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Executive Summary 1 
In November and December 2009, The Nature Conservancy (TNC) conducted a feasibility analysis for 
Marine Conservation Agreements2 (MCAs) in the Indonesian portion of the Coral Triangle. We identified 
20 known and suspected MCAs and one De facto MCA (DMCA) ranging in scale from 12 hectares to 
36,600 hectares. We also identified 20 opportunities and 21 direct economic incentives that can be used 
to move forward programmatically with MCAs. Revenues from ecotourism and mariculture were two 
forms of sustainable financing that had been achieved at existing MCA and DMCA sites.  

Our analysis revealed that the necessary enabling conditions are generally present in Indonesia, 
but experiences with MCAs in the field have been mixed. MCAs are being used and are making positive 
impacts but are not achieving their full potential primarily due to issues of design, execution, and timing. 
We also found, however, that well designed, executed, and timed MCAs can significantly help other 
ocean and coastal management strategies protect important marine biodiversity. The key lessons 
learned from experiences with MCAs in Indonesia are: 

 

 A committed project champion is crucial for success; 
 Early and frequent stakeholder engagement is necessary; 
 Transparency in all project phases is necessary to build trust, understanding, and acceptance; 
 Project objectives must account for local community needs beyond marine conservation; 
 Adaptive project management should include trials and occasional errors;  
 Funding, time and expertise will likely be needed for capacity building; 
 MCAs should not be used as a "build it and set it free" approach; 
 Long-term implementation is usually best undertaken by local entities; and  
 Clear targets and milestones should be used for regular project evaluations. 

 

There are reportedly 174 established and proposed Marine Protected Areas (MPAs) in the 
Indonesian portion of the Coral Triangle. However, less than 20% of the established MPAs are thought to 
be managed effectively (Cinner et al. 2008). For the roughly 19% and 40% of Ecological Features of 
Interest (EFI) in the Lesser Sunda and BirdΩs Head Seascapes3 that are covered by MPAs, respectively, 
this does not bode well. Even when all MPAs are managed effectively, approximately 81% and 60% of 
EFI lie outside of MPAs in the Lesser Sunda and BirdΩs Head Seascapes, respectively. Clearly, additional 
strategies such as MCAs are needed to protect LƴŘƻƴŜǎƛŀΩǎ marine biodiversity, both inside and outside 
of MPAs.  

We conclude that the highest level leverage opportunity for TNC and our partners to use MCAs 
in enough places for a long enough time to make a real and lasting difference in Indonesia, is to 
programmatically assist Local Non-governmental Organizations (LoNGOs) and local businesses that are 
currently implementing MCAs and DMCAs or that have the potential to implement MCAs. While there 
are exceptions, we found that LoNGOs and local businesses are the ideal implementers of MCAs as they 
are vested in local communities and can make the necessary, long-term, site-level commitments which 

                                                            
1 Donor-specific recommendations regarding Marine Conservation Agreements have been removed from this 
public version of the findings report. 
2 Marine Conservation Agreements include any formal or informal understanding in which one or more parties commit to 
delivering explicit economic incentives in exchange for one or more other parties committing to take certain actions, refrain 
from certain actions, or transfer certain rights and responsibilities to achieve agreed-upon ocean or coastal conservation goals. 
While a Marine Protected Area (MPA) is a designation applied to a place, an MCA is an agreement to act or refrain from acting 
(sometimes spatially explicit, other times not) ς as opposed to a designation. MCAs can be used as stand-alone mechanisms 
that establish protective areas and actions or as tools to help catalyze and implement formal MPAs and fisheries management 
activities.  
3 ¢ƘŜ [ŜǎǎŜǊ {ǳƴŘŀ {ŜŀǎŎŀǇŜ ŀƴŘ .ƛǊŘΩǎ IŜŀd Seascape were our geographic focal areas for the analysis due to the high levels of 
biodiversity, current emphasis of TNC engagement, and availability of spatial data. 
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are vital for the success of MCAs. This often differs in part from other marine conservation strategies 
because MCAs can be legally binding contractual agreements that last for over 20 years, thus 
necessitating long term commitments. The existence, capacity, and willingness of LoNGOs and local 
businesses to engage in MCAs must be assessed and possibly developed on a case-by-case basis. 

