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I1. COMCLUSIONS

7. In general terms progress in implamenting the Actian Plan has sot besn satizfactory: thera
has bern a limited adberence Lo it and many of the reconendations have yet to be carried out or
have besn only tackled in a partial waner. Four mein reasons are adduced for this lack of
progress; they are : (1) changing government priorities and a certain lack of political clarity
and will to  act, (2} wniversally severe budgetary constraintz, {3) the Plan itsalf did not
provide a sufficiently clear framework for action, (4} insvfFicient efforts were made to promote
implamantation by all potentially active collaborators. A swwary of the main conclusions of the
evaluation is presented below:

(i} The impact af the Actfon Plan an the conservation, management and utilization of
marine wawmale has pot yet been significant. There iz no clear evidsrce that the Flan has heen
very inFluential or that the status of merine mamwals has improved during the peried since the
Artion Flan was first approved. The status of large cetaceans has stabilised somewhat but this
has bean as a result of the raratorieom on whiling proclaimed in 1982, before the Plan was emforsed.

(#i)] The effectivencsz of the Smplementation of the Action Plan has alse not been Fully
satisfactory, being impaired by z (1) the fallure to establish sufficiently =trong institutional
arrangements that could support the promotion, catalysis asd coordinatiom of action; (2) the lack
of a clear pelicy framework for actian; (3) the lack of a clear strakegy for Jmplementation of the
plan, wlth rcarefully determined priorities, targets and time frame; (4) the decision to
concentrate on projects, rather than on mobilizing govermmenbs, internatianal institutions and the
public for strategic action; [5) the lack of & safure sovreer of Funding for the prograsmes of
action.

(11§) The efficieacy in cartying oot the actions thay were implemented has been uhewen.
Undovbtadly some &f the contributions were carried ot in a timely manner, hut the same canpot be
said for the projects supported by UMEF. In atl cases there have been vary serious delays, and
most of the expected outputs are not yet avaiisble. In mitigation, one can surmlse that internal
reorganizations wn UNEP negatively affected the early stzges of implementation.

{ivl UMEP's coordimating and catalytic role, performed throsgh its acting as  the
fecretariat to the Flan, has been less vigorous than expected. By failing to set up apprapriate
policy, adeisory and supportive structures, UNEP was unable te tackle the main Functions of the
Secretariat.,  There was very little leadership and geidance for the Jmplementation; ne sustained
efforts were made to coordinate action, other than trying to e)ieit proposals for projects; no
attewpt was made to systematicatly monitor progross and finally, anly limdted action was taken im
promoting information excharge and puklic relations.

(¥} UNEP':s intellectual input was significant when the Plan was being developed, but
subsequently its coatributions heve diminished, In particular, not encugh attempts have boen made
to identify areas needing priority attenkion amd to identify opportunities fFor infloencing or
catalyzing actions that could have a meaningful impact on the status of marine mammals.

[vi) Financial suppart from the Environment Fund, though modest, should have been
syfficient to influence positivaly the japlementation of the Plan. Howaver, the funds were not put
to the most effective use, inasmuch as enly & few small projects were sevpportod. While they may he
useful in themselves, they do met in mest cases constitute important contributions to the
Furthering of the main objectives of the Plan.

(vii) The contributions of the other wajor agencies interested in tha implementation of
the Plan have likewise been limited. FA0, as one of the original promaters of the Plan, shoold
have had a wory visible role but in effect has made only modest contributions. The undeniable



1. TNTRDOUCTION

1. The Glabal Plan of Action for the Conservation, Management and Dtilization of Marine Mammals
was develaped betwesn 1978 ard 1993 Joinkly by the United Makions Environment Programme [UNEP) and
the lnited Mations Food and Agricultore drganization (FAD) in collaboration with other inter—
gavernmenital and son-govermmental bodies concernad with marine mawmeal issees, particularly the
Intermnational Whaling Commission [IWC] ard the Internationa) Unmion for Conservation of Hature and
Kateral Resources (1K), In October 1993, the FAO Cowmittee on Fisheries [COFI) andorsed the
principles of the Plan, and in May 1984 the UNEP Governing Council followsd suit. The IMC endorsed
the cetacean component of the Plan at its annual meeting in June 1984 and in Movember of that year
the General Assembly of the TUCH endorsed the promotion of the Plan as a matter of high priority.
Thiz series of formal endorsements afficially launched the inplementatfion of the Plan.

