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The TRANSFORM (Training and Support for Resource Management) Programme in South Africa has supported resource management and utilization over a period of 12 years. During that period the Programme has interacted with a wide variety of role-players in the public and private sector. Technically it supported policy formulation on national and provincial level, as well as in parastatal organisations e.g. national and provincial conservation authorities, but it also rendered practical implementation support 

to communities implementing CBNRM measures. Aside from its impact at the policy level, one of the most resounding lessons to come out of the TRANSFORM Programme was the development, design and implementation of a uniquely integrated approach to Community Based Natural Resource Management. Through observation of the often fragmented approaches designed and applied in the 80’s and early 90’s, and through learning from the implementation of the first pilot phase and experiences in  “People and Parks Projects it was realised that CBNRM is a holistic approach that needs to integrate a number of key elements. Frequently insufficient focus on any of these key elements leads to imbalance and project failures. After having drafted CBNRM guidelines with a number of key stakeholders for the wide use by practitioners, politicians, all levels of government, communities and private sector, TRANSFORM developed both general and specific criteria for the assessment and implementation of CBNRM projects,
 and these proved a fundamentally useful starting point for guiding project packaging experts and implementers. Over and above the Criteria document, some critical success factors emerged from the implementation of CBNRM projects and it became increasingly clear that they need to be managed in an integrated manner.  The primary elements as indicated in figure 1, are : Project conceptualisation, management and administration; Development of broad partnerships; Market related product development; Ecological and environmental management; Community capacity building including development of local project  leaders/liaison officers; Private sector investment mobilisation; Sustainability management; Monitoring; and Conflict resolution.

By the end of the TRANSFORM Programme it is interesting to note that this integrated approach had been adopted by Private Companies operating in the Eco-tourism sector
 and the environmental consultancy sector as well as national and provincial conservation bodies and parastatal agencies such as KZN Wildlife, Western Cape Nature Conservation and the Mpumalanga Parks and Tourism Agency.

In spite of these lessons now being clarified and internalised in many different spheres, there are still difficulties with implementation – “there is many a slip between cup and lip” – and this is why a document such as this Lessons Learned report has an important role to play in cementing the learning into development praxis. 

1 1. BACKGROUND

TRANSFORM (Training and Support for Natural Resource Management) in South Africa has supported resource management and utilisation over a period of 12 years. During that period the project has interacted with a wide variety of role-players in the public and private sector. Technically it supported policy formulation on national and provincial level, as well as in parastatal organisations e.g. national and provincial conservation authorities, but it also rendered practical implementation support to communities implementing CBNRM measures. Furthermore TRANSFORM assisted and trained relevant local government officials and community representatives in CBNRM related issues. 

TRANSFORM was a joint project of the South African Department of Environmental Affairs and Tourism (DEAT) and the German Agency for Development Co-operation (GTZ)), the latter funded by the Government of the Federal Republic of Germany.  The Department was responsible for the implementation of a Social Responsibility Programme that commenced in 1999 with a budget of R77million and that subsequently grew to a programme with a budget of R447million in 2006/7. 

Given the broad regional and subject matter focus of TRANSFORM it gained insights and gathered a range of lessons that are useful for the design and implementation of CBNRM measures for many circumstances in South Africa and  other countries. Lessons learnt have been compiled with different methods, and from different perspectives in separate reports; they have dealt with some specific technical and operational issues. 

The Programme, consisted of three phases
. The first phase (1996 – 2000) was a conceptualisation phase, during which essential tools were tested such as social facilitation, conflict management, and the development and testing of models of co-management in three pilot areas: Makuleke, Kosi Bay and Richtersveld. TRANSFORM’s pilot projects represented some of the first experiences in South Africa that shifted the conservation paradigm toward projects that integrated conservation and sustainable natural resource management within a new democratic and human rights framework - hence including a focus on people. These pilot projects assisted previously disadvantaged groups and communities who had successfully claimed land rights in protected areas
. Models for generating sustainable benefit from natural resources management within the protected areas on the basis of participatory interaction methods were promoted.  In particular partnerships with private sector organisations were supported as well as the development of community based eco-tourism.

During the second phase (2000-2003) experiences with CBNRM were extended beyond the confines of protected areas and some pilots were implemented in non protected areas. This provided the population of these areas with the opportunity to access new approaches to a broader spectrum of natural resources. The second phase integrated economic benefits explicitly into the project objective. The main outcome of this phase was the drafting and adoption of the Community Based Natural Resource Management Guidelines as a policy paper, to serve as basis of disseminating the wide use of CBNRM and to deepen lessons learnt and to  broaden the field of experience via new pilot projects. 

The third phase (2003 – 2007) was conceived to shift from learning lessons to concentrating on operationalising and institutionalising the lessons learnt, creating awareness about CBNRM in all tiers of government (national, provincial and local).. A CBNRM toolkit and a toolkit for monitoring and evaluating CBNRM was envisioned for various users as well as training and awareness raising. The CBNRM steering committee was to be the driver through which provincial departments and relevant national departments would receive the necessary guidance to formulate their own CBNRM policies and implement projects. Pilot projects were to be strategically chosen in order to further the concept of CBNRM.

The aim of this paper on “lessons learnt” from projects initiated by TRANSFORM is to ensure that the policies, practices and learning areas are captured and disseminated for a variety of important purposes. These purposes include the following: 

· Guiding development professionals (policy makers and practitioners) involved in similar projects

· Guiding government or parastatal agents

· Assisting to change and improve the policy environment

· Updating or improving guidelines

· Helping to assess the impact of a programme

· Improving the way in which development programmes are designed 

It is essential that this document be understood in the context of development practices mainly located within historically disadvantaged communities restricted due to the South African legacy on a number of fronts, from economic to educational.  Often the “mistakes” or deficiencies of project implementation are a direct result of assumptions made by funders and implementation agents regarding the capacity of identified beneficiary communities to respond to the requirements inherent in the project concept.  The other external challenge is related to timeframes imposed upon projects by planning and reporting requirements located within the offices of the funders.  The reality in the field is a composite picture of poverty, illiteracy, lack of awareness on ecological and economic contexts, non-existent or unreliable access to basic services, health-related issues, degraded natural resources, inadequate telecommunication systems, limited transport and transient populations to name just some of the major factors.

These factors, though often apparently obvious, play havoc on the best laid plans.  However, an awareness of these issues means that planning agencies need to include a degree of flexibility around timeframes especially, but also around project outputs.  Having noted these inherent limitations, it is also important for project designers to understand that a successful CBNRM-based project will transform both communities and environments to a greater or lesser extent. It is hence imperative to the success of CBRNM projects that monitoring and evaluation activities take place reiteratively and with certain frequency.  The projects that form the basis of this study will reveal both “successes” and “failures”.  The intention of the study is that these “successes” and “failures” will generate lessons that will enable development practitioners to improve on the positive and transformational capacity of their activities.

The TRANSFORM Project from the outset had a clear focus and was able to establish clear relationships with the South African Government. TRANSFORM was initially paired with the Department of Land Affairs (DLA), since the underlying challenge in the pilot sites was to establish viable land use concepts which would allow the allocation of land ownership to the community within the scope of land reform and land redistribution processes taking place. Therefore DLA became the first project partner.

The support to the evolution of CBNRM as a broad development initiative and its subsequent integration into national policy documents was only possible through a change of partnership to the Department of Environmental Affairs and Tourism (DEAT). The ownership of the CBNRM concept by DEAT provided the platform to access provincial governments as well as key local government structures. This would facilitate the integration and application of CBNRM principles and objectives into their development planning procedures. Therefore the choice of DEAT as a second partner institution was justified
. In the South African context DEAT as the project partner fulfils most of the requirements for a CBNRM partner institution as far as policy and coordination goes, but it has not got the personnel and professional capacities nor a decentralized service structure to drive and implement projects on municipal and community level. It should also be noted that similarly the provincial Departments dealing with environmental issues have only limited capacities and responsibilities. 

In parallel with the work with National DEAT, Provincial Environmental Departments, local authorities and other agencies, TRANSFORM developed a unique approach of an integrated package of how to initiate CBNRM projects at community level. Once feasibility studies had been completed, multi-stakeholder Project Advisory Committees were established at community level, and local project liaison officers were appointed. Skills development and economic development initiatives through SMME support then followed. Local legal entities were established and investors and tourism product operators were then selected through rigorous processes. 

The summary table presented as Table 1 presents some of the best practices to guide project implementation derived from during the course of the study.  The aim is to underscore the planning aspect of project implementation, and to flag issues that pertain to different phases and activities of projects.

Table 1: Summary Table of Best Practices 

	Category
	Sub-category
	Best Practice
	CBNRM Principle

	Project conceptualisation, administration & management
	Project conceptualisation & 

design
	· A full site assessment (environmental, social, legal) must be done to ensure that the project concept is viable for the particular site;

· A clearly defined business and implementation plan must be drawn up to guide the process. These plans need to be communicated and understood by all players;

· Adequate resources need to be allocated to all activities identified in the project design, including for social facilitation;

· The project must have the support of local government structures and be owned by the stakeholders.
	All principles 

	
	Project inception
	· All relevant stakeholders must share a common vision for the project that informs, inspires and mobilises all relevant role players;

· All relevant stakeholders must be briefed on the implementation plan and apprised of their respective responsibilities;

· Ways must be found to alleviate restrictions experienced by some user groups in respect of their access and control over some crucial resources. 
	

	
	Project implementation & administration
	· Project management resourcing, training & handover planning are all key features of the administration function, which should include the community representatives as much as possible;

· A flexible approach with rigorous reporting must underpin this function.
	

	
	Project duration
	· Time frames and project duration need to factor in long periods of time that are often required for negotiation, conflict resolution and administrative requirements, and should include a degree of flexibility;

· Donors have limited time frames but municipalities and the private sector investors can fulfil important tasks after the duration of the funding period is over.
	

	
	Communication


	· The systems of communication that underpin the project must be clearly defined in all directions (horizontal and vertical);

· Communication must be open, transparent, consistent and constant, particularly between the project advisory committees, the municipalities and/or the traditional authorities and the broader community in order to allow all stakeholders to be aware of the proceedings of the project.
	

	
	Financial administration
	· The implementer must be available to manage and support procurement processes;

· Budgeting must be appropriate and realistic and take inflation into consideration, cater for contingencies and frequent changes in design and set up of the projects that happen quite often due to social situation and land tenure issues;

· Tranche payments should be paid in smaller amounts more frequently.
	

	Partnerships & relationship building
	
	· Stakeholders and potential partners must be identified and involved from the start; 

· Identify local champions;

· Relationship building must be a priority  from the start;

· Relationships must be coordinated and nurtured throughout the project period and beyond;

· The process of mobilising investors and the formation of CPPP’s (Community Public Private Partnerships, see 2.3.3) is a critical part of the CBNRM process and a structured approach is required;

· Negotiations must be guided by adequate neutral legal assistance and the community representatives must be assisted in order to understand all the intricacies of the legal agreements;

· Respected external and neutral development brokers are needed. 
	3 & 7

	Ownership issues

(Equity)
	
	· Where equity issues pertain, these need to be addressed and clearly identified. Communities themselves are normally not suitable tourism product operators, this must be done by professional investors. Agreements based on Build-operate-transfer principles will allow communities to grow and evolve into the management and operating activities of a tourism enterprise and will allow for effective handover;

· A set out process for identifying, selecting, adjudicating and appointing investors needs to be implemented;

· Equity and lease arrangements must be fair, but structured along business lines to promote investment security. The communities should be involved in the negotiation process as soon and as much as possible;

· It is crucial that structured mechanisms be in place for the broader community to see and feel the benefits of the enterprise and that benefit sharing happens along transparent lines in which all participants feel the benefits;

· There is a conscious interface between the pre-set business plans in which the communities have little influence and their own local knowledge.
	

