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I. 	 What constraints does this project attempt to overcome and who does


it constrain?



This project, an amendment to the original project paper, sought


to address the constraints that led to the failure of the original


project which attempted to establish 'turnkey' group ranches.


The lack of an institution building component to complement the


technical advice being proferred was the key problem identified


in the post mortum review. Hence, the orientation of the amended


PP was the establishment of an extension service division that


would outreach to farmer groups to assist them in organizing


to solve those problems requiring communal action.



II. 	 What technology does the project promote to relieve this constraint?



No new technology as such was introduced. But the training of


extension workers (i.e., Group Development Officers and Agricultural


Demonstrators) in the methodology of group dynamics and facilitor
 

techniques was a major focal point of participant training financed


under the project.



III. 	 What technology does the project attempt to replace?



None.



IV. 	 Why do project planners believe that intended beneficiaries will


adopt the proposed technology?



Not 	 applicable.



V. 	 What characteristics do intended beneficiaries exhibit that have



relevance to their adopting the proposed technology?



Not applicable.



VI. 	What adoption rate has this project or previous projects achieved?



Not 	 applicable.



VII. 	 Will the project set in motion forces that will induce further


exploration of the constraint and improvements to the technical


package proposed to overcome it?



This project has stimulated further examination of the constraints


forcing the extension service in its attempt to increase an


individual farmer's agricultural productivity and income in the
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context of communal land tenure characteristic of much of Africa.


In fact, the whole issue of the extension service's effectiveness


particularly with regards to group formation and the requisite


coordination of field staff, was the subject of a recent investi

gation of the extension service and of a nationwide survey of it


by the interministerial Rural Development Coordinating Committee.



VIII. 	 Do private input suppliers have an incentive to examine the constraint


addressed by the project and come up with solutions?



No.



IX. 	 What delivery system does the project employ to transfer the new


technology to intended beneficiaries?



Not 	 applicable.



X. 	 What training techniques does the project use to develop the


delivery system?
 


Not 	 applicable.



POSTSCRIPT: The questions in this executive summary are too narrowly


oriented toward the introduction of new technology and thereby
 

ignore the questions needed to probe the effectiveness of insti

tution building projects such as this.



Please see the Project Completion Report itself for details on


the nature and results of this project.
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13. SUMMARY



a. Project Description



The background of this project is discussed in some detail in the


End-of-Tour Report of the Training and Communication Officer. So


in the interest of brevity the reader is referred to Appendix II


for a more comprehensive treatment. In essence this project


AmendmenL had its genesis in the failure of Range and Livestock


Management I, which was a technical package designed to set up


'turnkey' style group ranches. The lack of an institution building


component resulted in failure. So the Amendment stressed the need


for a division within the Agricultural Field Services Department


to outreach support to farmers forming groups to better manage


their communally controlled resources --rangeland - and thereby


increase their productivity and income. Of course, groups formed


were not limited to cattle, but also included horticulture,


and other general agricultural projects.



b. Project Status



The major success of the project is the magnitude of farmer


participation in groups that organize and operate to solve problems


requiring communal action. 10,000-20,000 farmers have been involved


in over 1100 groups. It has become an integral part of the


Extension Service strategy. Though there remain some problems,


the project has met its objectives, save for adequate safeguards for


range ecology, which is going to require a stronger commitment


to action by government. In sum, the process of group development


is well on its way to being institutionalized in the field; but


improved coordination and firmer commitments at headquarters MOA


are necessary if the fruits of this project are to continue,



14. EVALUATION METHODOLOGY



This evaluation constitutes the Project Completion Report (PCR) of the


Range and Livestock Management Project (015), which was initiated in


1974 and amended in 1977. Given the extensive re-design of the original


project, the PCR concentrates exclusively upon the amended version. (NOTE:


a midterm Project Evaluation Summary (PES) was prepared on the amended


project by an outside 4-man USAID team in collaboration with Government


of Botswana (GOB) officials in 1980,)



a. Investigative Approach



i) Information Sources



Extensive interviews were conducted with over 35 GOB, AID, and


contract personnel who are either directly involved with the project


or knowledgeable about the project as it relates to policies and


programs administered, or studied by them (see Annex A).



Numerous host government publications and independent reports were


consulted (see Annex B), as were the USAID project file documents


and financial records.





ii) Reporting Procedures



A draft report was prepared and the preliminary findings were


discussed with selected officials of the GOB/DAFS/AMA division


before a final report was submitted to USAID/Botswana. A


briefing was subsequently made to USAID Mission officers.



b. Report Organization



i) Content



As per the instructions of the August 13, 1981, USAID/Botswana


memorandum to all project managers from the Assistant Director


concerning project closeouts, Annex I (Appendix 14a on Project


Completion Reports) %hereto has been followed as the guideline


to what subjects must be included. The report, as such, is in


accord with AID evaluation requirements set forth in Handbook 3,


Chapter 5.



It should be further noted here that two very important documents


have been appended to this Project Completion Report (PCR):


II) "End-of-Tour Report" on the USAID Range and Livestock Manage

ment Project by David Benedetti, Jim, Hope, and Katie Rick


(July 14, 1982) ai.d


III) "Agricultural Group Development in Botswana: An Abstract"


of Tony Willett's four volume report commissioned by USAID


(October 1981). These documents review a wide range of topics


related to or ha-7ing a bearing on group development extension


efforts. While reference is made to these documents in the PCR


text herein, unnecessary repetition of their content is avoided 
 -

especially the.se sections concerned with the effectiveness of the


agricultural extension service generally and the adequacy of


rural development policy and interministerial coordination.


Hence, the reader is cautioned to consider these two documents


as an integral part of the Project Completion Report, which


concentrates more narrowly on the specific outputs of the amended


project paper.



For another good source of detailed information on the philosophy


and principles underlying group development as well as on the way


it has been implemented, the reader is referred to the midterm


Project Evaluation Summary (PES/1980). Since that report is a


major document in the official project file, it was not appended


to this PCR. In contrast to the PES which described the process


of group development and recommended corrective action based on


progress thus far, this PCR focuses on End-of-Project-Status


(EOPS) and probab.e explanations for such outcomes.



ii) Format



Since the aforementioned memorandum on project closeouts (given


to this evaluator as a supplement to the contracted scope of


work) states there is no format specified for the PCR, the


conventional PES organization was chosen and adapted to incor

porate the required subject matter content.
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1'- EXTIERNAL FACTnRS 

a. Significant Changes in Project Setting



i) Personnel Turnover



Promotions. transfers, retirements, and long term participant


training have somewhat impeded/delayed the timely assignment


of counterparts (i.e., the training communication officer


position in the AMA division), the process of localization


(i.e., the posting of a group development officer in the
 

Western District), and the establishment of additional positions


(i.e., Gaborone and Central District Group Development Officers).



ii) Drought Conditions



The drought of 1981 has necessitated a famine relief "food

for-work program which has adversely affected the formation


or functioning of groups in some areas. The expectation of


"food-for-work" related to group projects or the necessity


to participate in such relief schemes for sustenance diminishes


the willingness and ability of farmers to contribute 'free"


labor to communal projects - especially those with long term


objectives (e.g., woodlot development for managing a scarce


energy resource).



iii) Economic Situation



The state of the economy has deteriorated as the world recession


has decreased the demand for and lowered the prices of Botswana's


minig industry products (i.e., diamonds, copper). Double digit


inflation in the Republic of South Africa, from whence many


goods and services are obtained, has reduced the purchasing


power of an already constricted financial base. The resulting


budget tightening has impacted on the Ministry of Agriculture


so that the AMA division has not been able to secure replacement


vehicles for those provided Group Development Officers (GDO)


under the USAID project. The lack of transportation severely


hampers the mobility of GDOs in support of Agricultural Demon

strators (ADs) actively working with groups.



b. Continued Validity of Assumptions



Output assumption lb of the log frame that "GOB budget support for


group operations is provided" has become questionable in light of


the aforementioned economic situation discussion regarding vehicle


replacement allocations by the government's Central Transportation


Office. All other assumptions have remained valid to varying degrees.



16. INPUTS



a. Services Performed and Goods Furnished



As the below set of reconciliation figures for the project indicate,


only 866,952.09 (net) remains unearmarked as of March 31, 1982.


Given the magnitude of the sums involved, this amounts to an



http:866,952.09
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insignificant difference between the budgeted figure of


$2,803,277.94 and the earmarked one of $2,736,325.85. Parti

cipant training and other costs in 1980 FY account for the


discrepancy.



All major expenditures appear to be in alignment with the


intended expenditures as set forth in the Project Paper and the


detailed analysis of the midterm evaluation (PES/1980).



Project No. 633-0015



RECONCILIATION



March 31, 1982


#72-iixi023 (1973-76 FY) Aggregate



Un(armarked End.09.


Budgeted Earmarked Balance Disbursement Balance



Tech. Asst. 453,576.50 same -0- 389,174.76 64,401.74



Commodities 64,404.55 same -0- 64,404.55 -0-


Participants 44,900.00 same -0- 144,724.80 175.20



Support .--- -

Other Costs 268,396.89 same --- 130,691.97 137,704.91 

#72-11M1006 (1977-78FY) Aggregate 
Unearmarked Ending 

Budgeted Earmarked Balance Disbursement Balance 

Tech. Asst. 557,000.00 same -0 572,151.62 (15,151.68) 

Commodities 62,000.00 same -0 56,886.38 5,113.62 

Participants 257,027.00 260,603.50 (3,576.50) 238,429.98 22,173.52 

Support 65,973.00 same -0- 22,272.87 43,700.13 

Other Costs 50,000.00 same -0 50,000.00 -0

http:137,704.91
http:130,691.97
http:268,396.89
http:144,724.80
http:44,900.00
http:64,404.55
http:64,404.55
http:64,401.74
http:389,174.76
http:453,576.50
http:2,736,325.85
http:2,803,277.94
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Project No. 633-0015



RECONCILIATION (continued)



March 31, 1982



#72-1191021.3 (1979 FY) Single
 


Unearmarked Ending


Budgeted Earmarked Balance Disbursement Balance



Tech. Asst. 225,000.00 sa!"e -0- 100,506.77 124,493.23



Commodities --- -- ---. -

Participants 90,000,00 88,715.50 1,284.50 84,215.50 4,500.00


Support 85,000.00 same -0- 93,612.54 (8,612.54)


Other Costs --- --- --

#72-110103.7 (1980 FY) Single



Unearmarked Ending


Budgeted Earmarked Balance Disbursement Balance



Tech. Asst. 115,602.00 same -0- 18,353.51 97,248.49



Commodities --- --- --- ---

Participants 299,402.00 240,684.00 58,718.00 105,697.00 134,987.00 

Support 153,000.00 same -0-

Other Costs 11,996.00 1,469.91 10,526.09 --- 1,469.91 

Totals of $2,803,277.94 2,736,325.85 66,952.09 2,120,107.00 616,218.85


all FY



http:616,218.85
http:2,120,107.00
http:66,952.09
http:2,736,325.85
http:2,803,277.94
http:1,469.91
http:10,526.09
http:1,469.91
http:11,996.00
http:153,000.00
http:134,987.00
http:105,697.00
http:58,718.00
http:240,684.00
http:299,402.00
http:97,248.49
http:18,353.51
http:115,602.00
http:8,612.54
http:93,612.54
http:85,000.00
http:4,500.00
http:84,215.50
http:1,284.50
http:88,715.50
http:124,493.23
http:100,506.77
http:225,000.00
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b. Appropriateness of Inputs



Only one reservation might be expressed here, and that 
 concerns


USAID's provision of vehicles for GDOs. Given that the GOB has


elected not to replace project vehicles that expire, it would seem


reasonable that these be provided on a 1:1 matching grant basis


or that some formal implementation agreement require the GOB


to treat such vehicles as part of the normal complement just as


is done with the personnel of CAMA which is also a recurring


cost. Of course, this development could not be foreseen.



17. OUTPUTS



The outputs and verifiable indicators stated herein are for the most


part quoted from the log frame of the amended project paper (PP),


However, in some instances more descriptive wording from the output

section of the PP text was substituted in the interest of accuracy and


completeness.



a. End-of-Project Status #1



i) 
Expected Project Outcome and Verifiable Indicators



"The techniques and methods used in group formation are tested,


evaluated, and in use by field staff.



-
 An orderly system of reporting on and evaluating group


formation experiences is established.



- A system of communications of ideas, successes, and


experiences in group formation/operations among field staff


and between field staff and headquarters is established,



-
 Lessons learned have been used to provide guidance at


national, regional, and group level to facilitate group


formation."



ii) Actual Outcome Completion Status



** Testing and Evaluation 

As was noted in the midterm evaluation (PES/1980) "this has


not been done in a systematic way nor properly monitored."


However, while this same situation continues to prevail, it


would seem to be the result of a conscious decision borne of


necessity in terms of coping with personnel constraints and


workloads and of addressing more immediate problems. Never

theless, despite the lack of formal testing and evaluation


procedures, this type of activity did occur on an informal


ad hoc basis through meetings of Group Development Officers


(GDO) and CAMA headquarters staff--particularly the Training


and Communication Officer (TCO),



In fact, the TCO position is a re-definition of the original


job title of Evaluation and Communication Officer (ECO)


referred to in the project paper Amendment of 1977 and the
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Project Evaluation Summary of 1980. This change, approved


by USAID, was requested by the Agricultural Management


Association Division of DAFS in order to meet the more pressing


needs of materials, training field staff (GDOs) and providing


Extension personnel (DAO, AD) with resource information on


employing group extension methods to disseminate technical


knowledge to the farming community at large as well as on


utilizing the facilitor technique to guide the organizing of


farmers for group action. Initially, such groups would learn


how to solve specific problems (e.g., building a dip tank


to control tick infestation on individually owned livestock


grazed in communal areas) with the expectation that some

through the officialiy sanctioned gradualist extension


approach--would undertake increasingly complex activities as


they gain managerial experience, financial skills, and


technical expertise. Long term success could culminate in


group livestock ranching that would result in more efficient


utilization of rescurces through improved land use planning


and conservation of grazing feed.



It might be said that tbe very process of training and


communication inherently involved on-going evaluation of


group formation techniques and group extension methods as


feedback from field staff (GDO) and Extension personnel


(DAO, AD) on the problems encountered was used to refine


the implementation methodology of group development principles.


A major example of this approach is the two-week Group Develop

ment Seminar held for GDOs in July 1980 that involved panel


evaluations of each training session's content. 
 These


evaluative discussions were then included as part of the


subsequently printed text of materials used in the seminar.



The above type consultation between GDOs and the TCO also


resulted in the publication of a series of pamphlets on


"agricultural organizations" for inclusion in the AgriFacts


Extension manual supplied to 
every Agricultural Demonstrator


(i.e., village level farm advisor). In addition to the


technical AgriFacts on crop production and animal husbandry


there now exist AgriFacts on such topics as "Group Extension


Philosophy", "Preparing to Teach","Your Role in the Development


of Groups", "Farmers Committees: Formation Guidelines",


"Consultation with Farmers", "Helping a Group with Its


Constitution", and "Project Consultation".



What formal evaluations there were conducted by the TCO


naturally tended to be focused on the field testing of the


training and communication materials rather than on the


effectiveness of the techniques and methods advocated therein


as would be determined by comparison studies of alternative


approaches to group development.



However, it 
 should be noted that the TCO was instrumental


in helping to facilitate a phase 1 base line data report 
 on


the "Impact of Communal Fencing in Three Communities of


Central District", Iroduced by Freddie Zufferey (who also did


a related second report on local institutional performance


and resource management constraints in the same district).


This fencing report was conducted in response to the midterm
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evaluation (PES-1980) which suggested the need for


evaluating the economic impact of group development


projects.



The need for "an orderly system of reporting on and



evaluating g-oup formation experiences" as envisioned


in the amended project paper still exists and hopefully will


be instituted now that the training priority is no longer so


urgent. The Commissioner of AMA has indicated he realizes


the value of such an evaluation capability, now lacking,


to improve Extension performance.



In the absence of such an evaluation system, the TCO was


very instrumental in facilitating the publication of Tony


Willett's four volume report evaluating Agricultural Group


Development in Botswana (October 1981), an abstract of


which is attached hereto as Appendix II. This study,


commissioned by USAID, constitutes the definitive evaluation


of group formation in Botswana.



The departing expatriate TCO has recommended in his end-of-tour


report that the communication function of the TCO position be


transferred to the Agricultural Information Division of DAFS,


and that the eventual replacement be a person with an


Adult Education background. It might be added here that such


an individual should also have had some professional training


and experience in evaluation. Accordingly, the position


might be better redefined as a Training and Evaluation


Officer (TEO) since the effectiveness of training would surely



be enhanced through concurrent evaluation of the prevailing


methodology.



** Usage 

Obviously, group extension methods and group formation techniques


are widely practiced, but the degree to which they are effectively


utilized remains an open question. Many observers have remarked


on the insufficient internalization of the methods and tech

niques by GDOs and the inadequate application of the methods


and techniques by ADs--weaknesses that were noted previously


in the midterm evaluation of this project in 1980.



The need for continued inservice training of field staff in


conjunction with a continuous evaluation system discussed


above is quite apparent.



Corrective action is also being taken in the initial two-year


training of ADs at the Certificate level in Botswana Agri

cultural College (BAC). The extension course for ADs involves


130 hours of classroom learning over 5 terms. Heretofore, only


16 of those hours (in Term 4) dealt with communication


(individual methods, 6 hours; group methods, 8 hours; and


mass methods, 2 hours). Moreover, the adequacy and relevance


of the content was suspect. The present expatriate instructor


(part of South Dakota State University Team implementing the


USAID Agricultural College Expansion Project) is in the process


of revising and enlarging the communication section. He has
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have become popularly known as Group Development Officers


(GDO) both intra- and inter-ministerially throughout the


country since, indeed, group development has been the main


focus of field activity while headquarters of CAMA concen

trated on building the necessary administrative infra

structure (now in place) for implementing the act--parti

cularly as it relates to the organization and registration


of AMAs. In fact, some 1128 groups have been formed


(involving 10,000-20,000 farmers) and nearly 80 farmer


committees (FC) are functioning as management representatives


of the village 'Kgotla', (the traditional community-wide


discussion/decision-making council, akin to the old style


New England town hall meeting), in matters of agricultural


activities the Extension Service promotes.



However, despite the obviously successful track record in


group formation, the CAMA issued a memorandum in 1982


stating that GDOs must henceforth be identified as AMAOs.


There appears to be some heightened pressure (real or


perceived) from higher MOA officials to create and register


more AMAs in accordance with the division's CAMA name.


If such pressure is translated into premature registration


for the sake of numbers, then the gradualist extension


approach will not have been adhered to. The failure of


the original LRMP-I for lack of management capability


and technical support is a stark reminder of what a 'rush


to readiness' can bring. More recent examples involving


AMAs include: (1) the premature registration of the


Ntimbale (Francistown) communal grazing cell group before


the technical issues were completely sorted out, allegedly

because the Animal Production Research Unit (APRU) was


anxious to introduce its technical package; (2) the


Thamalakane (Maun) group was pressured by the MOA dairy

office to become more capital intensive than actually

desired by the dairy farmers themselves.



Moreover, the question arises in the minds of many whether


the non-AMA groups will be de-emphasized. This somewhat


schizoid feeling has led some MOA officials both inside


and outside of CAMA to suggest the transfer of responsibility


for AMAs--given their limited number and unique structure-

to the Department of Cooperatives which also deals with


businesslike group organizations. Such an arrangement would


leave CAMA, perhaps renamed Communal Action Support Agency

(CASA), to continue its excellent record in group formation.


Furthermore, this redefined division could easily integrate


threa other units that are all group extension method


oriented: Women's Extension, Farmer Training, and 4-B-

all of which now report directly to the deputy director


of DAFS under the ill-defined conglomeration of Common


Services.



** AMA Progress and Potential 

The first AMA was registered in early 1980; and in the two


years since, 12 have been officially recognized. Applications


are pending for four more. Five of the twelve a:e non

cattle (i.e., 3 horticulture, 2 dairy, and 1 fishing).
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These AMAs are just in their formative stages, In


fact, none of the seven cattle ranching AMAs is fully


operational yet. Because of the complicated technical


packages and complex management practices, it is expected


that the transition to modern agriculture will be gradual-

up to 15 years is one estimate for reaching the potential


carrying capacity of ranches such that management costs


are covered without subsidy.



The potential viability of the AMAs remains an open


question; "too early to judge" is a standard view expressed


by many observers. Because of prior research indicating


the possibility of increased calving rates, lower mortality


rates, and greater off-take rates, the cattle ranching


schemes are generally considered to have the most promise


for eventual success.



But even assuming the successful adoption of technical


packages and implementation of management practices-

and management training of participating farmers is recog

nized as the key element, serious doubts about the ability/


willingness of Batswana to work together in a group have


been freely expressed by personnel in the CAMA division


and Land Utilization division of DAFS and in the National


Development Bank which makes loans to groups (though none


yet to AMAs--one application was filed and it was rejected


on grounds the AMA was not viable). The concerns, borne


of experience, that are mentioned most often involve


atmospheres of suspicion and mistrust (especially over the


handling of money) and the inequitable nature of groups


containing influential/exploitive members (e.g., borehole


well syndicates where each member, regardless of water


level use as determined by an individual's cattle herd


size, must in turn supply a barrel of diesel fuel to run


the water pump). Nevertheless, most observers remain


cautiously optimistic that these difficulties can be


overcome with proper guidance and training. (e.g.,


Constitutions can be drawn up guaranteeing fair benefit/


cost distribution treatment among members; and AMA officer


selection, particularly the treasurer, can be made on the


criteria of literacy and group trust such that money


disputes are minimized). In these very matters there has


been close coordination in the field between Group Develop

ment Officers and the Ranch Extension Office.



A final problem for AMAs has involved the local land boards.


One difficulty just resolved was a classic 'catch 22'


whereby the land boards would not allocate land to an AMA


unless it was registered and the CAMA division would not


register a group that lacked land. This situation was


recently overcome by the provisional registration of AMAs


contingent upon eventual land board allocation. The remain

ing difficulty is one of convincing the land boards to


allocate land to AMAs insLcad of giving preference to indi

viduals. The perception that AMAs are not viable is cer

tainly a contributing factor that only time and success will


overcome.
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** Group Development Constraints and Concerns 

Some of the main difficulties plaguing group development,


which are not discussed under other sections of the PCR text,


are briefly identified below. These are the ones most often


raised by the interviewees. A fuller discussion of some


problems identified below can be found in the Appendices,


especially "Range and Livestock Management Project: End-of-

Tour Report" (Appendix II) and "Agricultural Group Develop-

ment in Botswana: An Abstract" (Appendix III).



- GDO capabilities: The field staff of CAMA is overextended 
in that heretofore only one GDO has been assigned to each 
of the six regions (Central and Gaborone regions are 
scheduled to have one additional GDO). When a region


has hundreds of groups registered and ostensibly active,


the GDO/group ratio is unconducive to rendering continuing


effective support. Consequently, much reliance is placed


upon Agricultural Demonstrators (AD) who are not well


versed in group development methodology.



Moreover, even the GDOs themselves are not adequately


trained and experienced in the 'facilitator role technique'


of organizing groups. Informed observers believe an


outside consultant is needed to conduct workshop sessions


in this technique for GDOs and other extension staff, such


that the process is really internalized (i.e., so that


theory becomes practice).



- Subsidy Initiated Groups: Unfortunately, many groups are 
formed to initiate projects in response to a 90%/10% 
government/group matching grant. The 10% group contri
bution, which was meant to be a minimum, has,in fact,


become the expected maximum, thanks to politicians who


curry favor with their constituents by advertising the


availability of money if they form groups. Such groups


tend to treat constitution writing and officer selection


as just so many formalities to be endured in order to


obtain the money. Obviously, the failure rate of these


groups is higher than those which are genuinely problem

solving oriented.



- Quality Versus Quantity of Groups: In the context of the 
foregoing mention of GDO overextension, the need for


professional training in the use of the facilitator


techniques, and the money-stimulated gormation of groups,


it might be beneficial to issue a policy statement to


GDOs and other extension staff establishing priorities-

one of which might be a stress on allocating scarce time


in building quality group dynamics in fewer groups,


especially given the 50% dormancy rate for the 1100 plus


groups already formed.



- Transportation: Further compounding the GDO's job is the


lack of vehicles. Due to GOB budget constraints (and


possibly a lack of aggressiveness by CAMA and DAFS), USAID
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brought in the TCO from the MOA/DAFS/CAMA Division as a


guest lecturer, enlisted the services of the assistant


training officer (CATIA) in developing classroom materials in


group dynamics, and introduced the use of AgriFacts on


"Agricultural Organizations". These specific changes are


being made in the context of broader updating of the entire


course and greater utilization of material and personnel


resources from the MOA and agriculturally related parastatal


organizations. A genuine willingness to adapt the curricu

lum to the needs of the Extension Service has been expressed
 

and acted upon.



b. End-of-Project Status #2.1



i) Expected Project Outcome and Verifiable Indicators



"Development/refinement of GOB policy and regulatory require

ments affecting the institutionalization of communal group


formation.



- group legalization and registration is accomplished."



ii) Actual Outcome Completion Status



** Agricu'Lural Management Associations Act of 1978 

This legislation, which was enacted to help implement


the 1975 Tribal Grazing Land Policy (TGLP),provides for


the registration of commercial profit-oriented farmer groups


in need of legal status and limited liability protection


as well as for the establishment within DAFS of the


Commission of Agricultural Management Associations as the


body responsible for encouraging and supporting the formation


of communal development oriented farmer groups. The focus


of the latter farmer groups is on solving common problems


(e.g., tick control, keeping cattle out of arable lands)


that require communal cooperation (e.g., dip tank construc

tion, drift fence building).



While these non-AMA groups do draw up bylaws for self-

performance, select officers who undergo training at Rural


Training Centers (RTC), and are eligible for grants and


subsidies, they tend to be organized around a single project


and are relatively non-complex compared to AMAs. Hence,


they are not registered as legal entities under the act.



This duality of purpose in serving both the profit-oriented


AMAs (of which there are only 12 registered) and project


focused groups (numbering 1100 plus, with perhaps 600


actively managing a project at any given time) has led to


an identity crisis within the division and some confusion


outside of CAMA as to what its role actually is and properly


should be.



** AMA versus Groups Development 

Whereas the field staff of the CAMA are officially titled


Agricultural Management Association Officers (AMAO), they
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project-supplied trucks are not to be replaced. Only


one is still in operational condition. Vehicle sharing


at the regional level with other DAFS officers compli

cates the scheduling of field visits.



- Field Coordination: Improvements in RAO and DAO extension


management could avoid redundancy of village visits by


various regional and district support staff. For example,


the convening of Farmer Committee meetings first by a


crop production officer and soon thereafter by a veterinary


officer, etc., independent of each other, aggravates


Farmer Committees and does not facilitate cooperation when


the GDO and other extension officers seek to work with


farmers. Coordinated visits, especially in lifht of the


above transport constraints, is a must. The same lack of


coordination prevails in the simultaneous scheduling of


farmers for different courses during the same time period


by various extension staff operating in isolation from


his colleagues.



- RTC Training: The staff needs upgrading and the farmers


need more management skills in running their group projects.



- Farmer Committees: Better utilization of these bodies is


needed by the Extension Service. Some people have suggested


that a strategy be formulated to make effective use of


them in implementing policies and programs.



- Land Use Planning: Many group projects in fencing and dam 
building lack a spatial strategy with respect to their 
location. This is beginning to be addressed by the 
Communal First Development Area program of the Rural 
Development Unit of the Ministry of Finance and Develop

ment Planning. This program, a successor to the CAPAD


program, stresses integrated rural development and group


activity. In fact, a former GDO who became the GDO


training officer in CAMA has been hired to conduct field


training of staff in this program.



Other problems naturally exist within the Extension Service


and a thorough review of the system has just been completed


by the interministerial Rural Extension Coordinating Committee.


To the extent improvements in Extension Service coordination


and delivery result, the group development effort is bound


to benefit.



c. End-of-Project Status #2.2



1) Expected Project Outcome and Verifiable Indicators



"Development/refinement of GOB policy and regulatory requirements


affecting technical subsidy and support issues.



- Policy on eligibility for subsidy assistance and guidelines



to establish eligible items are available."



ii) Actual Outcome Completion Status
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** Loan/Subsidy Programs 

As noted in the midterm evaluation (PES/1980), the project


funds provided for this purpose have not been needed because


of alternative sources of money.



In particular, two funds can help finance grrup projects:


AE 10, which USAID pumps money into through another project,


is called the Small Projects Program of Agricultural Exten

sion. It is aimed at villages that have no other development

schemes and at lower income groups therein. The 10% minimum


community contribution matching grant is for use in creating


new agricultural facilities and setting up agricultural


production projects. Cattle oriented projects are excluded,


since they are provided for in a second fund: AG 15 Services


to Livestock Owners in Communal Areas (SLOCA), which is


funded by the European Development Fund, provides grant funds


for up to 90% of the cost to assist farmer groups to develop


facilities for themselves and thus improve management of


their livestock. However, the MOA indicated that few requests


for this fund come in from CAMA.



There has been some criticism of timely approval of AE 10


funds and scheduled delivery of physical goods purchased for


projects with the f,.nds. Tony Willett's report on Group


Development points up inconsistencies in the use of AE 10


funds across regions and among projects. Still, this finan

cing scheme has been of critical importance in helping fameitr


groups launch projects which contribute to increased agri

cultural production and thus their well-being.



** Technical Strategy and Support 

As is discussed in some detail by the Training and Communi

cation Officer (TCO) in his End-of-Tour Report (Appendix II)


and by Tony Willett in his Group Development Report (Appendix


III), a technical strategy is lacking. In fact, this has


been identified as the main weakness in group action. Tech

nical packages extended to groups are often incomplete, inade

quate, and/or too narrowly focused such that one problem is


treated and related ones ignored so that no net benefit


results.



Given the deliberate pace at which groups are organized and


developed by ADs and GDOs, and the expectations built up


concerning development through group action, the failure of


technical extension to the group project can be discouraging


to farmer participants and even cause disallusionment and


abandonment of the group process to solve problems. In sum,


you can't have an effective group development program without


the requisite technical strategy. Accordingly, many officials


within DAFS and in CAMA recognize the necessity for improved


communication and coordination between CAMA and the other


divisions within the department.



The foregoing comments are not meant to imply the technical


division uncooperative. To the contrary, they have expressed
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strong support for CAMA activities and disappointment that


CAMA headquarters staff has not demonstrated more initiative


in coordinating with the technical divisions on policy


and program matters. Satisfaction has been expressed regard

ing field staff cooperation.



d. End-of-Project Status #2.3



i) Expected Project Outcome and Verifiable Indicators



"Development/refinement of GOB policy and regulatory requirements


affecting range control (law).


- Appropriate range regulations which are ecologically oriented



have been approved by the GOB."



ii) Actual Outcome Completion Status



** Agricultural Resources Conservation Act 

This output has been accomplished more in word than in deed.


Whereas the Act was passed in 1976 and an Agricultural


Resources Board was set up to implement its provisions, the


issue of range ecology is politically and culturally sensi

tive. In particular, the will to enforce a key section of


the Act (Number 19),providing for destocking to prevent


overgrazing, is lacking. A country-wide series of seminars


(March-April 1982) held to 'explain' conservation laws to


the local populace generally and to councillors, land boards,


district conservation committees, and village headmen re

sulted in much concern being expressed about Section 19


of the Act. Such fear of a destocking order is strongly


felt by small and large cattle owners alike; although small


herders tend to blame the large stock holders for over

grazing and want to see them relocate to the western sand

velt area under provisions of the 1975 Tribal Grazing Land


Policy (TGLP).



In the absence of a strong policy statement from the Cabinet


of Government supporting the implementation of the Act, the


Board is unlikely to do much about overgrazing other than


carry out an educational campaign on the consequences of


overstocking. If and when the Act is fully implemented,


it would probably be applied first to the freehold farms and


the commercial TGLP ranches, and not to communal grazing


areas where the need is quite acute.



** Tribal Grazing Land Policy 

Another complicating factor is the uncertainty about TGLP


.nich is being judged by many as a failure with respect 
 to


its objective of relieving the grazing pressure on communal


areas, by encouraging the relocation of large cattle owners


away from the heavily populated eastern hard veld region


onto leasehold land in the sandveld to the west. 
 This would


naturally help the small stock holder left behind in the


communal areas cf the eastern region.
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One major problem with TGLP has been the overgrazing of


commercial leasehold ranches and the subsequent return


of large cattle owners to the communal areas--often with


more cattle than when they originally departed.



Another problem is the refusal of big cattle owners to move


into TGLP ranches for economic reasons: the expense of


drilling a borehold (20,000 Pula), assuming it is not a dry


hole, the '-igh interest rates on borrowed capital, high


mortaility rateo and low calving rates, the probability of


weight loss in areas of less rainfall and sparser vegetation,


the risk of hoof and mouth disease through contact with wild


game in more remote western and northern locations, and ranch


maintenance and labor costs. Thus, it is not surprising that


the economic incentives are not always favorable.



Furthermore, the assumption that there were vast empty spaces


of land available for TGLP settlement was not valid in that


mauy choice areas already had boreholes with individuals or


groups grazing cattle there. Consequently, the existing


settlers obtain TGLP lease rights and the expected translocation


of cattle westward does not occur. As such TGLP may be said


to have parallels to an 'enclosure movement' of communal


areas for exclusive gain to the leaseholder at the expense


of other residents who can be dispossessed of land use rights


previously enjoyed.



Finally, TGLP as implemented has apparently been commercial


ranch development-oriented to the detriment of conservation


efforts in communal areas (e.g., stock limitations), while no


reserved land has yet been set aside (i.e., zoned) for future


use by the poorer segment of the population as called for in


the Government White Paper No. 2 of 1975.



** Range Ecology Monitoring 

This project contributed long term degree participant


training for four range ecologists to be assigned to the


Range Ecology office in the Division of Land Utilization


within DAFS. However, one has already retired and two


others have been attached to the ranch extension office to


assist in the physical development of ranches, rather than


being concerned with range ecology per se. That leaves one


range ecologist to monitor environmental degradation over


the entire country; and only 40% of his time can be devoted


to even that responsibility because of other duties. Clearly,


this level of staffing is not adequate to the magnitude of


the task if genuine range control is to be achieved, as was


stated in the Project Paper to be an end-of-status output,



While numerous solutions to the problem of range conservation


have been advanced by many observers- including education of


farmers to note early symptoms of degradation, improved


ranch management skills, changed attitude toward grass as


an investiment resource rather than a free good for consumption-

perhaps the most realistic answer is the development of a


long term strategy that increases the voluntary off-take rate
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from cattle herds (versus the short term mandatory destock

ing order potential of Section 19 of the Agricultural Resources


Conservation Act). While the current effort to assist small


cattle holders to market their livestock through cooperatives

and the building of a second abbatoir at Maun in the northwest


region (the existing one at Lobatse being in the southeast)


are consistent with such an approach, there is 
 a need for an


indepth integrated analysis of cultural attitudes toward


and economic incentives for the requisite off-take rates to


preserve rangeland. The MOA Division of Planning and Statis

tics, with its Rural Sociology Unit, certainly has the capa

bility to undertake such a study, building upon research


already published in these areas. 
 The result would, hopefully,


be a rational policy/program that could realistically avoid


political and social opposition.



e. End-of-Project Status #3



i) 
Expected Project Outcome and Verifiable Indicators



"Trained staff are in responsible positions for institutionalizing


(develop and backstop) communal group formation programs within


the Ministry of Agriculture headquarters and regional structure


to assure on-going GOB capability.



-
 Minimum of 10 GOB staff are posted in positions directly


involved in group development/operations.



- Participant Training is completed or underway per schedule


in input section of Project Paper.



-
 In-service training at all levels of the MOA includes information


on group formation and support."



ii) Actual Outcome Completion Status



Briefly stated, the three headquarters staff positions (i.e.,


the Commissioner, the Senior AMA Officer and the Training and


Communications Officer) have been localized as 
 have all the


field staff positions (i.e., GDOs). The American contract


staff have all completed their tours of duty.



Unfortunately, there have been 
 some delays in filling all of


the positions. In terms of counterpart assignments, none was


made to the TCO position while the expatriate was present;


his potential replacement is still undergoing training in the


United States. Likewise, no counterpart was assigned to the


Western Region before the departure of the American GDO--although


he is undergoing orientation in the Central Region.



Of the seven GDO positions, two people are fully trained and in


the field, two others are in the field but are in need of


further in-service training in management skills and group


dynamics, two are in the U.S.A. for training, and one position


has been advertised and applicants are being screened.



Thus, the project output will be accomplished even though not


in the most expeditious fashion.
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f. End-of-Project Status #4



i) Expected Project Outcome and Verifiable Indicators



"The evaluation of and introduction of socially appropriate


and environmentally acceptable technological change through


communal group action in land utilization and livestock


management practices and techniques as used by small farmers/


herders to assure more effective use of the resource base


available.



- The MOA internal communication and decision making system


is operational and is recommending technical innovations


for trial by group programs.



- All technical innovations recommended are reviewed within


the GOB for their possible impact on the environment.



- Techniques of encouraging the adoption of technological



change are tested and refined."



ii) Actual Outcome Completion Status



As pointed out in the mid-term evaluation (PES/1980), this


output is not really the responsibility of the CAMA Division,


the establishment of which this project supported. Rather,


it is a responsibility of the entire Ministry of Agriculture.



However, by way of a summary comment on the introduction of


cropping and livestock technology that is socially appropriate


and environmentally acceptable while improving production


and resulting in more effective use of the resource base, it


can be said that this is occurring.



The Animal Production Research Unit (APRU) of the Agricultural


Research Station has been instrumental in the establishment


of group ranching schemes under TGLP and the AMA Act. They


have demonstrated on pilot project ranches that net livestock


production can result while conserving rangeland from degra

dation. This is not to say individual ranchers and cattle


groups fully practice what is preached--witness the overgrazing


problem. The range ecology office, staffed by personnel


trained in the U.S.A. under this project, does the best job


it can in monitoring the environment, given its limited resources.



On the crop production side, the Arable Lands Development


Program (ALDEP) has been actively involved in disseminating


better farming methods that were developed under British


sponsorship--namely, the IFPP and EFSAIP projects. Moreover,


the Rural Sociology Unit of the MOA Planning and Statistics


Division is conscientiously monitoring the design and implemen

tation of agricultural projects through field studies.
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18. PURPOSE



a. 
 Statement of Project Purpose and Verifiable Indicators



"Institutionalize the process(es) by which replicable, economically


and socially viable group actions by smallholders can be encouraged,


supported, and expanded so as to 
 assure a more efficient use and


protection of the land resource base as well as to result in


increased productivity and improved rural income.



-
 A communal group support function has been structured and staffed


in the MOA organization. Recurrent support is provided.



- Ten or more effective group action programs are in operation in


each of the seven regions of Botswana.



- Improvements in management of cropland and rangeland is occurring


in group action programs."



b. Progress Toward Achievement



i) In the field



Certainly, the group development process is not adequately


institutionalized in the fielO., despite the tremendous strides


in organizing a great quant.ty (1100 plus) and variety


(drift fence, dams, dip tanks, etc.) of groups.



Perhaps the best measure of institutionalization would be the


observation that groups were forming spontaneously for


collective action and seeking the organizational advice of


GDOs and the technical advice of Extension Service divisions.


But as it is, ADs are still the catalyst for group formation


and they have a difficult time succeeding for lack of adequate


in-service training as well as pre-job education in group


dynamics muthodology at BAC. Moreover, extension workers are


not always c±ear about when group action is required and


when group extension methods of communication are to be used


to reach many individuals in a more efficient time use manner.