2. The basic chjactive of the Plan was to promote the effective implementation of a2 poticy for
conservation, management and otivization of marine mammals which would be widely acceptable to .
governments and the public. The Plam was budlt around five concentration areas, namely policy
formulation, regnlatery and protective meassurss, oprovement of scientific knowledge, improvement
of law and iks application and enhancement of public understanding. Thirty eight priovity actions
were recommended as necessary to implement the Plan under these areas. An Annex cantained a brief
description of ower one Mindred projects that were desigmed to take action ta the practical leval.
{See Anrex I for a brief description of the main points of the Pan).

3. The Plan was intended to stimulate, guide, asstst and where necessary co-ardinate activities
of existing organizations giving emphasis to international actions, while recognizing the
impartance of pational actions. The main organizations identified as having an important rale in
the implementation of the Plan included WHEP, FAQ, The United Nations Educational, Scientific and
CLultura) Organl:atiom (UNESCO), other specialized roencies of the United Mations, the CITES
Secretariat, TWC, the Scientific Comittee on Antarctic Research (SCAR), 1UEM, The Morld Wildlife
Fund (WWF) as well as govermments and non-governmentat organizations in general. {Annex 1 lists
all the major organizations, as identifisd in the Plan, having an interest in marine mamals).

4, The implamentation of the PTan has gone threough two distinct stage: - an Initial attempt to
get the plan moving, followed by 2 phase of carrying out specific activities. (See Annex 111 for
a brief description of the different stages of implomentationt.

5. The contributions of the differsat organizations invotved have ranged from specific
contrfbutions by UNEF (5ee Annex IV for a brief description of UNEP supported projects), some of
which have been carried gcut in €lose collsboration with IUCK, ta more general contributlon: by
organizations such as FAD, TWC and WWF which can be considered as being carried out within the
framework of the Plan. [See Annex ¥ for a listing of the major contributions of other actors).

5. As It i5 now over four years since the Plan was endorsed, UNEP considersd that it would be
wierfp]l to conduct an in-depth evaluation to aszess the achlevementt and shortoomings of ibs
implemantation, and to meke racosmendations on the future ‘mplementation aof the Plan in general az
well a5 on the future orientatleon of UMEP's contributions to it. In making the avaluation the
relevant Files #ithin UNEP and ather organizaticons wére amalyzed and persenal contacts made with
staff of UNEP, FAD, THTC, TUCH as well &5 othear organizations interested in the Plan. (Amnex ¥T
describes the terms of reference and logistics of the ewaluation). )
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budgetary constraints to which 14 has been subject to in the last few years have had an influencs,
but the failure to deal with percelved contradictions between the needs for develapment of
fisheries on the one hamd and for the conservation and manageent of marine mammals on the other
has probably been the determining factor in this lack of action.

{vii’} The contribution of INC has been very positive within the possibilities that its
role allows. Othar arganizations such as the InterAmerican Tropical Tuna Commissien (1ATTC), have
alse made usefrl contributions within thetr areas of cangern,

lix) ICH has wade some useful contributions ta research, through ts network of
scientists and through the Specles Surwival Commission. However, not emough has been dane by the
TUCH Sacretariat to take the best advantage of this contribution and place it flmmly within the
framawark of the Plan. The ‘ndependent contribution of the ITUCH Secretariat has besn limited by
financlal constraints to these actions carried out in collaboration with UNEP, which, as pointed
out aboye, have not been successful for the most part. WWE has been active, particularly in the
realm of protected areas. .

(x} The contribution of govermments within the ‘framework of the Plan has been notably
absent. This is not to say that they have not made positive contribotions to the censepyation,
managenent and rational wtiTization of marine mawnals. Indeed, many have been actiwe and have
promted both international and natienal action, but without reference to the Plan, in spike of
repeated calls for callaboration an the part of LMEP,

{xi) Mon-Govermmental Organizations of 211 types have been very active. in promoting and
inplementing actions that are in the spirit of the Action Plan.  Howewer, all this activity has
taken ptace outside of the framework of the Plan, This in itself s an-indication bhat the Plan
hat only played 2 minor role in influencing the international community.

(xii} The Actiopn Plan is still relevant in principle, particulsrly in terms of ite overal)
gral to conserve and wanage marine mammais. Howevar, changing circumstances necessitate a renesed
political comnitment and the definition of new priorities which respond more to the needs of
today. It iz clearly urgent to put the Action Plan on its feet again and the recowmendations that
follow are intended te assist in this.