TNC and our partners can demonstrate how MCAs should be designed, executed, and timed to 
achieve their full potential by programmatically facilitating the improvement of existing MCAs and the 
establishment of new MCAs as purposeful tools to augment protection within MPAs and initiate 
protection outside of MPAs. Well-designed and executed MCAs can ensure, through the application of 
economic incentives and quid pro quo agreements, that land and resource owners, managers, and users 
are engaged in and committed to establishing long-term, appropriately scaled protective zones and 
enforcement activities focused on coral reefs and associated fish species, mangroves, and sea turtles, 
among other elements of marine biodiversity. The owners, managers, and users of areas targeted for 
MCAs are often made up of individual families, local villages, and various levels of government ς some of 
which will be signatories to MCAs and others from which formal endorsement must be sought. MCAs 
should, by necessity, build capacity within LoNGOs and other local entities while supporting community 
livelihoods and developing sustainable funding through ecotourism and mariculture. 

In implementing MCAs, careful attention must be paid to the issues and criticisms uncovered 
during our analysis.  While most issues were common to all conservation strategies, several were 
specific to MCAs, such as concerns over ǎŜǘǘƛƴƎ ǇǊŜŎŜŘŜƴǘǎ ƻŦ άǇŀȅƛƴƎέ ŦƻǊ bƻ-take Zones, the need for 
strong community structure, concerns raised by interviewees relating to their perception of Indonesian 
sovereignty, and the need to clearly establish the long-term relationship between economic incentives 
and conservation commitments.   

Inherent in MCAs is an exchange of explicit economic incentives in return for conservation 
commitments. The economic incentives are used as both motivators for compliance and sanctions for 
noncompliance.  A controversial point of MCAs in Indonesia was the fact the owners, managers, and 
users were receiving these explicit incentives for agreeing to conservation commitments. However, we 
found that explicit and implicit incentives were already in place at numerous sites in Indonesia. As such, 
the precedence for incentivized conservation management and implementing payments for ecosystem 
services has already been established in Indonesia. 

Several types of incentives appropriate for use in MCA projects were identified during our 
analysis. Incentives best used for both sanctions and community support include: public transportation; 
electricity for public buildings; and fuel for boats and generators. Incentives best used primarily to 
create and maintain community support include: community infrastructure, vehicles, and equipment; 
education and training; food and supplies for special events; employment, alternative gear swap outs, 
and protection of marine areas from outside users; market creation for local goods; and other public 
utilities. Direct cash payments are best used sparingly and usually only as sanctionable benefits. Grants 
and alternative livelihoods should only be used as community support incentives when the chances of 
achieving success through the activities are very high.  

We also made a high-level comparison between our findings and recommendations for 
Indonesia and the other Coral Triangle countries ς East Timor, Malaysia, Papua New Guinea, Philippines, 
and the Solomon Islands. Based on this high-level analysis, we believe the Philippines is likely the next 
best country to implement a programmatic approach to MCAs in the Coral Triangle. 
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1.0 Introduction  
Private for-profit ventures often obtain ownership, management, and use rights over marine and coastal 
areas or related activities for purposes that inadvertently degrade ocean resources. Such ventures 
include, but are not limited to, various fishing activities, sand and gravel mining, energy facilities, 
marinas, utility lines, and mariculture farms. Recently, The Nature Conservancy (TNC) and other 
organizations have sought opportunities to acquire or direct similar rights to ocean environments 
through Marine Conservation Agreements (MCAs) for purposes that protect ocean resources and 
improve local communities. 