Even some of the GOOs have not entirely internalized the


process so that they feel totally confident in their assigned


role. Still, the consensus judgment is that institutionalization


is making progress and that it is further along in the field


than it is at headquarters of the MOA, especially in terms of


coordination of GDOs with extension personnel from other


divisions within DAFS and from other departments within the


MOA. The GDOs participate in numerous regional and district


level planning and advisory teams of both an intra- and inter

ministerial nature 
 (e.g., Land Use Planning Advisory Group -

LUPAG).



ii) At Headquarters



The most commonly expressed failing of the CAMA division has


been its isolation from intra- and inter-ministerial policy


and planning activities. In other words, the division is not


living up to its field reputation of "group action", Specific



http:quant.ty
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cases involve absenteeism from DAFS meetings, lack of coordina

tion with the community development unit of the Ministry of


Local Government and Lands and non-participation (as an


observer) in the Rural Extension Coordinating Committee of the


Rural Development Council in the Ministry of Finance and


Development Planning. These are c3nsidered to be a very


serious problem with the CAMA leadership. This situation is


often cited as a reason why group development has not been


more successful.



Finally, the extension service field staff generally feel that


the Ministry is not sufficiently aware and appreciative of


the complex and time consuming work involved with group develop

ment. Hopefully, Tony Willett's seminars for Ministry officials


in June 1982 will alleviate this particular concern. It is


now up to the MOA to schedule followup policy and strategy


meetings to move forward on the major recommendations offered


in his report on Group Development in Botswana.



19. GOAL



a. Specification of Program/Sector Goal and Verifiable Indicators



"Support the GOB's efforts to increase the agricultural producti

vity and income of the rural smallholders on a sustainable basis.



- Increasing percentage of animals processed by Botswana Meat


Commision coming from small herdsmen.



- Increase in unit productivity of crop and rangeland in areas


involved with communal group operations."



(NOTE: The midterm PES/1980 judged the above two objectively veri

fiable indicators to be inappropriate and suggested the following


two indicators be adopted in their place.)



- An increase in the number of animals (cattle and small ruminants)



sold by smallholders.



- An increase in income as a direct result of membership in an AMA.



b. Degree of Goal Realization



Measuring the impact of this project in the above terms of reference


is simply not possible in the absence of field data. The assumption


is commonly made that if the farmers continue to voluntarily asso

ciate in a group to solve a common problem, then a net benefit must


be occurring--or at least the expectation of benefit is strong.


For example, a drift fence built to keep cattle away from the


lands to prevent soil compaction and the eating of new sprouts in


spring is,presumably, increasing crop production. Naturally, the


extent of such improvement can only be guessed at.



However, one baseline study has been done on the impact of drift


fences in the Central Region. A followup survey in the future will,


hopefully, be done.
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20. BENEFICIARIES



a. Identifiable Recipients



The midterm evaluation (PES/1980) provided a good analysis of the


potential for this project to benefit the rural smallholder;


and it remains valid as a reference today. However, the promise

of that potential may not be fully realized if the CAMA division


re-orders its priorities to emphasize the establishment of AMAs,


which tend to attract larger cattle owners and more progressive

farmers, to the detriment of groups which include the limited


resource farmer.



Since groups are not limited to smallholders, the Extension Service


cannot easily single out these clients for special consideration


as a definable, exclusive target group. Rather, the strategy is


one of reaching these people through a conscious effort to include


them in the group formation process. But even when included,


their participation is often passive by deferring to the more


influential members of the group.



b. Distribution of Gains



Since the AMA Act of 1978 is associated with the TGLP thrust of


Government, the results of the latter program thus far are indicative


of the likely spread of benefits as more of the former are regis

tered. The reader is referred to the paper entitled "Tribal


Grazing Land Policy: 1981 Programme Review" (Appendix VII) for


a detailed examination of how the poor households are affected


adversely.



21. UNPLANNED L2FECTS



a. Unanticipated Results (Attributable to Project)



The focus of project activity has shifted over time, Whereas


legislation, as 
called for in output number two of the Project Paper,


was enacted in 1978 so that profit oriented groups (Agricultural


Management Associations) could be organized as legal entities and


derive benefits and protections from such status, the actual for

mation of AMAs has been a much slower process than originally


anticipated-.-with only 13 registered in the country and some of


these not yet fully operational. Meanwhile, the deployment of


Group Development Officers (GDO) from the AMA division of the


Department of Agricultural Field Services (DAFS) has resulted in


the formation of over 1100 non-registered groups of farmers intent


upon solving a communal problem (e.g., cattle invading crop fields,


tick control, etc.). Such groups have undertaken projects (e.g.,


drift fence building, dip tank construction, etc.) that have con

tributed 
to better management of individual and communal resources.


Although an unanticipated shift of focus from the project amend


ment, the result has been a significant and successful outcome.



b. Continuing Problems and Unresolved !Isues
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Besides the difficulties already discussed in the text of this


report and in the Appendices to it, three other disconcerting


problems remain. They all relate to the leadership of the CAMA


division. First, the Commissioner does not believe in the viabi

lity of AMAs, yet he is stressing the need to organize and register


additional AMAs. This, of course, means that GDO (i.e., AMAO)


time will be necessarily shifted away from the group development


effort that is most likely to reach more people and the original


target group of smallholders. Second, internal communication among


CAMA headquarters staff has been minimal with very infrequent


meetings to discuss substantive issues affecting the division's


performance. Third, CAMA doesn't aggressively 'sell' itself as


an effective resource to DAFS, MOA, and other Ministries concerned


with rural development inclusive of agriculture.



22, LESSONS LEARNED



a. Development Strategy Implications



The most comprehensive discussion of this subject is to be found


in the "Conclusions" chapter (#26) of Tony Willett's four volume


evaluation of Group Development in Botswana, the abstract of which


is included herewith as Appendix III.



b. Applicability of Project Results



Given the unique challenges facing the Extension Service in


attempting to increase an individual farmer's agricultural pro

ductivity and income in the context of communal land tenure, it


is thought that Botswana's experiment in group action will have


relevance for other African nations. Already, much iiLterest


has been expressed by international donor agencies and host


government policy makers located in neighboring countries as a


result of USAID's publication of Tony Willett's study on groups.



However, as noted elsewhere in the report, there is a need for


extensive evaluation over time before any definitive judgments


can be made about replication outside of Botswana,



23. Special Comments



a. PES/1980 Midterm Recommendations Reviewed



Of the 16 suggestions made on the face sheet, it would appear that


only two have not been adequately fulfilled: Number 7 calls


for the provision of expertise in project appraisal and management


of group enterprises; and, if not available, preparation of a


plan for training CAMA candidates in these skills. Number 13


recommends that studies of socio-economic status of group parti

cipants, beneficiaries of group activities, and economic impact


of group projects be initiated.



The relevance of Number 7, interpreted strictly as "project appraisal"


methodology, to the functions of CAMA headquarters staff is questionable
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anyway--unless it is construed to mean the ability to evaluate


the effectiveness of group development processes.



The 	 validity and importance of Number 13 still stands.



b. 	 PCR/1982 End-of-Project Recommendations to AID



The 	 USAID/Botswana Mission could possibly find it beneficial to


explore the desirability and feasibility of the following two


ideas that were discussed in a debriefing session for Tony Willett


by the Mission Director in the presence of the Deputy Director, the


Agricultural Development Officer, the contract Training and


Communications Officer of CAMA, and the author of this Project


Completion Report.



i) 	 Additional in-service training of CAMA division headquarters


and field staff could be supported through the existing Southern


Africa Manpower Development Project or its successor (i.e.,


BWAST).



ii. 	 An evaluative study of the impact of groups on the stated


development objectives of agricultural extension could be


made under the recently initiated Agricultural Technology


Improvement (i.e., Farming Systems Research) Project by


Kansas State University on behalf of MIAC.
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"Agricultural Management Associations:



Strength Through Teamwork"
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group development staff



General information on group development or specific information on AMAs
is available from Headquarters or Regional AMA staff listed below.



HEADQUARTEHS 
 Office of Lhe Commissioner


Agricultural Mdnagement Associations 
Ministry of Agriculture


Private Bag 003


Gaborone



Phone: 51177, Extension 	 54



Mr. Israel T. Matenge 	
 Commissioner of Agricultural


Management Associations (CAMA)



Mr. Thomas A. LaQuey 
	 Senior Agricultural Management


Officer (SAMO)



Mr. David E. Benedetti 
 Evaluation & Communications


Officer (ECO/AMA)



REGIONAL 
 Group Development Officers (GDOs) are stationed at the



following Regional Agricultural Offices:



" Box 69, Lobatse



" Box 10002, Gaborone



" Box 143, Serowe 

" Box 67, I rancistown 

" Box 16, Maun 

agricultural management associations" 
Second Edition: July, 1980 



working with groups



I I



There are many types of agricultural groups in Botswana, but all work


with farmer's groups is based on five principles:



1. Group formation is one Extension tool to help people solve their


own problems.



2. Formation of groups is not the goal; it is one method to attain


a goal of increased agricultural production.



3. As it is based on people's needs, development moves from the


ground up, not from the government down.



4. Group development takes time.



5. At certain stages of agricultural development, group activities


have distinct advantages over individual action. Principle among these:



a. groups generate more ideas to solve problems;



b. groups provide a stronger, unified voice in expressing


community needs;



c. the pooling of human, physical and financial resources


allows larger agricultural projects to be accomplished because more labor is
8available,project costs can be shared and loans/grants may be easier to



Uobtain; and


d. improved agricultural techniques spread faster through



groups because Extension staff can reach more people and members can exchange


ideas on new developments.
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guidelines for groups



The following is 
 a partial list of guidelines for developing strong and

productive agricultural groups. 
 They outline critical factors which influence
group process and should be considered when forming or working with a group.



1. Initiative for group formation must come from the people themselves.
In that way, it Is based on the community's felt needs and the people's own


priorities.



2. Groups must establish an organizational structure. 
Rules help avoid
potential disputes; they should provide a process to solve problems and not


try to solve all problems in advance.



3. C.oups must develop competent leadership. Leaders must emerge from
the group; committed members generally increase their own leadership ability

with experience.



4. Responsibility for decisions and actions must remain with the group.
Extension workers must not assume too much leadership, thereby creating

dependency.



5. YET, comprehensive Extension support must be available. 
 Extension
workers should encourage and advise; they should assure that appropriate
techniques are used and that proper technical information is obtained.



6. Technical information must be sound. 
 A proposed project must be
technically feasible and based on information which is accurate, practical

and relevant to the group,



7. Group projects must be well planned. A simple, long-range Action
Plan should outline the "who, what, when and how" of each step. 
 It should be
flexible enough to accomodate any situation changes which may arise.



8. Consultation must be thorough and continuous. 
 The exchange of
Information 
among the group and between the group and the community - is


critical to group success.



9. Members should contribute a portion of the total project costs.
Whether in cash or kind, financial contribution by the membarship Is the most 
 
basic form of commitment.



10. Financial arrangements must be equitable, well managed and
accurately documented. Financial benefits shnuld accrue to members in the


same proportion as their investment.
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agricultural management associations



Agricultural Management Associations are registered groups of farmers


working in profit-oriented agricultural production. They were created by the


AMA Act of 1978 to help implement the Tribal Grazing Land Policy (TGLP) and to


encourage groups in communal agricultii %.development. The AMA structure


offers two prime benefits:



1. registered groups have legal status and are protected by law; and



2. individual members may have "limited liability" and may be


responsible only for their share of the Association's debts.



Agricultural Management Associations are only one type of group structure
 

available. Farmers must decide which type of structure best suits their needs


and their project. Informal groups with small projects may not need the


provisions of the AMA Act.



the A MA 

1. An Agricultural Management 
 
Association (AMA) is a group of 10 or 
 
more citizens formed for collective 
 
agricultural production. An AMA can 
 
work in any type of agriculture. 
 

2. To apply for registration as 
 
an AMA, each group must submit a 
 
Constitution, Management Plan and 
 
list of members to the Commissioner 
 
of AMAs (CAMA). 
 

3. If use of Tribal land is 
 
involved, CAMA will send a copy of 
 
the Application to the appropriate 
 
Land Board; no group using Tribal 
 
land will be registered as an AMA 
 
without Land Board consent. 
 

4. Notice of each application 
 
will be published 30 days prior to 
 
registration to allow any possible 
 
objections to be recorded. 
 

3 

act - popular versions 

1. An Agricultural Management


Association (AMA) ke mokgatlho wa


bale some kampo go feta moo, ele


beng ba gae ba tshwaraganetse


tsweledisanyo mo go tsa temo. AMA


e ka dirisanya mo tirong ngwe le


ngwe ya tsa temo.



2. Go lopa go kwadisiwa ele AMA,


mokgatlho mongwe le mongwe o


tshwanela go supa melao megolo ya


one le lenaneo la maina a maloko a


one a bonwa ke moemedi wa AMA (CAMA).



3. Fa go tshwanela go dirisa


lefatshe la morafe CAMA o tlaa romela


setshwantsho (copy) kampo kgatiso


sone, ya lopo ya go ko Land Board ya


kgaolo eo; ga gona mokgatlho ope oo


dirisang lefatshe la morafe oo sa


kwadisiwang ole AMA ko ntle ga


tumelo ya Land Board ya kgaolo eo.



4. Kitsiso kaga topo eo e tlaa


anamisiwa go tewa malatsi ale masome


a mararo (30) pele ga kwadiso, gore


yoo nang le nngwe ngongorego ae


bolele etle e itsewe.





5. CAMA will register AMAs if all 5. CAMA e tla kwadisa di AMA fa


provisions of the Act are met. A 
 
Certificate will be issued stating 
 
any conditions or limitations of 
 
registration. 
 

6. Upon registration, an AMA 
 
becomes a legal corporate body and 
 
can: 
 

a. institute and defend suits; 
 
b. acquire, hold, charge and 
 

dispose of property; 
 
c. enter into contracts; 
 
d. borrow money with or 
 

without giving security; and 
 
e. lend money with or without 
 

taking security. 
 

7. Each AMA must keep a register 
 
of members, including: 
 

a. name, address & occupation 
 
of each member; 
 

b. date member Joined & 
 
resigned; and 
 

c. amount of money contributed. 
 

8. Each AMA must keep account 
 
books showing all income and expenses. 
 
Account books are open to inspection 
 
at any time and must be audited 
 
annually. Cost of the audit is paid 
 
by each AMA. 
 

9. Each AMA will elect a 
 
Chairman, Vice Chairman, Secretary, 
 
Treasurer and other officers required 
 
by the Constitution. Officers will be 
 
elected annually. 
 

10. Each AVA will hold an annual 
 
general meeting as specified by the 
 
Constitution. Special general 
 
meetings may be called at any tic by 
 
CAMA. 
 

dithulaganyo tsotlhe tsa molao di


dirafaditswe sentle, go tlaa kwalwa


sekolo sa tshupo se supa dipolelo


kampo ditaolo tsa ikwadiso.



6. E sena go kwadisiwa, AMA e


tla nna mokgatlho wa molao, Jalo e


diretse:



a. eka seka kampo ya sekisiwa


ditsheko;



b. eka ipatlela, ya itshwarela,


ya laola kampo ya dirisa ditsa yone;



c. eka itirela ditumalano tsa


yone ka yosi;



d. eka adima madi ka


tsholofetso ya kemisetso kampo


kontle ga yone;



e. eka adimisa madi ka


tsholofetso ya kemisetso kampo


kontle go yone.



7. AMA nngwe le nngwe e tshwanetse


go nna le ikwadisetso ya maloko a


yone, le tse:



a. leina, aterese, le tiro ya


itshetso tsa maloko otlhe;



b. letsatsi le leloko le


tsenyeng ka lone, kampo le duleng ka


lane;



c. madi aa amogetsweng.



8. AMA nngwe le nngwe e tshwanela


go nna le dibuka tse di supang madi


aa amogetsweng le aa dirisitsweng.


Dibuka tsa madi di tshwanela go


tlhatlhojwa ka dipaka tsotlhe di


dirwe audit (tlhatlhobokgolo) ka


ngwaga dituelelo tsa tlhatlho eo di


duelwa ke AMA nngwe le nngwe.



9. AMA nngwe le nngwe e tlaa


tlhopha modulasitilo, le mothuna


modulasitilo, mokwaledi, mmoloka madi,


le badiredi ba bangwe jaaka go


tlhomilwe mo melaong megolo.


Badiredi ba tlhophiwa ngwaga le


ngwaga.



10. AMA nngwe le nngwe e tshwanela


go nnale kopano kgolo ya ngwaga le


ngwaga jaaka go tlhomilwe mo melaong


megolo. Dikopano tsa tshoganetso di


ka nna tsa bidiwa ka dipaka tse


dingwe ke CAMA.
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11. Each AMA will send the 
 
following to CAMA: 
 

a. required information on 
 
members (see item 7); 
 

b. office and postal address 
 
changes; 
 

c. names of officers elected 
 
each year; 
 

d. notice of the annual general 
 
meeting; and 
 

e. any proposed changes in the 
 
Constitution. 
 

12. No current or past member (or 
 
their estate) is liable for an AMA's 
 
debts except as stated in the 
 
Constitution. 
 

13. No current or past member (or 
 
their estate) is entitled to any share 
 
of the AMA's capital except as stated 
 
in the Constitution. 
 

14. CAMA may cancel an AMA's 
 
registration if: 
 

a. the number of members falls 
 
below 10; 
 

b. it operates at a loss and is 
 
unlikely to do otherwise; 
 

c. its debts and liabilities 
 
exceed its assets; or 
 

d. it does not abide by 
 
provisions of the AMA Act. 
 

15. Notice of cancellation will 
 
be published 30 days prior to 
 
cancellation to allow any possible 
 
objections to be recorded. 
 

16. CAMA decisions on registration 
 
or cancellation may be appealed to the 
 
Minister of Agriculture whose decision 
 
is final. 
 

17. The Minister of Agriculture 
 
may make additional regulations to 
 
support the purpose of the AMA Act. 
 

11. AMA nngwe le nngwe e romela


ko go CAMA:



a. kitsiso ee batlegang kaga


maloko;



b. diphetogo tsa di aterese le


tsa diofisi le diposo;



c. maina a badiredi ba ba


tlhophiwang ka ngwaga;



d. kitsiso ka ga kopano kgolo


ya ngwago;



e. phetolelo nngwe ee


akanngwang ka go melao megolo.
 


12. Gago lepe lefoko le le teng,


kampo le le duleng le le tlaa


duedisiwang mo melatung ya AMA fa e


se go boletswe jalo mo melaong megolo.
 


13. Gago leloko lepe la gompieno


kampo le le duleng, (ampo ditsagagwe)


le le ka abelwang seabe sa ditsa AMA


kampo madi a yone, fa e se go boletswe


jalo mo melaong megolo.



14. CAMA e ka phimola ikwadiso


ya AMA fa go ntse jaana:



a. fa palo ya maloko ele ko


tlase ga lesome (10);



b. fa e tsamaisiwa ka madi aa


ko tlase a tlhaela, mne go bile go


bonala gore go a ka ke a oketsega;



c. melato le ditsaone di feta


gotlhe mo e nang nago; kampo



d. e sa tshegetse melao ya


AMA.



15. Kitsiso ya ya go phimolwa e


tlaa anamisiwa go sa setse malatsi


ale masome a mararo (30) pele ga go


phimolwa gore fa go nna le


dingongorego di tle di bolelwe.



16. Dipheleletso tsa CAMA kaga


ikwadiso le phimolo di ka ngongoregelwa


ko go Minister of Agriculture (Tona


ya tsa temo-thuo), mme katlholo ya


gangwe e tlaa bo ele yone pheletso.



17. Minister of Agriculture


(Tona ya tsa temo-thuo) o ka nna a


tlhoma melawana ee oketsang e mengwe,


go nonofisa maikaelelo a molao wa


AMA.
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registering an A M A
 


I.Interested persons should meet with the AD and ODO in their region


to review the procedures for registering as an AMA. They can assist with:



a. organizing 4 group if one does not exist;


b. identifying resources available to the group; and


c. identifying and involving other agency people who may be of



assistance to the group.



2. The group should write a Constitution.



3. The group, in accordance with its Constitution, should write a


Management Plan.



4. Submit Application forms to the ODO for submission to CAMA. 
 A


complete Application includes FOUR copies of each of the following:



a. official Application Form, signed by Chairman and GDO;


b. filled-out Membership List;


c. the Constitution; and


d. the Management Plan.



5. If Tribal land is to be used, the group should apply to the Land


Board at the same time it submits its AMA Application to the GDO.



6. If Tribd land is to be used, CAMA will submit a copy of the group's

Application Form to the Land Board.



7. Land Board notifies CAMA of intent to allocate land to the group.


8. Application will be reviewed by CAMA, published in the Gazette



and one newspaper circulating in the area.



9. Thirty days fter publication, CAMA will review any objections


to the Application.



10. The Application will be returned to the group showing approval


or disapproval.



11. Upon approval, CAMA will issue a Certificate of Registration.
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requirements of an A M A constitution



A Constitution lists the rules by which


a group will operate and, therefore, must be


written to fit the needs of the particular


group. The AMA Act specifies that the


following items must be included if the


group plans to register as an Agricultural


Management Association.
 


NOTE: 	 Items in parentheses refer to sections in the full text
 

of the AMA Act (see page 10).



A. 	 Name and Location of the Association


1. 	 name and registration number (22)


2. 	 mailing address (23)


3. 	 office address (23)



B. 	 Purpose of the Association



C. 	 Powers of the Association (10)



D. 	 Membership (7 & 12)


1. 	 types of members: regular/ex-officio


2. 	 assessment of membership fees, if any


3. 	 rights and responsibilities of members


4. 	 withdrawl from membership (7.f)



a. 	 types of withdrawl: expelled or voluntary


b. 	 membership succession upon death



E. 	 Officers and Elections (11)



F. 	 Duties of Officers, Management Committee


and Other Committees (12)



G. 	 Meetings (16 & 17)


1. 	 types of meetings: annual/specific


2. 	 quorum required; notice given (7.j)



H. 	 Assets and Liabilities


1. 	 methods of covering operating costs


2. 	 members' liability for Association debts (13)


3. 	 handling capital assets (14)


4. 	 dividing profits (15)


5. 	 use of capital reserves (15)


6. 	 audits required (20)



I. 	 Dissolving the Association (24)


I. 	 methods of dissolving


2. 	 dividing assets (7.h)



3. 	 Amendments to Constitution (7.2)



K. 	 Endorsements


1. 	 date membership approves constitution


2. 	 signature of chairman


3. 	 date of CAMA registration


4. 	 sigiiature of CAMA 

7





A M A regulations



These regulations are printed on the


reverse side of the official AMA


Application Form. They should be


discussed with group membership so that


each person knows the rules by which he


or she must abide. The Chairman's


signature at the bottom of the form


indicates that the members understand


and agree with these regulations. The


Commissioner may also impose additional


restrictions or conditions which would


be noted at the time of registration.



Any deviation from the following

regulations or the provisions of the


AMA Act, Number 10, 1978, could be


cause for cancellation of the Association's


registration.



1. An annual Management Plan shall be prepared by the Management

Committee, approved by the membership and submitted to the Commissioner.


Such a plan shall be drawn up in accordance with Ministry of Agriculture

recommendations; it will include (but is not limited to) the following items:



a. how the Association plans to collect, spend and account for


funds used in operating the Association;



b. funds that are to be borrowed and how outstanding loans will


be paid off;



c. 
membership fees to be charged and how they will be collected;


d. any differing assessment of farmers with varying sizes of



operations and how the shares of each will be determined;


e. process for loaning money to members and how it is to be



collected; and


f. agricultural practices to be carried out.



2. The AMA agrees to abide by the rules and regulations of the


Land Board.



3. The AMA agrees to carry out the land management regulations issued


by the Agricultural Resources Board.



4. No member may own less than 1% 
nor more than 20% of the total


shares of the Association.



5. No person may belong to more than one AMA without written consent


of the Commissioner.



6. No Association can be voluntarily dissolved without written consent


of the Commissioner.
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AM A application form



We hereby apply for registration as an Agricultural Management Association. 

Name: The Agricultural Management Association. 

Purpose of the Association is to: ___ 

Postal address: 

Office address: 

Location of land: d_ 

in the _ _ __ District. hectares of 

land have been allocated by the Land Board. 

OFFICERS OF THE ASSOCIATION



Name Address



Chairman:



Vice Chairman:



Treasurer:



Secretary:



Vice Secretary:



Other:



It is understood by the membership that the Association, if approved,


must abide by the provisions of the Agricultural Management Association Act,


Number 10, 1978, the regulations stated on the reverse of this Application


and any conditions of registration endorsed on the Registration Certificate.



Signed: _ 
nairman Date 

Group Development Officer Date



This Application approved/disapproved.



Signed:


Commissioner Date
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the A M A act - complete text



The Agricultural Management Association Act, Number 10, 1978, officially


came into operation on October 15, 1979. Commencement Date was published as


"Statutory Instrument Number 101 of 1979" in the Government Gazette of


October 19, 1979.



The following is a complete text of the AMA Act as enacted by the


Parliament of Botswana.



AGRICULTURAL MANAGEMENT ASSOCIATIONS ACT, 1978 

ARRANGEMENT OF SECTIONS
 

SECTION



PART I Prelinminarv


1. Short title and commencement 
2. Interpretatioii 

PART II A,4riculturaI Ma,ueent Associations 
3. Commissioner of Agricultural Management Associations 
4. Register of agricultural management associations 
5. Association of 10 or inore persons 
6. Consideration ol application by Commissioner 
7. Constitution of association 
8. Incorporation or associution 
9. Certificate nf registration 

10. Powers of association 
11. Officers of association 
12. Register of members 
13. Limitution on liability of members 
14. No individual claim on capital 
15. Dfisposal of profits 
16. Annual meeting of association 
17 Commissioner may convene special general meeting 
18. Books of account 
19. Records to be available for inspection 
20. Annual and extraordinary audits of accounts 
21. Style or firm name to include registered number 
22. Style or firm name to be made public 
21. Office and postal address of association 
24. Cancellation of registration 
25. Winding up on cancellation of registration 
26. Application of assets on winding up 
27. Inspection of rgister and other documents 

PART III Regulations 
28. Regulations 
29. Amendment of Cap..1(i:02 

An Act to provide for ihe constitution, registration and contrO of 
agricultural management associations; to provide for the righss, 
privileges, obligations and liauilities of members thereof; and to 
provide for matters connected therewith and incidental thereto 
Date ofAssent: 12.4.78


Date of Commencement: On Notice


ENACTED by the Parliament of Botswana. 
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PART I Preliminary 
Short iitle 1. This Act may be cited as the Agricultural Management 
und Corn. Associations Act, 1978, and shall come into operation on such date 
oe,,cernet as the Minister may, by notice published in the Gazette, appoint. 
In:cr- 2. In this Act, unless the context otherwise requires 
pretation "agricultural venture" means a venture concerned with horti. 

culture, fruit growing, seed growing, dairy farming, the 
breeding and keeping of livestock (including any creature 
kept for the production of food, wool, skins or fur, or for the 
purpose of its use in the farming of land), the use of land as 
grazing land, meadow lands, market gardens and nursery 
grounds, and the use of land for woodlands;

"association" means an agricultural management association 
registered under section 6; 

"Commissioner" means the Commissioner of Agricultural Manage
ment Associations referred to in section 3;

"register" means the register maintained by the Commissioner 
under section 4. 

PART II AgriculturalManagementAssociations 
Comrnib- 3. There shall be a Commissioner of Agricultural Management 

ofater Associations. 
Agricultural 
Muanugenent
As.miAbdions 
gegiIerof 4. The Commissioner shall keep a register of agricultural 
ugritltuhral mangement associations registered under this Act and shall enter 

manaemeiU therein the particulars required by this Act to be so entered. 

Avv.iatiu 5. (1) Where 10 or more citizens of Botswana wish to be 
of lt or associated for the purpose of undertaking a collective agricultural 
orp""'venture they may form an agricultural management association 

for that purpose and may apply to the Commissioner for 
registration under this Act. 

(2) An application for registration under this Act shall contain 
such particulars as may be prescribed and shall have attached 
thereto a copy of the constitution of the proposed association. 

(3) Where the collective agricultural venture involves the use 
and exploitation of tribal land, the Commissioner shall forthwith 
transmit a copy of the application to the tribal land board 
conicerned. 

6. (1) The Commissioner shall cause notice of every application C€resider

made to him under section 5 to be published in the Gazette and in ..i,, of
apl)hication 

one newspaper circulating in the area in which thq collective ,, cool
agricultural venture is to be carried out, calling on any person aisicenr 

objecting to the registration of the association to submit such 
objection to him, with copies to the applicant and, where 
appropriate, the land board concerned, within such period, being 
not less than 30 days after the date of publication, as may be 
specified in the notice. 

(2) The Commissioner shall, after the expiry of the period 
specified for objections under subsection (1), and after con
sideration of objections, if any, received within that period, 
decide whether or not to register the association. 
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(3) The Commissioner shall not register any association which 
proposes to use land unlessand exploit tribal the land'board 
concerned has consented to such registration.

(4) Any person objecting to the decision of the Commissioner 
under subsection (2) may appeal to the Minister whose decision 
shall be final and shall not be questioned in any court. 

(5) The Commissioner may register an 	 association subject to 
such conditions and limitations as he may deem necessary. 

7. (1) Every association shall have a written constitution which Cuonitimmu 
shall make provision for - "', *"'il,

(a) 	 the qualifications for membership of the association; 
(b) the liability of members for the debts of the association;
(c) 	 the voting rights of members; 
(d) 	 the election of a committee; 
(e) 	 the procedure for withdrawal from membership;
(j) 	 the circumstances under which a member may be expelled 

from membership;
(g) 	 rights of succession on the death of a member; 
(h) the distribution of assets on the dissolution of the association;
(i) the procedure to be adopted in changing the constitution; 
() the quorum for meetings of the association; and 
(k) 	 such other matters as may be prescribed.
(2) No change in the constitution of an association shall be

effective until such change has been approved by the Commissioner 
and full particulars thereof entered on the register. 

8. On registration under section 5 an association shall be a h,.1rp,,r.
body corporate by the name specified on the register with "i"11 ,, 
perpetual succession. a%%ciation 

9. (1) In registering an association under section 5 the Certificulef 
Commissioner shall issue a certificate of registration regis'rution

(2) Where an association is registered subject to conditions or 
limitations, such conditions or limitations shall be endorsed on 
the certificate issued under subsection (1). 

I,,wr1.1.1 10. Subject to this Act and to any 	 conditions or limitations
a'.4NIIiO2)%, endorsed on its certificate of registration, an association may 

(a) 	 institute and defend suits and other legal proceedings; 
(b) 	 acquire, hold, charge and dispose of property of any kind; 
(c) 	 enter into contracts; 
(d) 	 borrow money with or without giving security; and 
(e) lend money with or without taking tecurity.

OfiicI',. ,f 11. (1) The officers of an association shall consist of a chaii'man, 
U,,,Ki.,i,,,, vice-chairman, secretary, treasurer and such other officers as the

constitution may require.
(2) The officers of an association shall be elected annually in 

accordance with the association's constitution. 
(3) Notice of the election of officers and of any change therein 

shall be sent to the Commissioner within 30 days of such election 
or change.

(4) The Commissioner shall note the election of or change in 
officers in the register.Register of 12. Every association shall keep and maintain a register of the,,,ixfh.rs association's members in such form as may be prescribed. 
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(2) A register of members kept under this section shall contain, 
in respect of each member 

(a) his name, place of residence and occupation; 
(b) the date on which he became a member of the association;
(c) the amo. mt of capital, whether in cash or kind, contributed 

or pledg,!d by him to the association, and 
(d) the date oa which he ceased to be a member of the association. 
(3) A copy oi the entries required by subsection (2) in respect 

of each membe' and notice in writing of any alteration of or 
addition to those entries shall be sent to the Commissioner within 
30 days of such entry, alteration or addition. 

(4) Where a copy or notice is sent to the Commissioner under 
subsection (3), he shall accordingly enter in his register the 
particulars contained in the copy or alter or add to the entries 
therein contained. 

I.iiiliuifu oi 13. No member, past member or the estate o an insolvent or
IiUIiti~y r, deceased member of an association shall be liable for the debts or 
fIflten% .r other liabilities of the registered association except as otherwise 

provided by this Act or by the association's constitution. 
No iivkhwl 14. No member, past member or the estate of an insolvent or
ruilto 	
fill deceased member of an association, shall, by virtue of membership
(1pitul 	 of the association, be entitled to or have any claim on any 

individual part or share of or interest in the capital of the 
association except as otherwise provided by this Act or by the 
assocation's constitution. 

IDii1I ,,1 15. The net profits of an association may be divided among andprofits 	 paid to the members of the association in such proportion as the 
association's constitution may prescribe: 

Provided that no profits shall be distributed in respect of any 
year until the accounts of that year have been audited in 
accordance with section 20 (1) (a). 

16. (1) The annual general meeting of an association shall be 
held each year in accordance with the association's constitution. 

(2) The Commissioner, or a person nominated by him in that 
behalf, may attend the annual general meeting of an association, 
shall have the right to speak thereat, but shall not have the right 
to vote. 

17. (1) The Commissioner may at any time convene a special
general meeting of an association at such time and place as he 
may specify.

(2) The Commissioner shall use his best endeavours to give to 
all members of the association, in such manner as he thinks most 
appropriate, such notice of the time and place of the special
general meeting as he considers reasonable in all the circumstances. 

(3) The Commissioner may appoint a person to act as secretary
of a special general meeting held under this section and may
determine what matters shall be placed on the agenda of the 
meeting.

(4) The Commissioner, or a person nominated by him in that 
behalf, shall preside at a special general meeting held under this 
section and may direct that the meeting proceed notwithstanding
the absence of a quorum as prescribed by the association's 
constitution. 
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(5) The Commissioner or a person nominated by him under 

subsection (4) shall have the right to speak at a special general 

meeting called under this section but shall not have right to vote 

except where there be an equality of votes in which case he shall 

have a casting vote. 


(6) A special general meeting called under this section shall 

have all the powers of a general meeting called and held under 

the association's constitution. 


18. Every association shall keep one or more books of account Book. of 
to the satisfaction of the Commissioner, in which shall be 0'.C4II 

entered of all moneys received and payments made by or on 
behalf of the assocation. 

19. (1) Every association shall make its books of account and all Raords to be 
documents relating thereto or generally to the activities of the available for 
association, including its register of members, available for insi-io. 

inspection 
(a) 	 by any. member of the association at such time and place as 


may be provided for in the association's constitution; 

(b) by the Commissioner, or any person authorized by him in 


writing in that behalf, at the association's office at any time 

during normal business hours; 


(c) 	by the Commissioner, or by any person acting under his 

directions, at the Commissioner's office at any reasonable 

time specified by the Commissioner, if he so requires by
notice in writing served on the association; and 

(d) by the Minister, or by any person authorized by him in 

writing in that behalf, at the association's office during 

normal business hours. 


(2) Any person who wilfully obstructs any person carrying out 
an inspection under subsection (1) shall be guilty of an offence 
and liable to a fine of P500 and to imprisonment for 6 months. 

20. 	 (1) The Commissioner 
(a) 	 shall audit or cause to be audited, the accounts of every

association at least once in every year; and 

(b) where he is of the opinion that it is in the public interest so 

to do, may at any time audit, or cause to be audited, the 

accounts of an association. 


(2) The annual audit under subsection (1) (a) shall include an 
examination of overdue debts, if any, and a valuation of the assets 
and liabilities of the association. 

(3) The costs of an audit under subsection (1) (b) shall be borne 
by the association. 

(4) The Commissioner, or any person conducting an audit on 
his behalf, may 

(a) 	 summon at the time of audit' any office-holder, agent, 

servant or member of the association who he has reasonable 

cause to believe is able to give material information with 

regard to any transaction of the associaticn or the manage

ment of its affairs; and 


(b) require the production of any book or document relating to 

the affairs of or any cash or securities belonging to the 

association. 
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(5) Any person who wilfully or without reasonable excuse 
fails to comply with a summons or requirement under subsection 
(4)shall be guilty of an offence and liable to a fine of PI 000 and to 
imprisonment for 12 months. 

Styl..or 21. The style or firm name an association shall include thefir$ nuie 	 words "Agricultural Management Association No. " and the 
1t include
registered 	 number allocated by the Commissioner on registration. 
number 
A.sociatoI 22. (1) Every association shall have its style or firm name, and
style or firm registered number, printed in prominent legible Roman letters 
IlaIC oI bL
Made public 	 on all notices, advertisement, letterheads, invoices, accounts and 

receipts used in the association's business. 
(2) Every association shall have its style or firm name, and 

registered number, printed in prominent legible Roman letters 
on all bills of exchange, promissory notes, endorsements, cheques
and orders for money or goods, purporting to be signed for or on 
behalf of the association, and on all letters of credit of the 
association. 

23. (1) Every association shall have an office and a postal office OW
address and the Commissioner shall enter particulars of the same 1,,,,al address 
in the register. of av.%1iulionh 

(2) All communications and notices required or authorized to 
be sent under this Act to an association may be sent by post
addressed to the postal address of the associaiion. 

(3) Notice of any change in the postal or office address shall be 
sent to the Commissioner within 30 days after the change, and the
Commissioner shall accordingly alter the entries in the register in 
relation to such address. 

24. (1) The Commissioner may, as hereinafter provided, at any Cancellation
time cancel the registration of an association if he is satisfied that of
it is expedient so to do on the ground that  registration

(a) 	 the number of members has dropped below 10;
(b) 	 the association is operating at a loss and is unable or 

unlikely to operate other than at a loss;
(c) 	 the association's debts and liabilities exceed its 	 assets; or(d) 	 the association is in default with its obligations under this 

Act. 
(2) Where the Commissioner is of the opinion that the registration

of an association should be cancelled, he shall notify his opinion
in writing to the association and by notice published in the 
Gazette, and shall specify a period, being not less than 30 days,within which the association and any other person may submit to 
him reasons why the association's registration should not be 
cancelled. 

(3) At the expiry of the period specified under subsection (2)
and after considering any reasons that may have been submitted 
to him, if the Commissioner decides to cancel the registration of 
the association, he shall proceed to cancel the registration and
shall give notice of such cancellation to the association and shall 
publish notice thereof in the Gazette. 

(4) Any person aggrieved by the cancellation of registration of 
an association may, within 21 days of the publication of the notice 
under subsection (3), appeal to the Minister whose decision shall 
be final and shall not be questioned in any court. 
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25. (1) Where the Commissioner cancels the registration of an Windingutp 
association under section 24 he may order that the property of the oicalcellationl of 

association, both movable and immovable, shall vest in such ratioutio 
person as shall be named in the order and thereupon the person 
so named shall proceed to wind up the affairs of the association. 

(2) Where it is necessary that an entry be made in any book, 
register, title deed, lease or other document in order to vest any 
property in the person named in an order made under subsection 
(1), the entry shall, on production of the order, be made by the 
person whose duty it is to make such entry, without the payment 
of any fee or duty inrespect thereof. 

(3) For the purpose of winding up the affairs of an association 
in pursuance of an order made under subsection (1), the person named 

Cap. 	 16:01 in such order shall have all the powers vested by the Insolvency 
Act in the trustee of an insolvent estate for the purpose of the 
discovering of the property of a debtor and the realization 
thereof.



(4) The Commissioner may, for the purpose of enabling an 
association to wind up its own affairs, suspend the operation of an 
order made under subsection (1) for such period as may seem 
expedient to him: 

Provided that no order shall be suspended unless he is 
satisfied that the association is solvent. 

