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Executive Summary 

Throughout Afnca, dunng the last 10-15 years, conservatlonlsts have been deveiopmg approaches 
to hnk conservatlon with development. The hypothesis was that aliowlng fuller parhapahon of 
conununltles m natural resource management and providmg for  the^ development needs would 
posruvely Impact the conservatlon of a pamcular resource or protected area Most of these 
Integrated Conservation and Development Projects (ICDPs) substltutcd resources on the farm srte 
for those lost due to the protechon of an area (e g., agro-foresay); gave people only h t e d ,  or 
no, access to the protected resources, and at the same tune, tned to mcrease theu pamcipauon tn 
the management of these resources hccnbves for partlcipaaon were h t c d  because, at the end 
of the day, communities had lost access to resources that  the^ hvehhoods depended on 

In Botswana., the Urzlted States Agency for Internahond Development (USAID) and the 
Government of Botswana (GOB) have been supporhng the Natural Resources Management 
Project (NRMP) slnce 1989. NRMP IS actlvely promohng commun~ty capacrty to manage then 
own natural resources, not by subsutuang nanval resources on the farm, but through real 
economc returns based on the communlhes' use of resources This focus on enterprise 
development has provlded rncentives for communltles not just to partmpate m natural resource 
management, but to take rtsponsibhy over  the^ resources and economc development. In 
Botswana, tbus approach ts called commumty-based nafural resource management, or CBNRM, 
and has attracted considerable 111tem among a wde range of donors, government agenctes and 
offic~als and wrthm the wmmmtm themselves as a vehcle for lverslfymg the rural economy, 
whde mm-g or mproving the enwonment 

The Botswana component of the NRMP, funded by USAID as part of rts assistance to the 
Southern &can Development Commuruty regon, ~IIDS to promote sustaurable, comervanon- 
based development on lands that art marglllal for crop produchon and domestic hvestock In its 
work toward CBNRM the NRMP had the followtng set of goals, purposes and objecnves 

Goal: 
In- rncomcs and enhance capabhty to meet bast human needs through susratnahle 
u-on and conservahon of natural resources, parcxcuiarly wildhfe 

I 

Subgoal: 
Promote sustamablc development of comrnunltles on lands that are maqpally sutable for 
agriculture 

Purposes: 
1. Demonstrate, through prachcal examples, the technrcal, socral, economc, and 

ecologcal vlabdity and 1leplicab111ty of commumty-based n d  resources 
management and utilrzatlon programs on m a r g ~ ~ I  lands for lncreaslng household 
and CommuNty Income whde sustaumg natural resources. 
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Objectives 
1 

2 

3 

4 
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Lmprove natlonal and local capablllty to halt the deche  m the wlldLfe resource 
base through trauung, education, pmtectlon, commumcaaon and technology 
transfer 

Demonstrate that sustarnable natural resources u-on IS a profitable and viable 
development opuon for rural commmtles 
Increase local employment and mcomes through lversifylng employment 
oppormxuhes m the susraxnable u w n  of natural resources I 

Strengthen local rnsatuaonal decuion-malung and management u t s  so as to 
empower them to become self-sufficient managers of theu local resources 
Improve the parucipatlon and role of women m resources management programs, 
thereby rmprovlng thcrr incomes 

Strengthen staff trammg and caretr development for employees of the Department 
of Wddhfe and Nahonal Parks. 

In 1993, a midterm evaiuaaon was conducted for the MZMP thaf mter aha, recommended an 
addaonal component to the project to support nongovernmental organrzahons (NGOs). Ths  
resulted m the Inshtuuonai Redorcement for Cornmmty Empowerment (IRCE) amendment that 
provided addhonal tcchmcal assistance and added the foilowing objectxvts. 

1 Capacity budding for nongovernmental orgammons ( W O s )  to empower 
commuxutm to manage ther nanual resources m a susmable manner 

2 Development of a grant mechanrsrn to support commuruty-based natural resource 
managementIufiil7llhon projects. 

The NIU@ conslsts of s u  components to acheve the above seven objectives. amed at 
developmg the capacity w r h  governmental and non-governmental o r g m o n s  to fac&tate 
CBNRM 

Demonstration projects in community-based resource utilization predicated on 
defining the resource base as a cornmmty asset Commuty-based projects arc based on 
wlldMe u w o n  through tourism, huntmg, pnxxssmg and marketmg of anmal products, 
and the sustamable u thaaon  of veld and forest products. 

Planning and applied research to support the development of management plans for the 
northern natlonal parks and reserves, and for the nahonal network of Wildlife 
Management Areas (WMAs). The mpact of pqect achwhcs IS also momtored under ths 
component. 

Environmental education acbvltics to mcrcasc pubhc awareness of enwonmental 
=sues through cumculum development, teacher trammg, and non-formal educauon 
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Personnel planning and training achvlhes to strengthen the Department of W~ldhfe and 
National Parks' (DWNP's) mstltuaonal capacity Outputs focus on estabhshmg a Human 
Resource Development Urut and an effshve trammg program at the Botswana Wlldlrfe 
Tmmg Center 

NGO and community-based organization (CBO) support amvltles to develop thelr 
capacity so that the commmhes themscivts may ~mpiement CBNRM 

Poky support to the GOB axmcd at wntnbutmg to the enablmg enwonment w x b  the 
Botswana legal and regulatory structure affcchng CBNRM 

USAID funded the project m August 1989. The present grant complehon date ~s August 3 1, 
1997. Thls final evaluation IS rntended as a tool to plan for the completlon of the project, w~th 
NRMP ~rnplementors and evaluators jomtly revlewmg the prqect's objecaves and expected 
outputs. The scope of work for ttus final evaluahon ~s to answer thnx basic questxons 

1 Has the project had the results for whch it was intended? If not, why? 
2. What prqect achwacs and mats will yleld s~gnrficant local impacts and provlde 

models for rcgonai apphcarxon? 
3 What actlvihes have not acheved the amcipated results or could have slgmficantly 

greater Impact d conhnued beyond the current PACD') How should thus be 
accompllshad? 

Summary of Results 

Demonstration projects in community-based resource utilization 

The NRMP has exceeded the objechve of dcmonstratmg that sustamable naaual resources 
utilzatlon xs a profitable and wabie development ophon for nual commmhes, both m the number 
of srtes rece~vmg project mput and m sensltlpng people to the mulhple benefits of CBNRM 
enterpllscs. Moreover, the NRMP has gone beyond the objechve of demonstratmg that CBNRM 
IS a profitable and viable opbon for rurai commUIIlhcs. It has also made substantla1 progress m 
estabIrshurg vlabie CBOS. 

In terms of Impact, the sensihzahon ~s mom mportant for the funut than xs the number of people 
affected over the last five years. And, because there ~s evldencc that rncrcascd local management 
of the wildlife base ~s slowmg the dechc of the w~ldlife mources base, NRMP has made 
substantla1 progress toward both purposes. F d y ,  whdc most of the benefits have accnxd to 
Botswana, the NRMP is lnfluencrng how other countries m the subregon look at nual economc 
development. 

Vi.h T r v p d  Rcseardt and Development, Inc 
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Through ~ t s  dcmonstrahon projects the project 1s workrng In over 50 separate vtllages or 
settlements and asslsmg In the range of 50.000 people An mrtasmg number of the CBOs are 
reahzing new sources of revenues from a growrng vanety of enterpnses. Demonstrauon projects 
fall under three mam categories of resource utdumon. consumphve use of wlldhfe and veld 
products and nonconsumphve uses (mostly photogtaphc tounsm) 

W e  ~t IS diflicult to get an accurate aggregation of revenues from all acnvlaes, a couple of 
examples demonstrate the strong rate of growth: The C h o k  Enclave Commu~ty T m t  (CECT) 
has ajomt venture with a safan firm and has seen ~ t s  revenues grow from around $7.000 In 1993 
to $95,000 m 1996 (more than that if wages from the operator and granutlcs from hunters are 
counted) The Sankuyo Trust also manages a jomt venture w t h  a hunter and phototounsm firm. 

and made $80,000 last year, up slgmficantly from prevrous y m .  While these are among the 
most mature CBOs, thc trend of revenue growth reflects the rate m other CommUnIhes 

The Impact of the NRMP goes beyond the number of COIImUIllhes whch have new sources of 
lncomes As IS drscussed m more depth m other parts of thls report, the progress made by the 
CBOs m rmprovmg theu hvehhoods and managmg the envmnment IS unpacmg cornrnmhes 
w i h n  Botswana, tbc government, the pnvate scctor wlthtn and oucsrdc of Botswana, and other 
governments m the subregon. At the other end of the spectrum, other donors are followmg 
NRMP's lead m mvcsbng m C B W  

An unexpected consequence of the NRMP 1s that the smngth of the demonstraaon produced high 
expectations for what CBNRM can do. Dstnct GOB offiaals see the CBNRM approach as a 
way to more efficrently (and economcally) seme the population. Donors see CBNRM as a way 
to mvest m achiemg results that have g c n w e  people-level wnscqucncts. Offic~als m other 
countries vlsrt to get a first-hand rdea of what CBNRM IS. The pnvate sector sets new 
opporhm11es m haMng a new set of busl~ness partners. And most unportantly, people m rural 
comm~~llhes are seemg--perhaps for the first tune--that they have true options to domg what they 
always have done la the past, that they have choiccs and the nght to exerase thev cholcc. and 
that theu v o l e  counts. 

But, at t h ~ ~  tune we cannot say that the exptctaaons have been N l y  reahmi. A trust has not yet 
mawtd enough to bave all the ntcessary skills and confidence to most effechvely manage 
enterpnses, manage a cornmumy orgamzahoa and fend off selfcintuesttd famons-both wthm 
and outsrde tht CBO. Other thrcars wen c o m g  from pohacs such as game and hvcstock fences 
whch were d v a t c n t l y  ~solatlng COmmUtllheS from the wridlife resource upon whcb theu 
entcrpnse was based. Procedures for chtnbut~on of benefits have not yet been worked out for 
remvestmcnt in new opportumttes whch wdl mcrraSt the number of income generaaon prqects 
and employment creahon acavlt~es. 

The trusts and other CBOs are at a cnhcal stage and much hmges on whether the trusts become 
mature, vlable orgammons or not. Theu members as well as people outslde of the CBOs have 

Tmpud Research and Developmeru, Inc U(. 
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seen the impresswe results accrumg to jornt paxtnerdups and other CBO enterprises They have 
also seen that each member has one vote and has as much authonty as any other member 
However, people are watchmg to see d the trusts will survlve these threats or d they fall under the 
duence  of small groups or dlsmtegrate. Unfortunately, if they fad at thts level of expeetauon, 
there ls concern among many that the CBNRM concept wdl be put back farther than d the NRMP 
rnvestrnent had not been made 

We recommend that the project contmue to work wrth a cnhcai number of CBOs la strengthenlng 
therr capacrty to manage entcrpnses and govern themselves under a rule of law establrshcd and 
rmplemented by the CBO The project should contlnue to work wth Dlstnct governments and 
the pnvate sector to strengthen the new partnershps among CBOs, the GOB and pnvate sector 
And, we ncommend that the NRMP contmue building the extension and outreach capacrty of the 
DWNP so that the DWNP can respond to the growmg number of commumQes merested m 
CBNRM 

Planning and applied research 

A total of ten managcmcnt plans have b a n  developed for National Parks and Wddhfe 
Management Areas (WMAs). Development of the management pians helped budd the capacrty of 
DWNP staff to ldentlfy management problems and optlons for theu solution. Moreover, the 
process pronded an opporamty to d e t c m e  best development opnons for a specific area The 
management pians should be further adapted to the normal evolution of protected area 
development and management by DWNP 

However, the WMAs do not yet have regulahons to grude the excrclse of authonty. I .  the 
absence of rcguhons, contfavenhon m gazetted WMAs goes unchallenged Several WMAs, 
parucuiarly those m Kgallgadi Dlsmcr, arc not gazetted and have not implemented the 
management pians The development of WMA rcgulatlons req- wde consultanon wrthm 
government and vnth the m~dent  popuhons. For CBNRM to be sustaunabie m these areas, the 
project should emphasize the operatlo-on of WMAs and ther management plans and 
support to tstabhhg effectrve rcgulaaons 

The monitoring and evaiuahon component of NRMP p r o ~ d e s  a good mechamsm for 
understanding the soaal and cconomc processes that shape how people use natural resources 
The mformaaon bang coileaad can be used as a planrung tool by DWNP, other oqpzahons and 
agencies wth CBNRM ~mplcmen~on  rcsponslbII!tm, and the wmmmty orgammons 
themselves. The mformahon bemg collected by NRMPs momtonng and evalwon component 
also wdl perrmt testmg and refining basic assumphons and hypotheses of CBNRM. 

The sustarnabihty of the system wthin DWNP and its wntlnumg mihty as a planrung and 
management tool to support natronal nmplementatlon of CBNRM wdl depend on DWNP 

X Tropcd Reseamh a d  Development. Inc 
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adequately staffing ~ t s  soc~ology office, and dolng so soon enough to permt the people hved to 
acqulre neessary slulls and understanbg before NRMP departs 

Environmental education 

Envvonmental educauon has trad~uondy fallen outs~de of the formal curnculum m most 
countries Integration and awareness buldmg are long-term processes (10-20 years) that reqlun 
coordmmon and ded~cahon by a w~de  array of profess~onais mcludmg teachers, pubhshers, 
curriculum development spec~ahts, NGOs, govenunent planners and natural resource I 

profess~onals The mdterm evaiuaon of the NRMP r e c o g d  that focusrng on the lntegranon 
of envvonmental educauon w~tlun the cumculum was a necessary, but slow, meticulous process 
that would take many years to y~eld vlsrble results to support CBNRM actlvlues Wrthm the 
NRMP, a tremendous number of enwonmental educaaon actxvltles were tned based on striiteges 
that have been used successfully m enwonmental education campaps mternahonally. The 
Swed~sh International Development Agency a now provldmg envlronrnental education asslstanct 
to the Mmstry of Educauon. The ongxnal vmon of the scope of work for the Enwonmental 
Educaaon advlsor and the Mumtry of Education rncluded a breadth and depth of actxwaes that far 
exceeded the tune frame and personnel avarlable for rmp1ementmon and follow-through. 
Susmabihty at the ongxnal level of effort IS clearly not possrble. nor ~s a necessarily needed as 
pmc~pabng organtzatlons readapt the methods to fit theu cxrcuxnstances 

In response to recommendations of the project's rmdtexm evaluahon, a non-formal educatton 
adwsor was remted m October 1995 to burld the capacity w i h  the Conservation Educmon 
D~vls~on of DWNP to design and dissemtnatt materials nationally that educate people about the 
department's new pohc~es and pract!ces. Thls effort was seen as complementary to enwonmental 
e d u m o n  actlvmes wthm the Mhstry of Educat~on and wewed as stratcgx support for 
CBNRWCBOs at the h c t  and commmty level m the nual areas. In w e  months, the team 
has been examely effectwe m rcachmg cntical stakeholders wth relevant matenals 

A vlbrant, but skeletal staff has had a tremendous dmct Impact on CBOKBNRM public~ty and 
clanfiwlon of steps toward lmplementahon of CBNRM concepts They arc c m n t i y  called from 
all over the country unth requests for mformation. To date, due to b t e d  human resouras, they 
have been concentratrng m the southern and western areas of the country. The mtral strategy has 
focused on awareness-budding and lcnowitdge of pohcles first for DWNP staff followed by 
workshops with dlstnct leaders and teachers. as well as NGO and CBO nprcsentatlves. 

Currently, there xs msufficlent staff to meet the demands placed on the umt for developrng 
matenals, dagmng and unpbmentmg workshops, conducting cnucal follow-up vlslts to support 
h m c t  officiais and NGOs, and tramng for DWNP officers on p o k y  ~ssues. Given the high 
demand and need for these actlwtlts, h e n  must be a comspondmg rncrease m budget allocations 
from DWNP for workshops and matenals as well as more staff seconded to the umt. 
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Future activities should conhnue to target auchenccs that are known to have a mul~pher effect 
(1.e , NGOs, teachers, DWNP staff, Drstnct officlais); however, qu~ck extension follow-up IS 

needed to mzuntslln momentum. Nctworlung wlth NGOs and the f o n d  educabon sector has thus 
far been very successful m overcormng consaiunts of the government sector for quick, efficient 
responses. Strategrc netwodung wth selected organmoons will conhnue to foster sustainabdq 
of the effort. 

Personnel planning and training 

Fwe years ago, DWNP agents were gnettd with susplclon and &trust by people m rural 
cornmuruhes. Today, agents an mvrted mto comrnMhes to assrst m developmg management 
plans, conduct sweys whch assrst the commumty m malnng deas~ons, and prowde problem- 
animal control Before NRMP, the pnmary aun of agents was to pohcc commutles suspected of 
poachmg. Some agents had a nputahon for usmg rough measures on suspected poachers 
Today, DWNP staff cannot keep up wth the commututtes' requests for  the^ servlccs. 

The change from suspmon to confidence rs attributable to an onentauon of the DWNP toward 
personnel whch work m w h p  wth nual COmmUillheS m urlldhfe. For example, 
the DWNP rs one of tk only, if not the only, wrldMe mces m the submgon whch has social 
sclenhsts on ~ t s  staff.  he^ nsponsibilitits mclude assmg communrtm m mmapg the CBO, 
tietermrung the fcas~bihty of vanous enterpflscs, conducmg soc1occonormc surveys and analyses, 
and obtaumg cnncal mfoxmaaon and appropnatc tramng As a measure of progress, the 
soc~&sts and econormsts on the staff receive many mon calls for asslstana than they can nspond 
to The Problem Ammal Control team rs a second example of the new nlahonshtp. Agents 
traured to deal with antmaln that cause darnage to crops or to people are much m demand and are 
prowng to be a vxs~ble means to demonstrating the new partnership role of DWNP. A thud 
example u the mterestmg fact that DWNP rs not only the mterlocutor for COmnUnIhCS m 
developmg wildlife-based enterprises, but also works on the behalf of communrhes m pamng them 
wth partners for a vanety of non-wildlife enterpnss, such as veld and f o q  amwaes. To 
quote one eloquent commmty member: "The DWNP used to be Paul the prosecutor, now the 
D WNP rs Paul the pztachcr." 

The substantml xesmctunng of DWNP to ~nclude personnel trauung and capacity-bullcfing 
supports the change toward a DWNP that is a partner to rural commulllhes. These acovlaes are 
supported by tk wmbmed efforts of the Human Resource Devtlopment Uxut (HRDU) and the 
Botswana Wildhfe Tmmg Inshtutc (BWTI). Appmpnate tr;ilrung has been systematldly 
provided for non~ertlficatad tenured staff [wrth some h m o n s  due to Dcpamnent of Pubhc 
S e m a  Management (DPSM) regulations] and new ~#=~ l t s  through a compnhens~ve mdumon 
and bastc trammg program and sclcctlve prc-S~MCC hauung. A new nvlsed national ccrtlficate 
program rs underway, but some concerns must be addressed for the program to effectively meet 
the needs of the department. Namely, the length of b m  n q d  to complete the program m 
relahon to the number of people who need mnmg creates a bottleneck, lack of appropriate 
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logstlcal arrangements by support staff seriously undermfnes the tmmmg effort, and collaboration 
with supervisors for on-the-job apphcatlon of siulls dumg the field projects netds further 
attenuon 

Educauonal enhancement. career path alignmcnf and the development of specralrzed m-service 

tra~nmg are key areas for further concenmon whch r q u m  coordmaQon by B WTI staff and 
Consenatlon Education and Comumty Extensron w t s  with the HRDU The Conservanon 
Educahon urut's programs m conservaaon pohcy have provlded cnncal pohcy mfonnmon to 
distnct offices usmg movatlve methods. The Problem Anmd Control unit has been well I 

developed through selective mcmtment, trzunrng of rnstructors and scouts, and the translaon of 
responsrbhty for program lmpiementanon to q&ed Batswana counqarts .  The rmportance of 
~ntroduclng the prachce of uscle.chve" ncnuarrent must not be understated. If the DWNP u 
gomg to be strengthened, it wdi be by buildmg a strong, mohvatcd cadn whlch meets meal 
standards There IS a clear trend m aLl m g  components toward a aanslhon m responslbihtles 
from NRMP advlsors to DWNP staff whch IS cnacal for susmabhty  of the programs 
b e d u r e s  are needed wthm DWNP for conanued mbtutlonal support of such programs. 

C o n s m t s  m unpiementing the Personnel Plamng and Tr;unmg effort included hgh turnover 
rates of personnel w i t h  DWNP and DPSM, fiequent post changes, tmmmg and delays in 
assignment of counterparts, mcompmbhty of proposed human resource deveiopment strate@= 
with DPSM procedlves, and non-lmplement~on of compatrble human resource development 
techruques by cem DWNP adrrrrmstratlon staff. 

Future pnontm identified by DWNP's admrnrstration umt mclude: a) skills transfer on 
management and use of cornputenzed personnel records and unplementation of performance 
standards for job descnphons, b) deslgn and implementahon of department tmmmg plan and c) 
team bu~ldmg wirhm the admmstrahon umt toward crcatmg a semce onentation. 

BWTI has rmplemented a complete hansforrnahon of facihes, quahty, and focus of tramng 
effort and capacity of mstructos. Cumculum revlslon was a paruapatory process mvolvlng ail 
levels w i t h  DWNP. Professionals w r h  DWNP see BWTI as an msf~tute that IS playmg a 
cntlcal role m raisrng the performana standards of the department. An evaluatmn of on-the-job 
apphcatlon of skills IS cmnntly under nwew vla face-to-face mtervltws and questlonnaues 
completed by supervisors and IBT graduates. Success of the tramhg will be undefrmned rf 
supcrv~sors at the dstncts do not support the applrcaaon of the newly a c q d  SW on the job. 
However, institutional met- are cntlcally needed to support shlls appiicanon or the 
program wdl not meet its objecttve of upgxadxng the capabhty of the department. 

While the stmcturc of DWNP has undergone a substantd mnsformatlon, the ranks are stdl thtn 
and expcnence hm~wl. We were told that several staff members have just returned from trauung, 
and that over a 100 people arc s d  btrng traurcd. To mahe the best return on tfirs m g  
mvcstment ths evaluation rtcommends that these newly returned officexs work srde-by-srde with 
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the NRMP personnel over the next two years with the NRMP personnel progressively talung on a 
consultmg role 

NGO and CBO support 

Five years ago, wildlife management often was conducted under an adversanal relaaonsiup 
between rural commumtm and the DWNP. Pnvate operators leased hunting arcas from the GOB 
and the DWNP was charged with controlling poachrng by people hvmg m the leased huutmg 
areas Whde mdmdual Batswana could obtain huntmg pcmts, it was clear that oniy a small 
propomon of the total benefits from the wild game were a c c m g  to nual cornmU[Ilhes. Today, 
CBOs work as partners wth the DWNP and pnvate operators m managmg vvllchfe-based 
enterpnses. Batswana who were admttcdiy poachers have sten the self-mterest m the parmershp 
and now work wlth the DWNP and operators to unplement management pians m whch poachmg 
1s reduced or elmmted. 

Incrcasmgly, people axe electmg to form lnto tmts because they can do more collectxvely than as 
indmduals. But, accordmg to rtports and obsc~aaons,  people as members of wts often act 
&ffertntly than they do as members of other commuruty orgaruzaaons. We were told that people, 
when they partlclpate as trust members, arr: more likely to challenge the leadership and actlvely 
reslst cvcumvenaon of the rules than when they partmpate as members of other commuty 
orgarurnom. Thrs seems to be related to the percepaon tbat trust members are full partners m 
the decwon malung process and that dec~~ions have Ircal consequences for the members. a s  
parhcipaoon and open debate 1s a sign that d governance IS grovvlng m a number of the trusts. 

Cornmu~u.hts that have never worked together before are now organrvng as trusts and 
collectlvely m h g  declsiom that affect most people hvmg m the aria. The dnvmg force IS that 
these cornmums can do more things collectlvely than they can as smgie cornmmtm. in the 
case of the CECT, five c o m m m h a  work together and, m the case of Gweta, three are 
coilaboxanng The collaborahon of commmaes, whlle not always smooth, JS changmg the way 
local government works. 

CBOs wth  NRMP often have a Merent rciatlonstup wlth the GOB. In Botswana, the GOB IS 
a generous benefactor wth  respect to rural commut~~tlcs. Many rural commmaes have good 
water systems, solid school btuldmgs and other mfmtmme promded by the GOB. But, while 
the GOB provldes inputs that improve the q d t y  of life, there s#ms to be an atntude that it is 
best to let the GOB take the mrWve on many h g s ,  mcludmg swmg pnontles about whch 
mput has pnonty. The trusts formed under the NRMP have been transformed m thls sense It ~s 

thcy who select the enterpnses and pamers and dm& how the benefits are dsmbuted. The 
trusts decxde the rules under whlch the enterprise wdl run and the CBO be managed Ths 
transformahon may be the wave of the f u m  m Borswana (or elsewhere m the subregon where 
the central government cannot afford to be so beneficent). As we lmd, under the next 
Nahonal Development Plan (NDP8), the W B  will start to withdraw ~ t s  assistance to aU 
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commumues and stat to focus on asslshng those commuruues whch take UhatlVt and mobdue 
theu own resources, 1.e , whch act as partners Under the new plan, whch IS scheduled to be 
unpiemented next year, the trust communlues will be m a reiauvely srmnger poslnon than other 
communltles It IS anhclpated that the new plan wdl mcrease the number of commuruhes fornung 
CBOs. whch wdl lncrease demand for DWNP services (as well as push the poky agenda) 

The mdterm evaluation challenged severai flaws m the ongmal project deslgn. Namely, rephcable 
and transferable models of CBNRM existed and NGOs were m a poslhon to mob& 
commumhes for all facets of CBRNM. Glven that nelther the technology ltself nor a vlable 
technology transfer m e c b m  existed, the rmdterm evaluators recommended that a flexlble 
fundmg m e c h u m  be put m place to fachtate CBNRM actnmxs and strengthen the techtucal and 
rnshtuhonal capaclty for CBNRM The demonsaatlon projects should be viewed as expenmental 
wlth the goal of developmg an array of approaches thaf could be acheved, rephcated and 
sustamed 

The project IS also formrng a CBO network to ensure sustarnabrltty of CBNRM achvmes There 1s 
clearly potenhal for a more formahzed structure, but care must be taken that the network does not 
become an end m ~tself, that rt does not take on a Me of ~ t s  own whch becomes more unportant 
than the goals of the ~ndrvldual CBO members and that theu capactty IS not chverted from theu 
pnmary goals. Such a CBO network WIII have a grassroots consatuency and negate the need for 
commumues to have NGOs or other organua~ons act as "gatekeepers" to the community. 

IRCE developed a par&apatory called Operational Capaclty Assessment Tool (OCAT) to assess 
orgamzanonal developmnt and l&ntrfy w h m  o ~ o n s  s ~ t  on a conhnuum fiom nascent to 
mature. To date, eleven NGOs have opted to use the OCAT to set goals for organmhonal 
capacrty enhancement and to track progress toward thew achevement. The NGO support 
component should encourage those NGOs who find the OCAT tool useful to undertake OCAT 
assessments on a regular bass to track thew progress Throughout thrs process ~t should be born 
m mmd that OCAT IS an mtrument designed for rapid pamapatory assessment that needs to 
contlnuaiiy be rev~slted to ensure that orgazllzatlons arc on track. T ~ I S  process should be adapted 
for CBOs as a way to track theu progress toward l ~ ~ h t ' t l ~ n d  maNnty. 

Several mechamsms are posslble to ensun CBNRM ac~wtles art supposed. Partnerships 
between commmhc5 and distnct offids, N W ,  private cnterpnses and govrmment agenats 
art exampies of rela~onsh~ps that need to be nurtured to ensure that contmued support IS 
provided. However, these s e ~ c c s  must not lead to a dependency relahonshp between the 
s e ~ c t  prowder and the wmmunxty as thu may further d~~~nfranchrse the comrnumaes. 

W e  the NGO cornrnumty has many slalls (both techntcal and oqpmmt~onal) many an not 
focused on buddmg communxty capacity to manage them natural resources. In ad&uon, they are 
constramed by lack of staff and f i n a n d  rtsouras. Sevcral NGOs have skills to offer wtth 
respec: to production and uuhmon of resources, conservaaon and marketurg whch should be 
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budt upon As the NGOs develop orgamzahonally, they wll be defhng theu mandates and 
capacities and may move into mort commumty based uuaauves Rural based NGOs wlth a 
grassroot focus should be supported to work wlth commumtles as partners to develop CBNRM 
structures and enterpnsts. They wlil be most efftctlve m anas wherc CBOs have not yet 
developed or where c o m ~ t y  processes an weak or subverted due to margmalr7atron 

The NGO support component must stay focused on the goal of mcreasmg communttles' 
capabhtles for self management in &IS context it IS recommended that resources withm the NGO 
support component should be admmstcahvely separated lnto t hm components: capacity budding 
for CBOs, grants for supportmg CBNRM achvltlt~, and capac~ty budding for NGOs This wdl 
help clanfy acnvities meant for long-term capacity budding for NGOs and dvect capaclty burldtng 
to the communlhes 

Policy support 

The poky component of the prqect 1s part of the package of actlvltlts recommended in the 
rmdtenn evaluation. The prqect had been worlang on departmental poky before this wth such 
acuvmes as drahg gurdelmts for communxty acbwhts and the p d e h e s  for jomt ventures. 
W i h  the past year, two major policy i n u ~ v e s  have occurred. The first, the NGO Task Force 
for Consewahon m Botswana, is a puprng  of NGOs to support efforts to reverse deches m the 
nauon's &dl& and achxeve gnater recophon of the role that wddlife, and its consewatlon, can 
play m the nahonal life of Botswana Thc second, a policy revlew on communrty-based natural 
resoure managcmcnf w1U assst m the &velopmcnt of a coherent commumty-based narural 
xesource management pohcy statement for renew and approval by government. 

