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Summary 





Over the three years of the project (with $300,000 of IAF funding and $660,700 in counterpart funding from the private sector), FHCC will provide training and implement small-scale development projects in 6 Garifuna fishing communities on Honduras’s north coast. Combined activities in community development, environmental protection,  and resource management will help establish a sustainable development model for the Cayos Cochinos Marine Biological Reserve.  With this project FHCC, a non-profit foundation created by the private sector,  hopes to set an example for Honduras and elsewhere about the role the private sector can play in environmental protection and sustainable community development. 





1.   Expected Outcomes or Results 





Some of the community-level impacts expected from the project include (by GDF variable): 


1) Increased incomes for an estimated 500 families through improved fishing techniques,  


2) Improved basic needs through improved services in health, sanitation, emergency evacuation, improved navigation and protected area demarcation, and other community services,   


3)  Increased assets  through improved natural resource management - more sustained production and income benefits for low-income fishermen,  


4) Improved reach and linkages through improved communications and relations between the six neighboring communities and between these six low-income communities and the Honduran private sector.  


5) Improved practices through setting an example for private sector/community relations and for the sustainable use of natural resources and the environment. 





2. Project Description/Activities 





Project Description:  


FHCC will develop a sustainable development model for the Cayos Cochinos Marine Biological Reserve off the north coast of Honduras by addressing the development needs of 6 Garifuna fishing communities which have traditionally fished the waters of the reserve. FHCC will work closely  with the fishing communities to analyze community resources and priority needs.  Based on a complete community assessment the FHCC will enter into formal agreements with local civic organizations in each community specifying the types of projects and training activities that will be carried out.  Preliminary assessments have identified high priority community needs in health, sanitation, radio communications, fish processing, navigational demarcation, and environmental education.   FHCC will offer regular community training workshops in areas such as health, sanitation, organization, fishing, small business administration to residents of the fishing communities connected to the biological reserve. 





These activities will improve the standard of living in low-income communities that depend on the Cayos Cochinos Biological Reserve for their livelihoods and better incorporate them into the sustainable long-term management of the reserve. 





FHCC anticipates that project activities will result in improved health, incomes, environmental awareness, and organizational capacity on the part of an estimated 500 low-income families as well as improved relations between historically competing communities and between those communities and the managers of the reserve as well as the Honduran private sector. 





3.  Partners





This project depends on and strengthens partnerships between a variety of actors that are interested in the management of the Cayos Cochinos reserve.  The FHCC is a private sector creation that has initially been interested in protecting the reserve mainly from a biological perspective.  FHCC now recognizes the importance of incorporating traditional users of the reserve into its long-term management. Part of this community strategy involves working on community development problems. For FHCC there are two main reasons for this strategy:  one, by improving alternative livelihoods they can reduce pressure on the resources of the reserve; and two, through the community development process they hope to improve their relationship and create a partnership with the fishing communities that will form the basis for the long-term management of the reserve. 





The Garifuna fishing communities that live near the reserve have generally  been excluded from its management for the five years since its creation. The communities were in sharp disagreement with the former reserve manager, who was notorious (as reported in perhaps all of the community meetings during my field visits) for his exclusive focus on the biological factors of the reserve and his almost complete lack of attention to social factors.  The FHCC recently asked for the resignation of this manager and have replaced him with a new manager who shares their vision of a sustainable development model for the reserve. This model includes reasonable and responsible use by traditional fishing communities within biological parameters.  The communities will now be included in the decisions about the reserve that effect their livelihoods.  They are obviously much happier about this turn of events. 





Local government in the fishing communities,  through their “patronatos” will also be a partner in the project.  “Patronatos” are community committees that serve as the local government. They have a direct connection to the nearest municipality.  Community projects and training will be outlined in agreements between the FHCC and community  “patronatos”.   





With gasoline provided by the FHCC the Honduran Navy is also a partner in this project. The Navy patrols the Reserve and enforces the regulations the govern its usage. 








4.   Project Feasibility





Financial -  All the FHCC resources are committed to the project already or FHCC has committed to raise the funds from current or new private sector members.  IAF’s commitment will be used to seek matching funds from new private sector investors. 





Budget Justification 


The budget consists of seven  line items: Salaries (17%), Administration (3%), Community Projects (38%), Community Training (23%), Travel/Per Diem (5%), Reserve Management (10%), and Educational/Project Dissemination (3%). (numbers in parenthesis are % of IAF budget).  FHCC will be covering some administrative, travel, and dissemination costs, and most of the salary costs and other expenses related to managing the Reserve.  These costs seem reasonable given the goals of the project and the high cost of operating in the project area. 





Organizational capacity - The FHCC is a non-profit foundation created by a group of 20 large private-sector businesses from San Pedro Sula, Honduras’ industrial capital. Two U.S. Corporate affiliates belong to the group of FHCC investors - Wendy’s and Caterpillar.   FHCC’s purpose is to support the conservation and sustainable development of the Cochinos Keys, a group of coral islands and reefs located 20 miles off  Honduras’ north coast.  In 1993, working with the support of the Smithsonian Tropical Research Institute (STRI), FHCC achieved through Presidential agreement the status of Natural Protected Area for the keys. 





In addition to $100,000 in cumulative support from each business partner the FHCC has also received significant support from AVINA, a Swiss foundation created by business leader Stefan Schmidheiny, who was world private sector spokesman at the Earth Summit in Brazil in 1992.  Schmidheiny has been instrumental in promoting the establishment of national business councils for sustainable development around the world that promote business eco-efficiency.  Most, if not all, of these councils will probably address the issue of social and community investment at some point. IAF could potentially influence this process. 





