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Executive Summary

Throughout Africa, during the last 10-15 years, conservationsts have been developing approaches
to Link conservation with development. The hypothesis was that allowing fuller participation of
communities in natural resource management and providing for their development needs would
positively impact the conservation of a particular resource or protected area. Most of these
Integrated Conservation and Development Projects (ICDPs) substituted resources on the farm site
for those lost due to the protection of an area (e g., agro-foresiry); gave people only limited, or
no, access to the protected resources, and, at the same time, tned to increase thetr participation 1n
the management of these resources Incentives for participaton were limited because, at the end
of the day, communities had lost access to resources that their livehilhoods depended on

In Botswana, the United States Agency for Internabonal Development (USAID) and the
Government of Botswana (GOB) have been supporting the Natural Resources Management
Project (NRMP) since 1989. NRMP 15 actively promoting community capacity to manage their
own natural resources, not by substituting natural resources on the farm, but through real
economuc returns based on the communsties’ use of resources Thus focus on enterpnse
development has provided incentives for communities not just to participate 1n natural resource
management, but to take responsibility over their resources and economic development. In
Botswana, this approach 1s called community-based natural resource management, or CBNRM,
and has attracted considerable interest among a wide range of donors, government agencies and
officials and within the commumues themselves as a vehicle for diversifying the rurai economy,
while mamntaimng or improving the environment

The Botswana component of the NRMP, funded by USAID as part of its assistance to the
Southern Afnican Development Community region, aims to promote sustainable, conservation-
based development on lands that are marginal for crop production and domestic hivestock In its
work toward CBNRM the NRMP had the following set of goals, purposes and objectives

Goal:
Increase mcomes and enhance capability to meet basic human needs through sustamnable
utihization and conservation of natural resources, particularly wildlife

Subgoal:

Promote sustainable development of communities on lands that are margmally suitable for
agniculture

Purposes:

1. Demonstrate, through practical examples, the technical, social, economuc, and
ecological viability and replicability of community-based natural resources
management and utilization programs on margnal lands for increasing household
and communty income while sustaining natural resources.

Vi Tropical Research and Development, Inc
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2 Improve national and local capability to halt the decline in the wildlife resource
base through training, education, protection, communication and technology

transfer
Objectives

1 Demonstrate that sustainable natural resources utlization 1s a profitable and viable
development option for rural communities

2 Increase local employment and incomes through diversifying employment
opportunities 1n the sustainable utilization of natural resources ‘

3 Strengthen local institutional decision-making and management units so as to
empower them to become self-sufficient managers of their local resources

4 Improve the participation and role of women 1n resources management programs,
thereby improving their incomes

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

In 1993, a midterm evaiuation was conducted for the NRMP that, inter alia, recommended an
additional component to the project to support nongovernmental orgamizations (NGOs). Thus
resulted 1n the Insttutional Rewnforcement for Community Empowerment (IRCE) amendment that
provided additional technical assistance and added the following objectives-

1 Capacity building for nongovernmental orgamzations (NGOs) to empower
communities to manage their natural resources 1n a sustainable manner

2 Development of a grant mechanism to support community-based natural resource
management/utilization projects.

The NRMP consists of six components to achieve the above seven objectives, aimed at

developing the capacity within governmental and non-governmental orgamizations to facilitate
CBNRM

(A) Demonstration projects in community-based resource utilization predicated on
defining the resource base as a community asset. Community-based projects are based on

wildhfe utilization through tourism, hunting, processing and marketing of ammal products,
and the sustamnable utihization of veld and forest products.

(B) Planning and applied research to support the development of management plans for the
northern national parks and reserves, and for the national network of Wildlife

Management Areas (WMAs). The umpact of project activities 1s also momtored under this
component.

(C) Environmental education activities to increase public awareness of environmental
1ssues through curnculum development, teacher training, and non-formal education

Tropical Research and Development, Inc Vi
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(D)  Personnel planning and training activities to strengthen the Department of Wildhife and
National Parks’ (DWNP’s) institutional capacity Outputs focus on establishing a Human
Resource Development Unit and an effective training program at the Botswana Wildlife
Trainng Center

(E) NGO and community-based organization (CBO) support activities to develop their
capacity so that the communities themselves may implement CBNRM

(F)  Policy support to the GOB auned at contnbuting to the enabling environment withun the
Botswana legal and regulatory structure affecing CBNRM

USAID funded the project in August 1989. The present grant completion date 1s August 31,
1997. Thus final evaluation 1s intended as a tool to plan for the completion of the project, with
NRMP implementors and evaluators jointly reviewing the project’s objectives and expected
outputs. The scope of work for this final evaluaton 1s to answer three basic questions

1 Has the project had the results for which 1t was intended? If not, why?

2 What project actavities and results will yield significant local impacts and provide
models for regional apphication?

3 What activities have net achieved the anticipated resuits or could have significantly

greater impact 1f continued beyond the current PACD? How should this be
accomplished?

Summary of Results
Demonstration projects in community-based resource utilization

The NRMP has exceeded the objective of demonstrating that sustamable natural resources
utihzanon 1s a profitable and viable development option for rural communities, both 1n the number
of sites recerving project nput and 1n sensitizing people to the multiple benefits of CBNRM
enterprises. Moreover, the NRMP has gone beyond the objective of demonstrating that CBNRM

15 a profitable and viable option for rural commumues. It has also made substantial progress m
estabhishing viable CBOs.

In terms of 1mpact, the sensttization 1s more important for the future than 1s the number of people
affected over the last five years. And, because there 1s evidence that increased local management
of the wildlife base 1s slowing the decline of the wildlife resources base, NRMP has made
substantial progress toward both purposes. Finally, while most of the benefits have accrued to

Botswana, the NRMP is influencing how other countnies 1n the subregion look at rural economic
development.

viit Tropical Research and Development, Inc
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Through 1ts demonstration projects the project 1s working in over 50 separate villages or
settlements and assisting 1n the range of 50.000 people An increasing number of the CBOs are
realizing new sources of revenues from a growing vanety of enterprises. Demonstration projects
fall under three mam categones of resource utilization' consumptive use of wildlife and veld
products and non-consumptive uses (mostly photographic tourism)

While 1t 1s difficult to get an accurate aggregation of revenues from all acuvites, a couple of
examples demonstrate the strong rate of growth: The Chobe Enclave Community Trust (CECT)
has a joint venture with a safan firm and has seen its revenues grow from around $7,000 1n 1993
to $95,000 1n 1996 (more than that 1f wages from the operator and gratuities from hunters are
counted) The Sankuyo Trust aiso manages a joint venture with a hunter and phototounsm firm
and made $80,000 last year, up sigmficantly from previous years. While these are among the
most mature CBOs, the trend of revenue growth reflects the rate m other communities

The 1impact of the NRMP goes beyond the number of communtes which have new sources of
incomes As 1s discussed 1n more depth 1n other parts of this report, the progress made by the
CBOs 1n tmproving their ivelithoods and managing the environment 1s 1mpacting communities
within Botswana, the government, the private sector within and outside of Botswana, and other
governments 1n the subregion. At the other end of the spectrum, other donors are following
NRMP’s lead 1n investing in CBNRM.

An unexpected consequence of the NRMP 1s that the strength of the demonstratnon produced high
expectations for what CBNRM can do. District GOB officials see the CBNRM approach as a
way to more efficiently (and economically) serve the populatton. Donors see CBNRM as a way
to wnvest 1n achieving results that have genuine people-level consequences. Officials 1n other
countries visit to get a first-hand idea of what CBNRM 1s. The private sector sees new
opportunities 1n having a new set of business parmers. And, most importantly, people 1n rurai
commumnties are seeing--perhaps for the first time--that they have true options to doing what they

always have done 1n the past, that they have choices and the night to exercise their choice, and
that thetr voice counts.

But, at this tme we cannot say that the expectations have been fully realized. A trust has not yet
matured enough to have all the necessary skills and confidence to most effectavely manage
enterprises, manage a commumty organization, and fend off seif-interested factions—-both within
and outside the CBO. Other threats were coming from policies such as game and livestock fences
which were madvertently 1solating communities from the wildlife resource upon which their
enterprise was based. Procedures for distribution of benefits have not yet been worked out for

remnvestment m new opportumtes which will increase the number of income generation projects
and empioyment creation activities.

The trusts and other CBOs are at a critical stage and much hinges on whether the trusts become
mature, viable orgamzations or not. Their members as well as people outside of the CBOs have

Tropical Research and Developmeny, Inc X
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seen the impressive resuits accruing to joint partnerships and other CBO enterpnises  They have
also seen that each member has one vote and has as much authority as any other member
However, people are watching to see if the trusts will survive these threats or if they fall under the
influence of small groups or disintegrate. Unfortunately, if they fail at this level of expectanion,
there 1s concern among many that the CBNRM concept will be put back farther than 1f the NRMP
investment had not been made

We recommend that the project continue to work with a cntical number of CBOs in strengthening
their capacity to manage enterpnises and govern themselves under a rule of law established and
implemented by the CBO The project should continue to work with Distnict governments and
the private sector to strengthen the new partnershups among CBOs, the GOB and private sector
And, we recommend that the NRMP continue building the extension and outreach capacity of the

DWNP so that the DWNP can respond to the growing number of communities interested m
CBNRM

Planning and applied research

A total of ten management plans have been developed for National Parks and Wildlife
Management Areas (WMAs). Development of the management plans helped build the capacity of
DWNP staff to 1dentify management problems and options for their solution. Moreover, the
process provided an opportunity to determine best development opuons for a specific area. The
management plans should be further adapted to the normal evolution of protected area
development and management by DWNP

However, the WMASs do not yet have regulations to guide the exercise of authonity. In the
absence of regulations, contravention 1n gazetted WMAs goes unchalienged Several WMAs,
parucularly those 1n Kgaligadi District, are not gazetted and have not implemented the
management plans The development of WMA regulations requires wide consultanon withun
government and with the resident populations. For CBNRM to be sustainabie 1n these areas, the
project should emphasize the operationalization of WMAs and therr management plans and
support to establishing effective regulanons

The monitoring and evaluation component of NRMP provides a good mechamsm for
understanding the social and economic processes that shape how people use natural resources
The information bemng coliected can be used as a planming tool by DWNP, other orgamizations and
agencies with CBNRM implementation responsibiiities, and the community orgamizations
themselves. The information being collected by NRMPs momtonng and evaluation component
also will permut testing and refining basic assumptions and hypotheses of CBNRM.

The sustamability of the system within DWNP and its continwung utility as a planning and
management tool to support national implementation of CBNRM will depend on DWNP
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adequately staffing 1ts sociology office, and doing so soon enough to permut the people hired to
acquure necessary skills and understanding before NRMP departs

Environmental education

Environmental education has traditionally fallen outside of the formal curnculum 1n most
countries Integration and awareness building are long-term processes (10-20 years) that requure
coordination and dedication by a wide array of professionals including teachers, publishers,
curnculum development specialists, NGOs, government planners and natural resource
professionals The mudterm evaluation of the NRMP recognized that focusing on the mtegmuon
of environmental educatnon within the curmculum was a necessary, but slow, meticulous process
that would take many years to yield visible results to support CBNRM actuvities Within the
NRMP, a tremendous number of environmental education activities were tried based on strategies
that have been used successfully 1n environmental education campaigns mternationally. The
Swedish International Development Agency is now providing environmental education assistance
to the Ministry of Education. The onginal vision of the scope of work for the Environmental
Education advisor and the Ministry of Education included a breadth and depth of activities that far
exceeded the ame frame and personnel available for implementation and follow-through.
Sustainability at the ongnal level of effort 1s clearly not possible, nor 1s 1t necessanly needed as
participating organizations readapt the methods to fit their circumstances

In response to recommendations of the project's midterm evaluation, a non-formal education
advisor was recruited 1 October 1995 to build the capacity within the Conservation Education
Division of DWNP to design and disseminate matenals nationally that educate people about the
department’s new policies and practices. Thus effort was seen as complementary to environmental
education activities within the Minstry of Education and viewed as strategic support for
CBNRM/CBO:s at the district and community level in the rural areas. In nine months, the team
has been extremely effective in reaching critical stakeholders with relevant matenals

A vibrant, but skeletal staff has had a tremendous direct impact on CBO/CBNRM publicity and
clarification of steps toward implementation of CBNRM concepts They are currently called from
all over the country with requests for information. To date, due to limited human resources, they
have been concentrating in the southern and western areas of the country. The mtial strategy has
focused on awareness-bulding and knowledge of policies first for DWNP staff followed by
workshops with district leaders and teachers, as well as NGO and CBO representatives.

Currently, there 1s mnsufficient staff to meet the demands placed on the unit for developing
matenials, desigmng and implementing workshops, conducting critical follow-up visits to support
distnct officials and NGOs, and training for DWNP officers on policy 1ssues. Given the high
demand and need for these activities, there must be a corresponding increase 1n budget allocations
from DWNP for workshops and matenals as well as more staff seconded to the unt.
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Future activities should continue to target audiences that are known to have a multipher effect
(1e , NGOs, teachers, DWNP staff, District officials); however, quick extension follow-up 1s
needed to mawntain momentum. Networking with NGOs and the formal education sector has thus
far been very successful in overcoming constraints of the government sector for quick, efficient

responses. Strategic networking with selected organizations will continue to foster sustainability
of the effort.

Personnel planning and training

Five years ago, DWNP agents were greeted with suspicion and distrust by people n rural
communities. Today, agents are mnvited mto communities to assist 1n developing management
plans, conduct surveys which assist the community 1n making decisions, and provide problem-
ammal control Before NRMP, the pnmary aim of agents was to police commumnities suspected of
poaching. Some agents had a reputation for using rough measures on suspected poachers

Today, DWNP staff cannot keep up with the commumities’ requests for their services.

The change from suspicion to confidence 1s attnibutable to an onentation of the DWNP toward
personnel which work 1n partnership with rural commumities in managing wildhife. For example,
the DWNP 1s one of the only, if not the only, wildlife services in the subregion which has social
scientists on 1ts staff. Their responsibilities include assisting communities 1n managing the CBO,
deterrmning the feasibihity of vanous enterpnises, conducing socioeconomuc surveys and analyses,
and obtaimng cniacal informanon and appropniate traming  As a measure of progress, the
socialists and economusts on the staff receive many more calls for assistance than they can respond
to The Problem Ammal Control team 1s a second example of the new relatonship. Agents
tramned to deal with anmimals that cause damage to crops or to people are much 1n demand and are
proving to be a visible means to demonstranng the new parmership role of DWNP. A third
example 1s the interesting fact that DWNP 1s not only the mnteriocutor for communities 1
developing wildlife-based enterprises, but also works on the behalf of commumties in pairing them
with partners for a vanety of non-wildlife enterprises, such as veld and forestry activiies. To
quote one eloquent community member: “The DWNP used to be Paul the prosecutor; now the
DWNP s Paul the preacher.”

The substantial restructuring of DWNP to include personnel training and capacity-building
supports the change toward a DWNP that is a partner to rural commumities. These activines are
supported by the combined efforts of the Human Resource Development Unit (HRDU) and the
Botswana Wildlife Traimng Institute (BWTI). Appropnate trammng has been systematically
provided for non-certificated tenured staff {with some imitations due to Department of Public
Service Management (DPSM) regulations] and new recruuts through a comprehensive induction
and basic traiming program and selective pre-service traimng. A new revised national certificate
program is underway, but some concerns must be addressed for the program to effecuvely meet
the needs of the department. Namely, the length of time required to complete the program n
relation to the number of people who need traiming creates a bottleneck, lack of appropnate
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logistical arrangements by support staff seriously undermunes the tramning effort, and collaboration
with supervisors for on-the-job apphcation of skills during the field projects needs further
attenuon

Educational enhancement, career path alignment, and the development of specialized in-service
tramung are key areas for further concentration which require coordination by BWTI staff and
Conservation Education and Communty Extension units with the HRDU The Conservaton
Education unit's programs 1n conservation policy have provided critical policy information to
district offices using innovatve methods. The Problem Amimal Control unit has been well ‘
developed through selective recruitment, traiung of nstructors and scouts, and the transition of
responsibility for program implementation to quahified Batswana counterparts. The importance of
introducing the practice of “selective” recruitment must not be understated. If the DWNP 1s
going to be strengthened, it wall be by building a strong, motivated cadre which meets crincal
standards There 1s a clear trend 1n all traiming components toward a transition 1n responsibilities
from NRMP advisors to DWNP staff whach 1s critical for sustainability of the programs
Procedures are needed within DWNP for continued institutional support of such programs.

Constraints 1 implementing the Personnel Planning and Traimng effort imncluded hugh tumover
rates of personnel within DWNP and DPSM, frequent post changes, traiming and delays in
assignment of counterparts, incompatibility of proposed human resource development strategies
with DPSM procedures, and non-implementanon of compatible human resource development
techniques by certain DWNP admimistration staff.

Future prionities 1dentified by DWNP's administration unit include: a) skills transfer on
management and use of computerized personnel records and implementation of performance
standards for job descniptions, b) design and implementation of department trainmng plan and c)
team building within the admimistration unit toward creating a service onentation.

BWTI has implemented a complete transformation of facilities, quality, and focus of tramning
effort and capacity of mstructors. Curniculum revision was a participatory process wnvoiving ail
levels within DWNP. Professionals within DWNP see BWTI as an nstitute that 1s playing a
cntcal role 1n raising the performance standards of the department. An evaluation of on-the-job
apphication of skills 1s currently under review via face-to-face interviews and questionnaires
completed by supervisors and IBT graduates. Success of the tramning will be undermined 1f
supervisors at the districts do not support the application of the newly acquired skiils on the job.
However, institutional mechanisms are cnitically needed to support skills applicaton or the
program will not meet its objective of upgrading the capability of the department.

While the structure of DWNP has undergone a substantial transformation, the ranks are still thin
and expenence lirited. We were told that several staff members have just retumed from tramnng,
and that over a 100 people are still being trained. To realize the best return on this traming
investment, this evaluation recommends that these newly returned officers work side-by-side with
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the NRMP personnel over the next two years with the NRMP personnel progressively taking on a
consulting role

NGO and CBO support

Five years ago, wildlife management often was conducted under an adversanal relationshup
between rural communities and the DWNP. Private operators leased hunting areas from the GOB
and the DWNP was charged with controlling poaching by people living 1n the leased hunting
areas While individual Batswana could obtain hunting permuts, 1t was clear that only a small
proportion of the total benefits from the wild game were accruing to rural commumities. Today,
CBOs work as partners with the DWNP and private operators in managing wildlife-based
enterpnises. Batswana who were admttedly poachers have seen the self-interest in the partnershup

and now work with the DWNP and operators to implement management plans in which poaching
1s reduced or ehmunated.

Increasingly, people are electing to form into trusts because they can do more collectively than as
individuals. But, according to reports and observations, people as members of trusts often act
differently than they do as members of other commumity organizations. We were told that people,
when they participate as trust members, are more likely to challenge the leadership and actively
resist circumvention of the rules than when they participate as members of other commumty
organizations. This seems to be related to the perception that trust members are full partners 1n
the decision making process and that decisions have real consequences for the members. This
participation and open debate 1s a sign that real governance is growing 1n a number of the trusts.

Communities that have never worked together before are now organizing as trusts and
collectively making decisions that affect most people living 1n the area. The driving force 1s that
these commumities can do more things collectively than they can as single communities. In the
case of the CECT, five commumties work together and, 1n the case of Gweta, three are

collaboranng The collaboration of commumities, while not aiways smooth, 1s changing the way
local government works.

CBOs within NRMP often have a different relatonship with the GOB. In Botswana, the GOB 1s
a generous benefactor with respect to rural commumties. Many rural communities have good
water systems, solid school butldings and other infrastructure provided by the GOB. But, while
the GOB provides mnputs that improve the quality of life, there seems to be an attitude that 1t 1s
best to let the GOB take the imtiative on many things, including setung prionties about which
mput has pnionty. The trusts formed under the NRMP have been transformed 1n this sense It1s
they who select the enterprises and parmers and decide how the benefits are distributed. The
trusts decide the rules under which the enterprise will run and the CBO be managed This
transformation may be the wave of the future 1n Botswana (or elsewhere 1n the subregion where
the central government cannot afford to be so beneficent). As we learned, under the next
National Development Plan (NDPS8), the GOB will start to withdraw 1its assistance to all
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communuties and start to focus on assisting those communities which take imtiauve and mobulize
their own resources, 1.e , which act as parmers Under the new plan, which 1s scheduled to be
umplemented next year, the trust communities will be in a relauvely stronger position than other
communities It 1s anticipated that the new plan will increase the number of communites forming
CBOs, which will increase demand for DWNP services (as well as push the policy agenda)

The mudterm evaluation challenged several flaws in the onginal project design. Namely, replicable
and transferable models of CBNRM existed and NGOs were tn a posttion to mobilize
communites for all facets of CBRNM. Given that neither the technology itself nor a viable
technology transfer mechanism existed, the midterm evaluators recommended that a flexible
funding mechanism be put 1n place to factlitate CBNRM activities and strengthen the technical and
institutional capacity for CBNRM The demonstration projects shouid be viewed as experimental
with the goal of developing an array of approaches that could be achieved, rephicated and
sustained

The project 1s also forming a CBO network to ensure sustainabihty of CBNRM actuvities There 1s
clearly potential for a more formalized structure, but care must be taken that the network does not
become an end 1n 1tself, that 1t does not take on a life of 1ts own which becomes more important
than the goals of the individual CBO members and that their capacity 1s not diverted from their
primary goals. Such a CBO network will have a grassroots constituency and negate the need for
communties to have NGOs or other organizations act as “gatekeepers™ to the community.

IRCE developed a participatory called Operational Capacity Assessment Tool (OCAT) to assess
orgamizational development and 1dentify where organizations sit on a continuum from nascent to
mature. To date, eleven NGOs have opted to use the OCAT to set goals for organizational
capacity enhancement and to track progress toward their achuevement. The NGO support
component should encourage those NGOs who find the OCAT tool useful to undertake OCAT
assessments on a regular basis to track their progress Throughout this process 1t should be born
in mund that OCAT 1s an instrument designed for rapid participatory assessment that needs to
continually be revisited to ensure that organizations are on track. This process shouid be adapted
for CBOs as a way to track their progress toward institutional maturity.

Several mechamsms are possible to ensure CBNRM activities are supported. Partnerships
between commumties and district officials, NGOs, pnivate enterpnises and government agencies
are examplies of relanionships that need to be nurtured to ensure that continued support 15
provided. However, these services must not lead to a dependency relationship between the
service provider and the commumty as this may further disenfranchise the commumtes.

While the NGO commumty has many skills (both techmical and organizational) many are not
focused on building community capacity to manage their natural resources. In addition, they are
constrained by lack of staff and financial resources. Several NGOs have skills to offer with
respec: to production and utilization of resources, conservation and marketing which should be
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bullt upon As the NGOs develop organizanionally, they will be defiming their mandates and
capacities and may move into more community based mitiauves Rural based NGOs with a
grassroot focus should be supported to work with communuties as partners to develop CBNRM
structures and enterpnses. They will be most effective in areas where CBOs have not yet
developed or where community processes are weak or subverted due to marginalization

The NGO support component must stay focused on the goal of increasing communities’
capabilities for self management In this context 1t 15 recommended that resources within the NGO
support component should be administratively separated 1nto three components: capacity building
for CBOs, grants for supporung CBNRM activities, and capacity bulding for NGOs Thus wll

help clanfy activities meant for long-term capacity bullding for NGOs and direct capacity buiiding
to the communities

Policy support

The policy component of the project 1s part of the package of acivines recommended in the
mudterm evaluation. The project had been working on departmental policy before thus wath such
acuwvities as drafung gurdelines for commumty activities and the guidelines for joint ventures.
Within the past year, two major policy imtiatives have occurred. The first, the NGO Task Force
for Conservation 1n Botswana, is a grouping of NGOs to support efforts to reverse declines in the
nation’s wildlife and achieve greater recogmtion of the role that wildlife, and 1ts conservation, can
play 1n the national life of Botswana. The second, a pohicy review on community-based natural
resource management, will assist 1n the development of a coherent community-based natural
resource management policy statement for review and approval by governrnent.

Further policy work 1s needed to address the sustamnability of CBNRM and ensure that services
are provided to the commumuties. More resources (e.g., a set of district msatutional guidelines)
are needed at the district and subdistnict level for policy knowledge and awareness building. Other
guidelines such as trust formation, benefit distribution, or accountability may be needed.
Additional policy work 1s needed to develop regulations for the manging WMAs. The project
should also direct increased attention to the open access question of veld resources so that
communties have more ownership over the resources upon which they depend Finally, the
project should continue to assist DWNP and other policy stakeholders to complete the process of

consensus building, amendment, adoption and implementation of the CBNRM policy document
currently under preparation.

The project has had substantial and fundamental impacts on multiple levels. At the regional level,
1t provided opportumties for government officials 1n Botswana to have a common ground on
whuch to exchange 1deas on worang 1n partnership with communities with other countnies in the
region. It has facilitated the exchange of experiences on national policy, and it has supported the
exchange of 1deas amongst the rural populations of a number of countnies and exposed Batswana
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to tratung opportunites tn other countries Moreover, 1t has provided viable CBNRM models
that can be transferred or replicated within the region.

At the national government level, 1t has contributed to joint efforts between various minustries and
other GOB services for increasing support for CBNRM

At the community level, 1t has been 1nstrumental in forging a new partnersiup between the GOB
and communties, 1n allowing communities and community members to see the advantages of

working together, and 1n providing the opportunity for the private sector to form private
partnerships with communiues.

At the private sector level, it may contribute to the establishment of standards by which the
private operators deal with CBOs and lead to joint venture partnershups that will increase
community Incomes.

Recommendations

Thus evaluation report makes numerous recommendations for each project component which are

found 1n each appropnate section. These specific recommendations are consolidated 1n
Section 7 2.

In Light of the progress NRMP has made to date and the potential for a greater rate of return on

present investment, this report makes the following general recommendatons for the GOB and
USAID to consider:

1 Extend the NRMP by at least two years and maintain the same team. Considering
NRMP’s excellent progress to date and 1ts substantial contibution to the regional
strategic objectives, USAID should consider a long-terrn commitment (five years

or more) to commumnity-based activiies This will capitalize 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 regional basis by RCSA and regional partners.

3 Shift responsibility for implementation of activities from the NRMP adwvisors to
their counterparts and other DWNP staff as soon as possible. This requires
DWNP to appoint appropnate, qualified counterparts and to budget accordingly.