Further poky work IS netded to address the sustautabrltty of CBNRM and ensure that servrces 
are provlded to the commwaes. Mort resources (e.g., a set of dstnct rnsatuuonal gudehnes) 
m needed at the dstnct and subdstnct level for pohcy knowledge and awareness bmlhg. Other 
gudehes such as trust fo-on, benefit distnbuuon, or accountabdtty may be needed. 
AdQhonal policy work IS needed to develop reguiahons for the mangmg WMAs. The prqect 
should also k t  mcreascd atteD.hOn to the open access qutstlon of veld resources so that 
cornmurunes have more owncrshtp over the resources upon whlch they depend F d y ,  the 
project should contmut to assm DWNP and other policy stakeholders to complete the process of 
consensus bddmg, amendment, adopaon and unplemtntahon of the CBNRM pohv document 
currently under preparahon. 

The p q e a  has had substantial and fundamental xmpacts on mulnple levels. At the regional level, 
~t provrded opportun~~es for government officials m Botswana to have a common ground on 
whch to exchange ideas on wodong m pamcrshrp wth commmhes wth other countnes m the 
regon. It has fdtated the exchange of experiences on national policy, and it has suppoaed the 
exchange of ideas amongst the rural populations of a number of countnes and exposed Batswana 
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to tmmng opporturuhes m other counrnes Moreover, ~t has prov~ded viable CBNRM modeis 
that can be transferred or replicated wihn the regon. 

At the nauonai government level, ~t has contributed to jolnt efforts between vanous mnlsmes and 
other GOB servlces for mcreaslng support for CBNRM 

At the commumty level, ~t has been ~nstrumental in forgmg a new partnershp between the GOB 
and cornmunttles, m allowmg commwhes and commumty members to see the advantages of 
worlung together, and m provtdmg the o p p o ~ w t y  for the pnvate sector to form pnvate 
partnershps wlth commuhes. 

At the pnvate sector level, ~t may contnbutc to the estabhhment of standards by whch the 
pnvate operators deal wlth CBOs and lead to jomt venture partnershps that wdl Increase 
commuIIlty mmmes. 

Thls evaluation report makes numerous rccommendatlons for each project component whlch axe 
found m each appropnate secnon. These specrfic rtcommcndahons are consolidated m 
Sectlon 7 2. 

In hght of the progress NRMP has made to date and the potenhal for a greater rate of return on 
present investment, thrs report makes the followmg general recommendations for the GOB and 
USAID to consider: 

1 Extend the NRMP by at least two years and xnaxnta~~ the same team. Consldenng 
NRMP's excellent progress to date and ~ t s  substanhal conmbuhon to the regonai 
strategrc objecaves, USAID should cons~der a long-term commitment (five years 
or more) to cornmumy-based achvihes T ~ I S  WIII cap~tahe on the mvestment by 
GOB and USAID, 

2. Include lessons from NRMP as part of a development hypothesis for the sector 
that would be tested on a regonal bas15 by RCSA and regonal partners. 

3 Shift responsibtlity for ~mplementatlon of actwbes from the NRMP advisors to 
h r  counterparts and other DWNP staff as soon as possible. This r e q w  
DWNP to appomt appropnate, qualified counterparts and to budget accordmgly. 

4. Contmue greater emphasis on capacity building at the distnct level for CBNRM. 
DWNP should hue adcfiaonal staff to fill the district wmmwty h o n  poslaons 
and NRMP management should cons~der opportutll~s to ease 10gIsh~d 
constrzunts, l.e., housmg for team members closer to the commuruacs 
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5 Provlde overall momtonng of CBNRM rephcatlon and spm off acnvlnes w~thut the 
project. Ths should be the functxon of the mam NRMP contractor because they 
have a broader perspective and a wider range of techrucal staff USAID needs to 
develop a memorandum of understanbg to the above effect I 
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1.0 INTRODUCTION 

Throughout Amca dumg the last 10- 15 years, conservatlomsts have been developmg approaches 
to hk conservahon w~th  development. The hypothesis was that aIlowmg fuller pamcrpatlon of 
cornmumtres m natural resource management and provldmg for theu development needs would 
posmvely impact the conservauon of a particular resource or protected area. Most of these 
ICDPs substituted resources on the fann s ~ t e  for those lost due to the protechon of an area (e g., 
ago-forestry), gave people only b t e d  or no access to the protected resources, and, at the same 
W, tned to rncrease theu paruclpaaon m the management of these resources. Incenhves for , 
parhcipatlon were lmted  because, at the end of the day, cornmumues had lost access to resources 
that thexr h v e ~ o o d s  depended on. 

In Botswana USAID and the GOB have been supporbng the NRMP smce 1989 NRMP IS 
actlvely promomg c o m m u n ~ t ~ ~ '  capacity to manage theu own natural resources, not by 
subsututlng natural resources on the farm, but through 4 economc returns based on the 
commumbes' use of resources T ~ I S  focus on entexpnse development has provlded rncenaves for 
communxhes not just to pamapate m nanval resource managemenf but to take responsrb~hty 
over thew resources and econormc development. In Botswana, thrs approach IS called 
commumty-based natural resource management or CBNRM, and has attracted considerable 
merest among a wide range of donors, govenunent agencles and officials and w i t h  the 
cornmuaes themselves as a vehcle for drverslfylng the rural economy whlle nmmmmg or 
rmprovlng the enwonrnent. 

ThIS mtroductory sectlon rdentdies the goals, evaluahon team mcmbers, and methodology of the 
evaluation. Section 2.0 of the report contams a strategc overvlew of the mshtuhonai, poky and 
socro-econormc context m whch the project operates. m s  mcludes the soc~oeconormc context 
m Botswana, pohcy and insatuaonal enwonmcnt and general dtscnphons of the regonal NRMP 
and the Botswana component of that project. 

Secaon 3.0 d e a  key elements and progress to date, condus~ons and rccommendahons for tach 
of the major project components; pohcy development and mstituhonal capacity bluldmg; 
momtonng and evaluatron, planmug and research; demonseatlon projects for commuty-based 
resource uubmon; strengknmg of NGO capanty; personnel pl-g and trammg; and formal 
and non-formal education. 

Secuon 4.0 hghlights the unpact the pqect has had, or may potenha@ have, on cornmmty 
empowerment, pohcy, rural economes, enmnrnent, enterprise development and gender. Section 
5 0 dtscusses vanous project management issues and makes recommendabons where management 
could be saengthencd. The document ends wth a hst of posttvaluz&on -on ncommendatlons 
(Secaon 7.0) and lessons learned (Secb.on 8.0). 
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1.1 Evaluation Purpose and Statement of Work 

The Botswana portlon of the Regional NRMP evaluated in thrs report IS a USAID funded project 
asslsMg the GOB to promote sustarnable, conservaaon-based development on lands that are 
rnargnal for crop production and domest~c hvestock. 

Thls final evaluahon IS intended as a tool to plan for the cornpleaon of the project, w ~ t h  NRMP 
mplernentors and evaluators jomtly revlewmg the prqcct's objcct~ves and expected outputs In 
this document the Botswana pomon of the regional prolcct IS referred to as the NRMP 

The scope of work for the evaluatron IS found m Annex 3. Generally, hi final evaluatlon of the 
Botswana sub-project answers three bast quesuons: 

1. Has the project had the resuits for whch it was mtendcdv If not, why? 
2 What project acawhts and results wdl yleld si@cant local mpacts and provide 

models for regronal apphcatlonv 
3. What actlwtres have not achleved the anb.apared mults or could have s~@~cantly 

greater unpact d contmued beyond the current PACD? How should thrs be 
accomplished? 

1.2 Team Composition 

The evaluatlon team consisted of SIX ~ncfividuals 

Peter C. Trenchard - Team leader and rural development spec~ahst. Suctetn years expenence 
m commuIIlty consemahon, n& I~SOU~CC management, park plannxng, natural resource 
pohcy, prqect design and evalwon m Uganda, Buruncfi, Rwanda, Central African 
Republlc 

George E. Karch -Pohcy and oconomacs speclalist Thuty y w s  expenence m NRM pohcy, 
resource econormcs, agroforestry, small enterprise development, project design and 
evaluatron, m Africa, Central Amenca, and the Caribbean. Peace Corps Senegal. M.Sc 
Califoxma Polytechntc State Umversity, San Luis O b q .  

Anne Todd Bockane, PLD. T m g ,  Curriculum Devtlopmcnt and HRDU speclallst, 
Cumculum Development Spenaltst at the Uruvexs~ty of Ronda. Gaxnesvdle when: 
doctoral work was completed m Forestry Extens~on. An apphed forestry and natural 
murces  sc~ennst wth ten years expenence s w g  m cornmumy extenson and 
techcal trauung design, & h a y  aod evaluahon m Africa, Latin Arnenca, the Umted 
States and the Caribbean. Agricultural and natural resources trammg rmplemented wth 
USAID, USDA, JADF, OTS, NCAE, P a c e  Corps, MERGE, AWF, WCI and WWF. 
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M e  McGahucy - Natural Resources Management Poky  Analyst/Morutonng and Evaluatlon 
Natural Resources Management/Suswable Agnculture Adv~sor, USAID Afnca Bureau 
(AFWSDPSGE) 

Ruth Buckley - Operational Development of NGOs and CBO Speclai~st. USAID/Regonal 
Econormc Development and Support Office, Narrob~ 

Drslkalala M Gaseltslwe Natural Resource Program/Project Spec~ahst. Seruor Planmng 
Officer, Muustry of Commerce and Industry, Gaborone 

1.3 Methodoiogy 

Thls evduahon used standard evaluatxon t e c h q u a  mcludmg key mformant mtervlews, srte vlsrts, 
beneficiary mtermews, document renew and finanad analys~~. The team followed p d e h e s  m 
the Supplement of Chapter 12, AID Handbook 3, Project Assrstme, enatled "AID Program 
Design and Evaluatlon Methodology Report No. 7 " 

Three team members met m Washmgton, D.C. to hold d~~cussions wrth orgaruzatlons assocrated 
wlth the project mcludmg Chemomcs Internatlonai, PACT, World Resources Institute and 
USAID The full team met m Gaborone on October 20, 1996 The first three days m Gaborone 
lncluded mtxal bnefings by Department of W'idhfe and Nmonal Parks, NRMP staff and the 
RCSA msslon. Add~bond ms~ghts were o b w e d  through mcetmgs wrth other donors and with 
representatwes from the M~nistnes of Agnculture (MOA), Education (MOE), Local Government, 
Lands and Housmg (MLGLH) and the Mtrustry of Finance and Development Planrug (MFDP) 

The team then spht rnto three separate groups of two team members each for project srte vls~ts. 
Each group was accompamed by USAIDRCSA and project staff One group vlsrted Sankuyo, 
Kasane, Shororbe and Chobe over a sevenday penod, as well as mectmg with representawes 
from X h .  Another vmed  Twsapong Hills, Mmatshumo, Kubu Island, Gweta, K w  and 
Gham over a seven-day penod. The tturd group remarried m Gaborone to ConMue mtemews 
and met the other teams for thne days at Maun dumg whch tune they lnte~1ewe.d Qsmct staff. 

Two of the team members left shortly after the field trip, and the other four rcmamed tn Gaborone 
conductxng folow-up lntemews w~th government and NGO representmves, revlewmg 
documents, and prtpanng the p r t m  draft report and execuuve summary. The m t  of the 
team members left after the thud week l m m g  the preparat~on of the draft find report to the team 
leader. The team leader held bnehgs  wth the USAID Strategc Objectwe Team, the Inter- 
Muustenal Coordroatlon Comrmttet and reprtstntanves from NGOs Insight and comments 
obmed from these bnefings were mcluded m the h a 1  draft document whch was left wth 
USAID on departure of the team leader on November 22, 1996. 
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2.0 STRATEGIC OVERVIEW 

2.1 Socio-economc Context m Botswana 

Botswana, a landlocked country, bordered by Zambia, Zmbabwe, Narmbla and South Afnca, 
straddles the Troplc of Capncorn m the center of the Southern Ahcan Plattau Botswana's IS a 
rapidly growing, young popuiatlon In 1991 it was eshmated at 1.3 &on, wlth over half aged 
less than 15 years Wlth a growth rate of nearly 3 5 per cent each year, unproved health fachtles. 
d e c h g  mfant momhty and mcreased Me expectancy, the official population estimates for 2010, 
are at 2 5 &on people As Botswana's human populmon mcreases, ~t wdl clearly need moE 
water, space to hve, and resources to be employed for subsrstenct Today Botswana's urban 
areas are growxng at a rate of 10% per year, as more and more people come to the clues m search 
of the employmenf water, and servrm whch are kappearmg m theu v~Uages 

Botswana remams, however, sparsely populated. The majonty of the people live m the eastern 
regon of the country, whch has a somewhat less harsh cfimare and more ferule sods than the 
country's other regons The northwestern area of the country contarns the Okavango Delta, 
whde the central northeast IS a large area of calcrete platns bordering the Makgaddcgach Pans. 
The rest of Botswana IS covered with the thck sand layers of the Kgalagad Desert, whch 
accounts for more than two-thrrds of the land aiez In most areas of the east there are 30 people 
per square lalometer, whde m places m the Kalahari then an 30 square lalometers to each 
person 

Botswana's per capita GNP m 1993 was $1,050. At mdependencc, hvestock crops, hunung and 
gathering accounted for about 42% of the country's GDP. While rmnurg of &amoncis, gold, 
ruckel, soda ash and gold bmgs si@cant fomgn exchange assets, today the agnculhual share of 
the GDP has dwmdled to a men 396, rcfiectmg a shlfhng dependence, tconomcally speakmg, 
from renewable to nonrenewable resources 

One conmbutmg factor to the demasmg value of agnculnuai produrnon m Botswana is drought 
Drought has plagued Botswana for eight of the last ten years, threattnrng its land, w d U e  habitats 
and ulbmatcly its people. Drought has forced the naaonal hvestock heard down by one k d .  
Addnonally ~t has put Botswana's marmlfictnt herds of zebras, mpalas, grraffcs and elephants 
under mCIt89Cd pressure for survival. These umque natural resources contribute to attracting 
almost a million foreign vlsltors annually who generate almost $57 &on m foreign exchange. It 
IS emdent that sustammg Botswana's vvlldhfe populations m the face of enwonmental cnses ~s 

crucial to the contmued mabllity of the country's economy. 

The people of Botswana are mtlmately and xnextncabiy hked to the land on whlch they h e .  
With approxunateiy three quarters of the populahon living m rural areas, the hveIrhood of most 
Batswana IS dependent upon the conanued growth and development of the country's natural 
resources. When mtcnsive gramg devastates areas around borcholes or when the sources of veld 
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products dwxndle due to over consumpuon, the majority of Batswana must struggle to survlve 
People m the rural areas of Botswana can usually find no other employment near home and for 
most there IS no alternative way of hfe. 

2.2 USAID Structuai Reorganization 

Dumg the lrfe of h s  project USAlD has undergone rnternai mrgaum&on The Botswana 
component forms a part of the qgonally funded project assistance to the Southern Afncan 
Development Community (SAX) ,  It IS based on a bilateral agmement between the 
USAID/Botswana Msslon (now closed) and the Govenuncnt of Botswana On September 30, 
1995, management was transferred to the new Regional Center for Southern Afnca, based m 
Botswana 

Additionally, USAID is undergomg an mternal recnpeermg that xs xntcnded to mcrease ~ t s  
effectiveness and rcsponsweness to development problems Under tbs new system, ssategc 
objectives are set and a results framework developed that wd lead to achevement of one or more 
of the strategic objectlves. NRMP M y  affects stTateg~c object~ve thee. key regronul 
condrnons estubhhcd f h a  support sustauroble increases m agncuiture/narural resources 
productlvtty by s m d  holders, and, as this report discusses, it also wntnbutes to the straregx 
objecnves to support small and medium e n t e r p m ,  democracy and governance S W  (1996) 
gves a demled analysrs of the strateg~c objechve bkagcs wrth the Botswana component of 
NRMP 

23 Botswana Policy and Institutional Environment 

Dunng the early 1970s the GOB recogruzed that the fate of its people and its resources were 
bound as one. Thus, the government began fomulabng approaches to stnhg a balance between 
human economc development and the conservauon of Botswana's natural resources The 
government developed a variety of poiiaes and programs, presented to the publlc through 
nationvvlde consultahons and amed at unprovmg the management of Botswana's range lands. 
Whde the programs &d addnss Botswana's total resource base, they focused pnmady on cattle, 
the lxfeblood of the agnculhural economy which accounts for tbru-founhs of the nation's 
combmcd hvestock and wiidltfc. For mstance, large-scale Ulttlt owners were encouraged to 
move to "commc~clal areas" wben they could cstabhh fenced ranches m exchange for a m t a l  
payment to the Distnd Land Board. Grawng pmsure m the communal areas would be rehevcd, 
thus enhancing herd produchnty whrle at the same D m e  provldxng a more equitable dmnbuuon of 
land for rural people. 

In the 1980s and early 1990s, government agencies and development organmhons began 
sugg;est~~lg that natuml nesouces could provlde a sustamble source of employment opportun~t~es 
and rurai mcome generatton m B o t s w a ~  Projects lnwrporahng commuxuty-based resource 
management were mtrated m sevual parts of the counay, mcludmg Mabutsane m Southern 
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D~stnct. Kecha and Nata m Central Dismct and the Chobe Enclave Analysls of these projects 
lndlcated that sustarnable development could only be acheved if careful anemon was pad to the 
resource base, partxipatlon of local people m decmon-malung, and strengthemg of resource 
management mstxtuhons A mult~faceted approach to econormc promotion and envlronmentai 
conservation and education efforts is necessary 

The mam bodies of law and regulahons that govern resource management mclude the Natlonal 
Development Plan 7, Widife Conservation Pohcy of 1986, Tounsm Pohcy of 1990, and the 
Wddhfe Conservmon and Nahonal Parks Act of 1992 , 

Botswana ~s m the process of developmg its e~ghth Natlonal Development Plan (NTlP8) whch 
wd encourage a partnershp between the GOB and COIxmNmhS. NDP8 wdl favor commumues 
that demonstrate mtmt~ve and comrmtment to shanng resources. To respond the GOB w d  have 
to coordinate actlvlhcs of GOB m t s  m several h s m e - s .  NDP8 WI.U favor pnvate sector 
wuauves to mcrease efficmcy and reduce red tape. GOB m t s  would facll~tate the contacts 
between the pnvate sector and CBOs 

The NRMP was estabhhed w~thxn thxs context m 1989 to apply the concepts of sustarnable 
utdmuon to natural resources. Tht project was designed to promote sustsunable, conservaaon- 
based development on lands that are margmal for crop produchon and domeshc hvtstock 

2.4 The Regional Natural Resources Management Project 

The SADC Regonal NRMP was designed to facilrtate mgonai cooperahon through bilateral 
m I V l h e S  m Zambia, Zimbabwe, and Botswana as well as a rcgronal coorcfinmon element located 
m Malawi. Ths $54.60 million program IS asslstmg wmmwty-based w~Idhfe uhlr7rrtlon pro~ects 
that promote the conservation and susmabdxty of the local natural resourcc base and provide 
econormc or nutnhonal enhancement. To do th~~, the project ls suppomg mmng, technxcal 
assistance, speclal stu&es and co~~munxty prlot demonstrahon programs. The goal of the project 
IS to mprove th soclal and tconomc well-bemg of residents of targeted rural wrnrnmues by 
lmplemcntlng sustamble commumty-based vvlldhfe and other natural resource conservaaon and 
utdmuon programs. 

The project IS funded by USAID as part of its assistance to the SADC to promote sustmable, 
conservaaon-based devc1opment on iands that an margznal for crop produrnon and domesac 
hvestock. Its five ob~ecbves are to: 

1 Demonstrate that sumunable natural r c s o m  utlluatlon ls a profitable and vlable 
development opaon for rural commuaes. 

2. To mcxcasc local employment and ~ncomes through drverslfjlng employment 
opporturuhes in the sustarnable uazatlon of natural resources. 
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3 Strengthen local mshtubonai deasion malung and management unlts 

4. Improve the partlcipatlon and role of women in resource management programs. 
thereby tmprovlng theu mcomes, 

5. Strengthen staff txaumg and career development for DWNP employees 

2.5 The Botswana Natural Resources Management Project 

Outputs of the Botswana NRMP promote two purposes. The first IS to demonstrate, through 
prac~cal examples, the techmcal, smal, econormc and tcolopcal wabdty and rephcabd~ty of 
CBNRM and u u b h o n  programs on rnatgl~lal lands for mcrtasmg household and c o m m u t y  
lncomes while sustauung natural resources. The second IS to unprove nahonal and locat 
capabllrtles to ensue the mtcnanct  of the nanval mourrx base through tmnmg, edumon, 
protection, cornmucatton and technology transfer. DWNP IS the key ~mplementatron agency 

The objec~ves of the project were to be reached with the support of a SIX-person techcal 
assstance team woxiung with DWNP and three techcal assstants woriung wth BWTI. The 
team IS supported by a chef of party and an admaator .  

The goals, purposes and 0bjti!~tl~ts for Botswana NRMP are as follows 

Goal: Incnase mcomes and enhance capabhty to meet basic human needs through sustamable 
unhzahon and conscrvat~on of natural resources, pamculariy wddhfe. 

Subgoai: Romote sustiilnable development of comrnuIuhtS on lands that are m a r p d y  smtable 
for agriculture 

F9Jrpo6es: 
1. Demonsfrate, through practical examples, the tcchcai, social, economc, and 

ecoiopcal wabhty and nphcabihty of CBNRM and utllizaton programs on 
mar@ lands for xncrcaslng household and cornmu~ty -me whde s m g  
natud resources 

2 Improve naaonal and local capabdty to halt the &che m the wddlifc resource 
base through tratnmg, educauon, protechon, comrnuntmon and technology 
transfer 

Objectives. 
1. Demonstrate that sustainable natual resource u t d h ~ o n  IS a profitable and vlabie 

development opuon for rural communtbts. 
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2 Increase local employment and rncomes through d~verslfylng employment 
opportumues In the sustamable uul~zatlon of natural resources 

3 Strengthen local msutubonal dec~s~on-makmg and management umts so as to 
empower them to become self-suffic~ent managers of thew local resources 

4 Improve the partlclpauon and role of women m resources management programs, 
thereby lrnprovmg thelr rncomes 

5 Strengthen staff tmnmg and career development for DWNP employees 

The 1993 rmdterm evaluation of the Botswana NRMP ncommended, inter aha. an ad&bonal 
component to the project to support NGOs This resulted in the IRCE amendment that prov~ded 
add~~onal  ~ h c a l  assstance and added the followrng objcct~ves: 

1 Capac~ty bddmg for NGOs to empower commmhes to manage theu n d  
resources m a susmnable manner. 

2. Development of a grant mechamsm to support commulllty-based naturai resource 
managernent/utdnahon projects. 

The NRMP consists of SIX components to acheve these seven objec~vcs, auned at developrng the 
capacity withm governmental and NGOs to fac111tate C B W  

Demonstration projects in community-based resource utilization whch are p d c a t e d  
on d e h g  the resource base as a commun~ty asset. Commumty-based projects to be 
supported wdl be based on wildlife utllszahon through tounsm, hunang, proccssmg and 
marketmg antmal products, and the sustsunabie utdbhon of veld and fortst products 

Pianrung and applied research wdl support the deveiopment of management pians for 
the noahem nanonal parks and reserves and the nmonal network of WMAs The mpact 
of project a ~ b w ~ c s  wdl also be momtored and evaluated under thls component 

Environmental education actlwtlts wdl mcreasc publtc awareness of enwonmental 
issues through curnculurn development teacher m u g ,  and non-formal educauon. 

Personnel planning and training to strengthen staff t m m g  and career development for 
DWNP employees 

Regional communicataon to provide a way to share experiences through exchange v ~ ~ i t s ,  
workshops, scm~~ars and the estabbhment of a .  SADC nmonai data base. 
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(I?) CBO/NGO capacity building to strengthen the organnational capaclty of CBOs/NGOs 
for commun~ty-based n d  resource management 

These project components are mplemented by an instltuhonal contract with Chemomcs 
Internatlonal, whch provldes twelve technical advisors to the project (see Annex 4) USAID 
entered Into a cooperative agreement wth PACT to ~lnplement the NGO support component of 
the prqect, commonly called IRCE. PACT p m d e s  one long term advlsor and two local staff to 
unpiement th~s  component. 

2.6 Midterm Evaluation 

The mdterm evaluahon confinmed that then were senous design flaws In the project deagn. It 
was stressed that the NRMP was hypothesrs testrng and that the followlng assumpaons were 
Incorrect 

1 CBNRM had been developed tested, and was d y  for widespread demonstrahon 
w~th  support from project funds 

2 Wildlife numbers w e e  adequate to pemt commumty subststence uhhanon on a 
sustamble bass. 

3 There were suffiaent NGO m o t m a  mthm Botswana who were both wdhg and 
able to work wth coxnmunihes and the project to mobdm CBNRM m~ahves .  

4 Thts process could take place w i t h  a five- to seven-year project cycle 

The mdterm evaiuatlon challenged several flaws m the o n p a l  project deslgn Namely, 
rtphcable and transferable models of CBNRM existed and NGOs were m a posiaon to m o b h  
cornmmtles for all facets of CBRNM. Given that ne~ther the technology nor a vlable technology 
transfer mecbamsm exlsted, the md&m evaluators mmmended that a flexlble funcfing 
rnecbmrn be put m place to facliitate CBNRM activihes and strenghen the techcLlcal and 
mshtuhonal capaclty for CBNRM. The demonstration projects should be vlewcd as expcnmcntal 
wth the goal of developmg an array of approach that could be acheved, replicated and 
sustatned 

The rmdterm evaluahon made a set of strateg~c rccommendatlons to address the above-menttoned 
mcorrtct assurnptlons. Each of these mzommendatlons had more detazled suggest61ons on how to 
unplement the new strateges. 

Vigorously contlnue to strengthen DWNF and provtde it wth a more tlghtly 
focused achon-research agenda; q l c m e n t  the NRMP trauung amendment with 
d~spatch; undertake a coorrfinated program of systemattc hypoches1s testmg to 
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develop vlable rntegrated wnservauon and development approaches and methods 
that wlll y~eld demonstmuon results for extensron across Botswana and potenhally 
the regon 

a Undertake a new, expanded project component to strengthen local NGOs so that 
they partmpate effe~bvely In the design and unplementahon of CBNRM. thus 
extendmg the effect of the NRMP and ensunng the suswabh ty  of ~ t s  results. 
unplement a systemauc program of NGO capaclty bulldmg that will draw on both 
lnternahonal and local expertise and wlil feed back and remforcc project achvlues 
over tlme 

Substanually mcnase the vlgorous exchange of mformauon. expenencc, and 
lessons learned among al l  key stakeholders m local commumaes, government the 
NGO commuruty, a d  regonal actrvltm through a program of profess~onally 
fachtated workshops, conferences, team-bddmg acnvlQes, and non-formai 
educaaon that IS grounded m Botswana's nanonal comrmtment to consensus- 
reckomg consultaaon 

The recomrnendatlons suppomg these strategxes were 

Appolnt a seruor enwo~~mentai pohcy analyst to facdxtate mtegrahon of NRMP 
acnvines among key cooperatmg m t n e s  and support unplementatlon of the 
Nauonal Conservation Saategy, to be located as deemed by government. 

Involve a range of stakeholders, mncludmg the rmarch dmsxon of DWNP, local 
commulllty designates, representatives from the tounst mdustry, and researchers 
from the Musay of Agnculturc, m the assessment of Botswana's natural resource 
base to unprove the q d t y  of baselme mformahon, establzsh suswable levels of 
resource ubhahon for both wildhfe and vegetatwe resources, and b d d  a plannu~g 
consensus among mterested parues 

Cl&y separate commuruty mobrlrzahon and development mtxahvcs and the 
process of socloeconomc momtonng and evaluanon, appornt two semor advisors, 
one to each of these efforts, who are chargcxl wrth developmg prototype actlvlhes 
and strcngthemg mshtuhonal capaaty w i b  DWNP 

. Work mth wrnmmhcs to protect their resource base through collaborauve 
enforcement and promote a major amtudrnal swtch from pnvlous mterachons 
beween DWNP and local mmmmt~es. 

Conunue and accelerate the lmplemcntatlon of paraclpatoxy rural a p p d  
methods as a key tool for extension and commumty m o b i h o n  As the mdcator 
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of NRMP's comtrnent  to the use and apphmon of parhctpatory rural appmsal 
methods, ~t rs recommended that by PACD at least 50% of subprqect actxvitxes m 
lmplementauon or the pianrung phase should have been developed through such 
methods. 

With the benefit of hindsight, tt ~s obvious that if a semor p o k y  advlsor had been appomted, h s  
person wouid have needed the full ten of the appointment to buld the trust necessary to begm 
functiomg It was much more efficient to asslgn W funchon to the lmplementmg contractor's 
COP, who could proceed wlth the p o k y  work wlthout the long learnrng penod a new a s s p e e  
would requxre 

hvolvmg a large, diffuse group m the specific task of d e t e m g  the extent of the natural 
resource base of the country would ddute the core efforts of the project and should not have been 
a recommendahon from the rmdtenn. However, all the other ncommendahons have received 
actlon and the results have been qmtc posinve, excoed.mg expectahom m most cases as outhued in 
ttus report 

2.7 Other Donor Involvement 

USAID and the GOB are the major conmbutors to the NRMP. Other donors provtde substantla1 
dmct or mdurect suppolt to achvitles that complement the prqect. The other donors provldmg 
support mclude. 