&, The averall lessom learnt is that 1f a plan of action that §avolves the internationa)
comunity is te be successful, there are certain necessary conditions that must be met. If thace
conditions are nob met, then the plan wiTl remain only a hollow document, 2 symbol perhaps of good
intentions but not a vehicle for positive change. The first requirement §s political will and a
formal commitment, both an the part of governments and international institutions to take action.
Tha second requirement 35 that the Plan itself be substantively of high quality and be backed by
appropriate institutiona) and financial arrangements.

[T1. RECOMMEMDAT[ONS

Specifit recommendations concerning the Global Plan of Action

9. A5 & matter of urgency, the Flan of Action shoutd be reviewed and mado more respontive to
the needs of the present, and its implementation promsted 1n 2 rercwed manner. This will sntail
redafining the substantive, financial, strateglc and instTtutional underpinnimgs of the Plan and
reestablishing firm commitments ta its implementation. The recommendations below are intended to
assist im the fask:
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(i1 As a matter of the first priority the substant!ve Framswark of the Plan shoyld be
reviewed and updated. In order to assist this process, the Following actions are recomnended:

{a) conduct a review and assessment of the currént status of marine mamals, and of the
policy, legislative, managemont and conservation actions currently being carried out
by governments, internattoral agencles and NGD:;

(kY on the basis of this assessment, identify the critical slements of conservatior and
management that meed to be given attention now setting a hierarchy of priorities.
The five areas for action originzlly identified by the Plan are still relevant, but
it is suggested Lo concentrate on those areas which can preduce the greatest
positive changes: policy interventions; fostering public adareness and support;
pramating legislative amd protective measures, in that order:

(e} review the axisting substantive framework of the Plan  and  identify the
recommendations that are still walid;

{d) within each-of the critical areas chosen for attention, define goals to be attained
therein within the mediew ranga period of Five years amd Sdentify the strategic
actions that should be undertaken. Prefarence should be given to Ehase actions that
wilf have the greatest impact and promote the overall ob jectivas for that area;

{e) outline a minimn programe of action that will help attain the goals. [t s
recommended to inikially draw up a two year programme,

{¥1] An essential prerequisite for action under the Plam is the defimilion of a policy
framework. Hhile keeping some of the elements of a specics basod perspective, 3 more integrated
approach to the conservation and management of maring mammals is recommended, stressing overall
resources management within an ecosystem or regicmal approach. Policy stances on specific issues
such 3z catch quotas, fisheries/mammals interactions and others should also be defined.

{(iii) An explicit =strategy and revised programme for implementing the Flan shouid be
developed. This should outline the seqguence of events, the actions that have to be undertakan at
different stages of the process, the means hy which copperation and coordinaticn shall be obtained
and fhe promotional efforts that witl be carried out.

{iv) As part of tha strategy, it is suggested that ways shauld be devised in which
comprehensive programmes, such as the worldwide initiatives on Mational or Regional Contervations
Strategies, the UHEP Regicna) Seas Programme, FAD initiatives n marime resources managemert, IUCH
and WF Protected Areas and Coastal Aress Management programes could be tzken adwantage of and
influenced to give greater consideration to narine mammals. Tn addition to this, ways and means of
assisting the dissemination of basic information on marine mamals should be found, for axamplo,
through already estabtished endeavours such ax, the FAD fack sheate fer species identification and
the Worid Conservation Monitering Centre (WSMC) data books.

(v An explicit financial plan should be developed For the priority acticns identified.
In particelar, ways and means should fe suggested on how to approach the major dancrs and sources
of funds, and how to launch a funding campaign for the Plan, or portions af it.

(vi) As a matter of urgency, it is necessary to establish the institutiona) arrangements
uhich will support the promotion, coordination and managewent of the Plan. In principle, the
reccamendations of the Plan are sound, but it %5 necessary to reaFfirm what the functions of ecach
of the support structures will be. Tt i5 ‘wportant also that sufficient time and effort be
devoted to making these structures perform effectively. It ¥5 suggested thdt the Following
minimal functions be considered:
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{a} Tha Sscretariat, under the oguidance of the ad-hoc Planning and Emrﬂiﬁating
Commrittes, shall have the responsikility for day-to-day actians to prosote the Plan,

monitar progress and coordinate ‘mplementation. It shall also serve as a .

clearinghause for information which it should widely dizseminate among apprapriate
asudiences.