4. Continue greater emphasis on capacity building at the distnct level for CBNRM.
DWNP should hire additional staff to fill the distnict commumty hiaison positions
and NRMP management should consider opportunities to ease logistical
constraints, 1.e., housing for team members closer to the communities
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Provide overall monitoring of CBNRM replication and spin off acuvities within the
project. Thus shouid be the function of the main NRMP contractor because they
have a broader perspective and a wider range of techmical staff USAID needs to
develop a memorandum of understanding to the above effect
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1.0 INTRODUCTION

Throughout Africa duning the last 10-15 years, conservatonists have been developing approaches
to link conservation with development. The hypothesis was that allowing fuller partcipation of
communities in natural resource management and providing for their development needs would
posiuvely impact the conservauon of a particular resource or protected area. Most of these
ICDPs substituted resources on the farm site for those lost due to the protection of an area (e g.,
agro-forestry), gave people only limited or no access to the protected resources, and, at the same
time, tned to increase therr participanon tn the management of these resources. Incentives for
participaton were himited because, at the end of the day, commumnties had lost access to resources
that their ivelthoods depended on.

In Botswana, USAID and the GOB have been supporting the NRMP since 1989 NRMP 1s
actively promoting communities’ capacity to manage their own natural resources, not by
subsututing natural resources on the farm, but through real economic returns based on the
communities’ use of resources This focus on enterpnise development has provided incentives for
communities not just to participate wn natural resource management, but to take responsibility
over their resources and economic development. In Botswana, this approach 1s called
community-based natural resource rnanagement, or CBNRM, and has attracted considerable
interest among a wide range of donors, government agencies and officials and within the
commumnties themselves as a vehicle for diversifymg the rural economy while mamtaimng or
improving the environment.

This introductory section 1dentifies the goals, evaluation team members, and methodology of the
evaluation. Section 2.0 of the report contains a strategic overview of the imstitutional, policy and
socio-economic context in which the project operates. This includes the socio-economuc context
1n Botswana, policy and institutional environment and general descriptions of the regional NRMP
and the Botswana component of that project.

Section 3.0 details key elements and progress to date, conclusions and recommendations for each
of the major project components; policy development and institutional capacity building;
monitoring and evaluation, planning and research; demonstration projects for community-based
resource uttlization; strengthening of NGO capacity; personnel planning and training; and formal
and non-formal education.

Secuon 4.0 hughlights the impact the project has had, or may potentiaily have, on community
empowerment, policy, rural economues, environment, enterprise development and gender. Section
5 O discusses vanious project management 1ssues and makes recommendations where management

could be strengthened. The document ends with a list of post-evaluation action recommendations
(Section 7.0) and lessons leamed (Section 8.0).
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1.1  Evaluation Purpose and Statement of Work

The Botswana portion of the Regional NRMP evaluated in this report 1s a USAID funded project
assisting the GOB to promote sustainable, conservation-based development on lands that are
margmnal for crop production and domestic livestock.

Thus final evaluation 1s intended as a tool to pian for the completion of the project, with NRMP
implementors and evaluators jointly reviewing the project’s objectives and expected outputs In
this document the Botswana portion of the regional project 1s referred to as the NRMP

The scope of work for the evaluation 1s found in Annex 3. Generally, this final evaluation of the
Botswana sub-project answers three basic questions:

L. Has the project had the resuits for which 1t was intended? If not, why?

2 What project acuvities and resuits will yield significant local impacts and provide
models for regional application?

3. What actuvities have not achieved the anticipated results or could have significantly

greater umpact 1if continued beyond the current PACD? How should this be
accomplished?

1.2  Team Composition
The evaluation team consisted of six individuais

Peter C. Trenchard - Team leader and rural development specialist. Sixteen years experience
In community conservation, natural resource management, park planning, natural resource

policy, project design and evaluation in Uganda, Burund:, Rwanda, Central African
Republic

George E. Karch -Policy and economucs specialist. Thirty years expenence in NRM policy,
resource economics, agroforestry, small enterprise development, project design and
evaluation, 1n Africa, Central Amenica, and the Caribbean. Peace Corps Senegal. M.Sc
Califormia Polytechnic State Umversity, San Luis Obispo.

Anne Todd Bockane, Ph.D. Trammng, Curnculum Development and HRDU specialist,
Cumcuium Development Specialist at the Umversity of Flonda, Gainesville where
doctoral work was completed 1n Forestry Extension. An applied forestry and natural
resources scientist with ten years expenience specializing in community extension and
techmcal traming design, delivery and evaluation 1n Africa, Latin Amenca, the United
States and the Canbbean. Agricultural and natural resources training impiemented with
USAID, USDA, JADF, OTS, NCAE, Peace Corps, MERGE, AWF, WCI and WWF.
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Mike McGahuey - Natural Resources Management Policy Analyst/Momtoning and Evaluation
Natural Resources Management/Sustainable Agnculture Advisor, USAID Afnica Bureau
(AFR/SD/PSGE)

Ruth Buckley - Operational Development of NGOs and CBO Specialist. USAID/Regional
Economuc Development and Support Office, Natrobi

Disikalala M Gasertsiwe Natural Resource Program/Project Speciahist. Semor Plannming
Officer, Minustry of Commerce and Industry, Gaborone

1.3  Methodology

This evaluation used standard evaiuation techmques including key mformant interviews, site visits,
beneficiary interviews, document review and financial analysis. The team followed guidelines in
the Suppiement of Chapter 12, AID Handbook 3, Project Assistance, entitied “AID Program
Design and Evaluation Methodology Report No. 7

Three team members met in Washington, D.C. to hold discussions with organizations associated
with the project including Chemonics International, PACT, World Resources Institute and
USAID The full team met 1n Gaborone on October 20, 1996 The first three days in Gaborone
mcluded mtial bniefings by Department of Wildlife and National Parks, NRMP staff and the
RCSA mussion. Additional insights were obtained through meetings with other donors and with
representatives from the Minstries of Agnculture (MOA), Education (MOE), Local Government,
Lands and Housing (ML.GLH) and the Ministry of Finance and Development Planming (MFDP)

The team then split into three separate groups of two team members each for project site visits.
Each group was accompamed by USAID/RCSA and project staff One group visited Sankuyo,
Kasane, Shororbe and Chobe over a seven-day penod, as well as meeting with representatives
from XaiXai. Another visited Twsapong Hills, Mmatshumo, Kubu Island, Gweta, Kuru and
Ghanz over a seven-day peniod. The third group remained 1n Gaborone to continue interviews
and met the other teams for three days at Maun duning which time they interviewed district staff.

Two of the team members left shortly after the field trip, and the other four remained in Gaborone
conducting follow-up interviews with government and NGO representatives, reviewing
documents, and prepanng the prehmunary draft report and executive summary. The rest of the
team members left after the third week leaving the preparation of the draft final report to the team
leader. The team leader held bniefings with the USAID Strategic Objective Team, the Inter-
Ministerial Coordination Commuttee and representatives from NGOs Insight and comments

obtained from these bniefings were included in the final draft document wiuch was left with
USAID on departure of the team leader on November 22, 1996.
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2.0 STRATEGIC OVERVIEW
2.1 Socio-economic Context in Botswana

Botswana, a landlocked country, bordered by Zambia, Zimbabwe, Namibia and South Africa,
straddles the Tropic of Capricorn 1n the center of the Southern Afnican Plateau Botswana'sis a
rapidly growing, young population In 1991 1t was esumated at 1.3 mullion, with over half aged
less than 15 years With a growth rate of nearly 3 5 per cent each year, improved heaith facilities.
dechining mfant mortality and increased hife expectancy, the official populaton esumates for 2010,
are at 2 5 mullion people As Botswana's human population increases, it will clearly need more
water, space to live, and resources to be employed for subsistence Today Botswana's urban
areas are growing at a rate of 10% per year, as more and more people come to the ciues in search
of the empioyment, water, and services which are disappearing m their villages

Botswana remains, however, sparsely populated. The majonty of the people live in the eastern
region of the country, which has a somewhat less harsh climate and more ferule soils than the
country's other regions The northwestern area of the country contains the Okavango Delta,
while the central northeast 1s a large area of calcrete piains bordenng the Makgadikgadi Pans.
The rest of Botswana 1s covered with the thick sand layers of the Kgalagadi Desert, which
accounts for more than two-thirds of the land area. In most areas of the east there are 30 people
per square kilometer, while 1n places in the Kalahari there are 30 square kilometers to each
person

Botswana's per capita GNP 1 1993 was $1,050. At independence, livestock., crops, hunting and
gathering accounted for about 42% of the country's GDP. While muming of diamonds, gold,
nickel, soda ash and gold bnings sigmificant foreign exchange assets, today the agricultural share of
the GDP has dwindled to a mere 3%, reflecting a shifing dependence, economically speaking,
from renewable to nonrenewable resources

One contributing factor to the decreasing value of agnicuitural production 1n Botswana 1s drought.
Drought has plagued Botswana for eight of the last ten years, threatemng its land, wildhife habitats
and ultimately 1ts people. Drought has forced the national livestock heard down by one thurd.
Additionally 1t has put Botswana's magnificent herds of zebras, impalas, giraffes and elephants
under increased pressure for survival. These unique natural resources contribute to artracting
almost a million foreign visitors annually who generate aimost $57 muilion i foreign exchange. It
1s evident that sustaining Botswana's wildlife populations 1n the face of environmental cnises is
crucial to the continued viability of the country's economy.

The people of Botswana are intimately and mextricably hinked to the land on which they live.
With approximately three quarters of the population living 1n rural areas, the livelithood of most
Batswana 1s dependent upon the continued growth and development of the country's natural
resources. When intensive grazing devastates areas around boreholes or when the sources of veld
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products dwindle due to over consumption, the majonty of Batswana must struggle to survive
People 1n the rural areas of Botswana can usually find no other employment near home and for
most there 15 no alternative way of life.

2.2  USAID Structural Reorganization

During the Iife of this project USAID has undergone internal reorgamization  The Botswana
component forms a part of the regionally funded project assistance to the Southern Afnican
Development Communty (SADC). It 1s based on a bilateral agreement between the
USAID/Botswana Mission {now closed) and the Government of Botswana. On September 30,

1995, management was transferred to the new Regional Center for Southern Afnica, based 1n
Botswana

Additionally, USAID is undergoing an internal re-engineening that 1s intended to wncrease its
effectiveness and responsiveness to development probiems Under this new system, strategic
objectives are set and a results framework developed that will lead to achuevement of one or more
of the strategic objectives. NRMP directly affects strategic objective three. key regional
condinons established that support sustainable increases in agriculture/natural resources
producnvity by small holders, and, as thus report discusses, 1t also contributes to the strategic
objectives to support small and medium enterpnises, democracy and governance Shaikh (1996)

gives a detailed analysis of the strategic objective linkages with the Botswana component of
NRMP

2.3  Botswana Policy and Institutional Environment

During the early 1970s the GOB recognized that the fate of its people and its resources were
bound as one. Thus, the government began formulating approaches to striking a balance between
human economic development and the conservation of Botswana's natural resources The
government developed a vanety of policies and programs, presented to the public through
nationwide consultations and aumned at improving the management of Botswana's range lands.
While the programs did address Botswana's total resource base, they focused primanly on cattle,
the ifeblood of the agnicultural economy which accounts for three-fourths of the nation's
combined hivestock and wildlife. For mstance, large-scale cattie owners were encouraged to
move to "commercial areas” where they could establish fenced ranches 1n exchange for a rental
payment to the Distnict Land Board. Grazing pressure in the communal areas would be relieved,

thus enhancing herd productivity whule at the same tume providing a more equitable distribution of
land for rural people.

In the 1980s and early 1990s, government agencies and development organizations began
suggestung that natural resources could provide a sustainable source of employment opportumties
and rural income generation 1a Botswana. Projects incorporating community-based resource
management were imitiated 1n several parts of the country, including Mabutsane in Southern
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Distnct, Kedia and Nata in Central District and the Chobe Enclave Analysis of these projects
indicated that sustamable development could only be achieved if careful attention was paid to the
resource base, participation of local people 1n decision-making, and strengthening of resource
management institutions A multifaceted approach to economuc promotion and environmental
conservaton and education efforts 1s necessary

The man bodzes of law and regulations that govern resource management include the National
Development Plan 7, Wildlife Conservation Policy of 1986, Tourism Policy of 1990, and the
Wildlife Conservation and National Parks Act of 1992 ‘

Botswana 1s 1n the process of developing its eighth National Development Plan (NDP8) which
will encourage a partnership between the GOB and communities. NDP8 will favor communiues
that demonstrate mtiative and commutment to sharing resources. To respond, the GOB will have
to coordinate activiies of GOB unuts 1n several Minstries. NDP8 will favor private sector
utiatives to increase efficiency and reduce red tape. GOB units would facihitate the contacts
between the private sector and CBOs

The NRMP was established within this context in 1989 to apply the concepts of sustainable
util1zation to natural resources. The project was designed to promote sustainable, conservation-
based development on lands that are marginal for crop production and domestic hvestock

24  The Regional Natural Resources Management Project

The SADC Regional NRMP was designed to facilitate regional cooperation through biateral
acuvities in Zambia, Zimbabwe, and Botswana as well as a regional coordination element located
in Malaw1. This $54.60 muilion program 1s assisting community-based wildlife utthzation projects
that promote the conservation and sustainability of the local natural resource base and provide
economuc or nutntional enhancement. To do this, the project 1s supporting traming, technical
assistance, special studies and communty pilot demonstration programs. The goal of the project
1s to improve the social and economic well-being of residents of targeted rural communities by

implementing sustainable community-based wildlife and other natural resource conservation and
utthization programs.

The project 1s funded by USAID as part of 1ts assistance to the SADC to promote sustainable,

conservanon-based development on lands that are marginal for crop production and domestic
livestock. Its five objectives are to:

1 Demonstrate that sustamable natural resource utilization 1s a profitable and viable
development option for rural communities.

2. To increase local employment and mcomes through diversifying employment
opportunities in the sustainable utilization of natural resources.

Tropical Research and Development, Inc 2-3



Final Evaluation of the Botswana Natural Resources Management Project

3 Strengthen local institutional decision making and management units

4, Improve the participation and role of women in resource management programs.
thereby improving their incomes.

5. Strengthen staff traming and career development for DWNP employees
2.5  The Botswana Natural Resources Management Project

Outputs of the Botswana NRMP promote two purposes. The first 1s to demonstrate, through
practical examples, the technical, social, economuc and ecological viability and rephicability of
CBNRM and uthization programs on marginal lands for increasing household and commumty
incomes while sustaining natural resources. The second 1s to improve national and local
capabilities to ensure the maintenance of the natural resource base through traiming, education,
protection, commumcation and technology transfer. DWNP 1s the key implementation agency

The objectives of the project were to be reached wath the support of a six-person technical
assistance team working with DWNP and three technical assistants working with BWTL. The
team 1s supported by a chuef of party and an adminsstrator.

The goals, purposes and objectives for Botswana NRMP are as follows

Goal: Increase mncomes and enhance capability to meet basic human needs through sustainable
utlization and conservation of natural resources, particularly wildhife.

Subgoal: Promote sustainable development of commumnties on lands that are margnally suitable
for agnicuiture

Purposes:
1. Demonstrate, through practical examples, the techmical, social, economic, and
ecological viability and rephicability of CBNRM and utilization programs on

marginal lands for increasing household and community income while sustaining
natural resources

2 Improve national and local capability to halt the dechine in the wildlife resource

base through training, education, protection, communication and technology
transfer

Objectives.
L. Demonstrate that sustainable natural resource utilization 1s a profitable and viable
development opuon for rural communities.
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2 Increase local employment and incomes through diversifving employment
opportunities 1n the sustainable utilization of natural resources

3 Strengthen local insututional decision-making and management units so as to
empower them to become self-sufficient managers of their local resources

4 Improve the participation and role of women tn resources management programs,
thereby improving their incomes

5 Strengthen staff training and career development for DWNP employees

The 1993 mudterm evaluation of the Botswana NRMP recommended, inter alia, an additional
component to the project to support NGOs This resuited 1n the IRCE amendment that provided
additional techmcal assistance and added the following objectives:

1 Capacity bullding for NGOs to empower communities to manage their natural
resources In a sustainable manner.

2. Development of a grant mechanism to support community-based natural resource
management/utilization projects.

The NRMP consists of six components to achieve these seven objectives, aumed at developing the
capacity within governmental and NGOs to faciittate CBNRM:

(A)

(B)

©

D)

Demonstration projects in community-based resource utilization which are predicated
on defiming the resource base as a commumty asset. Commumty-based projects to be
supported will be based on wildlife unlization through tounism, hunting, processing and
marketing ammal products, and the sustainabie utilization of veld and forest products

Planmng and applied research will support the development of management plans for
the northern national parks and reserves and the national network of WMAs The impact
of project activities will also be monitored and evaluated under this component.

Environmental education activities will increase public awareness of environmental
1ssues through curnculum development, teacher training, and non-formal education.

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

Regional communication to provide a way to share expeniences through exchange visits,
workshops, semnars and the establishment of an SADC regional data base.
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(F) CBO/NGO capacity building to strengthen the organizational capacity of CBOs/NGOs
for community-based natural resource management

These project components are implemented by an institutional contract with Chemonics
International, which provides twelve technical advisors to the project (see Annex 4) USAID
entered nto a cooperative agreement with PACT to implement the NGO support component of

the project, commonly called IRCE. PACT provides one long term advisor and two local staff to
umplement this component.

2.6 Midterm Evaluation

The mudterm evaluation confirmed that there were serious design flaws 1n the project design. It

was stressed that the NRMP was hypothesis testing and that the following assumptions were
1incorrect

1 CBNRM had been developed, tested, and was ready for widespread demonstration
with support from project funds

2 Wildlife numbers were adequate to permit commumty subsistence utithization on a
sustainable basis.

3 There were sufficient NGO resources within Botswana who were both willing and
able to work with communities and the project to mobihize CBNRM mitiatives.

4 Thus process could take place within a five- to seven-year project cycle

The mudterm evaluation challenged several flaws i the onginal project design  Namely,
rephicable and transferable models of CBNRM existed and NGOs were 1n a position to mobilize
communities for all facets of CBRNM. Given that neither the technology nor a viable technology
transfer mechanism existed, the midterm evaluators recommended that a flexible funding
mechanism be put 1n place to facilitate CBNRM activities and strengthen the technical and
msttutional capacity for CBNRM. The demonstration projects should be viewed as expenimental

with the goal of developing an array of approaches that could be achieved, replicated and
sustained

The mudterm evaluation made a set of strategic recommendations to address the above-mentioned

incorrect assumptions. Each of these recommendations had more detailed suggest6ions on how to
umplement the new strategies.

. Vigorously continue to strengthen DWNP and provide it with a more tightly
focused action-research agenda; implement the NRMP traiming amendment with
dispatch; undertake a coordinated program of systematic hypothesis testing to
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develop viable integrated conservauon and development approaches and methods

that will yield demonstration results for extension across Botswana and potenually
the region

Undertake a new, expanded project component to strengthen local NGOs so that
they participate effectively in the design and implementation of CBNRM, thus
extending the effect of the NRMP and ensuring the sustainabihity of its results.
implement a systematic program of NGO capacity building that will draw on both
international and local expertise and will feed back and rewmnforce project activities
over time

Substannally increase the vigorous exchange of informaton, expenience, and
lessons learned among all key stakeholders m local communities, government, the
NGO community, and regional activities through a program of professionally
facilitated workshops, conferences, team-building acuvines, and non-formal
education that 1s grounded 1n Botswana’s national commutment to consensus-
reckoning consuitation

The recommendations supporting these strategies were

Appoint a semzor environmental policy analyst to facilitate integrahon of NRMP
acuvities among key cooperating minustries and support impiementation of the
National Conservation Strategy, to be located as deemed by government.

Involve a range of stakeholders, including the research division of DWNP, local
community designates, representatives from the tourst industry, and researchers
from the Ministry of Agniculture, 1n the assessment of Botswana’s natural resource
base to improve the quality of baseline information, establish sustainable levels of
resource utihzation for both wildlife and vegetative resources, and bwld a planning
consensus among nterested parties

Clearly separate community mobilization and development imtiatives and the
process of socioeconomic monitoring and evaluation, appoint two senior advisors,
one to each of these efforts, who are charged with developing prototype activities
and strengthening institutional capacity within DWNP

Work with communities to protect their resource base through collaborative
enforcement and promote a major attitudinal switch from previous interactions
between DWNP and local communities.

Continue and accelerate the implementation of participatory rural appraisal
methods as a key tool for extension and commumty mobilization As the indicator
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of NRMP’s commutment to the use and application of participatory rural appraisal
methods, 1t 1s recommended that by PACD at least 50% of subproject activities in

implementauon or the planning phase should have been developed through such
methods.

With the benefit of hindsight, 1t 1s obvious that if a semor policy advisor had been appointed, thus
person would have needed the full term of the appointment to build the trust necessary to begin
funcuoning It was much more efficient to assign this function to the implementing contractor’s

COP, who could proceed with the policy work without the long learming peniod a new assignee
would require

Involving a large, diffuse group in the specific task of determining the extent of the natural
resource base of the country wouid dilute the core efforts of the project and should not have been
a recommendation from the midterm. However, all the other recommendations have received

action and the results have been quite positive, exceeding expectations 1n most cases as outhined 1n
thus report

2.7 Other Donor Involvement

USAID and the GOB are the major contributors to the NRMP. Other donors provide substantial

direct or indirect support to activities that complement the project. The other donors providing
support include-

European Union (EU). The EU has two separate projects working in DWNP under its Wildlife
Conservation and Utilization 1n Botswana Project - one dealing with the four northern parks/game
reserves (Chobe, Moremi, Nxa/Makgadikgadi) and the other with the three southern parks/game

reserves (Gemsbak, Central Kalahan and Kutse). These projects focus on improving protected

area management and tounism deveiopment through improving and implementing management
plans and infrastructure development.

Overseas Development Authority (ODA) - ODA supports institutional strengthening of the
DWNP ncluding the development of strategic plans, a mission statement, terms of reference and
a code of conduct. The first phase of ODA assistance ends December 1996. Depending on
government progress toward reform, ODA will continue supporting the mstitutional reform
process 1n the next phase, including devolving authonty to the districts.

Netherlands Development Program (SNV). Inspired by NRMP activitites, SNV 1s becoming
more 1mvolved n CBNRM. The organization supports four initiatives in the country based on
wildlife and veld product utihizanon and a technical advisor at Veld Product Research.
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Global Environment Facility/I[UCN (GEF) Since 1993 GEF has been supporung community-
based wmtiatives It currently supports a total of 15 projects nation wide, six of which are
CBNRM

Royal Norwegian Embassy The Royal Norwegian Embassy supports GEF and [UCN 1n their
capacity building projects and provides support to Kuru Development Trust. Most of the
embassy’s focus 1s on tnsturutional cooperation and linking with Norwegian institutions

Norwegian Agency for International Development (NORAD). NORAD has been active 1n .
supporung Permacuiture to work with Basarwa communities and addressing rural poverty
NORAD supports the Remote Area Dwellers Programme, whuch 1s a major mechamsm for
government to address development issues 1n remote area settiements. Collaborative support with
NGOs has led to several iitiatives in NGO capacity building with the aim of strengthening
national NGO advocacy for empowerment i Botswana’s civil society.

Swedish International Development Agency (SIDA). SIDA supports environmental education
activities at the University of Botswana.

Japanese International Cooperation Agency (JICA). JICA provided a video van for the

Television Trust for the Environment (TVE) component of the environmental educatnon acuvities
of NRMP

International Fund for Agriculture Development (IFAD). IFAD signed a protocol with the
MFDP 1n 1995 that will support 25,000 to 50,000 people through CBNRM IFAD also supported

several studies including Geoffrey Tylers’ report on The Contribution of Community-Based
Wildlife Tourism to Botswana.
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3.0 RESPONSE OF IMPLEMENTING AGENCIES: A REVIEW OF PROJECT
ACTIVITIES AND COMPONENTS

3.1  Policy Development and Institutional Capacity-Building

3.1.1 Background

The policy component of the project 1s part of the package of activities recommended 1n the
mudterm evaluauon. Although the project had been assisting with departmental policy before this
by drafung guidelines for community activites and guidelines for joint ventures, no formal project
component was designed for policy development.

Although not a specific component addressed 1n all project papers, NRMP's institutional capacity-
building function 1s inherent 1n ail of its actuvities Thus section of the report highlights some of
the accomplishments of the project and points out some of the opportunities available for the
government and the project to wncrease the effectiveness of institutions for CBNRM. Nick Winer,

the project Chief of Party, took the lead role on project policy imtiatives with mnput from all
project staff

Given the nature of the project, building mnstitutional capacity of commumties to manage their
natural resources has been the main focus. In this context, the project has undertaken activities
for bulding technical and orgamzational capacity of commumties and supported policy minatives
to insttutionahize CBNRM The extent of this capacity-building at the community leve] 1s dealt
with 1 more detail 1n Section 3.3 and NGO capacity-building 1s addressed m Section 3.4

3.1.2 Key Elements and Progress to Date

Policy
Two major activities have occurred within the past year:

The NGO Task Force for Conservation in Botswana 1s a grouping of NGOs that have come
together to support efforts to reverse declines 1n the nation’s wildlife and to help achieve greater
recogntion of the role that wildlife can play in the national life of Botswana. As a resuit of a
meeung attended by NGOs, pnivate sector and government representatives, a group of NGOs
created a task force to bring these concems to the attention of the President of Botswana.

The NRMP was asked to fund two consuitants to report techmcal and legal options recommended
for reversing the wildlife decline. The report was presented, and the NGO task force currently
awaits the response from the office of the President
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Community utilization policy review The main bodies of law and regulations that govern
resource management include the National Development Plan 7, Wildlife Conservation Policy of
1986, Tourism Policy of 1990, and the Wildlife Conservation and National Parks Act of 1992
These documents state various aspects of the government’s desire to decentralize the management

of natural resources, diversify the rural economy and improve the participaton of Batswana in the
tourtsm and wildlife uthzation industry.

However, the existing laws and policies tend to contain overall intent but no gmdance on the
application of these policies The NRMP 1s currently assistng the DWNP to review and
consolidate existing procedures into a coherent CBNRM policy statement. Once vetted within
the department, the new policy will be submutted to government for review and approval.

Conclusions

Whule Botswana has a substantial policy framework n place for the management of natural
resources, some policy areas need additional attention. Most of these center on strengtheming the
national policy framework to govern CBNRM. Two key policy areas that need additional work
to strengthen the sustainabihity 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
representative and accountable CBOs. The project, 1n its role as promoter of veld

products utthizanon for commumty benefit, can play a central role 1 this policy
development.

