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Executive Summary

ZIMBABWE NATURAL RESOURCES MANAGEMENT PROJECT
MIDTERM EVALUATION

Purpose of the Natural Resour ces Management Project: Zimbabwe

Asdescribed by itslogica framework (Annex A), the gods of the Project areto increase incomes
and enhance the cgpability of communities to meet basic human needs through sustainable utilization and
conservation of natura resources, particularly wildlife. Successful conservation of wildlife resources and
better integration of wildlife into the nation's economic development program will accomplish the Project's
subgod of promoting sustainable development of communities through appropriate land use practices on
lands that are margindly suitable for agriculture.

The purpose of the Project is twofold:

@ To demondirate, through practica examples, thetechnica, socia, economic and ecologica
viability and replicability of community-based natura resource management and utilization
programs on margind lands for increesng household and community incomes while
sugtaining natural resources.

2 To improve nationd and loca capability to hdt the decline in the wildlife resource base
through training, education, protection, communication and technology tranfer.

Purpose of the Evaluation and its M ethod

Originaly proposed for August, 1992 (USAID 1989a), this midterm eva uation was rescheduled
to occur towards the end of 1993. It is preceded by an Interim Assessment concluded on 27 July 1992
(Hitchcock and Nangati) as well as by periodic internd evaluations conducted by the Project's
implementing partners.

The earlier assessment by Hitchcock and Nangati was prompted by concernsthat the Project was
not achieving some of its objectives because of alack of community consensusin the Project target aress,
the presence of top-down pressurefrom implementors, and ingppropriate ingitutiona relationships. Specid
attention was paid in the assessment to Project organization, management, administration and conceptua
issues. This Evauation is intended to build upon the conclusons and recommendations of the Interim
Assessment, and concentrate on those issues identified by Project implementors during the course of a



Terms of Reference workshop held by Project implementors between 15 and 21 April 1993. Theseissues
make up pages 11-37 of the Terms of Reference (TOR) which guide this evauation (Annex F).

The evauation was based upon interviews conducted with project beneficiaries, district council
members, the GOZ Department of Nationd Parks and Wildlife Management, and other ingtitutions and
persons affected by or concerned with wildlife, and by analysis of project documents, surveys, field vidts
and other project output data gathered from beneficiaries of this Project.

Findings and Conclusons

The genera conclusons of the evaluation are as follows:

@
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The Project is providing meaningful benefits to resdents of the Project area. 1t continues
to suffer faults, however, many of which owe their origin to errors in Project design and
misunderstandings in the Grant Agreement.

The implementing agencies view the Project as providing financid backing, materids, and
services to compliment the CAMPFIRE movement; USAID viewstheproject ashaving
aterritorid integrity of itsown. The difference of views is one of nuance, particularly as
the gods of the movement and the Project are Smilar. It provides a divison, however,
whenthe argument of territorid integrity isolatesthe Project from the activities of thelarger
movement.

This Project is a subset of a larger regiond Project involving four SADC countries:
Mdawi, Zambia, Botswana and Zimbabwe. While the Project's regiona context has
provided a forum for discussion, it has falled to achieve progress in important regiona
wildifeissues: nointernationa protocolsregarding wildlife have evolved from the Project;
few workshops have taken place; cross-border poaching threatens Zimbabwe's rhino
population; didogue regarding important wildlife issues remains largdy ad hoc and
according to linkages outside the Project.

The design of the Project, particularly its sense of regionadlity, has produced consequences
which were unforeseen by Project designers. First amongst thesearedivisonswithinthe
implementing agenciesthemsalves: the idedlism of managers in Harare contrasted to the
pragmatism of implementors in Bulawayo. This view could be extended to include
perceptions between afirst world donor, USAID, centred in Harare and concerned largely
with adminigtration and accounting, and those of its third world collaborating agencies
working principaly from Bulawayo and concerned with improving resource management
and rurd livelihoods. Second is the supposed effect of the Project's activities upon the
ethnic divide between the Ndebele (who receive project benefits) and the Shona (who
receive no project benefits) — field observers bdieve itsimpact to be largely irrelevarnt.

Vi
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Third is the tendency of CAMPFIRE, working in locations where anima and human
populations are balanced in waysthat favour its activities, to ignorethe Project areaonthe
premisethat it is dready serviced by USAID.

The Project's support of infrastructurd development has led to serious problems
attributable, in part, to weaknesses in the Project Paper and Grant Agreement. A
superficid Environmenta Impact Assessment of the Project’s proposed activities, alack
of engineering review of mgor developments, and the failure of the Economic Assessment
to evduate the cost of maintenance introduces questions into the sustainability of
infragtructure a the feasbility leve; failure or rluctance to eva uate these same issues at
the desgn level has exposed the Project to unknown quantities of risk (a project-
supported dam recently failed) which could perhaps be lessened. The Grant Agreement
was faulty by not requiring these design-level studies and analyses.

Despite a precarious basis on which to anchor an effective collaborative partnership,
rel ationships between DNPWLM, ZT, CASS, and USAID have prospered and improved
withtime. Thisisdue, in large part, to the commitment, tlent and tenacity of the Project
implementors and participants.

An earlier Interim Assessment identified manageria problems between USAID and its
implementing partners.  Inan attempt to resolve these difficulties, USAID hasingtigated
personnel changes, held workshops and training, and attempted to increase its flexibility
towards the core causes of the problem. USAID perceives the problem to have been
addressed;  the implementing agencies view them as a continuing source of discord.

Project implementation is rarely from the bottom-up, that is in response to problems
identified by individuds, groups of individuas and villages directly affected by wildlife.
Instead, actionisoften initiated through therura digtrict councils acting on behdf of wards.
Partly due to perceptions of the structure of local government and how it should be
addressed (start at the top versus start at the bottom), and to theway in which jurisdiction
over wildlife is accorded to communities (gppropriate authority is granted to rura district
councils), theissue has led to perceptions of distrust of the Project by some communities.
The issue becomes particularly acute when it causes dilution of thefinancia benefitswhich
households view as their due, and the excluson of some wards, perhaps for reasons
related to their suitability for wildlife resource management, from Project investment.

viii
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The CAMPFIRE Association provides anew focus for the movement. Many weakness,
structural and manageria, require attention in order to improve its standing within the
CAMPFRE movement.

The DNPWLM views the CAMPFIRE movement as a successful means of addressing
wildifeissuesat the community level. Asthe CAMPFIRE movement continuesto expand
and, particularly, to involve resources in addition to wildlife, its standing and organization
within the Department and the Ministry will require improvement.

Recommendations

@
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Given the short period of time remaining to this Project, aworkshop should be convened
to provide Project participants the opportunity to discusstheir optionsfor thefuture. This
could include a continuation of the present Project, but with modifications to insure
improved locad management of natural resources.

The Project, if it isto continue, should be on the basi's of an accord between USAID and
itsimplementing partners— its structure asaregiond project haslost itsearlier relevance.
The DNPWLM should continue asthe lead agency; ZT and CASS should continue as
implementing partners, though the number of executing agencies may be expanded to
include other agencies or indtitutions. The Project's regiona context should ether be
discontinued or revised; so too should the concept of atargeted areain Matabeleland.
In its stead the Project should adopt a nationa focus with a view towards extending its
concepts to natura resources in addition to wildlife.

The Project should become truly demand driven, that isin response to needs identified by
individuas, groups of individuas, and villages. Villagers should increasetheir participation
in the events which shape their lives, induding activity identification, design, monitoring,
marketing, and maintenance. The Project's investment in infrastructure needs to be
adjusted to incorporate safeguards in engineering design as well as concerns about the
environmenta, financia, and socid dimensons of sugtainability.

Disdlowed vouchers continue to provide a source of stress between USAID and ZT;
CASS, acting through the Bursar of the Univerdty of Zimbabwe, continuesto bein behind
in its submission of vouchers. USAID needs to be sympathetic to these problems and
continue to provide assstance to resolve them. The Project Implementing Committee
needs overhauling so that it truly becomes a coordinating committee that discusses,
coordinates, approves and alocates work by the Project.

Assgtance should be given to the CAMPHRE Association to improve its sanding and
cagpahilities within the CAMPFIRE movement, particularly in the roles of expanding

iX
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awareness of natura resource issues, training of loca community leeders, and marketing
products generated by the resources it helps to manage.

The disbursement of Project financial benefits needs to devolve more from the digtrict
councilsinto the control of communities participating in the Project.

Infrastructure such as fencing and water supplies are an essentid eement of wildlife
management inthe NRM Project area. Villagesare not now ableto afford these; they are
unlikely to become able to afford them in thefuture. If wildlife populationsareto grow in
commund areasthey haveto be provided with water; peopleaso haveto beableto keep
themaway from their crops, livestock and houses. While minor infrastructurd investments
should occur with aminimum of disruption, other types such aslarge dams and reservoirs,
minerd development, large-scade irrigation, drainage, and flood control schemes,
ressttlement and dl projects with potentidly major impacts on people should undergo the
norma studies associated with mgor investments — Environmental Impact Assessment,
engineering review, and economic analysis— in order to assure their sustainability aswell
as as=ss the investment required to reduce their risk of failure.

L essons lear ned

@
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Inadequate scrutiny of project design documents increases the opportunity for difficulties
during project implementation.

Before entering into agreements with USAID, participating agencies need an improved
understanding of the redtrictions they will encounter. Legdistic documents such as Grant
Agreements require their clauses be explained a depth and in terms the agencies will
understand.

Difficulties between USAID and itsimplementing partnersare unlikely to vanish asaresult
of workshops and mesetings. Sympathy and understanding are aso important.

When problems owe their source to specific individuals within the AID hierarchy, those
individuals should receive counsd. Sources of discord require serious attention.
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Regarding thisevauation, 36 pages of terms of reference are excessvefor an effort lasting
only severa weeks and involving only ahandful of individuals. Thelack of correspondence
between the TOR for the evauation and that commissoned to individua team members
meant that tasks were performed which were outside the framework of the principa study.
By denying latitude to the evauators key issues risked becoming logt.

X



MIDTERM EVALUATION OF THE

ZIMBABWE NATURAL RESOURCES MANAGEMENT PROJECT

1. INTRODUCTION

This document presentsthe analyses, conclusions, and recommendations resulting from amidterm
evauation of the Zimbabwe Natural Resources Management Project (USAID Project No. 690-0251.13,
SADC Project No. 5.0.18). Project financing is by the United States Agency for Internationd
Deveopment (USAID) and the Government of Zimbabwe (GOZ) acting through the Department of
Nationa Parks and Wild Life Management (DNPWLM); implementing agencies dso include ZimTrust
(ZT) and the Centre of Applied Social Sciences (CASS) of the University of Zimbabwe. Project
effectiveness occurred with the signing of an agreement between USAID and the GOZ on 31 August 1989;
the project assstance completion date (PACD) is31 August 1995; grant agreementswith CASSand ZT
expire 15 September 1994. The Project isacomponent of alarger Project involving the participation of
four other southern Africa countries: Zimbabwe, Botswana, Maawi and Zambia. Its objectives seek to:

. manage and protect the natural resource base,
. promote sustainable socia and economic development, and
. disseminate knowledge of community management of naturd resources.

The god of the Project is to increase the incomes of Project participants and enhance their capabilitiesto
meet basic human needs through sustainable utilization and conservation of natura resources, particularly
wildlife.

2. EVALUATION BACKGROUND

The grant agreement between USAID and the GOZ callsfor periodic anayses of the progress of
the Project (USAID 1989: 3). In so doing, these evauations will

. evauate progress toward attainment of the objectives of the Project;

. identify and evauate problem areas or condraints which may inhibit such atainment;
. assess how inhibiting factors may be mitigated or overcome; and

. asess, to the degree feasible, the overall development impact of the Project.

1 See project logical framework, Appendix A.



Origindlly proposed for August, 1992 (USAID 1989a), this midterm eval uation was reschedul ed to occur
towardsthe end of 1993. Itispreceded by an Interim Assessment concluded on 27 July 1992 (Hitchcock
and Nangati) aswell as by periodic interna evauations conducted by the implementing partners.

The earlier assessment by Hitchcock and Nangati was prompted by concernsthat the Project was
not achieving some of its objectives because of alack of community consensusin the Project target aress,
the presence of top-down pressure from implementors, and inappropriate ingtitutiona relationships (USAID
1993a 5). Specid attention was paid in the assessment to Project organization, management,
adminigration and conceptua issues. This Evauation is intended to build upon the conclusons and
recommendations of the Interim Assessment, and concentrate on those issues identified by Project
implementors during the course of a Terms of Reference workshop held by Project implementors between
15 and 21 April 1993. Theseissues make up pages 11-37 of the Terms of Reference (TOR) which guide
this evduation (Annex F).

Thefollowing text describes the composition of the evaluation team and the study methods which
it adopted; the environmenta, economic, and socia context of the Project, issues addressed by the
evauaion; asummary and discussion of issues which remain outstanding; the findings and conclusions of
the eva uation; and itsrecommendations. The recommendationswere discussed with Project implementors
during aworkshop held in Harare on 15 December 1993; the substance of this document was presented
as adebriefing to USAID on 22 December 1993.

3. TEAM COMPOSITION AND STUDY METHODS

The evaluation team is made up of experts in soil and water resource planning (team leader),
community development and smal-scae enterprises, loca government, wildlife and natura resource
management administration, and natura resource planning and policy analyss. C. Paskett, theteam leader,
hasworked on USAID-sponsored Projectssince 1964. His experience includes assgnmentsin about 30
developing and developed countries worldwide. He has been the team leader of Project formulation
missons sponsored by The World Bank and the Internationd Fund for Agricultural Development; his
Project evauation experience includes Projects sponsored by the Overseas Development Authority and
the World Food Programme. A. Mupawaenda, the Community Development and Small Scale Enterprise
Specidig, is a Zimbabwean citizen qudified in the UK with post-graduate training in Austrdia and
elsawhere. Sheis an educationdist and sociologist with experience in Zimbabwe, Zambia, Botswana,
Lesotho, Mozambique and Angola. C. Ota, the Locd Government Specidig, is a Zimbabwean citizen
who currently holds a senior position on the saff of the University of Zimbabwe. He hasover 10 yearsof
organizationa development work concentrating on management and adminidrative structures which
increase locd participation. His experience includes organizationa evauation, feasbility studies, Project
management, and assisting locad authorities in developing long-term and short-term plans. G. Child, the
Wildife and Natura Resource Management Adminigtration Specidig, is an internationally experienced
Zimbabwean wildlife and natural resource management expert. Dr. Child, while Director of the Nationd
Parks Department, helped found Zimbabwe's highly successful approach to community management of



natura resources. J.E. Clarke, the Natura Resource Planning and Policy Analyst, is an experienced
gpecidist inthemanagement of wildlifein protected aress. Hisinterestsincludethefiedsof sirategic policy
formulaion, legidation, and management planning of natural resources. His experience includes over 35-
years of work in southern and eastern Africa, the Near East, and Southeast Asa.

The team's methods and procedures are expressed by its TOR (USAID 1993:14). Thisdtatesthat,
"where gpplicable, the evaluation is to follow the format and guidedines specified in AID Program Design
and Evduation Methodology Report No. 7, AID Evaluation Handbook. The evaluation is to be
conducted by interviews with Project beneficiaries, digtrict council members, the GOZ Department of
Nationa Parks and Wildlife Management (DNPWLM), ZT, CASS) and other ingtitutions and persons
affected by Project activities, and by andysis of Project documents, surveys, field visits, and other Project
output data gathered from beneficiaries under this Project.” Page 15 of Annex F provides further
specifications of the types of data the team are to review and the methodsiit isto follow.

The TOR for this assgnment comprises 37 pages of text, 26 pages of which are made up of 1-
paragraph statements of issuestheteamisto address. Thesetaskswereidentified by Project implementors
during a TOR workshop held in April, and contain two sections.  tasks which pertain to the evaluation as
a whole and those which pertain to undertakings by individua team members. The correspondence
between tasks assigned to the evauation and those assigned to team members is poor — some would
argue it should be perfect. Annex G summarizes tasks assigned to the evauation and compares them to
task numbers fromthe TOR commissioned to each consultant. 1t demongtratesthat many issuesimportant
to the eva uation are disconnected from those assigned to the misson asawhole. Because of thisstructure
the document comprisesamain text which discussesissues assgned to the overdl evauation; itstechnical
annexes discuss issues assgned to individua team members.

4. PROJECT OVERVIEW: ITSHISTORICAL, ENVIRONMENTAL,
ECONOMIC, AND SOCIAL CONTEXT

41  PROJECT OVERVIEW AND HISTORICAL CONTEXT

Beginningin the early-1980s Zimbabwe embarked on amovement to devolve part of the responsibility for
the management of its wildlife resources to loca communities. Known by its acronym, CAMPFIRE
(Communa Areas Management Programme for Indigenous Resources), the movement seeks to provide
incentivesfor resource conservation by bestowing benefits, proprietorship, and decision-making power to
the communities most affected by wildlife and, in recent years, other resources (King 1993:5). While
coverage of themovement ispotentialy nationwide, its present identification with wildlife generatesanatura
focus of interest to areas affected by their proximity to game parks and low land suitability for agriculture.
Similar effortsin Zambia, notably the earlier Kafue Wetlands Project and the Lupande Project, provided
precedents for CAMPHRE as well as a potentid platform from which to improve multinationa
collaboration in resource management.



Despite the soundness of its underlying concepts, CAMPFIRE in its genesis lacked the financid
impulse it required to effectively fulfil its mandate. As early as 1988 Cutshal and Shearing, representing
CASS, gpproached USAID about financial assistance to foster the development of CAMPFIRE-type
wildlife ventures. At that time where were no bilaterd USAID funds available as the program had been
cut for political reasons.

Although Cutshal and Shearing pondered a regiona gpproach to wildlife management, their
framework remained conceptud: differences between Zimbabwe's laws and those of its neighbours
hindered the development of aregiond bassfor the devolving of authority over wildlife. During thistime,
however, concernin Washington and worldwide about wildlife and, in particular, e ephants developed into
policies which expanded the opportunity for internationd involvement. Congress passed legidation which
required USAID to spend money on eephant conservation. At the sametime CITES was seeking to move
the African eephant into its endangered (Appendix 1) category.

Zimbabwe argued that the identification of eephants as an endangered species would disturb its
€lephant management program and cregte financia problems for communities that had received theright,
under the CAMPFIRE program, to manage (sell and market) eephants and elephant products. As an
opportunity, CAMPFIRE (and similar programs in other countries) provided a platform for USAID's
financia support by addressing issues affecting eephants as well as community efforts to manage them;
it dso advanced the geographical and physical basis for project identification: most of the region's
elephants were located in Hwange National Park, Northeastern Botswana, East Caprivi, Southwestern
Zambia ... and the population regularly moved across borders.

Sill, USAID is not a conservation agency, but a development agency; its mandate requires it
demondrate the "people-leve™ impact of itsprograms. Project formulation required that people be linked
to dephants  in Zimbabwe CAMPFIRE provided this bond; in Zambia it was through ADMADE; in
Botswana, however, no community-based resource program yet existed. Because of variations in the
theme of wildlife management by different communities and the absence of CAMPFIRE activities in the
vicinity of Hwange and in Botswana, the Project adopted an experimenta (pilot) approach in which each
country and USAID wasto learn from the different models being used.

Because USAID's funding was through its Southern African Regiond Program budget, a
connection was sought through SADC's Wildlife Coordination Unit in Maawi. Thisunit'sresponghbilities
areto conduct regiond research, collect datafrom itsthree member countrieswho areimplementing wildlife
management activities, and to summarize and disseminate thisinformation through workshops, conferences,
reports, and newdetters — contributing a focus on "lessons learned”.



By 1990 the African eephant had been uplisted to Appendix 1. When Zimbabwe, in 1992, was
unsuccessful inits efforts to downgrade € ephants as an endangered species the physica and geographica
regiondity of the Project — that of elephants — began to lose itsrelevance. Over time, for this reason,
CAMPFIRE has become more important than elephant conservation and nationa concerns have become
more important than regiona ones.

4.1.1 Project goals, purpose and e ements

The Project's goad echoes those of CAMPFIRE, namely to increase incomes and enhance the
capability of communities to meet basic human needs through sustainable utilization and conservation of
natura resources, paticularly wildlife (USAID 1989a Annex C). Successful conservation of wildlife
resources and better integration of wildlifeinto the nation's economic development program will accomplish
the Project's subgoa of promoting sustainable devel opment of communities through appropriateland use
practices on lands that are marginaly suitable for agriculture (USAID 1993a6). The purpose of the
Project istwofold:

@ To demondirate, through practica examples, thetechnica, socia, economic and ecologica
viahility and replicability of community-based natura resource management and utilization
programs on margind lands for increesng household and community incomes while
sugtaining natural resources.

2 To improve national and loca capability to hat the decline in the wildlife resource base
through training, education, protection, communication and technology tranfer.

The dementsfinanced by the Project to achieve the goals, subgod's, and purposeslisted aboveincludethe
following:

1) community-based resource utilization

2 planning and applied research support

3 conservation of the resource base

4 regiona communications and the exchange of information
(5) manageria and financid components.

Table4.1 givesthe budget accorded to each of theelementslisted above. Project inputsand outputswhich
form the components of these dements are listed in the Project logica framework, Annex A, a the close
of this document.



Table4.1. Natura Resource Management Project Budget, Zimbabwe Component,
(US$ 000)

Disburse-  Unliqui-
No. Element Obligated ments dated Advances

1 Community development 418050 1934.68 224582 521.16

2 Panningand applied 699.00 191.27 507.73  0.00
research

3 Audit 10000 000 10000 0.00

4 Wildlifeconservation 148150 113526 34624 27.98

5 Regiona communica=  899.30 354.83 54446 008
tion and training

7 Inflation 23970 000 239.70 0.00

TOTAL 7600.00 3616.04 398395 549.22

Source: USAID budget report MXRMP19 dated 3 November 1993

4.1.2 Project objectives

The Project's objectivesfurther amplify the goa's described in the preceding section. They include
the following (USAID 1989a:15-16; USAID 1993a:8-9):

. Demonstratewildlife utilization asapreferred and profitableland usein Bulilima-Mangwe, Tshol otsho,
Binga, and Hwange Communal Lands.

. Establish resource management programs in the target areas that will be self-sustaining, will offer
increased local employment opportunities and incomes, will result in optimal and sustained wildlife
yields, and will provide the communities with access to a renewable source of revenues for
development Projects.

. Establish and strengthen institutions and decision-making procedures for sustainable resource
management and di stribution of economic benefitsresulting fromwildlifeactivitiesat thevillage, ward,
and district levelsin the Bulilima-Mangwe, Tsholotsho, Binga, and Hwange Communal Lands.

. Transfer, through training and advisory services provided by Zimbabwe Trust, problem-solving
organizational, accounting, and management skills, thereby empowering local institutionsto planand
administer their own strategy for resource utilization.

. Enable local institutions, by completion of the Project, to assume complete responsibility for wildlife
management and distribution of economic and other tangible benefits resulting from the wildlife
resource base.

. Increase women's participation in the resource management program at thevillage, ward, and district
levels.

. Expand women's participation in the economy through income generating activities that use the

natural resource base in a sustainable manner.



. Enhance social and rural welfare through increased income and access to protein, community
development Projects, and expanded participation of women in the economy and the development
process.

. Introduce rural communities to basic concepts of community-based resource management and
utilization.

Community-based activities have been implemented in most of the Project areafor at least 2 years, some
aress have received benefits for about 2% years.

42 ENVIRONMENTAL AND SOCIO-ECONOMIC CONTEXT

The Project encompasses|and in parts of two provinces, North Matabeleland (three digtricts) and
South Matabeldand (1 digtrict). These digtricts contain atotal of 32 wards and 168 villages.

4.2.1 Geography and land use

The Project target area is made up of land from natura regions IV and V as identified on the
Zimbabwe Naturd Regions and Farming Areas map, second edition, 1984, 1:1 million scae. Naturd
Region IV is hot and low-lying; its mean annud rainfal is between 450 and 650 mm, and poses a
condraint toland use. Suchland isbest suited to semi-intensive anima husbandry; itssuitability for rainfed
maize is margind — typica yidds are about 0.5 t/ha. Natura Region IV was particularly hard-hit by the
1982-84 drought.

Natural Region V contains hot, low lying land whose mean annud rainfdl is less than 650 mm.
Without irrigation itissuited only for extensve anima husbandry and wildlife; irrigated areas support sugar-
cane and wheat (Moyo 1991 34).

Land usein the Project areais devoted principdly to subsistence cultivation and livestock raising.
Interviews with Project-area households indicated that

. outside |abour,

. brewing (beer),

. agricultura products,

. crafts,

. smdl animd husbandry, and
. mopane worm husbandry

are principa wage-earning activities. Of these, outsde labour, especidly in Tsholotsho and Bulilima:

Mwangwe (USAID 1993a8), isthe most important; brewing, mopane worm collection, and marketing
provide meaningful sources of income to women (Hawkes 1993).
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Median field Sze varies between 2 and 10 acres. Dominant crops include maize, sorghum (for
beer), and millet; groundnuts, sunflower and cotton (2 wardsin Binga) are aso grown. Householdslacking
catle are unlikely to use animd traction to manage ther fidds, their holdings will be smaler than those of
more progperous farmers. Livestock are often grazed away from home for part of the year; goat herding
islargely awomen's activity (Hawkes 1993).

4.2.2 Social structure

The population of Zimbabwe is diverse: a mid-1980 it was estimated to consist of more than 7
million Africans, about 220,000 Europeans, and less than 40,000 Asians and Coloureds. The African
populationmay bedivided into two triba or linguistic groups, the Ndebe e and the Shona, otherwise known
asthe Matabele and the Mashona. While Ndebele dominate the Project area, Tonga, Nambiya, Kaanga,
and San, among others, are aso present (USAID 1993:8).

4.2.3 Land ownership

At independence the mgority of Zimbabwe's African population (over 60 percent) lived in triba
areas, most of which are overpopulated and overstocked. Subs stence production supplemented by small
and irregular saes of surplus crops and livestock, occasiona casua employment, and by remittancesfrom
migrant labourers provide the basis of the rurd African economy. The society is enfegbled by labour
migration; most men in their prime and with education are absent. Children congtitute about one-half the
tota population.

From 1930 the holding of land was divided into socid categories by the Land Apportionment Act.
This Act sought to achieve pardle development through its "two pyramids' policy which divided the
country into two raciadly exclusive parts on the basis of population. Measures were taken to prevent
Africans from competing in the markets for agricultura produce. Taxation, the passlaws, land pressures,
and the development of new wants ensured that the main role of Africans in the economy was as labour
migrantsto the European towns, farms, and mines. Little attention was paid to the devel opment of African
commercid farming in the Native Purchase Areas which had been set aside, in addition to the reserves,
under the Act.

In rurd areas land shortage and overcrowding, compulsory destocking, and the forcible remova
of Africans under the terms of the Land Apportionment Act from land required for post-war immigrants,
parks, reservoir sites, and other uses fostered much discontent. Above al, the Land Husbandry Act of
1951, which struck at the roots of both rurd and urban life, acted asacatayst for mass nationdism. The
act involved the subgtitution of semi-individuaized for communal tenure, partly in an effort to conservethe
land and improve farming methods; in African eyes the measure was necessary only because of grosdy
unequd digtribution of land. Underestimates of the numbers entitled to holdings and hasty and coercive
implementation stiffened opposition when the act began to be applied in 1955. Worst affected wereyoung
[abour migrants who logt their right to land and security.
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During the Rhodesian Front and UDI there was a revived emphasis on segregation, and further
attempts were made to tighten control over the African population through the use of the chiefsat loca and
nationd levels. Although some of the pressure on the regime was lessened when the unpopular Land
Husbandry Act was repealed, this did nothing to solve rapidly deteriorating conditionsin the Tribal Trust
Lands (former Reserves). Indeed, acute land shortages among Africans were ignored when the
consolidation of land gpportionment legidation in the Land Tenure Act (1969) increased the proportion
exdusvey reserved to whites. the Act provided for a European Area (46.7 percent of the total), an
African Area (46.7 percent), and a Nationa Area (6.6 percent) of game and forest areas. Similarly
provocative, the republic condtitution of the same year was framed to exclude mgority rulefor dl timeand
to diminate any dement of the historic common voting rule.

Amendment of the Act in 1977 maintained traditiond land tenure within tribal areas, but opened
up the European farming areas to African ownership for the firgt time. For most Zimbabweans, the
struggles of recent decades have had more to do with the land issue than with anything else. The pace of
change has not been sufficient to head off uncontrolled resettlement or to establish producer cooperatives
onthe scalewhich the government would haveliked. Recent years have seen the passage of more effective
measures to bring about an equitable didribution of land.

Time has induced change to the way Project-area resdents use their land and view the use of
wildlife. In pre-colonid times individuas and loca groups had access to wildlife on a commund basis.
During the period of colonia government the state redtricted the exploitation of wildlife. The passage of
the Parks and Wildlife Act in 1975 opened the opportunity of communities to gain benefits from wildlife
in their areas. The Act contains a provison which empowers the DNPWLM to grant "appropriate
authority” atus, in effect transferring jurisdiction over wildlife to communities that are able to mest tests
of their management ability. The four didricts in the Project area recelved appropriate authority during
1990 and 1991.

4.2.4 Stability

At independence it was necessary to consolidate three large, hostile and undefeated armies.
Progress was dow and serious clashes, dong party lines, occurred between guerrillagroupsin the vicinity
of Bulawayo. Asthe euphoriaof independence waned, there began increasing discussion of the need for
aone-party state. Disagreement regarding restrictions of the Lancaster Accords and pol arization between
the mgor political parties increased when demotion and, later, dismissal of oppostion leaders was
accompanied by the discovery of illega arms caches in Matabeldand followed by arrests of dissidents.
Although there were some outbresks of violence in the province, it is sgnificant that many codition
membersfailed to heed acall to resign.

The particularly acute land problems of the province, aded by the effects of its worst drought for
more than a century, heightened the tense palitica Stuation. During 1982 banditry and politica violence
increased. In an apparent attempt to undermine the economy and discredit the government, there were
indiscriminate robberies, killings, and kidnappings of commercia farmersand tourists. Dissdentsfrom the
Zimbabwe People's Revolutionary Army werejoined by former colleagueswho had deserted from the new



nationa army. The government held the Zimbabwe African Peoples Union (ZAPU) to blame; the supply
of personnd and equipment from South Africawas also suspected.

Early in 1983, amid dlegations of indiscipline and murder of innocent civilians, the Fifth Army
Brigade, largely composed of people of Shona-spesking origin and trained by personnd from the
Democratic Peopl€e's Republic of Korea, sought to crush the dissidents and protect the important, largely
white, commercid farming sector on which so much of the government's economic strategy had come to
rest. The passage of time has erased much of the evidence of this struggle and the ill will it generated.
Drought and the effects of world depression are more in evidence as causes of insecurity in Matabeleland
today.

425 USAID: itscontext and role

Apart fromitsrecent history of political unrest, four significant considerations combineto influence
the development of Matabeleland:

1) land whose suitability for rainfed agriculture is between low and margind,

2 low mean annud rainfal with frequently recurring droughts,

3 proximity to game parks presently being managed under policieswhich ensure expansion
of their wildlife populations, and

4 limited loca opportunities for employment.

Under its present circumstances in Zimbabwe, wildlife represent an opportunity for management as well
asfor revenue earning. The Project has sought to expand upon thistheme by opening wildlife management
to communities and households located in areas of wildlife abundance. The management and wise use of
wildife along the perimeters of the parks makes sense from a conservationist as well as economic view:
the resourceisrenewable; the damage resulting from surpluswildlife populations can be as seriousto local
res dents asthe aesthetic one of underpopulationisto nonresidents; underemployment during timesof rgpid
population expanson can threaten the overdl process of development including that of democratic
evolution. By putting people to work to manage their non-agricultura resources the Project is opening
opportunities for stability and economic growth. Other sections of this document review how well that
theme has worked and how it might be improved.

5. ISSUESADDRESSED BY THE EVALUATION

The TOR contains specific issuesto be addressed during the assessment. These are grouped into
four categories. conceptud issues, Project design and implementation issues, Project organizational 1ssues,
and regiona natura resource management iSsues.



51 PROJECT CONCEPTUAL ISSUES

Issue No. 5.1.1: To what extent have the assumptions made during project design remained
vaid?

The assumptions made during Project design relate to the Project's god, sub-goa, and purpose.
These are discussed in the order they occur in the logica framework (Annex A).

AssumptionNo. 1. Inflation doesnot negatetheimproved purchasing power of increased
income. Zimtrust's Annua Report for 1992 describes how the residents of Tsholotsho Ward 3 received
project-generated dividends of between Z$150 and Z$195. Since project inception district-level revenues
have been growing at arate higher than the nationd inflation rate of 20 to 30 percent. Although expansion
of the number of Project beneficiaries has caused a reduction of per-capita dividend, this has been offset
by acorresponding priceincrease of typica household commodities— school fees, school uniforms, suger,
soap, ... — much below that of inflation. For this reason the evauation concludes that red household
income, despite inflation, has remained stable or increased.

Assumption No. 2. Demand for wildlife products is not diminished by international
restrictions on thetradein wildlife products. For the purposesof thisevauation, wildlife productsare
understood to include physical commodities such asivory, megt, bone and hides, aswell as opportunities
for hunting, photographic safaris, and other sports. The Convention on International Tradein Endangered
Species (CITES) has banned internationd trade in physica products from eephant, rhino and other
animas. While complying withthe ban, the GOZ arguesthe restriction is unjustified for eephant products
originating in Zimbabwe. Atanationd leve thelossof tradein leather and ivory isserious— from Hwange
Nationd Park done it amounts to roughly $28 million/year. At the community level, however, curtailed
culling by nationa parks has permitted e ephant numberstorise. Their expanding population hasincreased
off-park incomes by enlarging the opportunity for hunting: sport license fees and sefari revenues have
increased in response to growing demand.

Assumption No. 3. Increased income is used to meet basic needs requirements. The
DNPWLM has issued the following guiddines on revenue digtribution from wildlife: &) up to 35 percent
of revenue isto be retained for wildlife resource management by the didtrict council's wildlife management
agencies, b) a minimum of 50 percent of revenues are to be distributed to wards; and ¢) 15 percent of
gross revenuesmay be retained by district councils as alevy, in effect a 15 percent district council tax on
wildlife revenues. In 1992 the Honourable Minigter for Environment and Tourism Stated, "... it is my
Minigry's intention to ensure that the process of devolution continues and that producer communities
become increasingly involved in al aspects of wildlife management, especidly the financid ements'
(Murphree 1993:4).
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Murphree continues that "too many councils have ignored Minigterid directives and the
Department's guiddines. They have gppropriated the bulk of the revenues generated by their producer
communities, made promises of revenue distributions to communities which they have not kept,
margindized any participation in wildlife planning and management by communities, created hypertrophic
digrict-level wildlife management and faled to develop training programmes in management for their
producer communities. The result has been ignorance of or hogtility to the CAMPFRE Programme,
mistrugt of councils, increasing intolerance of wildlife and a continued lack of communa environmenta
controls. These effects are not the fault of the Programme's principles (as our detractors would have it)
but the result of alack of the Programme's proper implementation.”

Asthis document noted in Assumption No. 1, resdents of Tsholotsho Ward 3 received dividends
between Z$150.00 and Z$195. The evaluation team received reports of communities pooling their
resourcesfor suchinfrastructure as community wells.  Murphree observesthat "wherethe programme has
been implemented in communities over a period long enough for us to make informed judgements the
following results are discernable:

. A re-awakened appreciation of wildlife

. Poaching eliminated or dragtically reduced

. Fewer complaints of problem animas

. The emergence of loca environmental management structures
. Improved environmental conservation practices

. The use of wildlife revenues for food security in times of drought

. Thelocal initigtion of land use planning

. An increase in household revenues

. Community-funded locd development for schools, clinics, grinding mills and other
community infragructure’

Assumption No. 4. Communitiesin target areasarewilling and capable of lear ning skills
necessary to managewildlifeand forest resour ceson a sustainable basisasa meansof increasing
their income. The Project continuesto sponsor an essentialy top-down means of addressing rural issues,
that is to say that while it works through districts and wards it has yet to find a successful gpproach to
addressing the problems of individuals, groups of individuas, and individua villages. In the sense of
communities as didricts and wards there is measurable success in the learning of skills high in the
inditutiond pillar. ZT has conducted training at the village leve; the trandformation of these skills into
wage-earning activities is largely undocumented, however, the Project has not yet gpproached the issue
of forestry (see Annex E.2) as a component of habitat management.

Assumption No. 5. Natural disasters do not affect existing wildlife resources in target
communities. Drought during 1991-92 serioudy reduced habitat qudity and quantity and the wildlife
popul ation dependent uponit. While wildlife habitat remains degraded from conditions semming from the
drought and continued overuse, wildlife numbers appear to be regenerating. Some would argue that
Zimbabwe's e ephant population exceeds the carrying capacity of its habitat.
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Assumption No. 6. Continuing market for wildlife and veld products (both domestic and
foreign). Asnoted in the discussion of Assumption No. 2, the CITES accord on eephant products has
serioudy depleted an important Zimbabwean market. While the market for other animd products and
gporting opportunities is open to development, marketing skills at the village level remain rudimentary.

Assumption No. 7. Transnational protocols for wildlife management in place. The
protocols intended by this Project appear not to bein place. Internationd activities affecting wildlife and
their movements are occasionaly ad hoc in nature and may not even involve the DNPWLM, eg. herding
by helicopter of eephants between Zimbabwe and Botswana by agreement between the Minidtries of
Defense. Some would argue that the jurisdiction of the DNPWLM ends at park boundaries, thereby
creating opportunities for other agencies to manage wildlife.

Assumption No. 8. Anti-poaching efforts near target communities protecting wildlife
population. The effect of anti-poaching activities is dependent upon the type of target animal and its
location. Muchif not most of the poaching of endangered species gppearsto involveforeign nationalsand,
for thisreason, is not germane to the assumption: of about 80 white rhino in Hwange Nationa Park, the
most serioudy poached endangered animal in the Project area, only about 2 now remain — black rhino
appear to be unaffected (pc, DNPWLM?). Other animasare obvioudy poached though this review was
unable to discover its extent. During the course of field work the evauation received indications of some
Project households having reported poachers to the authorities. Increased community awareness and
vigilance seem to have benefited from the presence of the Project.

Assumption No. 9. Communities have authority to limit rights of access to wildlife to
residents and safari operators. Appropriate authority, that islegd jurisdiction over wildlife, wasvested
in the four digtricts participating in the Project as a condition of Project inception.

