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| NTRODUCTI ON

Three years ago, ACORD, an Africa-led Internationa

Organi sation working in eighteen African countries, started an
uncertain journey on the paths of Ngam |l and Wst, one of

Bot swana' s poorest regions.

M ssion - to reduce poverty anong the narginalized and
vul nerabl e people; strategy - participatory research
| earning, information sharing and addressing HV I AIDS and
gender-rel ated i ssues; weapons - sheer deternination, hope and
a firmbelief that the power to change the destiny of the
locals in Ngami|land West lay in the hands of the people
t hensel ves.

ACORD s experiences in Ngam | and West have been, sinply
put, an eye opener for any NGO involved in comunity work,
especially where this work enmbraces environnental issues,
natural resource nmanagenent, human resource devel opnent,
poverty and di sease alleviation: in one word, people.

People are different, but in sonme ways are the sane. The
sane goes for experiences. Many have experienced the Ckavango;
t hese experiences nmay be sinmilar but will in many ways be
different. This docunent ains to share ACORD s experiences on
the precious | essons |earned through working with people in
the communities and, of course, various organisations. It
hopes to recommend pertinent issues in initiating and
i mpl enenting a Conmunity based natural resource managenent
pr oj ect .

In this publication, ACORD retraces its footsteps on the
weat her - beat en path of success and failure, certainty and
uncertainty, hope, despair and reality. It tells of what it
takes to facilitate a conmunity owned project and how to
per severe.

It is about ACORD s experiences in working with the
Okavango Comunity Trust; a comuni ty-based organi sati on set
up under the auspices of the governing comunity based natura
resource nmanagenent policies in Botswana.

Some of the issues highlighted cone formthe Qutput to
Pur pose Revi ew (COctober 2000 and March 2002) of the Ngam | and
Poverty Pilot Initiative Project (NPIP). These invol ved anong



others reviewing ACORD s relationship with the Ckavango
Comunity Trust.

OKAVANGO COVWUNI TI ES - A PROFI LE

The different ethnic groups that live in the Ckavango delta
have established traditional |ivelihoods. These include
nomadi ¢ food gatherers, hunters, fishers and |ivestock

her ders.

In 1995, w despread cattle lung disease led to the w ping
out of all cattle in the area, plunging the people into dire
straits, they lost their traditional econony basis. The
government had to put down all the cattle in the area. They
of fered people noney or cattle in conpensation. If they chose
the cattle option they would have to wait a while to get them
Most of them opted for noney and spent it on perishabl es and
non- productive assets. This in itself was problematic since it
just plunged people into a cash-based econony that they were
not used to. As a result, they becane poorer and poorer.

Though poor, the people in this area had one resource
with great economic potential at their fingertips. The
abundant wldlife freely roamng the vast arid lands, if
properly harnessed and nanaged, promi sed a better life for the
2500 | ocal s of Seronga, Gunotsoga, Beetsha, Eretsha and
Gudi gwa vil | ages.

In response to the villagers' plight, the Governnent then
set up a community-based natural resource managenment systemto
benefit the people. Two concession-hunting areas, N&X2 & N&3
were reserved. These areas could be used for hunting and
phot ogr aphy, and any benefits earned fromthem would go to the
five villages. But before this project could be handed over to
the villages, the village nenbers had to organi se thensel ves,
and thus the begi nnings of the Ckavango conmunity trust (OCT),
which is the centre of the discussion in this paper.

Bef ore examining the OCT and its work in Ckavango, it is
i mportant to understand CBNRM at |east in a broad sense.



COMVUNI TY BASED NATURAL RESOURCE MANAGEMENT

Countries in the Southern African region have been using
comuni ty- based natural resource nanagenent in their rura
devel opnment programmes for over 10 years now. It is a
managenent systemthat enpowers conmmunities to harness and
manage their natural resources in a sustainable manner, and
gi ves beneficiaries equitable access to the benefits. It also
al l ows people to secure tenure, and form comunity-based
organi sations, which enhance their bargai ni ng and | obbyi ng
powers. CBNRMis neant to enhance rural econom c devel opnment
and conserve natural resources.

CBNRM envi si ons generating jobs, revenues, cash
di vi dends, shares, equity, and additional spin-off enterprise
activities. In addition, it assumes that comunities wll
ultimately realise that having nore control and deci sion-
meki ng powers over their natural resources is a benefit in
itself. These benefits will spread wi dely through the
community and help to raise the standard of [|iving.

I n Botswana, conmunity-based organi sati ons organi se and
i mpl ement CBNRM A conmuni ty-based organi sation (CBO m ght be
a trust, a cooperative, or an association nmade up of one or
nore villages. The conmon practice with regard to CBNRM has
been to establish trusts.

The CBO should then be registered with the Registrar of
Societies for it to be a recognised legal entity. Once this is
done and it is acknow edged by the appropriate |and board they
then can go ahead and nake and i npl enment decisions on how to
best benefit fromthe resources in their control. Mbst
villages tend to go for the option of entering into joint
ventures agreenment with private conpanies for the use of the
resource rights.