	Ownership issues

(Non-equity)
	
	· A clear sense of ownership by beneficiary communities must be established & maintained from the start.  This will best be achieved through the design of the structure of the intervention with PAC’s (Project Advisory Committees) and with local project liaison officers and administrators);

· It must be understood that this issue is both key and is very difficult to achieve, and must be supported by ongoing organisational development of the community representative structures.
	4

	Training and capacity development
	General
	· There must be an appropriate and targeted skills development programme, that is adequately resourced;

· The first task is to conduct a thorough skills audit; 

· The skills development programme must be tailored to suit each project, the aspirations of the population and each geographical area in which the project takes place;

· The approach to skills development should be a mix of short training interventions and long-term mentorship;

· The timing of certain trainings within the project cycle is crucial - wrong timing might be detrimental and could result in a loss of resources;

· ABET may be required;

· Training & capacity building must take into account prior learning and local knowledge.
	1 & 4 

	
	Organisational development


	· Groups must learn to function as groups & manage conflict, which could require significant resourcing iro time and budget, and may require assistance from external social facilitators during the first years;

· Organisational development is a slow learning process, but one that is crucial to successful project implementation;

· Leadership training is essential;

· Maintaining skills and organisational history is essential; 

· Strategies must be developed to minimise the impact of high turnover of office bearers in CBO’s (Community Based Organisations);

· A post training mentorship programme should be designed to last for long enough to ensure independence of the group.  This could be done by local municipalities and/or private partners where possible;

· Organisational development intrinsically requires a long term commitment. Often projects do not give the necessary aftercare to the communities owning agencies.
	

	
	Project management
	· Two distinct levels of management exist in successful projects – external support from  development agencies in the form of competent project managers and local liaison officers normally drawn from the community;

·  Liaison and management skills must be transferred from the start to selected individual/s of the beneficiary group 
	

	
	Administration and 

financial management
	· Relevant & appropriate  business skills training is imperative;

· Systems must be devised to match the capacity of those left to conduct the administrative & financial functions of projects;

· Mentorship by experienced outside persons is crucial to support this activity.
	

	
	Environmental & 

conservation awareness
	· CBNRM projects must have specific programmes focussing on environmental awareness, resource management and conservation. 
	

	
	Marketing
	· Training in product development and marketing must be adequately budgeted for;

· Training and awareness building programmes need to be designed around branding and brand maintenance, marketing, and public relations;

· Marketing is a highly specialized skill it is best transferred through partnerships with the private sector, who has the necessary experience & knowledge.
	

	
	Project specific skills
	· Project specific skills transfer must be part of the skills development process.
	

	Marketing
	
	· A marketing strategy designed by appropriately skilled service providers is key;

· Products derived from natural resources must be developed based on established market demand, proved through appropriate feasibility studies conducted prior to implementation that assess market demand & identify potential markets. 
	4

	Conflict management
	
	· Systems need to be put in place to deal with conflict issues at different levels; 

· In certain cases professional conflict resolution organisations need to be engaged to implement specialised programmes.
	5

	Monitoring
	
	· The “habits” of accountability & self-evaluation must be developed from the start;

· Participatory impact monitoring must underpin monitoring processes;

· Monitoring must to be multifaceted and reiterative – reporting on progress, identification of problems, and designing of problem-solving strategies.

· Developing of an understanding of monitoring and the reasons for it and training in monitoring systems is essential.
	4

	Sustainability
	
	· The resource upon which the project is based must be specifically managed to ensure sustainability;  

· A reliable income stream must to be ensured; 

· Community beneficiaries must have capacity to perform the required tasks after the external project liaison officers leave;

· The funder / donor must continue to provide bridging support for a defined period after the external project liaison officers leave. 
	2, 4 & 7

	Funder / donor responsibility
	
	· Funders /donors must ensure projects are well conceptualised, adequately resourced,  that the project implementation team is sufficiently capacitated, and that at the end of the funding period, the project team are well able to carry the project into the future with a reasonable degree of success.
	6


1.1
Methodology

The methodology underpinning this study is aimed to match practice with theory as a means of revealing what is actually taking place in the field, using this to contribute to the refining of the debate around best practice in the field of maximising the positive returns from CBNRM-based rural development projects.  Consequently, the methodology is comprised of the following key elements:

· Interviews with key informants: generally speaking, interviewees were the SRP project liaison officers or they were involved with the facilitation of project.  Where it was deemed appropriate, community members and private partners were also interviewed; 

· Document review: A large number of documents derived from TRANSFORM and key informants were considered.  These documents included project reports, as well as analytical and theoretical discussions on CBNRM and implementation guidelines;

· Web-based research to widen the information base, establish comparative information/perspectives or to verify facts;

· Peer review once a draft document has been submitted;

· Finalisation of a lessons learned document. 

Eight case studies were selected from around the country representing a cross section of activities associated with CBNRM, including the following:

· Land rehabilitation, soil conservation & alien vegetation control
· Agriculture – livestock, vegetable production and medicinal plant production

· Water resource supply (ecosystem services supply/ catchment management)

· Eco tourism

· Craft production & sales

The map shows at a glance where these projects are located.

Figure 2. Map indicating the approximate location of each case study 


1.2 Research questions for case studies

Interviews formed a primary aspect of the information gathering process. A questionnaire was formulated to guide interviews.  A copy of the questionnaire is attached as Appendix 1.  The full set of responses to the questionnaire is attached as Appendix 2.  The questionnaire is based on the following central issues.

· The background, history and nature of the project: A description and brief background / history of the project. How many beneficiaries were involved? How were they selected? How and at what frequency does communication with the beneficiaries take place? 

· Project and financial administration: Who was responsible for project management? Is the community involved in project management and how? How were payments made? Who is responsible for the financial management of the project?

· Training and capacity building: What institutional arrangement was put in place? Were there any associated problems?  

· Partnerships: How many partners were there? What were their roles and responsibilities? How was the relationship between the partners and the beneficiary groups? To what extent are governance opportunities leveraged to the benefit of the project?

· Ownership: Who owns the land? Who owns the project? How are profits distributed?

· Conflict management: Who is responsible for maintaining peace in the group and how is conflict managed? 

· Marketing: How doe the project handle marketing?

· Sustainability: What criteria are used to indicate sustainability of the project? What sustainability strategy is in place that applies post project funding period?

· Lessons learnt: What have been the major successes of the project? What have been the major problems experienced in the implementation of the project? How were individual problems addressed? If you were to do this project again, what major lessons would inform you? Describe the lessons learnt.  

The interview material was then scrutinised and information was extracted that could be used to inform future and best practice.

1.3
Document review

The TRANSFORM Programme generated a large number of papers, reports and studies and in this regard exceeded most other current internationally supported development programmes. This was an indicator of the fact the programme broke new ground on a variety of different aspects of CBNRM and development generally.  The document review provided the informational context within which the primary research was located.  The CBNRM Guidelines developed in conjunction with DEAT (and other stakeholders) and adopted as a cornerstone policy, provided the foundation or point of departure in this regard.  Initially, the plan was to integrate the field research into a structure determined by the principles of CBNRM as described in the guidelines, in order to contribute to the enhancement of the latter.  However, the guidelines are essentially determined by their focus on CBNRM itself.  The successful implementation of the projects that form the basis of this study contain a number of other elements that are not exclusively related to CBNRM, but to community development projects in general.  A significant number of the practices that determine success are linked not only to CBNRM, but also to generic enterprise development and capacitation issues.  As a result of this finding, the approach followed has been to develop a separate list of categories, allocate the lessons into these categories, and then link “new” categories to the guidelines.

1.4 Tabulated description of each of the case studies

The tabulated description below is intended to give the reader a brief snapshot of the type and variety of projects that formed the backbone of TRANSFORM’s 

	Abe Bailey Natural Resource Management

	Project overview
	· Establishment of a medicinal plant nursery;

· Land rehabilitation around a wetland;

· Rescuing indigenous plants threatened by urban development;

· Training and capacitation;
· Establishment of medicinal garden and plant propagation.

	Time frame
	August 2005 to March 2008

	Budget
	R3 344 273

	Location
	Located in Gauteng (West Rand District Municipality), in the vicinity of the settlement of Khutsong, just beyond Carltonville. 

	No. of beneficiaries
	85 people drawn from Khutsong

	Community institution
	PAC was established:

· Farmers

· Aged care groups

· Traditional Healers of Khutsong (Bambanani Group)

· Local Councillor

· Mineworkers Development Agency and 

· Community health workers

	Partners
	· GDACE (Gauteng Department of Agriculture, 

     Conservation and  Environment)

· Traditional Healers of Khutsong – Bambanani Group

· DEAT

· GTZ


	Machubeni Catchment Management

	Project overview
	· Reinstation of community access to high quality drinking and irrigation water;

· Improve agricultural production systems;

· Reversal of the process of land degradation;

· Prevention of further siltation of the dam;

· A model for integrated catchment and natural resources management was designed;

· Training and capacitation;

· Mobilise environmental services payment as basis of sustainable income generation.

	Time frame
	March 2005 to September 2007

	Budget
	R7 604 598

	Location
	Eastern Cape Province, within the Emalahleni Local Municipality; Chris Hani District Municipality. 

	Community institution
	Macubeni Land Committee

	Partners
	DEAT

GTZ

Municipal Officials

DWAF (Department of Water Affairs and Forestry)

Rhodes University

ATS (sub-contracted by GTZ and involved in the 

technical implementation of the project)


	Mkuze River Catchment (CBNRM)

	Project overview
	· Secure the consolidation of former farm lands for community based conservation and catchment management activities;

· Erection of game fencing;

· Land and catchment rehabilitation through alien vegetation control;

· Bush clearing;

· Water resources supply;

· Training and capacitation;

· CPPP partnership for tourism.

	Time frame
	April 2005 to February 2008

	Budget
	R6 342 390

	Location
	The Mkuze area (Kwazulu Natal) falls within the Umkhanyakude District Municipality under the Hlabisa Municipality. Mandlakazi Community area at Bartlow Combine is situated on the south banks of the Mkuze River. 

	No. of beneficiaries
	232

	Community institution
	· Mdletshe and Mandlakhaze Development Trust

	Partners
	· DEAT

· GTZ 

· Ingonyama Trust Board

· Wildlands Conservation Trust

· Thanda Private Game Reserve

· Black Rhino Range Expansion Project (WWF)


	Madibaneng Soil Conservation Project

	Project overview
	· Address the issue of land degradation and rehabilitation by re-vegetating and limiting grazing;

· Implementation of measures of erosion and water run-

· off control;

· Enterprise development - nursery, fencing and land rehabilitation; 

· Training in land management, business management and monitoring. 

	Time frame
	January 2006 to January 2008

	Budget
	R5 484 135

	Location
	Limpopo Province in the Sekhukhune Cross Boundary District Municipality; Makhudutamaga Local Municipality near Burgersfort. 

	No. of beneficiaries
	196

	Community institution
	PAC (Land Management Committee) was established:

· Representatives from the tribal authority

· Two members from each of the 11 villages

· Stockowners 

· Dept. of Agriculture

· Makhudutamaga Local Municipality

	Partners
	· DEAT 

· GTZ

· Makhudutamaga Local Municipality Councillors

· DoA, Public Works

· LandCare Programme for the Limpopo 

      Department of Agriculture

· Limpopo Provincial Department of Agriculture


	Nqabara Mouth (CBNRM)

	Project overview
	· The community, with the support of an advisor, has developed a comprehensive community forestry management plan;

· The medicinal plant garden infrastructure is near completion and the first vegetable seedlings have been sold;

· Building of the Multi-purpose Centre is at an advanced stag;

· A community resolution has been taken to lease land to, and eventually enter into a partnership with, a private investor for the development of a low impact eco-tourism lodge;

· Training and capacitation.

	Time frame
	February 2005 to March 2008

	Budget
	R 2 813 341

	Location
	Eastern Cape, Amatole Distrcit Municipality; Mbashe Local Municipality. Nqabara area is situated on the seaward side of Dutywa.

	No. of beneficiaries
	10 villages

	Community institution
	· The Nqabara Community Tourism Trust 

· Participatory Forest Management (PFM) Committee

	Partners
	DEAT

GTZ 

DWAF

RuLiv (Eastern Cape Rural Livelihoods Support Program)

Mbashe Local Municipality

Later broadened to include key National and 

Provincial Departments


	Platfontein / Schmidsdrift

	Project overview
	Platfontein:

· Convert old farmhouse into a 10 bedroom Safari Lodge and small conference centre;

· Improve fencing to restrict the movement of game;

· Restock area with game for tourism;

· Cultural site for use by the local community, artisans and tourists.