Issue No. 5.1.2: Wasthe four-district geographic focus of the Zimbabwe NRMP appropriate?
What have been the costs and benefits of the NRMP geographic focus on ZIMTRUST and
DNPWLM nationa support to CAMPFIRE programs outside the NRM project area? How
might relationships with other CAMPFRE and DNPWLM implementors outsde the NRMP
project area be strengthened over the remainder of the Project and into the year 2000?

In evauaing thisissue one must recal that in 1989 there was no nationd CAMPFIRE or other
non-governmenta wildlife management movement in need or desirous of financid support; ingead, the
Project sought to evauate concepts of wildlife management by communities on a pilot bass. Under its
present guise the Project operates in the didtricts of Binga, Hwange, Tsholotsho and Bulilima-Mangwe.
Three of these digtricts lie in Matabeldland North, one in Matabeleland South; together they contain 32
wards and 168 villages. The review was unable to find any substantia reason to doubt the Project's

2 pc = personal communication
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underlying concepts or itsbenefits. Itsoutputsare gppreciated by its participating communitiesand provide
abassfor continuation, though no longer asapilot project. Rather, the evauation beievesthetimeisnow
appropriate for an expansion of Project activities. These would, of necessity, be required to take into
account the genesis and operations of the now wider CAMPFIRE movement.

King observes that CAMPFRE's mandate identifies areas neglected by donors as being
preferential candidates for its support. She continues to speculate that an area not overlooked, that is a
recipient of USAID investment, would lie outsde CAMPFIRE's possible assistance (King 1993). Such
rigid implementation would indeed increase the risk of isolating the Project from the naturd evolutionary
processes and cross fertilization that come from joint contact. Project investment — vehicles, materid
goods, infrastructure— could create a sense of separation from CAMPHF RE's mainstem of devel opment:
areas lacking these goods and services would fedl segregated from the means they identify with an
enhanced capacity for implementation.

The costs and benefits of the Project's geographic focus to ZT and DNPWLM support of
CAMPFIRE programmes outs de the Project area can be summarized as follows:

. The DNPWLM has been able to transfer some of its materials to areas outsde the focus
of theProject. Inanationa sensethishasbenefited Zimbabwe; in an area-specific sense,
however, Project inputs have not been supplementd to existing capabilities becausethose
capabilities were transferred to other sites: the status quo has been improved, abeit not
as much as had been hoped at project inception.

. In terms of the current evolutionary phase of wildlife resource management in Zimbabwe,
acontinuation of the Project's geographic focuswould probably be detrimental to ZT. The
concentration of activity, the burden of USAID adminigtrative procedures, the manageria
focus on infrastructure, the need to become bureaucratic managers, appear to have
detracted from ZT's indtitutiond development activities.

A continued geographic focus by the Project would likely isolate its areas of activity from natura
resource management developments in the remainder of Zimbabwe. The question of strengthening
relationships with other CAMPFIRE and DNPWLM implementors requires the Project be recast to
address nationd problems. Such amovewould necessitate acritica examination of the weaknesses of the
CAMPFIRE movement (See Annex E.2) as well as the possible supply of inputs to address those
shortcomings. Indtitution building, skill development, and monitoring are probably more important than
vehicles and infrastructure.

Issue No. 5.1.3: What effect did the addition of Hwange and Bululima Mangwe Digtricts to the
NRMP a alater stage in project design have on the distribution of project inputs to these two
districts (and the project areas) and on the ability of implementors to meet project objectives.
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The effect of an event which occurred during Project design in 1989 seems dmost a moot point
and subject to conjecture: the gods and purpose of the Project were defined as were the responsibilities
of the implementorsin terms of the size and complexity of the targeted area. If we assume the focus of
financid input would potentidly have been even more concentrated were the Project areato include only
two digtricts (the amount of investment be unchanged from its present leve), probably less money would
have been spent than that indicated by Table 4.1 the capacity to absorb would be less because of a
gmdler target area. We doubt the addition of two districts had any bearing on the capacity of implementing
organizetions to meet Project objectives, particularly as much of the allocated budget remains unspent
(Table4.1). By undertaking the congtruction of large-scaleinfrastructure such asdams, ZimTrust may have
diverted its concentration from activities more in line with its experience; certainly the unforeseen
adminidrative task of managing USAID money, services, and materias is now seen as an unexpected
impediment. This latter burden would likely be independent of the Size of the Project area.

Issue No. 5.1.4: Given that an objective of the Zimbabwe NRMP is to promote natura
resource management, what are the prospects for this beyond PACD and the actions required
to enhance this objective?

The prospectsfor naturd resource management beyond PACD are strong and have been enhanced
by the Project. Experience has identified weaknesses in naturd resource legidation, policy, and other
meatters which require attention (See Annex E.2). The position of natura resource management would be
enhanced werethefocus onwildlifeto be expanded to include other natura resources, particularly minerals
and woodland. Skill development, particularly in marketing and problemanimal control (PAC) are other
areas which demand improvement. In congdering the future the Project'stime horizon should be expanded:
four or five yearsisonly afirg step in a process which may require twenty years or more. The principd
impediment is probably not money, but rather skill and indtitutiona development. The actions required
include

. a continuation of the Project,

. a redirection of the Project in order that it addresses nationd rather than Matabeldland
problems,

. a concerted effort to develop a national programme and data base to monitor the
CAMPFIRE movement,

. aconcentration on skill and inditutiona developmernt,

. an improved attitude towards the design of infrastructure, and

. a concerted effort to build from the bottom-up — individuas, groups of individuds, and
villages — rather than from the top-down.



Issue 5.1.5: To what extent will communities be able to sustain project objectives and activities
(i.e. subgtantia community control over wildlife and naturd resources) by PACD and over the
next ten years?

Target-area communities have appropriate authority insofar aswildlife are concerned; their control
over wildlife habitat lies less within their immediate jurisdiction, though timber can be sold and revenues
collected with the concurrence of the State Forest Authority. Thekeysto progressliein skill development,
marketing, and inditutional development at dl levels. Environmentally, it also depends on dowing, hdting,
and eventud|ly reversing the destruction of rangeands. Improvement isrequired, particularly in such metters
as increased revenues from wildlife management and utilization.

The actua amount of continued progress over the next ten yearsis conjectura and dependent upon
the kinds of changesdluded to above. It would certainly beinappropriate to expect radica improvemen.
Instead we should expect continued declinesin the poaching of some anima species, increased revenues
fromwildlife, and increased awareness of the vaue of wildlife. The rate of improvement would increase
were villages better able to manage wildlife and its habitat.

Issue No. 5.1.6: To what extent are indicators of project progress and benefits to date (e.g.
increases in food security or income levels) measurable?

The means of verification of Project progress identified in the logframe (Annex A) ae
unsophisticated, subject to Satistical controversy, and difficult to perform given the meansaccessbleto the
implementing agencies. These are discussed in the order they occur in the logica framework.

. Survey of international trendsand records. The desgn of the Project entallsonly a
smdl part of Zimbabwe. To measure the influence of USAID, GOZ, and implementing
agency investment in thetargeted areaupon internationa trendsand recordsisdifficult and
subjective.

. Discussions with other donorsto sour ce of food imports. Imported food owes its
source to internationd trade: it does not originate totally from donor sponsorship. An
examination of agricultural satistics would give an indication of production aswell as the
flow of goods to the Project area. Given an idea of population structure this could be
converted to joulesor kilo calories and be compared to per capitanutritiona requirements.
The errors can be enormous. At best the query would provide a regiond indication of
food status, not a Project-area specific measurement.



. Available surveys of nutritional status. See the preceding comments.

. Land use and productivity records available through government. See the
preceding comments.
. Comparison of results of basdine and endline data surveys in participating

communities. Surveys of this nature should probably be part of an ongoing effort
conducted throughout the duration of the Project, not something which occursonly at the
beginning and end. Hawkes 1993 report on The Socioeconomic Role of Communities
in the NRMP Area arived too late to give an indication of the dStuation in 1989;
vegetation surveys begun in 1993 suffer the same fault. Missed opportunities lie
particularly in thefied of sef monitoring, for example queries about nutrition as part of the
school curriculum. Improved monitoring must be cognizant of manpower limitations that
reduce the ability of CASS and of the DNPWLM to undertake some kinds of surveys.

. Reviewof Project, SADC and government records; interviewswith NGOs. Inthis
the evaduation hastried to separate objectively quantifiable data from perceptions— true
from fase. Both risk becoming disguised when seen only as secondary information
garnered from reports. Thisis not to reject the vaue of such information but, at the end
of the day, they remain someone else's perceptions of conditionsat agte. Interviewsand
mestings with people resident in the targeted area are essential to an analysis of the
conditions under which they live. An opportunity foregone by the area-specific nature of
the Project is the opportunity of outside communitiesto join the Project. Thismeasure of
the spread effect of an investment isan important indicator of aProject'sworth. A Project
is succeeding when other communities request to join its activities.

. Field observations from site visits. See the above commentary.

Issue No. 5.1.7: If the community-based resource utilization modd is viable, what design
modifications (eg. inditutiona involvements and relationships, government versus non-
government participation, life of project, geographic coverage, implementation sequencing,
funding levels, etc.), if any, would be gppropriate to creste sustainable wildlife and natural
resource management and provide maximum benefits for producer communities?

Changes to the Project design and the way in which it is administered are numerous and should
have occurred long before thisinterim review. Indeed, parts of the Project paper are so poor asto have
suggested rgjection during the process of Project design; sections of the grant agreement, while legaly
correct, can be criticized by the way they fail to spel out in common English the impact of requirements
upon the grantees and sub-grantees. Despite these difficulties the Project has produced credible results
and is worthy of continuation. It requires, however, that changes essentid to its success become



understood and implemented. The changesidentified by thiseval uation compriseimprovementsintheway
that communities participate in the process of natural resource management; improved design and
congtructionof infrastructure; anationwide gpproach towards CAM PFIRE which issupportive of existing
agendas and methods, but which introduces change where it is appropriate; and a life of Project which
offers clearcut opportunities for extension dependent upon measured progress.

Community participation in resource management. Appendix H suggests a structured
gpproach to identify and address community needsto improve natura resource management. The mode
is one which offers promise in terms of the experience of this evaduation team; there are other models and
the one described isan example, not arequirement. Regardless of the path eventualy sdected, the method
should

incorporate the experience of Project implementors,

be mgor component of project design,

receive adequate funding, and

provide information about the effectiveness of Project activities.

Environmental mpact Assessment. The Project paper isnotorioudy wesk in itsenvironmental
assessment of potentia impactsresulting from the Project; thisweaknessis echoed by the grant agreement
whichfailsto specify sepsto protect the environment. Examples of environmental misdoingsincdudevillage
relocation (see Dzingiral 1993) and dam failure (see PIC notes of its 10th meeting on 4 October 1993).
An EIA, after dl, is nothing more than a structured means of evauating an activity, assessing itsrisk, and
then devising means to counteract those risks. For these reasons we recommend that an EIA and
engineering review be made of activities involving large infrastructure such as roads, bridges, dams, and
cands, extendgvewildlifefencesshould dsorecavean EIA. Thegrant agreement should darify USAID's
policy on the requirement of environmenta and engineering review.

CAMPFIRE. Annex E.2 assesses the current Situation of the CAMPFIRE Association and its
potentia for collaboration with this Project. There are weaknesses within its structure and organization
which require attention. Rather than implement CAMPFIRE-like activities, it probably makes sense for
the Project to become more actively dlied to and supportive of the core of the movement. This would
require aclear enunciation of its structure, policy, gods, and objectives; it would aso require examination
of the modifications to it suggested €l sewhere in this document.

Geographic concentration of activities. Thiseva uation has discussed in preceding paragraphs
the problems associated with atarget areain Maabedland. To avoid introducing divisonsinto what should
be a coherent means of addressing natural resource management issues nationwide, we recommend the
Project be expanded to include dl Zimbabwe. Given wesknesses in Zimbabwe's regiond collaboration
with other SADC countries, we aso recommend the Project be restructured solely asanationd agreement
between USAID and its implementing partners.
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Funding level and life of Project. Two separatefinancia cdendarsgovernthelifeof theproject,
onefor CASS and ZimTrust (94 percent of project funds committed) and the other for the DNPWLM
(63.8 percent of project funds committed). The duration of each grant agreement isfiveyears, that of the
DNPWLM was sgned ayear later than those of itsimplementing partners and, for this reason, will end at
alater date. Table 4.1 showsthat only gpproximately haf the money dlocated to this Project has actudly
been spent.

Thefinancid cdendar of CASS and ZimTrust endson 30 September 1994; thereisno provison
to re-obligate the remaining 6 percent of the origind obligation. Should CASS and ZimTrust wish to
continue, they would require an amendment to their grant agreements as well as an obligation of new
money. The DNPWLM isunlikdy to finance CASS or ZimTrust out of the moneysremaining in its grant
agreement. Should the Project continue or expand, new or amended grant agreements and an obligation
of new money are both required.

Issue No. 5.1.8: How has Zimbabwe's Economic Structural Adjustment Program (ESAP)
affected NRM Project implementation? Given DNPWLM personnel constraints imposed by
Zimbabwe's ESAP, will the World Bank's proposed program of support effectively address the
Department's deficiencies in ingtitutiona capacity (human, materid, financid) in amanner that will
support NRMP and CAMPFI RE objectives during the remaining life of the NRM Project and
beyond?

The amount of time to critically review the effect of ESAP upon Project implementation was not
available. It certainly affected the state of wildlife throughout Zimbabwe, particularly with respect to the
dedine of rhino. The Department's failure to anticipate poacher response to an ESAP-induced reduction
of departmentd vigilance set the stage for uncontrolled hunting, so much so that Hwange's white rhino
popul ationwas reduced from about 80 animasto 2in amatter of months. Whilethisdoesn't affect Project
implementation, it issymptomatic of the kinds of eventsthat can happen in awesk manageria environment.
The DNPWLM isshort of gaff and thisobvioudy influencesits habitat monitoring and anti-poaching roles
in the Project.

AnnexesE.2 and E.3 discuss DNPWLM capacitiesto support theNRMP and CAMPF RE. We
doubt there will be any credible increasesin those capacitieswithin the near future. Whilethe Project can
do little to improve anti-poaching activities other than continue its materid support of the DNPWLM,
activities such as sdf-monitoring (see Annex H) could do much to lighten the Department's data collection
requirements. Certainly the methodology required by the Project Paper to monitor wildlife habitat is
questionable for the very large mammals encountered in the parks. Aerid surveys with limited ground
proofing may be a suitable dternative.
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Issue No. 5.1.9: Would adifferent form of USAID intervention in the natura resource sector
be more gppropriate given lessons learned to date under NRMP? Taking into account
USAID/Zimbabwe's Country Strategic Plan for fisca years 1994-98, what types of intervention
might have maximum benefit in supporting sustainable wildlife and naturd resource utilization?

USAID's Country Strategic Plan for 1994-98 proposes two scenarios, both of which are
dependent upon Congressiond Presentation levels: under 100 percent financia appropriation resources
would be available to support the Mission's food security objective with initiation of anew bilateral effort
in Naturd Resources Management; were less money available this initiative would not take place. The
bilaterd effort would build upon and expand on-going efforts currently funded from regiond resources.
The additiond support would sgnificantly expand community management of wildlife capabilitiesand cregte
new sources of income in the rura areas, thus supporting Agency objectives in both environment and
economic growth (USAID, 1993b).

A form of USAID involvement different from the form expressed by the gods, purposes, and
objectives of this current effort would be ingppropriate. The Agency and its implementing partners have
gained so much from the activities implemented to date that to abandon the approach would likely be
supportive of new errors in another arena of resource management. Rather, it makes more senseto build
upon the experiences since 1989 and to restructure the Project aong the lines proposed in preceding

pages.

Issue No. 5.1.10: What specific changes are needed, if any, in the Project Implementation
Schedule and Logica Framework.

We recommend the Project be extended at least 5 years and that this be supported by an
expanded commitment of funds. Changesto the Project'slogica framework (Annex A) are outlined below:

Pege®

Al Community-level goal and country-level subgoal no change. To measur es of goal
achievement delete references to Zambia and Botswana. Change the means of
verification to include sdf-monitoring supplemented by surveys. To important
assumptions assume that inflation will play arole in household incomes but thet this will
be moderated by price adjustments, assume continued controls on wildlife sdlesresulting
fromthe CITES accord and thet thesewill influencereturnsfrom physica wildlife products,
but that sporting and other wildlife opportunities may offset these; accept that increased

3, Page numbersrefer to Annex A.



incomes will likely remain meagre, but that improved wildlife management will probably
increase the scale of these incomes.
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A.2

A4

A.8

Country-level purpose no change. To End-of-Project status change references to
target areasto includetarget areas nationwide. Deletereferencesto endangered € ephants
as they appear to be surplus in Zimbabwe. White rhino populations have declined and
now appear to be serioudy threatened. Their protection should probably be under a
separate Project. To Means of verification reduce the need for basdine and endline
surveys by implementing continuous saif-monitoring. |If government recordsareto provide
useful data, implement an MIS similar to that in described in Annex H. To assumptions
delete referencesto natura disasters— they will occur. Accept that CITESwill continue
to influence the demand for wildlife products. Accept dso that transnationa protocolsare
likely not to bein place unless gpproached asaspecific, high-levd activity. Anti-poaching
activities near target communities are likely to be more effective for someanimasthanfor
others.  Communa jurisdiction over wildlife is a subset of appropriate authority.
Communities should continue to be tested for their ability to manage the obligations of
appropriate authority. By the same token, this same authority should be extended to
resources additiond to wildlife.

To Outputs: Community-based Resour ce Utilization replacelocally-recruited wildlife
monitors with the saf-monitoring scheme mentioned in Appendix H. Modify references
to infrastructure in order assureit is congtructed and managed in away that issustainable.
Delete the increased eephant dendty output: eephants are o numerous they are now
damaging their habitat and thet of other wildlife. Earlier satementson controlsof poaching
as0 include dephants — specific references to this species are superfluous,

To Outputs. Planning and Applied Resear ch Support no change.

To Outputs. Conservation of the Resour ce Base accept that there are animalsbesides
el ephantswhich dso warrant attention in Zimbabwe's nationd parks. Monitored plotsare
proving difficult to implement under the financid and manpower condraints currently
afecting the DNPWLM. Some means, perhaps involving funding, is appropriate to
improving the monitoring of wildlife and habitat as envisaged by the Project Document.
To Inputs. Community-based Resource Utilization develop land use plans with
assistance involving AGRITEX and the DNPWLM (outside technical assistance is not
required in Zimbabwe for this task).

Recover the page missing from the logframe.

To Inputs: Conservation of the Resour ce Base delete regiond references.

To Inputs. Conservation Education and Training no change.
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Issue No. 5.1.11: What other actions, strategies, and targets might be adopted to further the
objectives of the Zimbabwe NRMP component?

The preceding text outlines acourse of action concelved to enhance natural resource management
inlight of the experience of USAID and implementing agencies. It is probably worthwhile to reiterate the
genera thrust of these concepts.

The Project should operate under a framework between USAID and its implementing
partnersin Zimbabwe. Its coverage should be Zimbabwe, not the SADC region.

The geographic focus of the Project should be the nation of Zimbabwe, not parts of
Matabeleland.

The Project should seek to strengthen the policies and framework of CAMPFIRE, not
implement CAMPFIRE-like activities in isolaion from the rest of the movement.

There needsto be an expang on of the concept of natural resources beyond that of wildlife:
wildlife habitat — forests, ponds, streams — is aso important.

The Project'semphasis of issuesinvolving eephants runs counter to Zimbabwe's expanding
surplus of this species: other animas are aso important.

The Project needs to become more demand driven, that isit needsto operatein response
to afet need expressed by individuds, groups of individuds, villagers, and agencies. At
present it isdriven by afaulty Project paper and agrant agreement that has proven difficult
for implementing agencies to understand.

The Project should concentrate on issues its implementing partners have proven abilities
to achieve: inditution building and skill development. Infrastructure needs to be donein
ways that reflect competent engineering judgement and environmenta, socia, and
economic sustainability.

Flexibility is essentid to comprehengve implementation of key tasks such as monitoring.

Implementing agencies should not fed bound by a Project paper if they find smpler and
more effective ways of performing activities.
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52 PROJECT DESIGN AND IMPLEMENTATION ISSUES

Issue No. 5.2.1: Towhat extent have recommendations made in the Hitchcock and Nangati
Interim Assessment (July 1992) been addressed?

Annex D summarizes the recommendations made by Hitchcock and Nangati and their current
gtuation.

Issue No. 5.2.2: What actions might be taken to alow for greater locd autonomy in utilization
of project inputs to respond in a more timely manner to perceived community needs? Arethere
actions which can be taken to provide for more rapid disbursement of fundsin support of
community interventions?

The issue of loca autonomy has been addressed in the discussion of community development in
Section’5.1. Thisevauation hasa so discussed the notion of Project inputs concentrating more on skill and
indtitutiond development; we dso recognizethat infrastructureisan important part of wildlife management,
but that this has to pay attention to issues of sustainability. These activities should proceed at a rate
determined by the demand of local communities and the current capacities of the implementing agencies
to implement: incrementa Saff to increase implementing agency capacities should be avoided. Theissue
of disbursement of fundsin support of community interventions is discussed in Issue 5.2.3 (disbursement
is not made directly to the communities it is made to the implementing agencies in support of ther
activities). Revenues resulting from CAMPFIRE activitiesin the Project area are distributed through the
digtrict councilsand wards. Thisevauation report has dready discussed the inequities of thisSituation and
made the recommendation that legidation and policy be changed so that the flow of money is as direct to
the communities as possible.

Issue No. 5.2.3: Arethere further actions that might be taken to reduce the amount of time
required by project implementors to comply with USAID financid and administretive
requirements and to streamline reporting and reimbursement processes?

In its conduct of this Project, USAID inggsthat it has attempted to be fair and flexible within the
limitations imposed by its regulations; it admitsto overzealousinterpretation of these regulations by some
of itspersonnd; it also satesthat many of the disallowancesit has observed are not black and white issues,
but rest more in the shade of grey. All three implementing partners report that USAID's queries on
expenditure were often raised long after expenses had been incurred; in some cases expenses were
rembursed and then later questioned. The partners complained that USAID procedures had not been
explained fully to them. From the USAID perspective, it seemed that the implementing partners were
disregarding guiddines, advance gpprovasfor expenditure were not being sought; and some activitieswere
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being undertaken without proper judtification. These circumstances smack of theirresstible force meeting
with the immovable object. On one side, the highly organised and bureaucratic USAID, used to handling
tens of millionsof dollars; and, onthe other, rdatively smal and adminigtratively inexperienced (in the sense
of USAID requirements) agencies. It would be unjust to gpportion blame: but some accommodation has
to be reached if they are to work in harmony.

The recommendations made in the interim assessment that relate to friction between USAID and
its implementing partners have been implemented but, in spite of this, financid management problems
persg. Inthislight we recommend the following:

. Approva of afull time Project Coordinator's post in DNPWLM is awelcome step, and
one that should be acted upon assoon aspossible. After appointment, the Project Officer
should be encouraged to make frequent visits to the target area, and demonstrate to the
other partners that DNPWLM's presence in the Project is one that represents the whole
Department. The Project Coordinator should focus attention, soon after his* gppointment,
a improving communications

@ between USAID and the three implementing partners and

(b) in middle-level coordination identified by King (1993), especidly between
DNPWLM headquarters and its personnd in Matabeleand, and between ZT's
officesin Harare and its personnd in Bulawayo.

Thereremain, however, unpaid vouchersand clamsfrom long past, and thefear that experience of working
under USAID support will make some partners fight shy of further involvement. Efforts should be taken
to ensure that this does not happen because, whatever the problems may have been, there is much to
admire in NRMP and in those who participated, and a Phase Two would have the experiences of Phase
Oneto build upon. Outstanding financiad problems should be settled as soon as possible. In particular:

. ZT should give priority to dearing its &ill unpaid vouchers. ZT reportsthat auditors have
been commissoned to conduct aninquiry during the end of March 1994 to clear thisissue.

. CASS should pressthe bursar's office at the University of Zimbabwe to dedl urgently with
the backlog of unpaid clams.

There can never be too much communication aimed a avoiding misinterpretation of rulesof procedure, or
lack of comprehenson of USAID requirementsfor financia management, administration and environmenta
assessments. For this reason we recommend a meeting (perhaps a specid meeting of PIC) be called
immediately to ded exclusvely with the resolution of al outstanding problems.

4. Inthis document hisis also understood to mean her.
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Issue No. 5.2.4: How effective has the NRM Project Steering Committee been in improving
project implementation?

The Project Implementation Committee (PIC) should provide the main forum for coordination
between the three partners and USAID, but fails to do so. It meets every six monthsin Harare, and the
generd impression isthat it merely looks at progress made to date and tables work plans that have been
prepared in advance by each agency. Reporting has taken the place of management. Furthermore, by
meeting in Harare, the PIC gives the impression not only of faling to fulfil a coordinating function but also
of being divorced from the Project. Neither has the CAMPF RE Collaborative Group (CCG) provided
an dternative forum. King (1993) postulates that the Group may have assumed that Matabeldand was
taken care of by NRMP, or that the Project could somehow be managed through the independent actions
of each implementing partner.

DNPWLM thought that Sx-monthly intervals between PIC meetings were acceptable but that the
respongbilities of the committee should be more rigoroudy defined and followed, so that it functioned as
an effective coordinating body. A pardld was drawn between PIC and a SADC fisheriescommittee, upon
which the Department also Sits. In the latter committee, work plans and budgets are prepared in advance
and

digtributed to members so that they may peruse them criticaly. Members then come to meetings better
prepared to discuss and criticise, before deciding whether to approve them.

ZT'sview wasthat meetings of PIC ought to be at three-monthly intervas, and includetwo or three
representatives from each of thefour digrictsin thetarget areain addition to the implementing partners. The
Trust would like to see meetings held in the field, rotating the venue between the four didtricts.

Thereis dso aProject Steering Committee (PSC) that last met in May 1992 for coordinating the
operations of the three partners only. Its usefulness was limited, chiefly because DNPWLM was under
pressure from other directions — especidly from the heightened activity of rhino and € ephant poachers.

There was aform of conference caled the CAMPFIRE Forum but it met only once. It included
the implementing partnersand district councils, convened as an exercisein congructive eva uation and saif-
criticism. CASS was commended by the participants for putting its performance up for judgement. The
forum provided a ussful format for communication and collaboration, one that could have been advanced
beyond its first mesting.

An overdl impresson gained from discussons with members of dl three implementing partnersis
that NRMP has never enjoyed that level of forma collaboration needed to fashion an effective and efficient
implementation team — one which is able to identify problems and suggest remedies. The reason for this
stems from the fact that a management approach was never worked out and set up in thefirst place; and
the three partners have, perforce, operated on an informd basis. As King (1993) wrote:



“The lack of an on-going planning, monitoring and management framework for NRMP has
been arguably the biggest failing of inter-organisationa collaboration in the Project’.

On the other hand, informa communication between the three partners has evolved as the Project
devel oped, and the Project has developed amore positive air of confidence, dthough gaps4iill exist. King
(1993) identified these gaps in coordination as lying a the “diffuse middle levd' that should link the
implementing partners headquarters with ther field operations, and horizontally between individuas and
agencies who are not necessarily located in the same geographica aress.

Issue No. 5.2.5: Wha actions and inputs (human, financia, materid) are required over the
next 18 months and beyond the life of the project to enhance the participation of women in
decison-making and the control and management/utilization of community wildlife and natura
resources (including access to benefits and revenues)?

Of fundamental importance to enhanced participation of womenisther view of themsdlves. they
must see their participation as important and necessary. Conscientisation and confidence building,
especidly a VIDCO and WADCO levels, is necessary and this requires workshops and seminars.
Conscientisation must be accompanied by opportunities for involvement. A quotasystem may initidly be
introduced which requires the participation of women on committees. As women become familiar with
committee work the need for a quota system may be lessened.

It may be necessary to reach women through husbands and other males. In the project ditricts
asubgtantid proportion of the mae population works outsde the area. This may require that workshops
be held during the time the men are home for holidays.

There is need to appoint or alocate a representative in council who would be responsible for
gender sengdtization. The individua would hold gender sengtization workshopsaat dl levels of council and
of other organs of government.

The evaduation of women's participation should occupy an important part of process monitoring.
CASS might increase its research on women. There is need to develop a base of knowledge on issues
which affect women in order to improve training programs and monitoring and evauation.

A mgor contributory factor to the limited participation of women is ther low literacy ratesin the
digtricts. Thereisaneed to coordinate efforts between the Project and with agencies operating literacy
campaigns.

Issue No. 5.2.6: What is the gppropriate baance between the development of physica
infrastructure versus locd indtitutiona development? Given the above assessment has the rate of
funds disbursement for infrastructure support under the project been appropriate?
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Our review of documents related to infrastructure exposes weaknesses in project design and
implementation. Infrastructural components implemented by the Project include minor road repairs, dam
constructionand recongtruction, and wildlifefences. Annex E of the Project Paper recommendsapostive
determinationfor components that will have an effect on the endangered, threatened and/or critica habitat
of wildlife; it also requires the USAID/Zimbabwe Regiond Engineer review specifications and drawings
for congtruction and maintenance (albet for activities that received a negetive determination). Specific
issues requiring an environmental assessment (to be conducted as part of the Project Paper) include
(USAID 1989)

. game cropping (culling)

. trandocation

. fendng

. fire

. water holes

. Illegal use control (protection)
. tourism

. processing facilities

. resettlement.

The environmenta analys's conducted subsequent to the determination barely addressed these issues.
Certainly, it provided no quantitative assessment of the resources available, theimpact of the Project upon
them, and the mitigations that might be possible. Its view of resettlement is that it would involve the
voluntary movement of groups of 3 to 5 families from areas of important large mammal habitat, not the
(some would say forced) rel ocation of entire villages described by Dzingirai (1993). The Grant Agreement
echoes the Project Paper by failing to require andyses of the kinds of infrastructure listed above:  in
hindsight dams and reservoirs should have been added to thislig.

The economic analysis provided by the Project Paper states the Project is not suited to standard
economic analysis (USAID 1989:52). Standard economic analysis is appropriate to the Project's
infrastructural components; indeed, the analysis provides an essential assessment of the Project'sfinancia
sugtainability, something the communitieswill be very concerned about following PACD. Table9 (USAID
1989:80) provides a modd for the wildlife programme in Tsholotsho, yet its fencing component fails to
include the cost of maintenance.
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Infrastructurd activities undertaken by the Project include (USAID 1991-93) the following:

Our review of documentation causes us to conclude that infrastructural components of the Project were
poorly concelved and evauated during the course of Project design. Their current implementation has
avoided safeguard procedures— EIA, engineering review, economic assessment — essentia to ensure
thair technica and financial sustainability. In someingtancesinfrasiructure gppears not to be demand driven
by individua communities; rather, it seemsto have resulted from activities itemized in the Project Paper
and advocated by Rurd Didtrict Councils, possibly as a means of generating employment and gaining
access to finance. Nonethdess, its use to manage wildlife, particularly as fencing and watering points,
appearsto be essentid. For this reason we recommend that, in the case of large developments and those
that have apotentialy negativeimpact upon people, the safeguardslisted above beimplemented. Examples

Rehatiilitation of Madili Dam (the dam failed subsequent to its repair)
25-km cattle fence planned and pegged (Bulilimamangwe)
Maitengwe Dam wall repaired (Bulilimamangwe)

4 watering pans desilted

Cands and piping for game watering pointsin progress

Koradziba and Soloboni communities relocated for game fencing

. Joseph school expanded to accept relocated communities
Borehole rehabilitated to supply water to the relocated communities
Game fence in Ward 3 of Tsholotsho constructed

Two fences near Hwange e ectrified

Fishing chalets congtructed at Sdinda Idand

11 km of access road regraded and a bridge constructed over the Sidinda River.
Tjunga fence congruction a Binga completed

of infrastructure which should have an EIA and independent engineering and financid review include

large dams and reservairs,
irrigation, drainage, and flood control;
land clearance and levelling;

minera development; and
resettlement and al projects with potentialy maor impacts on people.

Where resettlement is proposed, the following policies should be observed:

@
2

The population subject to resettlement should not only maintain its current standard of living

but it should also directly share in project benefits.

The resettlement transition period should be minimized and adequate support for both

socid and economic development should be provided during the transition period.
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(4)

()
(6)
()
(8)
©)
(10)
(11)

(12)

(13)

(14)

(15

Resettlement should achieve the complete socia and economic reestablishment of those
didocated, on a viable productive bass, through the creation of project-funded new
employment activities.

Insofar as changes of occupation are necessary, the replacement opportunities should
properly recognize the socid, communa, culturd, educationd., and vocationd profile of
those affected, and any changesin economic activities should beintroduced on avoluntary
basis.

Resettlement of the agricultura population should be land-based wherever possible.
Land sharing with host villages should be based on the principle of mutua acceptance and
should be planned so as to provide higher incomes (from al sources) for relocatees and
hosts.

The resettlement plans should have popular acceptance and the affected popul ation should
be consulted.

Resttlement distances should be minimized and opportunities for resettling entire
communities and natural groups should be provided.

House and dwedlling size dlocation a new town and village sites should show improved
standards and conditions.

The resettlement plans for towns, villages and enterprises should minimize the loss of
exiging agricultura lands.

The resattlement plans should have adequate indtitutiona arrangementsto ensure effective
and timely implementation and adequate monitoring and eva uation arrangements.

The financia resources to carry out the relocation and development proposals should be
available when and where required. Development plans should be prepared in concert
with relocation plans.

The impact of resettlement on the natura and socioeconomic host environment should be
considered acceptable.

Only those enterprisesthat will be economicaly viable should be considered for relocation
and the compensation for the assets of the nonviable enterprises should be used to create
new employment opportunities.

If sharing farmlands does not result in achieving target incomes, some of the labour force
should be offered nonagricultura employment opportunities.



5.3 PROJECT ORGANIZATION ISSUES

Issue No. 5.3.1: How effective and efficient have the implementing partners been asa
collective in the Project area? Have they responded appropriately within the context of the
Zimbabwe NRMP's purpose, objectives and operating assumptions?

Thethree operating partnersin the NRM P target areaare DNPWLM, CASSand ZT. Difficulties
that the implementing partners experienced in dedling with USAID, or asaresult of having participated in
NRMP, have been described and discussed in the preceding section. This section explores the
relationships between the three partners as they went about their dutiesin the field.

Some remarks madeto the mid-term review team lead oneto express surprisethat the Project ever
achieved any measure of collective success. Here are some samples, mostly anonymous.

. The Project was designed by one set of people in Harare and handed to another
group in Bulawayo to implement. This ensured inconsistency from the start.

. The only field work carried out before the Project implementation document was
drawn up, was one field visit to each of the (then) two districts. All subsequent
preparatory work was done in Harare.

. The start-up time of the Project was inordinately long because of almost non-
existent administration, due to accidents and other unavoidable problems. There
was an 18-month period during which the Project Officer's post was unfilled.

. The partners had different objectives from the start. In spite of its CAMPFIRE
initiative, DNPWLM is still imbued with a parks and preservation philosophy. Its
primary goal isto conserve game animals, and community-based management isno
more than a ploy to achievethat. ZT hasno interest in wild animals: its objectives
are to raise living standards for people in communal lands. CASS is an academic
body interested only in research for its own sake and for the furtherance of
researchers' reputations and careers.

Findly, from King (1993);

“In terms of Project design, it appears asthough USAID were hedging their betsin
NRM Pby designing adual-purpose Project to support CAM PFIRE and community
development, but in casethat didn't succeed in preserving biodiversity, supporting
DNPWLM's traditional role as well. This dual role may have undermined the
Project.’

These remarks, gleaned from severa sources, suggest a precarious basis on which to anchor an
effective collaborative partnership; but, in spite of them, relationships between the partners prospered and
improved with time. In a recent examination of the Project, King (1993) records that:



“The pace has been slow and uneven with many setbacks... but the mood of the
Project is more positive than it was a year ago... This is due in part to the
commitment, talent and tenacity of the Project implementors and participants...'

"NRMP has weathered many storms, often related to the process of initiation in a
difficult climate. The Project appears to have settled in and gained widespread
acceptance. Participants have "embraced criticism”, learned and changed.
Adaptability,and thewillingnesstoincur scarsthrough risk-taking, experimentation
and innovation, have been critical to that robustness, sustainability and progress
of the Project.’

Whatever interviewees ideas may be asto the hidden motives of the implementing partners, there
islittle doubt that the partners professiond interests and perspectivesvary markedly from oneto the other.
DNPWLM's professond wildlife managers come from a protected areas background that traditionally
gave law enforcement high priority. Only since 1961 have managers recognised that thisfocusfallsto take
into account the redlities of those who live outside parks and reserves, and that the retention of protected
aress is becoming increasingly untenable,

ZT's professionas approach CAMPF RE from an atogether different direction. For themitisa
strategy to combat poverty and provide a better standard of living for rurd communities. Thefact that the
srategy may aso help conserve game animas may not be important per se, dthoughthesurviva of these
animasis clearly an essentid prerequisite for success of the drategy.

CASS's socia scientists have yet other perspectivess CAMPFIRE and NRMP provide
opportunities for testing hypotheses concerning community management of natura resources, common
property regimes and community dynamics. For them, whether or not the Project reaches its gods and
objectives may be lessimportant than recording and analysing success or falure.

Thus, successful implementation of NRM P required thet three very different interest groupsworked
together effectively and in acoordinated manner, keeping the specific purpose of the Project firmly insight.
It is atribute to their commitment and determination that they have managed to do so with little serious
conflict and with mounting success, in spite of the fact that inter-organisationd contacts have been patchy.

Greatest contact between the implementing partnersis that involving DNPWLM and ZT. At the
Harare levd, ZT liases with the Department's CCU, athough this communication is concerned with
community wildlife programmes throughout Zimbabwe. At Bulawayo leve, thelocal ZT Manager and the
Department's Senior Ecologist occupy the same office block and arein regular contact. CA SSsinfrequent
presencein the target area, and its essentially research role, precludes much contact with the other two
organisations. The following subsections discuss the organizations role in terms of the Project's godls,
objectives, and purpose.

5.3.1 Department of National Parksand Wild Life Management
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The DNPWLM isthe Project's lead agency, and its responsibilities relate to conservation of the
wildliferesource: training community scouts (or community wildlife workers, as they are better termed),
and monitoring wild anima populations and habitats. Participation in NRMP coincided with adifficult time
for the Department, during which it incurred aloss of 250 junior posts as a consequence of an IMF/World
Bank initiative for the government to restructure its economy.

Other factors have contributed to radical change in the Department's ability to manage wildlife
resources. One of these is the rgpid and favourable response to the CAMPFIRE movement. The
Department attempts to provide services to communities requesting its assstance in wildlife matters. As
CAMPFIRE continuesto expand, these requests are ever extending the Department's capacity. Annexes
E.2 and E.3 propose changes to the structure of the Department in order that it will be better able to deal
with CAMPFIRE-related activities.

