
ACTION PROGRAM FOR THE ENVIRONMENT

MID-TERM EVALUATION

(Project No. 617-0124[PA] 617~0123[NPA])

FINAL- REPORT

Prepared for:

USAID/Uganda
under the -Agriculture and Food Systems IQC

(Contract No. LAG-4200-I-OO-3058-00, Delivery Order #2)

Prepared by:

Lisa M. Matt, Team LeaderlInstitutions Specialist
Ed Karch, Natural ResourcelEnvrronmentai Policy Specialist

Lorna M. Butler, Community Development Specialist
___ J.E. -Clarke, Protected Areas Specialist

Tom Kangwagye, N~tural Resources Development Specialist

International Science and Technology Institute, Inc.
1655 North Fort Myer Drive. Suite 300 • Arlington. VA 22209

Telephone: 703-807-2080 • Fax: 703-807-1126



ACTION PROGRAM FOR THE ENVIRONMENT

MID-TERM EVALUATION

(Project No. 617-0124[PA] 617-0123[NPA])

FINAL REPORT

Prepared for:

USAID/Uganda
under the Agriculture and Food Systems IQC

(Contract No. LAG-4200-I-OO-3058-00, Delivery Order #2)

Prepared by:

Lisa M. Matt, Team LeaderlInstitutions Specialist
Ed Karch, Natural ResourcelEnvironmental Policy Specialist

Lorna M. Butler, Community Development Specialist
J .E. Clarke, Protected Areas Specialist

Tom Kangwagye, Natural Resources Development Specialist

Submitted by:

International Science and Technology Institute, Inc., (lSTI)
Arlington, VA

This report includes data that shall not be disclosed outside the Government and shall not be duplicated. used or
disclosed - in whole or in pan - for any purpose other than to evaluate this report. This restriction does DOt limit
the Government's right to use information contained in this data if it is obtained from another source without
restriction. The data subject to this restriction are contained in III sheets that follow.



•

TABLE OF CONTENTS

LIST OF ACRONYMS v

SUMMARY ix

A. COMPONENT ONE: POLICY AND INSTITUTIONAL DEVELOPMENT '" ix

1. Decentralization of Environmental Management . . . . . . . . • . . . . . . .. x
2. Support to Institutions Managing Protected Areas • • . . • • . • . • • • . • •. xi

B. COMPONENT TWO: REHABILITATION AND RESOURCE
CONSERVATION COMPONENT . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . xii

C. ADMINISTRATION AND MANAGEMENT ..................•. " xiii

D. CROSS-eUTTING ISSUES AND RECOMMENDATIONS xiv

1. Decentralization/Community Development xiv
2. Protected Areas Management ....................•........ xiv
3. Criteria and Structure for the Identification and Funding of Projects

under APE . . . . . . . . . . . . . . . . . . . . . . . . . . . . .. xv
4. Administration and Management: Technical Assistance Coordination xvi
S. Future Assistance xvi
6. APE Activity Coordination and Information Dissemination xvi

I. INTRODUCTION 1

A. PROJECT COMPONENTS .........................•........ 1

1. Policy COlIlpOnenl 1
2. Rehabilitation and Resource Conservation Component 1
3. Program Inputs 2

B. PURPOSE OF THE EVALUAnON ..................••...•.... 2

C. TEAM COMPOSmON AND MEmODOLOGY ....•......•........ 2

ll. PROJECT AND PROGRAM COMPONENTS: BACKGROUND AND STATUS. . • . .. .. S

A. POLICY AND INSTITUTIONAL DEVELOPMENT COMPONENT ..••.... S

1. National Environmental Action PlanlNEAP: National Level •..• '. . . .. S

a. Why NEAP? .••.••..•••••••••••••...•......•. S
b. The NEAP Process . . . . . . . . . . . . . . . . . . . . . . . . . . . . ... 5
c. Was the NEAP Process Participatory? ........•........ 5
d. NEAP Outputs and Technical Assistance ......••..•.... 6

i



c. Review Process 34
d. Monitoring and Evaluation " 35
e. Technical Assistance!l'raining 36
f. Observations. . . . . . . . . . . . . . . . . . . . . . . . . . . . . . .. 36

2. GMU Projects . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . .. 39

a. Project Descriptions 39
b. DistrietlConununity Linkages 42
c. Technical Assistance to GMU Projects . . . • . . . . . . . . . . . " 45
d. Income Generating Components of GMU Activities " 41

m. ADMINISTRATION AND MANAGEMENT •.....•••...•........•....... 49

A. PROGRAM MANAGEMENT .........••.........•..•...... " 50

B. INPUTS/OUTPUTS. . • • • • . . • • • • . . . . • . . . . . . . . . • . . . . . . . . . .. 51

1. Non-Project Assistance (NPA) 51
2. Tropical Research and Development (TR&D) Contract " S2
3. PASA ....•....•....•......................... " 52
4. Training . . . . . . . • . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . .. S3

C. ECONOMIC ANALYSIS . . . . . . . • . . . . . . . . . . . . . . . . . . . . . . . . . .. S3

D. MONITORING AND EVALUATION " 53

E. OBJECITVE TREE FRAMEWORK AND LOGFRAME . . . . . . . .. 54

1. The CPSP, API, and APE Indicators . . . . . . . . . . . . . . . . . . . . . .. 54
2. Objective Tree Matrix . . . . • . . • . . . . . . . . . . . . . . . . . . . . . . .. 51
3. Logical Framework Matrix . . . . . . . . . . . . . . . . . . . . . . . . . . . .. 58

IV. CROSS-eUTTING ISSUES AND RECOMMENDATIONS 61

A. A SYSTEM FOR MANAGING WILDLIFE AND PROTECTED AREAS... " 61

B. COMMUNITY PARTICIPATION IN PROTECTED AREA MANAGEMENT
(PMACs) ••••••••••••...•..•......•........••..•• . • . . . .. 61

C. CRITERIA AND STRUCTURE FOR THE IDENTIFICATION AND
FUNDING OF PROJECTS UNDER APE .•....••..•........•.... 62

1. Funding Support for Local Communities .•...••.••.......••• 62
2. Development of an Autonomous Foundation .....•... • . . . • . . .• 63
3. Integration of More Specific Income Generating Activities into the GMU

Subgrant Activities 64
4. Administration of Subgram Funds . . . . . . . . • • . . . • . . . . . . . . • .. 64

iii



ADES
AFRENA
AlDIW
ANEPP
APE
API
APM
AWF
BoT
CA
CBO
CCA
CFA
CfA
COVOL
CPSP
DANIDA
DCU
DDP
DEAP
DEO
DEP
DTPC
EC
ELU
ESAMI
FD
FFSP
GD
GIS
GMU
GOU
GTZ
IARC
IC
ICRAF
IGCP
IQC
WCN
KANGO
KFW
KSCDP
LCPA
LEC
LMCCP
LMNP
LTIA

LIST OF ACRONYMS

Assistant District Executive Officer
Agroforestry Research Network for East and Central Africa
Agency for International Development in Washington
Agriculture Non-Traditional Export Promotion Program
Action Program for the Environment
Analysis of Program Impact
Assistant Parks Manager
African Wildlife Foundation
Board of Trustees
Cooperative Agreement
Community-based Organization
Community Conservation Advisor
Chief Financial Advisor
Chief Technical Advisor
Cooperative Office for Voluntary Organizations of Uganda
Country Programme Strategic Plan
Danish International Development Agency
District Coordination Unit
District Development Plan
District Environment Action Plan
District Environmental Officer
Department of Environment
District Technical Planning Committee
Commission of European CommunitieslEuropean Union
Environmental Liaison Unit
Eastern and Southern Africa Management Institute
Forest Department
Flora and Fauna Preservation Society
Game Department
Geograpbicallnformation System
Grants Management Unit
Government of Uganda
Deutsche Gesellschaft fur Technische Zusammena.rbeit
International Agricultural Research Centre
Institutional Contract
International Ceuter for Research in AgroForestry
International Gorilla Conservation Program
Indefinite Quantities Contract .
International Union for the Conservation of Nature
Kasese Non-government Organization
Kreditanstalt fur Wiederaufbau
Kibale and Semmki Conservation and Development Project
Local Currency Project Agreement
Local Environmental Committee
Lake Mburo Community Conservation Project
Lake Mburo National Park
Long-term Technical Assistance

v



•
•

WCU
WLI
WRI
WTC
WTI
WWF

Wildlife Clubs of Uganda
World Learning. Inc.
World Resources Institute
Wildlife Training College
Wildlife Training Institute
World Wide Fund for NaturelWorld Wildlife Fund

vii



SUMMARY

The Action Program for the Environmml (APE) is one of United States Agency for International
Development's (USAID) largest natural resource management projects in Africa. The program's overall
purpose is to assist Uganda's public and private sectors to more effectively and sustainably manage the
natural resource base in selected areas, through policy reform national environmental action planning,
and rehabilitation and resource conservation.

APE activities are separated into two complementary program components: the Polley Component and
the Rehabilitation and Resource CODSel'Vadon Componeut. The program combines both project and
non-project assistance in program implementation. To date, S26,88S,OOO (of a total of $30 million) has
been obligated, including $18,885,000 in project assistance funds and $8 million in non-project assistance
(NPA).

Principal technical assistance to both components ofAPE is through an institutional contract with Tropical
Research and Development (TR&D). TR&D provides four long-tctm~ adYison. including an
Advisor to the National Environmental Action Plan (NEAP) Secretariat. a ComtDmity Conservation
Advisor at the NEAP Secretariat. a Fmanc:W Advisor to Uganda National Parks and a Grants
Management Unit Coordinator. An additional long-term advisor, the Assistant Parks Manager is provided
to Uganda National Parks (UNP) through a Participating Agency Service AgreemeDl (PASA). Grants
Management Unit activities are implemented through Non-government Organizations (NGOs) under
various sorts of funding mechanisms. Short-term tedmica1 assistaqce is provided primarily through
TR&D but other assistance through other organizations has also occurred. Training and equipment
support is also provided to various govermnent institutions. USAID provides a Natural Resource
Management Advisor as the APE Project Officer through a personal services contract.

This is a mid-term evaluation of the Action Program for the Environment. The program began in 1991
and is now scheduled to end in 1998. The evaluation was carried out over a period of four weeks from
April 17 through May 16, 1995. It was made up of a five person team that inclUded a Team
Leaderllnstitutions Specialist, a Protected Areas Specialist, a Community Development Specialist, a
Natural Resources Development Specialist and a Natural ResourcelEnvirorimental Policy Specialist. The
purpose of the evaluation is to provide the USAID mission, the Government of Uganda (GOU) and their
collaborators with recommendations to improve APE project implementation especially concerning the
movement from the NEAP process to the establishment of the National Environmeot Management Act
(NEMA).

Overall APE has had extremely positive resu1Ia. The National Environmental Action PIm is finished and
the Envirom:neDtal Bill bas been passed. DecamlizatiOil of enviromne:llta) JDIDIgaDed bas begun and
the results in K.asese District are extremely eacouragina and em serve as a model for otberwort. .1be
Uganda National Pub have increased their area UDder protection and financial acc:ounIability has .
increased substantially. Community participation in park ·management has 8.IsO begun in a Very serious
way. Fmally, the Grants Management Unit (GMU) is established and equipped to baDdle the full
management of rehabilitation and resource conservation projects.

A. COMPONENT ONE: POLICY AND INsnnmONAL DEVELOPMENT

APE supponed the NEAP process with technical assistance and funding of the operating costs' of the
Secretariat. The major outputs of this work are the National Envirorunental Action Plan and the
Environmental Bill which was just recently passed by the National Assembly. The Environmental Bill
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established the NEMA which will coordinate environmental and natural resource management in the
country. APE is currently supporting the transition from NEAP to NEMA.

The very fact that the Environmental Bill was passed and NEMA is DOW being established is testimony
to the success of this portion of me project. The development of the National Environmental Action Plan.
although donor initialed, involved a wide base of expertise, practitioners, users and those who would be
most affected by policy. Major policy and planning documents were produced in a participatory manner
and it is these products that will form the basis for environment and natural resource management in
Uganda.

1. _.- ."- ._.... _._--' .... ::

One of the ceotraI objectives of NEAP has been to assure that envirol1l1V!DtJ!l aDd natural resource
management policy development includes full public participation in the planning process and in ensuring.
environmcmal improVemcul activities. At the same time, dec:entralization ofnatural resource management
is part of an effort of the OOU to promote public participation in all sectors of tbe govcrnmenl. The
decentralized local government system being put iDto place over the last several years provides a
framework for improving natural resource management. The long-term teclmicalusistanee ComDMmity
Conservation Advisor was originally assigned to the Department of the Environment (DEP). After a
determination of insufficient capacity at the DEP, the advisor was assigned to the NEAP (although DOt
officially).

District development plans are expected to incorporate action plans for environmental monitoring. natural
resource management and protection. These are to be formulated in the District Environmemal
Committee (DEC) in collaboration with the District Technical Planning Committee (DTPC). The capacity
to carry through on this will be tied to linkageS between the various levels of government which promote
people's and NOO's participation in planning, decision making, implementation, and capacity building
in environment management. -

An analysis of decentraIization activities resulted in the following observations:

• While the NEAP appears to open the door to active and participatory partnerships between the
government system and the community, there are still many issues to be resolved before elected
officials, civil servants and local communities are genuinely able and committed to truly
col.laborative planning and decision making. Much depends onpast experieoc:e with participatory
processes. the attitude toward sharing control and exactly what is perceived by the concept of
-participation.-.

• NEAP is placing a high level of reliance on ODe model of participatioii"::tbal of the Ioc:al
govellmenllresistanee council system. If the govemmeol changes or if dIis model introduces
strong political bias into the process. it may be difficult to create the desire to participate.
Nurturing alternative models for community participation will help. 10- emure long-term
comnritmenl to community priorities, plans and actions. . "". _

• Other than through some specific communications with projects, APE hu provided relatively
little community development support to UNP field personnel. While this may have been as a
result of the GMU's contracting for this assistance, stronger collaboration between APE technical
assistance and the UNP would seem desirable. This might have occurred DaturaJ1y had the
Assistant Park's Manager been part ofTR8d> from the onset. Tbe need for coordination between
community management of protected areas and NEAP implementation is clear. lust because
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NGOs are contracted to develop the cooperative management capacity of the Park Management
Advisory Committees (PMACs) does not assure that they will either operate in the best interests
of the parks' associated populations nor that PMACs will be able to take advantage of local
government resources and services. There needs to be a point person (or position) to ensure that
this type of community organizational capacity is developed. There are several ways to do this
for example by increasing APE's level of organizational and community development assistance
to UNP, by fostering appropriate technical assistance partnerships with contracting NGOs, or by
selecting NGOs that have a strong record in both community development and conservation.

• Technical assistance has made a major contn1>ution to development of the framework for the
NEAP decentralization process. Support has been given to environmental officer training and
job analysis, development of NEAP guidelines for local levels, and a plan for strengthening the
capacity of distrid environmental committee members. Technical assistance contn1>utions are
recognized at district levels. This is commendable given the somewhat slow start resulting from
technical assistance initially being asSigned to the Department of Environment, and then (mally
being moved to the NEAP. There are now high CxpectatioDS for continued assistance with NEAP
implementation at the sub-national level. It will be important to keep these activities highly
focused and to ensure that Ugandans assume an increasing amount of responsibility for
determining needs and directions.

• In order to develop the cooperative management capacity of the PMACS to ensure that they
represent the interest of the parks' associated populations, an increased level oforganizational and
community development assistance maybe warranted.

2. Support to Institutions Managing Protected Areas

APE has provided support to the three agencies currently managing protected areas. This includes the
Uganda National Parks (MinistIyofTourism, Wildlife and Antiquities [W1WAl, the Game Department
(GD), and the Forest Department (PO). APE's assistance to the protected areas of Uganda has focussed
heavily upon the functions of UNP. The Game Department and the Forest Department received some
assistance but to a lesser degree. The purpose of the assistance is to improve management of the
protected areas. .

UNP has received both project and non-project assistance. They receive project assistance through two
technical assistance personnel; a Financial Advisor and a Parks Management Advisor. Fmancial technical
assistance (TA) has been furnished for almost two years. This assistance has improved the overall
management of the UNP and the national parb. The advisor, working with the alief Ac:countant has
introduced computer literacy IDd the managina ofsome financial~ by computer. He has trained UNP
staff, at the centtal aDd park level in areas such as budgeting and bud&et comol, helped to devise systems
for revenue sharing, offered advice on Ibc new pension system and in general is given JDlJCh of.~ credit
for UNP's improved fiscal traDspareDcy. ., .... .:. . . -';.' ~- .: ,.. : ...;~:,:-~,::-,;~~-.-~;.

-::.;: '. ..~-;;:.

The Assistant Park's Manager (APM) has been in Uganda for ten months. His position description calls
for him to be a Senior TeclJOical Advisor to USAID and counterpart to the UNP Director•. During the
last ten months the advisor has traveled extensively and visited all but ODe of the ten national parb,
forming working relationships with a broad range of UNP and project staff. The outputs of the post are
less easy to identify than those of the Financial Advisor since most relate to long-term processes that take
time to bear fruit. One ofhis activities has been the participation in the development ofpark management
plans.
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The UNP and to a lesser extent the Game Department have received material support. The evaluation
team visited four National parb and discussed this assistance with wardens. In general this assistance
is greatly appreciated as it seems that USAID is one of the only donon who bas provided this type of
help. Types of support include purchase of vehicles, fuel, costs of boundary demarcations, construction
and some operating expenses. The UNP received assistance to upgrade forest reserves to national paries
which was part of the conditions of the program.

The government is moving steadily through a restructuring exercise that will see the merging of UNP and
the GO to form the new Uganda Wildlife Authority (UWA). This restructuring gives Uganda a unique
and .challenging opportunity to plan and develop a logical and cobcrenl system for managing wildlife
resources and protected areas. Major issues emerginI from thiI exercise are: -":-:.;. ---

• To ensure that UWA does become a coherent management system; --c .• --.

• To develop an effective management planning capability in UWA;

• To establish an effective information management system within OWA; and

• To identify and develop ways ofdiversifying and maximizing revenue, SO that UWA may become
self-sustaining. A major issue that UNP is now facing is the merger with the GO.

B. COMPONENT TWO: REHABILITATION AND RESOu,RCE CONSERVATION
COMPONENT

The Rehabilitation and Resource Conservation (RRC) Component COmplemenlS the policy component and
is managed by the GMU. The GMU is a management unit that oversees the funding of conservation and
development activities primarily in areas associated with protected areas. When APE was designed, the
GMU was conceived as an umbrella grant to a U.S.-based Private Voluntary Organization (PYO). When
Requests for Applications did not result in any candidates that met the criteria, the task was given to the
institutional contractor. .

The GMU was not operational untiI 1993 - two yean later than anticipated. It is impo~ to note that
during this time USAID toot on the role of the grants managemem unit. Project $election criteria
outlined in the original ProgJ:am Assistance Approval Doc:nme:nt (PAAD) were used and many of the
illustrative subgranu suggested in the design doc:ument were funded. The result of this was that when
the GMU was established many funds had already been committed IS weB .. precedeDIs set for project
preferences and selection. -_. " -

~~"-_. -~.,- _..=-~ -- .-;..

The teclmic:al assistance provided by the institutional conttaetor is the GNU Coordinator.-' Tbecoordinator
has esseutia11y set up the unit from scntdI, establishiDl an office. 1dliDI-Up review c:riteria and a
proposal review process that includes a review committee. Tbe GNU has four by responsibilities: they
are the point of COD!ad for aU potentiallDd IdUaI impIemcoIiDa orpnizatiOoia of the RRC subgrant
activities. The GMU evaluates proposals. makes a detemJinatioD IS to their lICCqDbility and forwards
them to USAID for fundingcoDS~ They are the liaison between the aq,Jemeadi"l organizations
and USAID. Fmally. the GMU provides fiDanciaI, tecbnial and administrative oversight ofall subgrant
activities. Although not foreseen in the original design. USAJD has retained financlal management
responsibilities, including the negotiation of grams or coottads and actual disbursc:mcm of funds.

The GMU is doing an excellent job within the framework established for them by USAID's previous
management ofprojects and their retention ofmajor management responsibilities. Deficiencies in USAID
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management, however, have caused delays in the review process and the awarding of grants or contracts.
To date, no funding has been disbursed to a project actually approved by the GMU. The main reason
is that there was DO formally recognized USAIDlUganda review process (a requirement under USAID
regulations since proposals submitted to USAID are considered -unsolicited proposals-). This has meant
that although proposals were reviewed and approved by the GMU there was no mechanism for USAID
to proceed. This review process was finally established in February 1995.

APE has funded a large number of activities mainly related to the conservation of protected areas and the
development of the areas associated with those protected areas. Most of these projects are now under
the management of the GMU. Many of these projects are coming to the end of their funding and
negotiating funding for DeW projects. There are some examples of project activities that are still directly
monitored by USAID (International Center for Research in AgroForestry (lCRAF) is one). In all cases.
new activities will be initiated through the GMU review and approval process.

This mid-term evaluation was not intended to evaluate the activities UDder the management of the GMU.
However. the evaluation team did talk to as many as the implementing organizatiom as possible and
visited some of the projects.

An analysis of GMU operations and activities resulted in the following observations:

•

•

•

•

•

•

c.

The delay in the establishment of the GMU has caused a great deal of confusion among NGO
project implementors. Project linkages to the GMU and USAID are unclear to many. The GMU
is aware of this issue and is taking steps to clarify the situation.

APE funding of grant activities was largely predetermined from the beginning of the project.
There are both advantages and disadvantages to this formula. 1be advantages are that USAID
was able to fund projects and institutions many of which had proven track records and had a high
probability of success. However, on the negative side, the approach set precedents for the type
of activity that USAID preferred to fund.

Although the technical critena established by the GMU and USAID provide useful guidance for
project evaluation, the effectiveness of the criteria has been negated by the GMU's inability to
set priorities. This is because the GMU, until very recently, did not know their funding levels.

The GMU review committee represents various technical ministries and USAID. Project
implementors feel that they should provide more direct input to committee dehDeratiODS.

There bas been DO fundin& of local NGOs. This is partially due to the lack of local curreocy
funding IS well IS tile fad that USAID registration requircmems for deYeIopmeat assistance
dollars are diffictJlt for many NGOs to meet. - . -

Most project activities do not place much emphasis on individual income aenefat:ina activities,
especially those that deal widl issues of marketing farm produce. the value added potential
through simple technologies or the development ofoff-farm smaI1 enterprise activities. Projects
rely mostly on tourism, revenue sharing and multiple use for income generation.

ADMINISTRATION AND MANAGEMENT

The Action Program for the Enviromnent is a large project and relies on the participation of a large
number of organizations and multiple types of funding mechaniSJJl$. Because of this and especially due
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to the long delay in the establishment of a functional GMU, USAID bas taken on an excessive
management burden that could not be handled by one project officer; hence delays in subgrant approvals
and fund disbursemenlS. The technical direction by one person of such an array of activities would also
seem difficult.

One example of this circumstance has been expressed by UNP. There seem to have been delays in
procurement and the release of quarterly funding. Although part of the problem is that UNP must
comply with USAlD's recommendations on procurement, cash management and bank reconciliations,
UNP believes that there are other problems that might be resolved by JOD UNPIUSAID action.

OCher observations in this area are:

• Some of the conditions were met before the grant agreement was signed. Although NPA was
required to set the NEAP process in motion, in the cod, the procesl took over and the momentum
carried through the passage of the Enviromncnta1 Bill. GOU local curreocy requirements of $4
million were forgiven. This reduced the money available for GMU projects.

• There seems to be difficulty coordinatins TR.&D technical assistance worle and that of the PASA
Assistant Parks Manager.

• Although much work bas been done in this area. there is not a coordinated monitoring and
evaluation system for APE.

• The logframe and objective tree indicators do not reflect the realities of the project.

D. CROss-cuITING ISSUES.AND RECOMMENDATIONS

1. Dec::entraUzationlCommunity Developneut

Place the Comrmmity Conservation Advisor (CCA) within the NEMA District Coordination Unit.
Narrow his responsibilities to ensure a higher level of impact at the ~nationallevel and within NEMA.

Strengthen linkages between community-bascd groups. local NGOs. the RC system and NEMA so that
natural resource lDID&8emeD1: pJannins and decision making become a collaborative reality. Build the

.capacity of a JWioaal and/or cIi.stric:tIJDJ body to bring interests tOgether to facilitate the active
participation of local COIDDlIIDiticI in pJannins and decision making. 1bis might eYCDlUally include a lint
to GMU projeds aad their idcDdficItioD.

Develop a UNP alalSionlcommamity cooservation developmeut and education system. Involve UNP
field personnel ill detenDiniDa what type of support aDd trainiDI are needed, and which
NGOsICommunity-bued Orpnizations <CSOs) are involved in their partkuIar park areas. Coordinate
with the wrc to CDSUle that DeW trainees are also trained in community development. C'.'

Continue to give material and technical assistance support to agencies responsible for managing or
supporting the managemeDI of protected areas - UNP and the FO.

Give support to upJnde the Uganda Institute of Ecology (UIE) and Wildlife Training College (WTC),
whose functions serve to enhance the future UWA's technical capacity to manage. .

xiv
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APE should support the government in establishing a coherent system for managing its wildlife resources
and protected areas through the adoption of sound wildlife and protected areas policy and legislation and
building the capacity of the UWA for system and management planning. Long or short-term technical
assistance is appropriate.

A clear statement of policy concerning PMAC and conununity conservation committee composition role
and support should be printed and widely distributed by UNP and the National Environment Information
Centre (NEIC). Policy should allow flexibility so that each park and the associated comnumities will be
able to accommodate their own situations.

A study should be commissioned to evaluate the protected area system·s coverage of Uganda·s
biodiversity. APE should support such an analysis, using a long--tenn technical assistance (LTIA)
program of 18-24 months.

Research carried out by UIE should be primarily management oriented. Other research institutes should
be encouraged to address priority management issues faced by UNP aDd by sub-national implementers
of NEAP decentralization. Stakeholders should participate in identifying topics of highest priority.

3. Criteria and Structure for the IdentificadoD and Fundin& of Projects lDuter APE

Review the APEIGMU project funding strategy to give increased attention to policies, priorities,
operating procedures and outreach mechanisms that are more responsive to the needs and priorities of
local comnmujties.

One of these grants should be directed to building the capacity of • dccenttalized and coordinated
NGO/CBOIPVO - local government mechanism for facilitating the development and support of
community natural resource management and environmental protection projects which build long-term
community organizational capacity. If necessary, technical assistance should be provided to assist the
group in the development of its propos3.1 design and strategy.

Investigate options and models for gradually turning the GMU into a more autonomous, self-sustaining
organization. with a link to NEMA. which would generate both private and public funding to support
education. development and research directed to improved natur2l resource management and
environmental protection. Such an organization might not only encourage project development and
implementation in tune with established policies and priorities, but also help to facilitate the
implementation and evaluation of these projects.

The GMU should place special emphasis on income generating activities other than multiple use, tourism
and revenue sharing. potelJtial projects shculd contain iDcome geoendnJ aspects that will deal with
issues ofmarkding farm produce. value added potential tbrouch simple technologies and the development
of off-farm small enteIprise activities. NGOs who do not have this expertise should collaborate with
NGOs that do or USAID projects that are dealing with these issues, or in some cases separate activities
for income generation may be warranted.

The GMU should be given the complete responsibility for subgrant administration including the actUal
subgrant agreements and disbursement of funds. Although the reason foe not doing this in the past was
the issue of overhead on the subgrant funds and the legality of the conttaetor managing grant funds. in
retrospect. finding a creative solution would have avoided many of the problems of the establishment of
the GMU. Fmding a solution to this issue now would encourage the sustainable development of the
GMU. .
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4. Administradon and Management: Technical Assistance Coordination

Coordination of technical assistanee needs to improve between park assistance and the other long-term
APE technical assistance. The best way to do this is to place the parks management assistance under the
same institutional contract as the rest of the technical assistance.

The APM's scope of work should focus on two issues - increasing UNP's management planning
capacity. and on developing a system for managing information. If necessary. this component of the
L"ITA program should be extended.

The project extension should continue the technical positions for community conservation. finance. parks
management and the GMU coordinator through the end of the project.

6. APE Activity CoordloatioD and IDfOrmatiOD DiswminatioD

APE should explore the mechanisms for improved project coordination and wider coverage for APE
information dissemination. The current NEAP newsletter might be examined as one way to get
information to APE participants.
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I. INTRODUCTION

The Action Program for the Environment (APE) is one of United States Agency for International
Development's (USAID) largest natural resource management projects in Africa. APE was authorized
on August 20, 1991 and is scheduled to end December 31, 1998, the current Project Assistance
Completion Date (PACD). The program's overall purpose is to help Uganda's public and private sectors
to more effectively and sustainably manage the natural resource base in selected areas, through policy
reform and national environmental action planning, and rehabilitation and resource conservation.

To achieve its purpose, APE emphasizes the process of natural resource planning, strengthening of
institutions responsible for natural resource management and support for the work of organizations
fostering rational, long-term uses of Uganda's natural resource base. APE activities are separated into
two complementary program components, the PoRcy Component and the Rehabilitation and Resource
Conservation Componeat. APE combines both project and non-project assistance (NPA) in program
implementation. Funding authorized for APE includes $20 million in project assistance (Project Grant
Agreement No. 617-0124) and $10 million in NPA (Program Grant Agrcc::ment 617-0123), for an overall
total of $30 million. I To date, $26,885,000 of this total bas been obligated. including $18,885,000 in
project assistance funds and $8 million in NPA.

A. PROJECT COMPONENTS

1. Policy Component

The Policy Component focuses on the development and implementation of a comprehensive national
strategy to address environmental issues through policy, legislative and institutional reform - the
National Environmental Action Plan (NEAP). Project assistance supports: (i) technical assistance to
NEAP to build national environmental management capacity; (ii) technical assistance to NEAP in
community conservation to integrate human concerns into implementation of decentralized natural
resource management; and (iii) technical assistance to Uganda National Parks (UNP), the parastatal
responsible for most of Uganda's protected areas, in both park and financial management.

NPA conditionalities were designed to: (i) support the ongoing NEAP process; (ii) upgrade the protective
status of key protected areas; (iii) establish policy guidelines for community participation in protected area
management; (iv) establish policy guidelines for the decentralization of natural resource management; (v)
promote privatization of concessions associated with protected areas; and (vi) formally adopt a
comprehensive national strategy for environmental management in accordance with NEAP.

2. Rehabilitation aDd Resource Consenation Component

Complementing the Policy Component is the Rehabilitation and Resource Conservation (RRC) Component
that, through a Grants Management Unit (GMU)~ oversees, supports, and evaluates·· APE-siipported
natural resource activities in selected areas. Types ofactivities supported include integrated conservation
arid development. ecotourism development. ecological and socioeconomic research. and institutional
development. Activities are carried out principally by Private Voluntary Organizations (PVOS) and Non­
government Organizations (NGOs).

An amcDdmcDt to !be APE Program was in prepar.uion at lbe time of wrinn, Ihi.s tepoIt !bat wiD increase project assisWIce
fulldiDc to $30 million and dec:rease NPA fundinc to $8 miJIioll.
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3. Program Inputs

Principal technical assistance to both components of APE is provided through an institutional contract (IC)
with Tropical Research and Development, Inc. (TR&D). The TR&D contract is currently in its third
year and is scheduled to conclude in September 1995. TR&D provides three long-tenn technical
advisors: (i) the Chief of Puty/ChiefTechnical Advisor (CTA), based within thc NEAP Secretariat; (ii)
the Community Conservation Advisor (CCA), also within NEAP; and (iii) thc GMU Coordinator, based
at the GMU Office; also, an additional long-tenn advisor through a subcontract with Chemonics
International, the Chief Financial Advisor (CFA), based at. UNP. An additional long-tenn advisor, the
Assistant Parks Manager (APM), is provided to UNP through a Participating Agency Services Agreement
(PASA) with the USDA's Office of International Cooperation and Development. RRC activities are
carried out by NGOs and other local institutions under cooperative agreements (CAs), grants and local
currency project agreements (LCPAs).

Mission management support for APE is provided by a Personal Services Contractor (PSC) Project
Officer located within USAID/Uganda's Agriculture and Natural Resources Office. Short-tenn technical
assistance has been provided by TR&D, both directly and through subcontracts with Chcmonics and
Makerere University Institute of Environment and Natural Resources [MUIENRJ, the World Resources
Institute (WRI) under the Agency for International Development in Washington (AIDIW) Environmental
Planning and Management Project, IndefInite Quantity Contracts (IQCs), and PASAs. APE also provides
equipment and training to support institutions responsible for the environment.

