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INTRODUCTION

In June 2003, the Global Environment Facility (GEF) approved a project proposal that IPEN Steering Committee members had been working on for more than a year. The full and official name of this Project is: “Fostering Active and Effective Civil Society Participation in Preparations for Implementation of the Stockholm Convention.” IPEN Steering Committee members have called it: “IPEP,” the International POPs Elimination Project. The GEF-approved Project Brief is on the GEF web site at:
http://gefweb.org/Documents/Medium-Sized_Project_Proposals/MSP_Proposals/Global_-_NGO-POPs_Elimination_Project.pdf
The Project is budgeted at $2 million USD for two years of activities, and the GEF has approved a $1 million USD grant for this work. An additional $1 million USD in co-finance must come from other sources. We have identified $350,000 in what is called “in-kind co-finance.”  This is money already contained in the IPEN budget and budgets of some IPEN POs allocated for work over the Project’s two-year life that will contribute to Project success. For the remaining $650,000, EHF and some other IPEN SC members are actively fundraising, have made headway, and we are optimistic the full amount will be raised.

BACKGROUND

IPEN’s decision to develop and prepare IPEP followed from decisions that were taken at the IPEN General Assembly (GA) held in Stockholm, May 2001. At the GA, IPEN adopted its Stockholm Declaration, in which we affirmed an IPEN mission to “facilitate effective involvement by its Participating Organizations in local, national and international activities to promote the elimination of POPs and other persistent toxic substances.” 

We recognized that in order for IPEN to substantially contribute to local and national NGO work, IPEN would need to expand its capacity and resource base beyond what we have been raising from our traditional donors. The decision to prepare the IPEP proposal was taken to help enable IPEN to carry out this change.

Our proposal was persuasive to the GEF because it was already widely recognized – by GEF staff and by others – that IPEN and its Participating Organizations contributed in very important ways to the successful negotiation of a strong and effective Stockholm Convention. It was further recognized that in many countries, IPEN Participating Organizations and allied groups could play an important role in building national support for the Stockholm Convention and its effective national implementation. In our presentation to the GEF, we argued that GEF had an interest in helping to empower those NGOs who were already working on POPs before the Stockholm Convention was adopted and before GEF money started to become available. 
 

Project Activities

IPEP is a very ambitious effort. The intent is to support hundreds of NGO Project Activities, in approximately 40 developing countries and countries in transition, all aimed at contributing to country preparations for Stockholm Convention implementation. IPEP will support the preparation of various types of documents and other activities.

The types of document preparations that can be supported with Project funds are: POPs Country Situation Reports, POPs Policy Briefs, POPs Hotspot Reports, and POPs Regional Reports.
 These will be written in the national (possibly local) language, and in most cases they will also be translated into English.
Project funds will also be provided to NGOs for other kinds of country or local level activities such as: NGO participation and/or inputs to the development of National Implementation Plans (NIPs); POPs training and awareness-raising workshops; and other POPs-related informational, public awareness and/or campaigning activities.

In some cases these Project Activities will be of national scope, and in others they may be more localized.

Global Expert Teams

IPEP recognizes that NGOs who work on IPEP activities may need help and assistance. Normally, this kind of help is generally provided by other NGOs in our networks. However, given the volume of effort we expect under IPEP, these normal approaches will likely not be sufficient. Therefore, IPEP will provide modest funding to support the operation of what we are calling “IPEN Global POPs Expert Teams.” 

These Expert Teams will cover the following five issue areas:

· POPs pesticides and alternatives;

· DDT and malaria;

· Dioxin inventories and promotion of alternatives;

· POPs stockpiles and contaminated sites; and

· POPs monitoring and body burdens.

These will be email-based expert teams, and can be considered extensions of IPEN’s present three Working Groups: 1) pesticides; 2) dioxins, PCBs and wastes; and 3) community monitoring. 
The mission of the Expert Teams will be to exchange information and to provide support to NGOs in various countries in preparing their own POPs Policy Briefs, Hotspot Reports, NIP interventions and other activities for which it would be helpful to share expertise on these topics.

When an NGO agrees to prepare a report under IPEP or to carry out some other issue-specific intervention, we will encourage the NGO to focus attention on one or more of the issue areas covered by the five Expert Teams, and to subscribe to one or more of the Expert Team List serves. 

Even though each report and document prepared by an NGO under IPEP will focus on country-specific information, there should still be considerable overlap in these from country to country and even from region to region. The Expert Teams will be used as a vehicle for NGOs to pool information and ideas, and to ask advice and questions. Some modest budget may also be available to secure more technical expertise based on interest and need.

