


DEVELOPMENT MANAGEMENT IN AFRICA: 

THE CASE OF TEIE LAND CONSERVATION AND RANGE 

DEVELOPMENT PROJECT IN LESOTHO 

AID EVALUATION SPECIAL STUDY NO, 31 

Marion Warren, Team Leader 
(Bureau for Program and Policy Coordination, 

Center for Development Information 
and Evaluation, AID) 

George Wonadle, 
Management and Organizational Specialist 
(Development Alternatives, Incorporated) 

Sam Montsi 
(Independent Consultant) 

Bob Walter, Geographer 
(Bureau for Science and Technology, 

Office of Rural and Institutional Development, AID) 

U,S, Agency for International Development 

December 1985 

The views and interpretations expressed in this report are 
those of the authors and should not be attributed to the Agency 
for International Developmen 



TABLE OF CONTENTS 

Page 

............................. ings and Analysis 
3 . 2  ~ O ~ ~ ~ U S ~ O ~ . . . . . . . . . ~ ~ . ~ ~ ~ ~ ~ ~ ~ ~ ~ ~ ~ ~ ~ ~ ~ ~ ~ ~ ~ ~ ~ ~ ~ ~ ~ ~ ~ ~  6 

4.  Management Structure an 
The National Level~...,,,.,,m....meemO.....a~e..eBe~. 

anagement St ucture and Process: 
District an ge L e ~ e l s , . . . . . . . . . . . . ~ ~ ~ ~ . . . ~ ~ ~ ~ . .  

d Analysis ............e...e.....ee..... 
5.2 Conclusion.......,..e...e..e......ee.eee.......e.. 

. Administ ative Culture an Decision-Makin ............. 

.l Findings and Analysi ...........................e. 
6.2 C o n c l u s i ~ n . . , . . . . . . ~ ~ . . . ~ ~ ~ ~ ~ . ~ . . ~ . . ~ ~ ~ ~ . ~ . ~ ~ . . ~ . .  

7. Implications for the Future . . . . . . . . . , . , . . . . . . . . . O e e O . ~  

8. Lessons Learne ..................e.....e.........e..... 



TABLE OF CONTENTS ( 

C o n s e r v a t i o n  

t h e  Land Conse  
: A D i s c u s s i o  



-v- 

PREFACE 

ent capacity of developing country 
ns is a common problem affecting the 
rojects, Although this problem is 
is little understanding of what 

"capacity to managew means and what int rventions are possible 
to enhance thi capacity. The Center f r Development 
Information an Evaluation (CDIE) of the Agency for 
International Devel nt (AID) has undertaken a ser 
studies to better u stand the nature of these dev 

to assess the impact of mana 
ns that AID and host country project 

an in September 1984, when all team members 
on development management organized by CDIE 

and the AID A ureau and held at Easton, Maryland, Six 
country studies on agricultural and rural development projects 
in Africa were carried out between September 1984 and March 
1985. A workshop to review the findlngs of the study teams was 
held in May 1985 in Washington, D.C. Synthesis reports will 
summarize and analyze the results of the studies and workshops 
and relate them to program, policy, design, and implementation 
requirements, Dr. Irving Rosenthal ha been the CDIE 
coordinator for the series. This stud of the Land 
Conservation and Range Development Project in Lesotho was 
conducted in F bruary 1985 as p rt of the African phase of the 
Special Studie series on devel ent, Other 
African project studies were car enya, Niger, 

Zaire, and Senegal, 



SUMMARY 

evelopment (LCRD) Project 
s of severe land 
s objectives are 

to establish a 
where improved lives 
systematically appl 

n the RMA to i 

e rotation- 
k owners within the RMA, 

ng on earlier training efforts begun in 1973, this 
valuable con 
ties of the 
ited from im 

practices intro uced by the project. 

This project suggests the following lessons for considera- 
tion, 

nment 

criti 

counter- 
roles in 
cal 

roles livestock own s and their h rdboys play in the R 
them in a training program woul 

ns for sustaining project interv 

attempting to intr0 uce profound ch nges in the RMA, It must 



seek local support for its ef s or run the 
urea At the same time, the p ct imposes hi 
decisions on a reluctant GA a eflects blame 
sions from GA members to . technical team. 
~ h u s ,  the project has ha friend and enemy to 
its beneficiary population. 

preexisting legitimate institutions. The system of authorita- 
tive rule by a hierarchy of chiefs continues to be strongly 
supported by rural Basotho. Establishment of the RMA and its 
GA could not have taken place without the sanction of the 
chieftainship. Furthermore, the fact that the local chiefs are 
all members of the Executive Committee of the GA gives this 
organization and the R A a degree of legitimacy that they would 
not otherwise have. 

