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1.0 Executive Summary

The CARE Development Through Conservation (DTC) Project is now in Year Three of its second phase of
implementation. Phase | was implemented by CARE under a sub-contract with the World Wildlife Fund's
(WWF) Impenatrable Forest Conservation Project (IFCP) funded under an AID/Washington ‘Biodivars ty"
grant. Fhase I of DTC has been fundad by USAID/Uganda.

The "final goal" {goal) of the DTC Project is "to coniribuite to the conservation of Bwindi and Mgahinga Foreats
and to improve the natural resource based economic security of 9,600 farm families in the surroundng
farmland by 1986." The "intermediate gozls" (objectives) of the Project zre to:

. Work with the Government of Uganda (GOU) to carty out coordinated resource planning
around Bwindi and Mgahinga.

. Assist the GOU to implement natural resource conservation around Bwindi and Mgahinga.

. Help 9,600 farm families around Mgahinga and Bwindi change conservation atiituces
regarding farms and forests.

. Help farmers and the GOU to increase sustainable production of goods and sepvices from
forests and farmland.

The underlying premise of the Project *is that forests and farmers can exist side by side if the causas of
declining farm productivity are addressed and forests are brought under sustainable management.”

The most important element in Project implementation has been the complex task of trying to integrate
protected area conservation with community development, as enshrined in both th2 Project’s problem
statement (and underlying premise) and in its goals. Phase Il of the Project, as well as the first phase, was
viewed by Project designers as an innovative atiempt, a set of pilot activities, designed to address thess
issues.

Project implementation has been complicated by the difficult geographic setling around the two forests {now
gazetted as "national parks"), by the diverse farming systems in the area, by the heterogenous population
in the area, by the numerous interested parties and players in protected area conservation, by the civil strife
in neighboring Rwanda, and by an ever-changing set of institutions and agencies with which the Project
works. The Project’s counterpart agencies have changed over the past two years at both a national and a
local level. Project implementation has been further complicated by numerous changes in CARE/DTC
management over the past three years.

Otherfactors have played a prominent rele affecting Project implementation. These inciuda the GOU’s moves
towards decentralized planning and development, the creation of the Global Environmen! racility’s "ligahinga

'. pre "Project Paper", n. 14.



and Bwindi in:penetrable Forest Conservation Trust" (MBIFCT), the onset of tourism (with its potential for
local revenue-generation), and the avoiution of the concept of park "multiple use”, among others.

The Project stands at a critical juncture in i's implementation cycle. Project management has been markedly
strengthened and improved over the past year. Project relations with counterpart agencies, ecpecidlly at a
local level, have also improved consideratly over the past year. The Project has evoived from essentially a
conservation education project, focusing on sensitizing park neighbors to the impoiiance of the two narks
(during its first phase), to a community development project with a primary focus on improving on-farm
agriculture, scii conservation and agro-forestry.

The Project is now a hybrid "integrated conservation and development" project which is working to nelp
ccmmunities develop, to assist the Uganda National Parks (UNP), communities and othar agencies to develop
sound park management plans, andto enzble communities to realize more benefits from the two parks than
they have been able to realize since the parks’ creation.

The present situation provides both epportunities and risks for CARE/DTC. The most important opportunity
is that the Project can actually facilitate development through conservation by providing & erucial, meaningful
interface betwsen the two parks and the surrounding communities. The most important risk facing the Project
rests with the possibility that park managerment may not evolve with a strong enough community focus. This
runs the very real risk of jeopardizing DTC's efforts to demonstrate tangible benefits to local communities from

- the parks in such fields as multiple use of forest products, and benefits from tourism and GEF Trust revenuas.

Insufficient community support also risks identifying DTC with the less "friendly" aspects of park man agement,
particularly with enforcement.

The Evaluation Team believes that BTC's community development package (outside th= parks) is essentially
sound and that, with improvements, it will meet the project’s development goals. The Team's major
recommendations for improving DTC's out-of-park development activities are to adapt extansion and training
messages more to the prevailing diverse environment found around the two parks. That is, extensicn and
training should be more adaptive and needs-driven. The Project is already moving in these directions, and
DTC should be encouraged to develop a iore neads-driven approach.

The Evaluation Team also believes ihat DTC has gone far towards meeting the conservaiion objectives set
out in the Project Paper, paricularly with regard to research, educating communitiss on the vaiue of the
parks, and setting the stage for communitiss to participate in shaiing *benefits" from tha parks (varticularly
multiple-use). lmprovements can be made, but not without concomitant improvements in park management,
and improvements in park relations and in‘eractions with surrounding communities.

The major challenge faced by the Prject is that massages from the Mgahinga and Bwindi protacted areas
have changed twice in as many years. The status of these two protected areas, and people’s access to them,
has changed from that of *forest reserves®, in which extraclive utilization was permitted (and in which most
members of tha communities around the two areas participated in sorne form of foress nroduct extraction)
to complete alienation from the two areas following gazattement of the Mgahinga Gorilla National Park and
the Bwindi Impenetrable National Park.

(3]
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In the present case (as national parks), communities are completely excluded fror extractive use of park
resources. DTC is pioneering, with UNP and other key players, organizing communities o extract a limitad
amount of products from Bwindi Impenetrable National Park (BINP). This is viswed by communities very
positively; many members consider DTG their entry point back into the parks. Shouid DTC not be akls to
deliver on such expectations (or not marage them effectively), DTC could lose credibility with communities
and other parties (eg, UNP).

In contrast to the positive opportunities at BINP, the cass of Mgahinga Gorilla National Park vividly
demonstrates the danger in a multiple use approach for DTC if park management will not accept and
accommodate such an approach. In the case of Mgahinga, families have heen relozated from the park,
people have been denied access fo the park and especially its essantial water rasources, and park-
community relations have suffered accordingly. UNP staff working with DTG have been harasced by an
increasingly alienated community, and DTC's very credibility as an "advocale” for people’s development is
being called into question by community members. If this process continues, DTC will either have o coase
its community work around Mgahinga, or it will further lose the credibility and capahility necessary to meet
Project objectives.

Mgahinga provides an important lesson to DTC (and other conservation development projects) insofar as it
demonstrates that no matter how well a project can work to address the development nseds of a community
around (outside) a protacted area, these efforts will be thwarted unless park management is improved and

- park managers become partners in the communities’ development. There is real potential that, unless park

management is supported and strengthened in this vein at BINP, DTC will lose credibility and leverage with
the communities it has worked so hard to assist over the past six years.

14 Summary of Recommendations

The above issues are explored fusther in this Evaluation Report, However, the Evaliztion Team's primary
recommendations can be summarized as follows:

’ Development (out-of-pars) activities should be more needs- and demand-driven, reflecting
the diversity of the area and peoples around the parks. Development suppoert needs to
evolve and adapt to thes needs, and results need to be menitored continuously to provide
DTC staff and communities with true indicators of progress.

. DTC must work closely with MGNP and BINP park management to strangthen comnmunity-
park interfaces, to enable people to realize more tangible benafits from the parks, 1o rasolve
conflicts in a non-confron:ational and constructive manner, and to develop a true partnership
between the parks and surrounding communities. The DTC Project should provide diract
technical, iegistical and oiher assistance to the UNP to improva management capabilities (in
the broadest sense) and to strengthen park-pzople relations, The Team vigws ihis as an
urgent priority.

The Evaluation Team believes DTC has the skills, the goodwill, the initiative and the framework to achieve

¥y

the above results. The Team’s recommendations are intended to provide DTC, USAID. the GOU and sil-er
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interested parties with a framewark to move further in these directions. In brief, the Evalualion Team views
DTC's progress to date as positive, but believes it can be improved. Continuity in management, a clearer
vision cf the Project’s objectives (outputs and inputs required), more support for UNP vark management, and
improved monitering and evaluation of Project interventions will, in the Team’s view, |3ad to much wider and
more positive Project impact.

The Team telieves the remaining two ard a half years provide DTC with the opportunity to "fine tune" its
approaches, to experiment further with new approaches, and tc test the assumptions set out in the Project
Paper. This process should be iterative and should be clesely monitored and, where proven usefi,
implemented. The Team views the Project, and the activities it is picneering, as a lonc-term effort.

If DTC is able to develop a more adaptive, needs-driven approach to its developrment and conservation
programs, then, the Evaluation Team strongly recommends CARE, USAID and the GOU consider designing
a third phase of the Project. This implies that the Project’s progress be carefully examined and reviewed by
the end of the fourth year of the current Project with an eye towards recommending whether or not to extend
the Project. If it is recommendied at that stage to proceed with a third phase, then, design of Phase li! should
be undertaken.

2.0 Evaluation Methodology

A six person team carried out the *mid-term evaluation” of Phase I! ofthe Development Through Conservation
(BTC) Project between the 18th and the 30th of July 1993. Tha Evaluation broadly followed the Terms of
Reference presented to the Team by CARE/Uganda and USAID/Kampala (Annex 1). The Evaluation Team
was comprised of Mike Bess (Team Leader and Community Conservation Advisor), Joy Tukahirwa
(Community Development Specialisi), Peter Trenchard (Conseivation Managerent Specialist), David Hughes

(Agronomist), J. R. Kamugisha {Forestry and Rural Development Specialist), and Richard Peliek (Agro-
forester and Soil Conservation Specialist).

The Evaluation Team met with key indivicuals at a nationat and local level (Annex 2). Mumerous interviews
were conducted with CARE/CTC field staff, with farmers, with other GOU extensionists, with District
authorities and with other individuals. Extensive discussions were also carried out with USAID/Kampala and
CARE/Uganda. DTC’s wide documentation and materials from other key agencies and individuals were widely
utilized by the Team (Annex 3).

Most field interviews followed the format set out in Annax 4. In addition, the Evaluation Team wes fortunate
to be able to work with, and draw upon, the work of two external reviewers who were contracted by DTC to
carry out independent "focus group” interviews in fourteen communities around MGNP and BINP.2 Members
of the Evaluation Team were able to spend several days with these reviewers during their field intersiawe,
and to benefit rom their analyses and recommendations.

2. HNs Apophia Atukunda and Ms Olive Xyampirs.
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CARE/DTC staff, USAID/Kampala personnel and many other individuals and agencies provided the
Evaluation Team with both logistical support, and with invaluable guidance and assistance during the course
of the Evaluation. The Team is very grateful for all the assistance and tme providad oy the many partics
cencerned with DTC Froject implementation.

3.0 Recommendations

A number of recommendations are contained in this Evaluation Report. The folioving sets out tha key
recommendations in major categories. Section 3.1 briefly summarizes the recommendations, while Section
3.2 repeats the recommendations with full explanation. The context and rationale behind the
recommendations are found in subsequent sections of the Report.

31 Summary of Recommendations

3.1.1  General Recommendaiions

° Establish Coordination Committee: Establish a Project Coordination Commities, comprised of key
players, including GOU agencies, to meet reqularly to discuss project issues.

o Resolve MGNP-People Conflicts: USAID/Kampala and concemed GOU ager.cies should carefully

examine the current park-community situation in and around Mgahinga Gorilia National Park and
devise a plan of action to resolve those conflicts.

' Assess [mpact of Relocation: An assessment of the impact on approximately 200 families recently
relocated from MGNP by GOU should be undertaken, and a plan of action (if necessary) devised.

. Batwa Around MGNP and BINP: The condition cf the Batwa pecple around }43ahinga and Bwindi
should be examined as scon as possible; immediate humanitarian needs should be addressed and
long-term solutions sought.

: Revise DTC’s Operational Plan: Key players, including relevant GOU agencias, should review the
recommendations in this Evaluation Report and determine the optimal strategy for implementing the
remainder of the Project. The Project’s objectives should be reexamined to determine the inputs
necessary to achieve the desired outputs.

. Taitor Project Activities to Community Needs: Extension, training, and other componants of Project
implementation should be tailored mere to the specific needs (as well as agro-ecological,
envirenmental, ethnic, ete. contexts) of the communitias in which DTC is operating.

()

1.2 Specific Recommendations: Park Conservation and Management

. Participatory Park Management: DTC should continue 1o take a leading role to encourage
participatory park management.
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strencthen BINP Management: The DTC Project should work closely with the BINP managemant

to support and help improve overall park management and set up a working community conservation
i 3 p g p g Yy

prograim.

DTC Support to Mgahinga Park Management: DTC should take a more pro-active approach vis-a-vis
parkmanagement in Mgahinga (including liaising with UNP Headouaiters in Kampala, USAID, district
officials, etc).

Dissemination of Research: DTC should use the proposed "Project Coordination Committee” to
present reports, evaluations, and proposed activities to all GOU parties conczmed with the Project.

Technical Advisor: DTC should hire a park manager to act as technical advisar to the Warden-in-
Charge at BINP (see 3.1.2, Section 5, and Annex 5).

Park Research Plan: DTC should assist UNP, in coordination with ITFC and 1GCP, in developing a

comprehensive research plan that addresses park management needs at BINP,

Reduce Other Protected Areas Suppoit: The Evaluation Team recommends ihat DTC should not

continue with plans for active management of Echuya Forest Reserve.

Speciiic Recommendations: Women in Development

CEA Gender Sensitization: CizAs should be trained and educated in the importence of women ir: the
rural economy.

ire More Women Extension Agents: DTC should try, where possible, to recruit more women as
CEAs and other Project extensionists.

Attention to Impact on Women: D'TC interventions, to the exteni possible, should ameliorate lahor
requirements for women and should improve their positions regarding the household economy.

Encourage and Work with Women's Groups: The Project should take advantage of the relatively high
level of group mobilization of wornen in the Preject area.

Housenold Energy: DTC siould continue its current pilot afforts in household energy management
and conservation.

itention to Indigenous Knowledas and Practices: The Project should incorporate wemen's existing
xnowledge cf indigenous agricultural practices into extension, se as to maks =xension and training
more relevant and acceptable to women,

Specific Recemmendations: Training

Trainina Officer for RGD: DTC should employ atraining officer in the Rural Development Department

)
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(RDD).

More Focus on Local Training: DTC should undertake cornmurity training in local centers, making
training more accessible to target groups.

Expand Use of PRA: DTC should ensure that trainers are trained in and familiar with particinatory
rural appraisal (PRA) techniques. These techniques should be employed on a pilot basis, espacially
in the Project’s extension program.

Continue the Newsletter: Tize D7C Project "Newsletisr" is a valuabls extension tool: it should be
continued and expanded.

Test and Refine Various Extension Tools: The Project should continue testing and refining extension
tools, and attempt more adaptive approaches on a pilot basis in different zones.

Specific Recommendations: Extension

Improve Operational Precedures and Reperting: Reporting lines should be changed; reporting and
supervision should be undertaken by DTC Field Officers.

Creatz Development Manager Position: The project should recruit a "Rural Gevelopment Manager"
to coordinate all development acdlivities outside the parks.

Redeploy GOU Officers: GOU officers should be redeployed as "consultanis” 1o the Project rather
than Project "line Personnel. They sheuld be enlisted by the Project on a pilot basis to assist with
more needs-driven interventions.

Conduct Needs Assessments: Utilizing PRA methods, a needs assessment should be undertaken
to determine community prierities.

Field Evaluation and Feedback: Using a simple, clearly-understood framework, farmers should be
encouraged to evaluate Preject-promoted interventions and recommend imeravements.

Central Nurseries: More central rurseries should be established on a trial besis.

Study Traditional Sail Conservation Methods: More careful study should be undertaken of tradiiional
soil conservation and soil fertility improvement methods.

Adaptive !nterventions: The Evaluation Team believes that several interventions show promise and
should be promoted on the basis of the participatory, needs-driven approach <at out in this fenor.
These should include:

. Improving production of major agriculiural crops
' Improving soil fertility
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' Improving vegetable production

' Promoting indigenous trees on-farm
. Promoting bamboo on-farm
. Promating improved household energy management

Specific Recommendations: Monitoring and Evaluation (M&E)

Enhance Monitoring and Evaluation: M&E need to he strengthened and broadened to provide DTC
management with feedback and indicators regarding Project effectiveness. M&FE should cover all
major aspects of the Project, including extension, educaticn, training, mulinle use, and resource
management, among others.

Incorporate M&E in CARE PIRs: CARE Project Implementation Peperts (PIRs) should incorporate
the monitoring and evaluation information developed for each Pioject component.

Follow USAID Guidelines on M&E: DTC should assist USAID in develcping Monitoring and
Evaluation guidelines and, once established, follow them. In addition, DTC should engage in dialogue
with USAID regarding USAID expectations in MAE and Assessment of Piogram Impact (API)
reporting.

Review Soil Conservation Approaches: There should be a detailed review of the soil conservation
approaches which are promoted through the Education Center and extended through CEAs and the
Extension Division.

Gender: Future reporting of project activities and accomplishments should include disaggregation of
data by gender where appropriate.
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3.2 Expanded Recommendations and Conclusions

3.21 General Recommendations

3.2.1.1 Project Coordination Committee

A Project "cocrdination committee® should be set up in Kampala where CARE/Uganda, USAID/Kampala, and
key Govermnment of Uganda (GOU) representatives, including the Ministry of Planning and Economic
Development, the Uganda National Parks, the Forest Department and the Ministry of Environment should
rmeet regularly to discuss Project progress and key issues arising in the course of Projact implementation.
This coordination committee should meet on a six-monthly (biannual) basis. Relevant reports (e.q., progress
reports, management plans, rescarch reports) should be made available to all members prior to these
meetings. Projact progress, implementation issues, and coordination with various agencies should be major
items on the agenda.

3.2.1.2 Resolve MGNP-Peopie Conflicts

USAID/Kampala and concerned GOU agencies should carefully examine the current park-community situation
in and around Mgahinga Gorilia National Park. Tensions around MGNP are very high ai present due to

 relocation of households from the Park (and compensation paid to househoids who relocated from MGNP),

and MGNP management’s approach to community relations (including severely limiting people’s access to
water resources in the area vacated). USAID assisted the GOU to relocate over 200 families from MGNP.
ltis very important for USAID fo follow-up on this exercise to determine its impact. Park relations have
major implications not only on DTC but also on USAID's and other donors’ credibility in MGNP and other
protected areas receiving conor support.