A common criticism made or implied by its partners was that no officer appeared to represent the
Department as a whole in the target area. Responsbility for NRMP was, in fact, given to an Assstant
Director in Harare; but NRMP was only one of his duties, and his presence was not fet in the field. A
Senior Ecologigt, based in ZT's officein Bulawayo, lacked del egated authority to represent the Department
except on routine matters; and the implementing partners perceived him to be a representative not of the
Depatment as a whole but only of its Research Divison. Smilarly, the Provincid Wardens were
recognised as representing only the Department's Management Division.

One of the Department's responsibilities was to train up to 100 community scouts; but there were
long delaysin getting this programme off the ground athough the Department now reports thet it is going
wdl. Delaysin the arriva of Project aircraft and other equipment affected the completion of monitoring
work.

The Department's recent stand on problem anima control (PAC) in didtricts that have approved
authority status did not winits partners fullest gpproval. Some thought it premature because RDCs are not
ready to handle this problem. One characterised it as an example of an agency trying to rid itsdf of a
problem by throwing it into another's Iap.

The stand on PAC took theform of, “"An open letter from the Director to al District Councilswith
Appropriate Authority for wildlife, dated 19 July 1993. It stated unequivocaly that problem animasin
digtricts that had appropriate authority status was the responsibility of those digtricts. "By accepting the
authority for wildlife in your digtricts,' read one section, "you took on the problemsthat would go hand-in-
hand with the benefits" There is logic here because, under the procedures for awarding appropriate
authority status described above, RDCs have to prove to the Department's satisfaction that they are
competent — and this should include the capacity to carry out or arrange for PAC. However, as the
Depatment admits that it sometimes "bends the rules when approving applications for appropriate
authority, it isnot surprising if some didtricts find that they are unable to cope with this particular problem.

In redlity, the Department is not so strict as the open letter suggests. Its field staff do answer
requests to ded with problem animds, dthough the RDCs usudly provide trangport and pay their
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subsigtence. And the letter was sent out partly to discourage requests for PAC that recur in a curioudy
seasond pattern shortly before the Christmas and Independence holidays.

The same letter dso stresses that the DNPWLM no longer sets district quotas for hunting but,
rather, modulates and approves those that the didtrict proposes. This strikes some implementing partners
asbeing abit rich, for the Department has only to disapprove aquotaif it findsit unacceptable. Thedividing
line between “setting' and “approving' is a narrow one. But the latter are relatively minor issues, and the
two other implementing partners and the RDCs work for the most part in harmony with DNPWLM.

5.3.2 Zimbabwe Trust

ZT'sroleisthat of ingtitution building and monitoring progress. According to the project document,

"will be responsible for working with the district councils,wards, villagesand household membersin
the target areasin our effort to strengthen their capacity for managing their natural resources. This
work will include providing advice in administration. In addition, the Trust would provide input on

monitoring, accounting, record keeping, aswell as prepare annual Project Implementation plans, and
quarterly and semi-annual reports.”

ZT's monitoring function, fulfilled through whét the Trust calls process-oriented monitoring, is carried out
at ax-monthly intervas, in which information is gathered on how wel inditutions (didrict councils,
WADCOs, VIDCOs, and wildlife committees) are devel oping. Unfortunately, the monitoring programme
was only started two years into the Project, and al concerned with the Project (including ZT) recognise
that it would have been better to have introduced this at the start of NRMP.

ZT maintains a congtant presence in the target area through its four Area Managers (one to each
district). Because of this, because of DNPWLM's weakness on the ground (see above), and because of
criticiamslevelled a CASS (see below), the Project has tended to become identified localy with ZT.

ZT was involved with CAMPFIRE from its early days, and came into NRMP because of its
commitment to that programme. The Trust sees NRMP as acomponent of CAMPFIRE — aview shared
by dl three partners. Its principles and objectives are those of the CAMPF RE movement. NRMP is
CAMPFIRE in the target area, and ZT views them as one and the same thing.
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To ZT, NRMP isahuman surviva drategy that has two objectives.
a) To achieve socidly sound land use as aform of community development.

b) To achieve sugtainable community practices, dthough the Trust admits thet thisis a tall
order to accomplish in the five-year life of the Project.

ZT triesto avoid going into areas and setting up ingtitutions. Its approach isto discover the needs
of communities and the means to satify them by encouraging them to decide what they require. It isa
community's decison whether it wants a CAMPFIRE committee, and the rdationship that this will have
to its WADCOs and VIDCOs. The Trust then builds on this by providing assstance.

An important contribution to the generation of public awareness is ZT's publication of Action
Magazine targeted at youth and CAMPFIRE. The understanding of young people of CAMPFIRE is
crucid to the future continuity and success of the movement.

One criticiam leveled a the Trust (which the Trust denies) isthat it instructsits Area Managersto
support RDCs and foster expectations in rura communities. However, higher expectations in rurd
communities may irritate the RDCs, and it is arguable that the two ingtructions are incompatible— which
introduces a built-in inconsstency to the Project. According to CASS, this phenomenon manifests itself
cydlicdly in dl four digtricts and has not become a permanent obstacle to progress in any one of them.

5.3.3 Centrefor Applied Social Studies

CASS's chief roleis research, and its gpproach has been four-pronged. The relative successes of
its studies described below are based upon CASS's own judgment.

a) Socio-economic surveys to provide basdine data in the most important wards of al four
digrictsinthe target area. Thefield work has been completed and the data computerised.
The Centre has been criticised by its partnersfor not producing the results of these surveys
in readable form. However, work has begun, and some printed data are now available.

b) Studies of criticd inditutiond issues therole of livestock husbandry in Bulilima-Mangwe
digtrict; internd human migration in and out of the target area; and commund land tourism
as an indicator of success. This role has been bedeviled by ill-fortune — especidly
difficulty infilling fellowship posts with suitable gpplicants. Success to date is rated about
fifty per cent.



d)

Problem solving, as circumstances arise, such as the introduction of fencing in northern
Tsholotsho didtrict. Thisrole has been carried out successfully.

Ingtitutional monitoring, designed to complement rather than overlgp with ZT's monitoring
programme. It seeks to record changes over time, and is proceeding successfully.

Although some aspects of CASS's research have gone well, acommon criticism expressed by its
partnersisthat it did not appear until two yearsinto thelife of the Project; and that, sncethen, its presence
in the Project area has been dight. The Centre accepts these as valid criticisms, and redlises in hindsght
that the vacuum should have been filled by the appointment of a senior professond to the target area.

Issue No. 5.3.2: Do implementation problems continue to exist as a consequence of the
Sructure, functions and orientation of the organizations and/or their personnd implementing the
project? What strategies and inputs might be required to overcome existing congraints?

With few exceptions this review does not regard implementation problems to be caused or result
from the structure, functions and orientation of the organizations and/or their personnd implementing the
Project. Themgority of the Project's problemsresult from faulty design, an issue which was discussed on
previous pages. Exceptions to the role of organizationa structure and personnd responsible for Project
shortcomings include the fallowing:

Queries by USAID of implementing agency compliance with USAID rules seriously damaged the
morale of those agencies, encumbered them with incremental staff they wereill equippedto afford, and
delayed the completion of tasks. It appearsthat at no time was attention paid to the reasonableness
of the tasks outlined by the Project paper, or of the procedures or requirements set out by the grant
agreement. It can be argued that the grant agreement was signed, therefore it must be complied with.
This begs the question of whether it or itsimplications were understood to the full depth required to
engender compliance.

USAID complaintsthat CASSisoverly tardy initssubmission of vouchers, sometimesafter twoyears.
Thefault liesnot in CASS but in the structure of the Bursar's office at the University of Zimbabwe.
Delays have been compounded by the Cass Program Administrator having been ill for six months,
unwillingness or inability of othersto assume her tasks, and periodic strikes by university staff and
the impact these have had on compiling records and presenting requests for reimbursement.

While thestructure of the DNPWLM givestheresponsibility for CAMPFIRE to an Assistant Director
in Harare; the delegation of responsibility to field positions has been ambiguous. Clearly, some
restructuring is called for, but it has to be in proportion to the anticipated impact, importance, and
managerial requirementsimposed by CAMPFIRE.



Issue No. 5.3.3: What are the advantages and/or disadvantages of increased participation
from other Minigtries, agencies and organizations involved in naturd resource
management/utilization and community development in support of NRMP and CAMPHRE
objectives? Could the extenson activities of other organizations be integrated and strengthened
localy in support of CAMPHRE and NRM P objectives without increasing bureaucreatic
impediments? How might useful participation be encouraged over the remaining life of the
project and beyond?

and

Issue No. 5.3.4: What actions might be taken over thelife of project to improve interministeria
coordination and communication in support of CAMPF RE objectives? What strategy might be
followed for the longer term?

Severd organisations are reputedly interested in being involved with NRMP or with CAMPFIRE
programmes in generd. Thereisagenerad perception that CAMPFIRE has the smell of success abot it,
and potentia donorsand NGOs believe that involvement with it may provide meansfor increasing profiles
and advancing their power bases within the country. Some of the organisations believed to be interested
are

. CARE
. Southern African Foundation for Economic Research (SAFER), and
. Zimbabwe Environmental Resource Organisation (ZERO).

WWF do not, a present, have the resources to expand their current monitoring involvement with
CAMPHFIRE outside the Project target area.

DNPWLM currently feds that additional donors and NGOs should be kept to a minimum as
adequate resourcesfor training and capacity building are aready provided through the present Project. The
same view has been expressed by the CAM PFIRE Collaborative Group. It isdoubtful whether increased
participation would be ussful over the remaining life of NRMP, and, if it were to be introduced,
bureaucratic impediments might be exacerbated. But increased participation will become essentid in the
future as CAMPFIRE expands its horizons beyond wildlife management.

Project participants dready anticipate CAMPFIRE activities extending to cover fish, caterpillars
(mopane worms), timber, grazing and minerds. Thefirst two aredready, by legd definition, “wild life, and
their exploitation can be encompassed within the existing framework of CAMPFIRE. At the last
departmental CAM PH RE planning workshop (Anon., 1993), specid attention was givento fishand anew
output added: "Fisheriesand water bodies extension system’. Theremaining three resourceswould require

XXXV -



the attention of the Natural Resources Board of which the Department of Natura Resources is the
Secretariat.

The expanson of CAMPFIRE to include timber in communal lands as a naturd resource for
management and use at community level seemsto be anaturd move. It was discussed with a member of
the Forestry Commission during the midterm review mission, and it appeared that existing arrangements
could easlly be adapted to fit the CAMPFIRE scenario. Two divisons of the Forestry Commission have
relevance to NRMP and to the CAMPH RE programme in generd. They are

@ The Indigenous Resources Division, which manages state forests, and hasresource-sharing
Projects to share revenue derived from the use of state forests with communities in
adjacent commund lands.

2 The Extenson Divison, which is respongble for mediating between RDCs and
concessionaresin the exploitation of timber resources on communa lands

The second of these isthe more relevant to the CAM PFIRE philosophy, and could be adapted to
it. At present, when an RDC wishes to exploit acommercia timber resource upon communa land within
itsdigtrict, the following procedures must be observed:

1) The RDC informsthe Forestry Commission, and the Commission carries out an inventory
of the resource and sets the limits of exploitation.

2 The RDC then invites bids from potentiad concessionaires, and sdects one,

3 The Commission now issuesacontract, on behaf of theRDC, and takesadlvicultura levy
(aproportion of the total selling price) from the concessionaire.

4 The RDCs keep the revenue thus earned, and producer communities receive no direct
benefits.

According to the Forestry Commiss on representative, thisarrangement isentirely legitimate because, under
exiging law, RDCs are owners of al timber growing within their digricts. In principle, however, thisis not
far removed from CAMPHFIRE for, under extant law, the "ownership’ of wildlife on commund lands is
vested in the RDCs. Clearly, changes to the relevant laws would have to be made, and guidelines
introduced for the alocation of revenue dong lines smilar to those for existing CAMPFIRE earningsfrom
the use of game animds. It would stlart CAMPFIRE adong the road to community management of natural
resources other than game animals, an am that has been implicit in the CAMPHRE movement from the
dart.

The DNPWLM hoalds the view that sharing responsbilitiesisfinein principle but, were too many

other organisations to be engaged, they might swamp the efforts of one another and generate confusion.
At present, WWF is monitoring some CAM PFIRE programmes and the Department would be happy for
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it to expand its activities; but, asisaready mentioned above, WWF isunwilling, at present, to take on more
work. Before it can cdl in further organisations to share its responsibilities, DNPWLM must decide how
it intendsto address specific issuesrelated to CAMPH RE, and thiswill determine which organisations may
be relevant.

The Depatment is presently attempting to define its role within the CAMPFIRE movement.
According to arecent workshop (Anon., 1993), DNPWLM sessits responsibilities as the production of
SX outputs.

1) Egtablish legd mechanisms for local empowerment;

2 Policies of government ministries affecting CAMPFIRE to be made consgtent;

3 Egtablish alocd resource management programme.

4 Monitoring, research, evauation and establishing data bases and information systems,
(5) Developing afisheries and water bodies system; and

(6) Project (programme?) management.

What islacking, however, are

clearly defined gods for the programme,

Srategic objectives leading to the godls,

an gppraisa of the values of the actions selected as priorities,
methods, and

aschedule and list of anticipated products.

Once these are established, the Department can decide on priorities and gpportion its resources
accordingly. After it has done 0, it can make decisions regarding the most advantageous partnershipsto
pursue.

In the view of the review misson team, a higher priority for DNPWLM is to establish an
appropriate entity within the Department to ded with CAMPHRE and game ranching. At present, the
CCU isasmdl unit which liesin the fourth tier of the departmenta hierarchy:

9 Director's Office
9
Research

Divison Branch of
Terredtria

Ecology

CAMPFIRE Coordinating Unit
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Whenfishisincluded asa CAMPFI RE resource, reporting through the Branch of Terrestrid Ecology will
be inappropriate; and it is doubtful whether Research is its most suitable Branch. Furthermore, the
importance of the CAMPFIRE movement surdly warrants that the Unit be strengthened and assigned a
higher leve ranking in the Department than it presently enjoys.



54 REGIONAL NATURAL RESOURCE MANAGEMENT ISSUES

Issue No. 5.4.1: How gpplicableis the Regiond NRMP design to the Zimbabwe NRMP
component?

and

Issue No. 5.4.2: Isthe Zimbabwe NRMP component contributing effectively to the
furtherance of the overal objectives and purpose of the Regiond NRMP?

and

Issue No. 5.4.4: What isthe relationship of the Zimbabwe NRMP component to efforts to
protect eephant and rhino populationsin the region?

SADC hasadopted a Regiond Naturd Resource Policy and Devel opment Strategy which identifies
wildife asanimportant integral component of the region'snatural resources (USAID 1989:22). Inresponse
to this strategy, USAID formulated the NRMP ... to facilitate regional cooperation among participating
SADC member gates in managing and protecting the Natural resource base of the SADC region for
purposes of sustainable socia and economic development aswell as protection of ecologicd diversty, and
to disseminate knowledge of community management of wildlife resources among SADC member dates’
(USAID 1989:15). Implementation of the Regiona Strategy restswith Mdawi's Ministry of Forestry and
Natural Resources which serves as the SADC Coordinator for Forestry, Fisheries and Wildlife; the
NRMP works only with the Wildlife Sector Coordinator, Mr. Matthew Matembz®.

To achieve its regiond objectives, the Project was to assist the Coordinating Unit to compile
basdine information, monitor changes that occur, and draw together data on wildlife resources, rura
communities, and government and non-government ingitutions. The Project was dso to assist theUnitin
organizing liaison vigts, regional workshops and technical seminars, and in servicing the Project
Coordinating Committee. Because USAID/Zimbabwe manages the finances and adminigtration of the
Project's Maawi component, a Project Speciaist (no longer withthe project) was contracted to work in
the Wildlife Sector Coordinating Unit to coordinate the research activities of the three countries
implementing NRMP, and to digtribute information (the Project's lessons learned) to these implementors
and other SADC countries.  Since the Project Specidist is an employee of USAID/Zimbabwe, she
answered to an office/project manager in Harare, originally the NRM Project Officer. The Project
Adminigtrator, who was origindly intended to be an assstant to the Project Officer, assumed the Project
Officer's responsibilities when the Project Officer resgned in 1991. Because the Project

5. Therearethree separate sector coordination unitsin Malawi: inland fisheries, forestry, and wildlife.
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Adminigrator/Officer is not a US direct-hire employee, however, he is not permitted to carry out a
supervisory function.  Therefore, adthough the Project Specidist submitted her reports to
USAID/Zimbabwe through the Project Administrator/Officer, she and the Project Administrator/Officer
were both supervised by USAID's Generd Development Officer.

Regiona accomplishments include (USAID 1991-93)

PA vidtsto Botswana, Zambiaand Maawi during 1991 and 92,

Project implementation workshop held in Bulawayo in 1991,

Project Coordinating Committee meetings during 1991 and 92,

Project implementation workshop held in Maawi during 1992,

Semiannud Project Implementation Committee meetings during 1992 and 93,

Regiona workshop on models of community participation and involvement in NRM
activities hed during 1992,

. Establishment of aregiond naturd resources management library, and

. Sponsorship of a gender/PRA workshop held in Zimbabwe during July, 1993.

Project implementation problems focus on delaysin identifying and hiring project administretive personne
and the subsequent resignations of two of them. Administratorswithinthe DNPWLM appear not dways
to be aware of USAID's financia support of meetings with their regiond counterparts. The flow from
Zimbabweto SADC of Project-sponsored information appearsto be largely adminigrative: itsimpact on
the socid, technica, and economic dimensions of natura resource management within the region gppears
to be minimdl.

Severa questions become important in evauating the relevance of a regiona design to a
Zimbabwean problem:

. Has the regiond exchange of information materialy improved the implementation of the
Zimbabwean component? Has Zimbabwean expertise materidly improved regiond
management of its natural resources?

. Could this same exchange have occurred without the support or intervention of USAID,
that is are SADC's communicetion lines adequate to the task?
. Is aregiond approach antithetic to a Project design which encapsulates only part of a

nation's wildlife, those resident in the targeted area?

The available evidence would indicate that regiona issues are being inadequatdly addressed by the kinds
of cooperation envisaged by this Project. The most immediate indicator isthe decimation of Zimbabwe's
white rhino population, gpparently by poachers from Zambia and using Zambian marketing links to the
orient. Despite a workshop discusson of models of community involvement, the gpproach used in
Zimbabwe remains top-down through the RDCs. Reports on wildlife population trends and movements
appear to be nonexistent. No internationa protocols appear to have been generated by Project
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involvement. For these reasons we conclude the regional NRMP design wants either seriousrethinking or,
faling that, to be dropped.

Issue No. 5.4.3: Arethere additiond interventions that might be initiated in furtherance of
Regiona NRMP objectives and purpose, and the SADC Natural Resource Strategy?

SADC'sdrategy statement ismoreaniteration of policy than astrategy; itsrelaionshipto NRMP
objectivesis, at best, weakly defined. The Project's objectives (see section 4) are unambiguoudy cast in
terms of development of atargeted area. To build upon the present structure of aregiond effort requires
greater depth of investigation than this nationd-level evauation has been afforded inits TOR. We would
need to know, for example

. the precise structure and mandate of the SADC wildlifeinitiative,
. its relationship to other donors and indtitutions, and
. its past and expected effectiveness upon regiond policy.

From the perspective of thisreview SADC gppears to be weak with little influence upon wildlife issues
within the region, in Zimbabwe, and in the targeted area. The issue of additiona activities or financia
expendituresin support of SADC'swildlife strategy appearsto be unjudtified in terms of the performance
evauated above. While the dtrategic vaue of aregiona resource management authority is appeding, the
actual accomplishments of the existing regiond ingtitutions negates that sense of attraction. For these
reasons we recommend againgt additiond interventionsin SADC wildlife matters.

Issue No. 5.4.5: How might Maawi/SADC coordination of regiona anadyss and information
exchange be enhanced, aswdl as the flow of output information from the Zimbabwe NRMP
component to Maawi/SADC?

To be effective any organization requires the complement of personnel essentid to carrying out its
mandate. Obvioudy, areplacement Regiond Coordinator isdemanded if the flow of information between
the Regiond Office and participating countriesisto follow. Secondly, we need to examine exactly what
the flow of information is to achieve, and whether or not it duplicates existing channels of information
exchange, e.g. the OAU, UNEP, IUCN, WWF, SARCUS, ... Theflow of information is unjudtified if
change or improvement is not intended, unwanted, or unlikely to result from it. Lasily, we need to ask if
regiond analysis and information is important to the design of a Project which affects only part of the
country in which it is housed.

During the course of this review we found no participant who believed the flow and andysis of

regiona information was essential to his mandate. For this reason we conclude the continuation of a
regiona coordination component to be unwarranted.
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6. FINDINGS AND CONCLUSIONS

Our evauation concludes the Zimbabwe component of the Project has provided benefits to the
areasinwhichit hasworked. In sodoing it has operated under design and adminigtrative difficultieswhich
would have caused many projectsto fail outright. That it has not serves as a testament to the soundness
of its underlying concepts, essentidly those of the CAMPFIRE movement.

Some parts of the Project have operated better than others. Those that have not gone well owe
the principa cause of their shortcomings to inadequate project design. Contributing to this have been
adminigrative problems unanticipated by Project participants. Consderable quantities of money remain
outstanding, in part because of participating agency unfamiliarity with the regulations under which they came
to operate; important too has been the stress these regul ations have caused to these agencies.

Some dements of Project design seem conceived withthe god of creating confusion. Anexample
isthe Project's regiona dimensions which encompass the totality of three SADC countries (Maawi hasa
coordinating function, not an implementing one), yet the Zimbabwe component focuses only on
Matabeleland, a kind of mathematical incongruency that defies definition; or does the regiond aspect
exclude Zimbabwe but include Matabeldand? The CAMPH RE movement, whether by design or merely
by perception, is tempted to ignore areas which receive donor assstance: it ignores the Project area,
largely because of its association with USAID.

CAM PFI RE has been making important gains during thetime of Project activities, so much so that
the DNPWLM has been hard pressed to maintain service links to new communities coming into or
expressing the desireto join CAMPFIRE. It forces oneto consider the Situation of Matabeleland had not
the Project executed its activities in the region. Certainly CAMPHF RE would be established, though
possibly not to theextent it istoday. Much of thisevauation concernsitsaf with the cost of that gain: was
it gppropriate? We believe it was.

Thisis not to discount the opportunity for improvement, however, and these will be addressed in
the following section. We find the gap between the USAID-sponsored Project and the CAMPFIRE
movement to be unfortunate; something that has to be mended. Similarly unfortunate is the rigorous
attention of USAID to itsrules and regulations, and the stress, financid and worrying, that this has caused
itsimplementing partners. Somerdlief to thisis overdue.

Failed infragtructure is a problem throughout much of Africa. This Project has dso left its mark:
afaled dam, relocated villages for a fence to exclude wild animas— the project design ignored the cost
of fence maintenance, acritica eement of itsfinancid sustainability. Both these problemsowetheir origins
to faults in design. The Project Paper as well as the Grant Agreement failed to consider the risk of
environmentd, socia, and economic fallure, and the leve of expenditure the Project waswilling to concede
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to mitigate fallure. Thisis something an Environmenta Impact Assessment and Engineering Review are
designed to evauate, yet both have been inadequate in terms of this project investment.

A prescriptive approach to project implementation is smple to execute and lendsitself to talying
achievements, it dso is subject to collapse once donor financing is withdrawn. Our review shows the
Project to be largdly prescriptive and driven from the top-down, that is to say through the rura didtrict
councils. A better gpproach would be to respond to the expressed needs of individuas, groups of
individuas, and villages; but only in the sense of what the Project can be designed to provide. There are
many approaches, theintent of thisevaduationisto Sgnd aneed. USAID and itsimplementing partners
need to consder a development path which takes into account their experiencein and around the Project
Area. Webdieveit should focus more on individua villages and groups of individuas and lesson RDCs.
RDCshaveanimportant roleto play ascoordinatorsat the Digtrict level; their role asdecison makersand
implementors, however, needs to be moderated to take directly into account the views and opinions of
households involved face-to-face with wildlife.

Thefinancid benefits of the Project to individua households could increase. Much of the problem
appearsto rest in the way Project-generated monies are distributed by the RDCs. the gpplication of a15
percent levy on wildlife benefitsistoo high; the receipt by affected villages of 50 percent of those same
returns istoo low. Indeed, we understand there are times when no payments are madeto villages. These
benefits are pecuniary and their impact should be felt by individua households if they are to lend their
support to the Project.

Theregiona components of the Project gppear not to have achieved their objective. Mestingsand
workshops have been held, but the influence of these upon wildlife management in individua countries
appears to be nonexigent: no internationa protocols have evolved from the Project; communications
between countries about their wildlife gppear to remain very much ad hoc; the post of the Regional
Coordinator is dtill unfilled; cross-boarder poachers have decimated Zimbabwe's white rhino population.
There appears to be a host of issues which could be addressed yet the preference appears to follow
channds other thanthose sponsored by the Project. For thisreason we conclude the regional component
fails to provide adequate benefit and, for this reason, should be discontinued.

USAID wants its implementing partners to follow its adminigirative procedures and rules, the
implementing partners believe these rulesto be redtrictive, demanding, outside their normal procedures, and
different from the rules required by other donors. Strict application of these rules, perhaps zedous
goplication of them, hasleft ZT encumbered with large amounts of expenditures disallowed; CASSisdill
working with the bursar of the University of Zimbabwe to gpply the procedures so asto receive payment.
The perception of USAID isthat the partners have been involved with accounting and auditsfor sometime,
have attended workshops giving instruction in these procedures, and should now be a a tate where they
understand the rules and regulations; the perception of the partnersis one of continuing problems. On the
basis of the evidence we reviewed we conclude the problems remain insofar as debts remain outstanding,
and that USAID should provide further assstance to resolving those debtsin a sympeathetic and equitable
manner.
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The Project offers consderable strengths, but these strengths are the same ones inherent in the
CAMPH RE movement and in the implementing partners. DNPWLM, ZT, CASS. The most important
of these is the soundness of the basic premise: using natura resources for the good of the peoplewho live
with them. Add to thisthe technicd abilities and good will of the Department, the proven ability of ZT to
assst communitiesintheir inditutiona development, and the ability of CASSto assessthe socid dimensions
of development, and the mix becomes very powerful. For these reasons we conclude the Project should
continue, albat in amodified form, for at least another five yearswith opportunitiesfor further continuation
should its performance so warrant.

7. RECOMMENDATIONS

The preceding section concludesthe Project is providing benefits of atype and quantity that justify
itscontinuation; it dso concludesthat changesto the Project areimportant if it isto both decreaseitsrisks
and incresseitsachievements. This paper offers some suggestions regarding those changes. These should
not be presented in isolation, however, but require the deliberation of the implementing partners. For this
reason we recommend that a mgor seminar or workshop be convened, a which the participants will
reappraise NRMP and decide

. ways in which the current Project should be redligned or redesigned;

. how the Project, and any follow-on programme, should relateto the nationd CAMPFIRE
programme; and
. the relevance, scope and broad design of a Phase Two Project.

The need for this forum is pressing. Grant agreements for ZT and CASS expire on 15 September 1994
(adthough DNPWLM's continues until 31 August 1995), and new funding agreements must bein place by
July 1994. Participants should include representatives from (at least)

. the three implementing partners,

. USAID,

. MET,

. al members of the CCG, and

. the four RDCs in the target area.

Other participants might include representatives of WADCOs, VIDCOs and loca ward or village
committees, and potentia donors gpart from USAID. This forum would aso provide the opportunity for
invalving organi sations whaose presence may be relevant to the future expansion of CAMPFIRE to manage
natura resources other than game animals. for example, Forestry Commisson, MLAWD and the Naturd
Resources Board.

The agenda of the forum is the possibility of a Phase Two Project and the Structure it might take.
Although the generd gods should remain unchanged the Project will have to be modified in severd
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respects. Certainly the same partners should be retained if they are willing. DNPWLM should remain the
lead agency because it is the arm of government that holds responghility for wildlife management; and
wildlife in its broader concept (game animds, smdl mammas, birds, fishes and invertebrates) is likely to
remain the resource of mgjor concern under CAMPFIRE in the immediate future.

It would be a pity to lose ZT and CASS. They should be encouraged to stay, and the way made
easy for them to do s0. ZT will (on itsown admission) continue to work with CAMPFI RE no matter what
may be the future for NRMP. But if the Project does go into a Phase Two, ZT's considerable experience
would be an immense advantage. So ought CASS to day. It is the ideal organisation to monitor socid
progress from amore detached position than ZT, which is more concerned with implementing programmes
and building indtitutions. Ways should be explored, in the near future, of addressing the problemsthat face
the three partners in continuing to work on a Project that receives financia support from USAID.

One difficulty that faces ZT's extended participation in NRMP is reluctance to continue acting as
an intermediary between USAID and RDCs. Ways in whichUSAID could give support grantsto RDCs
without using ZT should be explored.

If CASS continues into a Phase Two Project, a suitably qudified professond should be posted
permanently to the target area 0 asto give the Centre a permanent presence there.

The degree to which USAID might spread its support more widely over DNPWLM's operations,
should be investigated: the Department would like support to cover al its operations in Matabeleland
North; some of itsofficerswould like to see support for CAMPFIRE in generd, aview which we endorse.
Certainly, action should be taken to foster and facilitate communication between the four districts under
NRMP and other CAMPFIRE digtricts. Ways in which this may be achieved should be explored by the
CCG. In a Phase Two Project, funding ought to be provided for this purpose — to facilitate vists,
workshops, and other channels of communication.

The PIC needs overhauling. It should be converted into afull coordinating committee thet discusses,
coordinates and approves work in the target area. Its membership may have to be expanded by including,
for example, MLGRUD, CAMPFIRE Association and didtrict representatives. Thought should be given
to holding meetings more frequently and some, if not al of them, in the target area.

A wider role should be found for the CAMPHRE Association. Present indications are that the
Association is good at spreading awareness but |ess effective at servicing. Severa persons interviewed
believed tha the Association's weakness lay in its board members being unaware of the significance of
CAMPFIRE and who are, therefore, dominated by the organization's more knowledgeable executive
branch.

The Association has awide range of ideas but needsto set prioritiesaswell as decideitsdirection

and chief functions. Having made these decisions, it should embark upon long-term planning and be given
support to do so. When its gpplication to be registered as a Welfare Organisation is approved it will be
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digible to receive direct donor support. The Association should aim at becoming a strong producers
association. Its potentia for asssting CAMPFIRE and NRMP will then be greetly enhanced.

The Association should devolve its membership beyond RDCs. At present it plans to extend
membership to wards; but ultimately it needs to draw its membership from the producer communities —
the people who actualy “own' and stand to gain or lose from management or neglect of wildlife. By doing
S0 it can become a more vigorous organisation. The existence of a more robust Association should help
to enhance coordination among individual CAMPFIRE programmes, and between NRMP and other
CAMPHIRE digricts, as well as promoting learning and diffuson of innovation among the various
CAMPFIRE programmes.

One of the most useful tasksthat the Association might undertake would be to become aservicing
agency that monitors CAMPH RE activities nationwide, and relieve DNPWLM of that responsibility. The
Association is dready well aware of the importance of advancing its marketing role; and of sponsoring
associated training. In the context of the former, two modds on which the Association might base its
expanson into marketing are the Ostrich and Crocodile Producer Associations, both of which have firm
gripson thelr indudtries.

In order to play the wider role described above, the CAMPFIRE Association needs to be
strengthened through additiond externd financid support. Changesin the law may dso hdp it to identify
its true members — the ones who stand to gain or lose from wildlife management or neglect.

The sympathies and support of MPs and loca poaliticians for CAMPFIRE and the Project should
be enlisted. They should be brought into the picture, kept informed, invited to meetings and ceremoniesand
invited to say afew wordswhen they do attend. Where thisis dready being done, it should be continued.

DNPWLM should dso continue to help evolve the process under which gppropriate authority is
devolved. In this context, a key question for CAMPFIRE in generd is to decide what is a ‘resource
management community'. Thisis atask that CASS might accept on behdf of the Project. It may not,
however, be a smple task. Perhaps the definition of “resource management community' will vary from
resource to resource, even within the limited context of game animds. Some animdshave very smdl home
ranges, othersroam further afield. Many animasmove from onelocality to another in responseto seasond
changes. Concepts of proprietorship or custodianship will vary accordingly.
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NRMP should begin seeking ways of bringing natural resources other than game animds into
CAMPHIRE. It is recommended that discussions be held with the rlevant organisations. To start with,
discusson might be held within CCG, with aview to identifying options and Strategies. After that, aforum
could be established that might include the Forestry Commission, MLAWD and Minisiry of Mines —
whichever organisations may be appropriate. The purpose of convening theforum would beto identify and
then coordinate the steps that would be needed if other natural resources were to be added to the
CAMPFIRE programmes. These steps would dmost certainly include amendments to existing legidation.

The current state of inter-ministeria co-ordination appearsto be adequate to the needs of NRMP
in spite of the fact that no one in MET was prepared to spesk with the mid-term review mission team.
Commitment to NRMP was expressed by MLGRUD and (within MET) by DNPWLM. However, ways
to widen inter-minigteria coordination and communication should be sought, particularly with a view to
devolving appropriate authority for the management of naturd resources further down the rura hierarchy,
and to extending CAMPFIRE sinterests beyond game animas. Thisrecommendation iselaborated below.

The recommendationsthat relate to friction between USAID and the implementing partners, made
intheinterim assessment report have been implemented but, in spite of this, financid management problems
persist and are addressed below.

. Approvd of afull time Project Coordinator's post in DNPWLM is awelcome step, and
one that should be acted upon as soon as possible.

. After appointment, the Project Officer should be encouraged to make frequent viststo the
target areaand demondtrate to the other partnersthat DNPWLM's presencein the Project
is one that represents the whole Department.

. The Project Coordinator should focus attention, soon after his gppointment, a improving
communications

@ between USAID and the three implementing partners and

(b) by encouraging agencies to improve their middie-level coordination between
different units (see King (1993), especidly between DNPWLM headquartersand
its personnd in Matabeldand, and between ZT's offices in Harare and its
personnd Bulawayo.



It is probable that many lessons have been learned by donor and implementing partnersas
aresult of the tensgons described in this document and that some problemswill not recur.
There remain, however, unpaid vouchers and clams from long past, and the fear that
experience of working under USAID support will make some partnersfight shy of further
involvement. Efforts should be taken to ensure that this does not happen because,
whatever the problems may have been, there is much to admire in NRMP, and in those
who participated, and a Phase Two would have the experiences of Phase One to build
upon. Outstanding financid problems should be settled as soon as possible.

There can never be too much communication amed a avoiding misinterpretation of rules
of procedure, or lack of comprehension of USAID requirementsfor financid management,
adminigration and environmental assessments. For this reason we recommend that a
meseting (perhaps a specia meeting of PIC) be caled immediately to ded exclusively with
the resolution of al outstanding problems.
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LOGFRAME: ZIMBABWE NATURAL RESOURCES MANAGEMENT PROJECT

Annex A

Narrative summary

Objectively verifiable indicators

Means of verification

I mportant assumptions

Community-level goal

Increased income and enhanced
capability to meet basic human
needs through sustainable
utilization and conservation of
natural resources, particularly
wildlife.

Country-level sub-goal

To promote sustainable
development of communitieson
lands that are marginally suitable
for agriculture

M easures of goal achievement

e Zimbabwe, Zambia, and Botswana
meeting food needs through
domestic production or imports
funded with own resources.

¢ InZimbabwe, Zambia, and
Botswana households have
sufficient income to ensure
adequate nutrition of household
members.

e Increased percentage of GDP
attributable to revenues from
wildlife utilization.

Means of verification

e Survey of international trends and
records.

* Discussionswith other donorsto
source of food imports.

« Available surveys of nutritional
status.

¢ Avallable analyses of GDP.

e Land use and productivity records
available through government.

Assumptions for achieving goal

e Inflation does not negate
improved purchasing power of
increased income.

e Demand for wildlife productsis
not diminished by international
restrictions on tradein wildlife
products.

¢ Increased incomeisused to meet
basic needs requirements.
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Annex A

Narrative summary

Objectively verifiable indicators

Means of verification

Important assumptions

Country-level purpose

1

To demonstrate, through practical
examples, the technical, social,
economic and ecological

viability and replicability of
community-based natural
resource management and
utilization programs on marginal
lands for increasing household
and community incomes while
sustaining natural resources.

To improve national and local
capability to halt the declinein
the wildlife resource base through
training, education, protection,
communication, and technology
transfer.

End of Project status

Means of verification

e Natura resource utilization will .
be demonstrated to be a preferred
and profitable land usein
marginal landsin 0-10 target
areas. .

*  Resource management programs
will be self-sustaining, will offer

employment opportunities, will .
result in optimal and sustained
wildlifeyields, and will generate .

revenues for local development.

¢ Thedecline of endangered
elephant and rhino popul ations
will be halted in targeted areas
and nationally.

e Governments, decision-makers,
and opinion leaders throughout
the SADC region will be better
informed on natural resource
management methods and impact.

¢ Heightened public awareness of
the value of natural resources for
economic growth and
development.

Comparison of results of baseline
and endline data surveysin
participating communities.

Review of Project, SADC, and
government records; interviews
with NGOs.

Project evaluation.

Field observations from site visits.

Assumptions

e Communitiesin target areas
willing and capable of learning
skills necessary to manage
wildlife and forest resources on
sustainable basis as a means of
increasing their income.

¢ Natural disasters do not affect
existing wildlife resourcesin
target communities.

e Continuing market for wildlife
and veld products (both domestic
and foreign).

e Transnational protocolsfor
wildlife management in place.

e Anti-poaching efforts near target
communities protecting wildlife
population.

¢ Communities have authority to
limit rightsto access to wildlife
to residents and safari operators.
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Annex A

Narrative summary

Objectively verifiable indicators

Means of verification

Important assumptions

Country-level purpose, (cont)

End-of-Project status, (cont)

Institutions and decision-making
procedures for sustainable
resource management and
distribution of economic benefits
resulting from the natural resource
base will be established and
strengthened at the village, ward,
and district levels on communal
landsin participating SADC
member states. These institutions
will assume complete
responsibilities by the end of the
Project.

Participation of women in
resource management programs
will increase at the village, ward
and, potentially, district levelsin
the targeted SADC member states.
Therole of women in the
economy and their access to
income will be improved through
income-generating activities that
use the natural resource basein a
sustai nable manner.