Applicatimi 26. Where the affairs of an association are being wound up 
Uof w il, in pursuance of an order under section 25 (1), the assets of the 
wiudiig kl association shall be applied in accordance with the provisions 

of the Insolvency Act and those provisions shall apply "mutatis 
mutandis" as if the same were set out "seriatim" in this Act. 

1m,,jx11'.Cio (ir 27. Any person may inspect the register and any document 
register and kept in relation to an association kept at the office of the
olrr
dconits 	 Commissioner and may obtain from the Commissioner a copy of 

or extract from such register or document. 

PART III Regulations 
Regulati,, 28. The Minister may make regulations prescribing any matter 

or thing which under this Act is to be or may be prescribed and 
generally for the better carrying into effect of the purposes and 
provisions of this Act. 

Amendninct 29. Section 19 of the Branding of Cattle Act is amended by 
of Cap..160:2 	 substituting for the words "Communal Management Act, 1977", 

which appear in the proviso thereto, the words "Agricultural 
Management Associations Act, 1978". 

Passed by the National Assembly this 23rd day of March, 1978. 

I.P. GONTSE, 
Clerk of the NationalAssembly. 
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In late 1977, as USAID considered ways to support collective 
action, the Ministry of Agriculture reaffirmed its commitment


to group extension by establishing the Group Development Officer


(GDO) cadre in its Department of Field Services (DAFS). Four


regions were staffed by early 
 1970. Through Divisional meetings,

Group's Group ses:ions and constant inter-regional information


exchanges, the GDOs forged a group development philosophy

consistent with the 
Ministry's recently adopted Gradualist


Extension Approach; a systematic plan emrged of how 
 to


facilitate group action in each region. 
 A baseline data survey

enabled the GDns 
 to evaluate status and capitalize on the 
initiative of Farmers Committees and Project Groups - thu focal


points of their extension strategy.



During this Lime, USAID wrote RLMP-I emphasizing the process,

not content, of change and provided staff to facilitate the


new thrust. The Division of Agricultural ranagnment

Associations (AMA) was created as required by the AiA Act of

1978; USAID provided two MinisLry-basel staff and twn

additional GDOs.



Pressure to create the administrative infra-structure to


support the AMA Act led to an early emphasis on AMAs;

headquarters staff were occupied with establishing the


registration system while 
 field staff continued their efforts


at basic group development. It is perhaps this earl. 
 division


of labor that led ultimately to the confusion over the


Group Development Program's role.



CURRENT STATUS



Staff role confusion aside, farmer participation in


group development has been impressive. A. B. 
 J.
 Willett,

in his recently compiled Agricultural Group Development in


BoLswana, cites the 
 Following statistics:



1. 10-20,000 farmers have been involved since


1976. Understandably, this is a difficult figure to 
 verify

with fluctuating group membership. Nevertheless, it is as


sound an estimate as is available to indicate the scope of the


program.



2. 1120 groups Formed in the same period. This

figure includes groups in all stages of development and
activity. Field staf estimate that npproximaLely 600 of 
these groups are actively managing projects 
 at any given

time; others are "between" projects while some are 
 just
 
organizing.



3. Nearly 80 Farmers Committees have ben formed. 
Not to be confused with Project Groups, .hese are the
representitive, extension advisoy groups used by the Ministry
in its annual program planning - a key element in the 
expanded extension strategy initiated ir 1976. 
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4. Thirteen At'As are legal 1y regislter-d and four


applicaLions are punding. (;r'- up ; i,.,r,,cJ ;111'ip , ol O l ' !., 
,.
 
law, these AMAs cover Hic wide, ranqe n I(k t:;'jra'f n]rjrio L I li

activities: livestork, O 
 ierj . ,hh)rticjitu:I
dlairy,, pult.Y, 

and crop market ing.



While participjLion ntati-Lic3 a:r j:,pressivo, ilpact


of the program 1u' L he given mixed revi us.



Technical sL:nt.ugy is stiII lafkin(j ni inr i.nIornL.

The balance betvet2n individtal ond groupj O'mpha is in proqr;im

direction is still unshru within the Hinistry. [here is a


need to know when to push individual. mr.tmhds and When to pusL 
group methods; extension workers muisL be clear on Then group
action is required (e.g., Firebreak cons tru,:Lion) ,ndJwhen 
one is simply using group extension met.hods to reach more people. 

It was never intended that group development operate
independently from the inistry's technical strategy. Yet 
there are times when groups have initiated projects based on 
unsound technical advice; the resulting I'ailures seriously 
undermine the Plinistry's credibility and doter future devconpn.,nt. 

In spite of the.3v techn ical difficu t ties, agricul tural 
staff are beginning Lo note some links between group activities 
and increased production. Though it is di:ficult to separate


group formation from other imporved practices to claim


increased production, it appears that in some spheres the link


con be traced; e.g., the analysis of community fencing projects

in Central Region indicated an increase in arable producLion


as a result of the fence - a group pruject.



There is, however, another dimension of imoact which is 
intangiable and even more difficult to measure; the creation 
ot a body of farmers whose improving management skills enable


them to take action on technical infor'mation dis!emirnated by
the Ministry. This is simply the result, of group extgrision
methods: group discussion skills to help' farmers talk about. 
problems and analyze potential solutions; decis.on-:nmking skills 
to mobilize community participation; p)roje~t manaqr!ont skills 
to keep individual or group activities on track; !,uokkeepini
skills to help ncc~u.jnL for n g1rant, n lo;,n or jtust ,vervIy~a 
finances. 

These skills, promoted Forgery throuqn the Gruup Development
Program, simpi Nyhelp pecop]i .nI L ni;bEorb, n',.ess 15nbit1 
of technical advice provided by the ".L; , L1 ry, ,T!-h.Lr the 
information is intended for individual far!ners or group projects.
It is in the coupling of human process sk.ills with technoloajv
that the Group Development Program viii register its most 
positive impacL. 
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THE CAMA OFFICE



Given early policy initiativus, it is' clu;,r l.hat the


CAMA Office is responsible for loarehr. ipr th h,'on,--busud


group extension program; role confusion eints, hoov,
v.r, uhich


may deter continued growth. Thi!; la l F he:i,, I
Aeaderf;shipe'lru 
 
has resulted in l ) 
 (.IrupJ
greater instilLutiorinlizti,, f 

development at local .and r gionial Lv,,ls than ut Nininterial


level.



As noted earlier, headquarters sLaf" initially


concentrated on implementation of the ArIA Act. In Lhe field,


however, GDOs worked primarily with simple, single-projccl


groups for which registration - at Lhnt point - wao unnecessary.


In line with the Gradualist Extension Apprnach, the strategy


was that these groups might register in the future; AriAs would


develop out of existing groups at such time as rejistr-ition


benefits were essential for their management. GI)Os integrated


their work with AMAs and'other groups into that of the Regional


Support Staffs to emphasize the imporL'ance of involving farmers


in project decision-making processes. [n the field, CI)Os


effectively coordinated technical and exl.onsion staff thereby


institutionalizing the facilitation process for extension.



In marked contrast to active participation of GDOs in


district development initiatives and policy deliberations,


there has been no significant national input by the Group


Development Program in Formulation of government's rural


development policies since 1978. The appropriate C'entral


government institutions for such policy inputs are 'he Rural 
Extension Coordinating Committee (RECC) and the I-and 
Development Committee (LDC). Repi-esenlatives of other 
ministries have voiced concern about this lack of input; 
without cooperation and dialogue at Ministerial level concerning
policy design and implementation, initiating development 
programs at regional and local levFls is much more difficult. 

Lacking this link to the central government policy


formation network, GDOs have 'vorked through appropriate districL


institutions and Rural Sociology/Agriculture to channel their


recommendations indirectly.



It is recommended that the CAMA OFrice participate in


LDC and RECC, preparing position papers on proposed policy

issues, drawing together experti,-e of group development Fi-:l1


staff and the respec'ive technical divisions of th' riinistrv.



In addition, informal contacts hetuern relevant deprtmrts

in other ministries should be regular1% pursued b. CAN,'A Office 
staff. The Group Development Program nc.ds incrensed interaction 
with rural development advocaten: \4on-fnrmnl educat inn, Purinl 
Development Unil (RI)U), Remote Are; I)!ru )pnm L ), )'c'1r;:m.f .fl 

lack of informa], yet highl. effeccLiv direct contar.- Fujrt.hcr
hinders CAMA Office participation in rur: l L.veI1 p,,:nt nOl 1v 
formation; in turn, the non-invoiLvument. iFf'ect i!1e ;!h Ji1.ies 
of field staff to deliver required ;ufp!uort Lo gromup. Clarificition 
of the Ministry's policy on communal area,; thrnmqh the Policy 
Committee could Facilitate a more acLi-'e st*,i:,; l)v t.he L'Af.IA OfFice 
on rural development discussions uit.hin the luverliment sLricu:-,!.
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Role confusion among group devlopment staFf should beclarified so Lhat momuntum crn ht! m;,jrl inpd. [nl;I. itutionl /.,tiun
at Ministerial level ill relivire roertLod efforts ,it

relationship-buli.dcling, both v,i thin ',1'ricu Itire and i'jilohgovernment's rur.' development policy making network. The
MinistL y should !11UI 1, 0lor;0 lV the pt,;: ii iLI, n!' di v i ii n 
 t..h'
Division' s work lnad into Lo ,nnar ,]j Ini parts: A!l\ rer.i tt ,,t I on
adn group extension. 

CONSTRAINTS



Whatever the administrative make-tip of the Group DevelopmentProgram, there 
 are several constraints 
 Lhat must be faced nnd


dealt with.



Government Commitment



Of prime concern is the degree of government commitment to group development and to reaching the intended target groups.

The issue of commitment, particularly allocation of 
 increasingly
scarce financial resources and adequate personnel, has beenof concern to project staff since 
 1977, re-identified during the

1980 mid-term evaluation, raised by A. B1. 
 J. Willett in Chapter
26 and remains at hand 
 as USAID ends ihs nine yenr,, ofparticipation. WilleLt's statement is vnlid that "naLionn :lcommitment is needed to support the group development programmeand reach the 
 target group" of small holder farming households.'



RLMP-1I identified the Larget group for the Group
Development Program 
 as "small holders in the communol area."
During the past five years, 
GDOs have made 
 a noteworthy effort to
involve Batswana of all categories: women-headed households,
remote area dwellers, non-stuck ow"ners, 
 small herters primarily
dependent on arable activities and families owning more than

40 head of 
 caltle. Indeed, AMA and non-registeredj group ,e-nbershif

reFlect this broad range 
 of participation.



Generally, large cattle herd 
 owners 
can secure any advice

or service 
 they require from the Ministry of Agricullure. For
various reasons, the same cannot be said For the lens well ofFmembers of Botswana society i.e., sriral[ herd ownet-s and
non-stock 
 owners) and is particularly true For hotrn,,(-ilds
located well west oF the rail line. Flh linistrv ;;1:!)ulrJ reviewthe intended target groups for the Group Develop ,:a Pragr.-n
to assure alignment with government rur' l developmen.
strategy. It is recommended that the f', nram continure tofocus on extension activities for non-s uock ownurs nd '.1.!herd owners (20 head or less), but this sensitive i.ssuremains with the CAN.A oFice and DAFS to onnsider. 

Policies and Ilailv 
 iouL.ine



In order to reach the intender] tar jr. t group-, tlheni st.r,mi
needs to Lranslate into action hat thi:; en-ails. Vxt. nsiunofficers must thoroughly undt:rs Land hw Loo ieinr L.-rget grups,
viere and how to' find them and ,hat m th,ods t) use to integrate
them into extension .ctivities. 
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Some group extension methods have always h.en a part of 
field staff work, yet thuir tone must hIu i n orpor 1i,l into 
overall st'rategy planning for an area. I ;irmerrs CommiLt.een;, For 
example, must be recognized throijohuul Lhi(: sys .em as loc .J]'y-!;ISL.-(I 

planning bodies and used more widely for f hnt purpnO,:. 

Project Focus, 

With increasing financial support For jioups, expandinij 
variety of poLential projecto ;nd grnJiricl number liV ;pr-cialist 
staff, the Ministry should not.u the potentially damaging trend 
toward "project-only" focus. Human resource skills - facilitiation, 
leadership, management, decision-making - are discounted; 
indeed, there is a tendency to label thor, delays to project 
completion. In the more complete view of collective action, 
these skills are essential for future dev.lopment. of any group; 
they enable the group - and the individualg - to see beyond 
the single project.. The Ninislry can :ncourage n r;alistic 
understanding of thne time constraints uof group development;


that ultimately projects are more successful if Lime is taken


to guide participants sensitively through the process. 
Expanded in-service training and init'inl training consistent 
with field expectations could better prepare staff to facilitate 
strong groups.



TCO Position



The Training/Communication post (TCO) in the ('AMA Office 
is the logical center for development on in-service training 
materials and progrinas, through thorough consultation with 
Ministry and field staff. It is also the channel through which 
field work and ideas can be integrated iLnto the PAl' curr iculum. 
In addition to inLra-r'inisLry work, the 1(0 should nlrenrjthun
liaison w.th RDU and RECC to encourage move integration of 
extension ar'd training. 

A person with adult education bhrckgrnund shoull fill the 
TCO post; UCO's diploma program in adiiL cducation uould be 
a logical place to start recruitment. 

Transport



A final, but significant, conntraint Facing the Program's 
future is transport. Of the six vehicles currently in use 
by group development staff, five are IISAID Projct. vnhic es and 
one is provided by grvernment; all arc ready For hoarding. 
As government does not replace Project vehicles, U!- Progrjam 
will soon be left with one vehicle to ,iervicc 11 rl zf' mLmnhit: . 
The perennial lack of workable t'anspori f'acing F ,' Ir staff 
is u cause of low rn:rale and low producLivLtv; it is si.,ipl. 
impossible to filfill monthly commit-,enls to group.., sLaff 
and district instiLutions. 

The inabil.L oF CAIMA UfFic:, LO pr'uutl'e vlhiLcll.,I tLhr)t:.lh 
noVm a IMjititr t Y l i-Intioh pro cedJure rL' llect,s i n (rcompt o tt! 
in tehidt i the hiis p st ruc t.ure . Lack oFdi Ld1 Lry 's ann ing 

why a- l o exempliry tia low1 1i.o.lru i v p l .,. 'l by senior 
staff on the Group 0(vev t opnrir}iL Pro( r nm. 

http:tLhr)t:.lh


Pago Seven 

As vehicles continue to be difficult to procure througcho.tthe entire government, more creaLive souLions musl- be found toprovide transport for field staff. Ircrcased budgeLs forpersonal vehicle use, r example, should be consider(.'d; wilhsuitable controls to curtail abuse, it could prove to be a

workable solution.



The five factors noted above are considered constraints, notbecause they will cause the demise of the Group DevelopmentProgram but because they represent less-than-ideal conditionswhich can be corrected. In all cases, sensitive and thoruugh
study and a willingness 
to encompass creative 
 solutionswill minimize Lheir negative effect on the Program's qrn-th. 

COMMUNICATIONS



The 'olc of communications has shifted significantly duringthe Program's life. Initially, most efforts were devotedto meeting internal communication needs: 
 AMA regioLration
infra-structure, staff presentations, Ministry awarrness.With program expansion, communication activities began to locuson external audiences and Lake on an "educattiunal communica tion"character; more training materials were tasted and published,more speeches for government officials were prepared, nevwsreleases for pre.s./radio supported ANA registration, a periodicnewsletter aimed at a wide readership. 

What remains to be done is the coor.Jinated muIti-mediacampaign  including communication 
 and training - for the
wide variety of' internal and oxternal audiences touched I.y
group development. 
 Aglnf's Action Research Unit is currently
conducting a survey which could be the prelude to t!his. 

Strong coordination with AgInr will be required if the
lack of technical strategy previously cited is to be
corrected. Their skills are in message design and inf'orr:ationpackaging. Those skills must be used if the r-!inisLrt irtordsto reach farmers with new informatio;). 

It is recommended that the communication funr tion ofTCO postbe transferred to Aglnf now that the Division isestablished; the training function, however, should remainl


in the Division.



TRAINING


Extension Staff 
In-service trnining for all lev6ls of staff hasexpanded significaritly since the GDO cadr, was established,yet some areas still require attention. Most regions hav...held group development training for 'D,, in the past fouryears, but these must be folloued up wih .*dditinn.il

methodology and updated ideas based on f WiJd expcri-rtce,Besides ADs, most Rural iraining Cente. (RTc) st...* hashad additional training Lo assure that eir far; rrtraining effort are well-supported and up-Lo-da'., W'/herrOAUs and RegionaL Support 5tafr have not imr'n [nvo Lvcd in grUtpdevelopment training, Firther need.; a',m;.: n t I . re u .'e I
relevant courses must he pl:inned to strongt:hen Li i-, a)itLi?.to participate in th,. Lean approach to ) up L ovu LJpmun t.. 

http:wih.*dditinn.il
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Training of senior Ministry st.nF ha!; iieen done ill 
variety of ways, initiated with the 1970 I.ro,ij D:ve lopmen L 
Seminar: a 1980 Seminar including RT. sL.aff', DAOn and G0Os; 
a 1981 series of workshops For all RIC sl.aff; and thu most 
recent Willett Seminars for all I)ivision Heads and S.ninr 
Technical Officers. "Phase .11" follut', lips shoulcd he mrIue to 
all these sessions to evalunLe the grotp devnlopnent avarcness 
level within the Ministry. Senior snff should I. 'ille Lo 
understand all processes r'elated Lo group development in 
order to support their staff efrectivly. TCO in Lho CAMA 
Office should consult with appropriaLe staff to develop a 
relevant program. 

Though obvious, perhaps it should bn noted Lhat "training 
program" as defined in this document refers to any mnothod uf 
educa.ing extension workers. Developing a training program 
simply entails consultation with participants and relevant 
staff to establish objectives, then organizing menns of achieving 
them. Training programs vary in duratiun and techniqu,, but are 
always aimed directly at meeting needs of participants. 
With this broad definition of training, more use should be made 
of AD meetings and RAO/DAO meetings to further sLrengthen the 
Group Development Program. New staff in any extension-related 
position should not only be knowledgeable about each division 
but should be skilled in extension methods - facilitation - to 
ensure a consistent approach to group development. 

Of vital importance is the interaction among technical


divisions, Agricultural Information and BAC. Obviously,


initial training of extension workers must match rield


expectations; this is accomplished by providing a thorough 
knowledge of group development processes and a sound 3)ase


of technical information. Some attempt has been nah.e tu eop;ind 
group development offerings in I3AC cuirriculum and mole can yL 
be done. Responsibilities of each pnrticipant in this 
curriculum building proce-s should he clear: technicaL 
divisions have the necessary information; AglnF can "package" 
it so it communicates effectively; group development staff 
have the adult education skills to help people le arn; BAC 
delivers the combined product to future extension vorkers. 

Beyond the Ministry of Agriculture, more eni,hasis should 
be placed on inter-ministerial coordination and training to


assure that all groups in rural areas are supported by 
available extension staff. Gruup development field sLaff 
promote integration aL regional/district levels throuqh 
work on District Extension Teams (D rs) kndLanid U.;o Piarnrinq 
Advisory Groups (LUPAGs); more active support from variou!,


ministries is required if this integraLion is to become 
institutionalized& The RECC can play a signific.nt role in


facilitating support for integrated extension on the 
regional/district levels and the CAU1A Office could prOvide 
guidance through the TCO to RDU as an F\Lunsion 's,.,ou rce. 

http:signific.nt
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Group Development SLaFU'" 

The CAMA OFfice ha.- providcfl in-S:rIVci. tra in.in] For'


field staff since iL!; bcg rin ii',; 1J5AI\ iv,. idi.W Fun Inji.l .


ovev'seas training. Timing (f hirinq group developme'nt fie[rI

staff has made it impossible t.o send three of the seven field
officers for further studies; the Ministry must nov include 
them in the list of priority trainees if the stalf in Lo bo 
fully trained. This would be viewed as indlicat inn of'


commitment to strengLhen its extension programn.



Farmer Traininq



Group development field staff have been invo]ved in


farmer training aL regional level 
by ptanning courses,

conducting sessions at 
 providinrj materi-ils; as instructors,

GDOs concentrated mainly on bookkeeping ani Farmers Committee


management training. Farmers Committee tend t:o
courses be

organized on a region-wide basis or Lailored specifically

For one Committee. All educational maLe'ial used in thesr.


courses is available through 
 the CAMA Ofico. fn addition,

the CAMA Office has supported region- or district-,based 
courses by providing mntcrials/ideas or with active paL'ticip.aLion.
fri some cases, fiold staff are involvnd vit-h other regionail
support staff when planning workshops For technically-cpecific
groups; e.g., Francistown region's mid-1930 york with small 
stock groups.



Standard bookkeuping workshops were organized through

the CAMA Office For AM.A and group Treasurers. Introductory

materials have been tested and developed no tha! addition. 
training will be standardized; these materials are available: 
through the CArlA Office. "Second Step" materials oust be
developed for experienced Treasurers and alternative 
bookkeeping systems need to be investigated in consultation 
vith technical divisions to assure that all grouips have accoss 
to a system that meets their needs.



Integrated Traininq Needs 

District Extension Teams (DETs) have become move involved
in Village Extension Team (VET) and Village Development
Committee (VDC) training. Group development field staff, with 
their facilitator"coordinator experience, should br, active 
meiibers of Lhe DET and involved in such trainini'; this can 
lead to greater inLegration of all extenscion uFFort,. rh v
CAMA Office, FRECC, IDU and i)AF S can supp ort anl ,Kncc. u ra e Lhinvolvement of Fieid starF" ond TCO as rI,.n',r : i L,,,e .e;m , 

Show Com:niLtc-,s also need attentij n W)" the !:..A :;Ff i."
training experti,;,., to inc ' as. r nnlICL' iz . 'W l'.1d Llg -kilis;
impr'oving their Lu ' (21 n A t;r:i[ I!, ahi 1itv pp a 'L-Cu u v j iL 
minimize involvement o other aqricii1]t u ra and I'our, . Lr, ff'. 
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FIELD ISSUES



Coordinatd ObjectLivern 

The Ministry of AgriculLure dues not. yet lave a 
comprehensive approach to government's t.hrnu int.er-relnted 
rural development programs: Tribal Gra/i'n Lands 11o licy ( I(;LP) 
Arable Lands Development Progrnm (AI.D.P) ind CosImmunal First 
Levelopment Areas (CFI)A). 1his lack of' policy and direction 
is adversely affecting ability of fin ld staff to ,dequltely
address requests from district devetopmrnt inst LluLions arid 
the 1128 groups documented by WilleLt in 1980.



These are central government policier with mosL funds,


all transport, te.-hnical support and policy claril'ication


coming from Gaborone. Lack of consist.ent nppror'ch af'fecls


both CAMA Office and field staff. For example: borehole


syndicates have formed in the trlatsheny area ;,nd received


allocations for drilling privileges froi the Kgn lajdi Land 
Board. This likely precludes later, more progressive


approaches to dev'loping northern Kgalnqn(li communil rringelant 
as proposed in the fintsheng Land Use Plnn. riis area has one 
of the most sever uver-grazing problems in Botswana, with over


25,000 head of cattle in a 30 sq km area. Yet 'lring the pant


six months there has been no advice to extension officers f'rom


either CAMA Office or Animal Production Division.



It is recommunded that, after c:on.;ultatinn i.Lh all staff


levels, Ministry of Agriculture prepare a Communal Area


Development Policy For consi.leration by M.linistry Policy

Committee and the Rural I)evelopment Council.



Group Development Field StafF: Role and Size



The government White Paper on Rural Developmi'nt. (May 1973) 
specified that extension acLiviLies at village levil and below 
were to concentrate on group formation jiLh contitiued individual 
contact. Group approaches to information dissorin n Lion and


new technology got broad exposure shortly aT'ter 1;LJ''s


1975 Radio Learning Group Campaign. This group sfrat.eqy is


presently embodied in the national literacy campaiqn by


Department of Non-formal Education.



As noted earlier, group developmenl. field s!.,if


participate on DDCs and DE s. These tuu inst iLLu. ions rem:=in


the most effective means to ensure cooperation hetaien


extension agencies. !,DU's current natLion-wile cur, 'ttat ion Un 
extension aims to improve DET erFeclivness. lDUOs pLreviously

contributed data and policy proposals prepared il dist'rict

level during the ALDEP design and pilot-projecl pcrm'tod 1979-19!]0.



i-ter-departmental exLtonsion el'fuorLs at disi ir:L iind(


iill level urill continue to he coor-diH nct. thrun ,ih lDD"
and 
DET. rticularly with the District PL.inninq prn e.-s- Lnitiate 
by tral government in 1977. Un('ortun.telV, this troad 
patt.rn of inter-dlepartmental cucperatiton, such as that shojn 
beLween Ministry of Aqricultii r' Field sta and uol.heL" ministries 
concerned with rur;l d,vo oIn ment., is vi,.;olly absunt From 
cenLral government . 
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Group de, eiopment field staff h:ive 1l'cen given igni Fican t.
responsibi I implemcnt rL ral si rI.it ec,.,,rlupmt:il.,:\r boh


within DAFS (e.g., AE 10 and Stoff Iri-ser vic r i ,ininqj and ti

respective regions. Basically rir:]t nlf havI: tin Functions: 
to assist dissemination of informnLiin throurh qrOLup u:Lcnrsion 
methods and to assist: village exten:siun stafr rVi h groin
formation. Specific responsibilit LO.S include: 

1. assisting ADs with group I-ivulupment w.hen


requested through the 31P;



2. serving as resource p-rson on broad range of group activities for ADs, DAOs, Other 
 regional suppurt staff and


other extension departments involved in rural development; and



3. assisting those profit-orionted gruups which


wish to register under the AMA Act.



The abilit. to carry out these rcsponsibilil'ios ut;ing

the Gradualist Extension Approach and facilitation methods


is largely determined by the inter-personal skills oF the GDO

and the degree of support/encouragement received from 
 the RAO.

As leader of a multi-discipline extension support tnm, the RAO


must ensure that activities by all regional support stff reflect 
the Annual Plans prepared b DAOs and ADs. 
 This mana ;e.-ment role 
becomes increasingly critical 
 as exLension responsib;.lities

expand through TGLP, ALDEP and CFDA.



Group development field staff cannot. fulfill their role .if
they have unrealistically lnLge vorkluads, if they are continually
without transport and if continuous extension supp,.r't is not
forthcoming from CAMA Office and the PA0. It is recommond.d
that Extension Program Management training undertoken in


1975-1978 be re-instated to ensure that all recently posted

UAOs, support staff and RAgs are fully prep,,r d Lo carry out


Miistry planning procedures. 

There is considerable confusion throughout the country

resulting from the recont directive that flOOs should now be


called Agricultural Management Association 
 Officers (AMAOs).

District Officers, Regional Support Staff, Councillors, staff


"of other ministries and others have 
 questioned uhthe, this


means that "group development" will no longer be dnne. It
should be remembered that AMA registration is junt one


specialized component of a very broadJly based extonsion role
and the title 
 of the staff should reflect this sit:uation. It
is recommended, therefore, that field staff titles he rchangcd
back to Group Development OFFicers to eLiminate re', conFusion


and accurately describe their responsihilities.



Presently, group dpvelopmrent staff includes three


headquarters positions and seven A. 3.
Field pusts. P. Willet.t

strongly recomme;nded an incrense of Lu., positions: ,nne in
Gaborone region 'P D)ACs, 75 ADs) and ono ,n CenLral region

(7 DAOs, 62 ADs'. This report concurs vi th the rec.,m'endntior.
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It should be noted that the expa trio Lc rDO "'Kkuntsi assumed 
the post with the understanding that a nou Lu ,,t. Uou.Ld be 
immediately forthr:oming; 10 hionLhs Intatr whnn a counterpart 
was finally hired, he uas sent to Contrat Pugon for training 
and will not be posted to Hukuntsi unLil alter the e'xpatr'ii[ 
leaves, thereby allowing for no overlnp Qf responsibility or


continuity of function.



Cooperation with Private Groups
 


The Group Development Program has received significant


support and contribution in extension activities from the


Brigades movement and the recently emevring Village Development


Trusts. Such communal organizations often approach CAMA Office


for assistance; e.g., requesting hell) with leadership training,

seeking funding assistance or asking permission to participate

in the bulk buying discount scheme. Such conLacts should not


be rejected out of hand merely because such urgani:ations are


not traditionally-based farmer's groups. Most Developmert

Trusts and a few B)rigades are managed and operated on a


communal basis and are serving the snme target group which


the Group Development Program has been trying to reach.


Willett documented several examples uhere frigades, Development


Trusts and church-sponsored extension efforts were serving


target groups that government extension staff were unable to


reach effectivel, . When such groups approach the Group

Development Program for nss.istance, 'equtnsLs should b,.


reviewed carefully by field and headquarl.ers storf. It is


recommended that CAMA Office consider ra'L'efully the role


of Brigades, Development Trusts and other private development
organizations and adopt policies to Foster continued cooperation


and dialogue.



Farmers Committees



The CAMA Office is the Division responsible for


facilitation of Farmers Committees. 
 There are several


different types of agricultural groups in Botswana and


confusion has arisen about the definition of each: Farmers


Associations, Project Groups, Farmers Unions, Cooperatives,


AMAs, Farmers Committees. A Farmers Committee, as defined


earlier, is a representative body in 3 specific communal 
 area


which supp rts the AD in planning, irplemunting and managing

extension pctivities; it acts as a liaison with the Ministry

of Agriculture, i-eprcsenting the farming community's needs;


it plans, implements and manages agricultural develupment


projects affecting the entire area.



Farmers Committee Terms or ReFerence were cleveloped 
reg. nally and now must be nationally iccepted so tie 
Ministry can pronote a consistent policy on CommitLue formation. 
Definitions have been agreed to through extensive cunsultation 
and now await al:')roval by the Hiir istrv Policy ConimiLtee. 
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Extension workers, by appropriately 'Iinq Farmers
Committees, can do "bottom to top" pl.linning. thece cormirnitLees
must, however, be train'ed in order Ln ,in:!Pr:nLnr,(I their" rolN!,and extension work,.rs nued I L':irnJnj in kmi to u:;(:., r:riJ.1(M(
input for long ranqe plannin.r j o.rn(u-F I. !:Ioff' ,rir! he.I d
regional workshops 'O" l'armers CurmmilILrwr;; Lhes, ohruld beL

continued and actively supporLtid by Lhei r.!j.nisLtiv.
Greater public awarenriss would cnabl, )lt(hc: farmnr: to vievz
the Farmers Commi. toes 
 as channels of rfnmmunicn tLion b t ,.etrI
them and the Ministry. Farin rs Committ.(:vs are' tho lugical,

grass-roots bodies to be involved ini .lanI use p.1;iinrrrj and

in all other rural development activities. 

Financial SLppo,ri 

Since late 1977, Funding Fnr group action has increasedconsiderably; grants for a varinty (if !)t'o jecL:s ,re vai. lh[(
through the Ministry. Group developri;en field stafT played


a large role in developing application ,): c (icur'es
disseminating information to the public. I inanei 

arsd 
[I. ;upporL


is crucial to enable smaller Farmers I.n undurt.ake ir.uje r s,
and consistent pi O iCi s for this suppjorl mun L hoi I),,:;';.wd or,by every extentiion worker, [hye Minist'y of' Agri.ul LU'e must

give clear guidance to all concerned so that the public
receives the same message From all soijrc,s: flinistlrv orficials,
extension uorker,;, radio, politiciann. In-servicr ira irininq 1.ou Id
be one means of' clarifying pulicies. 

Finally, financial support, when mad!e nvail bie to (jrOlJp,at the approprinte time in their development, has enabled

farmers to develop management 3kills. Ihey l,rarn .u use


money and mater l'Is hetLter boe ;iuse Lh,:,. take responsibilLLy

to do so with guidance From PxLtonsioii F * Itaraining
I m;OLHr .
for specific groups 
 should inclutde r!nnncial manag(:me.nt and

record keeping t.3 help farmers dreiV1onp i:es. skilI]I I ur the



CONCLUSION 

The current (;rup DovelupmonL Program is the ho:iinnin.noF a significant movement. Ruril cLti/pns are IoginnLrU t,

take control or t-I:( ir own development, ihey a rr beinq jovn

the tools - human prncess skilIs - Lu cai;iLali.,.: on ,ehnl,;iica,
advances availablt,. Unique to the Gzouu) Doveolopmerm Program,the process of change is re(iarl ed equ-.m u:-, Lcchnn uLjV of
change; two unsepar'able forces toward on:. goal - belL,.I menL n;
individual ive,. 

USA ID could hav e a c en t mnu Lrg t'.'2181 nsh £ ip tn t s proc ess: 
in-service manag3em ni Lrainin for (cxtIr::inn ' a ff; ,ILsign ofadditional farm,:r Lraining modules; (:ommunications ard
Facilitator skiJlr; training or all orvluf rtIf I.r.oqIje tsFor this kind ot" Jsststinco H :J{on.- r'm i:, t.hjhilI: by the
Ministry of Agrj,:u ture ctoriie !hIFo,2 
 \:t.\- :shoulj frin Ih1 

in] DAFS



http:manag(:me.nt
http:I),,:;';.wd
http:work,.rs
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Most important, however, is the ajgressive s.tance which



taken within thc MinisLry i LsnlrIto .min Lainmust now be 
Ihn i. 1l,;Li. Srminairr; hve

the momentum already built. 
(iher

started a dialogue Lhroughout I11e rin.i[try and - Lth 

must be continued; DAIf'S and (CAr1A "lficeagencies which 
to sce that Lhn dialot .0 olnti.nles

have major resporisibility 
Lhe rural population Lhfcv sL'I/.for the benefit of 

Helping people to 	 help themnelveM in a diffiult, Ledious 
leadership and conimitment, hoever, it

and complex task; with 
can bt. done. 



APPENDIX III



"Agricultural Group Development in



Botswana: An Abstract"





A.B.J. Willett: Agricultural Group=Development in Botswana



An Abstract





Chapter 1: The Purpose of this Report



'his report is an appraisal of the group development programme,


a major aspect of che work of DAFS since 1977. One purpose


of the report is to explain the evolution of the group


development programme, considering original assumptions and


expectations and present goals. An inventory of group


activity (see Appendix, Volume IV) serves as a benchmark for


further micro-studies in group development. Group activity


throughout Botswana is examined and problems and constraints


regarding continued group development are noted.



A further purpose is to develop a strategy for guiding group


development which ensures that as many farmers as possible


adopt innovations and increase production, thereby raising


living standards. This includes: (a) developing a framework


to monitor group development; and (b) providing management


guidelines for group facilitation. Monitoring is important


in order to check that Government is reacing the target group


and continually steering the programme in that direction.


Management guidelines must be available to those who facilitate


the group development process and each group activity must


have guidelines tailored to its specific needs.



'inally, the report identifies related issues. .1s Group


Jevelopment is Government's main extension effort to facilitate


institutional development in rural areac, it is closely tied


to other issues: settlement strategy; relationship between


promotion of new institutions and role of traditional leadership;


land allocation and other difficult .olitical questions.
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Chapters 9,10,11: Fencing in the Communal Lands and Grazing Areas



Chapter 9: 	 Communal fencing in the Lands - What is happening


and why



Farmers are taking the initiative with communal fencing of the


lands. There are 109 communal fencing projects in Botswana;


26 are complete with intact fences; 32 are in progress; 47 are


t early stages of planning. Over 4000 people are involved in


urrent construction or planning of fences. Growth areas for


encing include Pelotshetlha area of S. Ngwaketse, Tutume



.istrict, Tswapong hills in Palapye District, Manyeladhong


hills, Makantshe hills, and Mmankgodi in Gaborone Region, and


valleys around Manyana, Ntlhantlhe and Moshupa in N. Ngwaketse.


Lands are also being fenced along the Boteti river in Ngamiland.



Organisatonof-fencing projects is being undertaken by groups


and sub-groups with organising committees. Enclosure fences


are usually managed by undivided groups. Long drift fences


stretching between different communities are run by


managerial sub-groups under a co-ordinating committee or


one committee with labour sub-groups. Farmers Committees,


independent village committees and VDCs also organise fencing
 

projects. Funds for fencing are raised through membership fees


(cash or fencing materials). Fees are usually between P2.50


and P24.00 per household. Fees are being paid in many cases


and underpayment tends to be compensated by large donations from


wealthier members.
 


Farmers give the following reasons for undertaking fencing


,rojects:



To protect crops from cattle damage


To solve the herdboy problem



3. To make 	 possible a planned grazing rotation


4. 	 To give farmers the opportunity to improve their farming



by early ploughing


5. 	 To enable judicious use to be made of available water



sources


6. To stop 	 arable expansion into grazing


7. 	 To prevent cattle from straying into grazing areas when



"mogau" is poisonous



Water development is being planned in conjunction with fencing


projects in 34 cases.



Chapter 10: 	 Communal fencing in the Lands - How it is


Droceeding, How it can be helDed



Potential Droblems in fencing orojects: People may be


suspicious of a fencing project. Com:2tent management,


consultation, clearly thought-out objectives and fence design,


.nd timely support from outside bodies may allay fears. Other


ommitments by local management, funding and labour resources,
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and neighbouring communities cause delays and difficulties.
Co-ordinated institutional development may help communities


define priorities. 
 DAOs and ADs should help distantly

elated communities collaborate on projects. 
 Fencing lands

rom grazing may cause overstocking of grazing areas. 
 Grazing
areas cannot be enclosed with present management systems.
Study and consultation are needed to seek 
 answers. Land use


conflicts may arise and land use and capability plans will

help in taking sensiblr decisions. The group development
process is central to the implementation of such decisions.
Financing of fences may be a problem when crops cannot be
marketed or income levels are low. 
 Specifications for fences

may be so high that a community cannot raise funds. 
 Practical

guidelines on fencing specifLations and techniques are
needed. 
 Large enclcsures may ineet construction problems,

particularly with ttansport to work on a section away from
the settlement. 
 The needs of rich and poor concerning large
enclosures are different and the small farmer is at a
disadvantage. Undertaking a fencing project demands careful
thinking; the effect of a fence scheme on all interests and
land use planning must be considered. More but smaller
enclosures in large areas may be the answer. 
 Vater development
should be incorporated into fencing projects when necessary

to avoid frustration. 
 Skills gained through fencing groups
can be applied to water development. Poor leadership hinders
encing projects and communities must become more aware of

ae 
type of leadership necessary. 
 A project design includes

ne 
 discussion of problems and incorporates solutions.
needs to be understood as a process of consultation. 

This


Local
leadership and managerial competence is necessary.



Particination in fencing projects: 
 Most projects aim for

participation by everyone with lands or 
 cattle in the fence

area. Participation (in terms of contribution) is highest
in small enclosure projects. Participation problems can be
anticipated, solved by consultation, and provided for in
the project design and by-laws. 
 Training and adult education,
plus competent representative and .ell-supported management


are needed.



By-laws: The record on ho..well by-lawu are kept is varied.

Poor leadership contributes to 
 their being ignored. Area
management by-laws are .'idel, ignored and the solution seemsto be a question of a more appropriate project design or
land use plan. By-lars tend to concentrate on familiar duties
and immediate problems rather than on long-term utrategy.

ttention must be paid to 
 the drafting of by-laws in the
lanning stage of a project, relating it to the consultation


rocess.



zichieving consultation: Consultation involves discussing
project objectives with the whole community. Both external
and internal consultation are necessary. 
 Adult education
should be used to make local communities aware of the issues
in consultation. 
 Extension workers and management committees

need training for internal consultation.
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Overall fencing strategy:



Advantages



ndividual fencing 	 Grouo fencing



. allows independent decisions . protects fields of majority


* allows reserve of winter . allows significant areas to


fodder be reserved for winter



• avoids disputes 	 fodder


" recommended when otherwise . controls cattle 
impossible to plough early . saves herding 
or reserve fodder . less expensive 

" recommended when plenty of . better in most respects 
water, arable soil, and . recommend small and medium
grazing close sized arable blocks 

* recommended where social/


political factors make


group formation difficult


in short term



Disadvantages



" greater cost to individual . cattle control a problem in

and nation large enclosures

provide no control over . reserving fodder a problem

individual's cattle in large enclosures


Fencing projects should take the overall situation into


account and prevent the random growth of fencing.