Project Regional Hubs

A critically important element of IPEP is that Project coordination and management will include major regional components. IPEP regional coordination will take place in eight Regional Hubs working in five of the six UN languages. The regions where they will be located, loosely defined, will be as follows: 

· Latin America (working in Spanish);  

· Francophone Africa (working in French); 

· Anglophone Africa (working in English); 

· Middle East (working in Arabic); 

· Central Europe (working in English); 

· Eastern Europe and NIS countries (working in Russian); 

· South Asia (working in English); and 

· Southeast & East Asia and the Pacific (working in English).

Each Hub will be based in an NGO with a history of active involvement in IPEN; one that is respected and trusted by other IPEN-participating NGOs in their regions (and by other NGOs working on related issues and/or participating in sister networks such as PAN, GAIA, HCWH, etc.) Hub NGOs will assign or hire staff to perform hub functions, and the hub NGO will be compensated for this with Project funds.

On average, every Hub will work with NGOs in approximately five countries in its region, including other NGOs in its own county. Regional Hubs will have the primary responsibility in identifying and helping NGOs in its region to undertake various Project Activities.

How the Regional Hubs Work
The work of the Regional Hub will begin with an overview of the kinds of IPEP Project Activities that might be usefully carried out by NGOs in its region, and also with an overview of NGOs in the countries of its region that have a history of working with networks such as IPEN, PAN, GAIA, HCWH, etc. and/or that carry out similar kinds of work. Based on these overviews, the hub will match NGOs in the region to possible IPEP activities, and will then work with identified NGOs to prepare what we will call a Project Activity Memorandum or “PAM.” The PAM describes an IPEP Activity that the NGO has an interest in working on, including well-identified outputs, indicators, deadlines, and a payment schedule. 

Once an NGO and the hub agree on the terms of a Project Activity Memorandum, it is forwarded to Global Project Management for rapid review. The purpose of the review is to verify that the elements of the proposal are appropriate, well defined, and in aggregate consistent with Project guidelines. If a Project Activity Memorandum does not pass review, reasons will be given and an opportunity provided to revise and resubmit it. Following successful review, Global Project Management will assure rapid payment to the NGO.  In most cases, the payment will be in the national currency and will be delivered thought the country UNDP office. 

Regional Hubs and Consultation
The Regional Hub should use informal or formal methods of consultation with NGOs in their region in order to assure that IPEN POs and NGOs associated with related networks (PAN, GAIA, HCWH, etc.) are broadly comfortable with their work and with the choices they make. Global Project management can and will assist with this, as needed and as requested.

The mechanisms used for regional NGO input and consultation will not be defined in advance and will likely vary from region to region. In many cases, these will build upon informal collaborative relationships that already exist. Possible arrangements might include informal or a formal regional NGO advisory groups or other consultative mechanisms. The goal is to assure a fair balance of IPEP-supported activities in each region across a spectrum of NGO interests, capabilities and/or styles of work that reflects the range of interests and styles among IPEN POs and related NGOs currently active in the region. In making this happen, burdensome structures and time-consuming processes should be avoided.

In the end, the best measure of IPEP success will be that, at the completion of the two-year Project cycle, NGOs in each region will want to maintain, continue and build upon regional working relationships built-up or solidified in the course of IPEP.

Project Management and Structure

There are three levels of project management; UN agencies, Global Project Management, and Regional Hubs. 

The UN agencies include UNEP and UNIDO. UNEP (in Nairobi) is the Project Implementing Agency with final responsibility for Project oversight, monitoring, and evaluation. UNIDO (in Vienna) has a closer management relationship to the Project. UNIDO will hold IPEP GEF funds, and will disburse money to various NGOs around the world who have agreed to perform Project Activities. In most cases, these disbursals will be made through the UN system and will come to the NGO in its own national currency from its country UNDP office. 

The Environmental Health Fund (EHF) will have lead responsibility for global aspects of Project management. This is reflected in the GEF proposal, where EHF is named as the Project Executing Agency on behalf of IPEN.  As Executing Agency, EHF is legally responsible to UNEP and UNIDO for successful Project execution in conformity with the terms of the approved Project Brief. At the same time, EHF remains politically responsible to the IPEN Steering Committee in its execution of IPEP global management functions. This legal/political division of responsibility was worked out and agreed at the IPEN SC Project planning subcommittee meeting, held in Vienna, June 2002. 