Local currency generated from NPA cash grants provides support to the following agencies: NEAP
Secretariat; National Environment Information Center (NEIC), MUIENR, UNP, Forestry Department
(FD) and the GMU. PL-480, as well as other USAID local currency sources, have also been used to
support APE activities.

B. PURPOSE OF THE EVALUATION

Overall, the purpose of the evaluation is to provide the USAID Mission, the Government of Uganda
(GOU) and their collaborators with recommendations to improve APE project implementation, especially
the movement from the NEAP process to the establishment of a National Environmental Management Act
(NEMA). Evaluation findings may also be used as a basis for longer-tenn Mission planning. More
specifIcally the evaluation will: (i) assess issues that may limit the effectiveness of the project; (ii)
assess the progress that the project has made toward achieving the project objectives; (iii) examinc key
management issues including the role of USAIDlKampala; and, (iv) make recommendations for the
futu~. .

c. TEAM COMPOSmON AND METHODOLOGY

Thc Evaluation Team was composed offivc·people: a Team LcaderlInstitutionS Spedalist, a eoriununity
Development Specialist, a Protected Areas Specialist, a Natural ResourcelEnviromncntal Policy Specialist
and a Ugandan Natural Resource Development Specialist who worked in close collaboration especially
with the Protected Areas Specialist (See Annex C for the Evaluation Team's Scope of Work). Except
for thc Protected Areas Specialist, who arrived one week later, the Team arrived in Uganda on April!7,
1995, and spent four weeks in Uganda. Thc first week thc Team spent rcviewing project documentation.
Based on this and preliminary research and discussions with key program personnel, the Team developed
a workplan that included a proposed schedule, a report outlinc and a summary of key contacts and
sources of information.

2



Besides the many interviews with key individuals in the NEAP process, the team also spoke to as many
NGOs financed under APE as possible, technical assistance and other people involved in activities related
to the NEAP process and APE. The team spent four days in the field. They were divided into two
groups: one that traveled to Kasese District and another that traveled to Kabale District. Meetings were
held with District officials, NGOs carrying out projects under the GMU or other funding mechanisms,
national park officials and local communities. A draft report was submitted to USAID one week before
the team's departure. A meeting was held with key players in the APE program and opinions on the
evaluation's conclusions and recommendations were submitted for incorporation into the final report.
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II. PROJECT AND PROGRAM COMPONENTS: BACKGROUND AND STATUS

A. POUCY AND INSTITIJTlONAL DEVELOPMENT COMPONENT

1. National Environmental Action PlaniNEAP: National Level

The following is a summary of accomplishments and remaining tasks of the NEAPINEMA support
component of the Action Program for the Environment. The work done under this component is
exemplary. Most of the credit for this accomplishment is due to the teamwork of the technical assistance
(fA) personnel, the Secretariat staff, and above all to the GOU and the dedicated Ugandans who
participated in the NEAP process. This teamwork will have to continue in order to carry out perhaps
the most difficult next phase. This next phase is the implementation of new policies and application of
new legislation.

a. WhyNEAP?

NEAP is a World Bank requirement which must be met before a country can qualify for a loan. 1be
Word Bank wants to insure that adequate safeguards are in place for the environment before money is
loaned to the country. The process is adapted to individual country needs. VariOllS donors are usually
asked to help with financing and assisting in the NEAP process. USAID bas cooperated in this process
in several.countries and funds a NEAP liaison office in the World Bank in Washington, D.C. 1be
funding of the NEAP process in Uganda was included in APE as one component of the design.

b. The NEAP Process

The NEAP process had already started in Uganda before APE had begun. During a· diagnostic phase
(November 1991 - December 1993), USAID was the lead donor in helping the NEAP Secretariat develop
issues and topic papers on a variety of environmental problems in the country. Subsequent efforts
focussed on developing policy, legislative and institutional reforms. Concept papers on the National
Environment Management Policy, the National Environment Management Institutional Framework, and
the Environmental Bill were completed and submitted to the Cabinet in December 1993. In January
1994, in a full Cabinet meeting chaired by the President, the National Environment Management Policy,
the Environmental Bill 1993 and the Institutional Framework were approved with only minor
modificatioDS. The Environmental Bill provides for the establishment of the NEMA to coordinate
environmental and natural resource management in the country. This bill passed in the legislature on
April 26. 1995 and as a result the NEAP process has now passed into the bnplementation stage.

c. Was tile NEAP Process Participatory?

The NEAP framework is a World Bank method and is simply a framework for organizing the work. 1be
NEAP process and content are Ugandan. They represent Ugandan concerns, Ugandan analysis of
Ugandan problems with proposed Ugandan solutioDl.

Wide bases of expertise, practitioners, users, and those to be most affected by the policy were consulted
in the NEAP process. Many ditedparticipants from a variety of backgrounds served on committees and
task forces to prepare the NEAP. The process as designed, was participatory. 1bc overall advisory
committee is made up of 31 people including 6-10 women from 18 different institutions from government,
donors, international agencies, NGOs. the private sector, trade associations and academia. The various
numbers and composition have changed from time to time during the process.
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This group, in consultation, determined the major environmental problems in Uganda. These problems
were then addressed by eight task forces each made up of 6-10 members, again representing expertise
within the fields under discussion and users and interested parties from a broad spectrum of institutional
and private associations. The findings of these groups were then vetted regionally in workshops with
even wider ranges of backgrounds represented. These ranged from professors to farmers, fishermen,
brick makers, and so forth.

The NEAP was then made up from these task force recommendations. The National Plan was then vetted
to a National workshop with 450 participants ranging from the President to fishermen, farmers, brick
makers, and so forth.

A study was conunissioned by the NEAP Secretariat addressing the level of awareness, consensus, broad
appeal, and common agenda. This rapid appraisal showed involvement in the process to be high. Now
that the NEAP umbrella is in place through NEMA. the process can be localized and adapted to fit local
needs. and in so doing, endeavor to make the local process of adoption and adaption participatory.

d. NEAP Outputs and Technical Assistance

The NEAP has been completed. All major analytical and planning documents resulting from the NEAP
process, including the State of the Environment Report. the Environmental. Invesbnent Program. the
National Environmental Management Policy. the Environmental Management Institutional Framework
and the NEAP itself. have been revised and completed to reflect National Resistance Council (NRC)­
NEAP negotiations. Now that the Bill is passed, these documents.will form the basis for sustainable
environmental and natural resource management in Uganda. There is now movement from a planning
phase to implementation.

Although the process of application of the NEAP could not begin officially until the Environmental Bill
had been passed, work has already begun for the decentralization of the Plan. Lessons from other
countries have shown that beginning implementation activities early is necessary to maintain momentum.
Baseline information on the Department ofEnvironment (DEP) was obtained which identified fundamental
administrative and institutional limitations on DEP's capacity for analysis and monitoring and the
necessity to concentrate decentralization activities under NEAPINEMA. An analysis of tasks envisioned
for District Environmental Officers (DEOs) under the NEAP decentralization initiative was undertaken,
and job descriptions for the DEOs were completed. A training needs assessment for DEOs was
developed and a training program initiated. Six pilot distriar were identified to test institutional
linkages between NEAP. the proposed NEMA and the subnationallevel. TR&:D in collaboration with
WRI. under a USAIDlKampala buy-in. produced two documents entitled GuUklines for Environmmtal
Management at District ~l and From Crisis Management to Strat~gic Planning for Sustairwbl~

Development: Subcountyffown PImtning Procedure and Process GukkJines.', " ;'

NEAP has developed guidelines for the districts to incorporate gender Concerns in the district planning
process. These guidelines focus on: (i) methods to increase women's participation in the planning
process; (ii) ways to disaggregate the environmental information system by gender; and. (iii) provide
additional methodologies to ensure that women's role in natural resource management is properly
analyzed in the District DcvelopmeDl Plan (DDP) and the District Enviro:mnenl Action Plan (DEAP).
Other guidelines for bylaws, tax inceolives and environmental impact assessments were also completed
and one for environmental education will soon be completed.

Z See Anoex H for a description of dIeIe d.isaicIs.
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Building on previous efforts, NEAP will continue to develop procedures for local enviromnental
conunittees in the subcounties. Working in collaboration with APE and the Ministry of Local
Government (MLG), draft guidelines for subcounty planning will be completed by May 1995. Final
guidelines will be completed after the development of the Kasese District Development Plan as this will
provide further ideas on processes needed to enable subcounties to develop their own plans. This will
occur throughout the period of the bridging funding and will eventually be an integral part of NEMA's
functions. All enviromnental regulations, procedures and policies produced at the national level will be
distributed to the districts by the Secretariat as they become available.

The TR&D contract team leader bas provided the technical assistance for the NEAP process, and
coordination of actions with the Uganda Secretariat team that bas resulted in the successful completion
of the NEAP process. The indicators of performance for this position are smooth functioning of both
the contract and the NEAP process..The success of the NEAP process is evident. The smooth operation
of the contract team is also evident.

e. The Future of NEMA

Delays in passage of the Bill and resulting delays in the establisbmenl of the NEMA have made the
transition from NEAP planning to NEAP implementation difficult. The first draft of the Bill was
completed in June 1994 and the final passage did not occur until Apri11995.

Given this situation and the Ministry's desire not to lose the enthusiasm and momentum generated by the
NEAP process, the Ministry requested that USAIDlUganda continue supporting a smaIl NEAPINEMA
Transition Secretariat until September 1995 or until the World Bank credit becomes available in order
to work on three key areas: (i) continued lobbying for passage of the Bill; (ii) continued support for
decentralization of natural resource management; and (iii) establishment ofEnvironmental Liaison Units.
The Ministry also requested continued support for the National Environment Infonnation Center (NEIC)
and MUIENR according to their original workplan and approved budget.

The future establishment of NEMA is detailed in their workplan and includes the following steps:

• Establishment of the Management Board. The transition Secretariat will help the Minister in
identifying at least three qualified candidates for each position. Identification of candidates will
take place during month two. The Minister nominates the Management Board consisting of
representatives from: the Ministry of Natural Resources (MNR) (one); the Ministry of
Agriculture, Animal Industries and Fisheries (MAAIF) (one); the Ministry of Finance and
Economic Planning (MFEP) (one); academic and research institutions (two); local NGOs (two),
and the private sector (two).

• First Policy Committee Meeting.

• Management Board in place.

• NEMA Executive and Deputy Director AdvertisinglRecruitment.

• First Management Board meeting.

• Minister appoints Executive Director.

• Second Policy Committee meeting.

• Executive and Deputy Director hired and on board.

• Key NEMA staff AdvertisinglRecruiunent.
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• Executive Director short-lists key NEMA staff.

• Second Management Board meeting.

• Key NEMA staff on board.

• Establish NEMA Units and DivisionslDevelop Unit/Division. Workplans.

• NEMA staff training needs assessment.

• NEMA staff training plan developed.

• NEMA management training and team building.

• Environment Liaison Unit (ELU) establishment and training.

While NEMA will be charged with monitoring. planning and coordination of environmenta.llnatural
resource matters. implementation will be the responsibility of the relevant line ministries. Thus the
development of strong links between these ministries and NEMA is critical if effective coordination is
to be achieved. In this context. one of NEMA's first tasks will be to establish a small ELU, composed
of two to three individuals recruited from existing staff, in line ministries concerned with environmental
management. Ministries include: MNR; MLG: MAAIF; the Ministry of Land, Housing and Urban
Development; and the Ministry of Trade and Industry.

Once NEMA is established, it will have a District Coordination Unit (DCU) within the office of the
Deputy Director. The DeU's responsibilities will be to coordinate NEAP implementation activities in
all districts and help each division of NEMA in their contacts with the districts.

NEAP will commence the groundwork toward the establishment of the DeU by developing operating
procedures. These procedures will include both in-house operations, linkages with other NEMA divisions
and a schedule for specific NEMA activities in all of the districts. Although the DCU will be providing
general support to all districts. it will focus on pilot districts to assist implementation ofspecific activities.
Activities to be conducted in all districts include distribution of guidelines and general environmental
information. NEAP publications and technical notices. Assistance to pilot districts for specific activities
will include development of organizational structures (Le., District Technical Planning Committees
[DTPC], and a District Development Committee [DDC]). the environmental information system, and
bylaws. -

The operating procedures will also indicate criteria the districts must fulfIll to receive NEMA assistance
for these specific activities. If NEMA chooses to change the original NEAP pilot districts this will also
be reflected in the operating procedures. -

f. NEMAJNEIC

NEIC will continue to provide information support required for environmental managenient including
implementation of the Action Plan. This support will also continue following the establishment of
NEMA.

Local government statutes and government decentralization policy will mean that decisions regarding
utilization of natural resources will be made at the districts. This calls for availability of accurate and
up-to-date information at that level to support the decision-making process. DEAPs are technical reports
that discuss the status of natural resources in the district and the implications of their utilization trends
on the environment and development. They therefore provide an essential input in the development of
district development plans. During the bridging period, profiles for four districts are to be completed,
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namely, Mbale, Kabale, Tororo and Kasese. So far a draft has been produced for Mbale and activities
to collect primary data on Kabale are nearing completion. Work has also conunenced on Tororo and is
expected to go on concurrently with that on Kasese. The exercise is undertaken in collaboration with
sector departments at the districtS, whose role is to collect primary data on their respective sectors using
the subcounty as the smallest reference unit.

Two students are already undergoing specialized training, one on land degradation studies and another
on the environmental impact of agricultural policies. The aim is to improve district decision-making
capacity in the preparation of the DEAP. The training is a two-year program with the second year mainly
devoted to practical activities of preparing the proflles themselves. The Center continues to provide
technical guidance and material support as part of its collaboration with MUIENR.

The NEIC has been involved in several activities aimed at providing information to users and it will
continue to do so in fulfillment of its original mandate. In this regard, a State of Enviromnent Report
(SOE) has been completed and wide circulation has been achieved both locally and internationally.
Building on the infonnation provided by this document, work has begun to extract a statistical
compendium. The compendium will be published separately and will supplement the information
contained in the SOE report to satisfy the different requirements ofdetails by different users. The Center
in collaboration with Uganda Television (UTV) educational broadcasting is also in the process of
developing audio visual themes on various issues raised in the report. This will target the young audience
and adults who may not have the opportunity to read the report.

The Center has initiated a process of building up capacity at sectors which generate environment
information in order to promote information exchange among the sectors themselves and with the Center.
Seventeen sectors and organizations are so far involved and have started assessing the information
available in their various archives, the format in which they are stored and how current they are. These
are the initial steps towards establishing an environment information network in the country.

Similarly work has also started on strengthening data and infonnation management capacities at the
district. Besides supporting the decentralization process, strong information management at districtS
would provide the vertical linkages in environment information network. To this end, NEIC plans to
work closely with the NEAP decentralization group and DEOs in three pilot districts to develop and
implement the program for decentralization of enviromnental information. A comprehensive user query
service is also being developed at the Center. This is being supported by the establishment of the
INFOTERRA focal point at the Center to handle user query and response worldwide.

The Center continues to participate actively in the regional program for eastern Africa aimed at assessing
the potential for resource mapping using Synthetic Aperture Radar (SAR) satellite based technology.

g. Mooitol'iDc and Evaluation

APE supports the monitoring and evaluation (MetE) of both the Policy and the Rehabilitation· and
Resource Conservation Components. The MetE plan emphasizes people level impacts and responds to
the Mission's Strategic Objective #2, Wto stabilize biodiversity in target areas. W The four primary
outcomes called for are:

• An improved policy and institutional framework that promotes sustainable natural resource use;

• Increased ecotourism through private organizations, and local community groups in particular;

• Strengthened incentives for local participation in the management of protected areas; and
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•

•

• The establishment of an improved basis for management of selected protected areas.

In addition to evaluating the impact of the APE directly. the national information and monitoring system
is under construction. Specific efforts focus on:

Assistance to NEAP with the development of an internal M&E plan. Many of the elements will
carry over into the NEMA internal M&E plan.

Through the efforts of NEIC on the National Environmental Information System - strengthening
existing district and subdistrict data collection systems, as well as a framework for linkage with
NEMA and NEIC.

• Assistance to MUIENR in establishing and maintaining the Biodiversity Data Bank.

• Assistance to UNP for an in-park M&E system.

• An M&E system f~r the GMU and subgrantees.

Future activities planned include:

•

•

•

•

2.

Assistance to NEMA with further refinement of its internal M&E system, including: policy and
investment program impact legislation; environmental information; enviromnental standards;
environmental assessment and oversight; environmental education; the human resources
development; operational linkages with line ministries; and, operational linkages with district
level institutions.

Assistance to NEMA in the establishment of the district information system through NEIC on a
pilot basis until the World Bank: Capacity Building Project becomes available.

The development of guidelines by GMU for core indicators and cornmon methods for collection
and management of subgrant generated data. Once the system is operational the GMU will feed
relevant data to NEIC.

Assistance to UNP with the development of an in-park ecological monitoring system that can be
used at the ranger level.

Bridging NEAPINEMA: Tnmsition to Subnational Levels

The NEAPINEMA Secretariat will assist the districts to establish the environmental planning structures
included within the action plan (NEAP). This will include assisting the districts to translate national
policies and actions at the community level, eventually to be compiled into a DEAP. In particular,
assistance to subnational activities will focus on the continued development of guidelines for specific
subjects of environmcotal management, training of the Local Environmc:ntal CommjttN:s (LEC), DTPC,
and DEOs, devdopment of DDPs and DEAPs in selected districts and general support to the DEOs.
While the District Council is expected to provide the long-term vision of what the district will look like
in the future, the district sectoral departments and subcounties are expected to collabonte to achieve the
common goal. The LEC and DTPC are of central importance in this process.' Work will continue in
the original pilot districts chosen by NEAP with a few modificatioDS. First, since Xasese bas expressed
the most interest for NEAP assistance in developing a DEAP and a DDP that incorporates environmental
concerns, NEAP will place considerable emphasis on assisting Kasese to develop a DDPIDEAP as a pilot
exercise. Mbale and Kabale will continue receiving assistance as they have PCVs and have committed

Sec AJmex G fur :ftutbcr elaboration OD Dcc:e1Iaa1izatin.
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to recruiting DEOs. Arua and Mbarara will receive team-building workshops during the time frame of
the bridging proposal. Tororo has been added as a pilot district and will also take part in a team-building
workshop.

a. Further Development of District Environmental Management System

The relationship between central government agencies and the districts has changed as a result of the
decentralization of authority to the districts. The central level will provide policies and technical advice
to the districts, who have the responsibility for planning and implementation. Central level agencies can
no longer dictate to the districts, rather they should provide policy, direction and advice. During NEAP
district consultations, their requests for assistaneehave been reflective of this change in authority.
Districts have requested NEAP to provide guidelines for environmental management and technical
assistance in implementing these guidelines. At the same time, districts expect autonomy from the central
level.

In this changing context, NEAPINEMA will continue to provide guidelines and technical support to the
districts. As the current NEAP decentralization guidelines only give direction to the districts for
environmental management. they will likely go through more revisions as the districts move towards
implementation, and developing their own preferences for management structures. Several possible
revisions are foreseen by NEAP during the next year.

The Ministry of Public Service in liaison with the MLG is conducting district reviews to restructure
district level civil service. This will create district sectoral departments. The guidelines will be revised
to allow for appropriate links between these new departments and the structures already put in place.

The MLG's Decentralization Secretariat is currently working on district planning guidelines. NEAP will
coordinate with the Decentralization Secretariat to ensure that planning methodologies contained in the
guidelines follow those proposed by the MLG. Once MLG's planning guidelines are finalized, the
guidelines for environmental management may be revised to more fully reflect their contents. The first
completed revision is expected by June 1995.

b. Assistance to the Districts to Develop DDPs and DEAPs

NEMA will assist the Districts in developing a DEAP and a DDP. A planning workshop will be
conducted in K.asese in approximately May/June 1995 to develop the framework for the DDP and DEAP.
The final DDP and DEAP will be completed by August 1995 following sectoral input into the plan and
will be submitted for approval and funding in September 1995. Drawing on the Kasese experience, other
districts are expected to receive similar· assistance.

Within each relevant ministry there will be an ELU to ensure chat environmental policies are fully
integrated into all ministry development policy and programs; to ensure that environmental concerns are
considered in all activities; to provide technical advice to the districts; and to assure that activities
contnbute to both a healthy environment and. improvements in people's lives. The ELU will assist
NEMA in district level coordination.' ....

c. Support to District Enviromneotal oman

Activities during the bridging period will concentrate on the provision of training and technical support
to the DEOs as well as assistance in establishing their offices in those pilot districts that have already
recruited DEOs.
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3. Local Level: Decentralization of Environmental Management

a. The Situation: Policy and Institutional Development

One of the central objectives of NEAP is to assure that environmental and natural resource management
policy development includes full public participation in the planning process and in all ensuing
environmental improvement activities. The intent of the policy is to include an increased level of public
understanding. awareness and appreciation of the linkages between environment and development. At
the same time. decentralization of natural resource management is part of the effort of the GOU to
promote public participation in all sectors of government. The decentralized local government system,
being implemented over the past three years by the GOU, is seen as a framework for improving natural
resource management.

The APE Evaluation Team visited Kasese and Kabale Districts where they met with government officials
and civil servants, committee representatives, and community residents. While the numbers of contacts
were necessarily small and time was limited, the team did observe a considerable difference between the
two districts. This is understandable given the manner in which participating pilot districts were
identified. Had they been selected based on their interest in participating, chances are some of them
would be expressing more -readiness- for decentralized planning. The Evaluation Team sensed there was
considerable variation among officials and districts concerning perceptions of the degree and type of local
community participation that was anticipated in the environmental planning and implementation process.
This also carried over to their visions of the type of community capacity that was ultimately wanted. and
how they hoped to go about developing this capacity in the future. Given the fact that participatory
planning is a totally new concept in Uganda. it will take time for everyone to understand the opportunities
associated with decentralization, and possible ways of making it all happen. Kasese District officials had
a better idea of the potential that existed for involvement of local communities. for example, one Assistant
District Executive Officer (ADES) stated. -The vision of NEAP is good... it is to get grassroots input
into the process. The PRA (participatory rural appraisal) which was done is a good mechanism to hear
from the people.... we must train them about environmental problems and what to do about them...and
problem identification... -

On the other hand. in Kabale District officials seemed to view local community participation in planning
as a foreign idea. Neither did most district officials have any familiarity with NEAP and future plans
for NEMA. One notable exception was the newly selected Envirom:nental Officer, who seemed to
understand that community participation in environmental matters was essential. and he has started to
contact the surrounding COJDDDJDities. However, the Enviromnental Officer will have great difficulties
if he is the only one who accepts community participation as an integral part of the planning process.
At the community level. it may take longer for these new ideas and possibilities to filter down. sin1Jly
due to the greater distance in COJ11II1Imications•.. ·1bere would. therefore, be value ill working in both
district and community levels simultaneously. beginning where· there is a Wteachable.rDomeotw based on
readiness.

b. I jnkages Between District and Local Levels

District development plans are expected to incorporate action plans for enviromnental monitoriDl, natural
resource management and protection. These will be fomndated in the LEC. in collaboration with the
DTPC. There is an expectation that the capacity to carry through on this will be tied to linkages between
the various levels of government which promote: people's and NGOs participation in planning. decision
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making and implementation; the mobilization of human and other resources; and local capacity building
in environmental management.

In Kasese it is clear that district decision makers are looking to NGOs as one of the partners in this
process. In fact, the process was started with a series of sensitization (awareness-building) workshops
at the subcounty level, and with the conduct of participatory rural appraisals (PRAs) in local communities.
Following an intensive training process in March. 1995, a ten-member team began to assess the needs
and priorities of parish-level communities using informal interactive exercises, (e.g., time lines, seasonal
calendars, time budgets, ranking techniques). The team was composed of DTPC members (e.g.•
Economist, Environmental Officer, Culture Officer, Health Visitor. Agricultural Officer. Planner, Council
Clerk), and NGO representatives (e.g., Women Council, Appropriate TechnologylRural Development,
Red Cross). In the subcounty of Karusandara, for example, a one week assessment took place with the
following issues being identified by communities as important: land tenure, agriculture and land use,
infrastructure, health, education and environment (i.e., land degradation, disappearance of trees, land
slippage, floods, reduced grazing). A total of five PRAs will be completed in Kasese District to put
together a DEAP.

PRAs arc now viewed. as the primary method of involving communities in environmental planning.
While they can be very helpful for encouraging community participation, and for obtaining a "sense- of
people's priorities, it may be important not to put total reliance on one approach, nor to overdo its use.
This approach can consume a lot of time and resources, and result in much data. It can also build up
people's expectations concerning action. Therefore, PRA trainers and other leaders may want to give
careful·copsideration to the reason for data collection, and the way in which it will be used. There are
a variety of ways to encourage people's participation - depending on one's objectives, resources and
time available."

The Kasese ADESs commented that they hoped to get the LECs operational in all subcounties in order
to identify environmental problems, and when they were able to get technical people on staff. the
committees should be able to direct them to the worst problems. help monitor and oversee local problems,
and educate parish residents and leaders using a "small trainer team" approach. It was noted that there
might be problems implementing the LECs' work; for example, the Resistance Councils (RCs) may want
to dominate the process, perhaps not seeing the value of including NGOs and other government people
on the committee, therefore the RCs would need to be educated on the roles of the LECs, their value,
and the importance of achieving a balanced committee membership. Kasese District officials placed a
high level of importance on building community awareness at all levels. One person said: "environment
is a new concept in the area...... all key players must be involved ..... there is a readiness now as too
many floods and land slides have destroyed people. their lands and their crops. -

In Kasesc District the Evaluation Team met with residents from a village that participated in the PRA
process. When asked bow they felt about this method of obtaining their. views and concerns, they
coJ'TlJlV:Dled that if their views arc really heard, or used, the activity will have been useful. They liked
the idea that district level people came to talk to theD1 directly. as opposed to the reverse. They said that
when their problems are taken by their elected representatives to the parish, then to the subcounty, then
to the district, they are not sure their ideas are reported accurately. if at all. In their opinion, there is
a problem of too many levels through which information has to pass.

A DEO is to be employed in every district to coordinate, train and assist district personnel in improving
district capabilities in environmental management. This person is seen as key to improving the district's

See AnDex 1 for a more detailed discussion of local capacity 1luildiDa tbrou&h participation.
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capacity to plan and implement environmental programs which not only maintain and improve the
enviromnent, but also lead to better community economic and social development. Essentially, the role
of this person is comparable to that of an "environmental/community development extension agent" in
that the individual's responsibility will be to promote community participation in the design,
implementation, monitoring and evaluation of environmental activities. This individual is seen as the link
between the districts and the ministries. His or her role will be to assist NEMA to gather environmental
information, develop public education programs, build the capacity of local government at subcounty and
parish levels with regard to environmental planning and problem solving, work with the LEC, and liaise
with the DTPC. Only in a few districts are DEOs in place. The DEOs in Kasese and Kabale have been
in place for approximately four months. In other districts recruitment is in process. Three districts
(Kasese, Kabale, Mbale) have Peace Corps Volunteers (PCV) assigned to work with the DEO.

At the local level (SubcountylRC Ill) NEAP bas recommended there be a LEC which would function as
a local planning unit. This level of government has an infrastructure in place and is a legal corporate
body. It bas some technical personnel who are trained at a slightly lesser level than those at the district
level, the capacity to initiate bylaws and to collect and retain taxes, and is represented at the district level.
Although the subcounty process bas barely started, suggested LEC membership includes subcounty MLG
members, the subcounty Chief, and four other representatives who may come from NGOs, government,
extension, grassroots organizations or farmers' associations. Total LEC membership should be limited
to nine. Subcounties' plans are to be based on information collected at lower levels, and on the active
participation of local people and groups. The potential does exist for active and broad community
participation in the planning process. Whether this actually occurs will depend on the kind of training
and encouragement given to local leaders and civil servants, and on their access to resources to carry out
some of their priority plans.

c. Community Participation

According to NEMA, community participation will be encouraged in the following ways:

• Through normal government representation in the DTPC, LEC and RC;

• By placing natural resource management responsibility in the hands ofcommunities, through their
own natural resource plans which would be supported by local bylaws;

• Through the LEe's and DEO's active solicitation of organizations' and individuals' views;

• By posting implementation plans/costs in public· areas and/or by holding public hearings to
discuss plans;

• By educ::atin& the public on environmcnta1 issues, their rights and responsibilities; and,

• By ensuring the public has sufficient incentive to participate in environmental planning and other
activities.· ~

, .. ' ;

NEAP has recommended certain guidelines for ensuring that gender differences in resource utilization
be considered in district and subdistrict environmental planning and information collection. These include
the active representation of women at all phases and levels of the planning process; the collection and
analysis of environmental data by gender; the assurance that DDPs will adequately address women's
issues and roles in natural resource management as a result of District Development Committee (DOC)
and District Resistance Council (ORC) oversight; and that all plans aggregate the potential impacts of
proposed activities by gender. There are still relatively few women in district and organizational
leadership positions, and to date, there arc none hired as DEOs. Will there be women recruited for
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positions in NEMA? Special efforts are needed to identify, recruit and train women for some of these
positions in order to establish more role models, and to more effectively meet the needs of women in the
society. Technical assistance bas been somewhat dominated by males as well.

NEAP sees the public assuming a role in environmental impact assessment beginning in the early stages
and continuing throughout. At the district level this will be accomplished through the LEe's and DTPC's
provision of local expertise and assistance in setting up scoping meetings between the public, the
developer and the environmental impact team. These meetings would include: (i) a participatory
identification of significant environmental issues associated with a particular development project; (ii) the
identification of individuals and institutions to be involved in the assessment, and types of expertise
needed to complete the assessment; (iii) a participatory reassessment of the project design and
consideration of alternatives to lessen environmental impacts; and (iv) a plan for how the assessment will
be conducted.

While the NEAP appears to open the door to active and participatory partnerships between the
government system and the community, there are still many issues to be resolved before elected officials,
civil servants and local communities are genuinely committed to truly collaborative planning and decision
making, program implementation and monitoring and evaluation. Much will depend on people's past
experiences with participatory processes, their attitudes toward the sharing of control, and exactly what
they see as "participation. - For example, when the Evaluation Team visited the two Districts of Kasese
and Kabale, there was some indication that it may be difficult for some district officials and government
staff to allow community people and groups -to take on the necessary responsibilities that will be necessary
to build commitment and capacity for carrying through with their own plans. On the other hand, local
people and community-based organizations (CBOs) appear to be willing and ready to learn how to take
on more responsibility, and to do so with a minimum of outside resources.

Training for politicians and local leaders will be especially important. Where there is potential for local
NGOs to assist in the process, they too should receive training and support. A -train-the-trainers R model
may be effective for building independence rather than dependence. Training that helps everyone see the
positive contributions that can be made through broad involvement, in contrast to the potential threat to
authority, will be important. While decentralization is intended to lead to improved government services,
this is unlikely to happen without a broad buy-in from many different interest groups. By enhancing
community ownership in the process. and allowing more people to understand how priorities are
established, residents are more likely to be happier with services even though they may be limited.

As committees are established (LECs, DTPCs, ministerial liaison committees), and positions are in place
(DEOs, other key civil servants), informal workshops might be organized to help these individuals and
groups clarify their functions. define their roles and responsibilities. and then lay out a plan of work that
can be accomplished within a reasonable aJDOUDl of time. Short-term accomplishments will be imponant
for maintaining enthusiasm. as will resources to do the most important things. Since the process is new,
there may be some -bureaucratic trouble shooting- with which technical assistance can help, such as
ensuring there are needed office facilities and transport for the DEOs. . .

Some technical assistance might also be directed to helping with the development of a district
NGO/CBOIPVo-Iocal government mechanism (comparable to a district level NARM Forum chapter).
Even though there may wen be a place for an international NGO to organize this type of body. technical
assistance will probably be important to stimulate group leadership and maturity so they can facilitate
local level awareness, planning. and eventually, activities. They will benefit from guidance in defining
their linkages to local government and the private sector, and they will need to clarify their roles and
responsibilities so they are not overlapping or conflicting with others' roles.
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d. Technical Assistance to Decentralization/Community Conservation

In approximately December 1992 APE began to provide technical assistance to NEAP in community
conservation through the Community Conservation Advisor (CCA) position. This position was intended
to integrate human concerns into the implementation of decentralized natural resource management.
Initially, the CCA was assigned to the DEP. However. since the mandate for NEAP was not part of this
department, nor did DEP have the capacity to assist with the NEAP process, the position was later
informally reassigned to NEAP as the link between the districts and NEMA. Several months later this
input was further strengthened through the temporary secondment of a Decentralization Specialist from
the MLG Decentralization Secretariat to help with the development of guidelines for local governments'
and other groups' application of NEAP at subnational levels. The PCVs are also hired to assist
distrietlsubcounty officials as well as DEOs with NEAP implementation interventions. Principle areas
of technical assistance that pertain more directly to the long-term decentralization of NEAP and building
the needed capacity to do this are descn'bed below.