5. Physical and functional integration of a project into 
an existing institution can strengthen institutional capacity. 
The location of the LCRD project within the MOA gave the proj- 
ect both visibility and legitimacy, because it was a part of a 
well-established ministry with established lines of communica- 
tion to other sections of the Government. It also allowed for 
close contact between U.S. technicians and host country staff. 
U.S. technicians were able to use formal and informal channels 
for solving implementation problems, while host country staff 
received on-the-job training and exposure to decision-makers 
they would not ordinarily meet. The overall effect was an 
increase in technically traine manpower, more continuous 
communication, and a strengthened ability to deal with issues 
of livestock and range management. 

6 .  
focus, and different periods of implementation may require 
different management styles. During earlier years of implemen- 
tation, some U.S. project technicians located in Maseru held 
line positions while their counterparts studied in the United 
States. Upon the counterpartsheturn, these technicians moved 
into advisory positions and now function as trainers and advi- 
sors to MOA staff. Within the RMA, the management style is far 
more directive. Rather than acting merely as advisors, U S .  
technicians must tell the GA what to do. In both cases, dif- 
ferent project elements, implemented at different points in 
time and at different levels of social and official life, have 
required different approaches to managing activities. 
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he Lesotho Government the maloti, a nation- 
al currency a% ith the ran circulating jointly 



AID - Agency or International Deve 

BCP - Basotho Congress Party 

BNP - Basotho National Party 

CD - Conservatio 
CPO - Central Planning Officer 

DAO - District Agriculture O 

DC - District Coordinator 

DCO - District Conservation Officer 

DDC - District Development Committees 

DEG - Oistrict Extension Officer 

EC - Executive Committee 
FS - Field Service 

G A - Grazing Association 

GOL - Government of Lesotho 

LAO - Local Administrative Officer 

LAPIS - Lesotho Agricultural roduction and Institutional 
Support Project 

LCRD - Land Conservation and Range Development Project 
LPMB - Livestock Produce Marketing Board 

M - Maloti--monetary unit used in Lesotho 

MOA - Ministry of Agriculture and Marketing 

MOI - Ministry of Interior 
MOJ - Ministry of Justice 

PC - Principal Chief 
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GLOSSARY (cont.) 

oject Management Unit 

PS - Principal Secretary 

R - Rand--monetary unit used in the Republic of South Africa 
and Lesotho 

RMA - Range Management Area 

RMD - Range Management Division 

epublic of South Africa 

RTO - Ran e Technical Officer 

SACUA - Southern A rican Customs Union Agreement 

TA - Technical Assistance 

TS - Technical Service 

VDC - Village Development Committee 

WC - Ward Chief 



Larnbert Conformal  Project lon 
Standard paral le ls  6' and  30'  
Scale 1 1,500 0 0 0  

-- Railroad 

Road 



h i g h e r  income 



ation has in turn led to poor pa livestock, 
oor animal health, hi ow reproduction 

rates. 

These problems are exacerbated by their inseparability 
ciety and culture and olitical crosscur- 

eting sources thority. One source 
ern, two-party parliamentary 

system, the 0th e traditional chieftainship. Although 
there has been ecline in their power, the chiefs 

tinue to att ong allegiance from rural 

is collectively own d by all the Basotho. A farming 
does not own land, ut rather has usuf 

ot as long as family members kee 
nee crops are harvested, the plo 

Livestock play an extreme1 important role in rural life. 
Cattle are the source of milk, uel, and draft power, all of 
which are consumed by t cattle-owning family or rented out or 
sold to other farmers. heep and goats are the source of wool 
and mohair, which are s d, Livestoe constitute the bride 
rice that Basotho male respective in-laws and are 
laughtered to com icant events, such as mar- 

riage, birth, and 

Until recent times local chiefs were responsible for 
assigning farm lots to individual (male) f 
enforcing rotational winter pastures 
and high-altitude sum 

imes have ch nged, however. Po ulation pressures, 
sed livestoc numbers, growing andlessness, deteriora- 

tion of cropland a d rangeland, and the diminution of 
agriculture as a source of inc me have all led to a 

gricultural produc ivity, These factors 
ecisions handed do n through Parliament and 

ment of Lesotho administration, are effectively 
ining the power of local chiefs to allocate land or 

enforce grazing regulations. 