Schmidtsdrift:

· Develop a 2300 hectare community nature reserve; 

· Fence area and include an entrance gate and reception office; 

· Construction of picnic and camp site, staff accommodation and a picnic/camp site with ablutions;

· Training and capacitation.

	Time frame
	August 2005 to February 2008

	Budget
	R4 593 664

	Location
	Northern Cape within the Frances Baard District Municipality; Sol Plaatje Local Municipality in the vicinity of Kimberly. 

	Community institution
	Communal Property Association through two separate Project Advisory Committees:

· Schmidtsdrift Conservation Committee

· Platfontein Executive Committee

	Partners
	· DEAT 

· GTZ

· DTEC The Northern Cape Department of

   Tourism, Environment and Conservation

· Regional Land Claims Commission
· NARE Mining Company
· Local councillor


	Sireletsa Somarela

	Project overview
	· Secure a fenced nursery, production fields and dam for the propagation, cultivation and processing of medicinal plants and herbs;

· Rehabilitation and protection of a salt water spring and the rehabilitation and catchment management of an on site dam;

· Re-construct existing traditional chemist (pharmacy); 

· Build a training centre with tourist accommodation and ablution facilities;

· Develop promotional materials; 

· Training and capacitation.

	Time frame
	April 2005 to January 2008

	Budget
	R3 613 385

	Location
	North West Province under the Bojanala District Municipality; Moses Kotane Local Municipality, in Lekutung/ Lesetlheng Village (next to Pilanesberg Game Reserve).  

	No. of beneficiaries
	70

	Community institution
	The Lekutung/ Bagkatla Trust

	Partners
	DEAT

GTZ

Moses Kotane Local Municipality

North West Parks Board

ARC (service provider for medicinal plant production 

advise)


	Riemvasmaak Community Based Community Development

	Project overview
	· Continue the development of Riemvasmaak as a conservation and eco-tourism destination;

· Upgrading of road access;

· Improve tourist facilities at the Natural Hot Springs;

· Construct campsites with ablutions on the Orange River;

· Initiate a vegetable cultivation as crops for sale;

· Training and capacitation.

	Time frame
	April 2005 to January 2008

	Budget
	R3 613 385

	Location
	Riemvasmaak is currently a Siyanda District Managed Area falling under the KAI !GARIB Municipality

	No. of beneficiaries
	82

	Community institution
	Riemvasmaak Development Trust

	Partners
	· DEAT

· GTZ

· RIKO (sub-contracted by GTZ and involved in the technical implementation of the project)


2
LESSONS LEARNT

As mentioned earlier, a set of categories was formulated to give structural content to the findings of the case study investigation.  This set of categories overlaps with the CBNRM Guidelines, but because the latter formulation is designed specifically to address CBNRM-specific issues and the lessons learnt are wider, a decision was taken to examine the links between the Guidelines and their Principles and the Categories.  The lessons learnt will be addressed to the Categories rather than the CBNRM Principles as described in the Guidelines; Table 2, however, presents the CBNRM Principles against the categories, illustrating the overlap and interwoven nature of the latter.    

Table 2. Category/Guideline table

	CBNRM Principle

	Category

	Principle 1:  A variety of different ways of earning a living is maintained, to minimise risk in case of natural and economic disasters.
	· Training & Capacitation

· Project conceptualisation & management

· Marketing 

· Sustainability

	Principle 2:  The natural resource base is maintained and even improved so that the natural resources can continue to provide livelihoods to people now and in the future.
	· Sustainability

· Monitoring

	Principle 3:  Local organisations, including local government and community organisations, work effectively to manage local resources for the benefit of local people and the environment.
	· Project conceptualisation & management

· Partnerships & relationships

· Communication

· Organizational development

	Principle 4:  People receive real benefits—economic, social, cultural and spiritual—from managing the natural resources wisely.
	· Project conceptualisation & management

· Ownership Issues

· Marketing

· Monitoring

· Sustainability

	Principle 5:  There are effective policies and laws and these are implemented, wherever possible, by local people's legitimate and representative organisations.
	· Project conceptualisation & management

· Legislative framework

· Conflict management

	Principle 6:  Outside assistance is provided to facilitate local projects. Local people's knowledge and experience is respected.
	· Funder / Donor responsibility

· Project conceptualisation & management

· Communication

· Organizational development

	Principle 7:  There is a good understanding of local leadership and local leadership fully supports CBNRM projects.
	· Sustainability

· Project conceptualisation & management

· Partnerships & relationships

· Communication


2.1
Project conceptualisation, administration & management (linked to CBNRM Principles 1, 3, 4, 5, 6 & 7)

This item refers to the overall project identification and linking with existing local economic development plans, site assessment, project conceptualisation and methodological approach even before the project commences; as well as the administration of the projects, including financial management.  These activities are linked to CBNRM Principles 3, 4 and 5.

It is essential that projects receive the support of local government structures, and that these agencies see value in the contribution of these projects to existing plans, such as IDPs (Integrated Development Plans for local government). “Buy in” by local government structures can also ensure that the projects obtain long term support particularly in respect of business mentoring and SMME creation. Mentioning a project in an IDP does not constitute support for the project by a municipality. It must also be accompanied by a meaningful budget allocation. Another linking factor is that an equity contribution by communities should also be encouraged where possible.

2.1.1
Project conceptualisation 

The conceptualisation phase of CBNRM projects needs to be underpinned by a thorough feasibility analysis based on an assessment of the sites followed by the development of an appropriate business plan based on the assessment. First and foremost the development visions and objectives of the communities must be clarified and the proposed projects should be inline with these visions and objectives otherwise serious misunderstandings and delays can result. (see box 3 below)

Site assessments must be comprehensive and should include the scanning for a range of crucial information before the project implantation begins, including the following:

· An accurate environmental assessment to ensure that the nature of the project can be sustained in the specific environmental context over a reasonable period of time. The natural resource endowments and their potential to deliver livelihoods sustainably is also a keystone of this assessment.  In addition, legal aspects related to the exploitation of the environment need to be addressed, such as permits, land tenure and environmental impact assessments, etc.

· An economic assessment is also a crucial element to take into account at the outset of a project. This includes assessing demand and identifying potential markets, as well as assessing marketability of the product, sustainability of the resource base  and the capacity of the beneficiary group to manage this function, and/or identifying agencies who can deliver on this aspect.

· A thorough social assessment to identify communities, stakeholders and community dynamics, including  survey to identify existing tensions and potential conflicts that might impact upon the success of the project implementation; identify community leaders and local champions; assess the potential role of traditional structures, and identify the challenges posed by these structures; identify potential partners.  An important part of the social assessment is the identification of project participant groups, and potential project leaders, who have the inherent or existing capacity to carry the project to success 

· A thorough legal assessment including land tenure issues, land use rights (such as mining rights
), water use rights, environmental legislation
 and any others pertaining to the commercialisation of specific natural resources

· A thorough Skills Audit should be done to ascertain the capacity within the community, and to assist in the design of an appropriate intervention.  This audit should measure existing knowledge, informally gained knowledge as well as any other measurable skills development, education or training within the community
· An institutional assessment should evaluate the structure, if any, within the beneficiary community, that will eventually form the owning agency, and make recommendations as to what type of institution would best suit.  Such an assessment would also address the issue of whom or what structure would “own” the project. The potential positive and negative roles of traditional authorities would need to be assessed from an institutional perspective as well as from the social perspective mentioned above. Potential mentors to assist after project end should well be defined at this stage.

· A potential partnership assessment done at the feasibility stage would assist project planners in conceptualising around sustainability.  It is crucial to be clear about who from both the public and the private sectors could be mobilised in support of projects – including those linked with a more widely framed CBNRM suite of activities such as water conservation, agriculture, land issues and even Local government. This will require facilitation within the community to clarify and identify what the aspirations of the community are and to clarify the potential advantages and weaknesses of partnering and engaging with the private sector.

In addition to assessing the potential of projects and the existing profile, the feasibility investigation should provide the information required to determine the most appropriate monitoring strategy for each aspect assessed.


A failure to address any of the above features in the process of conceptualising a project will lead to problems later on.  Feasibility plans are often overly optimistic in such a way as to play down the weaknesses of an area, which can then lead to the design of an implementation plan that works on potential more than what actually exists.  In such a case, assumptions are made regarding what is possible, without any specific programmes based on identified weaknesses.   The net result of this situation is a project design that looks good on paper, based on a feasibility study that supposes that there is every reason why such a project should succeed, based on an assessment that foregrounds needs and potential of the physical site, and backgrounds inherent challenges or weaknesses in a particular socio-economic setting.   

Closely aligned with this challenge, which is located prior to the outset of the project, is the system of monitoring that underpins ongoing progress.  If this function is not implemented in a proactive, dynamic and reiterative manner, redress does not take place and any problems deepen rather than are remediated at the appropriate time.  Sometimes a project needs to pause at a certain juncture, while inherent apparently “external” problems are dealt with, such as conflict in a community, or poor relations between communities and local government or tribal authority, or a lack of capacity at some critical time or place.

The business plan designed to guide the implementation of the project needs to be realistic and appropriate to the real capacity of the site and the project participants.  All too often, business plans are drawn up by “consultants from town”, and are too generic.  As a result, unrealistic outcomes are identified, and unrealistic timeframes are associated. In the case of the DEAT funded Social Responsibility Projects (SRP) the set  time frames from the funder were too tight, as limited to funding cycles of the public sector. Hence, none of the projects were finished in the planned schedule and had to be prolonged.  That appropriate budgeting is key to the implementation of successful projects goes without saying.  Appropriate budgeting relates both to individual line items and the contingency plans that can cater for inflation, price hikes and inevitable delays that happen for any number of reasons to be cushioned. In addition business planning needs to take account of the funding cycles, and project approval processes of projects funders, government agencies and development partners.  Cash flow is a critical success factor for many projects.

An important lesson was to ensure that social facilitation is adequately budgeted for. This item is commonly insufficiently resourced.  DEAT SRP at the outset stipulated a very small budgeting percentage for social facilitation, which is not close to adequate for these types of projects. The SRP mandate only caters for infrastructural development, short term poverty alleviation by employment and training/ skills development.  Social facilitation is closely tied to organisational development.  It is crucial to understand that in almost all development scenarios, the project participants have very limited capacity, and that a successful enterprise requires significant ability.  The mismatch between requirements and available capacity therefore puts enormous pressure onto the social facilitation process involved.  In addition, social facilitation is a crucial means through which both anticipated and unanticipated conflicts that inevitably arise are resolved and managed.  

Also the budget set aside for activities such as marketing is often insufficient to ensure a successful enterprise.  This is especially applicable to tourism- or sales-based projects.  

What is also crucial is budgeting that realistically takes into account inflationary price increases over the project period, as well as aspects such as availability of project-specific materials.  A number of projects assessed commented on problems related in particular to price increases and availability of building materials. 

Resolution of problems experienced in this area resulted in significant and high-impact delays, or revisions of plans that seriously compromised project outputs.

An additional challenge related to budgets and budgeting relates to the capacity within the beneficiary community to understand and manage budgets, given the specialist nature of the knowledge required.  Capacitation in this regard also needs to be adequately resourced.

Aside from adequate financial resourcing, it is crucial that project designers factor a realistic timeframe associated with the deliverables of any project.  Development takes much longer than is generally expected, particularly in rural areas where socio-economic deficits are so gross.  Most of the projects assessed were unable to keep to the original planning schedule.  This disjuncture between imposed timeframes and delivery is largely a result of two factors: that project planners assume that project implementers and the communities within which they are located have greater capacity than they actually do have; and secondly, that all things will go according to plan.  The latter almost never happens for a wide variety of reasons.  Flexibility and accountability are key solutions to this almost inherent problem. Adaptive Management should be a key component of the implementation strategy and should be structurally integrated into budgeting and reporting.

An understanding of this feature is particularly important in CBNRM-related projects, because these are almost always also subjected to seasonal issues.  A case in point here is the game lodge project at Platfontein in the Northern Cape, where the stocking of the site with game was held up by a year because of seasonal related problems.  A year is a long time in the life of funders and donors. 

Not so in the lives of communities, and even less so

 in the formation of ecosystems, developed over millennia.

There should also be a thorough assessment of the potential conflicts that might emerge at any project site before implementation. 