NGOs performing Project Activities using the GEF-provided funds will, in legal terms, be subcontractors to EHF, in its role as Project Executing Agency. However, the main roles of EHF in Global Project management are: to coordinate the work of the Regional Hubs; to assure the Hubs, the Expert Teams, the Project Web Site and other elements of IPEP are functioning and performing properly; to coordinate with other NGOs who have been funded to provide IPEP co-financed Project services or support; to assure IPEN Steering Committee oversight and involvement in the Project; and to manage Project interface with UNIDO and UNEP.

A description of Regional Hub responsibilities is contained in more detail in Annex 2 below: “Terms of Reference for NGOs acting as Hubs for the International POPs Elimination Project (IPEP).”
Project Web Site

IPEP will establish a global website to present the results of the Project Activities. The site will contain Country Situation Reports, Policy Briefs, Hotspot Reports, and Regional Reports as well as summaries of NIP activities and other project activities and campaigns. In addition, the site could contain links to POPs-related information and other resources. The information will be multi-lingual and regularly updated. The website will connect the simultaneous activities in 40 countries and provide valuable NGO-generated information for global use.

Annex 1

IPEP Project Activities 

IPEP Project Activities will reflect the objectives of the Stockholm Convention. 

Four types of reports will be prepared as IPEP Project Activities: 

· Country Situation Reports; 

· POPs Hotspot Reports; 

· POPs Policy Briefs; and 

· POPs Regional Reports. 

These documents will be written for various audiences and will provide the informational base for other country and local IPEP activities. In many cases, the preparation of these documents by national and local NGOs will also serve as an educational exercise that will assist them in developing their own capacity and information base, and in determining their own national and local priorities.

These reports and related materials will be used to stimulate, facilitate, and support a range of useful, POPs-related NGO activities in approximately 40 countries. These activities will include active NGO participation in the NIP development process, workshops and trainings, public awareness activities and campaigns, and similar activities. In more than 20 of the countries where the Project has activities, NGOs will receive support to participate directly in the country NIP development processes and/or to provide substantive and useful informational inputs into the process.

Project Reports

During the Project, NGOs will receive IPEP support to prepare approximately 100 reports. Approximately twelve of thirteen Reports will be prepared in each IPEP Region.

Country Situation Reports 

A Country Situation Report will be prepared by NGOs in approximately 40 countries (approximately 5 countries in each IPEP Region). These will generally describe the POPs situation in the country, including some information about known levels of POPs and measures planned or underway to address them. Topics to be addressed will include information about the Convention ratification process in the country and information about progress under Convention Enabling Activities. Not everything will be covered in depth in every report. The report may also include country-specific and/or country-relevant information about POPs, POPs sources and pollution pathways, the extent of the harm that POPs cause, and the kinds of measures that will be required to reduce and eliminate POPs and their sources.

Country situation reports will not be aimed at a wide public audience. Rather, they will mainly be addressed to NGOs, academics, and others with a public policy interest. These reports will be used to provide the information base required by NGOs to prepare awareness raising activities and materials, identify further areas of investigation, plan campaigns, and prepare for a meaningful role in NIP preparations.

In countries where NGO capacity regarding POPs is still low, the country situation reports may be rather modest in scope. In these countries, the main value of the report may be what is learned by country NGOs in the exercise of preparing it. However, in most countries, the report will have important external value as well. In many cases, the country situation report will be a work in progress and may include contributions from more than one NGO.

The Country Situation Report will be written in the appropriate country language, and it may be translated into local languages. The Reports will also be translated into English.

POPs hotspot reports 

IPEP will produce approximately 30 POPs Hotspot Reports, approximately 4 in each IPEP region. Each will identify specific POPs-related problems in a country with the intent of raising both public and government awareness. They may include reports on one or more POPs contaminated sites within a country, a country specific pattern of activities or practices that release POPs into the environment, or an existing or proposed facility that could be a significant source of POPs releases. They will also make initial recommendations on how to address the problem. 

