Organisation and management problems of Gialova project 2009-09-20
As a team of collaborators in Gialova project with long term experience and involvement, we here underline the problems that we have confronted and had to deal with this year with the new staff organograma, and we ask that our proposals on how we believe this project should run, are heard and discussed.

Who we are:
Marilia Kalouli, Msc Rural Resources and Environmental Policy: Employed in 1997-2000 as Assistant coordinator for Life-nature Pylos project. 

2001-2002 Two years voluntary continuing the Gialova project, running the summer volunteers camp and doing the school guides in winter. 2003-2007 Organisation and coordination of Gialova project as HOS part time staff (25%). At the same time was coordinator for IBA caretakers, Volunteer responsible for HOS, Public awareness officer of Life-Falco eleonorae, Antikithira responsible for 1 year, midwinter counts organiser and lots of other office work organisation. In 2008 she was for the first time full time coordinator of Gialova project. In 2009 was unexpectedly and without explanation taken the role of coordinator and assigned as conservation officer.

Benny Trapp, Field Herpetologist: Volunteer 2001. From 2003 assigned as field coordinator for the protection of the chameleons. Since then he was responsible for the chameleon project, volunteers training, protection and monitoring of nests and population. He has done a lot of fund raising in Germany, managing to pay his own salary, producing t-shirts, books, german website etc, a lot of publicity to German students and schools which has produced a lot of German volunteers as well as students.
Nico Bedau, Landscape planner/architect. Volunteer 2005-2006-2007. He has done the design and construction in 2008 of the Information centre in the old Pump house building. He has fund raised for the solar panels. He is responsible at the moment for all construction works in Gialova (Fencing, Hides, nature trail, solar panels) as well as conducting a Visitors access management plan. In 2009 he has also worked at Vravrona project (bridge construction and design of activities package kit for Trekking Hellas).
Klaus Ehrlich, Biologist, Msc in Evolutionary Biology and systematics. Volunteer 2004-2008. He was trained by Benny Trapp and in 2009 is the Chameleon field assistant. He is responsible for the protection of nests as well as guiding student researchers in chameleon studies. He is designing a captive breeding and hybernation project in Gialova, methodologies and the general scientific framework and guidelines.
Nikos Lyberopoulos, Local farmer. Trained and involved in Gialova project in 2003 as responsible for school guides in the winter. In 2004 was given the responsibility of running the information kiosk in the summer and together with winter schools kept this role until 2008. In 2009 he was appointed together with Nico Bedau responsible for all construction works, and helping with guided tours.
Andrea Bonetti, Biologist/ornithologist. 1996-1997 Msc in Coastal management. Conducted the Management plan for Gialova lagoon which was later transformed together with Kostas Papakostantinou to a LIFE-Nature proposal. 1997-2000 Site coordinator for LIFE-Nature project of Pylos. 2001-2002 Voluntarily continuing the volunteers summer project as well as school guides in the winter. Since then he has always volunteered in the summer project for the chameleons and monitoring the birds in winter, conducting all midwinter counts and more. 2008 he conducted the Bird monitoring plan of the lagoon and still following the application in 2009.
A few words about the past
After the LIFE project ended in 2000, and until 2007, Gialova project was actually a 4 month summer project, with very low budget, with a part time coordinator, with no scientific support, no equipment to work with, and with basic activities mainly the chameleon protection, the info kiosk and the school guides in winter. It has to be made clear, that the project was running totally by own means and equipment, with main effort to find the really basic tools, find sponsorers even for shovels and signs, a lot of it done in Germany. Gialova, obviously was not a priority for HOS, and was mainly supported out of personal interest and voluntary effort of the Gialova staff team.
Project budget 2001-2009
Income




       Expenses
	2001-2002: 4.000-5.000 Kiosk
	2001-2002: 4.000-5.000

	2003: 18.960 Kiosk-EVS- EΤΕΡΠΣ (1 part)
	2003: 11.438 + ½ salary ΜΚ (6.420)

	2004: 22.176 Kiosk-EVS- EΤΕΡΠΣ (2 part)
	2004:13.610 + 1/2 salary ΜΚ (6.420)

