NATIONAL INVASIVE SPECIES COMMITTEE
KeDARM CONFERENCE Room PICRC - ApRIL 1sT 2025 (TUESDAY)- 8:30 AM 10 3:00 PM

MEETING REPORT
(April 23, 2025)

WHO ATTENDED THE MEETING

1. Bureau of Agriculture, Director Kashgar 11. Coral Reef Research Foundation, Sharon Patris
Rengulbai 12. Island Conservation, Loyola Darius

2. Bureau of Environment, Director Illima 13. Belau National Museum, Ann Kitalong
Kloulchad 14. Belau National Museum, Sholeh Hanser

3. BOE NISC Coordinator, Lei Rengulbai 15. Bureau of Fisheries, Lincy Marino

4. Bureau of Environment, Leah Tudor Ngiratiou 16. Palau Conservation Society, Umai Basilius

5. Division of Fish and Wildlife Protection, 17. Palau Conservation Society, Heather
Lieutenant Inosencio Meteolechol Ketebengang

6. Division of Environmental Health, Compliance 18. Palau Conservation Society, Zina Ringang
Officer Elod Ngiraingas 19. Island Conservation, Klouldil Singeo

7. Bureau CBP Biosecurity, Chief Devon Andreas 20. Palau Conservation Society, Lolita Gibbons

8. Palau Community College CRE, Felix Sengebau 21. Palau Conservation Society, Porse Greps

9. Miinistry of Agriculture Fisheries Environment, 22. Kiyara Mae Swanson
Kobe Ngirailemesang 23. Yumi Shultz

10. Palau EQPB, Alzena Ukeloi Aldrin

CONTEXT

The National Invasive Species Committee was created in 2008 by Executive Order 251 as an independent
committee and an advisory committee to the President of the Republic, and with duties and
responsibilities as follows:

a. lIdentify responsible agencies for the management of invasive species introduced into the
Republic of Palau;

b. Coordinate the development and implementation of response plans for invasive species;
Coordinate public awareness and education regarding invasive species

d. Review and enhance and/or develop regulations governing the importation and inter/intra-state
movement of invasive species;

e. Coordinate appropriate responses and actions to address the possible introduction of invasive
species in the Republic, with special attention being given to special events, which increase
exposure to alien species;

Conduct and upkeep an inventory of the invasive species present in Palau; and
g. Investigate methods to reduce and contain or eradicate each invasive species existing in Palau

The membership of NISC as currently laid out in Executive Order 251 include the following agencies:
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Agency Agency Status Update, Role

OERC Phased out / no longer exists

Bureau of Agriculture Authority over import and risk assessments

Bureau of Marine Resources Now Bureau of Fisheries, active

Division of Fish & Wildlife Protection Active

EQPB Legal Counsel EQPB, active

Division of Environmental Health Active

Division of Revenue Customs Taxation Active

Palau Conservation Society Active

National Invasive Species Coordinator Housed under the new Bureau of Environment,
coordination of NISC and risk assessments

Other agencies actively engaged in NISC not included in initial membership under EO 251:

e Palau International Coral Reef Center

e Coral Reef Research Foundation

e Belau National Museum

e Island Conservation

e Bureau of Environment

e Palau Community College CRE

e Biosecurity Office, Bureau of Customs and Border Protection

In recent years, NISC has operated with a National Invasive Species Strategic Action Plan (NISSAP), the
existing NISSAP 2022 — 2027 is still referred to as a draft version.

The NISC along with the Biosecurity Office has been previously housed at the Bureau of Agriculture.
Under this set up, the NISC provided national leadership in coordinating invasive species management,
with the Director of the Bureau of Agriculture having the authority to implement Palau’s biosecurity act
and quarantine regulations. In 2021, the national government made changes to its organizational
structure. The most relevant changes made which required transition were the Biosecurity Office was
moved from the Bureau of Agriculture under MAFE to the Bureau of Customs and Border Patrol under
the Ministry of Finance. Then the new Bureau of Environment was created under MAFE, and NISC was
moved to the Bureau of Environment.

In 2024 a consultation with individual NISC agencies was carried out by Palau Conservation Society
under the Invasive Species Management for Resilient Ecosystems (INSPIRE) project. In this consultation
it was found the NISC has not met for a very long time the members were frustrated with the lack of
coordination, and indicated the importance of having good coordination and regular meetings is key to
being an effective committee.

The Palau Conservation Society and Island Conservation working in close consultation with the NISC
Coordinator planned and carried out a NISC meeting that took place on April 01, 2025 from 8:30 am to
3:30 pm, at the PICRC Kedarm Conference Room.