Legally, chiefs can no longer allocate land without con- 
sulting village committees. These committees derive their 
powers not from the chieftainship but from Government central 

verage farm size is 2 hectares. Principal crops are maize, 
sorghum, and wheat. 



ministries. The Government is using other le 
control livestoc numbers, restrict communal 
and rangelan otational gra 

mentation o these decrees is, of cou 
overnment e orts to modify cro 
angements have generally met wi 

from those who still have interests in maintaining traditional 
practices. 

2 .  PROJECT DESCRIPTIO 

nservation and Range Development ( 
0 to address problems of 
al productivity. Its 

are (1) to strengthen tech ical capabilities withi 
tion Division (CD) and Ran e Management Division ( 
Ministry of Agriculture an Marketing (MOA), ( 2 )  t 
plans intended to protect cropland an 
erosion, and 3) to establi 

livestock an 
systematically applied. 

Strengthening C 
mplished through trai 

e range mana 
ith livestoc 
istrict, It 
to introduc 
eding, culli 

Association 



me counterparts c 



s e r v i c e s ,  
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credibility to be 
nsitive matters 

The technical assistance team leader served a 
tes. Having 
part has taken 

chnical assistance team leader is now 

ility is not 
ission of fi 

or maintainin 

ial management responsi 
ermits some degree o 

though funds 
ies, the commod- 

emitted the 
ission to take 
ect budget, 

ainees whose training could 
and the number o 
12, To assist 

nd counter- 

lementation began in 198 
this evaluation in 





The GA is  
ass i s tance  f i e 1  



y of the issues involved, G members often cannot 
e among themselves. The GA is heavily 

echnical assistance ield staff 

esponse, the technical assistance field team has 
directive, decisive management style, Field techni- 
en decide for the GA, thus reli ving its members of 
nsibility of making unpopular decisions on controver- 
es.  his also avoids embroiling technical decisions 
ire swift action in lengthy traditional decision- 
ocedures an ensures that implementation of project 

activities goes 

Technical assistance field staff also maintain contact 
th the local traditional court, which has so sanctioned 
grazing regulations. Local court support ha 

upheld at higher levels of the Ministry of Justi 
judicial backing has added credibility to grazin 
control regulations. So far, the occasional suits brought by 
farmers against the project for impounding their animals nave 
not succeeded. 

5.2 Conclusion 

~t the local level, traditional sources of authority are 
strong and can impede implementation. G reluctance to imple- 

zing regulations is par ially due to their sensitiv- 
e technical assistance ield staff has esponded by 
a directive managerial style, imposing decisions the 

cessary functions are thus performed, but 
GA to act as a decision-making management 

Judicial support from local and nation- 
ibility to GA regulations and has 
rotecting the GA in its infancy. 

DMINISTRATIVE CULTURE AND DECISION-MA 

.1 Findings and Analysis 

Lesotho's civil service is a relatively new institution 
that seems unable to ef ectively defend itself against often 
opposing traditional interests. From a modern pe spective this 

ue. Again, ho ever, the reality suggests n 
on between mod rn and traditional aspects 0 





G A ,  t h e  p r o j  

s h i o n  by d i v e r t -  

a r e a s  where 

The RMA and GA. a r e  u n l i  e l y  t o  cont inue wi thout  l e a  
t e rnab  source  t h a t  can shoulder  t h e  blame f o r  unpopu- 

he unique con junc t ion  of f avo rab l e  cireum- 
s s u s t a i n  t h e  RMA makes i t  a  poor cho ice  f o r  

r e p l i c a t i o n .  



would other 
raise the s 

trained under AID projects moved quickly into managerial 
positions, despite the fact that their degrees were (in most 
instances) in agricultural or animal sciences, Informants 
argued that in view of this professional mobility, a 
program that includes coursework in management makes 
sense than one that focuses exclusively on technical 

during the summer grazing season. I n  view of the critical 
roles both owners and herdboys play, including them in a train- 
ing program would have provided another means for sustaining 
project interventions, 

degree participants and-6 to 12 diploma partic 
project contributed to improvin technical ski 
institutional ca ability within-the M 
recurrent cost b rden of the Gove 



p o r t  f o r  i t s  e r u n  t h e  r i s k  
t i m e ,  t h e  p r o j e c t  i m p o s e s  h i g h l y  

o n  a r e l u c t a n t  GA a n d  d e f l e c t s  blame f o r  
members t o  members o f  t h e  U . S ,  t e c h n i -  