	2005: 17.400 Kiosk - EVS
	2005: 10.742+ ½ salary ΜΚ (6.900)

	2006: 26.527 Kiosk – EVS - ACES
	2006: 19.805 + ½ salary ΜΚ (6.900)

	2007: 60.000 Kiosk (9.500)– EVS (8.340) – ACES (10.000) – Υπ. Απ.(30.000), TEMES(12.000)
	2007: 47.212 

	2008: 134.410 Info centre/Kiosk – EVS – ACES – Υπ. Απ.- ΤΕΜΕΣ – private sponshorships
	2008: 84.037 

	2009: 130.000 Info centre/Kiosk? – EVS – ACES –  ΤΕΜΕΣ
	2009: ?


· In 2001-2002, the 2 site coordinators (A.Bonetti, M.Kalouli), out of personal will not to abandon the efforts that they had made during the LIFE project and HOS involvement in Gialova, continued for 2 years without payment to organize the summer volunteer camp and run the project with their own funds. 
· In 2003-2004 an ETERPS proposal was submitted by M.Kalouli and managed to get a small funding of 16.500 euro, to apply some basic infrastructural work mainly maintenance of fences-hides-nature trail and kiosk. Also, she submitted an EVS proposal which gave another 9.500 euro/year. Benny Trapp started also working this year with only subsistence money, until 2005.

· In 2006 B. Trapp managed to get a sponshorship by ACES and added another 10.000 to the budget. 

· In 2007 M.Kalouli conducted a proposal to the Ministry of Works and this added to the previous sponsorers and yearly budget another 25.000. Also, she made a first contact to TEMES and asked for funding of the Camping of the project which was accepted with a donation of 12.000 euro.

· In 2008, the project experienced an increase of budget by 100%. This was due to all previous works and sponsorers plus a generous sponsoring by 60.000 euro of TEMES. 
However, full time involvement of M.Kalouli as coordinator achieved further sponsoring in money and goods as well as by Benny Trapp. The project also through the info centers, organization of events, guided tours doubled its income to 19.000. From the 134.180 budget, the expenses this year reached 84.037 euro plus 9.700 in goods.
	Income  2008
	 

	TEMES
	60,000
	Gialova project
	

	Υπ. Απ. 
	25,000
	Kiosk
	4,950

	Gialova project (περίπτερο, ξεναγήσεις,εθελοντές)
	19,230
	Pump House
	5,260

	EVS
	9,480
	Guided tours
	1,164

	ACES
	6,000
	Volunteers
	2,400

	DVA
	5,000
	Vol. Camp
	4,400

	Sunlight (μπαταρίες)
	5,000
	Schools (Sept. - Nov.)
	1,056

	Bresser (κιάλια)
	1,000
	 Total
	19,230

	Rally- moto (Banners, flyers, ταμπλό)
	1,500

	Δήμος Πύλου (σαμαράκια)
	2,200

	TOTAL
	134,410


As a general outcome of the year 2008, it was considered to be the most successful year after the LIFE. All activities that were planned in the beginning of the year were implemented, the budget was wisely used, the public awareness sector gained an Information centre, the conservation sector was improved with a Bird monitoring Plan, a Water monitoring plan of the lagoon, 3 Master diplomas and 1 Bachelor students did excellent studies on the chameleons (GIS mapping of habitat, GIS data base on nesting, invertebrate studies, disturbance studies of tourism) etc. There is a final report 2008 with all activities mentioned.
MAIN PROBLEMS OF THIS YEAR
Introduction
Before describing in details this year’s problems, we have to give the general feeling of the Gialova staff. We are a team of 6 people who have worked together for many years. Some came along with us on our way, most of us working in the beginning as volunteers, we found a common spirit and respect, willing to work hard for a common dream. For those who haven’t been here, it is difficult to get the whole picture. The working environment is very hard, daily working hours are more than 12 hrs/7 days, long nights are common and inside the schedule.  The ‘office’ is a camp based room with basic equipment, and most of the equipment we use is our own. The leaving conditions are hard. Sleeping in a tent, in a car or in the pump house, without any house comfort, getting soaking wet in the rain, but with a high spirit and with the support of the team. People who have joined us and stayed with the project, chose to work here knowing about the hard conditions and appreciating the hard effort that is made by everyone. People who are working without having first the necessary working experience here, either they cannot follow or they cannot understand the needs and priorities of the project 
If this is not understood and appreciated by HOS, then there is no motivation to make any extra effort here. If there is a feeling that we are not taking part and influencing the project but we are just following orders from Athens then the spirit is gone and the whole project is gone. This has to be clear from the beginning, that what we are experiencing this year and if nothing changes, we are heading to the destruction of the team and the project.