3.2.1.3 Batwa Around MGNP and BINP

The Batwa arcund Mgahinga Gorilla Na:ional Park and Bwindi Impenetrable National Park have been
marginalized over the years by the alienation of their principle economic resource (the forest). Their plight
today, if only for humanitarian reasons, is serious as they are generally landless. Lacking access to forest
resources, and having few, if any, means for agricultural production, the Batwa around these two parke are
suffering from a number of problems. In the past, locallandowners would allow the essanlially nomadic Batwa
to reside temporarily (generally for several months) before the Batwa then moved on through the forest. The
Batwa are now excluded from the forest (the parks) and neighboring pecple have expslied many Batwa from
their lands.

The Evaluaticn Team understands that USAID has earmarked funds under the Action Plan for ihe
Environment (APE) Project for studying the Batwa siluation in Uganda. The Team recomimends that the
condition of the Batwa around Mgahinga and Bwindi be examinad as soon as pessible with an eye toward
addressing their immediate humanitarian needs, and with the further objective of determining what, if
anything, can be done in the longer terra 1o enable the Batwa to benefit from the two paiks.



to monitor mcre closely park-people interactions, and to help the BINP develop a unified management
program which is censistent with its community message.

This is important bacause cf the rapid evelution of community conservation in the Park (and the need for Park
mcnagement 1o be able to deal with these issues), and the fact that, al present, nc other agency is in a
position to provide this support. Such support should include logistical and technical assistance, and suppoert
to UNP stalf working in the Park.

3.2.2.3 DTC Support to hMgahinga Park Management

DTC should take a mors pro-active approach vis-a-vis park management in Mgahinga (including liaising with
UNP Headquarters in Kampala, USAID, district officials, etc). Issues such as fencing and access to water
have created antagonistic relations between Park management and surrounding comrnunities. Rather than
withdraw from MGNP because of these problems, DTC, in conjunction with UNP, USAID and cthers, should
assist Park management in developing a more participatory approach. Only through improved pecpla-Park
relations will the conservation message of the Project be realized.

3.2.2.4 Diszemination of Research

The DTC Project has carried out some excellent work on such issues as ethnobotany and multiple use of

park rescurces. The Team recommends that DTC use the proposed "Project Coordination Committes” to
present these reperts to all GOU parties concerned with the Project. Moreaver, many other groups ars
interested in DTC’s applied research. This material, and future work, should be disseminated to as wide an
audience as possible.

3.2.2.5 Techpical Advisor

DTC should fire a park manager to act as technical advisor to the Warden-in-Charge at BINP (see Section

5 and Annex 5). The Technical Advisor should assist park management to adopt an adaptive managsment

approach o test various hypotheses, particular with regard to multiple use, community conservation

educat‘on ard cther benefit-sharing (s.g., fourism revenuss, GEF Trust). The Technical Advisor should also
ssist the UNP to establish a unified park management structure in Bwindi.

3.2.2.6 Park flesearch Plan

DTC should assist UNP, in coordination with ITFC and IGCP, to davelop a comprehensive ressarch plen that
addresses par'c management needs at BINP.

2.2.7 Feduss Qiher Protected Areas Support
The Evaluatior: Team recommends that DTC should not continue with plans for active managemant ofEch'"

Forest Reservz, bt should continue to concentrate on Bwindi and Mgahinga. However, D7C should play a
informal role ir: prometing sound resource management in areas such as Echuya and Miuga Forest Reserves,

That is, the Project should help local government and other GOU agencies wherever nossible, and withou

1
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detracting from the essential focus on Bwindi and Mgahinga, in the field of improved management in thase
other protectad areas.

3.2.3  Specific Rezommendations: Woman in Developrent

3.2.3.1 CEA CGender Sensiiization

CEAs should be (rained and educated in the importance of women in the rural econaoimy. They should alen
be encouraged to develop site-specific responses which improve womens’ ecor.omic and social status, rather
ihan add to their workload. '

3.2.3.2 Hire More Woman Extension Ajants

DTC should try, where possible, 1o recruit more woinen as CEAs and other axtensicnists. At a minimuin,
] . . . .
there should b more training of CEAS or womens’ issuas and means to enlict their supoort,

3.2.3.3 Aitention to impact on Women

DTC Project parsonnel should pay close atiention to the potential impact of any Project-promoted intervention
which could affect wemen. To the extent possible, inteiventions should areliorate lhor requirements for

women and sheuld improve their positions regarding the household economy.

3.2.3.4 Encourage and Work with Women’s Groups

The Project chould take advantage of the relatively high level of mobilization of women in the area. It should
promote activities which groups can undertake. It should use groups more as mechanisme for exdanding
Project messages, including concervation (soil, energy, etc.). Not only should the Proisct work more with
groups, but it should also assist them in sush areas as management. The role of CEAs as "facilitators” should
be improved, particularly in light of revenue-sharing and the GEF Trust wheraby groups will have access to
funds for development.

3.2.3.5 Household Energy

UTC sheuld continue its current pilot efforts in household energy management and ccriservation. This is an
area of particular relevance to DTC and is one that is natural in DTC's conservation and development
approach. DTC should do more testing of the modified three-stona fire technology before extending it as a
proven technclogy. In particular, there should be some recommended mixture of clay and sand to prevent
cracking.

22.3.6 Altention to indigencus Knowledge and Practices
Many women in the area continue to practice indigenous agriculturai activities, ranging from crops io soil

conservation. The Project should examing these areas mora closely so as ¢ incorporate existing knowledge
inio extension, and to make exiension anc training more relevant and acceptable to woman,



3.2.4 Specific Becommendations: Training

3.2.4.1 Training Officer for RDD

CTC should employ a training officer ia the Rural Developrent Department. This viil be cruciai to Project
success, given the importance of training in the Project, and given the increased emphasis the Evaluation
Team suggests be placed on decentralized training.

3.2.4.2 Mcre Focus on Local Training

DTC should undertake community training in local centers, making training more acesssible to targel groups
(especially wornen) than is possible under the current, more ceniralized training approach. This implies lass
emphasis on resident training at tkumbz and Ruhija, and more training through cenlers (e.g., churches,
schocls, sub-county offices, etc.) in more dispersed arcas.

3.2.4.3 Expand Use of PRA

ft is recommended that within 12 months, a pilot Participatory Rural Appraisal (PRA) intervention be
established in six parishes (one in each zone) in the Project area. These methods should be intreduced and
tested in the Project’s extension program. If the approaches prove successful, then PRA can and should ba
- expanded to cover all Project extension activities.

The DTC Project should ensure that trainers are frained in, and are fully familiar with, (PRA) technigues. This
reinforces the Evaluation Team’s findings, and those expressed by DTC management and fiald parsonnel,
that Project field staff need to work more closely with communities to help the communities dafine their own
needs and their own solutions to those needs.

PRA could be used to design, initiate and test new extension approaches, as well as to cany out needs
assessments. Helping communities to pricritize their needs is essential in an area as complex as that covered
by DTC. In adcition, helping communities address those needs is essential to guarantec both Project success
as well as improving communities' socio-economic well-being. As with adaptive extension techniques, the
Evaluation Team recommend this be tried on a pilot basis (e.g., starting in pilot areas, with key CEAs in, say,
one parish in each of the Project’s six zones) 1o test the approach and gauge its impact.

The Evaluation: Team cautions against wholesale adoption of PRA (and other adaptive extension techniques)
because such a change in approach (on a large-scale) runs the risk of sending conlicting messageas to
extensionists and to communities. Again, the Evaluation Team stresses DTC’s pilot and experimental nature
as an integrated conservation development project, and encourages Project management to continue to
innovate and adopt innovations into the overall approach, if thesa prove succassful.

3.24.4 Continyathe !

owsletter

e

It is recommended that the DTC Project 'Newsleiter" should be continued. This is a usaful extension tool
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which can have even more impact than at present if it incorporates information about afl major coniponants
of the Project (including training, conservation/park managemeit, and conservatior education) as wel as
extension.

3.2.4.5 Tesiing and Refining Varicus Extencisn Tools

The Project should continue testing and refining extension taols. Given the variety of rarming systems found
in the area, the varied agro-ecological zones, and the heteroganous nature of communities around the two
parks, an "adaptive" extension approach should be adopted. Closer examination of possibilities to work with
established groups {e.g., churches, womens’ groups, farmers associations, other groups) sheuld be
undertaken in this adaptive approach.

i {
a pilot basis in different zones (e.g., pernaps one revised extension package in one parish of sach of the
Project’s six zones) to test the effectiveness of adaptive extension. This will require examining the "Baseline
Survey", Project experience to date, other available information, and developing simple information bases in
each area by which to measure progress.

3.25 Epecific Recommendations: Extension

- 3.2.5.1 Improve Operational Procedures and Repoiiing

There should be changes in the repcrting lines for Project extension staff. It is recornmended that both
reporting and supervision be undertaken by the DTC Field Officers. In addition, support and sup=rvision
system for CEAs be altered and that the extensicn component of the Froject be strengthenad.

CEAs currently report to the Field Officers, but are supervised by GOU staff. There is na diract reporting line
between the GOU agent and the Field Officers, who currently indirectly administer up te 13 CEAs.

To streamline reporting and to increase accountability, it is suggested that the Project employ one Field
Officer for each zone and that these field officers directly supervise the CEAs. It is accepted that these staff
positions would continue to require technical assistance and that this wou'd continue to be provided by the
GOU. However, it is recommended that these GOU staff be consulted as neaded and that allowances be paid
based on their performance. For example, the Project Field Officers could hold bimonthly or quarterly
meetings at a sub-county level with relevant GOU personnel (agriculture, forestry, education, health) and
CEAs from the relevant parishes. The technical assistance requirements for the nex: period could be planned
and agreed upon, and GOUs employed and sunported as "consultants” to fit the plan.

Such an approach provides the opportunity for the Project to broaden ihe technical bass of GOU contants
to provide quality technical assistance to the Project on an as-needed basis. It also should ensure greater
accountability. Moreover, this could fit well with, and even support, Government's movements lowards
decentralized planning.

However, the Cvaluation Teamrealizes that this approach reprasants a major departurz from previous Projact
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extension methods. It is untested, and it could prove unwieldy and difficult to monitor. Morscvar, i does nct
fit with traditional patterns for linking with Government field staff. Therefore, the Team suggests that a piloi
program using this proposed methodolagy be tried and evaluated in several parishics {perhaps one in each
ofthe Projact's six zenes). If successful, this appreach could be broadened to other parts of the Froject area.

In practice, the Field Gfficers would repeit to a Field Coordinator who wouid becorne part of a devziopment
group headed by a newly-created position termed "Developiment Manager". Within this group, but supporting
the initiatives cf the extension agents, would be the agronomist (who would additionally have responsibility
for PRA and aspects of Project monitoring), a Training Goordinator (with responsiliility for development of
extension messages and the newsletter), and aWomens Group Development Coordinator (with responsibility
for rural energy).

There will b greater coordination of training and extensicn functions, with the training department having
specific responsihility for developing training moduies for CEAs. This will be an additional task to their engoing
cperation of the training center at {kuraba.

As intervenlions are developed, a monitoring and evaluation system, to monitor the effect and impact of an
interventicn, should be established. The Development Manager would work with each of the Coordina'ors
to set out a simple framework for primary information needs for monitoring and evaluation. Field Officers
would alsc be invelved in setting this framework. Then, CEAs would have the piimary responsinility for
coltecting most «f the basic data, although they would be supported as needed by the Monitoring and
Evaluation tzam. Information collected would provide the Project with a good gauge of the Project’s impact,
and would be easily updated and analyzed.

3.2.5.2 Create Rurai Development Manager Position.

The Project should recruit a "Rural Development Manager" o coordinate all development activities outside
the parks.

3.2.5.3 Redeploy GOU Officers

The GOU slaff should be redeployed as "censultants' to the Project, rather than Projact “fine" nerconnel,
GOU officers should be enlisted by the Project, when necessary, to assist with irnplementation and more
| ;

needs-driven interventions.

Froject Field Officers, GOU officers at a Listrict and County level tperhaps even at a Sub-Couniy level), and
CEAs should sit together periodically (e.g, every two months or every quarter) fo work out the requirsments
for GOU inpitt in Project implementation.

This would enable the Project to enlist GOU support on a more discrete, demand-driven basis. It would move
the Project away from the present situation in which specialized GCU officers (e.g., forestry) are overseeing
DTC field staif in areas outside their specially {e.q., agriculture). It would also suprort the GOY's moves
towards decenlralized local planning.



However, the Evaluation Team recommands this te tried on a pilot basis in, say, w0 of the Projec’s six
zones 1o determing whether or not the concept is workable, whather o notit fits in vith GOU requiremenis,
personnel and other rescurce avalizbifity, and whether or not it responds 1o local tapocially CEAY needs,

i t

3.2.5.4 Condudet Needs Assessments

Utilizing PRA methods, Meeds Assessments should be undertalcen to deterrmine community priorities. Based
on the resuits, Project implementation should be tailored more to the specific needs (a5 weil as agro-
ecological, environmental, cultural, efc) of the communities ir which DTC is operating,

One of the censequencas of this more needs-orisnied approsch is thet communities may idantil fy neceds as
higher priority than those currently within the Project’s mandate {eg, roads, education, heali N, The
implications of adopting this approach may lead the Project to iaise more closely with other agencias involved

in these fields, or programs which will be able to address these needs.
3.25.5 Field Evaluation and Feedhack

Farmers should be encouraged to evaluate Project-promoted interventions 2nd recommend how these

be improved. This type of approach will result in Project-supported activiiss which are maore 1o e.f 1t to
farmers, and wili result in rore sustainahility than interventions designad for a wider, generalized aur :
The Evaluation Team believes that most of the elements necessary to carry out steh avaluslion, mon'zormg
and feedback are presently availabls within the Project. Project personnel are aware of the need for, and in
most instances, capable of incorporating feedback into their extension. The Evaluction Team believes that
the major task facing DTC s primarily to incorporate this within a simple, disarly-urdsrstood frameviork.
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3.2.5.6 Cenlral Hurseries

The Evaluation Team recommends that more central nurseries should be established. Thic is not, howeaver,
a recommendation for develoning large-scale traditional nurseries (i.e., with large persennel and cther input
requirements). Rather, it is suggestad that the Project develop mora medium-sized nuraeries, narticularly with
groups {in line with the recommendations for decentralized training) or individuals that wil provide better
demonstration of agro-forestry techniques, a wider variety of scedlings for outplanting ta neighboring farmers
and groups, and a wider variety of indigencus trees.

The emphasis on individual CEA nurseries should be reduced (again, without sending conflicting messages
to CEAs). As vith other recommendations set out in this Evalustion Report, these should he established en
a pilot, trial basis. A wider variety of tres species should be available at these central nurszries than are
currently foundt in individual nurseries, with more emphasis on promoting indigenous trass. Central ninseries
can, and perhaps should, be set up during this pilet phase in conjunction with decentrzlized training canters.

As pari of the needs assessment, wood d2mand should be further identified. Out-of-forest wood substitution
is one ofthe Project’s objectives. Thercfore, the Project should encourage the developmant of grous <r parish
nurseries in areas with wood deficits. This could be tried on a pilot basis in, say, each of the gix Frojzct
zones, perhaps in line with decentralized training areas.
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The Evaluation Team does not recomimend the establishment of exnensive, large nurseries. Rather, the Team
racommends that mors centralized nurseries, with wider varicties of trees to meat a wider range of demand,
be encouraged in the Project area. Sites for thece nurseries and their management structures shoulc be
cetermined in consultation with communities and groups. Ths Project should advice on technical delails
relating to eile selection.

Nurseries shotld generally be established by group initiztive, alihough individual larger-ccale nurserics should
also be encouraged. The Project should previde initial material and technical suppoit, but it should also
encourage nurseries as income-generating activities. Trees can be sold to other members of the parish (as
Is the case with come Church of Uganda nurseries in the Project area).

While it is accepted that some people may not be able to afford to buy trees, there ara alreadly many group
nurseries selling seedlings (again, some Church of Uganda-supported greups). Free disiribution from Project
nurseries would underming these existing activities. Therefore, Project-sunported nursaries should take thare
features into account and not undercut other forestry activities.

3.2.5.7 Study of Traditional Soil Conservation Methods

More careful study should be undertaken of traditional soil conservation and soil fertility irmprovemant
methods. Many farmers and communities in the Project area have practiced soil conservation for decades,
and many farmers who are not currently participating actively in the DTC Project continue to practice solil
conservation. The Evaluation Team and other ohservers believa that lessons could be learned regarding such
issues as what motivates farmers to practice particular scil conservation techniques, what advantages they
see in practicing such techniques, among cthers, that could be usefully incorperated into the Project's
extension approaches to improve soil conservation and fertility.

3.2.5.8 Adartive Interventions

The Evaluation Team believes that sevaral interventions show promise and should be nromoeted on the basis
of the participatory, needs-driven approach set out in this repert. These shou'd inclue:

. tmproving production of major agricullural crops

. Improving solil fertility

. Improving vegetable production

] Promoting indigenous trzes on-farm

. Promoting bamboo on-farm

. Promoting improved household energy managemant

3.2.6  Specific Recommendations: Monitoring and Evaluation

32,61 Strengthen and Enhance Moritoring and Fvaluation

The Project should strengthen its monitoring and evaluation program. Moritoring and evaluation has becun
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on the Project’s extension activities and a useful start has bean madz in this area. Tha same needs to bagin
with training and conservation education. Lixewise, monitoring and evaiuation will ba of critical imporarce
for any multiple use of park resources.

The Evaluation Team belisves that monitoring and evaluation should provice Project inanagement with crucial
indicators regarding the effectiveness of its approaches. It should provide continual foocback which will hieln
the Project to adapt its approaches and strengthen them. It should provide the Preject with indications of
acceptance and of impact. Moreover, it should grovide farmers and communities with indicators on the
effectiveness of various approaches.

3.2.6.2 Incorporate M&E in CARE PIRs

CARE Project Implementation Reports {PiRs) siould incorporate tha wmoniicring and =valuation information
developed for fach Project companent. This should provide CARE Managenisal, USAID and the Governmont
of Uganda with key information, within each report, which will enable them to gauge progress towards
meeting objectives.