Subsidisation Dolicv: A matching grant system (AE.10 and AG.15)



and the ALDEP loan subsidy programme are running simultaneously.


Group contributions are likely to become fixed at 10%, undermining


group development philosophy and encouraging individual farmers


over small groups. To encourage small groups over individuals


it is recommended:



1. to remove labour grants, or failing this, to at least


standardise rates on a per km. basis



2. 	 to reduce individual grants, e.g. to 25%


3. to reduce the cost of fencing, either by recommending



cheaper specifications or by subsidising prices


4. 	 to allow up to 4 individuals to use an ALDEP-type package



in a cumulative way


5. 	 to allow a 50% maximum grant for groups of c. 5-10


6. to allow a 50% maximum grant for groups of over 10 but



applied with increasing discretion


to erase the idea that groups need only pay 10% of costs



8. to facilitate faster project implementation, the loan


concept could be encouraged



A wider strategy than subsidisation policy is necded. Further


investigation is required at the micro-level and deeper
 

discussion is called for.



Sunoort: Issues involved in fencing are complex. Support must


help farmers pursue long term ideals, not just perceived


objectives. Technical support is crucial. This comprises
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land use planning and mapping, advice on fence specifications,

and co-ordination of further technical assistance such as
dam building and borehole development. The group develop)ment

programme role is to provide organisational assistance to grours.

Management committees need intensive training in many skills


to achieve both short and long-term aims. Many specialisms

,re needed to support the fence group development process such


s land use planning, water development and crop production.

-2lanningof support is important. Ianpower resources need to
be inventoried and extended. 
 There should also be co-ordination


of support procedure and monitoring.



Research: The Rural Sociology Unit, Action Research Unit of
Ag.Inf., Institute of Adult Education and MLGL Research Unit

should collaborate with appropriate technical divisions and
Regional and District staff on research. Suggested lines of


research: 
 various types of fence at different stages of

development, individual fences within group fences, unclear

distinction between arable and grazing enclosures, impact of


fences on livestock.



Chapter 11: 	 Fencing for the Management of Livestock on Communal


Grazing



This chanter 	 assesses the progress made in developing an


institutional framework for an improved management system

on communal grazing land. 
 Communal areas are often regarded

s warehouses where herds can be built up and moved to


emoter pastures. Owners with fewer than 70 cattle are not


_nclined to move, and are not easily persuaded to form groups

in commercial areas. Small farmers want land next to them.
APRU cells do not interest farmers with fewer than 40 cattle


because they are not rearing cattle to sell. A variety of


approaches is needed to communal area ranching.



Farmers' attitudes affect the situation. i.lost comrunal area
livestock owners 
 feel grass and water should be free and the


concept of management fees is foreign. Cattle are seen as an

investment and not as 
 a source of turnover. Reducing herd size
and selling surpluses to pay for imp)roved management or


relating overstocking to 
 a decline in 	 calf production are
not convincing concepts to farmers. 
 Some farmers are a..rae of
the connection between over;grazing and overstocking. Some

farmers fear fencing will crowd the grazing land. Farmers


are interested in a variety of projects which would improve
the management of their livestock. 
 However, communities often
lack management capacity. Government must listen to farmers.



Classifving srstems of oranisation: The organisation for

ommunal grazing suggested by ,,hambers and Feldman is
artial open, 	 partial 
 closed and total (open). Partial involves


part of the communal land, total involves all of it. 
 Ooen
"llows any members of the cor.munity to participate, close-


allows a limited number of the communit.- to participate. 'dach
1system has advantages and disadvantages. in areas of landabundance, a sequential approach usin:7 the :ra'ti- 1 o,,n an,[..1oving
to total is recommended. In areas of land scarcity, a total 
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system within the context of a land use plan is necessary. This


study expands the classifications to five categories:



" TOTAL =Type A



" PARTIAL (a) open membership



i) full-scale development =Type B


ii) limited development =Type 0



(b) closed membership



R) full-scale development =Type D


ii) limited development =Type E



To date, there has been little experience of group managed


projects. The following section summarises that experience.



Type A ranches (Total): A total system is not yet operating


and there is no experience of ongoing management. Plans and


proposals have been made in Barolong, Matsheng, and 'I.Malete.


Projects in Kachican, Tsetsejwe, and Thabala never made it.


In practice, progress of total schemes must be piecemeal.

The limited experience of type A schemes points to four problems:


i) Total schemes should be limited to areas of severe land


ressure. 2) There should be a comprehensive land use plan.


) Effective land use planning must be based on genuine


3nsultation and institutional development. 4) The issue of



controlling stocking rate must be faced. Recommendations for


type A schemes concern consolidation of arable lands in areas


of land pressure; the need for comprehensive land use: p'ansq;


the temporary fencing of smaller arable blocks; further


investigations on the effect of fencing on grazing areas;


socia-economic studies of farmers; priority to water development;


education of farmers and District staff and consultation with


farmers from early stages.



Type B ranches (Partial onen - full scale develonment): The type


B ranches, built for the most part before Independence, have


had a variety of purposes from fattening to rearing bulls to


training. Current uses of the ranches vary and may differ from


their original purposes. Economic assessments of these ranches


are difficult and their financial systems have often failed.


BDA and Mabeleapudi ranches are in positions for fresh


decisions and organisations are recommended with attention to


consultation, group development procedure- andI managemcnt

systems. The aim of building up improved management of communal


-razing has not been achieved by B ranches. None of them have


ucceeded in being partial, open and multipurpose. More support


hould have been given to them by Government. An economic



analyses of the different ranches would be valuable.



Tve C ranches (Partial ooen - limited development): Type C


ranches are a possible entry point for communal ranching. There


are only three proposals for type C scheme.s. Water, weaning,


bull, and fattening camps are proposed. These schemes seem to


emerge where there is group experience already. Uze of lands


for winter grazing can be looked at in corjunction !;ith C proposals.
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APRU communal grazing_ciljs: These celis fall between categories 
C and z and aim to combine research into ove-.'grazing -.ith group

development. Conflict in this aim -.teimc from Government 
control. These cells fatten weaners as benefits are clearly


measurable and visible. Management cost is P12.00 per animal 
per year. There are problems in implementing APRU cells.


Because they are located in areas of land pressure, farmers


resist the use of the spare room. Farmers often see the


cells as closed and for the rich. Where several communities


share grazing, consultation needs to be thorough. Many are


'.gnorant about the purpose of the cells. The cost of the cells


?as also seen as too high as Batswana are not used to spending


Loney on cattle. If land shortage is not acute, there seems


co be a willingness to learn and benefit from APRU cells. APRU


cells are a first step in a sequential approach. Farmers'


situations and attitudes need to be regarded. A slow process of


institutional development, public education, land use and


management surveys, and farmer priorities are recommended.


A gradual group development approach is necessary.



Type D ranches (Closed membership - full-scale develonmeit)

Though little is k1no=,n of three proposed projects, Type D 
ranches are really only possible when the situation is not zoned


trual communal (grey zones). Purposes of these proposals have


included water development, fencing a cattlepost, halting


expansion of neighbouring lands. Land use decisions need to 
be made for proposals of this type and clearer policy 
guidelines are necessary. 

Type E ranches (Closed membershio - limited develonent: One 
fencing group exists in this category an!. propose to enclose 
an area infested with "mogau". it is recommended zhat the 
project should only be permitted under open memborohi,). 

voroach:. The introduction of communal grazing management systems


has been discouraging. Participation can be assessed by, means


of the classification. Though type A should include the uhole


community, it does not. AHRU cill projects have problems related 
to their being partial schemes in areas needing total ones.


D and E schemes ought to be open. The forms of organisation


of those groups arc iwportant. iaci.iL;Lt.ion of rrqu.isitc
institutional develonment requires massire input. The gradualist 
approach is essential. Farmers need managemont training. There 
is resistance by farmers to controlling the stock'ing rate. 
Government must understand farmers. Research into levels at 
which livelihoods are sustained is neceosary. The A-E 
classification system allo-.s the recognition of potential 
problems. The Chambers and Feldman recomrnendations should


be upheld.



A gradualist axtension approach is recommended in the conte:t 
of an overall strategy in communal area iivcstock management.
There should be a spatial plan for the -ev!%lopment of 
infrastructure, a maneaement i:lan and aln institution al development
Slan related to the comnmunal situatioi. Suggcstcedo,,,ines_ 
based on further research) could be:
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1. 	 small facilities for smallstock and cattle in mixed lands/


grazing areas


more expensive facilities in grazing areas, build up from


smaller to larger projects, anticipation of organisational


and technical factors



3. management practices - individuals dr groups - and


relation to seasons, how drift fence/grazing should be


tackled



4. 	 institutional development related to type of communal area



DAFS must supply more integrated support. Government must pursue


measures in addition to group activity if the management of


communal grazing is to be achieved.
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Chapter 13: 
 Group Ranching in the TGP Commercial Areas



Government objectives and programmes for group ranching in
TGLP commercial areas include giving priority to groups of
small farmers to ranch in the commercial areas; 
 a group
ranch subsidy scheme; advice, staff, demonstration equipment
and facilities; 
 a training programme for AfDs 
 and managers
from the ranch extension unit. 
 Over a three year period,
30 AMAs should be established or under%ray. 
 Only the
Selebalo group and hcojane syndicates have had ranching
experience. 
 Other experience is in group formation and planning.


About 300 farmers have been involved in groups at some
and the average group size is 8. 

time


There is diverse experience
with participation. Involvement has been by members of
existing borehole syndicates and farmers, perhaps facing
rater shortage, who are near the commercial ranching zone.



Financial awareness among groups is variable. 
 Successful
ranching necessitates a financial attitude to cattle which
is not traditional. 
 Some groups have not raised any money,
others are macing progress.



There are several observations to be made about the present
management and organisation of group commercial ranches.
commercial attitude is rare. 
The



Other motives for ranching,
particularly water development, are uppermost. 
 Smaller
syndicates are 
 the exception and have the advantage of literacy
and management background. 
 There are not enough suitable
candidates for ranch managers. 
 Farmers also need to be
educated to understand the need for managers. 
 Large groups
have difficulty in meeting. 
 The location of ranches w'.ith
respect to communal areas affects the typ)e 
 of participant. The
target group is being reached only in the Southern District.
Support is a problem. 
 The main issue is the extent of
Government comitme t 
 to sall ok.-ncrc in ovcrcro'.,dei areas.
There must be active intervention on behalf of' the small
owner. 
 Ranch sites must be reserved near the communal areas
tnd a development project is necessary tc achieve this.


There should be to tarmet crouos, a small o,.ner grouT) and
the more commercially viable groups of o.ners of 40/50 cattle
and more. 
 Group ranch develooment must 
 be :lanned and
facilitated on a s'atial basis with rescct 
 to different
target groups. Guidelines on commercial ranching as 
 a zrou
activity are needed for other field 2l: !f.A uonciuu
positive policy for facilitating small o'.rner group 

"1 
narticipationis necessary. 
 Either ranches need to be 
 reserved near
communal areas, or 
 immediate attention :;hould be fiivmn
to facilitating small ov.mer groups.



Stocking rate has been a problem. 
 Managfement fees do not
seem to be perceived as directly related 
 to cattle numbers.
Quotas are required by 2l11s. Official mothods of control
exist, but regional level co-ordination of derart:::ent5
necessarl :,.enforce them. 
is
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The participation of small ovmers in group ranches in communal


and commercial areas has not been a dramatic success. Small


owners may be neglected because they are difficult to help.


Ranch group development must continue to be gradualist and


must receive high priority. There should be two target groups 

the small owner and the commercially viable (40/50 cattle)


owner. Each target group will have different institutional,


Qrganisational, and support requirements. Land strategy


should include a zone of commercial group formation on the


.argin of the communal area. Research should be done on the


tse of the grazier scheme cattle. Higher subsidies are required


and projects should help access to grass and water and


encourage breed improvement. Commercial and communal area


plans should be linked to give the small oi..rner help and time


so he can eventually compete for commercial zone allocation.


Time must be made for group facilitation by reserving land


for small owner gruups. Facilitation involves a variety of


support activities and the use of a gradualist approach.
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Chapter 14: 
 Group Activity in Water Development



Farmers are taking action concerning water because the
availability of water influences many aspects of rural life.
Water sources exploited throughout the year are springs and

pans, rivers and dams and boreholes. 
 Groups want to ensure

a water supply before embarking on a project. 'later development

often leads to other activities. 
 Lack of water can threaten
projects. Political issues can also threaten a reliable water

supply.



There are 232 dam groups in Botswana, but 84 dams have no 
 group.

Over 6500 farmers are involved in groups for old and new dams.
Few dams have been constructed by groups. Groups raise money
to maintain dams through joining fees, annual subscriptions,

watering fees. 
 Dam maintenance has been disappointing. The
Government is often expected to deal with problems and groups

are not caring for dams successfully. 
 Fow groups have by-laws,
nd there are few attempts at cattle control. Wdhere by-laws
xist, they are not being successfully implemented.



Old dams silt up and spillways erode. Fences are poor and
trampling and overgrazing exist. Post-1974 dams hold water
fairly well, but :,ome have serious design problems. Fences,
again, are not in good condition. ';heredams are unsuitable,

alternative water sources should be developed. 
 Overstocking
occurs because dams are too few for the population or there is


an influx of neighbouring cattle. Overgrazing is aggravated
by dams being too close to water sources. The convention that

people should be able to use water when their source has
dried up presents social problems. Group organisation and local


leadership may be lacking.



Long term institutional development may solve such problems.
The dam programme has been seen as being in the hands of the
Government, and adjustments are needed to make the dani


programme group centered. 
 Is the dam groun or an SDU crew
responsible for fencing? 
 Technical guidelines and training

in dam maintenance are needed. 
 There should be co-ordination

at the regional level of support activities including field

raining before the dam is built. 
 Grou-s should elect
anagement committees and fund raising vystem2 shoul, beieviewed. Training in record keeping is needed. 
 O;en


discussion by groups is important.



Group development and an overall plan for water dovelopment willhelp solve the problems of darn groups.. 'dater develooment surveysare needed and regions must identify priority areas. inntitutionaldevelopment to facilitate consultation and olanning is vital.
A land use strategy will solve controlling the use of dams.
Fencing should be considered in relation to water develo-ment.
Fallback sources of water are important. 1.anagement systems
must be adopted. District authorities should be involved in
policy making regarding the responsibility for mainten.nce ofdams. 
 Labour intensive methods of contruction and re'air

may help generate a greater sense of r-ooncibility for the
dams. Groups for new 
 dams and old dams should be formed at 
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the same tme. A contravention of the principles of group



management is the major cause of problems and disappointing


management standards of dam groups.



orehole projects in the comiaunal areas are for domestic water


and livestock in the lands areas. The motivation for


proposing a borehole is to have a permanent supply of water as


a fallback when pans, wells or dams are dry. Funding problems


arise when a single purpose cannot be specified or when


development of permanent water supplies is interpreted or


intended as a move toward village status. Big borehole groups


prefer to take over old boreholes rather than incurring the


cost of developing new ones. Attention must be paid to


areas of extremely uneven water distribution and to consequences


of borehole breakdowms on neighbouring dam users. AMA


registration is recommended for large borehole groups engaged


in several projects. Proportional, not flat-rate, fees are


recommended for borehole syndicates outside the lands areas.


Limited syndicates may help the small farmers. Group development


staff must become more involved in facilitating and supporting


borehole groups.



Farmers recognise advantages and disadvantages to different


forms of water development. Dams are seen as labour-saving,

_heap, free to develop and convenient, but also unreliable,


ifficult to manage, use hard to control, and encourage


vergrazing. Boreholes are permanent and management control



_s easier but they are expensive to implement and rur, may


bceak dowm and contractors to drill are in short supply.


Catchment tanks should be considered by small farmers.



A spatial strategy for water development should consider


need, location, type of development %nd form of organisation.


The settlement policy should be related to .ater development.


Some individual activity is suitable in water development, but


larger scale enterprises require grout aork. Both primary


and fallback sources of water should be olanned. Small-to


medium lands enclosures .iill be easier to handle in developing a


spatial strategy. Constraints to the development of a


spatial strategj are limited capacity to build dams or drill


boreholes, tight schedules an' manpower.





Chapters 12,15,16: 	
 Dairy Ranching, Tic1, Control, 2 malktocIc


Management



hapter 12: Dairy Ranching



The Government intends that communal areas fill part of the


urban demand for milk. Milk surpluses are being sold, but

a more sophisticated, modern industry should be created.
Milk reception centres are being used and two ranches are

receiving help. 
 At Selibi Pikwe, there is a packaging and

pasteurising dairy. Financial stress has been caused by
winter shortage of milk, drought, and foot and mouth disease.
Farmers could not afford to 
 transport small surpluses during

drought. 
 Group transport needs emphasis by extension workers.

Financial monitoring would be beneficial. 
A dairy ranch scheme


has been launched to 
create a steadier milk supply. 
 Viability
depends on an assessment of supply and demand for milk. 
 Seasonal

fluctuation of milk 	 supply must be analysed. 
 Milk filtering

plants in small centres should be encouraged in group


management.



Dairy policy should focus on production. Upgrading Tswana cows
is a long and costly business. 
 Two ranches are underway.

Land allocation is a problem, but viability of intensified methods

)f milk production in communal areas is the crucial issue.

jack of management skills is a constraint, as is lack of
transport. Government caution over economic viability has
caused difficulties and delays. 
 A limited market and overgrazing

may cause further problems. Dairy extension staff have been
occupied with marketing structures and supervision of projects

and have not attended to group development.



The time is not right for group dairy ranching. Individual


farmers should be helped to 
 increase milk output for sale.
There is potential for group action in marketing, in both


transportation and milk filtering. 
 2xtension ADs should be


more involved in dairying.



Chanter 15: 
 Tick Control



Farmers are aware of problems caused by ticks and of the need
for tick control, particularly in recent waet years. 
 Group
action for tick control seems most effective. Projects include

farmers with herds of 10-30 cattle for 
 the most part. Tick
control is 
 more necessary in the coimmunal lands/grazing areas


han in the less seriously infested -andveld cattle posts.
ick control needs to 
 be considered as 
 one part of a aider



strategy for cattle management.



Projects being undertaln
. by tick control "ouo,, include

constructicn of handIing facilities, hand :praying equIT.ent,

motorised spray pumps, fi:*ed 
 spray races and dip tanks. :"ost 
grouzs are unrcgizcrcd. aro 120 gin tic] csrol


with 2200 farmers oarticjiatin,.



Fund raising and financial problems :ot. for tick
FundsI' 
 



control projects are raised by joining fec-, group contributions


and Government grants toward expensive facilities. Drought


and foot and mouth disease have halted fund raising. Since*


guidelines on methods of tick control in relation to herd size


are not clear, it is difficult to determine vwhat groups are


doing in practice. The number in the group and the money raised


is a problem. A small group may begin a large project and run


into financial problems. Lack of guidance in tick control


contributes to lack of participation and failure to fIl'.d projects.


Guidelines, solutions to technical problems, experience wlith


financing different methods, and good record keeping to serve


as a basis for comparison between projects are necessary.


Cost calculations in relation to frequency of use should be


indicated. Inservice training for extension staff, visual


aids, and circulation of project plans are necessary.



)rganisational problems among tick control groups need


ttention. Area wide institutional development is necessary


o tackle the situation. Ineffective committees, social factors,



patterns of settlement in commuial areas, lack of available


water supply constrain the development and maintenance of tick


control projects. By-laws must be developed and seen as a


crucial part of group formation itself.



To ensure the development of a broader concept in cattle


husbandry group organisation, four main areas need consideration.


Institutional development is necessary to produce leadership


competent to make plans and enable the community to participate


in decision making. Financial assistance should exist in the


form of grants and loans in specific situations. Projects can


also be helped financially by encouraging a small start by a


committed few. Spatial circumstances should be considered.


-Sub-groups may be appropriate with a widely scattered


population. If it is not easy to travel betw:een lands areas,


separate projects may be best. Central facilities can also


be built and used by different sub-groups. Rigid rulings
 

should be avoided and tick control should be seen as a part


of land use plans. Tick control ii one aspecL of imoroved


l.ivestock husbandry, but structures should be able to handle


ractices other than tick control.



2he support role is complex. Informal training is of value,


but formal courses are needed in large regions. Visual aids,


films, demonstrations and facilities for thuir use are needed.


Courses and field talks are essential for technical trainIng


in usa of equipment. Guidelines for construction and operation 
of equipment are important. Training should be done in 
record keeping and financial control. These support inputs 
should be progressive. The SLOCA pro-raim[lr io beginning to 
help groups. RALON ..ecommendations should form the basis of 
guidelines for group activity in cattle husbandry. SLOCA 
should develop resources for .roducing .:tension aids and 
training staff an.3 farmers. SLOCA muzt have regional support 
to succeed in the communal areas. 

ChaDter 16: Smallstock ana;:ement



Smallstock dosing groups began with the idea :f building up
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communal grazing groups. Currently, 470 farmers are involved


in smallstock groups. Activities include dosing, dipping

animals, vaccination, and sometimes tick control. 
 Records have


not been kept well and regularity of treatment is difficult to


assess. 
 Most groups rely on the loan of equipment and pay for


remedies by charging fees per animal treated. There have been


Jifficulties in raising money.



.any smallstock groups have failed due to general group

roblems (leadership, social constraints, comnittee organisation,
ther priorities) and problems in the approach taken in group



formation. Difficulties in getting supplies of remedies,


problems in areawide parasite control, inadequate markets have


also hindered groups. However, the main reason for the 
 collapse

of groups was the ineffective husbandry package recommended between


1976-1978. Dosing demonstrations were inadequate and there was


often no attempt at group formation. Groups in the Southern


Region are active because they are well supported. In other areas,

support is limited or non-existent. Support is important.



A new approach can be implemented if guidelines for group aciivity


are developed. 
 SSU has started this. Group formation and


organisation need guidelines. 
 Extension materials, courses,

.mallstock spmcialists in the rcgionr, d(mon,tration facilitics,

training of RTC and SCC staff, co-operation with the


Veterinary Department will contribute to the establishment of


a new approach. Research on the IF F 
 experience 'aould be useful.
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Thapter,17,18: Conservation Projects, Bunding Molapo Areas



Chapter 17: Conservation Projects



Resources which need conserving are the range, the woodland,



and the soil. Attempts to conserve grazing land have met



with little success. Ways to approach overgrazing include



marketing more cattle, improving water distribution, improving



the range, and reducing destruction by veld fires.



Two types of firebreak projects are those along drift fences



and those not connected with fencing. Few firebreaks have



been tackled because it is a tough physical job, annual maintenance



is necessary, SLOCA makes equipment available for development,



but not for maintenance and farmers feel that more Government



assistance is needed. Often firebreaks are a low priority in



a community. ARB and Conservation Committees exhort rather



than develop institutional organisation.



In a ne. apRroach, firebreaks should be seen as part of a



land use plan'in conjunction with other developments. Institutional



levelopment is needed. DAPS and ARB must work closely in this


Guidelines for a management programme and a co-ordinated
.rea. 
 

_pproach by field staff are essential. Expertise of various



specialists must be brought together.



Woodlots and donga conservation are important as the demand for



wood in Botswana is outstripping the supply. There are few



community woodlot projects and little experience of community



management. Guidelines on organisation and the use of Richard



hite's handbook are recommended. Technical and organisational



specialist support is required. Labour demand is high in the



first three years of a project then skilled management should


Trees
take over. Communities will need a lot of outside help. 
 

should be provided to centres where suport and management exist.



2erhaps the projects would be made more attractive by paying



labour. Public education efforts n 8chools and clinics
primary

would also be valuable.



Government catchment area schemes for soil conservation have



been disappointing. Contouring must be done in a .hole


. atchment area. In future, training, demonstrations, group



organisation, campaigns, guidelines for group activity and



financial contributions should receive attention. Development

'rusts could do advisory .ork and services. Tractor o..-.ers


:ould be trained in making contour banks.



Chanter 18: Bundinf :. olaoo Areas 

i.olapo refers 
 to an area of land annually flooded by the O:avango
 
iHiver, receiving rich soil de:cmitz. V'looc- arc controll.



areas with bunds across the mouzhs of the :oia o areas.
in these 
Potential for group action in redeveloping th: mola o area


exists. Bundin7 projects related to Contro le1 2Loo±, r,:
begun. Tools are suolied by the De;-artme:it of Amricultura1


Research and labourers are naid. As a result, few 2abourers
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are committed to molapo projects. There is no real group


development and project leaders tend to be labour foremen.


Land issues have not yet arisen but there is one effort to


control allocations.



Community agreement and cooperation is necessary for long


term development. The Division of Land Utilisation should


develop guidelines for groups. Extension staff should encourage


the formation of by-laws on management. If crop marketing


is to be considered, B.MB prices need roassessing. The


group at Sekapane may be a good place to begin group


development.





22, 24: 
 Groups for Fishing, Crop Storage
Chapters 19, 20, 21, 

Tractors, Poultry, Women



'hapter 19: Fishing



a small, subsistence industry in northwestern
'ishing is 

Jotswana. Difficulties in developing the industry include


risky production and inaccessible larger markets. Local


markets are small and unreliable. Extension work emphasises


technical assistance to individual fishermen and improvement


of markets. A small start has been made with commercial


fishing.



The potential for group action in fishing includes group


marketing and group production. Dependence on the Fisheries


Section and little confidence in managing marketing projects


could be assisted by group development staff. Production


poses problems. Guidelines for fishing production groups are


necessary and should include size of group, cost of boat and


equipment, number of people for both fishing and processing,


manag ment overhead and marketing. The number of groups a


lake can support is also a basic consideration. Fishing


groups must understand financial management and grants.


A marketing organisation established for an entire fishing area


sould allow groups to concentrate on production and processing.


Group size and grants must be clarified. A small group may


iea viable production unit.



Chanter 20: Croo Storage



Group action in crop storage includes building of crop storage/


collecting centres, mobile buying, bulk seed buying, and


hammermill projects. Farmcrs marketing from communal lands


areas face problems of distance, high transport charges,


difficulties in getting seed, losses in storage and low


BAM buying prices. To deal with these -roblems village


organisations have tried various projects. Such difficulties


as drought, F.ID, delays, leadership, wea. committees, no ADs


and confused organisation have beset the roup projects.


t.anagement has been the major area of confusion.



Shortage of management, cost of tranSmort and cost of building


constrain the development of croc infra:;tructure. Activities


to address the basic needs of these grou:s can be divided


into individual activities, grour activitic, commercial organization

activities.



.,iIDIVIDUAL GROU" CO; -2. ' )C IAL 

storage/threshing of grain storai7,n in purchase, bull: 
crops in scattered compact commnunit' storage, marl:eting 
communities of .ran 


threshng e u:...m.nt 

sale of _mplements, 


milling- ( ermmnnt> seeds 

oe
settled areas) ;U.-up]yof emcrgency 

grain to deficit 
areas 



INDIVIDUAL GROUP 
 COME1ICIAL 

collecting crop transport 
produce (onward 
transport and 
sale) 

crop transport to


depots



bulk purchase of


seed



storage of AD


demonstration


equipment



ordering spare


parts



Two plans for crop infrastructure organisation are presented.

One is the ALDEP proposal and the other represents what needs


to be done for isolated coarjunities. A crop pricing policy

is basic to the aim of increasing small farmer production or


income from crops.



ChaDter 21: Tr .ctors



Tractor groups include purchase and operation, hire, and


servicing. Few families own tractors, but many hire them.



Problems in tractor group organisation include availability

of servicing and spares, difficulties in organisation,

generating income to cover loan payments. Economics of tractor


groups must be studied and the groups must be advised.


Knowledgeable management is necessary.



mall farmers need cheaper access to tractor use. Group tractor


ire may be a solution which could be carried out through the


,igades or through private owners.



ChaDter 22: Poultry



Farmers in Botsw.ana keep poultry for fcod, traditional


nieeds and occasional cash. An impro'ved breeds progremie

has been implemented and has resulted in commercial producers

operating around the main demand areas. 
 Problems cf mare!:ting

and processing are being tack.led in II of the Goverrment 
poultry programme. Few poultry groups e:i.,t - one input ,croup
and two production groups are active. 

Problems in poultry grou- organisation center around the


need for financial assistance to target roup farmers .o enzer


commercial production. The cage system is the most profitable,

but demands careful mana-cment. The cost of tr-nn,,,ort nlagues

producers who are distant from markets and sources of feed 
supply. The key to successful group projects is shift w.ork. 
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Leadership, training and by-laws will assist the shift work


effort. Motivation of participants in crucial.



poultry extension work should include short practical inservico


2ourses. ADs should provide technical support. Organisational

iupport and re-orientation by extension staff to the needs of


he target group are required.



Chaoter 24: Agricultural Grout Work with 
 Iomen



A DAPS post to facilitate extension work with women has been


established. Women may be contacted through existing groups but


no guidelines have been developed for this effort. 
 Women are
involved in group activity, teaching centres, and a variety of

projects described in 'is report.



Problems in women's group organisation include the low priority
given women's activities, domestic ties making course attendance


difficult, the scattering of households in the lands areas. 
 Field


courses and use of health posts are recommended for reaching


women.



Women's concerns must receive attention from the extension staff.
Concerns include children's health and welfare, water supplies,

nutrition and clothing, literacy. Women also have a key role in

arable farming. 
 Poor women are in special need of recognition


as a target group.



he extension approach needed for women includes a thorough
discussion of the problems of women, an increased awareness of

the situation of rural women through adult education methods.

Action with target group women should proceed cautiously with


more support from extension staff. 
 There should be regional

planning of women's activities. Guidelines for support to

women's groups should be dra.m up. 
 i'roblcms of organising

group activities in the lands areas 
 should be studied and


discussed.
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Chapter 2': GrouT) Horticulture Projects 

Attempts are really being made to reach the low income target"


group through group activity in horticulture. Interaction of


technical, management, organisational, social and cultural


factors can be clearly seen, along with implications for


approach and support needs. Several projects 
 are in produc ion


or being implemented. Since horticulture is not a traditional


activity, the aim of horticulture groups is often unclear.


Improving the diet and earning money are the main aims, and


they often overlap. If earning income is the primary object,

then project viability depends on soil, water and a market.



Group action has advantages for reaching the low income target


group. Individual poor people cannot establish gardens

easily. Local markets may be inadequate. Government could


support a group project and assist in overcoming constraints

#elt by individuals. Marketing, training, and advising are


easier with a group. It should be noted that commercial


orticulture is better suited to an individual manager than


o group management.



Problems experienced in horticulture group organisation include


water supply problems, poor markets, lack of demand, poor soils.


Demand will have to be increased through nutrition education.


In larger villages, extension staff needs to learn to assess


demand. Sites must be allocated on beLLer soils near .,'ater, 

markets and homes. Theft is 
 a problem in rural community

projects and attention should be given to it. Lack of interest


occasioned by the non-traditional nature of horticulture


requires attitude changes. Management is difficult .hen people


go to the lands. Other household priorities can also affect


horticulture projects. Social and leadershin problems have caused


difficulty.



The management and organisation of horticulture grouns has been


varied. 
School gardens, 4B gardens, clinic gardens, communal


projects, allotment schemes, cooperatives have been tried ;..ith

varying success. Horticultural estates .. A'As
,ill register as 
 
.ecause of the potential for flexibility and sensitiviti, in


ocveloping group capability. There ar. many


nregistered groups.



.xperience with horticulture grouns is instructive in terms 
of support. Technical and organisational supnort are ecntial.

If technical support is competent, ''cet i8 notice'i)!. 

Grou. develooment principles must bc ",i'!ie-' at th3 t,"ni.nn". 

of a project. Promoting communal r demands ore than 

a 7u" ...e',u -) n)n, .o
periodic presence of the Staf2. i c.,;
of problems is necessary. Develonmen s3 o;rejcc:s must involve
the community fully; projects shoulj nr, b.D done fo:' co.::uniti_.
Management capability mu. ")C e.' .i,. e C 2 , hm-.
estates reouire l ar-er c:nAe r i al I - Cu) o 2at ion:. -a zzgardening projects must -e the resonsiLi;.it7 o '. th 'ov.r.' 
extension staf" an staff traini"im i:-.-ort-int. '!r'zin -.
BAC must increase AD capabilit' in iorti. ultur e 

http:t,"ni.nn


Government should promote horticultural development through



group projects to increase the income carning opportunities


*-nd create new employment in the rural (and urban) areas.



"roup operations develop group management ability and have



iositive psychological advantages in terms of pride and personal



.chievement. This requires tremendous dedication by extension



orkers. Subsidisation through grants or Government programmes



..s needed from small scale to commercial levels to hasten


viability and create incentive for a group to organise and



on
manage itself. Restrictions should not be placed 
 
financial assistance because of group size if that group



project is viable. What is involved in a project should be



made clear to a group at the outset. Large horticultural


estates require extensive support. Smaller projects should



be wider spread; group members should have the same aim and



start simply with attention to the needs and dynamics of


Projects are best organised
an underprivileged group. 


with individually managed plots in a communal scheme.


Group contributions encourage commitment. Independent


unregistered organisation is recommended; VDC management


is not recommended.
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Chapter 25: The Role and Achievement of Farmers Committees



The debate over whether Farmers Committees are needed has to be


settled at national level. Farmers Committees cannot be developed


properly until terms of reference are agreed. This report


believes that institutional development is crucial in the rural


,reas.



Farmers Committee supports ADs in extension activities,


epresents the farming community to outside bodies, and deals


ith agricultural development projects affecting the whole area.



Varmers Associations have a restricted, fee-paying membership


and are elected from among those members to deal with projects


on their behalf. District Farmers Associations are eligible


for membership in the Botswana Agricultural Union and are


recognised at a political level for direct communication


between Government and farmers. FCs were intended to be groups


of about 12 farmers from a cross-section of the community,


working with ADs by planning and disseminating information and


initiating projects. There are 141 FCs (71 active, 10 forming,


and 53 inactive).



FC3 have had many achievements. They participate in 127


projects. Though they are involved with ADs in extension


activities, FCs need training and ADs need to develop


relationships with them so that FCs can play a dynamic role.


There is often a mutual misunderstanding of AD/FC roles.
 

ADs and FCs must be clearer.about how group extension methods


oan be appropriate even for individual actions. The Ministry


.nay ask too much of voluntary FC members. FC6 can participate


tn overcoming social. problems through community education; they


3hould be involved in facilitating change. FCs play a role in


zupporting group activity. They have done best helping water


development, fencing and livestock but poorly with poultry and


horticulture, especially for women. The best support is


provided .hen FCs are specifically oriented in their role. Over


100 projects, mostly concerning fencing, water or cattle, have
 

been managed by FCs. They have seen the need for conservation,


handled crop collection, marketing and bulk order of seeds.


FCs are inappropriate for production enterprises. One project 
at a time is the ideal management situation. Support to FCs 
should be continuous, The most- im ortant role of 'Cs is an 
area-wide consultation related to -- nni,. anr- develo-,en . The 
rural areas need effective institutional structureS. JS s hoi d 
be promoted; there are no better alt native-. 

There are some problems v:ith the operation an,] orx--anisation of


FCs. They do not have oro:er -err,'s of X-nc. and lac': o_



-
sumnort has caused difficultie in nrojoct adm.ini.tration.. hE 
confusion over the FC/VDC relation3hi11 :Iu,;t be clarifie 
Fs must be involved in schemes that :et conuunity 'ide su-port; 
MarketinT Co-operatives shoull hand> "eoj ct: where Drofit 
accrue to only so51e of the eco-;.nili~v '........ tio, areD,sare iar.-,, -an nece- r -,sub:>J 
is not always area-,,,ie. Some a S _ , .. u 

area PUs. Covera.e is crucial. "o:";i,;....


elected in 'kgotla' and eic-ctior,2 shcu1 b.e ..il :,". 1..


Often first elections -roduce %.:ea:co,:,,:i,"eE an.; :'--e.c;J.onz





should be regular. The distinction betIcen FAs and FCs needs


to be clarified and FCs must draft constitutions. The Hinistrv


of Agriculture should reconsider the question of PC recognition.


Women should be included on Fs.



FCs serve an important purpose and research on their impact,


comparing areas with and without FCs, is recommended. They


serve as an extension medium and assist institutional development


so crucial to projects. They support ADs and DAFS should


clarify their facilitation for this purpose. FCs are a pressure


group capable of representing the small man. Management for on

going area-wide development can be provided by FCs. FAs have


remained untrained and weak and confusion between FCs and FA1


exists and needs clarification. The Ministry of Agriculture


should formulate a national polic; on FUs. FCs should be


9ffiliated to DFAs to encourage the poor farmer's being heard.


DFAs are represented on the Botswana Agricultural Union and


.iscuss agricultural policy directly with the Government.


-embers of DFAs tend to be richer farmers and whole areas are


not represented. Representation among Districts is not


uniform. Education, training and logistical support are


necessary to effect affiliation efforts.



FCs are the best available form of area-wide institutions and


they must be developed. A final hindrance to their development


has been ignorance about them. FCs need official, political


recognition. Formation of FCs should include Drofessional


adult education methods, parti.cularly Popular Theatre, for


identifying problems. Care should be taken in the use of


financial incentives with FCs. A thorough and extensive


training programme for FCs should be developed.
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-Chanter 26: Conclusions



Scone of the assessment: Institutionalising means creating'a

working structure and system of organisation which realises the

goal of increasing productivity and income of rural smallhclders


on a sustainable basis through group methods. 
 The objective,

the self awareness of the people involved, is dependent on the


training of staff and community officials who work with and


support these groups, Further, Government policy must

consistently promote and support development of viable group

activity. Though progress has been made in the four to five


years of the programme, continuing constraints will require

great effort and commitment to overcome.



GrouDs formed, Darticination: Approximately 1128 groups have
Iormed in Botswana. 
Types of groups or projects are communal


:encing of lands areas, fenced livestock management in comm'-al


-reas, dairy ranching, ranching groups in the commercial


reas, cattle husbandry (tick control), dam groups, borehole



,,roups, smallstock groups, firebreak projects, woodlot projects

molapo bunding, fisheries groups, crop storage/mar]ketin/processing
. ... 1? • ., o f
 
tractor purchaseI-ire/servicing, poultry groups, horticulture,

women's groups and Farmers Committees. Between 10-20 000 farmers

have been involved in group projects.



Imnact: Impact of the group development programme is measured


by the product of participation and benefit. Using that criteria,

participation by small o.grers has been difficult to facilitate

in ranch development and more intervention is needed in their

behalf. The impacto has been broader among participants in tick

control, smallstock husbandry, fencing of lands areas from


grazing, and water development groups. Hlo,:ever, some project

designs and rules continue to discriminate against the small


herd orner and the poor; safeguards of consultation, education,

and involvement of all sections of a community must be taken.
The distribution of the water supply is in most areas unreliable


and inconvenient. 
 Reliable water sunplies continue to
,rivilcge of the walthy. 
 Limited croi) 

be
 
in rat;trucuLrc ha:: 


been developed. 
 There has been isolated impact in conservation.
"unding rolapo areas Dresents problems and fishing is an 
nfant industry. Prac tr syndicates arc thc province of the 

.ich, for the most part, and poer farmers tend to hire 
tractors from traccor groups. Crouu a c' viy in .o Ltr
is small, but horticulure has had -roater success, due 

,y 
in

large measure to efforts of non-governme-ntal organisationc.
Overall the impact of extension outreach is uncertain. 