. Regulations to guide the exercise of authonty within WMAs In the absence of
regulations, contravention in gazetted WMAs goes unchallenged Several WMAs,
particularly those 1n Kgaligadi District, are not gazetted and are lacking
implementation of the management plans. The development of WMA regulations
requires wide consuitation within government and the resident populations. For
CBNRM to be sustainable 1n these areas, the project should emphasize the
operationalization of WMAs and their management plans and support for
establishing effective regulations.

Application of existing policies needs to be strengthened across sectors so that government
departments are working toward a common goal An example of policy umplementation 1s seen 1n
the instructions to local officials 1ssued jointly by the Mimistry of Commerce and Industry and the
Mnistry of Local Government, Lands, and Housing, stating, among several other important
community management policies, that the Joint Venture Guidelines are binding on all districts.
Whle the application of existent policy at the action level 1s now being addressed by the project,
thus still remains one of the major aspects of the policy job remaining.

3-2 Tropical Research and Development, inc

W”I



Final Evaluation of the Botswana Natural Resources Management Project

More resources are needed at the district and subdistrict level] for policy knowledge and
awareness buillding such as a set of distnict institutional guidelines  As more application of policy
takes place, the needs will become apparent and can be addressed at that tme Addiuonal
guidelines such as trust formation, benefit distribution, or accountability may be needed

A new opportunity for wider policy dialogue 1s the new Botswana Institute for Development
Policy Analysis (BIDPA), a think tank/consultancy firm with a powerful board made up of
representatives from the Bank of Botswana, Minstry of Finance and Development Planning,
parastatals and private sector representatives. They are explonng how to help the government
deviate from a mineral-based economy toward manufactuning, tourism and agriculture The
project should make regular contact with BIDPA to provide information on new tourism
developments and wildlife utthization. On the other hand, BIDPA has macro-economic
information that will benefit the project.

Impiementation Issues

Policies supporung CBNRM are, by nature, multi-sectoral and therefore policy formulation needs
to have wide consultations among the appropnate sectors. This should be recogmzed as a
necessary, tume-consuming process In particular, increased dialogue with, and engagement of the

Mistry of Agrniculture, specificaily the Range Ecology Section and the Agnicultural Resource
Board, needs to be improved.

Recommendations

1. The Chief of Party position should continue for two additional years Part of the

COP’s terms of reference should mclude assising DWNP to formulate CBNRM
pohicies.

2. The project should continue to assist in policy development where possible
Examples of future policy work that may be needed include regulations for WMA
management and cooperative management between parks and people.

3 As condittons warrant, the project should direct increasing attention to
consideranon of the open access question of veld resources This should be done
where thus differs from the solutions being promoted for wildlife.

4 Assist DWNP and other policy stakeholders to complete the process of consensus
building, amendment, adoption and unplementation of the CBNRM policy
document currently under preparation.
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Institutional Development

National Level

The formation of the DWNP Community Extension Unit with assistance from the NRMP has
been mstrumental i developing and changing the function and mussion of the DWNP In the past,
relations between the DWNP and people were extremely poor, as the department had a
predormunately law enforcement function. With the advent of the extension unit and a focus on
community development, this role 1s changing. As opposed to being seen as only policemen,
DWNP personnel are beginning to be seen as partmers in the development of community-based
enterpnses and in controlling problem ammais

The Hotel and Tounsm Association of Botswana (HATAB) provides a new opportunity to
promote better relatonships with tour/safan companies and the districts or commumities Tour
operators that function without any standards raise two fears 1) they may unfairly mnfluence
communities - preventng the communities from obtamning the highest profit possible, and 2) they
may lower the quality of services available to tourists. HATAB has 120 member compames, but
they are are not hicensed, nor are references checked to see if they are 1n good standing The
GOB has created conditions for pnivate sector invoivement, but no conditions have been set on
how the tour companies deal with the communities. HATAB has the interest to become more
involved 1n the reguiatory part of the pnivate sector and sees community tourism as a potential
area. Comnmunities need help 1n negotiating terms with the GOB for standards of tour operators,
which HATAB could oversee and NRMP assist 1n.

District Level

Dastricts provide the most promusing entry point for ensuring institutional capacity to further
CBNRM. However, much work remains to be done 1n capacity-building and strengthening links
between national institutions, districts and the commumties There 1s an opportunity to assist
building a representational, accountable civil society by hinking pianning and implementation
activiies within the Village Trust Commuttee through the Village Development Commutiee and
the district development planming process. Already, the Mababe community 1s poised to engage
the Village Development Commuttee as the main vehicle for CBNRM.

The proposed Community-Based Program Strategy of the Rural Development Division of the
Munistry of Finance and Development Planning 1s mntended to contribute directly to the challenge
of expanding rural economic activities and reducing poverty The major objective will be to assist
peopie living 1n rural commumties by improving their kvehihoods and reducing poverty. A further
objecuve will be to introduce a more effective and sustainable approach to rural development by
substantially increasing the role of community participation and community leadership structures.
The Rural Development Development Division develops gwidelines and directions for rural
development, based on information provided by other agencies. NRMP provided information on
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its experiences with establishung trusts to the Rural Development Division, thus moving sectoral
development onto the national stage

The community-based program strategy includes the transfer of decision-making responsibility
and control to commumnties, community action plans for increasing mncomes and employment. and
expenmentation and refinement of approaches duning an 1nitial three-year pilot phase

The support activities to CBOs requure that distnict units exercise coordmnation. Inter-
departmental coordination tends to be easter at the district level A distnet official spoke of four
legs of a cow that must work together if objective 1s to be achieved The four major pillars at the
district level are 1) the District Admimstrauon as a coordinating unit, 2) the Land Board 1n
dealing with Tribal Lands, 3) the Tribal Admunistration, and 4) the District Counc (District
Development Commuttee) The NRMP has played a role i helping these units work together
Tramning and capacity-bulding acuvities undertaken with commumtes often include actve, direct
involvement with relevant district officials in problem soiving, decision making and leadership
development

The District Land Use Planmng Unit (DLUPU) appears to be a viable governmental institution at
the district level for integrating commumty activities since 1t brings all relevant departments
together. However, integration will not happen where DLUPUs are weak or where policies have
not yet been defined, or decentralized, by the home mumstries. A case mn point 1s the Kavimba
(CHOBE) proposal to extract dead tumber from the forest reserve  Whale the regional forestry
officers have developed guidelines to facilitate such a project and have petitioned their Minmstry to

change the current policy which prohibits any development from taking piace within the reserves,
they are awaiing action by their headquarters

Probiem ammal control 1s the first and most contentious point of contact between the rural public
and wildlife and therefore 1s a major extension issue. In this context, the formation of the Problem
Animal Control unit set a precedent for DWNP The Problem Animal Control umt (formed 1n
1993, 1t has a total of 39 officers trained) selected people by standards set by the Department.
DWNP lacked trained staff to deal with problem animals and their inabiiity to respond led to bad
relations with villages. District Officers are requesting more officers than have been trained.

Thus assistance 1 dealing with problem ammal control has been much appreciated by the distnicts
and remains one of theiwr pnmary concerns

Village, Community-Based Organization Level

Sections 3.3 and 3.4 discuss this organization level more thoroughly. However, 1t should be
emphasized that the goal of policy and institutional development at national and district level 1s 1n
the context of providing support and services at the community level. More important, this

includes establishing an enabling environment that allows communities to develop and thnve, with
less dependance on government subsidies.

Tropical Research and Developmens, Inc 3-5



Final Evaluanon of the Botswana Natural Resources Management Project

Implementation Issues

NRMP and DWNP have had considerable success i butlding institutional capacity for CBNRM
considenng the many constraints. A major constraint 1s the weakness of DWNP whuch has the
responsibility for, but hittle authonty over, the human, financial and matenal resources under 1ts

command. This 1s mamifested by the sporadic presence of counterparts from DWNP over the life
of the project

The Comrmunity Extension Unt 1s still weak 1n numbers and cannot respond to all the requests
being made. As an example, non-extension people are frequently called upon to respond to

community requests. Another indicator 1s the high, unmet demand for Problem Amimal Control
officers.

Moreover, there 1s not yet a critical mass of government staff at the district level 1n the Distnict
Land Use Planning Unit (which includes forestry, crop production, ivestock, wildlife, lands, local
government, Agnculture Resource Board and the Land Board) who understand and support
CBNRM to provide the 1mmitial advice and support necessary for replicatton throughout Botswana.

Recommendations

1 To maximize mstitutional development within the DWNP for CBNRM, the
department should permanently assign counterparts to NRMP advisors instead of
sporadically. This must include the required resources necessary for the
counterparts to work effectzively. More than one counterpart for the advisors
would be most beneficial. Moreover, mput from NRMP on which counterparts are

selected would be beneficial to ensure that the individuals have the appropnate
skills and aptitude for the work

2. Distnct Admmstrations should also appomnt counterparts officially to project staff
to maximize transfer of skills.

3. The project should focus more on bulding the capacity of the districts to assist
communities 1n natural resource management and to incorporate community action
plans in the distnct development plan. An obvious entry point 1s to work with a
distnct/community team to formulate and implement community action plans. This
will ensure inclusion of action plans into the distnict development pianning process.
All counterparts should be engaged 1n this process where possible. IRCE should

provide support to ensure that thus link between commumties, district and national
government 1s effective and responsive.

4, NRMP should assist HATAB to explore possibilities for defining and
implementing standards for tour operators vis a vis the communities.
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3.2 Planning and Research

3.2.1 Background

Thus component of the project includes two major outcomes* development of protected area

management plans and the establishment of a monitoring and evatuanon system Deliverables for
the components included

. Management plans for four protected areas and 12 WMAs were drafted and
approved by relevant District Land Use Planming Unts.

. At least two case studies llustrated the utility of land use planning 1n Botswana.
Cases were chosen from the natural resource land-use category

. At least two soclo-economic studies compared baseline and follow-up data from
the selected sites for the demonstration projects and drew conclusions on the
impact of the wildhfe utihzation program on residents.

. Project funds supported studies explonng the international markets for wildlife
products.

. Policy support was provided to the Ministry of Commerce and Industry

3.2.2 Key Elements and Progress to Date
National Park and Wildlife Management Area Management Plans

The project orignally called for management plans to be produced for 16 protected areas These
included the 4 northern national parks/game reserves (Chobe, Morem:, Makgadikgadi, Nxa1 Pans)
and 12 WMAs (Groote Laagte, Maitlo-a- Phuduhudu, Okwa, Kgalagadi, Southern, Kweneng,
Kwando, Okovango, Nunga and Nata, Boteti and Ngamiland State Lands). To date, 10
management plans have been completed by the NRMP, four other pians will be completed wittun
safan concession areas by the tenderers and the remaining two area plans have not been requested
by the district. Table 1 shows the status of protected area management plans.
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Table 1. Status of Protected Area Management Plans

Protected Area Contractor Comments
Makgadikgad: N P IUCN Completed. Inciudes Nxai1 Pan, two areas amalgamated
o singie Park
Nxai Pans N P [UCN Completed
Moremu N P KCS Completed
Chobe NP KCS Compieted
Groote Laagte WMA RPM Compieted
Maztlo-a-Phuduhudu RPM Completed
WMA
Okwa WMA Mark Murray Produced by independent consultant with DC funding
Kgalagadi WMA Naural Resource Services | Completed
Southem WMA N/A MP not yet requested by District
Kweneng WMA N/A MP not yet requested by Distnet
Ngamuland State Lands | N/A Safan concession area. MP to be produced by tenderer
Kwando WMA Okavango Compieted
Commumity
consultants
Okavango Okavango Completed
Community
consultants
Nata State Lands N/A Safan concession area. MP to be produced by tenderer
Nunga N/A Safan concession area. MP to be produced by tenderer
Boten State Lands N/A Safan concession area. MP to be produced by tenderer
Conclusions

The number of management plans to be completed in the short-life span of the project was
enormous and could only be accomplished, as NRMP/DWNP did, by contracting them out to

qualified firms. Development of management plans provided a good opportunity for bullding the

capacity of the implementing agency to idenufy management problems and options for their

solution.
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Legislauon estabhishing WMAs was fundamental in enabiing NRMP to begin management plan
development as it established the legal and institutional framework for action Further, aithough
the WMA Act clearly places broad authonity for WMA management with the Ministry of
Commerce and Industry, no body of regulations has been developed to guide the exercise of
authonity The DWNP has created the post of Wildlife Planning Officer to oversee the
umplementation of the WMA plans and to work on related land use 1ssues affecting wildhfe
resources In order for CBNRM activities 1n these areas to be politically sustainable, NRMP
should emphasize the operationalization of WMAs and WMA plans by following the plans and
supportng establishing effective regulations.

Through the contracting mechanism, the project ensured a community component and assessment
in the plans It 1s generally recognized by other partners and donors within DWNP that NRMP has
developed skills and expenences that are of high value for the continued development of these
plans However, because of its workload, NRMP has not been 1 the position to offer substantial
support for requests of assistance on community 1ssues - particularly the Central Kalahan Game
Reserve. The opportunity for the team to have this type of mput is advantageous to broaden the
scope of CBNRM within the departrnent, particularly 1n areas that will assist communities to

make a stronger link between resource use and conservation activities The EU parks project
wishes “they could use their experuse if they move into new areas ” This 1s another exampie of
the influence the project has had on other mstitutions

The management planning activity has suffered from a lack of clear inks between the planming
and implementation components because of the me lag between management plan development
by NRMP and implementation by the Northern Parks Project. This has increased the workload of
the Northern Parks Project as 1t has to adapt plans that were developed without adequate
knowledge of the implementation constraints.

Recommendations

I The project should assist in developing management plans for the Kweneng and

Southern WMAs 1f requested by the district, and if the plans can be completed
before the project compietion date

2. As appropnate, the project should assist DWNP in mcorporating community 1ssues
In management plan adaptations and impiementation actvities.

Community Action Plans and Participatory Rural Appraisals

The project has initiated the use of participatory rural apprasals (PRAs) to develop commumty
acuon plans at the village level The PRAs conducted by the project have measurably impacted
community-level decision making. For example, 1n 1993, NRMP/DWNP personnel conducted
PRAs in three of the five CECT communities. The findings of the PRAs contributed to the
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establishment of Community Action Plans (CAPs) for each community and the selection of a CAP

coordinator. Each CAP lists pnonties to be achieved, acuons to be taken, and people responsible.

At the ume of the evaluation, each community was actively pursuing its CAP with encouraging
results. For example, leasing the Kavimba forest for salvage logging was hugh on the list of the
CAP for the Kavimba Commumty Trust. Today, the trust 1s purchasing the lease and should soon
launch the logging operation. (Since the forest 1s within the Chobe Enclave, the Kavimba Trust
invited the other four communities to joun 1t.) In addition to the PRA contmbuting to economuc
activities in Chobe, 1t has also contnbuted to increasing the awareness of peopie about the trust
Dunng the follow-up baseline 1n Chobe (Ecosurv, 1995) 1t was found that the knowledge of
CECT by villagers was lngher where PRAs had been conducted

As another cxan'lple’ the PRA was used ﬁ-om "~ |

the outset (1995) in the development and Broad Impact
umplementation of the Sunkuyo Trust, and

became the vehicle by which Sankuyo NRMP's participatory rural apprasal efforts and their
residents orgamized and managed their support to CAP coordinators has had a broad mmpact on

govemment efforts to base development planming at the
acuvities. The outcomes of these grassroots level The MFDP report on 1ts PRA pilot
participating activities were detailed natural projects (1996) states “although PRA appears to be

resource management plans and a empowenng 1 itself, the preseace of follow-up through
commumty action plan. These led to the :Cﬁ‘m“’: t:ﬂ:'m ﬂ?:p;ndx m nagonal lTve!
formation of Sankuyo Tshwaragano ou exten c make claiums on

village based extension workers and tnples the extent to
Management Trust, acquisition of resource which village based organizations make claims ”

management nghts and a successful joint

venture relatonship which provides revenues s —————————————————————
to the trust and wages to its members The

CAP also defined a traiming program intended to provide village residents with skalls to manage
their area and 1ts resources effectively. In addition, the PRA assisted the trust members 1n seting
the voting age and making investment decisions I 2 COMMuUNIty weaving enterprise

Since the mntroduction of the PRA, 1t has been refined and has become more widely adopted by
others. A major two-year study has just been completed, commussioned by the Ministry of
Finance, to determune 1if PRA, mntroduced 1n Botswana by NRMP, can and should be adopted by
the GOB as a means of providing extension and incorporanng village level mput within the district
and nathonal development planning process. The primary recommendation of the research, carned
out through the Department of Adult Education and the Department of Social Work at the
University of Botswana, 1s “that the Mirustry of Finance and Development Planning decide in

principle to integrate PRA into the current consultanon procedures and practice of coordinated
extension acnvines.”

The effect of the PRAs undertaken in Chobe Enclave in 1994 played a key role 1n the finding by
the University. Compansons were made across nine commumties 1n the implementation of their
CAPs The Chobe PRAs are determined 1n the report to be far and away the most successful
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among the nune sites considered in terms of progress in impiementation of the community action
plans The report states that “the PRAs done by NRMP-DWNP in Chobe led to a progress score
which 1s much higher” than the others (“a remarkable 90%, 74% and 71%" of tasks being
implemented). The success of the Chobe model 1s attnbuted to 1ts unique program for facilitating
communty-dnven implementation involving a community-selected supended volunteer as a CAP
coordinator. This model will be the basis for recommended Mimstry of Finance attempts to
replicate the success of the NRMP-DWNP approach Thus finding, if implemented by
government, can have major impacts for democracy and governance 1ssues by decentralizing
development planning and placing iutianve more squarely 1n the hands of rural residents

In addition to the above traiming, the Botswana Onentation Centre, with support form NRMP, has
created a Participatory Planning and Traiming Umt, which has carned out numerous participatory
rural appratsals Ongoung facilitation after the imiial PRA activines 1s the major need for ensuning
both sufficient mnstitutional development and progress 1n implementation and evolution of CAPs
that are created. The project has worked actively to promote the Botswana Onentation Centre as
the national secretanat for participatory planning through the national commuttee chaired by the
Mimstry of Finance and Development Planning IRCE has provided support, through the
subgrant program and technical assistance for the development of a Commumty Mobihzation
Manual and a quarterly newsletter promoting dialogue on parucipatory planning and mobilization
techmques This support, coupled with related orgamizational development interventions,
positions the Botswana Ornentation Centre for an expanded role 1n participatory planning
throughout the country. \

Conclusions

PRAs should not be an end in themselves, but should be promoted only to the extent that they
serve as a useful vehicle for managing community-drniven development. The question becomes
“how are these approaches being used” and “how effecuve are they on mobilizing and orgamzing
village level planning and action.” NRMP should continue haising wath the Rural Development
Division of MFDP and the Botswana Onentation Centre to advise on strengthening the
government’s use of the PRA methodology Moreover, ongoing facihitation after the initial PRA
activities 1s essential for ensuning both sufficient institutional development and progress n
implementation of commumity action plans The project should continue efforts to ensure PRA
follow-up becomes part of the overall PRA process.

While DWNP and project staff have a long-term vision of the benefits of CBNRM and potential
uses of profits, the communities themselves must develop a vision In this context, the project
shouid assist commumty members to develop a vision of where they would be 1n the future - 20 or
more years. This vision waill help them work toward a common goal and provide msight on
priorities for investment of trust funds.
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Implementation Issues

Major turnover of personnel in the Botswana Onentation Centre has left that institution’s
facilitabon capacity at a very low level currently. The Botswana Onentation Centre’s unit
manager left some six months ago and was replaced by another competent facilitator who left
after four months The position has recently been filled by a2 new unit manager with no traiming 1n

participatory approaches The umit currently has one jumor staff person with PRA tramming and
expenence

Another key constraint to wider use of participatory approaches 1s that while 16 DWNP and CBO
personnel have been tramned in participatory techmques, of these, only one has a sufficiently strong
grasp of the 1ssues underlying participatory assessment and planming to play an effective role as
trainer/coordinator for participatory appraisals. Thus officer returned from two years’ trammng 1n
the United States in September and 1s currently on a back-to-duty onentation tour

Recommendations

1 Continue the soctologist position for two additional years to strengthen the PRA
process and hiaise with the Rural Development Division and the Botswana
Ornentaton Centre on PRA issues.

2. Continue strengthening DWNP and district capacity in pamacipatory planning
techmques

3. Follow up on the trust members trained 1n PRA and assess the impact of their

skills Include them as part of the survey team in the next round of commumty
surveys

Monitoring and Evaluation - Sociceconomic Studies

The NRMP has made substantial contributions to linking the monitoring and evaluation (M&E)
system to the achuevernent of results. To a lesser extent it has also made progress in developing
systems for reporting on results. A primary contribution of the NRMP has been the adaption and
refinement of vanous informational tools designed not only to produce informaton for national-
level planners and donors but also to help communities and institutions to make more effective
decisions. The participatory rural appraisal PRA 1s one tool that was pioneered by the NRMP and

has had measurable influences on a range of communities’ decisions. Thus tool 1s being adopted
by GOB mnsututions and other donors.

Before providing a summary of activities, it 1s worth noting that one major accomplishment of the
NRMP heiping the DWNP to develop a social science division with responsibilities for collecting
and using information. As will be reported, the effect of this division has been to increase the
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impact of communuty-based surveys on the decision making process of that commumty The
DWNP 1s one of the few, 1f not the only, Wildlife Department in the subregion whuch has a social
science division The resuits from thus division make 1t a model for the subregion

The M&E activities carried out under the NRMP include the following-

1

6

Survey data collected by SIAPAC, under the oniginal socroeconomuc baseline
study conducted 1n the Chobe Enclave, 1n 1991, at the outset of CENRM
implementation efforts there ‘

Data collected through PRA exercises in the Chobe Enclave villages of Kavimba,
Parakarungu, and Satau, which were a central element 1n the partucipatory planmng
exercises to build a consensus about how best to use the wildlife resource for the
benefit of the local population.

Three socioeconomic surveys conducted to establish a baseline or assess the
progress of CBNRM efforts These inciude (a) an imitial baseline in the Northern
Kgalagad: subdistrict settlement of Zutshwa, 1n support of a CBNRM effort bemg
implemented by SNV, (b) the follow-up to the baseline study conducted in the five
Chobe Enclave villages by SIAPAC; and (c) an assessment of the progress of the
cochineal project being implemented in eight areas of Ghanzi district by Kuru
Development Trust, with NRMP support.

A socioeconomuc study based on participatory data collection techmques (as
opposed to a survey), in the Ngamiland village of Sankuyo, which was part of
DWNP/BNRMP efforts to prepare the village to assume responsibility for
managing its wildlife quota.

A topical study of the 1ssues that will affect CBNRM implementation as a result of
the need for DWNP to incorporate animals currently hunted under Special Game
Licenses into the hunting quota system.

The elaboration of an exphicit M&E framework.

As per the list of activities, most of the NRMP M&E activities concern 50€10-€CONOMIC Surveys
and PRAs. These surveys have affected community-level decisions and assisted DWNP and
USAID 1mn using feedback to improve programmung and policy making.

In addition to work on participatory appraisals, the NRMP has defined and implemented a
framework for monitoring, evaluating, and reporting on CBNRM activines This framework is
based upon the premuse that CBNRM seeks to establish conditions that increase incentives for
peopie to use resources 1n sustamnable ways. The M&E system 1s intended to be used as a
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planning tool by decision-makers in DWNP and other GOB agencies with an interest in CBNRM,
to help them understand the factors responsible for the success or failure of different expenences,
so the successful expenences can be replicated and repetitions of the unsuccessful ones can be
avorded 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 1s the dichotomy between the survey system used to strengthen
the decision-making capacity of communities (e.g , PRA) and the system used by the Mission and
GOB for evaluating and reporting on results The progress made in PRAs and other surveys does
not seem to be benefitting the reporting and programmung functions as much as 1t might The
Muission’s last Results Report, for example, did not fully capture the resuits produced by NRMP
nor did 1t provide a strong narrative on the significance and implications of the results This has
several imphications. First, having one coordinated information system for all functions should
improve programmung, policy making, and reporing. Second, more effective reporting on results
would strengthen DWNP’s hand 1n advocating for more consideration for wildlife affairs in
national planmng fora. Third, by having more information and analysis about the effects of
CBNRM on economuc growth and governance as well as the environment, the Africa Bureau
would be more effective 1n being an advocate for the natural resource management sector

As the subregional plan 1s developed, the dichotomy will mean that lessons learned and
expenences from the NRMP and other parts of the subregion will not inform the planning and
implementanon. This would result 1n a lower return to RCSA's investment. To attempt to get
the full measure of value from expenences, the Mission has done the following:

1. NRMP worked with William Fiebig, who was brought to Botswana by USAID
with support of the DESFIL project, to plug information about the project nto a
“results framework"” structure that would allow the project to be assessed 1n terms

of 1ts contnibutions to strategic objective three and the other strategic objectives of
the RCSA.

2. NRMP participated actively 1n a regional exercise conducted by the Project
Coordinating Commuttee (PCC) to define an M&E framework for all of the
NRMPs in Southern Africa. Thus included drawing on NRMP's M&E framework
to help organize the conceptual basis for such a framework, and sharing 1ts
expenence 1n working with Fiebig to organize project information into a resuits

framework responding to strategic objective three and the other strategic
objectives.

3. DWNP and NRMP will begin working with a USAID-sponsored effort by
SACCAR to elaborate a methodology for assessing the economic costs and
benefits of CBNRM 1n the area of wildlife management. The effort will involve
BNRMP’'s M&E advisor and DWNP officers from the Planning Unit, and will be
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based on the data collected in the studies BNRMP has conducted in the Chobe
Enclave and Sankuyo

The long-term effects of any system depends upon people with the skills to implement it. The
NRMP has made progress in trammng people within the DWNP and the commumutes Thus far 12
officers of the DWNP have been formally trained 1n PRA facilitaion Additionally 1n 1996, four
CBO representatives (3 from Sankuyo, | Chobe) were sponsored for PRA facilitation training at
Egerton University in Kenya. It 1s hoped that CBO facilitators will be able to team up with
DWNP staff to provide facilitation for new participatory planning activities 1n villages moving
toward CBNRM

¢

However, there are constraints to the rapid diffusion of participatory approaches While some 16
DWNP and CBO personnel have been trained in participatory techniques, only one has a
sufficiently strong grasp on the 1ssues underiying participatory assessment and planning to play an
effective role as trainer/coordinator for participatory appraisals. This officer returned from two

years traiung 1n the Unuted States in September and 1s currently on a back-to-duty onentation
tour.