3.2.6.3 Foliovs USAID Guidelines on M3E

The Grant Management Unit (GhU) of USAID's Actien Plan for the Eavironment (APE) Project will be
developing Monitoring and Evaluation guidelines for ali GMU grantess (inciuding DTC). The Project should
take a proactive role to assist the GMU to establich these guidelines, and then, DTC should follow the MAE
guidelines. In addition, DTC should engage in dialogue with USAID regarding the USAID expectations in M&E
and Assessment of Program Impact (ARI) reporting.

3.2.6.4 Review Soil Conservaticn Anproaches

There should be a detziled review of the soil conservation approaches which ars promoted through the
Education Center and extended through CEAs and the Extension Bivizion.

3255 Gendny

Future reporting of project activities and accomplishments sheuld inoluce disaggreyation of ihe data by
gender where appropriate, in accordance with USAID expectations.
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4.0 The Project Context
4.1 Frobian Statement and Zovironment

The CARE/DTC Project operates around the two protected areas of Mgahinga Gorilla Hational Park (MGNP
and Bwindi!mpenetrable National Park (B NP} in southwestern Uganda. The Project fecuses primarily @ l»
the perimeter of the parks with an outside catchment area variously sct as 5-7 kilematars, or onz to

parishes along the border. The Project is active in ths three districis of Kiscro (to the couth), Kabale /fo
southeast and east) and Rukungiri {to the northeast and north). Approximately 100,000 inhakitan’s reside i
the Project area.
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The "problem statement” sat cut inthe Prolect Pape. and Grant Agreementis "how to mzet the needs of loeal
people while protecting and sustainably managing the forests [parks]".” "The prerice of the Development
Through Gonservation Project is that forests and farmers can exist side by side if the causes of declining farm
productivity arc addressed and forosts are brought under sustainable management.”

4.2 An Abbreviated History oi the DTC Proiect

The Developrnent Threugh Censervaiion (DTC) Project has its origins in the conservation activitics of the
Impenetrable Forest Conservation Project (IFCP) inilated by the Waorld Wildlife Fund (WWF-US) in the mid-
1880s. The IFCP's primary purpose was {o halt encroachment into the Bwindi Impenatrable Forast, with 2
major objectiva of conserving the habitat of the mountain gorilla {gerilla gorilia berenga).

The IFCP commenced community extension activities with Community Extensicn AJ”MS (CEAs) in 19861
an effort to provide conservation education to strrounding communities and to halt iliaqgal activities within tho
forest. CARE/Uganda was implemeniing two projects at that time in Kabale District (which later became
Kabale and Kisoro Districts). CARE and WWF ertered into negotiations which resulied in WWF sub-
contracting the extension, out-of-forest activities in 1988 when the DTC Project was formally initiated. Tha
major funding source during these first years of Dwindi Impenstrabla Forest activities was the US Agency for
Internaticnal Development (AID/Washington). CARE/Uganda oitained a direct grant for the second phase
of DTC from USAID/Kampala in 1951

The Project has continually evolved since WWF began its comimunity extension activities in 1986. The original
intent of WWF's extension efforts was to win over community support as a complement to WWF's increasing
(in-forest) conservation efforts. WWF believed CARE was better positioned to carny out a communiy
development project, s0, WWF sub-coniracted CARE to implement this component. In essencs, the nimary
purpose of the vas to enlist coinmunity gocdwill in order to conserve the u.’wdwemi\' of Bwindi
Impenetrabie For est,

CARE brought different perspectives and expeitise to thase out-of-forest activities than these under WWE,

"Grant Agreement”, Attachment 2, page 2.

4 op cit., p. 14.
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CARE's experience with community development, particularly with agriceituze and agro-forestry moved ihe
Project’s agenda in this direction. Furthermore, CARE’s essentially developmental objectives moved the
activity away frem diraet consenvation education and sunpori, alihough e etroro aftemint was mads bebyaon
1988 and 1990 to empliasize conservat'on education.

Field staff wore chosen from cchool teazhers at the onsol because of fzir tzaching =Kils. 1twas betieved
that schoot tenchers viould piovide the best media for consersation educatinn. Marcosar selecting taachers
to be the primary conservation extension agents made sensc Lecause they wera ofien the only governren:
officials in the remcte areas around the BINP area. Adcitionally, IFCP and faiei DTC stalf selected teachers
because teachers were genarally the most educatad (and often the most espected) members of the public.

As the Project evolved in a more developmental direction, it was assumed that schoo! teachers could be
trained in sucl fields as agro-forestry, soil conservation, and animal husbandry, among others. While Proect
staff recognized, at various stages of implementation, that this approach had certain weaknessas {primarily
the assumption that school teachers could become effaciive rural development agents), it was also
recognized that this cadre of teachers represented the best personnel avaitable at the time for achieving the
Project’s primarily conservation education objectives.

Itis impertant o racognize the broader context in which the DTG Projectavolved. Uganda emerged in 1988
from a traumztic period of civil turmoii when the IFCP first began its operations. As first !FCP, and later DTC,
began to work with communities they were faced with a stuation in whizhi Qoveraren: of Uganda {GOU)
authorily and capacity had been severely eroded, patticularly i the area of field extension in agriculture,
education and virtually all services.

TheIFCP and OTC Projects met real development neads in an isclated area of the couniry. The orojects filled
gaps in the Government of Uganda’s development sarvices in the area, wile » ma time, strengthening
the conservatinn framework in the region. Current DTC extension apnioaches retiect this evolutionary nattern,

P8 ¥

ithoen

50 Conzervation Component

Forest Utitization and Park-Pzople Re'ations

The major protiem BTC has addressed since the Project’s inception has beca how o meet the basic needs
of local pecplc while protecting and sustainably maraging the forests (Bwindi and Mg2hinga). Tha Projact’s
initial efforts towards solving issues/corflicts between parks and people were carried out using classic
conservation education messages within buffer zone areas, Educational messages warc disseminated to
surrounding ccmmunities indicating the importance of the forest to the nstion (eg, bindiversity, tourizm) and
to the local communities (water catchment, employment, anti-erosicn)

As the Project matured (and as the protecled areas went from "forest*to “national park® status, thus excluding

any form of exiractive utilization), the Profect confrontad hear-onthe confis Ratwaan neanls’e fars o raseras
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park management systems are not in place to ensure that even such imited forms of extraction will net be
subject to abuse. Park management capabhilities for monitoring and controlling access need to be devalcped
before such utifization can procead furthar.

5.1 Status of Forest Utilization, and Park-Pecple Relations

DTC has made commendable progress towards identifying conflicts, and possible colutions, between the
Bwindi Impenetrable National Park and i:s surrounding communities (sce Section 5.1.2 for a discussion of
the Mgahinga case). The anproach of the Project is directed towards promoting and actively soliciting
community input into park-people and developmental iscues. Most of the Project’s achizveraents have been
made through this active solicitation of community input into Project aciivitias.

5.1.1  Changing Attitudes

In many areas, cpecifically pilot multiple-use zonss, local resource users’ (LRUg) altitudas towards Bwindi
have changed from total frustration and anger to hope that access to the forest, albeit limited, may he
renewed.

Much lass progress has been made in Mgahinga Gorilla National Park because the Project only started active
work in the area over the past year. The reasong for this delay center primarily on tae insecurity of the ersa
due to civil strife in Rwanda (which borders the Park). Park-peopls conflicts identified in tiie Mgahinga araa
include the reeent relocation of people from the park and recent limitations on access to essential watar
resources. "Community partizipation” in park management has not progressad as far in Mgahinga as it has
in Bwindi.

Park-people rofations are of critical importance in scologically sensiive areas such as BINP and MGNP. DTC
has had considerable success in changing negative attitudes in BINP, When people were asked who DTC
works for they unanimously said “for the ccmmunity". When queried about the Project’s relationship with parks
interviewees responded: “Yes, DTC is associated with the parks.” Thus, people realize that DTC plays some
form of intermediary, bridging function batween the two parks and the communities.

This is both a strength and weakness for the Project and creates cnallerges for impiementing DTC's
integrated conservation and development mandate. On the one hand, DTC realizes thai people should
associate park benefits with the status of the parks, not with DTC. That is, people should view benefiis as
accruing from their {the people’s) conservation of the park, not through tha intervention of an externally-
funded project {e.g.,, DTC), as is currently the case. This calls for more concerted consanvation education,
more active community participation in park managemert, and, above all, strong, efiective, sensitive park
management.

On the other hand, DTC faces a very real risk by serving as inlermediary between park management and
the communities unless park management capabilities increase. The risk Jies with the fact that if paik
management changes the rules (e.g., excludes people oncs again from any form of extractive use cf the
parks), pecple will associate DTC with their exclusion. This would reduce DTC's credizility and weaken its

developmenta! programs. Thus, DTC needs to serve as both a pacple/community advnoate and a supporter
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of park managsinent. This can only be achieved by assisting the UNP to develop its community conservation
package with as much determination as DTC has worked to help peopla gain banafl: from the narks.

5.1.2  The Mgahinga Case

At present, this park-people approach is difficult around Mgahinga under MGNP's current managamen: for
a variety of reasons. In addition, Mgahirga provides DTC, CARE, USAID and the GOU with an important
corollary to BINP management and provides a background to many of the recommendations mads by the
Evaluation Tcam with regard to DTC's playing a stronger role in assisting UNP with park management.

Park-people relations at MGNP are at a low because of the recent relocation of over 200 families from within
the park houndaries to outside. A further 800 families lost assets when farming, grazing and other aciivities
within the original gazetted boundary wa-e halted. Park managemeat at MGNP hae baen difficuls given the
area’s isolation, the civil strife in Rwanda (which has periodically spilled over into the pack and surreunding
areas) and thz fact that the forest was heavily encreached prior to gazettement in 190 Altamnts to restore
the ecological balance in MGNP have been far more difficult than in BINP given these factors. Park-people
conflicts and antagonisms have arisen out of these circumstances. MGNP has a distinet puhiic refations
problem which DTC can and should helg resolve through its good UNP and community relations.

One area where MGNP relations could improve regards the pari’s boundaries. These are cuirently being
demarcated with both cement bourns and trees glanted every five meters. MGNP authoritias requested and
received permission to take an additional 3 meter band along the outside of the paik boundary {5 enable
rangers to patroithe edge of the park. Thus, park authorities are planting boundary trees exactly on ihie edge
of the park and patroliing on people’s land beyond the trees {cutside the Park). This has eaten info peapla’s
limited land rasources. MGNP could improve its community relafions by reviewing this policy.

The original park boundary was planted with Grevilloa robusta. Today erviirina is being slanted to maik the
boundary. Members of the Evaluaticn Tearn and ihe two DTC externe! reviewers riated distinet hostility
towards agro-forestry messages, particularly any involving boundary plantings. Peopia stated repaatadiy that
they would net plant trees because this would "provide an excuse for the park 1o expand itz boundaries onca
again."

Because of these problems, DTC Park Fxiension Rangers have been harassed by focat cormunity members
to the extent that they no longer wear UNP uniforms, and they try te disassociate themseives from the park.,
This atlitudz is having a negative impact on DTG througi association of the Project viih the park.

5.1.2  Need for DTC Assistance tc UNP

Mgahinga prevides a vivid illustration of the risk of association” as set out above, specificaily when D70 is
not in a position actively to work with park authorities when developing and implercaing their commurnity
program. This demonstrates that DTG faces a very rea! risk that its BINP in-forest activitios {i.e., muliiple-use)
will be unsustainatle, or fail, if DTC does not become mora invalved with overall parik management.

DTC is placed in a delicate position when t has staff working in the parks without, at the same time, a stiong
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role in guiding park management to ensure friendly community refations, and a positive park-people intarface.
Unless this is achieved, DTC could bercme associated with tha iaw enforcement aspacts of the parks, and
could icse th2 goodwill it has generated as liaison between communitics and the DAFKS.

This is particularly relevent to BINP. At present, Bwindi is in a state of flux in which no major donor, and no
major NGO iz working with the UNP tc develop an overall unifiad park management appreach, The Fyaluation
Team feels strongly that, unless DTC becomes involved with direct assistance to UNP in Bwinc to devalop
a unified approach to cormmunity relations (participation, management, use, benefit-sharing, efc.), DTC runs
the risk cf having Bwindi managed in conflict with its development objectives.

52 Batwa

Another issue that provides a challenge to CTC is the Batwa popuiation in Rutugunda Parich (on the edge
of Bwindl). The forest has always represented an important source of food, medicines and income for the
nomadic Batwa. However, the Batwa, as a community, are nct well understood. Litile anthropolagical or
socioicgical viork has been conducted or: the Batwa throughout the Central African region. As a result, it is
difficult to assass the impact of forest protection on ihe popuiation, o the impact of the Baiwa on the forest.

What is apparent, however, is that the stalus of the Batwa has deteriorated dramatically over the past several
decades. Traciticnally, the Batwa weuld stay on farmers’ (non-Batwa) fand for short periods of time (usually
no more than several months), and then would move into the forest to hunt, and colisct and gather forest
products. This system had relatively little impact on either the forest or surreunding pecple as the Batwa were
constantly moving from place to place.

However, the Batwa in the BINP and MGNP are now totally excluded from the parks and forest resourees.
They operly foar entering the parks besause cof increased enforcement. To make matiers worse, their
alienation from the forests has made thera a distinct liability to surrounding farmers. Farmers fear, because
the Batwa have been forced into a sedentary existence, that allowing the Batwa to reside on their fand will
result in permanent settlement. Hence, most farmers no longer 2llow the Batwa to siay on thelr land.

The Evaluation Team visited Rutugunda, along Bwindi. The conditions viewed by the Team (and set out by
the sociologist during the recent GEF Trust Appraisal Mission) are bad. Two issues of direct relevance to DTC
present themselves. The first is humanitarian. The Evaluation Team believes that efforts should be made by
the international community to determine if the Batwa population need food relief in the immediale tenm.

The second involves a long-term solution regarding the Batwa's needs for access to forest resources and
alternatives to forest use. This will probably not be resoived completely until the Batwa have a permanent
land base upon which to reside. DTC nesds to take an active role in sowing these issues because the
Batwas’ problems are having negative impacts on overall rslations hetwean cornrmunities and tha BINF, thus
reducing the affectiveness of Project activities.

5.3 Ethnobctanizal Studies

Ethnobotanicel work has been undertaken in Bwind; to develop an understanding of, and to documant
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traditional arici current wilization of, forest resources.

Forest Wiiization in the Bwindi area was first studisd by 7. Soc
{Cunningham, 1992). Field work on forest utilization was conduct
crculation) produced by Cunningham (1593).

i ( grm) and later | uy a a DTC consulian!
ted in MGNP with a draft report (of limited

The study conducted by Scott {1982) laid the groundweds for identifying mulliple-use zones along “he
periphery cf the forest. The zones were approved and adepiad by the local coramunity and Bwindl
Impenetrable National Paik inanagement during the developmcn! of the BINP "Management Plan”.

Scott’s work was followed by Cunningham who concentrated on developing a process that would first, identily
species or aclivities that could be exploited by local pecple, and, sacond, by setting ouit a framework in which
the local population could exiract forest resources with no or littis negative impact on the forest. While Scoit's
work identified possible buffer areas within the park, Cunningham {aid the groundwor for iny plementing buffer
area activitics within the park.

Both pieces cf work were well-done and have had a significent positive impact on the Prcject. This woik
carried cut under DTC has set the stage for muiltiple-use activities.

5.4 Muitiple-Use Zoneg and Management

Multiple-use concept notes have been developed and a poteniic! mechanism for tha joint management of
forest rescurces has been set cut for BINP. Paticipatery wark with the communiy to introduce and
commence muitinle-use has been initiated.

DTG has mzads great strides in developing a muttiple-use management systern. This is a uriiciue program for
national parks in Uganda and most of Africa {although extractive ummi ion from protected areas, such as
forest reserves, has been underway for many years). Through ihie work of Scott (1992) and Cunninghiam
(1992, 1923}, and the follow up of their recommendations by Project staff, a system for identifying multiple-
use zones and allowable uses of resources has been established. Scott identified mukinle-usa zores that
were laier accepted during the development of the drafi BINP "Management Plan®, and later approved by the
Board of Trustess of Uganda National Parks.

Surveys in pilnt multiple-use zones were conducted by Cunnirgham that

. identified species used;

. determined what cpecies were of gensrelized {nommercial) and specialized (limitac) use;
and,

' set up a process in wiich specialized users could gain access to snecific spacies in 1o
forest.

~

General uses (i.e. tirnber, firewood) were disallowed, because the impact on the forest would be too great.
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General use species were promoted on the Project’s on-farm activities (i.e., agro-forestry). The Project’s
current approach in BINP is to allow nor-commercial use of specific forest resources (e.q., honay, heros,
medicines), and to premote on-farm rescurces that the park could net allow to be exiracted (2.9., hambao,
indigenous woodlots, agro-forestry).

Multiple-use i national park buffer arsas is a sound appioachi for parx manageracil 1o ease the conflict
between park protection and community n2eds. However, it is in many people's view untested and, therafcre,
dangerous. DTC is at the forefront of promoting multiple-use arcund naticnal parks to demenstrate that it is
a viable management tool for consenvaticn.

DTC must address all concerns surrounding multiple-use adequately to test and prove its usefulness as a
management tool. The greatest concern is that multiple-use activities in Bwindi are rot integrated into the
UNP park management structure. Moreaver, DTC is currently nat an aclive participant in ovarall park
management. Therefore, the Project precently lacks a means to build up UNP’s capahiliiss to implement,
monitor and control multiple-use zones.

Some issues on multiple-use still need to be addressed. First, most control mechanisms rely on communit'es
to police themeelves. LRU groups arz organized into use-specific societies (Ruhija) or in parish-level councils
for all types of resource users (all other pilot parishes). LRU groups are instructed that, if illegal activities
oceur, their privileges will be revoked. It is then hoped that user groups will prevent poople from conducting

- illegal activities.