ORGANOGRAMA 2009
The new organograma created a lot of problems in decision making, in staff capacity and capability and in relations between staff.

1. In the beginning of the year it was announced to coordinator M.Kalouli, that she did not do her job properly and that she would be no more the coordinator of the project, but she will be the Conservation responsible. This was done without any explanation or reasons on what she had done wrong (especially after a year that was the best for Gialova after 2000), and without giving her the chance to improve herself in those aspects. The director decided to be the coordinator. Additionally she was asked to move to Gialova, and there was no alternative given to her on that.
2. There is a priori a problem when the director of HOS is allocated as coordinator of project. Time for the director is very limited, it cannot be a full time job for him. His presence in Gialova was limited to 2 visits, which does not give him  the possibility to have an insight of how the project runs in such a short time, (resulting in wrong decisions). Also, there is a problem with the hierarchy, as higher than the director is only the Board of HOS. This leaves the team undefended, with top end decisions which have to be followed by title. Also, there is a problem of who is going to evaluate the work of the coordinator as he is the director, and the only evaluation of the director comes from the Board which has very limited knowledge of how the project runs. 
3. The Gialova team is left without a head on site. Everyone can do his job in an uncontrolled way as there is no surveillance and no hierarchy on site. Internal surveillance between staff created personal problems and bad relationships, as orders were accepted only from the coordinator.
4. There is lack of communication or information between coordinator and Gialova staff because of distance and decisions that are taken in Athens without the staff being asked or informed. 
5. There is lack of trust and respect between coordinator and old staff members due to decisions made contrary to the opinion and experience of staff members creating a contra productive working environment

6. New staff member who was the volunteer responsible last year was upgraded without any qualifications (academic background, or experience) to communication officer, reporting directly to the coordinator. The public awareness sector as well as the organisation of volunteers this year was left  without any surveillance, guidance by old staff members was not accepted and the organisation was the worst that we ever had. Although ex coordinator had pointed out from the beginning that this person is not capable in taking over this role. In the end she resigned before finishing the project.
7. Extra staff member was allocated in Gialova, without the staff knowing what exactly he is doing apart from checking the caretta nests for almost the whole period July-August-beginning of September. This person also carries out the communication between TEMES without informing local staff. The person involved has already very bad relationship with Gialova staff since many years, and although it was asked that he does not take part in the project and that was agreed in the beginning of the year by both directors, this year he is even more in the area than any other time, creating a mysterious atmosphere among staff members and getting involved in local p.r without the staff being informed.
ACTION PLAN

There was a discussion last year about the need of a long term strategic plan for the whole project , with a description of higher goals, development objectives and outputs. And a shorter mid term action plan for the next years. This was divided between M.Kalouli and K.Teneketzis. Unfortunately, there was a very bad cooperation between them last year, as there was clear intention by K.Teneketzis to present himself in any opportunity in the same order as the coordinator, (e.g Final reports of project) without though offering anything to the project. The director finally asked him to provide a plan, he came with 3 year plan (in the beginning of 2009), and not a strategic plan, with no structure of an Action Plan, but with details of everyday organisation of the project. This was seen by the Scientific director and was disapproved. There is still missing both a Strategic Plan and an Action Plan for the project.
DECISION MAKING
Although a lot of meetings were held earlier in the year about clear role descriptions these decisions were not respected during the project.