How can the target groun be reached? The targ-et grou for the 
group development programme is rural rmallholders. 'on uion,
however, persists in terms of definin r:gnd reaching this target

group. Ah legislation .,,as designed for small ow..ner 
 .rouns,

but in practice the large owners have the advanta=o. If


success for small o...ners in cormercial ranchin7 is to be

achieved, the Governmcnt must intcrvne in iir buhal'. 01ton
the target groun cannot be isolated in a communal area an- it 
must be reached along .withever--one else. Area wide projects
involve problems too. Penaltics, brokcn Io,...n borcholC,
overgrazing are 
 some of the difficulties that smallhol,ers face 
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"!hen involved in area-wide projects. To ensure that the target



.roup is reached, consultation must involve the development


)f a deep trust relationship between those being reached and


he ex:tension worker; support has to be dependable and technically


xpert; and exbension workers must understand fully the situation



of those concerned, the alternatives thait are really open to


them and many constraints affecting the process of introducing


change.



Princivles of grouo action: The principles of group action as


set 	 down in a CA A pamphlet are:



1. Initiative for group formation rmust 2ome from the people


themselves.



2. Groups must establish an organisational structure.


3. Groups iiust develop competent leadership.


4. Responsibility for decisions and actions must remain with



the group,


5. Yet, comprehensive extension support must be available to



the group.


6. Technical information must be sound.


7. Group projects must be well planned.
 

8. Consultation must be thorough and ccntinuous.


-. Members should contribute a portion of total project costs.


10. 	 Financial arrangements must be equitable, well managed and



accurately documented.



Jenerally, group development in Botswana seems to have been


confusing and fraught with lifficulties in terms of following


the principles of group action. Appalling delays in the external


support to some groups have been demoralising.
 


GrouD fQpmation: Initiatives for group formation are being


taken in three ways. 1. People have initiative to form groups.


2. Groups are formed in response to Government programmes. 3.


People are motivated to Darticinate in projects by rewards


received for working. In many cases, group development principles


have been turned upside do,wn by Government-initiated projects,


thereby compromising credibility of group development staff.


Some groups are formed in direct anticipation of receiving a


grant and there are inconsistencies in the application of


group development principles.



Variation between regions: The diversity of experience in group


development among regions is partly due to the variation of


personality and approach of RAOs and GDOs. GDOs also depend


on technical staff and the support of RAO-D.A0-AD management


relationships. Other factors in the situation are natural


Vesources and social conditions. Haun is the most difficult


region for group action. Interpretations of /'group contributions


to matching grants have also differed. It is clear that training


is a primar'y need regarding group contribution and C..:.. needs


to facilitate a more uniform policy.



Problems with gradualist extension aooroach: Extencion efforts


based on the gradualist extension approach have been effective


for the most part. Farmers ko:xittees have confirmed this


success. The gradualist approach has been criticised as being
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ad hoc and lacking in technical strategy. The importance of
technical strategy has been underplayed and a serious assessment

of technical strategy and strengthening of support is necessary in


every area. The approach must be gradual. Management is costly
and requires time and energy. The institutionalising process

is a long one. Facilitation will enhance the process and

includes time, patient but firm intervention, demonstration, adult


education, technical support.



Facilitation: Facilitation means both self and community awareness


.nd moving toward action or result. Forms of support include

,he process of creating awareness, helping forward, and technical


support. Target groups must start where they are. 
 Their
confusions must be cleared. Support must come from a
knowledge of and sensitivity to problems in existing situations.


Enterprise Analysis should be used in approaching these problems.

Thus far, facilitation has not been thoroughly understood.


Technoloz'y: The lack of teihnical strategy has been the main

weakness in group action. 
 In every activity there should be


a sound technical basis for group action. irvices and
infrastructure development are activities best suited to grup
action. ALDEP has caused confusion amongst extension staff, yet
individual packages can still be promoted through group extension

methods and participating farmers can be treated as a group.
Greater effort must be made in the development of technical and

organisational guidelines.



Management of suoport: Support management and services are

essential to groups. A major constraint is the canacit,' of


overnment to serve farmer grou:,s. Thec is insufficient



manpower. There are real logistical problems in suciportirir

-roups. AfDs are overloaded with rec:onsibilit, from H.I.
.Ogional support staff does ' have enough time to hold meetings
o plan or discuss programme respons.ibiiLt -. 10h-e v.inistr-y

does not seem to be encouraging dialo,-uc, art-ument, or analysis.
-here is poor co-ordination bett..'eon reg-ional staff and .Groups suf.er delayS. T-he expectations on groups are enorMousand analyis, suport, coru land n t-nt-- are needed. 

Management style must encoura-e evaluation, plannin: and

discussion. GDOs have helped in this rc.:a ' .i r. agrnagIcn;
system is important. Tho 3 mon-.h (t) Iro.raniings-ztem
involves the AD, D:..O, and .... st-.. in corrol. r 
and extension activities. The ?IO also monitors at r3'ional
meetings all that is going,on. Pattcr-n of .. erience observedin the .Ul can be used in -he devclo;;::1Cn-' guueiines for 
supporting group processes. Support is more close.7 -onitored.
Quarterly meetings are held which encourag-e full discussions 
of support programmes and progress report,; on projecL2. CentralRegion has used this system most suce:.;sfully. In other 
regions of the country, the management of available man-o.;er
'or suport was not as effective. iowever, some efforts to 
-stablish 3M are being made. 

.o syst,, tic training in 3 month ro; ramm nflj has been iore)y DAFS. ]ase studies should be presare6 to Sho.! Iherelationshiip between extension area, district.u..ortand
staff 5V1's. Some re-desininr of 7%-P and annual ,.'Lorm--
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is necessary as project guidelines are developed so that support


requirements for different projects can be easily expressed.


The management system needs to be supervised in the field and


from headquarters. A management training consultancy and a


contract advisory post to continue the work of previous


extension advisers are recommended.



A management consultancy might fully appraise the management


implications of ALDEP for ADs. The difference between


planning and supporting group projects and planning and under

tacing group extension methods might be clarified with an


improved design of planning and programming forms.



Farmer training should be part of the same Annual Planning and


3NP system for supporting groups. Farmer training staff should


participate in the regional 314P system. Training is necessary


i.n the identification of problems and needs of groups so that


-taff can accurately predict training requirements.



onitoring is an important management function, but this report


3 unable to recommend an overall management system for



,.onitoring group development. A manag'Lment training consultancy


at departmental level is suggested. Technical staff should


ensure that their input is provided and recorded. GDOs should


keep files on every group project in extension areas and


districts. As key managers in co-ordinating group support,


DAOs must keep better records. Formal training in a record


keeping system should begin with headquarters and RAOs.



Not only should DAPS support the prograrmme, but input should


also be solicited from IA Development Trusts, DPFE Adult


Educators, DO(L)s and DO(D s, Land Board technical advisers


and administrative staff, planners in Council, Community


Development staff, Family 'delfare 'ducators. T'his ,hould be


facilitated by CAI-A and GDOs.
 


Conditions of service of agricultural staff from ADs u,.;ards


must be improved.



'Tuidelines for grou-s and e:tension sta:f: Guidelines are 
needed to establish a firm, strategic v.is for t"no roup 

evelopment approach. The-i must provide a clearer basis 
a the following areas: 

1. technical strategy; criteria for project viability: a


basis for project appraisal



2. 	 planning and programmin,. support to -,roup- in rclation to 
Annual Plans and 3i..s 

3. 	 HTC and AgInf need to reinforce, not contradict, G*0Os and 
other regional staff to ensure a consistent app1roach for 
groups 

4. 	 designing farmer training schemes and courses 
5. 	 procedures for group formation 
6. 	 drafting of constitutions./by-a'..'s 
7. 	 clarifying of support role 
8. 	 management/monitoring of support an groun progress 
9. 	 clarifying grou'p and co-..it.e organisational and management

functions 
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10. AD and other staff training

1 . training of other related staff, :1tcpartmentrj 

A comprehensive, well illustrated arers Committee handboo

needs to be produced for national use. 
 There are several


recommendations for producing guidelines.



Constitutions: Some constitutions have tended to 
 focus on

penalties for misbehaviour and the collection of fees, with
little attention to 
 the design and management of a project.
By-laws must bb given far greater emphasis in group development.
Their formulation is a key organisational stage for the group.
By-laws must be based on a sound technical plan. Questions to

be asked in formulating a constitution are:



" 
 the effect of the project on the wider community

* who is benefitting and who is left out


" what to 
 do about those who feel they are not benefitting
" consultation on the proposed project design, management

• internal organisation of the group



';onsultation is dialogue: 
 Consultation should be 
 seen as an
adult education exercise; it should involve training and
tethods of popular education; it should not be divorced from

,he development of representative institutions with greater
planning capacity. The group development role is to 
 ensure that
all concerned appreciate the importance of genuine dialogue in


project planning.



Understanding local situations: 
 The extension worker must
understand particularly the social dynamics in operation
a local situation. People 

in 
..ith aptitude and talents are
vital to the 
 success of projects. Literacy is an
essential priority. 
 There may be suspicion of the motives of
individuals reaching new leadership positions; jealousy and


rivalry may exist. Facilitation might involve bold
intervention. 
 Sudden co-operation 
 cannot always be expected.

Confidence must be created among the people.



Farmer training for grou. develooment: There are three areas
of training in the group development process. 
 1.-Farmers
Committees 2. Independent project groui2. 
 3. eneral trainingof farmers creating awareness. Conclusions about' armer


;raining are as follows:



• Guidelines will hel!, AfDs better antici ate and ex-.precs
training needs.


Guidelines are 
 needed by RC staff frr training project

grounS. 
 Better training muterials, vie;ual ai6o nd

demonstration facilities ar-e 
 nec-uid b-- 'U :taff. Trainlr"
guidelines need to 
 'z,-racticalv )rfiinted ani iroject
specific.



.TC staf nedis in-;crvic e a i,,n i i c.ir.cuur-,

notics relevant to thê  .'" -rainin*' i0.
 ,. Reference shouid be maoc to rccofrx1 -rm.inin o::-- rience.A wiuer unders:aning of failitatior_ neeSi:. 
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"trainingstaff in grouo develonment: Suppor anproach and 
technical competence have been idenLificl a.s ijnTori;tnt constraints: 
acing the group developr..ent programme. Jome training has 
ccurred, but senior staff training in groun development an 

support management with emphasis on the Enterprise Analysis 
technique is essential. The key training need in the field 
is the awareness of what is involved in reaching target groups. 
Guidelines, the 31.P, and Annual Plans should be seen by staff 
as living documents that assist them ir the group process. 
Training for technical strategy is also needed. A team approach 
should be used involving RAOs, DAOs, ADs and support staff. 
AD training should not exist in isolation but shoul.d involve


regional staff on whom co-ordination of support and management


of extension depend. The RAO is the regional manager. More


training is necessary for field staff in training techniques.


Staff training should be professional and serious. ADs must


have improved conditions of service and regular opportunities


for diaiogue. A representative union i.:ould help ADs. Training


stggestions should come not only from ADs, but also from managers.


1.aps of extension areas must be provided for ADs. Less formal


training can occur at monthly management meetings. In the


training of field staff the target group needs to be stressed.


,ield staff must show solidarity with the target groups they


are concerned about.



:ommunal area range and livestock management: The horizons of


ALMP have widened to include emphasis on the communal areas.


CAPAD should be a major impetus for group development in


communal areas. RL.P I anticipated many constraints, and


recognised different communal land use situations. The failure


of RlMIP I was in the areas of solving social organisation


problems, assuming that a technical. , ,ac!!.,-..c:i.-ted, 
 and
 
assuming certain changes were taking place .,hich created an


environment for developments in communal management. Assumtions


including acceptance of fencing, grou) control of water points,


recognition of range deterioration, and cash marketing of


livestock were premature.



Practical lessons to be learned from RLi-±' I are finding


replicable systems to provide technical expertise, co-ordinating,


planning land use, and developing institutional management.


There must be research to find a sound technical strategy in


a spatial land use context.



The Division of Animal Production supports the gradualist 

extension approach and the principles of group action. Extension 

.n cattle management is long term. Range management presents 

aore problems. It seems oossible, however, to attach range 

management criteria to prograrmes _or *..iater development. The 
institutional development strategy must rest on oersuasion
 

as Botsana is not ready to enforce stock control. There must


be institutional capacity for consultation, planning and


executing even voluntary activities.



Constraints noted in 'Li.P I which Still exist include lac.: 
"Ltna.1rnof exnertise in land 
 use larming and ran.-c • t 

difficulty of registering groups in cormunal areas, lac: of

planning and skills to out existinf un,. into usc, and avt-u.s

about marketing cattle.





Rural In.;titutjons for Toflay's Tccr.: urr.l Botm;na noocv


institutions for the modern, dynamic situation. 
 'Traditifo l
ins4 tutions pose a constraint bocause they may be weahk 
 or

mis- 'e. The change in settlement patterns has brGaght a

)reakaown in traditional authority. Power struggle and

-ivalry exist in tribal administration. Though the headman


_s deeply and fundamentally respected, he lacks power. The

kgotla is not a development institution and cannot carry out


management functions for a project.



Today's rural institutions need a strong, local, traditional


authority and management capacity of a different kind.

three basic elements of settlement strategy that must be

The



seen, planned and facilitated consistently together are

1. the development of various aigricultural infrastructure,

facilities and services in a spatial approach 
 2. the development

of competent management for these projects and 3. the development

of traditional authority which w;ill suT)rort, 
 encourage, sanction

and enforce the management of the grout activities. u-esf-.on
1
 
for an approach to institutional progress are:



pment of institutional solutions in man-y 
 areas '.,ill


be a long and difficult task.



2. The approach in mixed areas 
 should include a) specific project


group experience, b) broader public education, c) develo.mer.t


of area-wide committees, and d) strengthening of traditional


leadership.

.vidence shows that group experience leads to increased


confidence and reduced tension.



4. Thereshould be total support of project groups.

5. PC development should bo ;ursucd within a backgL'ound of,


public education, and w.ith sensitive reference to other

institutions. 
 Traditional and modern inrtitu.ion." must


work together.


6. The development of ne.. mana-ement institutions should be 
accomDanied by a strengthening of the old. This must mean:
a) training of tribal administration, b) nublic education


to make people avare of leadershi! -roblems and trainin,
of 2rs ject leaders who ma, be potential cor:,unity leaders
and c) training by the ,.LGL to u--,rale headmen. 

More, better trained, recognized tra-jitional leaders should
reflect present day settlement realities and develesment 

needs. 


Grou7 develo-ment and C,PID: 
 CAPAD joinc communal area land 
use planning aid com.na ,
area Uveloct.Grou
 . dcvlo:.n.


strate and settlement srteyS- one comnmon a)oa c .
shouli be 
 
-ey role areas for CAPAD are:



1. Promotion of settIement and institutional ,evolome-: 
strat e '--. 

2. Formula:ion of ema~o--mcn ndJ land u,. .tratogi e through
co-ordination of arablc and graZinr lanr] use. 

. Co-ordination and o . eor.anizaizn imhense in ....t.+nta
traini-ng and public e'ucation o..... "2y ..... for a

re-orientation 
 of approach in the communal areas.

4. Advise i[[.GL on reforms needed in triba-l auminiZ;tration 

http:u-esf-.on
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and on Land Board development.

5. Facilitating the solution of manpower constraints in



Government from easing clerical problems to lobbying for

more technical and professional posts.



6. Seeking manpower through consultancies for assistance


in mapping.



7. Making use of the manpower, skills, and services of the


Development Trusts.



8. Promotion of better conditions of service for ADs.



A national commitment is needed to support the group development


;rogramme and reach the target group.



'DO/CAMA role: The group development programme is not yet


nstitutionalised. Managerial expertise and technical skills


re the greatest constraints to rural development in



Botswana. There has been some progress in the stated


outouts of the Aiended RLKP.



GDOs and regional staff have worked largely independently of


one another to accomplish the developing and testing of the


communal formation processes. A great deal remains to be


done and it will necessitate an extension of the Amended RLPL


support to the C=11'office, or a large additional input of


consultancy expertise.



The CAIIA role needs to be clearly defined and explained,


otherwise institutional problems will continue for the group

development programme. Radio publicity would enhance the


understanding of the group development programme. CAI4A must


take the lead in group development and must be supported by

DAFS. CAIA must be more involved \rith the administration of


matching grants and GDOs must be consulted in the process.


V7A should draw together the experience from the regions.


iecialist training excpertise in the facilitator orocess is
'so needed in the CAI.l office. The CAIL office should identify


)re specifically and publicly with the small far-mer target


roups and intervene in their behalf.



Registration is to be reserved for grour.: cn:rgc', in eo,.1- ciai! 
productive activities such as horticulturo or ratnchinr. Lo .,rver,
C.U should protect small 6roups even if they are -not prote ted 
by legal registration. Both C0D C an2 '\u re i.ster agricultural 
groups and this i3 confusing to farmers. I'he inir~r should 
do more to clarify the reasons for the e::istencc of its t.;o
Departments, and also to promote the 2aximum degee of co-operation 
betwieen thrm.



There has been little progress in the are2 of technical :.:u-ort. 
.LL.Z should ensure that tociJcal i-nor::1a0,ni;*,ri .12I.; a"-;,' 
that support is managed.
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"Minutes of the Interministerial Meeting



on Agricultural Group Development in



Botswana: June 15, 1982" 



XINUTES OF THE INTERMINISTERIAL MEETING ON AGRICULTURAL



GROUP DEVELOPMENT IN BOTSWANA



BY A. B. J. WILLETT HELD 15 JUNE, 1982



Participants:



T. Taukobong DDAFS -MOA, Chairperson.



A. B. J. Willett -Consultant



Ijilj Jeffers RDU - MFDP 

David Gowty - IVS (IMC), Field Director 

Marius Schoon - IVS (UK), Joint Field Director 

John Van Mossel - CUSO, Director 

John Shields - USAID, Consultant 

L. 	 Fortmann - ARU/MLGL 

H. 	 Gunther - USAID/Agric. 

N. N. Mashalaba - MOH/Family Health Division 

Deepha Narayan . Parker - Self Help Coordinatorr US. Embassy 

T. P. Kaisala - Ass't Game Warden



M. E. Giddie - RADP/MLGL 

R. G. R. Seeletso - S&CD/MLGL 

Ben Mpinyane - SAMAO/MOA 

KATIE RICK - GDO-T/MOA 

Int oduction: 

1. 	 The ChAirperson opened the meeting then requested that eaoh parlisipant



introduce him/herself so that everyone could know with whom s/he



would be talking. The chairperson explained that the grqup



development program had started in the Ministry of Agriculture



with 	 financial support from USAID in 1977. The report



A. B. J. Willett wrote entitled Agricultural Group Development



in Botswana was a comporehensive evaluation of the program from



its beginning. This seminar was only one of a series organized to



discuss the reports implications and recommendations in order



to stimulate further action. He then gave Mr. Willett a chance



to talk.
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2. 	 Mr. Willett explained that group development was a crucial issue in the 

governments' plan!5 of rural development. This eminar aimed at creating



a greater awareness among all Ministries of the need for increased



coordination and integration of r-ctivities of which group development



is a part. He planned to address to issues:



Is Background of the program;



2. 	 Ministry of Agriculture's experience with group



develorment and its relevance to other Ministry. 

Ll~kgounid: 

1. 	 As part of his scope of work Mr. Willett looked into how the group



eveloppenL program came int- existence. There were two major



issues:



1. 	 The Ministr'y of Agriculture (MOA) radically reorganized its



exors-.sn strateg- in 1974 from the Pupil Farmers scheme 

toward gzcup extension methods in order to reach more farmers;



2. 	 The Government realized the need for land use planning in 

communal areas and the fact that this could only be done by 

coleutive action and responsibility. Chapters 4, 5 and 6 

e-panded on the -7arious ideas proposed to accomplish this task.



V-..Theag Areq Development Plan (VADP) and the Range and Livestock



Manar 	 ment Plan (R:MP) were each implemented in various areas of the 

coun-ry. 	 Lach failed because of the false assumption made that


comrr.1A3.ty @ction and 	 c-mmitmen o.r; 1= 
%,z L gV:I, 

r ec;-.nical i*npuits.


3. 	 The MOA realized -he need for thomviugh community education and 

"Grauaulisr-4-r -P*o Ldnsion following these failures. 

,w., original threads of thought came together as the 

MOA began to de7elopment a group extension component in the



department )f Field Serv:ces. In late '78 the Division of



Agricultural Fanagement Associations was born.



..... 	 /3 
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4. 	 A numerical summary of the program was made in Volume III, page 227 

of the report. Approximately 10,000-20,000 farmers have been involved 

in 1128 groups, mainly in fencing, animal husbandry and water 

development. More investigation is needed to examine who actually


is involved and how have they benefited.



Chapters 9 through 24 concerned analyses of the various technical
5. 
 

groups, including their problems, projects and organizational



management.



Key Issues of MOA's Experience:



1. 	 Coordination, collaboration and consultation was essential among



various Ministries's divisions in order to support the group



land use plans
development program fully. For example, patial 


were 	 necessary for adequate planning of developient projects.



Mass 	 education etforts to inform all potentially participating or
2. 
 

essential as a means of involving/informing
effected people were 
 

everyone. The target groups's needs must be considered, i.e.,



how a large scale land enclosure affects the small cattle owner's



management.



Clear 	 technical guidelines produced by the Ministry of Agri~ulture
3. 
 

must be a~ailable fgr all those involved with related project



groups. Broad technical'strategies for communal development



must be organized and implemented. (See Vol.. III, pg. 258).



extension strategy of eonsistent
4. 	 The Ministries must develop an 


funding policies so that all extension workers, councillors and



MPS will be teaching the same message.



Extension workers should work together to assist groups in developing
5. 	
 

their own by laws that consider the long-range management of the group.



6. 	 The initiative for group development must come from the people who



wish to be involved. Extenision workers are facilitators, not leaders



in this process.


eeeee/.4 
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The facilitation of groups must be realistically accepted,



timing, support, government commitment, skills. The local



situation and dynamics must be understood completely.



7. 	 In order to do commufial land use planning and management 

effectively there must be greater integration among extension



workers and a commitment to the development of those



institutions which could implement such a plan.



8. 	 Existing multiproject and area wide institutions must b'e



investigated so that strategies can be built from these 

experiences.



9. 	 Integrate the old and new village instituti-ons by educating
 


communities about their various roles. 
 Train 	 farmers committees



in planning and management skills. Use VBCs effectively and



development new institutions where necessary. Train headmen,



involve them in public educations efforts.



10. 	 Spatial context, competent management and technical strategy are 

three important components of institutional development relations 

*with dettlement strategy. 

11. 	 Involve all departments in training of extension workor3; define 


target issues based on government policy, and improve conditions 


of tervice for all extension staff. 

Comments from Participants:



1. 	 How do CFDAS relate to this? In any communal development



endeavor, sfatial frameworks, management of institutions and



clear technical strategy is essential. More interministerial



guidance is essential.



2. 	 Are all groups permanent or should not some be prepared to die?



This, depends on the group and its goals and objectives.



3. 	 What are the roles of other extension workers, i.e., not just



agricultures'?

 •..../5
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Ministries must provide clear guidelines for village extension teams



since 	 coordination is essential.



4. 	 What plans are there to transfer MOA's knowledge of group development



to other Ministries and private bodies, i.e., training? After



the MOA thoroghly examines the report and its issues it will make a



plan of how to do this. GDOs are presently involved in inservice



training for ADs and are members of District Extension Teams. More



direction from the RDU and RECC is necessary.



5. 	 What about the RADP and group development? The MOA has no exkension 

strategy for remote areas. The principoles of group development 

still apply, though, as has been demonstrated !n several projects 

near Serowe. Dependable suppoit qnd continued commited attention



are needed to develop a strategy for remote areas.



6. 	 What are the benefits derived by the "poorest of-the-poor" and women



from this program? The poor have been affected by area-wide projects



although they many not have been directly involved. More attention



needs to be paid to women in order that they be involved in all



levels of group development and action.



7. 	 The MOA must commit itself to actual coordination with other



Ministries through various means, including the REECC.



8. 	 The group development progtam needs an ongoing training component



involving facilitatfr, methods.



9. 	 How is the issue of DETS and VETS addressed? The RECC is now



touring the country to discuss extension problems with each DET.



They will then report on their tour and organise action plans to



implement greater integration of activities and strategies.



10. 	 Conditions of service for extension workers must be improved.



.. ... 	 /6 
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Closing:



On oehalf of CAMA and the Director AFS the chairperson thanked everyone for



coming. He expressed the feeling that the group development program



was an essential component of the Department of Agriculture 'Field Services.



He thanked A. B. J. Willett for writing such a zomprehensive, useful,



action-oriented document and assured him that the report would get further



exposure and be thoroughly discussed over the next few months. Then



through adequate consultation exercises, a strategy of recommendation



implementation would be drawn and implemented which aimed at improving



extension work in order to undedtake rural development more effectively.



KR/RN
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Act 39, 
1972. 

Short title 

Inter
pretation 

Cap. 32:02 

CAP. 35:06] AgriculturalResources Conservation 

PART VI. General


SECTION



27. Charge upon land 
28. 	 Regulations 
29. 	 Penalties 
30. Saving 

An Act to make provision for the conservation and improve. 
ment of the agricultural resources of Botswana: to establish 
an Agricultural Resources Board and to define its powers
and functions; to provide for conservation committees and
subordinate conservation committees and prescribe their 
functions; and to provide for matters incidental to the 
foregoing. 

[Date ofCommencement: 14th June, 1974] 

PART I. Preliminary 
1. This Act may be cited as the Agricultural Resources Con

servation Act. 

2. 	 In this Act, unles: the context otherwise requires
..agricultural resources" the mattersmeans following in their 

relation to agriculture 
(a) 	 the soils of Botswana;
(b) 	 the waters of Botswana; 
(c) 	 the plant life and vegetation of Botswana and the vegetable 

products of the soil;
(d) 	 the animal life and fauna of Botswana including animals, 

birds, reptiles, fish and insects; 
(e) 	 such other things, whether similar to the foregoing or not, 

as the Minister may, by notice in the Gazette, declare to 
be agricultural resources;

**Board" 	 means the Agricultural Resources Board established by 
section 3;

"conservation order" means an order given under section 16 H1 (a);
"conservation regulation" means a regulation made under 

section 16 (1) (b);
"'land board" means a land board established by section 3 of the 

Tribal Land Act; 
occupier" means -

(a) 	 in the case of land not subject to a lease or right ofoccupancy,
the owner of such land or any person occupying the land on 
sufferance of the owner; 

(b) 	 in any other case, the person lawfully entitled to occupy the 
land, including a person occupying the land in accordance 

L.R.O. 111976 
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with a grant by a land board, a subordinate land board


or a subordinate land authority;


*'owner" means 
 -
(a) 	 in the case of land registered in the Deeds Registry, the



person in the name of whom as owner the land isregistered;


(b) 	 in the case ofstate land, the Government, 
(c) 	 in the case of tribal land, the land board established by the



Tribal Land Act in respect of a tribal area within which


such land issituated;



"public officer" means a person holding or acting in an office of


emolument in the public service exclusive of all offices referred


to in subsections (2) and (3) of section 128 of the Constitution;



"state land" bears the same meaning as in the State Land Act. Cap. 32:01

"stock" includes cattle, horses, donkeys, mules, sheep, 
 goats,

ostriches, pigs, animals of the family Bovidae in captivity,

domestic fowls, turkeys, gees, ducks and any other domestic
ated or captive animal or bird which the Minister may specify

by notice in the Gazette;


"stock control order" 
 means an order issued under section 19 (1);


"stream" means a watercourse of natural origin in which water



flows, whether or not such watercourse or any portion thereof


is dry for any period and whether or not its conformation has


been changed by artificial means;


"subordinate land authority" means 
 any 	 person who may, in 
accordance with customary law, grant or confirm the grant

of land as an authority subordinate to some other authority,

whether or not such grant requires the approval of such other


authority or of any other subordinate land authority;


"subordinate land board" means a subordinate land board estab

lished under the provisions of section 19 of the Tribal Land


Act;



"tribal land" means land within -

(a) 	 every tribal territory as defined in section 2 of the Chieftain- Cap. 41:01 
ship Act; 

(b) 	 the area defined in Schedule I to the Tati Concessions Land Cap. 32:05 
Act. 

PART 	 II. Agricultural Resuuwces Board 
3. (1) There is hereby established a Board to be known as Eatabfisamnt

the Agricultural Resources Board. ofIoard 
(2) The Board shall be a body Corporate capable of suing and

being sued in its own name and, subject to the provisions of this
Act, ofperforming such acts as bodies corporate may by law perform. 

LR.O. I1976 
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Composition 4. (1) The Board shall consist of a Chairman and nine other 
of oard 	 members who shall be appointed by the President by notice in the 

Gazette. 
(2) The Board shall co-opt the Chief Garme Warden to parti

cipate as a member in meetings at which questions affecting game 
or wild life or affecting any area ofland declared to be a game reserve 

Cap. 38:01 or sanctuary under the Fauna Conservation Act, are discussed or 
considered; and in relation to such questions the Chief Game 
Warden shall when so co-opted be entitled to vc,te as if he were a 
member. 

(3) The Minister 	 shall appoint a public officer as Secretary of 
the Board.



Tenure or 5. (1' Subject to the provisions of this section the members of 
office 	 the Board, excluding any member appointed by the term designating 

a public office, shall hold office for such period not exceeding 
three years as may be specified in the nntice appointing them, 
and on the expiration of such period shall be eligible for re-appoint
ment: 

Provided that in appointing members of the Board the President 
shall specify such periods of appointment that the periods of appoint
ment of not more than one third of the members shall expire in any 
one year. 

(2) On the expiration of the period for which a member is 
appointed he shall continue to hold office until his successor has 
been appointed. If after three months reckoned from such expiration 
a successor has not been appointed to a member whose period of 
appointnent hasexpired he shall be deemed to have been re-appointed 
on the expiration of the said period. 

(3) The Board shall once in every year elect from among its 
members a Deputy Chairman who shall hold office as such for a 
period of one year and shall be eligible for re-election. 

(4) Any member who is not a public officer shall be paid out of 
funds of the Board such remuneration and allowances, if any, 
as the Minister may prescribe. 

Disqualifi. 6. (1) No person shall be appointed a member 
cation of 
members and (a) if he has been declared insolvent or bankrupt under any law 
vacation of in any country and has not been rehabilitated or discharged
office 	 or has made a composition with his creditors and has not 

paid his debts in full; 
(b) if he is, or is becoming, incapacitated by mental or physical 

illness or infirmity from performing his functions;
(c if he is a member of the National Assembly. 

(2) If the President is satisfied that a member other than a 
member appointed by the term designating a public office -

L.R.O 1'1916 
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(a) 	 is subject to any of the disabilities set out in subsection (1); 
(b) 	 since his appointment has been sentenced to imprisonment



without the option of a fine or has been convicted of an


offence under this Act or an offence involving dishonesty;



(c) 	 has been absent from three consecutive meetings of the


Board without the special leave of the Chairman; or



(d) 	 is otherwise unable or unfit to discharge the functions of 
a member; 

the President may declare the office of such member to be vacant, 
and thereupon such office shall become vacant. 

(3) A member other than a member appointed by the term


designating a public office may at any time resign his office by one


month's notice in writing of his intention to resign given by him to


the President.
 


7. (1) Subject to the provisions of this Act, the Board shall Procetdinp 
conduct its proceedings in such manner as may be directed by the 
Minister or, in the absence of such direction, in such manner as 
the Board deems fit. 

(2) The Chairman, or in his absence the Deputy Chairman, or in 
the absence of both a member elected by the Board, shall preside at 
all meetirrgs of the Board, and the person presiding at any meeting, 
if not the Chairman, shall with respect to such meeting or any 
business transacted thereat have all the powers of, and be deemed 
to be, the Chairman. 

(3) 	 The Board shall meet not less frequently than four times in a 
year at such times and places and on such dates as the Chairman 
may determine or as may be directed by the Minister, and such 
meeting shall be convened by notice given by the Chairman. 

(4) A quorum of the Board shall consist of a majority of the 
members. 

(5) The decision of' the majority of the members present and 
voting at any meeting of the Board shall be deemed to be the decision 
of the Board: 

Provided that in the event of an equality of votes the Chairman 
shall have a casiing as well as a deliberative vote. 

(6) No member of the Board shall participate in any discuision 
or vote on any matter in which he or his spouse, father, grandfather, 
son, grand-son, brother, father-in-law, brother-in-law or son-in-law 
has a pecuniary interest or other direct or indirect material interest. 

(7) 	 Any member of the Board who contravenes subsection (6) 
shall be guilty of an offence and liable to a fine of R500 and imprison
ment for six months. 

(8) No act, decision, or proceeding of the Board shall be 
questioned on account of any vacancy in the membership thereof, or 

L.R.O. 111976 
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on account of the appointment of any member being defective, if 
the act was done or authorised or the decision was made or the 
proceeding took place by or in accordance with a majority vote 
of the persons who at the time were entitled to act as members. 

Committees 8. (1) The Board may with the consent of the Minister appoint 
one or more committees of the Board consisting of such number 
of persons, whether members of the Board or not, as it may deem 
necessary to assist it in the performance of its functions: 

Provided that a person, other than a member of the Board, shall 
not be a member of such a committee save for a period for which 
the Minister by notice in the Gazette has authorized his appointment, 
and that the provision. of section 6 shall apply to such a person 
mutatis m:"andis and with the functions of the President thereunder 
vesting in the Minister. 

(2) The Chairman of any committee shall be appointed by the 
Board from among the members ofsuch committee with the approval 
of the Minister, which shall be signified by notice in the Gazette. 

(3) The procedure and functions of any committee shall be 
determined by the Board: 

Provided that the Board shall not delegate to any committee any 
of the functions assigned to it under the provisions of paragraphs 
(c), (d), fe) and 'f) ofsection 9. 

(4) The Chairman of a committee may convene meetings of 
such committee at such places and times as he may determine. 

(5) The Minister may nominate in writing any public officer 
to attend any meeting of any committee and such public officer 
may take part in the proceedings at such meeting as if he were a 
member ofsuch committee, save that he shall not be entitled to vote. 

(6) Any member of a committee who is not a public officer 
shall be paid out of funds of the Board such remuneration and 
allowances, if any, as the Minister may prescribe. 

PART I II. Functions and Duties of the Board 

Functions of 9. The functions of the Board shall be 
the Board a, to exercise supervision as provided in this Act over the 

agricultural resources of Botswana; 

k) to advise the Minister regarding 

(i) 	 matters relating to the general supervision of all 
agricultural resources; 

(ii) 	 the nature of legislation necessary to secure or promote 
the proper conservation, use and improvement of 
agricultural resources; 

(iii) 	 the means of stimulating public interest in the proper 

L.R.O 	 1,1971, 
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conservation, use and improvement of agricultural 
resources; 

(c) 	 to carry out of its own motion or at the direction of the 
Minister Investigations of or enquiries into any matterrelated to the conservation, use or improvement of agricul
tural resources; 

(d) 	 to issue conservation orders and stock control orders, and 
to make conservation regulations, in accordance with the
provisions of this Act; 

(e) 	 to give directions to any owner or occupier ofland to ensure

that an order or regulation issued or made under the


provisions of this Act is complied with;


U) to construct 
 on any land such works as it deems necessary
for conscrvation purposes;

(g) 	 to give to any conservation committee or subordinate


conservation committee directions concerning the policy

to be followed by it in the exercise of its functions under 
this Act; and 

(h) 	 after consultation with any land board established by the
Tribal Land Act, and with 
 the district council within
whose area the tribal area in respect of which such land
board is established is situated, to give to such land board
directions concerning the proper use of any land within

such tribal area:



Provided that the Board shall have 
 no powers over any land 
constituted as a national park in terms of the National Parks Act. Cap. 38:03 

10. The Board shall have all powers necessary or convenient Powen oft
for the performance of its functions and duties. Boar



11. The President may give the Board directions regarding the Dircnom,,n
policy to be followed in the exercise of its functions under this Act. Policy

12. 	 (1) The 	 Board shall submit to the Minister a full report Annual on its activities during each calendar year within three months report to
after the end of such year. Minister 

(2) The 	report for any year shall include 
(a) 	 a list of all conservation orders issued; 
(b) 	 a list of all conservation regulations made; 
(c) 	 a list of all stock control orders issued; 
(d) 	 a list of all works constructed on the instructions of the



Board;


(e) 	 a report on all court action involving the enforcement



of the Act;

U a report on all appeals brought before the Minister; 

L.R.O. W1976 
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(g) 	 a full report on any enquiries or investigations conducted 
by the Board; 

(h) 	 a complete financial statement of all public moneys spent 
by the Board; 

(i) 	 a report of all cost apportionment proceedings; 
(j) 	 any other matters considered relevant by the Board 
(k) 	 any other information requested by the Minister; 

(1) 	 a report of directions given to the land boards under 
section 9 (h). 

(3) The Minister shall lay a copy of every such report before 
the National Assembly within 30 days of his receiving it. 

otw mpora 13. The Minister may request and the Board shall furnish a 
to Minister report on its activities at any time during the year. 

Notie Of 14. When the Board is about to carry out, or is carrying out,
invatiatiofm an investigation or enquiry into any matter it may cause notice 
and enquirW thereof to be published in the Gazette and a newspaper circulating 

in any area to which the investigation or enquiry relates and shall, 
where practicable, cause any person whose material or pecuniary 
interests may or will, in the Board's opinion, be involved in, or 
affected as a result of, such investigation or enquiry to be notified 
thereof in writing and to be given reasonable opportunity to make 
representations to the Board concerning the subject matter of such 
investigations or enquiry. 

Evidence and 15. (i) The Board may in the course of an investigation or 
witi=a 	 enquiry ht.r such witnesses and receive such documentary evidence 

as in its ol'inion may assist it in such investigation or enquiry. 
(2) The Board may require any witness appearing before it to 

give his evidence on oath, and the Chairman is empowered to 
administer oaths for that purpose. 

(3) If the Board is of the opinion that the evidence ofany person 
or the production of any document is necessary for the purposes of 
the investigation or enquiry, the Chairman may issue a summons 
under his hand in such form as may be prescribed directing the 
person named therein to attend at a time and place mentioned. 
therein to give evidence or to produce the documents therein 
specified or to do both. 

(4) The clerk of the magistrate's court within whose area of 
jurisdiction the person named in the summons resides shall at the 
request of the Chairman take steps to ensure the serving of sum
monses under this section. 

(5) Every person attending at an investigation or enquiry in 
obedience to a summons issued under this section shall be entitled 
to fees and allowances payable out of public moneys, as though he 
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were 	 attending at a subordinate court as a witness in civil pro
ceedings under subpoena. 

(6) Ifany prson upon whom a summons has been served under

the provisions of this section 
 refuses or omits without sufficient 
cause 	 to attend in obedience to such summons, or fails to answer
fully 	 and satisfactorily to the best of his knowledge and belief all
the questions put to him by or with the concurrence of the Board,


or refuses or omits without sufficient cause to produce any documents


in his possession or under his control which are 
 mentioned in the summons, he shall be guilty of an offence and liable to a fine ofR 100: 

Provided that no person giving evidence before the Board shall

be compellable to incriminate himself and every such person shall

in respect of any evidence given by him or any document which he

is required to produce be entitled to all the privileges to which a
witness in a trial before the High Court is entitled in respect of

evidence given by him or a document to
which he is required 
 
pyioduce before such court.