The operative phrase of park managerment during this pilat process should be "ust but verily". Park
management currently lacks the means to adequately contral or monitor these acliviiies. Hence, they are not
able to detenmine whether or not people are engaged in extra-legal actividies (cg, poaching, fires, timber).
Improving this situation would require increasing their enforcament capabilities (i.e., adding yet mors
enforcement rangers). Lacking this, indicators need to be developed and infegrated inte the park management
process to assure infermation is collected in a timely manner. Then, when that information is collected, action
can be taken. Active monitoring will also discourage the small parcentage of people who will take advantage
of the situation o conduct illegal activities in the forest. :

Second, the current system does not ensure control on the amount of use of any particular product (or
products). For example, there are currently some 500 registered beekeepers in Kitojo, Nyamabale, Kashasha
and Mushanje Parishes around Bwindi. Each beekeeper goes iito the farest once gvery three months to
check on the hives. If the number of heekeepers increases, or i new forest product utilization is alfowed, the
number of people geing into the forest will increase significantly. Although it is generally agreed that
beekeeping should not have a negative impact on the forest, raonitoring is necessary to ensure against
wildfires or other potentially harmful affects. Currently, no limit to the amount of hives in ihe forest have hean
set.

Increased forest usage may eventually have reparcussions both oa forest ecelogy and on park relations with
the communities. Limits to use must be clearly stated at the onset of the exercise in such a way that people
understand their rights, responsibilities and fimits. Reciprocity, the key to "give and take”, the key to mutually
understandable behavior (including exclusion if rules are not cbayed, or if contracts ars broken), must be
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clzarly-articulated, established and understsod fram the very beginning before any rultiple use can be
allowed. For example, local beekeepers nzed io understand the negative impact on the forest from too m any
hives. hat g, tod many hives will lead direcily 10 an unaceepiable increase in the rumbar of peopi2 in the
forest. it will alco iead o a corresponding increased chance of negative impact on 1 forest (9, poaching,
wildfire). ‘

Third, the study conducted by Cunningharn should be hacked up by more systematic vegatation analysis. This
will form a baseline for identifying future changes in forest specics composition. it will also allov management
to make more concise decisions on using multiple-use te manage the forest. Absence of use may lead 1o
forest succession that favors specific species. Increased use of the forest by local people may enhance
hzbitats for several key species in Bwindi. Vegetation analysis will alco have other uses for park management
as discussed in Annex 5. Thus, it is critical that multiple-use be founded upon a strong system of monitoring,
and of evaluating the consequences of all usa. :

55 Ethnebotanical Gardens: Forest Tree Nurseries

Two ethnobotanical gardens were established by DTG in Ruhija and Buhoma. The Projsct nas plans {o build
three more. The gardens were established as an educational too! for farmers and for use in the concervation
education program. Unfortunately, no records are kept on the number cof visitors or organized groups that
have visited tiie gardens.

Forest Plant nurseries were also established at Ruhija and Buhoma. The nurseries havs the dual role of

conducting nursery trials of indigenous species and distributing them to farmers. Species chosen for the
nurseries are cnes that are used commercially by a large proportion of the population. The Project has to date
distributed over 4000 seedlings to farmers fre of charge. Species that have bean distributed include, inter
alia, Prunus africana, Podocarpus milinfianus, Fagara sp. and Faurea saligna . Trials currently underway in
the nursery include Smilax krausiana {baskets), Bhvtiginia kigezisnsis {medicinal) and Alchomia hirtella {(bean
stakes).

The ethnobotanical gardens are an innovative idea but lack clear chjectives. Mo clear target audiences are
addressed by the gardens. The main use is for the local population, but to what axent it is educational
remains in doubt. However, Project parsonnel indicatad that local farmers were enthusiastic about he
gardens. At the least it may provide a realization o the local resource users that their uses and naads for
forest products are recognized by the Project and park.

The location of the gardens are important. They should be located next to the forast ires nurseries so farmears
can make the link between a known species and hovs to grow it themselves. This may help in encouraging
farmers to plant their preferred forest species on the farm. Morsover, asin all DTC activilics, the link between
the nursery and the park is sssential to male.

Both the ethncbotanical gardens and forest tree nurseries should ba continued and seed collecling and triais
should be augmented to encourage more indigenous tree use on-farm.



The changa in slalus of Bwindi frem Forest Reserve to MNational Park has ied to soniz cnange in dirzction
for DTC, especially in terms of community relations with the forest. With the upgrade ¢ park status, mors
work had to be dona wit h UNP to sclicit their approvai for multiple-use zones. On the « community side, D [C’s
job of lmprov'"g the image of the forest hacame more difficult when the forest becarna 2 park, and its uss
was more reslricled.

The main problsm DTC addresses, as stated in the curent Project document, is how to meet the baic needs
of local pecplz while protecting and sustainahly managing the forests. Primary attention has b en fo*meu
on activities outside the ferest, with the assumption that IGCP and ITFC would take up more of the in-forest
management issues. With the excepticn of multiple-use zones, DTC’s in-forest activities have not fuily
addressed tha priority neads ¢of park manageraent. |

UNP's activities in BINP and MGNP are limited to the activities of *projects”. In Bwindi, activities are restricted
mainly to tourism (IGCP), research (ITFC) and community issues (DTC). In Mgahinga, UNP acliviiies are
currently limiited to the MGNP Project (DT3).

To date, support to UNP has been limited to technical assistance. Little financial suppert has been provided
to UNP except in the form of Park Exdension RangersWardenis secondod to the P “reicet at MGRNP. & \:"
~ originaily en\/bagorj that DTG would provide support to the Forest Department, and latzr through the UNP,
provide support for participatory development of management plans for Bwindi, Mgahinga, and Echuya orcut
Reserve. Inventories were to be conducted to document the biodiversiy in the twe *wtiona! parks. Ai
herbarium was to be developed to make spacimens available to researchers. A threztened species repoi
was to be developed to indicate key species that nesd monitoring. Lastly, park rangars were o receive
training.

Limiting or excluding access to tracitional forest resources posed a major problem to DTC’s outreach and
extension program. Pecpie felt alienated and were antagonized by their exclusion from ihe forests, DTC stafi
sought to improve local commurity relations by mobilizing and organizing local resouice users (LRUs). DIC
has embarked upon a pioneering effort in which local resource users can gain and use national park
resources cn a controlled and sustainable basic. The basis for such use rests with DTC's good communty
relations and iis excellent park relations {n Bwindi). This is suppoited by forest ulilization aciiviies which
include ethncbotanical studies, indigenous tree nurseries and elinobotanical gaidens.

Most of DTC's in-forest activities have concentrated on BINP. DTG has recently staried work in MGNP
(delays in working with MGNP were the result of the civil war in neighboring Awanda). DTC plans to transfer
its expariences in BINP to MGNP. DTC has MGNP personnal ssconded to the Projeci to ﬂnha ce tha links
between the Mroject and the UNP, its host GOU agency. Thess "Park Extension Rangurs® are alse DTCs
primary link batween MGNP and the communilizs on the perinhory of the paik.

Park-people relations were in a state of conflict when the forests were changed from "forsst reserves” to
‘national parks" in 1891, Conrflicts were caused ecsentially by:
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. people being completely, and abruptly, cut off irorm traditional forest rasources and souraas
of income; and,

] the aggressive methods used by the parksto create a sirit, impenctreble beundaiy belwesn
the local communities and the newly established parks. ‘

While conditicns around BINP have improved dramatically since that time, current park-cornmunity relations
around MGHMP continue to be tence. The Evaluation Team recommend strongly that the GCU and
USAID/Kampaia examine the Mgahinga situation very closely.

DTC set out tc develop a buffer zone along the: periphery of BINP o improve people’s perception of the park,
thereby acsuring its protection. This represents the core philosophy of DTC; people wit work to protect a
resource if they view protcction as being to their advantage. The "buffer zone” includes an area oitside ihe
park (one parish in depth) and a "multiple-use zone" insida the park. The multiple-uzs zone is intended to
allow, in a controlled fashion, local use of specific forest products (e.g., herbs, bees, madicinal plants, etc.).
Planning for mulliple use, and organizing communities to particivate in multiple use, cominencad i BINF in
1892 and is just beginning in MGNP.

The creation of these multiple-usa zones was significant both for the diraction of the Froject and for UNP,
Itis the first time that UNP has allowed muitiple-use to be tried, on a pilot basis, as 2 management tool in
Its national parks. DTC has been at the forefront of negoliations with national authorities (o allow multipie use.
inthis regard, DTC has seived as an advocate for the community in the area of extractive use within national
parks.

For the Preject, multiple-use implies that the Project must put increasing emphasis on implemeriting an in-
park activity that aggressively confronts the most pressing park rnanagement prebloms; creating better
relations with the local pepulation to reduce preseure on the forest. This has its dvantages and
disadvantages. The primary advantags is that DTS is viewed as 2 community advocata vis-a-vis the parks.
It is potentially disadvantageous insofar as DTC does not contiol the parks’ agenda.

Therefore, if the parks change direction and raturn to total community exclusion and alienation, then DTC will
be viewed as cither incffective with regard to government, unprapared io anticipate changes in policy
(therefore misleading the public), or werse, in collusion with the parks. The latter is of rnajor concern £o long
as UNP management in the two parks remains weak. It is further heighterad by an cvervhelming (and some
would argue, increasing) percepticn by local people that the two parks were created oy and for "outsiders"
(i.e., whites).
Nithin the mulliple-use zones, the Project aimad te assiet beth the GOU and farmers {o increase iha
sustainable preduction of goods and services from the forects. Donditions sl by the Prefect and UNP for
multiple-use included that:

. the use of forest recources are limited {c "smzk" forest products in & sustainasle manaor;
: limited forest product use must be effectively controlled by the UNP (FI3): and,
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. zones of utilization are drawn up and agreed upon between UNP and (2 local communitics,

To achieve these conditions, DTC nroposad to assist (he Forest Departmant, and fater the UNP, 1o davels
ma2ans to permit local communities rationally to use forest rescurces on a sustainabl ‘evel.

In this contexd, DTC focussed on ethnobotanical studies leading to davelopment ¢f multiple-uae oraas,
baseline inforn:ation on forest use by local people, implementing multiple-use activilies iy organizing LRUs
{0 use specific species idenlifled during the bascline study, forest plant nurseries 10 bring on fam species
lost through the protection of the forest, ard, additionzlly, ethneholanical gardens 1o show people tradiional
uces of the feract.

5.7 Linkagoes with tha Fores! Dzpartmaent and UND

Linkages between DTC and the UNP are unclear. While DTC is working under the UNP, it is not fully involved
in overall park management nor has it fully involved park managerent in the daily running of Project
activities. There is currently no institutional home for many of DTC’s activitiss. Without ons, there is no
guarantee that Project activities will continue once the Projact is completad.

DTC's efforts have almost exclusively been dirccted towards consarving the forest by concanirating on solving
problems at the interface of the park and the community. In-forest activities havs been limited 1o the
developmerit cf multiple-use zones, inventories and assistance in promoting the development of a park
management plan. Project activitias in the context of park management have heen sectoral and do not
adequately address all park management needs.

While fulfilling the letter of the Project Paper, these activities do not, of themselves, address coordinated
resource planning. Coordinated resource planning that includes both in-forest and out-forast activities should
attempt to address allissues cenfronting the park in both these areas. Without coordinatad resource planning
within UNP park management structure, in-forest activities will continue to be Project-diiven and the longer-
term sustainability of Project activities wili remain in question.

Due to many constraints (limited resources, training, etc.) UNP's daily management activities are essentielly
limited to the cnes promoted by DTC, IGCP and the Instituie of Tropical Forest Consarvation. There is a lack
of central management at Bwindi to pull these disparate activities into one coordinated package.

Moreover, park management activities will be limited to those supported by projects. This will mear all other
park management activities may be omitted, as they currently are. Until UNP has the capacity to devalop a
urified management structure, all Picject activities will need continued support from the internaticnal
community.

To assure that DTC's efforts on-farm and in-forest are continually supperted by BINP, DTC neads to provide
more technical assistance for overall park management. DTC must become fully, and actively, involved in
overall park management on a daily basis. Currently, DTC has the mandate from UNP te conduct multiple-use
in the buffer zones. Unless the concept cf community participation is within the oveiaii park management



framework, there is a real risk that corrmunity activities will be neglected. In this context, DTC’s activities
must be fully incorporated into the park system if the park is to eventually take over Project activities.

-urtharmore, the concept of "benefit-sharing” neads to be more fully understood and developed within a
management framework by UNP than at present. Revenues from tourism. and funds for community
development (and research and park management) from the GEF Trust, will be as important, if not more
impoitant, management tools for sharing benefits to ccmmunitics as muitiple-use. CTC have been werking
closely with all parties concerned to develop the framework for revenue-sharing and the GEF Trust, but park

staff are painfully weak in these areas. UNP needs conciderable assistance in boih narks if beth tha GEF

Trust and touism revenues are to be used effectively as par management and consarvaticn too!s,
571 Managemeant Plans

The "Managerment Plan" for BINP is dlosa to completion. 1t was deveaioped in concert with UNP, local groups,

other projects and local communities. The Project has made commendable efforts in soliciting community
input in the "Management Plan®.

A reference for management for Mgahinga Gorilla National Park has been produced, and ethinohcianical
studies have recently been carried out. A program is being developed by the Project to produze a
management plan in Mgahinga based on communily participation. The Project plans to include more
community censultation before the plan is written. This is based upon the lessons Jearned during the
development of the BINP Management Plan. It will also further develop the decision-making processes by
undertaking a series of management plan workshops using management by objectives (MBQ) technicues.

No werk on & management plan for Echuya Forest Reserve has been conducted, mostly due to insecurity
in the area. The Project does not envisage developing a plan for Echuya Forest as it feels that the Forest
Department’s capacity for management planning has increased and it can be done without assistance from
the Project. The Eurcpean Community has been working with the Forest Depaitment in this regard.

The Evaluation Team supports DTC’s position with regard tc Echuya (and cther forest areas in the three
districts in which DTC operates). The Team suggests that, whenever possible, without diverting major
resources from the Project, DTC should assist relevant authorities in these protected areas. The operative
rmode recommended by the Evaluation Team is that DTC has enough on its hands with the two national carks
without diverting significant resources to other protected areas.

The BINP "Management Plan® reflacts the prime movers behind its development, that is, DTC, IGCP and
ITFC. Therefore, it covers in detail community issues, research and tourism. However, a clear framework for
park management is missing that includes comprehensive park management programs such as
administration, finance, maintenance, monitoring and control. DTC should assist UNP to develop and plan
for these park programs. The Evaluation Team recommends that a technical advisor be brought on boeard
to help UNP in Bwindi to develop such an integrated plan. Additionally, park staff need {o be trained [see
5.7.5) in such areas as community relations, data collection, and other fields relevant to integrated park
management. Other key issues which BINP and MGNP will nead to address in their managerneni concern
tourism revenues and the GEF Trust.
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5.7.2 Biologicet Inventories
Biological invertciies were condiicied on several of the major spacies groups to document the jevel of
biodiversity I Bwindi. Trees, ferns, ground flora, birds, amphibians anc reptiles were inventoried by Project

persannel and cutside consultants.

Inventeries were conducted within 13 randomized inventory blocks distributed across tive forest. Since thao
start of the second phase of the Project, six blocks have been surveyed for most of the groups.

nventary work has not progressed as quickly as the Project planned. Reasons cited include:

. the activity does not fit well into the overall range of activities carried out by DTC, especially
as it has little direct connaction with local communities;

. the need to focus on more management-related issuss, such as managament planning and
multiple-use has been a pricrity;

. the need for inventory data 1o justify increasad protection has diminished;
. changes in personnel have reduced the Project’s capacity in certain inventory activilies; and,
. DTC personne! have doubts about the appropriateness of the methodology for identifying

rare habitats and species.

The Evaluation Team concurs with these issues. However, considerable information has already been
gathered. Inventories have been conducted for the bird, reptiie, amphibian tree, fern and ground flora,
Biological inventory data continue to be collected, but are concentrating on issues relatzd to community use
of plant and cther forest resources.

While inventory of the parks’ biodiversity is important, and often essentiain arguing for continued international
financial support, species lists do not answer the priority questions that management naads to have answered
1o manage the parks better. It iz essential to know what ranagement is working with, but it is doubtful that
information gaihered in inventories addresses the most pressing Guestions facing park management. As both
BINP and MGNP lack comprehensive ressarch plans that address management issues, research to data has
teen mostly cpportunistic and dees not reflect management neads.

The exception to this is the research conducted to datermine uses in multiple-uss zones, Here, park
management had a clear hypothesis to be tested. Results from the study enabled management tc make
decisions on how to et up multinle-usa zones and what species to allow use of.

2.7.2 Herbarium Development

An herbariuny of over 1,100 specimers has heen deveioped by DTC and is located in Ruhiia. This wa
daveloped mustly in conjunction with the inventory work cited above. The approash of the Froiect
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developing the herbariurn was more uilitarian than research-oriznied, which the Evaluation Team views as
an extremaly useiul approach for park management. The herbarium is more then just a collection, as it
indicates uz22 of plants, identifics spacies for further research interest, and provides a too! for the
identification ¢f plants. It also has considerable value as an educational too! far university students and park
perscrnel. These factors demonstirate that this type of activity should continue. ‘

8.7.4  Threaiznad Spacies Report

)

DTC was to develep a report on threatened species of BINP. It has reported on the thiza
(Slade, 1992) and is currently supporting a student from Makerers to research elenhant

crop raiding.

tened Lirds of BINP
foraging habits and

Mo additional worl has been canied out cn this report. Project personnet feel that they lack beth the expertise
and the time to go further with the report. Furthermore, they believe that this type of research is more
appropriate to ITFC.

Although a study of this nature may fit less into what DTC is currently involved in, an indication of what
threatened spccies exist in the park is of importancs to future management activities and the moniicring
piogram, particularly if any multiple-use program is initiated. A knowledge of threatened species is a
prerequisite for a park monitoring program.

DTC eriginally planried a report stating not only the threatened specizs but plans for el rehabilitation. Efforts
in this area shoulc be continued through collaboration with ITFC.

