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1. Background to the Programme

The biodiversity Conservation Programme (BCP) is one of two programmes funded by the European Union in Kenya under the Community Development Trust Fund (CDTF). This is a joint venture between the European Community and the Government of Kenya.

The BCP is supposed to be a flexible, demand-driven funding mechanism that provides both financial and technical assistance to biodiversity conservation within priority conservation areas in the country. The main target institutions involved are expected to be; group ranches, wildlife associations, conservation NGOs, community based organisations (CBOs), government agencies, private entrepreneurs and game ranches, research institutions, community wildlife sanctuaries and the tourism industry.

The programme was designed to enhance conservation efforts by supporting interventions that were envisaged, “would contribute to attaining a minimum viable conservation area as a prerequisite for sustainable biodiversity conservation in Kenya. Unfortunately the idea of “minimum viable conservation areas” has so far proved to be practically beyond the immediate scope of the programme. The programme is structured in a manner that does not support attainment of this objective (i.e. a disaggregation of community needs from biodiversity/natural resources context), and the team is recommending a restructuring of the CDTF in the longer term in order to address this inadequacy
.

At the time of the mid term evaluation, 19 projects (including two linked interventions in Mwea National Reserve) had been funded and were in various stages of implementation. Of these, 12 sites were visited by the mission
. This first phase of the programme is due to run until 2005.

The main goal and objectives of the BCP are indicated below:

Goal

To enhance biodiversity conservation in priority areas through local initiatives in order to conserve the existing resources as fundamental assets of sustainable economic development. Recognising that it is not possible to conserve biodiversity everywhere, BCP will support projects that have high potential for sustainability.

Objectives

There are four primary objectives:

· Promoting activities that create awareness of the need to conserve biodiversity

· Enhancing enterprises that promote sustainable use of biodiversity resources

· Supporting interventions that reduce conflicts between people and biodiversity conservation

· Supporting initiatives that reduce threats to biodiversity.

Expected Outcomes

Four main outputs or outcomes are expected from the programme:

· Increased awareness of the value of biodiversity and the need to engage in sustainable activities that conserve it

· Development of long term strategies to reduce conflicts between people and biodiversity conservation thus ensuring that potential areas of conflict are minimised, and where possible eliminated

· Initiated, developed and strengthened sustainable biodiversity-based revenue generating programmes

· Identify current and potential threats to the conservation of biodiversity resources and develop strategies and innovative approaches for addressing them on a long term basis.

This mid term evaluation will examine the goal and objectives in the light of the last two and a half years experience within the programme. Towards the end of the report, recommendations are put forward for consideration at three levels; projects, the programme and, at the institutional level of the CDTF.

1.2 Biodiversity Context in Kenya

The Biodiversity Conservation Programme has played an important role in sustaining actions towards conservation within project areas around the country over the last two and a half years, despite having to contend with a very hostile national political environment. Now with a new government in place, the BCP needs to begin to re-focus in order to gain maximum leverage from the new and emerging government policies.

Biodiversity in Kenya is closely associated with the major watersheds and natural forest areas in the country. Maps 1 and 2 (Annex L & M) indicate the major watersheds, remaining natural forest areas and wildlife dispersal areas within Kenya. 

It is obvious that some of the main wildlife conservation and dispersal areas are linked to the main river systems in the country. For example in the north west the Turkwell and Kerio rivers arise from the Cherangani hills forest and provide water to the Kapenguria wildlife dispersal area. The northern Ewaso Nyiro with tributaries from the Aberdare and Mt Kenya forests supports wildlife in the Samburu, Isiolo and Laikipia area. To the south west the Mara and southern Ewaso Nyiro which arise in the Mau Forest Complex support the important Masaai Mara, Trans Mara, Loita hills and Magadi/Natron dispersal areas. In the east and south east, both the Athi/Galana and Tana rivers support wildlife dispersal in the Tsavo, Amboseli and Tana delta areas. These rivers arise in the Mt Kenya and Kilimanjaro forests.