European Union (EU). The EU has two separate projects workrng m DWNP under ~ t s  W~ldhfe 
Conservation and UtilizaUon m Botswana Project - one dcaltng mth the four northern parks/game 
reserves (Chobe, Moremi, Nxa;l/Makgadtkgadi) and the other with the three southern parks/game 
reserves (Gemsbak, Central Kaiahan and Kutse). These projects focus on xmprovlng protected 
area management and tounsm development through mprovlng and unplcmenmg management 
plans and mfrastrum development. 

Overseas Development Authority (ODA) - ODA supports lnshtuhonal smngthentng of the 
DWNP mcludmg the development of stratepc plans, a m s ~ o n  statement, term of reference and 
a code of conduct. The first phase of ODA assstance ends December 1996. Dependmg on 
government progress toward reform, ODA wdl conunue supporhng the mtltunonal reform 
process m the next phase, mcludmg devolvlng authonty to the chtncts. 

Netherlands Development Rogram (SNV). Insplnd by NRMP actlwaes, SNV ~s becomrng 
more involved m CBNRM. The organmuon supports four mbatlves m the country based on 
wddlife and veld product wdumon and a techmcal advsor at Veld Product Research. 
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Global Environment Facility/IUCN (GEF) Since 1993 GEF has been suppomng communrty- 
based mtlatlves It currently supports a total of 15 projects natlon wde, sur of whch are 
CBNRM 

Royal Norwegian Embassy The Royal Norwegm Embassy supports GEF and IUCN m theu 
capacley buildlng projects and provides support to K w  Development Trust Most of the 
embassy's focus is on lnsutuaonal cooperauon and hdang wth Norwegan lnsutuuons 

Norwegian Agency for international Development (NORAD). NORAD has been actwe m I 

supporung Permaculture to work with Basarwa comrnmtles and addre-ssmg rival poverty 
NORAD supports the Remote Area Dwellers Programme, whch m a major m e c h s m  for 
government to address development lssues m remote ana settlements. Collabomve support with 
NGOs has led to several maaaves m NGO capaaty bddmg wrth the a m  of strengthemg 
nahonal NGO advocacy for empowerment m Botswana's civli society. 

Swedish Internat~onal Development Agency (SIDA). SIDA supports envmnmental educaaon 
acuvlhes at the Umverslty of Botswana 

Japanese International Cooperation Agency (JICA). JICA provded a vldeo van for the 
Telev~slon Trust for the Envvonmtnt (TVE) component of the environmental educaaon actlvltles 
of NRMP 

International Fund for Agriculture Development (IFAD). IFAD signed a protocol with the 
MFDP m 1995 that wxll support 25,000 to 50,000 people through CBNRM IFAD also supported 
several studes mcludmg Geoffny Tylers' report on The Conmbunon of Communrty-Based 
Wddlge Tounsm to Botswanu. 
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3.0 RESPONSE OF IMPLEMENTING AGENCIES: A REVIEW OF PROJECT 
ACTIYITIES AND COMPONENTS 

3.1 Policy Deveiopment and Insbtutional Capacity-Building 

3.1.1 Background 

The pollcy component of the project 1s part of the package of acnvlhes recommended In the 
rmdterm evaiuauon. Although the project had been asslsnng w~th departmental pohcy before tius 
by draftlng guldehes for cornmumty actlvlaes and gwdehes for jomt venms ,  no formal project 
component was des~gned for pohcy development. 

Although not a specific component addressed m ail project papers, NRMP's lnshtuhonal capacity- 
blllldlng funchon IS inherent m all of I& acavlues Thts secaon of the report hlghbghts some of 
the accompl~shments of the project and p o r n  out some of the oppormaes avdable for the 
government and the project to mcrease the effectlveness of mtltutlons for CBNRM. Nlck Wmer, 
the project Chef of Party, took the lead role on project p o k y  mhmves w~th  lnput from a l l  
project staff 

G~ven the nature of the p q e u ,  budding lnstrtutlonal capacxty of commmhcs to manage theu 
natural resources has been the maul focus. In thls context, the project has undertaken achvltres 
for budding techrucal and oqpmitxonal capanty of comrnmnes and suppoxted pohcy muanves 
to mshtutlonahze CBNRM The extent of ths capaaty-buidmg at the commmty level IS dealt 
wlth m more detad m Secuon 3.3 and NGO capacity-burlding IS addressed m Secuon 3.4 

3.1.2 Key Elements and Progress to Date 

Policy 

Two major actwihes have occurred wthm the past year: 

GO Task.Force for . . 
IS a groupmg of NGOs that have come 

together to support efforts to nverse deches  m the w o n ' s  wildbfe and to help achteve greater 
recognrtlon of the role that uddlife can play m the nahonal life of Botswana. As a nsult of a 
meetmg attended by NGOs, pnvatc sector and government reprcsentmves, a group of N W s  
created a task force to bring these concerns to the aacnhon of the President of Botswana. 

The NRMP was asked to fund two consultants to repore ttchcal and legal ophons recommended 
for revemng the vvltdtifc decline. The report was presented, and the NGO task force cmnt iy  
awam the response from the office of the Ats~dent 
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re- The maxn W e s  of law and regulahons that govern 
resource management rnclude the Nahonal Development Plan 7, Wddhfe Consemahon Pohcy of 
1986, Tounsm Policy of 1990, and the WddIrfe Conservation and Naaonal Parks Act of 1992 
These documents state vanous aspects of the government's desm to decendze the management 
of natural resources, &versify the rural cconomy and Lmpmve the partlcipahon of Batswana In the 
tounsm and wlldhfe uhhhon  mdustry. 

However, the exlsung laws and pohcies tend to contaxn overall Intent but no giudancc on the 
apphcauon of these pohcies The NRMP rs currently asslsang the DWNP to renew and 
consohdate exlstmg procedures into a coherent CBNRM poky statement. Once vetted w i h  
the department, the new pohcy wlll be submtttd to government for revlew and approval. 

Conclusions 

Whde Botswana has a substarnal pohcy tidmework m place for the management of natural 
resources, some pohcy areas need addmonal attention. Most of these center on s t rcngthe~g the 
nattonal pohcy framework to govern CBNRM. Two key pohcy areas that need adduonai work 
to strengthen the sustamabihty of CBNRM are as follows 

Development of a legal and regulatory structure that defines veld resources as 
common property rather than open access resources that can be managed by 
npIEStntahve and accountable CBOs. The prqect, m ~ t s  role as promoter of veld 
products utdmhon for comtn~~~l? benefit, can play a central role m pohcy 
deveiopment. 

Regulanons to gwde the e x e r w  of authority w ~ t h  WMAs In the absence of 
regulahons, contravention m gdzttted WMAs goes unchallenged Several WMAs, 
paruculariy those m Kgahgad~ Dlstnct, are not gazetted and are laciung 
mplementatlon of the management plans. The development of WMA mguiat~ons 
rcguts wde consuitahon w ~ t b ~ . ~  government and the resident populat~ons. For 
CBNRM to be sustainable m these areas, the project should emphasize the 
opemonaltrrabon of WMAs and theu management plans and support for 
estabhhmg effective rqpkons.  

Apphcahon of ex~stmg pohcies needs to be strengthened across sectors so that government 
departments an: workmg toward a common goal An example of pohcy mplementahon IS seen in 
the ~nsauchons to local officials lssued jointly by the Mumtry of Commerce and Industry and the 
Mumay of Local Governmcn& Lands, and Housmg, statmg, among several other mportant 
commulllty management pohaes, that the Joint Venture Gurdehes am bmdmg on all districts. 
Whrlc the apphcatlon of existent poky at the achon level rs now bemg addressed by the project, 
tIus shll renuns one of the major aspects of the pohcy job remzunmg. 
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More resources are needed at &he dlstnct and suixhstnct level for pollcy knowledge and 
awareness bulldmg such as a set of dlsmct lnshtuuonal gu~dellnes As more apphcat~on of p o k y  
takes place, the needs wdl become apparent and can be addressed at that tune Addmonal 
gudelmes such as trust forrnatlon, benefit dstnbuaon, or accountabhty may be needed 

A new opportumty for wlder pollcy d~alogue ~s the new Botswana Inshtute for Development 
Pollcy Analysls (BIDPA), a tlmk tank/consultancy firm wth a powerful board made up of 
representabves from the Bank of Botswana, Muustry of and Development Planrung. 
parastatals and pnvate sector representahves. They are explormg how to help the government 
devlate from a mmeral-based economy toward rnanufac~nng, tolmsm and a g n c u l m  The 
project should make regular contact wlth BIDPA to provlde lnformatron on new tounsm 
developments and wddhfe u h ~ o n .  On the other hand, BIDPA has macro-economic 
rnformatlon that wdl benefit the project. 

Implementation Issues 

Pohcles supporang CBNRM are, by nature, multi-sectoral and therefore pohcy formuiatlon needs 
to have wide consultatrons among the appropriate sectors. This should be recogmud as a 
necessary, tune-consummg process In particular, rncrcased dralogue wth, and engagement of the 
hbsay of Agriculture, specdically the Range Ecology Sectron and the Agricultural Resource 
Board, needs to be unproved. 

Recommendations 

1. The Chef of Party posrbon should conhnue for two ad&txonal years Part of the 
COP'S terms of reference should rnclude asslsmg DWNP to formulate CBNRM 
pohaes. 

2. The project should conmue to assst m pohcy development where posslble 
Exarnples of future poky work that may be needed ~nclude regulations for WMA 
management and cooperative management between parks and people. 

3 As condltlons wanant, the prqect should dmct rncreasmg altentxon to 
constdtrahon of the open access quesbon of veld resources Thrs should bc done 
where ttus Mers from the solutions berng promoted for urlldltfe. 

4 Asslst D W  and other policy stakeholders to complete the process of consensus 
bulldmg, amendmenf adopaon and rmplementanon of the CBNRM p o k y  
document currently under preparmon. 
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Institutional Development 

National Levei 

The formatton of the DWNF Communrty Extension Urut w~th assistance from the NRMP has 
been ~nsrmmental m developing and changmg the funcaon and msslon of the DWNP In the past, 
reiatlons between the DWNP and people wen extrtmely poor, as the department had a 
predomateiy law enforcement funcaon. W~th the advent of the extension m t  and a focus on 
commuruty developmen4 thts role IS changmg. As opposed to bemg seen as only pohcemen, 
DWNP persome1 are begmung to be seen as partners m the development of commuruty-based 
enterprises and m conwhng problem ammaks 

The Hotel and Tounsm Association of Botswana (HATAB) prov~dcs a new opporeunrty to 
promote better relahonshps w~th toudsafan compmes and the dxstncts or commm~es Tour 
operators that funchon w~thout any standards m e  two fears 1) they may unfairly influence 
commmues - pTCVenMg thc commmUcs from obtauung the hrghest profit poss~bie, and 2) they 
may lower the q d t y  of SCMC~S available to tourists. HATAB has 120 member compmes, but 
they are arc not hcensed, nor are references chedced to see If they are m good standmg The 
GOB has cnated conchtlons for pnvatc seaor mvolvemcnt, but no con&txons have been set on 
how the tour c o m p a n ~ ~  deal wth the commutles. HATAB has the mtcrcst to become more 
mvolved m the ~cguiatory part of the pnvate sector and sees comrnmty tounsm as a potentxal 
area. Communlhcs need help m negoaaang terms wth the GOB for standards of tour operators, 
whch HATAB could oversee and NRMP asslst m. 

Distnct Level 

D~smcts provide the most prormslng entry pomt for ensunng msatuhonal capacity to further 
CBNRM. However, much work remans to be done m capacity-buddmg and strengthemng iurks 
between nahonal xnshtutlons, dmncts and the commuaes There IS an oppomty  to a s m  
b~uidrng a nprcsentauonal, accountable c~vd soaety by luhng p l m g  and unplementahon 
actlwhcs w d m  the ViUagc Txust Comrmftce through the Village Development Comrmaee and 
the d~smct development plannmg process. Alrtady, the Mababe commuty is polsed to engage 
the V W  Development Commttee as the mam vehlclle for CBNRM. 

The proposed Commuuty-Based frogram Strategy of the Rural Development Divmon of the 
Muustry of Finance and Development Plann~~~g IS mended to contribute duectly to the challenge 
of expandmg rural econormc achwtlcs and reduclng povew The major objective wrll be to asslst 
people h m g  m rural COmmU[IlhtS by lmpmvmg thcu hvehhoods and reduclng poverty. A further 
objtctlve wdl be to introduce a more effecfive and sustatnahle approach to nuai development by 
substantdy mmasmg the role of commmty parhc1pahon and comrnmty Ieadershp structures. 
The Rural Development Development Dlvrsion deveiops gutdelincs and ~ o n s  for rural 
develop men^ based on mfommon provided by other agencres. NRMP pmvldcd mformmon on 
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lts expenences with estabhhmg trusts to the Rural Development Dlvlslon, thus movlng sectoral 
development onto the national stage 

The communtty-based program strategy d u d e s  the transfer of declslon-makmg respons1bd.q 
and control to cornmumtm, commumty action plans for mcrcasmg mcomes and employrnenf and 
expenmentatlon and refrnement of approaches dunng an lrut~al three-year pliot phase 

The support actlvlbes to CBOs requre that distnct u t s  exercise coorhnmon. h e r -  
departmental coordmaaon tends to be easler at the b t n c t  level A dsmct offic~al spoke of four 
Legs of a cow that must work together ~f objecave is to be a c k v e d  The four major plllars at the 
distnct level are 1) the Dlstnct Adramstmuon as a cwmlmmg urut, 2) the Land Board in 
d h g  wlth Tnbal Lands, 3) the Tnbal Adrmnrstratlon, and 4) the Bsmct Councd ('Dlstnct 
Development Comrmttee) The NRMP has played a role m helpmg these umts work together 
T m g  and capacxty-bddmg ~CUVl t ICS  undertaken wlth commutm often rnclude acave, dmzt 
mvolvement wlth relevant dxstnct officials in problem solvmg, declsion malang and leadersiup 
development 

The Dtsmct Land Use Plannmg Urut (DLUPU) appears to be a vlable governmental msutuhon at 
the &stnct level for rntegraang commuuty actxvlaes slnct it bmgs all nlcvant departments 
together. However, integratxon wdl not happen where DLUPUs arc weak or where pohc~es have 
not yet been defined, or dfctntralizbd, by the home mxn~~tnes. A case m point IS the Kawnba 
(CHOBE) proposal to extract dead mber from the forest reserve W e  the regonal foresay 
officers have developed gu~dehes  to fachtate such a project and have peahoned  the^ hhusay to 
change the cumnt poky whch prohibits any development from tidang piace witfun the reserves, 
they are awsllhng actlon by their headquarttrs 

Problem mmal control IS the first and most contentlous pomt of contact between the rural pubhc 
and wddhfe and therefore IS a major extenston Issue. In thu context, the fonnatlon of the Problem 
Anmd Control unrt set a precedent for DWNP The Roblem A m a l  Control un~t  (formed m 
1993, it has a total of 39 officers trsuned) selected people by standards set by the Depamnent. 
DWNP lacked trarned staff to deal wth  problem anrmaLs and the= mabhty to respond led to bad 
relahons with villages. htnct Officers an: requestmg more officers than have been m e d .  
Ths assstance m dealing wth problem animal control has been much app~ccrattd by the d ~ ~ t n c t s  
and remarns one of t h c ~  pnmary concerns 

Village, Community.-Based Organization Level 

Sechons 3.3 and 3.4 &cuss thrs orgaumon level more thoroughly. However, it should be 
emphasized that the goal of pohcy and lnstxtutlonal development at m o n a i  and district level IS m 
the context of prov~dmg support and servlcts at the comrnumty level. More Important, ttus 
lncludes establrshing an enabhng enmnrnent that allows comrnumt~es to develop and thnve, wth 
less dependance on government substdres. 
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Implementation Issues 

NRMP and DWNP have had considexable success m btulding ~nsutuuonal capacity for CBNRM 
considenng the many constratnts. A major constramt is the weakness of DWNP whrch has the 
responsibihty for, but httle authority over, the human, financial and matenal nsources under its 
command. "h ~s mamfested by the sporadic presence of countcrparrs from DWNP over the life 
of the project 

The Comrnumty Extenson Umt IS stdl weak m numbers and cannot respond to all the q u e s t s  
bemg made. As an example, nonextension people are frequently called upon to respond to 
community requests. Another m h a t o r  IS the hgh, unmet demand for Problem Anmil Control 
officers. 

Moreover, there IS not yet a cnhd mass of government staff at the b m c t  level 1x1 the Dlstnct 
Land Use P l m g  Umt (whch includes forestry, crop producaon, irvestock, w~ldhfe, lands, local 
government Agnculhue Resource Board and the Land Board) who understand and support 
CBNRM to provlde the maal  advlce and support necessary for rcphcaaon throughout Botswana 

Recommendations 

1 To maxirmze mstltuaonal &velopment m h  thc DWNP for CBNRM, the 
department should permanently assign counterparts to NRMP adwsors ~nstead of 
spordcally. Thxs must mclude the n q d  resources necessary for the 
counterparts to work effechvely. More than one counterpart for the advlsors 
would be most beneficial. Monover, mput h m  NRMP on wfuch counterparts are 
selected would be beneficla1 to ensure that the mdwduals have the appropriate 
skdls and aptrtude for the work 

2. Dmmct Adrmrustraaons should also appomt counterparts officially to project staff 
to maxurw: transfer of skills. 

3. The prqect should focus more on budding the capacity of the dtstncts to asslst 
commUIU,hes m n u  rtsourct management and to incorporate commmty amon 
plans m the btnct development plan. An obvious entry pornt is to work mth a 
dsmdcommu~lty team to formulate and unplemcnt commwty actlon plans. This 
wdl ensun mclus~on of amon plans mto the dxstnct development planntng process. 
All counterparts should be engaged m thls process where poss~ble. IRCE should 
prov~de support to ensure that t h ~ ~  link between w m m a e s ,  b t n c t  and naaonal 
government IS effccave and m p o ~ ~ i v e .  

4. NRMP shouid assut HATAB to explore possibdihes for dcfirung and 
mplemcntlng standards for tour operators VIS B VIS the comurilhcs. 
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3.2 Planning and Research 

3.2.1 Background 

l k s  component of the project lncludes two mqor outcomess development of protected area 
management plans and the estabhshment of a momtonng and evalumon system Dehverables for 
the components mcluded 

. Management plans for four protected areas and 12 WMAs were drafted and 
approved by relevant Dlsmct Land Use Plannmg Units. 

At least two case s t u b s  dustrated the ut&ty of land use p l m g  m Botswana 
Cases wen chosen from the natural resource land-use category 

At least two sociocconomc studles compaied basehe and follow-up data from 
the selected sltes for the demonsumon projects and drew conclus~ons on the 
mpact of the wrldhfe -on program on ns~dtnts.  

Pqect funds supported stu&ts exploring the mtcmahond markets for wlldhfe 
products. 

Pobcy support was provided to the Muustry of Commerce and Industry 

33.2 Key Elements and Progress to Date 

National Park and Wildlife Management Area Management Hans 

The project o n m y  called for management plans to be produced for 16 protected areas These 
~ncluded the 4 northem nahonal parks/game reserves (Chobc, M o m ,  Makgaddcgd, Nxa Pans) 
and 12 WMAs (Grootc Laagte, Maitlo-a- Phuduhudu, Okwa, K g a i a m ,  Southern, Kweneng, 
Kwando, Okovango, Nunga and Nata, Boteti and Ngamiiand State Lands). To date, 10 
management plans have been completed by the NRMP, four other plans wdl be completed w t b  
safan con#sslon areas by the tendercrs and the n m g  two area plans have not been requested 
by the district. Table 1 shows the status of protected area management plans. 

Troprcd Research and D c v e l o ~ ,  lnc 3-7 



Final Evolucrrion of the B o t s w a ~  Natural Resources Management Propcr 

Table 1. Status of Protected Area Management Plans 

Protected Area Contractor Comments 

Makgad~kgadr N P IUCN Completed. Includes h a  Pan, two areas amalgamated 
mto slngie Park 

Nxai Pans N P IUCN Completed 

Morem N P KCS I Completed 

Chobc N P KCS Compiued 

GrooteLaagrcWMA RPM Completed 
I 1 

Okwa WMA 

Southern WMA NIA MP not yet quested by Dnrnct 

Kweaeng Wh4A NIA MP not yet requested by Dwma 
I I 

Ngamrknd Stam Lmnds I N/A I Safan ccmccss~on arra MP to be pmduad by tenderer 
I I 

Kwando WMA Okavmgo Completed 
-ty 
consultants 

Okavango Okavango Completed 
-tY 
consulplnts 

) Nara State Lands 1 NlA 1 Safan conctsslon am. MP to be produced by tenderer I 
Nmga NIA Safan concesszon arm MP to be produced by tendem 

Botea Suue Laads N/A Safan c o w s s ~ o a  arca MP to be produced by tenderer 

Conclusions 

The number of management plans to be completed m the shoxt-life span of the project was 
enormous and could only be accomphshed, as NRMP/DWNP &d, by contracting them out to 
qwhfied firms. Development of management plans provided a good oppomty  for buldmg the 
capacity of the unplemenang agency to idcnafy management problems and ophons for their 
soluhon. 
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Legslauon estabhhng WMAs was fundamental m enablrng NRMP to begm management plan 
development as ~t established the legal and msbtuuonal framework for achon Further, although 
the WMA Act clearly places broad authonty for WMA management with the h s t r y  of 
Commerce and Industry, no body of reguhons has been developed to gude the exerase of 
authonty The DWNP has created the post of Wddhfe Planmng Officer to overs= the 
unplementation of the WMA plans and to work on elated land use tssues affecting wddhfe 
resources In order for CBNRM acuvltles m these areas to be politically sustslmable. NRMP 
should emphastze the o p e r a h o n ~ o n  of WMAs and WMA plans by following the plans and 
supportrng estabhshg effectwe regulahom. 

Through the contractmg m e c h u m ,  the project ensured a comrnumty component and assessment 
in the plans It IS generally recognized by other partners and donors w i t h  DWNP that NFUvlP has 
developed slulls and expenences that are of hgh value for the conmued development of these 
plans However, because of its workload, NRMP has not been m the posihon to offer substant~al 
support for requests of assistance on commmty lssues - pamcuiarfy the Central Kalahan Game 
Reserve. The opportunity for the team to have this type of lnput is advantageous to broaden the 
scope of CBNRM w ~ h  the depamnenk parhcularly m areas that wdl assist cornmumties to 
make a stronger llnk between nsounx use and conservation actlvlues The EU parks P ~ O J ~ C ~  
wlshes "they could use theu expemse d they move into new areas " T h ~ s  IS another example of 
the influence the project has had on other lnstltutlons 

The management plannrng actxwty has suffexed h m  a lack of clear h k s  between the plannmg 
and implementanon components because of the tune lag between management plan development 
by NRMP and unplemenmon by the Northern Parks Project. Ths has mcreased the workload of 
the Northern Parks Project as it has to adapt plans that were developed without adequate 
knowledge of the unplementanon c o m m t s .  

Recommendations 

1. The project should asslst m developmg management plans for the Kweneng and 
Southern WMAs If requested by the Istnct, and d the plans can be completed 
before the project compietlon date 

2. As appropriate, the project should asslst DWNP in mcorpomtmg comrnunlty rssues 
m management plan adaptanom and unpiementatlon achvlhes. 

Community Action Plans and Participatory Rural Appraisals 
, 

The project has mhated the use of parhcipatory rural appmsals (PRAs) to develop commulllty 
acaon plans at the d a g e  level The PRAs conducted by the prqect have measurably impacted 
commuxuty-level decision malung. For example, m 1993, NRMPDWNP personnel conducted 
PRAs rn three of the five ClECl' wmmunihes. The findmgs of the PRAs contributed to the 
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estabhhment of Communuty Acaon Plans (CAPs) for each cornmuty and the selecaon of a CAP 
coordmator. Each CAP h t s  pnonhes to be achevcd, acoons to be taken. and people respons~ble. 
At the tune of the evaluahon, each wmmuty  was actlvely pursuing its CAP with encourapng 
results. For example, leasmg the Kavxmba forest for salvage l o g p g  was hgh on the ht of the 
CAP for the Kavunba Commuruty Trust. Today, the trust IS pmhaslng the lease and should soon 
launch the l o g p g  operation. (Smce the forcst IS w h  the Chobe Enclave, the K a h a  Trust 
lnvlted the other four commun~tles to jom rt.) In adQhon to the PRA conmbumg to economc 
actlviues m Chobe, it has also contributed to ~ncreaslng the awareness of peopie about the trust 
Dunng the follow-up basehe m Chobe (Ecosw, 1995) rt was found that the knowledge of 
CECT by villagers was hgher where PRAs had been conducted 

As another example, the PRA was used from 
the outset (1995) m the development and 
qlementatlon of the Sunkuyo Tcust, and 
became the vetucle by whch Sankuyo 
residents organxzcd and managed theu 
actlvloes. The outcomes of these 
partlclpabng achvlhcs were &Wed naniral 
resource: management plans and a 
comrnmty achon plan. These led to the 
formahon of Sankuyo Tshwamgano 
Management Trust, acquition of resource 
management nghts and a successful jomt 
venture rclatronshlp whch provides revenues 
to the trust and wages to its members The 

Broad Impact 

NRMP's pamc~patory rival a p p d  efforts and tbcu 
support to CAP coondrnators bas had a broad rmpact on 
govunmtnt e f fm to base development plannxng at the 
grasmaa level 'Ihe MFDP report on rts PRA pdot 
projects (1996) states "although PRA appears to be 
empow~lllg m meif, the prtseoce of follow-up through 
a CAP ambator lad wpport from na~onal level 
doubles the extent to whch ~ncLMduals make clauns on 
vlllage ba& exrms~on workus and tnplcs the exrent to 
whch village based organmaom make clauns " 

CAP also defined a tmmng program mtended to provide village res~dents w~th slaUs to manage 
theu area and r t s  resources effechvely. In ad&aon, the PRA asslsred the trust members m settmg 
the vohng age and makmg mvtstmcnt decisions m a communuty weavmg enterprise 

Smce the mtroductlon of the PRA, it bas been =.fined and has become more wldely adopted by 
others. A major two-year study has just been compictcd, comrmssroned by the Muustry of 

, Fmana, to determe rf PRA, mtroduced m Botswana by W, can and should be adopted by 
I the GOB as a means of provrdmg extension and mcorpomtmg village level mput W I ~ I  the distnct 

and nahonal development plamng process. The pnmary recommendation of the research., camed 
out through the Department of Adult Educauon and the Department of Soclal Work at the 
Unrversity of Botswana, xs "that the Mirusny of F r m e  Md Development Planning &cde m 
pnncrple to rntegrate PRA into the current consultanon procedures curd practtce of coorduuzted 
extension ucnvrnes." 

The effect of the PRAs undertaken in Chobe Enclave m 1994 played a key mle m the finding by 
the h~vtrsi ty.  Chnpansons were made m s s  m e  commmhes m the mplementatlon of thelr 
CAPs The Chobe PRAs are detefrmned m the report to be far and away the most successful 

3-10 Tropcal Research and Developncnt, inc 



Fmal Evduar~on of the B O ~ S W ~ M  Namrd Resources Mumpemnf Project 

among the m e  s~tes considered m terms of progress m ~mplementatlon of the commmty action 
plans The report states that "the PRAs done by N R M P - D W  In Chobe led to a progress score 
whrch u much hrgher" than the others ("a remarkuble 90% 74% and 71 5%'' of tasks bemg 
mplemented). The success of the Chobe model u attributed to 1t.s m q u e  program for fachtatmg 
commmty-dnven lmplementatlon mvolvmg a commumty-selected supended volunteer as a CAP 
cwrdmator. Thls model wdl be the basls for recommended f i m t r y  of Finance aaempts to 
rephcatc the success of the NRMP-DWNP approach T h ~ s  findmg, ~f implemented by 
government, can have major Impacts for democracy and governance issues by decen-g 
development plannmg and placmg lrutlaave more squarely m the hands of rural residents 

In addtlon to the above harung, the Botswana Onentahon Centre, wlth support form NRMP, has 
created a Partlapatory Plannrng and Traurrng Urn& whch has w n c d  out numerous pamclpatory 
rural appmsals Ongomg fac&tahon after the mtd PRA act~vltles IS the major need for ensunng 
both sufficient msmmonal development and progress m implementahon and evolution of CAPS 
that are created. The project has worked actlvely to promote the Botswana Onentabon Centre as 
the nanonai secretanat for partlclpatory plannrng through the naaonal comrmrtee c W  by the 
h s t r y  of Fmce and Development Plannmg IRCE has prowded support, through the 
subgrant program and techxucal assurance for the development of a Commumty M o b h o n  
Manual and a quarterly newsletter p~OmOMg ddogue on pamapatory plamng and mobliuatlon 
techques Thxs support coupled wxth related orgaruzatlonal development mterventlons, 
posltlons the Botswana Onentauon Centre for an expanded role m partlapatory plammg 
throughout the country. 

5 

PRAs should not be an end m themstlvts, but should be promoted only to the extent that they 
serve as a useful vehcle for managrng comrn~~.ty-dnven development The qutstlon becomes 
"how are these approaches bemg used" and "how efftcnve are they on m o b h g  and organlzlng 
village level p 1 a n . g  and actlon." NRMP should conhnuc hmmg wth the Rural Development 
Dlvislon of MFDP and the Botswana Onentatlon Centre to a d m e  on strengthenrng the 
government's use of the PRA methodology Moreover, ongomg faahtatton after the mlhal PRA 
actnmes IS tssentlal for e n s m g  both sufficient mstltutlonal development and progress m 
unplemcntatlon of commuIuty acaon plans The project should contmue efforts to e n s m  PRA 
follow-up becomes part of the overall PRA process. 