Means of verification, (cont)

Assumptions, (cont)

-A3-



Annex A

Narrative summary Objectively verifiable indicators Means of verification Important assumptions

OUTPUTS

A. Community-based Resource
Utilization

¢ Upto 100 locally-recruited
wildlife monitors and other
technical and management
personnel trained and employed
by the District Councilsto work
at the community level.

e Construction of supporting
infrastructure, such as fences and
watering points.

¢ Maintenance of optimum animal
population levelsfor controlling
problem animals.

¢ Developed and refined survey
and monitoring techniques.

¢ Improved understanding of
€lephant habitat interactions.

e Measurable habitat recovery in
areas where elephant densities
have been reduced.

e Increased elephant densitiesin
those areas where el ephants may
formerly have been excluded.
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Narrative summary

Objectively verifiable indicators

Means of verification

Important assumptions

Community-based resource

utilization (cont)

Recovery of statistical datafrom
elephant censuses to monitor
demographic parameters.

Protecting of adjacent communal
lands.

Negligible elephant mortality due
to poaching and continued
protection of endangered species
in the Project area.

Planning and Applied Research
Support

Socio-economic data collection
and analysis relevant to Project
implementation, monitoring and
evaluation.

I dentification and analysis of
culturally determined rights,
responsibilities, and practices
relating to environmental, social,
and economic resources.

Identification and analysis of
micro-level individual,
household, and communal
motivational and decision
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Narrative summary

Objectively verifiable indicators

Means of verification

Important assumptions

Planning and applied research
support, (cont)

I nvestigation of centre-periphery
relationships in bureaucratic,
legal, and administrative
structures, with the inherent
conflicts over resource control
these relationshipsinvolve.

High-level professional training
for up to three research fellowsin
the socio-economic and
ingtitutional dimensions of
environmental management.

Publications regarding the
dynamics of community-based
resource management in the
target area.

Up to three baseline socio-
economic surveys conducted at
the beginning of the project, with
parallel surveys conducted at the
end of the project.

Up to three in-depth longitudinal
studies.

Participation in regional seminars
and conferences.
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Narrative summary

Objectively verifiable indicators

Means of verification

Important assumptions

Conservation of the resource base

Improved capacity to census and
monitor elephant populations,
conduct applied research on
elephant carrying capacitiesin
the Project area, manage the
elephant population, and protect
the elephant population from
illegal hunting.

Habitat and vegetation
monitoring.

Annual reports and periodic
updates providing full details of
the numbers, trends, density, and
distribution of elephantsin the
Project area.

Annual reports and periodic
updates on habitat changein
monitored plots and the
relationships between their
change and elephant density and
management actions.

The strengthening of the
Interpretation and Extension
Units of the Department of
Wildlife and National Parks
through workshops, equipment,
and establishment of

-AT-



Annex A

Narrative summary

Objectively verifiable indicators

Means of verification

Important assumptions

Conservation of the resource
base, (cont)

Production of educational
materialsincluding scripts for use
on radio programs, videos,
"Action" magazine and other
teaching tools.

Workshopswith village, district
and provincial authorities on
community-based resource
utilization.

Presentation to the general
public.

INPUTS

A.

Community-based resource
utilization

Fund for expenditures to enhance
the use of wildlife through
District Council activities.

Revenues from wildlife
utilization.

Technical assistance for
development of land plans.

Commodities, including aerial
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Project logframe, (cont)

NOTE: The page following the text in the preceding block is missing
both from bound copies of the project paper as well asfrom the
origind document on file in the project design office of USAID.

Annex A

Narrative summary

Objectively verifiable indicators

Means of verification

I mportant assumptions

C. Conservation of the resource base

Operational support for periodic
aerial census surveys.

Commoditiesincluding a
mainframe computer

Support for ajoint
Zimbabwe/Botswana workshop or
seminar to plan the research and
monitoring component of the
program.

Equipment to undertake aerial
surveys of elephant populations,
including aircraft rehabilitation,
upgrading of aircraft photographic
monitoring capability, and
mainframe computer.
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Narrative summary Objectively verifiable indicators Means of verification I mportant assumptions

C. Conservation of the resource base,
(cont)

»  Equipment required for assistance
in the protecting of communal
lands (capture and translocation,
including vehicles,
communications equipment, and
field equipment).

Equipment, including vehicles,

field equipment for anti-poaching
patrols and vhf radio equipment
for protection of elephant and
other poached species.

Support for liaison with Botswana.

D. Conservation education and
training

e Training in conservation
education through workshops,
seminars, conferences, and site
visits.

Commodities, including printed

materials such as Action
Magazine, a mobile training unit,
and educational materials.
Commodities, including

equipment for an interpretation
center.
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Source: United States Agency for International Development. 1989. Natural Resources Management Project: Regional Overview. Harare.
LIST OF PERSONS AND ORGANIZATIONS CONTACTED
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Annex B

Child, Dr Brian — Senior Ecologist, CAMPFRE Unit, DNPWLM

Clarke, Jeanette — Research Officer, Forestry Commission, Harare

Claudius, — Provincid Wildlife Officer, Hwange

Cumming, Dr David — WWF, Harare

Cutshdll, Dr Charles— Project officer, NRMP

Dhlomo, M J— Head of development and technica services, Bulilimamangwe RDC (ex—CEO of
the erstwhile RC)

Dube, T — ZT fidd representative

Hawkes, Prof Roland — CASS (visiting professor)

Jones, M A — Senior Ecologist, DNPWLM, Bulawayo

Kasere, Steve — Communicetion and Information Officer, CAMPFIRE Association

Manyonganise, E — Senior Adminigrative Officer (legd), DNPWLM

Maposa, G S— Didrict Adminigtrator, Bulilimamangwe

Matongo Mr — Under Secretary, Digtrict Development Fund, MLGRUD

Maveneke, T N — CEO of CAMPFIRE Association, DNPWLM

Metcaf, Simon — Socia researcher, CASS

Monro, RH T — General Secretary, ZT

Moyo, Jabulani — ZT Area Manager, Bulilimamangwe

Moyo, N D — Executive Officer (community services), Bulilimamangwe

Murphree, Prof M W — Head of CASS

Murray, Steve— ZT (Information dissemination and editor of 'Action’ magazine)

Mushauri, Joshua— Director, SAVER

Nduku, Dr W K — Director, DNPWLM

Pangeti, G N — Deputy Director (Management), DNPWLM

Rihoy, Liz— ZT (monitoring officer)

Thomas, Steve — ZT (training and ingtitutiond development)

Zondo, M. — ZT fidd representative
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Annex D

Current (Dec 93) status of recommendationsin Zimbabwe NRMP,
Community-Based Resource Utilization Component: I nterim Assessment
by Hitchcock and Nangati, 27 July 1992

Recommendation

Current gatus

Fundamental differences between USAID and
implementing agencies can be improved through a
more flexible approach to Project management and
better communication.

Discussions, consultations, and changes of
personnel have aimed to resolve the causes of
these differences. |mplementing agencies,
however, have yet to feel the effect of these.

M eetings and seminars should be held between
USAID and itsimplementing partnersto explain
and clarify USAID procedures and management.

Two meetings were held within the last 6 months.
These included aweek-long seminar on Project
accounting procedures. Nonetheless,
implementing agencies believe USAID procedures
aredifficult.

Communications could improve were a Project
coordinator/administrator to be located in
DNPWM. The coordinator would serve asliaison
between implementing agencies and USAID.

USAID has approved this recommendation and has
funds availableto support it. The post is presently
being advertised.

Greater flexibility by USAID, particularly in the
distinction between Project-related activities and
appropriate cost, is essential to improved relations
between USAID and the implementing agencies.

Forthcoming changesin USAID personnel are
hoped to resolve thisissue.

USAID assistance is necessary to ensure the
implementing agencies are prepared for USAID
audits.

The impacts of thisissue vary between agencies;
its resolution has been largely through the
experience of undergoing an audit. At thiswriting
Zimtrust has successfully experienced audits and
understands the procedure; CASSislesswell
prepared and may require assistance of this sort.

Rapid expansion of the Project isimposing an
increasingly heavy load on the implementing
agencies. Extrastaff financed through the Project
grant agreement would resolve much of thisissue.

Incremental staff should be financed through the
proceeds of the Project rather than an increase of
grant money.

Increased community-level training of wildlife
committees and game guard monitors.

Although a good idea, the means of achieving this
are constrained by limited agency capacities and
budget. The different options require further
attention.

Improved land use planning is essential to
management activities being implemented in the
Project area.

The concept of land use planning, though
valuable, remains largely unimplemented.
Communities outside the targeted area but
participating in CAMPFIRE have been known to
implement LUP.
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Recommendation

Current gatus

A clear policy isrequired on Appropriate Authority
and CAMPFIRE guidelinesto improvethe
breakdown of costs and benefits.

While on the agenda of every Project meeting, the
issue remains unresolved. A 50 percent split of
community benefitsislow for some communities.
Legal amendments are required to extend
Appropriate Authority to other natural resources.

The participation of women can be enhanced by
lessening the burdens of household labour,
particularly the transport of water and fuel. A
national seminar should address thisissue and find
meansto resolveit.

A regional workshop scheduled for May, 1994, will
address thisissue. Personnel reductions have
decreased the capacities of some agenciesto deal
with this problem. Some communities are said to
have used wildlife-generated revenuesto finance
wells.

The monitoring procedures of the NRMP need to
be improved, particularly with respect to matters of
institutional development.

ZimTrust has successfully implemented a Process
Oriented Monitoring System to monitor
institutional development.

All districtsin the NRMP should have afull-time
CAMPFIRE manager on the staff of the district
council.

Thisthey have.

The DNPWM should expand its CAMPFIRE-
related personnel aswell asthe budget for their
activities.

This evaluation proposes change to the structure
of CAMPFIRE within the DNPWLM. Thelead
agency for the movement is now the CAMPFIRE
Association.

CASS should produce a summary of the results of
its baseline survey of the socioeconomy of the
Project area. CASS should also fill the vacant
position of Research Fellow.

These data were summarized by Hawksin a 1993
publication. The position of Research Fellow has
been successfully filled.

CASS should hold a seminar on participation and
community empowerment models aswell asthe
issue of Appropriate Authority and its relationship
to non-wildlife resources.

While within CASS role, this activity has not yet
been addressed.

ZimTrust should provide training not only to
executive officers of the district councils but also to
district councillors.

Thisis possible but remains an untouched issue.

Identification is necessary of the policy changes
required to extend Appropriate Authority status
over natural resources besideswildlife. Communal
areas should also have authority to negotiate
revenue from mineral exploitation.

A CAMPFIRE forum was held to address this
issue, but was unattended by representatives from
mines or water. Many other agencies did
participate, however. Theissue remains
unresolved.
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ANNEX E: TECHNICAL APPENDICES

1 Joint Annex: a) Community Development and Small-scale
Enterprise Specialist and b) Local Government Specialist

2. Natural Resources Planning and Policy Analyst

3. Wildlifeand Natural Resource Management and  Administration
Specialist
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Annex E.1

COMMUNITY DEVELOPMENT AND SMALL-SCALE ENTERPRISE

AND

LOCAL GOVERNMENT

INTRODUCTION

Thistechnica annex is developed from fidd interviews conducted during a period of oneweek latein
1993. It was pointed out to us and we accept that there was not enough time to do a thorough job.
We attempt, nonethel ess, to present our findings and perceptions asaccurately aspossible. Wedo not
deny that our biases and experiences colour our interpretation, though we honestly tried to minimize the
effects of these factors. Our report is written jointly because of the considerable overlap and
duplication between community development and local government; it follows the generd outline of
issues used by the main report.

CONCEPTUAL ISSUES

Isthe 4-digtrict project focus appropriate?

Early in the project it was perhaps appropriate for USAID to concentrate its funding in four districts.
It would now seem, however, that thisfocus haslost much of its previousrelevance. By concentrating
onsdected wardsthe Project may have unwittingly contributed to friction — between participating and
non-participating wards as well as between communities and their councils. The same focus may aso
have fostered divisions between ZT's Bulawayo Office, whose officers seem to prefer autonomy, and
its Harare Office, whose officers seem to believe that operating from one centre would sreamline its
organization. The regiona focus, by concentrating investment on only a part of Zimbabwe, may adso
have complicated ZT's otherwise nationd orientation.

The project, by not financing workshop attendance outside the Project area, may have ifled
opportunities to share experiences with others working in naturd resource management. By
concentrating in Matabeleland, the Project may have unwittingly contributed to regiond tensons.

Towhat extent areindicators of project progress and benefits measur able?

Our interviews show that most beneficiaries believe they have benefited from Project activities. ZT has
provided good adminigtrative, financid, and infrastructural support. Webdlieveits achievementscould
improve were additiona resources to be alocated to inditutiond development and training.

Despite complaints of some communitiesthat the DNPWLM needsto increaseits activity, DNPWLM

and ZT have cooperated to provide training and workshops. Thiswill become increasingly important
if communities are to become more active in problem anima control (PAC).
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The Project has affected the participation of loca people in different ways. The following examples
illugtrete the dternative paths this can follow:

*  Wildife Committees (WCs) have beeningdled at village, ward, and inter-ward levels
in each of the Project digtricts. In some locations the WCs have become effectively
integrated into existing government. In one didtrict, for example, the chairman of the
inter-ward committee was aso the vice-chairman responsible for the conservation
committee. In such ingtances the Project has reinforced exigting local government.

e In comparison to the above example, friction has resulted where WCs were
established pardle to existing VIDCOs and WADCOs. Lack of proper
communication and understanding have contributed to mistrust and suspicion.

If progress and benefits are measured solely in monetary or other tangible forms, then not much has
been achieved. If, on the other hand, progress is measured in terms of attitude, awareness,
consciousness, team building, and potentia for future development, then the Project has made
consderable achievement. Communities are better off. The Project's socid and economic benefits
include an expanding awareness of developmenta issues and increased participation in public affairs.
Increasingly, the communities are becoming effective in politica life. Quite a number of communities
have invested their Project revenuesin activities such asbuilding schools, dinics, roads, and community
halls. Without the project these investments would not have been made.

What design modifications ar e appropriate to ensure project benefits and create maximum
benefits?

A principal dement of the Project is its union of three implementing partners. ZT, CASS and
DNPWLM. Successful implementation depends on the quality as well as the extent of their
collaboration, something which can be assessed through the views of project beneficiaries. In the
following text we present perceptions of the District Councils, WADCOs, VIDCOs and WCs of the
impact of activities implemented by ZT, DNPWLM and CASS. From these data we then suggest
measures to improve the work of these organisations.

There are divergencesin the perceptions of ZT by Digtrict Councillors, WADCOs and VIDCOs. In
each project digtrict we visited, WADCOs, VIDCOs and producer communities positively perceive
ZT and appreciae its role in the project. There was an expression of concern, however, about its
narrow developmenta focus. A contrast was made to Plan Internationa which, in its adopted ward,
uses a holitic approach to development.

The perceptions of Digtrict Councillors vary. On one extreme are council officids who view ZT as
rabble rousers.  agents who turn the people againgt their councils. This is an gpparent reference to
dlegaions of ZT setting up parald and competing structuresto local government. Somedidrict council
officdds complained that ZT had made promises which were not fulfilled. Such views are in the
minority. The mgority of district councils postively perceive ZT'srole. They often gppreciate ZT as
an independent arbitrator or intermediary between council and other government. It appeared to us
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that there was ardationship between the amount and qudity of initid training received by ZT's area
managers and Council perceptions of ZT.

ZT's area managers, while expected to play a mgor role, have been disadvantaged by their lack of
exposure to courses in training and skill development. Managers responsible for infrastructure often
found themsalves diverted from activitiesin inditutiona development; field officerswere oftenin conflict
with headquarters over the way to gpproach district councils. In thislatter regard, ZT'sheadquarters
seems to have advocated an interpretation of resource ownership that left complex issues unrecognized;
fidd officers, on the other hand, preferred to involve the local power structure. In Hwange, where
traditional leaders were at firgt |€eft out, the project made very little progress, once the leaders were
consulted, however, communities quickly became mobilized.

Most levels of loca government and producer communities were appreciative of the work of the
DNPWLM. Severd concerns were expressed about the alleged divison between DNPWLM's
research and management units. Somewardens claimed they were not informed of workshops planned
by the research unit. The objectivity and neutrdity of the research unit in providing advice to councils
was queried, particularly snce some hunters and safari operators had, in the past, been employees of
the unit — members of the research unit refuted alegations of their bias towards safari operators.
Other concernswere the downess of the DNPWLM to train game scouts, and the unreasonably short
time dlotted to training.

Although the presence of CASS was acknowledged by Councils and othersin the field, the research
it conducts was not perceived as being directly linked to the project. CASS high staff turnovers have
impeded its supervison of research fellows, delayed appointments at UZ, and hindered the recovery
of expenses. These difficulties, in turn, have limited CASS impact, with the result that

(1) CASShashad alow vighilityinthefied. It hasnot yet produced amonitoring plan.

(2) CASS researchisnot eadly trandatable into action; it has not provided meaningful
feedback to the communities.

(3) Because data are not eadly accessible, CASS has only partially achieved its
inditutiona monitoring gods.

(4) CASS hasonly recently appointed agender specidist; input in this area has been
limited.

Not much was said about USAID except that its rules are complicated compared to those of other
donors. There were some complaints of unfulfilled promises.
The assumptions on which the design was based appear not to have been fully worked out. ZT, for

example, was expected to concentrate on ingtitutional development but ended up assuming
respongbilities for infrastructural development; DNPWLM was expected to play amore active role
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thanit hasactually done; CASS was expected to engagein applied and action research, but its output
has been mainly academic.

Strengthening of ZT would require

(1) redignment of its activities to focus principaly on ingtitutional development; and
(2) improved training of area managers.

It has also been suggested by some that ZT's operations could more effectively be run from Harare
(many observersdisagree with thisobservation). ZT should perhaps consider strengthening itstraining
by increasing its number of trainers nationally. These could then be deployed to the provinces on a
rotationa basis.

The CAMPFIRE section of the District Councils appears to be understaffed in al districts. A
concerted effort to devel op effective management skills should be undertaken by District Councilsand
Producer Communities.

We understand there is a restructuring of the National Parks. We reported earlier that the level of
collaboration between the research unit and the management unit was thought to be lessthan desirable.
By restructuring, the DNPWLM might become better ableto play amore activerolein the NRMP as
well asimproveitsinterna collaboration.

CASS has relied on research fellows to carry out its applied and action research.  This provides a
fundamenta contradiction: research fellows are promoted on the basis of academic research; thework
of researchers in the NRMP calls for applied and action research. CASS needs to reconsider its
modus operandi, perhaps by finding ways to conduct needs-driven research appropriate to the
project. Weare not suggesting that basi ¢ research isnot needed for the NRMP, but that it isimportant
to strike abaance between applied and basic research, particularly asbasic research may not be policy
oriented.

Steps to be taken to ensure project benefits and create maximum benefits include the following:

(1) There should be continued and intensified promotion of the CAMPFIRE concept,
particularly to build asense of common vision and commitment. The concept should
be extended to other natura resources so asto increasethe number of beneficiaries.
This means more workshops and seminars, preferably near the homes of the
participants, especidly if the participation of women isto be enhanced.

(2) Thereisaneedtotrain management skillsat thevillage, ward, inter-ward and council
levels.

(3) Thereis need for increased dialogue and joint planning between ZT and district
councils.
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(4) Thereisneedfor the various cooperating partnersto refocuson the activitiesthey are
supposed to carry out.

What specific changesareneeded, if any, in the Project Implementation Scheduleand L ogical
Framework?

Changesin the implementation schedul e are discussed in the main section of the report; in thissection
we concentrate on some aspects of thelogica framework that relate to the god of increasing incomes
and enhancing the capability to meet basic human needs. Our description isdevel oped from interviews
with ordinary people as well aswith traditiond |eaders.

One of the fundamental assumptions of the logica framework is that the NRMP project, through its
encouragement of participation in local communities, will improve the use of naturd resources. Inturn
this will lead to income generating activities that will makeit possible for thelocal communitiesto meet
basc human needs.

Our interviews focused on three areas. (1) grasp of the CAMPH RE concept, (2) training provided
by the project, and (3) project successesand problems. Inadistrict we designated asNo. 1 therewas
evidence that people had grasped the concept of CAMPFIRE, which they described as "being about
conservationof natura resources and ecosystems, management of resources, and astrategy to develop
our community through resource utilization." Between 1991 and 1992 this community had received
four courses, each lasting 2 to 3 days— during 1993, although the people percelved aneed for more
training, no courseswere given. These courseswereto promote awareness of the project, and resulted
intheformation of wildlife committees. It wasstrongly suggested that training should includefield vists
to other areas having Smilar activities.

The community identified its success with the establishment of wildlife committees and its collaboration
to identify potential income generating projects — they listed a petrol station as their priority need.
There are obvious implementation problems. Firs, it does not gppear the community received advice
on the economic viability of the projects. Second, the community complained that their gpplication to
coundil for the petrol project in November, 1992, had not been acted upon. Our own discussionswith
council officids reveded they did not believe the petrol project was viable, an opinion which was not
conveyed to the community. Other projects such as the building of chdets, according to the
community, were blocked by council. The request to have a sub-post office had not been met. The
people are frugtrated by the lack of encouragement their initiatives receive. There are no income
generating activities to result from the monies disbursed from NRMP — the main source of income
seems to be from sdlling goats.

A second problem involves the limited participation of women. We believe thisto result from alack
of confidence by women; culturd and socid factors dso play arole. A large number of the mae
population works in Botswana and South Africa. The in-laws, who act as custodians of their
daughters-in-law during the absence of their sons, are not enthusiagtic about training activities, especidly
if these are conducted far from home. 1t was suggested that workshops be held in December in order
to involve both husbands and wives. This would be helped if trainers were able to train additiona
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trainers in the villages. Education and training were perceived as critica, yet it appears that much
remains to be done.

Inter-unit relationships proved to be an area of discontent. Community mobilization, athough a
success, resulted in frugration as people redized their inability to redize their decisons. It was this
frustration that led intervieweesto describe their councils as oppressors. Although theloca councillor

worked very wdl with wildlife committees, he felt powerless againgt the council's executivewing. The

relationships between council and wildlife committees did not provide an enabling environment for the

growthof income-generating activities, problemswith theinter-ward committees|ed lower government

to complain about the adequacy of information they received.

The logica framework assumes the mobilization of local communitieswill result in increased decison-
making powers. This seemsto address only part of a much wider problem, something which could
possibly be approached by deve oping lobbying and codition-building skillsin the locd communities

In the didirict we designated as No. 2 the sStuation was very different. In this district the ward
committee is headed by an efficient and effective woman councillor.  The first noticegble difference
betweendidricts 1 and 2 wasthe excellent qudity of relationship among different levels of government;
the council was dso strong in its rgpport with the executive wing.

The ward we visited, despite being one which received only small amounts of money from the project,
had made consderable advancesin building income-generating activities. For instance, the ward was
busy congructing acommunity hal and awater tank. The hdl, which would be hired out for weddings
and other socid functions, would provide the venue for a salf-financing sewing project. A number of
lessons can be drawn from this ward:  Fird, profitable investments are possible if communities are
encouraged to collaborate (the logicd framework makes the household as the unit of assessment of
project benefits;, a more meaningful unit may be the ward). Second, success stories need to be
disseminated in order to providerole mode sfor other communities. Third, it isimportant to understand
success goriesin order to identify the factors underlying their achievements.

Indigrict No. 3initid problems arose from alack of understanding of the Project's basic concepts, a
gtuation which has since improved. Women's participation, possibly dueto low literacy levels, was
meagre in this district. WWomen expressed their desire to acquire skills in literacy, sewing, and the
making and marketing of baskets. Flexibility by the project in the need to build arange of skills may
be essentid to mesting its overal goa of naturd resource management. A core need is the
development of management skills, the method to achieve this may vary from one digtrict to another.

Traditiond leaders are an important component of the project. Didtrict 3 made no progress in its
activities until traditiond leaders were consulted and gave their blessing to the project. The role of
traditional leadersis mainly to act as advisers, they are not part of loca government. An important
principle isthe recognition of existing power structures and the use of these to benefit the project.

Smadl Scde Enterprise Deve opment
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The Project logframe assumes the project will increase the incomes of its participants. One way for
this to happen involves the use of Project monies as support capital for income-generating activities.
We discuss below our experience with small-scale enterprises in the Project area

The emphads to put money in the pockets of individuds has limited the amount of capital availableto
enterprises which require substantial investment. The project has concentrated on hunting safaris,
leaving little finance available to smdl-scae indudries. Attempts to introduce ecological tourism ill
need to be followed through.

Our interviews showed that people were anxiousto embark on businessasaway of using their Project
money. Business suggestionsincuded planting medicina treesnear boreholes, ogtrichfarming; leather
tanning and crafts, commercia husbandry of mopani worms, making and marketing traditiond baskets;
brick making; marketing river sand and decorative stones, operating safari camps; and building tourist
chalets next to Maitengwe dam and along the Zambezi River.

What other actions, strategies and targets might further the objectives of the Zimbabwe
NRMP?

There is no doubt that in some communities traditiona leaders, as custodians of the land and its
resources, remain very influentia. We attended a colourful handing over of project monies ceremony
in one digtrict where al traditiond leaders were invited. The project cheque was handed over to the
Chief who, in turn, gave it to the wildlife committee. When we interviewed the chiefs it was clear,
despite the lack of a clear policy on their role, that they wanted involvement. Perhaps they should
participate in the wildlife committees.

An areathat needs careful scrutiny isthat of policy. By statute, appropriate authority over wildlifeis
invested inthe Didrict Councils. Differencesin interpretation arisein the spirit of thelaw, some arguing
that appropriate authority was granted to the Councils on behdf of the communities to whom the
authority should be devolved. Devolution needs to be viewed in terms of the nationa policy on
decentrdization. This policy recognizes that the devolving of authority must be linked to the capacity
of acommunity to manage. The communitiesthemsaves acknowledged they do not yet have the ability
they require. Ther dtuation echoes the need to intensfy training and capacity building of loca
communities.

We detected no fundamenta differences among communitiesin the distribution of Project-generated
revenues. Some did not oppose using aportion of their incomefor district development, aslong asthis
facilitated getting council support for other projects. There is merit in this proposd, especialy in
districts where Project revenues may be their most important source of income. Severd communities
are pending their project monies on activities that are the traditiond responsbility of the council:
schoals, water supplies, clinics and roads.

Some councils complained that the 2% levy by the CAMPFIRE Association exceeded the monetary

vaue of the benefitsit provided. Some preferred aflat fee to the percentage levy. It isimportant for
the association to demondirate the benefits it providesto its members.
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DESIGN AND IMPLEMENTATION ISSUES

To what extent have the recommendations of the Interim Assessment been addr essed?

One of the recommendations of the Interim Assessment concerns the participation of women. Our
interviews and observations show the issue has hardly beenaddressed. We discuss elsewherein this
paper the serious condraintsfaced by women. We have aso indicated that one of the most impressive
ward committeesin the project area was headed by awoman.

The recommendation to strengthen indtitutiona development through increasing manpower and training
has been partidly fulfilled: there are area managers in each of the four digtricts, dthough one district
lacks a campfire manager; other speciaist personnel recommended by the assessment have not been
placed. The DNPWLM is ill limited in its ability to provide training speedily and effectively.
Community members and game scouts indicated they had received limited instruction. The pattern of
training for game scouts was one week in 1991, two weeksin 1992, and two monthsin 1993. Game
scouts believed ther training was inadequete.

Some of the recommendationsrelaing to CASS have beenimplemented. A summary of basdinedata
has been distributed to implementing agencies, Questions have been raised about its usefulness,
however. Research on criticd inditutiona issues includes the following:

(1) Lagisasysenvstock grazing system,

(2) Internd migration,

(3) Deveopment of communa based tourism other than safari hunting, and
(4) Research on thefencein Tsholotsho.

We are not aware of CASS holding a seminar on participation and empowerment models or on
appropriate authority asit relates to non-wildlife resources.

ZT has targeted process monitoring at 32 ward committees in four digtricts. Every Sx months a
questionnaire is administered to area managers. At this writing two reports have been produced.
Problems that need attention include

»  theuseof English, thereby inhibiting the participation of some WC members,

e problemsof congruct vdidity, the degree of fit between indicatorsand the underlying
concepts they purport to measure, and

* lack of observation of monitoring processes and interactions.

What actions might permit increased local autonomy in the utilization of projects inputs to
community needs?

We bdieve locd autonomy implies the ability of communities to influence ther destiny; it entalls
effective decison making, the ability to implement decisions, the ability to influence government so that
it is favourably digposed to the idess of the community, and the ability of the community to maximize
its benefits with respect to its inputs. While the law may provide an enabling environment, it is the

-E8-



Annex E.1

rel ationships on the ground that define what communities may actudly do. Monitoring reports by ZT
show that WCsin Binga have been very influentia in Council decisions, they aso show that WCsin
conflict with their council perform poorly. The possihility is that the more effective the WC, the more
confidence the council hasinit aswell asthe willingnessto alow greater autonomy in decison making.

Inimproving the autonomy of local government, itisimportant to broaden and increase the participation
of its different groups. It appears the Project has placed little emphasis on training in group methods
and group dynamics, both of which areessential componentsof participatory methodology. Webdieve
workshops in participatory methods to be essentid, especidly to improve the capacity of area
managers as facilitators.

The monitoring system is anessential eement in the development of loca autonomy. Whilethe current
process-oriented monitoring system has great promise, the Project needs to remember the goa of
developing community skills in saf monitoring. Locd communities, over time, should be adle to
implement the monitoring system as well as analyse its results. Monitoring information is crucid to
effective decison making. Autonomy implies not only reduced dependency on digtrict councils, but dso
decreased dependency on NGO implementing agencies. It meansthat effortsmust be madeto increase
hands-on management training in loca communities.

Thereisneed for CASSto fundamentally modify its approach to research. Theresearch agendashould
develop from the grassroots if the Project is to become serious about its bottom-up participatory
approach. More of applied and action research is required to assst communities in achieving their
gods. The research should aso feed into and strengthen monitoring a the community level.

An important issuein loca autonomy is the question of the devolution of gppropriate authority to the
locdl level. In previous paragraphswe have described theissues surrounding devolution. Severd views
are possible. One centres on the need to Strengthen rel ationshi ps between local communities and their
councils. Loca autonomy is enhanced by building effective dliances throughout dl locad government
sructures. cooperation is more effective than conflict to achieve loca autonomy. Another view
suggeststhat locd autonomy isachieved by emancipating locd communitiesthrough legidative changes
or mobilization. Loca autonomy is seen as being accompanied by conflict and power struggles. The
essentid difference between these views is that of pragmatism versus palitica theory. We believethat
more should be done to strengthen community relationships, that autonomy will result from effective
communicaionand understanding. Wedo not believe that autonomy isnecessary indl activities: there
are some aress better |eft to the Council while others are performed better a the loca level. The
activitiesthat are better decentrdized isaquestion of management capacity at each level of government.

Are there opportunities to reduce the time to fulfil USAID financial and administrative
requirements?

Our individud terms of reference did not refer specificaly to USAID requirements, rather, they
inquired about actions that might improve direct DC, WADCO and VIDCO access and
communication through Harare-based funding and monitoring. s direct communication desirable?
Didrict councils agreed that communications should go through the council. A number of digtricts
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admitted, however, that they lacked the capacity to ded directly with USAID, hence the reason
infrastructure was thrust on ZT.

The problem of dow responsivenessin dedling with problems has two dimensions: The first concerns
the approva of projects by council, and seems reated to the quality of relationship between a council
and its WCs— complaints of dow council response were reported in only one district. The second
is about the relationship between the implementing agencies and USAID. We weretold that USAID
rules and regulations were a cause of problems. From the perspective of the implementing agencies
there was need for more flexibility.

What actionsand inputs arerequired to enhance the participation of women?

A fundamentd aspect of women's participation isthat women must see their participation asimportant
and necessary. Conscientisation and confidence building, especidly a VIDCO and WADCO levds,
is necessary and essentid to the Project; to be effective it requires workshops, seminars, and other
forms of support. Workshops may haveto be held during holidays because of the absence of husbands
who work away from home.

The development of consciousness must be accompanied by opportunities for involvement. Thereis
need to appoint or alocate someone in council responsible for gender sengtization. A quota system,
which could be phased out as women become familiar with committee work, might requireaminimum
number of women on councils. Interagency effortsarerequired to combat low literacy among women,
amgor factor regpongble for limiting their participation in government.

ZT's programme of process monitoring should have a concern about women's development; CASS
should also increase itsresearch on women. Thereis need to develop adatabase on theissuein order
to improve training programs and evauation procedures.

What is the appropriate balance between development of physical infrastructure and local
ingtitutional development? Has project funding of infrastructur e been appropriate?

We redly have no datato determineif the balance between investment in infrastructure and indtitutiona
development has been gppropriate. Complicating the comparison is the quditative nature of benefits
whicharisefromingtitutiona development, whilethose frominfrastructure are largely quantitative. We
previoudy noted two problems, the first being that infrastructural development was thrust on ZT ina
way which diverted attention from its demongtrated interest in ingtitutional development. Secondly, a
lot of money was poured into infrastructura development without ng the costs of maintenance.
Future maintenance of infrastructure may only be possble through the councils, something they may
hestate to undertakeif financid costsare high. Becausethefull costs of activities may not be gpparent
to locd communities, their judgement on activities may be clouded. We observed people, obsessed
withinfrastructural development, who assessed progressin terms of condruction; it isthey who made
dlegations of unfulfilled promises.

Project funding of infrastructure has been appropriate only to the extent that infrastructure was
necessary to redisethe project'sgods. Problemsappear to have arisen from thefostering of unredistic
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expectations. Competent technical assessment of proposed physical projects seem not to have been

undertaken for al activities. The sustainability of some of the infrastructure after PACD isamatter of
concern.

PROJECT ORGANISATIONAL ISSUES

How effective have been the implementing partners as a collective? Have they responded
appropriately to the requirements of the project?

Design of the project required collaboration between four digtinct entitiess: USAID, ZT, CASS, and
the DNPWLM. Problems between USAID and itsimplementing agencies appear to be endemic and
to have affected implementation. Each partner is easily capable of reciting a litany of woes about its
dedings — financid, bureaucratic, and procedural — with USAID. There dso is discomfiture over
the area-gpecific nature of the project, particularly itsrisk of reinforcing divisonsboth within the country
and within the partner organizations. Lack of a common vison within and between partner
organisations has made it difficult for cooperating groupsto act as a collective. The differences were
particularly marked between fidld officers and those at headquarters. Difficultiesin cooperation were
further exacerbated by staff shortages;, both CASS and ZT experienced problems resulting from
shortage of staff and turnover.

Do implementation problems continue? Might inputs over come these constraints?

The Project was designed to unite three implementing and one funding agency in an effort to improve
natura resources. This union assumes a management structure which is cgpable of achieving the
Project's outputsand goas. The structure and the relationshipswhich it assumes have not dways been
evident. These problems, inthefield aswell asin Harare, and between aswell aswithin agencies, are
gradudly being overcome.

The monitoring of project implementation isimportant. ZT has devised a good instrument which, we
believe, il requires minor modifications, CASS needsto increaseitsinput into the monitoring process.

The darification of policiesand legidation may resolve someimplementation problems. Nevertheess,
there are districts where, for practica purposes, many worthwhile decisons originate from below the
council leve. It isworthwhile to learn from these didtricts and attempt to replicate their successes.

What ar e the advantages and disadvantages of increased participation by other agencies,
ingtitutions, and ministries?

There are severa advantages of increased participation by other agents. The concept of natura
resources management and utilisation extends much broader than the Project's current focusonwildlife.
Expanding the project's activities to address additional resources would require the cooperation of
other agencies, for example the Forestry Commission; problems stemming from low literacy would
require the attention of the Ministry of Education and Culture; politica aspects of the Project might be
improved were the Minigtry of Local Government and Rural Development to become more directly
involved.
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The participation of additiona agencies would help contribute to a more integrated and holistic
gpproach to development; it might even reduce duplication and overlapping of activities. Wenoticed
inour interviews that demands by different donor agencies were causing discomfort in the councils.
Cooperation could facilitate acommon gpproach which would aso savetime. Inthisway theincreased
participation of other agencies could aso accel erate the pace of the project.

There are disadvantages as well. Asthe number of participants increase it means different agendas,
missons and foci which may dilute the project. Problems of assgning responshbility may aso result
from enlarging the number of participating groups. From our experiencesin the field it would appear
the benefits of increasing the participation of other agencies would outweigh the disadvantages.
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NATURAL RESOURCE PLANNING AND POLICY ANALYST
Introduction

The primary purposes of thisannex are:

a.  toreport uponinditutiond arrangementsin support of community-based management
and use of wildlife and other natura resources, and relevant policies, programmes
and legidation; and

b.  torecommend drategiesfor improving community development and netura resource
policy, planning, legidation and regulations to enhance inter-ministeria and inter-
organisationa cooperation and coordination.

Therewere 18 individua termsof reference (TORS). Sixteen of them were sorted into eight
groups, according to their subject matter, and addressed below in sections 2 to 9 of this
annex. The first paragraph of each section cites the individua TOR(S) relevant to that
section. TORs 17 and 18 are not reported here because they refer to matters assigned to
the Locad Government Speciaist, who reports upon theissues concerned in another annex.
Recommendations under al TORs are assembled in section 10.

The methods used in addressing the TORs were:

a Interviewswith 23 rlevant individuals,

b. Discussonswith team colleagues and Bruce Mead of ULG, Harare; and
c. Conaulting the documents listed in section 11.

Two fidd vidgts were made during the 27-day misson: a one-day vist to Bulawayo, and
atwo-day vigt to Plumtree in Bulilima-Mangwe Rura Didrict. Apart from travelling time
between the UK and Zimbabwe, the remainder of the misson was spent in Harare.

Ministerial commitment, communication and cooper ation

This section examines commitment to the Natura Resources Management Project
(NRMP) & minigerid leve; and the sate of communication and cooperation with thislevel
and with lower levels— so far asthe project is concerned (TOR 1). Linked with TOR 1
is TOR 11, which consders actions that might be taken, during the remaining life of the
project, to improve coordination and communication in support of the Communa Areas
Management Programme for Indigenous Resources (CAMPFIRE); and strategies that
might be followed over the longer term. These are addressed under "Recommendations
in section 10.
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The Minigry of Environment and Tourism (MET) istheministry most directly involved with
the project viaits Department of National Parksand Wild Life Management (DNPWLM).
Offiddsin the ministry declined to be interviewed by review misson teeam members, and
pointed them to the Director of DNPWLM for information on commitment to NRMP and
inter-ministerid communications. Meetings were held, therefore, with the Director and
Deputy Director (Management) of the Department, from whom relevant information was
obtained.