To date most BCP projects have focused on very specific problems or issues. While this has perhaps been necessary at the start of the programme, and has led to a rich diversity of interventions with many important lessons already evident, continuing such a strategy through to the second two and a half years of the programme is not likely to provide sustainable solutions to biodiversity conservation in the longer term.

The importance of protecting Kenya’s watersheds and forest habitats must be central to any sustainable biodiversity conservation strategy. A recent World Bank report
 provides some useful background information to support this argument.

For example:

· In Baringo, Laikipia and Nyandarua districts there has been excessive abstraction of water from rivers. Between 1990 and 1993 there was a 300% increase in water use in Laikipia alone mainly due to increased human settlement and irrigated agriculture. 

· The number of boreholes drilled in the Ewaso Nyiro north basin has risen from near zero in 1930 to about 900 in 2002 and has nearly doubled since 1965. A large percentage of abstractions are illegal – a study in 1994/95 showed that only 67 out of 901 water permits were valid.

· The Ewaso Nyiro river in 1900 used to reach Habaswein which is 250 kms from Archer’s Post. By 1990 the same river was frequently drying up at Merti which is only 123 kms from Archer’s Post. The downstream effects of these changes on livestock and wildlife is significant. In 1999/2000 nearly 123,500 livestock died due to lack of access to water in the area.

· In Baringo district, the water level of lake Baringo has been declining dramatically. In 1921 it was recorded to be more than 15 metres deep. By 1996 this had been reduced to 3 metres and by 2001 it was only 1.8 metres deep. The causes are upstream land use degradation and illegal water abstractions. Biodiversity in the lake is becoming highly threatened as a result of these changes.

Likewise Kenya’s remaining natural forest areas are also a critical part of this ‘jigsaw puzzle’. The main indigenous forest blocks (Mt Kenya, Aberdares, Mau Complex, Mt Elgon, Cherangani hills) represent nearly 60% of the country’s forest cover and are also prime habitats for about 40% of the animal species, 30% of bird species and 35% of butterfly and insect species.

Wass (1995) estimated that 530,000 households adjacent to these forests – amounting to nearly 3 million people (or ten percent of the Kenyan population) live within 5 kms of a forest boundary and derive enormous direct benefits from their biodiversity. For example the perceived value of forest products in households surrounding Mt Kenya forest has been estimated by Emerton (1997) in ranked order as: 24% grazing, 19% cooking fuels, 15% construction materials, 13% timber, 12% wild foods, 6% honey, 5% medicine, 5% charcoal, and 1% hunting. The average annual value of forest products to these communities is equivalent to US$200 per household, and non-timber forest products make up 48% of this value.

The BCP is therefore right to focus on wildlife dispersal areas and areas of biodiversity importance, but there now needs to be more emphasis on upstream/downstream ecosystem linkages and animal migration routes rather than attempting to address specific problems out of context.

1.3 Environmental, Poverty and Biodiversity Related Policy Context in Kenya

The Government’s commitment to conservation and sustainable use of resources has been stated in all national development plans since independence. Sessional papers and presidential directives have frequently emphasised proper and sustainable management of the national resource base:

“…the heritage of future generation depends on the adoption and implementation of policies designed to conserve natural resources …The conservation of water supplies and productive land through maintenance of forests and windbreaks …must be  promoted by the government. The importance of wildlife in Kenya’s future prosperity must be appreciated by everyone and national parks and reserves must be protected and preserved.
”

The need for national system of conserving biodiversity started in earnest with acknowledgement in the 1979-1983 Development Plan that Environmental Imapct Assessment (EIA) reports would be introduced in the project planning cycle. The 1988-93 Development Plan added that: 

“The Government is desirous to ensure that development does not take place at the expense of the natural environment. The Government will carry out environmental assessments and resource surveys for all districts and identify both the productive potential and possible negative environmental consequences of economic activities.”