In some cases, NGOs in a single country may prepare more than one of these reports. The reports will be closely linked to public education and awareness activities and will target public audiences, but will also provide a framework for NGO involvement in NIP processes. The Reports will be translated into English.
POPs policy briefs 

IPEP will produce approximately 30 country- and issue-specific POPs policy briefs, approximately 4 in each IPEP region. Each POPs Policy Briefs will be prepared by one or more NGOs in a country, and will address a specific, country-relevant policy topic that relates to Stockholm Convention implementation. Policy briefs will identify a specific POPs-related issue of importance in the country, and it will propose public policies and other solutions. Some possible topics that may be addressed are: approaches to effective malaria vector control that avoid DDT; strategies for national POPs stockpile cleanups and destruction; non-POPs strategies for crop protection and/or termite control; strategies to end illegal trade in POPs; national application of Best Available Techniques to eliminate sources of by-product POPs; proposals for national approaches for identifying and controlling PCBs in use and in wastes; community monitoring or other strategies to identify POPs exposures; etc. The Policy Briefs will be translated into English.

Regional reports 

IPEP will prepare 8 POPs Regional Reports, one for each IPEP Region. Regional Reports will summarize POPs information in the region based on information contained in the Country Situation Reports, POPs Hotspot Reports, POPs Policy Briefs prepared by NGOs in the region; and may also include other available POPs-related regional information. These reports will be completed toward the end of IPEP’s second year. 

These will include reports in Spanish, French, Russian and Arabic for the Latin America, Francophone Africa, NIS and Middle East regions, respectively (which will all also be translated into English).
County-Based Project Activities

Using the information contained in the above reports and/or fact sheets and other communications materials based upon them, NGOs will engage in Country-Based Project Activities in 30 or more countries, approximately 4 countries for each IPEP region.

A. Participation in NIPs

In more than 20 countries (approximately 3 per IPEP region), NGOs will receive IPEP support to participate in government-sponsored NIP preparation activities and/or to provide substantive and useful informational inputs into the process. 

B. Training and awareness raising workshops

IPEP will support approximately 20 national or regional meetings or workshops that undertake training and/or POPs awareness raising and that target national NGOs and/or select civil society sectors (two or three per region). These workshops will increase knowledge about POPs and related issues among participants, help build a base of support for the Stockholm Convention within the country, and, in many cases, help pave the way for further POPs-related activities. The workshops will additionally provide a base of support and interest for NGO and civil society participation in NIP preparations. In most cases, the IPEP will support a single, national workshop in a country. However, in larger countries such as Russia or India, the Project may support multiple regional workshops.
C. Other informational, public awareness and/or campaigning activities

IPEP will support approximately 60 other Project Activities at the national, district or local level aimed at disseminating information, public awareness, and/or POPs-related campaigning efforts. Seven or eight of these activities will be undertaken in each IPEP region, and in at least four countries per region. These activities will often utilize fact sheets or other informational literature based on the documents described above.

Campaign activities may be intended to build understanding among the media and public of the benefits of supporting, ratifying, and implementing the Stockholm Convention. Other campaigns may seek to generate a strong national or district response to a more narrowly focused, POPs-related issue that illustrates the broader concerns associated with POPs.

Annex 2

Terms of Reference for NGOs acting as IPEP Regional Hubs

NGO requirements

The Hub NGO should be an IPEN participating organization and one that endorses the IPEN Stockholm Declaration. 

The Hub NGO should be located in one of the eight regions where IPEP will operate: Anglophone Africa, Central and Eastern Europe, Francophone Africa, Latin America and the Caribbean, Middle East, Russia and the NIS, South Asia, Southeast and East Asia and the Pacific.

The Hub NGO should have expertise in the Stockholm Convention.

The Hub NGO should have expertise in policy interventions, campaigning, and awareness-raising activities.

The Hub NGO should have demonstrated the ability to work collaboratively with NGOs throughout its region including those with different perspectives or styles.

The Hub NGO should have reasonable competence in English; both written and spoken.


The Hub NGO should have a demonstrated capacity to hire and supervise personnel.

The Hub NGO should be prepared and able (using funds made available through IPEP) to hire or delegate staff to be responsible for IPEP implementation and operation. This will require a minimum of one full time person or a full time equivalent (two or more people working less than full time each on this task). However, a single person who will be devoting a substantial portion of his/her time to the role will be designated as the key contact with global management and regional NGO’s

The Hub NGO bears final responsibility for management of the person(s) responsible for IPEP implementation in the regions and insures that delegated and agreed IPEP work will be fully and satisfactorily carried out.

The Hub NGO should be able to display professionalism in its work including: 

· Ability to work cooperatively with others in their country and region who have differing views and perspectives;

· Competent telecommunications, computer and writing skills;  

· Experience in writing reports, organizing events, and meeting deadlines;

· Can provide prompt and appropriate responses to written and spoken English communications; has regular office hours; and can supply advance notification of absence from office; etc.

