indtitutiona mechanismsto effectively managethis
activity. Thissituationthreatensbothinvestor
confidenceaswell asfragile coastal ecosystems
where devel opment might occur.

TheTanzaniaCoasta Management Partnership,
(TCMP) decided to tackle sustainable maricul -
ture development at the national level to demon-
strate how an 1CM approach could both promote
development and protect theenvironment. A
multi-disciplinary and inter-sectora Mariculture
Working Group (MWG) whose membersare
drawn fromthe public and private sectorswas
formed to develop clear project review and
approval proceduresthat are consultative, multi-
sectoral andinterdisciplinary, and todesign
monitoring, reporting, evaluation and response
procedures. TheGuidelinesareintendedto
increasethelikelihood that projectscan be
reviewed inamanner that safeguardsthe environ-
ment and coastal population, whileencouraging
wiseinvestment inmariculture.

Theguidelinesinclude crucia elementssuch as:

»  Siting, design, technology, and management at
the farm level

» Locationand spatia distribution of the sector
asawhole
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Guidebook for investors in mariculture
projects

e Water supply

» Project appraisal, permit and EIA procedures and
institutional rolesand responsibilities

»  Monitoring protocols

»  Fish health management including disease and
stock control

e Communication and information exchange

» Access to markets and trade opportunities

* Research and extension

The mariculture guidelines have been endorsed by
theten agenciesinvolved in promoting and permit-
ting mariculturein Tanzania.
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