The Minigtry of Local Government, Rurd and Urban Deveopment (MLGRUD), whichis
responsible for locd government inditutions, is dso interested in the CAMPFIRE
movement and NRMP. Although the ministry has not yet taken an active part it is,
according to saverd intervieweesand to King (1993), astaunch supporter of CAMPH RE;
and the Provincid Adminigtrator for Matabeleland North has gppointed a deputy with
responsbilities for CAMPFIRE in that province.

An interview was held with a Deputy Secretary who described how MLGRUD had first
entered discussons on community wildlife management in the early 1980s. Officids of the
Minigtry had visted Gokwe Didtrict, together with others from the Ministry of Finance,
DNPWLM, and the latter's parent ministry the (then) Ministry of Natural Resources and
Tourism. The am of the vist was to encourage councillors to enter into a wildlife
programme, but they were not persuaded.

After this, DNPWLM continued its efforts— a ong with the help of Zimbabwe Trust (ZT)
and the Univergity of Zimbabwe's Centrefor Applied Socid Science (CASS). MLGRUD
took no part in this continuing initiative but was kept informed of developments. Today, a
Deputy Secretary isin regular contact with ZT.

At minigerid leve, current communications reaing to NRMP take place between MET
and MLGRUD in three ways

Thefird isviameetings of the CAMPFIRE Collaborative Group (CCG), aforum which
discussesissuesrelevant to CAMPH RE throughout Zimbabwe. The Group's composition
is described below under section 5, which examines the CAMPFIRE Association.

The second channd of communication & minigerid level comes into play when a Rurd
Digrict Council (RDC) applies for appropriate authority status under the provisions of
section 95 of the Parks and Wildlife Act. This section empowers the Minigter (for MET)
to appoint suitable RDCs as “appropriate authorities (for consumptive uses of wildife) in
respect of "such area of Communal Land as may be specified ... The Minister may aso
amend or revoke such appointments.

In order for an RDC to obtain appropriate authority, the following procedures are
followed, which involve both minigtries.

a. The RDC submits a project proposal to DNPWLM.
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b. DNPWLM representativesvidgt thedigtrict and discussthe gpplication. They look to
see whether the RDC hasthe manageria capacity to manageitswildlife, and whether
it has wildlife committees in place. Itsoverdl objective is to discover whether the
RDC is capable of sustaining a CAMPFI RE programme.

c. Baseduponthefindingsof thevist,aDNPWLM committee meetsand decidesif the
RDC's proposa is acceptable. The committee may accept or reject (with reasons)
the application. If rgected, the RDC can resubmit it after attending satisfactorily to
the points that led to the earlier rgection.

d. Once accepted, DNPWLM liaseswith MLGRUD s0 asto secureits agreement. If
acceptable to MLGRUD, DNPWLM drafts a statutory instrument under the Parks
and Wildlife Act, and sends it to its parent ministry for scrutiny and onward trans-
mission to the Attorney Generd's office.

g If approved, the Attorney Generd's office prepares the final statutory instrument,
which is published in the Gazette.

The third channd of communication isused, only rarely, when a dispute arises between an
RDC and DNPWLM over some aspect of CAMPFIRE, and MLGRUD is cdled upon
to mediate. This hasled some critics to observethat the ministry isonly reactiveinstead of
being proactive,

MLGRUD's chief contacts with the project occur at the lower level, wherethe RDCsare
in frequent contact with loca membersof ZT and DNPWLM, especidly theformer. ZT's
Bulawayo office and its Area Managers liaise as a matter of routine with representatives
of the Provincid Governor and Adminigirator, and the RDC's Chief Executive Officers
(CEOs) and Executive Officers (EOs). Contact is constant, and the two work together (in
the words of one CEQ) "like brother and sgter'. Within thisrelationship, the RDC'sjobis
that of overseeing the use of resources, while ZT serves as the catdyst and go-between
linking USAID withthe RDC. Apart from USAID involvement, thisrelationship pre-dates
NRMP, having been active since the early days of community mobilisationin about 1988.
There have beenlittleor noingtitutiond problems; and thosethat have arisen have generdly
been due to persondlity differences.

ZT believes, however, that someloca government officidsa RDC leved, whilegiving overt
support to CAMPFIRE, seeit as a force with the potentid to undermine their authority.
By attempting to foster awareness of natural resource vauesin producer communities, and
by encouraging expectations of regping financid rewards from managing these resources,
some didtrict councillors and thelr officids perceive the Trust and the project as rabble-
rousers, exhorting the people to rise againgt them.

MLGRUD's contacts with DNPWLM &t the lower or fidld levels are chiefly through

a.  Application by RDCsfor "gppropriate authority' status (see aso above),
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b.  Training of community scouts or community workers,
c.  Provisonof technica advice— especialy on monitoring and exploiting wildlife, and
d. Assgancewith problem animd control (PAC).

The main lines of communication are with the Senior Ecologist in Bulawayo, the Provincid
Warden at Hwange and other departmentd staff in the field. RDCs believe that they need
the Department's continued support because (on their admission) they do not yet have
aufficdent capability to carry out al aspects of management. On the other hand, the
Department's resources are limited so thet, for example, dthough the Department sends
its skilled hunters to carry out PAC, the RDCs provide transport and subsistence
alowances.

One areaiin which contact occurs each year between the RDCsand DNPWLM isfor the
setting of annua game animd off-take quotas. Provisond quotas are first set by ward
committees, often with thehelp of council officias, community scoutsand loca DNPWLM
personnd. Eventualy they are passed to the Department for approvd; but if the
Department has reservations about the quotas, some negotiation ensues.

Two other minigtries have margind connections with NRMP.

a.  Minigry of Lands, Agriculture and Water Development (MLAWD), which linksin
through its extendon servicesto people living in commund lands.

b.  Minigry of Nationd Affairs, Employment Creation and Cooperatives Devel opment
(MNAECCD), especialy in respect of women's participation.

At lower than minigerid levels, some communication and cooperation occurs at field level
between DNPWLM (and its project implementing partners — CASS and ZT) and
departments of the other minidtries listed above.

I nter-ministerial communication at both level swas reported to be satisfactory. Commitment
to NRMPishigh in MET, dthough the project involves only one of its departments, and
MLGRUD is a less involved but committed backer. As the CAMPHRE movement
expands to include natura resources other that those currently defined as “wild life, other
minigries will play a more than margind role. In particular, if grazing becomes a naturd
resource within the scope of CAMPFIRE, closer cooperation will be needed with
MLAWD; and, if minerals are to be added, the Ministry of Mines must be involved. Two
other organisations within MET must aso enter the arena in due course — the Forestry
Commission and the Department of Natural Resources. (This topic is elaborated under
section 6 below.)

During interviews, it was suggested by a ZT spokesman that the Minisiry of Education
(ME) should have been involved at the start of CAMPFIRE but was not: and that its
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presence and input have thus been missing from NRMP. Volume Il “Country-specific
project descriptions, dated 18 August 1989, states (on p4) that the project address
severa issues in the fidd of education and training, including, “The integration of
conservation issues into the existing primary and secondary school curriculum.

In this context ZT reported that, earlier in 1993, an accordance was reached between it
and ME on theintroduction of wildlifeinto the agriculture section of the schools curriculum:
but, for the time being, the ministry was unable to take action due to lack of funds.

A contrary view on education expressed by DNPWLM was that CAMPFIRE should not
get involved with long-term education, but should concentrate upon training community
scouts and fostering local management capatility.

Ways in which other minigtries may be drawn into the CAMPFIRE movement are
considered below under sections 6 and 9.

Coordination between USAID and theimplementing partners

This section considers the degree to which USAID has become more flexible in its
approach to project implementation in  support of the project's ostensibly “bottom-up'
orientation, as a result of recommendations made in the interim assessment (TOR 3); at
ways of smplifying procedures (TOR 4); and actions that could be taken to improve
communication and coordination, financidly and adminigtratively, with DNPWLM (TOR
5).

"TOP-DOWN' OR '‘BOTTOM-UP?

"NRMP in Matabeleland appears to be more of atop-down, district-
wide, comprehensive programme than in other areas of Zimbabwe
(which have) a more focused village/ward level orientation.' (King,
1993).

Most personsinterviewed agreed with this satement. NRMP, they believe, isimplemented
in a more "top-down' manner than CAMPFIRE programmes outside of Matabeleland.
NRMP is sad to be excessvely devoted to the construction of water points, fences and
other physicd infrastructure; and less with inditution building or wildlife management.

That this should be so ishardly occasion for surprise. Given the presence of asinglelarge
donor and a project that is being initiated Smultaneoudy in four digtricts spread across a
vast tract of land, the project could hardly be otherwise. The way in which NRMP was
designed and gtructured inevitably make it “project-driven..

The three implementing partners accuse USAID of beinginflexible, to the detriment of the
project. But USAID argues that it gtrives to be as flexible as possble within the rules
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system to which it must adhere; and that it responds to the needs and wishes of the
implementing partners, who are committed to a "bottom-up' approach to development.
USAID'ssupport grants, givento ZT and CASSto cover operating costs, are conscioudy
adminigered so0 as to allow scope for adaptive management — but within USAID's
adminidrative condraints. And where the implementing partners have asked for
expenditure to be varied, USAID has tried to comply: for example, funds intended for
training research scientists were diverted to pilot training, at the request of DNPWLM.
Sometimes, however, the flexibility sought by the implementers fals to materidise, or a
least not rapidly enough. DNPWLM are convinced, for example, that had USAID been
more flexible in giving emergency support earlier in 1993, when the Department was
uffering severe financid deprivation, the catastrophic loss of rhinos in Hwange National
Park might have been averted.

In spite of these criticisms progress has been made, although some argue not enough and
in the wrong direction. People involved point to successes — not only physica
infrastructure but dso indtitution building; increased locd awvareness of the vaue of naturd
resources; increased vigilance on the part of producer communities; reduced poaching;
increased numbers of game animas, and increased revenues from community wildlife
management.

Lessdedrable, however, isthe rdative separation of the four districtsin the NRMP target
area from the rest of the CAMPFIRE movement. The project hasits own funding and its
own round of workshops, and the four digtricts have become locked into an “incestuous
relaionship. DNPWLM's CAMPFIRE Coordinating Unit (CCU) observed, for example,
that Binga should be meeting and exchanging ideas with Gokwe and Nyaminyami — two
digricts outside the NRMP target area but with which Binga has more in common than it
doeswith Hwange or Tsholotsho. However, even the Department's own guiddines militate
agang its CCU's greater involvement with NRMP. One of the Unit's responsibilities in
fogtering the growth and spread of community wildlife management is, 'to assst in grass-
roots implementation in those areas neglected by donors (King, 1993, quoting from a
departmenta report). The Unit is small, it operates on a tiny budget and has to st its
priorities prudently. Asthe digtrictsin NRMP are far from being neglected by donors, it
isnot surprising that CCU has had little contact with them — afactor that exacerbatesthear
isolation.

Some of the early, experienced champions of CAMPFIRE may adopt the view that
Matabeleland is well provided through USAID funding, and that the province does not
need additional support. King (1993) suggeststhat this aspect of isolation may have been
reinforced by inter-tribal suspicions between Matabel e and Shona peoples.

Whether or not the “project-driven’, isolated NRMP has produced "better' results than
CAMPFIRE esawhere is debatable. DNPWLM inclines to the view that it has not. So
does CASS. But the comparison isadifficult oneto make. Bingaisone of thebest digtricts
in the country — second only to Nyaminyami in terms of revenue earned during 1992. In
contrast, Hwange is one of the worst — earning the least revenue of al CAMPFIRE
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didgricts in the same year. There are other variables to congder, apart from whether a
digtrict is within or outsde of NRMP: for example, the relative richness of locd wildlife
resources, geographica and demographical characteristics, not to mention politica and
inditutiondl variables.

Fndly, perhaps oneindicator of success and progress is the widespread support that the
project now enjoys in Matabedand, from individuds to influentia regiond agencies. "It
seems no longer to be in anyone's interest openly to oppose CAMPFIRE and most
recognise that the program is supported by centra government’, (King, 1993). Only one
or two Members of Parliament (MPs) are reported by ZT's Area Managers and RDC
executives to be dissenters from this generd view. (See also section 8.)

ADMINISTRATIVE PROCEDURES

In their interim project assessment, Hitchcock and Nangati (1992) noted fundamental
differences and condderable tensons between USAID and the three implementing
partners, and observed that these accounted for the project's major problems. They arose
from problemsin management and adminidtration, and from inadequate communications.

The implementing partners discovered that USAID's accounting requirements were more
time-consuming than they had imagined, and found that they were administered in what
seemed to them to bearigidly-interpreted manner. USAID, of course, has procedura rules
that it must follow, and cannot abandon them to suit the wishes of individud aid recipients.
Acceptance of USAID grants places upon recipients a duty to keep financia recordsin
accordance with the donor's requirements, and these are subject to scrutiny by auditors
who are registered with USAID. Provision of goods and services aso demands that laid
down procurement procedures be followed.

It was clear to Hitchcock and Nangati (1992) that, a the start of NRMP, DNPWLM in
paticular had not been fully avare of the complexities of USAID's financid and
procurement systems, or of the demands that participation in the project would make of
the Department. Subsequently, the Department found itsef becoming increasingly
disenchanted with USAID. There were (its officers reported) delays in procurement of
equipment and the items that arrived were, sometimes, not those that had been ordered.
Thiss DNPWLM claimed, adversdly affected project activities such as vegetation
monitoring and environmental education extension work. Furthermore, the Department
found that it was incurring expenditure for which it was not going to be reimbursed by
USAID because (in its opinion) supporting documentation was inadeguate or because the
expenditure was not approved in advance.

All threeimplementing partnersreported that USAID's queries on expenditure were often
raised long after the expenses had been incurred. In some cases, expenses were
reimbursed and later questioned. The partners complained that USAID procedures had
not been explained fully to them.
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From the USAID perspective, it seemed that theimplementing partnerswere disregarding
guidelines, advance approvals for expenditure were not being sought; and some activities
were being undertaken without proper justification.

These circumstances smack of theirres stible force meeting with theimmovable object. On
one sde, the highly organised and bureaucratic USAID, used to handling tens of millions
of dollars; and, on the other, rdaively smal and adminigtratively inexperienced agencies.
It would be unjust to gpportion blame, but some accommodation hasto be reached if they
areto work in harmony.

Inan attempt to ameliorate these difficulties, Hitchcock and Nangati (1992) recommended
severd actions. In brief, these actions were as follows:

a  Aninitia meeting of USAID and DNPWLM to discussthe problemsthat had arisen
between them; subsequent meetings of USAID and the other two implementing
agencies (CASS and ZT); and aseminar on project procedures and management,
to be attended by the three implementing agencies.

b.  Appointment of a project coordinator/administrator, to form a single channel of
communication between USAID and the implementing agencies. This person would
be located in DNPWLM.

c. Greater flexibility within USAID so far asdefinitions of terms such as “project-rel ated
activities and “appropriate cost' were concerned; and meetings of USAID and the
implementing agenciesto work out in detail the procedureswhereby cost allocations
are made, to ensure that rlevant USAID circulars are available to the partners, and
that the requirements prescribed in these circulars are fully understood by the
partners.

d. Assstance from USAID to ensure that the implementing partners are prepared for
audits required under US government regulations; steps taken to assst CASS to
resolve itsaccounting issues prior to audits; and thought given to ways of reducing the
heavy adminigrative burdensimpased by audits on theimplementing agenciesand the
auditors.

The mid-term review misson found that the extent to which these recommendations have
been implemented are asfollows.

a A meeting was held by USAID and DNPWLM during the period between the
interim assessment and the mid-term review mission. Other meetings were held
between USAID and ZT's financid saff, and with financiad personnd in CASS. A
week-long seminar was mounted, for sdected officers from the implementing
partners, on project accounting procedures. The seminar was rated a success by
USAID and the three implementing partners.
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b. USAID approved the recommendation that a project coordinator be located in
DNPWLM, and reported that funds are available to support it. At the time of the
mid-termreview misson, team membersweretold that the post had been advertised
within DNPWLM.

c.  Duringthe mid-term assessment interviews, USAID pointed out thet it has no powers
to vary or abandon the rules of procedure under which it operates, dthough it can
exercise limited flexibility in interpreting terms such as “project-rdated activity' and
“appropriate cost'.

Accordingto USAID, the degree of traumacaused by auditsvaried from oneimplementing
partner to the other but that this has been resolved, largely through the experience of
undergoing audits. However, in spite of Hitchcock and Nangati's (1992) recommendations,
and the steps subsequently taken to comply with them, tensions persist.

ZIMBABWE TRUST

In ZT's opinion, the demands made by USAID have been the mogt difficult obstacle that
the Trust hasfaced inimplementing itsrolein NRMP. And thisthe Trugt ill maintains, 17
months after the interim assessment report was written.

At the time of the mid-term review misson, USAID reported that ZT was up-to-dete in
its ability to comply with mandated procedures, and had recently submitted its vouchers
inamoretimely manner. ZT agreesthat it isnow clear on procedures and definitions, and
that business has been running fairly smoothly for the past few months; but, nevertheless,
mgjor difficulties remain.

When the project agreement was first Sgned, ZT believed that it had the manageria
capacity to handle the adminigtrative work load, for it had participated in Smilar projects
financed by other donors. It soon discovered, however, that USAID's requirements were
more demanding, and that an inordinate amount of time had to be devoted to fulfilling them
— to the detriment of the Trust's other respongbilitiesand (most important) toitsability to
play its part in NRMP. The amount of time spent on office procedures proved to be about
equal to that spent on fied work: and USAID's financid, managerid and reporting
requirements caled for full-time managers in both the Harare and Bulawayo offices.
Furthermore, working on the project undermined ZT's own organisationd integrity, for
USAID accounting requirements run contrary to those of ZT. Vehiclelog books have had
to be changed to comply with USAID demands, and new ruleslaid down to cover theuse
of vehicdlesand per diem payments. USAID will not accept ZT's own auditors, asdo other
donors. A dichotomy has occurred within ZT, which has led to interna stresses and ill-
feeling between those of its personnel engaged upon NRMP and those working on other
operations. The Bulawayo saff (on NRMP) operate under different conditions of service
from other ZT gaff, and the latter perceive their colleaguesto be favoured in terms of the
number of workshopsthey attend and their accessto vehicles and computers. On the other
hand, those with accessto project vehicles expressirritation at USAID congtraintsthat do
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not alow them to use these vehicles for travel outside the project area, even to attend to
what appear to be project-rel ated duties— for example, participation in workshops. Their
colleagues on non-NRMP duties are dlowed greater leeway. This interna divison is a
result of the Trudt's participation in NRMP.

According to USAID there remain outstanding ZT vouchers totalling US$90,000, which
have been disdlowed for being used on non-project activities.

Further complications continue to occur between USAID and ZT, the latter having had
expenditure requeststotalling over Z$1.13 million rejected during November 1993 because
of reported non-compliance with environmental assessment requirements. ZT hasdisputed
this, however, and it appears that some (although not al) of the requests will now be met
by USAID. It seemsthat this hitch sems from lack of understanding over the provisons
for environmenta assessmentsin the Project Proposal caused by inadequate advice onthe
subject in the Grant Agreement.

During February or March, 1994, ZT will review itsrole in the project area so asto plan
a programme of future work. The plan will be based largely upon community
recommendations. Although its grant agreement with USAID expires on 15 September
1994, ZT told the review misson thet it will retainits personnd in the project areauntil the
end of that year. So far as a proposed Phase Two of NRMP is concerned, ZT is
determined to continue working with the CAM PF RE movement, irrespective of USAID
involvement. If USAID wantsto assst the programmethat ZT agreeswith didtrict councils,
ZT will not object provided that this can be done without disrupting its internd integrity.
The Trust has dso expressed its rel uctance to continue in the role of intermediary between
USAID and RDC:s. It believesthat the RDCs are capable of handling direct grant support
from donors.

With respect to the last issue, RDC personnel were asked to express their views on the
subject of having ZT or any other NGO as an intermediary between RDCs and a donor.
Three out of four districts expressed a preference for an intermediary because, they said,
it sasves RDCsthetimeand trouble of arranging tenders and overseeing congtruction. Those
who thought otherwise did so because they believed that to work without an intermediary
was faster and less complicated.
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CENTRE FOR APPLIED SOCIAL STUDIES

CASS's problems are equally burdensome. USAID reported that the Centre submits
vouchers for reimbursement after intolerably long delays. In some cases, vouchers have
been submitted two years after expenditurewasincurred. Theroot of thisfalureto comply
with USAID proceduresis reported to lie not in CASS itsdf but in the bursar's office of
the Univeraty of Zimbabwe. Delays traceableto that source have a so been compounded
by the bursar having been off duty for sx months, and unwillingness or ingbility on the part
of those deputising for her to fulfil al of her functions.

Inspite of these problems, some progresswas made and CASS's accounts had appeared
to be ready for auditing in mid-1993. However, ariva of the auditors coincided with a
series of grikes by non-academic personnd at the university, which included members of
the bursar's office. Because of this, the auditorswere unableto get accessto al therecords
that they needed — an obstacle that affected other donors as well.

The mid-term review mission was told by CASS that, as a result of its experiences of
working in NRMP, it would not be prepared to go into a Phase Two under the same
conditions as gpply now. The NRMP is not critica to it, and participation in it has
didocated CASSs functioning. This would not necessarily mean that CASS become
inactive inthe four Project digtricts: CASS has amandate from the DNPWLM for socio-
economic and monitoring research activities on CAMPFIRE nationdly and will continue
to carry out this function whatever the funding sources may be.

DEPARTMENT OF NATIONAL PARKS AND WILD LIFE MANAGEMENT

Being a government department, DNPWLM cannot receive direct grants from USAID.
Instead the donor provides it with goods and services. As aresult of its discussions with
USAID officers, following the interim assessment report, and the subsequent seminar, the
Department believes that it understands and can cope with USAID's requirements. The
Department's chief concern about its participation in NRMP now is that the scope of the
project istoo narrow.

The Department and its two implementing partners regard NRM P as a component within
the nationwide CAMPFIRE initiative. By funding operations in the four didtricts of the
project target area, USAID has enabled DNPWLM to divert to other areas funds that
would otherwise have been used in those didtricts. In this respect, the existence of the
project has helped strengthen the Department.

In the early planning stages of the project, DNPWLM had hoped that the project would
support departmental operations as awhole by including tota nationd park management
withinitsremit. The rationae for this is that the parks harbour the core resources upon
which wildlife management in adjacent communa lands depend — the two being
interlinked ecologicaly. However, USAID was unwilling to support so wide a mandate
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over s0 broad a geographical area. Instead, it agreed to cover selected management
activitiesin dl aress of the wildlife estate (nationa parks and safari areas) within thetarget
area. These activities were

* animd population and habitat survey and andyss,
*  law enforcement againgt poaching,

e cauling, ad

e capture and trandocation.

But it would not support water supplies for wild animals, road works, tourism activities or
any of the basic adminidrative functions. Neither would it purchase arms or ammunition,
nor would it sanction the use of aircraft, purchased for aeria survey work, on anti-poaching
exXercises.

When NRMP was being designed, DNPWLM hoped that it would support CAMPFIRE
rather than be an independent project. However, in hindsght, it would be ingenuous to
expect USAID to foot thehill for al of DNPWLM'soperationsin Matabeldland. AsKing
(1993) put it, 'USAID isavery territorid organisation ... it wanted to take credit for ...
the impact of itsfunding. No (donor) organisation givesgenera ingtitutional support'. From
this grew the misunderstanding and tensions that were later recorded by Hitchcock and
Nangati (1992).

If the project isto enter a Phase Two stage, DNPWLM will pressfor it to be widened so
asto support dl departmentd activitiesin Matabeleland North. However, it seemsunlikely,
at this stage, that USAID would agree to such a broadly based request.

Effectiveness and efficiency of the three operating partners

The three operating partners in the NRMP target area are DNPWLM, CASS and ZT.
This section consders their effectiveness and efficiency as a collective in the target area,
and the extent to which they have responded appropriately within the context of the project
(TOR 2).

Difficultiesthat theimplementing partners experienced in degling with USAID, or asaresult
of having participated in NRMP, have been described and discussed above. This section
explores the rel ationshi ps between the three partners as they went about their dutiesin the
fidd.

Some remarks made to the mid-term review team lead one to express surprise that the

project ever achieved any measure of collective success. Here are some samples, mostly

anonymous.

»  The project was designed by one set of people in Harare and handed to another
group in Bulawayo to implement. This ensured incondgstency from the start.
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*  Theonly field work carried out before the project implementation document was
drawn up, was one fidd vigt to each of the (then) two digtricts. All subsequent
preparatory work was done in Harare.

»  Thedart-uptimeof the project wasinordinately long because of dmost non-existent
adminigration, due to accidents and other unavoidable problems. Therewasan 18-
month period during which the Project Officer's post was unfilled.

*  The partners had different objectives from the gtart. In spite of its CAMPFIRE
initiative, DNPWLM is ill imbued with a parks and preservation philosophy. Its
primary god isto conserve game animals, and community-based management is no
morethan aploy to achievethat. ZT hasnointerest inwild animals: itsobjectivesare
to raise living sandards for people in commund lands. CASS is an academic body
interested only in research for its own sake and for the furtherance of researchers
reputations and careers.

Findly, from King (1993);

“In terms of project design, it appears as though USAID were hedging
their betsin NRMP by designing a dual-purpose project — to support
CAMPFIRE and community development, but in case that didn't
succeed in preserving biodiversity, supporting DNPWLM's traditional
role aswell. This dud role may have undermined the project.’

These remarks, gleaned from several sources, suggest a precarious basis on which to
anchor an effective collaborative partnership; but, in spite of them, relationships between
the partners prospered and improved with time. In a recent examination of the project,
King (1993) records that:

“The pace has been dow and uneven with many setbacks... but the
mood of the project ismore positivethanit wasayear ago... Thisisdue
in pat to the commitment, tent and tenacity of the project
implementors and participants...’

"NRMP has weathered many storms, often related to the process of
initiaionin adifficult climate. The project gppearsto have settled in and
gained widespread acceptance. Participants have "embraced criticism”,

learned and changed. Adaptability, and the willingness to incur scars
through risk-taking, experimentation and innovation, have been critical
to that robustness, sustainability and progress of the project.’

Whatever interviewees idess may be as to the hidden motives of the implementing
partners, thereislittle doubt that the partners professiond interests and perspectives vary
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markedly from one to the other. DNPWLM's professond wildlife managers come from
aprotected areas background that traditionaly gavelaw enforcement high priority. Inonly
relatively recent times have managers recognised that this focus fails to take into account
the redlities of life for those who live near parks and reserves, and that protection of these
aressis becoming increasingly untenable,

Throughout eastern and southern Africa the scenario has been the same — dwindling
resources being guarded within protected areas that are becoming idands of wild land in
arigng and menacing seaof humanity. It isentirdy understandableif wildlife managers see
in CAMPFIRE a means of achieving gods and objectives that are unattainable using
traditional fortress techniques.

ZT's professional s approach CAM PFIRE from an dtogether different direction. For them
it is a strategy to combat poverty and provide a better standard of living for rura
communities. The fact that the strategy may aso help conserve game animas may not be
important per se, dthough the survivd of these animasis dearly an essentid prerequisite
for success of the Strategy.

CASS's socid scientists have yet other perspectives. CAMPFIRE and NRMP provide
opportunities for testing hypotheses concerning community management of naturd
resources, common property regimes and community dynamics. For them, whether or not
the project reaches its goas and objectives may be less important than recording and
andysing success or falure.

Thus, successful implementation of NRM P required that three very different interest groups
worked together effectively and in acoordinated manner, keeping the specific purpose of
the project firmly in sight. It is a tribute to their commitment and determination thet they
have managed to do so with little serious conflict and with mounting success, in spite of the
fact that inter-organisational contacts have been paichy.

Greatest contact between the implementing partnersisthat involving DNPWLM and ZT.
At the Harare level, ZT liaises with the Department's CCU, athough this communication
is concerned with community wildlife programmesthroughout Zimbabwe. At the Bulavayo
levd, theloca ZT Manager and the Department's Senior Ecologist occupy the same office
block and are in regular contact. CASS's infrequent presence in the target area, and its
essentidly research role, precludes much contact with the other two organisations. The
roles of the three partnersin NRMP are examined and discussed below.
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DEPARTMENT OF NATIONAL PARKSAND WILD LIFE MANAGEMENT

DNPWLM isthe project'slead agency, and itsresponsibilitiesrel ate to conservation of the
wildlife resource such as training community scouts (or community workers, asthey are
aso known), and monitoring wild anima populationsand habitats. Participationin NRMP
coincided with a difficult time for the Department, during whichit went through arestruc-
turing process that incurred aloss of 250 junior podts.

A common criticism made or implied by its partners was that no officer appeared to
represent the Department as awhole in the target area. Respongbility for NRMP was, in

fact, given to an Assstant Director in Harare; but NRMP was only one of hisduties, and

his presencewas not fdt inthefidd. A Senior Ecologist, based in ZT's officein Bulawayo,

lacked delegated authority to represent the Department except on routine matters; and the
implementing partners perceived him to be a representative not of the Department as a
whole but only of its Research Divison. Smilarly, the Provincid Wardenswere recognised
as representing only the Department's Management Division.

One of the Department'srespong bilitieswasto train up to 100 community scouts; but there
were long ddays in getting this programme off the ground athough the Department now
reportsthat it isgoing well. Ddlays in the arriva of project aircraft and other equipment,
delayed monitoring work.

The Department's recent stand on problem anima control (PAC) in didtricts that have
approved authority status did not win its partners fullest gpproval. Some thought it
premature because RDCs are not ready to handle this problem; one characterised it asan
example of an agency trying to rid itsdf of a problem by throwing it into another's lap.

The stand on PAC took the form of, "An open letter from the Director to al Digtrict
Councils with Appropriate Authority for wildlife, dated 19 July 1993. It stated unequivo-
cdly that problem animds in didtricts that had appropriate authority status was the
respongbility of those didtricts. "By accepting the authority for wildlife in your digtricts,
read one section, “you took on the problemsthat would go hand-in-hand with the benefits.'
Thereislogic here because, under the proceduresfor awarding appropriate authority status
described above, RDCs have to prove to the Department's satisfaction that they are
competent — and this should include the capacity to carry out or arrange for PAC.
However, as the Department admits that it sometimes "bends the rules when gpproving
applications for appropriate authority, it isnot surprising if some didrictsfind thet they are
unable to cope with this particular problem.

In redity the Department is not so gtrict as the openletter suggests. Its Scouts do answer
requests to ded with problem animas, dthough the RDCs usudly provide trangport and
pay their subsstence. And the letter was sent out partly to discourage requests for PAC
that recur in acurioudy seasond pattern shortly before the Christmas and Independence
holidays.
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The same | etter aso stresses that the DNPWLM no longer sets digtrict quotas for hunting
but, rather, approves those that the digtrict itself sets. This strikes some members of
implementing partners as being a bit rich, for the Department has only to disgpprove a
quota if it finds it unacceptable. The dividing line between “setting’ and “gpproving' is a
narrow one.

But the latter are rlaively minor issues, and the two other implementing partnersand the
RDCswork for the most part in harmony with DNPWLM.

ZIMBABWE TRUST

ZT's role, among other tasks, involves ingtitution building and monitoring progress. The
latter functionisfulfilled through what the Trust calls process-oriented monitoring, carried
out a sx-monthly intervas, in which information is gathered on how wel inditutions
(digtrict councils, WADCOs, VIDCOs, and wildlife committees) are developing.
Unfortunately, the monitoring programme was only started two yearsinto the project, and
al concerned with the project (including ZT) recognise that it would have been better to
have introduced this at the start of the NRMP.

ZT maintains a constant presence in the target area through its four Area Managers (one
to each digtrict). Because of this, because of DNPWLM's weskness on the ground (see
above) and because of criticiams levelled at CASS (see below), the project hastended to
become identified localy with ZT.

ZT was involved with CAMPH RE from its early days, and came into NRM P because of
itscommitment to that programme. The Trust seesNRMP asacomponent of CAMPHRE
— a view shared by dl three partners. Its principles and objectives are those the
CAMPFIRE movement. NRMPis CAMPHRE inthe target area, and ZT viewsthem as
one and the same thing.

To ZT, NRMPisahuman surviva drategy that has two objectives.
(1) Toachieve socidly sound land use as aform of community development.

(2) To achieve sustainable community practices, dthough the Trust admitsthet thisisa
tal order to accomplish in the five-year life of the project.

ZT triesto avoid going into areas and setting up indtitutions. Itsapproach isto discover the
needs of communities and the means to satisfy them, by encouraging them to decide what
they require. It is a community's decison whether it wantsa CAMPFIRE committee, and
the relationship that thiswill havetoitsWADCOsand VIDCOs. The Trust then buildson
this by providing assstance.
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One criticism leveled at the Trust isthat it ingtructs its Area Managers to support RDCs
and fogter expectations in rura communities. However, higher expectations in rurd
communities may irritate the RDCs, and it is arguable that the two indructions are
incompatible — which introduces a built-in inconsstency to the project. According to
CASS, this phenomenon manifestsitsdf cydicdly indl four digricts, and has not become
a permanent obstacle to progressin any one of them.

CENTRE FOR APPLIED SOCIAL STUDIES.

CASSs chief role is research, and its approach has been four-pronged. The relative
successes of its studies described below are based upon CASS's own judgment:

(1) Socio-economic surveys, to provide basdine data, in the most important wards of
al four digrictsin the target area. The field work has been completed and the data
computerised. The Centre has been criticised by its partners for not producing the
results of these surveys in readable form. However, work has begun, and some
printed data are now available.

(2) Studies of criticd indtitutiona issues, such as the role of livestock husbandry in
Bulilima-Mangwe didrict; interna human migration in and out of the target ares; and
communa land tourism as an indicator of success. This role has been bedeviled by
ill-fortune — especidly difficulty in filling felowship posts with suitable gpplicants.
Success to date is rated about fifty per cent.

(3) Problem solving, as circumstances arise, such as the introduction of fencing in
northern Tsholotsho digtrict. This role has been carried out successtully.

(4) Inditutiond monitoring, designed to complement rather than overlgp with ZT's
monitoring programme. It seeks to record changes over time, and is proceeding
successfully.

Although some aspects of CA SSsresearch have gonewdl, common criticisms expressed
by its partnersisthat it did not appear until two yearsinto the life of the project and that,
since then, its presence in the project area has been dight. The Centre accepts these as
vdid criticiams and redises, in hindsaght, that the vacuum should have been filled by the
gppointment of a senior professond to the target area

FORMAL COORDINATION AND COOPERATION

The Project Implementation Committee (PIC) should provide the main forum for
coordination between the three partners and USAID, but failsto do so. It meetsevery Six
months in Harare, and the general impression is that it merely looks a progress made to
date and tableswork plansthat have been prepared in advance by each agency. Reporting
has taken the place of management. Furthermore, by meeting in Harare, the PIC givesthe
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impressionnot only of failing to fulfil acoordinating function but also of being divorced from
the project.

Neither hasthe CCG provided an dternative forum. King (1993) postul ates that the Group
may have assumed that Matabeleland was taken care of by NRMP, or that the project
could somehow be managed through the independent actions of each implementing partner.

DNPWLM thought that sx-monthly intervals between Pl C meetings were acceptable but
that the responghilities of the committee should be more rigoroudy defined and followed,
so that it functioned as an effective coordinating body. A pardld was drawvn between PIC
and a SADC fisheries committee, upon which the Department aso gts. In the latter
committee, work plans and budgets are prepared in advance and distributed to members
S0 that they may peruse them critically. Members then come to meetings better prepared
to discuss and criticise before deciding whether to approve them.

ZT's view was that meetings of the PIC ought to be a three-monthly intervas, and include
two or three representatives from each of the four digtricts in the target areain addition to
the implementing partners. The Trust would like to see meetings held in the fidd, rotating
the venue between the four districts.

There is dso a Project Steering Committee (PSC) that last met on May 1992 for
coordinating the operations of the three partners only. Its ussfulness was limited, chiefly
because DNPWLM was under pressure from other directions — especialy from the
heightened activity of rhino and e ephant poachers.

There was a form of conference cdled the CAMPHRE Forum, which included the
implementing partners and district councils but met only once. Convened as an exercise
incongtructive eva uation and sdf-criticism, CA SSwas commended by the participantsfor
the way in which it exposed its performance for judgement; other Collaborative Group
partners were aso asked to do the same thing in the future,

An overdl impresson gained from discussions with members of dl three implementing
partners is that NRMP has never enjoyed that level of forma collaboration needed to
fashion an effective and efficient implementation team — one which is able to identify
problems and suggest remedies. Thereason for this temsfrom the fact that amanagement
approach was never worked out and set up in thefirst place; and the three partners have,
perforce, operated on an informal basis. As King (1993) wrote:

"The lack of an ongoing planning, monitoring and management
framework for NRMP has been arguably the biggest falling of inter-
organisationa collaboration in the project’.

Onthe other hand, informa communication between the three partners has evolved asthe
project developed, and the project has developed a more postive air of confidence,
dthough gaps dill exig. King (1993) identified these gaps in coordination as lying at the
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“diffusemiddleleve’ that should link theimplementing partners heedquarterswith therr field
operations, and horizontally between individuals and agencies who are not necessarily
located in the same geographica aress.

5. TheCAMPFIRE Association

This section examines the CAMPH RE Association: its responsbilities and whether they
are gppropriate and managegble (TOR 6); itsrelationship to thefour districtsunder NRMP
and the bendfits that the districts receive from membership (TOR 7); additiond rolesthat
it might play in resolving conflicts and promoting CAM PFIRE objectives, and the resources
required from donors (TOR 8); and the lega status of the Association, and actions that
may be necessary if it wereto receive grant support from USAID (TOR 9).

STATUS

The CAMPFIRE Association was founded in 1989, after the first two digtricts (Guruve
and Nyaminyami) were granted appropriate authority to manage their natural resources.
Its first annua generd meeting was held in May 1991. The initia stimulus to form an
associationgrew from awish on the part of afew interested councilsto take astand on the
issue of ivory marketing, which was about to be discussed a the 1989 CITES meeting in
Lausanne.

The association serves as a producer association composed of RDCswho have received
appropriate authority status under section 95 of the Parks and Wildlife Act, or whose
applications for thisstatus are under consideration. It hasaformally drawn-up congtitution.

At present there are 22 members, four of them from the NRMP target area — Binga,
Hwange, Tsholotsho and Bulilima-Mangwe RDCs. In October, 1993, the association
became a non-governmenta organisation member of the World Conservation Union
(TUCN). And on 1 November 1993, it applied to be registered asaWelfare Organisation
under the Welfare Organisation Act of 1966. Once this registration is approved the
associationwill bedigibleto recaive grantsdirectly from funding agenciessuch asUSAID.
Thereisaboard of management, al chairmen of RDCs, comprising:

— the Charman;

— two Vice-charmen; and

— nine members.