Since the Convention on Biological Diversity came into force in December 1993, the international community has adopted an approach that asserts national sovereignty over genetic resources.  This approach requires the new regime of national sovereignty over genetic resources to establish legislation in each country with all the rubric measures defining the rights and obligations for the implementation of the Biodiversity Convention.  

In 1995, the government of Kenya (GoK) approved the National Policy on Environment and Development. In this regard some of the strategies and mechanisms for sustainable development included the institutionalisation of EIA in project planning cycles and programmes.  EIA guideline was developed but lacked an institutional framework for consistent and systematic implementation, monitoring and enforcement.  The Environmental Conservation and Management Bill 1998 (the current Environmental Management and Co-ordination Act, 1999) was seen as a measure to facilitate the implementation and enforcement of the EIA guidelines after enactment.

The NEAP process utilized broad based consultation and participatory ideals to attain its objectives by involving all interested and affected parties in issues related environmental management. A report was compiled through a process that drew over 80 participants from the government, private sector and general public.  Task force was set to deliberate on various environmental issues such as water resources, biodiversity, public participation and environmental education etc.  The areas of impacts that required attention during the EIA studies and implementation of projects included those to natural and human environments; water resources; wetlands and mountain ecosystems, Kakamega (equatorial tropical) forest, Kaya (coastal) forests; protected areas; wildlife habitats and migratory routes.

The recently enacted Environmental Management and Coordination Act (1999) indicates progress in this direction. In future legislation dealing with environmental conservation will need to be harmonised within the framework provided by this Act.

This Act provides for the establishment of an appropriate legal and institutional framework for the management of the environment and for matters connected with biological diversity.  Sections 50-55 deals with:

· Conservation of biological diversity

· Conservation of biological resources in situ

· Conservation of biological resources ex-situ

· Access to genetic resources

· Protection of environmentally significant areas

· Protection of the coastal zone.

The National Environmental Management Authority (NEMA) is empowered by the Act to prescribe measures, in consultation with relevant lead authorities to ensure the conservation of biological diversity in Kenya. As NEMA becomes more active through improved resourcing under the new government (and international donors), the BCP should pro-actively seek to engage with the Authority at national, district and project levels.

1.4 Poverty Reduction Strategy 

The interaction of the poor and the environment has resulted in undesirable consequences which have contributed to the worsening poverty situation in the country.  The social and economic consequences of environmental degradation are becoming increasingly manifest in Kenya.  

As a result of poverty, the poor engage in activities such as poor farming practices, burning of trees to make charcoal, and poor sewage disposal.  These activities have negatively affected the environment and reduced the land potential especially in the Arid and Semi Arid areas of the country. Over exploitation of land, forest and water resources is resulting – poor people’s immediate survival needs are conflicting with the long-term need for preserving and maintaining a diverse and integrated ecology. Poverty and environmental concerns are intertwined and need to be addressed simultaneously.

In the past the government has tried to address poverty through a district development focus (District Focus for Rural Development strategy, 1983) with the main objective being to ensure a more equitable allocation of resources to address socially and economically needy groups and poverty alleviation. However, the results of this strategy were poor with the most vulnerable populations excluded from direct involvement in the process of project design and implementation. Very limited efforts were made to strengthened social and administrative structures below the district level, even though these structures were much closer to the people than those at the district level.  In a significant number of cases, the priorities for district projects were explicitly set by politicians and district level staff independently.  Consequently, there has been weak local support, ownership or commitment to these projects.

The National Poverty Eradication Plan (NPEP) provides a national policy and institutional framework for urgent action against poverty in Kenya.  The plan presents a vision for the early 21st century, during which time Kenya hopes to halt the current increase in the incidence of poverty.

Preparation of the NPEP involved extensive consultations with key stakeholders.  It has been refined at a number of technical discussions and workshops involving Government, the private sector, NGOs and the donor community.  Particular use has been made of the findings of two Participatory Poverty Assessments and the 1994 Welfare Monitoring Survey.  The information in these reports has been useful in understanding the common needs and hopes of low-income groups.  These sources indicate that the incidence of poverty in Kenya has deepened in recent years.  In 1994, 47% of the rural population and 29% of the urban population lived below the poverty line.  It is estimated that 12.6 million Kenyans currently live in absolute poverty.