2.1.2
Project inception

At the point of project inception, it is assumed that information determined at the feasibility phase, and the development of an appropriate business plan have proceeded in such a way that it can be supposed that there is scope and capacity for the proposed enterprise based on available CBNRM-based opportunities, and that appropriate stakeholders have been both identified and mobilised.  

The stage of project inception is a valuable opportunity to ensure that all relevant stakeholders share a common vision for the project, and that the goals are commonly conceived and understood.   This needs to happen at the outset of the implementation programme and needs to be designed in such a way as to provide focus, to inform, inspire and mobilise all relevant role players.  It is also true that the original vision should be revisited from time to time, and reformulated if necessary, both so that it retains authenticity, that it constantly reminds project participants of the original intent, and that it feeds sustainability.

Conflicts regarding access and rights over resources between different stakeholder and user groups will inevitable emerge. Strategies must be in place from the outset of 

a project to counteract arising conflicts and resolve them through active involvement and participation of all stakeholder and user groups. It is, however, unrealistic to think that all conflicts can be accounted for beforehand. Conflicts always will arise out of unexpected corners.  As far as possible, the initial site assessment should attempt to anticipate potential conflicts and develop strategies to contain these at the outset.

2.1.3
Project Implementation

Project Implementation needs to be planned. A proper implementation plan factoring in eventually rising issues and accommodating adaptation to local reaction speed is the start off point of implementation. It  is a skilled activity that requires appropriate resourcing, both human and material.  It involves the overall administration of the project, both technical and organisational.  It is essential that project liaison, administration and management skills be transferred to local champions right from the start to ensure sustainability.  The right people must be drawn into the project as soon as possible, and therefore the task of identifying those with business interest or acumen is crucial.  

A number of projects experienced serious problems related to staff turnover, and consequent delays and interruptions in progress that often had serious impacts upon the projects, particularly where seasonal issues were relevant.  It is important therefore, to have “seconds” identified who can take the position of project staff as others leave for any reason.  Participatory methodologies are important tools in expanding the capacity base of project leaders and potential leaders.

Another related issue addressed the lack of appropriate resourcing in terms of equipment for activities such as telecommunications and transport, which is usually compounded by limited infrastructure evident in rural areas.

Effective project administration requires systems that are both user-friendly and sufficiently comprehensive.  These systems should be in place right from the start, and the administration of these systems must be carried out rigorously and transparently.  Monitoring is a critical function of project management.  It is crucial that the person/s that will take over from the external project administrator be functionally familiar with the workings of the administration system right from the start. The TRANSFORM intervention strategy was to have community based management and administration personnel on site. This has the benefit of empowering community members and giving them roles and responsibilities within their own projects. However, the use of community-based liaison officers also brings with it issues of  kinship, nepotism and power-related conflict within communities, which needs to be carefully managed. 

Project management teams must be supported by steering committees or Project Advisory Committees (PACs) to provide assistance and support, particularly regarding decision-making.  These committees should be as representative as possible.  All of the projects assessed had such structures which were critical both to the day-to-day functioning of the project, and to the sustainability plans.  Such committees have an important role to play in cementing relationships between project partners. PAC’s should also have clear mandates and obligations to report back to the larger community at regular intervals.

2.1.4
Communication (linked to CBNRM Principles 3, 6 & 7) 

In order for the process of implementation to be smooth and to ensure that all players are aware of the status of the project at any time, communication systems must be so defined right from the start.  Structures must be set up, monitored and enforced, thus increasing transparency and avoiding the tendency of a project linked elite to emerge. A most important function of constant communication is to sustain support for projects.  The systems of communication that underpin the project need to be clearly defined in all directions:

· Between funder and project liaison team (i.e. between central and local management team);

· Between project liaison team and specific beneficiary groups;

· Between project liaison team and the wider community within which the project is located; 

· Between the project management team, the project liaison team and all its partners, including local government;

· Within the community itself, from PAC and traditional authorities to user groups and the broader community.

Structures should be in place to ensure effective communication from steering committees to broader institutions and communities. Community representatives must regularly inform, brief and update their constituencies to avoid elite appropriation of the project. The lack of reporting back to constituencies is one of the most frequent sources of discontent and problems in project implementation.

In addition to the channels along which communication should flow, it should be understood that different groupings need to be communicated with in different ways.  Public meetings, newsletters, steering committee meetings and reports all form the mechanisms that can be used in the communication process.

Consequent to the establishment of this network of stakeholders is a system for regular meetings to ensure a clear flow of up-to-date information.  It is important to ensure that all people involved in the management of the project, both at a site level and at a funder level, must be informed of the status quo at any given time.  

Constant and open communication is imperative also to ensure that relevant personnel are empowered to make appropriate decisions at all times.  Effective project management was undermined in more than one case study because of unclear channels of communication. 

A further important value of communication is that it serves to highlight existing and potential areas of conflict through allowing concerns or dissatisfaction to be aired.

In cases where the training elements was taken over by DEAT Poverty Relief personnel, communication also plays an important role in mobilising trainees, providing feedback, announcing programmes etc.

2.1.5
Financial administration

Financial administration is another highly problematic area.  This is a highly skilled task, and significant support is necessary to avoid any number of problems that emerge from poor capacity in this regard.  Financial administration is in itself complex, but this complexity is further compounded by the fact that there are a range of agencies involved, and different bodies are responsible for the financial management function at different phases of the implementation process.  In addition, there are almost always challenges that emerge that place strain on the original budget, and require skilful management to resolve.

Often systems of financial budgeting, procurement and reporting are so complex that they ultimately result in poor compliance, from the start but especially in the post-funding period, when responsibility for the function devolves from the implementing agency to the owning agencies.  While most systems are complex to avoid mismanagement of any form and are therefore defensible, it is crucial that funders provide appropriate support to the project management team to manage this aspect.  A number of the projects assessed spoke of long delays and unanticipated costs resulting from required procurement processes.  Extensive training and capacitation is required in this regard.

Another issue related to financial management that was raised by a number of the projects assessed related to the tranche payments.  It was generally felt that smaller amounts paid over more often would be easier to manage and would require less juggling.  Often, payments are delayed as a result of failure to comply with one or another deliverable, and because the payment tranches are often tied to a wide number of deliverables as a result of the payment timeframes, this caused unnecessary difficulties.  This is often related to internal management and delays with payments, but the fact remains that it is the management of sums of money related to a specific deliverables set that requires special attention.

Related to difficulties with financial matters is the challenge faced by donor agencies of engaging with issues of accountability and entitlement that often lurk in the shadows of development activities.  It has been proposed that these problems could to some degree be mitigated by requiring communities to make a symbolic contribution to the finances of any project.  The amount is of less significant than the gesture itself.  Not only would this assist communities to feel a greater sense of ownership and responsibility for the project, but in itself it represents an important lesson in economics in general and investment in particular.  Such a gesture could also be extended to the custodians of local government, thereby providing incentive towards a long-term support relationship.

Critical to systems underpinning financial management are rigour and transparency.

One of the critical points in the implementation of the SRP was the lack of availability of funds from the donor agency (DEAT) at the end of budget years. These created stoppage of activities, delays and often open conflict onsite when salaries could not be paid.  

2.2
Partnerships & relationship building (linked to CBNRM Principle 2, 3, 7) 

This item refers to the way in which relationships and partnerships are developed to the benefit of projects, including the development of Community Public Private Partnerships. This aspect needs to be integrated into project planning and implementation right from the start.  Aside from the inherent benefits that can be leveraged from different relevant stakeholders working together, including capacity and resourcing, such coordinated support for a project in an area provides important credibility to the project itself.  It also plays a powerful role in assisting the sustainability of the project beyond the “funding phase”.  The project management team should be always alert for and responsive to new alliances that need to be forged.  It is also true that different phases suit different partners.  Timing is important.  If one mobilises certain potential partners before (or after) they can see their role in the project, then important opportunities can be lost.

Relationship-building should be a target for the earliest stages of project implementation and should begin even before the inception phase.  It is essential that all the appropriate stakeholders and potential partners should be identified from the start, including those from the community leadership, both political and traditional, local government structures; different relevant government agencies; other similar enterprises or projects; funding agencies. This is in essence correct but hard to realize. Experience shows that the planning and approval cycles are highly conflictive. This is in essence a conflict in the nature of DEAT vs. the communities. Government has a fixed budget and the go ahead depends on government officials only.

Once relationships are identified, then they need to be coordinated and nurtured throughout the project period, and beyond.  This needs to be achieved through constant communication and involvement wherever appropriate. Good communication often requires significant time and resources, which needs to be factored into budgeting.  

Poor relationship building can result in antagonism or worse, or it can result in lost opportunities.  The development of trusting relationships in all directions is key to the success of projects.  A useful add-on to securing relationships with communities is a drive to secure project champions, drawn from the local community.  Such role players are an essential element in successful projects. 

Linkages with Provincial and Local Government can be consolidated through their financial commitment and by the linkage of the project into IDP’s. In Mpumalanga CBNRM has been integrated into provincial strategies, and plays an important part of the Mpumalanga Parks and Tourism Agency’s internal policies.

In the case of TRANSFORM, the manner in which it linked itself to the policy making body at National level in DEAT, gave it a springboard to work with other Departments on the National and Provincial level.
 Good relationship building with provincial and local institutions of government also allowed the programme to leave mentoring and long tern support in place after TRANSFORM personnel and contractors had finished their task.

2.3
Local Institutions

How the project is to be “owned” by the community during and after the funding period must be addressed throughout the different phases of project conceptualisation and implementation.  Flexibility remains a core value to this process; however a clear plan should be in place before the end of the funding period.  Such a strategy needs to address issues of equity, of emotional  ownership as well as the more practical matters of who and how the project will be run in the absence of the original implementing agency.  It also needs to embrace the involvement of wider stakeholder groupings and the management of private investments.

2.3.1 Project Advisory committees

Besides the fact that Project Advisory Committees (PAC)  are a priority requisite from the donor DEAT, the implementation staff of TRANSFORM soon realised that in order to maintain and concretise the partnership arrangements that were developed throughout the life of a project and to build accountability between all parties involved PACs were important institutions. The PAC’s were set up as multi-stakeholder steering bodies generally comprising of TRANSFORM personnel or contractors, Provincial Departments, Local Government, NGO’s, community representatives and a number of other bodies. These PAC’s played an important guiding, advisory and in some cases decision-making role. They maintained the buy-in to the project by multiple stakeholders, and form an important lesson learnt in terms of this factor. Here again, it was not without conflict, when the community representatives did not report back to their constituencies (see also chapter 2.1.4 “Communication”)

2.3.2 Local “owning” agencies 

A number of different legal models were explored by the programme during the course of its existence. Community Trusts, Communal Property Associations (CPA’s), residents associations, committees all formed some of the legal or soft legal vehicles utilised to implement projects depending on the needs of the specific project. In cases where these community institutions were required to enter into formal leases or CPPP’s with private companies or organs of the State, Trusts and CPA’s were the preferred vehicle. CPA's are not the only form of community land ownership set up by communities. Communities have created Trusts, Section 21 Companies or chosen to let existing structures like Tribal Authorities retain ownership of land for the benefit of the community. The common aspect of all of these is that the land is owned and managed on behalf of community members and these members are entitled to be involved in the workings of these structures. Democratic operation is of course not the case with all Tribal Authorities. However, many will claim to be doing the same as a CPA but without the "onerous" participation and legal governance requirements. The Communal Land Rights Bill 2002 attempts to give communities a choice of what institutions they want to use to hold and manage land.
 The primary lessons learnt from the establishment and management of these local owning agencies were the following:

· They need to be broadly representative;

· They need to contain people from the community with sufficient education and capacity to “speak the language of development to the community”;

· They need to be accepted by other community based institutions like the Tribal Authority, ward committees, and development committees;

· They must report back and communicate to the community regularly;

· They must follow their constitutions or deeds of Trust properly and ensure that the requisite Annual General meetings are held and auditors reports etc are obtained.

2.3.3 Community Public Private Partnerships and Investor mobilisation

An important part of relationship development is the whole key area of investor mobilisation and the establishment of Community Public Private Partnerships (CPPP’s). 

A CPPP is a specific form of Public Private Partnership, where over and above the public and the private sector, communities come in as co-operation partners with contributions and expectances of tangible and non-tangible benefits.