Communi ty nmenbers deci de how t o manage natura
resources and how to distribute benefits, while central
and | ocal governments play inportant facilitating
i npl ementation of roles. When conmunities accept the
benefits of resource utilisation, they undertake
responsibilities that require their investnent of effort
and noney in nonitoring, regulating resource use,
protecting resources and educating others on the need of
sust ai nabl e resource use. This is al so expected to



enhance their business skills that include anong others
mar keti ng and bargaining abilities.

CBNRM proj ects in Botswana have severa
characteristics outlined bel ow

A conmunity may obtain a Head | ease fromthe Land
Aut hority

If the community wants nore secure access to |and and nat ural
resources and considers joint ventures with the private
sector, it may decide to obtain a |lease for the area fromthe
Land Authority. For this to happen, a nunber of conditions
have to be nmet. These include | egal registration, having by

| aws and devel opi ng a Land-use and Managenent Pl an t hat

expl ains how the community intends to use the natura

resour ces.

Communi ties receive benefits directly from CBNRM

Revenues and ot her benefits derived fromthe CBNRM process ¢go
directly to the participating communities. The comunity mekes
decisions on how to distribute them as well as investnent
deci si ons.

Thi s assunmes that when communities realise the economc
val ue of their surrounding natural resources, they will be
inclined to manage themin a nore sustainable way. Currently,
Bot swana has about 50 conmmunity-based organi sations invol ved
in CBNRM These projects range fromthatching grass,
coll ecting and marketing herbal tea, handicrafts, canpsite
managenent, trophy-hunting, and photographic safaris.

The range of natural resources being actively managed
wi || expand as new opportunities are identified, revenues
rei nvested, business managenent capacities strengthened and
enterprise nmanagenent recogni sed as necessary to achi eve
i mproved use and accounting for revenue generating activities
and to resolve potential conflicts.

CBNRM - Guiding Policies
Several policy docunents shape CBNRM devel opnent. Sonme date as
far back as the early 1970s, but the inmportant ones include:



The Tribal G azing Land Policy, 1975

The tribal grazing |and policy divides the country into three
| and- use categories; conmunal, comrercial and reserve | and.
The prinmary objective of this policy was to inprove

envi ronment al conservation through stoppi ng overgrazi ng and
degradi ng rangel and and pronoting greater equity of inconmes in
rural Botswana

WIldlife Conservation Policy, 1986

Much of the country’s | and was designated as ‘reserve area'.
It is these that eventually becane WIdlife Managenent Areas
(WMAS). Other land uses are permitted only if they are
compatible with wildlife. Residents of WMAs woul d be able to
manage exi sting natural resources for their own, and Botswana
woul d benefit too. WVMAs derive their | egal backbone fromthis
Policy. It encourages the devel opment of a commercial wildlife
i ndustry based on sustained utilisation, in order to create
econom ¢ opportunities, jobs and incones for the rura
popul ati on.

The WIldlife Conservation and National Parks Act, 1992
The wildlife conservation and national parks act enpowers the
Director of Wldlife and National Parks to issue pernmits to
use wild life for commercial devel opnent. It also allows
revenue derived fromlicense fees to be paid to the rel evant
di strict councils.

Tourism Policy, 1990

The Tourism Policy of 1990 provides |local comunities with
direct and indirect benefits fromtourismso that they wll
receive and recogni se the value of wildlife and its
conservation through participation in wildlife based

i ndustries, including tourism The major objectives of the
policy are to generate enploynment mainly in rural areas, to
rai se incones in rural areas, and, generally, to pronmote rura
devel opnent .

Nat i onal Conservation Strategy, 1990

The National Conservation Strategy Policy proposed the
execution of wildlife cropping projects, primarily for the
benefit of |ocal comunities.



Communi ty- Based Strategy for Rural Devel opnent, 1997
The communi ty-based strategy for rural devel opnent, 1997,
recogni ses the need to increase conmunity involvenent in
initiating, devel opnment and inplenentation of rural

devel opnent projects. Such would be achi eved through
decentralisation of decision-making processes.

Communi ty Based Natural Resources Managenent Policy -
Draft 1998, 1999

Once passed by an Act of Parlianent the CBNRM policy wll
beconme the main docunment governing the devel opnent and

i mpl ement ati on of the CBNRM progranme in Botswana. Wat does
it contain ..2?2??7?7?

In addition to the policies cited, there are two sets of
key government official docunents / circulars guidi ng CBNRM
activities. These include the joint savingram (official
circular) by Mnistry of trade, industry, wildlife, and
tourism (MCl) and Mnistry of |ocal governments, |ands and
housi ng; and the joint venture guidelines, which | ooked at
opportunities and options for investnment in CBNRM The
documents stipulate conditions to be net by conmunity
organi sati ons before being involved in CBNRM This includes,
establ i shnent of a Representative, Accountable, and Legal
Entity (RALE).