Whtle DWNP and project staff have a long-term w i o n  of the benefits of CBNRM and potentla1 
uses of profits, the communttles themselves must develop a v~sion In thrs contea the project 
shouid assst commumty members to develop a waon of where they would be m the future - 20 or 
more years. This vmon urlll help them work toward a common goal and prowde ~nsight on 
pnonhcs for mvesamnt of trust funds. 
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Implementation Issues 

Major turnover of personnel m the Botswana Onenta&on Centre has left that mstrtutlon' s 
fachtahon capacity at a very low level currently. The Botswana Onentatlon Centre's urut 
manager left some srx months ago and was =placed by another competent facihtator who left 

I 
after four months The posihon has m n t l y  been fillad by a new unrt manager w~th  no tramng in 
parmipatory approaches The w t  c m n t f y  has one jumor staff person wlth PRA trarnrng and 
experience 

I 
Another key c o n s m t  to wider use of partlapatory approaches is that while 16 DWNP and CBO 
personnel have been m e d  m parhcipatory techques, of these, only one has a sufficiently strong 

I 
grasp of the lssues underlying partxipatory assessment and pl-g to play an effecuve role as 
uatnedcwrdrnator for parhc1patory apprarsals. Thls officer ~twned from two years' m g  m 
the Umted States m September and ls cumntly on a back-to-duty onentatlon tour 

Recommendations 

1 Conhnue the sociologwt posihon for two addrtxonal y e .  to strengthen the PRA 
process and hase with the Rud  Deveiopment Dlws~on and the Botswana 
Onentahon Centre on PRA issues. 

B 
2. Conhnue stmigthentng DWNP and h c t  capacity 111 pamcipatory plammg 

techques 
I 

3. Follow up on the trust members m e d  m PRA and assess the unpact of theu I 
skills Include them as part of thc survey team m the next round of cornmumy 
suryeys B 

Monitoring and Evaluation - Socioeconomic Studies - 

The NRMP has made substanhal contnbuhons to linking the momtonng and evaluation (M&E) 
system to the achlevcment of results. To a lesser extent it has also made progress m developmg 

I 
systems for reporhng on d t s .  A pnmary wntnbuhon of the NRMP has been the adaptton and 
refinement of vanous mformatlonal tools desxgned not only to produce mformaaon for nahonal- 
level planners and donors but also to help wmmumacs and lnshtuaons to make more effective 

I 
decrsions. The pamcipatory rural appratsal PRA ~s one tool that was pioneered by the NRMP and 
has had measurable mfluenocs on a range of communthes' decmons. Thxs tool ls b e q  adopted 
by GOB Lnstxtuhons and other donors. 

I 
Before provldmg a summary of achmhes, it ~s worth noting that one mqor accomphhment of the 
NRMP helprng the DWNP to develop a soclal snence dwls~on with mponsibIfihes for collecang 

I 
and usmg mformahon. As wdl be reported, the effect o f t .  &mion has been to increase the 
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mpact of cornmmty-based s w e y s  on the declslon malung process of that cornmumy The 
DWNP IS one of the few, ~f not the only, Wddhfe Department m the subregon whch has a soclal 
sclence d~vlsion The results from ths  dwis~on make lt a model for the subregon 

The M&E actlvltles carried out under the NRMP d u d e  the followmg 

1 Survey data collected by SIAPAC, under the ongmal socioeconormc baselme 
study conducted m the Chobe Enclave, In 1991, at the outset of CBNRM 
unplementaaon efforts there I 

2 Data collected through PRA exercises m the Chok  Enclave vdlages of Kavlmba 
Parakarungu, and Satau, whch were a central element m the pamclpatory plannmg 
exercises to burld a consensus about how best to use the wlldhfe resource for the 
benefit of the local popdahon. 

3 Three socxoeconomc surveys conducted to establish a baseline or assess the 
progress of CBNRM efforts These lnclu& (a) an mtnd basehne m the Northern 
Kgalagadl subdsmct settlement of Zutshwa, m support of a CBNRM effort bemg 
unplemented by SNV, (b) the follow-up to the basehe study conducted m the five 
Chobe Enclave villages by SIAPAC; and (c) an assessment of the progress of the 
cocbeal prqect being mplemented in eight arcas of Gham &mct by Kuru 
Development Trust, wlth NRMP support. 

4. A socloeconomc study based on partlapatory data collection techques (as 
opposed to a survey), m the Ngamiland village of Sankuyo, whch was part of 
DWNPlBNRMP efforts to prepare the village to assume rtsponslbhty for 
managmg ~ts wddlrfe quota. 

5 A topical study of the issues that wdl affect CBNRM unplementaaon as a result of 
the n d  for DWNP to mcorporate anrmals curzently hunted under Special Game 
Licenses lnto the hunhng quota system. 

6 The elaborahon of an exphcit M&E framework. 

As per the ht of achwt~ts, most of the NRMP M&E aCtlmheS concern socioeconomc surveys 
and PRAs. These surveys have affected commumty-level decls~ons and assisted DWNP and 
USAID m usmg feedback to improve programrmng and poky malang. 

In addmon to work on part~apatory appmals, the NRMP has defined and unplemented a 
framework for morutonng, evaluatmg, and reporhng on CBNRM actrvitles Ttus hamework is 
based upon the prermse that CBNRM seeks to establish condmons that increase mccenhves for 
peopie to use nsourcts m sustarnablc ways. The M&E system IS mended to bc used as a 
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planmng tool by declslon-makers m DWNP and other GOB agencles w~th an mterest m CBNRM. 
to help them understand the factors respons~ble for the success or f a h e  of different expenences, 
so the successN expenences can be replrcated and repemons of the unsuccessful ones can be 
avoided It should also be used as a way to report on results and to strengthen the capacity of 
people to advocate 

The weakness of the M E  system IS the dichotomy between the survey system used to strengthen 
the declslon-makmg capacxty of cornmurunes (e.g , PRA) and the system used by the Msslon and 
GOB for evaluatrng and reporbng on results The progress made m PRAs and other surveys does 
not seem to be benefimng the repomg and programrmng funchons as much as ~t rmght The 
Mmion's last Results Report, for example, drd not M y  capturr: the results produced by NRMP 
nor drd ~t provlde a strong narrahve on the s~@cance and imphcations of the results Th~s has 
several mphcat~ons. First, hamg one coordrnatcd infomabon system for all funcoons should 
lmprove programrmng, policy malung, and reportmg. Second, morc effectwe reportmg on results 
would strengthen DWNP's hand m advocating for more consi&xat~on for wddhfe affm m 
national planning fom lbrd, by havmg morc mformatlon and analysis about the effects of 
CBNRM on econormc growth and governance as well as the enwonment, the Afnca Bureau 
would be more effectlve m bemg an advocate for the n d  resource management sector 

As the subrcg~onal plan IS deveioped, the dtchotomy will meau that lcssons learned and 
expencnces from the NRMP and other parts of the subrepon will not d o r m  the pl-g and 
unplementauon. Ths would result m a lower return to RCSA's mvesanent. To attempt to get 
the full measure of value from expenences, the Msslon has done the followmg: 

1. NRMP worked with William Fleblg, who was brought to Botswana by USAID 
wlth support of the DESFIL prqect, to plug mfomation about the project rnto a 
"results  work" structure that would allow the project to be assessed m terms 
of ~ t s  conmbuhons to s k g ~  objechve three and the other strateg~c objechves of 
the RCSA. 

2. NRMP pamcipated actlvely m a rcgonal exercsc conducted by the h j e c t  
Coordmaang Comm~ttee (PCC) to define an M&E fkmcwork for all of the 
NRMPs in Southern Africa Thls xncluded drawmg on NRMP's M&E hnework 
to help organize the conceptual basls for such a framework, and shanng ~ t s  
expcnence m woriang wth Fieb~g to organtze project mfornxmon mto a resuits 
framework respondmg to strategc objechve three and the other strategc 
objexhves. 

3. DWNP and NRMF will begin working wth a USAID-sponsonxl effort by 
SACCAR to elaborate a methodology for assessrng the econormc costs and 
benefits of CBNRM m the area of wildlife managcmrnt Th: effort wiil mvolve 
BNRMP's M&E adwor and DWNP officers from the Plannmg Umt, and wdl be 
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based on the data collected m the studies BNRMP has conducted m the Chobe 
Enclave and Sankuyo 

The long-term effects of any system depends upon people with the slalls to implement it. The 
NRMP has made progress m tmmng people wthm the DWNP and the comrnuhes Thus far 12 
officers of the DWNP have been formally tram4 lo PRA fac&mon Ad&honatly m 1996. four 
CBO representahves (3 from Sankuyo, 1 Chobe) were sponsored for PRA facxhtatlon trarrung at 
Egerton Ucllverslty m Kenya It is hoped that CBO facilitators wdl be able to team up with 
DWNP staff to provlde fachtaaon for new parhcipatory piannmg acawhes m vdlages movrng , 
toward CBNRM 

However, there are constrams to the rapid ddfusion of pamcipatory approaches W e  some 16 
DWNP and CBO personnel have been tr;uned in pmcipatory ttchmques, only one has a 
sufficiently strong grasp on the Issues undcrlymg parhcipatory assessment and planntng to play an 
efftctlve role as tratner/coordmator for partuxpatory appraxsals. This officer returned from two 
years tmmng m the Ucllted States m September and IS cumntly on a back-to-duty onentatlon 
tour. 

One DWNP sociolopt has been made respons~ble for M&E and has made progress m 
understandmg the conceptual bass of CBNRM and the M&E framework. She has also 
demonstrated her abhty to draw on a range of data collection techques that provlde the 
mformahon on whch the framework rests, and she rs assurmng mcnasmg nsponsibhty for 
managmg the M&E system. However, she ~s only one person, and she s a reiatxvely j u o r  officer 
m the DWNP organrzaaon. Therefore, DWNP does not yet have the capacity to respond to the 
need for s0~1oeconomc data coUaon and analysis that wdl accompany the snowbahug of 
CBNRM projects throughout Botswana Furthermore, them ~s no one m DWNP's sociology 
office wth the senlonty needed to work wrth semor management to educate staff about how they 
can and should use the Lnformaaon collected through the M&E system as a planmng and 
management tool. 

If she contmues to develop her skrlls and understandmg as she bas over the past 18 months, the 
DWNP sociologm wdl be able to assume full responslbhty for managing the M&E system v&m 
two years. However, the sustambilrty of the system w i t h  DWNP and its contmwg utllity as a 
p1-g and management cool to support national ~mplementatlon of CBNRM wdl depend on 
DWNP adequately staffing its soctology office, and domg so soon enough to p e m t  the people 
hued to acquut necessary skills and understandmg before NRMP departs. 

Conclusions 

The use of the PRAs by NRMP and DWNP have affecttd wmmuty decision makmg and have 
been adopted by other GOB mshtuQons and by donors. The M&E component prowdcs a good 
mechamsm for understandmg the soclal and economic procases that shape how people use 
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n a n d  resources The lnformmon bcmg collected can be used as a plannlng tool by DWNP, 
other orgammons and agencles w~th CBNRM unplementauon mponslbllrtles, and the CBOs 
themselves. The mformmon bcmg collected by NRMP's M&E component also wffl pemt teshng 
and nfinmg bas~c assumphorn and hypotheses of CBNRM. 

The reportmg function IS lagpng behmd the other M&E components. The last results report d ~ d  
fully reflect the mpacts of the project nor provlde an anaiys~s of the prqects hypothem 
Moreover, there IS a need to ha rmow USAID'S reportrng reqmments w~th those of DWNP 
Often reprung requlrcments are based on &fferent prermses and cause USAID to ask hfferent 
questions than do DWNP, NRMP, and orgama&ons wth CBNRM rmplementahon 
nsponslbdities Repomng requirements should be clearly o u b e d  by all concerns mshtunons, 
mcludmg USAID, to ensure adequate rcpomng. 

Recommendations 

1. Maxnm the M a  position for an addihonal two years. 

2. Conduct soaocconomc surveys as r e q d  both to estabhh basehnes LU new 
prqect sites and to judge impacts over tune. 

3. Clanfy data reqwcments and lntmals for reportrng on project progress and 
tmpacts 

3 3  CornmunitpBased Resources Utilization: Demonstration Projects 

33.1 Background 

Demonstration prqects supported by NRMP lnclude three mam categones of resource uahahon. 
consumptive use of wxldiife, consumphve use of veld products, and non-consumptive uses (mostly 
photographic tourism). W;ith the excephon of Khwa, all the current commwty-based 
consumphve wildfife propts am cammg part of ttmr mcome from photographc tounsm. 
Currently, t b ~ ~  IS a small proportion of the lncome denved. Through the NGO support 
cornponenS the pro~ect has prowded capac~ty-burldmg support to ensue broad-based benefits, 
transparency and s d I l l t y  of achvlhts. 

33.2 Key Elements and Progress to Date 

Thutccn Merent commmty-based nsource ubihatton acbvlties arc underway at the moment as 
S- IXI Table 2. These thrrteen ateas affect more than 50 separate vrllages or settlements 
and are benefithng m the range of 50,000 people. At the begrnnrng of the prqect, ~ChvlhtS for 
commmty-based resource uahmon were mostly focused on wddlife ut&zatron. The project IS 
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now also working more acuvely on assisting cornmunitles to harvest and market veld resources 
whch are potenually lucrauve 

Conclusions 

The ongxnal project des~gn and the mdterrn evaluauon caJled for two wildhfe ualrzauon actlviues 
and four veld product actlvmes The formahon of comrnumty trusts was not ongxnally envisioned 
by the project Thls model has only recently evolved as a method to gve  legal standmg, and a 
more coherent structure, to commun~ty p u p s  responsible for u-on actmines As dmussed 
m thts secuon, the apparent consequences of formmg trusts have been mcreased accountabhty, 
mcreased commun~ty mput on major declsions and a recogmaxi enhty that government agencles 
and NGOs can easdy deal w~th. Fmally the trusts, as legally ncognued enuhes, partly ensure the 
sus-hty of commuruty-based ~ruutatlves commenced by the project. 

At present there are no resource u t h m o n  acuvihes or trusts that would run on theu own Of 
the five trusts visited by the evaiuauon team, each ~s at a cnacai stage m theu genesis to becormng 
v~able trusts that wltl manage enterprises, negoaate with other pmes ,  and follow procedures 
either establtshed by themselves or shpulattd by law. Only when they reach this pomt wltl they be 
m a posihon to make collecuve declsions med at unprovmg theu hvehhoods and reducmg 
degradatron At t l u  pomf they wdl become models for other comrnuues m Botswana and m 
the sub-regon. 

The tune penod stipulated m the on@ design for establishg wable trusts has proven to be too 
shoa At the hme of the ongmai design, neither USAID nor other panners had suffictenc 
expenence to assess the tune r e q d  for e s t a b h h g  viable CBOs. Because of the NRMP 
expenence m Botswana and expenenccs elsewhere, we can say somethmg more about the 
obstacies that must be surmounted before vlable models arc produced. Fmt, perceptual changes 
have to occur among a number of groups. Up to now, the state has been the mam benefactor m 
prowdmg commwtles wlth essenhals. There has not been a reason for communlhes to o r g m  
to deal wlth quest~ons of p n o n m g  objechves and of m o b h g  local resources. For example, 
many commUIIlhes we visited had very good water systems and schoois that came firom the GOB 
Whde ths largesse has ban a benefit, it also means that dependency on the state IS qute hgh, and 
it has not encouraged commuhes  to go through a process of sethng pnonhes and mobdmng 
local resources for msolvmg consmnts. However, the capacity for the state to provtde essentials 
u reachmg a h t  and, under NDP8, the GOB will be momg toward a partnershp redanonship 
whch w d  favor commuhes whch show hnahve. 
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I Chobe Enclave CECT NIA Wlldhfe quota Ongoing, IRCE conducting organmaon 
capacrty butlQng and murung, Communtty 
Escort Gurde tratiung continumg, presence of 
a CDA 

X Ngamrland Sankuyo Tshwaragano 
Management Trust 

NACOBTN 
NAMIBIA 

Wildhfe quota. 
photographc Tourism 

Ongoing, escort gude uairung and NRM 
advrse, ~nstrtuuonal capacity-burldrng. IRCE 
mmng 

Okavango Community Trust NIA W~ldhfe quota 
Photographc rounsm 

Ongomg. respondmg to request for support 

Khwlu Vrllage Trust Unrversrty of 
BotswanalGEF 

SNV 

Wildhfe quota for duect 
consumption 

Wildhfo quota for drrect 
consumption 
Photographic tourism 
Ostnch eggs 

- - - 

Ongorng. NRM plan and CAP completed. 
advrce as requested 

Ongomg, run by SNV wlth Input from NRMP 
on NRM 

Ngamrland (west) 
- - 

1Kokono Crafts 
Quota Management 
Committee 

Kgalagadi and None registered SNV. Thusano 
Lefanstcng. Matteko 
Tshwmgano 
Development Trust 

-- 

Wildlife quota 
Veld products 

None regrstcred NIA To be deternuned 
- 

Drstrrct approved u thauon  as development 
tool Okwa WMA chosen after exchange wrth 
peers Chobe NRMP w~l l  support DWNP 
extcnsron officer Advrse on NRM use optlons 

None regrstered To be detennrned Cornnuttee bemg formed. NRMP responds to 
request 
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A second reason that ~t has taken tune for vlable CBOs to form u the rhythm of the deas~on- 
malung process at the comrnumty level. The NRMP team has been sensluve to h s  rhythm and 
has respected ~t The NRMP shows us that a v~able CBO 1s not formed m ~solatxon of the overall 
dynarmc of commuruty hfe. To force a comrnumty to commt to an organmuon at a schedule 
dictated by a log frame may have produced the development of an arhficial organtzabon m whch 
the commuruty may have let the advlsors wnte the constltutlon and set the agendas. The advlsors 
dld just the opposite. For example, m Chobe, only three of five villages were &y to conduct 
PRAs m 1994 Instead of forcmg the lssue (perhaps dnven by project targets). the techrucal 
asslstance went along with the decrs~on and conducted the PRA m only three vdlages Other 
advisors were asked to explan the CBO pnnc~ples to Khwa and Mababe whch they &d. 
However, when the advlsors found that these comrnumtles had to work through other problems, 
they drd not force the Issue. Both commutles recently requested asslstance h m  DWNPMRMP 
but are unable to follow up because of the ptndmg project complenon date 

A thud reason-Med to the first two-IS a change m confidence m the concept We were told 
several tunes that the perceptual change was produced at the commumty-level when the first 
check was put lnto the bank In some cases thls took more than a year And, m each case the 
momes are stdl m the bank-except for those cases where operaang expenses have been pad or a 
payment m the Kawmba Fomt Resewe enterprise was made. 

Related to the length of tune necessary to produce vlable CBO models IS the array of the 
relatlonshrps that must be changed. The mformahon produced by the NRMP about these 
relatlonshps IS an important mtemwbtc muit whch has potenaal apphcaaons m the whole 
subregon 

Within Communities: At Chobe and Sankuy,~ the communxhes are at cnncal pomts m maIang 
fundamental decrs~ons At Sankuyo the board chm is lgnonng procedures whch are snpulated In 

the Consntunon on how to deal mth operators. Members of the trust art concerned that hls 
achons wdl put &err cuntnt contract at nsk and wdl change the way the trust rs managed They 
do not know what to do but 19 members approached NRMP expressrng theu concern and 
sohc~tmg NRMP assstance m helpxng the trust to get back on track At Chobe, then IS confus~on 
about how a contract was negotiated and about the roles of the members of the trust in 
negotmtmg a contract. In both cases, then IS a fdurc to follow procedures that p ~ ~ m b e  the 
responsibili~es of the board to the trust and the nghts of the generai memberstup to know about 
and be part of the trust's affam. 

Among Communities: The Chobe and Gweta Trusts rnclude muitxple vlllages and decls~ons 
have to be made across these villages. Thcse agreements and negohmons arc new and people are 
stdl c o m g  to terms wth how to do it. For example, the Village Trust Comrmttec rn Kawnba, a 
member of the Chobe Trust, IS mtensted m salvagmg tunber from a nearby Forest Reserve The 
quesaon has come up whether thrs should be an undertakmg for the enttn nust (mvolvmg all five 
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vdlages) or just somettzlng for Kavlmba The members of the trust have to de terme th~s  
themselves 

Between Operators and the Trusts At both Chobe and Sankuyo, problems have ansen over 
the process of d d n g  with operators At the heart of the issue IS how the trusts see themselves 
do they see themselves as busmess partners that share respons~bhues as well as benefits, or do 
they see themselves as beneficlanes of a project m whch they share ltttle ~sponslbhty? At 
Chobe the three-year contract s~gned with the operator last year is being renegotiated because 
there were msunderstandrngs amongst members of the trust about what the contract contamed 
The rmsunde~~tandmgs arose m part from the failure of the Board to read the final verslon of the 
contract. Thus, even though the contract was s~gned by all concerned m the presence of GOB 
officials, the fact that it had not been read caused confusion. The operator, to hls credtt, agreed 
to renegouate. These negohations are currently under way and, to date, the operator has agreed 
to a l l  the points requested by the B o d .  Somethmg to watch over the year wlll be whether the 
contract IS respected or whether the trust tnes to get more out of the operator From the 
perspcctlve of the operators, there are quesaons on whether the trusts are rellable partners or not 
The two operators with whom we spoke were w ~ l h g  to tram members of the trust to be part of 
the operahon and to rnvest in the enterprise. However, they n a d  to have assurance that the trusts 
wltl follow procedures and live by the agreements. T ~ I S  IS prtcrsely the type of situanon where 
HATAB wdl be able to assisf by developrng standards of operaaons that w d  foster addmonal 
trust between the commmues and the pnvate sector. 

Between Trusl and the GOB. Up to now, commurutxs have been dependent upon the GOB 
for most basic services such as wattr and schools. While the commuruacs have benefitted from 
these baslc necessiues, they have come at a pnce Not only do the funds come from the GOB, but 
the Ideas and ~ h a h v e s  come as well. As a consequence, communlhes rn whch trusts are forrmng 
have had httle expenencc m exercmng decisions whch have had s~@cant consequences In the 
three ~IUS~S noted above, each has resources generated whch they can mobhze for then own 
pnonaes How well these resources are used depends upon decis~ons by the nust, not by the 
GOB. 

To succeed, the trusts also need to negohate with the GOB and wry out theu sides of the 
agreement The GOB has already devolved authonty to comrnmties. For example, wlldhfe 
management concessions used to be negouated between the GOB and operators and ~t has only 
been dunng the last few years that commumhes have been pven exclus~ve use over huntmg artas 
wtth the legal authonty to negohate contracts As a partTler with the GOB as well as the operator 
m the management of the wddlife and veld areas, a trust must be a responsible steward of the 

1 However, the relaaamhq IS changmg In NDP8. wbch wdi come out shortly. the GOB auns to develop 
partncrsiups between melf and c-aes Those commuruacs that danmaate comrmtment to belpmg tbems~lvts 
wrll be favored m recelvlng resources 
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hab~tats and anrmals To date h s  seems to be the case, but there IS suil a need to monltor the 
management capaclty of the trusts 

As a partner with the GOB, trusts are developmg negohaung slulis. The development of these 
skdls r e q m  time and practice. The NRMP has fachtated the process of getung the trusts and 
the GOB personnel together at cnhcal stages and has contributed to buldmg the skills As a 
recent example, the Chobe Trust u negotmng with the Distnct Fornay Office for salvage nghts 
to the Kavmba Forest Reserve. T b  wdl be the first partnersiup benvecn the Forestry Serv~ce 
and a commuruty, and the fac&tatmg role of the NRMP personnel has been cntlcal Both sides 
count on the NRMP personnel to be an honest and ~ m t c m t e d  broker whom they aust to 
provide advice at cnucal tunes. And, the NRMP has conducted a market survey for products 
from the salvage opemon whlch strengthens the bass for honest negohahons 

The NRMP has also contributed to the development of the GOB partnersiup by helpmg to replace 
susplclon wlth aust and confidence. In each c o m w t y  we visited, we asked about the atatudes 
of the commmty members to DWNP, and m each case, we were told that peopies' perceptions of 
DWNP personnel have changed over the last five years. Before, they werc not welcome and were 
met wlth skepunsm. Tbey we= viewed as pohcemen who wen sometimes drawman m thelr 
enforcement methods. Now, some of them are seen as facMators and are sohcited to come to 
assst commuhes. For example, a survey of C O ~ ~ U I I ~ ~ S '  mews about commuty-based 
wrldhfe management was conducted m 1992 m the five v~llages of the Chobe Enclave Even 
though the DWNP had been promotrng the Idea of a commwty-based prqect for three years, the 
merchanges between DWNP personnel and commu~hes'  members reflected hale confidence on 
the part of the commup~hes that they would benefit from such a partnerdup. For example, several 
people stated that the Controlied Hunting Area assigned to them &d not have anunals and they 
felt that thls was a plan to close better huntxng areas to them. Another sad, "it IS a government 
trap on them that ~f they fad to manage the quota, they will be told next year that they have faded 
and the quota wdl be withdrawn from them " The commuNnts did not want to make any 
declslons untd the= counciiors had adwed them. They were very unsure of what tt.lls new 
opportmty entded. They wanttd more hrne to &cuss it with each other They wen clearly 
susprc~ous of the process and consequences. However, when we met wlth the Chobe Trust 
people, they were anxlous to have both DWNP and NRMP pcople present. One person told us 

1 that. from the perspective of the trust, "DWNP had changed from Paul the prosecutor to Paul the 
teacher " 

However, the trust was nervous about the possible end of NRMP technical asslstanu When 
asked whether the new Commuty Dtvebpment Advlsor (CDA) hued by PACT could not fill 
the role of the NRMP advisors, the commwty was openly skephcal that the Commtmty 
Development Advlsor could replace the NRMP team at ths pomt m m e  They are confident that 
he wdl do hrs job well, but see the need for conmucd support from the NRMP team members 
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Among Operators The idea of f o r m g  a partnershp with communities rnstead of o b w n g  
concessions from the GOB is new for operators Although the two operators wlth whom we 
spoke expressed some u n c e m t y  about how the anangement would work out. both thought ~t 
was a posiuve development and both were caut~ously ophm~~txc. The idea of partnenng with the 
people m whose terntory people hunt seems to offer advantages to the old system One of the 
most obvious IS that self-interested cornrnuruty members would do a better job of provldng 
stewardshtp to the hab~tat But, operators are also wary of c e m  operators who would not play 
by the rules In both Sankuyo and Chobe, operators have tned to cmumvent the tendenng rules 
and curry favor m ways that are Illegal as per the comatubon of the trusts They see that h s  
msbehavlor on the part of a few could nun rt for everyone Reportedly, the agenda of the next 
operators meetmg mcludes discusstons on CBO Issues. Hen agam, the NRMP has had the 
unexpected outcome of bnngmg the pnvate sector together to dxscuss new OppoRmnes and how 
they would regulate themselves 

A momentum IS stamng to plck up as new COmmUIIlhS become aware of the posslbd~nes' of 
CBNRM Exchange vxslts between cornmurunes have been frultful m the sense that new 
commurutles are now requesung assistance to start then own resource use programs In effect, 
people are becormng convmced that examples such as Chobe and Sankuyo work T ~ I S  wdl 
reduce the amount of arne r e q m d  by the prqea  to start actlvltles in new commumtles. as a 
cerwn amount of trust and confidence exlsts because the cornmurunes can see clear examples of 
what CBNRM 1s all about In thls context, it IS now easier to start up than before because the 
template exlsts. 

However, NRMP should formulate a model(s) for commwuty-based natural resource 
management to better articulate to government and potcntxal partners ~ t s  successful approzrh 
Moreover, as discussed m more &tad m Secaon 5.2, this model needs to be agreed upon, and 
followed by both NRMP advlsors and IRCE for a uIllficd approach. Such a document would also 
be valuable for other prqects in the n g o n  and throughout Afnca. 

More effort is also needed to promote jornt ventures, perhaps by hniang rt with the project's 
envmnmental education component. If awareness of jornt vennults were rncrcased both wthm 
commuacs  and among the pnvate sector, then would a m y  be more parmershlps created. 

Addxtxonal tune also needs to be spent by the project lnvestrgatlng new veld products, condumg 
market s a m p h g ,  prowdmg techcal advlce on markets and quaiity control to commutxs.  
Also, more cost/benefit analysis that would be useful to wmmumhes' needs to be done. One of 
the rmleposts for the project m the next two years should be to develop a maturing trust such as 
Sankuyo or Chobe m another area, based on uhbizaon of veld products and to show how to use 
xnwme to lmprove management and unprove mcomes as an example for other WmmULIlQeS. 

Secondary benefits of profit dstnbuaon for secondary projects art starbng to occur and wdl 
c e W y  mcrease as the trusts buld up capital However, procedures for dstnbuaon of benefits 
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have not been worked out. m s  m a major undertalung that needs addrtional effort to ensure 
maxlmum sprnoffs of the pqec t ,  and profits for wmmunlues Each aust area has a broad range 
of opuons for resource use - so far the prqect has focused on those that have the most potentla1 
accordmg to the commuNhes d e s k .  Dunng an extension. the project could focus on how 
profits from the fmt optxon chosen can be used to start new oppmriltles ' h s  reinvestment m 
new opportumhes wrll Increase the number of income generauon projects and employment 
creatlon actlvlbes 

Implementation Issues 

Both IRCE and NRMP work w l h  the same cornmuhes. NRMP* through its advisors and 
counterparts, has the tecbcal expertise for UrlldJlfe and veld nsource utahaaon and commwty 
development and rs lurked with national and local governments. IRE 'S  mandate m to budd the 
lnsutuaonal capaclty of the trusts so they can funcuon as ~ndependenG stable umts Ongmally 
mended to be under the same projecf m e s  berween the two are becomxng b l u d  due to 
lfferent approachs and management styles. As stated, thu u treated under Secuon 5.2 m the 
lscusslon about project management. 