0 t h  a s  f r i e n d  

e new t e c h n i q u e s  o f  re- 

i n g  and l a n d  e r o s i o n  mu t b e  b r o u g h t  

h i n g  c h a n g e s  
manage  t h e i r  l a  

e ,  h a v e  s o  f a  
ess t h e i r  cas  



control re 

en place without t e sanction o 
Chief and h 
that the lo 
of the GA gives t ation and the RM ee o 

d not otherwise have. 

h- visibility an 

of communication to other s 
contact between U. 
technicians w 

decision-make 
effect was an increase in technically train 
continuous co munication and a strengthene 
with issues o and range manageme 

positions while their counterparts studied in the Unite 
Upon the counterpartss return, these technicians moved into 
advisory positions and now function as t ainers and advisors to 
MOA staff. Within the RMA, the management s yle is far more 
directive. R ther than acting merely as a 
cians must tell the A what to do. In both 
project elements implemented at different oints in time an 
different levels o social and official li 
different approaches to managing activities. 



eians in the 

MA 
nique combination of 

ecause this c~rn  actors is unli ely t o  exist. 
in Lesotho, LC 







ector 1976 /1977  1 9 7 7 / 1 9 7 8  1978 /1979  1 9  

A g r i c u l t u r e  5 4 . 5  6 2 . 1  
C r o p s  26 .7  2 1 . 9  
F r u i t  2  a 7  2 . 9  
L i v e s t o c k  2 2 * 7  2 5 a 2  
M i n i n g  & 

Q u a r r y i n g  0 , s  1 . 2  1 1 , O  1 6 . 0  
M a n u f a c t u r i n g  .2  7 . 1  - 0  
H a n d i c r a f t s  . 3 5.1 .8 
E l e c t r i c i t y  & 

\.!at er 0 0 5  1,Q 2 , 1  2 .0  1.8 1 . 7  
B u i l d i n g  & 

C o n s t r u c t i o n  9 .7  2 .2  1 9 . 7  1.1 
W h o l e s a l e  & 

R e t a i l  1 7 . 1  19.1 2 1 , 1  2 0 . 5  2 7 * 9  
5 .5  8 . 6  

C o m u n ~ c a t i o n s  
F i n a n c e  & 

u s i n e s s  1 5 , 9  1 8 . 7  
c ia1  S e r v i c e s  8 . 6  9 - 8  

G o v e r n m e n t  
S e r v i c e s  1 0 e 5  1 2 . 2  1 9 . 0  

Community  6  
P e r s o n n e l  1 . 0  1 , 2 * 0  

I n d i r e c t  Tax 

( n e t  ) 1 4 , 7  2 6 .  4 5 .  
............................................................................... 
GDP ( m a r k e t  
prices ) 2 1 , 7  8 , s  

............................................................................... 
N e t  F a c t o r  

I n c o m e  1 2 5 . 8  1 5 6 *  1 2P7. 
GNP ( m a r k e t  
pr ices  ) 2 6 9 , l  3 3 1  , 4  396 .7  

............................................................................... 



tatistics, Maseru. 



surce: B u r e a u  o f  Statistics 



ican mines was 

in this sector, 



Lesotho  



Estimated N u  

Year Cattle hee Goats  



by d r o u g h t ,  

L i v e s t o c k  
o l d i n g  

i t h  L i v e s t o c  8 

/ O  L i v e s t o c k  a 

T o t a l  
P e r c e n t  



owners have consolidated their herds and let their 
e days in lookin the animals an 

e foothills and lowlands 
mountains after the 

mountains, winter grazing areas 
seholds are also becoming 
ux of lowland cattle on what 

th mountain cattle posts and the unavailability 
some households to eep their cattle in 

oughout the year. Pressure on limited grazing 
lands and tke desire by the herdboys and their 
their animals in reasonable condition have led 
ents of grazing on the reserved areas . Furthermore, the communal grazing system does not 