THE OKAVANGO COVMUNI TY TRUST

The Okavango Community Trust was set up to represent the
interests of the five villages (collectively known as the OCT
comruni ti es) of Seronga, Gunotsoga, Eretsha, Beetsha and

Gudi gwa; on issues pertaining to the concession areas NG 22
and 23. It was registered as a Trust in 1996 after a series of
nmeeti ngs anong the technical advisory conmittee nenbers for
establishing a CBNRM project in Kwando and Okavango wildlife
managenent areas (WAS).

The Trust hol ds, manages and utilises the | eased areas on
behal f, and for the benefit of the community. It does this in
a sustainabl e manner, by developing themfor the touri st
i ndustry. It also ensures that areas |eased are devel oped in
away that provides vocational training to the people and equip
themw th the highest possible skills in all aspects of the
tourist industry. OCT also assists in devel oping,



manuf acturi ng and marketing | ocal products fromthe community.
These include, but are not limted to, handicrafts, gane
products, tinmber and agricultural resources. O her objectives
i ncl ude:

e To utilise the assets of the Trust to assist in the
general uplifting and devel opnent of the comunity.

e To educate the Community on the inportance of wildlife
resource conservation

e To assist the Departnment of WIldlife and National Parks
in supervising the | eased areas and ensure that the gane
in these areas are protected and properly nanaged.

Al t hough the OCT was set up to do noble tasks, the manner
in which it was set up was unconventional, especially for a
comruni ty- based organisation. It was, as it were, driven to
the communities rather than with them As happens in nost such
i ncidences the locals did not readily accept the trust as
theirs, neither were they fully aware of its functions, nor
did they participate in its activities.

I n1993, the Natural Resources Managenent Project under
the Departnent of WIldlife and National Parks established two
trusts the Chobe Enclave Community Trust and then the Sankuyo
Tshwar agano Managenent Trust. The process used omtted
i mportant principles of participation. However, this sane
process, as precedence, was then used for the establishnent of
the OCT thereby contributing to sone of the operationa
probl ens the organi sation faced | ater.

The natural resources nanagenent project had
‘consultation’ neetings with Ckavango conmunities on the CBNRM
progranme concept and on how to get organised in order to
i nmpl ement manage such a project these areas in the latter part
of 1994. The concepts were explained to the villagers in
subsequent neetings and sem nars. Stakehol ders included the
Tawana Land Board, Departnment of WIldlife and National Parks,
Ckavango comunity consultants, Menbers of Parlianent for the
region and an attorney representing the Ckavango Conmunity
Trust. The attorney drew up the OCT constitution, wthout
i nput fromthe community.

In February 1995, quota managenent committees (now
Village Trust Committees) were elected. In April, Tawana | and
board formally recogni sed OCT as beneficiaries of NG 22 and



23. After this, the OCT appointed Mechilleti Bates Safaris to
enter into a joint venture, contrary to requirenments that:

e The allocation and devel opment of controlled hunting
areas situated in WIldlife Managenent Areas shoul d
conformto the community areas nanagenent pl ans.

e Joint venture guidelines should be foll owed.

e Al controlled hunting areas should be tendered for so
as to enable the community choose a safari operator nore
likely to engage in sustainable tourism operations.

e Any provisional land allocation should be suspended till
the communiti es have satisfied the necessary
requirenents.

After much debate and advi sors giving the guidance, the trust
was granted perm ssion to tender the areas. The comunities
were given the nandate to manage their controlled hunting
areas and subl ease themto the safari conpany in the absence
of managenment plans. This created a weak foundati on whose
effects were to be felt later.

In addition, sone of the policies that govern CBNRM have
| oophol es, or are msnatched. For instance, while the Tourism
policy recommends that communities be given concession areas
to manage, the land authorities require the communities to
have managenent plans for these areas before they can be
handed over to them At the sane tinme, there are no effective
provisions to assist the conmunities devel op these managenent
pl ans, which require huge finances and technical support.

Okavango Community Trust operational structures

In order to effectively inplenment the project, OCT established
a number of structures to represent the comunities, and
manage and administer the trust in general. These structures
are the Village Trust Committees (VTCs), Board of Trustees, a
Managenent team and enpl oyees.

Under the Deed of Trust for the OCT, village trust
commttees are elected at an annual general neeting every two
years. Each village is required to elect ten people. The
chai rperson and secretary of each VIC are autonatically
appointed to sit on the OCT board of trustees. One person
noni nated fromthe safari conpany is also appointed to sit on
the board. The board of trustees is made up of el even nenbers.
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The role of the elected conmittees is to nake deci sions on
behal f of the general OCT nenbers as well as to provide a link
between OCT, the joint venture partner and other stakehol ders
on issues regardi ng N&2 and 23.