Strategies for Sustainability 

Susmabhty for commuty trusts depends on an enabhg body of pohcies and regu&ons and 
adequate support services, especially dunng thev start-up phases. The poky work and 
recommendations discussed m W o n  3.1 wdl lead s~gmficantly to the sustamab&y of 
commublty mhanves m n a n d  resource management. 

The mam ~ssue for CBNRM sustaxnabiltty ~s where support s m c e s  wdl come from to asslst msts 
develop better techrucal and organmmonal siulIs While DWNP ~s tk most achve player m 
suppomng CBNRM achmt~ts, ~t has not yet placed sufficient staff within the Communxty 
Extension Dlvxsion and the commuty hwon posmons at the hstnct level Comrn~~llnes can 
receive support semces from many sources: bmcts, government departments, consultants and 
NGOs. A prqect strategy to foster gnater support h m  these mshtut~ons rs warranted to 
Increase the number of pottntlal support se rnas  for the commwty 

A second strategy to ensure sustamabiltty of CBNRM acavibes 1s the foxmatloxi of a CBO 
network. Many advlsors and the CBOs themselves see a need for an ~ndependent CBO 
assocumon whch ls rooted m the rural expcnence of grass roots organrzatlons. The CBO 
assoclatlon or m&wdual members, as appropriate, could help set the agenda to ensure that ~t 
metts the nteds ldentlfied m thcz own tr;unmg plans and development strategm. There IS clearly 
potenaal for a more formahzed structure, but care must be taken that the network does not 
become an end m ~tself* and become more tmportant than the goals of the mdividual CBO 
members. 
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There IS some opposition In the NGO comrnunlty to thLs assoclauon. as they see ~t as another 
structure to compete w~th  them However. a CBO network would d~ffer ,patiy h m  a NGO 
umbrella orgmzahon as ~t would have a grassroots consatuency. The CBO network would also 
help prevent a srtuatlon where an outsrde orgmzauon becomes the "gatekeeper" to resources and 
expertise 

1. The four member NRMP tcchcal team of comrnuty extcnslon and developmwt 
should be extended for an addmonal two years. 

2 The The NGO support component should also be conunued for an adltlonal two 
years. Staff should be mcreased by two to work specifically m dueEt CBO 
capac~ty-buldmg actlvlhes. 

3 The project should contlnue to emphasue capacity-bulldmg and p l m g  w r h n  
the b t n c t s  for commuxuty-based natural resource management. T h ~ s  wdl help 
ensure that comrnmty actlvlhes become part of the country's p l m g  process 
and ensure some techcllcal mput mto specdic prqect acavltles. 

4 Continued support from the project must be mamtamed to take cornrnuty trusts 
from the start-up o r g a m g  stage through the establrshment of routme 
admumaanon of ongomg prqects and abhty to fund and implement secondary 
prqects from benefits received 

5 The project should, through mput from the trusts. develop general gudehnes for 
procedures for benefit dstnbuaon from the trusts. The general guldehes should 
be adapted and adopted by each separate trust. 

6 The project should asslst trusts to develop procedures and plans for the use of 
trust funds. Wtule DWNP and project staff have a long-term vlslon of the benefits 
of CBMCM and potenaal uses of profits, the commuty themsclvts must develop 
a vlslon. The p r q a  should assist the cornmwty to develop a vlslon of where 
thev cornmwty would be m the future - 20 or more years. Thls vrsion d l  help 
them work toward a common goal and prom& insight on pnonhes for lnvestrnent 
of trust funds 

7 The above-mentioned commwhcs should contlnue to be assrsted wlth planned 
act~nt~cs, as appropriate and as requested 
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3.4 NGO Involvement in Community-Based Naturai Resource Management 

3.4.1 Background 

The rmdterm evaluauon recommended that a flexlble fundmg mechamsm be put m place to 
facilitate CBNRM acuvlues and that tecbcal and insutuuonal capaclty for CBNRM be 
strengthened. The mdterm evaluaQon team also recommended that "condlt~ons, understandmgs, 
and mechmsms be put m place for N O S  to parbclpate efftXhvely m the project." 

To conduct ths new project component, an project amendment (IRCE) was made. In addiuon to 
the above menhoned aCtlWhes, thls amendment also mcluded ad&aonal support for pohcy, 
morutonng and evaluatron and nonfond educanon to be implemented by the mam contractor 
A cooperative agreement was awarded to PACT to manage the NGO support component under 
t h ~ s  amendment The NGO support component has taken on the name of Insutuuonal 
Remforcement for Commmty Empowerment (IRCE) under the Naturat Resource Management 
Project Its mandate IS to asslst m NGO capacity-budding and tmmng for CBNRM, estabbsh a 
flexlble grant m e c h m m  to mplement CBNRM, develop monrtonng systems to measure unpact, 
acceptance of CBNRM and rephmon of efforts, and fachtate the development of an NGO 
umbrella structure comrmtrd to NRM. 

3.4.2 Key Elements and Progress to Date 

Capacity Building 

Slnce the commencement of the NGO support, ~ t s  technical advisors have been workrng to bulld 
fences and partner with Botswana NGOs on the rmplemcntaaon of sub-grants, mnmg exercises 

and the design and unpiementmon of workshops Some of these NGOs, reco-g thev 
operaaonal constratnts, engaged external consultants to evaluate theu operanom and make 
recommendauons on mstltuhonal change long before IRCE became operatzonal CORDE, whch 
offers extenswe programs m NGO management, for example, has a regular self-evaluation and 
straregc planntng process whch it engages m annually A ht of capac~ty brulhg acamhes 
supported by the project is o u h e d  m Table 3 

To idenafy tmmng needs m -anal deve1opment IRCE used the OrgawmonaI Capacity 
Assessment Tool (OCAT) deveioped by PACT and modified by the Botswana NGO communrty 
OCAT IS used by NWs to set goals for organ17Jltlonal capaclty enhancement and to track 
progress toward  the^ achievement. After thu assessment, the orgammons develop 
formal/spec~fic plans s e m g  targets for o ~ o n a i  development or benchmarks through whch 
orgaruzatronal capacxty enhancement can be measured. Cumntly, several NGOs an begmug to 
IW BCAT for theu own morutonng and evaiumon purposes. The NGO support component 
should encourage those NGOs who find the OCAT useful to undertake OCAT assessments on a 
regular basis to track  the^ prognss. Thrpughout h s  process ~t should be born 111 m d  that 
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[BOCONGO Sustamabhty/Fundrats~ng I BOCONGO. NGOs 1 Manual bang produced 1 
Rnanc~al Management Tramnp; I 10 N W C B O s  I Slulls n;insfennce. followso I 
CECT Board Tmnmg (3) 
CECT Annual Work Plan 

CECT Financ:al Tmmng 
CECT PRA T m m g  
Leadershp T m m g  
Pandamatenga Commuluty P l m n g  
Empowerment (3) 

Em. VTCs, VDCs 
CECT, PACX, NRMP 
CECT. VTCs, VDCs. CAPS 
CECT Staff 
CECIT. VDCs, VTCs 
Communlaes 
NGOs. CBOs, Xa~Xiu 

Assessments. slufls aanfennce 

C E n  staff plans developed 
S W s  transference 
PRA slulls ~~LUIIIP; 

Skdls aansference 
Planmng ~niaated 

Manual produced theatre groups 
Office sialls transference 
Enterprise &velopment 

Leather tanrung 
PRA siulis aalnlng 

Sfmcg~c plan-tounsm 
CBO network opnons 
CBO network piannmg 
Need for follow up workshops 

Shlls Tmmg-Sanhiyo I SM, CI 

Slulls Tramng-Sankuyo IsTMT, CI 
Shlls Trauung-Sankuyo (3) 
Slulls Trattung-Sankuyo 

, Shlls Traratnq-Sankayo 
CBO Network Aswnrtlon 

, CBO Network hsocmaon 
,Joint Ventures for CBOs NGOs. &ma gov't 

SThfT. KDT 
STMT, CECf 
SThm 
6 CBOs. NGOs. GOB 
6 CBOs NGOs, GOB 
40 rcprcscntaaves 

OOPP Methods VPR NGOs 1 OOPP methods apphed wtb VPR 
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OCAT ~s an rnstrument designed for rapld partlclpatory assessment needs to conanually be 
revls~ted to ensure that organxzmons arc on tract. In adchaon to the development of OCAT, 
IRCE has supported several saategc pi-g workshops with m&vidual NGOs 

Eleven NGOs have opted to use OCAT and the results are shown m Table 4. As a result of ths 
OCAT exercise, several rndmdual and joint rrauung workshops have been developed m 
coliaborauon with the Botswana tramag NGOs and umbrella orgatllzanons (BOCONGO and 
FONSAG). The content has focused on management pxachces rncludmg tinanc1a.l managemen& 
pamapatory techques, empowerment and fund rrusmg. 

Governance 8 

Management 10 
Ractxces 

Human 2 9 
Resources 

F-d 9 
Resources 

Sewice Dehvery 8 

External 7 
Relations 

Source: September 

Based on these h b g s ,  it was ~#~)mmendcd by partlclpatxng NGOs that IRCE and BOCONGO 
develop a cornp~heas~ve t m m g  plan for all NGOs m the broad amas of leadeslup and 
governance, parhapatory txaumg methodolops and techqucs of improvmg semce dehvery It 
was also recommended that IRCE support an assessment of NGO manpower needs and 
development of appropriate siulls transfer techmques In thxs context, IRCE camed out an 
assessment of the murug resources avadable from 16 orgarwatlons from the NGO commuty, 
parastatal orgaolzatrons and mtemahonal orgamzanons. Both genenc mmng and specific 
t m m g  tadomd to the needs of each N W  (and CBO) are felt to be cnhcal components m 
organuaaonai development. The intcnm report rs bemg revxewcd and the next steps m h study 
are bemg &veloped. 
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Another recornmenciahon was that IRCE promote NGOs to deveiop a Code of Conduct or 
guldehes for communrty development pnncrples that mght gulde the NGO tn theu development 
practlce Also, IRCE would lmtlate halogue between NGOs and govenmntfpnvate sector and 
donors to facrlltate resource mobllmihon to support NGO amvrties and that they conunue to 
support orgaruzauons wrtb externally-financed selfevalumons and smtegc p l w g  processes 

In addmon to capacity-buildmg trarnlng and networkuig mvltles, IRCE has used several novel 
approaches such as using a theater group for the village of Xa&x to facilitate dmuss~ons on 
CBNRM. prov~dmg busrness m n g  o p p o m u e s  m Setswana to Sankuyo vla the Maun 
Busrness T m m g  Center and, urlth the advlce of NRMP adv~sors, locahng experienced local firms 
to work wrth cornmmty members to map the resources, ldenhfy current uses, and develop a plan 
based on potentxal resource uses. Withm h s  Eramework, Commumty Escort Gudes could 
become momtors for resource use and the trust could Issue pexmxts accodng to the plan. Thrs xs 
berng done m Narmbra and may be worth a tnp for IRCE and cornmumy members One spm-off 
of the m g  has been employment by Maun compmes of the busrness tmnees To date. the 
people who recerved the busrness m g  have not had an opportumty to use it m the uust 
aCuv1tles 

The Botswana Onentatlon Centre is also provldmg a forum for the exchange of ideas and the 
sharing of lessons learned through its commumty parhclpiihon newsletter supported by DRCE 

Grants Management 

To date, 9 of the 13 sub-grants Issued by IRCE have gone to seven NGOs predormnately to 
provide support for commuty mobduahon and planrung for natural resource use strategm 
Two adQbonal grants were gven to prowde tcchnrcal asslstanct for market feasibhty studm and 
to support pdot pro~ects.~ Another two sub-grants have gone ducctly to CBOs and are managed 
by IRCE. The status of NRMP grants ~s o u h e d  m Table 5 

Several other projects arc progressing through the iden~catlon,  feasibhty and plannmg stages 
and it xs expected that they wdl come odme m 1997. 

Proposals for grants are assessed by the Roposal Revlew Cornnuttee made up of the Dlrcctor 
IRCE, Chef of Party/NRMP, the USAID/NRMP Roject Manager and representatives of the 
NGO communrty. bposals are   me wed, rnter a&& on techcd, ~ 0 ~ l a i .  tnstltuhonal cntena 

?In paracular, the m a d a  coilechon, pnxxss111g and marketmg stuhcs whch w m  managed by NRMP 
mhcal admars ~nvolvlag tbc Gweta Trust and evaluated by ZRCE 
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ECE has been recelvmg an mcreaslng number of requests for support from NGOs, distnct 
government officxals and community orgawaUons. lbs m&cates an expandmg xnterest m 
CBNRM and the types of services offered by IRCE m cornmumy mobdumon, orgamzmonal 
development and trauimg Of the 13 sub-grants, only those gwen to CBOs (CECT. Sankuyo. 
Gweta and Thusano Lefatsheng) are currently at the stage where natural resources are bemg used 
for the benefit of commumues 

I 

Several mechmms are posslble to support CBNRh4 acuwues The best (and the overarchmg 
goal of NRMP) are CBOs rnanagrng pnmanly on theu own However, CBOs WLU need support 
servlccs (marketmg channels, advocacy, technical asslstanct or tmmmg among others) for qmte 
some time These support semces can be bullt by CBOs buridmg parmershps m collaboranon 
with l s tnc t  officials, NGOs, pnvate enterprise or DWNP and other ms tnes  However, h 
may lead to a dependency relaaonshp rather than empowexment whch would further 
disenfranchse the communIhes. Where CBOs have not yet developed, or where commmty 
processes are weak. some of the best partnerdups could be wrth nual-based NGOs mth a 
grassroots focus (such as Kuru Development Trust). 

However, evidence suggests that wMe the NGO commumty has many s W s  (both tecbcal  and 
organuaaonal) many arc not focused on bulldmg commumty capaaty to manage ther natural 
resources In addmon, they are constmned by lack of staff and financ~al resources Several 
NGOs have sWls to offer with respect to production and utrlrzaaon of resources, conservaaon 
and markeang whch should be burit upon. Furthermore, as the NGOs develop organmhonally, 
they wdl be definmg theu mandates and capacttres and may move rnto morc and morc communxty- 
based mnauves. In h s  context the best role for non-rural based NGOs are p m d m g  the specific 
servlces that they  special^^^. Ths IS cumntly occumng with Women's Fxnance House wtuch IS 
provldmg its expemse on small &t schemes to Tswapong Hills 

Fundmg has also gone to suppoa unplemcntatlon of CBNRM wth  NGO fachmon rather than 
NRMP h t l y  facdmtmg the CBO fonnahon and deveiopment process. Thls approach only 
seems to be relevant m areas where communxhes are not well 0-d. Where commumty 
structures are m piace, there IS a strong feeling on theu part that they wlsh to be empowered 
through advrce and tra;uung to "go tt alone." In addibon, the grants mecharurn has been used to 
conduct parhcipatory studm whch wdl lead to better strategc choices and pave the way for 
morutonng unplemtntatlon, and to empower rural women through more effecbve u h t r o n  of 
natural resources. 

Grants should not be used as leverage to get NGO mvolvement m the commmty act~vitles. As 
stated elsewhere m ths reporf support actlv1hes to CBOs must be localxzed. In some areas a IS 
not neassary, or even dtsuable, to have an NGO automcally become mvolved. In other areas, 
NGO mvolvement prov~des real benefit and services to the comrnwty. The key 1s that NGOs 
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should be mvolved when they have a real consutuency rn the commumty and/or are prov~dmg 
services (tramng, crecht semces, etc.) that the community neds 

At some point, IRCE needs to evaluate whether or not the mmng workshops, deslgned as a 
resuit of OCAT, are achtnng the mtendcd purposes or whether organxzatlons are bexng 
overloaded wtth so much mforma&on that they art unable to take the lessons learned home and 
transfer them lnto ~mplementauon on the ground Gweta Trust IS the only grant acavlty 
evaluated to date The q d t y  of the evalwon and ~ t s  recornmendmom for the further 
development of ths maatwe, considered vahd by a l l  partles, suggests the need for more formal 
evaiuauon of sub-grants 

IRCE grants m e c h m  does not meet USAID enwonmental Impact assessment rtgulanons 
Although most or all of the grants would probably recewe a catcgoncai exclusion, a procedure 
should be estabilshed to ensure adherence to the rcgulatlons In thu context IRCE should 
request USAID for assstance Erom the ~ @ o n a l  support office (REDSO) to asslst ~t m 
estabhhmg assessment procedures. 

Some lncomct assumpaons with the PACT Coopemve A p m e n t  need to be recaficd. Fmt, 
concenung the ccilrng for the amount of grants ~t states "other factors to consldcr are absorpuve 
capaclty of the NGO commmty and the number of grants that can be effecavely handled by 
PACT and eventdy  the NGO structure." Thtr ts potenhally lrrmtlcss and muses the whole CBO 
context m whch the propct operates. It IS the absorpave capacity of the CBOs that matter under 
the NRMP. The second is that an "NW Structure should eventually have the mandate and the 
capacity to gradually assume the role curnntly played by MRMP." No one s t r u m  wdl take 
over the mandate of NRMP as lt IS multi-sectoral and a large amount of partners are needed to 
contlnue the CBNRM process. Moreover, NGOs do not have the mandate over land use - the 
most cnncal aspect of m d h g  mponsibihty for natural resourct management wlth the 
COrtKmUUhCS. Finally, the dstncts are the most obwous enay po~nt toward assurrng overall 
support to comrnwuty struchms w t h  theu boundanes. h IS not to say the NWs don't have 
a role, then role IS v m l  and they could prowde serwces that may be laclang w~thm government 
agencies. Agam, t h s  ts evidenced m the Women's Ft~liincc House prowding expcrtlse on mxht 
and Maun Bususess Cater that can pmvlde specdic spec- tramng m business slnlls. 

Strategies for Sustainability 

One of IRCE's mandates IS to create an umbrclia "NGO structure" commtted to C B W  A 
workmg group of NGOs was formed on behalf of USAID by the NGO/PVO/NRMS Project to 
develop a tunt Lrne and work pian whch IS now belng used as the basis for dtscuss~on wth other 
donors notably DANCED. It IS hoped that DANCED and USAID urlll collaborate to ensure that 
approaches and methods bemg employed support rather than contradm one another. 
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The development of an NGO structure would evoive from the consultanve process among NGOs 
workmg on the NRM sector TIus NGO structure 1s purposely not defined at tius stage but ~t 
could be a consortlum, a subcomrmaee of the exlstmg NGO coordmatmg councrl, a smgle NGO, 
or a pud secretanat. It appears to the evaluauon team that the NGO structure IS worthy of 
support and can provide benefits, m the long term, for CBNRM However. ~t can &verge from the 
mam goals of NRMP A bear  strategy for sustalnab&ty of CBNRM 1s bulldmg the capacrty of 
CBOs themselves to manage thelr own &am IRCEs allocation of resources should reflect h s  
For example, specific funds should be earmarked for CBO capaclty blllldmg and NGO capaclty 
bulldmg 

Implementation Issues 

As the project complehon date nears, IRCE has felt pressure to spend tts grant money before h s  
date T ~ I S  pressure, real or LrnaglIled, may obwously lead to fundmg actlvltlcs that may not be 
appropriate or adequately thought out. W l e  the evaluat~on team doesn't feel tfus occurred, the 
danger IS there and should be &spelled. 

As with the grants, the NGO component of IRCE has wrought some confusion among the 
project. W e  NRMP ady~sors are woriang dmctly wtth commuxuaes toward community 
empowermenf the hshmnonal Remforcement for Cornmwty Empowerment component focuses 
on ttus goal through NGOs. Part of t h ~ ~  confusion IS caused by the &fferent use of jargon but 
mostly ~t IS caused, agam, by the lack of a clear, udied vls~on or model agnxd to by both IRCE 
and NRMP 

Dlstnbutton of IRCEs finannal and human resources shouid sctlcct the focus of the project The 
project should consider eannariang around 25% of IRCEs resources (finmaal and manpower) 
toward grants, 25% toward NGO capactty bruidmg and the r e m u g  resources h c t l y  toward 
bddmg capacity of grassfoots comrnuxuty organlzahons 

Recommendations 

1 IRCE should contrnue for two addxhonal years wtth tts dual mandate of budchg 
CBO capaaty for CBNRM and grant management 

2. m a  must stay focused on the goal of mcreaslng CorIImUIIlheS capabhhes for self 
management and therefore, emphasis on CBOs. 

3. IRCE should facliitate, as quested, an eventual NGO structtm but the 
estabkshment of one should not be considered as a dehverable. 

4. IRCE should act~vely facilxtate an eventual rndepcndent CBO umbrella structure 
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The grants management procedures m place should become more transparent and 
ensure t e c b c .  pdance frum NRMP adwsors In h s  rtgard the foilowmg 1s 

recommended. 

a Criteria for proposals to be cons~dend for fundxng should be 'bghtencd 
up" to ensun? proposals dmctiy relate to hlRkPs goals and objechvts and 
that d a new partner rs mvolved, it has a consbtuency m the CBO or IS 

providmg a relevant serv~ce. 
b. The Proposal Revlew Comrmae~ should be expanded to mclude NRMP 

counterparts wth assistance fiom the advlsors and chamd by the USAID 
Project Manager. Decwons of tkus Comrmaec should be final 

c. The Proposai Revlew Comrmttee should pay paracuiar attention that grants 
do not take away the responsxbiltty for CBNRM frum the commu~nes, 
acts as a surrogate for commumty rnvolvement or provldcs capital mput 
that exceeds the absorphve capacity of the cornmumy. The Comrmttee 
should also ensure proposals meet M&E and enwonmental lrnpact 
assessmt requuements. 

IRCE should continue pamipatory moxutonng of the lnstltUti0nal and techrucal 
capactty developlaent of NGOs ustng OCAT and develop a slmrlar tnstnunent for 
momtonng -0s. 

IRCE should ensm that M E  systems are part of every sub-grant Thls would 
rnclude engagmg NGOs and CBOs in the momtormg of income ~mpacts and 
attrtudts toward swanable utdumon. Regular nportmg on the status of sub- 
grants should be done by IRCE and thrs mfomauon should be made avdable to 
the Proposal Rewew Comrmttee 

IRCE should also ensure that EIAs an part of every sub-grant m accordance wlth 
USAID nzgulatrons and Botswana rcgdahons In thu regard, it IS suggested that 
IRCE request assstana through USAID for REDSO N w b ~  to gve assmawe. 

T m g  and workshop m w m s  should mclude regular follow-up vxsits to monxtor 
skills apphcatlons and impacts. 

IRCE, USAID, NRMP should comrmsslon case stu&ts on some of the cross 
cuttmg ~ssues/ u~unfcnded consequences so that benefits of the lessons learned and 
models developed can be fully s h a d  throughout Botswana and the regon. 
Examples of case d t s  could mclude. 

a The &ffcnnt models and approaches bemg used for CSNRM. 



b The governance Impacts, changmg relatlonshps of villagers to each other. 
commmues to government. the way of domg busmess m comrmttecs other 
than trust comrmftets, and the Lmpact of addluonal members of 
commuruaes takmg on Icadershp and p l a m g  roles 

3.5 Personnel Planning and Training Component 

3.5.1 Background 

The Personnel Planrung and Tmmmg Component was added to support project acbvmes at the 
recommendation of the mdtenn evaluation team m 1993 The purpose of h s  component IS to 
strengthen the human resource capaclty of DWNP to engage in suswabie  naturai nsource 
acbvraes. The s-gy was to increase the number and cahber of q&ed proftssronals w l b  
the department though long and short tenn staff tmmng. to promote efficlcnt management 
with DWNP through the apphmon of human resource development techn~ques and to 
revxtaltze both the facIhbes and cumcdum at BWTI for systematically W g  a l l  game scouts at 
the dlsmct level m cntlcal w11dhfe management and community extension skdh Transformanon 
wlthm DWNP was needed to cnatc a cadre of well-bramed proftsstonals who were able to 
estabhsh pubhc confidence m the dtparbmnt as a scmct orgammon and fachtate mt lmonal  
Idcages between government, NGOs and the private sector at local, rfismct and nmonal levels to 
Integrate the conservation and development of natural resources. 
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35.2 Key Elements and Progress to Date 

II T m m g  Needs Assessment Completed 314 assessments u! 21 months w~th less than 109b 
of officers not pamc~patmg Scores currently used for 
selecuon and placement tn IBT and CtrPfiwe courses at 

Annual Tryrung Plan Several Qvmon buds usmg techuques learned m a workshop 
and follow-up meetings With a shorr term consultant 
&veloped DWNP's short term bauung plan 'I& plan was 
changed by Adrrrrmstratlon wthout consultation of Dimron 
b d  D W  cJld not submt completed plan to DPSM for 
19%. h e f o r e  staE ~r;urung opporauuuw for 1997 may not 
bt allocated (except for USAID sponsorshp slots whch wue 
subrmaed separately) 

Supavlsory Trarnurg Workshop Successful. five-day supavrsors ranrnrr m d e d  by 30 
pamcqmts to review dre BWri mmmg programs, soltc~t 
suggwaons from DWNP proftss~onals and d s u s s  thc 
d e v e l 0 ~ t  of reponai In-mu tramlag programs for 
j u o r  staff Seven areas we= suggested for specralrzed 
trauung mclu&ng- publrc reianons, problem a d  control, 
computer m m g ,  staostxcs- research /momtonng, ltccnsmg 
proccdum, commwty extamon cducauon and conscrvauon 

I Rehabhtatlon of BWfl faclktles Completed key saucturts and DABS ceratied. Renovaaon and 
use of hbrary facllrues very successful Roblematlc areas are 
laboratory, bcrbanunJmuscum and recmauonal faclkues 
whch were not the responslbhty of NRMP 

Job Descnptlons 
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Complered and pvm to Duector but not yet approved by 
DPSM Used by several seruor game wardens and asswant 
dmctcus wrlun DWNP for staff &ploymeat dab and 
qualt6icaaons needed for a g v a  posluon and decmons of 
aaurrng needs for &viaon/mr 

Carar Path Deveiopment Plan New and unda developmeat w~th pamc~patloa by ckvls~on 
and umt heads to assemble m relatlon to scheme of m c e  
Serum Game Wardens usmg for a transparent system of 
progms~on for staff wthra a parucular dvlslon, but not 
&mbured uformlv across DWNP bv Admrrusaatlon 



Electro~~c Personnel Frles 

Recnutment Rocess 
(Re-servlct Tlalnulg) 

Rewously all done manually and  cult to keep consohdated 
and updated. Not used m decmon-mak3ng Secn as a vay 
useful service of Admuusmuon by several semor game 
wardens and assistant duectors w h  DWNP to keep 
regularly updated and accurate ha of staff by dstncf used m 
dec~ston-makma for tmnme. promotux and de~lovment 

Selective prr-sennce frdmng program successfully 
estabhshcd at BWTI for new DWNP game scout r c c ~ l t s  
usmg DPSM g u & k  New mxuts lmmcdrately complete 
LBT and are deployed to tku posts howmg what the mmlon 
of DWNP IS as well as havmg Lhe necessary slulls to carry out 
tbeu job responstb&aes Funher attention needed for 
s a a m l u u n g / i i a t u a o ~ o n  of A ~ s m u o n  urut 
procedm for ncmtmtnt process and ~mely dqdoymnt of 
newly awed staff DWNP rcmuamnt process for o* 
posiuons rem;uns problemam due to confi~ct of 

Excellent loptxal support and c o m p d e n c e  wth staff on 
long-term mmmg by advlsor Roblcmahc selecaoa proccss 
and budgetmg of tramponanon expenses rrsulttd m rmsscd 
trammg oppomaes  for several DWNP staff T m m g  needs 
assessment lacLuted that supe~sory  staff nc&d leadershp, 
managancat and dtveiopment planmng Most programs 
facused on tcchcal natural resource management amas 
Advanced mmmg as follows CBO/NGO (S), Researth (3). 
M & U (14). Conscrvauon Educaaon (4). Parks (S), 
Admuusmon (3). Fmance (1 ). and Foresny (1) Some of the 
staff on long team m u g  programs have thesis topics w&h 
are drrectly relevant to CBNRM issues such as I) An 
assessment of formal and nw-formal enwonmental educauon 
programrmng m rural commun~tles m Botswana and 2) 
Ind~gaous wnldltfe manag-nt prachccs and contnbuhm to 
CBNRU For otha staff that have had a more aachoaal 
unMlrfe management rwearch onented mmng here needs to 
be a relntegraaon plan for apphcauon of s M s  w h  DWNP 
to CBNRM upon return w~tb rewn sent u, DPSM 
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Spcclaltzed Roblan Anunal Control Traaung 
Courses (Problem A d  Conml) 

New mt developed and p f e s s ~ o ~  noted by semor 
D W  staff, Excellent groundwork and foundanon 
estabhhd for a m m n t e d  extension untt WL~~III DWNP 
m Problem A d  Control and Trickers 
Total of 39 Roblem Atumal Control offiazs rruned. 
Insrructors m e d  who have now mrpiemenced fhne ems 
on tbex own Need arum& for field cornparent to be 
effccave RobIan a d  conml uammg fa comm~lues 
reu~lires start-uo 

Designed and coaducted six $-week t r a ~ ~ ~ ~ g  courses for 151 
g a m  scouts w~rh 85% pass rate Seventb course m progress 
and ~espons~b&tyAeaderslup for course by Batswana BWTI 
Trauung Off~ccm. Tbt IBT IS a compretrens~ve fieid and 
classroom course with hands-on approaches to wddhfe 
management 

Well ancnded by DWNP staff and others Used as a bass for 
p w a t o r y  development of curriculum m use at BWIL 

A thorough mtMs1ve Trun the Tratmx come was k i d  at 
BWTI from Oct 6- Nov 25,1995 with 12 Tllll~~llg Officers 
pamctpaang. The workshop lncludtd tcachmg methods, 
lesson plmnu~g and hands-on rmna teaclung uacues w b h  
were peer evaluated. Workshop pamapaas I I K I I ~  chat 
hey found the wokshop to be very useful. However, the staff 
w ~ e  p t l y  dwppomttd by the mcius~on of mformaaon fkom 
personal l n t e~ews  m the linal repon 

Roblemauc attendance due to c o n f l ~ ~ t  wth claSSCS gomg on at 
tbctrmt 

Seiecaon process for admaance rato program done by 
pedoxmance on asassmat  Muumum score of 50% now a 
rtquuuncnt. R e d  cumculum wth field cmphsw as 
opposed to solely tkmmx2d tmmmg staced Qilt new 
modules wth lesson notes and field a p p ~ o o s  racludc 
Depammnral 0 b ~ ~ ~ Q v e s .  Field Shlls, Introducf!on to N d  
S C I ~ K . ~ ~ .  Infmducuoa to Naaual Resou~~e Mattag613415 
Pa& Managcmnf (hmmmty Exttnslon Semces, 
Waganent & Utbaaon and Ludershlp & Supavlsary 

S W  Curmrtly tht program IS a sanester based tmmble. 
thatby mahng u unposyble f a  otba staff to enroll m a 
s p c c ~ ~  subJect area for a short, cmca~mcd parod of 
tnnc. Relevant field prom sueh as ns~tanm pltrnns for 
GaboroneGnmResaveuecooduaedlodsupavls#lby 
BWIl staff, not suprvlsors 
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Conclusions 

The combmed cwrduratlon of HRDU with the BWTI has resulted In a substantial rtsauctllnng of 
DWNP toward personnel t m m g  and capac~ty-builchg Appropnatr: m g  has been 
systemancally prov~dcd for noncemf~cattd tenured staff (with some h m o n s  due to DPSM 
regulattons) and new rccnuts through a comprehcnslve Inducaon and Baslc T m n g  program and 
selectwe pn-servlce m g .  A new revised naaonal certlficate program IS underway, but some 
concerns must be addressed m order for the program to effectxvely meet the n d s  of the 
department. Namely, the length of m e  r e q u d  to complete the program In rclahon to the , 
number of people who n d  trammg cnatcs a bottleneck, lack of appropriate log~st~cal 
arraugemtnts by support staff seriously undmntne the tmnmg effort, and collaboranon with 
supcrvlsors for on-the-job apphca&on of skills dunng the field projects need further attention 
Educational enhancement, wecr  path ahgnment and the development of sptcdmd m-scmct 
trarntng arc key anas for further concenaatlon of efforts whch nqum coordrnanon by BWTI 
staff* Consemahon Educahon and Commun~ty Extensron mts with HRDU Excellent examples 
exst whch should be b a t  upon for mectmg m - m c e  and speclalrzed course needs of the 
department. For example, the Conservatton Education untt's programs tn conservahon pohcy 
have prowded cnncal p o k y  mformatlon to drstnct offices usmg lnnovauve methods. A second 
outstandmg example of practical, specialr7rrl m-service kammg IS the development of a Problem 
h m d  Control unrt whch included seltcbve rtczultmenf tra;mmg of mauctors, aansitton of 
responsrbhty for program unplementatlon to qualified Batswana counterpatrs h m  the admsor 
and successful trauung of DWNP game scouts as Problem Arwnal Control officers. There IS a 
clear trend m ail tmnmg components toward a transrtxon m responsrbihes from NRMP advlsors 
to DWNP staff whch IS cmcal for sustarnabihty of the programs. Rocedurcs arc needed w~thm 
DWNP for conbnued inshtunonal support of such programs. 