One DWNP sociologist has been made responsibie for M&E and has made progress 1n
understanding the conceptual basis of CBNRM and the M&E framework. She has also
demonstrated her ability to draw on a range of data collection techmques that provide the
mformation on which the framework rests, and she 1s assuming increasing responsibility for
managng the M&E system. However, she 1s only one person, and she 1s a relaavely junior officer
in the DWNP organization. Therefore, DWNP does not yet have the capacity to respond to the
need for socioeconomuc data coliection and analysis that will accompany the snowballing of
CBNRM projects throughout Botswana. Furthermore, there 1s no one m DWNP's sociology
office with the semonty needed to work with senior management to educate staff about how they

can and should use the information collected through the M&E system as a planning and
management tool.

If she continues to develop her sklls and understanding as she has over the past 18 months, the
DWNP sociologist will be abie to assume full responsibility for managing the M&E system within
two years. However, the sustanability of the system within DWNP and 1ts continuing utility as a
planning and management tool to support national implementation of CBNRM will depend on
DWNP adequately staffing 1ts sociology office, and doing so soon enough to permut the people
hired to acquire necessary skills and understanding before NRMP departs.

Conclusions

The use of the PRAs by NRMP and DWNP have affected community decision making and have
been adopted by other GOB mstitutions and by donors. The M&E component provides a good
mechanism for understanding the social and economic processes that shape how people use
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natural resources The information being collected can be used as a planning tool by DWNP,
other organizations and agencies with CBNRM implementation responsibilities, and the CBOs N
themselves. The informaton being collected by NRMP's M&E component also will permut testing
and refining basic assumptions and hypotheses of CBNRM.

The reporting function 1s lagging behuind the other M&E components. The last results report did

fully reflect the impacts of the project nor provide an analysis of the projects hypothesis

Moreover, there 15 a need to harmomize USAID’s reporting requirements with those of DWNP

Often reporting requirements are based on different premuses and cause USAID to ask different l
questions than do DWNP, NRMP, and organizations with CBNRM imnplementation

responsibilines Reporting requirements should be clearly outhined by all concems nstututions,
including USAID, to ensure adequate reporung.

Recommendations
1. Mauntain the M&E position for an additional two years. l
2. Conduct socio-economic surveys as required both to establish baselines in new l
project sites and to judge 1mpacts over tume.
3. Clanfy data requirements and intervals for reporting on project progress and '
impacts
33 Community-Based Resources Utilization: Demonstration Projects l
33.1 Background I

Demonstration projects supported by NRMP include three main categones of resource utilization.
consumptive use of wildlife, consumptive use of veld products, and non-consumptive uses (mostly
photographic tounsm). With the exception of Khwa, all the current commumity-based

consumptve wildlife projects are earning part of their income from photographic tourism.

Currently, this 1s a small proportion of the income derived. Through the NGO support l
component, the project has provided capacity-building support to ensure broad-based benefits,
transparency and sustamnabihity of activities.

3.3.2 Key Elements and Progress to Date I

Thurteen different community-based resource utilization activities are underway at the moment as
summanzed 1n Table 2. These thirteen areas affect more than 50 separate viliages or settiements

and are benefiting in the range of 50,000 people. At the beginning of the project, acavities for
community-based resource utiizanon were mostly focused on wildlife utihzanon. The project 1s l
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now also working more acuvely on assisting communities to harvest and market veld resources
whuch are potentially lucrauve

Conclusions

The ongmnal project design and the midterm evaluation called for two wildlife utilizaton activiues
and four veld product activines The formation of community trusts was not onginally envisioned
by the project This model has only recently evolved as a method to give legal standing, and a
more coherent structure, to community groups responsible for uttlization activites As discussed
1n this section, the apparent consequences of formng trusts have been increased accountability,
mcreased commumty wtnput on major decistons and a recognized entity that government agencies
and NGOs can easily deal with. Finally the trusts, as legally recognized entities, partly ensure the
sustainability of community-based imititatives commenced by the project.

At present there are no resource utilization activities or trusts that would run on therr own Of
the five trusts visited by the evaluation team, each 1s at a cnitical stage in their genesis to becoming
viable trusts that will manage enterprises, negotate with other parties, and follow procedures
either established by themselves or stipulated by law. Only when they reach this point will they be
1n a position to make collective decisions aimed at improving their hivelthoods and reducing

degradation At this point, they will become models for other communities 1n Botswana and 1n
the sub-region.

The time period stipulated in the oniginal design for establishing viable trusts has proven to be too
short At the me of the onginal design, neither USAID nor other partners had sufficient
expenence to assess the time required for estabhshing viable CBOs. Because of the NRMP
experience in Botswana and expenences elsewhere, we can say something more about the
obstacles that must be surmounted before viable models are produced. First, perceptual changes
have to occur among a number of groups. Up to now, the state has been the mam benefactor in
providing communities with essentials. There has not been a reason for communities to organize
to deal with questions of priontizing objectives and of mobihizing local resources. For example,
many communities we visited had very good water systems and schools that came from the GOB
Whule thus largesse has been a benefit, it also means that dependency on the state 1s quite hugh, and
1t has not encouraged communities to go through a process of setting prionities and mobilizing
local resources for resolving constraints. However, the capacity for the state to provide essentials
1s reaching a limit and, under NDPS, the GOB will be moving toward a parmership relatonship
which will favor communities which show imtianve.
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Chobe Enclave CECT N/A Wildhfe quota Ongoing, IRCE conducting organization
capacity butlding and trasming, Community
Escort Guide traming continuing, presence of
aCDA
Ngamtland Sankuyo Tshwaragano NACOBTA/ Wildhfe quota, Ongoing, escort gude traimng and NRM
Management Trust NAMIBIA photographic Tourism advise, institutional capacity-bulding, IRCE
tratning
Ngamuland Okavango Community Trust | N/A Wildlife quota Ongoing, responding to request for support
Photographic tourism
Ngamland Khwai Village Trust Umniversity of Wildlife quota for direct Ongoing, NRM plan and CAP completed,
Botswana/GEF consumption advice as requested
Ngamiland (west) {Kokono Crafts SNV Wildlife quota for direct Ongoing, run by SNV with tnput from NRMP
Quota Management consumption on NRM
Committee Photographic tourism
Ostrich eggs
Kgalagadi (Ukw1 and None registered SNV, Thusano Wildlife quota District interest in CBNRM
Zutswa Lefansteng, Maiteko Veld products
Tshwaragano
Development Trust
Ghanz1 None registered N/A To be determined District approved utthzanon as development
tool Okwa WMA chosen after exchange with
peers Chobe  NRMP will support DWNP
extension officer Advise on NRM use options
Mababe None registered N/A To be determined Commuttee being formed, NRMP responds to
fequest
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Kgalagadi (Ukw1 & None registered SNV Thusano Wildlife quota Opposition from cattle nterests
Zutswa Lefatsheng Veld products demonstration plots established
Grapple, teas
Ghanz KDT Unilever (potential Cochineal Start-up grant provided, plots in eight
buyer) Veld foods seltlements
Ghanzi, Kgalagadi Craft Marketing Klein Karoo Ostnch eggs Whole ostrich eggs distnbuted, hinks to a
Organizations Cooperative (supplier supphier made
and potential buyer)
Twsapong Hills Local groups, women KCS, WFH Tounsm (KCS) Start-up phase
Phane worns (KCS, WFH)
Gweta Gweta Trust Number of potential Boutled water Market test
buyers and Joint Tounsm camp Site selected
Venture partners Marula frat Furst year tnals conducted
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A second reason that 1t has taken ame for viable CBOs to form 1s the rhythm of the decision-
making process at the community level. The NRMP team has been sensittve to this rhythm and
has respected it The NRMP shows us that a viable CBO 1s not formed i 1solation of the overall
dynamic of communty life. To force a community to commut to an organization at a schedule
dictated by a log frame may have produced the development of an artificial orgamization in which
the community may have let the advisors write the constitution and set the agendas. The advisors
did just the opposite. For example, in Chobe, only three of five villages were ready to conduct
PRAs 1n 1994 Instead of forcing the 1ssue (perhaps dniven by project targets), the techmical
assistance went along with the decision and conducted the PRA in only three villages Other
advisors were asked to explain the CBO principles to Khwai and Mababe which they did.
However, when the advisors found that these communities had to work through other problems,

they did not force the 1ssue. Both communities recently requested assistance from DWNP/NRMP
but are unable to follow up because of the pending project completion date

A third reason—Ilinked to the first two—is a change 1n confidence mn the concept We were told
several umes that the perceptual change was produced at the community-level when the first
check was put 1nto the bank. In some cases this took more than a year And, in each case the
momnes are still wn the bank—except for those cases where operating expenses have been paid or a
payment mn the Kavimba Forest Reserve enterpnise was made.

Related to the length of ime necessary to produce viable CBO models 1s the array of the
relationships that must be changed. The information produced by the NRMP about these

relationships 1s an important intermediate result which has potential applications 1n the whole
subregion

Within Communities: At Chobe and Sankuy,o the communities are at criical ponts 1n making
fundamental decisions At Sankuyo the board chaur 1s 1gnoning procedures which are stipuiated 1n
the Constutution on how to deal with operators. Members of the trust are concerned that his
actions will put thetr current contract at nsk and will change the way the trust 1s managed They
do not know what to do but 19 members approached NRMP expressing their concern and
sohiciing NRMP assistance 1n helping the trust to get back on track. At Chobe, there 1s confusion
about how a contract was negotiated and about the roles of the members of the trust in
negotating a contract. In both cases, there 1s a failure to follow procedures that prescribe the

responsibilities of the board to the trust and the nghts of the general membership to know about
and be part of the trust’s affairs.

Among Communities: The Chobe and Gweta Trusts include multiple villages and decisions
have to be made across these villages. These agreements and negotiations are new and people are
sall coming to terms with how to do it. For example, the Village Trust Commuttee 1n Kavimba, a
member of the Chobe Trust, 1s interested mn salvaging tumber from a nearby Forest Reserve The
question has come up whether this should be an undertaking for the entire trust (involving all five
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villages) or just somettung for Kavimba The members of the trust have to determune this
themselves

Between Operators and the Trusts At both Chobe and Sankuyo, problems have arisen over
the process of dealing with operators At the heart of the 1ssue 1s how the trusts see themselves
do they see themselves as business partners that share responsibilities as well as benefits, or do
they see themselves as beneficiaries of a project 1n which they share little responsibihity? At
Chobe the three-year contract signed with the operator last year 1s being renegotiated because
there were misunderstandings amongst members of the trust about what the contract contained
The musunderstandings arose 1n part from the failure of the Board to read the final version of the
contract. Thus, even though the contract was signed by all concerned 1n the presence of GOB
officials, the fact that 1t had not been read caused confusion. The operator, to hus credit, agreed
to renegonate. These negotiations are currently under way and, to date, the operator has agreed
to all the points requested by the Bodrd. Somethung to watch over the year will be whether the
contract is respected or whether the trust tries to get more out of the operator From the
perspective of the operators, there are questions on whether the trusts are reliable partners or not
The two operators with whom we spoke were willing to train members of the trust to be part of
the operation and to mvest 1n the enterprise. However, they need to have assurance that the trusts
will follow procedures and live by the agreements. This 1s precisely the type of situanon where
HATAB will be able to assist, by developing standards of operations that will foster additional
trust between the commumities and the private sector.

Between Trusts and the GOB. Up to now, communities have been dependent upon the GOB
for most basic services such as water and schools. While the communities have benefitted from
these basic necessities, they have come at a pnnce Not only do the funds come from the GOB, but
the 1deas and initiatives come as well. As a consequence, communities 1n which trusts are forming
have had hittle expenence 1n exercising decisions which have had significant consequences ! In the
three trusts noted above, each has resources generated which they can mobilize for their own

prioriies How well these resources are used depends upon decistons by the trust, not by the
GOB.

To succeed, the trusts also need to negotiate with the GOB and carry out their sides of the
agreement. The GOB has aiready devolved authonty to commumues. For example, wildiife
management concessions used to be negotiated between the GOB and operators and 1t has only
been dunng the last few years that communities have been given exclusive use over hunting areas

with the legal authonty to negotiate contracts As a partner with the GOB as well as the operator
1n the management of the wildlife and veld areas, a trust must be a responsible steward of the

'However, the relanonship 1s changing  [n NDPS, which will come out shortly, the GOB aims to develop
partnerships between itself and commumties Those communities that demonstrate commutment to belping themselves
will be favored 1n receiving resources

Tropical Research and Development, Inc 3-21



Final Evaluation of the Botswana Natural Resources Managemen: Project

habitats and animals To date this seems to be the case, but there 1s still a need to monitor the
management capacity of the trusts

As a partner with the GOB, trusts are developing negotiating skulls. The development of these
skalls requires time and practice. The NRMP has facilitated the process of getung the trusts and
the GOB personnel together at cnitical stages and has contributed to building the skills As a
recent example, the Chobe Trust 1s negotiating with the District Forestry Office for salvage nghts
to the Kavimba Forest Reserve. This will be the first partnershup between the Forestry Service
and a communuty, and the facilitating role of the NRMP personnel has been critical Both sides
count on the NRMP personnel to be an honest and disinterested broker whom they trust to
provide advice at critical umes. And, the NRMP has conducted a market survey for products
from the salvage operation which strengthens the basis for honest negotiations

The NRMP has also contnibuted to the development of the GOB partnership by helping to replace

suspicion with trust and confidence. In each commumty we visited, we asked about the attitudes l
of the commurty members to DWNP, and 1n each case, we were told that peoples’ perceptions of

DWNP personnel have changed over the last five years. Before, they were not welcome and were

met with skepticistn. They were viewed as policernen who were sometimes draconian 1n their l
enforcement methods. Now, some of them are seen as facilitators and are solicited to come to

assist commumties. For example, a survey of commumnities’ views about commumty-based

wildlife management was conducted 1n 1992 1n the five villages of the Chobe Enclave Even l
though the DWNP had been promoting the 1dea of a community-based project for three years, the
interchanges between DWNP personnel and commumities’ members reflected hittle confidence on

the part of the communities that they would benefit from such a partnershup. For example, several '
peopie stated that the Controlied Hunting Area assigned to them did not have ammals and they

felt that thus was a plan to close better hunting areas to them. Another said, “1t 1s a government

trap on them that 1f they fail to manage the quota, they will be told next year that they have falled '
and the quota will be withdrawn from them ” The commumues did not want to make any

decisions until their councilors had advised them. They were very unsure of what this new

opportunity entalled. They wanted more time to discuss 1t with each other They were clearly l
suspicious of the process and consequences. However, when we met with the Chobe Trust

people, they were anxious to have both DWNP and NRMP people present. One person told us l

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 assistance When
asked whether the new Community Development Advisor (CDA) huired by PACT could not fill
the role of the NRMP advisors, the community was openly skeptical that the Communty
Development Advisor could replace the NRMP team at this pomnt in ume They are confident that
he will do hus job well, but see the need for continued support from the NRMP team members
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Among Operators The 1dea of forming a partnership with communities wnstead of obtaining
concessions from the GOB 1s new for operators Although the two operators with whom we
spoke expressed some uncertainty about how the arrangement would work out, both thought 1t
was a positive development and both were cautiously opurmstic. The idea of parmering with the
people 1n whose territory people hunt seems to offer advantages to the old system One of the
most obvious 1s that seif-interested community members would do a better job of providing
stewardship to the habitat But, operators are also wary of certamn operators who would not play
by the rules In both Sankuyo and Chobe, operators have trnied to circumvent the tendernng rules
and curry favor in ways that are illegal as per the constitution of the trusts They see that this
musbehavior on the part of a few could ruin 1t for everyone Reportedly, the agenda of the next
operators meeting includes discussions on CBO 1ssues. Here again, the NRMP has had the
unexpected outcome of bnnging the private sector together to discuss new opportumues and how
they would regulate themselves

A momentum 1s starting to pick up as new commumnties become aware of the possibilities’ of
CBNRM Exchange visits between commumtes have been fruitful 1n the sense that new
comrmunities are nOw requesting assistance to start their own resource use programs In effect,
people are becoming convinced that examples such as Chobe and Sankuyo work Thus will
reduce the amount of ttme required by the project to start activities in new communities, as a
certain amount of trust and confidence exists because the commumties can see clear examples of
what CBNRM 1s all about In this context, it 1s now easier to start up than before because the
template exists.

However, NRMP should formulate a model(s) for community-based natural resource
management to better articulate to government and potential partners its successful approach
Moreover, as discussed 1n more detail 1n Section 5.2, this model needs to be agreed upon, and
followed by both NRMP advisors and IRCE for a unified approach. Such a docurnent would also
be valuabie for other projects 1n the region and throughout Afnica.

More effort 1s also needed to promote joint ventures, perhaps by linking 1t with the project’s
environmental education component. If awareness of joint ventures were increased both within
communities and among the private sector, there would certainly be more partnerships created.

Additional tirme also needs to be spent by the project mnvestigating new veld products, conducting
market sampling, providing technical advice on markets and quaiity control to commumnities.
Also, more cost/benefit analysis that would be useful to commumties’ needs to be done. One of
the mileposts for the project 1n the next two years should be to develop a matuning trust such as
Sankuyo or Chobe 1n another area, based on utithzation of veld products and to show how to use
mcome to itmprove management and 1mprove mcomes as an example for other communities.

Secondary benefits of profit distnbution for secondary projects are starting to occur and will
certamnly increase as the trusts build up capitai However, procedures for distribution of benefits

Tropical Research and Developmens, Inc 3-23

/



Final Evaluanon of the Botswana Natural Resources Management Project

have not been worked out. Thus 1s a major undertaking that needs additional effort to ensure
maximum spinoffs of the project, and profits for communities Each trust area has a broad range
of options for resource use - so far the project has focused on those that have the most potential
according to the communities desires. During an extension, the project could focus on how
profits from the first option chosen can be used to start new opporturuties This reinvestment mn

new opportumties will mcrease the number of income generation projects and employment
creation activities

Implementation Issues

Both IRCE and NRMP work within the same communities. NRMP, through 1ts advisors and
counterparts, has the technical expertise for wildhife and veld resource uahzation and community
development, and 1s linked with national and local governments. IRCE's mandate 1s to buiid the
insttutional capacity of the trusts so they can funcuon as independent, stable uruts  Onginally
intended to be under the same project, linkages berween the two are becomung blurred due to

different approachs and management styles. As stated, this 1s treated under Section 5.2 1n the
discussion about project management.

Strategies for Sustainability

Sustainability for community trusts depends on an enabling body of policies and regulations and
adequate support services, especially dunng their start-up phases. The policy work and
recommendations discussed i Section 3.1 will lead signuficantly to the sustainabihity of
community mutiatves 1n natural resource management.

The main 1ssue for CBNRM sustainability 1s where support services will come from to assist trusts
develop better technical and orgamzational skills While DWNP 1s the most active player 1n
supporung CBNRM activities, 1t has not yet placed sufficient staff within the Community
Extenston Division and the commumity hiaison positions at the district level Commumities can
receive support services from many sources: districts, government departments, consultants and
NGOs. A project strategy to foster greater support from these wstitutions 1s warranted to
mncrease the number of potental support services for the community

A second strategy to ensure sustamnability of CBNRM activities 1s the formation of a CBO
network. Many advisors and the CBOs themselves see a need for an independent CBO
associaion which 1s rooted in the rural expenence of grass roots orgamizations. The CBO
association or tndividual members, as appropniate, could help set the agenda to ensure that 1t
meets the needs 1dentified in their own trainng plans and development strategies. There 1s clearly
potential for a more formalized structure, but care must be taken that the network does not

become an end 1n 1tself, and become more important than the goals of the individual CBO
members.
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There 1s some opposition 1n the NGO community to this association. as they see it as another
structure to compete with them However, a CBO network would differ greatly from a NGO
umbrelia orgamzation as it would have a grassroots constituency. The CBO network would also
help prevent a situation where an outside orgamzation becomes the *“gatekeeper” to resources and

expertise

Recommendations

L.

The four member NRMP technical team of community extension and development
should be extended for an additional two years.

The The NGO support component should also be continued for an additional two
years. Staff should be increased by two to work specifically in direct CBO
capacity-building activitzes.

The project should continue to emphasize capacity-bulding and planning within
the districts for community-based natural resource management. This will help
ensure that community activiies become part of the country’s planning process
and ensure some technical input 1nto specific project activities.

Continued support from the project must be maintained to take communuty trusts
from the start-up orgamizing stage through the establishment of routine

admunistration of ongoing projects and ability to fund and impiement secondary
projects from benefits received

The project should, through 1nput from the trusts, develop general gmdelnes for
procedures for benefit distnbution from the trusts. The general gmdehnes shouid
be adapted and adopted by each separate trust.

The project should assist trusts to develop procedures and plans for the use of
trust funds. While DWNP and project staff have a long-term vision of the benefits
of CBNRM and potental uses of profits, the community themselves must develop
a vision. The project should assist the commumity to develop a vision of where
theirr community wouid be 1n the future - 20 or more years. This vision will help

them work toward a2 common goal and provide insight on prionities for mnvestment
of trust funds

The above-mentioned communities should continue to be assisted with planned
activities, as approprate and as requested
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3.4 NGO Involvement in Community-Based Natural Resource Management

3.4.1 Background

The mudterm evaluation recommended that a flexible funding mechanism be put 1n place to
facilitate CBNRM activities and that technical and institutional capacity for CBNRM be
strengthened. The mudterm evaluation team also recommended that "conditions, understandings,
and mechamisms be put n place for NGOs to participate effectively 1n the project.”

To conduct this new project component, an project amendment (IRCE) was made. In addition to
the above mentioned activities, this amendment also included addiional support for policy,
monitonng and evaluation and nonformal education to be implemented by the main contractor

A cooperative agreement was awarded to PACT to manage the NGO support component under
this amendment The NGO support component has taken on the name of Insututional
Reinforcement for Communty Empowerment (IRCE) under the Natural Resource Management
Project Its mandate 1s to assist in NGO capacity-building and tramming for CBNRM, establish a
flexible grant mechanism to tmplement CBNRM, develop monitoring systems to measure impact,
acceptance of CBNRM and replication of efforts, and factlitate the development of an NGO
umbrella structure commutted to NRM.

3.4.2 Key Elements and Progress to Date
Capacity Building

Since the commencement of the NGO support, 1its technical advisors have been working to build
fences and partner with Botswana NGOs on the implementation of sub-grants, training exercises
and the design and implementation of workshops Some of these NGOs, recogmzing therr
operanonal constraints, engaged external consultants to evaluate their operations and make
recommendations on mstitutional change long before IRCE became operanonal CORDE, which
offers extensive programs 1n NGO management, for example, has a regular self-evaluaton and
strategic planning process which it engages 1n annually A bist of capacity bullding activities
supported by the project is outhned 1n Table 3

To 1dentfy trammng needs i orgamzational development IRCE used the Organizational Capacity
Assessment Tool (OCAT) developed by PACT and modified by the Botswana NGO communty
OCAT 15 used by NGOs to set goals for organizational capacity enhancement and to track
progress toward their achievement. After this assessment, the organizations develop
formal/specific plans seting targets for organizanonal development or benchmarks through which
orgamzational capacity enhancement can be measured. Currently, several NGOs are beginnng to
use OCAT for therr own monitoring and evaluation purposes. The NGO support component
should encourage those NGOs who find the OCAT useful to undertake OCAT assessments on a
regular basis to track their progress. Throughout this process it should be born tn mind that
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TL Annual Work Pstratgglc - plan (2)

Thusano Lefatsheng

I Plan developed. being implemented

TL Producuon Processing Thusano Lefatsheng Underway

TL Marketing Study | Thusano Lefatsheng Underway

Somaraleng Tikologo Strategic Planning Somaraieng Tikologo Plan developed

Somaraleng Tikologo Financial Mgnt Traiming | Somaraleng Tikologo Systems developed, 1nstalled, 1o use
GantsiCraft Board Traiming (3) GantsiCraft Leadership skills developed
GantsiCraft Marketung GantsiCraft Markeung skills wansfer :
Crafts Marketing | 8 NGOs SWOT, plans

Kgalagadi Crafts Markeung [I Kuru, Gantsi Craft. Maiteko {Orgamisation formed. displav at trade faur
CORDE Strategic Planmng CORDE Plan deveioped

MBTC Strategic Planning MBTC Planming

Permaculture-Community Planning Mmatshumo community Community campsite planning

NGO OCAT Deveiopment 10 NGOs QCAT approved

Organisational Assessments (OCAT) 11 NGOs Organisatonal assessments undertaken
BOCONGO NGO Survey 35 NGOs Strong feedback to BOCONGO
BOCONGO Strategic Planmng/AGM BOCONGO membership Stategic pian, funding proposal
BOCONGQO Sustainability/Fundraising BOCONGO, NGOs Manual being produced

Financial Management Traiming 10 NGOs/CBOs Skilis trapsference, follow-on

CECT Board Training (3) CECT, VTCs, VDCs Assessments, skills ranference
CECT Annual Work Plan CECT, PACT, NRMP CECT staff plans developed
CECT Financial Traiming CECT, VTCs, VDCs, CAPs |Skulls transference

CECT PRA Tramnng CECT Staff PRA skills raining

Leaderstup Traming CECT, VDCs, VTCs Skulls ransference
Pandamatenga Community Planning Communiues Planning 1ninated
Empowerment (3) NGOs, CBOs, XaiXa Manual produced. theatre groups
Skills Tramming-Sankuyo STMT, C1 Office skills ransference

Skills Training-Sankuyo STMT, CI Enterpnise development

Skills Traimng-Sankuyo (3) STMT, KDT Leather tanning

Skills Traiung-Sankuyo STMT, CECT PRA skills raining

Skills Traimng-Sankuyo STMT Strategic plan-tourism

CBO Network Association 6 CBOs, NGOs, GoB CBQO network options

CBO Network Associanon 6 CBOs, NGOs, GoB CBO network pianning

Joint Ventures for CBOs, NGOs, cstnict gov't |40 representatives Need for follow up workshops
OOPP Methods VPR, NGOs OOPP methods applied with VPR

k/afr_sout/botswana/table301/09/97

3-.27




Final Evaluation of the Botswana Natural Resources Management Project

OCAT 1s an instrument designed for rapid participatory assessment needs to continually be
revisited to ensure that orgamzations are on tract. In addition to the development of OCAT,
IRCE has supported several strategic planning workshops with individual NGOs

Eleven NGOs have opted to use OCAT and the results are shown in Table 4. As a result of this
OCAT exercise, several individual and joint tramning workshops have been developed in
collaboration with the Botswana training NGOs and umbrella orgamizations (BOCONGO and
FONSAG). The content has focused on management practices including financial management,
partictpatory techniques, empowerment and fund raising.