The objectives of the meeting were to provide an opportunity for the NISC to a) revisit role and mandate
of NISC, b) assess its effectiveness, and c) conclude findings and decide on next steps.
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The meeting format consisted of 5 main segments of Where we are, Getting on the same page, What
are we doing about it, Operationalization of NISC, and Findings and Priorities.

NOTES AND RECORDS OF THE WORKSHOP
WELCOME AND OPEN

Director llima Kloulchad of the Bureau of Environment opened the meeting by welcoming the members
and thanking them for their time. In her short remarks, the Director stressed the importance of
continued collaboration between the agencies and everyone’s role in NISC as a shared effort.

WHERE WE ARE

The NISC Coordinator, Lei Rengulbai provided an overview of where things were concerning
implementation of the NISSAP, and shared some success and challenges from here experience as the
Coordinator.

SUCCESSES
Capacity building. There have been various ongoing training opportunities both locally and
internationally that herself and the NISC Office have been able to take part in, including biosecurity
officers, and Protected Areas Network Rangers.

Fruit Fly Control Project (JICA). A baseline data collection is underway across 12 states, and multiple
community and school outreach activities on the Fruit Fly have been carried out during national events.

Early Detection Rapid Response (EDRR) and Inter-Island Biosecurity (11B) Training. Palau Conservation
Society through the INSPIRE project has been able to bring together a cohort of PA Rangers and
Biosecurity Officers from Koror and Kayangel to train them on biosecurity.

Invasive Species Management. Rat eradication efforts are ongoing in the Rock Islands Southern Lagoon
in with support from Island Conservation. PCC also continues its work on Coconut Rhinoceros Beetles
(CRB) control and related research.

Public Education and Awareness. Invasive species exhibits at the Palau Aquarium and Belau National
Museum.

Restoration work. The Division of Forest Land Water have been able to work with several Babeldaob
states to plant approximately 5,700 native plants to combat invasive vines, and over 600 plants have
been planted in the Ngeriungs Bird Sanctuary in Kayangel after the community cleared nearly 4 hectares
of land of invasive vines.

CHALLENGES
e Limited funding and staff
e Public awareness gaps
e Risks from global trade and climate change
o Weak enforcement and coordination
o Lack of baseline data
e NISC Office and Biosecurity Office are spread across different ministries
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COMMUNICATIONS

GETTING ON THE SAME PAGE
In this segment of the meeting, NISC members were facilitated through a Problem Tree exercise. The
committee members were split into 4 thematic groups in Communications, Regulatory, Science &
Implementation, and Governance and Institution. Each of the group went through identifying the root
causes, effects, and discussions to clarify shared understanding of current realities.

CONSEQUENCES EFFECTS

No support from public for NISC

Little understanding of scope of
work

Who to contact for
information

CORE PROBLEM

Do people know?

Do people care?

Misinformation

Unclear feedback from public

Multiple interpretation of work we do

ROOT CAUSES

Lack of clear

Fake news Lack of shared data communications Lack of coordination
channel
LEGAL AND REGULATORY
CONSEQUENCES EFFECTS

Increased risks of entry

Resource management

Tomelii a beluu lokiu a debel,
chetemel, keruul, ma lukel a
klengar, ma klechibelau

CORE PROBLEM

Monitoring and enforcement limitations

ROOT CAUSES
Limited Misalignment State
Leadership | Regulatory/enforcement | = &0 cja) ang 8 Data
. gaps (who’s role is it post of mandate to government
priorities human management
host role
resources
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SCIENCE AND IMPLEMENTATION

SCIENCE
CONSEQUENCES EFFECTS

Ineffective or lack of
implementation

Increasing invasive

. 20+ years of inactivity
species

Loss of biodiversity

Loss of cultural

practices, knowledge Ineffective acts and

Diseases (humans, Lack of awareness

plants, animals) materials regulations
CORE PROBLEM
We do not know enough
ROOT CAUSES
Translatling for Limited
community and . . . Lack of
. Information Gaps in technical .
Politics law makers; . . . funding and
. gets lost information capacity and
understanding support
data manpower
IMPLEMENTATION
CONSEQUENCES EFFECTS

Increase of invasive species and impacts on

. Causes problems in other sectors
health, culture, economy and environment

CORE PROBLEM

Challenge implementation, difficulty, effective

ROOT CAUSES
Different
Lack of equipment Coordination SPECIES, Funding, sustainability Law W(.eak
and tools different makers surveillance
actions
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GOVERNANCE AND INSTITUTION

CONSEQUENCES EFFECTS
Cannotcizzzrt food Food insecurities Health risks to ecosystems Human health risks
CORE PROBLEM
Weak institution and governance
ROOT CAUSES
Lack of control
V.\/eal.< Lack of Weak No stanc.iard of |nyas!ve
coordination of . . operating species i.e.
. education regulations/enforcement
agencies procedures monkey,
sparrows

WHAT ARE WE DOING ABOUT IT

In this segment, NISC members reviewed EO251 and, referring to the NISSAP, discussed what’s worked
for the committee, what hasn’t worked, and where they want to go. Members were again split into
groups to discuss and identify key areas to answer with corresponding questions for the exercise.