The Board hires a nmanagenent Team conprising of a
general manager, office manager, and a treasurer. Their
responsibilities are, anong others to advice the board on
techni cal aspects of project managenent and to oversee the
i mpl enentati on of the decisions of the board. The current
general manager was' 1, recruited fromoutside the OCT
villages due to shortage of skilled people locally. This
necessitated appointing a |ocal person to understudy hi mand
be able to take over his responsibilities when he | eaves.
Radi o operators, shop attendants, drivers, |abours and a
nunmber of other casual workers enployed by OCT fall under the
managenent team

ACORD AND THE OCT

ACORD s work with the Okavango Community Trust is best
understood in the context of the Nganiland West Participatory
Devel opnent Initiative, a project resulting froman Overseas
Devel opnment Agency research to assess the nature and extent of
poverty in Botswana.

In late 1999, ACORD initiated a pilot programe ainmed at
reduci ng poverty in Nganmland. The programre focused on incone
generation, natural resources managenment and strengthening
community institutions. In late 2001, HV / AIDS and research
and networ ki ng conponents were added to the progranme.

In partnership with the Departnent of Wldlife and
Nati onal Parks, Tawana Land Board and Conservation
International, ACORD worked to strengthen OCT and its rel ated
structures. This special alliance created the necessary
envi ronment for common under standi ng of the purpose, goals and
i ntentions of the programme, thus mininising conflict and
confusion. It also enhanced efficient resource allocation
t hrough skills and finance sharing, and |ogistical and
techni cal arrangenents.

ACORD realised that for the OCT project to succeed, it
nmust be peopl e-centred, taking into account the needs of the
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OCT communities. As a result, ACORD s interventions were, to
| arge extent, dependent on the comrmunity's pace.

Bef ore designing community interventions in the OCT
comuni ties, ACORD found it inperative to understand the
communities they were serving; their needs, aspirations,
probl ens and avail abl e opportunities. This was done through
Participatory Rural Appraisals.

Capacity buil ding
ACORD was involved in the follow ng najor areas:

e Inproving | eadershi p and organi sati onal devel opnent al
skills in the conmunity-based organi sations.

e Reviewing the OCT constitution and dealing with issues
of equitable distribution. Apparently, the OCT
constitution gave so nuch power to the nanagenent, and
less to the community. As a result, people did not
benefit fromthe concessi on managenent opportunity.

o Working with the village trust committees in the five
villages to build, enhance and support their ability to
i nvest resources earned in viable village projects.

Thr ough wor kshops and nentoring ACORD supported OCT
menbers to beconme skilled in several areas and making them

a

nore accountabl e and conmitted to conmunity devel opnent in OCT

villages. The areas covered were:

e Howto run village commttees.

e Rel ationships between different conmttee nenbers.

e Developing a vision and m ssion statenent, objectives
and how t hese woul d be achi eved.

e Defining roles of individual nenmbers of a group, with
reference to OCT.

e Inproving accountability and comunity participation to
ensure that OCT carries out its nmandate optimally?

e Stakehol der analysis rel ati onship between OCT and
ot hers, e.g. governnent, comrunities, NGOs, the safari
operator with whomthey got into a joint venture etc.

e Goup dynam cs: |eadership styles, active participation
by nmenbers, dealing with difficult group nmenbers, and
how groups can work nore effectively.
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OCT communities operate through commttees. Since these
comm ttees represent | arge nunbers of people they need to be
reasonably accountable and truly represent the |arger
menber ship. As such, ACORD devel oped a traini ng package on
roles and responsibilities and worked through it with the
conm ttees. Because of this, the commttees |learned to
appreciate the inportance and functions of such bodies. Sone
| evel of accountability has al so been experienced.
Furthernore, it is believed that this intervention would allow
commttees to nonitor OCT's operations and vice versa. The
purpose of this training was also to pronpte di al ogue between
the various institutions. This is necessary to ensure
accountability and transparency in service delivery.

More work was done to highlight and guide the comunities
t hrough the nodel of joint venture partnership and they were
expected to run, and each party’'s role. It becane clear that
peopl e thought that the joint venture partnership should run
all the devel opnment projects and nanage COCT finances. They
began to realise that they could play a nore active and
ef fective roles by deciding how the Trust should be run.

Participatory Rural Appraisals

ACORD and OCT applied for funds from Nati onal Conservation
Strategy Agency (NCSA) under the United Nations Devel opnment
Programes (UNDP) to conduct participatory rural appraisals
(PRA) in three villages (Beetsha, Seronga, and Eretsha). These
had al ready been done for the other two. ACORD, Cl, and DWNP
did the planning and inplenentation of the PRAs jointly. The
participatory rural appraisals were neant to determ ne
priority issues in the, comunities. This process al so hel ped
the i npl ementing agencies to develop nore insight into OCT
comuni ti es.

ACORD wor ked wi th Conservation International and the
Departnment of Wldlife and National Parks (DWNP) to reinforce
work in raising awareness on their rights and
responsibilities. In the process of enpowernent and capacity
bui | di ng, enphasis was put on assisting OCT to inprove on its
managenent systens, consultation processes, accountability,
sensitivity and responsiveness to the needs of the general
Trust's memnber ship.