The use of MCAs globally, however, has been limited primarily by a lack of recognition, 
understanding, and collaboration among the marine conservation community. With funding provided by 
the Walton Family Foundation (WFF), TNC addressed these limitations by working with partners in four 
priority geographiesτthe Coral Triangle (CT), Eastern Tropical Pacific (ETP), Gulf of California (GoC), and 
Gulf of Mexico (GoM)τto analyze the role and feasibility of MCAs. In the first three geographies we 
determined if and how MCAs can complement other conservation strategies, identified priority field 
projects and local implementers, determined indicators of success, and developed action plans. In GoM 
we reviewed current ocean conservation activities to establish the connections with MCAs. 

The role and feasibility analysis project began in September 2009 and continued through December 
2010 with the following focal areas and periods: CT (September ς December 2009); GoC (February ς 
May 2010); GoM (June ς July 2010); and ETP (August ς November 2010). The Coral Triangle analysis 
focused on Indonesia, and within Indonesia, on the Lesser {ǳƴŘŀ ŀƴŘ .ƛǊŘΩǎ IŜŀŘ {eascapes, the latter 
of which lies within the Papua Ecoregion (see Map 1). This report documents findings from our field 
work in Indonesia, which took place in November and December 2009.4 During the field work, we 
contacted approximately 50 persons through email, telephone and in-person interviews, small group 
meetings, a workshop, and five site visits5 (see Appendix 1: Project Contact List). We undertook a high-
level literature review and gathered project documents and spatial data depicting governance, 
conservation targets, threats, and strategies. We also engaged an Indonesian legal firm to assess the 
laws and policies related to MCAs. Given time and resource constraints, we did not undertake an 
exhaustive analysis -- all existing MCAs and all stakeholder issues in Indonesia were not identified; to do 
so would require at least a year to complete. 

For the purposes of this analysis, TNC applied an inclusive definition of MCAs that evolved from a 
workshop held in June 2008 in Washington State, U.S.A.: Marine Conservation Agreements include any 
formal or informal understanding in which one or more parties commit to delivering explicit economic 
incentives in exchange for one or more other parties committing to take certain actions, refrain from 
certain actions, or transfer certain rights and responsibilities to achieve agreed-upon ocean or coastal 
conservation goals. MCAs provide ecosystem services, including the protection of biodiversity, by 
encumbering sites to prevent them from being used in the future for incompatible activities or by 
changing the habits of users so their activities are undertaken in more compatible and sustainable ways. 
MCAs can be entered into by governments, local communities, indigenous groups, and private parties 
(including nongovernmental organizations). MCAs can include, but are not limited to, leases, easements, 
management agreements, purchase and sale agreements, concessions, and contracts. MCAs have been 
used to consummate and execute terms of Marine Protected Areas (MPAs), no-take zones (NTZs), 
fisheries projects, eco-tourism activities, scientific research and collection projects, restoration projects, 
and alternative livelihood ventures. 

                                                            
4 This report does not provide general background information on MCAs. For general MCA-related information, readers should 
access the tǊŀŎǘƛǘƛƻƴŜǊΩǎ ¢ƻƻƭƪƛǘ ŦƻǊ aŀǊƛƴŜ /ƻƴǎŜǊǾŀǘƛƻƴ !ƎǊŜŜƳŜƴǘǎ at: www.mcatoolkit.org.  
5 Site visits included Gili Trawangan, Komodo National Park, Southeast Misool, Kofiau, and Alyui Bay. 

http://www.mcatoolkit.org/
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Map 1: Coral Triangle  

 
The Indonesia analysis generally followed the process identified in the tǊŀŎǘƛǘƛƻƴŜǊΩǎ CƛŜƭŘ DǳƛŘŜ ŦƻǊ 

Marine Conservation Agreements (TNC & CI 2009), identifying and assessing seven enabling conditions: 
 

1. Conservation targets 
2. Threats and strategies 
3. Owners, managers and users 
4. Laws and policies 
5. Organizational capacity 
6. Stakeholder issues 
7. Costs and Financing 

 

If these enabling conditions can be met or otherwise addressed, MCAs should be a viable strategy. While 
Section 1 of this report provides general findings, Section 2 details our findings related to the above 
enabling conditions. Section 3 relates our findings in Indonesia with other countries within the Coral 
Triangle. Section 4 identifies our conclusions regarding MCAs in Indonesia while Section 5 identifies 
certain gaps in the analysis and findings. 