(i) Diaposis of DEP Capadty and Needs

An initial review of DEP capacity and needs was conducted as part of a workshop for environmental
officers. The outcomes indicated that there were major institutional problems in the department, and that
there was little capacity to implement the NEAP. Most environmental officers were assigned to projects,
and the remainder had little means of carrying out the department's mandate to monitor. control and
decrease environmental degradation. A task analysis for environmenla1 officers was conducted. and
through ~e regionalization working group, questionnaires were sent to each district to identify priority
problems and needs; and interviews were conducted in five districts to determine the state of
environmental management and support needs. A self-evaluation training needs assessment was carried
out among environmental officers.

(ti) Developnent of Environmental Officer Training Program

Job descriptions for environmental officers were drafted. shared with environmental officers, and refined
through a workshop process. A training program was designed for the DEP to increase environmental
officers'capabilities in providing environmental planning assistance, and to facilitate the NEAP process
at the district level. Models for regionalization of NEAP were developed for the institutional framework.
As new environmental officers are recruited by the Districts they will be trained by NEAP and APE
technical assistance. This will be a very important activity since these are new positions. and they will
be key to NEAP implementation. The job of the DEO is a difficult one in that the individuals must see
themselves as facilitators or -enablers. - It is a position where they need to make others look good. and
allow others to take responsibility. Technical assistance could assist a lot here. in cooperation with the
appropriate local government supervisor, in helping the DEOs establish priorities, draw up a plan of
work. determine how their work will beevaluated (by constituents), and emuretbatthete is an interactive
annual review of their work. Mechanisms will need to be identified to recognize the DEOs and their
team members for their contributions. There is always a danger that individual accomplishments will be
lost when team efforts are valued.

DEOs can be trained to assume the role of -trainer- by working with them to model the type of training
workshops that might be carried out by other people at subcoUDty or parish levels. Their training should
always contain lessons in both contml and process. CoDlent refers to specific technical background. for
example pertaining to environmental monitoring, conservation practices, agroforestry interventions. how
to conduct a focus group or PRA wealth ranking exercise, and so forth. Process refers to participatory
training methods such as techniques to give trainees practical experience in forming open-ended questions,
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leading a focus group. and helping a smaIl group analyze their own data. They shouJd be able to train
other small teams on how to train the next level of trainees.

(iii) Development of NEAP Guidelines/Strategies for Local Levels

Mbarara. Mbale. Kampala. Kasese. Arua and Kabale Districts are APE's "focus" districts. Each has a
different agroecological. sociopolitical. cultural and economic situation. Some are eager to implement
the NEAP; others appear to be less interested. It may be worthwhile to put greater priority on
responding to the needs of those districts and communities that are interested and ready to proceed.
Where some districts are able to advance with committee identification, definition of roles, engaging in
participatory planning processes, and so on. why not consider having a district trainer team go to another
district to assist them with their process. A "sister district" concept might evolve and serve as a
continuing support mechanism. B.rief descriptions of each district can be found in Annex H.

A district activities unit was established through NEAP/APE to develop guidelines to assist the districts
in developing DEAPs which. in turn, would be integrated into DDPs. With the Statute serving as a
framework, the NEAPlMinistry of Local Development (MLD) Decentralization Specialist and the
NEAP/APE Community Conservation Specialist have worked closely with various national and
subnational ministry and NGO representatives to develop guidelines for decentralizing natural resource
management. This process has involved a variety of activities including such things as the development
of bylaws; seminars and workshops in gender and environment sensitization, monitoring and evaluation.
team building. and participatory community planning techniques.

The guidelines document. now in draft form, provides guidelines to district officials and committee
members on ways to ensure that there is "participatory decision making, transparency. accountability and
sustainability in the entire development process (NEAP 1994:2)."

(iv) Capacity Development for District Environmental Committee Members

LECs have been formed in the focus districts and at various levels of operation. The Kabale DEC is
active and has produced a draft environmental plan. The Kasese LEC has taken steps to explain the
decentralization process and the role of the LEC to subcounties. The Kasese MLG bas voted funds to
the LECs. Mbale, Mbarara and Arua have formed committees but as yet they are not functional.
Kampala will have an environmental unit. with technical support from NEAP. in the office of the town
planner. Based on the NEAP. the DECs will include representatives of NGOs and line officers as ex­
officio committee members. There are differing views in the districts concerning the composition and
value of the LEes. In KaseseDistrict officials are in favor of having nonpolitical representatives on the
LEC. however in Kaba1e, officials do not want to create another planning committee for environment.
let alone invite DOnpolitical people to join the planning process.

The process of identifying basic training needs for IIleIllbCrs of LECs has started and will continue into
year three. The team, with the assistance of the GMU training coordinator, has contacted district
executive secretaries and RC chairman in fOur pilot districts concerning training needs ofLEe and DTPC
members. A training needs assessment was conducted as part of the team building workshOps for line
officers and councilors in three districts. A training program is being written for pilot districts
implementation. The training resulted in district commitments to the recruitment of DEOs and DTPC
members, and to the provision offacilities for their collaborative activities.

WRI provided assistance in developing subcounty planning processes and guidelines. Suggested
procedures provide for strengthening the links between the subcounty, village and district levels. Once
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target areas are identified, subcounty and parish level training will begin in such things as bylaw
fonnulation, infonnation systems and organizational development. The planning process will include
projects appropriate to local conununities, as identified by the conununities themselves.

B. SUPPORT TO INSTITUTIONS MANAGING PROTECTED AREAS

APE has provided support to the three agencies currently managing protected areas - Uganda National
Parks (UNP), the Game Department (GO) and The Forest Department (FD).' APE's assistance focused
heavily upon the functions of UNP. The Game Department and Forest Department received some
assistance but to a lesser degree. In general the pwpose of the assistance was improved management of
the protected areas.

There were several instances where the Team found that recipients of support (particularly material
support) from USAID were unclear as to whether or not it came from APE. Instances occurred in both
UNP and the FD. One Warden asked for this to be clarified when future support is given. In most
cases, the Team has assumed that examples quoted by recipients fell under the APE umbrella, and has
cited them accordingly.

1. APE'S Support for the Protected Area System

a. Long-Term Technical Assistance

APE supports UNP with two long-term technical assistance (LITA) posts; a Chief Financial
Advisor (CFA) and an Assistant Parks' Manager (APM).

(i) Chief Financial Advisor

Two incumbents held this position, with an intervening gap of about three months. Their counterpart was
and is UNP's Chief Accountant. The view at UNP headquarters is that this assistance came at a most
opportune time - for financial control was weak and considerable amounts of revenue were being lost
through theft. The Team was told that, through this component of LITA, APE has introduced innovative
ideas (including computer technology) and increased efficiency. As aresult. UNP now enjoys tighter
financial control. fewer opportunities for theft. has an improved accounting system and improved
accountability.

Wardens-in-cbarge and Chief Wardens. interviewed in the field. also praised the new system used for
collecting entrance fees at park gates. which ensures that receipt books are accounted for and not misused,
with the result that previous losses in revenue have~ brought under conttol.

In short. this component of LITA has generated several beneficial outputs of short- and long-term
importance to UNP and the future Uganda WtldJife Authority (OW~). Some of these outputs include:

• The introduction of computer literacy (MS-DOS. Lotus 123 and dBase VI) to finance personnel
- a program that is continuing - and the introduction ofcomputerized spread sheets for storing,
managing. retrieving and reporting financial data.
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• Training in fInancial management at the Eastern and Southern African Management Institute
(ESAMl). Four f"mance personnel have already been trained, and seven are due to start during
1995.

• The Chief Accountant and three colleagues, plus the CFA. visited Kenya National Parks and
Tanzania National Parks to compare their fmancial operations with those of UNP.

• A fInance management workshop in June 1993, was attended by senior headquarters staff and
Wardens (Downing, 1993).

• Gate guards from selected·national parks attended workshops in January 1994 and 1995. Gate
Guards are responsible for handling money collected at park entrances.

• A workshop, attended also by representatives of donor agencies, was held in July 1994. 'The
topic was means of improving sources of revenue.

• Awareness of the need for budgeting and budgetary control was heightened within UNP
headquarters and spread into the parks, where it had not before existed. Previously. all annual
budgeting had been processed by the Otief Accountant. As a result of APE. primary budgeting
can now be phased across to Wardens, who will then pass their submissions to headquarters for
scrutiny, editing and incorporation into the final UNP budget. This gives Wardens a greater say
and sense of responsibility in the management of their parks.

• UNP is now able to establish properly managed trust accounts for the National Social Security
Fund, revenue sharing, union dues and the Commercial Transaction Levy; putting an end to the
chaos that is said to have reigned prior to APE.

• The CFA has made input into UNP's extant revenue sharing system; has advised on park tariffs
for 1996; advised on the new pension system; helped in standardizing UNP concession
agreements; and assisted in smoothing the way toward the merger into UWA.

• A new position of Internal Auditor has been created and filled.

The Team considers this component of LTTA to have been successful in bringing UNP's fmancial
accounting under systematic control. at a time when this was badly needed. Future work of the CFA
will continue to solidify the gains already made at the UNP and deal with the additional challenges of the
merger with the Game Department. Of particular importance is the need for UNP (and the future UWA)
to account for different sources of donor funding. The UNP will be receiving larger amounts of donor
funding from a ranae of sources. Since each donor has their own requirements, UNP will need to
establish a system to meet these. Other assistance, probably through short-term consultants, includes die
need for a comprehensive personnel policy that lays down levels of qualifications for different staff
grades, criteria for promotion and procedures for exercising disciplinary action and rights of appeal.

("d) Assistant Parks' Manqer

Under his terms of reference the APM is to be a senior technical advisor to USAID in Uganda. and serve
as "a counterpart to the Director" of UNP. In this capacity, he is "to advise the Director on constrainls
and opportunities associated with the management of Uganda's national parks" UNP believes that this
was an appropriate appointment, particularly with UWA imminent and the Director's role becoming
increasingly complex and demanding.
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At the time of the review mission, APM had been at post for ten months. During this time, he had
traveled extensively and visited all but one of the ten national parks, and had fonned working
relationships with a broad range of UNP and project staff. The outputs of the post are less easy to
identify than those of CFA, for most relate to long-term processes that take time to bear fruit. At the
time of the review mission, the APM had:

• Reviewed available management plans, and established a basic planning library. This activity has
confirmed the need for stronger planning capacity within UWA, so as to ensure consistency of
approach and to speed up planning.

• Held discussions on park planning and management with Wardens and others, during APM's field
visits.

• Worked on UNP's construction budget for highest priority parks, and on a systematic process for
planning, design and construction.

• . Chaired a committee on the design of a national conservation trust.

• Produced a comprehensive memorandum on radio systems for the guidance of headquarters and
senior field personnel.

• Contributed to two UWA merger workshops.

• Became a member of the Ugandan delegation to the forum, Africa 2000, sponsored by
International Union for the Conservation of Nature (WCN).

• Helped the development of revised information leaflets.

• Contributed to environmental impact assessment guidelines for concession developments.

• Helped analyze and suggest improvements to the failing trekking operation for visitors to
Rwenzori National Park.

• Reviewed earlier training needs' assessments, and identified specific training needs for his
counterparts.

The APM's reports seen by the Team are clear and systematic, and contain useful·and relevant details.
Wardens at parks visited by the Team reported that the APM bad made positive contributions ­
especially in providing advice on coostrudion andmanagemenE planning. The Rwenzori Mountains
Conservation and Developmem Project (RMCDC) also reported constructive contributions from the APM.
He had contnDuted to management planning and provided advice on (and support to) improving park visi­
tor services. However, in Queen Elizabeth National Park, the Team found that the Chief Warden and
Acting Chief Research Officer of the Uganda Institute of Ecology (UIE) were unclear as to the APM's
role, even though he had visited the park on at least four occasions and carried out specific tasks there.

In his scope of work, the APM is to "serve as a counterpart to the Director of Uganda National Parks
(UNP)," and be an advisor to the Director on specified matters. This arrangement is unusual in that TAs
are more commonly assigned local counterparts to work with them, and these local counterparts are then
trained by the TAs to fiU specific roles at the end of the technical assistance program. Although the
scope of work calls for an clement ofon-the-job training in management planning, the Team believes that
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this does not go far enough. As there are clearly high priorities for establishing a Planning Unit and an
effective information management system within the new UWA, the Team feels that the APM's scope
of work ought to be more closely focused upon these objectives. rather than act as advisor to an already
experienced Director. UNP needs to create positions and recruit for counterparts as appropriate.

The title"Assistant Parks Manager" seems inappropriate. The Team believes that "Chief Planning
Advisor" would be more fitting.

b. Short-Term Technical Assistance

Several reports, relevant to the management of protected areas, were produced through short-term
consultaneies. (See Annex D for a complete list of SITA reports produced). UNP found these reports
appropriate and useful. In particular, it acknowledged that SITA support served significantly to enhance
UNP's capacity in dealing with concessions. At field level, Wardens and Chief Wardens rated the
workshops under park revenue and financial management to have been especially useful.

c. Material Support

There are many instances of material support to UNP, and some to the GD and FD. Those cited below,
based upon interviews with Team members, can only be illustrative as only four of the national paIts
were visited.

UNP is grateful for the material support received through APE. It stresses that USAID is one of the few
major donors to have shown a willingness to give direct support to field management, and that this
support was most appropriate, having come at a time when the national parks system had been greatly
expanded. Material support has included funds to enhance law enforcement; support for developing
infrastructure; and the provision of motor vehicles, computer systems and software.

Some notable examples of material support in Queen Elizabeth National Park include:

• USh7,OOO,ooo to purchase fuel and hire temporary labor for improving existing, and opening
new, motorable tracks;

• USh70,ooo,ooo to purchase a Land Rover for carrying visitors in Chambura Gorge in order to
generate revenue, and to purchase two outboard engines; .

• With CARE the implementing agent, USh7S.000,OOO to overhaul the park's 42-seat launch,
which produced what was virtually a brand new vessel and to rehabilitate the electricity at
Mweya;

And in Bwindi Impenetrable National Park:

• USh3,OOO,OOO to part ranger patrols, which covered costs of boundary demarcation, patrol
rations and fuel for transport;

• USh130,OOO.OOO for construction ofbuildings at the park headquarters, and three patrol outposts.

The GD was also the recipient of material support to further the work of the Uganda Wildlife Education
Centre (UWEC) at Entebbe. Details of support appear in the section below that describe the Centre.
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Support to the FD comprised UShlOO,OOO,OOO to be spent on assisting management in selected prime
forest reserves that were rated as being rich in biodiversity and under adverse pressures. The selected
reserves were: Budongo, Mabira, Kasyoha Kitoma, Kalinzu and South Busoga. Fifteen percent of the
support was used to purchase marking hammers and to acquire supplies for the herbarium at FD
headquarters.

d. Training

Limited APE support for training in the wildlife and protected area sector has been included above in the
sections dealing with LTTA (Chief Financial Advisor), under which training in financial matters was
organized; and under Material Support, where USh2,S71.900 was provided to cover training in manage­
ment techniques for the Warden in charge of the UWEC at Entebbe.

The UWEC, based at Entebbe, is funded by the Uganda Wildlife Education Trost (created through
$50,000 USAID PL-480 CJIlCrgency funding). and managed by a Warden seconded from the GD. The
Trust was created to provide much needed management for the Entebbe Zoo, and to facilitate fund-raising
and revenue generation. which would be used to develop the zoo as an environmental education center
and tourist attraction. In response to a request for support, USAID has already provided local currency
as follows:

• USh20.379.190 for topographical survey and moat excavation;

• USh2,571,900 to provide training in management techniques for the Warden in charge of the
Center; and

• USh37,891,748 as a bridging fund for the Center's account, to cover animal feed, water.
veterinary supplies, telephone bills and stationery and to enable outstanding bills to be settled.

The UWEC has prepared a proposal for further support (UWEC. 1995>, which seeks three years of
operational. technical and capital support. The aims are to enable the Trust to develop its programs and
the institutional self-sufficiency that it needs to assure the UWEC of long-term viability. The support,
together with that provided by government and other donors, will provide the Trost with the technical
and financial assistance that it will require to strengthen the Center's management, meet staff training
needs, renovate some facilities and design and construct others.

The sum requested of USAID is US$I,120,SOO out of a total budget of USS2,615,SOO.

The Centre states that it intends to play a pivotal role with respect to tourism development and
enviromnental education. The extent to which these functions help address the overall purposes of APE
needs to be evaluated. and compared with those of others such as: support for continued park
infrastructure development. research, training and technical assistance.

e. Other Assistance

(i) Makerere Univenity Institute of EnviroDlDellt and Natural Resources

MUIENR provides information, planning and training support required for environmental management
including implementation of the Action Plan. The long-term goal of MUIENR is to develop both human
and infrastructure capacity to generate and collate information on environmental matters, and to
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disseminate that information, especially to government agencies and NGOs, but also to individuals and
the public, especially through training.

The Center serves as a repository for environmental literature, including, but not limited to works done
in Uganda. The repository collects as far as is possible all enviromnental reports, proposals and other
documents (including for government and NGOs). Bridging funds for the pre NEMA period will be used
to assist the Center in the acquisition of more books and reports and support for the librarian and library
assistant.

The laboratory trains Ugandans and others in Geographical Information System (GIS) and Remote Sensing
skills, especially in their applications for land-use planning and biodata analyses. The laboratory has been
able to increase the work stations from the original two, to six, with a target of ten stations. In addition,
a uninterrupted power supply (UPS), digitizer and A3 color printer have been procured, enabling the lab
to have a capacity to print maps. Bridging support has provided laboratory supplies, maintenance of
existing computers, and the preparation and publishing of training mamJaJs. MUIENR is also currently
managing the Kibale Forest Project and the Makerere Biological Field Center in KIDale.

Because of its infancy, MUIENR's established positions (on the University payroll) remain limited while
the program has expanded. Additional personnel have been employed to close the gap. Some of the
bridging funds were used to support these personnel to continue the development and'evaluation of
enviromnental indicators for the district profiles.

(ii) Makerere University Institute of Social Research (MISR) Rehabilitation

The project, supported through the Agriculture Non-Traditional Export Promotion Program (ANEPP) and
PL-480 funds, began in 1990 and, through several USAID funding extensions, and joint World Bank ­
USAIDllocal currency support, is now supported through June, 1996. The objectives of the project
include land tenure research, technical input to the Land Tenure Reform Law, and institutional support
to the MISR. Research has been carried out on land disputes, common property issues, land markets and
buffer zones (in association with protected areas). Findings are fed into policy development through an
interministerial land policy subcommittee and into various projects, for example, DTC/CARE, Lake
Mburo Community Conservation, and Agroforestry Research Network for East and Central Africa
(AFRENA). .

f. Non-Project Assistan<:e

There were three sets of conditions precedent to disbursements for the non-project assistance portion of
APE. These included (i) the establishment of a NEAP steering committee, the selection of the NEAP
coordinator, establisbmeot of the NEAP Secretariat with a staff and task forces; (ii) the designation of
Bwindi and Rwenzori Forest Reserves as National Parks and the increased conservation stablS of Kibale,
Semliki and Mount Elgon Forest Reserves as well as a plan from the Ministry of Tourism. Wildlife and
Antiquities on how and when it will open park concessions, including tourist accomodations to the private
sector; and (iii) completion of the NEAP and official adoption of the NEAP.

Assistance was provided for the upgrading of forest reserves to national parb. UNP regarded this very
favorably, as it added five areas to the national park system and increased its size by some 46 percent.
The removal of forest reserves from control of FD to UNP may, however, have been counter productive
to inter-agency relationships and to management. The FD claimed that the areas could have been better
conserved under a joint management venture, in which the FD would have been responsible for the
forests. This example illustrates that UNP, with growing responsibilities and insuffiicent resources needs
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to look for alternative management systems, which could include interagency collaborative management
and community based management.

There is much confusion on the part of some USAID documents on what privatization means. Within
UNP, certain concessions provide for tourists services such as meals, lodging, tours, launch trips, guide
services, etc., which were formerly an integral part of the UNP operations. These services are now being
privatized through concessions contracts. At present 14 contracts have been completed. This is the
privatization called for in the Program Grant Agreement. There will be services for tourists that are
established by the private sector outside national park boundaries. These may be part of APE through
the GMU but are not part of the grant to UNP.

2. Observations

In July 1996, UNP and GD are due to merge into a single entity - Uganda Wildlife Authority (UWA) -
which will have parastatal status, be subject to the authority of a new Board of Trustees (BoT) and have

the MTWA as its parent ministry (Anon., 1994). The process has already begun with the aim of
achieving a smooth transition. The GD's responsibilities for protected areas will shortly be transferred
to UNP control as part of the three stage procedure leading to the new UWA. Some of the issues related
to this are described below.

a. Financial Resources

UNP currently has three major sources of recurrent income (Ziegler, 1994). These, together with
estimated figures for the 1994/95 financial year are:

•
•
•

Govenunent's allocation

APE's grant

Revenue earned

USh300 million

USh125 million

USh866 million

Revenue earned, which accounts for 67 percent of 'total recurrent income, is highly dependent upon
tourism; and the major components of tourism that contribute to revenue are:

• Park entrance fees 33 percent

• Primate viewing (a source of income
of relatively recent origin) 29 percent

• Concession fees 11 percent

• Launch hire 10 percent

UNP's dependence upon revenue earned through tourism will become increasingly important should
USAID support be withdrawn or if the annual government allocation is reduced•

. ;-

Revenue generated from tourism is not spread evenly across the park system.. Three parks in particular
- Queen Elizabeth, Murchison Falls and Bwindi Impenetrable - account for almost 80 percent of total
tourism revenue, and they are the only parks where tourism revenue exceeds operational expenditure.

UNP and the new UWA will face four major challenges: how to maximiu revenue from existing
sources; how to enhance the revenue geocrating potential of parks that currently operate at a financial
deficit; finding ways of offering a wider range of revenue-earning activities to a broader range of visitors;
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and how to diversify revenue sources so as to lower dependence upon tourism - an activity that can be
highly susceptible to influences that lie beyond UWA's ability to control.

These challenges will have to be met in the face of several constraints: poor park infrastructure; poor staff
housing and low pay (which adversely affect recruitment and staff morale); inadequate manpower and
technical capacity; and lack of business experience - to name but a few. Considerable capital
expenditure must be made to address these issues; and training programs should be accelerated to
strengthen UWA's operational capacity. Coupled with these constraints is the merger of UNP and GO,
which may force the new agency's financial resources to be spread over a broader mandate.

With the expansion of the national parks as demanded in the PGA. and conversion ofthose forest reserves
for which the PGA demanded forest park status to national parks as well. the absorptive capacity of the
UNP to manage has been exceeded. USAID must increase the institutional capacity to manage what it
has created. UNP must in turn explore alternative management formulas for a coordinated protected area
system using limited resources. These could include increased community involvement in management
and joint management systems with other government agencies.

b. Information Management

APE seems not to have played a formal role in this context, and the subject does not appear in the APM's
terms of reference although some of his intended outputs are components ofan information system. This,
however, is a field that needs to be developed further.

Information (or data) may be gathered, recorded, stored, analyzed and forwarded in reports to other
management levels where the process may be repeated. At the lowest level, Ranger Patrols gather and
record information such as encounters with law-breakers, signs of law-breaking, observations on plant
and animal occurrence and weather. Research Assistants may gather data on.such phenomena as range
quality. tree density, animal numbers and distribution, climatic change. stream flow and public
perceptions of protected areas - the latter from both local inhabitants and tourists. Accountants gather
information on fees collected from different claSses of visitors - by day, by month and by year - and
from other sources; and they record expenditure. These packets of information are forwarded along the
line to Wardens, to Research Officers. to Chief Accountants, to the Director, and even beyond. At each
stage they are (or should be) analyzed and stored, and may be summarized or reordered for onward
transmission.

The means of transmission is the report (Clarke & Bell, 1984a). Reports may be prepared at the end of
a patrol, or weekly, monthly. quarterly or annually. or at the end of a specific project or program. They
are prepared at all levels for submission to supervisory levels above. Tbc reports should bear data that
provide feedback by which progress is assessed in relation to objectives set out in system or management
plans and work programs. 1be data should cover all facets of UNP's activities. .Correctly designed
activities, standardized methods of reportin& on them and the methods ofsystematically evaluating reports
are essential features of a control system operating on an adaptive management basis.

Control of the overall information management system should be the function of a unit within UWA ­
perhaps its Monitoring or Research Unit. The Team feels that APE should focus attention on this subject.

c. Wildlife TrainiDc CoUege

The Wildlife Training College (WTC) at Katwe, Queen Elizabeth National Park, has received no APE
support. The WTC is a unit within the MTWA. which offers training towards two-year certificates in
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wildlife management for up to 30 students at a time. Intakes of new students take place at two-year
intervals. It also offers in-service training courses of up to three weeks for officers of UNP and GO.
Its Principal and Deputy Principal are presently seconded from the GO. They are the only permanent
members of staff, the other 10 instructors working on a part-time basis. The college presently occupies
temporary quarters.

A Bill to establish the College as a legal entity has been drafted and has yet to be submitted to the
Cabinet. The bill calls for the College to become the WTI, to be a semi-autonomous unit within UWA
headed by a Director and able to solicit donor support directly. The College is presently working in
conjunction with the African Wildlife Foundation (AWF) to develop a curriculum that will come into
operation after the UWA merger.

There are four ways in which APE could suppon the development of the new WTI: curriculwn
development; infrastructure development; supply of equipment; and training and professional
development. The types of support needed are outlined below.

• Curriculwn development. Study tours of other relevant institutes (e.g., the College of African
Wildlife Management at Mweka, Tanzania, or the Botswana Wildlife Training Institute at Maun)
to discover how their curricula are organized, for selected members of WTC and others if
needed. STTA - three to four weeks, using a skilled natural resource manager experienced in
curriculum development. The products would be a workshop and report.

• Infrastrocture development. Completion of the wn constryction program. Design and costing
are complete. The total estimated cost is USh930,OOO,OOO. The works comprise: two dormitory
blocks; a cIassroomllibrary/administration block; a laboratory/museum block; 17 junior staff
houses; eight senior staff houses; and a mechanical/carpentry/plumbing workshop. To date,
USh23,OOO,OOO has been allocated and used to start construction of one dormitory block, now
60 percent complete.

• Supply of equipment. Vehicles, especially load-arrying vehicles to transport students to the
field; camping and mountaineering gear; computer systems and software for training and adminis­
trative purposes; and library books.

• Training and professional development. Details depend upon the outcome of curriculum
development. The number of core members of staff will be of the order of six to ten; and it
seems likely that teaching staff will have to be CC>-q)ted as required to teach, for example,
surveying, building, range mensuration and capturelttanslocation techniques. The likely method
will be to select suitable graduates, and give them post-graduate training in wildlife management
at, for example, Mweka.

The Team recoIDIDeDds that APE support be given to developing the capacity of the new W11 to tum out
technically competent personnel for the UWA. At the same time, it also recommends that the possibility
of joint training programs with the existing Nyabyeya Forest College be investigated.

d. Resean::b.

A sound base of management-orientated research is a fundamental requirement of any conservation
agency. Wildlife and protected area research should be an integral component of the management
process. Research priorities should be related to management requirements; and management itself should
be designed to test the theories upon which it is based (Bell, 1984).
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The Uganda Institute of Ecology (UIE) is the research wing of UNP. It is located at Mweya in Queen
Elizabeth National Park. The VIE has fallen upon hard times, and its infrastructure is in a dilapidated
state. APE support has, so far, passed it by. None of the vehicles or computer systems acquired by
UNP from APE reached the VIE. This should be remedied by channeling APE support directly into
rebuilding the capacity of VIE to function as a research center. The most pressing needs are to provide
material support to make good the years of neglect. Specific areas include: building rehabilitation;
laboratory equipment; vehicles; and reestablishing the library.

Certain technical level posts need to be filled - especially those of librarian, computer technician,
laboratory assistants, museum curator and storekeeper. Men and women are available locally to fill these
posts. Only the funds to pay them are required.

e. Operational Control System for UWA

The implications of UNP. and the GD's merger into UWA were discussed at a policy workshop in
Kampala during November 1994 (Anon., 1994). Recommendations emanating from the workshop
recognized and addressed the need for new policy and legislation. and a clear design for the structure and
operations of the new Authority; and laid out a three-stage program leading to the merger - or
"restructuring" as it is now known.

Since then the matter has been taken further. with production of a draft organizational and policy outline
by the MTWA (MTWA, 1994, The Restructuring of Uganda National Parks and the Game Department:
A Draft Organizational Policy Outline). A time table of events leading to the final establishment of the
UWA has also been drawn up. This work has been supported by the Commission of European
Communities (Ee) through the STABEX 1991 Wildlife Support Project for Uganda. The draft
organizational and policy outline is a document that is being distributed to potential donors and
universities. The chief potential donors are the EC. World Bank. USAID and Kreditanstalt fur
Wiederautbau (KFW) with Deutsche Gesellschaft fur Technische Zusammenarbeit (GTZ).

MTWA also plans to produce a "Uganda Blue Book" spelling out the needs for developing a long-term
wildlife resources and protected area management program. This would also be made available to
potential donors.

The forthcoming merger of UNP and GO gives an opportunity for making a fresh start to developing a
coherent system for managing wildlife resources and protected areas iil Uganda. Any conservation
agency's activities are controlled by an interlocking set of components (Clarke It Bell, 1984a), which
form the basis of a coherent organizational system. These components form a hierarchy, in which
changes in one component may necessitate alterations to others. The principal components are as follows.
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Together, these components form a control system with objectives; plans for pursuing objectives; the
means of doing so; and channels for reponing progress towards objectives and evaluating the
effectiveness of different activities. In essence, they represent the components of a negative feedback
control system. which embodies the concept of adaptive management. From what the Team has been able
to learn. a systematic procedure for developing such a coherent organizational stn1cture appears to be well
under way.

The Team reconunends that APE support and assist the restructuring process. by helping ensure that the
new UWA will have adequate management planning capacity and a system of information management
to serve as an effective feedback system that can aid decision making.

(I) PoHc:y

MTWA (1994) contains a "statement of purpose" and an outline of policies. Work on defining policy
is about to get under way and is expected· to be completed during 1995.

(Ii) Legislation

Steps have already been taken to draft new consolidated wildlife and protected areas legislation, using
local and outside expertise. The time table of events calls for the Bill to be submitted to the Cabinet for
approval in November 1995.
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(iii) System Plan

MTWA (1994) makes no mention as such of a system plan although the restructuring program clearly
aims at establishing a coherent control system, with clearly defmed objectives and the means of achieving
them.

A system plan is, in essence, a document that would set out in detail the long-tenn (for example, 20 to
2S years) objectives of UWA and the means of pursuing them. It would be based upon policy and
legislation; and is, in effect, the Authority's operating manual which ensures long-tenn consistency. The
system plan would addresses all of UWA's activities, and provide a basis for long-range forward
planning.

Without a system plan the Authority would be susceptible to adhoc decisions and opportunisticjudgments
and to inconsistent management over time.

Another important value of a system plan is to provide the basis for informed public scrutiny and debate.
It would also permit UWA to integrate more effectively with other agenCies; provide a mechanism for
control of the Authority's various activities; improve efficiency; and assist in fund-raising.

APE should also participate in helping to draw up an explicit system plan. using LITA or STTA or both.

(iv) Management Plans

MTWA plans to mount a park planning workshop, with the·goal of preparing a planning master plan.
APE should get involved with this.

Management plans are akin to the system plan (to which they must confonn) but at the level of individual
protected areas, or of specific functions such as research or problem animal control. A management plan
is UNP's operating manual for a specific area or function, whose purpose is to spell out objectives,
specify targets and ensure consistent management over the declared time span - usually in the order of
five years.

The Team examined examples of existing Ugandan management plans and draft management plans that
are undergoing preparation. UNP regards the older plans, prepared during the 19808, as being pro­
fessionally produced but unsuitable as management manuals for Wardens-in-cbarge. They are one-man
enterprises that, although useful as sources of information, used little input from potential beneficiaries
or losers. The Team CODCUl'S with this view.

The plans under preparation are participatory, lay down specific quantifiable targets, and COIDia clearly
defined zonation systems. They contain statements of why each park exists, what it contains, analyses
of problems, research priorities, and strategies for management. In short. they look like operational
manuals. Their preparation, however, appears to be excessively time consuming - in some cases, it was
reported, over two years. Formation of a well-staffc;d Planning Unit in UWA may solve this problem.
Planning officers' responsibilities would be to act as catalysts, guiding (and speeding) each planning
process to its conclusion, and compiling the finished plans. This must not, of course, detract from the
participatory approach to management planning that has already been established.