Communities in most cases contribute with land; resource use rights and labour to CPPPs. Frequently land property and the use rights are held by the state in trust for the communities and have to be transferred to them before productive partnerships with private investors can be entered into. Communities receive for the use rights jobs and compensatory payments like lease fees and / or equities.

Government often plays the role of sponsor or investor in key elements of infrastructure such as roads, provision of water and electricity through the Social Responsibility or Poverty Alleviation Programmes. By means of projects like TRANSFORM and extension services government assists with capacity building and process facilitation.


Private sector enters into contracts with community organisations (in rare cases also with the state) and invests into productive infrastructure, trains staff from communities, and initiates  marketing of products. Private contractors pay rental fees, interests on equities in the business venture or turnover shares. In many cases the infrastructure is returned to the communities after the end of the lease agreement.

Overall the biggest lesson from TRANSFORM in this key area of development is really the following sequential approach that was adopted and replicated, and is now being used by the state and non-state sector in similar projects:

· A series of strategic research and planning studies to identify opportunities and requirements, including training needs, marketing strategies and potential sources of capital. [It is clearly important for these studies to develop estimates and alternatives of the income streams and employment opportunities that the proposed activities will yield for the community. These estimates should be refined as plans are developed and negotiations proceed;]

· Site inspection with a professional advisory group (tourism developers and operators) to refine ideas and come up with optimum development strategies;

· Preparation of cultural resources and activities that will be needed, for example cultural guides;

· Development of planning frameworks, an environmental management master Plan, bid documents and tender evaluation procedures;

· Establishment of a bid evaluation committee;

· Preparation of a code of conduct for commercial operations in the project area;

· Production of a commercial prospectus setting out the development opportunities and calling for expressions of interest from the private sector;

· Advertisements;

· Review and short listing of expressions of interest;

· Invitation to short listed companies to submit tenders;

· Tender evaluation;

· Negotiation;

· Contract award.

It is of very high importance that communities or their representatives are trained on such processes in order to be able to negotiate similar processes themselves and to avoid suspicion of lack of transparency.

2.3.4 Ownership Issues (non-equity) (linked to CBNRM Principle 4)

One of the greatest challenges for successful development is the achievement of a clear sense of ownership and buy-in by beneficiary communities. There is enormous responsibility in taking on economic enterprises.  It is no wonder that historically disadvantaged individuals or groups, poorly capacitated, economically and educationally disadvantaged, are hesitant to take on this responsibility.  However, no project can be sustainable or successful in the long term until such time as the identified beneficiary group has taken full ownership of the project.  To achieve this, the project design, the capacity building programme and the day-to-day management of the project need to be to a great extent in the hands of delegates from the beneficiary group from the start.  An important feature of the ownership process is the design of systems of accountability that support the way in which the project functions at all levels.

Having noted the above, it is also important that projects are protected by design from appropriation by the elite of the community, such as Traditional Councils, Traditional Authorities or other elite figures within the community.  

Almost all of the projects noted this aspect as being the explanation for work that has not been done or any number of the failures that mark project progress.  If beneficiary groups do not take ownership then both performance and accountability cannot be assumed.  In addition, the expectations that are engendered are generally inappropriate, and the beneficiary group tends to see the intervention as employment, not as an investment.  On the contrary, where ownership issues have been successfully addressed, the success of the project has a significant boost, as was noted at Mkuze with the River Catchment Project.

Associated with attitudes around ownership are the more practical aspects that support the development of independent management, such as business and management skills that are required to run such projects on a day-to-day basis.

2.3.5 Benefit sharing 

There is broad agreement amongst CBNRM and conservation practitioners, politicians and rural development workers that the long term sustainability of conservation rests on the premise that conservation and protected areas specifically require the support of communities. Also all CBNRM projects in general require the support of the communities associated with them. The key to getting the support needed from communities is the generation of tangible benefits from the conservation land use for these communities who are often the poorest residents in South Africa. 
 

When it comes to sharing the benefits a choice between sharing the income in the form of cash, improving each household or on “community development projects” needs to be taken. In most cases the CPA’s and community trusts have chosen to use the income for supporting projects.
 

The key lessons concerning benefit sharing include the following:

· Income is always less than community needs;

· Conflict may result from income and resources, so proper distribution mechanisms (institutional arrangements) must be in place;

· Transparent accounting is very important;

· Decision-making must be inclusive and transparent;

· Equitable distribution of benefits is critical especially as communities; can be dispersed over a great area.

2.3.6 Project Hand over  

A hand over plan is an issue that needs to be conceived earlier on in the programme, and must be prepared for carefully together with the local community “owning agency”. What is quite clear is that community based institutions are not often in a position to go independently forward without some further mentoring and support. TRANSFORM attempted to leave wherever possible Provincial, Local Government or NGO’s functioning in the role of mentor after the funding period was finished.

A central element in the hand over strategy is capacity development of the owning agency in order to enable them to take control over the project and run it. This is mentioned extensively in the relevant section, but at least the following fields of capacity development are crucial:

· Management

· Administration

· Business skills

· Funding techniques

These elements are frequently not budgeted for adequately in the business plans, and the DEAT training has not delivered these elements satisfactorily.

From the offset during the elaboration of the feasibility study and during the project implementation a scenario must be developed regarding how many sustainable long term economic development jobs/ positions the project can create and people must be trained on these elements.

Early on in the project implementation phases adequate individuals must be identified through an in-depth selection and surveying process who can be involved in the intended business entities and SMME’s. Not all people are entrepreneurs and there needs to be a selection process to identify appropriate individuals. At the Nqabara Medicinal plant garden, membership fluctuated over time, indicating that selection processes identified unsuitable individuals and replaced them with members with greater aptitude.

2.4
Training & Capacitation (linked to CBNRM Principle 1 & 2) 

Fundamental to the success of any project is an appropriate and targeted skills development programme, which is adequately resourced.  There is a wide range of skills that needs to be addressed right from the start.  Every project assessed in the course of this investigation indicated the challenges resulting from low capacity and inadequate skills development.  This component is likely to be costly and must be adequately budgeted for in the business plan.  It must also be factored in that capacity building is a long and time-consuming activity.  Having noted that, there are areas where capacity can be transferred quite successfully over the implementation period.

The areas of capacity building that are crucial to any project, CBNRM-based or not, include the following:

· Organisational development

· Project management 

· ABET

· Administration & financial management

· Environmental & conservation awareness

· Marketing 

· Project specific skills, such as hospitality, guiding, water management, nursery management or whatever activity the project is built around

While the above list is generic, it is essential that any skills development programme should be tailored to suit to each project and each beneficiary community.  It is for this reason that at the feasibility stage, a skills audit should be conducted as the first step in the design of an appropriate skills development intervention.  Such an approach therefore takes into account the populations’ aspirations, the nature of local knowledge, and the geographical potentials of the areas and the marketability of certain services and/or products.  


There is often a temptation to use free generic courses run by SETAs (Skills Education Training Authorities) and other government agencies, however these courses can be both too short and superficial, or not specifically related to the people or the project in question.  The impact of these courses is generally too thin and not specific enough to the requirements of the project. This was compounded as DEAT often took over the training process management which led to a de-concentration or lack of focus in training.

It should be understood from the outset that skills development is a slow process, particularly if the beneficiary group is economically and socially marginalized, which is usually the case.  The approach to skills development should ideally be a mix of short training interventions and long-term mentorship.  Having noted this, it is also important that processes be put in place to ensure continuity while people are being trained.  One project assessed was severely compromised because key personnel were away from the project on long training courses.

Informal learning and information sharing can be leveraged to important effect, if the culture of learning is established from the start.  This can be achieved by making the practice of regular participatory workshops standard practice.  Apart from being very empowering, knowledge and capacity have a powerful motivating impact.  Part of this aspect acknowledges the need to build training and capacitation onto existing and traditional knowledge that exists within the beneficiary group.  This is particularly salient in CBNRM-based projects.  In order to initiate the ‘culture of learning’ beneficiaries at all levels must see, feel and understand the value of learning and creating knowledge.

One of the dangers of skills development is the subsequent loss of trained personnel, who become trained in certain aspects during the course of a project cycle, and then leave the project in search of paid employment elsewhere.  This occurred in the case of Riemvasmaak where a number of trained and capacitated individuals left the project and the area, in search for jobs with their newly acquired skills and experiences.  As was mentioned by the population in Riemvasmaak, “It is in our cultural practice that if you have skills and knowledge you go away to the cities in search for jobs”.  Strategies need to be developed to counter this tendency, or at least to table it for discussion at the inception phase of the project.

Skills development should not be restricted to project participants.  The education of the surrounding communities is essential to the success of projects.  Regular information workshops or public meetings should be held to ensure that the surrounding communities are constantly aware of what is happening.  

2.4.1
Skills audit

The first task of such a programme is to conduct a thorough skills audit.  It is essential that the skills audit done includes an audit around general and project-specific skills, and that this information is used to design a targeted skills development programme that builds on existing capacity and takes into account the long-term objectives of the project, as well as the potentials of that particular area and population.  The skills audit should include experiences on projects to determine part of implementers planning.

2.4.2
ABET

Given the low levels of education, particularly in rural areas, ABET skills are often indicated, especially in the case of CBNRM-based projects.  This is compounded by the reality that migrant labour is still a strong practice, and the most educated people in any rural community tend to move to the cities in search of employment opportunities.

2.4.3
Organisational development

This issue includes the crucial need for groups to learn to function as groups, to constitute appropriate institutions, to manage conflict, to run meetings, to maintain records, etc.  Leadership training is an essential feature of this function.  It is through this process that the best primary capacity is developed.  It should be done by means of short training interventions supported by a mentorship programme that lasts for long enough to ensure independence.

The creation of institutional memory and mentoring of new trustees and organisational members by others with the appropriate experiences is crucial. The high turn over rates of trustees and other members are detrimental to the development of strong CBO’s.  Structured approaches should be in place to enforce the rules and regulations of the trust deed and the trustees according to their constitutions. Feedback meetings of progress or decisions made within the board of trustees towards the broader community are essential. There is always a possibility that  the community feels  that the Board of trustees is usurping their project.

2.4.4
Project management

Project management is a highly skilled activity that is generally conducted by people employed or seconded from the outside for a specific period.  It is essential that such project manager transfer skills from the start to a person selected from the beneficiary group, or owning agency, for at least the duration of the funding period.  This project liaison officer then begins the process of taking on the skills to enable him/her to carry the project after the project manager departs.  This must be a part of the informal capacitation and training process, and must address the concern raised as to whether the project will be a success after the implementing agency has moved on.  In addition to the capacitation of the primary project liaison officer, it would be helpful to expand the capacitation in this function area to more than one person.  It has been noted that there is a high mobility of people in these project contexts. Of course, the risk of loosing such qualified persons to outside organisations is always existent.

If there is an enterprise associated with the project, then specific enterprise development skills and management skills need to be developed.  

2.4.5
Business Skills: Administration & financial management

Like project management, business skills are specialised.  It is in this area that project breakdown can most often be attributed.  SMME development requires that project participants begin thinking in an entrepreneurial way.  The risks and investment required in the establishment of any business is an awareness that is not easy to grasp, and is most intimidating.  Training interventions need to assist in the development of entrepreneurial thinking.

Administration has its own speciality requirements.  It is essential that systems are devised that match the capacity of those left to conduct the administrative functions of projects.  Without capacitation in this area, the project beneficiaries remain dependent on the funding and/or implementation agencies and most vulnerable once the funding period is over.  These skills are critical in the quest for sustainability.  The project liaison officer, supported by additional support staff, is the preferable candidate for this area of skills development.

2.4.6
Environmental & conservation awareness

Aside from the need for all people in this day and age to assume some responsibility for the stewardship of the planet, projects of the CBNRM type need to have specific programmes focussing on environmental awareness and conservation.  Basic to this is the engendering of the awareness that the livelihood derived from the project activities are directly related to the maintenance of the natural resource base around. This is the central natural resource management activity upon which all the other components depend. It comprises a range of technical interventions that need to be set out in coherent planning and management frameworks and that require a range of technical skills for their performance. These interventions range from the introduction or culling of various plant and animal species; the determination of sustainable levels of resource off take; and the design, construction and maintenance of infrastructure required by the conservation and ecotourism functions. This also entails the setting up of resource management rules and sanctions by the communities together with specialised agencies as assistants.