5.7.5  Park Ranger Training

No park ranger training has been conducied thus far by the Project. However, the Project has plans to
conduct workshiops during the current year in such fields as communication skills, comunity issues, other
roles of the Project, and multiple-use.

UNP's park management approach at Bwindi Impenetrable Mational Park, and to an aven grealer sxdent at
MGNP, is a classic park management approach. It essentially uses enforcement to prevent peopis from
exploiting the park rather than relying on cther management fools to ensure park conservation. In actual fact,
rangers are law enforcers with litle training in other fields (eg, ronitoring, community relations, €ic.).

Rangers need to be trained to conduct other activities within the park (e.g., monitering, data coltection).
Community relations is an urgent training need, particulary as Bwindi moves in the direction of muliiple-use,
However, park rangers are not aware of the implications of this new approach and lack the basic skills with
which to implement a more community-oriented approach. In essence, the park is puiting on a friendly face
along the border, and using the "strong arm* elsewhera,

To balance these confiicting roles, law enforcement rangers must be thoroughly lrained in community issues.

There must be a continuous process of arbitration and dialogue between park and pecple. Arbitrarinass in
enforcement rmust be reduced to a minimum, and park personnel, especially rangers, should view people as
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partners, not as enemies. While enforcement will never cease to be a function of park management, it should
merely be one (and increasingly minor) facet of management.

Addtticnally, rangers should becoms ths cors of the parks’ infermalion and data colicotion, and moritering
process. Rangers should not merely collect information, but should understand to what ends infcrmation is
being used. This is particularly important when monitoring the inipact of people in any multiple-use piograrm.
Their information/data coliection responsibiliies should include monitoring key speocies, iliegal activiies,
muitiple-use zenes and crop raiding (on peoples' farms by animals from the parks), amang others. Their vl
and more importantly how they conduct themselves, are of greatimportance to DTC's coramunity activities.

5.7.6 Park Wardens

Park rangers niced to be under the supervisicn of park wardens. At present, there is no middie level nark
management in either park. Hence, wardens-in-charge are concerned with afl day-to-czy matters as well as
managing and administering large numbers of rangers. In BINP, there is immediate need for at lzast two
more wardens, one for community conservation, and one for tourismyinterpretation. Given tha leoming
importance of tourism revenues, and revenue-sharing, and the GEF Trust, there may be need fcr ancther
warden to work specifically on the issues of community grants, projects, and development using these funds.
“here s certainly need for a warden to work directly with DTC and communities on muliple-use.

- UNP presently lacks the ability to fund and place these positions. Morecver, UNF does not have th

resources to provide technical backstopping for these activities. Nonetheless, the positions need to be fillad,
and technical assistance needs to be provided. Therefore, the Evaluation Tearn recommend that DTC assist
UNP in Bwindi to advertice and fill these positions, and to provide the technical suppoit to help them become
operational. Park management issues are further discussed in Annex 5.

6.0 Davelopment Component
Community development is an essential component of the DTC pr

10j
elements of DTC Development activities, and lists major findings and
6.10 respectively.

ect. The iollowing describes the main
recommendaticns in Sections 5.9 and

6.1 Extension

The Development through Conservation Project originated to prormote consarvation of the Bwindi Forest {and
subsequently the Mgahinga Forest), while simultaneously improving the natural resoures-hased economic
sscurity of families adjacent to the two protected areas.

When the Project was initiated, farm families in ths area adiacent tc the Project used the protectad zones
to extract timber, fibre and game. The foiest zores were also used for grazing livestock. Wiih the increase
in population this exploitation was deemed to be unsustainable, DTC was designed, i part, io ralieve this
pressure on tha protected forests to:







produce, paiticuiarly sorghum and beans, provide some farm inceme for many famiiice. Climbing beans are
a cash crop with over 30% of Uganda's bean production beaing supplied frein Kabalz District.

Inthe area adjacent to the Mgahinga Goriifa National Park, where the slevation is also above 200, the
major crops are beans, sorghum, maize, lrish potatoes, millet wheat and peas. Around Kisoro town {between
BINP and MGNP), bananas are also frequentiy found.

Teais a major cash crepin the northern part of the Project area. Coffee, pyretiirum and tohacco are currently
of miner impertance in the Project areq, althcugh 2,320 outgrowers have been commissioned to arov
pyrethrum in i(abale District over the past year. A factory to process the pyrethrum will be constructed in
1994. This cculd provide an income generating oppeitunity for Project farmers in the Rubanda zone.

The Kayonza tea factory handles all the tea produced in the area and deliveries from as far as 50 km are
undertakei from both the Kanungu Subcounty and the ruhiga zone. The number of farmers producing tea
has increased as extension services and factory capacity have both increased. Markets for other crops zre
mostly in local markets where food crops are sold for cash. The lack of infrastructure (particularly roads)
precludes large-scale agricultural trade. There are fow incoma-generating opportunities to replace incoms
generation formerly acquired from activities undertaken in the National Parks (especially pitsawing).

Farmers highlight their problems a3 shortages of food, land, soil fertility and markets in addition to the more
~macro needs such as roads, schools and health centars, Additionally, in the Mgahinga area, shortagas of
water are major constraints.

6.3 bBxdension messages

Nine extensicn messages have been developed by the Project to improve the natural resource-hased
economic security of farm families in these areas. Of these nine, soil conservation, woodlots, fish-ponds,
poultry and rabbits were established during Phase | of the Project, while banana management, vagetable
growing, climbing beans and household energy management have been introduced during Phase I of the
Project. Initic:ives in fish-ponds, poultry and rabbits are not currently being promoted by the Project.

6.4 Soil conservation

Cultivation is generally on steep siopes in the DTC Froject area. There Is a very high rick of soil erosion in
the Project area, particularly in newly-opened areas unti! bunds become established, South of Bwindi
Impenetrable National Park, slopes are siceper and landslides appear to be more frequsnt than in other parts
of the Preject area. As populations have increased, farmers have cpened up naw land. In the opening up of
land, bench terraces are constructed upon which grass is planted and allowed to grow. Distances between
terraces usually do not feliow formulas related to slope. However, as the steepness of tha slope increases,
there is genierally an increase in the use of bunds.

The Project is coirect to highlight soil erocion contral as a priority intervention, particularly to ensure that
losses due te soil erosion do not reduce pieductivity. Land productivity will become even more important as
the population increases.



The Project encourages farmers to plant trees on bunds. It encourages the use of Sgsbanja and Calliandra
at spacings of 0.5m apart, irresnective cof the percentage slope or soil type. In some iastances no bunds are
developed. The CEAs are encouraged to follow a formula to determine the steepnass of the slops, and
consequently, the optimum distance belween the anti-erosion fines. The CEAs are then encouracad to
canstruct contours using an "A frame”. Neither of these messages are fully understood by all CEAs.

Trash lines ar> encouraced to prevent soil crosion. However, given the slepes faund in the Proisel area,
J o 1
these are ofien incffective as a measure 1o prevent erosion.

8.5 Agra forestiy

The Project has encouraged farmers to plant woodlots, live fences, border planting, bund hedgerows and

ispersed trecs on their farms since the start of Phase I The major assumption undetlying this strateqgy has
bean that weed, and fuelwood would become Increasingly scarce. During Phase |, tree planting was
encouraged to develop allernatives to non-sustainable use in Bwindi and Mgahinga. This approach has
gained added impetus as people have been excluded from wood utilization in the two revidy-created national
parks. The Project has encouraged the cultivation of both indigencus and exotic tree species cown in
individual nurseries, although evotics are by far the most impoitant in the Project’s axiension packanss, in
the farmers individual nurseries and in on-farm plantings.

- Todate, bare scoted ceediings have been grown in both individual, group and CEA-managed nurseries. Thrse
hundred and ninz farmers and 127 groups have constructed 592 nurseries with a production of 1.65 million
seedlings distributed to over 2,000 farmers over the pastiwo years. Most tree seedlings have been distributed
free of charge. In addition to the individua! and group nurseries, each CEA has established a nursery as both
a demonstration and as a source of seedlings.

The predominant species promoted to date are Fucalvotus and Seshania. Sesbaria is a fast-growing
nitrogen-fixing trse which is popular in many parts of the DTC area. It is used on farm to strengthen bunds
and as a berder free. It 2lso provides a zource of poies for climbing baans. Sesbania is also grown viithin
banana groves. Sesbania densities are usually low, and consequently, its impact on scil fertility is gencrally
negligible.

Eucalyptus is the principal tree for woodlcts. It accounts for over 90% of all trees pianted through the Project.
Eucalyptus is the major on-farm source of fuclwood. Secds of both Seshania and Cucalyutus are readily
produced within the Project arsa. The Project has good contacts with ICRAF/ARENA. DTC has acquired
Gasuarina, Calliandra and other exctic lines from ARENA. However, little progress hzs been made to date
by DTC in identifying indigenous tree species suitable for agro-forestry uses on-farm. There has also been
little production of fruit tree species.

6.5 Small zeale livasioclk

Tha Projact initially promoted the production of rabbits, peuitry and fish farming to reduce the reliance of
bordering communities on the two forests on game meat. The Project provided technical assistance and
inputs, including fingerlings for the fish farms. Thirty four farmers constructed 42 fish ponds during 1650 and
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1991. Of these, 17 are currently operational and stocked with zn estimated 3,000 Tilapia fish.

Producticn constraints such as the faiiure to provide a complete feed mix for pouliry, or technical difficulties
entalledin ficl.pond construction were identified duiingthe 109C Evaluation. K was recemmended that pouitry,
fish-farming and rabbit-rearing should he dropped frem the Project’s technical packages. This was due to
these probiems and dus tothe concem that Project personnel (particularly CEAS) were spraad too thin in their
work without adding more "technologies” to their technical pachages.

6.7 Current Technical Package

The Project’s original five extension components have been augmented by four additicnal elements; banana
management, vegetable production, climbing beans, and household energy management.

6.7.1 Banana management

Traditional banana production perrnits multiple stem production. It demonstrates a lack of wead contiol of
mulching, ancl no control of weevils or namatodes. Project personne! feit that DTC’s impact could ba greatly
improved (and its objectives better achieved) in certain areas if traditional banana management was
improved.

DTC developed an extension message which promotes thinning, muiching, weeding, cne-meter wide
trenching for soil erosion control (which is an effective water harvesting mechanism extending the growing
season). This is further reinforced by soil stabilization measures on the forward edge of plantings. Stabilization
is achieved through planting Sesbania or Calliandra and splitting of the pseudostems of the banana for w2evil
control.

To date, 316 farmers are practicing at least one aspect of impioved banana management. This intervention,
particularly in the northern part of the Croject area where bananas are the staple crop, has been well-
received. The Evaluation Team view this fype of *adaptive management' as a good example of DTC’s
evolution and response to on-the-ground needs.

6.7.2  Vegelables

The Project was supplied by CARE-Uganda with tomalo, cabbage, carrot, cauliflower, onion, and eggplant
seeds in 1992, These seeds were given to CEAs for testing on their demonstration farms. Demonsiraiions
proved positive. Farmers were also supplied with seeds. It was folt that improved vegetable production would
augment farmers’ meager incomes.

However, no crop protection chemicals were suppiied. Tomatoes and eggplants in the Project area are highly
susceptible to hlight for which regular furgicide applications are essentizl Losses were axtensive. Farmers
prefer red onions to the white onion seeds supplied. Cabbzages were small, and market prices obtained were
half those reczived for larger cabbages. Vegetables in Mgahinga are producsd without supplementary water
due to the severs water shortage there.
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Three hundred and thirty six (336) farmers have grown vegetables after receiving sezds and advice from the
] .

Project. There is farmer demand o purchase more sseds, particularly of large-heads4 cabbages and Red

Crecle oniors. There are current! no plans to introduce pest or dizeace control chermicals.

6.7.3 Climbing beans

The Froject started testing climbing bean varisties in 1990. This tosting was expanded in 1992, All CEAs have
conducted at least one trial on hisiher own farm. Trials have included comparisons of oroadeasting versus
row planting, weecing regimes and staking regimes, and different varieties of beans. Five different varisties
have been tesied. To date, 89 farmers have grown Project-promcted varieties. Farmers nrefer Gisenyi beans,
avariety deveioped by CIAT in Rwanda. Thesa should be obtained by the Project and distributed to farmers.

6.7.4 Housecheld Energy Management

The Project, over the past three menths, has started a"Stoves and Household Energy" crogramme. The initial
activity to date is the introduction of fuel sfficient stoves and the promotion of household energy rnanagement
techniques. These techniques include diying wood and improved utilization of wood as well as construction

of stoves.

The benefils of the stoves have been demonstrated through womens’ groups. Twenty-two stoves have been

- constructed by wornen in the Prcject area. Initial results show fuelwood consurnption to be halved, with no

loss of heat. Women also feel that the levels of smoke are less. On the downside, the stoves are made wiih
a mixiure of sand and clay in quantities that need to vary, based on the consistency of both the sand and
clay. This has resulted in most of the stoves developing cracks.

In addition to the steves, the Projectis also evaluating *hay basket’ cookers. Both activities are still under test
and require further investigation. Froject personnel emphasize that they are promoting "household energy
management and conseivation” rather than technologies. The Evaluation Team endorses that approach and
encourages the Project io continte to promote woodfuel conservaticn. Woodfuel canservation diractly
addresses key elements of the Prcject’s goals and ohjeciives.

6.8 Extension Mathedology

The extension plan originally focussed on:

. Training GOU, CEA and Project patticipants. Staff training was to cover aspects of planning,
evaluation, visuai aids and speciafist topics. Farmer training was o be undertaken mornthly
using locally-based "farmer advisory groups” established at sub-county headquarters.

. Demonstrations using *contact farmers”. Contaci farmers were to be sacruited io undenake
demonstrations that could be visited every two waeks. The visits were intended to advise
other farmers on iaterventions promoted by the Project. Contact farmars were to serve as
links between the Project and other farmers.




. Linkage with GOU research sitss. The Project planned to establish linis with GOU agencies
engaged in research in the Districts in which the Project is working.

. On-farm trials and demonstrations. These farmer-managed triale were lo demonstrate
interventions heing promoted by the Project. They were also to provide feedback on
constraints to the Project.

. Monitoring and Evaluat on. This was to be supervised by a specialist unit to be established
in the CARE-Uganda hzadquarters.

The Project currently carries out extencion through a top-down approach. Project-determined inlerventions
are promoted in the present extension method. The Project’s key extension agents are the Conservation
Extension Agents (CEAs), of which thers are currently 36 (werking in 20 parishes in 12 subcounties) around
toth the BINP and MGNP. The CEAs are recruited from the parish in which they work.

Most CEAs are school teachers who have been trained to at least Standard 4 ("O" level). They hava no
formal training in either agriculture or forestry. They are suppoited by Govemment of Uganda extension
agents (GOUs) from either the Forest Department or the Ministry of Agriculture. GOUs work with up to six
CEAs foi 10 days each month. GOUs receive a field allowance and a fuel allocation for their services.

Each CEAs expected to select 10 "contact farmers” with whom to work. These contact farmers are currentiy
seiscted on a basis of expressad interest in participating with the Project and undertaking Froject-supporied
activities.

The Project historically worked with women’s groups and schools. However, the Project has tended more
recently to focus on individuals. Selected contact farmers often i2ceive inputs supplied by either the Project
or the CEA as an incentive to participate. There are no quidelines to ensure spatial separation of contact
farmers (from one another) and no means of testing is undertaken. There also is no assessment undertaken
to determine whether Project interventicns being promoted at a contact farmer level is the most desirable
option available.

The CEAIs also responsible for establishing a demonstration piot in which she/he is expected to demonstrate
the packages being promoted by the Project. While not all CEAs demonstrate or extend all activities, there
are presently no recommendations emanating from the DTC Education Division based on geographic or

ethnic preferences for specific packages.

The CEAs recaive residential training for two pericds of one week each year as well ac monthly training
during the zonal meeting (in each of the six zones). All CEAs in the zene congiegate with the Field Officar,
the Extension Supervisor and a member of the training depatment during zenal mealirgs. Written extension
messages are notincluced in the training oxercises. There is no examination io determine whether tha CEA
has understood all aspects of the messages she/he will be expected to disseminate to contact farmers and
others. -
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6.9 Major Extension Findings

Many CEAs capably undertake their jobs and have the vision to address their clients’ needs. Unfortunately
this is not universal. Some CEAs fail to understand one or more messages during iraining. Insufficiently
comprehended message caanot be well explained to others. This implies that miessages naot clearly
understood by CEAs are incarrectly implemented by them, the impact of the intevention is leat, and
information is incorrectly transmitted to cther farmars.

There has baca no thorough, concerted needs assessment undertuken by DTC to determine farmers’ needs.
Initial Project initiatives were based on a predetermined understanding that farmers undertook no sail
managemernt practices and that they required alternative sources of wood outside the gazetled foresis. There
was no assessment to determine whether fuelwood deficiencies actually existed to justily promoting woodlots.

The absence of baseline data precluded a quantiiative understanding of the situation in each agro-ecological
zone. Therefore, the Project promoted blanket messages for all zones without sufficient considaratian of
geographic lccation, target group needs or existing practices. In consequence, while farmers in the Project
area identify roads, education, health, lack of fcod, land, markets and soil fertility as major development
constraints, the Project prometes soil conservaticn, agro-forestry and vegetables as solutions to farmers’
needs.

In short, most of the Project’s extension messages are geared towards meeting subsistence needs rather
than helping farmers to expand beyond subsistence to a more cash-oriented econeny.

This is not necessarily a favt of the Project, bt it is a recognition that promoting most of the Project’s
messages wiil not achieve much beyond improved subsistence unless farmers’ "major" needs (e.g., roads,
markets, schools and cinics) are part of the approach. While the Evaluation Team doss not propose that DTC
start building roads, schools and clinics, the Team does believe that the Project’s extension approach can
address those needs miore than at present if extensionists are rors needs-oriented, more capable of
facilitating developmen, and better-equipped to organize (or tie into organized) groups.