Govemnance 8 3
Management 10 1
Practices
Human 2 9 -
Resources
Financial 9 2
Resources -
Service Delivery 8 3
External 7 3 I
Relanons
{ Sustamabihg 9 — 2 _ '

Source: IRCE, September 1996.

Based on these findings, it was recommended by participating NGOs that IRCE and BOCONGO
develop a comprehensive tramng plan for all NGOs 1n the broad areas of leaderstup and
governance, participatory tramng methodologies and techmiques of improving service delivery It
was also recommended that IRCE support an assessment of NGO manpower needs and
development of appropniate skills transfer techniques In this context, IRCE carned out an
assessment of the traimming resources available from 16 organizahons from the NGO community,
parastatal organizations and international organizations. Both genenc training and specific
tramning tailored to the needs of each NGO (and CBO) are felt to be criical components tn
organizanonal development. The interim report is being reviewed and the next steps in this study
are being developed.
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Another recommendation was that IRCE promote NGOs to develop a Code of Conduct or
guidelines for commumty development principles that might guide the NGO 1n their development
practice Also, IRCE would imuate dialogue between NGOs and government/private sector and
donors to facilitate resource mobilization to support NGO activities and that they continue to
support organizations with externally-financed self-evaluations and strategic planning processes

In addition to capacity-building training and networking activities, IRCE has used several novel
approaches such as using a theater group for the village of Xa1Xai to faciitate discussions on
CBNRM, providing business training opportunities in Setswana to Sankuyo via the Maun
Business Tramning Center and, with the advice of NRMP advisors, locating expenenced local firms
to work with community members to map the resources, 1dentify current uses, and develop a plan
based on potential resource uses. Within this framework, Community Escort Guides couid
become monutors for resource use and the trust could 1ssue perrmuts according to the plan. This 1s
being done in Narmubia and may be worth a tnp for IRCE and community members One spin-off
of the traming has been employment by Maun compantes of the business tramnees To date, the
people who received the business tramning have not had an opportunity to use it in the trust
activities

The Botswana Onentation Centre 1s also providing a forum for the exchange of 1deas and the
shaning of lessons learned through 1ts commumnty participation newsletter supported by IRCE

Grants Management

To date, 9 of the 13 sub-grants 1ssued by IRCE have gone to seven NGOs predomunately to
provide support for community mobilization and planning for natural resource use strategies ?
Two additional grants were given to provide techmcal assistance for market feasibility studies and
to support pilot projects.” Another two sub-grants have gone directly to CBOs and are managed
by IRCE. The status of NRMP grants 1s outhned 1n Table §

Several other projects are progressing through the 1dentification, feasibility and planning stages
and 1t 1s expected that they will come online 1n 1997.

Proposals for grants are assessed by the Proposal Review Commuittee made up of the Director
IRCE, Chuef of Party/NRMP, the USAID/NRMP Project Manager and representatives of the
NGO community. Proposals are reviewed, wnter alia, on technical, social, institstional critena.

One of these grants went directly to the NGO Thusano Lefatsheng as a revolving fund for collection of
grapple.

*In particular, the marula collection, processing and marketing studies which were managed by NRMP
technical advisors invoiving the Gweta Trust and evaluated by IRCE.
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Table 5. IRCE Subgrants

IRCE SUBGRANTS
No Sabgrantee Subgrant Subgrant Subgrant | Subgrant Budget Bu%iu Subgrant Womea as Potential
Purpose Location Beginning Ending Pula U Status Primary for
Date Date Subgrant Reglonal
Beneficiaries | Replication
T de secd for NGO psg,oog
o provide seed money for distributed 1n
1] Thusano Lefatsheng - Grapple grapple revolving fund to increase §°ng':(m:=':’ :3:8:’:;:3,3 I5Feb 19961 15Feb 1997 129,190 43,063 scttfements Yes Yes
rural incomes Brlag Grapple sales
underway
Build community up.c“s’eri o
mansge resources throu es
2 S'ﬂ‘.‘:{.‘;;;"em;"" of communtty-foruscd g.",,.c;., Sankuyo village, NG 34| 10 Jan 1996 | 30 June 1997| 165000 | ssv30 P0 “rzz‘d“;{gb‘“’” Yes Yes
. building activities P
To puimae :l::" il lo:nd
community mobilisation
3 Permaculture planning for nstorel ceon and T'd"“':,':"':‘g"e:‘““"“ 30Nov 1995| 15Feb 1996 | 245,500 | 87,700 | Completed
strategres
I f?. piovide o" TgRnIS’lional WM
ntrastructural support to enable | £yve vljages of Chobe Moving as Yes,
4 CECT c:‘.:‘“,:::::.;::‘m';::,:gy Enclave 10 Jan 1995 [ 30 June 1997 634,904 235,149 planned components
Wm Compleied
olfow on
5 Gweta - CSIR Gweta area 02 Feb 1996 | 15 Apr 1996 8,327 2,974 activities being Yes
designed
6 Guweta - Morula M"“';f_‘:"(';ﬁ:’;-, m;“l and °W°";n"g'£g:;3' Ntse {12 Mar 1996 15 May 1996] 28,070 7972 Compieted  |Yes, potentiatly|  ves
Underwn
Su for implementation of Dela
ye
7| Thusano Lefatsheng - Ukhwi Efﬁg{‘:‘ project ;','n'g",:.g:::'z';] ”""“",-&‘:;"‘ ™ 11500t 1995 | 30 June 1997) 162,500 | sso36 implementation [ Yes Yes
ut ve
products promtsl?g
T6 Condoct a par '“”Pﬂl"?’ Interim report o
8] KuruDevelopment Trust ological and economic study fod Kuru Farm 02 Feb 1996 | 15 Nov 1996] 130,893 46,748 delivered Yes Yes
Kuru farm Promising
Sirenglhicn capacily o KCS -
branch office to mobilise
91 Kalahari Conservation Society "::;:'c':‘:";'e“:'{?:'f:’gg'::!‘eon Tswapong Hills 15 May 1996{ 30 June 1997 Underway Yes
phane
After determining economie l?g:::}‘b"; x;“‘
10 Camphill Aloe Project vinbility of Botswana sloe, Otse October 1996 30 June 1997] 21,000 6,000 Assocition ‘;" Yes, potentially Yes
jnobilise community harvest trials certify aloe
“Waiting for o
]  Conservation laternationat Sa%m{:‘f:;?:%gu;lzﬂy NG 32, Maun area | October 1996 | 30 June 1997 210 000 60 000 ldenuﬁcnghon of Yes
candidste
© empower rural women through Sub P ""{""3 d
12}  Women's Finance House more effective utilisation of * [ Tswapong Hills area | October 1996 ] 30 June 1997 880 000 | 251,429 [>ubBrantsigne Yes Yes
natursl resources Very promising
design
(0 gro; elsup nsrT -
itation and Trust
13| Ko Development Trust | Rl et ton and Trust | - ermitand Distect |0cuNow 1996/ 30 hune 1997] 310,000 [ 571 [AProved motyer| Yes
Ngamiland 8
Total 2,925,384 946,572
.
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Conclusions

IRCE has been receiving an increasing number of requests for support from NGOs, district
government officials and communty orgamzations. This indicates an expanding interest tn
CBNRM and the types of services offered by IRCE 1n community mobilization, organizational
development and tramning  Of the 13 sub-grants, only those given to CBOs (CECT. Sankuyo,
Gweta and Thusano Lefatsheng) are currently at the stage where natural resources are being used
for the benefit of communities

Several mechanisms are possible to support CBNRM activiies The best (and the overarching
goal of NRMP) are CBOs managing primarnily on theirr own However, CBOs will need support
services (marketing channels, advocacy, technical assistance or training among others) for quite
some time These support services can be budt by CBOs building partnerships 1n collaboration
with district officials, NGOs, private enterprise or DWNP and other ministries However, this
may lead to a dependency relanonship rather than empowerment which would further
disenfranctuse the communities. Where CBOs have not yet developed, or where communty
processes are weak, some of the best partnerships could be with rural-based NGOs with a
grassroots focus (such as Kuru Development Trust).

However, evidence suggests that whiie the NGO commumity has many skills (both techmical and
organizational) many are not focused on building community capacity to manage their natural
resources In addition, they are constramed by lack of staff and financial resources Several
NGOs have skills to offer with respect to production and utihization of resources, conservation
and marketing which should be built upon. Furthermore, as the NGOs develop orgamzationally,
they will be defining their mandates and capacities and may move 1nto more and more community-
based iminatives. In this context, the best role for non-rural based NGOs are providing the specific
services that they specialize. Ths 1s currently occurnng with Women’s Finance House which 1s
providing 1its expertise on small credit schemes to Tswapong Hilis

Funding has also gone to support implementation of CBNRM with NGO facilitation rather than
NRMP directly facihitating the CBO formanon and development process. This approach only
seems to be relevant 1n areas where communities are not well orgamized. Where community
structures are in piace, there 1s a strong feeling on therr part that they wish to be empowered
through advice and traiming to “go 1t alone.” In addition, the grants mechanism has been used to
conduct participatory studies which will lead to better strategic choices and pave the way for

monitoring implementation, and to empower rural women through more effective utilization of
natural resources.

Grants should not be used as leverage to get NGO involvement in the community activities. As
stated elsewhere 1n this report, support activities to CBOs must be localized. In some areas 1t 1s
not necessary, or even desirable, to have an NGO automatically become involved. In other areas,
NGO mnvolvement provides real benefit and services to the commumty. The key 1s that NGOs
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should be involved when they have a real constituency in the community and/or are providing
services (training, credit services, etc.) that the community needs

At some point, IRCE needs to evaluate whether or not the traiming workshops, designed as a
result of OCAT, are achieving the intended purposes or whether orgamzations are being
overloaded with so much information that they are unable to take the lessons learmned home and
transfer themn 1nto implementation on the ground Gweta Trust 1s the only grant activity
evaluated to date The quality of the evaluation and 1ts recommendations for the further

development of this imuative, considered valid by all parties, suggests the need for more formal
evaluation of sub-grants

IRCE grants mechanism does not meet USAID environmental impact assessment regulations
Although most or all of the grants would probably recesve a categorical exclusion, a procedure
should be estabhished to ensure adherence to the regulations In this context, IRCE should
request USAID for assistance from the regional support office (REDSO) to assist it 1n
establishing assessment procedures.

Some incorrect assumptions within the PACT Cooperative Agreement need to be rectified. First,
concernung the ceiling for the amount of grants it states “other factors to consider are absorptive
capacity of the NGO community and the number of grants that can be effectively handled by
PACT and eventually the NGO structure.” Thus 1s potentially inmtiess and musses the whole CBO
context in which the project operates. It 1s the absorptive capacity of the CBOs that matter under
the NRMP. The second is that an “NGO Structure should eventually have the mandate and the
capacity to gradually assume the role currently played by NRMP.” No one structure will take
over the mandate of NRMP as 1t 1s multi-sectoral and a large amount of partners are needed to
continue the CBNRM process. Moreover, NGOs do not have the mandate over land use - the
most criacal aspect of mnstlling responsibility for natural resource management with the
commumnties. Finally, the districts are the most obvious entry point toward assuring overall
support to community structures within their boundanes. Thus 1s not to say the NGOs don’t have
a role, their role 1s vital and they could provide services that may be lacking within government
agencies. Agam, this 1s evidenced 1n the Women's Finance House providing expertise on credat
and Maun Business Center that can provide specific specialized traimng in business skilis.

Strategies for Sustainability

One of IRCE’s mandates 1s to create an umbrella “NGO structure” commutted to CBNRM A
working group of NGOs was formed on behalf of USAID by the NGO/PVO/NRMS Project to
develop a ume line and work plan which 1s now being used as the basis for discussion with other
donors notably DANCED. It 1s hoped that DANCED and USAID will collaborate to ensure that
approaches and methods bemng employed support rather than contradict one another.

3-32 Tropical Research and Development, inc

L{'L(»



Final Evaluation of the Botswana Natural Resources Management Project

The development of an NGO structure would evoive from the consultative process among NGOs
working on the NRM sector This NGO structure 1s purposely not defined at thus stage but 1t
could be a consortium, a subcommuttee of the exisung NGO coordinating council, a single NGO,
or a paid secretanat. It appears to the evaluation team that the NGO structure 1s worthy of
support and can provide benefits, in the long term, for CBNRM However, it can diverge from the
main goals of NRMP A better strategy for sustamability of CBNRM 1s building the capacity of
CBOs themselves to manage their own affairs IRCEs allocation of resources should reflect this
For example, specific funds should be earmarked for CBO capacity building and NGO capacity
bulding

Implementation Issues

As the project completion date nears, IRCE has felt pressure to spend 1ts grant money before this
date This pressure, real or imagined, may obviously lead to funding activities that may not be
appropnate or adequately thought out. While the evaluation team doesn’t feel this occurred, the
danger 1s there and shouid be dispelled.

As with the grants, the NGO component of IRCE has wrought some confusion among the
project. While NRMP advisors are working directly with communines toward community
empowerment, the Institutonal Reinforcement for Commumity Empowerment component focuses
on this goal through NGOs. Part of this confusion 1s caused by the different use of jargon but

mostly 1t 1s caused, again, by the lack of a clear, unified vision or model agreed to by both IRCE
and NRMP

Distmbution of IRCE:s financial and human resources should reflect the focus of the project The
project should consider earmarking around 25% of IRCEs resources (finanicial and manpower)
toward grants, 25% toward NGO capacity building and the remaiming resources directly toward
building capacity of grassroots community organizations

Recommendations

1 IRCE should continue for two additional years with 1its dual mandate of bullding
CBO capacity for CBNRM and grant management

2. IRCE must stay focused on the goal of increasing communities capabilities for self
management and therefore, emphasis on CBOs.

3. IRCE should facilitate, as requested, an eventual NGO structure but the
establishment of one should not be considered as a dehiverable.

4, IRCE should actively facilitate an eventual independent CBO umbrella structure
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The grants management procedures 1n place should become more transparent and
ensure technical guidance from NRMP advisors In thus regard the following 1s
recommended.

a Cnteria for proposals to be considered for funding should be “tightened
up” to ensure proposals directly relate to NRMPs goals and objectives and
that 1f a new partner 1s involved, 1t has a constituency 1n the CBO or 15
providing a relevant service.

b. The Proposal Review Commuttee should be expanded to include NRMP
counterparts with assistance from the advisors and chaired by the USAID
Project Manager. Decisions of this Commuttee should be final

c. The Proposal Review Commuttee should pay particular attention that grants
do not take away the responsibility for CBNRM from the communities,
acts as a surrogate for community imnvolvement or provides capital imput
that exceeds the absorptive capacity of the community. The Commuttee
should also ensure proposals meet M&E and environmental impact
assessment requirements.

IRCE should continue participatory momtoring of the institutional and techmical
capacity development of NGOs using OCAT and develop a sumilar mstrument for
momntoring CBOs.

IRCE should ensure that M&E systems are part of every sub-grant This would
include engaging NGOs and CBOs 1n the monitoring of income 1mpacts and
attitudes toward sustainable utilization. Regular reporting on the status of sub-

grants should be done by IRCE and ttus information should be made availabie to
the Proposal Review Commuttee

IRCE should also ensure that EIAs are part of every sub-grant 1n accordance with
USAID regulations and Botswana regulations In this regard, it 1s suggested that
IRCE request assistance through USAID for REDSO Nairobi to give assistance.

Tramning and workshop acuvities should include regular follow-up visits to monutor
skills applications and impacts.

IRCE, USAID, NRMP should commussion case studies on some of the cross
cutting 1ssues/ umntended consequences so that benefits of the lessons learned and
models developed can be fully shared throughout Botswana and the region.
Examples of case studies could include:

a The different models and approaches being used for CBNRM.
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b The governance impacts, changing relationshups of villagers to each other,
communtes to government. the way of doing business in commuttees other
than trust commuttees, and the impact of additional members of
communuties taking on leadershup and planmng roles

3.5 Personnel Planning and Training Component

3.5.1 Background

The Personnel Planning and Traimng Component was added to support project activities at the
recommendation of the midterm evaluation team m 1993 The purpose of this component is to
strengthen the human resource capacity of DWNP to engage 1n sustainable naturai resource
activiies. The strategy was to increase the number and caliber of qualified professionals within
the department through long and short term staff training, to promote efficient management
within DWNP through the applicaion of human resource development techniques and to
revitalize both the facihiies and curmicuium at BWTI for systematically training all game scouts at
the distnict level 1n cniaical wildlife management and community extension skills Transformation
within DWNP was needed to create a cadre of well-trained professionals who were able to
establish public confidence 1n the department as a service organization and facilitate institutional
linkages between government, NGOs and the private sector at local, district and national leveis to
integrate the conservation and development of natural resources.
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3.5.2 Key Elements and Progress to Date

P 20 SO

B oae 2 Al
e b AR et

o s 94 ‘3
Activity

Training Needs Assessment

Compileted 314 assessments in 21 months with less than 10%
of officers not parucipating Scores currently used for
selection and placement 1n [BT and Ceruficate courses at
BWTI

Annual Tramng Plan

Several division beads using techniques learned 1n a workshop
and follow-up meetings With a short term consultant
developed DWNP's short term traming plan  This plan was
changed by Admunistration without consultaton of Division
bead. DWNP did not submut compieted plan to DPSM for
1996, therefore staff traimming opportunities for 1997 may not
be allocated (except for USAID sponsorship slots which were
submutted separately)

Supervisory Traimng Workshop

Successful, five-day supervisors semunar attended by 30
parucipants to review the BWTI tramng programs, solicit
suggestions from DWNP professionals and discuss the
development of regional in-service traiming programs for
Junior staff Seven areas were suggested for specialized
trarung including- public relanons, problem animai control,
compuler raining, statistics- research /momitonng, licensing
procedures, community extension education and conservation
educanon

Rebabilitation of BWTI facilies

Completed key structures and DABS certified. Renovation and
use of library facuities very successful Probiemanc areas are
laboratory, herbanum/museum and recreauonal faciities
which were not the responsibility of NRMP

Job Descripuons

Compieted and given to Director but not yet approved by
DPSM Used by several senior game wardens and assistant
directors within DWNP for staff deployment, sialis and
quahificanons needed for a given posiuon and decisions of
traning needs for division/unit

Career Path Development Plan

New and under development with parucipation by division
and umt heads to assembie in relation to scheme of service
Senior Game Wardens using for a transparent system of
progresston for staff within a parucular division, but not

distributed uniformly across DWNP by Admunsstration ‘
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Electronic Personnel Files

Previously all done manualiy and difficult to keep consolidated
and updated. Not used 1n decision-making Seen as a very
useful service of Administration by severai semor game
wardens and assistant directors within DWNP to keep
regularly updated and accurate lists of staff by distnct, used in
decision-making for traming, promotion and deplovment.

Recruitment Process
(Pre-service Tramung)

Selective pre-service tratmung program successfully
establisbed at BWTI for new DWNP game scout recruits
using DPSM guidelines. New recruits immedsately compiete
IBT and are depioyed to their posts knowing what the mussion
of DWNP 1s as well as having the necessary skills to carry out
therr job responstbilities Further attention needed for
streambining/institutionalization of Admunistration unit
procedures for recrmtment process and tmely deployment of
newly tained staff DWNP recrutment process for other
positions remains problemanc due to conflict of
Adminstranon/DPSM procedures

Intemational Traimmng

Excellent logistical support and correspondence with staff on
long-term traming by advisor Problemanc seiection process
and budgetng of transportation expenses resulted 1n missed
traimng opportuniues for several DWNP staff Training needs
assessment mdicated that supervisory staff needed leadershyp,
management and deveiopment planming skalls Most programs
focused on technical natural resource management areas
Advanced trammng as follows CBO/NGO (5), Research (3),
M & U (14), Conservauon Educaton (4), Parks (8),
Admunistration (3), Finance (1), and Forestry (1) Some of the
staff on long term traing programs have thesis topics which
are directly relevant to CBNRM 1ssues such as 1) An
assessment of formal and non-formal environmental education
programming 1n rural communities in Botswana and 2)
Indigenous wildlife management practices and contnbution to
CBNRM. For other staff that have had a more traditional
wildhife management research onented tramming there needs to
be a remntegrauon pian for application of skills within DWNP
to CBNRM upon return with report sent to DPSM
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Specialized Problem Ammal Control Traming
Courses (Problem Animal Control)

New unut developed and professtonalism noted by semor
DWNP staff, Excellent groundwork and foundation
established for a service-onented extension unit within DWNP
in Problem Animal Control and Trackers

Total of 39 Problem Anumal Control officers trained.
Instructors traiped who have now impiemented three courses
on thewr own Need animals for field component to be

effecuve Problem animal control traming for communites
requires start-up

Induction & Basic Traiming

Designed and conducted six 8-week trarmng courses for 151
game scouts with 85% pass rate  Seventh course m progress
and responsibility/ieadership for course by Batswana BWTI
Traning Officers. The IBT 1s a comprehensive field and
classroom course with hands-on approaches to waldiife

managcmem.

Curnculum Workshop

Well anended by DWNP staff and others Used as a basis for
parucipatory development of curniculum n use at BWTL

Tran the Tramer Workshop

A thorough, mtensive Tran the Trainer course was heid at
BWTI from Oct 6- Nov 25, 1995 with 12 Tratning Officers
partcipaung. The workshop mciuded teaching methods,
Jesson planmng and hands-on mucro teaching exercises wiuch
were peer evaluated. Workshop participants indicated that
they found the workshop to be very useful. However, the staff
were greatly disappointed by the incluston of information from
personal mnterviews 1n the final report.

Teaching Methods Workshop

Problemauc attendance due to conflict with ciasses gomng on at
the ume

Ceruficate Traming Program

Selection process for admittance 1nto program done by
performance on assessment. Minmum score of 50% now a
requrement. Revised curnculum with field emphasis as
opposed to solely theoretical traming started. Eight pew
modules with lesson notes and field applicatuons include
Departmental Objectives, Field Skils, Introduction to Natural
Sciences, Introduction to Natural Resource Management,
Parks Management, Community Extension Services,
Management & Uulization and Leadership & Supervisory
Skulls. Currently the program 1s a semester based timetable,
thereby making 1t umpossibie for other staff to enroliin a
specialized subject area for a short, concentrated period of
tume. Reievant field projects such as visitanon paterns for
Gaborone Game Reserve are conducted and supervised by

BWTI staff, not supervisors ‘
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Conclusions

The combined coordmnation of HRDU with the BWTT has resulted in a substantial restructuning of
DWNP toward personnel tramning and capacity-building Appropnate traimning has been
systematically provided for non-ceruficated tenured staff (with some humutations due to DPSM
regulations) and new recruuts through a comprehensive Induction and Basic Traming program and
selective pre-service traming. A new revised national certificate program 1s underway, but some
concemns must be addressed 1n order for the program to effectively meet the needs of the
department. Namely, the length of ume required to complete the program 1n relation to the
number of people who need training creates a bottleneck, lack of appropnate logistical
arrangements by support staff seriously undermne the traiming effort, and collaboranon with
supervisors for on-the-job application of skills during the field projects need further artention
Educational enhancement, career path alignment and the development of specialized 1n-service
tramning are key areas for further concentration of efforts which require coordination by BWTI
staff, Conservation Education and Communuty Extension units with HRDU Excellent examples
exist which should be buit upon for meeting in-service and specialized course needs of the
department. For example, the Conservation Education unit's programs 1n conservaton policy
have provided cniical policy information to district offices using mnnovative methods. A second
outstanding example of practical, specialized in-service tramning 1s the development of a Problem
Ammal Control unit which included selective recrmtment, trazming of mstructors, transition of
responsibility for program impiementation to qualified Batswana counterparts from the advisor
and successful training of DWNP game scouts as Problem Animal Control officers. Thereis a
clear trend n all training components toward a transition 1n responsibilities from NRMP advisors
to DWNP staff which 1s cntical for sustainability of the programs. Procedures are needed within
DWNP for continued institutional support of such programs.

Human Resources Development Unit

Changing atttudes and procedures that have developed over many years 1s a very dafficuit
process It requires consistent and firm support from top management 1n order for any HRDU
effort to be effective. The NRMP advisors services were not used to full capacity. As one
Pnincipal Game Warden said, "We have lost by not paying enough attention and recogmizing the
importance of this." Many DWNP officers expressed concem over how the informaton
assembied (i.e., personnel records and job descniptions) will be managed after the advisor leaves.
Several DWNP professionais hoped that the new Assistant Director of Admimstration wouid be
able to facilitate and maintain new services. In a very short ime, she has already designed and
analyzed a questionnaire on efficiency and professionalism of Admmmstraton unit with the
mntenuon of insttuting improvements. A transition period is required in which leadership and
responsibility to update, maintain, interpret and provide cnitical personnel services to division
heads within DWNP is taken over by several qualified Administration staff. Management and
computer tramng 1s required for several staff to do this. There should be a review of linkages
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the-job The Trammng Needs Assessment clearly pointed out the supervisors were much more
conversant with technical subjects than management sklls such as development planmng,
leadershup, and supervision. Conunual problems with support personnel for umely and cnitical
logistical support, vehicle maintenance and suppltes for field component severely undermines
program objectives and will jeopardize the quaiity of the program dunng the transiion penod if
attention 1s not given to this aspect of the mstitution. Credibiity of advisor posiuon was
undermuned by problemanc admumstration of first advisor in the positon.

Recommendations

1

Continue the three BWTI 1nstructor and the pnincipal advisor positions for two
years with conunued emphas:s on transition of all courses (pre-service, IBT,
certificate). Advisors should have techmical backstopping function and collaborate
on evaluation of certificate course, training of nstructors, and development of
specialized short courses/modules that are linked to Certificate program.

Continue focus on: a) completion and acceptance of the Authority and Discipline
(or Operations) Manual by BWTI, DWNP and DPSM, b) design of an academic
enhancement program (i.e., mght-time tutonng offered and required for game
scouts 1n basic Enghish and math skills at the library); and ¢) evaluation of
certificate program and alternatives for streamining it.

Continue transition of responsibility for IBT course to DWNP Traming Officers
inciuding logistics, istruction, process evaiuation, ediang and production of the
BWTI newsletter and on-the-job evaluations. The transition of secretanal support
for courses also needs to be addressed.

DWNP traimng staff need practical field instruction expenence Tramng should
be sought through relevant mtensive short courses or through structured
mternships with exceptional wildlife management departments 1n the region.

There 15 a need for an BWTI admunistrative liaison at Headquarters to coordinate
follow-through of supplies, adminstration, paperwork, recruitment, and field
placement to overcome bureaucratic obstacles. BWTI should work with the
Administration umt, PPT advisor, HRDU, Director, pnncipal and BWTI
instructors.