{b) The ad-hoc Planing and Coordirating Committee shall have as a principal function
determining policy issues, Fixing pricrities; outlinirg & programme; searching for
snurces of fumding, coordinating action and pramoting the Plan.

[c] The ad-boc Sclentific Advisory Commbttee shall provide an expert siew on the stafus
ard opportunities in the conservation and management of marine manmals and give
adeice on priorities.

(vii) Immediate attention should ,be given to the establishment of a nebwork  of
inskitutions, policy makers and scieatists which have an interest in marine mamwals and which
could collaborate actively in the implementation of the Plan. A usefu) model to follow in terms
of the nature, mode of operations and mechanisms for its astablisheent could be the netwark
supporting the programme for poiigtion monitoring and research in the Med!terranean {MEDPOLY under
tha Mediterranean Action Flan.

{viii} 1n order tg ensyre that the Plan will have the necessary support, there shauld he
formal agresments as to the rale that each agency will play 'n the coming years and the way in
which each agemcy 5 prepared to contribute ta the Plan. UMEF in particular, ‘as the Secretariat
to tha Plan, and in keeping with its cakalytic and coordinating function within the UN System,
should outline its comtribution clearly. Govermments should again be approached to phtain their
commitment and support. As to tha involvement of MGOs, these should be the subject of a separate
campaign ko elicit their general cooperatipn.

fix) Immediate actlon thould be taken to complete pending activities, particularly those
furded by the Envirorment Fund. TIn particular:

fa) Spesd up the process of establishing a mechanism for incorporating the IUCN metsork
of marine mammals scientists, policy makers and institutions into the framework of
the Plan.

(b} Finafize all the pending activities and produce the final project reports.

{c) HBegin publications under the Marine Masmals Technical Report Serias, Eakinmg those
manuscripks that are alraady available under the UNEP projects and ia the TUCK
Species Suryival Commiscion Specialist Groups on marine Mamals and desmed relevant
and useful.

{d} Set up a mechanism for the regular publication of the Plan Newsletter “The Pilot™
shd redefine itz functices very clearly in terms of goals, content and audience.

spocific racomendations for IMEP action

{i) UKEP should define clearly what its future contribution to the Plan of Action for
Maring Mammalis will be, in terms of

{a] discharging the role of Secretariat to the Plan
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(b} supporting specific actlons through the Environment Fumd. Here it i5 suggested that
pricrity be given 1o!
— pelicy leval lewerage &t the intermational and national Tewvel
- promtion of compliance with intermational agreements

pramtion of cooperative ventures and comprebensive approachas

fostering greater pubtic awareness and eliciting public suppert

supporting the publication of technical and inFormation material

(ii} UNEP should ecxemine with attention the recurring problems in regard of project
management and of its relations with supporting and cooperating agemcies and introduce corrective

actian.
(iii} UMEP chould reconsider the manner in which il supports action plans in general,

defining a policy that gives greater emphazis to policy lewel leverage, coordiration of strategic
actions and judicious catalysls of eritical actions.

General recommendations concerning Action Flany

Action plans formulated by the international community have not always besn well defined or
structured. It s therefore recommended that UNEP astist in improving the process by preparing
quidelines for the preparation of action plams, similar to those already prepared for it: Regional
Seas Programee (Regional Seas Report and Stuodies Series, Ho. 15, 1982), and based in part on the
expectence galned in the implementation of the present Flan.

IV, AMALYSTS

0.  iInformation which provides the factusl basvis Ffor the analysis presented below on the
achigvements and shortcomings in the implementation of the Global Flan of Action, appsars n:
Amnex I — The Gloka) Plan of Action for the Conservation, Management and Utilization of Rarine
Mamals: Main Points; Apmex IT - Internatiomal Organizations, Agreements and Progranmes concerned
With Marire Mammais and their Environment; Anmex 111 - Historica) Summary of the Developoent and
Implawentation of the Globa? Plan of Action; Annex I¥ - The UMEP Supported Contribution to the
Implemcntation of the Global Plan of Actioh; Arnes ¥ - Other Major Contributions to the
Implewentation of the Global Plan of Action.

Relevance of the Global Plan of Actign

1t.  The concept of having a comon Frmmrkr around ﬂIiFh the international commonity could
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