The current Chairman, Mr Chafasuka, is aso an MP.

RESOURCES

The executive Saff occupies an office in Harare and comprise
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»  theChief Executive Officer,

e an Adminigrator/Treasurer/Secretary,
. aFiling Clerk,

 aTypid, ad

*  an Office Orderly.

The current Chief Executive Officer isMr. T.N. Maveneke.

In addition to these, a Communications and Information Officer, supported by ZT, works
full-time with the Association.

The Association hastwo vehicles, aToyota L andcruiser and an Isuzu, the latter being used
by the Communications and Information Officer.

Financia resources come from two main sources.

(1) HAf therunning cogts are met by the British Overseas Devel opment Administration
(ODA), the grant being routed via ZT. The latter is the only outside body to attend
the Association's otherwise closed board mestings.

(2) Each member council pays an annud levy of 2 per cent of its gross earnings from
CAMPFIRE activities. This amounted to over Z$70,000 in 1992.

RESPONSIBILITIES

The Associaion's responshilities are as follows:

(1) Lobbying government departments on mattersthat are of concernto itsmembersand
the resdents of their digtricts; and establishing and fostering linkages between them
and relevant government ministries and departments.

(2) Providing an advocacy service for communities within the member council didricts.

(3) Promoting environmenta conservation and sustainable development, and fostering a
unified nationd gpproach to this. At present (the Association clams), reevant

government organisations tend to operate in relaive isolation (e.g., DNPWLM,
Forestry Commission, Department of Natural Resources and Ministry of Mines))
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The dissemination of information about CAMPFIRE and associated metters. Thisis
done chiefly through its monthly publication " CAMPFRE Newdetter', which is sent
to members, numerous NGOs and foreign embassies, and to many organisations
outsde Zimbabwe.

Engagingin relevant participatory applied research, and the documentation of natural
resources incommuna aress. Thisisdonein association with other interested parties
e.g., members of the CCG (see below).

Chairing the CCG, which is composed of:

. Members of the CAMPFIRE Association;

. DNPWLM;

. ZT;

. CASS,

. WWEF;

. African Resources Trust (ART), which acts as the Group'sinformation wing;
and

. MLGRUD.

Identifying other organisations associated with, or interested in, the CAMPFIRE
movement, and directing enquiries in the appropriate directions.

Identifying training needs and locating sources of training and funding.

Providing marketing advisory services for its members — for example, by holding
directories of tourism and safari companies, kegping members informed as to the
legitimacy and reiability of these companies, and advising members how to negotiate
with them; and advisng on ways of investing money earned through CAMPF RE
activities.

Running awareness training workshops, the am of which isindtitution building
and training of local communities so that they may makeinformed decisonson
project identification, design, implementation and evauation. To Sart with, the
Association concentrated upon training membersof WADCOsand VIDCOs,
but it now recognises that, in future, it will aso have to extend training to
RDCs. This, it bdieves is the criticd levd to train if full loca manegerid
capacity for wildlife and other natura resourcesisto be attained.

All of these functions are appropriate to the ultimate success of CAMPFIRE and,
therefore, of NRMP. The Association is, however, hard stretched to cover al of these
respongbilities, and the cgpacity of itsfinancid accounting systemislow a present.

RELATIONSHIPS TO DISTRICTSIN THE NRMP TARGET AREA
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The Associaion'srel ationshipsto thefour digtrictsinthe NRMPtarget areaare no different
in kind from those that it has with its other member didtricts, and the benefits that the
membersreceaive (if any) will besimilar. However, from 1992 on, the Association has been
involved in project evauations, and its CEO was facilitator at the CASS review.

The benefits of Association membership received by the digtricts appear, from RDCs
perspectives, to be dight or non-existent, at least a present. Some local government
offidds reported that the only benefits yet to come from their RDCs membership wasthe
exchange of information provided by the monthly newd etter and the opportunity it gavefor
creulating ideas. Some voiced displeasurewith the 2 per cent levy paid to the Association,
on the grounds that they got little or nothing in return. However, many officids accepted
that there are potentia benefits, which may become manifest with time. The fact that the
Association had been asking its members to submit projects for which it would try to
secure funding was a pogitive step.

From the Association's perspective, its benefits to date may have been intangible but (in
its own estimation) are none the lessimportant for that. The CEO cited four benefits:

(1) Internationa contacts, the benefits of which, dthough not immediatdy obvious, filter
down to producer communities. For example, the Association'srole at CITES meet-
ingsin pressing for the marketing of eephant by-products.

(2) Thedisseminationand exchange of information through its own newdetter and other
media

(3) Itsralein arranging training facilities. For example, it secured funding for an SEO
from Cheredzi digtrict (not in thetarget areq) to attend atanning coursein Canadaso
that he could return to his didtrict and pass on his newly-acquired skills. The am of
this was to boost the growth of small scale locd industries using the by-products of
wild animals. Another example was the Association's part (in conjunction with the
IUCN) in organisng six-week training courses in “the environment and socid
sciences.

(4) The Association's constant pressure to ensure that as high a proportion as possible

of the money earned from CAMPFIRE activitiesis kept out of the hands of RDCs
and goesto the producer communitiesis of direct benefit to those communities.
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ADDITIONAL ROLES

Suggedtions have been made that the Association should become the lead agency in the
NRMP, but most outsders think this undesirable a this stage, and unlikely. And it was
unclear whether this was a suggestion for immediate action or for a possible Phase Two
of the project.

The Association is unbalanced in so far asit is dominated by its CEO, while its board of
RDC councillors lack the confidence and technica knowledge to give it direction. At
present, the CEO is not recalving the degree of guidance that the board should be giving,
and is not being held accountable to it. A wider role for the Association in NRMP or in
CAMPHIRE in generad seems unlikely until its board adopts a stronger podtion: and, at
present, the Association lacks the managerid capacity to play an implementing rolein the
project.

However, the Association has plans to develop its capacity to elaborate its present
functions and add others. Firdly, it ams to expand the perceived benefits to members
described above, and make them moretangible. It plansto work more closely with RDCs
to ensure that wildlife-generated earnings are properly audited, and that as much as
possible goes to producer communities. In order to achieve this it wants the extant
dlocation guiddines modified. At present, the guideines, made by DNPWLM and
endorsed by MLGRUD, suggest that revenues earned from CAM PH RE activities should
be dlocated three ways.

(1) 15 per cent retained as acouncil levy;
(2) 35 per cent (maximum) go to cover management costs, and
(3) 50 per cent (minimum) go to producer communities, to be used at their discretion.

The Association will seek to have guiddines drawn up to suit individual circumstancesin
each digtrict. Some didtricts, it maintains, can afford to alocate amuch higher proportion
of its CAMPH RE-generated revenueto producer communities. For example, Mudzi RDC
(not in the target area) has astated policy that gives the following alocation:

(1) 15 per cent council levy;
(2) 15 per cent management costs, and
(3) 70 per cent to producer communities.

The Association believesthat, unlessthisisdone, other RDCswill try to stick to the 50 per
cent (minimum) guiddine, even though they can afford to pass on higher dlocations to
producer communities.

The Association will so campaign againgt the 15 per cent council levy, whichis(in effect)
atax upon wildlife. No such tax is levied upon revenue derived from cattle husbandry or
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arable farming, and to impose it upon wildlife puts management of the resource at an
economic disadvantage.

Secondly, the Association wants to expand its role in training and fostering awareness of
natura resourcevaues. Itiswdl awarethat its presenceinthedidrictsis, at present, dight,
and it wants to increase its legitimacy in the eyes of producer communities.

Thirdly, the Association wishes to expand its membership to WADCOs or ward wildlife
committees; and it will pressfor thelaw on “appropriate authority' statusto be modified so
that it can be giventowards. However, severd otherswithinterestsin CAMPH RE favour
appropriate authority being devolved to “resource management communities (see below
under section 9), which could be wards but which, in most cases, will probably comprise
smdler groupings of people.

ADDITIONAL RESOURCES

The Associationis dready attempting to operate on severa frontswithin the constraints of
a tight budget and with a small body of personnd. In order to cope with this more
successfully, and to provide for expansion of its responshilities, additiona resources will
be needed. These are listed below:

* A Resource Marketing Officer. To expand from being merely an advisory service
into thet of sdlling the market potentia of communad lands, especidly in the tourism
and safari hunting fidds.

* AnAssgant Information Officer. So that the Association can further develop its
ability to collect, collate and disseminate information to the residents of the communal
lands. In particular, it hopes to produce versons of the newdetter in vernacular
languages, so that they are available to greater numbers of rurd inhabitants.

e A Traning and Awareness Officer. To make communities more aware of the basis
behind the CAMPH RE movement; to explain to them the options that they have in
managing their naturd resources; and the advantages and disadvantages of different
options.

A gmdl sub-office in Bulawayo, to give the Association better access to, and
coverage of the four digtricts in the target area, plus othersto the south. This office
would be staffed by an Executive Officer and a support personnd of two.

The expanded programme outlined above would entail the purchase of at least
o threemore vehicles,

*  two desktop computers,

*  onelap-top computer, and

e audio-visud equipment.
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Possible donors are ZT (with whom the Association dready has aworking reationship),
IUCN (of which it is dready a member), ODA, the Norwegian Aid Agency (NORAD),
CanadianInternationa Development Agency (CIDA), Swedish Internationa Devel opment
Agency (SIDA), Wildlife Conservation International (WCI — abranch of the New Y ork
Zoologicd Society), WWF, African Wildlife Foundation (AWF), Southern African
Deveopment Commission (SADC), Commonwedth Fund for Technical Cooperation
(CFTC) and USAID.

In order to obtain grant support from USAID the Association must be registered as a
Whdfare Organisation and prove that it has the capacity to comply with the donor's rules
of procedure and audit. The first of these criteria is close to being met, the Association
having aready gpplied for regigtration. The second criterionisunlikely to be satisfied inthe
immediate future because the adminigtrative capacity is limited and inexperienced (see
above).

Additional assistance by other organisations

This section looks at the extent to which NGOs might assist in training and capacity building
at didrict, ward and village level (TOR 10); and the advantages or disadvantages of
increased participation by other organisations, whether their extenson activities might be
integrated and strengthened in support of CAMPFIRE and NRMP, and how future
participation might be encouraged (TOR 12).

INCREASED NGO PARTICIPATION

Severd organisations are reputedly interested in being involved with NRMP or with
CAMPHRE programmesin generd. Thereisagenera perception that CAMPFIRE has
the smdll of successabout it, and potentia donors and NGOs bdlieve that involvement with
it may provide means for increasing profiles and advancing their power bases within the
country. Some of the organisations believed to be interested are

« CARE,
»  Southern African Foundation for Economic Research (SAFER), and
e Zimbabwe Environmental Resource Organisation (ZERO).

WWEF do not, a present, have the resources to expand their current monitoring
involvement with CAMPFIRE outsde the project target area.

DNPWLM currently fedsthat additiona donorsand NGOs should be kept to aminimum
as adequate resources for training and capacity building are dready provided through the
present project. The same view has been expressed by the CAMPFIRE Collaborative
Group.
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INCREASED PARTICIPATION BY OTHER MINISTRIES, ETC.

It is doubtful whether increased participation would be useful over the remaining life of
NRMP; and, if it wereto beintroduced, bureaucratic impediments might be exacerbated.
But increased participationwill become essentia in thefuture, as CAM PFIRE expandsits

horizons beyond wildlife management.

Project participants aready anticipate CAMPFIRE activities extending to cover fish,
caterpillars (mopane worms), timber, grazing and mineras. The first two are dready, by
legd definition, “wild life, and their exploitation can be encompassed within the exiging
framework of CAMPFIRE. At the last departmental CAMPFIRE planning workshop
(Anon., 1993), specid attention was given to fish and anew output added — "Fisheries
and water bodies extenson system'.

The other three resources, however, would need the active participation of, respectively,
the Forestry Commission, Agritex and the Ministry of Mines. A fourth agency, the
Department of Natural Resources should aso be brought into the discussions.

The expanson of CAMPFIRE to include timber in communa lands as anatura resource
for management and use a community level ssemsto be anatural move. It was discussed
with a member of the Forestry Commission during the mid-term review misson; and it
appeared that exiging arrangements could easly be adapted to fit the CAMPFIRE
scenario.

Two divisons of the Forestry Commisson have relevance to NRMP and to the
CAMPFIRE programme in generd. They are

(1) TheIndigenous Resources Division, whichmanages state forests, and hasresource-
sharing projectsto share revenue derived from the use of state forestswith commun-
itiesin adjacent commund lands.

(2) The Extenson Divison, which is respongble for mediating between RDCs and
concessionairesin the exploitation of timber resources on communa lands.

The second of these is the more relevant to the CAMPFIRE philosophy, and could be
adapted to it. At present, when an RDC wishes to exploit a commercid timber resource
upon commund land within its digtrict, the following procedures must be followed:

(1) The RDC informs the Forestry Commission, and the Commission carries out an
inventory of the resource and sets the limits of exploitation.

(2) TheRDC then invites bids from potential concessionaires, and sdlects one.
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(3) The Commission now issues a contract, on behaf of the RDC, and takes a
dlviculture levy (aproportion of the tota sdlling price) from the concessonaire.

(4) The RDCs keep the revenue thus earned, and producer communities receive no
direct benefits.

According to the Forestry Commission representeive, thisarrangement isentirdy legitimate
because, under existing law, RDCs are owners of dl timber growing within their digtricts.
In principle, however, thisis not far removed from CAMPFIRE for, under extant law, the
“ownership' of wildlife on commund landsisvested in the RDCs. Clearly, changesto the
rdevant laws would have to be made, and guiddines introduced for the alocation of
revenue along linessmilar to those for exising CAMPH RE earningsfrom the use of game
animds. It would stlart CAMPFIRE aong the road to community management of natura
resources other than game animas, an am that has been implicit in the CAMPFIRE
movement from the start.

The NRMP target area would be an appropriate place in which to try out this extenson
of CAMPHI RE, whether or not this occurs in the context of support grantsfrom USAID.
It should be the subject of discussion by the CAMPHF RE Collaborative Group, and within
the MET.

Assistance for DNPWLM from other organisations

This sections cong dersthe degree to which DNPWLM's NRMP responsibilities might be
shared with other organisations (TOR 13).

The DNPWLM'sview was that sharing responsbilitiesisfinein principle, but if too many
other organisations were to be engaged, they might swamp the efforts of one another and
generate confusion. At present, WWF is monitoring some CAM PFI RE programmes and
the Department would be happy for it to expand its activities; but, asis aready mentioned
above, WWF isunwilling, at present, to take on more work.

Before it can call in further organisations to share its responsbilities, DNPWLM must
decide how it intends to address specific issues related to CAMPFIRE, and this will
determine which organisations may be reevant.

The Department is presently attempting to defineitsrole within the CAM PFIRE movement.
According to arecent workshop (Anon., 1993), DNPWLM seesitsrespongbilitiesasthe
production of sSx outputs:

(1) Edablishlegd mechanismsfor locd empowerment;

(2) Pdliciesof government minidtries affecting CAMPH RE to be made consstent;
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(3) Egablish alocd resource management programme. (Rather cryptic and, therefore,
not very helpful to the reader.)

(4) Monitoring, research, evauation and establishing databases and information systems;
(5) Devedoping afisheries and water bodies system; and

(6) Project (programme?) management.

What is lacking, however, are

»  dearly defined godsfor the programme,

»  drategic objectivesleading to the gods,

* anagpprasa of the values of the actions selected as priorities,
*  methods, and

 asctheduleand ligt of anticipated products.

Once these are established, the Department can decide on priorities and apportion its
resources accordingly. After it has done o, it can make decisions regarding the most
advantageous partnerships to pursue.

In the view of the review misson team, a higher priority for DNPWLM isto establish an
appropriate entity within the Department to deal with CAMPFIRE and gameranching. At
present, the CCU isaamdl unit that liesin the fourth tier of the departmentd hierarchy:

(1) Director'soffice

(2) Research Divison

(3) Branch of Terrestrid Ecology
(4) CAMPHRE Coordinating Unit.

When fish is included as a CAMPHRE resource, reporting through the Branch of
Terredtrid Ecology will be ingppropriate; and it is doubtful whether Research is its most
auitable Branch. Furthermore, the importance of the CAMPFIRE movement surely
warrants that the Unit be srengthened and assigned a higher levd ranking in the
Department than it presently enjoys.

Communication with political officials

This section congders how project implementors might improve communication with
political officias so as to increase support for CAMPFIRE and NRMP (TOR 14).

Questioning inthefour digtrictsreveded that some politicians do attempt to exert pressures
contrary to the interests of CAMPF RE. Such cases are dmogt invariably the work of
individuad MPs, rarely of councillors.
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Pressures arereported to come from politicianswho strike populist attitudes. For example,
an MP making representation on behaf of a condituent who hopesto graze hislivestock
onland reserved for wildlife management, and making an issue of therightsof peoplebeing
paramount over those of wild animas. Others have tried to exploit the issue that people
were once gected from their homeland to enable national parks to be created.

Some didtrict officialstook the view that pressures of thisnature are easily repelled — and
that only a minority of MPs are involved. In generd, reported the officids, politicians
support CAMPFIRE; but some older paliticians have entrenched, reactionary views that
no amount of education or persuasion will dter. Ther influence, however, ison thewane.

L egidative change

This section congders actions that might be taken to prepare for legidative change to
further devolve authority to WADCOs and VIDCOs for community management of
wildlife and other natura resources (TOR 15).

When it was first promulgated, the 1975 Parks and Wildlife Act gave powers to owners
to usewildlifeonther land. Inthe case of privately land, the owner was self-evident. Inthe
case of commund land, ownership was vested in the (then) Minigtry of Internd Affairs,
whose representatives were the District Commissioners.

A latter amendment to the Act paved the way for RDCsto be appropriate authorities, “for
such area of Communa Land as may be specified (by the Minigter for MET in a Gazette
notice)'. However, theintention from the earliest days of the 1975 Act had been eventudly
to devolve gppropriate authority for wildlife management beyond district authoritiesto the
lowest possble level — to a hypothetica entity caled the “resource management
community’. Thisentity was never defined (although it issaid that CASS had onceintended
to do so) — but if devolvement is to be pursued, it should be defined in a way that is
appropriate to the structure of loca communities. Attempts at so doing, by CASS, ZT,
and DNPWLM, have met with difficulty. Hader (1993) concludes that

"The lowest accountable units, the institutions for local resource management, emerge
situationally in responseto the historical hierarchy of vested interestsin resources, local
cultural and political dynamics and the specifics of the ecological resource base. There
is therefore no formula for identifying the nature of these institutions in every ward in
every district, sincethey emerge asaresult of both local and broader circumstances and
they change over time."

Most persons interviewed wanted gppropriate authority for wildlife to be devolved to
below RDC levd. Contrary views camefrom some RDC officidsand (unexpectedly) from
some villagers. Many of the latter, when questioned, said that the RDC officerswere better
able to handle this respongibility. So long as the revenue came to them, it did not appear
to matter much who had the management authority.
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Some (for example, the CAMPFIRE Association) favour WADCOs asthe repository for
appropriate authority. Others (for example, DNPWLM) want authority to go to village
level. But arguments over ward or village muddy theissue: the essence of the matter isthat
power must go to that grouping of people whose members are the actual producers and
who have an economic stake in success or otherwise— that is, the “resource management
community’.

Changesto the Parks and Wildlife Act are dready under way, made imperétive by recent
amendmentsto local government legidation. Under the Rurd Digtrict Council Act of 1988,
Didrict Councils (who were formerly responsble for communa land only) and Rurd
Councils (freehold land) have been amagamated to form RDCs. Within the RDCs new
wards have been formed out of blocks of freehold land. The anomaly now arises that, in
these new wards, owners of freehold land automatically have gppropriate authority over
wildife but that wards in communal land cannot, becalise appropriate authority for them
can only be held by the RDCs. DNPWLM currently favours an amendment to the Parks
and Wildlife Act such that appropriate authority is given to "the occupier' — aterm that
may or may not be synonymous with “resource management community'.

Within the next few years, legidative changes should be made not only to accommodate
new concepts in devolvement of appropriate authority but dso to allow CAMPFIRE to
encompass the management and use of natural resources other than wildlife. CAMPHRE
and the law wasthe subject of aZT study (Wood, 1990), and areading of thisreport this
suggedts that severd acts may be involved. They include

e theCommund Land Act;

e the Communa Land Forest Product Act;

. the Forest Act;

e theMinesand Mingras Act;

» theNatura Resources Act;

e thePaksand Wildlife Act;

* theRegiond, Town and Country Planning Act;
. the Rurd Digrict Council Act; and

e theRurd Land Act.

Recommendations

The overriding recommendation isthat amajor seminar or workshop should be convened,
at which the participants will reappraise NRMP and decide

(1) thewaysin which the current project should be redigned or redesigned;

(2) how the project, and any follow-on programme, should relate to the nationa
CAMPFIRE programme; and

(3) thereevance, scope and broad design of a Phase Two project.
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The need for this forum is pressing. Grant agreements for ZT and CASS expire on 15
September 1994 (athough DNPWLM's continues until 31 August 1995), and new funding
agreements must be in place by July 1994. The optimum time for this forumis as soon as
possible after the planned ZT workshop, scheduled for February or March 1994.

Participants should include representatives from (at least)

»  thethreeimplementing partners,
« USAID,

*  MET,

»  dl membersof the CCG, and

* thefour RDCsin the target area.

Other participants might include representatives of WADCOs, VIDCOs and loca ward
or village committees, and potentia donors gpart from USAID. This forum would adso
provide the opportunity for involving organisations whose presence may be rdevant to the
future expansion of CAM PFIRE to manage natura resources other than gameanimds: for
example, Forestry Commission, MLAWD and Department of Natural Resources.

Some of the specific recommendations that follow relate to the extant NRMP. Othersare
more relevant in the longer term, especidly beyond the current NRMP and into apossible
Phase Two.

The current state of inter-ministerial co-ordination appeared to be adequate to the needs
of NRMPin spite of thefact that no onein MET was prepared to speak with the mid-term
review misson team. Commitment to NRMP was expressed by MLGRUD and (within
MET) by DNPWLM. However, ways to widen inter-ministerial coordination and
communication should be sought, particularly with aview to devolving gppropriate authority
for the management of natural resourcesfurther down therura hierarchy, and to extending
CAMPFIRE's interests beyond game animals. Thisrecommendation is elaborated below.

The "top-down', "bottom-up' controversy is unavoidable, given that NRMP is essentialy
“project-driven’. But USAID triesto be flexible within its congraints, and should continue
to do so.

The recommendations that relate to friction between USAID and the implementing
partners, madein theinterim assessment report, have been implemented but, in spite of this,
financia management problems persist and are addressed below.

Approvd of afull time Project Coordinator's post in DNPWLM is awelcome step, and
one that should be acted upon as soon as possible,

After gppointment, the Project Officer should be encouraged to make frequent visitsto the

target area, and demondtrate to the other partnersthat DNPWLM's presencein the project
is one that represents the whole Department.
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The Project Coordinator should focus attention, soon after his gppointment, at improving
communications

a.  Between USAID and the three implementing partners.

b.  Byimprovingmiddie-level coordination, especialy between DNPWLM headquarters
and its personnd in Matabeldland, and between ZT's offices in Harare and its
personnel in Bulawayo (see King (1993).

It is probable that many lessons have been learned by donor and implementing partners as
aresult of thetensionsdescribed in section 3, and that some problemswill not recur. There
remain, however, unpaid vouchers and clamsfrom long past, and the fear that experience
of working under USAID support will make some partnersfight shy of further involvement.
Efforts should be taken to ensure that this does not happen because, whatever the
problems may have been, thereis much to admirein NRM P and in those who participated,
and a Phase Two would have the experiences of Phase One to build upon.

Outstanding financia problems should be settled as soon as possible. In particular

a  ZT should continue to work with USAID to clear its gill unpaid vouchers
(US$90,000 worth). If possible, USAID should help ZT to prepare its case.

b. CASS should pressthe bursar'soffice at the Universty of Zimbabweto ded urgently
with the backlog of unpaid clams.

There can never be too much communication aimed at avoiding misinterpretation of rules
of procedure, or lack of comprehension of USAID requirementsfor financid management,
adminigtrationand environmenta assessments. It isrecommended that amesting (perhaps
aspecia meeting of PIC) be caled immediately to dedl exclusvely with the resolution of
al outstanding problems.
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Thought should be given now to the possibility of a Phase Two project. Its genera goals
should be the same athough the project will have to be modified in severa respects. The
same partners should be retained if they are willing. DNPWLM should remain the lead
agency because it is the am of government that holds responghility for wildlife
management; and wildlife in its broader concept (game animals, smal mammas, birds,
fishes and invertebrates) is likely to remain the resource of mgor concern under
CAMPFIRE in the immediate future.

It would beapity tolose ZT and CASS. They should be encouraged to stay, and the way
made easy for them to do so. ZT will (on its own admission) continue to work with
CAMPFIRE no matter what may be the future for NRMP. But if the project doesgo into
aPhase Two, ZT's consderable experience would be an immense advantage. So ought
CASStoday. Itistheideal organisation to monitor socid progressfrom amore detached
position than ZT, which is more concerned with implementing programmes and building
ingtitutions. Ways should be explored, in the near future, of addressing the problems that
face the three partners in continuing to work on a project that receives financia support
from USAID.

One difficulty that faces ZT's extended participation in NRMP is reluctance to continue
acting as an intermediary between USAID and RDCs. Waysinwhich USAID could give
support grants to RDCs without using ZT should be explored.

If CASS continues into a Phase Two project, a suitably qualified professond should be
posted permanently to thetarget areaso asto give the Centre a permanent presencethere.

The degree to which USAID might spread its support more widely over DNPWLM's
operations should be investigated. 1dedlly the Department would like support to cover al
of its operations in Matabeldland North. Some of its officerswould liketo see support for
CAMPFIRE in generd.

Beginning immediately, action should be taken to foster and facilitate communication
between the four districts under NRMP and other CAMPH RE didtricts. Ways in which
this may be achieved should be explored by the CCG. In a Phase Two project, funding
ought to be provided for this purpose — to facilitate visits and workshops, and other
channds of communication.

PIC needs overhauling. It should be converted into a full coordinating committee that
discusses, coordinates and approveswork in thetarget area. 1ts membership may haveto
be expanded by including, for example, MLGRUD, CAMPFIRE Association and digtrict
representatives. Thought should be given to holding meetings more frequently and some,
if not dl of them, in the target area.

A wider role should befound for the CAMPFIRE Association. Present indications are that
the Association is good a spreading awareness but less effective at servicing. Severd
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persons interviewed believed that the Association's weskness lay in its board members,
who are not fully unaware of the sgnificance of CAMPFIRE, and who are, therefore,
dominated by the more knowledgesble executive branch. A partid remedy might be to
include some executive members of RDCs on the board.

The Association hasawide range of ideas but needsto set priorities, decidewhat direction
it is going to take, and what its chief functions are going to be. Having made these
decigons, it should embark upon long-term planning, and be given support to help it do so.
When its gpplication to be registered as a Welfare Organistion is approved, it will be
eligible to receive direct donor support. The Association should aim at becoming astrong
producers association. Its potentid for asssting CAMPFIRE and NRMP will then be
greatly enhanced.

The Association should devolve its membership beyond RDCs. At present it plans to
extend membership to wards; but ultimately it needs to draw its membership from the
producer communities — the people who actualy “own' and stand to gain or lose from
management or neglect of wildlife. By doing so it can become a more vigorous
organisation. The exisence of a more robust Association should help to enhance
coordinationamong individual CAMPF RE programmes, and between NRMP and other
CAMPFIRE didtricts, as well as promoting learning and diffusion of innovation among the
various CAMPFIRE progranmes.

One of the mogt useful tasks that the Association might undertake would be to become a
sarvicing agency that monitors CAMPH RE activities nationwide, and relieve DNPWLM

of that respongbility. The Association isareaedy well aware of theimportance of advancing
its marketing role (see above) and of gponsoring associated training. In the context of the
former, two modes on which the Association might base its expansion into marketing are
the Ostrich and Crocodile Producer Associations, both of which have firm grips on ther
industries.

Inorder to play thewider role described above, the CAM PFIRE Association needsto be
strengthened through additiond externd financia support. Changesinthelaw may dsohdp
it to identify its true members - the ones who stand to gain or lose from wildlife
management or neglect.

The sympathies and support of MPsand locd paliticiansfor CAMPFIRE and the project
should be enlisted. They should be brought into the picture, kept informed, invited to
mestings and ceremonies and invited to say afew words when they do attend. Wherethis
is aready being done it should be continued.

DNPWLM should aso continue to investigate and process the issue of devolvement of
appropriate authority. In this context, a key question for CAMPFIRE in generd isto
decide what isa resource management community'. Thisisatask that CASS might accept
on behdf of the project. It may not, however, be asmple task. Perhaps the definition of
“resource management community' will vary from resource to resource, even within the
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limited context of game animas. Some animds have very smal home ranges, othersroam
further afidd. Many animas move from one locality to another in response to seasond
changes. Concepts of proprietorship or custodianship will vary accordingly.

NRMP should begin seeking ways of bringing naturd resources other than game animas
into CAMPFIRE. It is recommended that discussons be hed with the relevant
organisations. To start with, discusson might be hdd within CCG, with aview to identifying
options and strategies. After that, a forum could be established that might include the
Forestry Commission, MLAWD and Ministry of Mines— whichever organisations may
be appropriate. The purpose of convening the forum would be to identify and then
coordinate the steps that would be needed if other natural resourceswereto be added to
the CAMPFIRE programmes. These stepswould amost certainly include amendmentsto
exiging legidation.
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WILDLIFE AND NATURAL RESOURCESMANAGEMENT
ADMINISTRATION SPECIALIST

INTRODUCTION.

Thisreport coversapart of the mid-term eva uation of the Natural Resources Management Programme
(NRMP) in western Matabeleland and funded by USAID. Itisdivided into two sections, one degling
with the detailed forma Terms of Reference for the Wildlife and Natural Resources Management
Adminigtrative Speciaigt, and the second with more genera issues reating to the project.

The NRMPisto asss Zimbabwe with the management of its parks and wildlife resourcesin the north
west of the country. Herethereareinternationally significant nationa parks and reserves, including the
Victoria Fals and Zambezi Nationa Parkswhich are part of the Natural World Heritage Site, centred
on Victoria Fall and shared with Zambia. There are aso rich wildlife resources on Communa and
Commercia farm land outside the protected areas. These biologicaly diverse resources are being
conserved and developed in support of the loca rura economy in accordance with Zimbabwe's
innovative wildlife palicy.

Emphags on developing the capacity of local communities to manage their renewable resources,
especidly "their” wildlife and its habitats, is a reaively recent phenomenon globdly. There are many
consarvationists who ill oppose the concept in favour of continued codtly, often unaffordable,
centralised government control over such resources. There are dso many who favour the idea, but
have only a rudimentary understanding of its underlying socio-economic strengths and wesknesses.

The CAMPFIRE movement in Zimbabwe has emerged as a pioneering programme of internationa
sgnificance to understanding the implications of community resource management. CAMPHRE has
gathered momentum only within the past decade and the NRMP has been part of the programme for
over four years of that time. As a consequence, CAMPFIRE and NRMP are both till very
exploratory and this important attribute of the project should not be overlooked when evaueating its

progress.

METHODOLOGY.

The limited duration of the evauation necessitated reliance on information provided by key actorsin
the programme. While the frankness with whichmost questionswere answered was very impressive,
suchinformation isbound to reflect persond attitudesto particular issues. Neither werethere sufficient
knowledgable people associated with administrative aspects of the project to obtain an "average”
opinion.

Agang thisthe CAMPFIRE movement has been well publicised in both the popular and scientific press
over the past few years. This has provided a useful body of emerging understanding againgt which to
judge progress in the present project.
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A. Response to Detailed Terms of Reference.

1. DNPWLM'snormd dutiesbringit into regular contact with dl levels of the community inthe project
area. Additiona collaboration with the public, as a direct result of the project, has been mainly a
Didtrict Council level. Here the Department's mgor contribution has been in asssting the Councilsto
select suitable Safari Outfitters and to negotiate equitable leases with them.

Theoreticaly, servicing of producer communities by the Department has been less effective than it might
have been. This can be attributed to three main factors:

()

(if)

(i)

the speed and flexibility with which the CAMPFIRE concept is being embraced
gpontaneoudy by rurd communitiesand rétified legaly by Government on anationd
front;

the speed at which understanding of community based resource management is
growing and the implications of thisto sustainable rura development; and

the inability of the Department, asawhole, to adapt quickly enough to the changing
dtuation There is need for a substantial and carefully controlled shift in the
Department's emphass, away from some traditional approaches to wildlife
managemen.

Evenin Zimbabwe, where there have been innovative changes towards devolving the rights to manage
and use wildlife to landholders, since the early 1960s, this requires a purposeful effort by the
Department. A structured trangtion from the present position requires that the Department should

()

(iN)
(i)

(iv)

decide its specific mandate in relation to particular issues under circumstances that
will vary with time and place;

determine how it will implement this mandate;

develop the capacity to implement this mandate, through:

(@ thetraining and tasking of staff of al categories, as appropriate, and
(b)  thenurturing of durable partnerships ingde and outs de Governmernt;
publiciseits policy and strategy, particularly:

(@  amongitsown Saff;

(b)  among partners, and
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(o0 athelocad community level sothat those affected know just what to expect
from the Department; and

(v) st upasydem for assambling, storing and analysing informetion to
(&  monitor progress of the CAMPFIRE movement throughout the country; and

(b)  where necessary, to direct research or redirect the Department and its
partners efforts.

The designing and setting up of a database to support the monitoring of the CAMPFIRE movement is
seen as an important need by the DNPWLM CAMPFIRE Coordinating Unit. Congderation should
be given to asssting the Department design and set up such a database during the proposed second
phase of NRMP. This is one Studaion in which the Department might benefit from Technica
Assgtance, not only with designing, setting up and running the database, but aso withtraining geff to
assume the function.

2. The human, materid and financid inputs available to DNPWLM gppear to have been used
reasonably efficiently by the Department, but to have been generdly insufficient for the purpose. The
Department assigned one Senior Ecologist to the Project amogt full time, to complement the work
being done by ZT. In this regard, the Department chose not to deploy additiona staff to the project
area for fear of "swamping" the project area with personnd and confusing the loca rurd folk. In
retropect, it seems likely that the Ecologist would have benefitted from having some assstance.

The dtuation was less satisfactory whenit came to acquiring equipment. There were often protracted
bureaucratic delays and some of the items purchased by the donor were unsuited to the purpose for
which they wereintended. The Departmental Ecologist on the project had to borrow avehicleand a
series of personad computers before this basic equipment, for which provison existed in the project
agreement, was made available to him after 18 months. A delay, amounting to 30 per cent of thelife
of the project, in the ddlivery of essentia working equipment was both frugtrating and stultifying. 1t was
particularly unfortunate in view of the limited trained and experienced people available.

Many delays and difficulties in having project funds released for the purpose for which they were
intended were cited by DNPWLM staff. Officersexpressed areluctanceto place orders becausethey
were embarrassed when payments to suppliers often took up to 6 months. Staff so gave examples
of the purchase of unsuitable equipment; a lorry for use on game capture being the epitome of this
ineffident use of project resources. Despite the Department'sknowledge of the Kaahari, which isone
of the sandiest desertsin theworld, its specificationswereignored. Amongst other defects, thevehicle
acquired has twin back whed swhich shows the most e ementary lack of appreciation of local working
conditions.

Experience in evaduating a number of projects smilar to NRMP emphasises the importance to a
project’s success of having aproject-friendly accounting syssem. Thisisespecidly important wherethe
project is breaking new ground in developing a concept, asin the case of NRMP, when speed and
flexibility are often critical to success. Asamatter of principd, afinancia accounting system should be
tailored to the project it serves, rather thanthereverse. Thiswould gppear to be particularly pertinent
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inthe present context wherethe project arrogantly demandsthat locd officias master acomplex foreign
bureaucratic system for the sake of this single aspect of their work. There can be little doubt that
NRM P would benefit Sgnificantly from the early introduction of amore gppropriate accounting system.

3. Quegtion 3 is dedlt with in the report from the Community Development Specidist.

4. DNPWLM is encouraging communities around the country to test a variety of models for
implementing CAMPFIRE principles. Those modeds that show most promise then act as
demondrations from which other communities can learn in a congtant interchange of experience
between communities. The four CAMPF RE communities within the project area have unfortunately
become somewhat isolated from this process by virtue of being part of the project. This could easily
be rectified by facilitating the exchange of information between project area communities and other
communitiesinthe CAMPFIRE movement. Thiswill require, however, that project funds can be spent
outside the project area on such items as travel and subsistence for community representatives.

Traning and devel oping prominent personditiesin the CAMPFIRE movement from local communities
is gpproaching the stage where there is need for a more formalised training and extension programme
to augment the above system of demondgtrations. This is a service to communities in which the
Department should participate, athough the lead role might be better placed with the CAMPFIRE
Association.

Irrespective of how this programme is organised, it should be based on a thorough assessment of the
needs of the market. Thiswill avoid any top-down imposition of the wrong gpproach, particularly in
the sdlection and training of local community wildlifemanagers, ashasbeen dleged. 1t will dsofacilitate
the development of appropriate teaching and extension packages for use in promoting and explaining
CAMPFIRE concepts and principles.

5. The DNPWLM should take the following actions to enhance its role in developing community
cagpacity to manage and use wildlife correctly:

i) Clarify the Legal Statusof Appropriate Authorities- Some ambiguity ssemsto be
surfacing as to the definition of Appropriate Authorities as a consequence of the
amdgamation of Didrict and Rurd Councils. This seems unnecessary, as the spirit of the
Parks and Wild Life Act is clearly to devolve the rights and responghilities for managing
and using wildlife to landholders, and the status of landholders has not dtered. The
Department should ensure that this interpretation of the legidation is correct and should
make this known.

i) Redefinition of Appropriate Authorities in Communal Areas - The dtuation
relating to Appropriate Authorities in the Communal Areas should berefined. At present
this status can be given only to the Council, whereas sound management of wildlife should
often be a village levd. While aCouncil may have a coordinating role with respect to the
management of wildlifein a Communa Area, the resource cannot be managed efficiently
a thet level.
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The legidation should be revised to dlow the Miniger to devolve authority for wildlife in
Commund Areasto aleve below the Council. It is probably undesirable to define this
level in law, as the composition of each authority could vary with local circumstances,
athough in mogt stuationsit is likely to be the VIDCO.

i) Improved Monitoring - Asindicated above. The flow of information generated
should reach the VIDCO levd.

iv) Evaluation and Redirection of Project - The project should be evauated and
redirected with reference to the shifting emphasis of the whole CAMPFIRE movement.
This necessitates amechanism that will examine progress area by areaand actor by actor,
so as to improve the direction of the project and liaison between the partners. It is
important thet, as the need for action is defined, the respongibility for implementing it is
delegated to a particular actor(s) who should report measurable progress by an agreed
date.