What’s worked

What hasn’t worked

Where we want to go

Integration of office to other work(PAN
Sites, etc)

Networking and aligning of priorities

Finalize a realistic NISSAP with
defined roles

New office under bureau

Commitment and incentives

“sing the same song”

National funding opportunities

Lack of ownership

Reach all levels of society

Integration into sustainable financing in
PAN sites

Financial resources are limited and project
based

Outreach by each organization

Uncoordinated partner outreach

Communication channels

Lack of outreach to high level

Goal 1. Training and workshops (NISC,
MAFE)

No NISC communications plan

Goal 1. Schools outreach, womens
groups, chiefs, rangers

No follow ups, flyers, posters
(communications)

Training with biosecurity officers

Waiting on funds

Worked with rangers

Draft form

New technology to count fruit flies

Need EDRR / surveillance plan

CRRF marine invasive surveys at ports

Waiting on funds for War on Weeds

Working with state rangers on data
collection for fruit flies

Kayangel, Koror, Sonsorol have biosecurity
plans but missing 13 more states

State support is good and able to
implement

No effort is there, we need voting members
to show up

IC MOU with MAFE

Waiting on funds
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Need to work on law makers who keep
introducing tilapia bill

OPERATIONALIZATION OF NISC

In this segment of the meeting, the members were facilitated through an examination of how NISC
functions and what could improve in its functionality. The group identified structural and coordination
gaps that reduced effectiveness of NISC. Several key areas of functionality were identified as areas

which needed improvement:

NISC needs a clear mandate and decision making ability
NISC needs dedicated staff and resources

NISC needs regular reporting and follow up

NISC needs to be inclusive of all stakeholders

The results from the earlier problem tree exercise were processed using the Miradi situation analysis
tool to present the current state of functionality of the NISC in the four thematic areas: Institution and
Governance, Communications, Implementation and Science, and Monitoring and Enforcement
Limitations. See illustrative tables below.

Institution and
Governance

Limited leadership NISC is not
and facilitation -  implementing
NISSAP

Poor coordination
and collaboration

Unlear roles and
responsibilities in
NISC

_>

and Awareness

Inadequate and not
targeted
communication
and

Insufficient funding

for communications _ ]

OEK, Governors,
Chiefs
inadequately
and Dont

No monitoring and
learning system

i

Increase and
—p> Spread of Invasive
Species

i

Weak institution
p and governance

NISC is under

—» performing

NISC insufficiently
funded

NISSAP actions not
funded and
implemented

Invasive species
__p notperceived to be
a priority issue

—>

care enough
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Palau's
Ecosystems
Society Culture
Economy

Increase and
- Spread of Invasive
species
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Enforcement

At the conclusion of the meeting, a Theory of Change for Managing Invasive Species or Invasive Alien
Species (IAS) in Palau was developed. See appendix 1.
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FINDINGS AND PRIORITIES

On the last segment, the members as a group were facilitated through a discussion of what the all day
meeting has resulted in as main findings which affect the functionality and operationality of NISC.

MAIN FINDINGS

e The commitment of members is low

e Some members are not clear of what their role is in the NISC, and what NISC’s role is as a whole

e There is a need to update Executive Order 251 including its membership composition

e Thereis a need to update the structure of NISC to accommodate its alignment with the new
host agency (Bureau of Environment)

e The NISC needs to review the NISSAP and update the plan

e The NISSAP needs to have a Monitoring Evaluation Research Learning (MERL) framework

e The NISC needs to establish an information sharing and data management platform

e The NISC needs to elevate outreach to include decision-makers and lawmakers

e The NISC needs to consolidate its messaging “sing the same song” in unison

e The NISC needs to identify and develop strategies to facilitate projects into sustained agency
action programs for managing invasive species

e Not everything is about “Lei”. Some members also demonstrate initiative, but all members can
also exercise initiative to advance NISC objectives.

e There are committed members and technical experts in the NISC membership

e Despite not meeting for a while work was still being done, but fragmented

e There is room for the NISSAP to be prioritized and streamlined

e The NISSAP has to be better aligned with agency workplans

NEXT STEPS

e Rebrand and engage

e Identify priority invasive species

e Create a dashboard for invasive species and NISC targets

e Familiarize ourselves with NISC documents and decide on next actions for ageincies

e Update membership composition and define roles

e Update the National Invasive Species Strategic Action Plan (NISSAP)

e A meeting to develop recommendations for NISC to the MAFE Minister and President to be held
on May 20, 2025 to be hosted by PCC CRE and will be held at the PCC Campus in Koror from 8:30
AM to 1:30 PM.