Human Resources Development Unit 

Changrng atatudcs and procedures that have developed over many years IS a very d~fficult 
process It requucs consxstent and firm support from top management m order for any HRDU 
effort to be effcctxve. The NRMP advlsors semccs were not used to full capacity. As one 
h a p a l  Gamt Warden ad, We have lost by not paymg enough attentton and rccogmmg the 
impoltana of this." Many DWNP officers expressed concern over how the rnformatlon 
assembled CL~, pasonnei records and job descnptxons) WIU be managed after the advisor leaves. 
Seved DWNP prof&s~onais hoped that the new Assstant D w o r  of Adminrstratlon wouid be 
able to fanlitate and rrrrrmm new m#s. In a very short tame, she has already designed and 
analyzed a qucstxonnai~~ on efficxmcy and proftss~onalrsm of Acbmmm~on m t  wth the 
rntenuon of insntuMg improvements. A aansihon penod is xcquu-4 in which leadershrp and 
responsibd~ty to update. xnammn. ~ntcxprct and prow& cntlcal pcrso1mc1 smm to dxvis~on 
heads wit- DWNP is taken over by scveral q d e d  Admumaon  staff. Managemtnt and 
computer tratntng IS required for several staff to do this. Thcn should be a rtvlew of linkages 
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Department of Wildlife and National Parks 
Trainmg and Development Progression Paths 

NON-CERTIFICATED 
TENURED STAFF 

(2)  

NEW RECRUITS 

(3) 
- - - - - -  - 

CERTIFICATED TENURED 
STAFF 

----I 
v 

ASSESSMENT AND INDUCTION AND 
EVALUATION BASIC TRAINING 

1 NATIONAL 
CERTIFICATE 

EDUCATIONAL 1 ENHANCEMENT 

I ASSESSMENT AND 
EVALUATION 

I CAREER PATH 
ALIGNMENT -- 

SPEClALlSED IN-SERVICE I DEVELOPMENT I PREPARATION FOR 
DlPLOMAlDEGREE 

- - - - -  



the-job The Trzlmtng Needs Assessment clearly pointed out the supcrvlsors wen much more 
conversant wth ttchcal subjects than management skdk such as development plannmg, 
leadershxp, and supemion. Conanual problems with support persome1 for amely and cnacal 
logsucal support, vehcle maantenance and s u p p k  for field component severely underrmnes 
program objtctlves and wdl jeopardue the qual~ty of the program d m g  the uanstaon penod d 
attenuon IS not given to t&s aspect of the msuhlaon. Cmhbhty of advlsor posiaon was 
underrmned by problemauc sdmrnlstrat~on of hrst adv~sor m the posmon. 

Recommendations 

1 Conmue the three BWTI mstructor and the pnncrpal adwsor poslhons for two 
years with conmucd emphasis on trans~uon of ai i  courses (pre-semce, IBT, 
ccrtlticate). Advrsors should have techxucai backstoppmg funcaon and collaborate 
on evalwon of ce~tlficate course, trammg of tnstructors. and development of 
speclahml short c o d m o d u l e s  that arc Mced to Certlticate program. 

2 Contlnue focus on: a) completion and acceptance of the Authority and Discipline 
(or Operations) Manual by BWTI, DWNP and DPSM, b) &lgn of an academtc 
enhancement program (i.e., rught-hmc tutomg o f f e d  and requrred for game 
scouts m basrc Enwh and math skills at the library); and c) evaluaaon of 
ccruficatc program and altcmaavcs for stmmimmg n 

3 Contmue tfansraon of responsibhty for IBT course to DWNP Trarnurg Officers 
mciudmg logistus, marurnon, pmccss evaiuatloa d a n g  and produrnon of the 
B WTI newslem and on-the-job cvaluatlons. TIE trans~tion of secntanal support 
for courses also nceds to be addnssed. 

4 DWNP tmmmg staff need practlcai field instructxon expencncc T m m g  should 
be sought through relevant rntensive short WUISCS or through structured 
mtemh~ps wlth excephonal wddlife management departments m the repon. 

5. Thm IS a need for an BWTI admtnisaahvc hason at Headquarters to coordinare 
foilow-through of suppk ,  admrrustratlon, paperwork. recnutmcnt, and field 
piacemnt to overcome bureaucranc obstacles. BWTI should work wth the . . Athmmahon mt, PIT adylsor. HRDU, Dtrector, pnnclpal and BWTI 
mstructors. 

6 Thae IS a clear need for shod local managcmnt trarnrng of support personnel and 
a recxarmnaaon of DPSM procedure wth regards to the requm~~lfnts of 
implementmg p s e m a  tmmng courses. 



An envuonmental education advlsor was employed to coordrnate these acavlaes from October 
1991 to March 1995 A plethora of ac~vlhes wexe maated mciuding a National Plannxng 
Conference for Envmnrnental Educahon; a thorough enwonmental educatlon needs assessment 
at the pnmary, seconchy and reacher r n n g  colleges; development of supplementary 
envmnmcntai educaaon teachmg matenah; product~on of tcachmg vtdeos by Cumculum 
Development D t v u ~ o ~  to suppoa the Naoonal Conservation Strategy; and a stncs of 
teachers t m m g  workshops m conjuncbon wtth a multitude of agenctcs at the Gaborone Game 
Reserve. After the conclus~on of the enwonmental educatlon advisor's servlcc, a senes of three 
consultanctes to support a new enwonmental edwaUon officer w ~ h  Curriculum Development 
D~vrsion were planned. The consultancles have been delayed m antlapanon of the post berng 
filled 

In December 1995, the status and future susmmab~ty of enwonmental educatlon acavlhs w r h  
the Mimtry of Education were rewewed. Many of the pjects mtiated by the NRMP were at a 
standstrll, yet hovered on the verge of compiehon. A major shrft m cducanonal p o k y  occun#l m 
1993 whlch among other thmgs compieteiy remad the en- p u o r  secondary cumculum as well 
as tncorporated a student-centend approach for aU subjects. In the flurry of actlvtty needcd to 
completely ICVISC th enme cumcuium, the mbal envll~amcntai e d u a o n  momencum was lost as 
the cdu&onal communrty sh&d rts focus toward implementmg the new pohcy. As of 1995, the 
curriculum revlew programme for the Pnmary Teacher Tr;imiag Colleges, College of Educauon 
and 1 1 1 - m c t  t m u g  were delayed when the Basxc Educaaon Consolidation project closed. 

3.6.2 Key Elements and Rogres to Date 

Natlonrl Plamuag Conferarce for En-cal 7%e Minutry of Eduutloa rbe Faculty of EdocPnm UB 
Educanon and the Kalrhan t2mscmhan S o c l a y  orgaued tbe 

monal coafcmcc w&ch was sponsored by 
NRMPNSAID. SlDA and UNESCO Pohcy 
~ a u f n x n t b c ~ w c r e d o p r s d b y  
the armcUium Deveiopment D~vlsloll m the MoE and 
N R M P c u p r 0 g n m ~ r a c l U d l n g c l l ~ ~ : u l l l ~ ~  
developeat, needs assasmmts. ferber workshops and 
a N & d  Temrry Eawomrrental Pane1 



F ~ n d  E v a l ~ n  of the Botswa~ Natural Resourrcs Mo~qemmr Project 

Cumculum Development D~won Eammrvatal 
Educaaon Off~ccr Posmon 

L 

- - - -  

Conclusions 

Enwonmental cducatxon is a topic that m the past has traditionally fallen outside of the formal 
curriculum xn most countries. Integrauon and awareness buildmg are long-term processes (10-20 
years) that nqum coordinanon and dedication by a wde array of professionals mcludmg 
teachers, pubhhers, cumcuium developmcnt spccialisrs, NGOs, govermmt planners a d  n a n d  
resource professionals. The midterm evaiuat~on of the NRMP rccognvbd that focuslag on the 
lntegrataon of environmental educat~on w1th.u the cumcuium was a naxssary, but slow, 
meacuious pnxxss that would take many years to yleld visible d t s  to support CBNRM 
actlwtxs. W i h  the NRMP, a amendous number of enwonmental education acuvxtles were 
med based on strategcs that have been used successfully in enmnmental educaaon campzugns 
mtemaaonally. The on- vision of the scope of work for the Enwonmental Eduwtlon adwsor 
and the Muusay of Educati.011 mcluded a breadth and depth of actlvxtlts that far exceeded the tune 
frame and personnel avadable for lrnplemntatxon and follow-through. Sustatnabhty at the 
o n p a l  level of effort is clearly not possibie, nor IS it neassanly needed as pamclpatmg 
o ~ o m  re-adapt tBe methods to fit their CKC-ces. 

The wde range of actiwtits suppoRCd by the NRMP over several years la oollaboratlon wth a 
mulatude of governma& pnvate and NGOs have acted as a catalyst and support to the 
dtvt1opm;ent of c n v i r o ~ t a l  educatlon 8~hv1ms m Botswaua For example, Actlon magapne 
pubhshed an editxm devoted to ecosystems, an cffectlve shopprng bag carnpa~gn focused attcntlon 
on recyclmg, and worid envuonmcnt day expanded durmg this penod to a full month of actrwtles 
rncludtng acbvitics mch as essay contests, conservation spelling bees, and radio programs. The 
Uruversity of Botswana Environmental Educat~on matt WEEP)  COO^ by the Faculty of 
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conjunction with the UBEEP prqect and the Faculty of Education-UB could generate lessons 
learned and qitalaze on experience gaxned xcgardmg whch enwonmental educatton stratcgm 
were effectwe, a follow-up sample of teachers who parhcrpawl m the wide range of 
envlronmental educatlon acuviucs could be conducted to measure how tfic workshops, 
conferences and matends st~mulattd them to d u e  envrronmcntal educanon m theu tcacbg 
programs. It WLII be unportant to document how acuvmes and percepuons have changed m 
niatlon to the baseline needs assessments that wen done m 1992. Thts type of p q t c t  would 
make an excellent Masters level thcsls. 

The prqect would burid upon iinkagcs and ne twohg  between env~l~nmental educatlon 
acav~tm and the efforts of the Conservaaon Educahon dimion to generate a mdhplier effect for 
the spnad of spectfic CBOfCBMRN informahon by selcctxvely usmg the posters, wdws and 
booklets developed by the Consemon Educaaon m t  of DWNP. For example, use and unpact 
of the NCS videos could be capital17rA on m sevexal cases ~f mon copies of the videos 
(partlcuiariy the Veld products one) art avadable to other groups to extend through the DWNP 
Conservation Educatloa CBO and NGO nerworks ~nstcad of bemg Lirmted pnmaniy to the formal 
educatlon sector. Several opnons exut 

Use the Veld products wdto by NGOs (Thusaclo LefatshengNcld Products 
Research) with stop wdeo techniques at capaaty-building workshops, BWTI and 
by the Conserva~on Educahon division of DWNP 

Coordinate and maxirmze tttt multapher effect of teachers umg the NCS ndeos by 
havlng a DWNP repiesentatlve pronde a bnef prcscntmon uslag partlapatory 
mcthods at already orgamed teacher tr;urung events. T ~ I S  wouid be valuable 
slalls pracha fbr new c o m m ~ ~ t y  =on officers and/or rnttrested game scouts 
and would r c q u ~ ~  a minimum of effort or cost 

Coordinate distribution of mattnals wth the enwonmental edumon efforts at 
Mokolodi and other acbve centers. ' h s  fac&ty SCIVICCS 7,000 cMdxen-daydyr 
mduding teachers. Dlstnbutlon of materials (NCS videos, posters) to k r  staff 
would agam haease the mulhphcr effect wth a mlnuilum of cost or staf f  effort. 

Paaicipate m the 1998 ng~OLliil e n w o ~ ~ ~ ) ~ n t a l  educatlon confcmce. The 
pomtial exlstrr for BWTI/DWNP, NGOs, CBOs to pamapate in thu confercncc. 
Development of a why and bnef (1 page) examples with one or two 
photographs of the difkmt Veld products/\krrldlife utilizaaon efforts would be 
usefui products to share both within the educahonal communrty nationally and m 
the regon. 
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I Matcnals Development Seudhtge,larmnatedpostenonWMAs. CHAsand 
quous were developd and CLSmbuted to DWNP &mct 
o b .  Tiualag provided m the use of the posm at all 
worLsbops. 'Ibr& krmtaaons for tbe present set of 
postas mclude 1) some DWNP staff an heslant to use 
some of tbc posws because drey nnsrmt r conmvemal 

for a non-htcntc Wens whch requues 
advanced faaktatron s b l l s  to manage effectlvcly, 
2)~malwrbw!dtfF1culttohrngontbcwallor 
eanspon and 3) cost protubrted large numbers of posters 
fromb-gprodrrad 

E x d y  useful booklets m En@ and Seuwana on 
CHAs, WMAs. Quotas and Jomt Venuxc Gurdelmcs 
have ken rrpnated already thnt tunes (21.000c) md 
tbac rs st111 a demand for more 

An rntarctlvc vdeo tn Seuwana wth Englljh subatlrs 
descnbmg what CBNRM u. why it u unpor~rnf and 
how to mplemcat &ereat props together wd! 
exampla of atcc#fes and management w o o s  of 
cumnt CBNRM aChWUCS u under producaon. 

Four wofkdqs m Gham. Tsbaboag. Molepalole and 
GaboraK wrth a wrl of 102 DWNP sr.aff. Each 
pamapant re~med fik wrtb dl relevant poky 
docrmten~. mnovaave aunrng tcchques such as jomt 
venam: role play and land-usc mappmg exercise. as well 
as asllllng m how to use postas C o o ~ o n  anth 
HRDU to recad workshop p9m~paaoo for officers. 
Gh;lmdrsmcthruutulsdstafFtrunrngwducuss 
~mpiemcnraaolr d concepts as a muit  of marl 
worlphap. Requtw f a  follow-up workshops. frrrtber 
t m m g  and ruppar by GhrPn md Molepolole. N d  
to locrlue ammgc In erch dlsulct far acaul 
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Implementation Issues 

Cumntly, them are lnsufhent staff to meet the demauds placed on the un~t for development of 
mattnals, design and q l e m e n m o n  of workshops, cnacal follow-up vlsits to support dismct 
offic~als and NGOs, and txamng for DWNP officers on pohcy lssues. Given the hgfi demand and 
need for these acaviaes, there must be a comspondmg rncfcase m budget allocations from 
DWNP for workshops and mattnals as we11 as more staff seconded to the u t .  Then have been 
some delays and loguhcal problems due to the t m m g  and distribution of funds by the 
Acimmaatton unit (DWNP). Budgetary plannmg and mon efficlent dstnbuhon mecha~sms an 
needed. 

Recommtndatiom 
The conservahon education component has had a direct unpact in a vexy short penod of time. 
Thls cnttcal commuxucahon and extension functlon to support C B W C B O  and relevant NGO 
acavrhes dehtely  needs to be boistd. Future achwhs should contznue to target au&ences 
that are known to have a m~lhpfict effect (LC., NGOs, teachers, DWNP staff. Dlstnct offimals). 
However, quck extension follow-up is needed to m t a m  momentum Networlang wtth NGOs 
and the formal education sector has thus far been very successful to overcome constfillllts of the 
government sector for quck  efficlent responses. Strategic networkmg wth selected orgammons 
wdl conanue to foster sustamabd~ty of the effort. 

The atm of this communicahon effort IS for a l l  CBNRM stakehol&xs to fully understand thelr 
nghcs, roles and nspons~b'ittcs. Awareness ~s a first step toward ~mplemcnotflon of pohcy To 
move from awamess to actual impl~m~~~tahon, the GOB needs to qurckly m e w  msatuhonal, 
manpower and budgebng allaC8tlons requrred gwen that 23% of the country's land area ~s m 
WMAs. The= is a clear need for capmty-building at the distnct and commuty levels. 

1. Extend the contract of the current Conservation E d u a o n  advlsor for two years. 

2. Permanently assign more DWNP staff (game warden or above with at least one per 
dxstnct) to the Collscrvatlon Educahon and/or newly-created Extcns~on u t  for 
trauning by the advisor and counterpart to form a mformaaon dtsse~~ll~latlon team. 
The members of this team need to be posted to key btncts throughout the 
couatry while rh: advisor and his comterpart should be mobile. 

3. Continue strong support by the dimtor and senror staff to emphasize the 
necessity, importance, and vlsibdity of Conscr~atlon Education effort throughout 
rht department. Widely promote the concept that the dcpamcnt now has an 
extension function which means that al l  staff axe expccrcd to use and distribute 
materials when they partlaparc m public fanuns as well as prow& follow-up 
semces and answer quesaons by the public fouowmg events. Partimpahon should 
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of efforts at a Mnrmum of cost whde at the same tune lncreasmg sustarnabthty by 
mcnasrng neworlung 

10 Conmue matends development m Setswana whenever possible, for drspiays. 
s~mpie brochures. and expand toplcs to lnclude veld products, nlatlon wth 
agnculturai pohcy and the range of CBNRM ophons Localm mfoxmanon to smt 
the needs of the target audmce and speed actual lmplernentatlon on the ground 
(gazettements. management plans, maps wrth boundaries. quotas) 

Repnnt a large number of selected posters usmg a smaller. non-lammared, less- 
costly producuon method to have broader coverage. Posters should be 
promently drsplaycd m as many places as poss~ble lncludmg DWNP 
Headquarters, evexy dutnct office, every amve educational center. every acuve 
enwonmental education or comavatton-onentcd NGO should have a set of 
posters and/or cisplay. Every gam scout lcamg BWTI should have a set of 
matends to use. Game scouts and other semor DWNP staff atready aaend and 
partaxpate m a WI& number of capacity-budding workshops done by IRCE NGOs 
and CBOs. Conscrvatlon education matenals should be used whenever poss~ble at 
these events. 

1 1 Conmue the production of the CBNRM wdto as rapidly as possible and put mto 
Immdate use. 

12 Maxlmtze pubhaty to brnld awareness m the general public by expandmg the 
multiplier effect and neworking potentla1 of key target audiences. Strategcally 
use avadablc resources by bfcdamg tt# vanety of achvitles to mclude shorter, 
lesscxpenslve, less tuntdemding forum than only three day workshops. 
Explore the use of medm channels for press releases, radio, TV. v~deo. 
newspapers. A m  bemg selective by emphaswg those h a  that result m a 
mtnunum of staff effort for a maxu~lum of pubhaty to t o r e a c h  the target auQcna. 
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4.0 ANALYSIS OF THE IMPACTS OF THE NATURAL RESOURCE 
MANAGEMENT PROJECT 

4.1 Lmpacts on the Regional Natural Resource Management Project Objectives 

Objective One: Demonstrate that natural resources utilization is a profitable and viable 
deveiopment option for rural communities 

By several measuns, the NRMP has demonsrrarcd that nawldi resources utilmon w a profitable 
and vrablc development optlon for rural cornmumues. Supported by the NRMP, CBOs are 
denvlng new and substantla1 sources of revenues from CBNRM enterpnses, and the benefits 
acmrng to thest CBOs have moved other commutllaes to engage m the formaon of their own 
CBOs. More signrficandy, the progress of the CBOs assocntcd with the NRMP ~s movmg 
beyond the demonstratron phase. At least two CBOs (Chobe and Sankuyo) arr: wthm a few years 
of bemg rndependent and self-sufEaent. 

To understand the p r o p s  made by CBOs under the NRMP, it is necessary to compare the 
condxaons and prospects for rural comrnmtus today wrth those pnor to the project Five years 
ago, rural commuuaes had few prospects to denve substanal incomes from rnanagtmcnt of local 
natural resources. The DWNP had complete management respons~btlity for most natural 
resources, mciuudutg wildlife. H u - g  and safan entrepreneurs would fease anas M y  from tht 
DWNP. Often umes the pnvate operators would bmg m thcu own gmdes and camp labor so the 
commuty did not benefit even from wages. Today, at least thne CBOs have entered mto 
contracts wth pnvate hunting or toururn firms for wridlife-based enterprises. A fourth CBO has 
entered mto contracts wth pnvaft operators for the sale of veld products. Seveml other CBOs 
are near s~gnrng contracts for a vanety of NRM-based enu=rpnses. 

A measun of vlabhty of t&se enterpnscs rs the growth m revenue. The Chobe Enclave 
Commuillty Trust (CECT") rs the most advanced CBO. Its revenues from a contract wth hunmg 
operators have grown from around $7,000 m 1993, to $18,500 m 94; $57,000 m 95; and $95,000 
1n 96 Last year the Saukuyo Trust made $80,000 from a contract wth fjrrns o p e r a ~ g  huntmg 
and photo tounsm enterpnses. Thls year, m ~ t s  first year of opemaon, the a Xm CBO has 
started to cam nvenrres from tounsrn and had addmonal revenue from the sale of handxcraft In 
addiaon to the entaprises noted above, CBOs m the NRMP are on the verge of entenng mto 
cnterp~scs based on rnarula, grapple, foresay salvage, tounsm, etc. 

It a worth repeating that these are new sources of nvenues for the commmhes, several of whch 
had been r#x;ytllg much of their live- from subsxstcnce agncultuxc, livestock management 
and drought relief. The value of these new entcrpnses to commutlcs goes beyond the mcnascs 
m mwme. They have substanhally changed peoples' expectahons for the futurt of their 
cornmmaes and thcu households. In more than one village, the cvaluatlon team was told that an 
q m t a n t  expectatlon from CBNRM was to keep thew chldren m the wmmmty. 

Troprcal Reseamh and Deveiopnml, Inc. 4- 1 



Ftnal Evalrratlon of the Botswana Namral Resources M a ~ p n u n t  Projm 

Objective Two: Increase local employment and Incomes through diversifying empioyment 
opportunities m the sustainable utilization of natural resources. 

Because of the NRMP, the nual poor have srgzuficantly more econormc oppomt les  today than 
five years ago in the NRMP-supported CBOs both the sue of the revenues and the dmrsrty of 
thew sources has increased over the last three years. And, based on the market rtstarch for veld 
products, trauung, provlslon of t e c b c d  assstance, and the mvestment. bang made by CBOs, the 
slze and dverslty of the rural economy should COnMUe to grow More unporcantly, the benefits 
from the NRMP actlvlhes extend beyond mxcass m revenues. In NRMP-supported I 

cornmmtles, groups formerly duenfranchd from the Nml economy-cg., women and the 
Basemwa-arc playmg lncrcasmgly more miportant roles m CBNRM enterprises 

As noted above, CBOs arc m v a ~ g  revenues m new entcrpnses, some of whch were not 
envls~oned by the NRMP. Thcse enterpnses wdl produce new sources of lncome for rurai 
dwellers. For example, the CECT is pmhasmg a lease from the Forestry Semce to salvage logs 
Not only wdl members of the CECT gain new sources of wages, but t h m  ls the potenaai for 
value-added achnhS. The CECT is also considenag vcnttues such as a fuel stanon that would 
be srtuated along a newly unproved road mmmg through the game park W l e  h parhcular 
enterpnse ~s shll  m the exploratory stages, ~t is in&canve of a new wion-and nsmg expectanon- 
held by rural commumtm. 

WMe wtldhfe-based enterpclsts of Chobe and Sankuyo and the maruia entcrpmc m Gweta arc 
the largest and best known e n t e r p m  incomes &om handxuaft arc mportant new sources of 
mcomc. From wldlife enmpmcs, commuIues gam revenue from both fees pad to the trust and 
from wages pad to the members of the trusts. In the case of Sanhryo, the conkact between the 
operator and the trust supulates that the operator wdl hire members of the crust for all camp labor 
poslnons such as chefs, laundry, etc. In rnstances when there s no one quahfied to fill a poslhon 
(such as a chef), the operator wdl hue a qualified person to txaxn a member of the trust m that 
s U .  Hunung pdes m both Chobe and Sankuyo arc pad  by the trusts from revenues pad by the 
operator In addtbon to a salary, tbesc p d e s  generally rtcelve granuhes from hunters. 

In Gweta, m&viduals ncexve Income h m  the sale of marula hut  to the trust which sells it to the 
Oasis Brewery. This rs not a new sour# of enterpnse for many-mads beer malang rs a 
tmhtronal soptee of income-but the suc of the new market IS prormsmg. Then an plans to 
bnng m machtnay to do some of the processrng m Gweta and lacrease the value gamed on this 
resource. 

As noted above, the NRMP acbWheS have opened up the ruxal economy to people who arc 
tracfihonally dsdiancbiscd, such as women and Basaxuwa In XaiXai, the SNV volunteer 
o r g d  the Kokan Coopcratlve for the sale of hanc&crafts by women. The coopemve gave 
them mcnaScd mackebng ieverage. For example, the coopuahve was abk to negohate an 
agreement wrth a shop m Maun that gave them a greater share of the pnce. In addrhon, a 
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I 

As discussed above, the NRMP has amply 
demonstrated the benefits of legally 
recopzed CBOs (such as trusts). members 
of the CBOs have greater authority to 
manage wlldlife and fonst resources and 
e m  g~cater rncomes and revenues as 
members of CBOs than they would as 
md~duals. And members rcce~ve adlnutg 
m a vanety of sk.llls such as financial and 
orgamzauonal management or m d d h f e  
and forest management. Few members 
could do the same as rnlviduals outside of 
the trust. 

Important Changes Over the Last 
Five Years 

1. Susplcron has bem changed to caunous c o n f i i  
Commumaes &d not rmst DWNP lo begmmg 

I 
Now, coaxnuaues solrclt the tdvrce and couasel of 
DWNP personnel. 

2. iPclpmt parmcrstups have been formed between 
commwaes and the GOB and berween tbe 

I 
commmacs and the pnvate sector 

3 Some drstnct o f f i d  feel thzt the NRMP prowdts 
smw thaf helps them to be more ~sponslve to 
c a m n u r u ~ ~  Tbey sprlfically ate probiem anmd 

I 
cmml and trauung on effecave management of 
P.tunLrcs0ulcc1 ! 

The CBOs formed under the NRMP have 
gone through a partlcxpatory, transparent 
process to select theu leadershp. S o m  
such as the CECT, Sanka~yo and Gweta have gone through a partlclparory process with legal 
assstance m deveioplng a constltutlon and havmg their Trust Deed approved by the government. 
As a consequence of the process, they are a legally recognized enhty authormd to enter lnto 
contracts. The T w t  Deeds generally stipulate procedures for tcndenng bids and managxng 

I 
enterpnses. For example, the Chobe and Sankuyo Trusts use an open and transparent process m 
seiecclng theu partners. The trust tendm bids which are opened m front of everybody and 
cfiscussed pubhcly before the partner is chosen by a vote of the genemi membershp. The Trust 

I 
Deed also chargts the leadership with making ~ g u l a r  and open reports to the general membershtp 
on the financial and bus111ess status. These prow& modeis for the growmg number of 
coxnmun~hes whch are mtiahng thee own CBOs. 