FHCC recently hired a new reserve manager who has a strong scientific background as well as experience working with communities around protected areas.  In this latter capacity the new Reserve manager is in sharp contrast to the former Reserve manager who was an employee of the STRI and focused only on biological considerations in determining management decisions about the Reserve.  FHCC has also recently hired a full-time community development coordinator. This coordinator is from the project area and has worked with MOPAWI, an NGO very experienced working with and providing training to community organizations.  In addition to these relatively new staff FHCC also has a general manager who has been with the organization since its inception. This manager comes from a business management background and has been responsible for overall management of all aspects of the project - he is quite capable and knows well all the communities to be involved in this new phase of the project. 





See p. 5 of the project proposal for a summary of FHCC accomplishments with respect to managing the Reserve. 





Technical feasibility -  Over the last five years the FHCC has made substantial progress in managing the Cochinos Reserve.  The management and scientific activities they will be conducting over the next three years of the project are new to the Reserve but in general have been tried experimentally in other locations.  They have strong scientific collaborative support from several visiting researchers.  In the community development area FHCC is just getting started. They are showing strength by looking to experienced community development NGOs for assistance with community assessments, implementing small projects, and with community training.  These activities are feasible in the project area. 





5.  Sustainability





The main factor in this project’s financial sustainability is the commitment on the part of the Honduran and international private sector to its long-term success.  Over the last five years these sources have contributed over $3 million to establishing the Reserve and setting up its initial physical and scientific infrastructure.  Over the next three years these sources are committing over $600,000 in additional funding to the project.  As the project continues to take on a higher profile its public accountability is increasing.  This growing accountability along with the stake the private sector already has in the project mean likely continued support for the reserve.  The rising profile of the Reserve will also likely mean growing government involvement in its management - this will then likely mean support from international financial institutions.  International environmental organizations will also become more interested in the project over time and this will likely mean increased fundraising prospects for the Reserve.





6.   Contextual Relevance





In the late 80s and early 90s biologists and others conducted various analyses of the health of the Cayos Cochinos (The name reportedly originates from a period when pigs were grown on the coral islands, fed from small local banana plantations.).  The result of these analyses was clear - human pressure was pushing them to total destruction.  





After groundwork by people from the scientific, government, private sector, environmental,  and civil society sectors a 1993 presidential decree created the Cayos Cochinos Biological Reserve.  The reserve (10km by 25km in size, 30 km from coastal city of La Ceiba) has been overseen from the start by a mixed commission comprised of government, private sector, and NGO representatives - Comision para la Restauracion, Proteccion y Manejo Sostenible de Cayos Cochinos.  One of the main permanent effects of the Reserve status was an elimination of fishing by large offshore fishing vessels. These boats caused extensive damage to the coral reefs by high extraction efficiency and the damaging effect of dragging fishing gear over the reefs.  Reserve status also eliminated extraction by tourist divers of coral and other creatures from the reefs and islands.  The reserve status does provide for some level of sustainable harvest by artisanal fishermen that have traditionally made their livings in the waters now encompassed by the Reserve. 


The FHCC was created by Sociedad de Inversiones Ecologicas, S.A. (SIEC) an ecological investment company created by the Honduran (San Pedro Sula-based) and international (Avina Co.) private sector to channel resources and technical expertise into management of the Reserve.  SIEC owns some land in the reserve which it has committed to preservation and scientific purposes.  FHCC acquired the technical/scientific expertise for managing the Reserve through a signed agreement with the Smithsonian Tropical Research Institute (STRI) which lasted from 1993-1997.  The FHCC terminated its relationship with the STRI in 1997 due to a divergence in views over the role of the surrounding communities in the management of the Reserve.  STRI’s view was one of almost pure biology and conservation.  After five years of pure conservation work the FHCC now wants to address the socio-economic needs and resource management capacity of the local Garifuna communities that live and work around the Keys.  The FHCC has committed itself to a model of “sustainable use” for the reserve and has now hired new staff that share this view.   This project is coming at the critical beginning of a new phase in the management of the Reserve that will work to involve communities.





In the Honduran context there is limited social investment by the private sector and it is generally limited to environmental protection and education of individuals.  This project would set an important example of the private sector investing in community development. 





7.  Summary of Issues





PROS:


1) FHCC is new to the IAF


2) FHCC is an effective organization - with a good track record.


3) FHCC is a creation of the private sector. A partnership with IAF would be very valuable for the FHCC as they establish the community development dimension to their work. 


5) Project would mean a variety of important local-level benefits to about 500 very low-income families. 


6) Project is highly innovative in its recognition of the connection between environmental protection and community development.  Survival of the communities is a function of protection of the Reserve. 


7) Project would set an important example for the private sector in Honduras and throughout Central America. Project would be one of the few models in Honduras where the private sector has meshed environmental protection and community development at both the conceptual and operational level. 





Risks:


1)  As can be expected with a project of this type there is some risk that the Honduran government could change its view on management of the Reserve and want to play a bigger role that could have implications for the FHCC.  There are no signs that this is a possibility in the foreseeable future.  To date FHCC has worked very effectively with the various government Ministries that have some responsibility for managing the Reserve





8.  Recommendation 





I highly recommend approval of this project for several reasons: tangible benefits for approximately 500 low-income families;  project is sustainable into the future;  project will strengthen an important local development alliance between the private sector and community organizations;  project could become a model for private sector participation in environmental protection together with community development.  
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