or one household to cons 
ay have a smal 
ion as much as 

the socioeconomic 
an investment, but it 
the household. 
the scarce land 

s only as long as fields 
s are permitted to 
hat they never lose 

to wait until 

By that 
s discourag 

in direct proportion 
has no animals, one 
have animals one% 

uces some stability in the community 
istribute benefits of ownershi 
livestock, is one such in 
ludes the bene its of thei 



aditional ceremonies lood must be 
ny in which no anima ed will not 

g e e w  Lives 

lain the overstockin 



Table  A-6* L ives  y i n g  Capac i ty  b 

C a r r y i n g  Capac i ty  C u r r e n t  S t o c k i n  

s t i m a t e d  Average Average P e r c e n t  
H e c t a r e s  o f  H e c t a r e s  o f  H e c t a r e s  Over- 

D i s t r i c t  Rangeland AUa Rangeland/AU AU Rangeland s t o c k i n g  

B/Buthe l'i'0,940 
L e r i b e  298,280 
Rerea 204,020 
Maseru 412,060 
Mafeteng 225,940 
M/Hoe k 377,210 
Quthing 229,540 
Q/Ne k 197,970 
Mokhotlong 398,440 
Thaba Tseka 464,060 

Lesotho 2,978,460 347,110 8 , 6  1,183,489 2 e 6 241 

a ~ U  = animal  u n i t :  1 cow o r  1 h o r s e  o r  5 s h e e  o r  5 g o a t s  o r  l e 5  
donkeys 

Source:  "Lesotho A g r i c u l t u r a l  S i t u a t i o n  Repor t  1973/1974-1981/1982," 
Bureau o f  S t a t i s t i c s  and M i n i s t r y  of  A g r i c u l t u r e ,  Maseru, 1984. 





f o r c e  w o r k s  i n  

cks i n  t h e  po 

r i c a n  b l a c k s  
t s .  The  m i n i n g  

5 ,  a f t e r  t h e  





endence elections in January 

and freed, Those tha 
An interim National A 
Government with some 
positions was establi 
stability and hope to 
when these did not ma 
organized the Lesotho 
subversive acts confi 
the Interim Assembly 
being made for new elections. 

At the district level, political o nization is u n  
Since the political developments sf the 
representation at the district level has 
with the central Government representati 
positions of ~istrict Development Secretaries (which have since 
been abolished) were held by politicians who had been assistant 
ministers in the Cabinet immediately following independence, 
ntil recently, the major Government representatives at the 
istrict level did not have any post-high school e 

~ndeed, much administrative experience. Their app 
appeared to be based more on political p  tronage than o n  
administrative capability and experience, 

Wallis and Van de Geer identify three levels of 
organization below the district level in Lesotho: th 
Constituency Committee, the Polling Station Area Comm 



These moves h a v  



resenting ministries and 
these technicians are 

nt head in Maseru, they are 
sible to the District 

Coordinator. There is a ration Office 
is responsible for chief other local 
administrative affairs, 

To promote popular partici 
Committees (DDC) and V ~ C s h a v e  
chaired by the District Coor the VDCs by elected 
members. The chieftainship ed in the DDC by the 

al or ward chief and i y chiefs, headmen, or 
ppointees, Above these local administrative organiza- 

several specia structures promoted by various 
epartments to acilitate delivery of Government 

services or development projects, There are, or instance, 
village garden committees, c operative movemen s promoted by 

evelopment Officers, armerst associations, range 
management associations, and the like which are promoted by 
agricultural officers, 

The chieftainship institution is expected to function in 
cooperation with Government officials and the va ious committees 
and associations to bring development and servic 
people, There are indications that this does not always happen. 
This is understandable in the conte t of the measures taken by 
the central Government to strip the chieftainship institution 

fluence. Furthermore most chiefs a 
some decisions and m asures that th 

ment at the village level are not pe 
ial to indivi ual farmers, at least in the 
esult, these easures frequently meet with 

Another significant illage politics is the 
n is said to belong to one 

inion not only through the 
e educational and the health systems. 
at the village level is facilitated 
ed, or at least not opposed, by the 

eligious movements, 









nment of Lesotho will 
et costs over th 

roject the financial 
contribution by the project to each division will be zero. 

e close linkage between project st ff and MOA divisions 
is illustrated by the ro he LCRD technical assist- 

during host co art training. 
in line minis during counter 

ces, and then took on an ning role w en the eoun- 
arest example of this is with 
cialist/Team Coordinator, who 

tioned in a line capacit approximately 20 m nths (Figure 
B - 3 ) ,  When in line posi in an advisory ole, the LCRD 
staff functions mostly t ormal channels. 