The Hub NGO should be willing to work with Project Management on plans to develop and establish the financial support that will be needed to continue regional NGO activities relating to POPs and related issues after the end of IPEP.

Hub Responsibilities

One capable, full-time equivalent staff will be made available to the Project on a regular and consistent basis through the duration of the Project. 

Report as required (minimum monthly) to IPEP global management.

Maintain a good, consultative and collaborative relationships with key NGOs in region including IPEP POs and NGOs associated with sister networks.

Identify NGOs in at least five countries in its region (including its own country) who have an interest and the ability to work on POPs-related issues at various levels. This should be done both at the start of IPEP and during the project as opportunities arise.

Assess strengths and weaknesses of NGOs in region to help identify appropriate matches between proposed IPEP Project Activities and the interests, needs and abilities of individual NGOs. 

In consultation with other NGOs in the region, work to develop ideas for IPEP Project Activities for the region consistent with IPEP guidelines; match these activities to candidate NGOs depending on level of experience and type of activity.

Help individual NGOs plan Project Activities that are consistent both with IPEP objectives and also with the NGOs own interests and experiences. These would include a work plan, outputs, an agreed budget and terms for payment.

Help the NGOs write up the plan in the form of a Project Activity Memorandum (PAM). Each PAM should include an NGO contact, contact information, project title, brief description of project and what will be delivered, personnel who will work on the project, a work schedule, and payment schedule. PAMs should be short. The Hub will arrange to have PAMs translated into English as needed.  (A detailed format for PAMs will be provided. Further guidance will be provided the hubs and will be updated as IPEP proceeds and gains experience.)

Submit PAMs to global coordination center for review and final approval. 

Assist NGOs in the region secure the help that they may need to carry out the agreed activity, e.g. from the International Expert Teams. 

If a proposed PAM is not approved because of its failure to meet IPEP guidelines and/or because it has not been adequately written up, the Hub should help to revise and re-submit the PAM. (A clear reason or reasons for non-approval will be supplied.)

Review each NGO Project Activity at mid-point and completion to ensure they conform to the terms agreed in the PAM.  Report to global management

As possible, provide help to NGOs in the region who seek to participate in their country’s National Implementation Plans (NIP) preparation activities. Hubs, as possible, and with assistance from global management, IPEN, involved Intergovernmental Organizations (e.g. UNIDO, UNEP, UNDP, World Bank) and others, will work to help NGOs overcome obstacles that might inhibit their effective participation in NIP preparations.  The objective is to encourage governments to invite NGOs participating in IPEP to become participants or recognized stakeholders in the country NIP preparation process. In other cases, NGOs may participate indirectly through written submissions or by other means. 

Hubs will facilitate communications between NGOs in the region and will help encourage and motivate them.

The Hubs will establish and maintain regional information for the project website and translation services.

Hubs will share experiences between themselves and the Global Project Management Center through e-mail discussions, teleconferences, meetings, and individual visits. 

With help from Global Project management, hubs will collaborate with other NGOs in their region to develop sources of ongoing financial support that can be used to enable cooperative work in their region on POPs and broader issues of chemical safety continuing after the conclusion of IPEP.

Each Regional IPEP Hub will prepare a Regional Report. Regional Reports will be based on: the Country Situation Reports prepared as Project Activities by NGOs in their region; information contained in other Project Documents prepared as IPEP Project Activities in the region: and other readily available information. These will include reports in Spanish, French, Russian and Arabic for the Latin America, Francophone Africa, NIS Region; and Middle East, respectively. All Regional Reports will also be available in English.
� This concept is reflected in GEF-approved Project Brief (page 12) where it says: “All project activities will be performed by not-for-profit, public interest NGOs that have a demonstrated commitment to addressing POPs, other PTS, or general chemical safety concerns.  All NGOs participating in the Project must actively support the effective implementation of the Stockholm Convention on POPs, and all will have formally endorsed the IPEN Stockholm Declaration. In selecting NGOs to participate in the Project, priority consideration will go to those that have been activity associated with IPEN or other international NGO networks closely associated with IPEN such as Pesticide Action Network (PAN), Global Alliance for Incineration Alternatives (GAIA), Health Care Without Harm (HCWH), or Basel Action Network (BAN), and/or to NGOs with a history of undertaking similar activities in their own countries or regions.”


� These and other country-based Project activities are described in detail in Annex 1
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