13



The participatory rural appraisals revealed that all the
five conmunities identified comon problens. The foll ow ng
probl ens were identified:

e The OCT constitution was not understood.

e There was no Managenent plan and Busi ness plan for NG 22
and 23

e Unenpl oynent

e Shortage of clinic staff

e Bad roads

e Lack of banking facilities

e H V/AIDS

e Limted stock in the project shop
e Poor conmittee relations

o Litter

e Poor extension service

e Non participation of wonen and youth in devel opnent
i ssues

Tackling the |Issues

ACORD, Conservation International and DWNP started working
wWith these communities to address sonme the problenms mentioned
above. While sonme tasks like increasing clinic staff and
bui l di ng roads were beyond ACORD s mandate, the agency advi sed
the communities on the channels of conmunication with the

rel evant authorities e.g. speaking to and through their Menber
of Parlianent.

Since the OCT constitution was not understood in all the
villages, and this had a bearing on effective CBNRM
devel opnment, ACORD, Conservation International and the
Departnment of WIldlife and National Parks organi sed a workshop
to address the problem This was targeted at OCT board and the
village trust committees because they played a central role in
assisting nmenbers to understand their constitution and ot her
processes in the trust operations.

This five-day workshop was held in Novenber 2001
Compari sons were nmade with constitutions from other community-
based organi zati ons |i ke Sankoyo Tshwaragano Managenent Tr ust
(STMT). This broadened participants' understanding to such an
extent that they identified a nunber of contentious issues in

14



the constitution and suggested appropriate changes. For

i nstance, they noticed that the constitution gave too nuch
power to the nanagenent, at the expense of the comrunity. The
partici pants al so suggested ways of discussing the
constitution further in all the five villages. These neetings
are now bei ng planned for.

Reporti ng/ f eedback mechani snms

The OCT constitution provides for Annual CGeneral Meetings and
Board Meetings, which facilitate information flow within the
trust. At the AGM the Board reports to the general nenbership
on the activities of the Trust, present financial reports,
budget s and managenent issues. The general nenbers discuss

t hese reports and nake deci sions on how the Trust should be
run. Such neetings ensure transparency as they give people an
opportunity to scrutinize OCT activities (including financial
managenent). Because OCT is nade up of five villages, the
constitution stipulates that a neeting be held in each
vil | age.

However, menbers of OCT were not skilled at witing and
presenting reports. ACORD started off by witing the reports
on their behal f. Though the general menbers appreciated these
reports, this was not the best path but it was necessary to
gain confidence. Wth tinme this was steered to a place where
t he people could do their own witing.

Communi ty Managenent Pl an

By | aw, the Governnment of Botswana requires comunities to
devel op managenent plans for their concession areas to guide
the comunities on natural resource use. Many community-based
organi sations i n Botswana have responded to the need for

devel opi ng managenent plans, and sone al ready have them

When OCT was being forned, a nunmber of steps were skipped
i ncluding that there was no community nanagenent plan. As a
result, the comrunity nmenbers felt | ess responsible for the
natural resources in their areas.

During the PRA's the communities also highlighted this
need. OCT requested ACORD to hel p devel op a fundi ng proposa
to enabl e them engage technical expertise in this area.

Fi nance was secured fromthe d obal Environnent Facility/ Snall
grants Programme. |In order to show conmitnment to the process,
CCT was required to pay part of the costs invol ved.
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OCT entered into a joint venture agreenent with
M chel etti Bates Safaris to develop the hunting and
phot ographi ¢ potential of NG 22 and 23. And in this period,
M chel etti Bates Safaris has engaged Ckavango W/ der ness
Safaris (OANB) to devel op photographic activities since the
former is a hunting organisation with limted expertise in
phot ographi ¢ ventures. This was all done despite the fact that
there was no managenent plan to guide such activities.

To date, NG 22 and 23 do not have their own specific
managenent pl ans, though the planning process is underway;
they are governed by the Van der Hei den Report (1991) and the
managenent plan for controlled hunting areas allocated to
communities in the Ngam | and WMAs (1995). It has now becone
i nperative for OCT to produce a conprehensi ve managenent pl an
to gui de nmanagenent of these two areas. It will also have the
addi tional benefits of ensuring community participation and
equi pping the villagers with know edge on how to run the
concessi on areas and share the gains equitably.

Ckavango Community Trust can use the managenent plan as a
tool to responsibly nanage their resources in NO 22 and 23,
and as a basis for a nmediumtermtourismand devel opnent pl an.
This plan will conformto the overall managenment plan for the
Ckavango Delta currently being produced by the National
Conservation Strategy Agency. The Managenent Plan will
i nclude, but not be limted to:

a. Assessing the present tourist facilities and
infrastructure relative to the carrying capacity of each
ar ea.

b. I nvestigating possible changes to | and use practices for
bot h ar eas.

c. Proposing potential activities and infrastructure for
each area and proposing carrying capacities based on
obj ective criteria.