There 1s a clear need for short, local management training of support personnel and
a re-examination of DPSM procedure with regards to the requirements of
implementing pre-service trainng courses.
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An environmental education advisor was employed to coordinate these activities from October
1991 to March 1995 A plethora of activiies were mtiated including a National Planning
Conference for Environmental Education; a thorough environmental education needs assessment
at the primary, secondary and teacher training colleges; development of supplementary
environmental education teaching matenatls; production of teaching videos by Curniculum
Development Division/TVE to support the National Conservation Strategy; and a senes of
teachers tratmng workshops n conjunction with a multitude of agencies at the Gaborone Game
Reserve. After the conclusion of the environmental education advisor's service, a senes of three
consultancies to support a new environmental education officer withuin Curnculum Development
Division were planned. The consultancies have been delayed 1n anticipation of the post being
filled.

In December 1995, the status and future sustainabulity of environmental education activities withun
the Mimstry of Education were reviewed. Many of the projects 1mtiated by the NRMP were at 2
standstill, yet hovered on the verge of compietion. A mayor shift 1n educational policy occurred 1n
1993 which among other things compietely revised the entire junior secondary curniculum as well
as incorporated a student-centered approach for all subjects. In the flurry of activity needed to
completely revise the entire curnculum, the imitial environmental education momentum was lost as
the educational community shifted its focus toward implementing the new policy. As of 1995, the
curniculum review programme for the Pnmary Teacher Tramning Colleges, College of Education
and mn-service traimng were delayed when the Basic Educatnon Consolidation project ciosed.

3.62 Key Elements and Progress to Date

Natonal Planming Conference for Environmental The Mimstry of Education, the Facuity of Educaton, UB
Educanon and the Kalahan Conservation Society organized the
national conference which was sponsored by
NRMP/USAID, SIDA and UNESCO Policy
recommendations from the conference were adopted by
the Cumculum Development Division 1 the MoE and
NRMP as program guidelines inciuding cumculum
development, needs assessments, teacher workshops and
a National Tertiary Environmental Panel

Needs Assessment Studies Comprehensive needs assessmeats on the status of
environmental education themes and teaching techniques
were completed for pnmary school teachers, JSS
teachers, and PTTC Lecturers. The findings were

reported to MoE, TTC and Facuity of Educaton at UB.
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NCS/TVE Video Senies Over a two year period, the Curnculum Development
Drvision in conjunction with TVE produced a senes of
five videos with teacher notes to support the Nanonal
Conservation Strategy m response 1o recommendauons
of the 1991 Environmental Education conference The
videos have been dupitcated and will be dissemunated
through a senes of teacher workshops when the weacher

notes have been completed.
Cumculum Development Division Environmental Thus newly created junior level (C1) post withun
Educanon Officer Posiion Curnculum Devejopment Division remains unfilled. It

has been advertised several umes over the last three
years, but likely candidates have taken other ngher-paid
teaching positions. Discussions continue on how to fill

the post l

Conclusions

Environmental education is a topic that in the past has traditionally fallen outside of the formal
curniculum 1n most countries. Integration and awareness building are long-term processes (10-20
years) that require coordination and dedication by a wide array of professionals inciuding
teachers, publishers, cumculum development specialists, NGOs, government pianners and natural
resource professionals. The midterm evaluation of the NRMP recogmized that focusing on the
ntegration of environmental education withun the curmculum was a necessary, but siow,
meticulous process that would take many years to yreld visible resuits to support CBNRM
acuvines. Within the NRMP, a tremendous number of environmental education activines were
tried based on strategies that have been used successfully in environmental education campaigns
internationally. The original vision of the scope of work for the Environmental Education advisor
and the Ministry of Education included a breadth and depth of activities that far exceeded the ime
frame and personnei available for implementation and follow-through. Sustamnability at the
ongnal level of effort is clearly not possible, nor 1s 1t necessanly needed as parucipating
organizatons re-adapt the methods to fit their circumstances.

The wide range of activities supported by the NRMP over several years in collaboration with a
mulutude of governmeant, private and NGOs have acted as a catalyst and support to the
development of environmental education activities 1n Botswana. For example, Action magazine
published an edition devoted to ecosystems, an effective shopping bag campaign focused attention
on recycling, and world environment day expanded durmg this period to a full month of activines
mcluding activities such as essay contests, conservation spelling bees, and radio programs. The
University of Botswana Environmental Education Project (UBEEP) coordinated by the Faculty of
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conjuncuon with the UBEEP project and the Facuity of Education-UB could generate lessons
learned and capitalize on expenence gamned regarding which environmental education strategies
were effective, a follow-up sample of teachers who participated 1n the wide range of
environmental education activities could be conducted to measure how the workshops,
conferences and matenals sumulated them to infuse environmental education 1n their teaching
programs. It will be important to document how activities and perceptions have changed n
relation to the baseline needs assessments that were done i 1992. Thus type of project would
make an excellent Masters level thests.

The project would build upon linkages and networking between environmental education
acuvities and the efforts of the Conservation Education division to generate a muitiplier effect for
the spread of spectfic CBO/CBNRM information by selectively using the posters, videos and
bookiets developed by the Conservation Educanon unit of DWNP. For example, use and impact
of the NCS videos could be capitalized on 1n several cases 1f more copies of the videos
(parucularly the Veld products one) are available to other groups to extend through the DWNP

Conservation Education, CBO and NGO networks instead of being limited primanly to the formal
education sector. Several options exist:

1. Use the Veld products video by NGOs (Thusano Lefatsheng/Veld Products
Research) with stop video techniques at capacity-building workshops, BWTI and
by the Conservation Education division of DWNP

2. Coordinate and maximize the multiplier effect of teachers using the NCS wideos by
having a DWNP representative provide a brief presentation using participatory
methods at already orgamized teacher traiming events. This wouid be vaiuable
skills practice for new commumty liaison officers and/or interested game scouts
and would require a minimum of effort or cost.

3 Coordinate distribution of matenials with the environmental education efforts at
Mokolodi and other active centers. Thus facility services 7,000 children-days/yr
ncluding teachers. Distnbution of matenals (NCS videos, posters) to their staff
would again increase the muitiphier effect with a mimimum of cost or staff effort.

4, Participate 1n the 1998 regional environmental education conference. The
potential exists for BWTI/DWNP, NGOs, CBOs to participate in this conference.
Development of a display and bnief (1 page) examples with one or two
photographs of the different Veld products/Wildlife utilization efforts would be

useful products to share both within the educational community nationally and 1n
the region.
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Matenals Development

Sets of large, laminated posters on WMAs, CHAs and
quotas were developed and distnbuted to DWNP dismict
offices. Training provided in the use of the posters at all
worksbops. Three imitanons for the present set of
posters include 1) some DWNP staff are besttant to use
some of the posters because they transout a conwroversial
message for a non-biterate audience which requires
advanced factlitaton sills to manage effecuvely,

2) bulkiness makes them difficuit to bang on the wall or
transport and 3) cost prohubsted large numbers of posters
from being produced.

Extremely useful booklets in Enghsh and Setswana on
CHAs, WMAs, Quotas and Jomnt Venture Guidelines
have been reprinted aiready three tumes (21,000+) and
there 1s stll a demand for more

An interactive video 1n Sctswana with English subudes
descnibing what CBNRM 1s, why it ts important, and
how to immpiement different projects together with
examples of successes and management options of
current CBNRM activites 1s under production.

Radio broadcasts are in the planming stage

Wildhfe Management Policy Warkshops

Four workshops 1n Ghanz, Tshabong, Moiepolole and
Gabaorone with a total of 102 DWNP staff. Each
participant recerved file wath all relevant policy
documents, innovative tramng techniques such as jomnt
venfture roie play and land-use mapping exercise, as well
as tranung 1 how to use posters  Coordination with
HRDU to record workshop parucipanon for officers.
Ghanz: district has minated staff traming to discuss
impiementation of concepts as a resuit of mtial
workshop. Requests for follow-up worksbops, further
traiming and support by Ghanz and Molepolole. Need
to localize message i each distnct for actual
implementation.
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Implementation Issues

Currently, there are insufficient staff to meet the demands placed on the umt for development of
matenals, design and implementation of workshops, criical follow-up visits to support district
officials and NGOs, and trammng for DWNP officers on policy 1ssues. Given the high demand and
need for these activities, there must be a corresponding increase 1n budget allocations from
DWNP for workshops and matenals as well as more staff seconded to the umit. There have been
some delays and logistical problems due to the timing and distribution of funds by the

Admunstration umit (DWNP). Budgetary planmng and more efficient distnbution mechanisms are
needed.

Recommendations

The conservation education component has had a direct impact in a very short period of time.
This critical communication and extension function to support CBNRM/CBO and relevant NGO
activities defimitely needs to be bolstered. Future activites should continue to target audiences
that are known to have a multiplier effect (i.e., NGOs, teachers, DWNP staff, District officials).
However, quick extension follow-up is needed to mantain momentum. Networking with NGOs
and the formal education sector has thus far been very successful to overcome constraints of the

government sector for quick, efficient responses. Strategic networking with selected orgamizations
will continue to foster sustamability of the effort.

The aim of this communication effort 1s for all CBNRM stakeholders to fully understand their
nghts, roles and responstbilities. Awareness 1s a first step toward implementanion of policy To
move from awareness to actual implementation, the GOB needs to quickly review institutional,
manpower and budgeting allocations required given that 23% of the country’s land area 1s in
WMAs. There is a clear need for capacity-building at the district and communty levels.

1. Extend the contract of the current Conservation Education advisor for two years.

2. Permanently assign more DWNP staff (game warden or above with at least one per
district) to the Conservation Education and/or newly-created Extension umt for
traming by the advisor and counterpart to form a information dissemunation team.
The members of this team need to be posted to key districts throughout the
country while the advisor and his counterpart should be mobile.

3. Continue strong support by the director and senior staff to emphasize the
necessity, importance, and visibility of Conservation Education effort throughout
the department. Widely promote the concept that the department now has an
extension function which means that all staff are expected to use and distribute
matenals when they participate 1n public forums as well as provide follow-up
services and answer questions by the public following events. Participation should
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of efforts at a mumumum of cost while at the same time increasing sustamnability by
increasing networking

Continue matenals development i Setswana whenever possible, for displays,
simple brochures, and expand topics to include veld products, relation with
agncultural policy and the range of CBNRM options Localize information to suit
the needs of the target audience and speed actual implementation on the ground
(gazettements, management plans, maps with boundanes, quotas)

Repnnt a large number of selected posters using a smaller, non-laminated, less-
costly production method to have broader coverage. Posters should be
promunently displayed 1n as many places as possibie including DWNP
Headquarters, every distnct office, every active educational center, every active
environmental educatton or conservation-oriented NGO should have a set of
posters and/or display. Every game scout leaving BWTI should have a set of
matenals to use. Game scouts and other semor DWNP staff already attend and
participate 1n 2 wide number of capacity-building workshops done by IRCE, NGOs
and CBOs. Conservation education matenals should be used whenever possible at
these events.

Contnue the production of the CBNRM video as rapidly as possible and put into
immedaate use.

Maximize publicity to bmld awareness 1n the generai public by expanding the
multiplier effect and networking potental of key target audiences. Strategically
use available resources by broadening the vanety of activities to include shorter,
less-expensive, less ame-demanding forum than only three day workshops.
Explore the use of media channels for press releases, radio, TV, video,
newspapers. Agam, being selective by emphasizing those media that resuit 1n a
munimum of staff effort for a maximum of publicity to reach the target audience.

Tropical Research and Developmeny, inc. 3-55



Final Evaluation of the Botswana Natural Resources Management Project

4.0 ANALYSIS OF THE IMPACTS OF THE NATURAL RESOURCE
MANAGEMENT PROJECT

4.1 [Impacts on the Regional Natural Resource Management Project Objectives

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

By several measures, the NRMP has demonstrated that natural resources utilization 1s a profitable
and viable development option for rural commumties. Supported by the NRMP, CBOs are
deniving new and substantial sources of revenues from CBNRM enterpnises, and the benefits
accruing to these CBOs have moved other communities to engage in the formation of their own
CBOs. More significantly, the progress of the CBOs associated with the NRMP 1s moving
beyond the demonstration phase. At least two CBOs (Chobe and Sankuyo) are within a few years
of being independent and seif-sufficient.

To understand the progress made by CBOs under the NRMP, 1t is necessary to compare the
conditions and prospects for rural commumtes today with those prior to the project. Five years
ago, rural commumties had few prospects to denve substantial incomes from management of locai
natural resources. The DWNP had complete management responsibility for most natural
resources, including wildlife. Huntang and safan entrepreneurs would lease areas directly from the
DWNP. Often times the pnivate operators would bring wn their own guides and camp labor so the
communty did not benefit even from wages. Today, at least three CBOs have entered into
contracts with private hunting or tounism firms for wildlife-based enterprises. A fourth CBO has
entered 1nto contracts with private operators for the sale of veld products. Several other CBOs
are near signing contracts for a vaniety of NRM-based enterprises.

A measure of viability of these enterpnises 1s the growth n revenue. The Chobe Enclave
Community Trust (CECT) 1s the most advanced CBO. Its revenues from a contract with hunting
operators have grown from around $7,000 1 1993, to $18,500 1n 94; $57,000 1n 95; and $95,000
1n 96 Last year the Sankuyo Trust made $80,000 from a contract with firms operating hunting
and photo tounsm enterprises. This year, i its first year of operation, the Xa1 Xa1 CBO has
started to earn revenues from tounism and had additional revenue from the sale of handicraft. In
addition to the enterprises noted above, CBOs i the NRMP are on the verge of entering into
enterprises based on marula, grapple, forestry salvage, tounism, etc.

It 15 worth repeating that these are new sources of revenues for the communities, several of which
had been recetving much of their livelthoods from subsistence agriculture, livestock management
and drought relief. The value of these new enterprises to commumties goes beyond the mncreases
in income. They have substantially changed peoples’ expectanons for the future of their
commumties and their households. In more than one village, the evaluation team was told that an
important expectation from CBNRM was to keep their children 1n the communuty.
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Objective Two: Increase local employment and incomes through diversifying empioyment
opportunities 1 the sustainable utilization of natural resources.

Because of the NRMP, the rural poor have sigmificantly more economic opportunuties today than
five years ago In the NRMP-supported CBOs both the size of the revenues and the diversity of
their sources has increased over the last three years. And, based on the market research for veld
products, training, proviston of technical assistance, and the investments being made by CBOs, the
size and diversity of the rural economy should continue to grow More importantly, the benefits
from the NRMP activities extend beyond increases in revenues. In NRMP-supported ‘
commumnities, groups formerly disenfranchised from the rural economy--¢.g., women and the
Baseruwa--are playing increasingly more important roles in CBNRM enterpnises

As noted above, CBOs are investing revenues 1n new enterpnses, some of which were not
envisioned by the NRMP. These enterprises will produce new sources of income for rural
dwellers. For exampie, the CECT is purchasing a lease from the Forestry Service to salvage logs
Not only will members of the CECT gain new sources of wages, but there 1s the potennal for
value-added activines. The CECT is also considenng ventures such as a fuel station that wouid
be situated along a newly improved road runming through the game park. Whle thus particular
enterpnse 1s still 1 the exploratory stages, 1t is indicative of a new vision—and nsing expectation—
held by rurai commumties.

Whle wildlife-based enterpnises of Chobe and Sankuyo and the marula enterprise 10 Gweta are
the largest and best known enterprises, incomes from handicraft are important new sources of
mcome. From wildlife enterprises, commumntes gain revenue from both fees paid to the trust and
from wages paid to the members of the trusts. In the case of Sankuyo, the contract between the
operator and the trust stpulates that the operator will hire members of the trust for all camp labor
positions such as chefs, laundry, etc. In instances where there 1s no one qualified to fill a posiion
(such as a chef), the operator will hire a qualified person to tramn a member of the trust 1n that
skill. Hunung guides in both Chobe and Sankuyo are paid by the trusts from revenues paid by the
operator In addition to a salary, these guides generally receive gratmties from hunters.

In Gweta, individuals recetve income from the sale of marula frust to the trust which sells 1t to the
Oasis Brewery. Thus 1s not a new source of enterpnise for many—marula beer makang 1s a
traditional source of income--but the size of the new market 1s promusing. There are plans to

bring 1n machinery to do some of the processing in Gweta and increase the value ganed on this
resource.

As noted above, the NRMP activities have opened up the rural economy to people who are
tradiionally disenfranchised, such as women and Basaruwa. In XaiXai, the SNV volunteer
organized the Kokan Cooperative for the sale of handicrafts by women. The cooperative gave
them increased marketing leverage. For example, the cooperative was able to negotiate an
agreement with a shop 1n Maun that gave them a greater share of the pnice. In addition, a
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As discussed above, the NRMP has amply

demonsmd t-he beneﬁts of legally .. ]
recogmized CBOs (such as trusts): members Important Changes Over the Last
of the CBOs have greater authority to Five Years

1. Suspicion has been changed to cautious confidence
Commumties did not trust DWNP n begqinnung
Now, communiues solicit the advice and counsel of

manage wildlife and forest resources and
earn greater incomes and revenues as

members of CBOs than they wouid as DWNP personnel.
individuals. And members recerve raming 2. Incipient parmersiups have been formed berween
1n a vanety of skills such as financial and communiues and the GOB and berween the

communines and the private sector

organizational management or n wildhfe 3 Some district officrals feel that the NRMP provides

and forest management. Few members services that helps them to be more responstve to

could do the same as individuals outside of communities They specifically cite problem animal

the trust. controi and tramng on effecuve management of
natural resources.

The CBOs formed under the NRMP have
gone through a participatory, transparent
process to select their leadership. Some
such as the CECT, Sankuyo and Gweta have gone through a participatory process with legal
assistance 1 developing a constitution and having their Trust Deed approved by the government.
As a consequence of the process, they are a legally recognized entity authonzed to enter mto
contracts. The Trust Deeds generally sapulate procedures for tendering bids and managing
enterprises. For example, the Chobe and Sankuyo Trusts use an open and transparent process 1n
selecung their partners. The trust tenders bids which are opened 1n front of everybody and
discussed publicly before the partmer is chosen by a vote of the general membership. The Trust
Deed also charges the leadership with making regular and open reports to the general membership
on the financial and business status. These provide models for the growing number of
communities which are imtiating their own CBOs.

As noted above the trusts in Chobe, Sankuyo, and Gweta as well as CBOs elsewhere which have
yet to achieve trust status have made impressive progress in iittahing and managing enterprises.
In addition to the increases in revenues from wildlife and veld activities, CBOs are investing 1n
other NRM-based enterprises such as forestry salvage (Chobe), handicraft boutques and general
stores (Shorobe, Chobe, and XaiXai), Tourism (Gweta and XaiXai), and bottled water (Gweta).

Other trusts are looking 1nto enterpnses that are not directly related to NRM such as petrol
stations (Chobe).

Some of the progress achieved in building CBOs is in people establishing new relationships among
members of the communmity, among commumties, between communities and the GOB, and
between commurnuties and the private sector. Within communities, the 1dea of democratic
participation 1s catching on. For example, we leamed that the leadershup is challenged more 1n
Trust meetings than 1n other commumity meetings, and that people speak up more frequently.
Groups are also working together more closely now than before, both within communities and
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loss at how to deal with the probiem, nearly two-dozen members of the trust have requested
assistance from NRMP/DWNP personnel.

In the case of the CECT, a three-year contract was signed last year with an operator and was
recently renegotiated after members objected to poruons of the contract. As it turned out, the
Trust Executive Committee members responsible for the negotiation had not read the final version
of the contract before signing and were not aware of some critical changes. The operator agreed
to renegotiate but voiced concern about the trust’s view toward legal agreements Both the trust
and the operator requested assistance from NRMP/DWNP personnel to help sort out the
confuston

The evaluation commuttee considered these lapses more as part of the learning process We see
the more significant change as the imtiatives by members of the trusts to get the process back on
track whereby rules and procedures are followed. There are some self-interested groups within
trusts and some operators outside the trusts that appear to be trymng to circumvent the rules and
procedures of the trusts to serve their own interests. But, the majonty of people apparently have
seen the benefits of an open and transparent process where every stakeholder’s mnput counts and
are very 1nterested 1n strengthening the rule of law instead of giving into the seif-interests of a
few

It 1s the opmon of the evaluation team that a critical contribution of the NRMP will be to ensure
the establishment of independent and self-sufficient trusts at Chobe, Sankuyo, and Gweta. These
will serve as models not only for commumities 1n Botswana but 1n the rest of the subregion. As
will be discussed in greater detail 1n other sections, CBOs have important roles to play in the
subregion n economic rural development, environmental conservation, and governance. And, as
Shaikh (1996) noted, Botswana 1s the leader 1n the development of CBOs.

At both Sankuyo and Chobe, we were told by the community as well as by the GOB officials that
the trusts are on their way to independence and seif-sufficiency, but that if the NRMP personnel
were to leave next year, the probability of the trusts becomng fully independent would be less
than if they were to stay for an additional period of ume. In two years each will be at a cnitical
transiton where the stakes are substantially increased. The Sankuyo Trust, now ehgibie to enter
only single-year contracts, will be ehigible to enter mto three-year contracts. The CECT, currently
under a three-year contract, will graduate to beng eligible for a fifteen-year contract. Making
mustakes in selecting operators or signing contracts under a one-year contract 1s painful but not

fatal. Making senious mistakes under a three or fifteen-year contract may be fatal for the CBO--as
well as for the CBNRM concept.

We were also told by other donors that terminating the NRMP before viable trusts were
established mught be worse than not having started the project. Expectations have been raised
very hugh at the levels of the communites, GOB, operators, and other donors. The NRMP has
successfully demonstrated the linkages between CBNRM and increases 1n the rural economy and
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decision-making heretofore dented themn. The impacts of this will be seen 1n a more equitable
division of wealth and labor by gender over tume

One can make a stmilar argument for disadvantaged ethnic groups, people who have lost access to
cattle to recession, cultivation land, which of course also inciude women.

Batswana women 1n communities appear to be respected and empowered. Although they may not
be equally represented in the political arena, they do take leadership positions on village
comrmttees and are the prime beneficiaries of most veld product enterpnises. They also benefit as
communty members from the jobs, meat and tncome provided through wildife utihization joint
ventures. Furthermore they are equal partners in training activities, exchange visits and such like.

Despite the apparent mnclusion of women 1n decision making, NRMP needs to ensure that as
enterpnises are developed women continue to remain in a driving seat and that they are not
disempowered or dismhented as veld products which have always been considered women's
goods are commercialized. NRMP also needs to understand what incentives women require to
partcipate more fully in the economic enterprises being proposed. Finally NRMP shouid
encourage the greater involvement of women in the vanous government departments 1n the
project (the civil service appears to have less gender balance which resuits tn more of the
government advisors seen 1 villages being men). Civil service women also need to provide role
models 1n 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 substantial progress against the fifth objective. However, a major problem
1s the lack of standards and selection critenia for personnel within DWNP. Under the NRMP the
Problemn Amimal Control Division mnitiated the use of stnct selection cntena and field traing for
its officers. This was a first in the DWNP. Now that one unit use selection critena, there 1s a
model for which to use for other umts. It will take several more years to get this process used in
other sectuons of DWNP.

The role of the DWNP is changing from policing and regulatory to outreach. For example, they
play a support role in a trust’s selection of an operator. They review the technical proposai and
provide an assessment to the trust’s selection commuttee. They do not assess the financial
proposal. The trust selection commuttee takes the DWNP’s assessment 1nto account bat 1t is up
to the commuttee to make the final selection.

As another exampie, the DWNP is one of the few wildlife Departments in the subregion to have a
social science division. While the division 1s still relatively small and young, its members are i
demand by communities to conduct surveys and facilitate the operation of the CBO. The
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expended. In this case activities are replicated untl year 2002 at which pount all the relanvely
easy community projects would be in place. and all community wildlife management projects
would be mn place. The cochineal sub-project was not replicated as thus type of very high value
niche 1s hmuted. The other activiies were used as lustrative of the type of returns that could be
expected from further acavity

:Tahlé:9s Ecomosmiareturs on investment to-commanitios et opwing —— -~~~
Milhions US Dollars
Opuons Investment Addinonal Rewumn Internal Benefit cost
Investment rate of rauo
returmn

End project $1989 0 $50 39 5 60% 25

Two-year 324 68 $479 $70.98 6.90% 29
extension

Five-year $30.22 $5.54 $167.08 10.34% 55

1 w - —

Note Ths table includes community benefits only, and does not inciude secondary benefits, indirect benefits, district
government benefits, mndividual benefits, nor reinvestment benefits

The internal rates of return of the analysis are seen 1n Table 9. The two year and the five year
cases are more than acceptable for a private sector venture constdenng the conservatism of the
analysis. Considenng that it 1s a bilateral aid project housed 1n a government agency, it 1s
astoundmng. However, the two year case 1s stull picking the fruit before 1t 1s nipe.

Over the economic tume frame, project mvestment 1n COMMuRIty TESOUTCe management capacity
will have economic and financial benefits far exceeding break-even for the investment made by
USAID and other donors. In addition this capacity may be used 1n other non-resource based
sectors of the economy and the society to further advance rural people. From the view point of
benefits to rural poor, the extension of five years makes the most sense. From the point of view of
consohidation of investment and economuc efficiency, a five year extenston makes the most sense.

From the point of view of balance of payments and economuc stability, a five year extension 1s the
best choice.

43  Regional Impacts
The project 1s inherently regional in nature from an economic point of view. Botswana enterprises

develop high value products for trade with South Africa and the international market. The entire
gamut of project activities, including veld products, wildlife harvesting, and tourism, produces
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In addition to fimshing the development of a viable model for CBO-govermnment-pnivate sector
modeis, continued assistance to communities like Chobe could be implemented on a sub-regional
basis. For example, Narmbian communities bordenng the area managed by the CECT are
nterested in the expenences of the CECT. The same case may be the same for communities 1n
Zimbabwe and Zambia. While not compromusing support to the CECT whuch will carry 1t to the
potnt of being a viable and independent organization, a multinational team could be formed n the
four-country area around Chobe that would include representatives from the communities,
governments, NGOs, and pnivate sector in all four countnies. The TA team supported by the
RCSA would be stationed in Chobe, but would faciitate exchange of information and expenences
across borders. Regular exchanges of information and 1deas would be occur.
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50 PROJECT MANAGEMENT ISSUES
5.1 Contractor Performance

The main contractor for the NRMP 1s Chemomnics International, with two sub-contractors
[Domestic Technologies Incorporated (DTI) and Conservation Internanonal (CI)} whuch provide
some of the long term advisors. DTI provides advisors for problem animal control/NRM,
resource econormust, and BWTI tramners; CI provides the Commurmnty Extension Advisor USAID
also has cooperative agreement with PACT whose activities fall under the overall Botswana *
component of the NRMP.

