Strategic Review of the IUCN Programme on Protected Areas

Terms of Reference

July 2009

Background and Context
Currently, the IUCN Programme on Protected Areas:
· Leads IUCN’s global programmatic work on Protected Areas (PPA);

· Supports the work of IUCN World Commission on Protected Areas (WCPA). PPA and WCPA are guided by the same mission and vision
· Supports its sister programme on World Heritage in the provision advice to the UNESCO World Heritage Committee on natural heritage, and in levering benefits from World Heritage to wider protected areas. 
· Jointly with WCPA, the Programme on Protected Areas stages the World Parks Congress every t10 years.  The World Parks Congress is the major gloval forum for setting the agenda for protected areas and is a major international flagship event for IUCN

Current objectives of the Programme

· To assist in the planning of protected areas and their integration into all sectors by helping set the agenda on protected areas, mainstream protected areas across institutions, including multilateral agreements, UN agencies, national governments and regional governmental; 

· To strengthen capacity and effectiveness of protected area managers through the provision of guidance, tools and information, and as a vehicle for networking; and 

· To increase investment in protected areas by persuading public and corporate donors, as well as governments, of their value. 

In addition to these objectives, which are shared with WCPA, the PPA also aims to link:
· The various IUCN protected areas field and regional project activities into a cohesive and coordinated IUCN Protected Areas Programme; and 

· The protected area activities of WCPA and IUCN with those of key partners and donors. 
Broadly speaking, the Programme on Protected Areas and the World Commission on Protected Areas position protected areas as a major policy and implementation response to the loss of biodiversity with the role of PPA to coordinating this approach Union-wide, including Council, the Membership, other parts of the Secretariat and Commissions; but also externally with Professional Bodies and Multilateral agreements.
Structure of the Programme on Protected Areas
The Protected Areas Programme (PPA) comprises a small Secretariat staff in Headquarters. There are also  a small number of technical staff in IUCN regional and country offices.  PPA staff have extensive experience of all policy and operational aspects of the establishment and management of protected areas around the world.  The programme works closely with, and through, the membership of WCPA.  
Commissioning Authority and Intended Uses

This strategic review is commissioned under the authority of the Office of the Deputy Director General.  It is considered essential as to enhance IUCN’s work on protected areas, which is a core competency of the Union, as well as to provide strategic advice on how to better delivery the IUCN Programme 2009-2012 in relation to protected areas issues as well as the mandate from IUCN members included in a number resolutions and recommendations adopted by the Barcelona Congress.
The primary user of the strategic review are the IUCN Programme on Protected Areas and the Director of the Biodiversity Conservation Group for the purpose of enhancing the Programme on Protected Areas both in terms of its overarching priorities and also its organizational and business model.  The review has relevance for the Chair and Steering Committee of the World Commission on Protected Areas (WCPA), in relation to the development and prioritization of the work of WCPA, and to the work of the IUCN programme on World Heritage. 

Purpose and objectives of the Strategic Review
The strategic review of the Programme on Protected Areas is intended to be a formative type of strategic review.  A “formative review is an evaluation that looks into the ways in which the program, policy or project is implemented, whether or not the assumed ‘operational logic’ corresponds with the actual operations and what (immediate) consequences the implementation (stages) produce. This type of evaluation is conducted during the implementation phase of projects or programs. Formative evaluations may include rapid appraisals, mid-term evaluations, and evaluations of implementation processes. Evaluations during the implementation phase (process evaluations) provide feedback so that the implementation can be improved and barriers to improved performance can be identified and removed.”
  This type of review can be instrumental in sorting out a new vision, strategic objectives and potential activities beyond the current programme configuration
The main purpose of the strategic review is to provide the Programme on Protected Areas with a consolidated internal and external diagnosis from which a set of substantive options for strengthening the programme, including a more effective organizational and business model may be proposed to enhance the Programme.  It is important to note that as a matter of procedure that all strategic reviews of this type is followed by a formal management response and implementation of an action plan designed to respond to and implement the recommendations of the review.

The review will explore the broad questions of the specific value of a central PPA team relative to other parts of the Union, integration with the rest of the Biodiversity Conservation Group and other components of the IUCN Secretariat, including regional offices.  Substantively, the review will address the aims of the PPA in light of the biodiversity extinction crisis and the climate change problem.

The specific objectives of the review include:

1. Preparing a forward looking analysis of the substantive priorities for the Programme on Protected Areas, particularly in relation to joint priorities with the Commission and with IUCN Regional Offices;
2. Examining and proposing options for adjusting the organizational model of the Programme on Protected Areas to enhance two-way working relationships with the Commission, Regional Offices and other parts of IUCN, including the membership. 
3. Examining and proposing options for enhancing the business model of the Programme on Protected Areas as to ensure its long term financial sustainability and its ability to support fundraising activities of RCOs, the commission and members as feasible.

The results of the review will be used as the basis for the preparation of a management response and action plan by the Programme on Protected Areas, in consultation with the Commission Chair and under the supervision of the Biodiversity Conservation Group Director.
Methodology
The following steps will take place during the review process:

1. Preparation of written substantive inputs from global Programme on Protected Areas staff, regional protected areas staff, the WCPA Chair and Vice-Chairs, the Species Survival Commission Chair and key IUCN members already supporting the work of the global Programme on Protected Areas (mainly USNPS, Parks Canada and Parks Victoria)  (identified as “participatory submissions” in the review matrix
2. Stakeholder interviews

3. Consolidation of (1) and (2) along with existing strategic documents such as previous reviews of PPA, the Post-Durban Strategy Paper and any other relevant documentation leading to a review report.
4. Preparation of an IUCN Management Response and action plan (which may be partially achieved through a retreat) that will include revisions to the intersessional programme, project portfolio, organizational model and adjustments to the level and modalities of support to WCPA.
Qualifications of the Reviewer

The review will be conducted by one senior evaluator. The senior evaluator will lead the review process and, while working closely with PPA and WCPA, is expected to have a clear independence from the Programme on Protected Areas and the World Commission on Protected Areas:

· At least ten years experience leading and conducting evaluations;

· The demonstrated ability to review programme focus, relevance, effectiveness and efficiency, delivery of outcomes, organizational structures and management, and networks;

· Experience in reviewing conservation programmes, and in this case, experience in understanding the role of protected areas in addressing global conservation and sustainable development is essential;

· Ability to communicate orally and in writing in English.  French and Spanish language skills would be a desirable asset.
The senior evaluator will be expected to integrate written submissions from key PPA and WCPA stakeholders.
For purposes of independence, the review will be managed by the Evaluation Coordinator, who works independently from IUCN’s management structure under authority of the Evaluation Policy.

Schedule

The review process will be completed by the end of October with the following milestones: 

1. Agreement on the TORs and engagement of the senior evaluator (July)
2. Data collection (participatory and non-participatory) (July-September)
3. Consolidation and preparation of draft report (October)

4. Circulation of report for validation and further additional input as required (November)

5. Retreat and preparation of draft management response, action plan (November)

6. Finalization of review report (November/December)

This set of milestones is subject to confirmation with the reviewer and availability of stakeholders during the data collection period.
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