I 
I - 

As noted above the trusts m Chobe, Sanlruyo, and Gweta as well as CB0s elsewhere whch have 
yet to acheve m t  s t .  have made rmprcssive pro- in ~~llhatmg and manalpng enuqnses. 
In addinon to the mcreases m revenues from wildlife and veld actrwtles, CBOs an mveshng m 
other NRM-based cnterpnses such as foresay salvage (Chobe), handicraft bouhques and g e n d  

I 
stons (Shorobe, Chobe, and XaiXai). Tourism (Gwcta and XaiXai), and bottled water (Gweta). 
Other austs arc looking mto enterpnses that are not directly related to NRM such as petroi 
stauons (Chobe). 

I 
Some of the p r o p s  achieved in building CBOs is m people estabhhmg new xelatlonships among 
members of the commmty, among cornmumti~p, becwcen communities and the GOB, and 

I 
between communtm and the private sector. Witfiin commm!ies, the idea of democmc 
parhapatlon IS catchtng on. For example, we learned that tfse leadeishp is challenged more m 
Trust mcetmgs than m other commmty meetings, and tbat peopie speak up moln frecIucntiy. 

I 
Groups an! also w o b g  together more closcly now than before, both w r h  commu~llncs and I 
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loss at how to deal w~th the problem, nearly twodozcn members of the trust have requested 
assistance from NRMPtDWNP personnel. 

In the case of the CECT, a three-year contract was s~gned last year w~th an operator and was 
recently renegotrated after members objected to pornous of the contract As ~t tuned ouf the 
Trust Execuhve Commra# members responsible for the negowon bad not read the final verslon 
of the contract befon s~gtung and wen not aware of some cntlcal changes. The operator agreed 
to renegohate but vo~ced concern about the trust's view toward legal agreements Both the trust 
and the operator requested assistance from NRMPIDWNP perso~el  to help sort out the 

I 

confusion 

The evaluatlon cornrmttee considered these lapses more as part of the lcarnmg process We set 
the more s~gmficant change as the ~n~tlat~ves by members of the trusts to get the process back on 
track whereby rules and procedures arc followed. There are somc self-intentsted groups wlthur 
trusts and somc operators outside the trusts that appear to be trymg to cmmmvcnt the rules and 
procedures of the trusts to serve their own m t e m .  But the majonty of people apparently have 
seen the benefits of an open and transparent process where every stakeholder's mput counts and 
are very ~ntcnsted m sangthemg the rule of law instead of p;lvtng mto the self -mtt~~~ts  of a 
few 

It IS the opmon of the evaluatlon team that a cntrcal coneibutlon of the NRMP will be to ensure 
the estabhhment of mdependent and self-suffiaent trusts at Chobe, Sankuyo, and Gweta These 
wdi serve as models not only for commumcles m Botswana but m the rest of the subregon. As 
wlll be dxscussed m gruuer dead m other seams, CBOs have mportant roles to play m the 
subreg~on m econormc rural development enwoam~~ltai consavatlon, and governance. And, as 
Sh& (1996) noted, Botswana IS the leader m the development of CBOs. 

At both Sankuyo and Chobe, we wen told by the commmty as well as by the GOB officials that 
the trusts art on thwr way to mdcpendence and self-srnciency, but that if the NRMP personnel 
were to leave next year, th! probability of the trusts becommg fully lndependent would be less 
than d they wen to stay for an ad&tlonal penod of trm. In two years each wdl be at a cntxcal 
transihon wbnc the s t a b  art substamally mc.naSed. 'Ihe Sankuyo Tnrst now ehgibie to enter 
only smgie-year contmds, wdl be ehpble to enter rnto thrrx-year contmcts. The CECT, currently 
under a *year con- will graduate to bemg eligxble for a fifteen-year contracx. Malang 
mistakes in sektmg opxators or slgntng contracts under a one-year contract IS p d  but not 
fatal. Making senous rmstaLes undcr a tfuee or tifteen-year contract may be fatal for the CBO-as 
well as for the CBNRM concept. 

We were also toid by o h r  donors that tc-g the NRMP before nable trusa were 
established nugirt be worsc than not h a w  started the project. Expectations have been rased 
very hrgh the ievels of the commumhes, GOB, operators, and other donors. The NRMP has 
succtssfully demonstrated the Mcagcs betwetn CBNRM and increases m the rural economy and 
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dectsion-mag heretofore demd them. The mpacts of thts wdl be Seen m a more equitable 
dlvls~on of wealth and labor by gender over trme 

One can make a sunilar argument for disadvantaged ethnic groups, people who have lost access to 
cattle to recesston, culavanon land, whlch of course also mclude women. 

Batswana women in cammumties appear to be mpected and empowend. Although they may not 
be equally represented m the potitical arena, they do take leadershrp positxons on vlllagc 
comrmaees and arc the pnme beneficiaries of most veld product entcrpnses. They also benefit as 
cornmuruty members from the jobs, mcat and Income prowded through wlldhfe utliuatlon jolnt 
ventures. Furthermore they an equal parenets m tmnu~g acavlties, exchange vlsits and such U e .  

Desplte the apparent inclusion of women m decision making, NRMP needs to ensure that as 
cnterpnscs are developed women contmue to remam m a dnving seat and that they are not 
d~sempowtred or drslnhented as veld products whxh have always been considered women's 
goods are commemalrzed. NRMP *o needs to understand what mcenaves women q u m  to 
pamcipate more W y  m the economc enterprises bemg proposed. Fmally NRMP should 
encourage the greater mvolvement of women in the vanous goveIILmCnt depamnents m the 
project (the civd service appears to have less gender b a b e  whch resuits m more of the 
government advlsors seen m villages bang men). Civil servxa women also need to provide role 
models m the village setting. 

Objective 5. Strengthen staff training and career development for employees of the 
Department of Wildlife and National Parks. 

The NRMP has made substand progress agdlnst the fifth objecbve. However, a major problem 
IS the lack of standards and selcchon mtma for personnel w x t h  DWNP. Under the NRMP the 
Problem Anmil Control Division m i W  the use of str~ct s e h o n  cntena and field mmng for 
~ t s  officers. This was a first in &DWNP. Now that one unit use selectton cntena, there a a 
model for whch to use for other uts. It wtll take several more years to get ths pruccss used m 
other secnons of DWNP. 

The role of the DWNP is changing from poiicmg and izgulatory to o u ~ c a c h  For example, they 
play a suppat role in a trust's selectton of an operator. They nwew the tecbid pmposal and 
prowde an asstssmcllt to the trust's selecaon commrttee. They do not assess the fiaanaal 
proposal. The trust selection comrmttet takes the DWNP's assessment rnto account but it IS up 
to the comrmttcc to make the final selection. 

As another example, the DWNP is om of tire k w  wrldlife Departments in the subregon to have a 
s o d  saence Q V I S ~ O ~ .  While the division a still relatively small and young, mmbers a m 
demand by commmt~cs to conduct sweys and facilitate the operation of the CBO. The 
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expended. Lo ths case actxvihes arc rcphcattd untd year 2002 at whch pant all the rclanvely 
easy community projects would be m place. and all cornmumy wddlrfe management pro)- 
would be m place. The cochneal subproject was not rcphcated as ths type of very hgh value 
mche IS h t c d .  The other actxmaes were used as dlusaatlve of the type of returns that could be 
expected from further m v ~ t y  

Note TIus table mcluder ccrmmunrty benefits only. and does not mclude secondary benefits. ~ndu#:t benefits. dmnu 
govelnmnt benefits. dndurl benefits. n a  twwsrmcnt benefits 

Opuons 

The ~ntemal rates of return of the anaiysrs are seen m Table 9. The two year and the five year 
cases arc mose than acceptable for a pnvate sector venture consrdenng the conservatism of the 
analysis. Consrdenng that it s a bilateral a d  project housed m a government agency, it rs 
astoundxng. However, the two year case s stdl pickmg the h t  before it ~s npc. 

Over the cconomc tune h e ,  project mvvcstment m commuty resource management capacrty 
WLU have tconomc aad finauaal benefits far excdmg brcakcvfn for the mvestmcnt made by 
USAID and other donors. In addition ths capaaty may be used m other non-resource based 
sectors of the economy and the socxety to further advance rural people. From the vlew polnt of 
benefits to nnal poor, the cxtcns~on of five years makes the most sense. From the poxnt of mew of 
consohdatlun of invc~rmcllt and econormc efficiency, a five year extensron makes the most sense. 
From the pomt of view of balance of payments and economc stabdlty, a five year extension IS the 
best choice. 

4 3  Regional Impacts 

MllIl0ns US Dollars 

The project rs inherently rc~onal  in nature h m  an econonuc pornt of view. Botswana enterprise 
develop high value products for aade wth South Africa and the international market. The entxrc 
gamut of project adlwtles, mcludxng veid products, wxldlife harvesting, and tounsm, produces 

I n d  
rate of 

Benefit cost 
raao 

Reaun Investment &nod 
Invesmwnt 
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In ad&tlon to fhshmg the development of a viabie model for CBO-government-pnvatc sector 
modeis, conhnued asslscance to commuhes U e  Chobe could be ~mplemcntcd on a sub-ngxonal 
basu. For example, Nambian commwtles bordenng the area managed by the CECT arc 
murested m the expcnenccs of the CECT. The same case may be the same for comrnumucs m 
Zunbabwc and Zambia W e  not comprormslng support to the CECT whch wdl carry it to the 
pomt of bang a v~able and mdependent organmaon, a mulanattonal team could be f o r d  m the 
four-country ana around Chok that would ~nciude rcpnsentatlves dram the commmtits, 
governments, NGOs, and pnvate sector In ail four countries. The TA t m  supported by the 
RCSA would be stahoncd m Chobe, but would facBtate exchange of information and experiences 

across borders. Regular exchanges of infonnatlon and rdeas would be occur. 
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5.0 PROJECT MANAGEMENT ISSUES 

5.1 Contractor Performance 

The man contractor for the NRMP 1s Chemoxucs Internahon& wth two sub-concractors 
(Domestx Technologes Incorporated @TI) and Conscrvmon htematlonal (CI)] wtuch provlde 
some of the long tenn advsors. DTlt prowdes advisors for probiem anrmal controlNRhl, 
resource econormst, and BWTI trarners; CI prowdes the Commumty Extension Advlsor USAID 
also has coopcmve agreement wth PACT whose achvlhes fall under the overall Botswana ' 

component of the NRMP. 

In general the performance of the contractor has been exempiary The prqect has consisttntiy 
documented its progress and constmnts encountered. The constant anaiysls of current problems 
and open d~scussions on potend soiuhons IS evidenced m the amount of team work rnvolved m 
the prqtct. Thc professionalism and experclse of pro* staff has been a comstmt, giowmg 
observahon by all pmers and stakeholders internewed. In ad&hon to competently conductmg 
thcv tasks as per ther scope of work, each project member engages rn a wde vanety of amvines 
whch go beyond then scope. This vvlllingness to be flcxibie and rtspond to opportu~~hes has 
been mtrumental m prodmug the resuits of this project to date. 

The evaluahon team was c o n b n d y  unpressed by the amount of ieveragmg the project has done 
to produce more than the allowed budget. NRMP dekrves to be nxognrzed that the team dld 
not just go for pomts, but consistently smve to havc mput and a voice for CBNRM whenever the 
oppormnrty arose, even rf the team didn't get full cndrt for it. As patt of its asslstana the NRMP 
provldtd economc analym and a survey on the potenaal of the forest (A d o p e d  up to 
1993). As further asslstancc to the CECI' and Forestry Servrce, NRMP heiped conduct a market 
survey for wood that would be salvaged. Thls survey showed a good potenhai for wood and 
wood products and is mdxcahve of the broad range of assrstanct bcmg provlded by the vanous 
adwsors. 

IRCE has made an exemplary effort d m g  a qwck start-up phase to inxW capacity-budding 
exerclscs and develop a grants management m e c h m .  This start-up phase was posihvely 
affected by the highly competent and professlond Batswana staff rcczultcd by PACL 

However, a compeativc atmosphen appcars to exlst between NRMP and lRCE that works at 
cross-purposes to the common agenda of both agencies. Both chef of @es are workmg bard 
on t h ~ ~  ftlatlonshtp but it may be trme for the USAID prapt manager to step u! to promote m o ~  
cffectlvc team budding and a greater degree of mfoxmauon shamg and collaboraaon. IRCE 
should not see itself in competlt~on wth NRMP adnsors nor should utk component see &If as 
havtng all or even the nght answers. Sdariy,  NRMP and USAID should not see IRCE as a 
fundlug body. 



Final E v h o n  of the Borswam Natural Resources M m ~ e m r n r  Prqecr 

1 Gnatcr Ieadershxp and fachtatlon role to unite the team Regardless of regular 
USAID/ project staff maangs (usually on a weekly bass) the= could be morr: 
cohesiveness in team approaches to CBNRM, especially between IRCE and the 
rest of NRMP staff. In ths context, the project manager needs to take a more 
assertive role in ensunng commuaucatlon and coonhnaaon of al l  project 
components 

2. RCSA management needs to become more fUy  aware of project developments m 
the field as they have s~@cant impacts on other stratcgc objcchves (Democracy 
and Governance and Smail. M d u m  Enterpnsts). h u d  provide ms~ght for 
management to rmprove hkagcs between the strategc objectlvts. 

3 The RCSA and Strategc Objective team leader's failure to commwcafc thtu 
concerns crtates an apparent lack of interest and communxcahon wtth project staff. 
Ths atmosphen makes project staff qucstlon the degree theu opuuons are 
considered and may lead to dcmora&zahon. 

4 llus apparent lack of support has rased subsrantlal concerns among government 
oficxals and other donors. They fear tha tf the project IS not supported m the 
future ~t wdl "muddy the waters'' for all future CBNRM acbvitles. 

5. USAID must provide clear gmdancc on what data it expects the prqcct to collect 
to f a d  mto its own reporting procedures. It ~s recommended that the project 
manager and projazt staff develop, and agne upon, appropriate data W m e n t s  
to determe progress toward d t s .  The Fiebig report should fonn the bas= of 
these dscusslons as well as the socmcconormc stuhcs already conducted under the 
P r o l a  

53 Partner Participation 

53.1 Department of Wildlife and National Parks 

As tius report documents, DWNP is m the process of imp1cmenhng one of the most successful 
natural msolm;e mmagmm projects m Mca It xs also unplementing the largest effort to 
&verslfy the rural economy. However. the department has internal strucnuai problems that 
preclude lt h m  expanding rime effeaivcly toward unpI~mt~lhng CBNRU Staff shortage and 
the fact that potential counterparts have been sent on long-term a a u ~ n g  programs have made 
DWNP's mvol~erncnt m ensunng long-tam sustatnahhty of the project sporadic. 

To s o f i w  gams and progress to date, more governmntal support needs to be given to DWNP to 
strengthen its staffing at headquarters and m the distnu The lack of counterparts to the advisors 
has been the slngle most ~mpoxtant dctnmcnt to s~stamabiltty of some of the comrnuruty ac&nhes. 



6.0 LESSONS LEARNED 

1. The number of CBOs is not as critical as the viability of the ones which 
operate. 

CECT IS attractmg cons~dcrable attenhon from other c o ~ u n r h e s  and h r n  outs~de of Botswana 
Because it has lncnaslng revenues and IS gemng involved m mon cntcrpnses. other commmhes 
an becormng lnterested m m w n g  then own trusts. The findmg u that it is better to have a few 
CBOs whch am capable of convlnclng other commmaes to commtt themselves to dcvelopmg 
their own CBOs than ~t IS to have a number of CBOs whch are less than compehng. 

2. Working at the rhythm of the communities is effective in developing CBOs. 

The approach of the N R M P / D W  to suppomg the deveiopmcnt of CBOs budt CBOs that 
were more comrmtted to bemg independent and self-sufficient. NRMP/DWNP personnel worked 
at the rhythm of the CBOs and did not try to force a schedule dnvcn by outside factors such as 
annual targets or budget pipeitnes. This approach let them avoid the trap of havmg to provide 
cornmun~hes wlth exogenous mcenhves to enau them to form or operate a CBO. For example, 
the NRMP/DWNP team worked m several commumtm whch were not ready to commit to 
forrmng ao openly transparent and pamcipatory CBO. Instead of forcmg the mue, the team 
walked away and &d not go back untd the commllnlbcs mdmted that they were commttcd to 
malclng and following pamapatory and open processes. As a second example, when PRAs wen 
wncd out m the Chobe Euclave, o d y  three of five comm~~lltits we= gcnunely mtemtcd. The 
team lrnuted thc PRA to those lntercsted commumtles. Today, these thr# commmtles have 
created commun~ty development plans whch have served as models for rural development. 

The Mxssion IS aiso to be commended for &g m a team early on m the project to cnhcally 
assess the basic assumphorn of the design when moxe CBOs were not bcmg formed. The h d m g  
of tb evalmon was that basic assumphorn were m c o m  By applyrng thc lessons learned, the 
design of the MZMP was changed and results achreved. 

The approach taken by the Mission and the NRMP team has lessons for programs m the 
s u b r e ~ o n  and throughout h c a  There are too many tunes when pmjects and programs are 
graded on targets such as numbers of CBOs f o r d  m a pven year whch dnves them to provide 
anificlal mccntives. In many of these cases, the resub of the p m ~ e c s  are very short-lived after 
thC ~thdrawal of the PfOJ- 

3. Time is required to overcome uncertainty and vested interests in establishing 
independent and s e l f ~ d e n t  CBOs. 

The m m o n  of each CBO has been hked to changes m peoples' amtudes and percephons. 
These changes have mazllfested themselves m new nlat~ons&ps among COmmuNhes members, 
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4. Confidence and trust among players were essentral parts of the process of 
developing, approving, and operationalizing trusts. 

Confidence and trust conmbuted to the Dlstnct Land Board's takmg the rcsponsib&ty of sigtllng 
the lease with the operator in the place of the Chobe Enclave CBO, and rt conmbuted to dtffercnt 
ethmc groups cormng together m Xat X ~ I  to operate an entcrpnse We also found that aust and 
confidence IS not automahcaily c o n f e d  upon foreign techcai asslstance teams, and that it 
takes trme to budd In Chobe we esumate that it took about a year. It may have taken a h#le 
lcss tune m XarXlu. In any case, a consequence of a brtak m the work of the cumnt team wouid 
cause a hatus m th~s level of trust at ths cnrrcal bmc. A hxatus would rcquvc 1 year or more to 
burid up ~ u s t  and confidence at all levels. 

5. While substantial progress has been achieved in building CBOs, they are not 
yet operating in a self-sufficient, independent manner. 

The Chobe and Sankuyo Trusts m at a cnacal stage. The Chobe Trust IS entenng the second 
season of a three-year contract wth a pnvatt operator. W i t h  two years, they would be ehghle 
to enter mm a fifteen-year contract wth private operators. This wxll be a cnacal test of whether 
the trust KS vrable or not. The way that the cumnt contract IS bemg handled m&catcs that the 
trust has growmg to do. For example, the contract between the trust and the operator was signed 
last year but was renegohated afta the first hunang season. It tuned out that the trust comrmteee 
did not read the final conaact offer before agnmg, and the operator had put language m that had 
not been fully negoaatcd. This discrepancy was not noaced untd after the first season when the 
aust &d not receive the full level of payments whch it had been expecang. A cntlcd quesaon 
facmg the aust IS whether it accepts responsibiiity for carrylug out the terms of a contract m 
wfuch it entered mto or whetba xt sees itself as a passrve beneficiary of the project. If the former, 
the trust wrll figure out ways to follow the rules and procedures whch it itself estabhshed. If the 
latter, groups of people m the trust wiU try to cucumvent the process to acheve short-term 
advantages at the nsk of violattng the sprrit and letter of tfie trust's constltutlon and contract 
Whether it goes one way or the o k  depends upon whether people have enough confidence that 
following proctsses and hononng agreements WLU provide more benefits than could be gamed m 
the short-term by m g  t& conaact as a project. 

A constramt to devdopmg strong CBOs is the rc~bnctions that many have imposed on the 
members of tbe Exscatlvc Comrm~as. For example, rules that guard agatnst conflict of mtmst 
precfude board mmbas from r#r:1vmg t m m g  and takmg paymg jobs with the tnrst W e  

I 

the rule of many merits, it poses a disrnccnrrve to k g  a b o d  member. 
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8. There is a generally-held concern that if the project ends now, high 
expectations will have been undercut. 

At a donor mectmg, the evaluahon team was told that establlshmg a vlable CBNRM program 
requms 15-20 years Donors also noted that the NRMP has been successful in dcmonstratlng the 
benefits of CBNRM and m ratsmg expcctatrons about its potential. But, d vlable and self- 
sufficient CBOs axe not established, then ~t would have been better not to have mlaated a 
CBNRM project. Fading to follow througb at t b  pornt wdl be worse than if nothmg had been 
done because it will be harder to s t a ~  

9. The need to diversify the rural economy is becoming more apparent 

The economy of several commu[Ilaes whtch we vls~ted had narrow foundations and needed to 
&versify the sources of thm livebhood. kvcstock, for example, s a major piliar of the economy 
but IS bcmg conccnbcated more and more m the hands of a few. On the other hand, the NRMP 
has ken successful m expandmg the options available for people and mcnasmg tk polnts when 
people can enter the cash economy. 

Even tradmonal sources of lrvelihood axe at nsk. In some huntmg commmtxs, there IS not 
sufficient game to accommodatt quotas. Thc drought and lack of adequate extension has put 
agriculture at nsk. Fanntrs arr: pad to plow and provided wtth subs~&cs for fences and fertilrzer, 
but pelds do not seem to be mccztzisrng. With new emphasis on self r e h c t  and awareness of the 
poor #.x>normc return and effects on the enwonment, these subs1rkes may be Icduced or ended m 
the fume. When they are, the types of enterp~lscs bang created under NRMP wdl become 
mcreasmgly more important for the d economy 

10. CBOs play uitical rdes in the development of the rurai economy and in the 
sustained management of the natural resource base, both at a national and 
subregional leveL 

Rural people are the interface betw~-national and subreg~onal pohats and the natural resources 
base. Expcnences kom tbe NRMP and other 111ltmhvcs show that no matter how good an 
enwonmentavnatural r c s o ~  (ENR) policy, ~t will likely fad if it goes agmst the m t e m  of 
the rural populabon. Thrr slmply a~ not sufficlent mcans to alter the W outcome. Thcse 
same txpenc~as show, however, that If a policy IS m rhc lnterrst of the rural popda&on, success 
IS likely. (For example, ur the Chobe and Sankuyo Trusts, ex-poachers work hand-m-hand wrth 
the GOB to responsibly ma- urlldlife.) 

As noted above, members of CBOs have more manaves to prowde stewaniship to the n d  
resources base than they would as m&viduals outs~de of CBOs. For example, CBOs can product 
revenues through joint ventures wth hunting and tounsm operators. Wildlife become much more 
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increased access to resources and decreased mdependence, government officrals face uncertaxntles 
about theu mies In dealrng with CBOs As the NRMP and other CBNRM have  demons^ the 
roles of government officrals wdl change: Instead of bcmg an authonty concerned wrth nguiatlon 
or provldrng extenston pnscnptions, the civd servant becomes a p m e r  that fachtates a process 
m whch much of the authonty and dcaston malung nsidts with thc rural people Just as m the 
case of the commwty member, govenunent officials can confer wlth theu W B  peers to make 
rnfomed decrs~ons about the unpircaaons of stren@cmg CBOs and m cstablishng them. 

W e  lessons from the CBOs in Botswana may not have uruversal appiicatton across the 
subremon, it appears that many lessons have importance. For mnstance, the Dlsmct Comrmssioner 
of Kasane mently v~sited with  IS p r s  m Zimbabwe where, due to dlfferenccs m government 
sauctures and piuiosophes, he found it difficult in the begmmg to have a memgful exchange. 
But, when he &cussed the CBO expenencc, he found common ground wth hls coUeagues. They 
wen partlcuiarly tnterested tn how the CBO approach made the job of dehvenng services to 
communuhes much easier. The fact that commmhes were much more effcctlve m semng theu 
pnonues and were wllfing to comrmt thew own resources made it much easier to target how the 
GOB would partxcipatc. For example, he noted that the CECT, as pnontles, rcquestcd assistance 
m lmning m managmg nanrral nsources and m managmg entcrpnses. 

To rerterate, the trusts establlshed under the NRMP are invaluable assets for those m the 
subregon concerned about Nml tconormc development and n a n d  resources management 
They are some of the few cases where peopb b m  all the vanous groups can find for themselves 
answers to queshons whch are the source of much of the uncermnry and resistance. In h s  
sense, they are not templates for others to rmmic, rather they are xrsomes. The current trusts 
(Chobc, Sankuyo, Gweta, etc.) are examples of what a CBO can do, what they look ke, and how 
they an establlshed. They also reveal what obstacles have to be overcome and what types of 
acavluts arc most effemve for overcorm~lg them. People m these cornrnunxtlcs an nsources 
whch papie from other wmmunitles tn the sub-eon can come and learn first hand about the 
advantages and dsadvantages of a CBO. Pnvate operators &om the subregxon wrll be able to 
learn first-hand from theu coileagues about the benefits and consmts of woriang w ~ t h  CBOs. 
Govcrnmcnt offiaals wrll be able to find out what tbe new rehaonships betwecn (330s and 
D m c t  gove~~~mtnts mean m terms of their authonty and in terms of what they can deliver to 
rural populations. 

Additional ~CSSOIIS that may be distilled ffom this evaluation of the NRMP seem to be relevant 

1. Rojcct plannus must acknowledge that c o m t y  capac~ty-building should foster 
responslbllity and not just pamcipaaon. This is a ame consurmng process that 
normally goes beyond the typical pro)ect life span. 



7.0 POST EVALUATlON CONSIDERATIONS AND ACTION 
RECOMMENDATIONS 

7.1 General Recommendations 

1. Extend the NRMP by at least two years and maintain the same team. 

The NRMP has successfully demonstrated that CBNRM rs a mble approach to developing the 
rurd economy and dtcreasmg envlronmentai degradatIon, but more tune IS nquved before rt wdl 
estabhsh self-s-susmmg and lndependent trusts which set theu own pnonhes, commt theu own 
resources, and competently manage entcrpnses. Based on experiences elsewhere, the m e  payoff 
from the NRMP wdl comt when t k  are established and serve as models for other cornmurunts 
and govemmcnts m the subrcgon. Cons~dermg NRMPs excellat progress to date and substanhal 
conmbuhons to the ngonal stratcgc objecbves, the e v a l a o n  team feels strongly that USAID 
should cons~der a long tcnn comrmtment (5 years or more) to commmty-based acavlhes. T ~ I S  
wrll capltahze on the mvestment already made by the GOB and USAID. The potentla1 value 
added of an cxtens~on for each component of t!us investment IS o u h e d  m Annex 1 

The Chobe and Sankuyo Tmts are both ant at a cntical stage whch likely wlll dctermtne whether 
they become self-sufficient or not. Both are two years away from bemg eiigble for a longer-tum 
jomt-venture contract The stakes for both arc gromg: the revenues from the m;un cnterpnses 
axe gromg and the ophons for the diversrfyrng thc achviaes are mcmasmg. Members from both 
arc bccormng more aware of the benefits as well as the ~ ~ P S ~ ~ U W C ~ S  of not followmg the ruies 
and procedures agmd to in the Trust Deed and m the contracts. Members are also becommg 
more aware of the need to tram mcrnbers m finanaal mmagcmmt and natural resources 
management. But, the expenena IS still new, and p p l e  told us that they axe stiU unccrtam how 
to deal wlth such lssues as vested tnterests and the operation of the trust. In mtervlews and 
mCc%mgS members of the trusts were clearly concerned about the posslble depamve of the NRMP 
ttam. In addrtlon to specxfic ques t s  for assmmce, tke seemed to be a desm for an honest 
broker. 

in addhon to the desire expressed on the part of trust members, GOB offinals also exprtssed 
concern about the team leaving next year. While much of the trust and confidence m CBNRM 
held by the GOB officials was produced by the p r o p s  of the trusts, some IS sbll iinked to the 
t e~hca l  assistma team. This will probab1y be the case mhl tbe trusts reach the self-suffictent 
stagc. In Chobe, theze is pt~ular need to mamain some continuty because GOB officials key 
to the development of th: CECI' are leaving. The Distnd Commrss~oner. the Land B o d  
official, and the head of DWNP-all who have ban m Kasane since the k g m m g  and played key 
roles-are all leanng. 

The team should be extended at least two years to promde ass1stana to the Chobe, Sankuyo and 
Gweta Trusts dunng t h ~ ~  cnacal pcnod. Also, the same team should be mtamcd .  In addihon to 
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would come from the DWNP personnel--using theu expenenccs from the CECT-and thelr 
counterparts m the ne~ghbonng country In the begmmng. the DWNP personnel-w~th mnunal 
assistance from the NRMP team--would probably be providmg most of the techcal assrstance. 
But. personnel from the other counmcs would also have consaucuve insights Into how the CECT 
may work better The primary expenses to the Regional Program would be m u g  for CBO 
members and per d~em and travel for the nataonal pcrsonncl from each country. 