PART 	 IV. Conservation and Improvement of AgriculturalResources 

16. 	 (1) If, after paying due regard to all the circumstances, loweneathe Board considers that such a course is necessary or desirable for BUd to i.Ue 
the conservation of agricultural resources on any land and is just the rtua'doend 
and equitable it may, subject to the provisions of subsection (9) - ataiom 

(a) give a written order to the owner or occupier of such land 
to undertake or adopt such measures as it may dtem 
necessary to conserve agricultural resources on such land 
or prevent injury to agricultura I resources on other land
arising from thb acts or omissions of such owner or occupier; 
or 

(b) 	 make such regulations to regulate agricultural land-use


practices in 'areas designated thereby as it deems necessary

for the conservation of agricultural resources in such areas.



(2) Any order given by the Board under subsection (1) (a)

shall be known as a conservation order and shall be deemed 
 to be
sufficiently served on the owner or occupier to whom it is directed

if delivered to him personally by a person nominated by the

Board or if sent in a letter by registered post to his last known 
address, whether within or outside Botswana; if so sent, it shall be
deemed, unless the contrary is proved, to have been served at the
time at which the letter would be delivered in the ordinary course of 
the post. 

(3) Any regulation made under subsection (1) (b) shall be
known as a conservation regulation and shall come into operation
in any area designated thereby one month after it has been published 
in the Gazette. 

L.A.O.111976 
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(4) As soon as any conservation regulation has been published 
in the Gazette, the Board shall use its best endeavours to ensure 
that public announcements drawing attention to such regulation 
are made at public meetings at such places as it may deem appro
priate and that notices drawing attention to such regulation are 
prominently placed on such public notice boards as it may select 
within the area designated by such regulation. 

(5) 	 Conservation orders and conservation regulations may 
(a) prohibit, regulate, require or control 

(i) 	 cultivation; 
(ii) 	 the grazing or watering of livestock; 
(iii) 	 the firing, clearing or destruction of vegetation and its 

protection against fire; 
(iv) 	 the afforestation or re-afforestation of land; 
(v) 	 the protection of slopes or catchment areas; 
(vi) 	 the drainage of land including the construction, 

maintenance or repair of artificial or natural drains, 
gullies, contour banks, terraces and diversion ditches; 

(vii) the fencing of land; 

when such prohibition, :egulation, requirement or control 

is deemed by the Board to be necessary for any of the fol

lowing purposes 

(aa) for the protection of land against erosion; 

(bb) for the protection of land against the deposit thereon of 


sand, stones or gravel or any other material; 
(cc) rir the prevention of silting up of dams;


(dd) ior the preservation of vegetation;


(ee) for the protection of the source and banks of streams;


(fj) otherwise for the preservation of the soil and its fertility;


(gg) for any other purpose connected with sound hus


bandry; 
(b - prohibit, restrict or control the use of insecticides, fertilizers, 

or any type of chemical compound in, on or over land. 
(6) If any owner or occupier of land fails or neglects to carry 

out or comply with any conservation order, served in accordance 
with subsection (2), or any conservation regulation, which has come 
into operation in accordance with subsection (3), within such 
reasonable time as may be fixed by the Board and stated in the 
order or regulation he shall be guilty of an offence and a court 
by which he is convicted shall in addition to any penalty which it 
may impose make an order requiring him to carry out or comply 
with the aforementioned order or regulation within a specified 

L.R.O. 	 I1976 
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peribd of time, failure to comply with which order made by the


court shall ",,.stitute a separate offence.



(7) Where it is necessary for an owner or occupier of land to

con3truct any works to give effect to an order made under this
section the Board may, at his written request, cause such works to be

carried out and completed on his behalf Where costs are incurred on
such works 
 under the provisions of this subsection the 
 amount
thereof shall be a debt to the State due by the owner or occupier
concerned and, until it is discharged, interest on such debt shall be 
payable at such rate .s may be prescribed. 

(8) The Board may reduce the amount of costs payable undersubsection (7) by such amount as it determines to be the value to the

public of the works on 
which such 
 costs were incurred. 

(9) The Board shall not, with reference to any land in respect

of which an order under section 20 of the Town and Country Cap. 32:09
Planning Act, has been published, give an order or make a regulation

under this section except after consultation with the local authority

named in such order.



(10) Where after consultation with the local authority inaccordance with the provisions of subsection (9) the Board gives
an order or makes a regulation, no permission to do anything which

is required to be done by reason 
 of the said order or regulation

sh.ll be refused or withheld by such local .7thority under the
provisions of the Town and Country Plannin t. 

(11) Any owner or occupier may apply to tf, aard to apportion
any sum spent by him, or for which he has beco, liable, by reason
of the provisions of this section in respect of w, s required to beconstructed, between himself and other person : ving an interest
in land which may be benefited by such work,. An application

under this subsection shall be in writing and shal state the namesand addresses of the other persons having an interest as aforesaid,
and the nature of such interest. 

(12) Wh..re an application is made under subsection (11)the Board shall fix a date for the hearing thereof and shall notify
the applicant and the other person. named in the application and 
shall give them fuli opportunity to be heard thereon. 

(13) The Board shall apportion the sums spent by the owner or occupier or for which he has become liable by reason of theprovisions of this section in respect of works required to be con
structed between the owner or occupier and the other persons namedin the application in such manner as it considers equitable havingregard to the respective interests of the persons concerned in the
land benefited by such works. 

(14) Any sum apportioned to any person other than the owner 
or occupier shall become a debt due by such person to the owner 

L.RO 1 1976 
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or occupier and, until it is discharged, interest thereon shall be 

paid at such rate as may be prescribed. 

(15) 	 The 	decision of the Board under subsection (13) shall 

be final, unless taken on appeal to the Minister within the period 

prescribed. 

Addftio#a 17. (1) When the owner or occupier of land is served with a 

powetOothe conservation order or iq affected by a conservation regulation under 
Doard 	 the provisions of sectiorr 16 he may apply in writing to the Board to 

direct any person resident on or using land or having any right 
in or over land to which the conservation order or conservation 
regulation relates to refrain from doing any act on the said land 
which would prevent or hinder compliance with the said conser
vation order or conservation regulation, and the Board may give 

as it 	 may consider reasonablysuch direction to any such person 
necessary to enable the said conservation order or conservation 
regulation to be carried out. 

(2) Any person who refuses or neglects to carry out or comply 
with any direction given by the Board under the provisions of 
subsection (1) shall be guilty of an offence. 

measuresCommacton 18. (1) If the Board decides that such works and 
ofwoerk by 	 on any land as are hereinafter mentioned should not be the subject 
te Board 	 of a conservation order or conservation regulation under section 16 

but deems them necessary or desirable for any of the following 
purposes 

(a) 	 mitigation or prevention of soil erosion; 

(b) 	 the disposal and control of water including storm water 
and drainage water; 

(c) 	 the protection of the catchment, source, course, banks or 
feeders of any stream; 

(d) 	 the prevention or control, whether by firebreaks or by 
control-burning, of bushfires; 

(e) 	 the prevention of pollution of public water; 

(/'j 	 the elimination of tsetse fly or the prevention of ihe spread 
of tsetse fly; 

(g) the eradication or prevention of noxious weeds; 

it may cause such works to be constructed or measures to be under

taken upon such land: 
Provided that the Board shall not decide that any such works 

shall be constructed or measures undertaken on any land in respect 

of which an order under section 20 of the Town and Country 

Planning Act has been published, except after consultation with the 

local authority named in such order. 

Where a local authority has been consulted in accordance(2) 

L.R.O. 111976 
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with the proviso to subsection (1), no permission to construct the 

works or undertake the measures concerning which it has been 

or withheld by it under the Town and 
consulted shall be refused 
Country Planning Act. 

or measures undertaken
(3) No works shall be constructed 

under the provisions of this section unless prior notice in writing of 

the intended works or measures, including a statement of the 
owner or occupiergiven to theestimated cost thereof has been 

to such other persons as may in the 
of the land concerned and 
opinion of the Board be adversely affected by such works or measures. 

of works or of measures under
(4) The cost of construction 

taken under the provisions of this section shall be paid from moneys 

appropriated by Parliament for that purpose: 

Provided that the Board may, if it is of the opinion that having 

regard to all the circumstances it is just that any person having 

an interest in the land on which the works will be or are being or 
be or are being oror the measures 
 willhave been constructed 


have been undertaken should contribute towards their cost, notify



such person accordingly and in such notification specify the amount



the 	 said person.to be contributed by 

(5) The amount to be contributed by any person shall, when 

such 	 person has been notified under the provisions of subsection



be a debt due to the State by such person and, until it is dis

(4), 

thereon at such rate as may be 
charged, interest shall be paid 
 

prescribed.



Any notice to be given under this section shall be deemed to

(6) 

be sufficiently served on the person to be notified ifdelivered to him 
or if sent in a

personally by a person nominated by the Board 
 

letter by registered post to his last known address, whether within



or outside Botswana; ifso sent, it shall be deemed, unless the contrary



is proved, to have been served at the time at which the letter would



be delivered in the ordinary course of the post.



due 	 regard to all the circumstances Special

19. (1) If, after paying 

is necessary or desirable proiionsregarding tlt 
the Board considers that such a course 

for the conservation of the agricultural resources of any area and is control of 
livestock 

just and equitable, it may by order prescribe the maximum number 

and the class of stock which may be kept or pastured, or permitted


or occupier of land within



to be kept or pastured, by any owner 
 

such area specified in such order, or which may be watered at any



watering point specified in such order.


known as

(2) 	 Any order issued under subsection (1) shall be 
 
writing, and shall be deemed



a stock control order, shall be in 
served on the person to whom 	 it is directed if 

to be sufficiently 
 
delivered to him personally by a person nominated by the Board



to his last known address,or if sent in a letter by registered post 

L.R.O. t11976 
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whether within or outside Botswana; if so sent. it shall be deemed. 
been served at the time 

unless the contrary is proved, to have 

at which the letter would be delivered in the ordinary course 
order shall be 

of the post. The operation 	 of any stock control 
time to be specified in such order 

deferred for a reasonable 
if the person to whom it is directed 	 will have to find alternative 

to comply with the order. A
grazing or dispose of stock in order 
stock control order may relate to any cattle on the land or watered 

relates regardless of 
at the watering point to which such order 

the subject of a contract,or all of the cattle 	 arewhether some 
traditional or not, which prohibits or inhibits the person to whom 

the order is directed from selling or slaughtering them. 

or occupier wilfully contravenes or fails to 
(3) 	 If any owner 

comply with a stock control order directed to him he shall be guilty 

of an offence and, in addition to any penalty that may be imposed 

him by any court convicting him, the Board may, after such 
on 
 
conviction, order that any stock in excess of the i,umber that may



to which the stock control order 
be grazed by him on the land 
relates, which number shall have been signified in such order, shall 

be confiscated: 
Provided that no such confiscation order shall be made until 

the time for appeal from such conviction shall have elapsed or all 

rights of appeal therefrom shall have been exhausted. 

(4) 	 When a confiscation order has been made under subsection 

(3) the Board may order that the confiscated stock be sold by public 

auction or disposed of to or through the Botswana Meat Commission. 

(5) The proceeds of the sale 	 or disposal of any such stock shall 

after 	 the deduction of any 	 administrative costs or judicial fines 

be delivered to the owner. 
No action shall lie against the Board in respect of any stock

(6) 
stolen, strayed or which die while under confiscation provided

lost, 
in looking after such stock.

reasonable care has been exercised 
notice in the Gazette20. 	 (1) The Minister may, by 

committees and subordinate con
(a, 	 establish conservation 
 

servation committees; and


(b) 	 subject to the provisions of subsection (3) appoint the 

members of any such committee to such number as he may 

think fit. 
committee or 

(2) 	 Any notice whereby a conservation sub

committee is established shall specify the 
ordinate conservation 

and 	 the area over which it shall have 
name of the committee 

of a 	 committeeand any notice whereby membersjurisdiction, 
are appointed shall, except in the case of members appointed by the 

term designating a public office. specify the periods for which they 

are appointed. 

LAO 1,1976 
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(3 	 In the case of a conservation committee established with 
jurisdiction over any tribal area as defined in the Tribal Land Act, 
1968, the Minister shall appoint two members of the land board 
established in respect of such area by that Act to be members of the 
conservation committee. 

(4) The Chairman of a conservation committee or subordinate 
conservation committee shall be a member thereof who is nomin
ated by the Minister to be Chairman. 

(5) Conservation committees and subordinate conservation 
committees shall meet at intervals of not less than three months 
at such places and times as may be decided by the Chairman. 

(6) The Chairman of a conservation committee or subordinate 
conservation committee shall have a deliberative vote and in the 
event of an equality of votes shall also have a casting vote. 

(7) A quorum of a conservation committee or subordinate 
conservation committee shall consist of a simple majority of the 
members. 

(8) In the absence of the Chairman from any meeting of a 
conservation committee or subordinate conservation committee 
the members present at such meeting shall elect a Chairman for 
that particular meeting. 

(9) 	 If any member present at a meeting of a conservation com
mittee or subordinate conservation committee has any pecuniary 
or other interest, direct or indirect, in any matter under discussion, 
or is the husband, father, grandfather, son, grandson or brother, 
father-in-!aw, brother-in-law or son-in-law of any person seeking a 
grant from the board he shall disclose the fact and, if the Chairman or 
other member presiding so directs, he shall withdraw from the meeting 
during such discussion or refrain from discussion of. or voting on, 
the matter. 

(10) The Minister may appoint any public officer, with the 
consent of the Minister in whose Ministry such officer is employed, 
to be a temporary member of any conservation committee or 
subordinate conservation committee if he considers such appoint
ment necessary to enable such committee properly to discharge its 
functions. No temporary member shall be entitled to vote. 

21. 	 (1) The functions of a conservation committee shall be Firirn,, i 
Conservation 

.a) 	 to keep under continual review the conservation of agricul- and sub. 
tural resources within its area of jurisdiction and make ordinatte

conseration 
recommendations thereon to the Board; co ,1-ritteo 

(b) 	 to attempt to persuade any owner or occupier of land in its


area of jurisdiction to adopt such methods of fltrmin.g or


land use as it may deem necessary for the purpose of con

serving soil fertility and protecting agricultural resources;
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(c) 	 to assist in giving notice to all owners or.occupiers of land 
who are affected by a conservation order, stock control 

order or conservation regulation; 

(d) 	 to recommend to land boards restrictions to be attached 

to customary grants of land rights and restrictive conditions 

to be attached to grants of land rights under the common 

law when it considers such restrictions or restrictive con

ditions to be in the interest of good husbandry; 

for the preservation, wise(e) 	 generally |o assist in measures 
use and improvement of agricultural resources within its 

area ofjurisdiction; 

( 	 to stimulate public interest in the conservation of agricul

tural resources; and 

(g) 	 to consider, investigate and report upon any matter 

referred to it by the Minister or by the Board. 

(2) The function of a subordinate conservation committec 

shall be to perform any functions enumerated in subsection (1) 

which may be assigned to it by the conservation committee to 

which, in the notice establishing it, it is subordinated. 

(3) 	 The conservation committee and the subordinate conser

vation committee shall conduct their proceedings in such manner 

as may be directed by the Minister or, in the absence of such direc

tion, in such manner as they deem fit. 

A conservation committee and a subordinate conservation 
p, eof 22. 
,awvadon committee shall have all powers necessary ur convenient for the 
and Sub. performance of its functions and duties. 
a.inam 
coamvanoa 

(1) 	 In so far as is required in the interests of country
GE23.

planning or in order to secure the development or utilization ofland 
property for the purpose of conserving agricultural resources 
any person authorized by this Act or by the Minister in writing 
may with such assistants, servants, workmen, animals, vehicles, 

appliances and instruments as are necessary for the performance of 
any functions or duties prescribed, or the exercise of any powers 

conferred, by this Act enter upon any land or premises and do all 
such acts thereon as are necessary for or incidental to the exercise 

of the said powers or the performance of the said functions or duties: 

Provided that 

(i) no person shall by virtue of this section enter upon 

any land or into any building or enclosed place thereon 
the consent of the owner or occupeir(except with 

thereof) without previously giving such owner or oc
cupier at least seven days' notice ofhis intention to do so; 

L.A . 111976 
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(ii) reasonable notice to exercise any of the other powers 

conferred by this subsection shall be given to the owner 

or occupier of the land; 

(iii) 	 as little damage and inconvenience as possible shall be 

caused by the exercise of" any of the 	powers conferred 

by this subsection. 
After any entry upon land made under subsection (1), the

(2) 
Board, in the case of entry made by it, or, in any other case the 

Minister, shall promptly pay such compensation (if any) as may 

be adequate for any damage done ordetriment caused by action taken 

under that subsection; and any dispute as to the interest or right 

of any person claiming an interest in or right over such land, the 

legality ofsuch entry or acts, or the amount (ifany) ofcompensation 

to which such person may be entitled by reason of such damage 
of compensation claimed does or detriment may, if the amount 

not exceed the jurisdiction of a Subordinate Court of the First Class 

having jurisdiction in the area where the land is situated, be referred 

by any party to such dispute to such court, whose decision shall be 

subject to an appeal to the High Court, and, if the amount claimed 

does exceed the said jurisdiction, such dispute may be referred to 

the High Court; and any person aggrieved by any delay in the 

payment of compensation due to him may apply to the High Court 

for the purpose of obtaining prompt payment thereof. 

PART V. Appeals 

person affected directly or indirectly by 24. 	 (1) Any 
16 (1) (a); orunder sectionorder issued(a) 	 a conservation 

under section 16 (13); or(b) 	 an apportionment order made 
 

or
(c) 	 a direction given under section 17 (1); 

(d) 	 a stock control order issued under section 19 (1), 

may 	 appeal to the Minister within 30 days or such other time 

as the Minister may allow on the ground that such'order or direction 

is inequitable, unreasonable or unduly harsh. 

(2) 	 Any person entitled to notice 	 under section 18 (3) may 
the ground that the effect, in relation toappeal to the Minister on 

him, of the intended works or measures will be inequitable, un

reasonable or unduly harsh. 

(3) Any person receiving a notification in terms of the proviso 

to section 18 (4) may appeal to the Minister on the ground that the 

requirement that he should contribute, or contribute to the amount 

specified, is inequitable, unreasonable or unduly harsh. 

L.R.O. 1,1976 
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(4) On the hearing of any appeal brought under this section 
the Minister may confirm, vary or set aside any order, direction, 
decision or proposal the subject of the appeal. Any order, direction, 
decision or proposal as so varied shall be deemed to be an order, 
direction, decision or proposal of the Board. 

25. 	 Any prohibition or restriction contained in any order or 
direction which is the subject of an appeal under this Part shall, 
pending the determinatinoi olf such appeal, be of lull force and effect 
in relation to all persons affected thereby to the extent to which such 
prohibition or restriction does not require the taking of positive 
action. 

26. 	 Any decision of the Minister shall, rave as may be otherwise 
provided in this Act or in any other law, be final and without 
appeal. 

PART VI. General 

27. (1) If any person has under any of the provisions of this 
Act become indebted to the State in his capacity as owner ofany land 
registered in the Deeds Registry, the Registrar of Deeds sl'.all, at 
the request of the Permanent Secretary of the Ministry of Agriculture 
made and given effect to while such person is owner of such land, 
enter such indebtedness upon the title-deeds to such land as a charge 
upon such land and the whole amount of such indebtedness shall 
be recoverable from such person or from any subsequent owner of 
the land so long as the charge remains registered. 

(2) Any charge entered under subsection (1) shall rank prior 
for all purposes to any charge of later date registered against the 
title to the land and shall remain registered against the title until the 
Registrar of Deeds is satisfied that the indebtedness has been 
discharged in full and that the Minister responsible for finance has 
consented to the cancellation of the charge. 

28. The Minister may make regtziations for the better carrying 
out of the objects and purposes of this Act and for giving effect 
to its principles and provisions, and without prejudice to the general
ity of the foregoing may make regulations 

(a) 	 prescribing anything which in terms of this Act is to b3e or 
may be prescribed; 

(b) 	 regulating and prescribing the practice and procedure 
to be followed, the forms to be used and the fees to be paid 
in connection with proceedings in the Board or appeals 
before the Board. 

29. A person guilty of an offence under this Act shall be liable 
to a fine of R 1,000 and imprisonment for twelve months. 

L.R.O. 	 197b 
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30. Nothing in this Act shall be construed so as to conflict with Saving 
or derogate from any of the provisions of the Water Act, the Mines Cap. 34:01 

and Minerals Act, or the Precious Stones Industry (Protection) Cap. 66:01 
Cap. 66:03

Act, and the provisions of this Act shall not be taken to apply to any 

matter or case which the provisions of any of the said Acts are 
designed to regulate, decide or control. 

L.R.O. 11976 
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1. 

2. 
 

3. 

4. 

5. 

6. 
 

PART I : INTRODUCTION



General



'The time has come to tackle a subject about which there has



been a lot of talk but not much action - the better use and



land. As our human population and the
development of our 
numbers of our cattle and other livestock increase 

there is a



growing danger that grazing will be destroyed by 
uncontrolled



use of communal grazing areas by ever growing numbers of 

Once grazing has been destroyed it is extremely
animals. 
 
our communal

difficult to get grass re-established. And under 

grazing system it is in no one individual's interest 
to limit



takes his cattle off,
the number of his animals. If one man 

Unless livestock numbers someone else moves his own cattle in. 
 

are somehow tied to specific grazing areas no one has 
an



We are faced with a situation
incentive to control grazing.... 
 

which demands action.' (Address by the President, Sir Seretse



Khama, to the fourteenth Annual Conference of the Botswana



Democratic Party at Mahalapye, 28 March 1975.)



Proposals are made here for implementing Government 
policy on



changing the traditionalgrazing land development. This means 

system of land tenure in the tribal grazing areas. 
It will



change the Botswana way of life; it will affect, directly or



indirectly, virtually every Motswana.



for change and the reasoning behind
It is vital that the need 
proposals are fully understood.the Government's 

practices regarding useIt is proposed to change only present 
arable lands are allocated or used.

of grazing land, not the way 

Background 

development was set
The Government's policy on tribal land 

forth in Government Paper No. 2 of 1973, National Policy 
for



It is further explained in the National
Rural Development. 
 
Development Plan 1973-78. The main issues were set out in



Government Paper No. 1 of 1972, Rural Development in Botswana



and by the consultants R Chambers and D Feldman in their Report



The aims are to stop over-grazing
on Rural Develoment (1972). 
 
to promote greater equality of
and degradation of the veld; 
 

incomes in the rural areas; and to allow growth and



commercialisation of the livestock industry on a sustained basis.



Not much has been done until recently about making the policy



While what should be done was clear, it was hard to

a reality. 
 
decide how it should be done. Mistakes made at the beginning



could be hard to correct later on. In particular, there is a



need from the start to protect the smaller stockowners and those





2.



who 	own no cattle. They must be given a chance along with


the 	large owners to benefit from development of the cattle



industry.



7. 	The Government now intends to bring in the new policy for


grazing land. There are people who fear what can happen if 
the old ways of land holding and land use are changed. For 
example, some fear that the small owners will be forced to 
move and the rich will come to control all the land. The


Government recognizes that these fears exist but is convinced


that through careful planning and consultation with the people 
the dangers can be avoided. Planning will aim to ensure that 
land development helps the poor and does not make them worse


off.





3.



8. 

9. 

10. 
 

11. 
 

12. 
 

AND WHY IT SHOULD BE CHANGEDPART II : THE PRESENT SYSTEM 

Present Opportunities



system ofThe Ministry of Agriculture has developed an improved 

range management. Although it is simple to use it allows Us to 
At the sameraise many more cattle on the same amount of land. 

time favourable beef prices offer tempting profits and higher



incomes than ever before.



There hap been a dramatic response to the favourable beef prices.



The cattle population has risen rapidly to nearly two-and-a-half



million head, and the BMC has slaughtered and marketed an



Unfortunately, these increases
unprecedented number of animals. 
 

have had two bad effects under the present system.



Range deterioration



Increased herds, under the system of uncontrolled grazing, have



led to serious overgrazing around villages, surface water



sources and boreholes. Overgrazing has led to sheet erosion



and bush encroachment which reduces the amount of good grazing.



This is worst for the :lnall cattle ownere, most of whose herds



graze in the village areas.



Wealth and Poverty



As a result of the pressure on village grazing areas, richer



people are drilling more and more boreholes for cattle posts in



Borehole rights have
sandveld areas which used to be empty. 
 

been granted to any tribesman who can obtain finance. The only



control is the rule calling for five miles between boreholes.



Under the present system, the wealthier cattle owners secure



rights to the land around their boreholes.
virtually exclusive 
large cattleMore and more grazing land gets taken up by a few 
 

who only few stay
owners. Meanwhile those own a livestock 

where they are in the village areas with little hope of



As the numbers of people and their cattle increase
improvement. 
 
year by year, good grazing becomes scarcer. It therefore becomes



more important to ensure that the available grazing is properly



used and equitably distributed.



Improved systems of management and allocation of land will deal



One of the bad effects of the present
with these problems. 

poor, can reap the benefits of
system is that no one, rich or 

improved management. In the communal grazing areas, only basic 

veterinary care is possible. Even the larger owners with remote 

cattle posts can do little without fencing. The result is low



returns for all. 
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13. 	 We must alter the old system. If we go on as we are doing now, 
not only will production and profit per hectare go down every 
year, but the gap between rich and poor will grow bigger. If 
we can remove the limitations of the communal grazing system, 
everyone will benefit. 

14. 	 This does not mean that a completely different system should be


introduced, There are good aspects of the traditional system


which must be preserved. Most important is the right of every


tribesman to have as much land as he needs to sustain himself


and his family. The grazing land policy will protect this


right.



15. 	 The policy will also protect the rights of those who have been


granted allocations under the old system. These have been made


according to the terms of the Tribal Land Act, as will


allocations under the new system.
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PART III : 	 THE ALTERNATIVE - IMPROVED GRAZING AND 
LIVESTOCK MANAGEMENT, MUCH MORE MONEY, 
BETTER DISTRIBUTED TO MORE PEOPLE 

16. 	 The aim of the Government's grazing land policy and the


proposals outlined in Parts IV and V below is clear. It



is to provide cattle owners, large and small, with ways



of increasing their farming incomes. To achieve this,


better range management is essential.



17. 	 The output and profit from cattle can be more than doubled



by using very simple methods of management (rotational


grazing, controlled breeding, early weaning, daily watering,


bonemeal feeding). Correct stocking rates, and paddocking


to permit some rotational grazing, will halt deterioration,


allow the grass to improve, and provide standing hay for the



dry season. All that is needed is some fencing and some


piping of water. Land can carry more cattle if it is fenced


and watered than if it is open. Properly run group and


individual ranches can carry twice as many head as under


uncontrolled grazing. The improved system also provides


more incentive and makes it easier to build fire breaks and


control veld fires.



18. 	 Improved management, especially fencing, allows land to be


used to the full, with the best returns to the farmer. But


farmers who have or can get money to invest must have an


incentive. Under the traditional system there is no incentive


it is in no one person's interest to conserve the grazing in


a particular area. It is a free for all. Stockowners should


be given complete control over the areas where their aniimals


graze. They will then have an interest in looking after that


grazing.



19. 	 The next section describes how the present land allocation


system can be changed so that improved management is possible.
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PART IV : HOW THE ALTERNATIVE CAN BE ACHIEVED -

BY A NEW SYSTEM OF LAND ALLOCATION



Objectives



20. 	 The basic objectives of changing the present system are:



a) 	 To make grazing control, better range


management and increased productivity



possible. The improved management


system must start with fenced areas


and land over which exclusive rights



are recognized. Therefore under certain


conditions, groups and individuals must


be granted exclusive rights to land.



b) 	 To safeguard the interests of those who 
own only a few cattle or none at all. 

21. 	 To meet both these aims, Government will encourage Land Boards 

to divide the tribal grazing areas into three zonex -
Commercial Farming Areas, Communal Grazing Areas, and Reserved 

Areas. The terms of tenure and the type of development 
permitted will be different for each zone. 

Commercial Farming Areas 

22. 	 In these areas, groups and individuals will be given exclusive 
rights to specific areas of grazing land. A defined number of



hectares of land will be allocated, not simply the use of a



borehole as is now the case. Ranch development will be



encouraged, including fencing and piping of water.



23. 	 Leases will be granted in Commercial Farming Areas, and land in 
these areas will cease to be held in the traditional way. Rents



will be payable to the local authorities in return for the



exclusive rights given in the lease.



24. 	 Proposed rules for allocation and development in Commercial 
Farming Areas ai:-e set out in Part V. These areas are not meant 

only for the large individual cattle owners. First priority 
will 	 be to help groups of smaller owners to run commercial 
ranches. Preference will be given to such groups in making



allocations. 

Communal Grazing Areas 

25. 	 In these areas the traditional communal grazing system will not



be changed and no rent will be paid. These will be mainly the



present communal grazing areas near villages.
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26. 	 Although tenure in the communal areas will not be changed, we 
must 	 find ways to teach people better management and how to

solve the problem of overgrazing. Until stocking rates are 
brought into line with the carrying capacity of the land in all

communal areas, it will be impossible for farmers in those areas 
to make any real progress. 

Reserved Areas



27. 	 These areas will be set aside for the future. They are 
safeguards for the poorer members of the population.

Suitably large areas of grazing will be reserved and 
guaranteed for future use by those who have 	 only a few cattle 
at present. In addition to reserved grazing areas, land may be


reserved for alternative uses such as wildlife, mining and 
cultivation.



Better Income Distribution



28. 	 Closing the gap between rich and poor depends on the smaller


owners having the opportunity, the knowledge 
 and 	 skills to 
increase their herds. The opportunity will be provided by the

rules which will be laid 	 down for allocation and land use. The 
Ministry of Agriculture's extension services will supply the

knowledge and skills. It is also essential that Land Boards 
should bear the interests of the poorer people constantly in 
mind, especially when considering how much land should be


reserved for future use, when working out ways to help groups

of smaller stockowners and in collecting rents to 
 use in


developing the communal areas.



29. 
 It is urgent to tackle the problem of overgrazing in the village


areas. Stocking rates will be brought into line with the


carrying capacity of the land by:



a) 	 encouraging the larger owners to remove


their herds and start commercial ranches,


and



b) 	 by land boards controlling the amount of


stock which may be kept in the communal


areas. 
 Mafisa cattle will be counted as


belonging to the holder. 
 When the larger


herds have gone, small owners will have


more oppportunity to improve management


and 	 increase production.



30. 	 The use of existing and new private dams, wells and boreholes


for watering livestock in communal 
 areas will be restricted.


Individuals will not be allowed to have private water sources

for watering more animals than the maximum laid down by the


Land Board. 
 Persons wishing to have a private water source for
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watering more animals than the maximum set by the Land


Board will be required to seek a commercial allocation.


The only exception is that groups or co-operative


ranches will be permitted in communal areas whenever


there is full agreement within the community. These


groups will be encouraged to fence and develop water


supplies for their ranches.



31. 	 Private boreholes used for domestic or arable agriculture


purposes will be permitted.



32. 	 The Ministry of Agriculture is working out how best to form


groups of small cattle owners. Pilot projects will be set up


in different parts of Botswana. People will be told how to


copy the successful systems.



33. 	 Figure I provides a summary of the new system of land


allocation.





FIGURE I : NATIONAL POLICY FOIR TRIBAL GRAZING LAND 

WHAT IS HAPPENING NOW WHAT WILL EN ISTEAD 

Weoreareagetting more and rWe divide the land into three:

Communalthis is a good thing. land - mainly unfenced


for traditional grazing


Commercial land 
fenced 
for ranches
owned by groups of people or 
individuals 
Reserved land  so that there will be
But we 	 are overgrazing and 
 
some left for our
the land is being destroyed. children and for



If we go on like this, there 
those of us who have no cattle now
left.won't be enough good grazing



communal land? 
 Wh roes
fcommercial o h
-'and?



Wit ot 
stop this 
 
Anyone with less
without changing the 	 Anyone with 
 Groups of
way we use our land. 	 than a certain 
 
*number of cattle 

move than a people who
certain number
--form fo 
aca ttleof cattle syndicate



,And so there are fewer
cattle on the comnuncal 	 And so they can fence their areas. 
 There is better 	 land, control grazing, and
grazing for the cattle 	 keep more cattle. The
Ministry of Agriculture
left there 

will show how



' 
 To be determined for the various Land Boards areas 
 
Everyone benefits. 
 We can keep more
cattle and have better cattle
by the individual Land Board in consultation with
the Ministries of Agriculture and Local Government 

and Lands. 
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PART V: THE RULES FOR ZONING, ALLOCATION AND LEASES 

Responsibilities



34. 	 Carrying out the policy will be the task of the Tribal Land



Boards. This section shows how Land Boards will: 

a) 	 Zone land 

b) 	 Allocate land within each zone



c) 	 Grant leases.



35. 	 Government will guide the Land Boards in the execution of this 

policy. It will give advice and then allow each Land Board to 

decide how to implement the policy in the light of conditions 

Each 	 Land Board area has different
existing in its area. 
 

characteristics and zoning and allocation policies will differ



accordingly. 

How 	 Tribal Land will be Zoned



36. 	 Zoning will be the first step. The objectives of zoning are:



a) 	 To manage the land in the best interest of


the people and their descendants.



b) 	 To provide security for subsistence


farmers with respect to arable land,


grazing of draft animals, milk


production, and smallstock, now and


in future.



c) 	 To preserve village grazing areas now


under communal use.



d) 	 To induce people to move cattle out of


overstocked areas.



e) 	 To encourage fencing and improved


management on existing cattle posts


in order to improve offtake and


carrying capacity.



f) 	 To reserve areas for national pixposes,


including wildlife, mining etc.



g) 	 To reserve areas for future ranching


and/or communal use. 
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37. 	 To achieve these objectives the following RULES will apply:



a) 	 Existing areas of communal use will


be kept communal.



b) 	 Areas where people already have control 
of blocks of land, such as sandveld 
cattleposts, will be classified commercial, 
unless there is a special reason for 
including them in communal zones. 

c) 	 If communal areas are already overcrowded,


they will be made bigger. 

38. 	 A series of practical steps needs to be taken. We must have the


facts about the present situation, before deciding how big the 
commercial areas can be. The steps will be: 

a) 	 Map the actual boundaries of existing grazing


and lands areas.



b) 	 Map all existing and potential water sources


and collect other survey data. 

c) 	 Decide which areas are best for different 
purposes. 

d) 	 Assess potential demands for different


categories of land over the next fifty


years.



e) 	 Decide how much land is left for commercial


development after taking into account


communal, reserved and national needs.



39. 	 An interim policy is needed for allocating grazing. In special


cases commercial areas will be allocated in 1975 and 1976, 
 even


before public consultation has been completed, and while the


main programme is getting under way. This is necessary to


avoid bringing new investment in the livestock industry to a


halt 	 during the planning period. 

How 	 People Will Use the Communal Areas



40. 	 Under the new system the following RULES will apply in the


communal areas: 

a. 	 Each Land Board will say how many 
livestock units may be kept by one 
person, family or group on various


communal land areas. Thcse who


exceed the maximum allowed should


move to commercial farming areas. 
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b) Permission will continue to be granted


for fencing of arable lands. 

c) Livestock management groups of small


owners will be permitted to fence land 
allocated to them in communal grazing


areas. (In practice 'small owners'


will be those who have fewer cattle


than the limit fixed by the Land Board


for 	 individuals in the communal area). 

d) 	 In enforcing the maximum number of


cattle which can be kept in a communal


area, cattle kept under t.he mafisa 
system will be counted as belonging to


the 	 holder.



e) 	 New individually-owned private boreholes


will not normally be permitted in 
communal areas, except where an 
individual requires a borehole for 
domestic and agricultural purposes and


watering a few stock on his lands. In


such cases no-one will be permitted to


water his stock in excess of the limit 

laid down by the Land Board. Individually

owned boreholes where owners are watering


more stock than the limit laid down will 
be phased out over time. Thir will be done


by helping such people to move to


commercial areas, or by requiring them to


form a syndicate or group with other


stockowners, where this can be done within


the carrying capacity around the borehole,



How 	 Land will be Allocated in Commercial Areas 

41. 	 The objectives of the allocation policy are: 

a) 	 To encourage fencing and improved management 
on existing cattleposts and to improve offtake


and carrying capacity.



b) 	 To encourage movement out of presently


overstocked areari.



c) 	 To encourage and promote groups of smaller 
cattle owners to participate in commercial 
ranching.



d) To control the amount of tribal land 
occupied by any one owner.
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To encourage resident management.
e) 
 

f) 	 To allow access to watering facilities 
for all cattle owners. 

42. 	 To achieve these objectives the following RULES will apply: 

a) 	 CattZe own-ers in areas zoned for 
commercial ranching will, over 2 
period of time, have to take out 
Zeasea over their holdings. AZZ


new aZocatione in commercial 
areas will be the subject of 
leases. 

b) 	 So borehole permissions will be 
granted to people who have driZZed 
without Land Board permission. 

c) 	 AZZocations in commercial areas will


only be made to individuals and 
groups who own a specified minimum


number of livestock.



d) Where a group owns enough cattle to


get 	 land in a commercial area, it 
will be given preference over an


individual. 

e) Where a group or an individuaZ owns
enough cattle to gvt land in a 
commerciaZ area, prefezrence will be 
given to those who have not already 
got one or more commerciaZ leases, 

f) Preference.in allocating will be 
given to people from the most 
heavily overstocked communal areas, 
subject to paragraph 42 c), d) and 
el above. 

g) 	 Each Land Board will say how many
land holdings and what total area 
an individual may have, taking into 
account the total land holding of 
the iindividual in all parts of Botswana. 
This will mean that those who own large


numbers of boreholes may have to


surrender some, 

http:Preference.in
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h) Where persons or groups wish to have 
land than the Land Board allows,
more 
 

Government will take positive steps


to enable them to secure holdings in



freehold and state leasehold areas. 

i) 	 No commercial lease will be given over


any existing borehole until satisfactory


watering arrangements have been made for 
owners of all stock curzently using that 
borehole if any of them are to be excluded 
from the commercial lease. 

.) 	 A proper legal framework will be devised 
for groups or syndicates of farmers to 
enable them to obtain commercial leases. 

k) 	 All borehole applications including those


already approved but for which boreholes


have not been drilled will be reviewed and 
evaluated in accordance with these rules.



Z) 	 If a cattlepost owner is. required to move


under these rules, compensation will be



payable.



Terms of Leases



43. 	 Leases will be granted, as at present, under Section 21 of thr,



Tribal Land Act, as common law leases.



44. 	 The objectives of the terms of leases are:



a) 	 To give the security of tenure necessary


for the taking and granting of loans and


for the introduction of improved management


systems. Leases must be for a sufficient


length of time to allow holders to recover


their investments and some profits.



b) 	 To retain ownership of land by the Tribal


Land Boards.



c) 	 To encourage and enforce improved


management systems and to avoid destruction


of tribal land through overgrazing and


erosion.
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d) 	 To avoid speculation in leases and failure


to use the leasehold for the purpose


intended.



e) 	 To ensure that local authorities receive a 
return from those who acquire the privilege


of exclusive use of tribal land. 

45. 	 To achieve these objectives the following RULES will apply:



a) 	 A period of fifty years, after which


the lease will be renewable, is


generally recommended although


circumstances in a particular area 
may 	 require shorter leases. 

b) 	 Leases will be revocable only under 
clearly defined terms and procedures 
provided for in law. 

c) 	 Rents will be charged and effectively 
collected.



d) 	 There will be restrictions on the


transfer of leases, subject to


safeguards for those who have 
provided loan finance. 

e) 	 Leases will be inheritable for the 
duration of the lease. 

f) 	 Subletting, and sub-division of 
holdings will only be permitted with 
the approval of the Land Board, which 
approval will not unreasonably be 
withhe ld. 