CLOSE OF MEETING

Director Kashgar Rengulbai closed the meeting by thank everyone for participating. The Director
emphasized the importance of the meeting to the persisting threat of invasive species and recognized
the role of the newly created Bureau of Environment for hosting the National Invasive Species (NISC)
Office and its coordination functions, and asked for everyone’s commitment to invasive species
management in moving forward.
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APPENDIX 1

First-order Outcomes
(immediate, short-term

IF... communities and
institutions understand invasive
species threats and
management practices, THEN
they will be more likely to
support and participate in
biosecurity measures

IF... biosecurity infrastructure at
borders and ports is
strengthened, THEN the
introduction of invasive species
will be minimized

IF... a national monitoring and
early detection system is
established, THEN invasive
species can be identified and
controlled before they spread

IF... local communities are
actively engaged in invasive
species management, THEN
they will take ownership of
conservation efforts and report
invasive species sightings more
effectively

THEORY OF CHANGE

For Managing Invasive Species in Palau
National Invasive Species Committee Meeting

Second-order Outcomes

(intermediate, medium term)
IF... robust invasive species
management policies and
regulations are implemented
and enforced, THEN
government agencies and
stakeholders will be better
equipped to address invasive
species threats
IF... invasive species
management strategies are
integrated into key sectors such
as agriculture, fisheries, tourism,
THEN economic activities will
become more sustainable and
less vulnerable to invasive
species impacts

IF... sustainable funding
mechanisms are established,
THEN long term invasive species
management programs can be
maintained and expanded

IF... Palau collaborates with
regional and international
partners on invasive species
management, THEN knowledge-
sharing, resources, and
expertise will improve overall
effectiveness

Palau Conservation
Society

April 01, 2025
Third Order Outcomes
(long-term, systemic change)

IF... the introduction and spread
of IAS are minimized, THEN
native biodiversity and
ecosystems services will recover
and become more resilient

IF... ecosystems are restored
and become more resistant to
invasive species, THEN they will
better withstand climate change
impacts and environmental
stressors

IF... invasive species
management is institutionalized
within national governance
frameworks, THEN it will remain
a priority beyond short-term
initiatives and funding cycles

IF... the quality of life improves
through healthier environments
and sustainable livelihoods,
THEN community well-being
and economic stability will be
enhanced
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IMPACT (Ultimate Goal)

IF... Palau successfully prevents,
controls, and eradicates invasive
species,

THEN...

——

Native ecosystems flourish,
biodiversity is preserved, Palau's
connection to natural heritage is
strengthened, and sustainable
development is secured for
future generations.



____ Appendix 2

NATIONAL INVASIVE SPECIES COMMITTEE
KeDARM CONFERENCE Room PICRC - APRIL 1T 2025 (TUESDAY)- 8:30 AM 10 3:00 PM

Meeting Objective: Revisit the role and mandate of NISC, assess effectiveness, conclude findings, and decide
next steps.

0830

AGENDA

Sign-in and coffee

0900

Welcome and open
Director Gashgar Rengulbai, Bureau of Agriculture (NISC Chair)
Director Ilima Kloulchad, Bureau of Environment (NISC Coordination)

At the open of the meeting, the Directors decided Director Kloulchad opens the meeting while Director Rengulbai
will close the meeting. Director Kloulchad opened the meeting with emphasize on the persisting threat of
invasive species and how important it is for NISC to work together to manage invasive species and

0930

Where we are
o  Overview of the National Invasive Species Strategic Action Plan (NISSAP)
o  Successes and challenges

Lei Rengulbai, NISC Coordinator - Bureau of Environment

1000

Getting on the same page
o Validating the current context
... What are we seeing? Are we all seeing the same thing?

Umai Basilius, Palau Conservation Society
Klouldil Singeo, Island Conservation

1100

BREAK

1115

What are we doing about it?
Implementing the NISSAP...
o  Review of Executive Order 251
o  What's worked
o  What hasn’t worked
o  Where we want to go

Umai Basilius, Palau Conservation Society
Klouldil Singeo, Island Conservation

1200

LUNCH

1300

Operationalization of NISC
o How does it function/operate?
o s it effective, why or why not?
o  What does an effective NISC operation look like?

Umai Basilius, Palau Conservation Society
Klouldil Singeo, Island Conservation

1430

Findings and priorities
o Summary of findings
o  Next steps

Lolita Gibbons, Palau Conservation Society
Zina Ringang, Palau Conservation Society

1500

Close of meeting
Director Gashgar Rengulbai
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