1. Local policy, complaints and meetings with authorities or other important stakeholders in the area were always done by Gialova staff and ex coordinator. Although this was decided in the role description as the Conservation officer’s work, in the end decision of delaying and changing the content of official complaint for the Kantina’s environmental impact for example was taken by the coordinator against the decision that was taken from Conservation officer and Gialova staff.

2. Communication between TEMES and local staff was cut. A staff member without knowledge or experience is allocated to do this communication, representing HOS and the project in the media as being in favour of golf courses and big resorts (Kathimerini, Harokopio panepistimio), giving false image of HOS. Additionally without knowing the real needs and priorities he is deciding about fund placement and public relations. As it was found out he organised caretta nest monitoring in Romanou beach, with funding???, which he took over, without informing any member of the local staff. 
3. The everyday running business, was also decided in the beginning to be organised among local staff. Again, decision about who is going to stay at the house of Pylos, who at the camping and who at the Pump House, was suddenly taken from Athens, resulting in a big mess of local staff arrangement. Additionally to that external staff member had the permission to use the House of Pylos as his base, receiving guests and spending his holidays there, when other members of permanent or long term staff were not allowed to use it.
4. Decision about the use of income from info centres were made from Athens without taking into account real needs and cancelling equipment purchase that was necessary.

PLANNING
In the beginning of every year there is a year plan of activities that are going to take place and allocation of budget. This year, although there was a plan of activities and budget given to the coordinator by the ex-coordinator, there was no final or clear decision of which activities and what budget was approved. This created problems in implementing the activities planned.
1. Car. Since last year there is a clear need of having a car, pick-up type, for all the building activities. Fencing of sand dunes and protection of chameleon nesting site from cars, renovation of hides, repairing the nature trail, etc. all need a vehicle to be able to do these jobs. After a long time to take the decision from Athens to say finally yes for the car in middle of July, (the car was already found) the tax office in Athens asked for checking our logistic books, accusing us that we are stealing from the state. Instead of showing our books and stop these false accusations the accountant decided that we should not, this left us without a car again and with no intention of buying another type of car this year.

2. The result of no car, from the coordinator point of view, was postponing the activities for next year. This would be detrimental for the chameleon nesting site, and a bad image concerning our infrastructure. Also, there were 2 people employed this year with 3 month contract for exactly these jobs. Due only to personal effort of Gialova team, we used our own vehicles, brought wood from Taygetos and managed to fence all the Divari area and part of Voidokoilia and repair one of the 2 Hides.
3. Other activities, like the Nature trail, which we had money to repair, was also postponed for next year, with no real reason. The bridge is not safe anymore and ready to brake anytime by schools and tourists that use it. The solution of placing a notice with danger in front is not exactly a good image of our work here. 
4. There was no money allocation this year to the project. Apart from salaries, and daily expenses, there wasn’t any improvement in any sector, on the contrary there were problems even with buying new equipment like bicycles. Infrastructure remained the same (apart from the renovation of the hide due to personal efforts), no improvement of Pump House, public awareness remained the same and worse, no new printed material (apart from a donation of a children’s book from German ACES), no new posters or signs (chameleon posters and stock were removed from the info kiosks and should be replaced), or new stock was ordered, there was no new equipment for the project (apart from a telescope), no house rented for volunteers. From the 130.000 budget we calculate that only half was allocated to the project. 
PUBLIC AWARENESS ACTIONS
5. Public awareness. As there was not any control or guidance to the person responsible for the public awareness actions, the 2 information posts were left to the volunteers. Volunteer training was done by two EVS volunteers, which where trained by the public awareness/volunteer responsible. At the past the public awareness officer was as part of his/her job at the point of information. This year the presence of the responsible at the pump house was extremely rare, and at the information kiosk randomly without any schedule and according to the responsible’s will. This also created a general problem of informing Greeks as there were no Greek volunteers and many Greeks do not speak English, for this we received complains. 
6. Guided tours were left to be done by volunteers with out any text or guidance. A text was finally provided in the end of August, which is very simple and is lacking information. Then another staff member (previous public awareness officer) was obliged to do the tour for the Greeks. The equipment used like telescopes for these tours is more than 10 years old or they are half destroyed. The well keeping should have been taken care of from the responsible or they should have been replaced with new ones.
7. Events. No events were organised. There was no any effort to plan and take part in any of the 3 local events that we take part every year (Nestoria, Navarinia, Pylos events)

8. Website. Although there was in the plan to create the Gialova project website this year, and the texts were divided to the Conservation officer and the Public awareness officer, the conservation part of the site was done, while the public awareness part was not done.