The managenent plan will also provide objective
i nformati on on | and use zoning and the carrying capacity of
both controlled hunting areas for tourismactivities, thereby
provi ding the basis for guiding devel opnments in future. It is
strongly believed that the managenent plan will be a usefu
bargai ning tool for the community when negotiating business
deals with the private sector. Currently the comunity has no
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basis for such bargai ning, except tender proposals presented
by the private sector during bidding. The tendered proposal is
seen as a one-sided docunent as it represents aspirations of
the private sector and not necessarily those of the conmunity.

The managenent plan is expected to

e Raise awareness in OCT communities on the inportance of
pl anni ng the managenent of natural resources in their
areas.

e Put in place a plan that is owned by the communiti es.

e Ensure conmtnent anong conmunity nenbers to managi ng
their areas according to the managenent pl an.

e Ensure OCT's contribution to managi ng and conserving the
Okavango Delta and maintain its ecological integrity in
line with the RAMSAR requiremnent.

Apart from sourcing funds, ACORD is facilitating the
devel opnent process and hel ping OCT report to donors. It also
chairs reference group neetings.

ACORD - IS IT MAKING AN | MPACT?

The CQutput to Purpose review report (Cctober 2000) of the
Ngam | and Poverty Pilot Initiative Project (NPPIP) shows that
ACORD managed t he fol |l owi ng:

e Facilitate the process of devel oping |local institutions,
t hus increasing their confidence. ACORD has trained
board nmenbers, VTCs and other OCT | eaders in various
| eadership skills. They now have a sense of pride and
are optimstic about future devel opment and their
ability to control their own activities and projects in
the vill ages.

e People in comunity structures (conmittees) have, to a
reasonabl e extent, gained | eadershi p and organi sati ona
devel oprment skills. They have been enpowered to take the
reigns in their own hands.

e Conmunity nenbers appreciate the sustainabl e use of
resources to inprove their quality of life. For exanple,
sone villagers are now enpl oyed and have access to
primary health as a direct result of benefits comng to
the comunity.
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ACORD worked with OCT conmunities to nmake them aware of
their rights and responsibilities. This process of enpowernent
and capacity building, enphasised on assisting OCT to inprove
its nanagenent systens, consultation processes,
accountability, sensitivity and responsiveness to the needs of
the general Trust's nenbership. ACORD is confident that its
interventions made the inpact.

OCT can now demand techni cal assistance from service
providers including ACORD and the Governnent. For exanple, the
comunities identified and initiated their own training needs.
After the community realised they needed to develop a
managenent plan for their concession areas they approached
ACORD to hel p them devel op a fundi ng proposal

The OCT constitution allows VICs to be established in the
five villages. Although VICs were appointed, their roles and
i mportance were not known, neither to the communities, nor to
the cormittees thenselves. As a result, VTCs renmai ned
ineffective. But after building their capacity, VICs becane
active and started chall enging Board and OCT managenent
deci sions and activities.

The comunities realised that they had power, and thus
began to question the decisions of the OCT Board as their
representatives. They discovered that other channels of
communi cation existed for themto air their grievances. For
i nstance, when OCT renewed its agreenent with the Joint
Venture Partner, the general menbership realised that the
Board, in deciding on the way forward, did not adequately
i nvol ve them so they | obbied for nore invol venent. The VTCs
sent a delegation to nmeet the District Comn ssioner for
Ngami | and to express their dissatisfaction on how the board
was runni ng OCkavango Comunity Trust. The main probl em
revol ved around the Board's decision to renew the current
Joint Venture agreenent with a safari operator, and the
Board's inability to consult the general nenbership. The
decision to renew the agreenent with the then Joint Venture
Partner conpletely disregarded the communities' wi sh to go for
open tender.

The District Comm ssioner, with a team of government
officials visited OCT area and held kgotla nmeetings in each of
the five OCT villages, at which the OCT board was strongly
criticised for failing to involve the general menbers in
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running the Trust. The nenbers felt the Board was insensitive
to the community's needs and that it served only the interests
of the joint venture partner.

By debating the tender issue, the conmunity al so
identified a nunber of problens that led to the situation.
Among them was the fact that OCT constitution did not
adequately express, or represent the interests of the
community, and that a managenent plan for the conmunity's
concessi on areas N&2/23 was non existent. This was a
potential source of conflict.

The confidence to approach the District Conm ssioner, and
the fact that the people could openly voice their problens
wi thout any fear indicated that they now felt they owned OCT,
contrary to the past when they felt it belonged to the Board.