In general the performance of the contractor has been exempiary The project has consistently
documented 1ts progress and constraints encountered. The constant analysis of current problems
and open discussions on potential solutions is evidenced in the amount of team work mnvolved 1n
the project. The professionalism and expertise of project staff has been a consistent, giowing
observation by all partmers and stakeholders interviewed. In addition to competently conducting
their tasks as per their scope of work, each project member engages 1n a wide vanety of acuvities
which go beyond their scope. This willingness to be flexible and respond to opportunities has
been instrumental 1n producing the resuits of this project to date.

The evaluation team was continually impressed by the amount of leveraging the project has done
to produce more than the allowed budget. NRMP deserves to be recognized that the team did
not just go for pomnts, but consistently strove to have mnput and a voice for CBNRM whenever the
opportunity arose, even 1f the team didn’t get full credat for 1t. As part of its assistance the NRMP
provided econornic analysis and a survey on the potential of the forest (A mull operated up to
1993). As further assistance to the CECT and Forestry Service, NRMP heiped conduct a market
survey for wood that would be salvaged. This survey showed a good potential for wood and
wood products and is indicative of the broad range of assistance being provided by the vanous
advisors.

IRCE has made an exemplary effort dunng a quick start-up phase to initiate capacity-bwmiding
exercises and develop a grants management mechamsm. This start-up phase was positively
affected by the highly competent and professional Batswana staff recrusted by PACT.

However, a competitive atmosphere appears to exist between NRMP and IRCE that works at
cross-purposes to the common agenda of both agencies. Both chuef of parties are working hard
on thus relationshtp but it may be ttme for the USAID project manager to step 1n to promote more
effective team building and a greater degree of mformation sharing and collaboration. IRCE
should not see 1tself in competition with NRMP advisors nor should erther component see itself as

having all or even the nght answers. Simlarly, NRMP and USAID should not see IRCE as a
funding body.
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Greater leadershup and factlitation role to unite the team  Regardless of reguiar
USAID/ project staff meetings (usually on a weekly basis) there could be more
cohesiveness 1n team approaches to CBNRM, especially between IRCE and the
rest of NRMP staff. In this context, the project manager needs to take a more
assertive role 1n ensunng communication and coordination of all project
components

RCSA management needs to become more fully aware of project developments in
the field as they have signuficant tmpacts on other strategic objectives (Democracy
and Governance and Small, Medium Enterpnises). This will provide wnsight for
management to improve linkages between the strategic objectives.

The RCSA and Strategic Objective team leader’s failure to communicate their
concerns creates an apparent lack of interest and communication with project staff.
This atmosphere makes project staff question the degree their opinions are
considered and may lead to demoralization.

Thus apparent lack of support has raised substantial concerns among government
officials and other donors. They fear that if the project 1s not supported 1n the
future 1t will “muddy the waters”™ for all future CBNRM activities.

USAID must provide clear gmdance on what data it expects the project to collect
to feed into its own reporting procedures. It 1s recommended that the project
manager and project staff develop, and agree upon, appropnate data requurements
to determine progress toward resuits. The Fiebig report should form the basis of
these discussions as well as the socioeconomuc studies already conducted under the
project.

Partner Participation

53.1 Department of Wildlife and National Parks

As this report documents, DWNP is in the process of implementing one of the most successful
natural resource management projects i Africa. It 1s also implementing the largest effort to
diversify the rurai economy. However, the department has internal structural problems that
preciude 1t from expanding more effectively toward impiementing CBNRM. Staff shortage and
the fact that potential counterparts have been sent on long-term tramming programs have made
DWNP’s involvement 1n ensuring long-term sustainability of the project sporadic.

To solidify gains and progress to date, more governmental support needs to be given to DWNP to
strengthen 1ts staffing at headquarters and in the distnict. The lack of counterparts to the advisors
has been the single most important detriment to sustainability of some of the community activities.
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6.0 LESSONS LEARNED

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

CECT 1s attracting considerable attention from other commumties and from outside of Botswana.
Because 1t has increasing revenues and 1s getung involved 1n more enterprses, other communines
are becoming interested mn 1mitiating their own trusts. The finding 1s that 1t 15 better to have a few
CBOs which are capable of convincing other commumties to commut themselves to developing
thetr own CBOs than 1t 1s to have a number of CBOs which are less than compelling.

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

The approach of the NRMP/DWNR to supporting the deveiopment of CBOs built CBOs that
were more commutted to being independent and self-sufficient. NRMP/DWNP personnel worked
at the rhythm of the CBOs and did not try to force a schedule dnven by outside factors such as
annual targets or budget pipelines. This approach let them avoid the trap of having to provide
communities with exogenous incentives to entice them to form or operate a CBO. For example,
the NRMP/DWNP team worked 1n several communities which were not ready to commit to
forming an openly transparent and participatory CBO. Instead of forcing the issue, the team
walked away and did not go back until the commumities mdicated that they were commutted to
making and following participatory and open processes. As a second example, when PRAs were
carned out wn the Chobe Enclave, only three of five commumities were genumely mterested. The
team Limited the PRA to those interested communities. Today, these three communities have
created commumty development plans which have served as models for rural development.

The Mission 1s aiso to be commended for calling 1n a team early on 1n the project to cntically
assess the basic assumptions of the design when more CBOs were not being formed. The finding

of this evaluation was that basic assumptions were mcorrect. By applying the lessons learned, the
design of the NRMP was changed and results achieved.

The approach taken by the Mission and the NRMP team has lessons for programs n the
subregion and throughout Africa. There are too many times when projects and programs are
graded on targets such as numbers of CBOs formed 1n a given year which drives them to provide

artificial incentives. In many of these cases, the results of the projects are very short-lived after
the withdrawal of the project.

3. Time is required to overcome uncertainty and vested interests in establishing
independent and self-sufficient CBOs.

The 1mtiation of each CBO has been linked to changes 1n peopies’ attitudes and perceptions.
These changes have manifested themseives 1in new relatonships among commumties members,
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4. Confidence and trust among players were essential parts of the process of
developing, approving, and operationalizing trusts.

Confidence and trust contributed to the Distnict Land Board’s taking the responsibility of signing
the lease with the operator 1n the place of the Chobe Enclave CBO, and 1t contnbuted to different
ethnic groups comung together 1n Xa1 Xa1 to operate an enterpnise  We also found that trust and
confidence 15 not automancally conferred upon foreign technical assistance teams, and that it
takes tume to budld this. In Chobe we estimate that it took about a year. It may have taken a little
less tme 1n XarXai. In any case, a consequence of a break in the work of the current team would

cause a luatus 1n thus level of trust at this cnical me. A hiatus would require 1 year or more to
build up trust 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 are at a critical stage. The Chobe Trust 1s entening the second
season of a three-year contract with a private operator. Within two years, they would be ehgible
to enter 1mnto a fifteen-year contract with private operators. This will be a critical test of whether
the trust 1s viable or not. The way that the current contract 1s being handled indicates that the
trust has growing to do. For example, the contract between the trust and the operator was signed
last year but was renegotiated after the first hunting season. It turned out that the trust commuttee
did not read the final contract offer before signing, and the operator had put language in that had
not been fully negotiated. This discrepancy was not noticed until after the first season when the
trust did not receve the full level of payments which it had been expecting. A cniical questuon
facing the trust 1s whether 1t accepts responsibility for carrying out the terms of a contract 1n
which 1t entered 1nto or whether 1t sees itself as a passive beneficiary of the project. If the former,
the trust will figure out ways to follow the ruies and procedures which it itself established, If the
latter, groups of people 1 the trust will try to circumvent the process to achieve short-term
advantages at the risk of violating the spirit and letter of the trust’s constitution and contract.
Whether 1t goes one way or the other depends upon whether peopie have enough confidence that
following processes and hononng agreements will provide more benefits than could be ganed 1n
the short-term by treating the contract as a project.

A constraint to developing strong CBOs is the restrictions that many have imposed on the
members of the Executive Commuttees. For example, rules that guard agamst conflict of interest
preciude board members from receiving training and taking paying jobs withun the trust. Whule
the rule of many ments, it poses a disincennve to bemng a board member.
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8. There is a generaily-held concern that if the project ends now, high
expectations will have been undercut.

At a donor meeting, the evaluation team was told that establishing a viable CBNRM program
requires 15-20 years Donors also noted that the NRMP has been successful in demonstrating the
benefits of CBNRM and 1n raising expectations about its potential. But, if viable and self-
sufficient CBOs are not established, then 1t would have been better not to have imitiated a
CBNRM project. Faling to follow through at this point will be worse than if nothing had been
done because 1t will be harder to start.

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

The economy of several communities which we visited had narrow foundations and needed to
diversify the sources of their livelthood. Livestock, for example, 1s a major pillar of the economy
but 1s being concentrated more and more 1n the hands of a few. On the other hand, the NRMP
has been successful 1n expanding the options available for people and increasing the points where
people can enter the cash economy.

Even traditional sources of hivelihood are at nisk. In some hunting communities, there 1s not
sufficient game to accommodate quotas. The drought and lack of adequate extension has put
agriculture at nsk. Farmers are paid to plow and provided with subsidies for fences and fertilizer,
but yieids do not seem to be increasing. With new emphasis on self rehance and awareness of the
poor economic return and effects on the environment, these subsidies may be reduced or ended 1n
the future. When they are, the types of enterpnises being created under NRMP will become
increasingly more important for the rural economy

10.  CBOs play critical roles in the development of the rural economy and in the
sustained management of the natural resource base, both at a national and
subregional level.

Rural people are the interface between-national and subregional policies and the natural resources
base. Expenences from the NRMP and other :imtiatives show that no matter how good an
environmental/natural resources (ENR) policy, 1t will likely fail if 1t goes against the interests of
the rural population. There simply are not sufficient means to aiter the final outcome. These
same expeniences show, however, that if a policy 1s in the interest of the rural population, success
1s likely. (For example, in the Chobe and Sankuyo Trusts, ex-poachers work hand-in-hand with
the GOB to responsibly manage wildlife.)

As noted above, members of CBOs have more incentives to provide stewardship to the natural
resources base than they would as individuals outside of CBOs. For exampie, CBOs can produce
revenues through joint ventures with hunting and tourism operators. Wildlife become much more

Tropical Research and Developmens, Inc. 6-5



Final Evaluanon of the Botswana Natyral Resources Management Project

increased access to resources and decreased independence, government officials face uncertainties
about therr roies in dealing with CBOs As the NRMP and other CBNRM have demonstrated, the
roles of government officials will change: instead of being an authonty concemed with reguiation
or providing extension prescriptions, the civl servant becomes a partner that faciitates a process
i which much of the authonty and decision making resides with the rural people Just as 1n the
case of the community member, government officials can confer with their GOB peers to make
informed decisions about the imphications of strengthening CBOs and 1n establishing them.

While lessons from the CBOs in Botswana may not have universal application across the
subregion, it appears that many lessons have importance. For nstance, the Distnict Commussioner
of Kasane recently visited with his peers in Zimbabwe where, due to differences 1n government
structures and phtiosopiues, he found 1t difficult in the beginning to have a meaningful exchange.
But, when he discussed the CBO expenence, he found common ground with hus colleagues. They
were partcularly wnterested i how the CBO approach made the job of delivering services to
commumties much easier. The fact that commumties were much more effective 1n seting their
prionties and were willing to commut their own resources made 1t much easter to target how the
GOB would partcipate. For exampie, he noted that the CECT, as prionties, requested assistance
1N trainIng in managing natural resources and 1n managing enterprises.

To rerterate, the trusts established under the NRMP are invaluable assets for those 1n the
subregion concerned about rural economic development and natural resources management.
They are some of the few cases where people from all the vanous groups can find for themselves
answers 10 questzons wiuch are the source of much of the uncertainty and resistance. In this
sense, they are not templates for others to mumic, rather they are resources. The current trusts
(Chobe, Sankuyo, Gweta, etc.) are examples of what a CBO can do, what they look like, and how
they are established. They also reveal what obstacles have to be overcome and what types of
acaviues are most effective for overcoming them. People 1n these communities are resources
which people from other communities 1n the sub-region can come and learn first hand about the
advantages and disadvantages of a CBO. Pnivate operators from the subregion will be able to
learn first-hand from their colleagues about the benefits and constraints of working with CBOs.
Govermnment officials will be able to find out what the new relanonships between CBOs and
District governments mean 1n terms of their authonity and in terms of what they can deliver to
rural populations.

Additional lessons that may be distilled from this evaluation of the NRMP seem to be relevant:
1. Project planners must acknowledge that community capacity-building should foster

responsibility and not just parucipanon. This is a ame consuming process that
normally goes beyond the typical project life span.
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7.0 POST EVALUATION 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 1s a viable approach to developing the
rural economy and decreasing environmental degradation, but more time 1s required before 1t will
establish self-sustaimng and independent trusts which set their own prionties, commut their own
resources, and competently manage enterprises. Based on expenences elsewhere, the true payoff
from the NRMP will come when these are established and serve as models for other communines
and governments in the subregion. Considering NRMPs excellent progress to date and substantial
contributions to the regional strategic objectives, the evaluation team feels strongly that USAID
should consider a long term commutment (5 years or more) to community-based activites. Thus
will capitalize on the mvestment aiready made by the GOB and USAID. The potential value
added of an extension for each component of this investment 1s outlined 1n Annex 1

The Chobe and Sankuyo Trusts are both are at a crtical stage which likely will determine whether
they become self-sufficient or not. Both are two years away from being eligible for a longer-term
Jont-venture contract. The stakes for both are growing: the revenues from the main enterpnses
are growing and the options for the diversifying the activies are increasing. Members from both
are becoming more aware of the benefits as well as the consequences of not following the rules
and procedures agreed to in the Trust Deed and 1n the contracts. Members are also becoming
more aware of the need to train members 1n financial management and natural resources
management. But, the expenience 1s still new, and people told us that they are still uncertain how
to deal with such 1ssues as vested interests and the operation of the trust. In interviews and
meetings members of the trusts were clearly concemed about the possible departure of the NRMP

team. In addition to specific requests for assistance, there seemed to be a desire for an honest
broker.

In addition to the desire expressed on the part of trust members, GOB officials also expressed
concern about the team leaving next year. While much of the trust and confidence n CBNRM
held by the GOB officials was produced by the progress of the trusts, some 1s still linked to the
technical assistance team. This will probably be the case until the trusts reach the self-sufficient
stage. In Chobe, there is particular need to maintain some continmity because GOB officials key
to the development of the CECT are leaving. The Distnict Commussioner, the Land Board

official, and the head of DWNP--all who have been 1n Kasane since the beginning and played key
roles—-are all leaving.

The team should be extended at least two years to provide assistance to the Chobe, Sankuyo and
Gweta Trusts duning this cntical period. Also, the same team should be mantamed. In addition to
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would come from the DWNP personnel--using their expenences from the CECT--and their
counterparts in the neighboring country In the beginning, the DWNP persoanel-with mimmal
assistance from the NRMP team--wouid probably be providing most of the technical assistance.
But, personnel from the other countrnies would also have constructive nsights into how the CECT
may work better The primary expenses to the Regional Program would be trainung for CBO
members and per diem and travel for the national personne! from each country.

The four-country activity in the Chobe area would also protect the investment 1 the CECT as
well as diffuse the CBNRM concept and strengthen subregional collaboration. First, the viability
of management plans in border communuties 1s depends upon the poiicy in the adjoinung country
Since much of the wildlife crosses several borders, a poor wildlife management policy in one
country could put all pians in jeopardy. Or, fishermen in one country mught use a smaller-mesh
net than fishermen 1n other countries, effectively nullifying benefits of good plans. Second, even
an uniform policy does not guarantee evenly good management. Communities without the
capacity to make the policy work to their advantage will not respect it. But, the CECT offers a
model for others to use to establish CBOs that benefit from good management.

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

Naturally, the viability of CBNRM for conserving resources depends on an active, dedicated
support network and extension service for communities encompassing many sectors. NRMP 1s
assisting 1n the creanon of this support network through its capacity building acavities with
DWNP, districts and NGOs. To its credit, DWNP has taken on the lead role 1n providing support
to commumnties to manage and economucaily benefit from their natural resources. In domg so, 1t
has acquired the obligation to ensure that this support continues 1n the long term and s of the
hughest quality possible.

As discussed 1n this report, a major constraint on the conunuity of NRMP activities has been the
lack of appropnate, qualified counterparts and a departmental budget for CBENRM. The
responsibility for project implementation cannot be productively shifted to counterparts untal they
are duly appomted full tme and trained in their responsibilities. Although there has been a marked
improvement 1n this situation during the later half of 1996 (mostly due to better DWNP
management and counterparts returning from overseas tramning) there are many positions that are
left unfilled at headquarters and the district level. To remedy this situation, and as a condition for
further USAID support, DWNP shouid appoint appropnate, qualified counterparts and budget
appropnately.
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2 The project should continue to assist in policy development where possible
Examples of future policy work that may be needed include regulations for WMA
management and cooperative management between parks and people

3 As conditions warrant, the project should direct increasing attention to
constderation of the open access guestion of veld resources Thus should be done
to the extent of where thus differs from the solutions being promoted for wildlife

4 Assist DWNP and other policy stakeholders to complete the process of consensus
building, amendment, adoption and impiementation of the community-based
natural resource management policy document currently under preparation

s. To maxumize mnstitutional development withun the DWNP for CBNRM, the
department should permanently assign counterparts to NRMP advisors instead of
sporadically. This must include the requured resources necessary for the
counterparts to work effectively. More than one counterpart for the advisors
would be most beneficial. Moreover, mnput from NRMP on which counterparts are
selected would be beneficial to ensure that the individuals have the appropnate
skills and aptitude for the work.

6. Distnict Admunsstrations should aiso appoint counterparts officially to project staff
to maximuze transfer of skills.

7. The project should focus more on building capacity of the districts to assist
communities 1n natural resource management and to 1ncorporate community
action plans in the district development pian. An obvious entry point 1s to work
with a distnct/commumity team to formulate and implement community action
plans Ths will ensure mclusion of action plans mto the district development
planming process. All counterparts should be engaged 1n this process where
possible. IRCE should provide support to ensure that this hnk between
communities, district and national government 1s effectve and responsive.

8. NRMP should assist HATAB to explore possibilities for defining and
implementing standards for tour operators vis a vis the communites.

7.2.2 Planning and Research

1. The project should assist 1n developing management plans for the Kweneng and
Southern Wildlife Management Areas if requested by the distnict, and if the plans
can be compieted before the project completion date.
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The project should. through 1nput from the trusts, develop general guideimes for
procedures for benefit distnbution from the trusts. The general gurdelines should
be adapted and adopted by each separate trust.

The project should assist trusts to develop procedures and plans for the use of
trust funds. While DWNP and project staff have a long-term vision of the benefits
of CBNRM and potential uses of profits, the community themselves must develop
a vision. The project should assist the communuty to develop a vision of where
their community would be in the future - 20 or more years. This vision will help

them work toward a common goal and provide msight on prionties for nvestment
of trust funds.

The previously mentioned communities should receive continued assistance with
planned acuvities, as appropnate and as requested.

7.2.4 NGO Inveivement in Community-Based Natural Resource Management

L.

IRCE should continue for two additional years wath its dual mandate of building
CBO capacity for CBNRM and grant management.

IRCE must stay focused on the goal of increasing communities capabilities for self
management and therefore, mamtain emphasis on CBOs.

IRCE should facilitate, as requested, an eventual “NGO Structure” but the
establishment of one should not be considered as a “deliverable.”

IRCE should actively facilitate an eventual independent CBO umbrella structure.

The grants management procedures in place should become more transparent and

ensure technical guidance from NRMP advisors. In this regard the following 1s
recommended. -

a Criteria for proposals to be considered for funding should be “tghtened
up” to ensure proposals directly relate to NRMPs goals and objectives and
that if a new partmer 1s involved, it has a constituency mn the CBO or 1s
providing a relevant service.

b. The Proposal Review Commuttee should be expanded to include NRMP

counterparts with assistance from the advisors and chaired by the USAID
Project Manager. Decisions of this Commuttee should be final.

c. The Proposal Review Commuttee should ensure that grants do not take

away the responsibility for CBNRM from the commumties, act as a
surrogate for community involvement or provide capital input that exceeds
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c) team butlding within the Admunistration unit toward creating a service
orientation

DWNP/DPSM shouid officially assign the Assistant Director of Admunistraton as
a counterpart to the advisor.

The computer records post should be immediately filled by a qualified person of
the appropnate rank and authonty. Several officers wittun the Adminstration unut,
however, should be competently trained to use the records.

Selecavity of training toward community deveiopment/extension onentation and
admumstration skulls should be increasingly emphasized, as opposed to traditional
wildlife management technical subjects as outlined in the traiming needs
assessment.

Senior staff within DWNP and DPSM need to revisit the selection process for
training opportunities so that the appropnate staff are trained to further the
capacity of the department to impiement 1ts mission statement. An action plan by
the trainee and supervisor of how the trarming will be used on the job should be
developed and evaluation made within s1x months of return to service

The pre-service traimng program should be continued and refined. For example,
adding a pretest to the recruitment process would prescreen applicants and
minimize cost.

Local contractors should be used to supply in-house services for traiming of
administranion unut and semior district supervisory staff in management principles,
team-building and computers. This should not be classroom training, but rather
practical, on-the-job tramning that contnibutes to solving current problems with
evaluation and follow-up to insure skills transfer.

Interfacing with other donor and government agency HRDUefforts should
continue on orgamzational development for the implementation of job descriptions,
career path development procedures and performance standards.

Two BWTI instructions should be continued for two years with continued
emphasis on transition of all courses (pre-service, IBT, certificate). Advisors
should have techmcal backstopping function and collaborate on evaluation of

ceruficate course, traimng of instructors, and development of specialized short
courses/modules that are linked to Certaficate program.
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Accreditation of the certificate program needs to be secured officially from DPSM
within Botswana and relevant wildlife traiming institutes 1n the region

Use or coordinate with trained Probiem Anmmal Control mnstructors in M & U for
the BWTI specialized module.

Effective qualified Problem Ammal Control officers should have expenence
working with animals to service communuties. Otherwise, there is a tremendous
safety nsk to both the officers and the public. The Problem Ammal Control unit 1n
M & U m consuitation with the NRMP advisor should be given full support from

Headquarters and the districts n designing procedures for appropnate training
venues with animais.

Community escort guide traiming should mnterface with BWTL if possible, and

traimng should be extended to incorporate montonng skills 1n all natural resource
utithzation.

Formal and Non-formal Environmental Education

1.

Use the Veld products video by NGOs (Thusano Lefatsheng/Veld Products
Research) with stop video techmques at capacity-building workshops, BWTI and
by the Conservation Education division of DWNP.

Coordinate and maximize the muitiplier effect of teachers using the NCS videos by
having a DWNP representative provide a brief presentation using parucipatory
methods at already orgamized teacher training events. This wouid be valuabie
skills practice for new commumity liaison officers and/or interested game scouts
and would require a mimmum of effort or cost.

Coordinate distribution of matenals with the environmental education efforts at

Mokolodi and other active centers. This facility services 7,000 chuldren-days/yr
including teachers. Distribution of matenals (NCS videos, posters) to their staff
would again increase the multiplier effect with 2 mmimum of cost or staff effort.

Develop the potential for BWTI/DWNP, NGOs, CBOs participation at the 1998
regional environmental education conference. Development of a display and bnief
(1 page) examples with one or two photographs of the different Veld
products/Wildlife utilization efforts would be useful products to share both within
the educational community nationaily and in the region.

Extend the contract of the current Conservation Education advisor for two years.
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2) mtial application thwarted by barmers encountered which results in negative
reinforcement and then the participant 1s unbikely to try again.

Relate follow-up activities to the recommended actions that participants have Listed
as part of the wildlife policy workshops. Record-keeping 1s criical, but can be
sumplified using a standardized form which can be penodically reviewed to
evaluate the impact of the extension efforts and spin-off acuviies The monitoning
and evaluanon component of NRMP could assist in developing a sumpie follow-up
strategy to monitor and record results. Time given for wniting must be part of the
process.

Continue cosponsoring events at the district level and expand participation 1n the
events of other agencies (NGOs/CBO, teacher tratmung). This expands the impact
of efforts at a mimimum of cost while at the same ume increasing sustainability by
increasing networking.

Continue matenials development n Setswana whenever possible, for displays,
sumple brochures, and expand topics to include veld products, relation with
agnicultural policy and the range of CBNRM options. Localize mnformation to suit
the needs of the target audience and speed actual implementation on the ground
(gazettements, management plans, maps with boundanes, quotas).

Repnnt a large number of selected posters using a smaller, non-lammated, less-
costly production method 1n order to have broader coverage. Posters should be
promunently displayed m as many places as possible including DWNP
Headquarters, every distnict office, every active educational center, every active
environmental education or conservation-onented NGO should have a set of
posters and/or display. Every game scout leaving BWTI should have a set of
materals to use. Game scouts and other semior DWNP staff aiready attend and
participate 1n a wide number of capacity-building workshops done by IRCE, NGOs
and CBOs. Conservation education matenals should be used whenever possibie at
these events.

Contnue the production of the CBNRM video as rapidly as possible and put mto

Maximize publicity to build awareness in the general public by expanding the
multplier effect and networking potential of key target audiences. Strategically
use available resources by broadening the vanety of activities to include shorter,
less-expensive, less ime-demanding forum than oniy three day workshops.
Explore the use of medra channels for press releases, radio, TV, video,
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Annex 1: Value Added and Constraints to Project Components with an Extended
PACD

Personnel Planning and Traming

- DWNP will have developed a personnel planning and training program

- Increased effectiveness of the DWNP extension service that has the tools and commutment
to work 1n support of CBNRM

- Increased traiming for district officers in CBNRM imtianves

- Creation of adequately staffed and tramned sociology office as part of an adequately staffed
and trained community extension urnit

- BWTI directly addressing vocational skills of DWNP staff

Constraints.