With at least one osition, howe 
been more important, es ecially becau 

olicy input, The function his position has been 
e policy changes a regulations for 

effective range management. changes are com 
and politically sensitive, informal networks proved more 

ive. The LCRD pro ect and its wo predecessors have 
another informal ink through articipants who were 

trained under these projects but are now located in other 
divisions of MOA Livestock, Cr or elsewhere in 
government (see E), In the 
trained personnel, situat 
positions, may constitute 
the LCRD project to a str 
management ca the Government 

conservation and ran management practices 
n local village setti s, LCRD staff must work 

aditional s tem of authority-- 
t the national level, this occu 

1 hierarchy of Government (from the MOA to the 
ior) when the communication is to chief 
stributing policy changes or new grazin 

regulations, But when the communication is with 
chief about particular conditions in his area, in 
nels are often used, 

2. FIELD-LEVEL LINKAGES 

-level assistance by the LCRD project is linked to the 
national level via radio and charter flights between Sehlabathebe 
and Maseru, and by road, either to Qachals Nek or directly to 
Maseru. Although these links have improved over time, their use 

icult (see A 



V i l l a g e  I Chiefs(l1) I-- 

Range 
Management 
D i v i s i o n  

R a n g e  R i d e r s  (11) r 



The project functions very much as an independent project 
management unit at the field level. It has independent (or 
virtually so) resources and makes many ecisions (both small 
and large) without close consultation with the national head- 
quarters. In addition, the geographic is01 tion of the field- 
level location reinforces the sense of inde endence, perhaps 
even alienation (see Appendix F). This loose coordination 
permits flexibility in the activities of the field-level sta 
and allows them to respond to local conditions based on their 
judgment. 

Contact between LCRD field staff and district line agen- 
cies is minimal. In part, this is due to distance (both in 
area and time) and to lack of a radio link. More importantly, 
the low level of coordination is attributable to the lack of 
involvement by the district line agencies in the field o 
tion, leaving the LCRD fie1 to take direction fro 
national-level technical assistance teams and the RMD. While 
this may not be important during implementation, it does not 
bode well for sustainability after the project period. 

-1- - L n e  Grazing Association (a), composed of members from the 
11 villages of the RMA, is a creation o the project. It had 
approximately 250 members in 1984 and i governed by an Execu- 
tive Committee of 30 members, which itself has seven officers. 
Each of the village chiefs s a member of the Executive Commit- 
tee, and thus the LCRD fie1 staff have close links to local 
institutions, including the Ward Chief, whose area of control 
is coincident with the RMA boundaries an the villages of the 
GAS. 

The most common focus of coordination is the daily manage- 
ment of the RMA and enforcement of its regulations. The offi- 
cers of the GA, the Ward Chief, and LCRD field staff interact 
almost daily, mostly through informal mechanisms. Formal links 
occur during the monthly meetings of the GA and the occasional 
pitsos held in villages. The 11 range riders, who patrol the 
RMA grazing areas, provide an ongoing mechanism for organiza- 
tional linkage. 

The Principal Chief, whose territory is coincident with 
the Qacha- Nek District, was instrumental in establishing the 
legitimacy of the RMA and GA but today plays no major role in 
the field operation. He has appointed the Ward Chief as his 
surrogate, and thus the ield staff have little ongoing contact 
with the Principal 

Another institution with which the project maintains 
contact is the local traditional court, It provides a second 
layer of sanction for the re ulations of the G A ,  Its role will 
be greater if more trespass and impoundment situations occur. 





ses as they interact 

noblesse oblise. 

Instead of these importe perspectives, the a inistrative 
culture of the Lesotho civil service seem 
adapted aspects of traditional cu 
have remarked on the fact that th 
young and unce tain. This appears 

es of conduct, role mode 
etched into the administ 

colonial power. However, when 
e, a more de 
ctices emerg 

For example, ch 
ment, privileges, an 
resources. The civi 

the management of re 
resource control to themselves. 