2.4.7
Marketing training

Marketing is another skill that is often left undone in project implementation.  Project participants need to understand that the success of what they are doing depends on public support of one kind or another, and that even the relationship with the wider beneficiary community, or with local councillors, or with potential partners falls within the realm of marketing.  In addition, if the nature of the project is related to bringing “outsiders” into the project or the region, a marketing strategy is key.

In projects that entail selling items produced by the community, such as crafts or plants, or if they entail selling services such as tourism-related activities or water management, it is crucial that the “buyer” be suitably engaged.  This is a specialist skill and must be budgeted for and training must be designed quite specifically.  The project participants need to be trained in the following:

· Strategic planning related to the “product”

· Branding and brand maintenance 

· Actual marketing and all it entails

· Public relations 
It should be noted that the Poverty Relief budgets generally under-emphasised the importance of market as a line item. They are very often reduced to signage of the project location and funder.

2.4.8
Project specific skills

Aside from generic skills, it is essential that project specific skills be part of the skills development process.  The details of this will be determined by the nature of the project, but they include such skills as cooking, hospitality, guiding, water management, livestock care, nursery management and the like.

In the case studies assessed the following table indicates the kind of project specific skills that would need to be a part of any training programme.

Table 3. Project-specific skills requirements per project

	Project
	Description
	Skills training required

	Abe Bailey Natural Resource Management
	· Medicinal plant nursery

· Conservation

· Land rehabilitation


	· Nursery skills

· Medicinal plant training

· Sales

· Land rehabilitation

	Machubeni Catchment Management
	· Agriculture 

· Land rehabilitation

· Water resource supply

· Catchment management 
	· Land rehabilitation

· Catchment management 

· Agricultural skills

	Madibaneng Soil Conservation Project
	· Soil conservation & land rehabilitation

· Catchment  Management

· Agriculture (livestock)

· Enterprise development (SMME’s)

· Nursery
	· Soil conservation & land rehabilitation (catchment management)

· Livestock management

· Enterprise development (SMME’s)

· Nursery skills

· Sales

	Mkuze River Catchment (CBNRM)
	· Eco-tourism and conservation

· Land & catchment rehabilitation 

· Water resource supply

· Creation of a joint venture with private partner tourism operator
	· Hospitality

· Marketing

· Conservation



	Nqabara Mouth CBNRM
	· Eco-tourism 

· Crafts

· Vegetable & medicinal plant nursery


	· Hospitality

· Marketing

· Conservation

· Nursery skills

· Sales 

	Platfontein / Schmidsdrift
	· Eco-tourism (communal game farm)

· Cultural site / crafts

· Training and capacitation

· Creation of a joint venture with private partner tourism operator
	· Hospitality

· Guiding

· Marketing

· Conservation

· Nursery skills

· Sales 

	Riemvasmaak Community Based Community Development
	· Eco-tourism & conservation

· Vegetable cultivation


	· Hospitality

· Guiding

· Marketing

· Conservation

· Nursery skills

	Sireletsa Somarela
	· Nursery – medicinal plants & herbs 

· Catchment rehabilitation & management

· Tourism in traditional culture and medicine

· Training and capacitation
· Enterprise development (SMME’S)
	· Hospitality

· Guiding

· Marketing

· Conservation

· Nursery skills


2.4.9
Mentorship

Mentorship, participatory and reflective learning are helpful methodologies that can support a gradual and systematic approach to capacitation.  There are a number of ways in which mentorship can become effective, from linking projects to private partners in a long-term relationship, where the private partner provides mentorship, to identifying particular mentors that can be attached to projects.  It is also possible to identify informal “partners” in the areas where projects are located who will provide mentorship services.  Mentors can also be located within Local Government.  However, if this is achieved, it is an element of skills transfer that lasts after the funding period and must be planned for. Probably the most effective form of mentoring is to engage the project professional team to provide aftercare for a fixed period after the project has been implemented – this may be only one day per month, but it needs to be for a sufficiently long period.

2.5
Marketing (linked to CBNRM Principle 4) 

Marketing is a specialist skill, and appropriate budgets need to be designated to manage this aspect.  This needs to address training and awareness around “selling” the concept, or product and almost always needs to begin by bringing the project team and the wider community into a shared understanding of the value of protecting and serving the “customer”.  This is particularly true of the ecotourism projects.  It will often entail cultural sensitisation, where the project community needs to be made aware of the expectations of tourists.

The most important lesson or aspect of markets and marketing is regarding the need for a confirmed demand to be established in advance of embarking on major expenses to generate a production cycle.

2.6
Conflict management (linked to CBNRM Principle 5) 

Conflict management skills are specialist, and systems need to be put in place to deal with conflict issues at different levels of projects – within the project implementation team, within communities, between partners, between project teams and communities.  Several projects assessed revealed instances, where the lack of conflict management capacity led to major problems.  Often the problem is not so much conflict and antagonism, but is more about poor relations, or tension between the project team and key representative of critical constituencies, such as traditional leaders.

It is essential that conflict resolution mechanisms be introduced at the outset to forestall any serious fallout.  In the Mkuze river catchment project, structures were defined at the outset, and were employed from time to time over the implementation period.  This feature was specifically identified by the project team as contributing to the success of that project. At Nqabara, a professional agency was engaged to conduct a conflict management exercise that yielded excellent results in a fragmented community.

Having noted that it is important to have conflict management systems in place, they should be used only when necessary.  It is always better to prevent conflict by avoiding triggers through careful and sensitive assessment, planning, implementation and communication.

2.7
Monitoring (linked to CBNRM Principle 2 & 4) 

Monitoring is crucial for several reasons, not least of which is to develop the “habits” of accountability and self-evaluation.  A strident monitoring system imposes a powerful organising influence on delivery.  Managed positively, it can also be very motivating.  Monitoring needs to be multifaceted and reiterative – reporting on progress, identification of problems, and designing of problem-solving strategies.  There also needs to be a mechanism for the community beneficiaries to be involved in monitoring (participatory monitoring) to strengthen their participation and to build on accountability. Most importantly it helps guide the development of the project and the community institution. 

Monitoring can and should be done in a variety of ways, including regular meetings and the preparation of written reports; assessment questionnaires could be designed; audio-visual equipment can be used. Obviously, particular projects may need to be specifically resourced if particular information needs to be monitored, such as rainfall, or the like.  PAC members, for instance, should be obliged to give feedback of their meetings and their monitoring activities to the broader community to involve them in every aspect of the project).

It is important that local participants are directly involved in using and testing tools for monitoring CBNRM. In this way the validity of the method is more evident. Without local buy-in on the validity of the methods, there is a strong possibility that there will be problems in making decisions based on findings. This is why local knowledge must be included in monitoring CBNRM. 

Datasheets are not very useful for participatory monitoring. Methods that work best are those aimed at the immediate presentation of results, such as ready-made bar graphs that need only be filled in and photographs.

The CBNRM monitoring toolkit developed in collaboration with Rhodes University contains important lessons and guidance to practitioners in the field. Some of the key learnings from this toolkit are the following: 

· It is important to distinguish between process and impact monitoring;

· Both technical and participatory methods are valuable to give a full picture;

· Indicators must be selected and developed at the beginning that are able to measure the key achievements of the CBNRM intervention;

· Templates and tools should be developed to make monitoring easy, remove subjectivity and generate data sets that are comparable over time.

Practically, monitoring systems should relate specifically to business and implementation plan deliverables, and should focus on:

· Physical delivery

· Financial effectiveness

· Impact on site

· Training efficiency

In addition to assisting in the actual successful implementation of projects, monitoring has a powerful capacitation value.  More lessons are learnt in the assessment of activities than in most aspects of project implementation.

2.8
Creating Sustainable impacts (Linked to CBNRM Principle 1, 2 & 4) 

The issue of sustainability is the greatest challenge faced by any development project.  It is assumed that the concept underpins all projects, but the factors that will determine sustainability are not always identified and factored into the implementation strategy.  All the issues discussed above are key to sustainability, but some are obviously more critical than others.  The resource upon which the project is based needs to be specifically managed to ensure sustainability.  A reliable income stream needs to be ensured.  Lack of capacity to perform the required tasks will sink a project the moment the external project managers leave.  

It should be noted that by its nature, the DEAT Social Responsibility Programme hinged on funding by the government to achieve objectives through short term employment. It was an off shoot of the Extended Public Works Programme, and is not sustainable by its nature as it relies on “cash injections”. The challenge taken up by TRANSFORM was to design sustainable interventions using these cash injections. DEAT's Social Responsibility Program started in the 1999/2000 with a budget of R70 million. In the subsequent financial year i.e. 2000/01 the allocation was increased to R 99 million. As the Department became more efficient in locating and funding worthwhile projects in tourism and environmental sectors, the budget allocated was increased by the Treasury to R206.6 million, R240 million, R321.6 million, R386 million and R414 million for  2001/02, 2002/03, 2003/04, 2004/05 and 2005/06 financial years respectively. Nevertheless, with rising budgets most efforts were oriented towards efficient budget and project management than on strategic outlooks to make the achievements sustainable in terms of jobs, income and environmental and social issues.

 
The Department committed itself in fostering the implementation and integration of sustainable development principles for local economic development benefits that accrue from effective management of natural resources and creation of tourism opportunities. The major objectives of the program are the creation of job opportunities and the provision of training of beneficiaries. Other objectives include: 

· Creating conditions for sustainable tourism development, growth and access to markets;

· Developing the tourism product base in order to attract both domestic and international tourists;

· Improving infrastructure to support an expansion in the flow of tourists, particularly to previously disadvantaged areas and emerging tourism growth points; 

· Implementing projects for the conservation and sustainable development of natural resources; 

· Improving the broader management of the quality of the environment and particularly the management of pollution and waste in South Africa; 

· Implementing a poverty alleviation programme that demonstrates the inter-relationship between conservation, tourism growth and community empowerment and ensuring that at least 40% of the available fund is directed to the Poverty  Nodes
 ;

Even before the project is formulated, during the feasibility and business planning stages, potential sustainability must be assessed.  Once this is assured to the maximum extent, then explicit plans addressing continuity must be put in place from the start, and achievements to this end must be monitored regularly.  The exit strategy of the funding agency must be tied to the measured capacity of the remaining project team to effectively take full and successful responsibility for the continuation of the project.

In terms of resource management, a number of issues must be addressed:

· Land tenure problems must be addressed. In tourism development on communal land it is often impossible to attract investors as the lease periods conceded by the Department of Land Affairs are to short to be economically viable;

· Short and long-term availability of raw materials needs to be assured in order to provide  for the viability of the project;

· Legal access to and responsible environmental management of the raw material, which should be strengthened by ensuring strong relationships with legally appointed environmental custodians;

· Expert advice regarding the raw material to be exploited, including information related to natural distribution, population structure, dynamics of the species, harvesting methodologies and impacts, seasonal factors, growth and yield estimates, cultivation and other resource specific factors;

· Expert advice regarding optimal sourcing practices, including legal, technological and infrastructural issues;

· Tourism -related requirements like access, pollution, maintenance of cultural and physical heritage should be analysed and assessed.

Aside from the environmental sustainability and the economic viability of a potential enterprise, community development projects must also take into account equity sharing of benefits derived from the project towards the broader community, employment of community members within the project and the creation and dishing out of dividends for community members.

2.9
Funder / Donor responsibility (Linked to CBNRM Principle 6)

Funders and donors have a responsibility to ensure that projects are well-conceptualised, adequately resourced, that the project implementation team is sufficiently capacitated, and that at the end of the funding period, the project team are well able to carry the project into the future with a reasonable degree of success.  Development practice is littered with failed projects, where the funder/donor has abandoned the project because of some artificially imposed timeframe, or because the resourcing of the project was ill-conceived.   

3
LINKAGES BETWEEN GUIDELINES AND LESSONS LEARNT 

The CBNRM Guidelines address important development issues that pertain specifically to the utilisation of natural resources for the benefit of local communities.  Chapter Two has discussed a number of issues that emerged from discussions with eight projects based on CBNRM around South Africa, however some of the issues identified were not specific to CBNRM but are specific to the Social Responsibility projects.  This chapter briefly focuses on the guidelines themselves, relates them to the issues identified in Chapter Two, and then identifies lessons specifically related to these Guidelines.  Table 4 lists the Principles and the related category, as discussed in the previous chapter.  Each Principle is then discussed in the context of lessons identified through the assessment of the eight projects.