CEAs presently identify participants based on the interest level of the incividual contact farmer. Contact
farmers are usually "progressive” farmers. They also tend to be chustered, often close to where the CEA lives.
While there are some femals contact fermers, condact farmers are nct a representative sample of often
heterogenous repulations.

There is a strong need for the Projact to znsure that farmers are selected from all paits of the parish. Where
possible, more women farmers and farmers from different economic strata should te included as contact
farmers to broaden the Projeet’s impact. This is particularty verlinent to ensurs that people do not return io
ilegally encroaching into the protected areas s a survival strategy.

CEAs need to he more aware of the overall socic-economic setlings in thelr service areas. Participatory Fural

Appraisal (PRA) is one techrique that couid be used on a pilot basis to provide this increased awarenass.
However, the Evaluation Team notes that the Project has made considerable progress with ite existing
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methodology. CEAs have been trained and a fairly effective extension network has been establishad.

The Evaluation Team does not recommended the wholesale adootion of PRA and radicatly different extension
approaches. Rather, the Team believes that adaptive management techniques should be introduced to
different agro-ecological zones, farming systems, site-specific conditions and farmer neads. This should be
tried on atrial basis. If this approach works, then, it should be adopted on a hroader hasic.

There is also a need to fine tune the existing extension methcdology. This involves:

. the use of needs assecsments to determine coinmunity and individua! household neads. It
is recommended that community needs be identified since there may be too many individual
needs to effectively address each one of them, while assisting communiiies to address groun
needs can be a more effective extension methodology with wider demonstration effects.

. revision of existing extension messages or agevelopmen: of new extension messages to meet
identified needs.

. refinement of training modules for each intervention that address practical needs of farmers
rather than summaries of text books on a particular subject.

. identification and acquisition of Project inputs to address needs. If costs are invo.ved,
mechanisms to donate, loan or sell the necessary inputs to the farmers should be explored,

. improved training of CEAs on how best to implement the intervention and how to
communicate more effectively.

. testing CEAs (during trzining and during field visits) to ensure comprehension and retention
of extension messages.

. increased and improved supervision of CEAs by Field Officers to ensure that messages are
correctly disseminated io Project participants.

. feedback and monitoring to gauge impact and relevance.

6.10 Recommendations for Possible New Interventions
Major Agricuftural Crops

VWhile maintaining a conservation focus, there is a need to reconcile farmers’ needs 1o increase proouctivity.
However, most farmers have insufficiert land to incorporate faliows into the farming system to mairtain
fertility. Therefors, if tree planting is to ba encouraged, this will often be undertaken at the expense of land
currently used for crops. Thus, it is likely that the Project wil simultaneously need to identify improvements
in basic crops such as sorghum and maize. Currently there is minirmal use of available improved high-yielding

composites and minimal use of inputs to increase productivity.
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improving Scii Fertility

The major thrust of the Project to address soil fertifity has been the incorporation of nitregen-fixing lecuminous
tree species, piimarily Sesbania, into farmers fields. However, tres densities are 106 low to have a major
impact on fertifity. Moreover, thereis no consideration that olher eloments, such as phosphorus, may fimit
impreving soil fertility. The Project sheuld examine soil tertility more carefully as pari of its program 1o
increase productivity.

Improved Vegetable Production

The Evaluation Team interviewed farmers who were pleased to grow vegetables from seed supplied by the
Project. However, before such an intervention is repeated, the Project needs to determine whether additional
inputs are required, whether the mix of inputs is acceptable to CARE, and whether their use will be cost-
effective to farmers.

Indigenous Trea Species
The Project has to date promoted primarily exctic agro-forestry species. In the original Project propnsal the

Project anticipated utilizing indigenous species. Assuming a demand for indigenous species for agro-forestiy
systems, the Project will need to identify improved provenances of indigenous trees. Cnce these are

- identified, then farmers should be trained in seed collection techniques. These collection techniques should

follow GOU [=orestry Department guidelines.
Promotion of Bamboo

One effect of the gazetting of Mgahinga and Bwindi as national parks has been recuced access te forest
resources. One resultant constraint is a current major shortage of bamhoo. This shortage will inteasify as
bamboo is extensively used in grain storage {granaries), for baskets and for local ambulances (stretehars).

The Project should facilitate obtaining bamhoo, and should encourage on-farm bamboo cuttivation.
Promoting Improved Househo!d Energy Management

There are important fuel saving aspects of the medified three-stone stove and hay-basket currently being
tested by the Project. Both these initiatives appear to be good candidates for iong-term energy conservation.
The Project needs to more clearly define the mixture of clay and sand used in the stove to avoid it cracking
soon after construction. The Project also should pursue its intended plan of looking at the broader issues of
rural energy conservation and household management.

7.0 DTC and Women

V/omen are major players in the DTC Project’s catchment area. Thay form the backbona of the area’s farming
systems, and they are primarily responsible for household enargy matters (eg, collecting fuelwood and
cooking). Women exclusively head at least 15% of all households (1992 Baseline Survey). They haad
perhaps as much as 40% of the houscholds on a periodic basis while their husbands are engaged in
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employment elsewhere (s.q., in towns, pitsawing, etc). This underscores the neced to consider issues
affecting wenien in DTC projects and activities.

7.4 snservation Impact en Women

The Preject has focussed relatively littfe on the needs of wornen thus far. Womens' needs have not figured
prominently in the Project’s extension packages or approacies. in fact, approachzs such as individual
)

nurseries can add to womens’ already heavy workload by imposing more labor requiremients on wormen (e.q.,
watering and weeding nurseries, and outplanting trees).

Evidence indicates that the discentinuation of access to BINP and MGNP, and the resulting elimination of
pitsawing and other related econamic activities, has resulted in at least temporary outmigration of males. This
has resulted, at least temporarily, in increasad workloads for women as they must take on the work that was
formerly shared.

Creation of the two national parks has had an additional impact on wornen insofar as it cut off an important
source of fueiwood. This has forced wornen on the neriphiery of these two protected arcas to ssek W00dy
hiomass supplies elsewhere. The Project has promoted agro-forestry as one response to this situation, and
is now actively engaged in promeiing household energy conservation. Agro-forestry needs to be approached
on a site-snacific basis in the Project arza.

At MGNP, exclusion frorm exiractive resource use has had a2 marked negative effect on many women for two
primary reasens: i) it has denied them a historical source of fuclwood and other wood products that are not
easily found elsewhere; and i) &t has denied many women access to crucial water supplies in this water-
scarce region. ach of these effects has increased womens’ workioads tremendously. Regarding water, the
Evaluation witnessed women in some areas firstwalking for hours to reach the nearest water source and then
queuing for hours to gain limited access to water under the supervision of Park personnel. The costs borne
by surrcunding communities as a result of park proteciion activities have resulted in negative aititudes
towards conservation, thereby eroding Project effectiveness.

This situation is the resuk of MGNP park management policies and therefore peyond the control of DTC.
However, while negative atiitudes toward conservation arcund MGNP cannot be blaried on DTC, the Project
incurs substartial detrimental effects from this cenflict due to DTC’s association with the Park (DTG employs
park rangers as extensionists). Therefors, DTC must take steps to reduce the park-people conflict if it hopes
to accomplisi its conservation and developraent objectives in this area.

7.2 Role of Women in the Rural Economy

Land is scaice in many areas, particularly in Kisoro and Kabale Districts along the parks. Consequenily, the
types of treec promoted, and their uses on-farm, must conform both to the space requirements of the trees
as well as the needs of individua! households. Women, as the primary agricultural players in the Project area,
need 1o be involved in identifying their agro-forestry needs, and in develeping solutions to those nezds such
as improverd fertility, soil conservation, fuelwood, among others.
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Womens' rights 1o land, and their authority to decide on its utiization. is limited in tha Project area. This is
important to note because any technical package which sets out to promcte a particular type of land use
(e.9., soil conservation, agro-forestry), must take thesa factors inte concideration. Ai a minimum, there is need
10 sensitize leaders, extension agents, and men in general, 1o the role of women in tha rural economy. This
needs to be ceupled with some degree of mobilization of women and communities 1o provide women with
greater controf over their means of production.

WWomen tend to be members of groups more often than men in the Project area. Thore are many womean's
froups which zerve arange of functions. These include informa credit and self-help groups as well as school
and church organizations. The Project has worked refatively fittle in mobilizing these types of groups during
its present phase (Phase 1I). Rather, the Project’s training and extension approaches have fccussed more
on individuals than on groups. In order to access women and focus greater attenlion on supporiing their

activities, mors work with wemen’s groups is recommended.
7.3 Woman and Houschsld Energy Conservation

The Project racently initiated activities in the field of household energy management. This is of particular
importance with regard to both women ard conservation. Insofar as fuelvood shortages are of major coricern
in particular areas of the Project, and conservation (paiticularly woody biomass consesvation) is an objactive
of the Project, this is a field that requirzs more attention. Women bear the primary brunt of any fuehvond
shortages as they collect fuelwood and they are responsible for cooking. Therefore, improving household
energy management is an important area for Project concentration.

It should be noted, however, that hcusehold energy management does not merely imply “improved
cookstoves”. LTC Project staff recognize this and are actively exploring various methods, including improved
stoves, tc improve household energy use. Household energy management should alss include training and
extension in such aspects as drying fuzlweod prior o use, protecting fires from diaughits, among others.
Household energy management training in these areas is of major importance in conservaticn, and shiould
be encouraged by the Project.

8.0 DTC Links with Other Prejecis and Activities
8.1 Conservation Activities

DTC maintains good working links with many organizations and projects. in the field of conssivation, DTC
viorks closely with the Institute of Tropical Forestry Conservation {ITFC) which is supported by the Mbarara
University (see 5, above). The Project also works very closely with the Internationai Gorilla Consarvation
Project (IGCF) which is supported by a consortium of international conservation NGOs and AID. DTC has
provided guidance on and assistance 10 IGCP in the area of setting out a framework for revenus-sharing rom
rovenues generated by tourism.

OTG has beer: instrumental in the establishment of the BINP Park Management Adviscry Committee {PHAC).

Project personnel have worked very closely with UNP, the ITFC, the IGCP and others 1o set up the PMAC.
The Project has played a major role in drawing up the BINP Park Managemeant Plan. |i has played less of
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arole in the MGNP PMAG, although the Project works closely with the PMAC and is sat to play a major part

in drawing up the MGNP Park Management Plan.

The Project has worked very closely with the Mgahinga and Bwindi Impenetrable Forest Concervation Trust
(the GEF Trust). DTC personnel serve on the Trust Task Force and have assisted the inistiy.of Tourism,
Wildlife and Aatiquities (MTWA) to set up the Trust’s Local Commmunity Steering Commiites, a key element
in Trust implementation. DTC continue to work with MTWA and Trust Task Force peisonnel to gei the GEF
Trust operational. The Evaluation Team believes that DTC will play a major role in helping the Trust get
started and assisling it to mobilize communilies to receive Trust benefits. CARE has been invited py the Trus
Task Force to sit on the LCSC and on the national Trust Management Board (in Kampala)

8.2 Deveiopment Activities

The most important and interactive associations which DTC have zre with the GOU whose technical
assistants are part of the management structure within DTC. Nine GOU agents from the Ministry of
Agriculture and the Forest Department work ten days each maonth with DTC in a backsiop capacity and ¢n
a consulting basis.

Collaborative extension activities in agro-forestry, particularly with regard to genetically superior germplasra
is done with the Agro-ferestry Research Networks for Africa (ARENA). The relationship has been ongeing

_ since 1980, and patticipating farmers in the Project area are familiar with ARENA and the sarvices it provides.

At one time in 1991 the two organization discussed formalizing the relationship with a Mernoranduim of
Understanding, but it was never executed. Nevertheless, an active interchange exists and ARENA regularly
provides advice on the principles and practices of implementing agre-forestiy in the contaxt of agro-ecnlogical
zone specificity. But since ARENA in Uganda operates in virtually all of the same agro-ceclogical zenes as
does DTG, the more important aspect of the association is that DTC is able to access the most racent
research findings and obtain tree seedings of epacies approoriate for the region.

Improved varicties of bean seed are provided to DTC exensicn workers through CIAT, the international
center for bean research. At least five varieties of beans have been incorporated intc the farming systzms
of participating farmers in the DTC project area. In particular, climbing beans can be ssen far and wide; and
their distribution is pervasively facilitated through the jeint collzboration of CIAT and DTG,

Another regiorial commedity which is an importan! subsistence and cash crop in the arza is lrish potato. The
improvement and promation of potato is the main responsibility of the International Center for Research in
Potato (CIF), and with which DTC has a working relationship. But due to the fact that some participating
farmers did not have good results with CIP cultivars in the past, the linkage with CIP is not very active in
some areas within the Project.

8.3 Other Linkages

USAID is the principal donor in the area covered by DTC. USAID s the major funding agent to DTC {with
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CARE providing the remainder). USAID also provides support for the Iastituis for Tropical Forest
Conservation (ITFC) which has its headquarters at Ruhija on thz eastern boundary of Bwindi, DTC currantly
rents space from the facility and operates the ITFC conservation center as one of its two resident education
centers. The ITFC centeriiself has baen hast to groups of students from Makerere University who hava been
cooperating with DTC by conducting public opinion survays concerned with park use, ii; the viciniy of Bwindi,

USAIC support for UNP takes the form of targeted funds under the Acticn Plan for tha
In addition, sornctime in the near future the southern part of Uganda in which Bwindi i
focus of the National Environmental Action Plan (NEAP), partially supported by USAID.

wironment (APE).
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s located will be the

2.0 Project Manageinent and Adminisiration

The DTC Project has undergone four changes of project management over the past three years. This has
resulted in a lack of continuity in Preject implementation and changes in the Project’s focus, particularly with
regard to technical packages, extension and training.

The Evaluation Team is impressed by current Project Management. The DTC Projeci Manager has a very
good grasp of management techniquss and a solid grasp of ihe context in which the Project operates. The

Evaluation Tearn recommend that CARE and USAID continue to provice the resources (personnel,
managerial, fiscal) necessary to enable Project management {c improve on its field activities. At a minimurm,

the Evaluation Team recommend that this Evaluation Report be reviewed critically by alf relevant nartizs and,

then, Project management be provided with a clear mandate 1o implement the Project as agreed upon,

This will require a careful examination of the geal and objectives of the Preject, with critical consideration of
the anticipated outputs over the life of the Project. The inputs necessary to achieve these cutputs need lo
be carefully articulated and then made available to Project management for implementing the remainder of
Phase I} of the Project.

The Evaluation Team has confidence that the present DTC management team have the skills, ability and
vision to implement any changes resulting from this review. Moreover, the Evaluation Team beliaves *hat
Project managemant possesses the ability to plan not just for the remainder of Phase i, but to set the stage
fer the next phase of the Project.

Finally, the Evaluation Team considers the administrative st:ucture of the Project, with the suggested
revisions set out in this Evaluation, to be sound and an improvement on earlier administration. That is, the
links between CARE/Uganda and the field have been strengthened, the mechanisms for supporting field
activities {and management) have heen improved, and that reporting and monitoring have also improved.
These are all positive steps towards ensuring successful implementation of the Project.

The Project Manager has the confidence of CARE/Uganda senior management, and CARE/Uganda serior
management has confidence in the field. This is very important in a project as complzx as DTC, and is an
essential ingreciient in the adaptive management approach strengly endorsed by this Evaluation. This is
particularly important in such areas as realigning the budget to reflect new realities and directions, in the area
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of staffing to adapt to new changes, and in field management in the area of administration.
10.0 Mornitsring and Evaluation
10.1 Sackground

Monitaring and Cvaluation (M&E) aciivities of DTC started out relatively late in the Pro,cot. There are three
principal lines of projeci activities. Each has resulted in a management structure with different perspectives.
Therefore, messages on what and how to monitor progress and performance has not been uniform. The
Forest Utilization and Education divisicns within DTC have either had no monitoring and evaluation plan or
the organization of their records does nat lend itself to ready comprehension from an M&E standpoint.
The Extension Division represents an exception. In this Division DTC has compiled a good record of the
progress of tie Project, in terms of the activities and outputs of its CFAs. The monitering pericd is from
March, 1983 to May, 1293. However, some of the information obtained from an earlier period protably
underestimates scme of the accomplishments because the records of some CEAs were incomplete or
improperly reported.

The Monitoring and Evaluation Officer currently charged with M&E reporting was originally appoinied as the
Project Agronoristin 1592. Tracking the categeries of activities, inputs, numbers of farmars particizating, by
region, etc. has only been carried out over the past faw months. Curaulative resulis are availahle in tabular

. and chart form. A more standardized method of reporting is currently being refined. Gender disaggregated

data should be incorporated into the progress reports emanating from all DTC divisions.

A number of DTC extension activities were started and later abandoned. This has corresponded {o changes
in DTC Project Management. This has led to the fact that there has never bean an assessment made of the
efficacy of such sub-projects as poultry raising, fish farming and rabbit raising. During the recent past it would
appear that the CARE ianagement By Objective (MBO) principles have been abandoned. The Project needs
toreview and stick to its MBO principles vis-a-vis DTC operations. Otherwise, future changes in managemant
will fail to address the activities and objetives as described in the Project Paper and the Grant Agreziment.
These are ultimately the primary guiding documents by which the effectiveness of projects are evaluated by
USAID.

In-houss evaliation by DTC is not conducted concurrently with data collection, but there are many
opportunities o analyze the data to answer specific questions which might be posed and to manipulaie the
data in various ways, as a means of conducting analyses for different purposes. As far as the M&E function
iin project design and implementation is concerned, DTC has mads the commitment ic the precess, bt it
should also include the Forest Utifization and Eduration Division compenents of the Project.

The interim evaluation of DTC in 1591, the 1992 Baseline Survey and the current mid-term evaluation save
as principal mechanisms of evaluation, as well as evaluations/reviews conductad by independant observers.
External evaluation of DTC, therefore, is well-covered with respect to the means and the nrocess. In addit’on,
CARE/lnternational in Uganda and USAID/Kampala have access 1o all the interim reperts and are able to
intercede, as needed, in terms of addressing the questions of procedurs and/or content in the M&E
components ¢f DTC.
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An attempt to measure impact, as part of the evaluation process, is a much more difficult proposition. Some
parties may perceive that the M&E process should feed into the USAID mandae to transmit annual
Assessment of Program Impact (APY) reporis. There is no clear USAID guideline as regards NGO
participation in the process. Hence the nature and types of records collectad by DTC may not adequalely
serve the need. At a minimum, USAID should be asked o cornment on what DTC reportage contribules or
does not contribule to the API procedures.