The Team recommends that APE should get actively involved with developing UNP's management
planning capability, using its existing LTTA and by adding STTA support if needed..
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f. Coverage of the Protected Area System

The protected area system, for which UNP will shortly (and UWA ultimately) be responsible, comprises
national parks, game reserves, game sanctuaries and controlled hunting areas. Some rationalization is
expected to occur, so as to eliminate areas that, due to human settlement or for other reasons, no longer
have a role to play in protecting biodiversity or supporting tourism or other activities.

A recommendation of the merger policy workshop (Anon., 1994) was that, during Stage 1 of the merger
process, MTWA would conunit itself to surveying Uganda's wildlife estate. The purpose was ~to develop
comprehensive objectives, functions and policy statements from which draft legislation will be created. ~
And for Stage 2, a further recommendation was to survey the resources in, and encroachment upon,
protected areas with a view to defining "the limits of the wildlife estate, and hence define priorities. "

In the opinion of the Team, another important issue would be to assess the extent to which geographical
coverage of the protected area system fulfill its function as a conserver of biodiversity; and whether
changes should be sought to improve its effectiveness.

What are the purposes of Uganda's protected area system in the pursuit of protecting biodiversity? In the
absence of a policy statement, there can be no definitive answer. But suppose that the purposes are (and
they will probably not be too different):

• To preserve selected examples of as many of Uganda's biotic communities and their physical
environments as possible;

• To protect selected areas of aesthetic beauty or of special interest;

• To preserve viable popUlations of all rare, threatened and endemic species of wild plants and
animals; and

• To preserve viable populations of all species of wild plants and animals that are of special interest
for other reasons.

Other purposes may also be defined: for example, those relating to the archaeological, historical,
educational, scientific, cultural and economic values of the system - but this discussion is concerned with
biodiversity.

To establish how well the system fulfills its role as a conserver of biodiversity would involve:

•

•
•

•

•

Mapping the distribution of Uganda's biotic communities;

Identifying, selecting, locating and mapping areas of aesthetic beauty or special interest;

Identifying which plants and animals are either rare, threatened or endemic, and mapping their
distributions;

Identifying plants and animals that are of special interest for other reasons, and mapping their
distnbution;

Comparing mapped data, as noted in the above four bullets, with a map of the protected area
system;
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• Identifying where gaps in coverage occur; and,

• Producing recommendations for alternatives to the system to fill any gaps - bearing in mind that
land in some gaps may already be alienated.

MTWA agree that such an analysis has high priority although it has no immediate plans to commission
one. A somewhat similar study is to be carried out but on a much more limited scale, covering the
Karamoja region only. It is to be conducted by the MUIENR.

A nationwide assessment, similar to those made in Malawi (Clarke & Bell, 1985) or in Oman (Clarke
et aI., 1986) could be supported by APE through an LTTA program of 18-24 months.

g. Forest Reserves

One of the most notable effects of APE (under non-project assistance) was the stripping of the FD of six
forest parks and their transfer to UNP. Thus, the FD was also stripped of its immediate revenue potential
from protected areas, as these were the most exploitable protected areas for ecotourism. Of the remaining
forest estate, approximately 70 percent is managed for catchment protection with only limited revenue
and almost no ecotourism potential unless some infrastructure development takes place. Previous
infrastructure development in the six forest parks, largely financed through Ee and World Bank forestry
rehabilitation projects. was transferred to UNP, and the prospects of new funding are limited.

The FD pioneered much of the local community participation work in forest parks and reserves in Uganda
and is still active in this area in spite of reduction in domain. The bepartment's approach is less of a
revenue sharing approach and more of an opportunity for revenue generation approach. Small local
economic operators are favored over large tour operators and they tend to export earnings from the local

. communities and import workers from outside.

The remaining FD domain along with that of the GD were ear-marked for decentralization under
Schedule 7 of the decentralization process. This would have reduced the FD to a small technical advisory
and regulatory bureau with no practical forestry function. It was decided that the forest patrimony was
of national significance and that central management was necessary for many of.the reserves until that
time when local communities can manage those forests of local importance on a sustainable basis. As
large areas are managed as areas to protect non-local values such as downstream watershed quality and
biodiversity values of international importance, many of these forest reserves should remain under
national management.

FD officials report that the grant received ·from APE has had an imlDC".diate effect in better control of
illicit cutting and transport of timber through the certification program activated by the purchase of
branding hammers for log marking. Other activities financed by the grant include: bridging funds for
Budongo Forest adjacent to Murchison Falls NP; funding o!Peacc Corps forestry volunteer activities;
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the establishment of Strict Nature Reserve protective status in Mabira Forest and some visitor
infrastructure in this imponant forest located near Kampala and linja; and the rehabilitation ofencroached
areas in South Busoga Forest.

h. International Cooperation

Six of Uganda's national parks border neighboring countries. Mgahinga Gorilla (with Rwanda), Queen
Elizabeth, Rwenzori and Bwindi Impenetrable (with Zaire), Kidepo Valley (with Sudan) and Mount Elgon
(with Kenya). Cooperative programs between Uganda and these neighbors should be encouraged - to
exchange information, initiate joint research projects, reinforce law-enforcement, facilitate animal
movements across borders and promote cross-border tourism.

3. Priorities for Future APE Support

Overall priorities for UNP and UWA are, in descending order:

i. Establishing policy;

ii. Producing new consolidated legislation;

iii. Setting up a Planning Unit and establishing criteria for management planning;

iv. Setting up a system of monitoring and information management;

v. Analyzing coverage of the protected area system and making recommendations for
amendments to it;

vi. Upgrading WTC (at least to the extent of defIning its new curriculum);

vii. Rehabilitating UIE; and,

viii. Producing a UWA system plan.

It appears that numbers i and ii are being handled by MTWA (with Ee support), as well as defIning
criteria for management planning under iii.

APE can assist with i and ii through the existing APM and possibly by supplying STIA although EC
seems to have taken care of this.

APE can certainly play a major role in supporting iii through the APM in his focus (which we have
recommended) on developing a Planning Unit in UNP; and, possibly, through additional STIA.

Under iv, we have also recommended that this be an area for APM to focus on. However, it may be that
additional S'ITA (or even L17A) might be needed. ','c'.• :. _=

Under v, we were told that UNP and MUIENR lack the capacity to handle such an exercise at present
although it has high priority. APE could support it through LITA.

Support under vi and vii would be by a mixture of material support for building infrastructure, and S17A
for curriculum development at WTC.

Under viii, the development of a system plan would best be handled through L17A.
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An important issue here is that there should be donor coordination, managed by MTWA, to ensure that
support is applied in a cost-effective manner, and to avoid areas of conflict. overlap or both. The forum
of quarterly meetings of donors at UNP (which the Team was told once took place) should be
reintroduced but in MTWA. We were told that such coordination is, in fact. scheduled to take place.

C. REHABILITATION AND RESOURCE CONSERVATION COMPONENT (pROTECTED
AREAS)

The RRC Component complements the Policy Component. through integrated conservation and
development activities (lCD) administered by the GMU. When APE was designed. the GMU was
conceived as an umbrella grant to a U.S.-based PYO. The pya was meant to administer three types of
grants: macro. mini and micro defined according to monetary size of the grant.' USAID issued two
rounds of Requests for Applications (RFAs) but failed to identify a PYO that met the requirements and
might have a reasonable chance of success in launching and managing the GMU.. Because of this.
USAID amended the TR&D technical assistance to include the establishment of the GMU.

The GMU was not operational until 1993. two years later than anticipated. It is important to note that
during this time USAID took on the role of the GMU. Project selection criteria outlined in the original
PAAD were used and many of the illustrative subgrants suggested in the design document were funded.
The result of this was that when the GMU was actually established. many of the fUnds had already been
committed and precedents set for project preferences and selection. It is highly possible that if the GMU
was established early on. more precise priorities or different ones might have been established.

1. Grants Mana&ement Unit Operations and Management

The GMU is headed by a technical assistance GMU Coordinator. In addition, the GMU staff consists
of a Deputy Coordinator, an accountant. a training officer. an M&E specialist and various administrative
and support staff. Operating expenses are paid with local currency funding and average $9.000 per
month.

a. GMU Role

The GMU bas recently written a statement to explain its role which is currently under the GMU Review
Committee consideration. This statement outlines the roles and responsibilities of the GMU in terms of
the management of the RRC activities and defines its relationship with implementing organizations. This
is required especially since USAID formerly directly managed many of the activities now under the
management of the GMU. The GMU bas four key responsibilities. First of all, it is the point of contact
for all potential andaetual implementing organizations of the RRC subgrant activities. Secondly. the
GMU evaluates proposals. makes a determination as to their acceptability and forwards them to USAID
for funding consideration. 1birdIy, the GMU is the liaison between the.implementinl organization and.
USAID. Fmally, the GMU provides financial. technical and administ:lative oversight of all subgrant
activities.

b. Review Criteria

The GMU bas developed proposal review criteria and a proposal review process. In general. activities
funded under GMU are meant to complement and reinforce the changing national environmental policy

• Defined as foDows: Macro -,realer tbIID $15.000; Mini - averqe size of $6.000 but < 525.000; IDd Micro - ODe time
I11UItS DOt eo exceed $1.000.
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framework. The proposal review criteria have very specific administrative requirements. The most
important of these are: the requirement to be legally recognized by Ugandan law (usually meaning
registered as a NGO with USAID), the approval of the appropriate Government of Uganda authority prior
to submission to the GMU, demonstration of adequate administrative and financial management systems,
a 2S percent counterpart contribution and the establishment of an evaluation and monitoring system that
will comply with overall GMU guidelines. The following represent the criteria the Project Review
Committee uses in assessing projects:

• Technical feasibility. Does the proposed intervention contribute to the goals of the project?
Does the implementing agency have the technical expertise to carry out the project?

• Programmatic Issues. Does the project address priority conservation and development issues
in Uganda? Is the project consistent with APE and overall GOU objectives?

• Sustainability Issues. Is the project ecologicaI1y and economicaI1y sustainable? Has the budget
provided appropriate funding and is it in line with GOU and USAID practices?

• Implementation. Does the implementing agency have the technical expertise to carry out the
project? Is the implementation plan realistic? Are the position descriptions and personnel
proposed appropriate? Is the implementor coordinating with local NGOs in the areas of project
intervention? Has the local community been involved in the design of the activity? Are women
or other disadvantaged groups taken into consideration?

• Monitoring and Evaluation. Is there a monitoring and evaluation plan? Are the indicators
appropriate?

• Budget Issues. Is the budget realistic and adequate to meet the proposed objectives of the
project?

c. Review Process

The proposal review and awarding of grants involves a three step process: (i) initial review by the GMU
staff; (ii) review by the proposal review committee; and (iii) a final review and funding determination
by USAID.

The initial review by the GMU staff determines whether the proposal meets the minirmun criteria
according to review criteria for presentation to the review committee. Staff reviews aredooc by the
Coordinator, the Deputy, the Training Officer and Fmancial Managemem Officer. Given the Deputy
Coordinator position vacancy, it is clear that the Coordinator bas the burden of the initial review process.
The initial review process may include any number of steps. An important one seems to be discussions
with NGOs in or~r help $em focus their proposals and improve the quality of 1beir analysis and
presentation. Proposals that are~ acceptable are then forwarded to the review committee. In all
cases, whether the proposal is forwarded or DOt, the applicant is informed in writing of the GMU review
outcome.

lbe Project Review conunittee meets at least once a month, on the first Thursday of the month, to review
newly submitted or pending projects. The Committee is comprised of four core members and additional
members who review and comment on the tec:hnical and prograo:unatic aspects of the project. The core
members include the GMU Coordinator, a USAID representative (the Natural Resource Management
Advisor/APE Project Officer), a designate of the Permanent Secretary of the Ministry of Fmance and
Economic Planning and the Permanent Secretary of the MNR. Other members who generally attend the
meetings and provide input into the projects are representatives of the WTWA, UNP, and the MLU.
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Depending on the complexity of the proposal, outside reviewers from other competent technical agencies
and institutions may be asked to review proposals and attend committee meetings to provide input.

As originally envisioned, the four core members would be designated as voting members and other
representatives would attend to provide input. In practice, the committee has evolved into a seven
member body with each member participating equally in the review of the project. The voting issue has
not arisen as the Committee has easily reached consensus on the projects before it. The Project Review
Committee generally meets 2-3 times on a specific project before approval.

Proposals recommended for funding by the review committee are forwarded to the USAIDlKampala
Mission for review. Approval by the GMU Review Committee is no assurance that the activity will be
funded. The USAID mission Review Committee has one week to review and comment on a pending
proposal. If there are comments or questions. the GMU staff and/or the Project Review Committee must
work with the NGO in question to respond to the concerns of USAID. Once the USAID review
committee has approved the project. the administrative paperwork to proceed with issuing a CA. or
Grant, Project Implementation Letter or LCPA to fund the activity begins. The time period required
from proposal submission to the actual CA is probably six months if there are no substantial technical
questions surrounding the project.

d. Monitoring and Evaluation

Soon after the initial establishment of the GMU in October 1993. the GMU staff began to tackle the
question of the monitoring and evaluation of GMU activities. A short-term consultant was employed for
this. The system examined has two components: one, a system for diagnosing and monitoring project
impacts on peripheral populations and another for monitoring the biophysical status inside protected areas.
The latter has been the task of UNP and should be an integral part of the park management plans. The
GMU monitoring system that was designed looked especially at impacts of the specific interventions on
the local population by examining the economic behavior of populations that exert pressure on protected
areas. The design of the system was followed by two M&E workshops~ One was intended to build
consensus for the M&E system designed and the other was ~sponsored with CARE and was an overall
introduction to monitoring and evaluation systems.

The monitoring and evaluation system designed by the GMU was received with some reluctance from
some of the NGOs and notably CARE, which was meant to be the system's first implementor. The major
complaint was that the system was too focused on the collection ofeconomic data and that the data would
be difficult. time consuming and expensive to collect. As a result of this reaction. the GMU is trying
a somewhat more participatory method ofM&E development. A second consultant recently worked with
the GMU training officer and several project managen to develop M&E guidelines rather than a definite
M&E system. These guidelines and -core- indicators are meant to provide the basis for each GMU
funded activity to establish their individualized M&E system. - - ., - ,,-- - .

An implementation plan for the' inStaIbtion of M&E systems has'beCri' ekblished thalinctudes
interactions between the various NGOs. involvement of District level officials. more training in M&E
activities. and on-site visits by GMU staff to help projects with problems or unforeseen circumstances.
The six-month plan will culminate in GMU analysis of results. assuring that the process continues. A
parallel activity will be initiated for the NEMA so that the GMU and~ may be integrated systems.

Some project staff are still skeptical that an M&E system for GMU activities~ be-accepted by NGOs,
even with additional training and follow-up assistance. Clearly NGOs DDJSt find the M&E system useful
in order to favor its implementation. However. there is some feeling that opposition to MatE that will

35



feed into a government monitoring system (Districts-NEIC-NEMA) is fundamentally contrary to the very
nature of NGOs and that NGOs have not had to live up to the impact standards of other projects.

Included in GMU responsibilities is the more intensive oversight of RRC subgrant activities. This
involves input into workplans, participation in evaluations, taking part in project steering committees,
reviewing and approving any subgrants given by GMU activity implementors, and participation in the
definition of short-term technical assistance and selection of candidates. The GMU is also responsible
for monitoring administrative and fmancial aspects of the project which includes financial reviews from
time to time to ensure the proper use of funding.

e. Technical AssistanceII'ra

USAID has provided long-term technical assistance through the TR&D contracted GMU Coordinator
. since October 1993. In addition. short-term technical assistance bas been provided to the GMU
particularly for monitoring and evaluation. The. GMU Coordinator is charged with the overall
management and operations of the GMU. As such, he provides technical assistance to staffmembers and
particular implementing or potential implementing NGOs. A good deal of time is spent with NGOs who
have SUbmitted or wish to submit proposals for GMU consideration. The Coordinator has spent a good
deal of time with the various NGOs helping them to focus and generally improve their applications.

There have been a number of training activities for implementing NGOs. Examples include a financial
management workshop which many found extremely helpful and two workshops on monitoring and
evaluation. More in this area are definitely planned. The training section of the GMU also participated
in training done by the Community Conservation Advisor and helped to do the training needs assessment
for the DEOs. The most recent workshop is one directed at the development ofcommunity-based tourism
activities which involves local groups and individuals who run small businesses geared toward tourists.
The GMU sees this sort of activity as a type of activity that will continue, striving to involve more local
groups.

f. Observations

(i) The Role of the Grants Management Unit and Communication:

The GMU was originally seen as a very important part of APE. In fact, early on in the design process
this was to be USAID's major contribution to the country's environmental program. Nevertheless, it bas
taken several years to get the GMU up and running. There are several reasons for this. First, USAID
was unable to find an NGO that they felt could compcte:Dtly manage this aspect of the project. Only two
NGOs submitted proposals and these were deemtd insufficient mainly because a discussion of linkages
with APE. other NGOs and other integrated conservation and development activities was absent in each
proposal. The decision to award the contract to TR&D lOOk an additional period of time.

After the arrival of the TR&D teclmical assistance for the GMU (two years into the project), excellent
progress was made to establish the project selection criteria. the project review committee and to
commence project proposal reviews. At one point USAID expressed concern that the Project Review
Committee was dealing with proposals at a much slower rate than originally foreseen. Lengthy
committee deliberations might be somewhat understandable given that the review cormnittee was just
starting and some time was probably needed to streamline the way in which the committee worked.
However, even though the GMU bas approved projects and forwarded them to USAID. to date DO project
has received USAID funding through the GMU process. The main reason for this bas been the lack of
a fonnally recognized USAIDlUganda review process for the GMU's unsolicited proposals. This bas
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meant that although proposals were reviewed and approved by the GMU, there was no way for USAID
to proceed. This review process was finally established in February 1995.

Whether the delays in the establishment of the GMU are justified or not is difficult to ascertain. But the
more GMU establishment and the complete proposal approval process (including USAID's approval) was
delayed, the more difficult it has become to establish project activities under the GMU's management.
One of the original intentions of the GMU was to reduce USAID's management responsibility. Another
purpose was also to presumably bring Ugandans into the project development and selection process. The
delays in establishing the GMU has meant a greatly increased management burden for the USAID mission
and has meant that for at least two years, Ugandans had little input to project development and selection.

USAID's management burden has been increased in three major ways. First, since USAID wanted
project activities to go forward, various NGOs continued to be funded directly by USAID. This was at
times in excess of ten projects. This has of course required the management responsibility that is now
expected of the GMU, including substantive involvement in project decisions. Secondly, the original
vision of the GMU would have given complete management responsibilities to the implementing NGO.
This would have also included financial manaaemeDt. When the decision was made to award TR&D the
contract for the establishment of the grants management unit, USAID decided to retain the responsibility
for all financial management which includes the disbursement of funds to grantees. .Although the GMU
is responsible for the technical management and financial management/administrative oversight of the
subgrants, USAID has still retained substantial management responsibilities. Finally, the delay in the
establishment of the GMU has caused a great deal of confusion among NGO project implementors.
Project linkages to the GMU and USAID are unclear to many. This results in inappropriate requests to
USAID, which is, at a minimum, a waste of time for both USAID and the NGO.

Communications between project implementors and the GMU and the GMU and USAID is extremely
important. Implementing NGOs have mentioned their frustration with communication weaknesses.
Typically the GMU project implementors are located in fairly remote areas and visits to Kampala are
costly and infrequent. In addition to clarification of the GMU role and USAID role in project selection
and monitoring, some NGOs have expressed interest in receiving more information on APE (workplans,
reports, etc.) in general, and especially information from the NEAP (soon to be NEMA) and related
activities f'manced by USAID. The GMU Coordinator seems to be~~nsitive to these concerns. He has
drafted a document that clearly spells out the role of the GMU and USAID in the proposal process and
in project management. This will be reviewed at the next Project Review committee meeting in May and
upon approval will be distributed to GMU collaborators. In general the communications between the
GMU and the NGOs implementing projectsT bas improved in the last year. The approach has been to
keep NGOs informed as much as possible, even in cases where there is no clear cut resolution to project
issues.

(d)
>~"'~'('lj,

Proposal Renew Process, Priorities 8nd GMU Admjnistrati~_: ,:::-:-,

APE funding ofgrant activities was largely prcdete1111ined from the beginnhig of the project. Most grants
given before the establishment of the GMU were either previously funded by USAID-(i.e. DTClCARE)
or were discussed in·the PAAD. There are both advantages and disadvantages to this fonnula. 'The
advantages are t.h.u USAID was able to fund projects and institutions - many of which had proven track
records and had a high probability of success. However, on the negative side, this approach limited the
future role of the GMU by setting precedents for the type of activity that USAID preferred to fund.
Although the projects reflected USAID policy or perhaps personal preferences, projects funded before

,
1be majority of NGOs with proposals JlCDdinI at die GMU ave OD-Ioinl USAID financed activiDes.
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the establishment of the GMU may not have reflected GOU priorities since there was limited participation
by Ugandans in project selection. Because there were no local NGOs funded by USAID under APE prior
to the GMU establishment, this effectively excluded them for funding after GMU creation.'

Although the technical criteria established by the GMU and USAID provide useful guidance for project
evaluation, the effectiveness of criteria has been negated by GMU's inability to set priorities. This stems
from the GMU's lack of a subgrant budget. Until recently the GMU did not know how much money
would be available to fund projects. As previously stated, the GMU does not make funding
determinations. This is done by USAID. However, funding infonnation is necessary in order for the
GMU to set priorities as an integral part of project review and selection. For example, if the GMU
knows that there is a three year budget of $10 million, this plays an important part in determining which
activities are forwarded to USAID for funding. This unfortunate circumstance existed until this last year,
when, at the insistence of technical assistance the issue was resolved. The GMU is now aware of their
funding levels and more efficient project selection can be made.

fJ.h) GMU Review Committee: Capacity and Composition

As previously mentioned, the GMU Project Review Committee is composed of four core members, the
GMU Coordinator, a USAID representative and representatives from the Permanent Secretary of the
Ministry of Finance and Economic Planning, the Permanent Secretary of the MNR, and the Permanent
Secretary of the MLG. Two other members are representatives of the WTWA and UNP. Discussions
with various committee members reveal varying degrees of comprehension concerning the GMU
operations, project criteria and the project review process. Although this conunittee may be
representative of the technical disciplines required to evaluate project proposals, NGOs complain that the
conunittee only represents the "bureaucrat" point of view. Often what a bureaucrat may deem expedient
or efficient may not serve the purpose of the proposed project. A situation where the GMU project
review committee suggested placing revenue sharing funds in the Bwindi Trust was an example cited.
In this case, although it may have seemed efficient not to have two separate administrations for the two
revenue sources, project personnel felt that doing so would dilute the impact of revenue sharing. That
is people would have much more trouble understanding that revenue sharing was revenue earned from
the park. For this reason, NGOs strongly favor participation in committee meetings ~ particularly when
the meetings concern the specific context of the project being presented as well as special interest groups
such as women.

(iv) Funding and Partidpation of Local NGOs

One of the prinlary reasons that local NGOs have not been funded is due to thelocaJ PVO registration
requirements to receive development assistance funding. Currently, all of the GMU's subgrant funding
is dollar development assistanc::e funds. Those organizations receiving these funds must meet USAID
financial management standards. Althoup local currency funding of projects was foreseen, there are
none available. This is because USAID reduced their counterpart obligation from the government of
Uganda. Although this adjustment is in line with other donors, it has meant that local currency funding
is scarce and that local NGOs have no access to GMU funding sources.

• See foIlowiDI sectioo OD f'uDdio& and panicipalioa of local NGOs.
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2. GMU Projects

8. Project Descriptions

The following is a brief summary of projects that are related to APE or have been directly funded by the
program. Many of these projects are coming to the end of their financing and are currently negotiating
funding for new projects. In some cases the project activities are still directly monitored by USAID
(ICRAF is one example). In all cases new activities will be initiated through the GMU review and
approval process.

(I) PVO-NGOINRMS ProjectlWorld Learning, Inc. (WLI)

The project began in 1989 as the PVO-NGOINRMS Project, for the purpose of creating broad natural
resource management issues, needs and opportunities awareness,·and enhancing PVOINGO commitment
to. and capacity in natural resource management. They have been funded by USAlDlUganda. WLI is
in the process of revising a 2-3 year proposal which would move the project into a second phase directed
to strengthening the capacity of the NARM Forum. This is a relatively new semi-autonomous network
of approximately 60-75 local NGOs and CBOs with the potential of facilitating national and subnational
natural resource management and environmental planning and action. Through the project. WLI proposes
to build the capacity of the NARM Forum through various training and institutional support activities,
which would in turn foster improved natural resources planning and collaboration among local NGOs and
CBOs. Through the establishment of district chapters, the forum would serve as a link between the
NEAP (and NEMA) and communities to strengthen local planning. identify resources to support forum
and community activities, build forum management capacity for eventual autonomy, and coordinate
project technical assistance, etc. Forum membership would work together to detennine directions,
priorities and strategies for operation and implementation.

(Ii) Support of the Agroforestry Research Network for East and Central Africa
(AFRENA)/ICRAF

The AFRENA has been supported by USAID since 1986, and, in addition to Uganda. has included
members in Burundi, Kenya and Rwanda. Financial support has been provided by USAID local
currency grants, regional AID Missions, and other international donors. The network approach,
involving National Agricultural Research Organizations (NAROs) as host institutions, has been promoted
in agroforestry, as well as other sectors, to promote greater partner efficiency in carrying out
collaborative research and in sharing results. Generally agroforesny research in the country has a short
history. particularly at the farm level.

The 1992 evaluation of the program pointed out the need to strengthen the program to make it more
responsive to farmers'·traditional uses of trees, NGOs' experiences with agroforestry. and by improved
linkages with regional agroforestry research. Recommendations suggested there was a need to refine
methods of research planning. priority setting, resource allocation, and reporting, and to strengthen
linkages with national and regional research teams, USAID and the International Agricultural Research
Centres (lARCs).. While this activity is not currently under the management of the GMU, it is the logical
administrative home for this type of activity.

(iii) International Gorilla Conservation Program (lGCp)/WWF/AWFIFFSP

This project is implemented by the World Wide Fund for Nature IAfrican Wildlife Fund and Flora and
Fauna Preservation Society (FFSP). The project was funded with PL-480 Title n funds and has applied
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to the GM for future funding. The project has been located in the Bwindi Impenetrable Forest with the
objective of ensuring the long-term conservation of the mountain gorillas in their natural habitat. The
pending project proposal will continue to develop ecotourism in Bwindi as well as Mgahinga. Key
activities are infrastructure improvements including trails, the continuation of a revenue sharing program
for parks as well as training to rangers. guides and trackers.

(iv) MgahinKa and Bwindi Impenetrable Forest Conservation Trust (MBIFCT) Trost
Administration Unit (TAU)

The trust administration unit (TAU) of the Mgahinga and Bwindi Impenetrable Forest Conservation trust
will be charged with primary responsibility for monitoring day-to-day operations of the MBIFCf. The
MBIFCT bas been set up by the GOU and the World Bank/Global Environment Fund to provide a stream
of funds and assistance to local communities and to demonstrate tangible benefits from the conservation
of Mgahinga and Bwindi. Additional activities will include financing for research in and around the
parks and support for improved park management. The GEF grant of S4million to MBIFCf is intended
to operate as an endowment in which community, research and park management benefits are disbursed
in perpetuity. The trust will fund three types of activities: community development projects (including
income generating activities), research projects and park management projects. GMU fmancing will
provide the trust with the personnel and operating expenses for the first two years of the trust. The TAU
will be the liaison between the Trust's advisory and decision making bodies and the various communities,
groups and individuals who will request andIor receive Trust financing for conservation related activities.

(v) The Shea Nut ProjedJCOVOL

This project and group has not previously been funded by USAID and is the only project thus far that
does not involve assistance to a national park or an area surrounding a national park. COVOL is a U.S.­
based PVO who works solely in Uganda. The Shea Nut Project addresses the dichotomy between
destructive and non-destructive uses of the shea-butter tree, which is central to the question of woodland
conservation in Otuke County (Lira). Because of pressures on the land, the area of savanna woodland
is declining. The project will focus on issues of local conservation, including the utility of non­
destructive products of the local woodland. Because shea butter is the most economically significant non­
wood product of savanna woodland in the target county, the improvement of shea processing technology
will directly reinforce the trees' noo-destructive economic utility, thus discouraging the cutting of trees
for short-term gain even though the Shea tree bas great economic value. In sum, this combined with a
conservation and extension education program aims to conserve the BUlyTospU11Ul17l woodland through
improving the productivity and profitability of an existing source of wOlllCD-(;Ontrolled income.

(vi) Kibale Forest Coasemdion and Managemeat ProJed/Wndlife Conservation Society

A 1992 agreement between USAID and Wildlife Conservation Society continued and expanded
conservation, research and trainiDg activities in K.ibale National Park (formerly Kibale Forest), and
continued assistance to the GOU in Kibale Forest conservation and managcmcm. Project activities
included research, monitoring and training; improved forestry management; forest utilization through
tourism and other appropriate practices; outreach to local communities; and institutional capacity
development. A December 1994 evaluation of the project bad an ambitious agenda to develop Kibale
ForestlKibale National Park management capacity, and to continue the development of the Makerere
University Biological Field Station (MUBFS), one of the leading African institutions for research and
training in forest biodiversity conservation and management. The project encountered conflicts among
cooperating institutions and personnel and funding inefficiencies; however it did achieve substantial
infrastructure development at MUBFS. an increased level of applied research and training at the station,
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in- and out-of-park tourism development which showed some economic benefits to local communities.
and increased local support for forest conservation. Outreach and extension activities have since been
handed over to IUCN (The World Conservation Union) Kibale and Semuliki Conservation and
Development Project (KSCDP), currently administered under the Department of Environmental
Protection. There is currently a positive working relationship between Kibale National Park and KSCDP.
and both have a strong interest in community outreach activities.

(vii) Rwenzori Mountains Conservation and Development ProjectlWorld Wildlife Fund

WWF/CD&P began in 1990 with the objective. of working with the Rwenzori Mountains National Park
and its surrounding communities to devise a scientifically-based conservation strategy for the Park in
response to local needs. The project is promoting rural development activities (e.g., agroforestry. tree
nurseries, on-fann beekeeping, ecotourism) and conservation awareness with the hope that these activities
will reduce local communities' demands on the natural resources of the park. While the primary goal
is park conservation, the project puts considerable emphasis on improving the relations between the
Bakonjo communities outside the park. which once had free access to the area's natural resources, and
the Uganda National Parks. Several of the activities being promoted have potential for short run
economic benefit, e.g., beekeeping and use of improved cooking stoves. Others, such as soil block
manufacture (brick making) and agroforestry, may accrue medium-term benefits.. If crop yields can be
maintained through improved soil fertility and conservation. this could also have long range income
earning potential.

The proje;ct has focused its efforts on the development of five pilot padshes. forming Parish Conservation
and Development Committees, hiring and training five teams (one male, one female per team) of
extension workers, the development of interim park bylaws, outlining a park management plan, and
helping to organize a tour operators' association. The first phase of the project ended in March, 1993,
with an extension taking the grant to August 31, 1~. Since then, the project has scaled-down its
activities to correspond with reduced. and rather insecure, USAID funding. During the time of the
Evaluation Team's visit, WWF had started to terminate staff and operations due to funding unavailability.
USAID has recently made funding available. retroactive to October, 1994. The coming phase will
include a small grants component, in collaboration with the PMAC (parks Management Advisory
Committee). to establish a parks mechanism for revenue~sharing;development of improved in-park and
out-park relationships; re-examination of the needs and priorities of women in the communities
surrounding the park; and assistance to communities with ecotourism.

(viill Development Through ConservationlMgahiDga Management and Other
InterveutioaslCARE

CARE's Development Through Conservation Project has been in progress since 1988 and focusses on
areas around Bwindi and the Mgahinga Forests. While DTC has both conservation and development
objectives, the ultimate goal ofthe project is seen in terms of sustainable development, reflecting the view
that protected areas are only viable in the longer term if they are in the genuine economic interest of the
local community and of the host country. The project supports both in-park and out-park activities. The
project supports -multiple use, - a somewhat controversial program enabling the utilization by local
communities of certain non-timber forest products. Also very important in terms of benefits to
communities around the parks is the new tourism revenue sharing program and the MgahingalBwindi
Trust. Both will provide funds for smaIl scale community development projects. Other activities include
technical assistance for improved park management and the promotion of improved agronomic practices.
tree planting and soil conservation. Although DTC has been supported by USAID. their first proposal
to use the GMU proposal review structure has been a request for additional funds to do additional
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activities around Bwindi and also to take on in- and out-park: activities in Mgahinga that were fonnally
carried out by Gennan technical assistance. Normal activities are funded through March 1996.
CARElDTC is currently in the process of proposal development for a third phase.