Foll owi ng the conplaint by the community to the DC, the
matter was raised with the Mnister of Commerce 2and | ndustry
who wote a directive instructing OCT to opt for an open
tender. Because the Board of Trustees now knew their rights,
they used the constitution to argue against the Mnister's
deci sion. Their argunent was that as the board of trustees,
they had the legal right, as stipulated in the constitution,
to nmake deci sions on behalf of the conmunity. Based on this,
the Mnister withdrew her instruction

Al t hough the tendering did not take place as the
communi ty had wi shed, the debate created opportunities for the
comunity to discuss their trust and identify its weaknesses.
For the first time, the communities advocated for a new board
of trustees to be el ected because the current one did not
adequately represent their interests. They al so di scussed the
appropriateness of OCT constitution. Since nost of the OCT
menbers did not understand it, they discussed the need to nake
it nore representative.

Anot her exanple is the participation in devel oping the
managenent plan was i npressive. The consultants devel opi ng the
pl an indicated that comunity participation was hi gh. Large
nunbers attended the neetings called to discuss the plans and
have expressed their views on how they wi sh to manage the
resource. For instance, the people have already expressed
their wish to invite separate tenders for their two concession
areas. Initially these were advertised as one package. This
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nmeant that only one safari conpany could enter into a | ease
agreenent with OCT. Communities believe that inviting separate
tenders will attract nore bidders and |lead to increased
conmpetition and result in increased revenues fromthe | and.
The OCT communities do not only see the managenent plan as a
tool to guide the devel opment of natural resources activities,
but also as a nmeans of enhancing their bargaining edge in
negotiating deals with the private sector and other

organi sations. Advocating for these inprovenents is an

i ndication that the community now had a sense of direction on
how to devel op N&2 and 23 as their business ventures.

LESSONS LEARNED

Use of Participatory Methodol ogi es

Peopl e were not involved in setting up OCT, leading to a
nunber of problens that coul d have al together been avoi ded.
ACORD strongly believes in a people-centred approach towards
devel opnent, where people play the leading role, and

devel opnent agents only facilitate the community process. For
this reason, using participatory nethodologies is central to
our work as this ensures that project recipients develop a
sense of ownership of the process. This al so ensures

comm tnent, as beneficiaries are involved at every |evel of
proj ect devel opnment including project identification, design
and i npl ement ati on.

The PRAs that were done later in OCT villages assisted
the communities to identify their needs, opportunities and
constraints in the devel opment of a CBRNM project that would
contribute to inproving the livelihood of people. Strategies
to address the identified constraints were al so devel oped
t hrough the process.

Col | aboration with stakehol ders

Col | aborating with stakehol ders through continuous di al ogue
and consultation is crucial for commobn understanding in

proj ect developnent. It is inportant for building confidence,
which is often lacking in processes that involve nultiple
actors.

Col I aboration is also inportant for sharing resources and
skills transfer fromthe experts to the locals, or fell ow
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stakehol ders. Different actors have different expectations,
interests and mandates and, as such, it is inportant to
understand these variations in order to mnimse conflict and
m sunder st andi ng.

CBNRM i s dynami c

CBNRM i s a dynamic and | engthy process that needs patience and
dedication. It involves nmultiple actors and its success highly
depends on the active participation of all stakehol ders.

Since nost of the concepts used in CBNRM are new to the
communities, they may often seemto operate at a snail' s
pace. On the other hand, service providers, operating al one or
working jointly, work in predetermned tinme franmes, or on
deadlines determned their authorities or donors. This context
nmust be appreciated and well addressed by all parties if the
project is to succeed. ACORD has |l earned that a fine bal ance
has to be struck for the project to run snoothly, and the
interests of the parties involved served.

Communi ty needs and priorities

ACORD has |l earned that community needs and priorities are not
necessary synonynous. CBNRM assunes that comunity nenbers
interests and aspirations are the sane. The differences are
usual Iy defined al ong such factors as ethnicity, cultural
soci al, economic and religious affiliation. The OCT has four
mai n et hni c groups; the Bayei, Bakgal agadi, Basarwa and
Banbukushu. These groups are not always willing to work

t oget her.

Because of these differences in project devel opnment,
strategies for addressing constraints do not always conformto
one another. In nost cases the need to attain i medi ate
tangi bl e benefits exceeds |ong-term benefits resulting from
sust ai nabl e conservation of natural resources.

Vol untary work versus personal incentives

Al the staff on the Board of Trustees and the VICs is
voluntary and does so on part tinme basis. Rural people rely on
farming for their livelihood, and so, have busy and tiring
schedul es. More often than not, they have less tinme for
communi ty work. \When they do nake time for it, they naturally
expect sone form of incentive. The |lines between voluntary
wor k, personal profit and conmunity interests nust be clearly
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drawn fromthe onset. For instance, OCT board menbers are well
known for havi ng awarded t hensel ves hefty sitting all owances.
One needs to understand the history, the frustration, the tine
put in and the expectations raised around this CBNRM project
to understand the all owances issue. The voluntary, persona

and community lines were not clearly drawn fromthe onset.
Further nore the community nmenbers who had no previous
experience with a project such as theirs were not in a
position to appreciate that such a decision would hurt their
reputation and their budget.