- Cuvil Service regulations that prevent DWNP from huring staff, buying vehicles,
decentralizing budgets need to be reformed so political will, when 1t exusts, 1s not
undermined by bureaucracy

- Need a strong comrmutment on the part of BWTI to carry through standards of training
and discipime

Policy and Institutional Development

- CBNRM policy will have been vetted, adapted, approved and implementation started

- Additional CBNRM guidelines will have formulated (i.e., trust formation, dismet
wnstatutional gudelines for CBNRM, benefit distibution, accountability)

- Development of a strong CBO network capable of articulating interest and itiating
action

- Creation of policy which transforms current open access resource regimes to a common
property, community managed regime

- Increased CBO/NGO participation in national policy areas

- Policies will be adopted and not just i discussion stage

- Policies will become more broadly understood

Constraints

- Policies can be produced but will not be impiemented without commtment

- Inadequate extension capacity of institutions at commumty level to manage resources
- Lack of a public awareness/relation outreach forum

CBNRM - Wildlife and Veld Resources

- If DWNP/NRMP succeeds 1n bringing ownership to open access resources (all veld),
CBNRM rasses the intrinsic value to users. This added value can transiate into improved
mcomes for marginal, impovenshed people and improved mgt practice

- A number of communities will have the capacity to deal with their own problem animal
control problems, thereby alleviating a hard-pressed DWNP
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umts at MLGLH, MOA, to facilitate and integrate research on all natural resource use.
and provide a inking and capacity building forum

Constraints

Where based? Currently 1 person tn DWNP wit- no authonity What forum 1s appropnate?
Management must see inforrnation as a tool not a threat

EIA - legislation and how M&E is linked

CBO/NGO Development

Governance (Board training), management practices, financial management, leadershup
skiulls, commumty facilitation skulls, technical advise on a consistent basis from
stakeholders DWNP/NRMP/IRCE enhanced.

CBOs wouid have been 1n existence for a long enough peniod of tume to resolve
orgamzational conflicts and to establish an approach that “works”

A vibrant CBO network giving them a united approach and political clout. This cannot be
done 1n two years -it mught be possible in 5 years.

NGOs- key role as neutral coordinating agencies(watch dog role) between commumty and
venture partners should aiready be brought 1nto process

Expanded number of CBOs/NGOs working toward CBNRM and commumty
empowerment through provision of capacity building support, skills transfer and
advocacy.

Smail group of NGOs capable of facilitating CBO strengtheming

Increased policy formulation and implementation mmtiated by CBO network or CBOs
individually - product of the mstitutional development referred to under that section.
Develop an organizational development plan coming up with deliberate intervention plans

for existing NGOs, have effective NGOs and thus could be achieved through the OCAT
also for CBOs

Constraints

how to make it Botswana driven?

How to get service to CBOs?- combination of services-

gov't limitations/civil service -

NGO limitations/conflict as gatekeeper

formation of NGO that respond to real consttuency base -could provide services

ENVIRONMENTAL EDUCATION

Formal- institute programs through agencies such as Curriculum Development Division-
build on exisung matenal

Wildlife clubs, etc. supported (possibly taken into the hands of Education Department)
Non-formal- NCS potentially important role player in information dissemination and
coordination of environment related extension
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Annex 2: Macro and Micro Economic Analysis

ECONOMICS Macro

Botswana 1s fortunate to have recetved the services of two world renowned econorusts looking at
the role and potential of natural resources 1n the national economy The following section draws
heavily from Shaikh, 1996 and Tyler, 1996. Unless specifically stated, all of this section 1s
referenced to these two authors.

Godfrey Tyler looked at the role and potential based on the Social Accounting Matrix (SAM)
which 1s a system for placing the costs and benefits of the vanous sectors of the national economy
1n a balanced account sumular to the way a smail firm uses double entry bookkeeping for its
accounts. He used the SAM to construct a modeling framework called the Computable General
Equlibnium Model. Thus allowed the observation of potential effects resulting from changes 1n
assumptons. It 1s a big “what if”’model.

Tyler ran a base case and six simulations with this model as follows.
1. Increase beef export demand by P 14 million
2. Increase hotel services demand from visitors by P 14 mullion
3. Increase hunting demand from visitors by P 14 million

The complete effect of these three sumulations on the base case for vanious sectors of the
economy can be seen in Table 1.
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Table from Tyler 1996. Line 18 was dropped to the bottom to facilitate graphing

Fourteen mullion Pula 1s about 10% of the foreign exchange earnings of both the
agniculture/beef/processing and the hotel sectors. The sectors mnvolved only form a small part of
the national economy thus the effects on other sectors and on the GDP are relanvely small
Huntng does the best by increasing the GDP by 1.2%, followed by hotels. These two sectors
also out preform agnculture/beef/processing 1n balance of payments, and budget surplus, has
equal effects on skilled labor, and waged rural; has smaller benefits on unskalled labor

Sector 18 was omuitted as the magmtude of change 1s so large that other sectors cannot be seen 1n
the resulting scale of the graph.

increase Beef, Hotels, Hunting by 10%
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4, Shift proportions of hunung value added from .2 informal .8 profit to .S and .S.

This shifts some benefits from export huntng from commercial operators to local communities.
Thus increases returns and employment 1n the mformal sector which grows by 7.9%. The hunting

sector expands by 14.9%, cattle expands by 1.35% for local consumption, and agnc/processing by
84% for the same reason. The overall effect 1s an expansion of the GDP by .4% the highest of
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“In many parts of rural Botswana the comparative advantage lies 1n marketing the rural resource
base 1n ways which generate much higher levels of mcome than would subsistence use of the same
resources Wildlife and veldt products may sull allow northern populations to eke out a
subsistence hiving, at least until demographic pressures make 1t unsustamnable However, these
same resources have a much higher value for tourism than for subsistence.” (Shaikh, 1996)

“The new regional economy 1n Southern Africa fundamentally alters the potential returns on
Botswana’s stock of natural capital. High value commercial uses (both consumptive and non-
consumptive) offer real alternatives to subsistence, and low value uses. Therefore, the best
economuc strategy for rural Botswana 1s a regronally-onented strategy which capitahizes on
Botswana’s comparative advantages in that market.” (Shaikh, 1996)

There is an opportunity cost for a shuft from subsistence use to marketing of the resource base at a
sustainable pace. The rural populations must give up their traditional life style as subsistence and
market use cannot occur with the same resources. The cattle interests must give up a very
lucrative activity where benefits go to very few for an acavity where the benefits are widely
shared. The policy makers must shift from giving concessions to the moneyed interests to acung
for the population in opposition to the moneyed interests.

Conclusions

If the resource base 1s managed and not destroyed, the long term potential for earning foreign
exchange, mamtaining a high GDP, and increasing rural income and employment, and serving the
majonty of the people of Botswana, lies within the Hotel and Wildlife sectors and associated rural
enterpnise development as demonstrated by the activities of the Natural Resources Management
Project.

MICRO ECONOMIC ISSUES

What are the direct economic resuits of project activities to date, where are we on the economic
time hine, and what are the reasonable projections?

The economic time line of the project has little connection with the project time line. The short
term vision of USAID administration requires looking at long term effects far beyond any PACD.
The usual ume frame of economic analysis of around twenty years 1s also not sufficient when
dealing with natural resources which, if the project 1s successful, may continue until society
decides a different use of the resource base may be appropnate. This nebulous future actually
causes no discornfort in the analysis as future benefit fade mnto time as their present day values
decrease through discounting. There are schools of economic thought that support zero or
negative discounting when dealing with unreplaceable bio-diversity or nonquanafiable esthetic
values. Both cases would apply 1n this analysis, however, the returns and the potential returns of
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The time Line chosen 1s fifty years For sustainable natural resources thus 1s 2 conservative ume
frame Shorter time lines could have been chosen but would require resource salvage value
calcuiations that would result 1n roughly the same values.

On the costs side of the equation The costs to USAID from the NGO cooperative agreement, the
Chemonics contract, AID direct costs, were included along with the costs of the government of
Botswana. These were not audited costs, 1n several cases they are estimated costs.

Resulits “
Milhions US Dollars
Optons | Investment | Addinonal Rewm Internai rate [Benefit cosy
Invesmment of return rauo
End projec $19 89 $50 39 5 60 2.5
$4 79
two year $24.68 $70 98 6 90% 29
extension
$5 54
5 year $30.22 $167.08 10 34‘17 55
extension

Table 2. Community benefits only, no secondary benefits, no indirect benefits, no district
government benefits, no individual benefits, no remnvesument benefits.

The internal rates of return of the analysis are seen in Table 2. The 2-year and S-year cases are
more than acceptabie for a private sector venture considenng the conservatism of the analysis.
Considenng that 1t is a bilateral aid project housed i a government agency, 1t 1s astounding.
However, the two year case 1s stll picking the fruit before 1t 1s nipe.

The Intemal Rate of Return 1s a poor measure for development. It 1s the return on the 1nvestment
over ime. A better measure for development 1s the Benefit Cost ranio. If this ratio 1s greater than
one, It means that the project has at least covered 1ts cost by generating returns. In the case of the
two year extension 1t generated benefits totaling 2.9 tumes greater than the costs. The five year
extension generated 5.5 times more benefits than costs.

The analysis is most sensitive to change in the cochineal price which in the past seven years has
vaned from $23 to $170 per kilo. This can vary the IRRs as follows

Worstcase  Midpoint Best case
No extension 0.6% 10.4% 11.6%
2 year extension 2.9% 11.6% 12.8%
5 year extension 8.0% 13.7% 147%
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investment made by USAID and other donors. In addiion this capacity may be used in other non-
resource based sectors of the economy and the society to further advance rural people From the
view point of benefits to rural poor the extension of five years makes the most sense. From the
point of view of consolidation of investment and economuc efficiency a five year extension makes
the most sense. From the point of view of balance of payments, and economuc stability a five
year extension 1s the best choice.

Recommendations: There 1s need for a detaed cost benefit analysis from the producers (resource
user commumnty) view pownt. This will point out incentives, sensiive vanables, and possible
policy needs, and can be used as a tool for the management of the resources.

Extend the project for at least five years. More important than the sustainability of present

communuties activities 1s the sustamnability of the process that enable communities to undertake
these acuvities

Regional E c A

There 1s no question about the regionality of this project. The entire gamut of project activities
including veld products, wildlife harvesting, and tourism, produce returns from across national
borders. All of these products and services are exported. Tourism is an export sector. Veld
products markets mcluding carmine dye, Maruia fruit products, bottled water for tounsts, and
even Mopane caterpillars, are across borders and produce foreign exchange. Probably less than
10% of project economic benefits are local origin. With this 1n mind, one of the major areas that
RCSA could address 1s assistance 1n orgamzanon of the regional tounsm industry. Regional
solidarity and pooling of marketing 1n regional tounsm circuits would do much more for the
economues of Southern African states than many so called development activities.
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Other donor representative and mternational organzatons

Ruud Jansen

Paula Chalinder
Brin Hilde Kjoelaas
James Aitken

Jan [saksen

Mr Makweets: Masisi
Heli Perret

Mr James Camey
Ms Candace Conrad
Ms Chnsune Elias
Ms Roshana Lite
Ms Leslie Mitchell
Mr Asif M. Shaikh
Mr Anthony Pryor

[UCN

ODA

Royal Norwegian Embassy

LTS Intemauonal, Ld

Execuuve Director, BIDPA

Assistant Project Officer/Education UNICEF
IFAD consultant

Consuitant. NLT Instiaute

Semor Vice President Afnca, Chemonucs

Sentor Associate Africa Progam, World Resources Insumre
Project Assistant Afnca, Chemonucs

Drrector, PACT Washungton

President & CEQ Internauonal Resources Group
USAID AFR/SD/PSGE
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Annex 5: Partial List of Contacts

Government of Botswana
Viarustry of Commerce and Industry
Tswelopeie C Moremu  Permanent Secretary

Department of Wildlife and National Parks

S C Modise

Ms Pelaeio

Mrs Pelani

Mr Kgoberego Nkawana
Mr B S Pheto

Mr Moem: Batshabang
Mr Unaugone Bulayam
Mr Duncan Keabetsue
Mr M.J] Keuhodwe

Dr David Lawson

Mr Innocent Magole
Ms Rapelang Masogo
Mr Tom Modisane

Ms Poppy Monyats:

Ms. Selebaleng Morubana
Ms Muaseretse Seitshuro
Mr O T Thakadu

Mr Isaac Theophilus

Ms Magdelene Tshupeng
Mr Dawid Shannon

Mr Juhus Mangubuli
Ms Mary Kahkawe

Mr Rex Mokandla

Mr Steve Sekhute

Ms D. Gopolong

Ms Mokost

Ms Mulalo

Mr X O Mpuan

Director, DWNP

Assistant Director of Personnel, DPSM

Assistant Director of Admunistranon, DWNP

Principal Game Warden, DWNP (Conservation Educaaon)
Prnincipal Admunistranve Officer, DWNP

Game Warden, DWNP (Conservanon Education)
Temporary Game Scout, DWNP-Gaborone Game Reserve
Sentor Game Scout, Molepolole

Environmental Educaton Officer, Mokolodi

Principal Game Warden, DWNP (M & U)

Senior Game Warden, DWNP (Parks)

Senior Biologist, DWNP (Research)

Game Warden, Kweneng District

Principal Game Warden, DWNP (M & U)

Semor Adminustrauve Officer, DWNP (M & U)

Semior Admimistration QOfficer, DWNP (M & U)

Game Warden Community Extension, DWNP (M & U)
Principai Game Warden, DWNP (M & U)

Game Scout, Gaborone Game Reserve

Orgamzatonal Development Advisor, ODA

Principal, BWT]

Deputy Principal, BWTI

Tramng Officer, BWTI

Tramng Officer, BWTI

Principat Administranve Officer, DPSM

Assistant Director of Tranung, DPSM

Pnincipal Admmstragve Officer Recruitment, DPSM
Senior Personnel Officer, DPSM

Muustry of Finance and Development Planning

M Ngidi

Joyce Anderson
C.K. Dekop
Robinson Dimbungu
Amos Hubago
Zenzile Saul

Basipo Madandume

Deputy Secretary for Economic Affairs

MFDP/RDCD (rural developmeat coordinating department)
MFDP

Dristnet, Council Economuc Planner

Distnct, Assistant Economuc Planner

District, Assistant Economic Planner

Drstrnict, Assistant Economic Planner

Ministry of Local Government, Lands and Housing

Victor Rantshabeng
Soblem Mayane

S S. Maroba

Mr. Nungana

Ian Tema

Darector. Deparunent of Lands

District Commussioner, Chobe

SLO-LU/ Dept. of Lands

Tawana Land Board, Commumty lands Lease Officer
Distnict, Sentor Lands Officer
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Mimstry of Agniculture
Raymond Kwerepe
Dipholo K.P Dipholo

N Manyothwane

EB Karkan

Ministry of Education
Mrs F. Leburu-Stanga

Conservation International
Karen Ross
Natural Resources Management Project
Chemonics intemauonal Staff
Mr Nicholas Winer
Ms. Lavra Vinoly
Mr Gary Clark
Dr Bull Kelly
Mr Wilf Slade
Michael Panter
Jonathon Habarad
Mark Johnstad
Conservaton International
Jobhn Hazam
Domestic Technologies International
Mr. Pete Hancock
Mr. John Lubrook
Mr. Frank Potts
Richard Hartley
PACT
Mr. Daniel Walz
Morongwe Ntloedibe-Disele
Mr Khubkam Mpofu

Principal Range Ecologtst

Secretary, Agniculture Resources Board
Senior Agnic Economust

Sentor Agnic Economust

Principal Education Officer, CDD/MoE

Drrector, Okavango Project

Chuef of Party, NRMP

Admunistrauon Spectalist

HRDU Adwvisor for NRMP

BWTI Advisor, Chemonics
Non-Formal/Conservation Educanon Advisor
Monutoring and Evaluaton Specialist
Sociologist

CBNRM Policy Specialist

Semor Extension Officer

BWTI Instructor

Community Extension Specialist
BWTI Instructor

Resource Economust

Director, IRCE
IRCE Facthitator
IRCE Facihitator

Non-governmental organzaton and private sector

Modisa Mothoagae
Mr. Tony Johnson
Jacob Tshweneyagae
Ms. Ketsile Molokomme
Mr. Wazma Tema
Dr Ketth Leggett
Joyce Thobega
Vivian Mazunga

G Phorano

Richard Kashweeka
Frank Taylor

Charhie Motshubi
Mr, Sebina

Daisy Wnght

Llioyd Wilmore

Drrector, HATAB

Business Advisor, Maun Business Traiung Ceater
Tramng Manager, Maun Business Tratnung Center
Traimng Officer, CORDE

Educanon Officer, KCS

Kalahan Conservaton Society

General Manager Women's Finance House Botswana
BACONGO

General manager Thusano Lefatsheng

FONSAG

Veld Product Rescarch

DWNP

Educaton Officer, NCS

Game Safans

WL Tounsm Operator
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NAME

1 Regina Ver Heyen

2 Isaac Monyatsi

3 Khulekam Mpofu
4 Rosmna Masilo

5 Vivienne Harvey
6 Tessa Jane Bott

7 Kathy Blaine

8 Mothibed: Gaefele

BOTSWANA NRM PROJECT
SHORT-TERM LOCAL HIRES

POSITION

BWTI Assistant

Procurement Specialist

Gweta NR Intermim Com. Assist.
SGL Consultant Assistant

BWTI Assistant

BWTI Assistant

HRDU Data Entry

NGO Task Force on Environment
Legal Advisor

15

10

36
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Annex 4: Project Personnel )

Position Current Advisor Current Completion Date Recommended Completion Date
Chuef of Party Nick Winer, Chemonics 08/97 08/99
Adminstrative Officer Laura Vinoly, Chemonics 08/97 08799

Sociologist Jonathan HaBarad, Chemonics 08/97 08/99

HRD Advisor Gary Clark, Chemonics 02/97 02/98

BWTI Principal Advisor Bill Kelly, Chemonics 02/97 02/99

Monitonng & Evaluation Specialist Michael Pamnter, Chemonics 08/97 08/99

Non-formal Education Advisor Wlf Slade, Chemonics 08/97 08/99

Community Extension Specialist John Hazam, Conservation International 07/97 07199

Community Extension Specialist Spud Ludbrook, Domestic Technology 07197 07/99

International (DTT)

Natural Resources Economust Richard Hartley, DTI 07197 07/99

BWTI Faculty Advisor Pete Hancock, DTI1 04/97 04/99

BWTI Faculty Advisor Frank Pouts, DTI 05/97 05/99 )
Adminsstrative Assistant Maureen Huschfeld, Local Hire 08/97 08/99

Project Assistant Ester Collyer, Local Hire 08/97 08/99
Administrative Assistant (BWTT) Cecilia Puttenil, Local Hire 08/97 08/99

Director, IRCE Daniel Walz, PACT 08/97 08/99

IRCE Facilitator Morongwe Ntloedibe-Disele, Local Hire 08/97 08/99
IRCE Facilstator Khultkant Mpofu, Local Hire 08/97 08/99 A

k/afr_souvbotswans/annex4 wpd/01/09/97
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BOTSWANA NRM PROJECT

SHORT-TERM EXPATRIATES ADVISORS

1. David Campbell
2 Irma Allen

3 Francis Lelo

4 Ruchard Ford

5 Jum Carney

6 Vance Martin

7 Kari Lane

8 William Kelly

9 Scaff Brown

10.  John (Jack) Creswell
11.  Ruchard Paley

12.  Robert Hitchcock
13.  John Woods

14.  Gerrit Booyens
15.  Jack Reed

16. Doug Crowe

17.  Mark Johnstad
18.  Nico Rozemeijer
P/MONTHS

Conservation Ed. Specialist

Env. Ed. Tramming Needs Assessment
PRA Training Consultant

PRA Tramming

Workshop/AWP Facilitator
Non-Insttutional Dev. Advisor
Wildlife Advisor

Ed. Organ. Specialist

Team Leader/PP Supervisor
Cumculum Dev. Framework Planner
Induction & Basic Traiming Instructor

Soc. Scientist Research
Special Game License Advisor

Traimng Plan Consultant

Veld Products Marketing Consultant

Trammng of Tramer and Skills & Knowledge Advisor
NGO Task Force on Environment Advisor

CBNRM Policy Formulation Advisor

WMAs Management Plans Development

TOTAL ST LOE IN
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ARTICLE I - TITLE

Fipal Bvaluation of the Botswana Natural Resource Management Project (NRMP) Botswana
Component (690-0251.33).

ARTICLE U - BACKGROUND

The Botswana portion of the Natural Rasources Management Project is a USAID-funded project of
assistance 1o the Government of Botswana and promotes sustainable, natural resourceg-based
development on lands thar are marginal for crop production and domestic livestock. USAID funded

the project on 10 August 1989, The present grant completion date is 31 August 1997, The original
project amount was US$ 5,340,000, which was increased to the revised amount US$ 19,900,000.

A. Purpose

The Natural Resources Management Project QNRMP) aims to improve the social and economic well-
being of residents of targeted rural communities by implementing sustainable commnnity-baged
wildlife and other natural resource conservation and utilization programs.

B.  Background

The Botswana component to NRMP serves as one of four laboratories for developing and
demonstrating the viability of community-based natural resources management (CBNRM) under the
NRMP. The primary hypothesis tested by the Project is that conservation of namral resources will
accur when those populations who most directly bear the cost of conserving the natural resource are
empowered in their management and most directly accrue the benefits therefrom. This is a
sigmificant change from traditional conservation programs which excinded iocal populations from
their traditional resource bass; 2 process which alisnated them and which ultimately came to threaten
the very resource which the program was designed to protect. The project was initiated in 1989
with 2 funding level of $5,340,000 and became fully operational in 1991, Implementing agents
(contractors and grantees) are Chemonics International; Domestic Technologies, Inc.; Conservation
International; and Pact. Implementing govemnmental agencies are Departmant of Wildlife and
National Parks as part of the Ministry of Cammerce and Industry; Ministry of Local Government,
Lands and Housing; Ministry of Finance and Development Planning; Ministry of Education; and the
National Consarvation Strategy (Coordinating) Agency.

C. Description

The NRMP consists of six components simed at developing the capacity within goveromental and
non-governmentsl organizations to facilitate CBNRM:

1. Demonstration projects in community based resource wilization predicated on sustainable
exploitation of the resourcs base a3 a comnmnity asset. Commmunity projects are based on

wildlife utilization through tourism, lmnting, processing and marketing of animal products,
and the gustainabls utilization of veld and forest products.
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should determune 1if further invesmments beyond the PACD by USAID arc warranted, given the
RCSA regional mandate.

A.

L.

9.

10.

11,

12.

13.

14.

Focus Areas
Assess progress in achisving the projects's planned outputs or resuits (performance);

Determune if the present implementation strategy has met the original project goal, purposs,
outputs and if thess activitieg remamn valid in terms of present needs;

Assess the degree to winch target beneficiaries are receiving revenues or other benefits from
wildlife or veld product activities; -

Gauge the efficiency and effectivencss of the different collzborative arrangements between
the project's implementing agencics;

Estimate total project benefits in quantitattve and qualitative terms;

Assess the cffects of changes 1n national and international policzes regarding wildlife uss on
community-based resource utilization, as well as the reverse: the effects of the demonstration
projects on national policies;

Assess the economic factors which increase or decrease the importance of sustainable
CBNRM as it relates to wildlife and veld or forest products.

Assess the capability and capacity of local and national institutions in Botswana for self-
management and self-detecmnation regarding CBNRM;

Identify cansal factors if the project is not achieving the expected results with
recommendations for immediate actions t be taken in onder to enhancs performance during
the current life of project and orderly close out;

Recommend follow-on actions which may mutigate the effect of the cessation of activities at
the current PACD;

Estimate the added value of the varicus Project components given an extended PACD;

Outline the process, methodology, desired resuits, and financial implications of these

recommendations, In particular, advise whether aay componznts shotild be contimued beyond
the completion date to achieve desired impacts? What implementstion structure (contractors
and/or grantees) should be used to implement follow-on activities?

Ascertain the potential and sustinability of the program as presently designed; and

Dmmwdmﬁwmmkmwm.mm
determine the relationship of Jocal actvities to regional applications.
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two members of the tsam may spend up to three days 1n Washington for thus purpose.

3. Interviews and discussions with collaborating Government agencies and other organszations,
such as NGOs, communities, relevant private enterprises, other donors, and USAID/RCSA
wiuch are tnvolved 1n the Project, Where appropriate, examine their work documentseem-
reports, survey results, and internal revisws or evaluations that may be of significance;

4. Review the management and administrative policies and procedures of the project, with an

empbasis on coordination and/or sub-projects including resqurce allocation issues whean
reiavent;

5. Analyze baseline data sets and impact indicators developed by the project for use in
determuning project accomplishments;

6. Where possible, interview inteonediate and finai beneficianes from the project, both m the
public and private sectors, and particularly commmunity members;

ARTICLE VI - REPORTS AND DELIVERARLES
A The Contractor shall comply with Sections C, D and F of the basic IQC.

The format of the evaluation report will follow AID guidalines established in “The I
Supplement of Chapter 12 of AID Handbook 3, and will include en executive summary,

recommendations, lessons learned (with local, national, and regional reisvance), s mabla of

contsnts, the body of the repart, and appropriate appendices (e.g., logical framework or '

results framework, evaluation scope of work, contact list, bibliography, etc.).

C.  The evaluation team will specify conclusions based upon the findings of the study and
prepare & sct of recommendations for assuring the sustainability of project results. These
recommmendations will secve a3 design guidance to Government and USAID in any follow-on
or extensions assocuated with the Project. The report will be written jointly by the evaluation
team under the coordination of the team leader who will be responsible for organizing and
canducting the final meeting to present tha evatustion findings and for submission of the final
document to the USAID Project Officer.

D.  The criginal approved draft, with 15 additional hard copies and one electronic digitized

version (WordPerfect 5.2) of the evaluation is dus prior to the team’s departore from
Botswana.

E. The final evaiustion shall be submitted to the USAID Project Officer, as stated in Rlock 5 of
the caver page of this delivery order, within 30 days of the team's departure from Botswana

The Contractor shall submit one criginal hard copy and one copy in digitized format
(WordPerfect 5.2).

ARTICLE VII - TECHNICAL DIRECTIONS

o I
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The duty posts for this delivery order are Washmgton, DC and Gaborone, Botswana.
ARTICLE XIII - LANGUAGE, REQUIREMENTS

No.foreign language capabilities are required.

The Contractor will pot have access to classified informaton.

ARTICLE XV -

USAID/RCSA will provide office space and in-country transportation. Travel within Gaborons will
be provided by the USAID-funded project vehicle. All other logistic support necessary for the

successful completion of the activities reqmred under this delivery order shall be the responsibility
of the Contractor.

ARTICLE XVI - WORK-WEEK
The Contractor 18 suthorized up 10 2 six-day work-week with no premium pay.
- A 'ANCE

Inspection and Acceptance of deliverables required by Article VI of this delivery order will be
performed by the Project Officer, as stated in Block 5 of the cover page of this arder.