9. Publicity. There is no clear line about what we say in the information centre and to the magazines about chameleons. Although, we have a clear line about not giving unnecessary information about chameleons with any opportunity, (there was a big discussion about Lonely Planet), there is a misunderstanding between public awareness officer and volunteers of what they are allowed to say in the information points or to magazines. In the middle of August it was decided to take out the 2 posters of chameleons in the 2 information points and information to tourists was minimum. 

VOLUNTEER ORGANISATION
10. Volunteers and camp ground. As the volunteer responsible this year instead of staying at the Camping with the volunteers stayed at Pylos House, and her presence here was 2-3 hours daily. There were too many volunteers (20 people) that were left with no control or organisation. As a result, noise, dirt, drinking parties, broken legs, ended up in serious complaints of the owner that he is not going to host the project here any more. Even worse, the volunteer responsible was taking part in this parties encouraging a totally wrong attitude and sometimes putting in danger volunteers by driving them around drunk.
11. There was a mess with the whole organisation of volunteer weekly schedule, equipment (bikes, torches, computers etc). Everything was left to the two EVS volunteers without guidance or wrong guidance. Old staff members had to take over the organisation of the volunteers from the beginning, doing in the end her job as well.

12. Introduction and training. There was no introduction made by volunteer responsible and it was left to be done by other volunteers using a draft p.point presentation which was never corrected. Training in what we say at the 2 info kiosk was done by other volunteers, volunteers were arriving and the responsible was not here waiting for them, generally there was the minimum involvement. 
13. No Greek volunteers. There was a problem with delaying in answering the application letters of volunteers by the volunteer responsible. This resulted in loosing volunteers, even worse was that we lost Greek volunteers that had applied and did not received an answer for a month

14. Bad temper and attitude. On top of all the problems mentioned above the volunteer responsible was behaving many times in an unfriendly way to the volunteers, getting angry very easy and loosing temper. This goes also without saying to the rest of the staff, which with any kind of complain or suggestions about her work resulted into yelling and loosing temper. 

15. The Public awareness and volunteer responsible resigned and is leaving in the end of September, before the end of the project. There is no communication with the coordinator or organisation about how and who is going to take over, who is going to organise the Bird Day for example?  Why should the people that were responsible for other activities are left with her jobs without any information about what is going to happen or at least a ‘sorry’ or a ‘please’ about all this mess? Are we taken for granted that we have to stand this totally irresponsible person the whole summer, and in the end we have to clear up the mess without saying anything?

ENVIRONMENTAL EDUCATION

16. Environmental education. As we know there were 20.000 euro given by TEMES to produce an environmental education kit. We have not been informed about the product of this work, as we were not asked to take part in that. Environmental education this year was restricted to guided school tours in the lagoon. There was no effort by the responsible this year to improve or develop this activity, while 2 other activities that we were supposed to offer which is the Power Point presentation to schools and the guided tour with field work in the Nature Trail were never provided to the schools this year. We are wondering if 20.000 euro is allocated for this cause, why is nothing changing for the better but we are offering even less? There could be a lot done with this money in the Pump House, improve the expo and create activities for kids and promote this activity. Buy new equipment instead of destroying the binoculars that we have for the guided tours. We have not seen anything or not have been informed about the planning and development of this activity. Also, as the responsible for guiding schools leaves, what is the plan for this winter? The school season has started and there is no information about what will happen.
SCIENTIFIC WORK/ MONITORING