(Ix) Entebbe ZoolUeanda WUdlife Education Center

The Uganda Wildlife Education Center (UWEC) is currently funded by the Uganda Wildlife Education
Trust. Current activities involve using the zoo as an environmental education tool and a tourist attraction.
APE has already provided funding for a variety of activities including. infrastructure improvement,
Warden training and operating expenses. A proposal requesting funding for similar activities has been
approved by the GMU and forwarded to USAID for funding.

(x) Support for CommUDity Conservation Activities ArouDd Lake Mburo National
ParklAWF

USAID has been funding activities for the Lake Mburo National Park: since 1991. Past support included
the Lake Mburo National Park: (LMNP) Habitat Project. the LMNP Boundu:y Marking Project and the
LMNP Management Planning Project. TIle Swedish International Development Agency (SIDA) was the
primary donor for the Lake Mburo Community Conservation Project (LMCCP). USAID provided PL­
480 funding from April 1994 through September 1994. This funding was used to achieve three
objectives: the election of the LMNP Management Advisory Committee and assistance to meetings of this
committee, the implementation ofa sound and accountable revenue sharing program and the establishment
of resource use zones and appropriate park. and community structures to manage them. A proposal and
funding request is currently pending at the GMU. This phase of the project will expand LMNP's
community conservation program by building on the experiences of the first phase;. assist in the
development of a Park: Management Advisory Committee (pMAC) and parish level conservation
committees; advise on the development of benefit sharing mechanisms. expand support to community
initiated projects, work: with other community projects in the area and work: with the Lake Mburo fishery
to promote both conservation of fish stocks and the wen being of the fishing community. Additional
activities include assistance to establish a UNP COmmunity Conservation Service, assistance to research
in .land use systems around LMNP that are compatible with protected area management objectives and
the establishment of an effective monitoring and evaluation system that could be of use to UNP and other
protected areas.

b. DistrictlCommUDity IJnkags

There aPPears to be considerable interest among both international NGOs. local NGOs and CBOs in
natural resource managemenl and envirollmental protection. With this COIIXS a degree of frustration in
that projects supported. or poteutiaIIy supported. through APFJGMU ha\le included few local level
activities. The only place where this is begirming is throuBh UNP and international project activities with
PMACs (Park Management Advisory Committees), and these are in very cady stages of development.
The area of most obvious potential seems to lie with the PVo-NGOINRMS Project, originally created
for the purpose of enhancing natural resource management awareness. and building PVOINGO capacity
in natural resource management.

(I) NARM FOnJID

Originally supported under USAID PL-480 funds. WU has been receiving USAID bridging funds until
such time as a decision is made concerning a possible follow~nproject. If supported. the proposal would
move the project into a second phase directed to strengthening the capacity of the NARM Forum. This
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is a relatively new semi-autonomous network of approximately 75 local NGOs and CBOs with the
potential of facilitating national and subnational natural resource management and environmental planning
and action. The project representative, through WLI, was also a participant in the NEAP process on the
LivestocklRangeland Management Task Force, although the representative was not brought in to the
process until the process was well underway, and as a result, did not feel that the NGOIPVO voice was
very strong.

Through the project, WLI proposes to build the capacity of the NARM Forum through various training
and institutional support activities, which would in tum foster improved natural resources planning and
collaboration among local NGOs and CBOs. Through the establishment of district chapters, the forum
would serve as a link between the NEAP (and NEMA) and communities to strengthen local planning,
identify resources to support forum and community activities, build forum management capacity for
eventual autonomy, coordinate project technical assistance, etc. Forum membership would work together
to determine directions, priorities and strategies for operation and implementation.

There is an obvious need for a collaborative NGOIPVO body to take leadership for natural resource
management and environmental protection. There appear to be a growing number of local and
community organizations working in this field. .The exact number of local NGOs with this interest is
unclear although WU suggests there are approximately 78 now associated with the NARM Forum (the
PVQ-NGO/NARMS project began with 39 international and national NGOs and CBOs in 1989). Phase
I activities have stimulated national and local level interest through a range of training activities, district
PRA activities, buffer zone management workshops for park area users and authorities. and field
programs and activities aimed at strengthening NGOIPVO capacity in natural resource management.

An evaluation of the project was conducted in February 1995. Among other things it recognized that the
creation of the NARM Forum was a very positive achievement. It was also credited with increasing
NGO/CBO awareness and commitment to natural resource management action, and to the identification
of NGO/CBO development needs, priorities and potential solutions through a participatory appraisal
process. It was recommended that the project be continued but that its activities should be focused on
strengthening the NARM.

WLI is currently revising their proposal to the GMU to respond to the recommendations of the
evaluation. WLI seems very committed to encouraging participants to define their own directions, needs,
capacities and priorities. In general, the NARM Forum is seen as a mechanism for assessing and building
local NGOs'ICBOs' management capacity; as an environmental policy advocacy tool; as a
communications fonon for NGOs/CBOs on natural resources management and environmental issues; as
a means of information exchange and collaboration; and, as a tool for funding generation for local natural
resource managemem projects.

The vision for the forum is still somewhat unclear as are its capacity building priorities..

Since the network bas been in place for a number of years, WLI should now have a reasonably good
sense of what the priority capacity building needs are in this regard. WLI should be encouraged to
clarify these priorities. and to identify areas of needed technical assistance in order to build the
organization's national level capacity. This might include such areas as leadership development,
especially for women. naturaI resource/environmental conflict mediation. training trainers, participatory
needs assessment (over and above PRA methods), monitoring and evaluation. finaociaI management,
organizational development for chapters, policy analysis and lobbying for community concerns. and
promoting grassroots groups' abilities' to organize, etc.

43



(ii) District Chapters of the NARM Forum

Through the NARM Forum, WLI is proposing to facilitate the fonnation and development of autonomous
district chapters in the NEAP/APE pilot districts. The concept of a collaborative subnational NGO/CBO
body focused on natural resource management seems to be a viable one, and one that people in Kasese
District are already beginning to operationalize. A group called Kasese Non-government Organization
(KANGO) has recently been formed by 18 different local organizations. The Evaluation Team met with
several members of KANGO. We learned that the organization is in place but not fully operational.
Members have taken part in community PRA activities as part of the environmental action planning
process. Those members with whom we visited felt that the organization might have the potential to take
on some of the following responsibilities:

• Identification and allocation of funding to support community-based natural resource projects.

• Facilitation of NGO/CBO communications and information sharing; identification of local
problems, needs and priorities.

• Monitoring gender-related and broader community impacts of project activities.

• Assessment of the capacities, resources and priorities of district level NGOs. and maintenance
of a data bank about these groups.

• Ensuring cooperation between district levels ofgovernment. NGOs/CBOs, and local communities
(through representation of the LEC, DTPC and DOC).

• Identification and training of village level "natural resource management extension workers" for
promoting village-to-villageawareness and education.

• Capacity building for CBOs through training, mentoring, and so forth.

• Assistance in assuring that community needs and priorities in natural· resource management and
environmental protection are being addressed.

In Kasese there appears to be a good deal of consensus among government authorities, civil servants and
NGOs/CBOs concerning the value and need for KANGO. What is not yet clear is how KANGO and the
MLG system would interface when and if technical assistance were obtained to carry out local projects.
There is considerable debate about whether funds should come directly to the district, tbcn be reallocated
to KANGO. or whether they should come directly to KANGO, then KANGO would merdy keep the
district informed as to its grams and related activities. It was apparent to the Team tbaIl there is an open
climate for exchanging ideas on this subject inKasese District. Apparently DO other district his advanced
quite this far in implementinl a district NARM Forum chapter. APEINEMA could assist districts to
build a level of trust and c:omnumieation between MLG and the NGO/CBOIPVO sector. This could
begin by identifying joint projects upon which they could collaborate. In Kabale District CARElDTC
has developed linkages with district officials and meets on a regular basis with them to inform them of
project activities and progress. There are however. few formal linkages between MLG and local
NGOs/CBOs.

In Kabarole District. WWFlRwenzori Mountains Conservation and Development Project is putting
considerable emphasis on improving the relations between the Bakonjo communities outside the park,
which once had free access to the area's natural resources. and the UNP. The project has formed Parish
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Conservation and Development Committees to strengthen the working relations between the Bakonjo
communities adjacent to the park, and UNPs. While the ultimate goal is park conservation, the
committees are seen as a means of identifying community needs from the park, and in developing a
mutually acceptable management plan for establishing multiple use policies for this particular park. The
Evaluation Team met with several parish/village members and it was apparent that they felt that WWF
was assisting them in their negotiations with the park and with the PMAC. In this particular park area,
the Bakonjo do not perceive the PMAC as representing park users, nor were they convinced that they had
a voice in the local government system. The approach of WWF has been to follow the traditional
organizational structure of the Bakonjo people, encouraging planning through wridge committees" rather
than establishing a new structure. Further investigation of this issue required more time than the Team
had available.

c. Technical Assistance to GMU Projects

(I) Community Conservation

Technical assistance has been provided to some GMU field projects and to NGOs to facilitate district
environmental management coordination and collaboration. Some of this has been accomplished through
the team building and other workshops, and meetings with GMU-funded NGOs to discuss district
environmental management systems and guidelines. WLI, for example, was very positive about the
interaction they have had with APEINEAP, including the infonnation shared on NEAP decentralization.
They see this as a valuable resource which will contribute to future NARM Forum capacity building.
While there has been some similar communication with WWF, including participation of an APE team
member on the project's evaluation project, WWF would like to see an increased level of APE assistance
with their connnunity development work in multiple-use zones (see Technical Assistance to Protected
Areas).

Generally, APE support to the projects has been limited given the many other demands on their time and
resources. When the primary project managers are international NGOs, or fairly well established
organizations, it does not seem realistic to expect APE to provide much more than relevant coordination
and policy-related infonnation. On the other hand, stronger linkages between APE and the international
NGOs might help to ensure that there is coordination between MLG and district project activities. It
might also be important for the GMU to reconsider their selection of NGO contractors to facilitate a
better blend of conservation and community development interests.

The primary means whereby the APE has interacted with NGOs and PVOs has been in association with
the international NGOs which are funded through the GMU. and through district level contacts with local
NGOs that have been part of the development planning process. Generally these interactions appear to
be stronger with international and local NGOs as opposed to community-based aDd local NGOs.

(Ii) Teclmical Assistance in Protected Areas

The APM's lob Description included responsibility for facilitating the participation of local communities
in the management planning process. This included finding opportunities for local communities to obtain
direct and indirect financial benefits from the sustainable management of the parks, e.g., revenue-sharing.
This was to include finding imaginative solutions appropriate and acceptable to local eQnmnmities through
consensus building. Solutions were to be consistent with national policy directions and constraints. There
is no workplan, nor sufficient infonnation in reports, to indicate how the APM attempted to accomplish
these job responsibilities, however in the APM's first six month report (April, 1995) it is noted that the
responsibility for "local communitieswwas wdropped in priority because UNP already is very committed
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to it ..... to address it would be redundant." The proposed amount of time to be spent is five percent.
There was no indication of how the APM came to this conclusion, although it may be safe to assume that
the infonnation came from UNP officials, not from discussions with park user communities.

The APEINEAP CCA participated in the mid-term evaluation of the WWFlRwenzori Conservation and
Development Project. This activity provided the opportunity to assist in development of the PMACs, and
in clarifying the role of the decentralization process in strengthening community input to UNP. In
association with this activity, a paper was prepared for UNP use on in-park monitoring activities that link
in-park monitoring indicators with out-park indicators. Assistance was given UNP in planning the Third
Workshop on the Conservation and Management of Afro-montane Forests (September 1994) in which
community participation in protected area management was the central theme. This workshop reached
people from nine countries. The CCA also participated in the UNP revenue sharing workshop at which
the district environmental management guidelines were presented, and revenue sharing opportunities
associated with decentralization were discussed.

Other than through some" specific communications with projects, APE has provided relatively little
community development support to UNP field personnel. Given the GMU's contracts with international
NGOs. and the availability of the APM. this is understandable. However. in order to develop the
cooperative management capacity of the PMACS. and to ensure that they represent the particular interests
and population groups associated with park use and authority, an increased level of organizational and
community development assistance is warranted. If no one is overseeing the situation, the whole issue
may be neglected. This will do little for long-term capacity building. Technical assistance could be
directed to the development of a UNP extension/community outreach service. One NGO suggested that
APE increase its support to both projects and the UNP in the following activities: Multiple-use zones;
the PMACs; UNP's revenue sharing program; project/park work with community conservation-related
initiatives and organizational capacity building, including women in development; park staff training; and
community involvement in the provision of in-park tourist services and facilities.

(iii) The Park Management Advisory Committee

The primary role of the Parks Management Advisory Committees (PMACs) is to promote participatory
park management. Their activities include such things as:

• Identifying issues. problems and opportunities pertinent to both parks and associated communities;

• Establishing community priorities for park resource use, protection and management;

• Recommending strategies (bylaws) for the park management plan; and,

• Advising the UNP on park planning and management, and contributing to periodic up-dates on
park management plans. . . .

While PMACs were devised as a means of involving local communities in assisting UNP with park
management. their actual composition seems to vary. In general they are to include UNP representatives
as well as local stakeholders. (e.g., RC authorities. community leaders. local NGOs. CBOs. and other
resource users).

The Kibale National Park PMAC consists of 22 elected parish (RC I) representatives - all ofwhich are
male. The post of vice-cbairperson has been reserved for a woman asbave three other positions yet to
be filled. The majority of the members are Batoro subsistence farmers, laborers and small traders. None
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are politicians. All are forest or park users. The Lake Mburo National Park PMAC consists of 13
members elected from the parishes. Only one member is a woman. Our discussions in Fort Portal with
the Rwenzori Mountains Conservation and Development Project Joint Forest Management Committee
representatives felt that the PMAC in their district was part of the RC system, and that it did not
represent park users. In their opinion, the Bakonjo people who have historically been users of the park
resources, are not represented on the committee. They felt that the UNP has a blanket policy for all
parks, and that this policy is not appropriate for all parks. They recommended that each park should be
viewed as a unique environment with its own social, economic and cultural needs.

The Evaluation Team met with representatives of the Lake Mburo National Park PMAC, a group that
is approximately one year old. We were told that the park management plan had been developed before
the PMAC had been established, therefore the members had not seen the plan. PMAC representatives
expressed the need for training so they could help other community members see the benefits from the
park. They expressed interest in discussions and visits with similar park management advisory groups
outside their area. They stated: "To train the committee, the chairman, and so on ....you need to
increase the capacity of the committee - not the politicians....The PMAC must link with other local
communities. It is too small on its own. The PMAC has no legal status so it can't argue with the
district. "

One of the UNP Wardens felt that the local conservation committees should be encouraged to take on
more responsibility for park management. He stated, "local people are willing to learn but they need
leadership. The new body...UWA ...could help build the capacity of the committees, with the help of
NEAP and the Forest Department." The same person recommended that USAID technical assistance
should help facilitate the capacity building of the PMACs, as well as contribute to the parks' community
development activities. He suggested the identification of park "focus areas," for example a wetlands
area, a unique forest habitat, an so on. Then the associated communities should be examined holistically
with regard to their own unique society, politics, history, culture and ecosystem relationships.

d. Income Generating Components of GMU Activities

Although the premise of APE is that protected areas are only viable in the longer term if they are in the
genuine economic interest of the local community and of the host country, there is a limited focus on off­
and on-farm income generation in the majority of GMU projects. From the farmer's point ofview, their
livelihood is. assured from three different sources.

The first is from hunting and gathering in the form of meat and forest products. This has been reduced
in most areas by reduction and destruction of the wildland resources. In those few areas remaining, most
of these opportunities have been recently cut off by the transfer of much of the wildlands administration
to UNP as requested by USAID. UNP operates under a different mandate and under a different set of
laws. Human use of the parks is restricted to tourism, management activities. and in some cases
research. The gathering aspect of rural life is being explored in the multiple use zones in Bwindi Park.
Sustainable gathering is permitted under close supervision. This would continue with efforts to
domesticate and farm those "gathering" resources that can be established outside of the park such as
beekeeping, medicine gardens, bamboo growing. and cultivation ofplants to provide crafts materials. etc.

The second source of livelihood is subsistence agriculture in the form of food. This is being supported
by the extension activities of AFRENAIICRAF in the Kabale area. Other project activities in this area
are not apparent.
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The third source is cash agriculture and other nonagricultural sources of income in the form of cash. The
only project activity observed in this area is in the "sharing" of Parks revenues. This is only indirect as
it is earmarked for community social infrastructure and doesn't enter the farmer's pocket. It is debatable
that this sharina of receipts to communities will have much effect on the reduction of illegal forest use.
The forest is used by individuals and not by communities. A few individuals will be directly employed
by the Parks and some local ecotourism is just beginning to be developed.

It is obvious that the limited amount of income generation creation by the project will not long detract
the inhabitants of the areas associated with the national parks from the forest. If it is an absolute
necessity that humans be excluded from the forest for the protection of the biodiversity values, then
much more attention must be paid to the individual income generation activities in the buffer zones.
Specific attempts to raise agricultural yields will not be sufficient. Increased production is not income
unless it is marketed. More emphasis should be placed on marketing and divenification of income
opportunities for increasing the numbers of people outside of the park if the resource values inside the
park are to be preserved. 1be concept of Jaw enforcement with a guard behind each tree soon becomes
economically impossible. It is far more economically efficient to provide external opportunities to
substitute for hunting and gathering.
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ill. ADMINISTRATION AND MANAGEMENT

The APE is a large project in tenns of funding and relies on the participation of a large nwnber of
organizations and multiple types of funding mechanisms. Implementing organizations include the
following:

.Organi'V!Jtion(S) ........... Funding
.

.

1. Ministry of Finance and Economic Grant Agreement
Planning (MFEP)

2. Ministry of Natural Resources (MNR), Local Currency Project Agreement (LCPA)
Forest Department (FD)

3. Ministry of Natural Resources, NEAP LCPA
Secretariat

4. Ministry of Tourism, Wildlife and LCPA
Antiquities (MTWA), Uganda National
Parks (UNP), Peace Corps

5. Tropical Research and Development Institutional Contract
(TR&D):

ST Contract for Kibale Forest
Subcontracts with: Chemonics International and
Makerere University Institute of Environment
and Natural Resources (MUIENR)

6. World Resources Institute (WRI) Centrally funded Cooperative Agreement (CA)

7. United States Department of Agriculture PASA
(USDA) Office of International
Cooperation and Development

8. CARE· International Grant

9. Wildlife Conservation Society (WCS) CA (now terminated)

10. World Wildlife Fund (WWF) CA

11. Land Tenure Center CA

12. World Learning Previous CA Proposal under Review and
Preparation

13. African Wildlife Fund (AWF) Funding Pending

14. International Gorilla Conservation Funding Pending
Program (lGCP)

15. COVOL Funding Pending

16. Uganda Wildlife Education LCPAIPIL
CenterlEntebbe Zoo

49

..........~..,,,..-.-



Organization($) Funding

17. Agricultural Cooperative Development Pending Proposal Revision
International (ACDI) Pending Funding

18. International Center for Research in LCPA (one year funding remaining)
AgroForestry (lCRAF)

19. Makerere University Institute of LCPA
Environment and Natural Resources
(MUIENR)INRABM

20. USAIDlNatural Resources Advisor/APE Personal Services Contract (PSC)
Project Officer

21. Bwindi Trust and Administrator PIL

22. MISR LCPA

23. East Africa Wildlife USAID Registration PendinglProposal Receipt
and Review Pending .

A. PROGRAM MANAGEMENT

Because of the number of institutions involved in APE, the various fuOOing mechanisms, and the 2-3 year
delay in the establishment of a functional GMU in particular. USAID bas taken on an excessive
management burden that could DOt adequately be done by one Personal Services Project Officer. Hence
delays have occurred in the establishment of the GMU. subgrant approvals. and fund disbursements.
Additionally, the technical direction of some of the subgrants and activities funded through local currency
can be deemed as' somewhat lacking.

One example of this is the circumstances described by UNP. UNP expressed concern with two issues.
First of all, they feel that there were inoidinately long delays in the procurement of material support.
According to their reports a whole year elapsed between orders for vehicles. Secondly, there seem to
be problems with the release of quarterly funding. UNP states that it took the first quarterly payments
seven months to arrive and the second payment took eight months. However. a November 1994 report
from USAIDlKampala pointed out that further advances of funds are dependent on UNP complying with
USAID's recommendations onp~ cash management and bank reconciliations. UNP believes
that the problems are exacerbated by procurement orders and applications for quarterly release of funds
having to go through the lead ministry. the MNR, which is not UNP's parent ministry; and which
introduces the poteDtial for delay. USAID and UNP need to jointly find solutiom to administrative snags
so that project progress may proceed•. ' . _._.- ._..-

Since the GMU is now operational, the majority of project management will be shifted to them. GMU
will be responsible for the technical management and financiaUadministrative oversight of the subgram
activities, while the Mission is responsible for all financial management which includes the disbursement
of funds to grantees. All projects that have bad funding prior to the GMU should DOW come under the
responsibility of the GMU. Although there are questions concerning overhead rates for subgram funds.
it would most likely have been more efficient to have given the entire responsibility of the GMU
subgrants, including fund disbursement to TR&D. H future subgrant funding is foreseen, this option
should once again be considered.
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USAID does not liaise with one ministry for the management of APE. There are three lead ministries
that include Finance, Natural Resources and Tourism. Although this does not seem to have caused any
administrative problems for the project, some quarters of the Ugandan government feel that this allows
USAID tremendous leeway to address issues to whomever they see appropriate - which then leaves other
ministries uninfonned.

B. INPUTS/OUTPUTS

1. Non-Project Assistance (NPA)

All conditionalities under APE 617-Q123 were established on August 20, 1991.

The first $3 million tranche conditions were the establishment of the NEAP steering committee, the
selection of the NEAP Coordinator and Secretariat with a staff and task forces in place. This condition
was met in July 1992.

The second tranche of $5 million was conditioned upon the transfer of forests to parks and privatization
of concessions. This was disbursed in July 1994.

The final tranche of the dollar grant of $2 million US dollars was conditioned on the fonnal adoption of
the National Environmental Action Plan. This was met in April 1995.

The grant agreement calls for the GOU to provide $10,000,000 in local currency to activities. These
disbursements are made in direct relation to USAID sector cash grants following the "GOU meeting of
conditions precedent.· To date GOU has disbursed $3 million in local currency into the APE special
account. The GOU is up to date on its local currency contribution. A fInal $1 million will be due once
the GOU is formally infonned of the 110 Waiver. 9 The deposit of the $1 million will fulfIll all GOU
obligations in tenus of local currency contributions.

The grant agreement calls for the GOU to contribute $995,000 in-kind services to the implementation of
APE. While this has not been specifIcally accounted for, GOU collaboration. participation and
contribution in APE has been outstanding. The in-kind contribution is therefore assumed to be on-target.
APE should have an accounting of this to assure that indeed the in-kind contribution is on target.

While the NPA contnouted to the stability of biodiversity in selected areas, the NPA could have been
more effective by asking for cooperative management of protected areas. This would allow Ugandans
to come up with the method and design for increased protection rather than USAID dictating management
responsibility transfers from one agency to another within the government to accomplish protected area
status changes.

Some of the conditionalities were met before the grant agreement was signed indicating events were
moving faster than USAID administrative procedures, or even more policy change could have been
leveraged for the same money. 1be last tranche was for the adoption of the NEAP and was probably the
most effectively word~ of any of the conditionalities. However, considering the enthusiasm exhibited
by the Ugandans for the NEAP process, the conditionality was ultimately a bit redundant. Although NPA

A 110 waiver to reduce die bost-couDlJy coatributioD from 25 percent to • more reuooable ranee was requested by !be mission.
The mission's rationale for this was !hat die mechanism lhroup which local currency was to have been generated (petroleuJll
sales to lbe privaz sector) was 110 laager possible due to !be liberalization of financial markets. In addiDoll, generation of local
currency from die GOU budget was DOl justified ,iven IIOrmallevels of GOU direct budgetuy support ID dollOr-funded projeclS.
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was required to set the NEAP process in motion. in the end the process took over and the momentum
carried right through to the passage of the bill. The forgiving of local currency requirements reduced
the money available for RRC/GMU activities by $4 million. This was a big reduction in a very important
component of the APE.

2. Tropical Research and Development (!'R&D) Contract

This institutional contract initially provided for three technical assistance personnel: the NEAP Chief
Technical Advisor and Chief of Party. the Community Conservation Advisor, the Chief Financial Advisor
as well as 23 months of short-term technical assistance. In general. the contractor has supplied competent
technical assistance for the long-term positions. The original Financial Advisor was replaced for personal
rather than technical reasons and he was replaced within three months, an acceptable period to recruit and
place an advisor in the field. The two other advisors have been in the field since the beginning of the
contract.

There have been two substantial changes to the original contract. The first was the modification of the
technical assistance team's scope of work and the second was the addition of the responsibility for the
establishment of the GMU which includes the addition of one technical assistance advisor. The primary
reason for the modification of the scope of work was the introduction of assistance to NEMA rather than
to the NEAP Secretariat, in order to emphasize assistance by the Conununity Conservation Advisor to
the district environmental management system, and to insert work by the financial advisor on the
implications of the UNP-GD merger. The addition of the GMU responsibility.was a result of the failure
to find a US-based PVO to do the work. TR&D provided one GMU Coordinator for one year and the
current Coordinator has been in the position since October 1994. The current Coordinator overlapped
with the out-going advisor which meant there was no hiatus in the GMU slot.

TR&D has provided a substantial amount of technical assistance including an Assistant Parks Manager
(due to delays in bringing on board the PASA employee) for seven months and eight months of technical
assistance for the Kibale Forest Bridge Project. Short-term technical assistance is listed in Annex D.
Short-term technical assistance has been supplied on most elements of the project. In general the
technical assistance has been seen as competent and very useful. Examining the TR&D contract and the
scope of work, there have been no major omissions in the contractors responsibilities and products.
Workplans have been produced and followed and reports submitted in a timely fashion.

3. PASA

Long-term technical assistance for APE has been provided through two contractual mechanisms: the
TR&D institutional contract (with three advisors: policy, community conservation and finaDciaJ.) and the
USDA Participating Service Agrcc:ment (employing one advisor: parks management). Under this
arrangement, both TR&D and the PASA employee arc required to report directly to USAlD. Although
inclusion of the pub advisor in the institutional contract was considered, the final decision was to
employ a parks advisor through a PASA. One of the primary reasons for this decision was the
availability of resources (short-term and otherwise) through the U.S. Parks Service. The project has not
drawn on these resources for assistance to the project and if necessary, the project could still do so
without hiring the parks advisor through a PASA.

Coordination of technical assistance activities has been difficult. This may be due to several reasons.
First of all. administrative delays resulted in the late arrival of the APM. Secondly, the APM's
workplans are developed quite apart from TR&d)'s workplan. 1be APM is supervised by USAID directly

52



t.

and there is no administrative link between TR&D and the PASA employee. 1be TR&D technical
assistance team is coordinated by their Chief of Party. The APM is supervised by USAID.

Coordination of technical assistance needs to improve between park assistance and the other long-term
APE technical assistance. The best way to do this is to place the parks management assistance under the
same institutional contract as the rest of the technical assistance.

4. Training

A list of training financed under APE is included in Annex E. It is difficult to ascertain the usefulness
of this training since there is no training policy for APE. Additionally the institutional contractor and
PASA have no training budget of their own - making it difficult to establish a program and schedule.
Training was done very much on an ad hoc basis. APE should develop a training policy and budget
before any further training is done.

c. ECONOMIC ANALYSIS

The economic analysis in the PAAD and in the proposed project extension were examined. The
Evaluation Team concurs with the opinions on the lack of data to base an exact analysis. There are a
large amount of non-quantifiable values such as downstream values and future potential returns from the
protection of biodiversity. Tourism returns are increasing and with further development of the tourism
potential, these will increase. Political variables that effect tourism values are stability in Uganda,
instability in Zaire, Rwanda, and Kenya. Any increase in internal terrorism will have a dampening
effect. The fickleness of airlines and tourist agencies can reduce tourism but this is an unpredictable
variable and probably not immediately important as Uganda has a virtual monopoly on gorilla viewing
which is the biggest draw on wildlife safari at present.

Forest revenues have increased with the improvement in controls and use fees flnanced in part by the
APE. Further increases are seen as management improves. Improvements in smallholder yields through
agroforestry and soil conservation efforts are another positive return potential.

The cost side will include the investments in decentralization of the NEAP. Recurrent costs of the
NEMA should stabilize as the districts tap into the tax base for funding.

The analyses in the PAAD and the project extension paper seem to be adequate. Projections of
unsubstantiated estimates would not be appropriate.

D. MONITORING AND EVALUATION

The M&E system of the APE resembles a nest of Russian dolls. There is the outer sbeII of the Country
Programme Strategic Plan (CPSP) and Analysis of Program Impact (APl). the next level of the Logframe
and Objective tree with the project API and associated progress reports and at intervals the mid-term and
final evaluations. Within the project the NEIC is responsible for national and loc:a1 environmental
monitoring with the associated inventories and baseline studies. The decentralization of the NEMA has
an independent plan but is also connected with NEIC for data collection and analysis.

Within the GMU there is the GMU M&E plan encomp3.ssing the individual M&E plans of each grantee.
'The MUIENR and MISR are conducting various studies and inventories feeding into other institutions
for their various M&E plans. The ecological monitoring system for UNP remains to be designed and
placed into operation.

S3



In view of all of the above activity it is evident that there are various M&E plans for each specific part
of APE and NEMA. What is not yet clear is how all of these somewhat independent systems will be
coordinated so that one feeds into another and there is not a tremendous duplication of effort.

E. OBJECTIVE TREE FRAMEWORK AND LOGFRAME

Is the hypothesis as shown in the analytical framework a valid hypothesis? Do the indicators adequately
express the hypothesis?

The USAIDlKampala Mission's Strategic Objective (SO), to "Stabilize biodiversity in target areas"
probably does not fully express what is called for. Sustainability is more than just stability.
Sustainability requires effort to reduce future risk to the stability of the resource. Stability may be a
short-tenn goal but doesn't consider future risk. A closer look "at the Mission's SO 12 (S02) and
indicators follows. -

1. The CPSP, API, and APE Indicators

S02: Stabilize Biodiversity in Target Areas.

1. Maintenance of flora and fauna diversity in protected areas.
- What is the difference between this SO indicator and the SO?
- Stabilize and maintain are the same.
- Biodiversity and flora and fauna diversity are the same.
- What level of protection exists in the protected zone?

2. Increase income of men and women in buffer zones.
- What is the connector between income and biodiversity protection?
- What is a buffer zone?

Target 2-1: Improve the Policy and Institutional Framework that Promotes Sustainable Natural
Resources.

1. Completion of NEAP
- No commeDlS.

2. Legal status of target parks and reserves changed to insure protection.
- How does the changing of legal status ensure protection?
- Ensure may DOt be what you meaD. Do you mean increase the potential for protection?
- How does changing from a potemial mCN level V Strict Nature reserve, to a lower

IUCN level IV National Park ensure protection? _
- Demanding a level V protection within the FD would fit the SO better

than transfer to UNP. .- '"._
- Chansing the SO to read "increase the income from stable biodiversity in target areas"

might be more realistic in light of the indicators listed in Target 2-1, 2-2, and 2-4 as
all of these stress economic use rather than strict biodiversity preservation that is
implied in the SO.

3. Local retention of parkJuser fees.
- Retention by what local individual1lnstitution? Community? Retention of all? or part?
- The intent appears to be economic incentive to local individuals (individuals are the



Target 2-2:

natural forest users/exploiters, not communities).
- What is the incentive for the managing agency to improve management?

Improved ParkIReserve Operations and Practices.

1. Increase the number of visitors.
- Why increase the number of visitors? More visitors cause more damage to fragile

ecosystems such as the high montaine areas in the new parks. If the objective is to
make more money then indicator 3 is better. You don't need this indicator just
because it is easily quantifiable.

2. Increased road access.
- This increases risk to the biodiversity. Again if the SO is to make more money, then

this needs to be clearly stated.

3. Fee collection.
- Again, there is no connection with the stabilization of biodiversity unless fees are

slotted to improve the protection which is not the case according to target 2-1.3

Target 2-3: Strengthen Incentives for Women and Men in Buffer Zone Areas to Adopt Improved
Natural Resource Practices.