1.1 Why use MCAs? 
Valid questions were raised during our analysis regarding why an MCA should be used at any particular 
site. This is an important question that should be addressed at the onset. While we believe potential 
MCA projects can serve in at least one of three roles (see Section 1.2 Roles of MCAs) and should meet as 
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many of the enabling conditions as possible (see Section 2: Feasibility Analysis), these do not tell us why 
an MCA should be used. In short, marine conservation project implementers and funders should use 
MCAs if they want to ensure that owners, managers, and users of areas and resources, which are tied to 
conservation targets, are actively engaged, informed, and committed to the conservation actions that 
are necessary to abate the threats to the targets. When MCAs are appropriately applied, there are 
regular, predictable, and continuing streams of explicit incentives that owners, managers and users 
receive when their conservation commitments are achieved. When the commitments are not achieved, 
the sanctionable incentives (see Section 2.7.2.1) are not delivered. In this way, MCAs provide explicit 
economic incentives for owners, managers, and users to ensure projects meet their conservation goals 
over the long-term. Without this explicit quid pro quo, there is little guarantee of success. When project 
implementers and funders want to ensure long-term conservation success, properly structured and 
implemented MCAs should be used. 

1.2 Roles of MCAs 
MCAs can be applied under a number of different circumstances, employing various activities by a 
variety of entities. However, our analysis revealed that MCAs in Indonesia are primarily being used and 
can likely serve in the future in three specific roles: 
 

1. To initiate protective actions that fill vacant functional or geographic niches within existing or 
proposed MPAs that have existing management activities by government agencies;  

2. To initiate protective actions within existing or proposed MPAs which have no existing 
ƳŀƴŀƎŜƳŜƴǘ ŀŎǘƛǾƛǘƛŜǎ ōȅ ƎƻǾŜǊƴƳŜƴǘ ŀƎŜƴŎƛŜǎ όάǇŀǇŜǊ ǇŀǊƪǎέύΤ ŀƴŘ 

3. To initiate and implement protective actions outside existing or proposed MPAs in areas lacking 
government intervention but which also require immediate attention. 

1.3 Existing MCAs and Case Studies 
During the process to identify existing MCAs in Indonesia, an issue was raised at the December 2009 
workshop held in Denpasar:  

 

²ƘŜƴ ƛǎ ǎƻƳŜǘƘƛƴƎ ŀƴ a/! ŀƴŘ ǿƘŜƴ ƛǎƴΩǘ ƛǘΚ 5ƻŜǎ ŀ ǎǇŜŎƛŦƛŎ ǇǳōƭƛŎ ǇǊocess and agreement to 
MPA zoning with the expectation that the public will receive ecological benefits in the future 
count as an MCA? If so, practically everything is an MCA.  

 

The necessary elements of an MCA include: 1) a formal or informal understanding; 2) two or more 
parties; 3) explicit economic incentives; 3) commitments to take certain actions, refrain from certain 
actions, or transfer certain rights; 4) agreed-upon ocean or coastal conservation goals. Public MPA 
planning and zoning processes that include agreements and commitments on behalf of the public may 
include several MCA elements, but usually lack the delivery of explicit incentives. While the public may 
benefit from MPA planning and zoning, they most often do not receive specific incentives provided to 
them directly from the MPA managers in exchange for and contingent upon their conservation 
commitments. The benefits in the MPA planning/zoning situation (i.e., improved marine environment; 
healthier living conditions; more fish) are diffuse in nature, realized by anyone who accesses or lives in 
the area (including the MPA managers), and are not provided directly by the MPA managers themselves.  