At the same time, decision-ma ten follows a tradi- 
ional pattern. Group consensus b , rather than individ- 

ual decisiveness, is sought on cont ial issues. This 
ten means that reaching decisions is a time-con 

Field practices also show simi es with some 
traditional society. For exampl the major forma i- 

tion channel between villagers an ureaucrats is t f 

or public meeting. Other cultural prac ces also cre 
administrative operations. For instanc line minist 



Thus the administ 

. DUAL SYSTEM 

Two major and large hierarchies a 
Lesotho, One i tainship and t 

the modern state. 

ween them permeates administrative 

This tension often mani in the unwillingness 
1 line ministry 

intruders in their domains of 



unction more as 

immobilize g 
chiefs are a 

The DC often takes a more ect role in 
chiefs, The chiefs are respons e to, and re 
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APPENDIX E 

RESOURCE INPUT MANAGEMENT 

The project was able to exceed some of its intermediate 
targets relating to participant training and commo 
ment. This is not attributable to sophisticated financial 
control mechanisms but rather to decisions made during imple- 
mentation and design and to a contextual situation: low infla- 
tion and the strength of the dollar during the 1981-1985 imple- 
mentation period. 

This appendix highlights key dimensions of resource input 
management in view of the performance o the project and out- 
lines some lessons emerging from the experience. 

1, DESIGN 

The project design provided for financial flexibility in 
two ways. First, by using normal Government of Lesotho 
channels for the local contribution, total flexibility was 
allowed between budget subheadings. Thus, although funds could 
not be moved from, say, salaries to commodities, the mix of the 
commodities purchased could be changed. Second, the design 
provided for buffer funds. Both the foreign exchange and local 
contribution portions of the budget included a 15-percent 
inflation factor. Moreover, a 10-percent contingency fund was 
established for the foreign exchange component. These provi- 
sions were intended to protect the project from economic trends 
that could threaten financial support. 

Table E-1 outlines the sources and uses of funds as set 
out in the Project Paper. 

2. IMPLEMENTATION 

At the beginning of project implementation (1981), one 
dollar would buy one maloti; by the time of this assessment in 
March 1985, one dollar would buy more than two maloti. The 
increased value of the dollar, combined with the contingency 
and inflationary buffer' funds, relieved project management of 
much potential financial stress. In fact, it increased the 
flexibility that the financial planners had tried to build into 
the project design. 



-1. LCRD Source and Use o 
(in thousands of dollars) 

AID Lesotho Total 

FX LC FX LC FX LC Use 

TA, Staff, 
Consultants 3,430.0 - 937.6 3,430.0 1,021.6 

Training 

Construction 

Commodities 

Budget 
Support 

16000 - - - 160.0 - valuation 

Inflation 

ontingency 

Total 9,077.2 2,922,8 179.6 ,03l04 9,256,8 6,954.2 

Note: FX = foreign exchange 
LC = local currency 
TA = technical assistance. 

Project Paper, "Lesotho Land Conservation and Range 
roject" (632-0215), 



With little financial pressure, mana ement decisions were 
easier to make. A common way of dealing with local currency 
excess or increased buying power of foreign exchange (the 
project had obtained a procurement waiver allowing non-U.S. 
sources) is to build buildings or buy commodities, which 
recurrent cost burdens onto the local government. Instea 
however, much of the extra resource base the project now enjoyed 
was invested in human resources development and critical consum- 
ables such as fuel. 

The very circumstances that strengthened the foreign 
exchange component combined with other factors, such as a 
slowdown in regional economic performance, to put stress on the 
Lesotho contribution. Gasoline allotments especially suffered. 
However, the project was able to compensate for that reduction. 

Although personnel were merged with local staff in the con- 
servation and range management sections at the national level, 
the technical assistance team leader and USAID maintained con- 
trol over project-specific commodity, technical assistance, and 
participant training funds. No attempt was made to strengthen 
local financial management capacity. 

At the field level, an attempt was made to enhance local 
financial management skills by giving one l-week training 
session in simple bookkeeping skills to three officers (the 
planning was for five but only three attended) of the Grazing 
Association (GA). No followup training was provided. Addition- 
ally, the project picked up some of the GA's financial manage- 
ment burden by collecting fines for impounded livestock and 
issuing receipts for payments. Even more significantly, the 
project subsidized the deficit of the GA's operations. This was 
justified as support to an "infant institution" that would 
require some time before it was able to become self-supporting. 