This target is probably the best causal relationship connected to the SO as it is currently stated.

1. Tested practices extended.
- These are rather hard and maybe expensive data to collect for an indicator.

2. Number of local park employees.
- Good indicator - easy and inexpensive to collect, and defmed as numerical ranges.

Target 24: Promote Uganda Tourism Through Private Institutions.

Perhaps the increased tourist visit indicator belongs here rather than in the parks operations target.

No specific comments on the indicators.

The discussion of Natural Resources Strategy Elements in Annex 3C of the CPSP is clear on what the
Mission Strategy is. and answers some of the questions posed above. However. the hypothesis is not
clearly stated in the Logframc; and the causal relations are not clear between the targets and the SO.

The discussion of "Performance Management Issues Relevant to Strategic Objective #2." by the Prism
project, offers some options in revision of targets and indicators that could serve as guidance for revision
in these areas. These revisions all apply to activities in the APE and could serve to tie the CPSP.
Mission API, and APE to a common set of updated. relevant indicators. The present APE analytical
framework is convoluted and of little use. The logic stream slides in and out of project concerns and
includes many unnecessary branches.
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The logic should flow in the manner of this small diagram.

results
action
plan
Policy and legislation

502
1\
check it out---> I
do it V
what to do< fix it
enable

The APE is the plan which should come after the policy and legislation but because of the NEAP,
inclusion in the APE becomes somewhat circular. The action is the GMU and direct grants to Agencies.
The results and feedback loop is the M&E function that is somewhat fragrnertttd in the APE with several
agencies doing partial surveys, inventories, etc. Suggested examples of an Objective Tree (in matrix
form) and a Logical Framework Matrix follow.
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2. Objective Tree Matrix

.GMU PROTECTED AREAS POllCY
..

LEVEL V Increased Welfare for Rural People

LEVEL IV

• Locals stop encroachment, • Stable Biodiversity • NEMA is functioning to
poaching. non-sustainable • The UNP is trained protect the environment
use of parks/forests. and able to apply of Uganda.

• Changed attitudes and management plans. • Changed attitudes and
behaviors. • Changed attitudes and behaviors.

behaviors.

LEVELm

• Diversity of economic • Management Plans are • Increased private
opportunities. guiding actions. expertise in EIA.

• Revenue sharing. • Receipts cover • Clear mandates and
• Environmental expenditures. procedures for NRM

education. • Income from tourism instituted.
• Participation. increases. • NEAP process is
• Multiple use plants • Infrastructure decentralized to districts

domesticated. complete. and· subdistricts.
• Adoption of yield • Reduce rate of forest • Enactment of

improving practices. degradation. Environment legislation.
• Small businesses • Reduce rate of species

established. loss.

LEVEL IT

• Extension practices • Park boundaries • NEAP process
developed. delimited. completed.

• Small enterprises • UNP accounting • Four major policy
developed. System established. revisioDS.

• NGOs active. • UNP Management • NEAP task forces.
• Grants made. Plans completed. • NEAP Secretariat.

• Transfer of forests to • NEAP steering
--.

UNP. committee.
• Training in NRM and

tourism.

LEVEL I

• Multiple use allowed by • Grants to UNP. • TA assigned to NEAP.
UNP policy and law. Forestry, MUINR. • NEAP funding in place.

• GMU solicits proposals. • TA assigned to UNP.
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3. Logical Framework Matrix

VERIFIABLE MEANS OF ASSUMPTIONS
>iINDICATORS ,... ,... "VERIFICATION

GOAL

• Sustained • None at project • None at project Continued supportive
improvement in the level. level. GovernmeDL
standard of living.

SUBGOAL

• Sustained • Reduction in forest • Project impact • Baseline is
productivity of degradation. monitoring reports. established.
Uganda's natural • Reduction in
resource base and species loss.
maintenance of it's • Increase yields per
biodiversity. hectare.

PURPOSE

• To assist Uganda's • Locals stop • GMU M&E System. • Policy and funding
public and private encroachment, of the US
sector to poaching, non- government
effectively and sustainable use continues to
sustainably manage of parks/forests. support natural
its natural • Changed • Surveys. resource
resources in attitudes and management.
selected areas. behaviors.

• The UNP is • Project reports.
trained and able
to apply
management
plans.

• NEMA is • Project reports.
functioning to
protect the
environment of
Uganda.
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VERIFIABLE MEANS OF ASSUMPTIONS
INDICATORS VERIFICATION

OUTPurs
(policy)

• Increased • Number of EIA • NEMA reports. • TA assigned to
private expertise done in Private NEAP.
in EIA. Sector. • NEAP funding in

• Clear mandates • Number of • NEMA reports. place.
and procedures guidelines. • NEAP task
forNRM forces.
instituted. • NEAP

• NEAP process • Number of districts • NEMA reports. Secretariat.
is decentralized participating. • NEAP steering
to districts and committee.
subdistricts. • NEAP process

• Enactment of • Law is passed. • Law is gazetted. completed.
environmental
legislation.

OUTPurs
(Protected Areas)

• Management • Number of • UNP reports. • Park boundaries
Plans are guiding Management APE TA reports. delimited.
actions. Plans completed. • UNP accounting

• UNP is • Number of • UNP accounts. system
economically self- managers are established.
sufficient. trained. • Transfer of

• Infrastructure • Receipts cover • UNP accounts. forests to UNP.
complete. expenditures. • Grants to UNP.

• Income from • UNP reports. • TA assigned to
tourism UNP.
increases.
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. VERIFIABLE MEANS OF ASSUMPTIONS
INDICATORS VERIFICATION

OUTPUTS
(GMU)

• Diversity of • Number of • GMUM&E • Sufficient
economic extension reports. funding for
opportunities . practices sustainable

• Revenue developed. activity.
sharing. • Number of small

• Environmental enterprises • Multiple use
education. developed. allowed by

• Participation. UNP policy and
• Multiple use • Number of law.

plants NGOs active. • GMU solicits
domesticated. • Number of proposals.

• Adoption of yield Grants made.
improving
practices.

• Small businesses
established. .

....-._-_.. ~---_.- --~--------_ ..._-~_ ...__._---_.
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IV. CROSS-CUITING ISSUES AND RECOMMENDATIONS

A. A SYSTEM FOR MANAGING WILDLIFE AND PROTECTED AREAS.

New policy and legislation governing the management of wildlife and protected areas are currently under
development. The new policy will defme the functions and direct the work of the new UWA.

It is important that new policy and law provide for participatory protected area management and multiple
use. Existing policy has already been altered to facilitate multiple use in parks although the National
Parks Act containS no such provision. However, mechanisms for authorizing multiple use are in extant
law, although they were almost certainly not put there for that purpose.. The Chairman of BoT is
empowered to issue permits for the taking of animals within parks (Section ll(l)}, and the Board may
make bylaws controlling the removal of vegetation (Section 12(f). The Team was informed that these
actions have been taken.

Policy on multiple use need not vary from park to park. What should vary are the specific uses for dif­
ferent parks (or for different areas within a single park), and the need to involve user coIIDIlunities in
designing an acceptable management system that responds to unique needs and concerns. Policy can be
a blanket one, which states the overriding principle that consumptive usage of resources within parks will
be permitted, and that they will be subject to constraints on (for example) type of resource, size of off­
take, methods of off-take and seasonality. The specific resources available for each park would then be
specified within their management plans, together with the constraints on off-take. Constraints would
be subject to regular (perhaps annual) review, based upon monitor~.. .

Recommendation: APE should support the govermnent in establishing a coherent system
for managing its wildlife resources and protected areas by helping in ways that ensure the
adoption of sound wildlife and protected areas policy and legislation, and to ensure that
the future UWA will have the necessary capacity for system and management planning.
Technical assistance should be provided.

B. COMMUNITY PARTICIPATION IN PROTECTED AREA MANAGEMENT (PMACs)

There is some confusion concerning UNP policy about the composition. responsibilities and support
mechanisms (training. renumeration. technical assistance) for the PMACs and community conservation
committees. Blanket terms of references for all community/parish committees associated with protected
areas would be inappropriate given the wide variations that exist in communities and their associated
forest ecosystems. User communities vary with regard to traditional use and management of these
ecosystems, social and cultural patterns, and available economic options. Each community bas a different
set of experiences, perccptiQllS and political networks. Human resources such as leadership. education,
knowledge, gender sensitivity, and the types of CBOs that are presem, are alSO unique in every
community. Before laying out terms of reference for PMACs or colDIIlUllitYcoDservation committees,
each user community should be examined on a case-by-case basis. This prOCess shoUld include the
participation of local people. .

An appropriate balance of stakeholder representation should be defined jointly by the user community
(i.e., men, women and youth) and UNP. It should _include. a.balance..of ..men and women since
marginalization of women's access to natural resources is known to leave women at a serious
disadvantage. An acceptable ratio can be established that corresponds to the proportion of males and
females in the population. or by establishing a separate committee for women, including a link between
men's and women's committees.
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The UNP Wardens and Rangers are the key people with the responsibility for setting up and working with
PMACs and community committees. They have the potential for building leadership capacity in these
groups, and for ensuring that members are committed and able to take an active role in park management
and community education. They will require training to do this. as will all community members.

Recommendation: A clear statement of policy concerning PMAC and community
conservation committee composition. role and support should be printed and widely
distributed by UNP and NEIC. Policy should allow sufficient flexibility so that each
park area and its associated communities can tailor the policy to suit their own situations,
and to define their own tenus of reference. UNP policy should specify the importance
of having all key stakeholders involved in occasional reviews and updates of committee
guidelines.

C. CRITERIA AND STRUCTURE FOR THE IDENTIFICATION AND FUNDING OF
PROJECTS UNDER APE

1. Funding Support for Local Communities

Projects currently supported through the GMU and APE are clearly donor driven. There has been little
effort expended to work with local NGOs or other subnational structures to identify locally sustainable
projects that address community-defined needs. Consequently. very little funding is actually reaching
local communities, least of all in ways that will contnoute to long-term natural resource management or
income earning capacity-building. Grants tend to go to international NGOs, PYOS, universities and
research centers - for example, CARE, World Wildlife Fund. World Learning, Inc.• University of
WisconsinlLand Tenure Center, Makerere University. and so on. While many of the project community
development and public education activities are commendable, they are more strongly focussed on
research and conservation than on community outreach and development. Now would be an opportune
time to reconsider this funding strategy to give increased attention to policies, priorities and mechanisms
directed to local community priorities, including the needs of women for income generation and
organizational leadership capacity.

Some of the mechanisms that might be considered include:

• Review project selection procedures and criteria to direct more attemion to needs and priorities
of local communities. and share these with NGOs, CBOs, ministries, and others at district, sub­
county, parish and conmnmity levels.

• Develop guidelines for the composition and operation of the Project Review Committee so
increased attention is given to the balance of Uiterests represeDted onlbe committee (local NGOs,
CBOs, PYOs, Community Park WardenS,·EnvironmentaI Officen,'tDembers of DECs, women,
potentially disadvantaged groups,' etC.)," Consider potential for anmJal rotation, and aH>Pting \
outside reviewers with specialized Ialowledge. ", ,.

• Establish mechanisms to facilitate subnational and comrrnwity-generated projects, for example,
comparable to the NARM Forum and its associated district -chapters- (like KANGO in Kasese
District). Explore the" ~i~ilit!~_o!~~!~~ ,8 G~Jink ~.!h ~. distriet.;based body
composed of 8 balanced representation from MLG, NGOs, CBOs. and the private sector. This
type of group could improve tics between NGOs (international and local), the private sector and
MLG, and could facilitate increased local involvement in selecting projects and its managing grant
support.
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• Eannark a portion of available funds for micro-grants that encourage simple project designs, low
risk technologies, potential for transferability, team multiplication of skills, lessons learned, and
community-to-community collaboration between CBOs, civil servants, politicians, private firms,
and others.

Recommendation: Review the APEIGMU project funding strategy to give increased
attention to policies, priorities, operating procedures and outreach mechanisms that are
more responsive to the needs and priorities of local communities.

One of these grants should be directed at building the capacity of a decentralized and
coordinated NGO/CBOIPVO - local government mechanism for facilitating the
development and support of community natural resource management and environmental
protection projects which build long-term community organizational capacity. If
necessary, technical assistance should be provided to assist the group in the development
of its proposal design and strategy.

2. Development of an Autonomous Foundation

Currently the GMU is associated with NEAP but has been larged guided by USAID. It has been
established to reinforce the changing NEAP system. In keeping with the desire to establish institutions
that have long-term sustainability and the capacity for relative autonomy. this would be an ideal time to
identify ways in which the GMU might eventually become more autonomous and self-sustaining. Current
funds channelled through the GMU originate with USAID. however in the future, funding sources might
be broadened as might the unit's role with regard to supported projects. Until such time as USAID
support is tenninated, NEAP. the GMU and USAID might wish to investigate various options which
would turn the organization into something comparable to a private foundation with increased
organizational development capacity to assist the organizations whose projects are funded. With the
rather uncertain future of USAID funding, and the growing potential for private sector input. this may
be an opportune time to redirect this unit's commitment to natural resource management and
environmental protection education, research and development.

This type of organization might be partially modeled after the W.K. Kellogg Foundation which, through
a board of directors and a core staff, establishes policies, funding mechanisms. strategies for proposal
development and for nurturing projects throughout their implementation. This model provides
opportunity for longer term project support. thus opening the door to greater sustainability. Some of the
areas that Kellogg has given attention to over the past twenty years are institutional change. rural
community development, agricultural and forestry leadership development, women's public affairs
leadership development. sustainable food systems education, and so on.

RecommeudatIon: Investigate options and models for gradually turning the GMU into
a more autonomous. self-sustaining organization. with a link to NEMA, which would
generate both private and public funding to support education, development and research
directed to improved natural resource management and environmental protection. Such
an organization might not only encourage project development and implementation in
tune with established policies and priorities. but also help to facilitate the implementation
and evaluation of these projects.
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3. Integration of More Specific Income Generating Activities into the GMU Subgrant Activities

The premise of APE is that protected areas are only viable in the longer term if they are in the genuine
economic interest of local conununities. The populations associated with protected areas have three main
sources of income. The first is from hunting and gathering. Much of this has been curtailed with the
establishment of national parks. Multiple use zones are allowing some use of the parks. At the same
time projects in these areas are helping populations to introduce similar activities outside of parks. These
include domestic beekeeping. and the cultivation ofplants such as bamboo and medicinal plants. Fanning
is probably the most important source of this population's livelihood. Although there is some activity
in GMU-supported project areas. they normally end at production. Some projects address issues of
increased production and improved productivity. Little thought has been given to what happens to the
crop after it is grown. especially if the crop is not consumed by the producer. A third source of the
population's livelihood is cash agriculture or off-farm income. With the notable exception of the new
COVOL project. there is very little activity in this area.

The sharing of the park's revenues and the development of local tourist enterprises are two income
generating activities supported by the GMU subgrant projects. Although these two areas should certainly
be pursued. diversification to expand income opportunities is essential. First of all. it may be risky to
rely on tourism as a steady source of income. Revenue could vary greatly depending on country stability
and the world economy. Secondly. the sharing of revenue from tourism will be used for conununity
activities. many of which have social goals such as schools and clinics. They will not serve to increase
individual income. Also. the sums of money involved are quite small in comparison with the size of the
population. To summarize. these two sources of income will probably not be sufficient to induce people
to contribute to the preservation of protected areas.

Recommendation: The GMU should place special emphasis on income generating
activities other than multiple use. tourism and revenue sharing. Potential projects should
contain income generating aspects that will deal with issues of marketing farm produce.
value added potential through simple technologies and the development of off-farm small
enterprise activities. NGOs who do not have these skills should collaborate with NGOs
or other USAID projects that do. or in some cases separate activities for income
generation may be warranted.

4. Administration of Subgrant Funds

Currently. the GMU is responsible for the technical management and financial management/administrative
oversight of the subgrants. USAID has retained the responsibility for all financial management which
includes a separate project review and the actual disbursement of funds. This has increased the
management burden for USAID beyond what was originally foreseen in APE. 'The result bas been delays
in project approvals and fund disbursement resulting in the loss of credibility for some NGOs and delays
in activities for others. In addition. NGOs often feel that even though they report to the GMU they must
also report to USAID since it is USAID that makes the final grant decisions.

The original concept of the GMU was an umbrella organization that would take on the entire
responsibility of the subgrant activities. including the disbursement of funds. If there is to De a life for
an organization like the GMU after APE. the capacity for establishing criteria and project selection needs
to be built without the pressures of USAID's day-to-day agendas.

Recommendation: The GMU should be given the complete responsibility for subgrant
administration including the actual subgrant agreements and disbursement of funds.
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Although the reason for not doing this in the past was the issue of overhead on the
subgrant funds and legality of an insitutional contractor's management of grant funds, in
retrospect, finding a creative solution would have avoided many of the problems of the
establishment of GMU. Finding a solution to this issue now would encourage the
sustainable development of the GMU.

D. TECHNICAL ASSISTANCE AND COORDINATION BETWEEN ADVISORS

Long-term technical assistance for APE bas been provided through two contractual mechanisms: the
TR&D institutional contract (with three advisors: policy, community conservation and financial) and the
USDA Participating Service Agreement (employing one advisor: parks management). Under this
arrangement, both TR&D and the PASA employee are required to report directly to USAID. Although
inclusion of the parks advisor in the institutional contract was considered, the final decision was to
employ a parks advisor through a PASA. One of the primary reasons for this decision was the
availability of resources (short-tenn and otherwise) through the U.S. National Parks Service. The project
has not drawn on these resources for assistance to the project and, if necessary, the project could still do
so without hiring the parks advisor through a PASA.

1. Assistant Park's Manager (APM)

Coordination of technical assistance activities bas been difficult. This may be due to several reasons.
First, administrative delays resulted in the late arrival of the APM. Second, the APM's workplans are
developed exclusively of TR&D's workplan. The APM is supervised by USAID directly and there is
no administrative link between TR&D and the PASA employee. The TR&D technical assistance team
is coordinated by their Chief of Party. ,The APM is supervised by USAID.

Recommendation: Coordination of technical assistance needs to improve between park
assistance and the other long-tenn APE technical assistance. The best way to do this is
to place the parks management assistance under the same institutional contract as the rest
of the technical assistance.

Recommendation: The APM's scope of work should focus on two issues - increasing
UNP's management planning capacity, and on developing a system for managing
information. If necessary, this component of the LTTA program should be extended.

Under management planning, the aim must be to develop an effective Planning Unit in
UNP (and later UWA) that will serve as a catalyst to the on-going process of preparing
and revising management plans for protected areas - and doing so in a timely manner.
In order to achieve this, suitable counterparts should be recruited. who can staff the UDil ·iJ."".\;;:
after departure of Ihe APM.~-' ~"i . .:~

-•. _,,-0:<..1"',.
~ .... :"-',, " .. .

Under developing management information systkms. ~. aim is toe~~r~ results
of monitoring and data gathering made at differenilevels can be used as feedback within
an on-going process of adaptive managemem. This begins at Ihe lowest level of
management, where Ranger patrol's record .such event as encounters with law-brcakers,
signs of law-breaking, observations on the ~Deeandabundance of ~lectc~tp!!~_. . _
and animals, weather conditions, ete.MethOds<of i'ecoiding information should be put
on to a systematic footing - data may, for example,-be made on standard forms. which
Rangers must be taught how to complete - and the data that are gathered passed on to
controlling Wardens for analysis, storage and passing them up the line of command in,
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perhaps, summary form, including comments. Similarly, data gathered by Wardens- and
researchers must be collected systematically and fed into the system. Control of the
overall infonnation management system will be a function of a unit within. UWA ­
perhaps its Monitoring or Research Unit. Suitable counterparts should, therefore, be
recruited.

2. Community Conservation Advisor (CCA)

The modified CCA position description indicates that assistance should be given to NEMA. the MNR
and UNP in all matters related to the DEOs. including assessing the effectiveness of development
activities associated with protected areas.. '!be Advisor is to take responsibility for DEO training. support
and district planning; communications between DEOs. NEMA and the Ministerial Environmental Liaison
Units; development of bylaws; district environmental plans; and the NEIC data storage system. In
addition, the CCA is to advise NEMA. MNR and GMU on pilot district conservation and development
activities and liaise with other natural resource management activities; assist with grant monitoring and
evaluation and in selection- and deployment of other focus districts.

Given the high expectations placed on this advisor. and the fact that it has had to cover five widely
dispersed districts. the individual has done a commendable job. Contacts have been maintained with
protected area projects, and input has been provided on project evaluations. Because international NGOs
have been contracted to assist communities associated with the parks•. the CCA has not given a lot of
attention to work with protected area communities and UNP. With little assistance from the APM on
UNP community development activities, community participation in parks management has not received
a lot of attention. -

If the APM position had been placed under TR&D, or if the background of the APM had been stronger
in protected areas community development. then work with PMACs, community committees, community
conservation projects, and WardenlRanger community outreach might have reached a greater level of
maturity. As the demands were presented. it is clear that the position includes too many expectations.
During the bridging phase. consideration might be given to narrowing these. The CCA should first be
placed within the NEMA District Coordination Unit, then the unit may want to decrease the number of
pilot districts which the CCA is expected to cover, or to adopt a -phasing- procedure based on the
readiness of the respective districts. Several community development coordination assistants would help
to maintain the needed district coordination activities.

Some priority activities to which the CCA position might be directed during the next (cw years include
training and guiding the DEOs in their roles as communily development facilitators. assisti.ng the DEOs
in their work with LEes and DTRCs. helping to train trainer teams who can work with subcounty and
parish committees/teams. assisting the DEOs and the appropriate groups to develop a public awareness
campaign about NEAPand the associated opportunities. development o(a training program for politicians
and assisting to build the capacity of a distriet-based body composed to NGOsICBOsIPVOs and MIG
which could assume responsibility (or local community envin.romeotaleducation. and community
participation in natural resource management planning and decision making. Working with the
Ministerial Liaison Units will also be important.

It seems less appropriate that the CCA devote time to the NElC data -storage system other than to
coordinate with the districts to assure that data collected is in comparible formats.---It-wowailSQ Seeni-- ---------
important to ensure that districtlsubcounty developDlCl¥ planning leads quickly to some short-term
activities which are known to community leaders and in which local people can participate. The CCA
could monitor development plans to ensure that they actually lead to tangible outcomes in the near future.
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The CCA might also liaise with NIEP to ensure that active district people and groups receive public
recognition, for example, by getting short news articles into the NEMA newsletter and into ministry
newsletters. Find ways to share what is going on in one district with other districts, and for people and
groups to learn from each other's experiences.

Recommendation: Place the CCA within the NEMA District Coordination Unit.
Narrow his responsibilities to ensure a higher level of impact at the subnationallevel and
within NEMA. This could be achieved in one or more of these ways: (i) identify several
focus districts to which more attention might be directed, and help train teams from these
districts to assist other districts; (ii) develop a close working relationship with the APM
to ensure that attention is directed to the community outreach and development aspect of
UNP and associated conservation projects, and assist in bridging the gap between MLG
and UNP; or, (iii) identify several NEMA community conservation and .development
assistants to work with the District Coordination Unit.

E. PROTECTED AREA COVERAGE

It is unclear to what extent the present protected area system includes examples of Uganda's different
biotic communities; areas of aesthetic value; species that are rare, threatened or endemic; and species that
are of interest for other reasons. And the question of how the protected area system might be expanded
to achieve better coverage of biodiversity bas not been addressed.

Recommendation: A study should be commissioned to evaluate the protected area
system's coverage of Uganda's biodiversity. APE should support such an analysis, using
an LTIA program of 18-24 months. The analysis would involve mapping the
distn'butions of: biotic communities; areas of aesthetic value; species of plants and
animals that are rare, threatened or endemic to Uganda; and species that are of interest
for other reasons.

These distribution maps would be compared with the layout of the protected area system,
and conclusions· drawn as to whether the system might be modified to increase coverage
of biodiversity.

F. FUTURE ASSISI'ANCE

t. To Agencies Managing Protected Areas

Although UNP bas received material support from APE to bolster its law~orcementactivities and build
infrastructure. much remains to be done. UNP's research wing, UIE, and MTWA's wildlife and
protected areas training unit. the wn, have so far received no APE support. wn's Dew curriculum
(now in the early stages of development) will need to take greater account of the role of PMACs and of
multiple use in protected areas. .~ ,~,~. . .

Existing protected areas need continued material support, and most especially those thai may be upgraded
to higher levels of protection. and to areas where multiple use is practiced. 'The introduction of multiple
use to protected areas seems. inevitably, to placc'greatel' demands upon management. APE should
respond favorably to such requests.
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Recommendation: Continue to give material and technical assistance support to agencies
responsible for managing or supporting the management of protected areas. Ways to
accomplish this include:

• Continuing support to UNP, enabling it to further develop or rehabilitate
infrastructure.

• Supporting theFD. enabling it to open new roads in some forest reserve, and
maintain existing ones; helping to fund staff training; investigating the value (to
local communities living beside forest reserves) of developing exotic species'
plantations to reduce the inhabitants dependency on indigenous trees; and offering
soft loans to encourage the private sector to take part in plantation programs•

. , ... ::

• The WTC (soon to become WTI) needs to build its capacity as a technical
training institution, through curriculum deVelopment (study tours and STTA);
material support to complete the Centre's building program; supply of vehicles
and other equipment; and training for teaching staff. APE should support this
program if requested.

• UIE needs to refurbish its dilapidated buildings; re-equip its laboratories; acquire
vehicles; re-establish its library; and find funds to take on selected technical level
staff. APE should give support if requested.

• UWEC has submitted a bid to USAID for support of a three-year development
program. But APE should first satisfy itself that the aims of the Centre agree
with its own aims, and that they are of sufficiently high priority in comparison
with other claims.

2. Subnational Assistance to Stren&then NGO-PVO- Private Sector- Government Partnerships

The decentralization of NEAP will require close working relationships between NEMA and the various
stakeholders at district, subcounty. parish and community levels. Active community participation in
NEAP implementation will require one or more collaborative· mechanisms between NEMA and local
NGOs and CBOs to institutionalize this partnership. There are already NGOs/CBOs ready and willing
to participate in such a structure.

Approximately 70 NGOs in Kampala have fonned the NARM Forum to work together on natural
resource and environmental managemenl issues. With appropriate technical assistance anctcommitted
leadership, this group should be able to advance the process of identifying these orlanizations, their
capacity. etc. The GMU should open up the request for proposal process SO"that _district(local NGO
"chapters" have the opportunity to propose their own decenttalized approaches to readring·out to their
own communities.- _. _. - f:",,!,:~~' <, ,-- -

There is probably a place for both a national body. and some district or multi..<fistrict bodies, depending
on the degree of district readiness and interest. When it appears there arc groups ready todo so, they
should be encouraged to submit their oWD-proposaJs.-.even-if-teclmicaLV$~~is ~ed._!n the
development of the vision and strategy. This type of process will build group capacity. Once a district·- -­
chapter reaches a certain stage of maturity, it could be tapped to assist another district in going through
a similar process. The national NARM Forum might facilitate this process. lbe nwnber of district
chapters being -nurtured" should be kept small in the early stages.
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At the national level, in addition to coordinating with the NEAP District Coordinating Unit, there is a
need to document the NGOs/CBOs that work in natural resource and environmental management,
including their experience, resources, community linkages, and so on. District chapters could assist with
this activity. This type of data could be a part of the NEAP, and very useful in future monitoring and
evaluation activities, and to the GMU in future project solicitation. The fIrst priority is to develop
groups' organizational management and leadership capacity so that members can work together to layout
a vision and set goals.

Recommendation: Strengthen linkages between community-based groups, local NGOs,
the RC system and NEMA so that natural resource management planning and decision
making become a collaborative reality. Build the capacity of a national and/or
distrietlmulti-district body to bring interests together to facilitate the active participation
of local communities in planning and decision making.

Encourage designs that incorporate participatory methods such as training ofsmall trainer
teams who train others, involvement ofwomen and youth in leadership roles, community­
based microgrant projects, less visible NGO/CBO participation and the use of traditional
social and cultural structures.

3. Strengthenin& UNP Subnational Capacity in Extension/Community OutreachlEducation and
Development

With the many changes in park areas, and the apparent impacts these are having on surrounding
communities, there is a need for a UNP extension/community conservation development and education
system. Rather than depending on international projects to accomplish this, USAID APE should assist
in developing this capacity. Wardens and Rangers require training in participatory methods of extension
in order to increase community awareness, commitment and leadership abilities in natural resource
management and environmental protection. Although this may begin in community conservation
committees and PMACs, it will necessarily involve the training of these and other groups, such as CBOs,
to work with their respective communities. The APM should assist UNP and WTC to develop an in­
service training program for existing fIeld personnel, drawing on community development training
resources in Uganda. NGOs and Makerere University should have some of the needed expertise, and
some will obviously come from UNP and WTC.

Some of the training should involve simple but systematic 'methods of data collection for planning and
monitoring purposes, for example - on local knowledge, community behaviors, attitudes, cultural
traditions, organizational structures, areas ofpark-community conflid and recommended solutions, gender
aggregated resource use. and so on. Some of these methods will need to emphasize a participatory
approach, therefore some PRA training will be important. Training should also include natural resource
conflid mediation techniques. 'of

Recommendadon: Develop a UNP extension/community conservation development and
education system. Involve UNP field personnel in determining what type of support and
training are needed, and which NGOs/CBOs to involve in their particular park areas.
Coordinate with the WTC to ensure that new trainees are also trained in community
development.
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G. APE ACTIVITY COORDINATION AND INFORMATION DISSEMINATION

The number of people and groups actually involved in the APE arc almost too large to enumeratc. Some
of the actors include international NGOs. local NGOs. USAID. the Ugandan Govenunent at all levels.
community groups. individual citizens and potential players such as the private sector. To date the
program has not had a formal mechanism to coordinate activities and disseminate information about the
activities and developments of APE.

Many people have expressed the desire to be more informed about elements of APE that may directly
or indirectly effect them. The fact is. even though the government (both US and Ugandan) speak highly
of the merits of decentralization. information about APE is not easily dissemi.nab:d to many of the key
participants. NGOs are often not informed and the Kampala based govemmcnl agencies still seem to
guard information resulting in a lack of information at the District level.

The APE is a complicated effort that relies on all of the actors having equal knowledge. Many
circumstances of the project have changed but few are aware of them. What was designed and presented
in the original program document is often not the reality in the field. For example there have been
several changes of program design. These include changes in the functioning of the GMU. the change
of focus of the TR&D team and the larger role that the design envisaged. for the private sector in the
conservation of protected areas.

Recommendation: APE should explore the possibilities of improving communications
With program participants. The current NEAP newsletter might be examined as one way
to get infonnation to APE participants.

H. RESEARCH IN PROTECTED AREAS AND ASSOCIATED COMMUNITIES

The UNP Wardens, NEAP decentralization implementors, and other key stakeholders have not
participated in the identification of research priorities for the four research organizations. namely; UIE.
Makerere University Biological Field Station (MUBFS), the Institute ofTropi~ Forest Research (ITFR)
and Makerere Institute of Social Research (MISR). These institutions are concentrating on ecological and
biodiversity studies, land tenure policy and protected area community studies, and other academic pursuits
that add to the knowledge base. Some of MISR's work has been shared with relevant projects about the
resource base. It would be more useful if there was not only wider involvemcm of natural resource
management practitioners in topic identification. but if their efforts were directed more towards solving
immediate and long-term priority management problems faced by protected. areas.

Several important topics arise as a result of the conflicts between pub managers and neighboring
comrmmities. The tint topic concerns large wild aohnals that raid crops (e.g.• depbant, buffalo, and
bushpig), and vermin (e.g., monkeys, baboon, civet, and jackal) that cause similar damage. The second
topic is related to the demands made by local communities for access to park resources such as food
(fruits, mushrooms, honey, etc.), medicinal plants, vines, fibers, thatching materials, poles, bamboo,
water. and minerals. Much more knowledge about effective conflict mediation stralegi.es, and about local
social cultural systems is needed. -

The many high elevation, degraded areas within and outside of protected area boundaries (due to soil
erosio~ landslides. overgrazing and deforestation) might benefit from practical research on farmer-tested
innovations.

70



Since local research funds for problems affecting protected areas have been limited, some of the UNP
or GMU funding might be eannarked for solving management conflicts and improving public awareness
of sustainable development.