10.2 Next Steps

The Project should strengthen its monitering and evaluation program. Monitoring and evaluation has begun
on the Project’s axtension activities. A useful start has been mads in this area. The same needs to begin with
training and censervation education. Likewise, monitoring and evaluation will be of critical importance for any
multiple use of park resources.

The Evaluation Team believes that monitering and evaluation should provide Project rmanagement with kay
indicators regarding the effectiveness of its approaches. It should provide continual feadback which wiii helo
the Project to adapt its approaches and strengthen them. It should provide the Project with indications of
acceptance and of impact. Moreover, it should provide farmers and communities with indicators on the
effectiveness of various approaches.

Key indicators should be developed which indicate progress towards achievement of objectives. This requires
clearly-articulated, and -understood objectives. This implies that certain hypotheses need to be pesed and
tested. Examples of hypotheses which are relevant to monitoring and evaluation include:

: Project activities result in improved soil conservation:

. Project activities result in a clearer understanding of the benefits of the parks;
. Project activities enhance the economic well-being of farmers;

. Periodic training of CEAs results in batter job performance;

among others. Each hypothesis should have a set of corcliaries, cf indicators by whict: to measure, mouitor
and evaluate. Examples of such indicators for soil conservation might include not oaly the number of bunds
constructed or distance covered, but also attitudinal cbservations of farmers themsalves as to the
effectiveness of bunds.

The 1992 Bascline Survey provides a gaod basis from which to build a sound, but simple, Monttoring and
Evaluation sysiem. It sets the background for testing a number of hypotheses relevant to the Project. !t also
provides a framework by which the Prcject can monitor progress over a period of ‘e (i.e., longitudinal
surveying). The large sample size should enable Project personnel to go back to particular groupe (e.g.,
people who live directly adjacent the parks, women head of households, families with more than fiva piots
of land, people who used to engage in pitsawing in Bwindi, etc.) to determine changes over time, particularly
changes which can be attributed to Project interventions.
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It is critical that the heads of each department (extension, conservation education, ele.) set out clearly the
objectives of their depariments. They should then sct out the critical assumptions regarding their activitias
and a list of indicators. The list should not be lonig. It should conform to a set of information which can be
easily collected, easily entered and tabulated, and, most especially, easily analyzed io daterming progress
towards achieving objectives.

CEAs, rangers and other field staff should he charged with the periodic and regular collection of these data.
This implies that they should clearly understand why they are collecting the data, and to what uses it will (or
could) be put. This also implies that they should be informed of results and have some understanding of what
those results mean. Data collection should be as straightforward and simple as possible. Data collsction
sheets should be set out with as few open-ended questions as possible. The bulk of the sheets should set
out questions or observations in such a manner as can be completed with "yes" or "na", "good"-"fair’-"coor”,
and the like. This not only makes data collection easy (and reduces somewhat the individual bias), butit also
makes data entry and analyses much easier ihan longer, more complicated questionnaires.

The CEAs’, rangers’ and others’ field data nzed to be passed on to the department heads who, in turn, should
provide this information on a regular basis to the Monitoring and Evaluation Cfficer. At present, DTC's
Agronomist is also respensible for Mcnitoring and Evaluation. She could be provided a data collection and
entry assistant.

The most difficult part of monitoring and evaluation is setting the system in place. This will reguire the
department heads to work closely with Project Management and with the officer in charge of Monitoring and
Evaluation to set out the framework and the key data to be collected.

Thereafter, data collection, entry and analyses should be routine, and should not require a full-time position.
Again, the purpose of such data collection, indeed of monitoring and evaluation itself, is to provide Project
Management with clear information on the direction the Project is taking and how to adapt Project
approaches, on a basis of such information, to achieve objectives better.

Having CEAs, rangers and other field stalf collecting information, and participating in its review, is a subjective
exercise. An element of objeclivity needs to be applied periodically, as has just occurred with DTC's recent
external "focus groups" review. That exercise provides an excellent framework for future, on-going evaluation
work. Bringing in outsiders to ask specific questions to test the Project’s hypotheses provides a ¢ood
background for verifying the effectiveness of Project approaches. Such verification should be random and
should be as unbiased as possible in order to maintain objectivity.

There is a particular need to put in placs a maoniloring and evaluation program for the raultiple use prograrn.
This should provide the Project with information on location, level of conflict between people and parks,
whether or nct products from the parks zrs used by the producers themselvas {own-use) or marketed, and
if marketed, whore (and does this chang2 over lims).

One implication of this recommended approach is that CARE’s PIRs will have to be adapted to inciude 2
monitoring and evaluation reporting cormponent.
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Annex 1
Terms of Reference
Daveiopiment Through Conservation (DTC) Project
Mid-Term Review

1. Backaround to the Proiect

The Development Through Conservation Project (DTC) is an Integrated Conservation and Development
Project (ICDP). ICDP’s are a new generation of conservation initiative attempting tc reconcile the nesds of
conserving biological diversity with the subsistence and development needs of the communitics surrouriding
protected areas. DTC is CARE Uganda's first ICDP and as such is experimental in nature.

DTC is now mid-way through its second phase. The first phase was from September 1968 to Sepiember 1390
and receivec bridging funds until March 1991 . During the first phase CARE was a sub-contractor to a larger
USAID-funcied World Wildlife Fund (WWF) Project that was worxing in the Bwindi Impenatrable and Mgahinga
Forests. CARE's role as the subcontractor was to work with communities living around the forest and to carry
out biological inventory within the forests. The community work consisted of providing conservation education
through a netwerk of Conservation Extension Agents (CEAs), as well as technical advice on tree planting,
small animal husbandry and soils. Following an evaluation in July 1990, CARE was requasted to develop a
larger, five year project to be funded directly by USAID. The proposal development and approval process took

- several months and was finally completed in December 1991, though start date and funding were backcated

to April 1991,

The first phase of the project experienced difficulties. In particular the first agreement with the Govarnment
of Uganda was delayed, and the project found it difficult to recruit senior national staff. There was an eight
month gap between project managers, and the project was on minimal funding from April to Novernber 1991,
Furthermore, war in Rwanda meant that Mgahinga Forest became impossible to work in.

Even while the project approval process was moving forward, changes were being made to the details of
project implementation. Bwindi became a national park, giving it greater protection, and reducing ihe urgency
to document its biodiversity through the program of inventory outlined in the project dosument. On the cther
hand, during the change to naticnal park status, communities living around the edge ¢f the forest became
even more hostile to conservation efforts than previously, since they were now completely excluded from the
forest. In the light of the greater undertaking of the project area and the growing information on {CDP’s, the
project began to examine some of the earlier assumpticns regarding project interventions, particularly those
related to small animal husbandry. The project changed from using many poorly supervised, part time
extension staff, {o fewer full time extensionisis. It also began 1o review its extension mathods.

The project invasted in studying the interaction of people wilh park resourcas to understand better what
resources existed in the park that people wantad continued access to. UNP has now agreedihat communiies
ray have access to one fifth of the totai park area for controlled haivesting of certain forest resources. DTC
has began a participatory forest management exercise with communiiies to implament this. On farm
substitution activities, such as woodlots and agro-forestry, which have long been main project activities, are
now becoming more comprehensive. The project has also been heavily involved in supporting UNP staf in
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the production of a management plan for Bwindi National Park. Plan production has been a participatory
process involving community leaders.

In an efiort to educe the hostility of the coramunities. and to meet some of their immzadiate felt needs, the
DTC staff have engaged in a nuraber of agriculiural cevelopment activities to help improve farm rescurce
conservaticn and agricultural production. Thece include the introduction of climbing beans, improved banana
plantation management, and vegetable growing. With farmers seeing the project offering tangible benefits,
attitudes to the project have improved. While some hostility to the park and UNP remains, DTC staff are now
seen as working for the people while at the same time protecting the park.

2. Backaround to the Mid-Term Evaluation

Since the stait of the current five year phase of the project in April 1991, there have heen several shifts in
emphasis. In a number of key areas, project activities no longer reflect the original objectives and strategies
that are outlines in the project document. With hindsight, these objectives and strategias were poorly definad.
This simply reflects that reality that DTC, as a pioneer of the integrated conservation/development concept,
s essentially a pilot project.

Thus, in addition to evaluating project parformance to date, a major aim of the current evaluation is to revise
the project decument, redefining objectives and targets in the tight of DTC’s (and other ICDP’s) recent
experience. Crirent strategies must be critically examined so that CARE, government counterparts, and the
donor all agree on the direction in which the projsct is now going, and project staff have the firma mandate
they need {0 proceed.

A fundamenta’ problem that the project has faced over the last two yaars, and a priority issue for tha raview
team to address, is the confusion in the current project document over the aim of the rural development
activities. In the DTC context, is development a means to an end (conservalion) or an end in its own right?
A recent reviaw of 23 notable ICDP’s highlighted this issue as being a fundamental problem with almost all
such projects (Wells and Brandon, 1992). The authors concluded "several project reviewed have been
successful in rural development terms but the critical development/conservation linkage is still generally
missing or unclear".

Clarifying whether the purpose of DTC's development activities is a) to improve UNP's public relations, b)
substitute now available forest products, c) generally compensate for lost resources, or d) a genuine aitempt
to alleviate poverty, which is the ultimate threat to the forest in the longer term. Cedifying DTC’s principal
purpose is an essential output of this evaluation, in order that CARE, DTC staff, and GOU counterparts agree
cn this, and focus priorities and activities accordingly.

Whether population pressure is a real threat to the forest in the longer term is a key consideration. If we
believe that it is, then clearly the dominant issues that must be considered are land productivity (i.e. soil
erosion) and population growth rates. A recent review of DTC activities concluded "unless someone does
address the huge problem of soil erosion in the area...all of the work DTC wil eventually prove futile"
(Gerrard, 1592). The dismal record of soil conservation programs in Africa is well known. While DTC is
promoting scil conservation with some success, it is clear that to achieve a sustainable impact on the scale
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required will need far more effort and a very different approach from that currently being pursued.

In redefining and priofitizing project objectives and activities, a recent development that has impcitant
implications s the start-up of tourist revenue sharing and the Bwindi Trust. To maximize the conservation
value of all the varicus development activities in the- project area, the conservation message presented to
communities must be clear and uniform, and the development linkages explicit. This rmeans that DTC would
Fave a central role in the operation of the two schemes at community fevel.

The institutional sustainability cf DTC’s activities has been another area of growing concem. As far as DTC's
community conservation activities are concerned (forest product utilization, conservation education promotion
and facilitaticn, revenue sharing, and Bwindi Trust, and multiple forest product use shouid be improved cnce
the recent proposal to establish a corps of community conservation rangers within UNP is implemented.
However, the sustainability of the arrangement still depends on UNP saiaries being substantially increased
over the next few years to remove the need for salary "top-ups" which are essential at present if suitabie staff
are to be recruited and maintained.

Cn the extension side, in addition to similar concerns over the large gap between GOU and DTG salaiies,
there may be a need for radical staff restructuring before the end of the project. At present, the vast majority
of extension staff are DTC project employess. Although thers are 10 GOU extension staff attached to the
extension team, their roles and responsibilities are not clearly defined in relation to the duiies of the DTC
project staff.

Finally, the review team should bear in rind that CARE is already considering a third five vear phase of the
DTC project to start in 1996. Another aim of the current evaluation should be to consider a broad outline for
this third phase.

3. Key lssues/Activities

3.1 Review the project context:

- in-forest ecology

- park/community relationship

- cut-forest environmental situation

- community attitudes to DTC

- community development priorities
- current project proposal

- expectations of CARE/donor/GOU

3.2 Evaluate project impact to daie: how effective, gender impacts, sustainability, and reevance to
existing objectives.

- inventory

- park management plans
- forest product utilization

52



3.4

3.5

3.6

- extension/interventions (beth *message” and "medium")
- education program

Critically review DTC’s current approach with reference to recefined objuctives, relating to the
experience of other ICDP’s. Some key issues:

- expand project target area fcr some activities

- should DTC continue with inventory work?

- recommendations for future research topics

- forest utilization: monitoring if usage of particular forest products is sustainable ecologically
- rural development

* target group

* diversify and intensify of activities {(additional activities interventions)

* emphasis on capacity building (process) rather than interventions (outputs)
*

extension through contact farmers or threugh groups
- education/training

* residential workshops versus work in the villages
* need for more fraining centers (size and location)
- gender
* relevance to group objectives
* need for explicit gender bias?
- how to better integrate preject activities at community level to increase overall conservation
impact.

Review institutional linkages (UNP, RC’s, GOU extension service, Forestry Department, Bwindi
Trust/Revenue sharing, other NGOs)

- is the project making maxiimum use of resources available in other orpanizations?
- is coltaboration effeclive?

- institutional sustainability

Conduct a participatory planning exercise to revise the project logframe.

- Redefine project objectives

- develop new indicators and realistic targets

- impact evaluation: what criteria, how and who will do it?

Review project resources and staffing

- the need for expatriate staff

- staffing gaps

- organizational structure and its suitability

Evaluation Quiputs
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Tre evaluation report should include the following:

- a review of project technical interventions and recommendations.

- a review of processes used to date and recommendations

- recommendations for revising project document

- recommendations for staffing configuration

- recommendations for CARE’s role vis-a-vis GOU institutions

- recommendations on the issues of how Bwindi Trust, Tourist Revenue sharing etc. should
be factored into project objectives and activities

- recommendations for third phase project objectives.
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Project/Agency
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Addrese

Achoka, Ignatius.

Adonia, Bintocora.

Akankunda, Lydia.
Atukunda, A.

Bagandi, F.

Bagoora, Festus.
Bagorogoza, C.
Bakasiagaki, Alcizio.
Bandebaho P. (Ms)

Bandusvya

Baranga, Jonathan.
Barangura, Y.
Barise, F.
Barycwaabo, C.
Batama, P.

Batuma

Bayer, Garvy.
Bazakabona S.
Beinempaka
Beteise, K.

Bintora, A.

Builenya-Segoya, Moses

Bujara, Simon.

Bukenva, M.

Byamah, J.B.
Byanigaba, A.

Resezrch Warden

Park Warden
Education/Extension

Farmer

Focus Group Evaluator

Contact Farmer
Project Officer

CEA

LCSC Representative
Rural FEnexrgy Contact

Herbalist/Basket
Weaver

Director

Contact farmer
Ranger

Contact Farmer

Rural Energy Contact
Entrepreneur

Chief, ANR

Forestry Cfficer
Training Officer
Herbalist

Field Officer

CEA
DVPO

Forest Officer

Conservation
Education Agent
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BNIP
UNP/DTC

Makerere
University

MEP
DTC Rubugiru
GEF Trust

Kitzahurira

ITFC

BINE /UNP

USAID

FD, Kayonzo
DTC

Katunda
DTC/UNP
ADES

CARE

Kiscro District

HQ
Forest Dept.

DTC

P 0 Box 123,
Kisoro

Dept. cf
Forestry

Ntungaro

Masaya

Mpungu Parish

Kifunjo
Kitahuriyra
Masava
Kanungu

Kabale

Mpungu Pari:#

P 0 Box 123,,
Kisoro

Kabale-Ikuba:

Kisoro

Muramba



Byarugaba, A.
Byaruhanga, G.
Byasmukama, E. (Ms)
Bvibesho, J.
Carlson, Cindy.
Clausen, Robert.

beo, Nsaba.

Dunn, Stanley.
Dutki, Geo Z.
Edreda, Tusiime.
Franks, Phillip.
Friday, E.
Gaijurenda C. (Ms)

Gilbert, V.
Hakabaya Women’s Group

Hanyuruva, S.

Hatega, N.

Jamaluddin, A.K.M.

Kabyetsiza, Ms Redemptor.

Kagunaho, E.

Kajoka

Kakankata, J.
Kamukama, Willy.
Kanongo, Maahe.
Kashasha Women'’'s Group
Katabazi, A.

Katochi, V.
Rataratambe, R.
Katenangwa, S.

Katunji, J.

CEA

CEA Kifunijo

CEA

RC3 Chalrmarn
Program Officer
Project Cificer

Exension Ranger

Director
Project Manager
Farmer

Project Manager
School Teacher
Widow

Rural Energy
Coordinator

Farmer

CEA

Acting Factory Mgr

Field Manager
Rep. for P.C.
Field Officer

Herbalist/Basket
Weaver

Tea Farmer
Dep. DRO

Ed.

Farmer

CEA

Forest Officer
RCS Chairman
DES

CEA
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DTC Mpungu
DTC, Kanungu

DTC Nyamabale

CARE/Uganda
USAID
UNDP/DTC

CARE/Uganda

CARE

CARE

Karuhinda B3

DTC

DTC Gisozi

Kayonza Tea
Factory

CARE/Kabale
SWARP
DTC

Kitahurira

Kisoro

CARE

DTC Kitojo
BINP/UNP

DTC Ntungamo

Masa

Nyarusiza

Gitenderi
Parich, Kis:or

CARE/Kampala.

Kashasha

Kabhale

)

r

[

Ntugamo
Rubuguni

Kanungu

Mpungu Pari:h

Kitahuriya

Kabale-Ikuba

Kashasha

Kitahurive

Kabale



Kavuma Ms.

Kikabeinrika, S.

Kiruungi,
Kisakve,

Kiwanuka, L.

Komayombi, B.

Kunungo, M.

Kuribuuza, D.

Kyampire, O.

Kyoribariko,
Mababe,
Macfie, ILiz

Mangheni,

Tonny.

Jane.

P.

Monday.

(Ms
(iMls

{Ms)

Dickson.

Masya Women Group

Matabazi,

Mbarinba,
Mihanda, A.
Mbonye, A.
lionica

Mpabanzi,D.