Based on our definition of MCAs, we identified 20 known and suspected MCAs and one De facto 
MCA (DMCA) within the general area of Indonesia that is included within the Coral Triangle (see Map 2, 
Map 3 and Appendix 2: Existing & Suspected MCA, DMCA, and Mariculture Projects).6 DMCAs are 

                                                            
6 A single MCA or DMCA project can include more than one physical site, activity, or community. Also, a single site, activity, or 
community can include more than one MCA.  The number of MCAs reported here is primarily based on how the project was 
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projects in which formal or informal agreements are used to encumber sites for purposes not directly 
related to conservation, but some level of marine or coastal conservation is achieved as a secondary 
benefit. For example, pearl farm and other mariculture operations may lease and utilize areas of 
submerged land for businesses purposes. While the areas directly under oyster racks or seaweed plots 
may not confer conservation values, adjacent areas may be indirectly conserved at some level, resulting 
in de facto conservation of neighboring reefs and other critical habitats. At this time, we do not know for 
certain that conservation is de facto in all areas adjacent to mariculture sites in Indonesia nor do we 
know that the conservation benefits outweigh the possible environmental impacts. We believe, 
however, that conservation can be achieved in concert with some mariculture sites based on our 
observations at Atlas South Sea pearl farm at Alyui Bay. Because of the possibility that some mariculture 
sites may in fact be DMCAs, we began to inventory these sites (nine at present) along with the known 
and suspected MCAs in Appendix 2). 

Given the project time constraints, we were not able to identify all existing MCAs, DMCAs, or 
mariculture sites in that portion of Indonesia which lies within the Coral Triangle. In addition, the 
information we were able to gather regarding the known and suspected MCAs, DMCA, and mariculture 
projects represented in Appendix 2 is incomplete. Some projects were only identified as possible MCAs 
and DMCAs through interviews with very little additional information being provided. Verifying the 
status and acquiring detailed information on all potential MCAs and DMCAs will require further 
investigation. These existing projects, however, unequivocally answer our first question as to whether 
MCAs are feasible in Indonesia ς MCAs are not only feasible, they are currently being used at numerous 
sites.  

The known and suspected MCA and DMCA projects provide examples in which government 
agencies, local villages and fishing groups are owners, managers, and users of areas and resources 
targeted for conservation activities. The projects also illustrate how big international non-governmental 
organizations (BINGOs), local non-governmental organizations (LoNGOs), and private businesses can 
enter into agreements with the owners, managers, and users for conservation purposes. The existing 
projects range in duration from five years to perpetuity, range in scale from 12 hectares to 40,000 
hectares, and include various types of agreements and goals, including: 

 

 Contracts with user groups to change fishing gear, habits, areas, and livelihoods; 

 Contracts and leases with local villages for the establishment, management, enforcement or 
support of marine protective areas  and actions for reefs and reef fish, turtle conservation, 
and tourism; 

 Leases with local villages for mariculture operations; 

 Concessions with governments for tourism and MPA management; and 

 Purchase and sale agreements with private entities for conservation purposes. 
 

We developed case studies on five MCAs and one DMCA in Indonesia (see Map 2 and Map 3). 
We interviewed project managers for each case study and were able to visit five of the sites. The major 
salient points of case studies are identified below. Throughout the rest of this document the case 
studies are used to identify lessons learned and as examples of how certain aspects of MCAs can and 
should be undertaken or, conversely, should not be undertaken. 
 

                                                                                                                                                                                                
characterized by the implementing entity. The actual number of agreements, sites, activities, and communities involved with 
MCAs and DMCAs is higher than 21. 
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Map 2: Known and Suspected MCAs 

 

Map 3: Mariculture Sites  

 












































































