Recommendation: Some protected areas research should be initiated which addresses
priority management problems faced by protected area managers, and likewise by
subnational implementors of NEAP decentralization. Stakeholders should participate in
identifying topics of highest priority.
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PRINCIPAL CONTACTS

Appropriate Technology Development CentulNGOt Kasese
1. B. Kavembo: Chairman, NARM Forum

CARE International in Uganda
Mr. Jaap Schoorl: Park Management Advisor, DTC Project

COVOL
Eliot Masters

Forest Department
Mr. F. Kigenyi: Deputy Commissioner

Game Department
Mr. M. Ok.ua: Commissioner
Mr. B. Twinomugisha: Warden, UWEC. Entebbe
Mr. 1. Lutalo: Wardenand AlPrincipal, WTC. Katwe
Mr. A. Munabi: Deputy Principal. WTC. Katwe

GMU and Review Committee Members
N. Mukiibi: TraininglM&E Officer
H. 1. Tumwebaze-Kwarija
J. K. Ssewanyana
G. Kalikabyo
D. Ticehurst: GMU short-term consultant

ICRAF
D. Peden/Senior Scientist
Alinemary Kemerwa

Kabale District
A. Kaknru: Research Officer. NARO
Kate Kasiisi: RCV Secretary. women and member production committee
A. M. Rwasikwa: for District Fisheries Officer
A. Mushabe: Meteorology Department
P. M. Sabiiti: DEO
F. Tumwekwase: District Cooperative Officer
1. F. Rutemembema: Oerk to the Council
C. Tugumisirize: Prisons Commander
W. G. Rukara: Chairman. DLC
K. Teopist: Resettlement Department
J. M. Byomuhangi: GD
S. Nkundiye: Caretaker. Kabale Museum
L. J. B. Turyagyenda: Soil and Water Conservation
H. Barasa: Probation and Welfare Officer
S. Mutabazi: DEC
M. Bulafu: Deputy District Security Officer
V. Turyamwesiga: Supervisor of Works
J. Gumisiriza: District Economist-Planner
E. T. Sabiiti: Housing and Urban Development
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M. Babi: Ministry of Works, Transport and Communications
B. Nkurunziza: RCV Councillor, production committee member
D. G. Keitanjoka: RCV committee member, Kasharnbya sub-county
S. E. Nabonghor: for DES

Kasese TownlDistrict
Central Govermnent Representative
M. Egar: Assistant DES
M. E. Ngene: Assistant DES
B. B. Bwambale: Chainnan. Kasese District RC
B. Baluku-Nyondo: Vice-chainnan, Kasese District RC
J. Bwambale: General Secretary RCV. Member of PMAC and District Health and Environmental
Committee .
K. A. Musingnzi: DEO
M. Rogers: DB
M. A. Nassozi: District Women in Development Officer
P. Onzima: Forest Officer
C. Nyamutalc: DAO
M. J. Bacuku: NGO RepresentativelRed Cross
T. Walinah: NGO Representative/Chairperson, District Women Council
E. Kang: PCV

Lake Mburo National Park (Mbarara District)
J. Serugo: Warden-in-charge
M. Turyaho: Community Conservation Warden
E. Asiimwe: Councillor
P. Kaaraiho: PMAC Chainnan
A. Mugyenyi: Treasurer Local Conservation Committee
Secretary Local Conservation Committee
Rem Chairman
Elder/former Chainnan of RCm;

Makerere University Biological Field Station
Dr. R. Malenky

Makerere University Imtitute of Environment and Natural Resources
Dr. E. Tukahirwa: Director
Prof. D. Pomeroy: J>cputy Director

Makerere University Iustitute for Soda) Research
M.A. Marquardt: Senior Researcher. Land Access Research and Policy Development Project
P.W. Madaya: Research Secretary Research

Ministry of Gender and Community Development
Ms. Brenda Kifuko: StatisticianlPlanning Department

Ministry of LocaI Government
M. Odwedo

Ministry of Tourism, WJ1d1ife and Antiquities
Mr. J. G. Else: BC Institutional Development Advisor
Mr. D. Obura-Qgwang
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Ministry of Water, Energy, Minerals and Environment Protection
I. Arebahona .

Mount Rwenzori Conservation Through Development Project
Mr. D. McCall: WWF Chief Technical Adviser
Ms. K. M. Mzirambi: Gender Specialist

National Environmental Action Program
Mr. F. Turyatunga: Acting Coordinator
Dr. D. Ogaram
Mr. R. Wabunoha

NGOlNatural Resources Management Project, World Learning, Inc.
S. Muballa: Project Manager
W. Salmond: Country Director

NRMA
D. Moore: USAID Project Officer

Royal Danish Embassy
F. West: CounsellorlDevelopmem

Rubona Sub-county
Mr. P. T. Kithunzi: Secretary of Parish Committee which joins all Ridge committees
Mr. W. Kahirwa: Chairman of Ridge
Seven other male PRA partiCipants

Rwenzori Mountaineering Services
Mr. P. Mugisa: Tourism Secretary/Orientation Clerk

TR&D Technical Assistance Team
Jim Seyler
Peter Trenchard
Ray Vieturine

Uganda National Parks
Dr. E. L. Edroma: Director
Mr. Otekat: Deputy Director
Mr. A. L. Robinson: Assistant Parts Manager
Mr. D. A. Turyagyenda: Chief Accountant
Mr. A. Masereka: AlWarden-in-dlarge, Rwenzori Mountains NP
Mr. A. Mugisha: Senior Warden, Kibale NP
Mr. I. Achoka: Warden-bH:barge, Bwindi Impenetrable NP
Internal Auditor
Mr. A. Latif: Chief Warden. Queen Elizabeth NP
Mr. H. Busulwa: AlCbief Research Officer, UIE

Wildlife Clubs of Uganda
Dr. V. Kajubiri-Froelich: General Secretary
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ACfION PROGRAM FOR THE ENVIRONMENT
MID-TERM EVALUATION

SCOPE OF WORK

1. General Information

Program Title:

Amount Authorized:

Project Number:

Host Country Agencies:

PACD:

Project Purpose:

2. Purpose of the Evaluation

Action Program for the Environment

$30,000,000

617-0124 (PA), 617-0123 (NPA)

Ministry of Natural Resources
Ministry of Tourism, Wildlife and Antiquities
Ministry of Finance and Economic Planning

August 21, 1997

To assist Uganda's public and private sector to more effectively
and sustainably manage its natural resource base in selected
areas.

An evaluation of APE is being conducted for the following reasons:

• To determine if the development and conservation constraints that the program was
initially designed to address are still germane to program strategies.

• To determine if the principal technical, policy, and institutional constraints are being
addressed by APE's project components.

• To determine if APE is achieving satisfactory progress toward the stated goal, purpose
and outputs.

• To determine if APE is having development impact as defined by USAIDlUganda's
Strategic Objective 12.'''" - ''c' ,

• To determine if the asswnptions contained in the economic benefit-cost analysis in the
PAADIPP still appear to be valid, and to determine if the approach to the analysis ­
which states that quantification at the time of PAADIPP preparation were impossible ­
remains the most defensible.

The key management issues to be addressed include: "

• The USAlDlUganda role in relation to APE implementation;
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• The roles and relationships of Institutional Contractors, PVOINGOs, Universities. and
PASA arrangements under one program working toward the same program objectives,
purpose and goal;

• The ability of one program to address issues related to several ministries and institutions.

The evaluation findings and reconunendations will be used by the Mission, the GOU, the Institutional
Contractor and the PYOINGOs as well as other related organizations to improve project implementation
performance at all levels, and as a basis for the Mission's long-term planning in the national resource and
enviromnental sectors.

3. Scope of Work

The contractor will use the information presented in this document, materials provided, and on-site
interviews with project implementors and beneficiaries to answer the eleven evaluation questions listed
below. The questions are listed in ascending order of importance. In addition to these 11 questions,
Attachment 1 contains an illustrative list of more specific questions which the contractor can use to
generate additional information. The contractor will use, to the greatest extent possible, quantitative
information when available in relation to the 11 focus questions.

a. What have been the chief constraints, ifany, to the successful implementation of the APE
program (technical, administrative, managerial, political, economic, etc.)?

b. What have been the chief opportunities, if any, that have led to a change or modification
of APE implementation?

c. What has been the impact of APE training activities?

d. How effective has the NPA been in relation to overall project implementation? Are there
any outstanding issues which NPA would be the most appropriate means of addressing?

e. Is the design of APE effective in terms of: flexibility and responsiveness to issues raised
in letters a and b; coordination and communications among all concerned parties;
measuring impact; addressing the correct issues; providing resources necessary to
accomplish the stated objectives; promoting a participatory implementation approach; and
Mission managemeDl? If not, bow should tbc project be changed?

f. How well have implementation outputsIproducts to date contributed to APE objectives?
Should outputs be revised to reflect cbangiDg cim1lJlSfmres?

g. Has the quality and quantity of technical assistance provided to Uganda by institutional
contractors, PVOINGOs, and other institutions UDder. APE been appropriate and
satisfactory?

h. Is the current level of USAIDlUganda Mission management effective and appropriate? . _ _ . __ _
If not, what changes are recommended? - . - • .

i. How effective has APE been in assisting the Mission to attain its goals as stated in the
CPSP? How could it be made more effective?
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j. Is APE accomplishing its objectives, purpose and goal? How can it do so more
effectively?

k. What is the likely impact of APE on Uganda's economy relative to the costs?

4. Methods and Procedures

The contractor shall review APE and USAIDlUganda files to familiarize herlhimself with APE Project
activities and planned outputs of Annual Workplans as well as with Mission's Strategic Objective #2
program outputs and progress indicators. 'Ibe evaluation team should read the following documents for
background infonnation: USAIDlUganda Country Program Strategy Plan; APE Project Paper, August
1991; APE Program (0123) and Project (0124) Agreements; APE Institutional contract and amendments;
Annual Workplans, Semi-annual Reports and STfA reports by contractor/recipient; and NEAP Annual
Workplans and Reports.

Based upon the preliminary research, the contractor shall develop a Workplan that includes: (1) a
proposed schedule; (2) how the contractor proposes to address the key evaluation issues; and, (3) how
they plan to complete the scope of work. This Workplan will be submitted to the USAID Project
Coordinator no later than one week after arrival in Uganda.

The evaluation team is expected to go beyond the simple examination of inputs, outputs and the Project
Paper to explore broader issues including the utility of the APE project to continue to address
USAlD/Uganda's natural resource managementlbiodiversity objectives over the next three to six years
as well as the comparability of similarly designed activities both within and outside of the region.

Methodologies and outputs of the evaluation will follow those prescnOed in USAID Handbook 3, Chapter
3, and itS supplement, USAlD Program Design and Evaluation Methodology Report No.7, "USAlD
Evaluation Handbook." In addition to aWorkplan as described above, the contractor shall also provide
a mid-tenn evaluation briefing to the Mission. Upon entering Uganda the contract team is to visit the
Mission for a briefing and planning session. Prior to leaving Uganda. the team is to bold a final
debriefing with the Mission.

5. Evaluation Team Composition

A four person evaluation team will include the following:

a. Team Leader - The Team Leader will be. responsible for compiling the final report.
During the evaluation this person will also be responsible for assesSing the roles of the
key implementing institutions, their working relationship, and making recommendations
on how this can be expanded or improved upon. The Team Leader will also analyze the
key implementation issues. Finally, the Team Leader will assess the impact of APE
activities in relation to stated goal/objectives, and how this compliments the overall
Mission program. The Team Leader will have the following qualifications:

i. Prior USAID project design and evaluation experience;

ii. Preferable to have prior USAID project management experience;
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iii. Prior experience in assessing capabilities and operations of host country
institutions;

iv. Strong analytical and communication skills, with a demonstrated ability to
quickly prepare clear, concise, analytical reports.

b. Community Development Specialist - The Community Development Specialist will
work in three areas: 1) the roles and relations of the PVOINGOs supported under APE
to the target communities (in relation to project design, implementation and monitoring
project activities), 2) APE support to the decentralization of environmental management
and associated district level planning/coordination, and 3) the impact of policy
development (NPA and PA) regardins local coJDIIaJDity participation in the management
of protected areas. Throughout the assessment consideration will be given to direct and
indirect benefits communities obtain from the natuD1 resource base in question as a result
of APE activities. The Community Developmeot Specialist will have the following
qualifications:

i. Prior experience in assessing community Structures and needs;

ii. Prior long-term experience (minimwn one year) working with PVOINGOs in the
developing world;

iii. Prior experience with national decentralization programs desirable;

iv. Prior experience with natural resource issues desirable.

c. Natural ResourceJEnvironmental Policy SpedaJid - The Policy Specialist will focus
on assessing APE (NPA and PA) contributions to the development of the Uganda
National Environmental Action Plan (NEAP), the decentralization of environmental
management, and policy changes in relation to Uganda National Parks, and the Forest
Department (protected areas in general). Part of this assesS!JY'1Jl will examine the
institutional framework through which policy development and change are effected and
make recommendations for improvements. The Natural ResourceJEnvironmental Policy
Specialist will have the following qualifications:

i. Prior experience with policy formulation;

ii. Prior experience in assessing policy impact;
'::-:':1

iii. Prior ~xperience in analyzing-institutions R:SpOnsible for policy;

iv. Prior experience with economic issues associated with policy development
desirable•.

d. Protected Area Management Specialist .,..,.,.,-TheProteeteclArea Management Specialist
will focus on APE support to Uganda National Parks and the Forest Department through
training, the PVOINGO programs, material support. and technical assistance. This
person will coordinate with the Community Development Specialist on issues of common
concern which include the Park Management Advisory Committees and the participatory
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management plans for protected areas. This person will assess APE promotion of the
utilization of protected areas by communities, and issues related to sustainability. The
Protected Area Management Specialist will have the following qualifications:

i. Prior experience in protected area management in the developing world;

ii. Prior experience in management plan development;

iii. Prior experience with financial, administrative and personnel management
associated with protected areas in the developing world;

iv. Experience working with international conservation organizations associated with
protected area management agencies.

e. Natural Resources Development Specialist

The Natural Resource Development Specialist will focus on APE support to Uganda
National Parks and the Forest Department through training, the -PVOINGO programs,
material support, and technical assistance. He/she will collaborate closely with the
Protected Areas Specialist and Community Development Specialist and will assess APE
promotion of the utilization of protected areas by communities, and issues related to
sustainability.

6. Reporting Requirements

The format of the evaluation will follow USAID guidelines established in the supplement of
Chapter 12 of USAID Handbook 3 and will include an executive summary, a table of contents.
the body of the report, and appropriate appendices (e.g., the Evaluation Scope of Work, List of
Interviews, Bibliography).

The report will be written jointly by the evaluation team under the coordination of the Team
Leader who will be responsible for the ultimate content of the report. The Team Leader will be
responsible for debriefing USAID and for the submission of the final evaluation document.

A draft of the evaluation report will be submitted to USAID five days prior to the departure of
the team leader. Following the submission of CQIDIDCIlt$ by USAID to the team leader, within
two days of receipt of the report, the team leader will present • fioaI draft report prior to
departure fromUg~ and a finished report within two weeks after departure. The Contractor
will submit ten copies of the final report to USAIDlUganda.

The evaluation team should begin the evaluation on or about February IS, 1995 for a period not
exceeding 28 consecutive days. A six day work is authorized.
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ATTACHMENT 1
ILLUSTRATIVE ISSUES AND QUESTIONS TO BE ADDRESSED

a. General APE Design and Implementation

• To what degree has implementation been participatory?

• Was the Project Paper realistic or excessively ambitious?

• How have design issues affected the overall impact of the Project?

• What have been APE's most significanl accomplishments?

• Assessment of the Project's strategy in developing and promoting the critical linkage
between development and comervation activities that lead to improved management and
conservation of the protected areas as well as an improvement in the local living
standards.

• Has the GOU allocated sufficient financial resources to assure implementation?

• How has the design of GOU support to APE affected program implementation?

• Has the project developed a good working relationship with the Ministry of Natural
Resources (NEAP and DEP); Ministry of Tourism. Wildlife and Antiquities; Ministry
of Finance and Economic Planning; subgrantees and other executing/collaborating
agencies?

• Is the USAID staff adequate for project oversight?

• To what degree has the Mission been involved in project planning and management?

• What administrative support issues need to be addressed?

• Have the contractor/recipient annuaI workplans been adequate guides for implementing
program activities?

• Have they been implemented as scheduled and within approved budgets?

b. Grants Managemeat Uuit (GMU) .

• Assessment of the viability of the approaches by GMU and applied by the subgrantees
in the design and implementation of integrated conservation and development projects
(ICDPs) that includes: an analysis and monitoring of destructive pressures on the
protected area system, the design of economic alternatives to these destructive practices
and monitoring biological and socio-economic impaetofproject-activities.

• Does the Monitoring and Evaluation program developed through the GMU permit the
PVOINGOs to effectively measure impact? Cross check whether indicators developed
are measurable so far especially as regards socio-economic impact.
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• Is TR&D effectively and efficiently managing the process of document proposal
submission, review and approval as well as following up project monitoring?

• Assess the effectiveness of the contractor as a grants manager.

• How well does TR&D ensure adherence to USAID policies, procedures and regulations
in the administration of grants?

• Do the GMU criteria adequately respond to the outputs expected through these grants?

• Has the GMU review committee been effective in making recommendations and moving
proposals through the process? .

• Should the GMU continue to operate independently or be more directly linked with a
particular institution.

• Assess the quality of short-term technical assistance (STTA) provided by the GMU to
grantees.

• What has been the impact of the team building technical assistance provided by the GMU
through workshops. etc? Indicate a measure of "Percentage Adoption" of
recommendations implemented after the workshops.

• What have been the merits and drawbacks of working with pre~etermined sites and
operators based on USAID's and the operators' previous experience working in these
protected areas?

• Are appropriate levels of project staff and financial resources being dedicated for each
grant? .

• How have women and other disadvantaged groups been included in APE and PVOINGO
project design? Is gender-specific data collected and used for project planning? How can
the project improve its effectiveness in addressing gender-related issues?

• Is the Monitoring and Evaluation functioriing as envisioned in the Project Paper and
generating feed-back infonnation for use by the GMU. APE and GOU institutions?

c. NEAPlDepartment of EnviroameDt

• Assessment of tbe extent to which the NEAP process was participatory and
representative.

• Assessment of the effectiveness of the long-term technical assistance (LTTA) provided
under APE to NEAP (Olief Technical Advisor and Community Conservation Advisor).

• Assessment of the STTA provided to NEAP. Has the STTA addressed their needS?
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• Assessment of the quality and quantity of the work perfonned, including data/infonnation
collection, assessments and analyses conducted, recommendations produced, and policy.
legal and institutional refonns proposed.

• Assessment of NEAP and NEIC's infonnation network that has been established among
organizations working in environmental management. Assessment of the effectiveness
of the feedback mechanism; assessment of NEIC's data processing and dissemination
ability to end users.

• Assessment of the viability and pertinence of the decenttalization guidelines, NEAP
policies in the context of APE goals and in increasing conmnmity involvement in
conservation.

• Do the APE community conservation activities have the potential to provide more
effective services to the communities?

• Have the decentralization guidelines in particular, adequately addressed gender issues in
natural resource management at various levels of planning? How can it be improved?

• Does the design of the District-level environmental management M&E program
adequately address the assessment of program impact?

d. Uganda National Parks

• Assessment of the effectiveness of the LTTA provided under APE (Chief Financial
Advisor and Assistant Parks Manager).

• Assessment of the STTA provided to Uganda National Parks (UNP). Has theSTTA
addressed their needs?

• Has UNP developed long-range plans for the improved management of protected areas
and providing policy recommendations to the GOU regarding the status and direction of
biodiversity conservation activities?

• Has APE affected UNP's ability to influence decision malcing on natural resources and
biodiversity.matters?

• Is there a~ementinformationsystem to ensure coordination among thC protected
area projeCts? If there is one, how can it be approved? .__ ~_. ,_._

L -:

• Assessment of the effectiveness and sustainability of financial arid reporting procedures
developed under APE for UNP's accounting system.

• Assessment of the effectiveness and sustainability of administrative monitoring systems
developed ~er APE for UNP.

C-8



e. Non-project Assistance

• Assessment of the impact of APE conditionalities on policy, legal and institutional
reform. Did they have the intended effect?

f. Training and ProCessional Development

• Evaluation of the effectiveness of APE's training activities in terms of impact, increasing
skill levels, and increasing awareness of natural resources problems, etc.

• Has APE's training influenced the execution of technical and administrative tasks within
the Ministry of Natural Resources, the Ministry of Tourism and Wildlife Antiquities and
the Ministry of Finance and Economic Planning?
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SCHEDULE

DATES ACTIVITIES

April 18, 1995 Arrival of Butler, Karch and Matt

April 19-23 Intro to Project, interviews with key
players and development of workplan

April 21 Team joined by T. Kangwagye

April 25 Arrival of J. Clarke

April 24-30 Kampala interviews (see list of principal
contacts)

May 1-4 Field Trip (Kasese, Kab.ale, Mbarara,
Lake Mburo)

May 5-9 Report Drafting

May 9 Departureot Lorna Butler

May 10 Submission of Draft Report

May 12 Meeting to Discuss Draft

May 13-16 Revision of Draft

May 16 Departure of Clarke, Karch, Matt

June 1995 Submission of Final Report

Team Members included: Lisa M. Matt, Team Leadernnstitutions Specialist
Ed Karch, Natural ResourcelEnvironmental PoUcy Specialist
Loma M. Butler. Community Development SpeciaUst
J.E. Clarke. Protected Area. speclanst
Tom Kangwagye. Natural Resource. Development'Specialist
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SHORT·TERM TECHNICAL ASSISTANCE

TYPEOFTA WORK DONE PROVIDED CONSULTANTS /I DAYSI REPORT PRODUCED TRAINING DONE
BY WEEKS

NEAP PROCESS Editing and producing issues MUIENR Watwa Bwobi 12 days No repon. issues and topic papers
and topic papen. Opere Ekiwere 15 days produced.

C. Okello-Oleng 12 days
Frank Turyatunga 9 days

The National Environment Cbemonics Richard Pardo 24 days Draft policy framework produced One half-day workshop
Management Policy TR&D John Lichte 36 days (Tukahirwa and Pardo responsible for given by Pardo and
Framework. MUIENR Eldad Tukahirwa 22 days policy. Uchtc and Tumwebaze on macro Lichte.

MUIENR H.J. Tumwebaze 12 days elements of policy. (Draft external
consultants report. are also available).

Framework for Enviroomeotal TR&D Lane Krahl 36 days WA Framework for Environmental Two half-day workshops
Impact AsacsaIllClll for Impact Assessment for Ugandaw given.
Uganda. produced.

UglDda OuideliDea for tho TR&D Ed McGowan 40 days -Uganda Ouidel~ (or the Development One half-day workshop
Development o( Environmental of Environmental Standards- produced. given.
Standards.

NEAP NationallAvel GeDder TR&D Sandra Russo 24 days wGender Issues in Environmental and Gender training workshop
Worbhop. MUIENR Deborah Kasentc 5 days Natural Resources Managemeluw for NEAP secretariat.

produced. APE project staff and
USAID (30+ people).

The Environmental InveItmeDI TR&D Jan Laarman 24 days wInvestments in Support of Uganda's One balf-day workshop
Programme. National Environmcntal Action Program given.. (NEAP)W produced. Also helped draft

investment program.

NEAP internal monitoring aad TR&D Eric Brusberg 36 days wMonitoring and Evaluation System for One half-day workshop
eval~ioD system. the National Environmental Action PlanW given.

, produced.

Tax incentives for improVed TR&D Rex Abene 36 days WProperty Tax Modifications to Promote One balf-day workshop
laud stewardship. Incentives for Natural Resourte given.

Management and Land Stewardshipw
produced.
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COMMUNITY District infonnation (M&E) TR&D Eric Brusherg 36 days "Design and Implementation of a District- One half-day workshop
CONSERVATION systems. based Environmental Management given.
DectntraUzatlon Infonnation System" repon produced.

District bylaws. TR&D Laura Hitchcock "36 days "Environmental Bylaw Development in One half-day national
TR&D Nightingale Rukuba- 36 days Uganda: Needs Assessment and workshop given. Two

Ngaiza Guidelines" repon produced. district workshops given.

District gender guidelines !R&D Sandra Russo 30 days "Integration of Gender into One half~ay national
Environmental Planning at the District workshop given. Two
Level in Uganda" repon produced. district workshops given.

UGANDA Concessions auide1iDes for TR&D David Lovatt-Smith 30 days "Repon on ColICCSSion Opponunities in
NATIONAL UNP. USAID/PASA Jeffrey Cobb 30 days the National Parks of Uganda" produced.
PARKS-Park
management

Resettlement (done at the TR&D David Waller IS days "Compensation Payments to People
request of USAlD). Relocated from Mgahingl National Park"

repon produced.

Interim Pam Management TR&D Ludovica Iskjaer 7 months "Management Suppon for Uganda
Advisor at UNP. National Parks" repon produced.

In-part IDll out-part. ' !R&D Eric Brusherg 24 daya "Monitoring Conservation and 2 day training workshop
monitorlq IDll evaluation. TR&D Ludovlca Iskjaer Development of Ugandan Protected for senior UNP staff and

Area" draft repon produced. GMU NGOs. Brusherg
consultancy in conjunction
with GMU M&E work

. below.

UNP EIA pidelines. TR&D Lane Krahl 36 daya "Uganda National Parks: Environmental One field EIA training
Impact Assessment Policies IDd session given plus one
Guidelines" repon produced. Also, half~ay national level

,,',\ 1

"Repon of Findings: Environmental workshop.
Impact Assessment Specialist Technical
Repon."
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UGANDA Financial Management Chemonics Tom Downing 18 days Three day training
NATIONAL ReportingfI'raining workshop workshop given for UNP
PARKS • Finaac:lal for UNP. senior staff.
systems

UNP revenue IOWteI. Chemonics Anthony Ziegler 20 days WUganda National Parks Report and Three day training
Workshop on Sources of Revenuew worbhop for senior UNP
produced. staff.

UNP capital assets Chemonics Tom Downing 20 days WDonations of Capital Assets to the
issues/sustainability. Uganda National Parks: A Question of

Sustainabilityw report produced.

Financial management Cbemonics Robert Rabatsky 24 days WUganda National Parks: Draft Financial
procedures manual. Management Procedures ManualW

produced.

GRANTS GMUM&E TR&D Eric Brusberg 24 days wConsultancy Report: Monitoring and Two day workshop per
MANAGEMENT Evaluation System for the APE Grants the above (senior UNP
UNIT Management UnitWproduced. staff and GMU NGOs).

Economics and cost·benefit TR&D Jan Laarman 14 days wTraining Plan for Financial and Two day training
analysis of environmental Economic Analysis of Integrated workshops given for
projects. CODICrvllioD and Development Projectl OMU NOOs.

in Uganda- and training program
produced.

GMUM&E GMU Daniel Ticehurst wDetermining People Level Impacts: One half-day workshop
Monitoring and Evaluation System given.
Guidelines for Grant Management Unit
Funded Projects- produced in draft.

MUIENR Buffer zone land use studies. TR&D Julla Breyer 48 days Quarterly status reports produced plus Formal training provided
mid-term report, awaiting final report. to 4 MUIENR grad

students in land use
appraisal/GlS/RS.

MUIENR institutional TR&D Derrick Thorn 36 days wMakerere University Institute of One half-day workshop
analysis. Environment and Natural Resources: given.

Inventory and ProspectsWreport
produced.
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COURSE ATfENDED
USS

TRAlNING UNDER APE

GENDER AMOUNT

1. Population and Environment in Mrica 1M 2,028

Name: Joseph Atiku
Position: Head of Population Secretariat
Dates: 9/14 - 19, 1992
Location: Botswana

2. Forest Administration and Management Seminar 1M. IF 14,265

Name: -Jane Bigirwenkya
Position: Forest Officer
Name: Fredrick Kigenyi
Position: Assistant Commissioner, FD
Dates: 10/13 - 16, 1992

3. Legal Aspects of Environmental Resource IF 6,186
Management in Developing Countries

Name: Elizabeth Nahamya
Position: Resource Person - Environmental Policy,

Legislation and Institutional Framework
under NEAP

Dates: 11/29 - 12/12 1992
Location: Rome, Italy

4. Environmental Management in Developing IF 7,356
Countries

Name: Racheal Musoke
Position: Chairperson - Task Force on Terrestrial "

Biodiversity under NEAP
Dates: 3/1 - 4/2 1993
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5. Agricultural and Rural Project Management IF 15,617
-

Name: Susan Mubbala
Position: Project Coordinator, SUNREM under

World Learning, Inc.
Dates: 4/26 - 7/16 1993
Location: Bradford University, UK

6. Land Management Workshop IF 4,827

Name: Joy Margaret Tukahirwa
Position: Senior Lecturer, Dept of Geography,

Makerere University
Dates: - 6/20 - 26 1994
Location: Alberta, Canada

7. Financial Management in Public Sector Seminar 1M 6,625

Name: David Turyagyenda
Position: Chief Accountant, UNP
Date: 10/10 - 11111 1994

8. Environmental Law Workshop IF 768

Name: Jane Anywar
Position: Attorney, Ministry of Justice
Date: 7/26 - 30 1993
Location: Arusha. Tanzania

9. Accounting and Finance for Non-fmancial 1M 3,027
Managers

-

Name: George William Nyeko
Position: Assistant Accountant. MNR
Date: 1/31 - 2/29 1994-
Location: Amsha. Tanzania
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10. Tourism Development Program 1M 10,100 -
-

Name: David Abura
Position: Aid Coordinator. MTWA
Location: Washington DC. USA

II. Financial Management Program 1M 5.821

Name: George William Nyeko
Position: Assistant Accountant. MNR
Dates: 6/6 - 7/8 1994
Location: Arosba. Tanzania

12. Internal Auditor's Course 1M 4.396

Name: Nathan Cooper Driada
Position: Deputy Chief Accountant, UNP
Dates: 8/15-9/231994
Location: Windhoek, Namibia

13. Public Sector Financial Management 1M 6.562

Name: F.X. Yiga Salongo
Position: Senior Principal Accounts Assistant
Dates: 10/18 - 11119 1993
Location: Mbabane. Swaziland

14. Advanced Accountancy Program 2M 11.140

Name: Yonasani Mwebaze
Position: Accounts Warden, Murchison Falls NP
Name: Albert Dkello
Position: Cashier~ UNP
Dates: 11/14 - 12/9 1994
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15. National Parks Study Tour 4M 12,045
-

Name: David Turyagenda
Position: Chief Accountant, UNP
Name: Nathan Cooper Oriada
Position: Deputy Chief Accountant, UNP
Name: Stephen Kalenzi Apuuli
Position: Accountant, UNP
Name: Samson Werikhe
Position: Public Relations Officer
Dates: 2/13 - 3/ 1 1995

16. Natural Resources and Environmental Policy in 1M 5,060
Africa -Workshop

Name: Martin Odwedo
Position: Environmental Officer
Dates: 1/16 - 1/25 1994
Location: Banjul, Gambia.

17. Tenure and Management of Natural Resources 2M, iF •
in Sub-Saharan Africa

Name: Dr Abwoli Banana
Position: Lead Researcher, Common Property

Study
Name: Christopher Kizito
Position: Lead Researcher, Wetlands Common

Property Study
Name: Magdalene Nyamaboro
Position: Junior Researcher, Buffer Zone Study
Dates: 9/19 - 10117
Location: University of Wisconsin, USA

• All three researchers worked in the Makerere Institute of Social Research, and the
cost of training was indirect through the Land Tenure Center buy-in.
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UGANDA'S PROTECTED AREA SYSTEM
May 1995

1. Institutional Background of the Protected Areas System

a. The Managing Agencies

Uganda's protected area system is currently in a state of flux. Some changes result directly from the
UgandalUSAID Action Program for the Environment (APE). Three managing agencies are presently
involved: Uganda National Parks (UNP). under the Ministry of Tourism. Wildlife' and Antiquities
(MTWA); The Game Department (GO). under the M1WA; and the Forest Department (FD), under the
Ministry of Natural Resources (MNR).

UNP is a parastatal body. controlled by a Board of Trustees (BoT). It retains revenue earned by the nat­
ional parks, but receives a substantial allocation from the central government. GD and FD are
government departments, directly responsible to their parent ministries. from whom they receive their
annual financial allocations, and whose revenues go straight to the government treasury.

The FD began life in 1898, as a section of the (then) Department of Agricultural Science. Wildlife
management as a fonnal government activity began in 1925. when the GD was founded under The Game
Preservation and Control Act. In its earliest days, the department is reported to have been chiefly con­
cerned with elephant control; but it soon broadened its horizons, established game reserves and became
more recognizably a conservation agency.

UNP was founded in 1952 under The National Parks Act. Some game reserves, which had tourism
potential (such as Murchison Falls) were gazetted national parks under the new Act.