CBNRM projects and joint venture arrangenents

Part of the rational e behind encouragi ng comrunities to
devel op joint venture business partnerships with the private
sector is that they woul d becone 'business partners' initially
and, ultimately, the community would take over the activities
once the necessary business skills have been devel oped. For
many CBO li ke OCT this has not happened. The inplenentation
framewor k does not provide guidelines on howthis is expected
to happen. Further no unit has been given the responsibility
for facilitating this skills devel opment aspect.

People living in controlled hunting areas have little or
no expertise on partnerships, contracts, managenent,
mar keting, tourism and business in general. It was assuned,
in the OCT case, which Mtcheletti Bates Safari Conpany woul d
teach its enployees how to run tourist- related business, with
a view of enmpowering themto take over in future. The m ssing
link was that no one was given the responsibility for
monitoring that this happens and setting the tinme franes
within which it was to happen

Until recently, people have not had the opportunity to
make managenent deci sions on using the resources found in
their areas. Managenent is an inportant el enment of CBNRM since
it inplies both opportunities and responsibilities and focuses
on devel opnent and sustainable utilisation for the benefit of
the community and for future generations.

Lack of strategies for equitable benefit distribution

Al t hough OCT generated sone noney fromits ventures, it had no
prior strategies on howto transfer the benefits equitably to
its conmunities. Their efforts in this direction were as a
result of the pressure conmunity expectations. The consequent
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pl ans then tended to be piece nmeal for an institution that
coul d have done so nuch better

Most of the noney earned was used for admnistration and
running costs in establishing the institution as a business.
They have an office, a fleet of vehicles, staff and other
office related operational activities with their corresponding
costs that they needed to cater for.

Efforts to distribute the funds were nmade by way of
al l ocating each village a fixed sum of noney that village
comm ttees could be applied for, to finance village
devel opnent projects. This did not happen as intended because
peopl e |l acked the skills and capacity to plan and i npl enent
‘““large’’ scale projects. ACORD sees the need to work with and
support the institution to enable themto effectively
undert ake the task.

Mul tiple village versus single village approach
Initiating and inplenmenting a CBNRM proj ect where resources
are allocated to nore than one village is challenging. In this
scenario there are often groups of people with different

et hni ¢ backgrounds, diverse interests, different ways of

i nterpreting and approaching issues. This in itself has got

i nherent conflicts, which may del ay the process. For exanpl e,
peopl e of one village may believe that they are not getting
equal enpl oynment opportunities |ike people from anot her
village, or that they are not equally represented in the

| eadership structures. This issue has, and still is attracting
much attention in Okavango Community Trust.

Hi gh staff turnover

Staff turn over is an inportant issue for a growi ng CBO such
as the OCT. As an institutions capacity is being built so is
the capacity and skills of the individuals involved. If these
i ndi vidual s decide to | eave the organi sation they take what
they have learnt with them The few successes that have been
gained in this area have been | ost by way of people |eaving
the CBO and/or the villages for nore permanent and fornal jobs
and various other reasons. OCT, like many other CBGCs and NGOs
does not conpete well on the staff renmuneration front, so
people will readily | eave when they are offered better
packages.
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Particularly crippling has been the departure of the
under st udy general manager(s). The current manager is not from
any of the villages. he was enpl oyed by OCT but paid by the
busi ness partner (MBS) as a gesture of business skill support.
Thi s arrangenment was neant to only |ast one year while the
trust got organi sed and trai ned or enployed one of their own
to run the business. Four years later the first manager is
still in post and OCT has enpl oyed a new under study nanager
because the first one left.

Anot her dimension to the turn over issue is that of
office tenure. Board nmenbers and the VICs are elected to a
two-year office term Because there is no mechani sm for
passing on skills this neans that every two years capacity
building efforts will begin fromscratch

CONCLUSI ON

Bot swana's CBNRM i nvol ves a nul ti - st akehol der approach. That
is, different players, nanely governnent departnments, CBGs,
NGCs, donors, and the private sector have roles to play.
Communi cati on and col | aborati on between them are essenti al
conponents for the success of CBNRM

It is equally inportant for stakeholders to strive to
understand the needs and interests of one another, as well as
their operating paraneters. Tine frames, operating schedul es,
and expectations of different stakeholders, if not properly
addressed, coul d inpact negatively on project devel opnent and
i mpl erent ati on.

ACORD recommends involving communities in projects right
fromthe start. This generates interest and ensures nmaxi num
partici pation, transparency accountability and, above all,
breeds success; this could have been the story of OCT if the
right procedures were followed. Still all is not lost. The
determ nati on shown by the active OCT representati ves and now
the communities, by the various NGOs and supporting governnent
departnments as well as the good will shown by the business
partner (MBS), indicates that there is still something worth
stayi ng and persevering for. Everybody involved has a stake in
ensuring that the project works and that is why it is en route
to achieving it’s goal.
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