17. There was a problem with the proposals of the Academic partner in the chameleon committee. In the first meeting that we had Benny Trapp was not in Greece yet, as a result some proposals that were discussed were not heard or discussed with Benny. This created a problem, as one of the proposals which was chipping the animals in Germany it is regarded extremely dangerous for the chameleons and could endanger the whole population. The other problem that was created is that the methodologies that he is proposing are not clear enough, like the Haynes line transect estimation of population density, and as we understand it, it was made for birds and cannot be applied to chameleons. Another thing is what are the questions and the answers that we want to have for the protection of the chameleon, things that have to be discussed with the whole committee. We think that it is very important that the members of the committee, especially Sinos has to come down again to discuss with the team and explain his ideas and how they can be implemented and think of all the details to organise them in an effective way. 
18. The lagoon monitoring went on without oxi/ph metre as we had no money to buy them until now.
19. The bird monitoring was applied for the breeding birds this summer as well as recording summer visitors. It is needed now to evaluate how it is applied by volunteers and make adjustments if necessary.
PROPOSITION
Proposals will be discussed with both directors after there is a meeting with them to discuss first of all the problems that we have and try to find a solution. 
We are willing to continue working in this project, we believe in what we are doing and we also believe that we can do it better. However, under the conditions of this year it was impossible to perform our work better and make any progress. All these problems wasted a lot of our energy, physically and psychologically, and instead of going forward the whole project went backwards. If we have the opportunity to develop the project and use the money that we are offered effectively, this has to be organised again from the beginning, with experienced staff and scientific members with fulltime involvement.
Serious changes have to me made in all fields, and agreements should be achieved under mutual understanding and not by force.
We hope that the points that we are putting forward are considered by both Directors and we would appreciate especially if the coordinator organises a meeting with all of us here in Gialova, before some of the staff leaves for Germany (until 10 October). If there is no possibility for this to happen in this very sensitive period then we would like to ask the Board of HOS for their help.
Signed by:

Marilia Kalouli

Benny Trapp

Nicolas Bedau

Klaus Ehrich

Nikos Lyberopoulos

Andrea Bonetti

Additional for Board Members

Achievements of this year on the conservation sector

1. Methodology on chameleon field work

a. Verifying count methodology

b. Testing and evaluation of the Capture-recapture technique

c. Monitoring spatial distribution of marked animals 
d. Photo identification

e. Installing weather station –for basic climatic data collection

f. GIS data base for chameleons

2. Scientific framework and guidelines for chameleon research
3. Proposal on Hybernation and Captive Breeding project

4. Habitat protection/ fencing nesting site

5. Water monitoring and analysing results

6. RSPB Hydrologist cooperation on water management and Hydrological Study of TEMES

7. Guidelines for Fishery management in the lagoon

8. Visitor Access management Plan

9. Bird monitoring Plan application and evaluation

10. Methodology on visitor data collection and mapping
11. Renovation of infrastructure (Hide)

12. Collaboration with University of Colon /Germany (8 students)

13. Collaboration with Prof. Voett from Geomorphology Institute of the University of Colon
14. Collaboration with NABU – Wollmatingerried for a Comenius Regio project

15. Articles, TV doc, Journalists, Slide Shows, Guided Tours

16. Kantina operation guidelines, fencing, protection of sand dunes, monitoring actions, official complaint for bad operation

17.  2 EVS proposals

18. Training volunteers

19. Sponsorships
20. Reports

Proposals

1. Full time coordinator on site with appropriate experience and knowledge.

2. At least 4 permanent staff involvement with qualifications according to role profile

3. Support from Athens/ departments/ directors

4. Strategic Plan and compatible Action Plan for project and species

5. Cooperation with Universities / NGOs in scientific research and exchange of knowledge

6. Securing funds from European projects and sponsors
7. Evaluate existing Management Bodies and propose a preliminary Management body in cooperation with local Municipalities.

8. Preparation of Management Plan concerning all sectors that have to be developed, delivering 3 year Action Plans for:
a. Chameleon field work

b. Bird fieldwork

c. Landscape planning

d. Policy

e. Public Awareness

f. Environmental Education

g. Volunteer coordination