	Principle 1:  A variety of different ways of earning a living is maintained, to minimise risk in case of natural and economic disasters.


A crucial element underpinning the sustainability of any project based on income generation is the need to expand the base of the activities to ensure that there is more than one income stream.  This is an important principle of TRANSFORM’s SMME approach.

It is not always easy to achieve this diversification, probably because of the high need in most cases for income generation activities to be spread across the widest group.  In Nqabara, a number of activities were identified, namely craft production, indigenous nursery and seedling production, a multipurpose centre, and a tourism lodge.  The challenge in this case related to the fact that each activity was connected to different groups of project participants.  The net result is that the Nqabara intervention is made up of several distinct projects, each with its own team.  While the vulnerability is lessened to a degree, any disaster related to the individual projects will severely impact upon the project team associated.  Another danger in this regard relates to the tendency during implementation for one of the identified projects to take precedence over the others. 

The DEAT Social Responsibility Programme generated real shifts in the way that people generated livelihoods, as it presented short term opportunities for job creation. This in itself does not really assist in the implementation of this Principle because of its “flash in the pan” nature. TRANSFORM managed to take this short-term support and use it for catalytic purposes to establish SMME’s in almost all of the projects covered. This allowed the SRP money to have a more sustainable impact.

	Principle 2:  The natural resource base is maintained and even improved so that the natural resources can continue to provide livelihoods to people now and in the future.


Most CBNRM-based projects have as an associated outcome a commitment to good environmental management and conservation practices.  It is essential that these be conceptualised as both supporting the environment as well as supporting the sustainability of the enterprises associated.  The challenge in the field related to this issue is the resourcing of a specified programme of education and training, and the development of a defensible, legally compliant Environmental Management Plan that is supported by local environmental agencies, both governmental and non-governmental.  Monitoring is crucial to ensuring the success of this aspect.  

Seven of the eight projects that formed the basis of this investigation had environmental programmes.  Some of them needed improved content and implementation.  This can best be achieved by forging links between the project and the local environmental agencies.  In most cases these environmental agencies welcome the opportunity to share expertise and even resources.  Many have extension officers that can be involved in training in environmental awareness.  The Mkuze River Catchment Project stood out as an excellent example of a project that had forged excellent relationships with a wide variety of environmental agencies, and had secured and provided excellent training for project participants.

Even the Participatory Forest Management Plan developed at Nqabara held important potential for maintaining and improving the natural resource base by identifying areas of high conservation value, light usage, recreation and cultural usage. At Machubeni, the project started with a land management plan that linked stock management, water security, rangeland management, and cultivation. This clearly indicates the need for resource management planning to be undertaken and also for it to be participatory so that it is widely understood by the community.

An important part of maintaining and improving the natural resource base is the issue of securing land rights and land tenure. Land use agreements involving traditional authorities, the Department of Land Affairs or other stakeholders need to be in place before too much investment is wasted in insecure land relations.

	Principle 3:  Local organisations, including local government and community organisations, work effectively to manage local resources for the benefit of local people and the environment.


Closely related to Principle 2, is this Principle that speaks to the importance of securing the buy-in of the local community, both governmental and civil, to support the management of local resources for the benefit of local communities.   It is important that at the project conceptualisation phase, local government in the form of municipalities are engaged in order to look at possibilities for the alignment with their IDP’s.  Doing this creates an immediate and supportive link between projects and local government.  

In Nqabara, a very successful workshop initiated a powerful and cooperative relationship between a wide range of organisations from national, provincial and local government, from conservation bodies, from private sector finance institutions and from the local community.  The bringing together of all of these relevant stakeholders lends enormous support and legitimacy to the projects both amongst the partners and within the community.

Another example of successful cooperative support is illustrated in the Mkuze Catchment Project.   The project team successfully mobilised support from a number of well-established tourism and conservation organisations from the public and private sector, from local government and from DEAT, as well as from the traditional structures that are very powerful within the community.

Just as it is important to forge cooperative relationships with government and private sector stakeholders, so is it important to ensure that relations between projects and surrounding communities are mutually supportive. Communities around the reserve at Platfontein vandalised boundary fences on several occasions because they claimed that the fence limited their access to firewood and other natural resources. This type of conflict is often the result of poor relations between project and surrounding communities, and requires sensitive management that would be greatly assisted by strong project-community relations.  

Clearly, good communication and information sharing are crucial elements in the quest for building strong relationships.

	Principle 4:  People receive real benefits—economic, social, cultural and spiritual from managing the natural resources wisely.


As noted above, in all CBNRM-based projects the natural resource is the basis of the enterprise.  It goes without saying that the resource must be managed wisely to ensure economic sustainability.  What is not often mentioned are the social, cultural and spiritual benefits of natural resource management.  This factor has particular relevance in Africa where the veneration of burial sites for example, is a fundamental cultural practice.  To factor this sensitivity into the site assessment and the project concept has a number of values, including that of acknowledging and respecting local customary belief systems, and thereby securing local support.  Such sites can in themselves provide valuable tourism opportunities.  The Nqabara and Platfontein projects have particular relevance here.  Nqabara has a ring of burial sites that both need protecting and could form part of the tourist offering.  

In addition to participating in the protection and veneration of a country’s natural and cultural heritage, CBNRM-based projects have a valuable contribution to make in contributing to the social, cultural and spiritual well-being of the community and locality. A degraded landscape reflects a culturally and spiritually bankrupt community. Dignity is restored when the land is managed for the benefit of the people and general bio-diversity.

	Principle 5:  There are effective policies and laws and these are implemented, wherever possible, by local people's legitimate and representative organisations.


The myriad of laws, policies and regulations that is relevant to local economic development, particularly CBNRM-based, need to be factored into the implementation of any project.  It is essential that legitimate agents of local government and representative organisations are engaged in the implementation of these laws, policies and regulations.  The responsibility of identifying the right people and developing working relationships rests with the project management office of any CBNRM project.  Crucial to this activity is the understanding, awareness and familiarisation by the project management team of all the relevant legislation, and the implications for the specific project activities. 

It worth singling out land legislation as critical to the implementation of CBNRM projects as secure access to land for communities, private partners, public sector investors is a cornerstone of CBNRM interventions. Nearly all the projects had to consider this carefully.

A number of the projects assessed are affected by implications of a legislative framework.  A case in point is in Nqabara where the project enterprises are located on state-owned forest land, and there are strict rules required regarding permission to use such land.  Likewise the laws pertaining to communally owned land are presently caught up in legislation that has yet to be resolved relating to PTOs (permission to occupy legislation).

	Principle 6:  Outside assistance is provided to facilitate local projects. Local people's knowledge and experience is respected.


This Principle indicates an issue that is both crucial and dangerous to the long-term success of development practice.  A thorough and sensitive skills audit will reveal what local capacity exists.  It is essential to identify champions and project liaison officers that are best capacitated to carry aspects of the project forward.  It is equally essential to bring outside capacity to bear on the project for a period.  The challenge is how local people are capacitated by outside people in such a way that real and sufficient capacity is left behind once the outside facilitator has withdrawn.  Almost all of the projects assessed in this investigation faced this dilemma to one degree or another.  Dependence on outside facilitators is a major weakness in development practice everywhere.  

Again, the solution lies in the conceptualisation of skills transfer, and the systematic application of the requisite skills.  A process needs to be designed that ensures the systematic capacitation of locals from the start. This process needs to include a period of mentorship that applies after the outside facilitator has withdrawn.

It is also very important that the facilitators that are engaged to support projects are selected for their facilitation skills, in particular.  In addition, it appears that where a wide range of external facilitators are involved in a project, there are dangers of a lack of consolidation in all the different learnings that are brought to bear on a project.  There are often occasions when it is useful to have different experts brought in.  However, it is crucial that a mechanism be introduced that brings all the specialist interventions together to avoid fragmentation and confusion.

	Principle 7:  There is a good understanding of local leadership and local leadership fully supports CBNRM projects.


Key to the success of CBNRM projects is the support of the local community.  The best way to initiate this support is to identify and engage with local leadership.  Once this has been done, it is important to ensure that local leadership be fully drawn into the project, and be fully informed at all times so as to ensure that they can play an important brokering role between project and community.  Local leadership is comprised of local councillors, ward committees, development committees, indunas and headmen, and recognised senior figures

It is, however important that project implementers be sensitive to the nature of local leadership and the area-specific dynamics that pertain.  In many cases in South Africa, there is a disjuncture between local political leadership and local traditional leadership, partly because the democratic basis of the political system is at odds with a lineage-based power relation. In the context of rural South Africa, local traditional leadership structures are central to community life, in some areas more so than in others.  Access to natural resources, primarily land, is controlled by these traditional leaders.  External project implementers are likely to go nowhere without the support of traditional leaders.    By the same token, if the support of local leaders is secured, the project implantation will be significantly oiled.  It is essential that external project managers familiarise themselves with local politics and customs, and behave respectfully according to appropriate cultural practices, especially with regard to traditional leadership. 

It was clearly noted by the project management team of the Mkuze River Catchments Project that a key factor behind the success of their project was based on the close relationship developed with the local traditional leaders.  By contrast, the Madibaneng project was seriously challenged by the fact that they were unable to draw on the support of traditional leaders to avert conflict within the communities at first, later on in the process of implementation the relationships with the traditional authorities were strengthened to the benefit of the community.  It should, however be noted that such relationship building is the responsibility of the project implementation team, and should be facilitated from the start, beginning with accurate identification of local leaders and their structures and customary engagement processes.

4
CONCLUSION

The TRANSFORM programme made significant impact on the way that CBNRM projects are conceptualised in South Africa. This was achieved through impact at the national policy level, as well as through developing and testing hypotheses at the local level though pilot projects that serve as abstract and generalized models for CBNRM project interventions.

The greatest insurance for successful development practice rests with an approach that begins with the site and the beneficiary group, and builds on local resources in a planned, but flexible manner, with sufficient attention, time and money allocated to the realisation of a realistic goal.

Partnerships are a critical ingredient of success and the multilateral mobilisation of partners from national, provincial, district and local government, academic institutions, private investors, NGO’s and other is clearly one of the keys for success.

However, “there is no recipe for success; new problems constantly crop up and have to be dealt with.”
  Development is about people, who cannot always be predicted.  Failure or success of a project sometimes has to do with quite unexpected events. 

New problems constantly emerge, such as:

· Leadership struggles, where elected leaders are challenging the legitimacy of the new institutional structure; issues of power and social infighting (particularly pertaining to traditional authorities and newly democratically elected social and legal institutions)

· Weak capacity of government and municipality to participate;

· Markets that are not yet established;

· Dependence on facilitators.

One of the most exciting consequences of the TRANSFORM Programme is that the lessons and the “TRANSFORM way” have been absorbed by a wide range of stakeholders in the field of CBNRM, and these include:

· National Government Departments
· Selected Provincial Government Departments
· A number of significant NGO’s
· Other development programmes
· Provincial conservation agencies
· Consultants and practitioners
· Private companies particularly in the field of tourism
Some of the lessons learned have been hard, some of them have delivered sweet fruit, but the Programme can be put to rest knowing that it has leveraged a high degree of impact in the field of CBNRM in South Africa and enriched this important sphere internationally.

Appendix

Appendix I. 

Documents considered

Appendix II.  

Questionnaire

Appendix I. 

The following documents and publications were drawn on and considered in the preparation of the lessons learnt:

Publications

· Department of Environmental Affairs in partnership with GTZ. Co-Sponsored by DAI. 2003. Guidelines for the Implementation of Community Based Natural Resource Management (CBNRM) in South Africa. DEAT publication. 

· Fabricius, C. 2007. Community-Based Natural Resource Management: Governing the Commons
Water Policy. In press.