How 	 the rules will be applied in different areas



46. 	 As stated above, it will be kiecessary to adapt the proposed 
rules to the circumstances pertaining in each tribal area. The 

rules outlined have been determined primarily with the large 
tribal areas of Ngwato, Kweneng, Ngwaketse, and Tawana in mind..


The smaller areas such as the Tati, Kgatleng, Rolong, Malete,


and Tlokweng may find that the demand for land in their areas


exceeds the total land available. It will therefore be


necessary to be flexible in the application of the rules,
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PART VI : STAGES AND TIMING OF IMPLEMENTATION



47. 	 The changes described in this Paper will not happen overnight.


Land development., especially if it is to be consistent with


social justice, is a very long-term process which will


continue not just for years but for decades. What is important


now is to make a start.



48. 	 The grazing land development programme may be described as a


series of steps:



Step 	Number Action to be taken



Preliminaries



I 	 Provision of base maps



2 	 Sand veld survey



3 Village areas survey



4 Ground and surface water survey



Allocation



5 	 Zoning of land areas 


6 	 Legislation 


7 	 Allocation of land 

8 	 Lease arrangements



Development



9 	 Formation of groups and


organisation of communal


projects



10 
 Loan 	funds and administration



11 	 Ranch development



12 	 Marketing arrangements



13 	 Enforcement and monitoring



Steps I to 4 should be taken as soon as possible over the next


few years, so 
 that the new system can start on a properly

planned basis. Some districts will complete this stage faster


than others as they have already done much of the work. Zoning

and allocation can begin as soon as the facts are known. 
 The


Ministry of Local Government and Lands, in consultation with


the Ministry of Agriculture, will examine each Land Board's


overall zoning and allocation proposals to ensure that they


conform with national planning and policy principles.



49. 	 Although Land Boards will be responsible for carrying out the


policy, they are badly in need of more trained staff, technical


expertise, and advice. They will be strengthened as quickly as


possible, but will need a lot of help from Government in the


early stages.
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50. 	 As indicated in paragraph 39, the first areas for commercial 
development will be identified quickly, to allow a start to be


made on removing some of the larger herds from the communal 
village grazing areas and to allow those who acquire commercial 
allocations to begin developing their ranches. 

51. 	 It will take at least two years to plan and raise money, to 
give loans, and to put in boreholes, water reticulation, 
fencing and extension support in the commercial areas. A 
planning team will prepare this project. In the meantime, 
while the public is being informed and consulted about the 
policy, local authorities and field staff will press on with 
making proposals for such ranch development as is possible and 
desirable in 1975 and 1976 with che money and manpower already 
available. Some livestock owners will be able to develop 
commercial ranches with minimal assistance and their efforts 
will be guided to fit in with the overall policy. 

52. 	 There are a number of issues and implications which arise from 
this programme which will be further studied and dealt with. 
These are the availability of public transport, water equipment


and fencing materials, the requirements for roads, borehole


maintenance, physical and social infrastructure and the


implications for settlement patterns of the future. The


implications of this programme for freehold and state land policy


must be considered.



53. 	 It will be necessary to monitor and evaluate the changes in land 
use under this policy, and their effects, from the outset. The 
key matters to be considered are: 

a) 	 The changing size and distribution of land


holdings under the policy.



b) 	 The effects of the policy on the ecology in


communal and commercial grazing areas.



c) 	 The efficiency of the process of allocating



land 	 by Land Boards.



d) 	 The effects of the policy on rural incomes.



e) 	 The state of public opinion and the


effectiveness of public consultation about


the programme.



f) 	 The efficiency of group and co-operative


ranch development in both communal and


commercial areas.
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PART VII : 	PUBLIC CONSULTATION ABOUT THE NATIONAL 

POLICY ON TRIBAL GRAZING LAND 

54. 
 

55. 

56. 

57. 
 

58. 
 

it is vital 
As was emphasized at the beginning of this Paper 

that the public be informed of the need for change and the 
proposals. The implications,reasoning behind the Government's 

consequences, costs and benefits - from the point of view of



- must be sufficiently
the livestock owner and the villager 
 
It is most 	important
clear for general public understanding. 
 

that the dangers of misunderstanding be recognised and avoided. 

the Government will 
Therefore, 	 before implementation begins 

mount a nation - wide public discussion of the programme and



the issues involved. People at every level will be fully



informed and consulted before the process of change is set in 

motion.



The purpose of the public information campaign must be made 

It is not intended to steamroller public opinion.
quite clear. 
 
land developmentMost members of the public know nothing about 

now reached the stage of deciding how to
policy. We have 
implement grazing land policy, provided it receives 

widespread



But more than explanation is involved.
public support. 
Government wants to encourage wide public discussion 

of the 

And so the first aim of the public information programmepolicy. 
 
But it has 	three other

is to provide information on the policy. 
 

aims as well: to stimulate public discussion; to provide



information to Land Boards, District Councils, and 
Central



Government 	on how people feel the policy should be implemented



locally; and to start a long process of helping people 
to know



how they can benefit from the policy by, for example, 
forming



Thus the

groups or syndicates of small cattle owners. 
 

programme of information and consultation will encourage 

comments, ideas and reactions from the districts, in 
order



to make implementation as smooth as possible.



Parliamentary Debate will be followed up immediately 
by a



programme of radio talks and public speeches by Ministers 
at



A multi-media consultation
Council and Kgotla meetings. 

programme, based on this Government Paper, will be launched.



It will use radio programmes, with printed materials, and will



be co-ordinated with the work of extension and other field



Councils, District Development Committees and VDCs will
staff. 
 
be asked to encourage public discussion, and take note of 

it,



as part of this programme. Extension staff will help to



organise the systematic feedback of public reactions to the



programme,



Having obtained the views of the public in the ways 
described



above, the Government will take appropriate action to give



effect to these views. If necessary, it will revise the policy



set out in this paper and present for Parliamentary approval



the changes brought about by the process of consulting the



people.
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U 
TRIBAL GRAZING LAND POLICY 

= 

.981 PROGRAMMlE REVIEW 

Rural Sociology Unit (TGLP Monitoring) = 
Ministry of Agriculture

March, 1982 

I. Introduction 

Botswana's National Policy on Tribal Grazing Land (TGLP)t
initiated in July, 1975, is a major rural development and land


reform programme aimed at increasing livestock production, stop

ping overgrazing, and reducing the income gap between rich and 
poor. For the past six years the Government has been involved in 
implementing this policy. 
 This effort has consisted of a number


of phases. 
 First a land use survey and zoning exercise was under

taken in which the tribal land (71%of the country) was divided 
into zones. Second, a large-scale consultation programme wav con

ducted, which concstod of (a) Government and district-level meet

ings with officials and civil servanta, (b) ptiblio kgotla qeetinge
all over the country, anc (c) a massive radio oaqplgiin which 
over 3,200 radio listening groups participated& Thirdl areas which


were zoned for commercial ranching were demarcated in six districts


and many of these ranches have been allocated to individvals and


small groups. 
The purpose of this review is to chart the progress

of TGLP implementation through the 1981 calendar year. 
 IYL doing


so, an attempt-will be made to assess some of the major iijsues
which have come up as the policy has been put into effect.



II* Background to TGLP Implementation



There has not been a major address on the TGLP since a speech 
over Radio Botswana by the Minister of Local Government and Lands,
the Hon. L. Makgekgenene, in June, 1977. A number of programme re
views for information purposes have been circulated among Central 
and district-level Government officials since that time. The dates


and titles of these reviews are as follows:



Programme Review No. 1 of 1978 
 Marchs 1978 (MFDP)

Programme Review No. 2 of 1978 
 21 July, 1978 
 (MFDP)

Programme Review No. 3 of 1978 15 November, 1978 (MFrDP)
Programme Review No.-1 of 1979 
 31 May, 1979 (FDP)
Programme Review No. 2 of 1979 6 December, 1979 (MLGL)
Programme Review No. 1 of 1980 31 Marchs 1980 
 (MLGL)



A number of significant changes in the tenets of the TGLP have


occurred in the period between 1975 and 1981. 
 It is necessary,

therefore, to sketch out the original objectives of the policy so

that the preaent-day situation can be compared to that which pre

vailed in 1975.



The TGLP was conceived as an answer to a number of serious


problems facing Botswana: severe overgrazing, a skewed distribution


of water source ownership, increasing disparities in rural incomes,


low levels of productivity in traditional systems of livestock prod

uction, and the nature of the land tenure system. The TGLP White
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Paper held that under the communal system of land tenure, there was


no incentive to conserve.. he.r..nge... Research results from the Min

istry of Agriculture had indicated that fenciig and water reticulation


could great'.y increase pr.oduQtion It was suggest.)d that granting of
exclusive rights o::"'r "'.-'c! of a.nd, which could then be fenced, was 
the key to increasing production and enhancing social equity.



Strategies for implementation of a land reform programme were


laid out in the 
 WPhite Paper (No. 2 of 1975). A zoning exercise was


to be carried out in which the land would be divided into three


categories: commercial, in which blocks of land would be granted

under leasehold tenure to individuals and groups, communal, whore


the land tenure would remain the same but where stock limitations


would be imposed, and reservedl which would be set ai dd for'futu're


use"b'y the poorer be'tbers oil the population!'. ;It was stated that
decislons on commercialization of land wore to bA made after oommunal,


national'and reserve land ned ds were met. 
 Zoning maps were to be made


for each district. The purpose behind'the policy was to encourage

large cattle owners to move out of the communal areas onto compercial

raqches, thus alleviating stocking rates and grazing pressure *in. he

communal areas'. ''Smaller cattle .oivners in the communal areas weie 'to 
.erequired to keep iivestock-nujbers below certain limits set .by


7And Ebards. Livestock management groups would be. allowed to fence

Iad allocated'to .hem in the Communal areas. 
 In the commercial


areas, fen iang.would be enccuraged, as'would group ranching; Rents


were to.be chared, It addition, the amount of land occupied by"any

one owner wasto be',cntrolled, and resident management was to be


encouraged'.



..
The period between 1975 and 1979 paw a great deal of effort.


put .into the. TGLP consult:.tion, lad use and population surveys in


grazing Areas, drawing up of a lease for the TGLP ranches 
 and


establishment of a procedure for allocation of ranches as well as


adjudication of rights, 
 Once the -'anches have been demarbated by

the Division of Land U .!7iation :.n 
the Ministry of Agriculture,

the ranches are advertiscd. 
 The'Land Board then.holds.all9pcatiM.

hearings which are supposed to be well-publicized. It is at these


-hearings where,,people who reside or ha.ve 
 other interests in a com

:mercial area are suppno.d to put forth their claims as part of the


adjudication procedure. 
 Once the claims have been heard, .the Land


Board decides on their validity. If there are too many claims to


a specific area, the ranch is dezoned and turned back izito communal


land, 
 If on the other hand it is felt that the person requeating

the ranch has strong claims to an area (rq example, if he or she


already has a water source on the ranch), then other claims are


ext:inguished and the ranch is allocated to that person. 
 In the


case of ranches which have no prior claimis, the Land Board must

decide among competing applicants, and the Ministry of Agriculture

has provided guidelines for allocation criteria to be applied.

Such procedures are v'no 
 --.ry in the communal areas, since there


are no plans at present to turn land there into private leasehold.



The 1975-1981 period ha3 seen some significant changes in the


TGLP. 
 First, most of the f,-cus hrs been on the .commercial areas.


No land has been z-ned a. reserved. Population and land use surveys

have revealed that most of the potential ranches already have exist

ing claims. The re'its have been set at sub-economic levels, 4 thebe


per hectare or P256'00 fpr a 6.400 hectare (64 km2 , 5 mi2 ) ranch.

There will be no stock limitations whatsoever. The 'idea of attaching

appendices to the lease which would be designed 
 o protect residents


or to impo( - -eO, -......... ents on the lessee (such
14..-'-.-
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as firebreak construction) has been ruled illegal by the Attorney

General's Chambers. Compensation issues remain unresolved. The


1980-81 period has seen most if not all of these subjects come to


the. fore. The balance of this review will focus specifically on


aspects of TGLP implementation.



III. Current Status of Zonin,- and Land Use Planning 

The TGLP Vhite Paper recomraends that there be 
 a division of the
tribal land into three zones: (1) commercial, (2) conmunal, and (3)

reserved areas. In the Whi'te Paper it 
 was stated that land for com
mercial development would be taken into consideration after communal,
reserved, and national needs were met 
 (Paragraph 38e). As'it has
worked out, commercial ranch zoning and planning has become the major
focus of TGLP, at least up until the 1980-81 period. A rough break

down of the district zoning categories is as follows:



Table 1: Zoning categories in Botswana (shown in kin)



District 
 District- Commercial 
 Communal Reserved
Name Size 
 Land Land 
 Land



Central 147,730 
 14,790 57,300

Ghanzi 117,910 
 4,900 20,400
Ngwaketse 
 28,470 14,4oo 
 8,200

Kgalagadi 106,940 
 4,564 25,500

Kweneng 35,890 
 6,800 21,283

Kgatleng 7,960 
 1,170? 6,500

North West 109,130 
 5,640 31,844

North East 5,120 - 2,400
South East 1,780 
 1,150

Chobe 20.800  ?



tt 
 can be seen from Table 1 that six and possibly-seven aistricts
have zoned areas commercial. 
 The total for the six districts with
definite commercial areas is 50,914 .kmn(approximately8.75% of the
total surface area of the country). The total communal area is
2
173,427 km (approximately 29.8% of the total surface area). 
 Vir
tually no land has been set aside as reserved in the country, in
spite of the fact that these regions were supposed, according to
the TGLP White Paper, to be the "safeguards for the poorer members
of the population". 
 The balance of the land in Botswana consiits
of the following categories: 
 national parks, game reserves, free
hold farms, Wildlife Management Areas, Government ranches, investi
gation areas, and unzoned areas. 
 Centrol and North West Districts

both have large areas of unzoned land which could potentially be
turned into commercial ranches. 
 In the entire.country there may be

as much as 20-25% of the surface area which has yet to be zoned.
Thus, the zoning process is by no rneans The
complete in Botswana.

districts are reluctant to do further zoning in the present inves
tigation and unzoned areas 
 until such time as adequate, water, pop

ulation, and land use surveys have been undertaken.



As has been mentioned, the districts have, with the exception
of Central, all submitted written land use plaus to the Land Devel
opment Committee and Cabinet, plcans which were approved in 1977.
During 1981 it became increasingly evident that some 
 of the land

use plans were in need of major revisions. Ngwaketse District, for
example, undertook a major re-zoning and new land use planning effort
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and attempted to reduce the amount of land zoned commercial from

approximately 63% of the district to approximately 401 of the/district.

The Ngwaketse District Council, however, has not approved this new

plan. Kgalradi District, on the othqr hand, has attempted to increasethe armount of land zoned comimlercial. In a letter to the i1inistry :f
Local Tovernment and Lands (Ref. 1L 1/5 II (85), 2 June 19$l) the Land

Board requested that the Ministry consider planning en 
 additional 20

ranches in northern Kgalagadi District, where 10 ranches were 
 already

demarcated. Plans are 
 also afoot to add an additional 20 ranches in

the Tsabong area. It has been recomrmzended that perhaps some ranches


could be planned along the Namibian border as a means of alleviating

the pressure for additional ranches in the district.



In the North West District, an area south of Lake Nigami and west

of the ilainaveld has been designated as a Second Commercial Develop

inent Area (SDA). The present (19?7) land use plan shows this zone as


an ;'Investigation Area". 
 This move is indicative of a number of
district efforts, which have not only provided for First Developme.

Areas (FDAs) but also SDAs and TDAs. 
 At least one distrtat is even


considerimg a Fdurth Development Area (FoDA).



An assessment of the zoning situation reveals that nrew Zoning

categories have been added since 1975. 
 The most important of these
is the Wildlife 1anagement Area (,IriA), areas where wildlife utiliza
tion schemes will be encouraged and where livestock and water source

expansion will be limited. Ngamiland has gone the furthest in getting

areas designated as 
 WMAs, but other districts are proceeding to plan

these areas as well, notably Chobe, Kweneng, Ngwaketse, Ghanzi and
IKgalagadi. 
 Another new zoning category is the "Investigation Area'.


Communal reserved areas have been established temporarily in Kweneng


and Central Districts.



In an important report on the TGLP, Sandford (',Keeping an Eye on
TGLP", 1-IR, 1980) has called for a re-assessment of the zoning proms.

It is now apparent that the zoning procedures arc unclear, and the
TGLP Guidelines (issued by MLGL in 1979) are not specific enough to
give the Land Boards direction. It is. clear that zoning and land use


planning in the districts is proceeding, but that efforts need to be
mlade to consult with districts on procedures for zoning. The Land


Development Committee has attempted to 
 come to grips with some of


the zoning problerms and now has the districts reporting on zoning

prugress twice a year at its meetings. The 1981 calendar year saw

a major 2,iift in zoning, with more emphasis on detailed land use


plans, efforts to change some 
 of the 1977 land use plans, and a


gzaater focus on land use planning in communal areas (see below,

"Communal Area Development;,).



IV. Demarcation of Ranches in Commercial Areas



Demarcation is the physical process 
 Aihereby ranches ore marked


out on the ground. There are a number of ways this can be done,

such as 
 cadastral survey (a highly accurate procedure), dropping

markers from airplanes, or using an instrument known as a Sperry

Navigator which is mounted in 
 a Land Rover. The Division of Land


Utilization in the M1inistry of Agriculture has been responsible

for the ranch demarc-tion under the TGLP. 
 The demarcation proceed

ed relatively quickly through 1980. 
 Byt 1981, however, technical

difficulties began to plague the dewarcation teams. 
 The initial

policy was that only corner points of the ranches would be demar

cated; 
 this procedure, however, has proved to be insufficient, and
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some of the farmers asked that mid-boundary points be demarcated by


DLU. 

As of the end of 1981, the following ranches had been de1iarcated: 

Southern: 43 ranhhes Ghanzi: 
 10 rnnchos 
Central: 12 " KwenenF: 122 " 

North West:72 " 
Kgalagadi: 43 " TOTAL: 302 ranches 

It can be seen that over 300 ranches itave been demarcated thus far


in BotswELna in the TGLP commercial areas. Work has yet to begin


in the Second Sandveld) Development Area of Central District and


in'the Third Development Area (north of the Ghanzi-Lobatse road)


of Ngwaketse District.



The re-demarcation has beent the process which has slowed the


programme down in 1981. 
 Lepasha was finally finished tow rd the


end of the year, but was slowed substantially because of muddy con

ditions. Breakdorns of the Land Rovers and.technical problems with


the Sperry Navigation equipment has censed further delayn. The


most difficult situation facing DLU is the Hainaveld, where only 25


(of 72) ranches had had mid-boundary points placed by the end of


1981.



There have been problems with finding the boundary beacons,


in part because of thick bush. It has been suggested that labour

intensive development projects be attempted in the commercial areas$


using local people to cut bush in the area around the beacons. The


slowness of the demarcation and subsequent allocations of ranches


has led to time elapsing between the initial boundazy rarking and


the attempt to find the boundary point by the Land Board or the


potential lessee. As a result, farmers ha e been unwilling to sign

their leases until such time as 
 (a) they are shown the boundary

points and/or (b) they have rid-boundary points. Thus, the slowness


of lease-sibning is in part a resi.lt of the problems in the 
 lmarca

tion programme.



The DLU make3 a valid point when they note that the demarcation


is far ahead of the ranch allocation. Secondly, as DLU points out,


some of the ranches are dezoned after the demarcation, meaning that


they have wasted their efforts for those ranches. Thirdly: many of


the commercial ranch areas had mid-boundary points placed during the


original demarcation (e.g. Ghanzi's FDA). It may be advisable not


to push the demarcation process so fast, DLU contends. 
Some other


recommendations are as follows: (a) witnesses should be included on


the demarcation teams so they will know where the boundary beacons


are; (b) the rate of demarcation should depend on the demand for


the rancAes and the speed of allocation and leasing, (c) the Depart

ment of Surveys and Lannds should become involved in the demarcation


process. It might be noted here that Surveys and Lands has always


contended that their expertise is in mapping and surveying, not de

marcation. They have agreed to participate in the borehole m:pping


exercise in western Central District but so far have res:lq*od attempts


to bring them in to the demarcation process.



V. Advertising of TGLP Ranches



TGLP ranches are advertised in a number of ways: posters, ads in


the Daily Hews, and radio spots. The Land Board assists i.r m-king the


announcements and holds alloc'ation hearina 
 at a place near the adver

tised ranches. The breakdown of the 
r-inches ndvertised for allocation
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thus far is as follows:


Ngwaketse - FDA 15 Aote: the Kweneng SDA ranches


2nd alloc. FDA 
 22 were advertised for allocation


CDC Group R's 3 but were withdrawn in early 1981


Central FDA 12 because of local cormnlains about


KIlacadi the area being too close to communal 

(Tshane) 10 communal lands. 
weneng W. FDA 17 TOTALS: 171 ranches advertised, 14 with-

SDA 14 drawn after advertisment. 
North West FDA 72


Ghanzi FDA 6



Advertising of other rai:ches in Botswana are beine contemplated, spec

ically additional ranches in Ngwaketse, Central, and Kgalagadi Districts.



VI, Allocation of TGLP Ranches 

Approximately 40%/l of the ranches which have been demarcated have


actually been allocated to individuals or small groups of farmers.


In general, the allocntions have gone relatively quickly, but it is


now thought advisable to advertise only a few ranches (approximately


5-8) at a time, thus reducing the work loed on the Land Boards. In


addition, if smaller blocks of ranches are advertised, more detailed


planning can be done, and populstion surveys at the time of demarca

tion can be more precise. The smaller number of allocations each time


would facilitate proper consultation and adjudication in the affected


area. Allocations of TGLP ranches are as follows:



T!gwaketse FDA 15 TOTAL: 124 ranches allocated.


CDC group ranches 3 Notes: Some of the allocated ranches


llgwaketse 2nd have had compensation problems 
Allocotion Area 5 notably in Kwenong and Central 
Central FDA 12 Districts. In some cases, the 
(alagadi 8 allocations have been held up



K(weneng FDA 
 14 
 .ecause of compensation: issues



North West FDA 66


Ghanzi FDA 6



Several points should be made about the allocations of TGLP Ranches.


In 1980 (May) there was a request published in the Government Gazette


for a Commission of Inquiry into the Allocation of tie NSaketse FDA


Ranches. This commission was carried out and reported on in June,


1980. It -as found that a number of ranchers did not qualify for the


ranches which they had been allocated, an. that sonie false statements 
had been made on TGLP lease application forms. The Report on this 
Commission of Inquiry was published by the Ministry of Local Govern
ment and Lands in December, 1981. While no recommendations were

actually =ade by the Comaission, the Government ruled that the alloc
ations would stand and that the decisions would not be accepted.


Cabinet did consider the TGLP policy isoues arising; from the Inquiry


and a Presidential Directive was issued in late January, 1981 which


directed the Ministry of Lccal Governent and Landr to come up with


refined Guidelines which would then be turned into Directives. -It


also requested the Lninistry of -griculturo to core up with allocation


criteria for Land Boards 
 on which they could bane decisions as to who


qualified for a TGLP ranch. Work has been progressing on the Guide
lines, and the Allocation Criteria were submitted to the Land Develop
ment Comittee in June, 1931 by the Ministry of Agriculture. - These 
were accepted and sent out to Land Boards. 



A.major problem with TGLP ranch allocatlon has been the fact


that nearly all of the areas zoned commercial already contain substan

tial numbers of boreholes. As an exonple, of ihe 95 possible ranches
in all the comrmiercial areas of Ngwal:etse District, only 20 do not havepre-existing rights on them. In the FDA of Central (Lepasha region)

12 of 12 ranches had pre-existing boraholes. In Hainaveld of North
West District, at least 35 boreholes had already been drilled. 
 In


the western part of Central District, boreholes by the dozens have 
been allocated since 1978 when the water point and land use survey

was conpleted there. 
 The problem with pre-existiiLg allocations or


watar rights is that the TGLP ranches are held de facto already,
and there will be little movement out of the coramunal areas as a 
result.



The Land Development Comittee appointed a sub-committee in


1981 to deal with this problen. The question of the borehole freeze


wat; discussed at length. Declared in 1974 as a result of. .

Presiden
tial Directive, it was belioved by some Land Boards that MLGL had 
relaxed the freeze. 
 A number of Land Boards, notably Central and
Ngwaketse, had gone ahead and allocated additional water rights,


many of them in ow addanknt f. innT.P = n
,-r-4;1 ..
 The Water Points 

Allocation Sob-ommittee recomme-ided that all allocations 14 4.vmu-,

cial araa be stoppedi it also recommerded that the MOA allocation 

criteria be applied for assessment of potential water right holders. 

It is clear that a detailed horehnle. and allocation evaluation exer

cise is necessary in a number of commercial areas. 14o final decisions 

have yet been made about what to do concerniatg the borehole freeze,but the LDC suggests that it should be re-imposed, at least in areas


zoned commercial, so that the ranch allocation probleas that faced


the Ngwaketse Land Board do not cropup in other places.



VII. Leasing of TGLP Ranches



Lease signing has been one of the slowost aspects of TGLP, in


part because a number of irportant policy issues iemain unresolved.


Thus far, a total of 54 ranches have been leased to indiyiduals,

small groups, and A11.,13 (Agricultural Nanagement Associations). The


lease signing is important, because until such time as it is done

(C.nd also si ed by the .iinister of Local Government and Lands), loans


cannot be approved and developaents will not be able to be started. 
The breakdown o' the present leasing situation in TGLP areas is 
as follows: 

NCwaketse FDA 10 TOTALS:. 54 leases nave been signed,Kgalagadi (Tshane)6 an' nearly all of these 
weneng iA 8 
 (with the possible excep-


North Aest 14 tion of some fron the Hainr'
Ghanz FDA 6 
 Veld) have been validated


ChanCi FDA 6 by the Hinister of Local 
CDC roup 3 Government and Lands, 
Ranches 

(Ngwaletse) 

The lease took a long time to be drafted, going through at least 
six major revisions and several minor'ones. It was proposed by some
of the Land Boards that since the lease documents themselves had fewwq" ments, 1te Land Dcara chould be allowed to attach appendices
(e.g. a firebreak clause, a stock limitation clause, and a rights for 
ranch residents clause). This strategy was overruled by the Attorney 
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general in-1979, The only requirements on the lessee at present

is that he or she farm the land in accordance with the principles

of good husbandry. There was a three-year grace period put on pay

ment of rents for the ranches, so no farmers will be puttin;: roney
into the commun'l arc:as directly but instead will be using tLeirfunds for making ranch improvements (firebreaks, water development,
and so on). 

A problem came up toward the 
 end of 1981 with regard to the 
TGL' lease anq the ranch demarcation. Surveys and Lands decided
that the maps made by the Land Utilization survey team were inad
equate and thus the lease could not be registered with the Registrar
of Deeds. The problerm here is that without registration, the NationalDevelopment Daik (11DB) is not allowed to give out loans for ranch
development. 
 In fact, 
some ranch loans had already been made to
ranchers in Igwaketse District, but these were NDB loans and not
loans under the agricultural crLdit component of the Second Livestock


Development Project (Livestock II). 
 As of the end of 1981, the issue

of the mortgagability of the lease had still not been solved, 
 There

was still a question whether the farmers would have to pay for a

professional team of surveyors to do a cadastral survey of the ranch
before it 'could be registered and prior to 
the tizie that they could 
get a 1oan for ranch developient. 

VIII. Ranch Development and i'lanch Management 

The Ministry of Agriculture's Ranch Extension Service (in the

Division of Animal Production) is providing information to farmers


to assist in ranch developmient. 
 A cadre of Ranch Extenaion Officers


(REO's) has been established, with 
 one based in each agricultural

region of the country. The work is coordinated by the Ranch Lxten

sion Coordinator. Work is ongoing within the unit to assess the im

pacts of different feeding regimes (supplements) on livestock in the
Nata Ranches. 
 In cooperation with ILCA (the International Livestock


Centre for Africa), the Ranch Extension Service is involved in a
ranch monitoring programme. 
 Training of ranch managers is don-z at
the Ranch P'anagement Tr.ining Center, based at Ramatlabama'in southern
Botswana. 
 Thus far, 
two classes have graduated, providing ranchers

with trained personnel nuobering approximately 40 individuals. Many

of these managers are already on site. 


The Livestock Evaluation Unit, Ranatlabama (Carl Bo International)

completed a major study of livestock rnmnagemernt in both commercial mdcommunal areas. 
 Their final report was presented to -overnment at a
meeting on 6 October, 1981. iLvariety of recommendations are made

concerning livestock management ane re3earch in Botswana. 
 The monitor

ing prograiame begun by the LEU is being carried on under the -auspicesof the Farm Management Economist, Division of Plal:ning in Statistics.This information, combined with that obtained from the Rural Sociology

Unit monitoring of the TGLP and' the work of the Ranch Extension Serviceand Thq Animal Production fleserrcIi Unit (A:RU), shou.2' provide 3otswana
with a clearer picture of the dynamics of cor-rercial ranches. 

IX. Second Livestock Developmant Project (Livestock II) 

The Second Livestoc: I±roject, funded by the Jorld Sank, is theimajor financial support for itipleT:iwntation Of the TGLP. Ubrpdffts
of the Livestock II project include (1) an agricultural credit division being established in the ilational Development Bank, along with
funding for ranch loans, (2) a communal grazing cell and control cell
programie, carried out under the auspices of APRU (MOA), (3) trek routes, 
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(4) railway sidings, (5) Agricultural 1anagement Association Credit 

Schemes, (6) overhead for the Livestock 1'roject Coordinating Unit



(L2C0), based in MO., (7) research funding, and (8) contingencies.



Overall, the progress of IP II has been about the same as the



Tribal Grazing Land Policy. 2anch loans, for exampl,. cannot be


given until such tine as leases are ;;igned. The Agricul; ural Credit


Division of IDB has been a successful venture, and it is now involved


in credit schemes in arable agriculture as well as ranches. Trek



routes have had some difficulties, in part because of land pressures



in the various districts, Also, in so;e cases the trek route bore

holes have been turned into cattle posts. Some policy issues which



have arisen with respect to trek routes include (a) physicaj. demary



cation of trek routes, (b) gazettement of trek routes, (c) prevention


of misuse of trek routc-, boreholes and grazing on the routes, and (d) 
construction of holding facilities (e.g. night kraals) on the trek
 

routes. Land Boards hive in some cases been reluctant to provide as 
much land as the trek route officers feel that the require. An at

tempt was made to come up with a major policy paper on Trek Routes 
in 1981, bt thus far this paper has not been-put into Cabinet


Information Note .or Cab Memo form for submission to Cabinet. 

The communal grazing cell component has not worked out as well


as had been hoped'. Only one grazing cell, at Ntirbale in North East 
District, has been established as of the end of 1981. Also, only



one control cell has been established (at Makhi II w~st of Serowe in


Central District). ITo loans have been made under the AMA credit


scheme. The railway sidings have been built, and the Livestock


Project Coordinatin., Unit (LPCU) is functioning well, though there 
are staffing shortages. Little money has been used for research



under LP II, but it iv hoped that an income distribution study can 
be carried out, as per the agreement between the World Bank and GOB. 
It now appears that considerable sums of money will remain unspent


by the time the loan agreement is up in June, 1983. Suggestions


have been made to the orld Bank as to how some of those funds


might bd used, but no final decisions hsve been taken as of the end


of 1981.



Xe TGI.P Issues Raised During Implenentation



A number of issues have been raised during the course of TGLP


implementation. Each of these will be dealt with briefly.


(a) Population Surveys: It has been found that some of the initial 

population surveys of TG7,P areas were inadequate. People in Kweneng, 
for example, complained of infringement on their communal rights. In 
.galagadi (Werda/1kakopong) te survey covered only 4 of 26 ranches and 

thus had to be redone. In western Central District, no surveys have 
been done in the newly designated ranchaing blocks, though past surveys 
have been relatively detailed. It is apparent that clearer guidelines 
are needed on 2GLP populction surveys. The kinds of data to be gath
ered, the personnel involved in the survey, ind the methods to be used


are all in need of refinement.



(b) Compensation: It has been found that rather than being eupty, 
many of the TGLP ranches have existing- populations on them, some 
with substantial numbers of livestock. Who is to compensate these 
people? Cabinet directed that HLGL come up with compe-asation guide
lines; as of' the end oZ 1981 a draft compensation paper was available. 
Ho fin.l decisions have bee. made on (a) who is to be compensat&d, (b) 
what form the compendation is to take (cash, in kind), (c) what the 
compensation should be for, or (d) who is to pay the compensation. 
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(b) (cont'd.) Thus far, compensation issues have arisen in KweLtetg


and Central's FDAs. One .cai in Central. has refused -o pay the com

pensation; s:'ying Governrilent should do it. The general practice


(for exa*.iple, i Ngwaketse District) is to dezone the ranch so that


cornpisation issues do not arise. Ranches have been dezoned in 
iweneng, Ngwaketse, and Kr.-alagadi Districts. Further work on cor'

pensatic-n is vee.led. A mlajor issue has to do with the rights of 
no::-Etocl-holders. The general sentiment is that ticy should receive 
colnpenvation in the form of land as well as cash (an in 'Mind type 
of coripensation, in other words) as their very existence would be 
threatened by the establishrient of ranches and reduction of their 
subsistence ranges (some of w-tich cin be as large as 4,000 kin). 
(c) Com;..unal Service Centercs: The establishment of social services 
and places for production activities in areas where there are coni

mercial ranches has beco:-e established proctice. Thus far, Comriunal


Service Centers have been placed in the following areas:



l. Thankcana (Southern District). size: ca. 6,400 ha.


2. Lepasha (Central District). size: ca. 13,000 ha.


3. maletswai (Central District. size: ca. 19,200 ha. 
4. Diphuduhudu (Kweneng District)size: ca. 45,000 ha.


5. Ranch 52 (North West District) size: ca. 4,900 ha. 
The average project nmemo amount for theise places is P38,945 (range:


F18,465-P66,O00) (note: this does not include theirolect memo for


Ranch Jo. 52, which has yet to be decided upon by ULGLJ. These


Communal Service Centers are funded under LG 31, Implementation of

.,and Use Plc-n . It should be noted that already there have. been some 
severe proble:.as with these areas. In Thankana there is general dis

satisfaction with the arca allotted them, and there have been 
 cases


of cattle theft and violence on nearby TGILP ranches. There is a great

deal of dissatisfaction being expressed, too, at Lepasha, where people

feel that they have been forcibly evicted from the ranches. It is


clear that better planniag is necessary for these service centers.


Speciol emphasis must be placed on production programaes, such as 
arable agriculture and pastoralism, as well as rural industiies.


The service centers should also be large enough to accommodate pros

ent population3 and some land :-ust be available for future growth. 

(d) Consultation: There has not been a rejor attempt to consult with 

the public about TGLP since 1977. iany people are unaware of the 

chanFges that have occurre., iu the progrn~ume over the 1975-81 period. 
The d'ropping of stock limitations and the dropping of the one man
one ranch rule, for example, will be welcome news to some Batswana.

On the .1ther hand, the low rents, and the lack of requirements to be 
placed on the lessees, not to mention the inability to move large 
cattle owners out of communal areas into coyiercial ranches, may
have a negative impact on nublic opinion. t is clear, nevertheless', 
that so,.ie attempt must be made by Government to cosult tho people 
about the present status of TGLP.



XI. TGLP and Communal Area Development 

Perhaps the most si;nificant chang-e in TGLP in the 1981 period


was a Government decision to place mor: emphasis on the communal areas


of the country, where the mjority of the people reside and most of


the cattle are kept. The fural Development Council, at a meeting on


13 November, 1980, accepted a proposal by the Ministry of Agriculture

that there be more emphasis on communal areas. One way of doing this, 
it was decided, would be to have Communel irst Development Areas
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(CFDAs) in each district. 
 This way there could be prograrwnes and
projecto "tried and tested" in there regions, for replication in

other arep... 
 This does not mean that developmeat efforts in other
parts of the districts wo1ould cease; rather, it.means that therev.ould be an a.ttempt to integrate the efforts of the different Min
istries and departments, so that production was increased andincones a;nc employment expanded. This decision was endorsed by theDistricts at the 8th National District Development Conference 
(NDDC) in December, 1980. 
 A Working Group'was established, consist
in[; of representatives from Agriculture, Commaerce and Industry,

Finance, Dnd Local Government and Lands. 
 Papers have been produced
by the Working Group which have been circulated at Central Government and District level. Visits have been made 
 to nearly all. the


districts.



Thus far, seven districts have plans for CFDAs as part of their
overall rural development strategies (which also include rural indus
tries development, agricultural projects such as ALDEP and SLOCA

Arable Lands Development Programme and Services to Livestock Owners
in Communal. Areas, AG 09 and AG 15 respectively). Four of these
Districts have come up with detailed land use and development plans
for their CFDAs. These districts and areas are as follows:


Table 2: Communal First Development Areas in Botswana



District CFDA Name ' aesize Sajor of Area 

Ngamiland Western 
 Gomarc, Etsha," 4,500 kmn


Ngamiland Nokaneng, Habu 

Ngwaketse 
 Pitsane - Pitsane, Xgorot 340 kin 
Phitshane Molopo Good Hope, Metlojane, 

Corridor 
 Sedibeng, Phitshpxne-


Molopp, Sedibeng, etc.


Ghanzi Hanahai 'Iest.Hanahai (Xii), 
 400 kin'


East Hanahai each


Kgalagadi Matsheng 2
Tshane, Lehututu, 5- 800 km
 

Hukuntsi, Lokgwabe



Consultancics have been done in 
 some of these areas, and the Applied

Research Unit (MLGL)and Rural Sociology Unit (MOA) have been 
 ivolved

in survey work there. Development plans 
 include water facilities,
trek routes, drift fences, molapo (wetland) arriciltural development,

small stock programmes, and a host of other efforts.



The CFDAs are by no means the only areas within the communal

zone of Lotswana that are receiving attention. In many parts of

the country, particularly in Central and Southern Districts, drift

fences have been constructed to separate arable and grazing lands.
Groups have formed to do this, with the assistance of the GroupDevelopment Officers in the CAMAV (Agricultural Managerment Associations)section of the Ministry of Agriculture. Groups have also been formed
to 
 carry out specific projects such as construction of spray races
and building of dip tanks. 
 Many projects have been initiated under
AB 10 (A!ricultura]l Small Projects Fund). Extension advice is being
made available for group formation ane for production projects by
Group Development Officers, Agricultural Demonstrators, Agricultural

Extension Assistants, and a host of other extension personnel.

service training is receiving increasing attention, as well. 

In
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The emphasis on communal areasin 1981 dces not represent a


major shift in policy as far as the TGLP is concerned. The orig

inal intention of the policy was to assist people in the communal 
areas of the country. When the TULP was announced i 1975, it was 
hailed as a heans of alleviating overgrazin2 by moving large cattle


owners out of the conmunal areas. Implementation of the policy has 
revealed that there are not vast empty areas into which large herds


can expand. Population and land use surveys have revealed that most


of the regions declared conmercial have numerous pre-existing claims.


Even in those areas where ranches have been demarcated on the ground,


well over half of the potential farms have pre-existing water sources


on them. What this means, in essence, is that there will be little


movement of cattle out of the communl areas. Since stock limita

tions have been dropped, there is at present no possibility for


controlling the stocking rate in communal areas other than oncour

aming offtake. Botswana is still faced with many of the sane 
probloms in the communal areas in 1981 as it was in 1975.