Any intention by DNPWLM to move away from its traditiond role in managing wildlife outside
protected areas should be handled carefully. There are good reasonswhy someof itsexisting functions
should be handed over to Appropriate Authorities, but in doing So, it isimportant to avoid giving the
impressionthat the Department is smply seeking to evade itsresponghilities. Thisisespecidly true of
PAC work, as depredations by wild animas can become a highly emotional topic that is easly
exploited politically by vested interests.

A countrywide DNPWLM policy and strategy for PAC isanearly priority. Lossesduetowild animals
are atrade off againgt having wildlife and being able to benefit fromit. Controlling problem animasto
balance such codts againg the likely benefits from the animds is dearly a function in which locd
communitiesshould beinvolved. The proposed policy and strategy should definetherolesand division
of labour between thelocal authoritiesand the Department, and it should providefor the necessary legd
framework for communities to assume their share of the work.

The project should facilitate workshops to decide project policy; and to develop and implement
drategy, induding the training of local community personnel in PAC work. It should dso assst
establisha PAC monitoring system, and the provision of the necessary equipment, such as suitablefire
arms, traps etc., for use by community personnd.

6. DNPWLM's extenson and interpretative programme is reported to be weak with respect to
projecting and extending the CAMPFIRE movement. It would appear that it could benefit from
consderable strengthening in three main arees.
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the provison of extenson servicesat community level. These might concentrate on:

(@  goreading the CAMPFIRE message in those parts of the project area
digrictsthat are not involved in the project, and

(b)  broadening the perspective of CAMPFIRE in the WADCOs within the
project area. Too many peopleare dill thinking only of sharing money from
elephant, rather than beginning to view a broad spectrum of wildlife as a
resource base that can offer a diversfied sustainable livelihood; and

the mounting of an on-going campaign to inform the public about CAMPFIRE,
induding:

(@  theprovisonof displaysand written materid in Nationd Pearks, particularly
Hwange, Victoria Fdls and Zambezi, to keep both foreign and domestic
vigtorsinformed about CAM PFIRE and the progress of the movement, and

(b)  doseliason with Action magazine as aregular outlet for information about
the movement.

the upgrading of the Department's Interpretative unit. Thisisan areain which the
USisparticularly well equipped to assst Zimbabwe.

7. Asdready indicated and for very good reasons the DPNWLM's middle management is less well
informed about CAMPFIRE than might be theoreticaly desrable. The Department has dready
scheduled atotd of 15 staff meetings and workshops to address this issue during 1994. After Staff
from the fiedd have been briefed about CAMPFIRE and its implementation the message will require
reinforcement and updating. This suggests the need for a regular in-house newdetter, for which
resources are not presently available, but which could be provided through the project.

8. The Department's regiona officers have little control over project inputs for a number of reasons,

induding
0]
(ii)

the rather inflexible and project unfriendly accounting system; and

the somewhat ill defined project direction which has resulted in weak liaison,
goportionment  of responshilities and accountability among the partners
implementing the project. This can be attributed to insufficient attention to the
crestion of effective machinery for the on-going direction of the project, which has
been exacerbated by Department'srel uctance to step into the gap when thingshave
begun to go wrong. The latter isin turn due to the fact that responshility for the
project, within the Department, remained a Deputy Director level. As a
consequence, there was | ess attention to the project and less continuity in direction
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than there would have been had respongibility been formally delegated to a lower
level in Head Office.

This stuation could easily be rectified with the introduction of a project friendly accounting system and
more effective project direction, centred within the Department.

9. and 10. These items are reported on by the Natura Resource Planning and Policy Andydt.
11. The question of improved PAC is addressed in 5 above.

12. No red atempt was made to analyse the ramifying effects of the nationd Structurd Adjustment
Programme, imposed on Zimbabwe by the World Bank. This would have required much more time
than was available during the present short assgnment. For example, the Department wasrequired to
make personne redundant, which accentuated existing staff shortages for effective ground coverage
patrols in the face of a serious poaching threat. Experience in Zimbabwe and esawhere has
demonstrated thet the ability of an organisation likethe DNPWLM to curb rhino and e ephant poaching
is closdly related to the resourcesthat it can mobilise againgt such poaching. Determining the extent to
whichtheloss of 250 men affected law enforcement would, however, requirevery detailed information
that would need to be analysed against the many other variables that might be involved.

The restructuring and reorganisation of the Department, also sponsored by the World Bank, isin any
case of greater immediate importance to the project. If the proposals now before Cabinet are
approved it will greatly improve the Department's ability to perform its functions and accommodate
such activities as the NRMP. The proposed package visudises the Department's operations being
decentralised and made much more businesslike, without it abrogating itsresponsbilitiesfor the proper
conservation and sarvicing of the nation's wildlife resources.

13. Reported on by the Natural Resources Planning and Policy Analyst.
B. General Issues Relating to the Project.

Once again acknowledging the condderable progress achieved thus far during thisinnovative project,
there areanumber of generd issuesthat deserve attention. Thefollowing observationsblend new ideas
with topics aready touched upon in the last section in an attempt to present a balanced picture of the
project asawhole.

It is most commendable that the project has been implemented by the main rdevant Zimbabwean
actors, rather than by afirmof foreign consultants under contract. Thisisinitsadf amgor credittothe
project. It dso helpsexplain the propensty of the project executantsto review their own performances
criticaly, some would say over criticdly. Ther sole purpose in contributing to the present evauation
isto make the project as efficient as possible,

I ntroducing the CAM PFI RE concept to local communities requires cond derable persond reorientation,

by al concerned — from project executants, through Digtrict Councillorsto the people on theland —
away from the conventiond approaches to managing wildlife in the Communad Areas. Changing
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peoples attitudesis of necessity adow process that requires sympathetic patience. Thisis especidly
true when dedling with conservative peasants who have developed a hedthy scepticism for the
vastilating authority to which the have been subjected for decades.

The long term credibility of the project depends on a number of issues, including the following:

The need for the DNPWLM to dlarify its policy and objective, and to make these
widely known, with regards to its role in promating, legdisng and sarvicing the
CAMPFIRE movement. Clearly defined policy guideines for the gpplication of
CAMPHFIRE, from the Centrd Government Department responsible for the key
wildife resource, will help avoid a tendency for CAMPFIRE to be viewed as a
"different thing by different people’;

Inthelight of the above, the need for clear positive project direction, leading to its
efficient adminigtration, including theintroduction of amore project friendly financid
accounting system. Consderation should be given to the greater involvement of the
Rura/District Councils and the CAMPF RE Association in the implementation of
appropriate aspects of the project;

A lesstop-down approach to implementing the CAM PFIRE concept, with greater
emphasis on the development of locally gppropriate ingtitutions. Members of the
local communities should be provided with as much information as possible about
how they can manage their wildlife and other resources so they can decide their
own agendas, rather than being told what to do. Ingtitutions should then be
evolved, in conaultation with the Rura/Didrict Councils, to maximise the benefits
that these people can derive from the efficient and sustainable use of "ther”
resources,

Closer integration of the programme in the project area, with the countrywide
CAMPHRE movement; and

A better system for monitoring the implementation of CAMPFIRE in the project
areaand the country as awhole.
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A mgor issue confronting the successful implementation of CAMPFIRE revolves around the
"ownership" of wildlifeand who should be entitled to benefit fromitsuse. Many ill view wild animals
as acommuna asset to be managed for the benefit of thewholedidtrict. Thisview is asflawed socio-
economicdly as the view that it is a nationd or internationa asset, to be managed nationdly or
internationally. Unless the rights to use and benefit from wildlife and the obligation to manage the
resource efficiently can be dlocated to individuas or smdl identifiable socid entities, the resource
becomes an open access public asset prone to abuse.

Deciding on the sze and compostion of the "producer communities’, to whom the rights and
accountability for wildlife should be devolved isasengtiveissue that needsto be handled ddlicately by
the project. The Stuation is exasperated by the fact that the Rura Digtrict Councilslack an adequate
tax basein Commund Aress, in particular, and are therefore short of funds. This has prompted some
Councillorsto arguefor the use of revenuefromwildlifefor politicaly popular communa developments
away from the areas in which the revenue is earned and where the people bear the opportunity costs
of supporting large destructive game animds like dephant. Thisis clearly an inequitable, short-term
solutionto the shortage of capita for development, which isadirect threet to the survival and continued
use of wildlife by the people who share their land with the resource.
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REGIONAL NATURAL RESOURCESMANAGEMENT PROJECT (690-0251)
EVALUATION PLAN
FOR
MID-TERM EVALUATION
OF
ZIMBABWE COMPONENT, NUMBER 690-0251.13

Section One: Activity to be Evaluated

The Zimbabwe portion of the regiona project to be evaluated, Zimbabwe NRMP, is an AID-funded
project of assistance to the Government of Zimbabwe (authorised at US$7,600,000) which supports
the Department of Nationd Parks and Wild Life Management (DNPWLM), Zimbabwe Trust
(ZIMTRUST) and the University of Zimbabwe's Centre for Applied Socia Sciences (CASS). The
project grant agreement is currently expected to run from 31 August 1989 to 31 August 1997. The
gpecific purpose of the Zimbabwe NRMP is to (1) demonstrate, through practical examples, the
technica, socid, economic and ecologica viability and replacesbility of community-based natura
resource management and utilization programs on margina lands for improving household and
community incomes while sustaining natural resources; and (2) improve nationa and loca capability to
hdt the decline in the wildlife and naturd resource base through training, education, protection,
communication and technology transfer.

Section Two: Purpose of the Evaluation

Under the Regiona NRM P, mid-term eva uations are being conducted on both aregiona and acountry
by country basis in year three of the Regional NRMP. An interim assessment of the Zimbabwe
component was conducted over the period from 25 June - 27 July 1992 to address shakedown issues
identified during initia project implementation. The objectives of that assessment were:

! to assess the implementation performance on the community-based resources utilizetion
component of the Zimbabwe NRMP within the broader context of rurd development in
Zimbabwe, and

to assess the indtitutiona and relationa underpinnings of the project modd in Zimbaowe
in comparison with dternative rura community empowerment models.

That assessment was prompted by concerns that the project was not achieving some of itsobjectives
because of the lack of community consensus in the project target areas, "top-down™ pressure from
implementors, and ingppropriateinditutiond relationships. Specid attention was paid in the assessment
to project organizational, management and administration issues as wel as conceptua issues (e.g.
participation, methods of community empowerment). In addition, project design and implementation
issues were explored. The findings, conclusions and recommendations emerging from the assessment
were used to help overcome some of theinitid congtraintsto project implementation and provided an
important and useful guide to the project implementors on actions to be taken to enhance projet
effectiveness. Itisintended that the mid-term eva uation build up the condusions and recommendations
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of theinterim assessment, and concentrate on thosei ssues (new and outstanding) which wereidentified
by project implementors during the course of Terms of Reference development for the mid-term
evauation (April 15 - April 21, 1993). Those issues fully vetted during the interim assessment are to
bere-visted only if appropriate follow-up action has not yet been taken by the project partners. Given
that an objective of the Zimbabwe NRMP isto promote natura resource management, the evaluation
will examine the prospects for this beyond PACD and the actions required to enhance this objective.

The mid-term evauation will dso address certain Regiond NRMP issues not covered by the interim
assessment of the Zimbabwe component.

Section Three: Background
A. Introduction

The SADC Regiona Natura Resources Management Project (NRMP) was designed to facilitate
sugtainable socid and economic development inloca communitieswhile protecting biologicd diversity
through regiona cooperation and bilateral activities in Zimbabwe, Botswana and Zambia as well as
through aregiond coordination eement located in Maawi. Project emphasisison effortsto en hance
community involvement in management of commonly shared wildlifeand naturd resourcesin theregion,
and the sharing of project experience among the bilateral project sub-projects.

B. Project Goal, Purpose and Objectives

The regiond project god isto increase incomes and enhance capability to meet basc human needs
through sustainable utilization and conservation of natura ecosystems. Successful conservation of
wildife resources and better integration of wildlifeinto the nation's economic development program will
accomplish the project's sub-god of promoting sustainable development of communities through
appropriate land use practices on lands that are margindly suitable for agriculture.

The purpose of the regiond project isto improve the sociad and economic well-being of residents of
rura communities by implementing sustainable community-based wildlife conservation and utilization
programs.

The specific purpose of the Zimbabwe component isto (1) demondtrate, through practica examples,
the technicd, socid, economic and ecologica viability and replaceability of community-based natura
resource management and utilizetion programmes on margina lands for improving household and
community incomes while sustaining natura resources; and (2) improve nationa and local capability to
hdt the decline in the wildlife and natural resource base through training, education, protection,
communication and technology transfer.

The Zimbabwe NRMP is to assist community based projects and promote the conservation and
sugtainability of the loca natura resource base. It is especidly important to note that the Zimbabwe
NRMP is one element of an ongoing nationa program of decentraisation of the management and
benefits of wildlife to local communities.
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The project dements include:

0] community-based resource utilization

@)  planning and applied research support

(i) conservation of the resource base

(iv)  regiond communications and exchange of information

The interim assessment provided the following summary of the economic and socia context of the
project:

Zimbabwe NRMP is being implemented in a geographicaly discrete target area in the
western part of the country. Commund landsin four digtricts make up the primary target
area: Binga, Hwange, Tsholotsho and Bulilima-Mwangwe. These didricts fal into two
provinces. Matabeleland North and Matabeleland South. Project activities relating to
conservation of the resource base (e.g. aerid censuses, habitat and vegetation monitoring)
are aso being carried out in and around Hwange Nationa Park. At ameeting betweenthe
Department of Nationa Parks and Wildlife Management and USAID/Zimbabwe, it was
agreed that the Project Agreement would be amended to include two additiona aress,
Chete Safari Areaand ChizariraNational Park.

As the NRM Project Paper notes, the land base of Southern Africa imposes severe
limitations on conventiona agricultura and economic activities. Thisis particularly true of
the region in Zimbabwe which makes up the target area for the NRMP.  Fdling within
Naturd Regions |V and v, the target didricts and Parks and Wildlife Estate areas in the
project are agriculturally margind. Rainfal averages between 450-650 mm per year and
is highly varidble both in space and time.  Seasond shortages of rainfal occur reatively
frequently, and droughts are not uncommon. Primary land use patternsin the target area,
therefore, are a combination of subsistence, cultivation, livestock raisng, and wage
employment. Labour migration to tows, commercia farms, and the mines of South Africa
is not uncommon, especidly in Tsholotsho and Bulilima-Mwangwe.

The NRM Project isbeing complemented in an areawhich higtoricaly hashad varying and
complex relations between people and wildlife and other natural resources. In pre-colonid
times, individuasand locd groupshad accessto wildlife onacommund bass, dthoughthis
access was governed by customary rules. After the impostion of colonid rule, the Sate
took control of wildlife, and access to wildlife on the part of loca people was restricted.
It was not until 1975 with the passage of the Parks and Wildlife Act that the possibility of
people gaining benefitsfrom thewildlifein their areaswas restored (Parksand Wildlife Act
1975). TheAct containsaprovison that enablesthe Ministry of Environment and Tourism
to designate didtrict councils in communal aress as "Appropriate Authorities' for the
management of wildlife on land within their arees. Essentidly, this meant that people in
communal areas could have accessto revenues accruing fromwildlifefor thefirst timesince
the end of the 19th century. The NRMP target districts received Appropriate Authority
gtatus un der the Parks and Wildlife Act in 1990-1991.
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Fromasocid and economic standpoint, the Situation inthe NRM Project areasis complex.
The target arealis made up not only of land in two provinces and four digtricts, but these
digtricts are sub-divided further into wards and villages. The target areas of the NRMP
currently include 32 wardsand 168 villages. Thereisafar amount of ethnic heterogeneity
in the NRM Project areas as well, with Tonga, Ndebele, Nambiya, Kalanga and San,
among others, residing in the region. A sizable proportion of these people have been
resettled from other places asaresult of the establishment of commercia farming aress,
nationa parks and safari areas, and the construction of Kariba Dam in the 1950s.

Project objectives include:

Demondtrate wildlife utilization as a preferred and profitable land use in Bulilima:
Mwangwe, Tsholotsho, Binga and Hwange Communa Lands.

Establish resource management programs in the target areas that will be sdf-
sudaining, will offer increased locd employment opportunities and incomes, will
result in optima and sustained wildlife yield, and will provide the communities with
access to a renewabl e source of revenues for development projects.

Establishand srengthen indtitutions and deci g on-making proceduresfor sustainaole
resource management and distribution of economic benefits resulting from wildlife
activities a the village, ward and didrict levels in the BulilimaMwangwe,
Tsholotsho, Binga and Hwange Commund Lands.

Trandfer, through training and advisory services provided by Zimbabwe Trug,
problem-solving organizationd, accounting and management skills, thereby
empowering locd inditutionsto plan and administer their own strategy for resource
utilization.

Enable locd inditutions, by completion of the project, to assume complete
respongbility for wildlife management and didtribution of economic and other
tangible benefits resulting from the wildlife resource base.

| ncrease women's participation in the resource management program at the village,
ward and didtrict levels.

Expand women's participation in the economy through income-generating activities
that use the natural resource base in a sustainable manner.

Enhance socid and rura welfare through increased income and access to protein,

community development projects, and expanded participation of women in the
economy and development process.
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! Introduce rurd communities to basic concepts of community-based resource

management and utilizetion.

The primary target areas for community-based project activities in Zimbabwe fal within Bulilima-
Mwangwe. Tsholotsho, Bingaand Hwange Communa Lands. Community-based activitieswithinthese
commund lands are being implemented by Zimbabwe Trust (a rurd development NGO with an
environmentd orientation), who is respongible for ingitutional development and personne training.
Zimbabwe Trust recaives ecologica and technica ass stance from Department of Nationd Parksand
Wildife Management (DNPWLM) research ecologists and Centre for Applied Socia Sciences
(CASS) of the University of Zimbabwe Socid Scientigts.

Community-based activities have been under implementation in al four Communa Lands for at least
two years, and in some areas for aslong as 30 months.

Section Four: Statement of Work and Team Composition

The rationde for both the Zimbalbwe mid-term evauation and regiond NRMP mid-term evauation is
to assess project status and progress o that, if necessary, mid-course adjustments can be made to
enhance ad improve future project implementation.

The Evduaion Team shdl congs of five (5) individuds

-- A team leader with previous experience in conducting A.l.D. evauations, an
understanding of A.l.D. programs and procedures, and a natural resource
management background (TL);

-- An individua with extensive experience in community development, smal-scde
enterprise and informal sector interventions in Africa (CDSE) and training of
community leaders, district leaders and teachersin natural resource CDSE;

-- A specidigt inloca government organizationd relationships and the management of
local government at the digtrict, ward, and village levd in Africa (LG),

-- A naurd resource planning and policy andys with extensve experience in
assessing nationd ingditutions, policies and legidation related to natura resource
management in Africa (POL);

-- A wildlifeand naturd resource management (WNRM) adminigtrative specidist with
experience in the design and implementation of natural resource and wildlife
monitoring and andyss programs in Africg

-- Individuas assigned by the Government of Zimbaowe/DNPWLM who will work
with the team to provide input into the assessment.
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Specific Implementation I ssues to be Addressed During the Assessment

Project Conceptual |ssues

Based upon the analysis of the materia s gathered, and drawing upon experiencesand case
materids from dternative rura community development modes, theteam shal addressthe
following issues and provide recommendations for the future,

To what extent have the assumptions made during project design remained valid?

Was the four digtrict geographic focus of the Zimbabwe NRMP gppropriate? What have
been the costs and benefits of the NRMP geographic focus on ZIMTRUST and
DNPWLM nationa support to CAMPFIRE programs outside the NRM project area?
How might relationshipswith other CAMPFIRE and DNPWLM implementorsoutsdethe
NRMP project area be strengthened over the remainder the project and into the year
20007

Wheat effect did the addition of Hwange and BulilimaMwangwe Digtricts to the NRMP at
alater stagein project design have on the distribution of project inputsto thesetwo didtricts
(and the other project areas) and on the ability of implementorsto meet project objectives?

Given that an objective of the Zimbabwe NRMP is to promote natural resource
management, what are the prospects for this beyond PACD and the actions required to
enhance this objective,

To what extent will communities be able to sustain project objectives and activities (ie
substantial community control over wildlife and natural resources) by PACD and over the
next ten years?

To what extent areindicators of project progress and benefitsto date (egincreasesinfood
security of income levels) measurable?

If the community-based resource utilization mode isviable, what design modifications (eg
inditutiond involvements and rel ationships, government vs. non-government participation,
life of project, geographic coverage, implementation sequencing, funding leves, etc.), if any,
would be gppropriate to creste sustainable wildlife and natura resource management and
provide maximum benefits for producer communities?

How has Zimbabwe's Economic Structura Adjustment Program (ESAP) affected NRM
Project Implementation? Given DNPWLM personnd congtraintsimposed by Zimbabwe's
ESAP, will the World Bank's proposed program of support effectively address the
Depatment's deficienciesin inditutiond capacity (human, maerid, financid) in a manner
that will support NRMP and CAM PFIRE objectivesduring theremaining life of the NRM
Project and beyond?
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0. Would a different form of USAID intervention in the natural resource sector be more
appropriate given lessons learned to date under NRMP? Taking into account
USAID/Zimbabwe's Country's Strategic Plan for FY 1994-1998 what types of
intervention might have maximum benefit in supporting sustainable wildlife and naturd
resource utilizetion?

10. What specific changes are needed, if any, in the Project Implementation Schedule and
Logica Framework?

11. What other actions, strategies and targets might be adopted to further the objectives of the
Zimbabwe NRMP component?

Project Design and | mplementation | ssues

The team shdl review the NRM Project's design and implementation documentation and, based upon
suchinvestigations aswell asthe findings and recommendations from the interim assessment and other
relevant enquiries, evauate the following issues and offer recommendations for the future.

1 Towhat extent have recommendations madein the Hitchcock/Nangati Interim Assessment
(July 1992) been addressed?
2. What actions might be taken to alow for greater locad autonomy in utilization of project

inputs to respond in a more timely manner to perceived community needs/ Are there
actions which can be taken to provide for more rapid disbursement of fundsin support of
community interventions?

3. Are there further actions that might be taken to reduce the amount of time required by
project implementorsto comply with USAID financid and adminigtrative requirementsand
to streamline reporting and reimbursement processes?

4, How effective has the NRM Project Steering Committee been in improving project
implementation.
5. What actions and inputs (human, financia, materid) are required over the next 18 months

and beyond thelife of the project to enhance the participation of women in decison-making
and the control and management/utilization of community wildlife and natura resources
(including access to benefits and revenues)?

6. What isthe appropriate bal ance between the devel opment of physical infrastructure versus

locd inditutiond development? Given the above assessment has the rate of funds
disbursement for infrastructure support under the project been appropriate?

Project Organizational | ssues
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The evduation shdl incdlude an examination of the indtitutiona goas and operationa objectives of the
project implementors, as well as the characterigtics, orientation and attitudes of personnd in these
organizetions asthey impact upon theimplementation of the NRM Project in Zimbabwe. Based onthis
examinaion aswell asthe findings and

recommendations from the interim assessment, the team will evaduate the following issues and offer
recommendations for the future.

1.

How effective and efficient have the implementing partners been as a collective in the
Project area? Have they responded appropriately within the context of the Zimbabwe
NRMP's project purpose, objectives and operating assumptions?

Do implementation problems continue to exist as a consequence of the structure, functions
and orientation of the organizationsand/or their personne implementing the project? What
drategies and inputs might be required to overcome existing congraints?

What are the advantages and/or disadvantages of increased participation from other
Minidtries, agencies and organisations involved in natural resource management/utilization
and community development in support of NRMP and CAMPFIRE objectives? Could
the extension activities of other organizations be integrated and strengthened localy in
support of CAMPFIRE and NRMP objectives without increasng bureaucratic
impediments? How might useful participation be encouraged over theremaining life of the
project and beyond?

What actions might be taken over the life of project to improve inter-ministeria

coordination and communication in support of CAMPFIRE objectives? What Strategy
might be followed for the longer term?
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A more detailed sat of quedtions is provided in Annex A - Evauaion Guide to
Organization-Specific Issues. These issues were identified through consultation with the
implementing partners during Terms of Reference Development for the mid-term
evauation.

Regional Natural Resour ce M anagement Project | ssues

1 How applicable is the Regiond NRMP design to the Zimbabwe NRMP component?

2. Is the Zimbabwe NRMP component contribution effectively to the furtherance of the
overal objectives and purpose of the Regiond NRMP?

3. Arethere additiond interventionsthat might beinitiated in furtherance of Regiond NRMP
objectives and purpose, and the SADC Natural Resource Strategy?

4, What isthe relationship of the Zimbabwe NRM P component to effortsto protect e ephant
and rhino populaionsin the region?

5. How might Maawi.SADC coordination of regiond andyss and information exchange be
enhanced, aswdl astheflow of output informetion from the Zimbaowe NRM P component
to Maawi/SADC?

B. Specific Objectives of the Evaluation

It isintended that this evauation should be pro-active in nature. The evauation team is expected to
devote as much or more attention to providing action recommendations where deficiencies and/or new
opportunities for achieving or exceeding project outputs are identified as that spent in the review of
actual project performance.

The primary objective isto serve asforward planning mid-term eva uation of needs and requirements.
A second objective is to address Regiond NRMP eva uation issues specified under Section 4.A.
above, Specific Implementation Issues to be Addressed During the Evauation - Regiona Natural
Resource Management Project |ssues.

Section Five: Methods and Procedures

Where gpplicable the team will follow the format and guideines established by USAID in the
Supplement to Chapter 12, AID Handbook 3, Project Assistance, entitled, "AlID Program Designand
Evduation Methodology Report No. 7.
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The evauation shdl be conducted by interviews with project beneficiaries, Digtrict Council members,
the GOZ Department of Nationa Parks and Wildlife Management, USAID/Zimbabwe, Zimbabwe
Trust, Centre for Applied Socia Sciences (CASS) and other ingtitutions and persons affected by
project activities, an by analyss of project documents, surveys, field vidts, and other project output
data gathered from beneficiaries under this project.

The team will use the following data collection and andyss methods :

1.

6.

Review, dl rdlevant project documentation and interview DNPWLM, ZIMTRUST, CASS
and USAID/Zimbabwe gtaff familiar with the project to review the current status of work,
accomplishmentsand progress made sincetheinitiation of the project and their perception
of future needs during the remaining life of the project (and beyond).

Where possibleinterview direct community beneficiaries of the program, with emphasison
beneficiaries below the Chief and Headman leve to determine community perceptions of
the project and how it could be made more effective.

Conduct interviews and discussons with other agencies and organizations, including
Government of Zimbabwe departments, safari operators, NGO's and other donors who
have knowledge of, or whose activities are affected by, the project. Where appropriate
examine work documents, reports, survey results and internd reviews or evaluations that
may be of sgnificance to the assessmen.

Review the management and administrative policiesand procedures of the project, with an
emphasis on co-ordination of project activity including fiscd issues when relevant.

Review and analyze basdline data sets and impact indicators developed by the project for
use in determining project progress.

Determine whether gender issues are being trested successfully by the project.

The team members may use such statistical and other analytical techniques as they deem appropriate
to the tasks assigned them.

USAID will make available dl relevant design and implementation documentation as well as CASS
survey and andytical reports and project related ZIMTRUST and DNPWLM documents.
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Section Six : Individual Scopes of Work
A five (5) member Evauation Team will be composed of :
Team Leader

Primary Responsibilities : Coordinate the mid-term evauation process to ensure assessment
objectives are successtully achieved by theindividud specidigts as well as the team.

Summary of Specific Responsibilities:

Project Design and Implementation |ssues

1. Withother team members determine the extent to which the recommendations madein the
Hitchcock/Nangati Interim Assessment (July 1992) have been addressed.

2. Assess with the assistance of other team members the extent to which implementation
problems continue to exist as a consegquence of the structure, functions and orientation of
the organisations and/or their personnd implementing the project.

3. Determine with the ass stance of other team memberswhat actions might betakento dlow
for greater loca autonomy in utilization of project inputs to respond to perceived
community needsinamoretimely manner. |dentify actionswhich can betakento provide
for more rgpid disbursement of funds in support of community interventions.

4, With other team members recommend further actions that might be taken to reduce the
amount of time required by project implementors to comply with USAID financia and
adminigrative requirements and to streamline reporting and reimbursement processes.

5. With assistance from other team members assess how the project might foster greater
community control and management of non-wildlife resources (eg. safari hunting,
photographic safaris, fisheries, forestry, thatching grass, mineras).

6. Evauate the effectiveness of the NRM Project Steering Committee in improving project
implementation.
7. Asss the Community Development Specididt in identifying actions and inputs (humean,

financid, materid) which may be required over the next 18 months and beyond the life of
the project to enhance the participation of women in decision-making and the control and
management/utilisation of community wildlife and natural resources (including access to
benefits and revenues).

8. With other team members determine how Zimbabwe's Economic Structural Adjustment
Programme (ESAP) has affected project implementation. Given DNPWLM personnel
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congraints imposed by Zimbabwe's ESAP, determine with assstance from Wildlife and
Natura Resource Management Adminigrative Specidist the degree to which the World
Bank's proposed program of support will effectively addressthe Department's deficiencies
ininditutiond capacity (human, materid, financid) in amanner that will support NRMPand
CAMPFIRE objectives during the remaining life of the NRM project and beyond.

Determine with other team members the appropriate bal ance between the devel opment of
physcd infrastructure versus locd indtitutiond development. Evauate whether the rate of
funds disbursement for infrastructure support under the project has been appropriate.

Project Conceptua |ssues

Determine the extent to which the assumptions made during the project desgn remainvdid.
Ouitline any additiona congtraints not identified during project design.

Given that an objective of the Zimbabwe NRMP is to promote natura resource
management, determine with other team members the prospects for this beyond PACD
and the actions required to enhance this objective.

Assess with other team members whether the four digtrict geographic focus of the
Zimbabwe NRMP was appropriate. Evauate the costs and benefits of the NRMP
geographic focus on ZIMTRUST and DNPWLM nationd support to CAMPFIRE
programs outside the NRM project area.  Recommend how relationships with other
CAMPHFRE and DNPWLM implementors outside the NRMP project area might be
strengthened over the remainder of the project and into the year 2000.

With assstance from other team members determine what effect the addition of Hwange
and BulilimaMwangwe Didrictsto the NRMP at alater sagein project design had onthe
digtributionof project inputs to these two districts (and the other project areas) and on the
ability of implementors to meet project objectives.

Evauae with the assstance of the other team members the degree to which communities
will be able to sustain project objectives and activities (ie. substantiad community control
over wildlife and natura resources) by PACD and over the next ten years.

Withthe other team members assess the extent to which indicators of project progressand
benefits to date (eg. increases in food security or income levels) are measurable.

If the community-based resource utilization model isvigble, determinewith other members
what desgn modifications (eg. ingtitutiond involvements and rdationships, government vs.
non-government participation, life of project, geographic coverage, implementation
sequencing, funding levels, etc.), if any, would be gppropriate to creste sustainable wildlife
and naturd resource management and provide maximum benefits for producer
communities.
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Withother team members determinewhether adifferent form of USAID interventionin the
natura resource sector might be more appropriate given lessons learned to date under
NRMP. Taking into account USAID/Zimbabwe's Country Strategic Plan for FY 1994-
1998 recommend what types of intervention might have maximum benefit in supporting
sugtainable wildlife and natural resource utilisation in Zimbabwe.

Recommend with other team members specific changes needed, if any, in the Project
Implementation Schedule and Logical Framework.

Determine what other actions, strategies and targets might be adopted to further the
objectives of the Zimbabwe NRMP component.

Regiona Natural Resource Management Project |ssues

Assess the applicability of the Regiond NRMP design to the Zimbabwe NRMP
component.

Determine whether the Zimbabwe NRMP component is contributing effectively to the
furtherance of the overdl objectives and purpose of the Regional NRMP.

Recommend additiond interventions that might be initiated in furtherance of Regiond
NRMP objectives and purpose, and the SADC Natural Resource Strategy.

Assess the rlationship of the Zimbabwe NRM P component to effortsto protect elephant
and rhino populationsin the region.

Recommend how Mdawi/SADC coordination of regiond anayss and information
exchange might be enhanced, aswell astheflow of output information from the Zimbabwe
NRMP component to Madawi/SADC.

Team Leader Coordination

Oversee the activities and tasks of the evduation team and insure conformance with the
mid-term evauations TORs.

Present evauation resultsordly to USAID/Zimbabwe and project implementors. Integrate
individud team member work products (including evauation findings, conclusions and
recommendations) into draft and final mid-term evauation documents.

Qudifications : Over ten (10) years experience in naturd resource management and ingtitutiona
relationships at the nationa level in developing countries. Over five (5) years experience with USAID
project implementation. At least five years experience working in Africa. Extensive knowledge of
NRM projects in Africa and underlying causes for their successes and fallures highly desirable.
Appropriate degree in anatural resource related field. Proven ability to work well in ateam setting
under fixed deedlines. Excdlent writing and communication skills.
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L ocal Gover nment Specialist

Primary Respongibilities Review dl lawsand procedures under which district governments operate and
which are germans to NRMP and the didtricts roleinit. Outline what district may do, should do and
are prohibited from doing with respect to loca control of wildlife resources and divesting control to
wards and villages. Interview dl digtrict administrators and affs to determine their views of NRMP,
its problems and successes and how the project relates to their adminigtration and adminigtrative
respongbilities. Solicit views and comments from al Council Chief executives and Council officers
assgned to NRMP and Council wildlife committee to obtain from them specific information about
NRMP progress and constraints.

Summary of Specific Respongbilities: under the direction of the Team Leader, the Loca Government
Specidig will :

1. Withassstance from the Community Deve opment Specidigt solicit views about the didtrict
government roleinimplementation from ZIMTRUST areamanagers, the project monitoring
officer, DNPWLM and CASS daff. Formulate recommendations to enhance their
effectivenessin relating to digtrict governmernt.

2. With assistance from the Natura Resource Planning and Policy Analyst assess the extent
to which a clear policy on “appropriate authority' and guiddines relaing to CAMPFRE
has been established by the various agencies involved in the CAMPFIRE Collaborative
Group and identify actions which may be necessary to make this policy more explicit.
Evduate the degree to which Digtrict Councils understanding of “appropriate authority'
continues to vary from those held by other implementors or community resdents. Assess
Digrict Council, WADCO and VIDCO current views on community producer
communities and identify additiona actions which might be taken to foster common
perceptions by Digtrict Councils, WADCOs and VIDCOs.

3. Determine how District Council/Ward/VIDCO perceptions of
ZIMTRUST/DNPWLM/CASS and USAID have affected project implementation and
actions which might be taken to improve collaboration among partners in building
community development capacity under the NRM Project.
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Identify steps that might be taken to improve direct DC, WADCO and VIDCO access
and communi cation with Harare-based funding and monitoring/eva uation agents (including
USAID, DNPWLM, ZIMTRUST) to improve responsiveness, reduce turnaround time
in project gpprovas and modifications and to minimise paperwork requirements.

With assstance from the Community Development Specidist assess whether revenues
digtributed to producer communities are being used to maximum effect and actions that
might be taken to improve community utilisation of these revenues

With assstance form the Community Development Specidist determine whether current
percentage digtributions of wildlife and natural resource revenues among Didrict Councils
and communitiesare gppropriate. Recommend actionswhich might be taken to encourage
further didtribution of revenues and further transfer of revenue management responsibility
to producer communities.

Assg the Team Leader in identifying actions and inputs (human, financid, materid) which
may be required over the next 18 months and beyond the life of the project to enhance the
participation of women in decison-making and the control and management/utilisation of
community wildlife and natura resources (including access to benefits and revenues).

With ass gtance from the Community Development Specidist eva uate the extent to which
locd communities are effectively involved in the "hands-on” management of their naturd
resources.

With assistance from the Community Development Specidist assess the degree to which
communitieshave become able to make decisions about waysto utilisetheir resourcesand
how to alocate the revenues/benefits from such utilisation.

With assstance from the Community Development Specidist assess the degree to which
the project has addressed loca peoples socia and economic/financia needs.

Withassstance from the Community Devel opment Specidist determine the extent towhich
ZIMTRUST heas fulfilled its role in training locd inditutions in community developmert,
management and accounting skills necessary for planning and implementing project
activities.  Also determine the degree to which ZIMTRUST has been able to extend
training not only to executive officers of the Didrict Councils but aso to the Digtrict
Councillors.
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Assg the Community Development Specidigt in determining whether the addition of
natura resource managers, tranersor ZIMTRUST areamanagersto each Digtrict Council
would be an gppropriate use of NRM Project resources during the remaining life of the
project. Assess the appropriateness of current CAMPHRE manager Saffing levels and
responghilities, and, if needed, recommend actionsthat might be taken to increase staffing
levels?

With ass stance from the Natural Resource Planning and Policy Analyst assess how the
anticipated (July 93) restructuring and amagamation of GOZ locd authority under the Rurd
Didrict Council Act of 1988 will affect NRM project objective (eg. the creation of Rurd
Didtrict Councils by combining and restructuring Digtrict Councils and Rurd Councils).

Evduate the extent to which partid re-instatement of the powers of local chiefs may
enhance CAMPFIRE and NRMP objectives.

Assg the Natural Resource Planning and Policy Andyst in recommending actions that
might be taken among GOZ Minigtries and Departments and project implementors to
prepare for legidative change to further devolve authority to WADCOs and VIDCOs for
community management/utilisation of wildlife and natura resources.

Assg the Naturd Resource Planning and Policy Andyst in determining how project
implementors might improve communication with national and loca politica officids to
increase politica support for CAMPHIRE, for achievement of NRM P objectives and for
future interventions

Assess efforts at coordinated land-use planning at the Digtrict, Ward and VIDCO levels
and recommend actions to foster greater coordination (eg. support to Agritex).

|dentify additiond actions that might be taken by District Councils, Wards and VIDCOs
to provide adequate financial and materia support to community CAMPFIRE workersfor
wildlife management, protection, PAC and wildlifelecologicad monitoring.

Assg the Community Development Specidist in assessing the extent towhich ZIMTRUST
adminigrative/financid support to District Councils has been adequate and gppropriate.

Assg the Community Development Specididt in evauating whether the bal ance between
ZIMTRUST inditutional development support and infrastructural support to Digtricts,
WADCOs and VIDCOs has been appropriate.

Asss the Community Development Specidist in assessing to what extent the existing

respongibilities of community CAMPH RE workers in the Didtricts are appropriate and
manageable.
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22. Assg the Community Development Specidist in determining the extent to which
ZIMTRUST has promoted local ingtitutiona development and the congtraintsit has faced.