In July 1996, UNP and GD are due to merge into a single entity - Uganda Wildlife Authority (UWA)
- which will have parastatal status. be subject to the authority of a new BoT and have the MTWA as
its parent ministry (Anon.• 1994). The process has already begun with the aim of achieving a smooth
transition. The OD's responsibilities for protected areas will shortly be transferred to UNP control as
part of the three stage procedure leading to the new UWA.

b. Financial Resources

UNP currently has three major sources of recurrent income (Ziegler, 1994). These. together with
estimated figures for the 199419S financial yeat ue: .-~. ~_.~~: :~~-.~'.~~

•
•
•

Govermnent's allocation
APE's grant
Revenue earned

USh300 million
USh125 mimon
USh866 million

1 1M tel'Dl ·wiIdlife· in Ibis report. embraces all wild orpnisml - plant and animal. invertebrate and vertebrate - and
should DOt be iDlerpreteel as meaniD& only larJe wild animals. Where only animals (or 1arJe animals. ,ame animals, mammals, binls, ele.)
are intended. !bey are refened ., aceordiDcl:J.
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Revenue earned, which accounts for 67 percent of total recurrent income, is highly dependent upon
tourism; and the major components of tourism that contribute to revenue are:

• Park entrance fees 33 percent;

• Primate viewing (a source of income
of relatively recent origin) 29 percent;

• Concession fees 11 percent;

• Launch hire 10 percent.

UNP's dependence upon revenue earned throUgh"tOUrism will become increasingly important should
USAID suppon be withdrawn or if the annual government allocation is reduced.

Revenue generated from tourism is not spread evenly across the park system. Three parks in particular
- Queen Elizabeth, Murchison Falls and Bwindi Impenetrable - account for almost 80 percent of total
tourism revenue, and they are the only parks where tourism revenue exceeds operational expenditure.

UNP and the new UWA will face four major cballenges:

• How to maximize revenue from existing sources.

• How to enhance the revenue generating potential of parks that currently operate at a financial
deficit.

• Finding ways of offering a wider range of revenue-earning activities to a broader range of
Visitors.

• How to diversify revenue sources so as to lower dependence upon tourism - an activity that can
be highly susceptible to influences that lie beyond UWA's ability to control.

These challenges will have to be met in the face of several constraints: poor park infrastructure; poor staff
housing and low pay (which adversely affect recruitment and staff morale); inadequate manpower and
technical capacity; and lack of business experience - to name but a few. Considerable capital
expenditure must be made to address these issues; and training programs should be accelerated to
strengthen UWA's operational capacity. Coupled with these constraints is the merger of UNP and GD,
which may force the new agency's financial n:sources to be spread over a broader mandate.

2. Categories of Protected Area

There are six categories of protected area in Uganda,.presently managed by the three agencies listed
above:

• National parks - managed by UNP

• Game reserves - managed by the GD

• Game sanctuaries - managed by the GD

• Controlled hunting areas - managed by the GD

• Forest reserves - managed .by the FD.
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Brief descriptions of each category follow.

National Parks. Areas in which no~nsumptive tourism is the chief use. Because of this,
infrastructure relevant to both tourism and management has been developed in several parks,
especially the older ones. Consumptive uses of wildlife were formerly banned, and settlement is
not permitted in any park. In recent years, policy changes have been made that permit specified
multiple uses in selected national parks.

Game Reserves. Originally managed as multiple use areas (although not for non-consumptive
forms of tourism) up until 1979. when hunting was banned. Little infrastructure was needed to
support safari hunting, and none was developed. Settlement is not permitted.

Sanctuaries. Established to protect specific species from hunting. Settlement is not permitted.
However. GD reports that some sanctuaries (e.g.• Entebbe) are now so heavily settled that they
can no longer fulfil their intended role.

Controlled Hunting Areas. Set aside originally as hunting areas but in the overt knowledge that
they might be short-lived as hwnan populations increase. Settlement is permitted. and some
controlled hunting areas are now so heavily settled that few game animals survive.

Forest Reserves. Two categories - protective reserves and forest parks. The former serve a
catchment protection function although logging may occur in peripheral areas. Forest parks came
into being after the new forestry policy of 1988. when the p'reservation of biodiversity became
paramount. The objectives of forest parks are threefold: biodiversity preservation. local
community participation and ecotourism. Some extant national parks (e.g., Mount Elgon and
Kibale were forest parks between 1988 and their inclusion in the national park system.
Superimposed upon the forest reserve system are strict nature protection areas and sites of special
scientific interest. The latter include areas that demonstrate the effects of different management
practices - good and bad.

A list of protected areas managed by UNP and the GD appears in Table 1 (attached at the end of this
Annex), which includes their sizes and status. and where this has altered since 1990. It would not be
practical to include protected forest areas in the table. since there are about 700 of them. They vary in
size from 3 ha (many are as small as this) to 1,029 km1 (Zulia); and their total coverage is 14.664 W.
However, 60 percent of the protected forest areas' system is contained in only 30 areas.

c. Changes in Status

Shifts in status of protected areas have occurred in recent years. some in response to APE. More are
likely to follow in the near future. as a cOnsequence of the restructuring program leading to the new
UWA. .

A conditionality of APE funding was that the government was required to make Bwindi and Rwenzori
Forest Reserves into national parks; and elevate the protection status ofKIoale. Semiliki and Mount Elgon
Forest Reserves (USAID, 1991). All five areas are now national parks. More may follow.

A serious contender for national park status is Ajai Game Reserve. which once harbored a population of
white rhino although there are none today. Thought is being given to declaring the area a national park.
putting it under intensive management and reintroducing the species.
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Some of the ten existing game reserves serve as buffer zones to national parks. Others enjoy conservation
status similar to that of national parks, although managed less intensively. Some of the latter may
eventually become national parks and be brought into the tourism circuit. If so, they will need infra­
structure - roads, lodges. camp sites, etc., according to what may be appropriate.

The Team learned that game reserves which do DOt become national parks are likely to be given a more
appropriate title, such as "wildlife reserve," and serve as safari hunting areas, buffer zones to national
parks or both.

According to GO, about balf the existing controlled hunting areas are viable protected areas, worth
preserving in the immediate future. 1be rest will be scrutinized by a Monitoring Unit (to be set up under
UWA), which will identify those worth retaining. The Unit should also prescribe specific uses for each
area that it recommends for retention. Whether or not the title 'controlled hunting area' will endure is
uncertain.

The Monitoring Unit will also assess the game sanctuaries, and decide whether any should retain their
species-specific roles, be incorporated into some other category of protected area or be abandoned.

A view expressed by officials was that the future UWA would only manage protected areas that can
realistically be managed.
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GAME SANCTUARIES

Mount Kei 452

Otze Forest 204

Entebbe 51

Jinja 33

Kazinga 22

Bwindi S60

Malawa 8

Dufile 10

CONTROLLED HUNTING AREAS

Semuliki 504

Katonga 2,269

North Karamoja 10.793

South Karamoja 18,773

North Teso ?

EastTeso S04

Kaiso-Tonya 227

West Madi 830

East Madi 1,752

Lipan 900

Karoma 241

Buhulca 18

Napak 225

Sebei 1,323
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TABLE 1. Uganda's protected areas (excluding protected forest areas) with sizes in kIn2 and 1990 status
where change has occurred since then.

NATIONAL PARKS

Murchison Falls 3,900

Queen Elizabeth 1,978

Kidepo Valley 1,400

Lake Mburo 264 former GR

Rwenzori Mountains 966 former FR

Mgahinga Gorilla 34 former FR

Bwindi Impenetrable 331 former FR

Kibale 76Q former FR

Mount Elgon 1,145 former FR

Semuliki 218 former FR

GAME RESERVES

Toro 549

Kigezi -328

Kyambura 155

Katongo 207

Matheniko 367

Bokaora Corridor 2,034

Pian Upe 2,287

Karuma 713

Ajai 158

Bugungu 748
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BACKGROUND ON DECENTRALIZATION

In 1993 the Local Governments (Resistance Councils) Statute, originally passed in 1987, was modified
to transfer more power from the central government to local subnational levels of government. In rural
areas this included not only the shifting of more responsibilities to the district level, but likewise from
district to county, subcounty, parish and village levels. A comparable system was also established for
urban areas. The Statute provided for:

....the decentralization of functions. powers and services to Local Government (Resistance Councils) to
increase local democratic control and participation in decision making. and to mobilize support for
development which is relevant to local needs (GOU Decentralization Secretariat 1993a:5).

At each level, the Statute established Resistance Councils which. with certain exceptions. had the power
to exercise all political and administrative authority and to provide services as they saw fit. Up to now.
power - including the ability to hire and fire, collect and retain taxes. and receive block grants - has
moved to the districts. However, full decentralization has not yet taken place at subcounty levels. Only
in one district (Rakai) is decentralization of finances actually in place. 1bis is occurring through
DANIDA's support to that particular district, beginning in 1991.

The primary political body is the District Resistance Council (ORC) (and corresponding lower level RCs)
composed of elected subcounty representatives, and ex-officio National (or higher level) Resistance
Council members from that locale. This body is responsible for policies and bylaws. Working with the
DRC are a series of "technical- planning and monitoring committees. whose members are elected from
Council membership. The following technical committees were suggested by the Statute: Production and
Marketing; Welfare and Sports; Health and Environment; Education; General Purposes; Finance; Works
and Transport. The Ministry of Local Government has since added a District Development Committee
(DOC) and a District Technical Planning Committee (DTPC). The NEAP. which effectively takes
advantage ofthe Local Governments' Statute to facilitate decentralization ofnatural resource management.
calls for the creation of separate Local Environmental Committees (LECs).

Key decentralization policy objectives provide for the following:

• The transfer of real power to the districts.

• The efficient and effective delivery of public services to the people who need them, thereby
promoting people's feelings of ownership of district programs.

• The development of locally appropriate organizational structures tailored to the local situation.

• 1be improvement of local authorities' planning and management capacities, including the finance
and delivery of local services.

• Improved financial accoumability and responsibility by establishing a clear link between taxation
and services of local government.

Where NEAP is concerned. the draft (November IS. 1994) Guidelines for Environmental Management
at District and Community Levels clearly states that the objective is to develop the capacity of -local
authorities." This seems to imply that priority is directed to people in -subnational levels" of local
government (district. subcounty, parish and village). as opposed to individuals or groups who are neither
elected. appointed or employed in the civil servant system. The GOU Decentralization Secretariat
(l994b:2) notes that one of the objectives of decentralization is "to improve the capacity of local
councils ..... -



Decentralization policy, as officially stated, is not totally clear about the expectation that exists concerning
ordinary people's (those not holding formal authoritative positions) capacity development in participatory
planning and leadership, that is to assume self-initiated or collective lobbying on behalf of particular
interest and concerns. According to the Popular Version of the LocalGovernments (Resistance Councils)
Statute, the Statute "paves the way for the continuous/further transfer of power. services and
responsibilities to Local Governments" (OOU Decentralization Secretariat 1994a:19). Further, the
document notes that it is expected that the Councils will act in the interest of the general public, not
giving excessive attention to special interests. Lower Local Government Councils. which are policy­
making bodies, have the responsibility for identification of local problems and solutions.

J Jnkages &tween District and Loca1 Levels that are Relevant to NEAP

District development plans are expected to incorporate action plans for environmental monitoring, natural
resource management and protection. These are to be formulated in the LEe. in collaboration with the
DTPC. There is an expectation that the capacity to carry through on this will be tied to linkages between
the various levels of govenunent which promote: people's and NOO's participation in planning. decision
making and implementation; the mobilization of human and other resources; and local capacity building
in environmental management.

While the ORC is expected to provide the long-term vision of what the district will look like in the
future, the district sectoral departments and subcounties are expected to collaborate to achieve the
common goal. The LEC and OTPC are of central importance in this process. The preliminary NEAP
guidelines for environmental management at district and local levels (NEAP 1994) identify the following
roles for these two bodies:
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Roles/Responsibilities of DTPC Roles/Responsibilities of LEC

Monitor policy impacts on economy and Serve as a community forum for discussion
environment through data collection, review and recommendations on environmental
and analysis. policies and bylaws to the MLG.

Ensure integration of sectoral and Advise DTPC, DOC. DRC (MLG) and NEMA
subcounty plans. on environmental issues.

Conduct problem identification and Mobilize the public to initiate and
prioritization. participate in environmental activities.

Develop alternative solutions to problems. Develop, in consultation with DTPC,
District Environmental Action Plans.

Draft District Environmental Action Plans
(DEAP) for District Development Plans. Receive draft District Development Plans

from DTPC for discussion and
Assist LEC to develop DEAP for District endorsement.
Development Plan.

Assist subcounties in planning activities.

Document the NGOs engaged in district
environmental conservation/improvement. .
With NGOs, promote environmental
awareness among private sector,
councilors, civil servants and local
communities.

Harmonize sectoral, NGO and private sector
development plans.

Liaise with NEMA/ministries on
environmental policy, legislation, standards
and technical advice.

Advise on district feasibility of proposed
national environmental management
initiatives.

Developlimplement an environmental
information system for continuous district-
wide data retrieval.

The LEC is to be composed of nine members. These may include some ex-officio representatives from
relevant ministries, NGOs. CBOs. women's groups, the private sector and other special interest groups.
This group has responsibility for development of the DEAP which, in tum, feeds into the District
Development Plan.
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DESCRIPTION OF APE'S FOCUS DISTRICTS

Mbale District

Location: Eastern Uganda, bordering Kenya on the east. Area: 2,546 sq. kIn. Altitude: 1299-1524m
above sea level. Climate: Subtropical. Population: 706,700 (mostly rural). Administrative
headquarters: Mbale, 29 subcounties. Agriculture is the main economic activity with emphasis on food
crops (beans, maize, groundnuts, sweet potatoes, yams, cassava, bananas, sorghum, and some rice, fruits
and vegetables), cash crops (coffee, cotton) and livestock (cattle, goats, sheep). Industry: milk
processing, coffee, skins, manufacture of exhaust pipes, garments, pharmaceuticals, furniture and cotton
ginning. Forest land: 53.000 hectares (Mt. Elgon National Park).

Kampala District

Location: South-central Uganda with southern edge bordering Lake Victoria; embodies capital city.
Area: 238 sq. km~ Altitude: 1189-1402m above sea level. Climate: Equatorial with major influence
of Lake Victoria. Population: 773.400 (urban). Administrative headquarters: Kampala (S divisions).
Economic activities: Small scale industry (breweries, soya flour, curry powder. sweets, feeds. textiles,
hides/skins and many others) suburban agriculture and fishing.

Kasese District

Location: Southwest Uganda, bordering Zaire on the west. Area: 31205 sq. Jan. Altitude: 1585­
3962m above sea level. Climate: Savanna and afro-alpine near Rwenzori Mountains. Population:
343,000 (mostly rural). Administrative headquarters: Kasese. Economic activities: Mining (cobalt.
copper. sulfur) and manufacturing (cement, limestone, chalk, carpentry, tea, coffee, salt, cotton, etc.)
; agriculture (beans. maize, cassava, potatoes, bananas, groundnuts, peas, yams. finger millet, fruits and
vegetables, livestock). Forest: 33,800 hectares (KlDali National Park, Queen Elizabeth National Park,
Rwenzori National Park).

Ama District

Location: Northwest Uganda. bordering Sudan on the north and Zaire on the west. Area: 7830 sq. kIn.
Altitude: 945-1219m above sea level. Climate: Modified equatorial with heavy rainfall and moderately
high year round temperatures. Population: 624,600 (mostly rural). Administrative headquarters: Arua.
31 subcounties. Economic activities: Agriculture (cassava. sim sim, peas, maize. maize. beans.
cowpeas. tobacco); fishing in Rover Nile; industry (cotton. coffee, grain and oil milling. tobacco curing.
carpentry). Forest: 67,740 hectares (Ajai Game Reserve)

Kabale District

Location: Southwest Uganda, bordering Rwanda on the south. Area: 1827 sq. kIn. Altitude: 1219­
2347m above sea level. Climate: Rainfall average from 1000-148Om; bamboo forests to afro-alpine;
temperature range from 17.5 degrees C. to 10 degrees C. at night. Population: 412,800 (mostly rural).
Administrative headquarters: Kabale, 4 municipalities and 22 subcounties. Economic activities:
agriculture (sweet/irish potatoes, sorghum, beans. pigeon peas, wheat and bananas. fruits and vegetables.
livestock); fishing on Lake Bunyoni; industry (wine. furniture. shoes. coffee. grain. pit sawing, printing,
brick making, metalwork. mining (wolfram. tin. stone). Forest: 39,933 hectares (Bwindi Impenetrable
Forest National Park, Mgahinga Gorilla National Park).
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BUILDING LOCAL CAPACITY TIlROUGH PARTICIPATION

There is apparent commitment at both the national and district levels of government. and within NEMA,
to develop an institutional system which will strengthen local participation in natura1 resource management
planning and implementation. The Local Government Statute has opened up the opportunity for
everyone, including residents of the smallest communities, to have a voice in policy and action planning
and implementation. Where NEAP is concerned. the decentralized local government system provides a
framework for improving environmental and natural resource planning and management. This conducive
atmosphere is leading to the gradual restructuring ofinstitutional mechanisms which will transfer authority
and responsibility for most natural resource plannin&: and decision making to subnationallevels.

The NEAP provides a mechanism for active cOmmunity participation in natural resource management;
however. its interpretation and activation will be dependent on those in key positions. and how wel110cal
people and groups understand and organize to respoad to the potential that.existI. Because the system
is made up ofpeople with widely varying experiences. attitudes and needs. there will continue to be JIeat
variations in progress among districts. and throughout each district, in the way that participation is
encouraged or desired. Not all districts are at the same stage of readiness. therefore the process will
require time and patience. One of the keys to kindling the desire to participate will be the ability of
leaders and authorities to create a -learning organization- that is continuously open. flexible. and willing
to learn from all interest groups; and to refine procedures. methods and policies as the need arises.

Draw on Local Resources

Each level of the district - whether in the MLGsystem. the civil service. the NGO/CBO sector. the
community. or the private sector - has an abundance of human resources. It will be important to learn
what these are. and to find ways to integrate them into the process. Individual and group ownership.
community plans and proposed actions will then be established. For example. the DTPC and the LEe
have the potential to coopt other government people, NGOsICBOs, or any persons who could contribute
to the planning process. These committees will be strengthened if they have a balance of interests and
skills represented. including both men. women and young people.

Everyone will benefit if the process includes resource people who have community and leadership
development skills. and those who have links to different income level groups. and those who have less
visibility in public affairs.

For those who are less experienced in public affairs, these experiences offer a ready training ground.
The DEOs should be encouraged to tap diverse types of resources to further support the committees'
technical and planning expertise. There may be a daDler of the DEOs expecting to do everything
themselves. rather than serving IS facilitatorsleduC3lOrs. Resources might come from the Women in
Development, Community Development or Agricultural Extension Officers. District Women's CouDci1.
the Red Cross. or oth~ private sector groups and organizations. DEO trainin& should help the newly­
recruited staff to clarify their roles. develop achievable plans of wort, and to find rewards for sharing
responsibilities with other people.

1-1

\r5J
.. ~;~. ,.



...

TIle Community Specialist

Community people are DO longer viewed as informants, or merely people from whom to extract
information. Nor should we see community people as people who "rubber stamp" management plans and
project proposals. Distri~ subcounty and park people who are in a position to initiate planning activities
must work together to recruit community people as teachers, experts, exteDSionisU, environmental
observers, group organizers and team trainers. Often it will be more efficient and productive to recruit
and train local people for specific responsibilities, rather than using government workers or outside
consultants. By emphasizing the "village specialist· approach, you can bring in marginalized groups, and
incorporate their skills and knowledge into development priorities and actions.

The Evaluation Team received a number of suggestions from community members~ orpnizational
representatives and officials on how to involve local people in planning processes. In Ruvoni village it
was recommended that small teams of village people be trained to carry out participatory exercises for
gathering information and feedback from several neighboring villages, who would in tum, also have
trained teams to do the saDIe in sevecal of their neighborinl villages, and so OIL The teams would then
come together and share their findings and conclusions. The next step was to elect a group representative
who would take their information directly to the district committee. They felt that this process might be
facilitated through existing organizations. although village situations would diffee. While they realized
that they could use the RCI - RCB - Rem system to express their needs, they felt theee were too many
levels, and that their ideas might get lost in the process.

People's Suggestions (or Increasing Participation

Additional ideas that were identified durin&' the Team's field visit which might improve people's
participation included the foIJowing:

• Train Park Rangers to serve as community outreach/conservation extensionists.

• Train young people, particularly girls, in natural resource management and environmental
protection.

• Ensure that resource users are well represented on planning and management committees.

• With theimpaeted people, look at the needs, culture and total situation of each individual
community and its associated ecosystem, and tailor plans and recommended actions to their
unique conditions. . .

• Build on community traditions,. experiences and structures, rather than creating new ones.

• Learn what community groups and resources exist. Find ways CD actively involve these
"specialists.· Use a "trainer team· approach to spread involvemeat.

• Strengthen linkages between community-based groups, local NGOI and dle RC system so that
the communications will flow back aDd forth easily. Build the capacity ofa district or subdistrict
body that brings these interests together and channels resources to the people and problems of
highest local priority.

• Establish a clear link between local NGOs and NEMA.
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• Educate local politicians, NGOs and private firm representatives about the problems and the
opportunities. They must be active partners in the process, along with civil servants.

• Encourage leadership development, confidence building and income generation/management for
women. Ensure that they are represented on committees, chapters, PRA and monitoring teams,
planning meetings, workshops and in community-oriented ministries/departments. Organize
gender differentiated planning groups.

• Facilitate educational exchange visits between PMACs, district/subdistrict committees, PRA
teams, NGO -chapters, - part staff, farmer teams, and so forth.

• Offer environmental, conservation and part awareness workshops at the community level,
drawing on local people's knowledge and experience, their ideas for problem solving, and their
capacity to extend this knowledge to other communities.

• Have PMACs and other committees identify their own training needs, then involve them in
developing their own training workshops. Involve associated ministry teams in training, e.g.,
OWA, Forestry and NEMA for training local conservation committees.

Participatory RuraJ Appraisals

A number of people recommended the use of PRAs for improving local people's participation in the
planning process. The PRAapproach consists of a wide variety of informal participatory exercises and/or
activities which encourage community discussion, improve understanding of local conditions, gather
feedback, rate priorities, generate ideas, and so on. These activities are usually designed by the initiating
team to build trust, and to encourage community members to assume the role of -teacher- oc wexpert_
in contrast to the more traditional formal survey approach that is more one-sided, especially if designed
by a scientist or •expert. W While PRAs are very useful, particularly if they promote joint interaction and
free communication, they can be time consuming, and can generate a lot of information. PRAs can also
increase the level of community expectations with regard to the actions or recommendations that they
have made. For these reasons, it may be important to set limits on the number of PRAs conducted, and
to establish a systematic way of documenting and storing the information so that it can be readily used.

Rather than doing too many PRAs, it may be beneficial to move quickly into an action phase so that
participating communities can be empowered to push ahead with available resources and attempt to solve
their own problems. PRAs are DOt the owy way to ensure active participation; in fact, they can become
rather inflexible if they are DOt adapted to the circumstances. Otbec useful participatory techniques
include focus groups (Mid1ael Bud., DePhelps and Howell, 1995) and the IOIIIleo technique (Michael
Butler, 1995). Like any research method, one needs to be clear on the objectives of the activity, aDd
what the information is to be used for, then a practical method can be designed to do the job.
Frequently, a combination of techniques wort best. Participation that leads to development involves a
continuing series of activities, which together build community interest, ownership and commitment to
action.

Levels and Purposes of Partldpation

Depending on the methods used by the initiator, there are many levels of participation ranging from very
low or relatively non-participatory techniques. to very high levels of collaboration in which the initiator
retains little or DO involvement, turning the activity completely ovec to the cooperators. ODe needs to
be clear as to the purpose of the desired participation, then design an appropriate participatory strategy
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to accomplish the purpose. The following continuum illustrates the potential range of participation from
high to low, and the associated degree of control that is either retained or given up by the initiator. Any
participatory method or process will fall somewhere along the continuum.

LOW
PARTICIPATION

(Cooperator)

Low Control

High Control

mGH
PARTICIPATION

(Initiator)

HIGH
PARTICIPATION

(Cooperator)

High Control

Low Control

LOW
PARTICIPATION

(Initiator)

Genecally, higher levels ofparticipation and control are associated with the point at which the cooperator
enters into the process. The earlier the cooperator is brought into the process, the more potential there
is for the cooperator to exercise control. to feel ownership in the activity. and ultimately to become an
equal or independent partner. The degree of cooperator participation is also greatly dependent on the
attitudes of the initiator. If the initiator is open to sharing control. or relinquishm, control. there will
be potential for a higher level ofparticipation on the part of the cooperator. and this will be followed by
an increasing level of commitment and ownership in the outcomes.

Talking with a cooperator does not ensure participation. For example. by asking questions of a second
person, we extract information; however. we may shape the type of information we let by the way we
ask questions. It is possible that our particular questions may have little or DO meaning to the cooperator
- unless we use an open-ended type of question, fbIlowed by ·probes· that eucourage the cooperator to
freely e%presl his or her experieoces aDd idea. In some situations, it may be mote effective to have the
cooperator illustrate his or her view with a drawinl. a story. or a demoastration.True participation is
a natural procesl that occurs from a person', free choice to do 10. not from a process that is mandated.

NEAP is placing a high level of reliance on one model of participation - that of the Resistance Council
model.1 If the government changes. or if this model introduces a strong level of political basis into the
process, it may be difficult to create the desire to participate. On the other hand. if there are alternative
models for encouraging community participation, as through a district NARM Forum. long-term
commitment to community priorities and plans would be more assured.

Ja di.Itricta aDd local earn",!!"'" ....T_ fouad 1IIlII DaDJ people IIiD _ dMlocal aowr--1fI'Cm _ "IlC~.'T_. public ocIucacioa aDd fint-haDll experioal:e wiD pMuaIIy help poopIe to uodencud .... oppadIIaiIia ...... b to expfea
1beU CODCaM aDd prioriala ia orpDizocI-l'~ !be MLO.
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It would seem important to look at each district, subcounty and community on an individual basis, and
encourage participatory models that reflect the history and experiences of the residents and their existing
organizations. Traditional governance groups, religious organizations and community-based associations
may play an important unifying role in planning processes. It will be important for the NEAP to devise
a system of participation that cuts across these various existing systems, linking them, and finding ways
to integrate the strengths of their planning and action processes. This may be feasible through the
proposed NARM Forum that has been evolving through World Learning, Inc. for coordination of NGOs
and CBOs involvement in natural resource management, or through another mechanism that is already
in place and working well. This model does need to be designed with active linkages to local
government, relevant ministries (mcluding UNP), NEMA, the private sector and international NGOs.

Non-govemmental Organizations and State Partnerships

In the past several decades an increasing level of resources are being channeled into NGOs by donor
agencies. For some, NGOs represent an alternative development strategy that holds greater potential for
grassroots participation in planning and decision making. Because they represent the private sector,
NGOs are sometimes perceived to represent a more efficient means of delivering development services
to local communities compared to state institutions. Global experience with NGOs indicates that
increasing reliance on NGOs also may bring problems. Among some of the most cited criticisms of local
NGOs are issues of coordination and communication; limitations of size and therefore impact; technical
capacity; and representativeness and· accountability.

A recent international study of70 cases from 18 countries in Africa, Asia and Latin America documented
the strengths and limitations of NGOs, and why it has become important to institutionalize collaborative
partnerships between NGOs and state institutions, therefore drawing on the capabilities of each
(Farrington and BebbinilOn t!I aI, 1993). For example, one of the main strengths of local NGOs is their
promotion of participatory development, and their ability to strengthen local capacity to manage
development. However, one of their limitations has been their tendency to work in isolation of wider
policy issues. They need to help in changing the policy environment. In some cases, they have focused
excessively on the qualitative aspects of development, to the neglect of income generation and economics.
While NGOs have often faced difficulties in cooperating with government, they are in a good position
to identify ways to make government more accessible to local people.

On the other hand, government institutions are frequently better endowed with technical expertise and
links with the scientific community. Compared to NGOs, state inStitutions have greater capacity for
specialized research; however, NGOs often have streDlths in issue-oriented or action research.
Generally, the objections of NGOs and government diffee, with NGOs being broader in their interests.
NGOs have proven effective in exploratory and innovative activities, especially where the lessons learned
are documented, then there is potential for government to refine and multiply successful strategies.

There are preconditions likely to favor collaboration between NGOs and government. Some of these may
provide guidelines for Uganda's local government system and local NGOs as they search for an effective
collaborative model. One condition seems to be the compatibility of their visions of the future of the
rural poor, and of the technological and organizational approaches most likely to achieve these goals.
There is evidence that some of the following strueturallinkages do work:

• Joint NG().govemment committees for research/project management,
• Joint annual planning meetings, and
• Representation by one side on the board of the other.
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There is greater evidence of effective operational linkages in the following types of activities:

• Joint activity in problem diagnosis,
• Joint research/project design,
• Joint technology testing,
• Joint evaluation, and
• Joint dissemination and train.in&.

Many NGOs have found it easier to work with newer, smaller' IOvernment departments, for example,
those directed to agroforestry or environmental issues. This seems to be related to the experience that
NGOs have in these subject areas, but also because newer institutions tend to be more flexible. This
leads us to conclude that there is great potential for Uganda NGOs to work in partnership with NEMA
and the MLG system on environment and natural resource management.
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POTENTIAL W. K. KELLOGG FOUNDATION CONSULTATION

The W.K. Kellogg Foundation. headquartered in Battle Creek. Michigan. was established in 1930 "to
help people help themselves through the practical application ofknowledge and resources to improve their
quality of life and that of future generations." The foundation makes investments to benefit people and
communities in the U.S.• Latin America and the Caribbean and southern Africa. and it provides seed
money to nonprofit organizations and institutions that have identified problems and promising solutions.
Most grants are awarded in the areas of leadership. youth. philanthropy and volunteerism. community­
based health services. higher education. food systCIllS. rural development. water resources and economic
development (in Michigan).

The foundation supports educational and service projects ofpotential national and international importance
that stress the application of existing knowledge in addressing significant human problems. An integral
part of the review and funding process is a commitment to support endeavors that involve the physically
handicapped. the elderly. women. children. youth and minorities. Funds are also provided for planning
or studies when directly related to the development aspects of project implementation.

The Evaluation Team recommended that there be an investigation of options and models which might
gradually tum the GMU into a more autonomous. self-sustaining organization with links to NEMA and
its decentralization goals. It was suggested that the unit might take leadership in generating private and
public sector support for education. development and research to improve environmental protection and
natural resources management. and take a major role in helping to build the collaborative capacity of
individuals. groups and institutions to develop and manage these activities.

NEMA and/or the GMU may wish to consider contacting the W.K. Kellogg Foundation. using a 2-3 page
"preproposal" letter proposing the need for private consultation (which they would like Kellogg to
support) to help chart directions for the GMU's future. For example. this might involve some sort of
visioning-planning workshop with a broad-based group ofstakeholders. While Kellogg does not currently
work in Uganda. it is establishing an office in Harare. and it has projects in Zimbabwe and South Africa.
Where there appears to be potential and the project falls within the foundation's guidelines. the President
Emeritus of the W.K. Foundation. Dr. Norman A. Brown. assists the foundation and potential
cooperators with the development of potential ideas such as this one.

Dr. Brown retired from the foundation in December 1994. While with Kellogg Foundation. Dr. Brown
provided operational leadership to the organization. and program leadership in the area of leadership
development. wholesome food supply in the U.S. and Latin America. and spearheaded the organization's
initial programming in southern Africa. Previous to his ten years with W.K. Kellogg Foundation. he was
Dean and Director of the Minnesota Extension Service. He has had extensive international experience.
serves as trustee and chairman of the Michigan State University Foundation. trustee of the One-to-One
Foundation. director of Independent Sector (a national organization of the nonprofit and philanthropic
sector of the U.S.). director of the Council on Foundations. Cbairman of the Board of a Trust for Earth
(an international college for the humid tropics in Costa Rica), as well as numerous other roles. In 1989
he was named by President Bush to a five-person commission to plan the lbousand Points of Light
Foundation. and in 1990 became a board member.

If a ·proposal· letter is sent to the W.K- Foundation it should briefly explain the situation or problem
and plans or ideas for solution. It should include proposed procedures. time schedules. financial and
human resources available and those that are needed. If W.K. Kellogg Foundation feels the proposal
meets its priorities and has the available resources, the organization may request a more detailed proposal.
Preproposalletters may be sent at any time to: Manager of Grant Proposals. W.K. Foundation. One
Michigan Avenue East. Battle Creek. Michigan 490174058.
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