Preservation of the range has proved difficult under TGLP.
 

With high stocking rates and low levels of management input in some


of the commercial ranches, a number of them are becoming badly over

grazed. In a few cases, ranchers have moved their herds back to the


communal areas. Government is certainly aware of these problems and


has issued directives for them to be dealt with. Ministries, inter

ministerial committees, districts, and local-level extension personnel


are all involved in trying to come up with solutions for the problems


in the communal areas.



It should be stressed in closing that the TGLP has had some


positive impacts in r.ral Botswana that may not be apparent at


first glance. The policy is responsible for focussing greater
 

attention on the problems of people in comnunal areas, especially


on their need for higher levels of productivity, greater incomes


and more employnent opportunities. The TGLP has initiated district

level And, more recently, local-level land use planning in Botswana.


It has also resulted, indirectly, in the extension of social ser

vices, physical infrastructure, and small-scale production


programmes into remote areas. It has led, in addition, to the


expansion of ranch extension efforts, which hopefully will bring


about improvements in range and livestock management.



It is too early to say whether TGLP has been a success or a


failure. As the White Paper states, land development is a long

term process. The policy has definitely evolved and changed in


the period between 1975 and 1981. What has not chvmged are its


original goals: stopping overgrazing, promoting greater equality


in rural incomes, and facilitating growth of the livestock indus

try on a sustained basis. These goals are laudable, and it can


only be hoped that Botswana's rural development strategies will


bring about their achievement.
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"General Information Note on ALDEP





General Information rcote on ALDEP (Arable Lands Development Programme)



1. 	 Goals of ALDEP



1.1 	 The broad goals of ALDEP have been derived from the main themes


of flati,,nal Development Plans IV and V and they reflect a number


of national concernsrelating to the failure of the arable food


production sector to keep pace with the increased demands for


basic foods arising from population and income growth, to the


increasing numbers of urban and rural unemployed, and to/widening /the


gap between urban and rural incomes and welfare. The goals of


ALDEP are defined thus:



a. 	 to increase arable production by 4-6% per year with a view to


reducing the annual 20-40% food grain deficit and achieving


self-sufficiency in the long-term.



b. 	 to enhance rural development and welfare by raising arable


incomes through inproved agricultural productivity and


optimise income..distribution by concentrating of smallholder


development; it is hoped that 2 000-3 000 arable farm house

holds will participate annually in one or more of a number of


schemes designed to improve production for subsistenace and


cash.



c. 	 to create productive and renumerative employment in the lands


areas to absorb the rural underemployedn. and to reduce rural

urban drift.



1.2 	 For reasons of social equity as well as production, the ALDEP


target p:pulation will be the 60 000-70 000 small farmers with


less than 10 hectares with particular emphasis initially being


given to those owning less than 40 cattle.



2. 	 The Evolution of ALDEP



2.1 Detailed planning for ALDEP commenced with the establishment of a


multi-disciplinary team in the Ministry of Agriculture in November



1978. The first year of the team's work was mainly devoted to a


consultation/discussion e:ercise aimed at bodies likely to be


involved in the planning and implementation of the programme such


as Regional Agricultural Officers, District Administration and


District Councils, Land Boards, the Co-operative Movement, BAMB


and 	 NDB. The consultation/discussion was carried out through


a series of short working papers which attempted to describe


background information derived from a variety of surveys and went


on to define problems and suggest solutions relating to a list of


twenty potentially important constraints on arable development.


Districts gave Land Use Planning Advisory Groups (LUPAGs) the res

ponsibility of formulating responses to the working paper to reflect


district perspectives on problems and sblutions and an 80% rate


of response was acheived. The first stage of ALDEP planning


culminated in an ALDEP workshop which took place during September


1979, and which comprised participants from the inter-ministerial


ALDEP consultative group, districts and specialist institutions.


The purpose of the workshop was to make policy recommendations on


the design of ALDEP and on the type of project and measures to be



incorporated into it. This body of recommendations provided a


framework withir/further ALDEP planning was able to take place. /which





Leading out of the consultatiln/discussion exercise, the ALDEP planning



team initiated a pilot phase which had a four fold role:


2.2 
 

that might be used in the main ALDEP

to test ideas and measures 


programme;


a. 
 

b. 	 to develop the implementation capacity of central and district



institutions;



to provide a gradua. transition into the main ALDEP implementation 
by


c. 
 
laying some of the groundwork for the future;



d. 	 to maintain and capitalise on the momentum engendered by the consul


tation/discuscion phase of ALDEP.



devolved to


The 	 planning refponsibility for the pilot phase of ALDEP 

was 
 
On the basis of some
the 	 district agricultural planning machinery. 
 

on project design and financial resources available,
guideline information 
 
prepared mostly by districts relating
over thirty pilot projects were 


to draft pcwe', water developrent, fencing,implements, destumping,



extension outreach and involving horticultural as well as dry land



Thus during the pilot year of 1980/81, 800-900 
crop development. 
 

assisted to cbtain draft power, fencing, waterttanks
farmers hava been 
 
or implements.



3. Components of '.LD.P 

measures aimed at overcoming some

Basically ALDE7 is a prozraed seri.s of 
 

of the critical conctaxnts restraining the development of 
arable agriculture.



of these r:e .sures fall under the aegis of the Ministry of Agricu-
While most 
 
lture, several depend on planning and implementation activity 

by other



Ministries such as Local Government and Lands and Commerce and Industry,



N.D.B. and BAMB, and by the Co-operative Movement.
by parastaals, such as 
 

Sc m-Credit and Subsidies for Inputs
3.1 Farm In'est:ain 
" 
 

These schemes which form the productive cutting edge of ALDEP aim at



make low risk investments on their farm lands which
helping farmers tc 
 

will lead to improved production, productivity and profit. A range of



on offer from which a farmer may select in terms of his

improvemontz are 
 
These improvements
particular circumstances, problems and aspirationso 
 

are meant to address the most critical and frequently found problems



Becuase of the ribk inherent in cropping
facing small crop farmers. 
 

investmlent in Bo-cwana's difficult environment, a loan/grant 
package



has been devisod which puts the main committment for the investment 
 on
 

time improves the potential return from
the 	 farmer but w::hi-h at the same 
 
At the


the investment and reduces its risk through a government grant. 
 

moment, the emph3iis is on direiting the loan/grant packages that are


preference is
available to small.er farmea, and with effect from 1981 
 

The 	 grant element of the
given to farmer.3 with less than 40 cattle. 
 
time and from one sbheme to another
over
investment will vary slightly 
 

but 	 currently is generally 30%.
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co-ops. The lock-ups would be opened seasonally to coincide with



the planting and harvesting cycle, and during 1-? weeks per month.



3.3 Pricing Policy



Pricing policy will be used to supplement subsidy policy mentioned



in 3.1 above. To enable farmers to plan their activities with



better price info-mation and with an eye to profit maximisation,



BAMB with governmcet support set prices prior to the beginning of



the cropping season for the first time in 1980. Orderly and if



necessary subsidised increases in output prices will be an



important factor in providing the levels of financial incentive



required to encourage farmers to invest more timej energy and


capital in what is intrinsically a risky enterprise.



3.4 Farm Machinery Supply and Service



The provision of ox-drawn agricultural equipment for smallholders



particularly planters and cultivators will be an important feature



of ALDEP. The potential for the local production of such


machinery is being examined and developed, particularly in the



case of the locally designed and produced planter and plough



planter which are currently under testing. In 1981, 150 of these



machines are being built in Botswana. To support the distribution


of implements, there will be a training and establishmnet



support programme for a cadre of rural mechanics/blacksmith



artisans capable of providing repair and maintenance services to



farmers. The Ministry of ComLnerce and Indubtry is working



closely with the Ministry of Agriculture on t:is and other areas



of joint interest such as the training of small rural builders


for the water tank scheme.



3.5 Seeds Projects



The seeds production industry in Botswana is being restructuded.



Plant breeding and breeding material will continue to be the



responsibility of the Department of Agricultural Research. A



subsidiary unit will be set up in BAJMB to handle the commercial



aspects of production and processing but with certified seed



continuing to be produced by local outgrowers. The Seed



Multiplication Unit within the Department of Agricultural



Research will be converted into a control unit responsible for



field inspection for marketing and distribution of seed both as


wholesaler and retailer.



3.6 Land Recording and Lands Roads



To alleviat: the.pbbemof atd..dispue8:,4cAmsed by ithcreaSingi


land pressu-e~iisystemof..idnd;tecardiJg isL.qizg ihstutedbhy 

the: Mizisty -df Local GoveinpentdaadvLands~ntA-metQhnial 
cadeechas been provided-.to Land: Boardtiwhich paib, the :mecoding 
of ongoing ldndt-allocations and agraJ ald~Up!@f aai2ut 
invqntory of past allocations. For the improvement of non

gazetted rural roads, finance and manpower will be provided to



District Councils to enable them to carry out labour intensive



rural road improvement work based on the experience of the pilot



project in Central District. As with land recording, this activity



falls within the portfolio of the Ministry of Local Government


and Lands.



http:provided-.to


-5


3.7 
 

3.8 
 

3.9 
 

/Research 
 

3,10 
 

Agricultural Extension



The existing strategies on extension management planning and extension


contact will continue to be the basis of future extension policy.


In addition steps are being taken to improve the working conditions of


of ADs. Government backed loans are being provided to them for the


purchase of motor bikes to increase their mobility while plans to


furnish better housing are also being pursued. The Crop Production


Division established in 1978 has recently been augmented by the posting


of five Regional Crop Officers who will support ADs and co-ordinate the


crop extension programme at regional level. In the sandveld areas a


new cadre of junior level extension worker called extension assistants


have been posted to unstaffed areas pending the availability of ADs,


while the number of ADs graduating from BAC is doubling at the end


of 1981,



Fodder Production



To address the problem of shortage of feed in communal lands areas


particularly with an eye to draft animals early in the ploughing


season, a fodder crop testing and development programme will be


conducted using ideas and materials already available from the


Department of Research and from the Integrated Farming Pilot Project.



Other Measures



A variid.y of other measures are being incorporated under the ALDEP


umbrella. The need for agricultural research programmes to become more


relevant to the needs of small farmers was stressed by the ALDEP


Workshop and an Arable/Priorities Committee has since been established


to assert more guidance in this area. Areas of research priority


identified by the ALDEP Workshop related to the use of fertiliser and


kraal manure, small-scale vegetable growing with minimal water, crop


growing under sandveld conditions, the investigation of ialternative


forms of draft power under different conditions, and improved oxen


and donkey harness. Soil conservation programmes will continue to be


pursued, with government assistance being linked to improved farming


methods as far as possible. Schemes for Remote Area Dwellers which


have already been initiated by the Ministry of Local Government and


Lands will receive ALDEP backing. And region specific projects such as


molapo d'velopment and destumping are also being built into ALDEP.



Management and Monitoring of ALDEP



In order to carry out the monitoring, management and co-ordination


necessary for the implementation of ALDEP, a Central Co-ordination


Unit has been established and experienced regionkl managers for the five


region iil-.be,,4crite'dieThese managdz6 i.::bereipbnsib.et z.


their respective Regional Agricultural Officers. A Monitoring Unit has


been established to carry out formal monitoring and evaluation which


will feed back into the ALDEP planning process.
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3.11 Relationship of ALDEP to Commercial Farming



3.11.1 	 Though ALDEP is primarily designed to improve the production,


income and employment opportunities of the many small


subsistence farmers in Botswana, commercial farmers will


experience benefits from several of its components which


should enable them to increase production. Since commercial



$ farmers market the great proportion of their production, btair


,.cV".n, their gross returns will be directly improved by



higher crop producer prices, while their trausport costs



and logistical problems will be reduced by an expanded network



of BAMB and co-operative input supply and marketing points


carrying a wide range of inputs including certified seed and


fertiliser, and by improved lands :,rea roads. And the announce

ment of minimum producer prices at the beginning of the


cropping season, enables commercial farmers to plan their crop


operations for profit maximisation.



3.11.2 In addition Rural Training Centres already run courses for


tractor owners/operators in the maintenance and use of tractora,



2 and improved systems of dryland farmingiI and extension suppor$


for tractor users will be strengthened with the establishment


of a Farm Mechanisation Unit in the Department of Field Services


in the 	later stages of the first phase of ALDEP.



3.11.3 Commercial farmers in the Barolong area will be helped by the



tarring of the Lobatse-Ramatlabama road, while Tuli Block


farmers will be helped significantly by the upgrading of the



Palapye-Martins Drift and KahalapyeaMachaneng roads.



4. ALDEP Cost Estimates



Preliminary estimates of the total capitalised costs of ALDEP including



direct subsidies to farmers for the first 5 year phase are:



P 4 000,000
Credit/subsidy programme for agricultural inputs 
 
Smallscale water devulopment 1 000,000



Arable lands fencing dev;lopment 1 500,000


Marketing and input supply point expansion 1 500,000


Output 	 price subsidy 3 000,O00



1 000,000
Farm machinery supply and service 
 
Seeds project 3 000,000


Land issues and lands roads 1 500,000


Agricultural extension 500,000


Other measures 3 000,0OO


Management and monitoring 1 000,000



21 000,000



RAP/FM



14th October, 1981.
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FROM: Commissioner of AMAs' '. . >
1. T.1%at enge 

TO: Department Heads - MOA


15th July, 
 19 82 

REFERENCE NO:



Attached are the minutes of the Group Development and Extension


seminar lead by A. B. J. Willett held in the Ministry oConference Room


on 14 June 1982. Below are the action items that were discussed and


agreed to during the seminar.



Item Action Responsible



Each Department hedd to discuss

Follow-up of relevant sections of Willett's Group CAMA and DAFS
Seminar and --

Willet Report Development in Botswana. 

Review of Review technical strategies for


technical carrying out specific projects to CAMA, DAFS and


strategies to ensure efforts are coordinated, Dept. Heads


undertake develop, appropriate to the area etc.


projects



Preparation of Clear guidelines need to be prepared


clear project for all projects involving groups in AGIN? with


guidelines for the Ministry (each stressing strategy Dept. Heads



staff and farmers and technical soundness).



Approval of Farmet Terms of Reference for Farmers Committees


Committee Terms or to be approved and widely publicized. CAMA to present to


Reference. Policy Committee



Staff In-service Management of extension programmes and


planning for field staff to be DAFSTraining strengthened (maybe thru IDM?)



Role of Regional Needs to be claried for DAOs, ADs, Dept. Heads


support staff. RAOs by various Department heads.



Ministry should review present


Institutional progress in certain extension areas CAMA and


Development. to identify models, methods and extension Rural Sociologist.


strategies that promote locally


managed, well planned area wide


projects.
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GROUP EXTENSION SEMINAR 

MINISTRY OF AGRICULTURE CONFERENCE ROOM



'JUNE *14, 1282 

Part icipant s: 

I. T. Matenge CAMA MCairman) 

T. Taukobong DDAFS (replaced CAMA as Chairman) 

Korononio TO . Women's Ehctenaion



K. P. Dipholo Sec., ARB 

V. Molefe Action Research Officer, AGINF.



C. Lightfoot Ag. 'Research, EFSAIP 

K4, Ri-ok GDO/Training 

B. Tlale DAFS



Rv N. Ntsima SCDO, Dept. of Co-op's



B. So Hpinyane SAMAO



N. T. Morapedi PO 

To P.fatchawha CAPQ 

F. S. Alidi F6restry Officer



L. Maloiso CLUO



R. K. Hitchcock SRS. (TGLP.



H. C. Lebani SAPO (Dairy)



B. L. Addy REC



Mo Mphathi LDO



o 0. Maeolotate CUPO



S. Do Ramahobo LDP II Coordinator 

I B. Sbnosi SALO (FT) 

K.. K. Sigwele Ag. Economist 

C, Riches Ag..Researah, EFSAIP 

T. Merafe SRS



L. D. Hansen. BAC



Do Benedetti TCO/AMA
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T. J. Rose BAG 

I.- M. Phometai CTA 

I. Mosinyi Poultry Officer



A, Nala OALO (4-B)



F. H. Battles 	 AO-Women'.s Extension



E. K. Senyatso 	 SAPO (Smallstock) 

J. Shields 	 USAID Consultant 

D. M. Jones 	 USAID.Agric. Development Offcffir. 

J. Hope 	 GDO Western Region (Secretary)



Opening Remarks:



CAMA: 	 Welcomed the Department Heads of MOA and other attendees to the seminar


and ixpressed his desire for a useful session before handing over to


A. B. J.. Willett.



A. Willett:


Outlined the reasons for this seminar:


a) To focus the Minitrie's attention on the Group Development Programmet


- as of August, 1982 USAID suppbrt via the Range and Livestock 

Management Programme will be ended. 

- After 5 years direct effort, it is appropriate for GoB to assess 
the accomplishments and present direction of the Group 

Development Programme. 


b) That the Group Devolopment Programme was based on government Ruril 

Development policies that were firmly established 10 years ago.


Government took an institutional approach to dealing With very


real problems. At attempted to put broad goals into action



- how important is the Group Development programme today?


- is the Ministry coordinated in its strategy to rural



development?



- how is the prreramme received (and its impact) on rural


dwellors?



c) 	 It is planned that DAFS and CAMA will meet with each Department


head to brief them on the Willett report and follow-up issues


after this seminar.



PART 1: Background to establishment of the Group Development Programme



The Group Development Prograaume evolved from two different


concerns about GOB's rural development policies:
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a) 	 a shift in MOA extension strategy in 1974-75 from the


Pupil Fazfter scheme to a more broad based approach


that would significantly-increased the number of


households reached by each AD.



b) 	 a recognition starting in the early 1970's (and


articulated in 1973 by. Chambers and FEJDMAN).that 
a strategy was needed to-promote communal management 
of BtAswana's natural resources. (the TGLP programme 
of 1975 and the attempts to form group ranches). 

By 1976, the efforts by.USAID and GoB to form group ranches were


falling well sh6rt of the expectations. The Ministries Group's Group


organized a Mnistry wide in-service workshop to discuss kroup extension

methods and strategies." By early 1977 a decision was made to adopt,a 
"bottom - up approach" to group development. Four GDOs were -recruited 

and in place by November 1977, and the USAID Range and Livestock' 
Project was. completely revised to incoaporate a "FacilitationManagement 

strategy" to promoting and supporting small-holder farmer groups. The


AMA act was written in 1978 and the CAMA department established in 1978


with appointment the Commissioner, arrival of 2 expatriate HQ staff and



two 	 additional GDOs. 

Bearing in mind the backgrou~d& of the programme,



a) 	have we achieved the ProgrammeAs objectives?



b) 	 is-,group development institutionalized Mithin the Ministrytand



other Ministries responsible for rural development?



c) 	 have the technical and social complexities of improving


communally held tribal land been successfully addressed?



PART II:



A Critical look at the Department and What has been achieved.



A. 	 A review of available Data:



As of August 1980, Willett. found that 1,127 farmer groups had formed 

groups had formed at one time or another, not all of these were 
successful and some no longer existi. These groups involved 

1O,ooo - 20,000 farmers. These numbers are not so uimportant, more 

critical is the question of whether the original aims of group


development have been reached:



a) 	 to broaden extension outputs (e.g. have the raget


target groups/population been reached and are the


projects on-going)?
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b) 	 is there progress towards improved management of the


communal areas? (especially activities like tick


control, fencing, water development and veld conservation


that 	 in the desencely crowded communal areas can only


be successfully done by collective action)



c) 	 have representative rural institutions been formed


that allow'people to analyse their areas problemsi


to plan'and execute projects collectively and to


begn communal area planning and management?



B. 	 What has the Impact of the Group Development Programme been?



a. 	 Who has participated?



Farmer participation in groups has been concentrated in a



few areas, fencing, waper development, smallstock and.cattl.e
 

management activities. There have been problems gettin# group


members to fully participate, some projects have been initiated 
by an extension worker instead of the participants, some projects 
were implemented 'that made life even more difficult for the 
supposed target group, some communities took on-too many projects 
at once, persons skilled in bookkeeeping, leadership and in 
moblizing others to participate are very limited at the village 
level.



While the numbers of participants is high, there ,was and


continues to bea problem of ensurihg'that group projects-are


both technically sound and properly planned. The technical


issues are often not considered 'by both'"aff and farmers',


plus the social factors involved in faruers''group decision
 

making process the natural suspicion of traditional soc iety,


the'other demands on. community ikg.ershipq etc.



Thus, for every project the real effect'o-of teprcject


must be considered, who is benefitting? Who is providing the


initative and leadership?, what is the physical and social


situation facing the group? S*cial considerations, technical


factors and land use planning are all part of'group development.



Willett in his field work observed that the objectives for


some 	 projects were impossible from the start to achieve. Othir


projects were planned without considering land use patterns and


physical features. Project by-laws tend to address immediate


problems but often are not dealing with long-term issues.
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From the start, group extension methods were never to be


divorced from technical considerations. But there'remains


a gap between technical consideration, extension strategies


and project ideas being promoted within the Ministry.


Likewise, the profusion of fundizi programmes by MOA is not


fully compatible with the gradualist strategy of the group


development programme.



PART III: The Keys Issues .for'Consideration: (Chapters 26 of the 
Willett Study) 

A. Group Extension Methods. 

more.investigation into the impact of group extension methods


on Batswana is needed. Much information is now available on


Ministry subsidy/grant schemes but the accompany messages of why


to do the project, expected benefits, etc. is not made clear to the



.farming community. Is the AD delivering the technically correct


information using an appropriate extension method? Are thQ


technical divisions of MOA ever reaching the AD with up to date


and correct information? The use of farmers days, campaigns, etc


should be designed to fit the exact situation of the AD's area


rather than the other way around as it is nowl We need to ensure


the AgInf campaigns are delivering the same informhtion as the AD,


this is not always the case of present (e.g. AgInf advising groups


that udder AE-1O the self-help contribution is only 10% while the


AD is using a guideline of 50%).



Is group extension and development an extra duty for the


AD? It should be part of an AD's overall efforts in his


extension area - but there is a lot of confusion over this issue


by both ADs and technical support staff on the Regional teams.



Recommendation:



The Ministry of Agriculture give more in-depth consideration to


institutional ievelopment that ensures community wide consultation,



articipation and a complementary approach that provides for both


he correct technical solution and an appropriate extension strategy.



B. Fencing



While there have been many communal fences for arable enclosures


built, these have tended to be very complicated in terms of their


impact. Some fences have separated draft animals from traditional


watering points, others have been built have access to traditional


grazing areas that were dispersed within a communal lands area.


Generally, the smaller scale fencing enclosures are more appropriate


given the grazing/arable mix one finds in most communal areas of


eastern Botswana. This again points to the need for more


comprehensive planning at the village level and a clear communal


area strategy at the Ministry level.
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C. Water Development



There is a large number of dam groups and the traditionally


based Borehole syndicates. Why have such a large number of group


dams failed? For 3 reasons:



- technical: soil sub-structure was inadequate



- placement: not in proper water catchment.(Landuse planning)



- bonsultation:group not clear on maintenance role.after 
damps completion, 

D. Livestock Groups (mostly tick control)



His study found that field staff lacked technical guidelines


and that many project's suffered from a lack of comprehensive



planning. Many member's of various groups were not clear about 

the.projectsa objectives. Spatial planning issues like access


to water and grazing were often not considered from the start.



E. Other projects - Woodlots, Horticulture, :Conservation 

Group efforts in these areas is on a much smaller scale.


In some limited extension areas with a well established Farmers


Committee, conservation projects have been succesifully completed.


But there have also been problems as the project benefits are


long-term rather than immediate (thus, promoting participation


is more difficult). And these other type projects suffer from


a lack of technically sound extension advice at the plannirg


stage.



Conclusion:



In terms of successful projects on the ground, the group


development pr~gramme's impact has been quite limited.


Successes are limited almost without exception to those groups


where an. extension worker is closely involved. Some of the


more viable group projects' evolved from non-Ministry extensinn
 

efforts such as a Mission or development trust. But again,


one person's involvement and on-going support appears


significant. Within the Ministry, a Facilitator approash
 

to working with Farmers is lacking and far more can be done


on this.
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The confusion about the role and formation of Farmers Committees.



remains. The Ministry shoul4 through its policy committee formalize



its approval of the FC Terms of Reference and other definitions



related to groups. Field staff need clear and consisent guidelines


from HQ. It is also critical that the Ministry promote technical


strategies for development using the Gradualist Extension Approach.


DAFS, CAMA and the department heads should work to ensure that the


techn-ical strate~gies they promote and the various ,extension approachs


are appropriate tand compatiable),



Reoommendationst



I. 	 FCs do workl Policy Committee of MOA should approve the FC


Terms of Reference and group definitions as soon as possible.



DAFS ,.CAMA and the various department heads need to review


their technical strategies for carrying out projects. Clear


project. guidelines should'theri be prepared by AgInT'for


staff and farmers,
 


Fundamental Principles of Group Development are not ini line with



some Ministry/Government Approaches:



1. 	 Initiative for group activity most come from the farmers9


not because of politicians or the availability of 'grant


money if a group is formal (Lobatse Regional staff are


concerned that the various MOA grant programmes may haVe a


long-term negative impact on group development). Again,


an issue of institutionalization.



2-	 The Ministry must ensure that all technical sections have


strategies that are integrated with other Ministry programmes,


sound in organizational strategy, are based on existing


management skills and appropriate with available community


resources.



Willett was very "disturbed" by the approach taken by APRU



to promote communal grazing cells. As these were promoted


there was no institutional building at the village level,



no dcapacity by the group involved to undertake the sensitive



level of consultation that such a sophisticated project



required and no effort at integrating the planning and



extension efforts by various MOA staff within the Region, the



AD and APRU.
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3. 	 Facilitation is the key concern, farmers and groups need


to progress from the familiar into the unfamiliar in an


orderly, planned manner. 'This is the most'needed skill


by Field Staff.



The difficulties of reaching various target groups,


especially RADS, Female head households and non-cattle


owners has been grossly under estimated. We need


to keep in mind the situatibn of the AD, anything iq the


way of training, widelines and improved support will


directly improve their effectiveness.



So we move to the issue of how staff in the field are


trying to implement all the above.



B. 	 Management of Support to Grours and ADs



Willett's opinion after 8 months of visiting groups in the field


was that the most crucial factor effecting the overall performance


of .farmer groups was the availability of technical staff and


logistical support. This was present in those Region's

where the RAO, DAO, support staff and ADs were using the 3 month


management system. The commitment to a management system most


come from the top - DAFS. In to6 many cases the channeling

of on-going technical support to groups was/is left to chance.


But with the last Ministry in-service programme's addressing

bIanagement issue in.1977-78, Willett.i concerned that many of

the newer DAOs and regional staff are not familiar with the


3 Month Plan and Management System.



In some Regions only ADs were preparing 3 Month Programmes,


with no regional or district integration in extension


activities and support.



Recommended:



DAFS review the implementation of the 3 MP's and organizae


periodic in-service training Zor RAOs, DAOs, support fstaff


and ADs on extension programme managemert and programming.



C-. 	 Farmer Training.



Willett found that very few of the groups that he interviewed


had attended a farmer training programme that was specifically

geared for their probleims.



Recommendation:



RTC Principals through the 3 MP system should-take steps


to see farmer training content is appropriate for


attending groups.
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D. 	 Staff Training



Recommendations:



l. 	 Management and technical support for exteasion efforts



should be strengthened (through the DAFS offiae and


in-service training).



2. 	 Heads of Ministry technical units should help to Ilarify


the role of regional support staff with RAQ, DAOs and ADs.
 


3. 	 The technical. divisione with AgInf should continue to develop


technical guidelines for extension strategies.



*The formation of such guidelines should be a teaM effort by 
the technical divisions, CAMA, DAFS, Field Staff, IAE 
and Aglnf. The Ministry now has a strong background in 
Adult and Non-Formal Education. The Agri.-Fac.ts effort 
continuous to" trengthen the availability of guidelines 
and 	 all divisions are now'experienced with the


media/guideline preparation process.
 


E. 	 Conclusions



1. 	 Group projects must be open and flexible. The goal 
remains improved management of livestock and communal 

resources (water, grazing, soil base.).



2. 	 Instizutional development remains a necessary first


steps The CFDA programme could concentrate .more attention


on thia.



3. The FC programme should be a national one, their valve



and effectiveness has been demonstrated. Terms of


r.Cference need to be approved by the MOA policy committee


and distributed throughout the Ministry.



4. 	 How well has the programme been institutionalized?



a) 	 Districts and Regions understand what is involved


by confusion remains as to how to go about group


development. Facilitation requires skillful


management and practise strategies need detailed


clarification for field staff.



b) 	 Groups have progressed from one project to another.


Some village bave undergone institutional development,


but such a dynamic process does not happen at once.



0 .... 	 ./9 

http:Agri.-Fac.ts


- 10 

5. The role of CAMA and the Division of AMA's.



The 	 CAMA position was established under the AMA Act to



undertake the legal decision to register any interested
 

and eligible groups. But there is a nee4. for balance


between how much attention to devote to AMA's and how


much to group development. CAMA can do much to ensure


Ministry-programmes.such as AE-10, AC-15, promotion


of FCs, etc are compatiable with Ministry goals.


If group development is to remain important to the


Ministry, then DAMA must have a dual role-to both


facilitate group development and register AMAs.



6. 	 Upon agreement on the various strategies and



gu.delines, these should be given massive publicity.



Field staff continue to see much inconsistency between


Ministry policies, programmes and national objectives.
 


After meeting with the Gaborone and Lobatse Regional staff on



Friday June 11, A. Willett believes that much progress has'been made


if one recalls the pre-1975 situation. This is a tremendous achievement


and with USAID involvement now coming to a close, the Ministry needs to


clarify its approach to group development, ensure Itis technically



sound, brief all stiff.and then give it massive publicity.



Discussion Issues



H. Sigwele: How did government determine the group Development


programme's target group?



A. W.: 	 Political decision determined by GoB out of recognition


that rural small holders, female headed households,


non-cattle owners were deprived and in need of


direct extension efforts.



H. 	 S.: What are the implications of group extension as 
it "competes" with other Ministry programmes? 

A.. W.: 	 Technology packages need to be designed to fit the


farmer's, exact situation. Confusicn has arisen


over ALDEP's thru with farm improvements for


individuals. Suggests the Ministry consider


hiring a consultant to review how much of a load


current programmes poses for ADs. More attention


should be given to using group extension methods
 

to put across a package of technical recommendations.
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I. M. Phometsi: 
 

A. W.: 
 

I. P.: 
 

A. W.: 
 

SAPO: 
 

Mr. Dipholo: 
 

A. W.: 
 

CAMA: 
 

A. W.: 
 

Y. Merafe: 
 

A. W.: 
 

ProjectN and group activities tend to be selectiv4


in terms of participation. Has this caused


problems during consultation efforts?



There is difficulties in reaching a target gvoup


when it is among a homongenous community. Sited


example of participants in Boipelego Garden


project in Serowe.



Does the motivation for a project effect ita


chances of success?



Sees no distinction is success/fail rate of


projects that are community initiated versus


outside initiatives (such as drought relief


projects).



Spoke in support of Willett's conclusions that


not enough research has been directed to


identifying effective technologies for communal


or group projects.



Why have so few group conservation projects



been under taken?



Thinks conservation continues to be.a very low


priority in the minds of the public despite the


on-going public education efforts.. Conservation


is an extremely long term objective, education


and demonstrations will continue to be an


important part of this long term process.



Agrees with emphasis on education but wondered


how you can train all the group members?



This was a compliant from several FCs that only

the office holders get on courses. Thinks


village programmes, popular theatre and FC


electi-ns every 2 years would help on the


training side.



How does the AD sort out implementation problems


with so many programmes? What is being done


to help DAOs in the Regions? Are the regional


teams coordinated?



AD ahould be able to 
 turn to the DAO and support
staff at the mohthly meetings. Many DAOs have


joined the service since the IDM management

turning of 1975-77, thus recommends a new effort


through In-Service. Agrees that there could


be much more coordination of support staff and


Ministry programmes thru the RAO.
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SAPOss: 	 You mentioned a number of projects that 
failed. Was it


due to no member of the group having specific


responsibilities or that the members with responsibilities


failed to cope up?



A. W.: With dam groups, they often failed to carry out their


maintenance responsibilities because they were not clear


on who was responsible. Only 2 Districts had any


formal training 	 for dam groups.



SAPOss: 	 In your report you pointed out that the SS Unit was only


promoting dosing for improved management. We now take


a broad management approach, dipping, foot baths, etc.



A. 	 W.: Agrees that present approach is constructive and that


the shift toccurred as he (Tony) was writing the report.



Mr. Dipholo: 	 What type of ranches are the Tribal Ranches (BDA,


Ramatia, Masama).



A. W.: 	 Tyep B (partial communal with open membership).



CLUO: 	 How can technical guidelines and support be improved?



A. W.: 	 First step is for CAMA and DAFS to meet with each


section in Ministry. Each project or group situation


should be reviewed with the objective of


using the procedure outlined in Chapter 26 "How to develop


Quidelines". Project appraisal ckitbria should be


developed and guidelines to strengthen project planning


and support. These guidelines can then be used when


preparing Annual Plans and three month programmes.


These guidelines will ensure a consistent approach by


all sections (e.g. Farmer Training).



CLUO: 	 Sees duplication of the work of the Registrar of Co-ops


and the CAMA, and asked for clarification.



Mr. Ntsima: 	 Amazed by the lack of consultation within the Ministry.

Role of the CAMA section and Co-ops could be clarified.



A. W.: 
 Agrees that in his report he devoted little attention



to AMAs. Sees 	 a coiflict for CAMA and his staff to both


responsible for AMAs and facilitate groups. Thinks


both goals are important and can be achieved if the


Departm.ent is aware of the challenge.
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H. Sigwele: There is a need to improve the supply bf technical


information and this pust come from the top. But


if you have a top dowk flow of information, then


you may not involve the members sufficiently.


Wants to ensure that people themselves are involved
 

in management of their project.
 


A. W.: Through consistent extension efforts it is possible


to create the awareness among farmers that they


can do something about it.
 


SAPOss: 	 We are often called to address a village meeting


before the group has been formed. This shows


the poor management of support by DAOs.
 


A. V.: More attention must be given to the difforence


between group extension methods and group formatioa


efforts. Use group extension methods to create


a general awareness and then if people are interested,


go on to group formation efforts.



CLUO: 	 Is there a national commitment to reach the target



group? Can you summarize this issue for us?



A. W.: The commitment has to have a center, a place to


start within the Ministry. That place is the


CAMA *fice and in Field Services Division.


It is crucial for the Ministry to reflect as to


what has been achieved, where things are and what


is needed next. You, as department heads need


to decide what to do, organize guidelines and


then launch a national effort. The national
 

commitment to group development will not come


easily and it may not come at all.



Session ended at 4 P.1M.
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Brian Addy 
 

David Benedetti 
 

Fiona Bettles 
 

Violet Chimela 
 

David Dialwa 
 

D. K. Dipholo 
 

Duane Everrett 
 

David Findlay 
 

Louis Fortman 
 

Lloyd Hansen 
 

Robert Hitchcock 
 

James Hope 
 

Bill Jeffers 
 

Doug Jones 
 

Letsibogo Ketlareng 
 

Arthur Kgosidintse 
 

Raymond Kwerepe 
 

Jo Lebang 
 

Research & Extension Coordinator


Animal Production and Lands Research Division


Dept. of Agricultural Research MOA



Training and Communication Officer


Agricultural Management Association Division


DAFS/MOA



Agricultural Officer/Women's Ext.



Principal Administrative Officer and Assistant Secretary


Ministry of Local Government and Lands



District Agricultural Officer



Secretary of *.gricultural Resources Board



Botswana Agricultural College



Permanent Secretary of MOA



Project Coordinator of Local Institution Research


Applied Research Unit


Ministry of Local Government and Lands



Botswana Agricultural College



Senior Rural Sociologist


Rural Sociology Unit


Planning and Statistics Division, MOA



Group Development Officer


Western District (Hukuntsi)



Coimnunal Area Coordinator


Rural Development Unit


Ministry of Finance and Planning



Agricultural Development Officer


USAID



Director


Agricultural Information Division, DAFS



Head of Agricultural Credit D.vision


National Development Bank



Range Ecologist


Land Utilization Office



Regional Agricultural Officer


Southern Region (Lobatse)





Thahani Machachar 
 

Shathisa Magalela 
 

Ed Maloiso 
 

Ambrose Masalila 
 

Henry Masolote 
 

Israel Matenge 
 

Justice Mathake 
 

Mmereki 
 

M. Mokome 
 

Mokule 
 

Vicks Molefe 
 

J. G. Moloi 
 

Ben Mpinyane 
 

Miss Ntone 
 

Pitso 
 

Raymond Purcell 
 

Chief (Animal Production Officer)


Animal Production Division of DAFS



District Agricultural Supervisor


Gaborone Region (Mochudi)



Chief (Land Utilization Officer)


Land Utilization Division of MOA



Coordinator of Rural Development


Executive Secretary


Rural Development Council


Ministry of FinanLe and Planning



Chief (Crop Production Offices)


Crop Production Division of DAFS



Commissioner


Agricultural Management Assoc. Division


DAFS



Principal Agricultural Officer


DAFS/MOA



Group Development Officer (Maun)


Agricultural Management Division


DAFS/MOA



Chief Agricultural Economist


Planning and Statistics Division


MOA



Group Development Officer (Central)


Agricultural Management Division


DAFS/MOA



Head of Action Research


Agricultural Information Division


DAFS/MOA



Regional Agricultural Officer


Gaborone Region (Gaborone)


DAFS/MOA



Senior Agricultural Management Association Officer


Agricultural Management Association Division


DAFS/MOA



District Agricultural Officer


Gaborone Region (Lentsweletau)


DAFS/MOA



Group Development Officer (Francistown)


Agricultural Management Assoation's Division


DAFS/MOA



ALDEP Coordinator


Arable Lands Development Program


Planning and Statistics Division, MOA





Katie Rick 
 

Richard Seeletso 
 

Chris Sharp 
 

James Stanford 
 

Boss Tlale 
 

Tony Willett 
 

Group Development Training Officer


Agricultural Management Assoc. Division


DAFS/MOA



Chief Community Development Officer


Social and Community Development Division


Ministry of Local Government and Lands



Senior Planning Officer


Ministry of Local Government and Lands



Controller


USAID



Director


Dept. Agricultural Field Services


MOA



Consultant, USA!D


Author of "Agricultural Group Development in


Botswana" Volumes I - IV.
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Charles Ward 
 

George Easton 
 

William Johnson 
 

Roy Stacy 
 

Jack Warner 
 

John Kean 
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David Benedetti 
 

Tom LaQuey 
 

Katie Rick 
 

Jim Hope 
 

Mark Thomas 
 

Dennis Verhof. 
 

James Smith 
 

Agricultural Development Officer


USAID Mission/Gaborone


(1980-1982)



Agricultural Development Officer


USAID Mission/Gaborone


(1978-1980)



Operations Officer


USAID/OSARAC/Gaborone



USAID/OSARAC/Gaborone


(1974)



Area Operation& Officer


USAID/OSARAC/Gaborone (1977)



Regional Development Officer


USAID/OSARAC/Mbabane


(1978)



Acting Regional Development Officer


USAID/OSARAC/Mbabane



(1976)



Agricultural Development Officer


USAID/OSARAC/Mbabane


(1973-74)



Regional Program Officer


USAID/OSARAC/Mbabane


(1973)



Agricultural Production Officer


USAID/OSARAC/Mbabane


(1978)



Regional Dept. Offices


USAID/OSARAC/Mbabane
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SAMAO/CAMA/DAFS/MOA
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(1976)





Surface Water Land Use Engineer
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(1976)
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