Musinguzi, J.

Mugaye X.
Mutebi,
Muterehe, J.

Muwanuke

2, Abdul

Ndwogo

Ngime,

Mr .

Mgoma.

A.D.

(Ms)

Jackson.

M..

)

Principle Env.
Officer

Park Warden
Agronomist

Commissloner for
Forestry

DAO

Forest Conservation
Off.

DAO

Focus Group Evaluator

Rural Enerqgy Contact

Political Mobilizer
for education and
naticnal parks

Project Director
DO
Farmers

Headman

DFO

CEA

Extension Officer
Farmer

Agricultural Officer
Agric. Asst.

Contact Farmer
Forestry Utilisation
Farmer

Economist

Pit Sawer

District
Administrator
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Ministry of
Natural
Resocurces

MGNP
CARE

Forest Dept.

Kabale
DTC

Rukungiri

Makerere
University

PMAC

IGCP

Rukungiri

Water
Development
Department

Kabale
CARE/DTC
DTC

MOA, Kanungu

MOA (GOU/DTC)

CARE/DTC

MTWA

Kabale

Kampala

llyarnhanga

Kabale

Forestry

Masaya

P 0 Box
Kisoro

123,

Buhoma

Masya

Kabiranyuma
Pipeline.

Kisoro Dist:i

Nteko

=
)
v
<
fu

Nteko

Ntungamo

Kitahuriyra

Ntugemo
Rubugurni
P 0 Box 5,
Kabale



Niragore, P.
Nkuriyingoma, D.
Htege, Nh.
Ntegyereize, J.

Ntegyevelize, Rev.
Nteziyaremye, Callist.

Nyakakyekyi
Nyamagwum, Mary.
Nyamaguru, Virginia.

Nyamaguru, V. (Ms)

Okorio, J.
Otto, Ben

Peace, Agnes and
Felagiyana

Resti

Ruyoka, C.

Rwakatungu, C.
Rwego, I'.
Rwankatogero, B.
Sabiti, =©.
Sebugwawo, P (Ms)

Serugo, Joseph.

Sheba
Sherper, Keith.

Sophia
Sucker, J. KXlaus.

Tekata, J.
Tibirrikwata, E.

Tindiwegi, John.

Sub County Chief
RC2 Chairman
Extensionist

Arch Deacon
Clergy
Extension Ranger

Farmer

Farmer

Training Centre
Manager

Team Leader
Permanent Secretary

Farmer

Farmer

Senior Leaf Manager

Outgrower Manager
Extensionist
DES Kabale

Contact Farmer

Senior
Warden-—in-Charge

CEA
Mission Director

Farmer

Park Warden

Basket Weaver

LCSC Representative
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Forest Dept.

Nyaratare
Archdeaconry

Church of
Uganda

UNP/DTC

CARE
DTC

ICFAF/AFRENA
MTWA

Kayonza Tea
Factory

Agro Management

MOA

BNIP

UNP/CARE
USAID-Kampala

Project Leader
MGNP Project

UNP
Rukungwe

GEF Trust

Myarusiza
Rukongi
Nteko-Rubugny
c/o Kitarira
Parish
Kitalilo
Rukongl Par:is
Kisoro

Gisozi

Kabale-Ikuba

Kampala

Nteko--Rubugumn

Masya

Kanungsi

Nteko-Fubugur

Kifunijo

Nyaruhanga

Gisozi

Ntugamo
Rubuguni

Mpungu Parish

Kanungu



Tonny, Kirungi.

Tsekele, Alfred.

Tulyamuchika, F.

Tumwebare-Kwanja, H.J.

Tumwesimire, C.

Tumwesimire, X.

ey

Tunukunda, Z.B.

e

Turinawe, Liver. Rev.

Turyagenda, M. (Ms)
~, Turyahabwe, J.

Turyatunga, Frank.

© . Tusiime, Frank.
Twinomuijuni, E. (Ms)

Wild, Rcbert.
=2 Winter, Karen.
=

Womara, J.
i Women Croup

Zinkankura, S.

Warden

Botanist

Fconomist

Conservation
Education Agent

CEA
Chairman

Nyaratare
Archdeaconry

Farmer
CEA
Officer

DFO
CEA (Rural Energy)

Deputy Project
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MON 19 KAMPALA: INITIAL MEETINGS WITH CARE/USAID/MWT/FD/MOA/UNP
KAMPALA KAMPATLA KAMEPALA KAMPATA

TUES TRAVEL TO KABALE

20
KABALE: INTRODUCTIOMS, VISIT RC5, DA, DES, PRELIMINARY
DISCUSSION OF PROJECT OBJECTIVES
KABALE WH KABALE WH KABALE WH KABALE Wi

WED 21 RUBUGURI: VISIT  KANUNGU: MGAFINGA: MGAHTNGA:
GOUS WITH DAD &  EXTENSION WITH INTERVIEWS FOREST UTL
DFO KISORO DTC STAFF AND GROUP AND MGT

DISCUSSIONS  PLAN
RUBUGURI: VISIT  KAYONZA: MGAHINGA: MGAHINGA:
GOUS WITH DAO *  EXTENSION WITH GROUP
DFO KISORO DIC STAFF INTERVIEWS DISCUSSION
AND GROUP (WOMEN )
DISCUSSIONS
KABALE KANUNGU KISORO ITKUMBA

THUR RUBANDA & KAYONZA: RUBUGURT : RUHIJA:

22 RUHIJA: CEAs, EXTENSION WITH MEET ITFC
UNP STAFF, DTC DTC STAFF INTERVIEWS STAFF.
EXTENSION, UTIL, AND GROUP
& CON. ED. DISCUSSIONS

RUHIJA: RUBUGURI : RUHIJA:
EXTENSION WITH INTERVIEWS VISIT
DTC STAFF AND GROUP KITOJO
DISCUSSIONS DBEEKEEPERS
RUHIJA RUHIJA KISORO RUHIJA

FRI 23 MPUNGU: FOREST RUBANDA: RUBANDA: MPUNGU :
UTILISATION WITH EXTENSION WITH INTERVIEWS PARTICIPATC
RW & PT DTC STAFF AND GROUP RY FOREST

DISCUSSIONS  SURVEY WITH
JOSEPH
SERUGO??
KAYONZA TEA RUBUGURI : RUBANDA:
FACTORY, BUHOMA: EXTENSION WITH INTERVIEWS
MEET LIZ McCFIE, DTC STAFF AND GROUP
BINP STAFF DISCUSSIONS
BUHOMA KISORO KABALE WH BUHOMA
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SaT 24 KANUNGU: FOREST
UTILISATION WITH
RW & PT

: KANUNGU: GROUP
. DISCUSSION (MEN)

W KABALE WH

MGAHINGA:
EXTENSION WITH
DTC/UNP STAFF

RETURN TO
KABALE

KABALE WH

KANUNGU :
INTERVIEWS
AND GROUP
DISCUSSION
KANUNGU:
INTERVIEZEWS
AND GROUP
DISCUSSIONS

KABALE WH

KANUNGU :
VISIT BATWA
DISCUSS MGT
PLAN

KANUNGU :
GROUP
DISCUSSION
WITH MEN

KABALE WH

SUN 25 WRITING
| EVALUATION REVIEW

- EVALUATION REVIEW
KABALE WH

WRITING

SESSION I: STATEMENT OF INITIAL

WRITING

WRITING
FINDINGS:

SESSION II: RECOMMENDATIONS & NEXT STEPS.

KABALE WH

RABALE WH

KABALE VIH

MON Z6 FEVALUATION REVIEW

o,

SESSION ITII AND WRITING

GROUP MEETING AND DEBRIEFING ON FIELD FINDINGS WITH DTC

MANAGEMENT, EXTENSION, CON. ED. AND UTILIZATION STAFF.

CONTINUE WRITING.

oo ey

' f
P

KABALE WH KABALE WH KABALL WH KABEALE WH
TUES DISTRICT HEADS MEETING INVOLVING DAOS, DFOS, PARK WARDENS,
w3 27 ICRAF, ITFC. WRITING.
o KABALE WH KABALE WH KAMPALA KAMPAT.A

.- WED 28 IKUMBA: VISIT RCS/CHIEFS TRAINING WORKSHOP.
RETURNS TO KAMPATA.

EVALUATION TEAM

XABALE WH KABALE WH KAMPALA KAMPALA
P THUR MEETINGS WITH GOU (MFEP, ENVIRONMENT, FOREST DEPT., MTWA)
L 29
&
;j FRI 30 DEBRIEFING WITH CARE/DTC, Gou
‘ USAID, OFFICIALS

KAMPALA KAMPALA KAMPALA

P KAMPALA
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Annex 5
Proposals for Future Management Initiatives in BIMNP

This annex provides some suggestions for UNP and DTC to consider regarding future
park management initiatives in BINP. It begins by giving a brief background on the
current management situation in Bwindi. Following this, it sets out the concept of:
adaptive management and the role of the park ranger in managing national parks.
Finally, an illustrative terms of reference for a Park Managemen: Technical Adviscr
is provided as for discussion.

Background:

The UNP has been given the mandate to conserve, as a national park, the Bwindi
Impenetrable natural forest. Over the years it has received assistance from three
main players, the Institute for Tropical Forest Conservation (ITFC), the Internatia
Gorilla Conservation Project (IGCP) and the CARE Development through Conservation
Project (DTC). The mandate given to UNP is to manage the park for the conservatior :
bicdiversity and for all the other resources it provides the nation (income
generation, watch catchment, anti-erosion, etc.). To conduct its task, UNP has to
assure overall management of the park.

To date, park management in Bwindi is essentially limited to activities suppcrted b
the two projects (DTC and IGCP) and the ITFC. The park tourism programme is supporte
by IGCP, research by ITFC and community issues/local development by DTC. DTC has &l
provided support to the park research program by conducting baseline flora/fauna
inventories, development of an herbarium, management plan, and significantly for
future management initiatives, the development of multiple use zones around the pzri

Other areas of park management in BINP are neglected due to lack of resources
(financial and material), human resources, and adequate training of park staff. Thre
following sets out some park management activities that are not adequately addresss
in BINP at present, and which need to be enhanced before RINP can assure full
protection of the park.

1. Planning. Management planning must be re-enforced so it becomes part of norms:l
park operations and conducted on a continual basis. The existence of a
management plan will not assure the management of a park. A system for
management planning needs to be installed that functions on a daily basis. Dii
activities of personnel need to be ordered according to a planned programme.
This process is what will eventually give UNP the capabilities to coordinate =
its park programmes.

2. Monitoring. A monitoring system must be established to determine what is
occurring in the park at all times. Currently, park management will not be arm
if there are major vegetation changes occurring in the park, or if illegal
activities {or an animal population) are on the increase or decrease. The
monitoring system should provide timely information on what is occurring in ‘th
forest.

3. Research. A comprehensive research plan that supports management nceds must ‘se
developed. The research plan should address priority questions that management
must answer to properly protect the park. A list of problems facing the park
should be developed. Unanswered questions on why these problems are occurring
would be prime candidates to include in a research program. ITFC should liais
cleosely with park management to determine these research priorities.
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4. Administration. Proper administrative procedures for personnel, information an
financial management must be established. This will assure that information i
among parX personnel is continuous, timely and acted upon. Tasks must be
identified and be product-oriented. Job descripticns and responsibilitias haws
to be clarified for all park personnel.

5. Training. Training is currently conducted in an opportunistic, sectoral fashiio
depending on the socurce of financing. A training program ne=ds to be developed
that is based on a task analysis and the current skill level of all park
personnel.

6. Career Development. The training program should also be integrated with a ca
development plan for park personnel. Chances of promotion, recognition for gms
work and continual targeted training are all incentives for good work.

7. Infrastructure. Planning for park infrastructure and maintenance must po
conducted in the context of maintaining the integrity of the park and accord.n
to management programs. A maintenance program should be developed to assure “th
all road, buildings, offices and lodgings are maintained in workable order.

+ Finally, and most important, there is a need for a unified management structure at.
‘' Bwindi to pull all these programs into one coordinated package, and to be implemer i

in the context cf adaptive management.

;i Adaptive Management

As stated before, most management programs in BINP are those supported by prcjectes:.
Programs outside the realm of existing projects are essentially managed by crisis

i control. One of the goals of good management is to try to foresee problems before

they occur. To accomplish this, sufficient baseline information must be available
a monitoring system must be establish to determine trends.

Once management 1is able to gather pertinent information on what is happening in tha
forest, it must decide on what actions are the most appropriate. No one person, cx

» organization, can state the best way to manage a park. Park management is a dynamicz
‘i process that must change according to new information, evolving priorities of
" government and the local communities, and better understanding of the forest’s

ecology. Moreover, a park is not a static ecological system but is constantly

; evolving.

"In this context, park management must be continually adapted to new circumstances..

Park managers need to assess the changing environment (both physical and politicall

- to determine if old management actions are still feasible, desirable or having the:
i anticipated effect.

More important, park management must not be hesitant to try new, innovative
approaches to solve problems. Hypotheses must be formulated by park managers to

be tested in the field. If a management hypothesis works, it must be continually
monitored over time to determine its effectiveness at a later date. If it doesn’t
work, management should swiftly arrest the activity and be prepared to test a news

. hypothesis.

.. By constantly testing new methods of management, Bwindi National Park will not only

[T

~—

be able tc address problems as they arise, but it will better situated to assure the
protection of the forest for the long-term.
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Park Rangex System

© The park ranger system forms the backbone of park management. Rangers comprise thes
" majority of park personnel. They are within the forest on a daily basis and as a
grcup, have the most contact with the local communities. Unfortunately, they are
usually only used for law enforcement. Not only does the park lose manpower by
having them limited to this one activity, it loses a chance of establishing bette:
relations with the local communities.

" Rangers have to play many roles: law enforcement, community relations and monritorin
(including data and information ccllection). It is a difficult situation to balance
Management should strive to have rangers become respected, and active, members of t

b, community - instead of serving as symbols of a park unresponsive to local needs.

~, Training in community relations, conflict resolution and basic conservation are a

* priority before rangers can fulfill these roles.

. Rangers are also an important source of information that is being overlockad. By
.1 training rangers in data collection the park will be able to have new informztion

coming in on a daily basis. Data collected by the rangers should include, at the
minimum:

the recording of patrols by location and period of time;

7 . the recording of activities/observations within categories set by
fj management (key species and types of illegal activities); and

the analysis of data, within a set index, for determining the level of
activities/observations (number of activities/observations per time peii.
or per kilometer).

This minimum baseline information will allow park managers to determine:

1) the relative amount of an activity in different areas of the park or for the
whole park;

seasonal differences of forest use;

3) changes in the level of activities (e.g., are there more cases of poaching
7 this year than last year, or the previous five years?); and
[
e
L 4) The efficacy of the ranger patrols in discovering forest uses/illegal

activities.

An analysis of ranger patrols, over time, will permit the park manager to
concentrate patrols in areas of high activity according to seasons or throughout
- the year. This will also indicate if the number of guards must be augmented,
 lowered or simply oriented towards different places. This information can also

< be transferred to out-park activities to ease pressure on certain areas of the
forest.

If the rangers receive sufficient training and supervision, theilr reports can becaw
an important source of information on a variety of subjects. These other subjects

_ could include monitoring multiple-use zones, animal population dynamics, food habit:
. important species habitats, reproductive seasons, etc. If park management requests

! rangers to make ohservations of a key species, they will be able to provide the
following information: '

]

L
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1) relative densities of the species throughout different areas of the park;

0 2) territorial information on a group of species;
3) movements of the species throughout the forest; and
L4 information on the behavior, feeding habits, reproductive cvcles, etc. accoridl

to indicators specified by managers.

L,fIt will, of course, be particularly critical that ranger superviscrs occasionally
=i accompany the rangers on patrols to reinforce training and report writing. Without:
precise data, all conclusions taken from these reports will also be inexact.

1y Eventually after the present system is running smoothly and guards are functioning

“~ to their capabilities, the number of guards needed to adequately patrol each sector
can be evaluated. At present, this is impossible to determine because guards are

i functioning at well below their potential.
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ILLUSTRATIVE TERMS OF REFERENCE
BINP PARK MANAGEMENT TECHNICAL ADVISOR

BACKGROUND

The UNP has had the responsibility to conserve Bwindi Impenetrable National Park
(BINP) since 1991. Over the years it has received assistance from three main playex
the Institute for Tropical Forest Cocnservation (ITFC), International Gorilla
Conservation Proj=ct (IGCP) and the CARE Development through Conservation Prciject
(DTC). The DTC project has the mandate to assist local resource users around BINP
to meet their basic needs while protecting and sustainable managing the forest.

UNP managas the park for the conservation of biodiversity and for all the other
resources it provides the nation (income generation, watch catchment, anti-erosi
etc.). To conduct its task, UNP has to assure overall management of the park.

However, UNP lacks a unified park management structure in BINP and the capabilitius
to coordinate its park programmes. The management of Bwindi is essentially limited
to activities supported by the two projects and the ITFC. Park tourism programmes

are supported by IGCP, research by ITFC, community issues/development and some
in-forest activities by DTC.

To assure the sustainability of DTC’s and UNP’s long-term objectives, park
management must have the capability to address all the different programmes of
park management. In this context, DTC aims to assist UNP by increasing its
management capabilities to conserve the national park.

OBJECTIVES:
The overall objectives of the Park Management Technical Advisor will be to:
1. assist UNP to develop a unified park management structure in BINP; and

2. improve UNP's capacity to plan, implement and coordinate all park
programmes in BINP.

SCOPE OF WORK:

1. Train counterpart and all other park personnel in adaptive park
management techniques.

2. Establish reporting procedures for all park personnel up to the Warden-in
Charge including, inter alia, reporting on ranger patrols, tourism and
tourist profiles, research, community initiatives, education and
administration.

3. Develop a monitoring/control system, based on the park ranger system,
to determine movements and relative densities of key species, amounts
and location of forest use and to determine impact of management
initiatives.

4. Assist the Warden-in-Charge in coordinating and implementing the BINP
Management Plan.

5. Assist the BINP to coordinate the development of comprehensive plans for
all park programmes.
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