Qudification At least ten (10) yearsdirect involvement in developing loca government ingtitutions, and
at lesst five (5) years experience in loca government/community development in Zimbabwe.
Professiona skills in public policy formulation and implementation at the locd levd. Extensve
knowledge of successful Didtrict, Ward and Village level. Extensve knowledge of successful Didtrict,
Ward and Village level government operationsin other African contextshighly desirable. Appropriate
degreein afidd gpplicableto public policy and adminigration a thelocd level. Proven ability to work
well in ateam satting under fixed deadlines. Excdlent writing and communication sKills.

Community Development and Small-Scale Enter prise Specialist

Primary Responghilities : Evauate community devel opment i ssues and suiccesses under the Zimbabwe
NRM P and suggest additiond approachesfor strengthening NRM P community development initiatives.

Summary of Specific Respongbilities : Under the direction of the Team Leader, the Community
Deve opment/Small-Scae Enterprise Specidist will :

1 Interview representatives sets of ward and village wildlife committeesin each of the project
areas. Assesstheeffectivenessof loca organisation and suggest stepsthat should be taken
to improveit.

2. Interview a representative group of "traditiond” leaders (chiefs, headmen, sabhukus)

depending on the area. Suggest actions that should be taken to integrate project
implementation with traditiond views and cusoms.

3. Consult with ordinary citizens (not leaders or committee members) about the progressand
problems of the project in the various didtricts. Formulate actions that should betaken to
enhance loca participation.

4, With assstance form the Local Government Specidist determine the extent to which
ZIMTRUST has promoted loca ingtitutiona development and the condtraintsit has faced.

5. Determine how residents in the project's target Wards view ZIMTRUST and whether
ZIMTRUST and Didrict Councils have adequately collaborated in building community
development capacity in the NRM Project areas.

6. Evduate the adequacy of orientation and training of ZIMTRUST personndl.
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With assstance from the Local Government Specidist determine the extent to which
ZIMTRUST hasfulfilled itsrolein training representatives of locd ingitutionsin community
development, management and accounting skills necessary for planning and implementing
project activities. Also determine the degree to which ZIMTRUST has been able to
extend training not only to executive officers of the Digtrict Councilsbut dso to the Didtrict
Councillors.

Evduae how effective ZIMTRUST has been in developing and/or disseminating
gppropriate training materiads in necessary community development, management and
accounting skills.

Evauae whether ZIMTRUST's indtitutiona development monitoring (POM) system is
being used to maximum effect and what additiond actions might be taken to further
strengthen this component.

Assg the Team Leader in recommending actions and inputs (human, financid, materid)
which may be required over the next 18 months and beyond the life of the project to
enhance the participation of women in decison-making and the control and
management/utilization of community wildlife and natural resources (including access to
benefits and revenues).

Evduate ZIMTRUST's effectiveness in assessing the needs of women, facilitating
communication of these expressed needs to VIDCOs, WADCOs and Digtrict Councils,
in providing a mechanism to ensure that women's concernsin wildlifeand naturd resource
management/utilization are conveyed to Didtrict Councilsand in informing women of their
rights and obligations under the project.

Assess ZIMTRUST's effectiveness in expanding the sustainable and profitable use of the
natura resource base by women (e.g. by promoting a generd increase in the level of
economic activities, by transferring technical and problem-solving skills, by reducing
congraintsthat they face such as provision of water, and by enhancing women's accessto
resource income-generating opportunities such as the harvesting and processing of veld
products).

Determine how successful ZIMTRUST has been in fostering expended women's
involvement on community wildlife committees.

Determine the extent to which ZIMTRUST has the capacity to promote the examination
of gender issues and women'sinvolvement in CAM PFI RE through other approaches such
asregiond or nationd seminar(s).

With assstance from the Loca Government Specialist assess the degree to which
ZIMTRUST adminigrative/financid support to Digtrict Councils has been adequate and

appropriate.
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Evauate whether the balance between ZIMTRUST indtitutiona development support to
WADCOs and VIDCOs and infrastructure development has been appropriate.

Assessthe extent to which the existing respongbilities of community CAMPH RE workers
in the Digtricts are gppropriate and manageable.

Determine whether an accelerated gpproach to training of Community CAMPHRE
workers and locd community leaders would be appropriate and feasible during the
remaining life of project. Identify actionswhich may be necessary to develop asystemetic
training plan for community CAMPFIRE workers and community leaders at the Didtrict,
WADCO and VIDCO levels.

With assgtance from the Wildlife and Natural Resource Management Adminigtrative
Specidist assess the extent to which DNPWLM and ZIMTRUST have collaborated in
training for wildlife and naturd resource monitoring and wildlife protection. Identify
mechaniams to improve perceptions of DNPWLM by residents in the project's target
WADCOs and VIDCOs.

Assess whether inputs to ZIMTRUST (human, materia and financia for community
development have been used appropriately. Determine whether they have been sufficient
for the organization to carry out its role under the project.

With assistance from the Loca Government Specidist determine whether the addition of
natural resource mangers, trainers or ZIMTRUST areamanagersto each District Council
would be an gppropriate use of NRM Project resources during the remaining life of the
project. Assess the appropriateness of current CAMPF RE manager staffing levels and
respongbilities, and, if needed, recommend actionsthat might be taken to increase staffing
levels

Recommend additiona inputs (personnd, training, materiad and financid support) which
may be necessary over the near-term to strengthen ZIMTRUST's role in developing
community cgpacity to cary out effective community development and locd
management/utilization of wildlife and natura resources.

Identify additiond actions that might be taken to reduce the amount of ZIMTRUST deff
time devoted to deding with USAID regulations and to handling the various adminidrative
and managerid demandsthat are required of them under the ZIMTRUST grant agreement.

Suggest actions which might be taken to further improve ZIMTRUST/USAID
communication and coordination on financiad and adminigrative procedures.

Assg the Loca Government Specidigt in soliciting views about locd participation in
implementation from ZIMTRUST aea managers, the project monitoring officer,
DNPWLM and CASS déff, and in formulating recommendations to enhance their
effectivenessin relating to digtrict governmern.
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Assg the Locd Government Specidigt in evauating the extent to which local communities
are effectively involved in the “hands-on" management of their natura resources.

Assg theLoca Government Specidistin ng the degreeto which communities have
become able to make decisions about ways to utilize their resources and how to dlocate
the revenues/benefits from such utilization.

Assg the Locd Government Specidist in assessng the degree to which the project has
addressed loca peopl€'s socid and economic/financia needs.

Assg the Local Government Specidist in determining whether current percentage
digributions of wildlife and natural resource revenues among Didtrict Councils and
communities are appropriate and in recommending actions which might be taken to
encourage further distribution of revenues and further transfer of revenue management
respongbility to producer communities.

Assg the Locad Government Specidist in assessng whether revenues distributed to
producer communities are being used to maximum effect and actions that might be taken
to improve community utilization of these revenues.

Evauaethe usefulness of CASS studies and andysesto project implementorsand CASSs
effectiveness in disseminating research results and advisory services.

Recommend actions and inputs that may be required to improve communication of
research results and provison of advisory services with other implementing agencies or
organizations whose activities affect, or could affect, achievement of NRMP and
CAMPFIRE objectives.

Identify further actions which might be taken to improve CASS'USAID adminigtrative
relationships.

Recommend actionsthat might betaken by CASS ad USAID to encourage the University
of Zimbabwe and the university bursary to provide CASS with greater fisca and
adminidrative autonomy.

Evaduate CASSs indtitutional needs and capacity building requirements to improve the
Centresss effectiveness in support of NRMP and CAMPH RE objectives.
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Qudifications: At leadt ten (10) yearsdirect involvement in community development and smdl-scde
enterprise training in Africa or other Third World settings, with & least five (5) years experience in
community development rdated work. A minimum of five (5) yearsin establishing sustainable smal-
scade community-based enterprises in rura settings and professona skills in socio-economic
assessment and monitoring a the community level. Natura resource management experience an
advantage. Extensive knowledge of successful community/private sector joint ventures and sustaingble
and| enterprise projects in Africa highly desirable.  Appropriate degree in a field applicable to
community development. Proven ability to work, will in ateam setting under fixed deadlines. Excellent
writing and communication skills.

Wildlife and Natural Resour ce M anagement Administr ative Specialist

Primary Responsibilities

To evduaethe effectivenessof DNPWLM and ZIMTRUST in building community capacity inwildlife
and natura resource management and protection and to identify additiond actionsand inputswhich may
be required to improve community wildlife management/utilization, monitoring, problem anima control
(PAC) and wildlife protection in the project aress.

Summary of Specific Responghbilities: Under the direction of the Team Leader, the Wildlifeand Natura
Resource Management Adminidrative Specidist will:

1. Assess the degree to which DNPWLM and District Councils, WADCOs and VIDCOs
have adequatdly collaborated in the management, monitoring and protection of wildlifein
the Project aress.

2. Determine whether inputs to DNPWLM (human, materia and financid) for wildlife

conservation have been used agppropriately and whether they have been sufficient for
DNPWLM to carry out its role under the project. Determine whether personnel have
received adequate training and orientation.

3. Ass g the Community Devel opment Specidist in assessing the extent to which DNPWLM
and ZIMTRUST have collaborated in training for wildlife and naturdl resource monitoring
and wildlife protection and inidentifying mechanismsto improve perceptionsof DNPWLM
by residentsin the project's target WADCOs and VIDCOs.

4, Recommend how DNPWLM might become more effective in training of project area

communitiesin wildlife and natura resource management, monitoring and protection (e.g.
village leaders, wildlife committees, teachers, Community CAMPH RE Workers, €tc.).
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Suggest additiona actions and inputs which may be required to enhance the Department's
rolein developing community capacity to carry out effective wildlife and natural resource
management, monitoring and protection over the life of the NRM Project and the longer-
term.

Identify additiond actions which may be necessary to ensure the NRMP DNPWLM
extens on/interpretative program component is implemented successtully.

Suggest additionad actions which might be taken to increase DNPWLM middle
management understanding and support of CAMPFIRE principles.

Assess the extent to which DNPWLM regiond offices have control over project inputs
(humen, materid, financid). Recommend actions that might be taken to increase regiond
DNPWLM control.

Assg the Naturd Resource Planning and Policy Andyst in determining the degreetowhich
other non-governmenta organizationsinvolved in wildlife and netura resource management
might further assst the DNPWLM in carrying out village, ward and didtrict level training

and capacity building.

Assg theNaturd Resource Planning and Policy Andlyst in determining the degreetowhich
DNPWLM responshilities as outlined in the Project Paper (e.g. wildlife and ecologica
monitoring, land-use planning, enforcement) might be shared with other agencies or
organizations.

Identify actions and inputs (human, materid, financid) which may be required to improve
problem anima control (PAC) and wildlife protection in the project area, both by
DNPWLM and community CAM PH RE workersover theremaining life of the project and

beyond.

Given DNPWLM personnel constraints imposed by Zimbabwe's Economic Structural
Adjusment Program assst the Team L eader in determining the degreeto which the World
Bank's proposed program of support will effectively addressthe Department's deficiencies
inindtitutiond cgpacity (human, materid, financid) in amanner that will support NRMP and
CAMPFIRE objectives during the remaining life of the NRM Project and beyond.

Assg the Naturd Resource Planning and Policy Andlyst in identifying additiond actions

which might be teken to further improve NPWLM/USAID communication and
coordination on financid and adminigrative procedures.
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Qudifications: A minimum of ten (10) years experience in wildlife management adminigtration and
knowledge of civil service system organization and personnd development planning, especidly in
Zimbabwe, organizationd management and adminidiration with an emphasis on mid- and lower-level
daff devedopment. At least five (5) yearsexperiencein Zimbabwe or other Southern African contexts
as an organization and management advisor. Extensve knowledge of dternative gpproaches to civil
service operations in developing countries and familiarity with aternative cogt-effective approachesto
wildlife/natura resource monitoring in African countrieshighly desirable. Proven skillsin budgetary and
financid management. Proven ability to work will in ateam setting under fixed deedlines. Excdlent
writing and communication skills.

Natural Resour ce Planning and Palicy Analyst

Primary Respongibilities: AssessZimbabwe'sinditutiona arrangementsin support of community-based
management/utilization of wildlife and naturdl resources, policies, programsand legidation. Recommend
specific drategies for improving community development/natura resource policy, planning, legidation
and regulations to enhance interminigteria and interorganizationa cooperation and coordination.

Summary of Specific Respongbilities: Under the direction of the Team Leader, the Natural Resource
Fanning and Palicy Andyst will:

1 Interview rdlevant people at the ministerid level of government to assess commitment to
NRMp and the sate of communication and cooperation within this level and with lower
levels about the project.

2. Determine with other team members how effective and efficient the implementing partners

have been as a collective in the Project area.  Evauate the extent to which they have
responded appropriately within the context of the Zimbabwe NRMP's project purpose,
objectives and operating assumptions.

3. Evduate the degree to which USAID has become moreflexiblein its approach to project
implementation to support the NRMP's ostensibly “bottom-up’ community development
orientation as aresult of recommendations identified in the interim assessmen.

4, Identify additional opportunities for smplifying USAID adminigrative procedures or
organizationd arrangements (or for increasing USAID flexibility ininterpreting financid and
adminigirative requirements) to improve project effectiveness among project partners.

5. With assgtance from the Wildlife and Natura Resource Management Adminigrative
Specidist identify additiona actions which might be taken to further improve
NPWLM/USAID communication and coordination on financid and adminidrative
procedures.
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Assess the degree to which the CAMPFIRE Association's current responsibilities are
appropriate and manageable.

Assess CAMPHRE Association relationshipsto the four districts under NR<MP and the
benefits they receive from CAMPHF RE Association membership.

Suggest what additiond role the CAMPFIRE Association might play in resolving conflicts
and promoting CAM PFIRE objectivesat the Digtrict Council, Ward and VIDCO leve and
what resources (human, materia, financia) would be required from donors for this
purpose.

Determine the legd satus of the CAMPFIRE Association with the Government of
Zimbabwe and actions which may be necessary for the Association to receive grant
support from USAID.

With the assstance of the Wildlife and Naturd Resource Management Administrative
Specidis and other team members determine the degree to which other non-governmental
organizations involved in wildlife and natura resource management might further assst the
DNPWLM in carrying out village, ward and didtrict leve training and capacity building.

Determine what actions might be taken over the life of project to improve interminigterid
coordinationand communication in support of CAMPFIRE objectives and sirategieswhich
might be followed over the longer term.

With assstance from other team members eva uate the advantages and/or disadvantages
of increased participation from other Minidtries, agencies and organizations involved in
natura resource management/utilization and community development in support of NRMP
and CAMPFIRE objectives (eg. Ministry of Loca Government, Rural and Urban
Development, Ministry of Lands, Agriculture and Water Development, the Forestry
Commission, the Department of Natura Resources, the Cooperatives Department of the
Ministry of Nationa Affairs, Employment Creetion and Cooperatives Development, the
Minigry of Education, NGOs, Agritex extenson workers, community development
workers, rurd community coordinators, district community development officers,
environmenta hedlth technicians and teachers). Assesswhether the extension activities of
such organi zations could beintegrated and strengthened locally in support of CAMPHRE
and NRMP objectives without increasing bureaucratic impediments.

Recommend how useful participation might be encouraged over the remaining live of the
project and beyond.

With the assstance of the Wildlife and naturd Resource Management Adminigtrative
Specidist determine the degree to which DNPWLM respongihilities as outlined in the
Project Paper (eg. wildlife and ecologica monitoring, land-use planning, enforcement)
might be shared with other agencies or organizations.
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Withass stance from the Loca Government Speciaist and other team membersdetermine
how project implementors might improve communication with nationd and loca politicd
offidds to increase politica support for CAMPFIRE, for achievement of NRMP
objectives and for future interventions.

With asssance from the Locd Government Specidist and other team members
recommend actions that might be taken among GOZ Minigtries and Departments and
projet implementors to prepare for legidative change to further devolve authority to
WADCOs and VIDCOs for community management/utilization of wildlife and natura
resources.

Assess the degree to which other donorg/organisations may be interested in supporting
NRMP CAMPH RE objectives during the remaining life of the project or beyond.

Assg the Loca Government Specidist in assessing the extent to which a clear policy on
“appropriate authority' and guidelinesrdating to CAM PFIRE have been established by the
various agendiesinvolved in the CAMPFIRE Collaborative Group and in identifying actions
which may be necessary to make this policy moreexplicit. Assg in evauating the degree
to which Digtrict Council's understanding of “appropriate authority' continuesto vary from
those held by other implementors or community resdents, in assessing Didtrict Council,
WADCO and VIDCO views on community participation and the digtribution of wildlife
revenues to producer communities and in identifying additiona actions which might be
taken to foster common perceptions by District Councils, WADCOs ad VIDCOs.

Assg the Loca Government Speciadist in assessng how the anticipated (July 93)
restructuring and ama gamation of GOZ locd authority under the Rurd Digtrict Council Act
of 1988 will affect NRM project objectives (e.g. the creation of Rural District Councils by
combining and restructuring Digtrict Councils and Rurd Councils).

Qudifications: Over ten (10) years internationd experience with nationd-level natura resources
management palicies, policy-making and legidaion, and ingtitutiond reaionshipsinvolving Government
Minidries. At least five years experience working in sub-Saharan Africa. Extensve knowledge of
NRM projects in Africa and underlying causes for their successes and failures highly desirable.
Appropriate degree in a natura resource related field. Proven ability to work well in ateam setting
under fixed deadlines. Excdlent writing and communication skills
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Section Seven : Reporting Requirements

The format of the evauation report will follow AID guideines established in the "The Supplement of
Chapter 12 of AID Handbook 3", and shal organise materids responding to the Statement of Work
and include an executive summary not to exceed five pages, findings, conclusons and
recommendations, lessons learned, a table of contents, the body of the report, and appropriate
appendices (eg. logicd, framework, eva uation scope of work, contact lit, bibliography, €tc).

The team leader, and other team members as appropriate, shal meet a a minimum weekly, while in
Zimbabwe, with the USAID/Zimbabwe NRMP Project Administrator for a progress report. Any
issues encountered will be raised during these meetings. The team leader shall prepare a brief
annotated outline for the proposed final report within the firg three days of the assessment, together
withindividua team ember task respongibilities, estimates of level of effort per task and aproposed time
schedules for interviews and preparation of draft sections for each member of theteam. The Project
Adminigrator will review the draft outlines and eva uation schedules and make such adjustmentsas shdl
be required by USAID/Zimbabwe. Thereport will bewritten jointly by the assessment team under the
coordination of the team leader who will be responsible for submission of the document to relevant
ingtitutions and for leading debriefing sessons and presentation of the find draft report.

The eva uation team leader shall submit three copies of atyped draft report to USAID/Zimbabwe for
comment no more than four weeks after date commencement of the evauation and no later than five
days prior to the team's departure. A comprehensive ora report (briefing) should be given to the
Mission Project Implementation Committee two days later.

Within two weeks of submisson of the draft report theteam leader will recelve comments on the report
from USAID/Zimbabwe. Two additiona days per team member will be provided for additiona
revisons that may be required by USAID/Zimbabwe prior to findizing the assessment document. An
additiona five days shal be provided for team leader incorporation of team member and
USAID/Zimbabwe suggested revisons. The team leader shdl then respond to these comments and
submit twelve copies (even bound and one not bound) of the fina report to USAID/Zimbabwe no
later than two weeks after receipt of comments.
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Annex G: Project Implementation | ssuesto be Addressed by theInterim Evaluation (TOR,
pp. 11-35)

NOTE: The numbersin the following table refer to TOR task numbers. The table shows
the correspondence between the TOR for the overal assgnment and the tasks
assigned to individua consultants.

Code: TL Team Leader
CDSSES Community Development & Small-Scale Enterprises
LGS Loca Government
NRPPA Naturd Resource Planning and Policy Advisor

WNRMAS Wildlife and Naturad Resource Administration
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Project Implementation |ssuesto be Addressed by the Interim Evaluation (TOR, pp. 11-35)

Annex G

Responghility

Issue TL CDSSES LGS NRPPA WNRMAS
Conceptud issues (TOR, pp.11-12)
1. Towhat extent do design assumptions remain vaid? 10
2. Isthe 4-digtrict Project focus appropriate? 12 1
3. What was the effect of 2 additional districts during Project design have on 13

input distribution and the ability of the Project to meet its objectives?
4.  What is the opportunity for natural resource management to continue after the 11,14

end of Project activities?
5. To what extent can communities carry on Project activities and objectives after

the end of Project activities?
6.  Towhat extent are indicators of Project progress and benefits measurable? 15 22
7.  What design modifications are appropriate to ensure Project benefits and create 16 3,10

maximum benefits?
8.  How has ESAP affected implementation of NRM? 8
9.  Would adifferent form of USAID intervention better address NRM issues? 17

What might these forms be?
10. What specific changes are needed, if any, in the Project Implementation 18 2,3

Schedule and Logical Framework?
11. What other actions, strategies and targets might further the objectives of the 19 2 2,22

Zimbabwe NRMP?
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Responghility
|ssue TL CDSSES LGS NRPPA WNRMAS
Desgn and implementation issues (TOR pp. 13-14)
1. To what extent have the recommendations of the Interim Assessment been 1 6,7,8,9 20 17 2
addressed?
2. What actions might permit increased local autonomy in the utilization of 3,5 4,5,7,8,9, 26, 27, 28, 1,2,5,6,8,9, 14, 18,
Project inputs to respond to community needs? 29, 30, 31 19
3. Arethere opportunities to reduce the time required to fulfil USAID financia 4 23,24,33,34 4 3,4,5
and administrative requirements?
4. How effective has the NRM Project Steering Committee been in improving 6 23
Project implementation?
5. What actions and inputs are required to enhance the participation of women. 7 10, 11, 12, 13, 14, 7
6.  What is the appropriate balance between development of physical infrastructure 9 16 20
and local ingtitutional development? Has Project funding of infrastructure
been appropriate?
Project organizational issues (TOR, p. 13)
1. How effective have the implementing partners been as a collective? Have they 15, 35 11, 12 1,2, 18 1,3
responded appropriately to the requirements of the Project?
2. Do implementation problems continue? Might inputs overcome these 2 17, 20, 21, 35 11, 21 1
constraints?
3. What are the advantages and disadvantages of increased participation by other 18, 21, 32 13, 14, 15, 16 6, 10, 12, 13, 16
agencies, ingtitutions, and ministries?
4. What actions might improve interministerial coordination and cooperation to 18, 21 7,8,9, 11, 14, 15

support CAMPFIRE objectives?




Annex G

Issue

Responghility

TL

CDSSES

LGS

NRPPA

WNRMAS

Regionad NRM issues (TOR, p. 14)

exchange be improved, as well asits flow of information to Zimbabwe
NRMP?

1. How applicable is the Regiona NRMP design to Zimbabwe's NRMP 20
component?

2. Is Zimbabwe's component contributing to the objectives and purpose of the 21
Regional NRMP?

3. Arethere additional interventions that might further regional NRMP objectives 22
and purpose, as well as enhance SADC's Natural Resource Strategy?

4.  What is the relationship of Zimbabwe NRMP to regional efforts to protect 23
elephant and rhino populations?

5. How might Malawi-SADC coordination of regional analysis and information 24

NOTE: Thistabular TOR is an abbreviated form of the TOR provided as part of this contract. Readers should refer to the origind document for further
explanation of issues and activities. Numbersin cells refer to individua TOR task numbersin the origind contract.
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COMMUNITY PARTICIPATION IN NATURAL RESOURCE MANAGEMENT

The objective of community development is to get each village progressvely moving towards
sugtainably practisng environmentaly-safe natural resource management in a manner that is both in
accordance with government policy yet customised according to the prevailing

@ date of the natura resources each village has the right to use;

(b) accesshility of each village to resources, markets and any regiond indtitution including credit
or other sources of assistance that may be made available;

(© individua and collective willingness and capability of the villagers and villages, and

(d) redl and perceived needs of individuals and groups of villagers and villages.

There are other obj ectives which are implicit in this overdl objective that need to be smultanecudy
redised. Amongst these are the progressive development of villager and village awareness and
understanding of

@ the extent to which the quality of life of each villager and village depends on how well
they are able to protect their immediae environment;

(b) the need for change; and

(© how changes in both the immediate environment and qudity of life sem from the
individud and collective choice of activities and inter-rdationships and trade-offs
between, for example, activity choice, quaity of life, choice of foodstuffs (product mix
and diet), access to the safe domestic water supplies, and waste disposd, €tc....

All of these objectives involve choice. Such choices could be prescribed and imposed. Or they can
be made in a participatory manner, and there isawhole spectrum of intermediate postions. The more
prescriptive an approach the less the need to foster participant avareness and understanding, and the
more difficult it isto atain a self-sustaining, self-enhancing result. Under a participatory approach the
choiceswill vary with the circumstances that confront each villager and village & thetimethey arecalled
uponto participatein adecision. One of these circumstanceswould bethe level of assi stance offered.
Increasing the levels of assistance provided in order to entice villager or village participation may
enhance initid leves of participation, but it will dso mask the extent to which whatever isachieved will
be continued oncethe levels of assstance provided are no longer available. To maximise post-Project
sudtainability, the Project would put in place an ongoing process that enablesvillagersand villagesto:
identify their needs; propose their own and be exposed to and consider dlternative solutions; choose,
then plan and implement their preferenceswithwhatever levels of assistance can beprovided. The
only restraints placed onvillager and village choice by other participants (the government and regiond
officdds, the financiers and any technica assstance provided) is that whatever is chosen must be
demondtrably in line with prevailing government, regiona and Project policies and objectives to be
eligible for any form of Project or other sources of assistance.
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We suggest a village-level, resdent-centred problem census problem-solving (RC-PCPS) planning
process. This ongoing approach, which is repested annudly, hdps individuds identify and rank the
problems they face and to seek out and suggest their own solutions. It introduces and demonstrates
invillage and on-farm dternatives to these solutions, and provides sufficient resources to alow
individuas to prove they can achieve the same results. It leaves the choice of which solution to adopt
to theindividua and groups of individuasand villages. Some of these decisonswill be associated with
externa assstance; others will not — and that information must be provided and understood by each
individud and group before they make their decisions. Appropriately designed, a RC-PCPS planning
process produces a succession of rolling annud plans that marry individua willingness to participate
withavailablelevesof individual, government and externa assstance. The entire processiscarried out
in the village with the individuals and this requires regular visits to each village. In so doing it
automaticaly produces solutionsthat can beimplemented relative to the resources, capabilitiesand ease
or difficulty with which each village can be accessed.

The gpproach is initiated with smple, easily understood concepts and activities, and is progressvely
evolved a rates commensurate with the initid and subsequent levels of awvareness, understanding and
proficiency the villagers and villages and regiond staff display. It is iterative, non-threatening and
people-oriented. It is non-prescriptive and basically learned on-job by doing, using the villagers and
villages and existing in-line regional staff working with the Project-funded advisers. Asit evolves any
need for inditutiond reform aso emerges, but initidly it only involvesthe provision of saff that can be
deployed to work full-time on the gpproach as they are trained to become community development
pecidists. After three years (iterations) the villagers and villages and regional staff are generaly
suffidently wel practised in itstechniquesto continue with little outs de assstance. Themore proficient
of thein-line gaff are generdly aso sufficiently confident to repest the processin new villages. But, as
aprocess, itisaways capable of beingimproved. Indeed, asthe Project areadevel opsand as markets
appear and villagers and village aspirations grow, it is important that the process continues to evolve
asameansof introducing new concepts, activities and procedures, and to avoid stagnating to the point
of no longer being relevant to the emerging demands of the more developed participants. The
inditutiona setting is generdly in need of Smilar evolutionary adjusment.

The nature and extent of participation by communities that indicate a willingness and capacity to
become involved with the Project would be determined usng RC-PCPStechniques. Thisisconducted
inthevillage and isanon-threatening, focused discussion that uses small group dynamicsto dicit: firdt,
a complete and ranked census of the real and perceived problems of individuas, households, and the
village asawhole; and second, the community's proposed solutions to these problems.

The RC-PCPS gpproach provides the setting in which al participants can contribute. No problemis
rejected; al solutions are consdered. Community members are the only contributors. The final
prioritisation of problems and preferred solutionsistheirs. the Project's contributions are confined to
fadlitating the creation of the setting in which the RC-PCPS approach can be conducted. the Project-
provided RC-PCPS"facilitation” must not contribute to the discussion other than to explain the process.
No promises are made to avoid raising expectations at this early stage of planning.

The problem census process is flexible, but normaly would involve the following sepsfor avillagein
the Project area:
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* Arrange problem censustime and location after initid contact with the village. At this Sage
options for segregation are | eft open but the village leader and other community members are
invited to make adecison by the time of the problem census.

*  The problem census commences with the coming together of the community. If segregationis
preferred, men and women may meet in separate locations. Problems from dl groups are
considered equally, but we do not believe it should impose outside vaues on participating
communities during the problem census. The poor and women can be targeted by careful
definition of the activity framework. the Project's Community Development Specidist would
explainthe processand, with other staff from regiond indtitutions, facilitate the problem census.
Participantswork asindividuas, smdl groups, and then asacommunity in astructured process
to record, either with paper and pencil or through thefacilitators, problemswhich they percelve
a the household and village leve.

» Participants regard the lists of ranked problems from small groups and collectively prioritise
these problems to form aranked problem census for the village community. Thisis recorded
by the facilitator. After this, gopropriate community groups and inditutional staff would visit
selected aress of village land to darify the nature of priority problems and explore possble
solutions to those faling within the mandate of the Project.

» Possble solutionsto priority problems are identified by participants with involvement from the
Project. Thisisthefirg problem-solving session which introduces Project components, and
the framework within which the Project can work, to participants. It dso clearly identifies
problems which are outsde the Project mandate. Solutions to problems which fal within the
Project mandate are generdly recorded to form an indicative village plan. These solutions
become activities for detailed discussons during the second problem-solving session where
annud village plans are prepared.

Solutions identified during the first problem-solving sessons are used by the Project to prepare adraft
village plan. This is indicative only and is used to implement Project activities with participating
communities. Budgetsfor each village areaare used to ensure that activities sdlected during the second
problem-solving session are appropriate to ingtitutiona capacity and Project budgets. The first
problem-solving sesson would include discusson and development of rangeland management plans
with villages. Thiswould indlude strategies for community management of common lands.

Figure H.A presents the logic of the planning cycle which the Project would useto plan and implement
Project activities. Figure H.B represents the relationship between problems identified by community
problem census and problemswhich fall within the Project framework. Problemsinset (A) fal outsde
the Project objectives and cannot be addressed by the Project. 1n our experience, villagerswill accept
this, and prefer to know what the Project will address. They are innately suspicious of Projects
claming to be able to solve dl problems. Problems in set (B) have solutions which fal within the
Project'sframework. These componentswill bereadily adopted within village and household capacity
to do so. These components can be used as incentives to increase adoption of solutionsto problems
inset (C). These are components which solve problemswhich the Project wishesto address but which
are not regarded as priorities by participating villagers. Such components often have collective rather
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thanindividua benefits, aswell asalonger pay-back period, and may include issues such aswasteland
and wildlife management. Bdancing (B) and (C) is the art which participatory natura resource
management requires for successful implementation.
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FigureH.A. Proposed village planning cycle
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Figure H.B. Village problems and Project activities
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After the community’s problems and sol utions have been documented, the same small group dynamic
techniquesthat comprise RC-PCPS are used to discussin detail with participantswhat the Project has
to offer, the conditions under which the activity must operate, and the nature of each activity the
Project's participating organisations are mandated to implement with that particular village. Solutions
to priority problems faling within the mandate of the Project are identified from the menu of Project-
supported options available to participants. Each solution or set of solutionsis discussed in detail and
animplementation plan agreed between gopropriate government indtitutions and community groupswith
inputsfrom the Project. A village-leve land management plan for each village could form an important
part of the package of solutionsto be implemented by the Project. The end point of this procedureis
anannud plan of natura resource management activitieswhich thevillagershave chosen. Itisther plan
of action for the coming year and has been chosen from within the spectrum of interventions and
treatments the Project is mandated to undertake.

The annud village plan identifies who isto do what, where and when. It clearly identifies each villager
or group of villagers who have agreed to participate and the land areas on which this participation is
to take place. It equdly identifies which agency would deliver Project inputs, which of these Project
inputs would be free (if any), and the price and conditions associated with payment for other
components. Natura resource management plans would detail how community members using those
resources would organise themsdlves to collectivdly manage them. The grouping, sdected and
organised by the community, would be the vehicle through which Project activities would be
implemented. The planning process is completely informal. 1t is documented on the wall sheets and
used during the RC-PCPS sessions, and it isfrom these that the lists of participating househol ds, agreed
activities and hence required inputs are drawn up by the Project.

Once annud village plans are findised they are aggregated into an annua plan for each ward and
digrict. Thedigrict plan isthen disaggregated by government and non-government agencies. These
components then become part of those agencies annud plans. Each agency then forwardsits Project
activitiesin itsnorma annua budget. Similarly, annud Didtrict plans are aggregeted to form an Annua
Project Plan which outlines activities, budgets and financid commitments for the Project, the
counterpart agencies, and community groups. This forms the annud outputs againgt which Project
implementation is monitored. Expected outputs, expenditure and implementation targets are detailed
in the annual Project plan as are flows of funds and participants.

Commitments made during problem-solving sessions, by participants and by ingtitutions providing
services or technica support, form the basis for Project implementation. These commitments would
be recorded in writing and would include an implementation caendar for certain activities; labour and
other inputs from participants, services, equipment and training provided by indtitutions, and
procurement needs. The detailed implementation schedule would then be put into operation. This
would start with gppropriate demonstrations and research, aswell asimplementation of activitieswhich
solve priority problemsidentified by the participants. Participating households could replant gullies, and
habitat management groups in each participating village could meet. Project activities and daily work
would overlgpin many casesand gradudly the village planning process would become one of the steps
in the decison-making process a individua, household, and village levels. In this way, communities
in the Project area will art to become more conscious of their role as natural resource managers.
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Smilarly, government ingtitutions will increasingly work together and rely on participatory gpproaches
to program planning and implementation.

The RC-PCPS processisrepeated annually but thetime with which the process can be conducted and
processed into the required village and Project annud plans declines as the communities and Project
gaff involved become morefamiliar with the procedure. By Project completion therewould beawide
spectrum of natural resource management experience amongst participants. Participatory areaplanning
is arolling annuad mechanism which quickly becomes inditutiondised as a village decison-making
process.

The Project and its participating agencies would monitor the implementation of Project activities. In
particular, it would monitor where interventions are actualy implemented, to ensure that they are
consgent with village and Didtrict plans and the objectives of the Project. They would monitor the
ar eatreated by each intervention so that incremental production information can be derived fromyield
data provided by existing agricultural statistics and auto-recorded information. Finaly, the Project's
management unit would monitor the rate of Project implementation.

We bdlieve that the monitoring process should itsdf contribute to the strengthening of peopl€'s
capacities for participation and natural resource management. This is because participation is not a
short-term objective. Auto-recording monitoring techniques exist for use in participatory natura
resource management Projects. Theserely onthe development of monitoring strategieswhich provide
answersof interest to participantsaswell asto the Project. Annua activitiesare not difficult to monitor
quantitatively (i.e. what was done) but with most natural resource management Projectsit is also
important to monitor where activities were implemented. Thisis a spatid as well as quantitative
monitoring sysemwhichisrequired. A smplegeogr aphical infor mation system(GIS) canincresse
the efficiency of thiswork where large Project areas are to be monitored.

Where there are large numbers of participants in a Project and there are equity issues concerning
gender, ethnicity, or poverty, monitoring data need to be collected at least to the household level. This
volume of datais most congtructively used with aM anagement | nfor mation System (MIS) which
can identify beneficiaries, Project activities, and flows of Project investment. Sdf-recorded data
collected from each participating household provide a powerful auditing tool when combined with a
MIS.

Monitoring data would be used at village and Didtrict level to modify Project activitiesto better adapt
themto the local environment and to ensure that Project interventions are implemented in accordance
with micro-catchment plans.

In a Project such as this, in which the risk of physical degradation of the land resource is being
countered, it is essentid to centre work around the people actudly carrying out the daily operations
which cause the unwitting degradation. In thevillagesit often isthe women who do much of this. They
must therefore be involved in dl the micro-planning if any degree of successisto be achieved.
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It is easy to Sate the solution but harder to achieveit. But this particular problem isimportant and to
some extent the ultimate success or falure of the Project hangson the ability to achievethetota support
of village women. In particular, we give strong encouragement to the Project and its participating
agencies to recruit as many women daff as possble. Particular support is essentid to the training of
women from the gaff and from the villages, and severd locd training consultants will be women.

For the Project to establish both an effective management regime and an operationa geographica
information system, it will be essentia that computerised MISs be developed. These systems would
have the objectives of providing alinkage between Project planning, monitoring and decision-making
activities and streamlining Project information flows. The systems developed would be capable of
providing rgpid collation, analysis and management reporting of the data so that itstimely presentation
would be of most advantage to Project management.

With this focus and under the circumstances currently prevailing in the Project area, the success of
community development would be measured by the success of the process to continue after Project
completion. Thistrandates to the extent to which the process has enabled individuas and groups of
villagersand eventualy villagesto make and continue to make responsible decisionsfor changethat are
in accordance with government, regiond, and Project policies and objectives. Tangible measures of
the component's sustainable successinclude: the number of villagesinvolved in the Project; the number
of groups in these villages actudly making and implementing their own decisons, improvements in
qudity of life; and measurable reductions in environmental degradation. In effect, the process is
designed to amdiorate condraints arisng from villager and village reluctance to participate. This
increases the rates a which villagers and villages choose to adopt and continue to practice new
activities. Progressvely, the rates of participation and the adoption of new practices rise to the limits
imposed by the availability of resources, technology, villager capability and markets.

Thetraining eements in the demonstration and skill improvement described above would be further
augmerted by the use of field days a the site of the Project-controlled demonstrations and more
progressive Project participants fields, vigtsto other villages, and study toursto villages and activities
inneighbouring didricts. All of the processes and activities to be introduced could be underpinned by
the use of mimeograph cartoon fliers that show each step that needs to be followed to achieve the
required results. Where possible, video material could aso be used, and the exchange of such materia
between villages used to develop a twin village concept prior to attempting to arrange reciprocal
exchanges of village personnd to learn first-hand from each other. This gpproach is geared to the
adaptationof technologiesand activitiesaready in usein other developing countries. Thereiscurrently
more than sufficient materid available from these sources to meet the demands of community
development in the Project area for at least half a decade, by which time a nationaly-sponsored
extenson and research Project might be availableto build on the adaptive capailitiesestablished inthis
Project.
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