Interim evaluations noted neither a high nor a low quality 
of resource input management. "Adequate" sums up the situation. 
In fact, this sums up the experience at all levels--obligations 
did not force cash flow crises. Although financial accounting 
and reporting was an onerous burden on the technical assistance 
team leader, the reports were acceptable, local processes did 
not pose major barriers, and the GA carried on with project 
support even though its financial situation and its ability to 
assess that situation remained less than exemplary. 

3 .  SUSTAINABILITY 

Although immediat project performance in the area 
resource management su ports the achievement of immedia 
objectives, some questions remain about post 





APPENDIX F 

The Land Conservation and Range Development (LCRD) project 
involves two levels of assistance to the Government of Lesotho. 
First is the technical assistance given at the national level 
to the Ministry of Agriculture (MOA) in the Conservation and 
the Range Management Divisions. Second, and more important in 
the context of this a endix, is the loc 1, field-level assis- 

rovided by LCR in the creation o ange management 
area (RMA). It is at this level of assistance that two sets of 
spatial factors become evident: (1) geographical elements in 
establishing the RMA and (2) other spatial considerations that 
affect the management of the RMA, whether jointly by LCRD and 
MOA now or by the MOA alone after the project ends. 

1, REGIONAL FACTORS 

The choice of Sehlabathebe for the demsnstration RMA was 
not accidental. Three regional factors were important in the 
selection. First was that the proposed Sehlabathebe area had 
ecological features that met the needs of the RMA in terms of 
different grazing types/categories. These ecological features 

watersheds that possess both valley (o relatively 
) grazing areas as well as high, mountamous ones 

(cattle post areas). A combination of divides, mountain 
ridges, and national boundaries make this an ecological unit 
with sufficiently varied resources for an effective RMA. 

A second regional actor was the correspondence of two dip 
tank areas with the two watersheds. The country is divided 
into numerous (over 70) dip tank areas that function as land 
management units and become focal points for surrounding vil- 
lages during the dipping season (January to April). Dipping of 
animals occurs twice during this period. Farmers and herders 
bring their animals to the dip tanks for treatment at the same 
time throughout the country. The two dip tanks in the proposed 
ehlabathebe RMA were Sehlabathebe and Liqooa. With the crea- 

tion of the RMA, the LCRD project built a third dip tank at 
project headquarters. However, the critical element in the 
formation of the RMA was the match between the watersheds and 
the areas served by the two dip tanks. 

The third regional factor concerns a local authority 
unit. ~raditionally, the lowest political level is the vil- 
lage, headed by a village chief or headman. Village chiefs 
come under the authority of ward chiefs, who are under 
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for the call is coordinated, and if power for communication 
(especially t the RMA) is available. Neither 
communication link is staffed continuously, and 
team observed, even when it is (and other condi 
apparently favorable), communication does not always succeed. 

Transportation difficulties also reinforce the RMAqs 
isolation. The RMA is connected by a fair-weather, four-wheel 
drive road to the district headquarters at Qachafs Nek, which 

kilometers away, a 3-hour trip under favorable condi- 
tions. The road through Qacha' Nek to Maseru is 525 kilo- 
meters (or 14 hours), and is a very indirect route, albeit the 
only realistic one for moving material from LCRD national 
headquarters (at Maseru) to the field site. The roads are 
extremely rough and destructive to vehicles. There is an 
airstrip at Ha Paulusi, one of the 11 villages in the RMA, but 
it can handle only small planes. With chartered planes (be- 
cause no regular service flies to the airstrip), Maseru is 
approximately 50 minutes away. Lesotho Air maintains more or 
less regular daily service to Maseru from Qacha's Nek, but that 
is 3 hours away from the RMA. 

In summary, then, regional factors made this a good demon- 
stration unit for an RMA. The coincident boundaries of three 
preexisting regional units meant that the Sehlabathebe RMA was 
a unique, self-contained area. It was protected on the east by 
the National Park, on the northeast by the boundary with the 
Republic of South Africa, and on the north and northwest by 
high mountains. Trespassing would come mainly from the west, 
southwest, or south. That this combination of factors occurred 
in a remote, isolated location along the eastern mountainous 
border has meant that activities occur here without regular and 
full communication with the national-level LCRD project. This 
was especially true early in the project, but remains so to 
some extent even today. The local LCRD personnel take actions 
and make management decisions without full consultation with 
national project headquarters. 
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