· Fabricius, C, C. Folke,  G. Cundill and L Schultz. 2007. Powerless Spectators, Coping Actors, and Adaptive Co-managers: a Synthesis of the Role of Communities in Ecosystem Management
Ecology and Society. 12(1): 29.
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· Georgina Cundill and Christo Fabricius, Lesson Learnt about CBNRM through Monitoring of Social Responsibility Projects, October 2007 

· Cundill, G, Cumming, G, Fabricius, C & D. Biggs, D., Monitoring complexity: a central challenge in natural resource management

· TRANSFORM, Recommendations and criteria to be taken in consideration for assessing and implementing CBNRM type projects, February 2005

· TRANSFORM, Success Stories in South Africa Community Based Natural Resource Management (CBNRM), September 2007

· TRANSFORM, The Economic Costs and Benefits of Land Degradation and Land Rehabilitation in Communal Areas: Water and Livestock. A Conceptual Framework, March 2007  

· Johannes Baumgart and Steve Collins, Project Monitoring Report for the second phase September 2001 to August 2003, December 2002

· Limpopo CBNRM Task Team, Limpopo CBNRM Implementation Strategy. DRAFT STRATEGY. Discussed at Stakeholders’ workshop Elephants Hotel Bela-Bela, May 2006

· Rhodes University, CBNRM Monitoring System Progress Report, March 2006

· Rhodes University, CBNRM Monitoring System Progress Report, June 2007

· Rhodes University, Report on lessons learnt through CBNRM monitoring, June 2007

· Rhodes University and TRANSFORM, A toolkit for monitoring Community Based Natural Resource Management, November 2006

· Steffen Becker, Monitoring Report for the TRANSFORM Project, April 2007

· Steve Collins and Herman Snel. A Perspective on Community Based Tourism from South Africa The TRANSFORM program, 1996-2007


Appendix II. Questionnaire

	Date
	

	Name
	

	Company
	

	Contact number
	


1.
General

1.1
Broad description of project, including background, brief history, expected outputs, and reality. 

1.2
How many project participants / beneficiaries were involved?

1.3
How were they selected?

1.4
To what extent is community consultation a feature of the project implementation?

1.5
How and at what frequency does communication with the beneficiary community take place?

2.
Project & Financial Administration

2.1
Who is responsible for project management?

2.2
Is the community group involved in project management?

2.3
What “succession plans” are in place regarding project management?

2.4
How is the project funded?

2.5
How are payments made?

2.6
Who is responsible for the financial management of the project?

2.7
Lessons learnt?

3.
Training & Capacity Building







3.1
What institutional arrangement was put in place (e.g. TRUST).  Did it work well? Were there any associated problems?

3.2
What training have project participants received in respect of:

3.1a.
Project management;

3.1b.
Admin & financial management; 

3.1c.
Organisational development;

3.1d.
Environmental & conservation awareness; 

3.1e.
Marketing; 

3.1f.
Project specific skills?

3.3
Lessons Learnt?

4.
Partnerships

4.1
Describe your organisations role & responsibilities in the project.

4.2
What is the nature of the partnership?

4.3
How many partners?

4.4
Who are the project partners? Describe the role & responsibilities of partners in the project. 

4.5
How was the relationship between the beneficiary group and the project partners?   

4.6
To what extent does the project received support form the local municipality?

4.7
To what extent are governance opportunities leveraged to the benefit of project (How many governmental departments are involved & how do they co-operate)? 

4.8
Lessons learnt?

5.
Ownership

5.1
Who owns the land? 

5.2
Who owns the project?

5.3
How are profits distributed?

5.4
Lessons learnt?

6.
Conflict Management

6.1
Who is responsible for maintaining peace in the group & how is conflict managed?

5.2
lessons learnt?

7.
Marketing

7.1
How does the project handle marketing?

7.2
Lessons learnt?

8.
Monitoring

8.1
Is there a monitoring system in place? Describe?

8.2
Are the project participants involved in any self evaluation process?

8.3
What communication and reporting systems were used throughout the project?

8.4
Lessons learnt?

9.
Sustainability

9.1
What criteria were used to indicate sustainability of the project?

9.2
What sustainability strategy is in place that applies post project funding period?

9.3
What support mechanism has been put in place to assist the project in the period after funding ceases?

9.4
 Lessons learnt?

10.
Lessons Learnt

10.1
What were the major successes of this project?

10.2
What were the major problems experienced in the implementation of this project?

10.3
How were individual problems addressed? [You can provide anecdotal examples here]

10.4
If you were to do this project again, what major lessons would inform you?

10.5
Are there any project-specific issues you would like to include?

10.6
Describe the lessons learnt.
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The Madibaneng Soil Conservation Project is a good example of a project that has excellent potential, but where there also existed serious internal limitations. Hence a project design based on an optimistic feasibility assessment resulted in a project where the actual success and impact of the project could have been enhanced.  A plan was designed based on existing potential, namely, that a land, water and vegetation conservation intervention coupled with the establishment of a nursery SMME was a good idea.  However, it appears that there were inherent challenges at all levels before the project even began – within the community, within local government structures, within potential partnerships. This underlined the need for constant communications as well as the need to build the capacity of the Project management team and liaison officer to to leverage support – from the community, from local government and from potential partners. The  monitoring system needs to be able to  identify problems at an early stage and then strategise solutions.  The end result is that a number of important lessons about communication, leveraging support and monitoring were generated.





At Platfontein, a key deliverable of the project was the conversion of an old farmhouse into a 10 bedroom Safari Lodge and small conference centre.  This required significant building supplies.  By the time the building renovations were underway, unanticipated increases in the cost of building materials completely threw out the budget.  To compound the problem, there were shortages of building supplies generally. The knock-effect of this on timeframes and the overall budget had an unwarranted impact on the project.





Project liaison officers at the Machubeni site reported on the crucial and beneficial experience of developing a clear vision for the project and how this assisted in the securing of “buy-in”.  Their vision as elaborated in land use planning exercise previous to the SRP project reads, “Our dream is to have the maximum benefit from our natural resources for the Machubeni community, and to secure it by forming partnerships with all relevant structures and creating a market for these resources, thereby encouraging the youth to participate and motivating the home coming of those who have left”.  The vision was read at all meetings throughout the implementation period as a touchstone to “remind” the project participants and the host community what the focus of the project was and reconfirm support from stakeholders.





In Nqabara, a series of workshops were held to design a vision for each of the sub-projects associated with the Nqabara Development Trust.  These workshops were conducted when it became clear through an assessment process that although much work had been done with the community groups over a number of years, none of the groups really had a clear idea of who they were as entities, where they wanted to be, how they wanted to function and what relationship they wanted to create between the four identified groupings.  Without the direction provided by a vision, the projects appeared rudderless.  By the end of this intervention, the groups had a better idea of how to go forward.  Also in Nqabara, support for the projects from the community was identified as a crucial factor, and a “road show” was conducted in ten villages, during which the Nqabara Development Trust went from village to village, and, at community meetings, presented the vision, planning and potential benefits of the intervention.  This proved to be very useful in terms of securing public support for the enterprises, and especially for the Nqabara Tourism Development Trust.





In the case of the Mkuze River Catchment Project, there was minimal conflict and disputes were handled quickly. Potential causes of conflict were identified early, and a strategy for dealing with conflict was designed that involved the community leadership, who have the authority, and existing systems to settle disputes. Issues were raised at PAC meetings; the community representative would then explain the problem. If the issue could not be resolved here it was taken to the traditional leaders and land owners.  A spin-off benefit of involving community leaders in conflict resolution is the way in which this contributes to both the sense of community ownership of the project, and also the securing of community support. None the less even if clear dispute settlement arrangements were in place, not everything can be controlled. Whilst fencing the area off, a number of territorial disputes emerged as adjacent communities felt they were being pushed off their land.


Crucial to managing conflict is information management. The project management team at Mkuze believe that the low levels of conflict associated with the project can be attributed to the community being well informed about project. “Individual meetings were held in different geographical locations to include all community members (& and no one felt left out). Every part of the community got to feel involved in the project and was constantly updated.” Kathy Drummond, Wildlands Trust.  In addition to this, a good flow of accurate information regarding the project prevents rumours from spreading.  To facilitate this, the project manager had regular and frequent meetings with the local “Inkosi”, who was then in a good position to filter the correct information down to the broader community.








The Nqabara project was a showcase for good communication between the Project Trust, the project liaison officer and residents of the affected 10 villages. The trust comprised an equal number of representatives from each of the 10 villages who were responsible for giving feedback to residents. In addition several road shows took place where the Trustees convened meetings in each village and gave a report back. On other occasions, residents were bussed to a central point for a combined meeting. This minimised the type of conflict that usually emerges from poor communication.





In Nqabara, for example, once the different projects had been established and considerable progress achieved in the implementation, an “investor workshop” was convened with a wide range of potential partners, drawn from local government, as well as relevant provincial and national government departments, financiers and private sector parties.  The workshop was very successful, in part due to the timing.  Potential partners and investors could see the level of commitment within the community demonstrated by how the projects had progressed to that point.  The range of potential partners represented at the workshop provided a degree of credibility and added to the confidence of attendees.








The Machubeni Technical Committee plays the role of relationship facilitator for the Machubeni Catchment Management Project and has representation from the youth, women, men, traditional leaders, and elders.   This group assists greatly in ensuring community support for the project, as well as the support from external agencies.  It is important to acknowledge the contribution of this group as often as possible.





The Nqabara and the Mkuze projects, as well as a number of other TRANSFORM operated projects, have changed the way in which investors, communities, the state and private partners interact and structure their relationships. An overriding lesson that comes through in this regard is the need for professional and legal support for the identification, mobilisation and selection of investors as well as the negotiating of legal agreements.





A number of different models for CPPP’s emerged over the course of the TRANSFORM Programme. At Makuleke a Build Operate and Transfer model was adopted where the investors agreed to build the lodge and operate it for a fixed period of time, before transferring it back to the community. At Nqabara the private investors will lease the site from the community for a fixed period. In Mkuze the KwaZulu-Natal Ingonyama Trust Board leases land to the Mdletshe Mandlakazi Development Trust, which in turn leases out land to Thanda Private Game reserve for photographic tourism purposes





In Platfontein & Schmidsdrift specific training was provided in the following areas: project management, administration & financial management, organisational development, and marketing.  Some members of the project team attended a set of Tourism SETA courses on tourism, guiding, cooking, table attendance, health & safety.  While the latter courses will assist the trainees in general, it is probable that they will not provide sufficiently in-depth information that will enable the members to function independently.








In Mkuze, project liaison officers reported that the monthly PAC meetings played a useful monitoring function.  These meetings helped to keep the community informed and played a conflict management role, and ensured that the project team were held accountable for the progress of their activities.  It also helped the community actualise their progress, which was very encouraging to the community and resulted in the community taking a greater degree of responsibility.








At Nqabara SRP funds were used to build roads, a Craft Centre, and a medicinal plant nursery. TRANSFORM used these short term funds to design project that create sustainable income








� Recommendations and Criteria to be taken into consideration for assessing and implementing CBNRM projects: TRANSFORM 2005


� Wilderness safaris has explicitly adopted this approach, as have other investors in community owned ecotourism ventures


� Project Progress Review Report: Sustainable Management of Natural Resources at Municipal Level: Programme “TRANSFORM” Commissioned by Deutsche Gesellschaft für Technische Zusammenarbeit (GTZ): Eschborn, October, 2007





�A Perspective on Community-based Tourism from South Africa: The TRANSFORM Program 1996-2007: Steve Collins and Herman Snel (in press)


� TRANSFORM: Summary of lessons Learned: Josef Grimm:  January 2008


� DEAT, 2003, Guidelines for the Implementation of Community Based Natural Resource Management (CBNRM) in South Africa.


� The Platfontein  ecotourism site appears to be threatened by diamond mining rights that have become apparent some years after the project was initiated 


� The Nqabara eco tourism lodge will need DWAF to sign a Community Forestry Agreement ensuring long term access to state-owned forest land


� Summary of Lessons learnt: Josef Grimm: January 2008


� Benefit sharing - the Makuleke model for good governance at 


community level: Steve Collins





� Benefit sharing - the Makuleke model for good governance at community level: Steve Collins





� A Perspective on Community-based Tourism from South Africa: The TRANSFORM Program 1996-2007: Steve Collins and Herman Snel





� DEAT National Website: http://www.environment.gov.za/ProjProg/SRPP/index.html


� Lessons learned about CBNRM through monitoring of Social Responsibility Projects: Georgina Cundill and Christo Fabricius: October 2007
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