The four-country achvity in the Chobe area would also protect the mvesullent m the CECT as 
well as dffuse the CBNRM concept and sangthen subregonal collaboraaon. Fusf the vlabiirty 
of management plans m border cornm~~llhcs IS depends upon the poky m the adj0lIUIg country 
Since much of the vvlldlife crosses several borders, a poor wtldlife management poircy m one 
country could put all plans m jeopardy. &, fishermen m one country mght use a smaller-mesh 
net than fishermen m other counmes, effecbvely nullifying benefits of good plans. Second, even 
an d o r m  pohcy dots not guarantee evenly good management. Comm~~~laes  w~thout the 
capacity to make the pohcy work to the= advantage udl not respect i t  But. the CECT offers a 
model for others to use to cstabhh CBOs that benefit h m  good management. 

3. Shift responsibility for implementation of activities from the NRMP advlsors 
to their counterparts and other DWNP staff as soon as possible. 

Naturally, the vlabiIity of CBNRh4 for consuvlng resources depends on an active, dedcated 
support network and extension service for commmaes encompassmg many sectors. NRMP IS 
assxstrng m tile c m o n  of thiS support network through its capacity buildmg acavlaes wlth 
DWNP, districts and NGOs. To its CPedjf DWNP has taken on the lead role m prowdmg support 
to commwaes to manage and t c o n o m d y  benefit from theu natural resources. In domg so. it 
has a q d  the obligaaon to ensure that this support contlnucs m the long term and IS of the 
h t g i ~ ~ ~ t  qualrty possible. 

As drscussed m thts nport a major constraint on the conpnuty of NRMP acunties has been the 
lack of appropnatt, quatrficd countcrpam and a departmental budget for CBNRM. The 
rtsponsibiltty for project lrnpiemc~ltation c a ~ o t  be produmvtly shifted to counterparts until they 
am duly appomted full tune and trained in thctr responslbihties. Although thcn has ban  a marked 
Impmvenmt m this srtuatroa dunng the later half of 1996 (mostly due to better DWNP 
management and counterparts mummg from overseas tr;uaing) then are many posmons that are 
left unfilled at headguaitas and the dismct levei. To remedy this situafioa, and as a conchon for 
further USAID support, DWNP should appotnt appropriate, qualified counterparts and budget 
~ P P ~ Q P ~ * ~ Y .  
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2 The project should conhnue to asslst m pobcy development where possible 
Examples of fume poky work that may be needed include reguiauons for WMA 
management and cooperative management between parks and people 

3 As cond~tlons warrant, the project should dvect rncnasrng ancntlon to 
constderatlon of the open access quesaon of veld resources l h s  should be done 
to the extent of where th~s Mers from the soluaons bemg promoted for wlldllfc 

4 Asslst DWNP and other pohcy stakehoiders to complete the process of consensus 
bddmg, amendmenf adoptlon and rmplementauon of the commumty-based 
n a r d  resource management pohcy document currently under preparmon 

5. To m a x ~ l z e  lnstltutlonai development wtlun the DWNP for CBNRM, the 
deparuncnt should permanently asslgn counterparts to NRMP adwsors instead of 
sporad~cally. Tlus must mdudc the n q d  nsources ntcessary for the 
counterparts to work efftchvely. More than one counterpart for the advlsors 
would be most beneficmi. Moreover, mput from NRMP on whch counterparts arc 
seiected would be beneficxal to ensue that the ~~~dmduals  have the appropnatc 
skills and aptrtude for the work. 

6. D ~ ~ t n c t  Adrmrustratlons should also appomt counterparts officially to prqect staff 
to maxlrmzc transfer of sk&. 

The project shouid focus more on budding capmty of the &ma to asstst 
commun~tus m natural mute mauagcment and to incorporare commmty 
amon plans m the hmct developmnt plan. An obwous entry pomt IS to work 
wrth a &tnct/commmty team to formulate and rmplement commmty actlon 
plans Thrs will ensue mclutnon of acbm plans rnto the district development 
plannmg process. All counterparts should be engaged m tfits proass where 
poss~bie. IRCE should prow& support to ensure that thrs h k  between 
cornmumtm, btnu and national government IS cffecbve and nsponslve. 

8. NRMP should assst HATAB to expiom possibilities for d e h g  and 
impiemcz~bng standards for tour operators vrs a vrs the commun~ncs. 

1. The project should asast m devtlopmg -mcnt plans for the Kweneng and 
SoUttrern Wddlife Maaagexmnt Artas if rcqcsted by the dbmct, and if the plans 
can be completed before the project completion date. 
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5 The project should through lnput from the trusts, develop genemi gwdehnts for 
procedures for benefit cktnbutlon from the trusts. The general gu&lmcs should 

I 
be adapted and adopted by each separate trust. I - 

6. The project should assst trusts to develop procedures and plans for the use of 
aust funds. W e  DWNP and project staff have a long-term vls~on of the benetits 
of CBNRM and potentla1 uses of profits, the commu~ty themselves must deveiop 
a vlsion. The project should assst the commmty to develop a mion of when 
theu commmty wouid be in the futun - 20 or mon years. Thrs vxsion will help 

I 
them work toward a common goal and prow& might on pnonhes for lnvesrment 
of trust funds. 

I 
7. The prewously menhoned commmhes should r#mve contrnued assstance wth 

planned act~wt~es, as appropriate and as requested. 
I 

7.2.4 NGO Involvement in Community-Based N a W  Resource Management I 
1. IRCE should contmue for two addihonal yean wrth ~ t s  dual mandate of burl- 

CBO capanty for CBNRM and grant management. 1 
2. IRCE must stay f d  on the goal of increasing commumhcs capabhes for self 

management and thenfore, mmtitlll e m p h  on CBOs. 1 
3. IRCE should facilitate, as nquested, an eventual "No0 Strucm" but the 

establishment of one should not be consrded as a "deliverable." 

4. IRCE should adavely fadime an eventual independent CBO umbrella structure. I 
5. The grants m a n a p m t  procedlllcs m piace should become more transparent and 

ensue technical guidance from NRMP advisors. In ttus regard the f o l l o w  
mmrnCLlde& I 
a Criteria for propods to be collsldcred for funding should be "hghttned 

up" to enslat proposals directly relate to NRMPs goals and objectives and 
that d a new parma IS mvolvd, it has a conshtucncy m the CBO or IS 

I 
piovlding a miwant mce. 

b. The Proposal Rmew Comrmttee strouid be expanded to include MRMP 
comtmprts WL& assistan- from tbe advisors and cbamd by the USAID 

I 
Projed Manager. Decisions of this Comrmttee should be final. 

c. The Proposai Renew Comrmctee should MSUIC: that grants do not take 
away the nsponslbiiity for CBNRM b m  the commmhes, act as a 

I 
surrogate for community mvo lve~n t  or pronde capital lnput that exceeds B 



C) team bulldmg w1th.m the Adrmrusuauon untt toward creating a s e ~ c c  
onentatlon 

DWNP/DPSM should officially assign the Assistant Dlrtctor of Adrnmstxanon as 
a counterpart to the advlsor. 

The computer m o d s  post should be l~lltned~ately filled by a qualrficd person of 
the appropriate rank and authority. Several officers wthm the Admimsuaaon urut, 
however, should be competently tramed to use the records. 

Selecavlty of uamng toward commuty deveiopment/extens~on onentaaon and 
admumaabon skxlls should be ~ncreasmgly emphaslzed, as opposed to aadrtrond 
wildhfe management tecbcal subjects as outhcd m the tmmg needs 
assessment. 

Sentor staff w i h  DWNP and DPSM nced to revlslt the seltcnon prows for 
trauung oppomuuaes so that the appropnatc staff arc tratned to further the 
capacity of the department to unpitmcnt its mission statement. An acaon plan by 
the tr;imee and supervisor of how the trammg wdl be used on the job should be 
developed and evaiuatron made wttun SIX months of return to service 

The pn-semcc tmmmg program should be continued and refined. For example, 
a d h g  a pretest to the recmtmtnt process would pmcrcen apphcants and 
rrmLUIIIZC:COSt 

Local contractors should be used to supply m-house semccs for tnmmg of 
adrrmrusfrauon m t  and semor drstnct supcrvlsory staff in management pnnclpies, 
team-bu~Idtng and computers. Thrs should not be classroom mmmg, but rather 
pracacaL on-the-job t m m g  that contributes to soivrng cumnt problems wth 
evaluation and follow-up to murc skills transfer. 

Interfac~ng with other donor and government agency HRDUcfforts should 
contmuc on organrzatond development for the lmplementatlon of job descnphons, 
car#r path devtiopment procedures and performance standards. 

Two BWTI ~nstruchons should be conbnued for two years wth conmued 
emphasis on tramtion of all courses @n-semct, IBT, cahficate). Advlsors 
should have techcal backstoppmg funchon and collaboratt on evaluahon of 
m c a t e  course, mmmg of instructors. and development of specialized short 
c o ~ d u l c 5  that are lmkcd to Cerhficate program. 



Accredrtahon of the d c a t e  program needs to be secured officlaliy from DPSM 
wrthrn Botswana and relevant wddhfe hauung mhtutts m the reaon 

Use or coordinate with tra~tled Problem Anxmai Control mxructors m M & U for 
the BWTI specl- module. 

Effect~ve quaidied Problem Anmaf Control offiars should have experience 
worlang wth anrmals to mce commmtits. O ~ ~ ~ I W I S C ,  thcre is a tnmendous 
safety nsk to both the offiars and the public. The Probiem Anunal Control umt m 
M & U m coasuitatlon with the NRMP a d m r  should be Dven full support from 
H e a d q m  and tfre dxstricts m deslgmg proctdurcs for appropnate mnmg 
venues wth ~~IIMIS. 

Commtmty escort gu~& hammg should mterface with BWTI. d possible, and 
tcaxn~~g should be extendtd to mcorporate momtomg slulls m all narural resource 
udnahon. 

7.2.6 Formal and Non-formal Environmental Education 

Use the Veld products ndto by NGOs (Thusano LefatshengNeld Products 
Research) wth stop wdeo ttchques at capacrty-building workshops, B WTI and 
by the Conservation Educabon dimron of DWNP. 

Coordmatc and maxlmiu: the multiplier effect of teachers usrng the NCS videos by 
hawg a DWNP t c ~ t a t l w  prow& a bnef presentation uslng pamcrpatory 
methods at already orgamed teacher trami~~g events. This would be valuable 
sic& pracha for new communxty iiruson offiars and/or 111tensted game scow 
and would nqum a minunum of effort or cost 

Coordrnaoe distribution of matenais wth the enwonrncntal cducatlon efforts at 
Mokold and othet actrve centers. This facility services 7,000 chddren-daydyr 
inciudmg tedms. DiSttibution of matIxLalS (NCS videos, postas) to thcu staff 
would agam macase ehe multiplier effect wth a xunrmum of cost or staff effoxt. 

Deveiap the potential for BWTyDWNP, NGOs, CBOs partkipanon at the 1998 
xegional eavitonmental educ~tton conf#cncc. Devtlopment of a @lay and bmf 
(1 page) examples wth one or two photographs of the diffennt Veld 
producg/w'ddlife utili7ahon efforts would be useful products to share both wth  
the educatlLonal commmty nattonaily and in the xegxon. 

Extend the contract of the cunent Consemahon Education advisor for two years. 



2) lniual apphcatlon thwarted by bamers encountered whch results m negmve 
rcmforctment and then the part~c~pant IS mhkely to try agam. 

Frnal Evaluatwn of  the Botswana Natural Resources Manaqemet Prqecr 
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Relate follow-up actlvltles to the recommended acaons that pamcipants have hted 
as part of the wddhfe poky workshops. Record-kcepmg IS cnucal, but can be 
sunplrfied usmg a standarch& form whch can be peno&cally rewewed to 
evaluate the rmpact of the extension efforts and spmsff acbvlhcs ?he momtonng 
and evaluaaon component of NRMP could assst m developmg a sunpic follow-up 
strategy to momtor and record results. Trme Bven for wnMg must be part of the 
process. 

Conmue cosponsoring events at the crsstnct level and expand parhcipauon in tht 
events of other agencies ( N W C B O ,  teacher cratllmg). This expands the xmpact 
of efforts at a xruumurn of cost wMe at the same turn rn-mg sustamabhty by 
lncrcasmg networkmg. 

Contrnue materials cievelopment m Setswana whenever possible, for &plays. 
sunple brochults, and expand topics to rnclude veld products, rclauon wth 
a g n c u l t .  poky and the range of CBNRM optlons. Locake Informahon to slut 
the needs of the target aud~ence and speed actual implemcntatxon on the ground 
(gazettemnts, management plans, maps with boundancs, quotas). 

Repnnt a large number of selected postns u m g  a smaller, non-larmnawl less- 
costly produrnon mthod m order to have broader coverage. Posters should be 
pmrmnently dispiayed m as many places as possible mcludrng D W  
Headquarters, every dsmct office, every achve educahonal center, every acuve 
enwonmclltai e d u a o n  or conservatlonsnented NGO should have a set of 
posters and/or &play. Every game scout leavmg BW?I should have a set of 
matenals to use. Game scouts and other -or DWNP staff alxcady attend and 
pamapate m a wide number of capacity-budding workshops done by IRCE, NGOs 
and CBOs. Consexvahon educahon materials should be used whenever possrble at 
these events. 

Conmuc the production of the CBNRM v ~ d m  as rapidly as possible and put rnto 
lmmcdmc use. 

Maxinnrze pubhaty to budd awareness in the general public by expandmg the 
multrphcr effect and networjang potenaal of key target audiences. Strategcally 
use available resouras by brcrademg tfie vanety of a;cbvitics to mclude shortex, 
lesstxpcnsive, less tune-demandmg forum than oniy t h e  day workshops. 
Explore the use of muha channels for press releases, radio, TV, video, 
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Amex 1: Value Added and Constraints to Project Components with an Extended 
PACD 

Persome1 Planning and Trarning 
- DWNP wdl have developed a personnel plammg and tmnmg program 

Increased effecbveness of the DWNP extcnsron s e ~ c c  that has the tools and comrmtment 
to work m support of CBNRM 

- Incrtased trauung for dsmct officers m CBNRM ixutlatlves 
- Creauon of adequateiy staffed and tramed soctology office as p2lrt of an adequately staffed 

and m e d  commmty extension urut 
- BWTI k t l y  addressmg voca&onal s l d s  of DWNP staff 

Constraints. 
- Civd Servtct rcgulaaons that prevent DWNP from huing staff, buymg vehclts, 

dccentcabzxng budgets need to be reformed so poiihcal will, when tt exists, IS not 
undcrnuned by burcauczacy - Need a strong comrmtrnent on the part of BWTI to carry through standards of tramng 
and cfimphe 

Policy and Institutional Development - CBNRM pohcy wdl have been ventd adapted, approved and implementahon started 
AdQtional C B W  guidehcs will have formalatdl (LC., rnrst formahon, dsmct 
lnsatuaonal pdelines for CBNRU benefit distribution, accountabrltty) - Development of a strong CBO network capable of arhculatmg mtenst and mhaang 
acaon - C-on of pollcy which transforms current open access resource regmes to a common 
pmpcrry, commmty managed regme - incnased CBO/NGO paraclpmon m national poky amas 

- Policies wdl be adopted and not just m dwusslon stage 
- Poiicrcs wdl become more broadly understood 

Constraints - Pohclts can be produced but wdl not be rmpiemented without commmn - Inadcqaate extenson c . t y  of instltutaons at commuxuty level to manage resources - Laek of a public awarenCSSI~~lat~on ourreach forum 

CBNRM - Wildlife and Veld Resources - If DWNPtNRMP succeeds m bnngmg ownershp to open access nsources (all veid), 
CBNRM ratses the intnnslc value to users. This addcd value can transiate lnto mproved 
~~comcs  for margmal, impovenahad people and lmpmvcd mgt practice 
A number of commun~tlcs wdl have the capanty to deal with ther own problem anunal 
control pmbiem, thereby allewaung a hard-pxessed DWNP 



u s  at MLGLH, MOA, to fac~l~tafc and lntegrare research on all natural resource use. 
and provrde a h h g  and capacity bulldlng forum 

Constraints - When based? Currently 1 person rn DWNP wit- no authority What forum IS appropriate? 
Management must see m f o m o n  as a tool not a threat 

- EIA - leplarxon and how M U  is linked 

CBONGO Development 
- Governance (Board t m g ) ,  management prac~lces, hancxal management, Icadershp 

sMls, commmty facilitation skrlls, tcchcal advlse on a conslstcnt basls from 
stakeholders DWNP/NRMP/IRCE enhanced. - CBOs would have &en m exlstcncc for a long enough penod of tune to nsolve 
orgaaxzahonai confltcts and to establish an approach that "works" 

- A vibrant CBO network swng them a uarrcd approach and pohtlcal clout lhs cannot be 
done m two years -rt rmght be possible in 5 years. 

- NGOs- key role as neutral coondrnaMg agencits(watch dog role) between commuxuty and 
venture partness sbould already be brought into process 

- Expanded number of C B M G O s  workmg tow& CBNRM and commmty 
empowerment through prow1on of capanty b~ddmg support, skills transfer and 
advocacy. 

- Small group of NGOs capable of facllitdug CBO strength~lllllg 
- Incnased poiicy formuiatton and implementaaon mt~ated by CBO network or CBOs 

111dn"idtdy - product of the mstmaonal dcveiopmnt ~ t f e m d  to under that scchon. - Develop an orgamzahonal development plan commg up mth deliberate mtcrventlon plans 
for exlsthg NGOs, have eff-ve NGOs and dm could be achieved through the OCAT 
also for CBOs 

Constraints - how to make it Botswana dnven? - How to get semcc to CBOs?- comblnatlon of strylccs- 
gov't  civil m c c  - - NGO limitations/amfIiict as gatekeeper 

- formaton of NGO that nspond to real constituency base a u l d  prom& s e ~ c t s  

I ENVXRONMENTAL EDUCATION - Formal- institute progranrs through agencres such as Curricuium Development Division- 
budd on e-g matcnaj 
Wildlife clubs, ctc. supportad (possibly taken into the hands of Educatron Department) - Non-formal- NCS potentially important role playa in information d i s s e m o n  and 
coordiaatlon of enwonmeat nlared externon 
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A M ~ X  2: Macro and Micro Economic Anaiysis 

ECONOMICS Macro 
Botswana IS fortunate to have reccxved the services of two world renowned wnormsts loolung at 
the role and potcnaal of naturai resources m the naaonal economy The followrng -on draws 
hcavrly from Shatlrh, 1996 and Tyler, 1996. Unless spec~fidy stated, all of thts secaon IS 
referenced to these two authors. 

Godfny Tyier looked at the role and potentla1 based on the S o 4  Accountmg Matrix (SAM) 
whch IS a system for p l a ~ n g  the costs and benefits of the vanous sectors of the national economy 
UI a balanced account s d a r  to the way a small firm uses double entry bookkeeptug for its 
accounts. He used the SAM to construct a modeling framework called the Computabie G c n e d  
Eqllllibnum Model. Thts allowed the observation of potentmi effects d t m g  from changes III 
assumpaons. It IS a b ~ g  'tvbat if'model. 

Tyler ran a base case and SIX srmUlat;lons wth this model as follows. 
1. Incnase beef export demand by P 14 million 
2. Increase hotel semces demand from v~sltars by P 14 rmllion 
3. Increase huntmg d e d  from v~sltors by P 14 million 

The complete effect of these thne s~mulahons on the base case for vanous sectors of the 
economy can be setn m Table 1. 
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Table from Tyler 19%. h e  18 was dropped to the bottom to facilitate grriphmg 

Fourteen mdhon Pula IS about 10% of the foreign exchange ammgs of botb the 
agnculnuc/betyPr~~~~~mg and the hotel sectors. The sectors mvoived only form a small part of 
the natlonal economy thus the effects on other sectors and on the GDP are reiahvely small 
Huntxng does the best by mcnasmg the GDP by 1.2%. followed by hotels. These two sectors 
also out preform agnculnut/beef/proctssmg m balance of payments, and budget surplus. has 
equal effects on siulled labor, and waged mrak has smaller benefits on unslalled labor 

Sector 18 was omiaed as the magnxtude of change rs so large that other sectors cannot be seen In 
the rcsultmg scale of the graph 

Increase Beef, Hotels, Hunting by 10% 

1 3 5 7 9 11 13 15 17 19 21 23 25 27 
Economic Sectors 

4. Shift proportions of hunung value added h m  2 do& .8 profit to .5 and 5. 

This shifts some benefits bm export hunhng from cornrmual operators to iocaI communttics. 
T)us incnases and emp1oyment m the m f o d  sector w&ch grows by 7.9%. Thc huntlng 
sector expands by 14.996, cattle expands by 1.35% for local consumphon, and agndpmcessmg by 
84% for the same reason. The overail effect is an expansion of the GDP by .4% the highest of 
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"In many parts of rural Botswana the comparauve advantage ties m markenng the d resource 
base m ways whch generatc much hgher levels of rncome than would subslstence use of the same 
resource. Wildhfe and veldt products may shll &ow northern populahons to eke out a 
subslstence hvmg, at least untd demographtc pressures make it unsustamable However, these 
same resources have a much hghu value for tounsm than for subslstcnce." (Shad&, 1996) 

'The new rcgronal economy m Southern Afnca fundamentally alters the potential returns on 
Botswana's stock of natural capital. High value commercral uses (both consumptlve and non- 
consumptlve) offer real alternatms to subsistence, and low value uses. Thenfore, the best 
economc strategy for rural Botswana IS a regonally-onenred strategy whch c a p ~ t a h s  on 
Botswana's cornparatwe advantages m that market" (Shartrh, 19%) 

There IS an o p p o h t y  cost for a shift from subsxstena use to markhng of the resource base at a 
swtamble pace. The rural popuiaf~ons must give up thew traditxonal hfe style as subslstence and 
market use cannot occur w~th the same resources. The cattle lntensts must g ~ v e  up a very - 

l u m v e  acawty where benefits go to very few for an acbv~ty where the benefits arc w d d y  
shared. The pohcy makers must shrft from g ~ m g  concessrons to the moneyed Interests to a m g  
for the populaaon In opposiaon to the moneyed mtertsts. 

If the resource base IS managed and not destroy66 the long term potentmi for earnmg fore~gn 
exchange, mmtammg a hgh GDP, and mc~lcas111g rural mcom and employment, and s e m g  the 
majonty of the people of Botswana lies mtlun the Hotd and Wildlife sectors and assocxated rural 
cnttrpnse development as demonstrated by the actlvrt~cs of dm Naturai Resources Management 
Project. 

- 

What are the direct economic mts of project actiwtles to date, when are we on the economrc 
tlme he, and what are the reasonable pmjectiom? I 
The economic time h e  of tb project has little c o m d o n  wth the project time line. The short 
term vls~on of USAID admmtnm . . on raqairts looking at long term effects far beyond auy PACD. 
The usual trme frame of C C O D O ~ ~ C  an9lyms of mund twenty years xs also not diicxent when 
dealing wth namzai resounxs which, if the project IS suc~xssful, may conmut untd soclety 

I 
dcades a diffc~cllt use of the mume base may be appm~llgte. This nebulous future actuaily 
causes no discomfort m Che anaiyns as fPturc benefit fade mto tune as their present day values 
decnase through discounting. There an schools of cyx)nornic thought that support zero or 

I 
negaave chscouaang when dcaiing with un~~~lnlunhle bio-diverslty or nonquautlfiable estttetrc 
values. Both cases would apply m thus anaiysa, howeva, the ~ n v n s  and the potential returns of 

I 
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The tune h e  chosen IS fifty years For sustiunable natural resources this is a consemahve ume 
frame Shorter tlme hcs could have been chosen but would r e q m  resource salvage value 
caicuiatlons that wouid result m roughly the same values. 

On the costs side of the q w o n  The costs to USAID from the NGO cooperatwe agrtemenf the 
Chemomcs contract, AID drrcct costs, were mcluded along with the costs of the government of 
Botswana. These were not audted costs, m several cases they are eshmated costs. 

Results 
1 i iwlhons US D0lli11~ 1 1 1 

53022 $167.08 10349bl 
extension 

Table 2. Shmmuty benefits only, no secondary benefits, no mcfircct benefits, no dsrrict 
government benefits, no m&vidd benefits, no nmvtsanent benefits. 

The ~ntcrnai rates of return of the analysis an seen m Table 2. The 2-year and 5-year case arc 
more than acceptable for a pnvatc s c a r  v e m  considering the conservatism of the analysis. 
Cons~denng that ~t is a bilawal aid project housed m a government agency, ~t IS astounhg. 
However, the two year case IS st i l l  picking the h u t  before it IS npe. 

The Internal Rate of Return n a poor meas= for development. It IS the rtturn on the mvestmtnt 
over tune. A better mtasure for development IS the Benefit Cost raho. If thrs raho IS grcattr than 
one. It means that the project has at least covered its cost by generang returns. In the case of the 
two year extension lt gemrated benefits totahg 2.9 tunes greattr than the costs. The five year 
extension generated 5 5  tunes more benefits than costs. 

T k  aaalysrs is most s e m ~ v c  to change tn the coc&ncal pncc wbch in the past seven years has 
vaned h m  $23 to $170 per kilo. Ths can vary the IRRs as follows 

Worst case Midpoint Best case 
No extension 0.6% 10.4% 1 1.6% 
2 year extension 2.9% 11.6% 12.8% 
5 year extcaslon 8.0% 13.7% 14 7% 

Tropical Ruearch and Dcvebpmcnt, inc 
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investment ma& by USAID and other donors. In addmon ttus capacity may be used m othcr non- 
resource based sectors of the economy and the soclety to further advance d people From the 
vrew pomt of benefits to rural poor the extensron of five years makes the most sense. From the 
pomt of view of consohdahon of mvestroent and econormc effictency a five year extcnslon makes 
the most sense. From the pomt of wew of balance of payments, and ecoaormc stablltty a five 
year extensron IS the best choru. 

Recommcndat~ons: Then IS need for a &tatled cost benefit analysts from the producers (nsourct 
user commuty) vxew point. Thw: wlli point out mcentives, senslave vanabks, and posslble 
pohcy needs, and can be used as a tool for the management of the resources. 

Extend thc project for at least five years. More important than the s u s ~ a b h t y  of present 
commmhes amvlhcs IS the sustamabri!ty of the p m s  that enable communrues to undertake 
these acuvltles 

Then u no questlon about the regonality of t h ~ ~  prqect. The entue gamut of project achwhcs 
mcludmg veld products, wildlife harvesting, and tourism produce renuns from across natlonal 
borders. AU of these products and services arc exported Tounsrn is an export sector. Veld 
products markets mcludmg wrmne dye, Maruia fruit products, bottled water for tourists, and 
even Mopane catcrpdlars, an= across boniezs and produce forergn exchange. Probably lcss than 
10% of project econormc benefits are locai origm. With tius KI rmnd one of the major areas that 
RCSA could address IS assxstancc m organmaon of the regional tounsm mdustry. Reaonal 
sohdanty and poohg of marktbng m ~ o n a i  tounsm clrcuts would do much more for rhe 
economtes of Southern Mean st- than many so called deveiopmcnt acuv1hcs. 
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SHORT-TERM LOCAL EERIE3 

Regma Ver Heyen 

Isaac Monyatsi 

KhulekanI Mpofu 

Roslna Masdo 

Viweme Harvey 

Tessa Jane Bott 

Kathy Blaxne 

Mothibcd~ Gaefelc 

BWTI Assstant 

Procurement Specahst 
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SGL Consultant Assstant 
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BWTI Assstant 

HRDU Data Entry 

NGO Task Force on Enmnmcnt 
Legal Advlsor 

Trop~cal Ruearch and Developnarr, inc. 



Amrex 4: Project Personnel 

Position 

Sociologist 

HRD Advwr 

BWTI Principal Advisor 

Morutonog & evaluation Specialist 

Non-formal Education Advisor 

Communtty Extension Special~st 

Community Extension Specialist 

Natural Resources konomrst 

BWTI Facully Advtsor 

BWTI Faculty Advisor 

Admimstrative Assistant 

Project Assistant 

Adminisurdve Assistant (BHPII) 

Director, IRCE 

IRCE Facilitator 

Current Arlvisur 

N~ck Wtner, Chemon~cs 

Gary Clark. Chemorucs 02/97 1 02/98 -- 

Laura Vmoly, Chemontcs 

Jonathan HaBarad. Chemontcs 

BIU Kelly, Chemonics 02/97 1 02/99 -- 

Current Completion Dele 

08/97 

Michael Pwter, Chemonics 08/97 08199 

Hecu~~~n~rnder l  Cu~nplellon Ihtle 

08/99 

I 

08/97 

08/97 

Wtlf Slade, Chemomcs 08/97 08/99 

08199 
-- 

08/99 

John tlazam. Conservauon Intemclclonal 07/97 07/99 
I 

hchard Hartley, DTI I 07197 I 07/99 

Spud Ludbrook, Domestlc Technology 
Intcmatlonal (DTI) 

Pete Hancock. DTI I 04/97 I 04/99 

Frank Pot&. DTI 05/97 1 05/99 

07/97 

Maureen Htrschfeld, Local Hire 08/97 08/99 

07/99 

Ester Coilyer, Local Hire 08/97 08/99 

Cecilra Pultenll, Local Hm 08197 08/99 

Daniel Walz, PACT 08/97 08/99 

Morongwe Ndocdtbe-Dlstle, Local Htre I 08/97 I 08/99 

Khuhkaru Mpofu, Local Ilue 08/97 I 08/99 -- - - - -- - - 
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two membetrr of the team my Qend up to three &ys m Washingtoa for thrr pUpcuJ~, 

A The Contractor shall comply with Sections C, ID and F of the bsulc IQC. 



The duty posrs for thb dairvory order are Wadmgton, DC and O;rborone, ~otswaor. 

---- 
No.fonrgn language qabilides arc reqthd. 

The Costraaolr zs authori& up to a eix-day work-week arfrh no prunium pay. 

Inspeuxon arrd AcccptaPce of delivaablcs rcqpirtd by Article VI of this delivery orda will be 
performed by the Ro~ecll CXEccr. as Sated in Block 5 of the cmer page of this order. 