The highest incidence of poverty was recorded in the ASAL districts of Northern Kenya, where the poor account for nearly 80% of the district populations.  However, a large number of Kenya’s poor are concentrated in a belt running in a south-easterly direction from the most densely populated districts in Nyanza and Western Provinces through parts of the Rift Valley and Central provinces, continuing to the adjacent districts of Eastern Province and finally the Coast at Kilifi.  Seventeen rural districts and the urban areas in this belt alone contain over two- thirds of the nation’s poor households. As already mentioned above a significant number of these live within a 5 km radius of the major forested watersheds in the country.

There are various goals that have been set by the NPEP and four of these (most relevant in the context of the BCP) are indicated below:

· Reduction of the poor in the total population by 20% by 2004; and by a further 30% by 2010

· Increase by 8% each year until 2004, access to safe drinking water by poor households

· Reduce time spent by women on fuel wood and water collection

· 20% of communities to draw up action plans by 2004.

A further important aim in the early stages of plan implementation will be the enhancement of Government’s capacity in participatory planning.  The government will collaborate with civil society organizations, including NGOs, to develop skills in participatory poverty appraisal and to publish a set of national guidelines on best practice in working with the most disadvantaged and vulnerable groups. The BCP is well placed to link into these goals and objectives as it is already operational on the ground and attempting to develop the capacity of local community-based organisations to design interventions for biodiversity conservation and natural resource management.

1.5 Forestry (CAP 256)

The Forest Policy is contained in Sessional Paper No. 1 of 1968 and the Forest Act Cap 385 of the Laws of Kenya. These legislations give guidelines on the management and conservation of forests in Kenya. The Forests Act, Cap 385 provides for the establishment, control and regulation of central forests, trust forests and forest areas on alienated government land.

However, due to the challenges that face managers in the conservation and management of forest resources in the country, the Kenya Forest Policy has undergone considerable review in the 1990's. This has culminated in the Kenya Forest Bill (2000), which is now awaiting enactment in the current parliament .The new policy dwells extensively on the conservation and management of forest resources in private forests, county council forests, state forests and forests on un-alienated government land. The Forest Bill makes up for the deficiencies in the former Act. It provides for the establishment of the Kenya Forest Service (KFS) to conserve and manage forest resources, and offers mechanisms for community participation in natural resource management.

The salient features addressed by the New Policy are:

· improving the efficiency of forest management through policy matters, forest regulation, and monitoring of the performance of the various executing bodies in the forest sector. Entrusting management of the forest estate to private or public enterprises, tree farmers and communities

· the conservation of all gazetted indigenous forests, woodlands, bush lands and mangroves for regulated multipurpose uses, preservation of biodiversity and provision of products and services at subsistence level

· the enhancement of social forestry and farm forestry, including diversification of farming systems by tree planting to ensure improved water catchment management, higher land productivity and increased rural incomes to reduce the pressure and dependency on plantation and indigenous forest areas

· broadening of the institutional framework for forest management, with  explicit definition of the responsibilities of the various partners in the conservation and management of forests

· sustainable production and supply of forest products, and competitive marketing in most wood-based forest products

· recognition of the traditional ways of life of people living within and adjacent to designated forest areas, and the forest related cultural values and religious practices of these people

· promotion of scientific research as the basis for sustainable development and management of forest resources, support for gender participation, building-up awareness of forest conservation, management and utilisation issues

· coordination with related policies to ensure quality management through interdisciplinary and local consultations with establishment of appropriate procedures and mechanisms.

The BCP fits well with the revised Forest Bill and policy and early BCP project learning for example from Arabuko Sokoke, Ngong forest and Kakamega should be used to feed-up into policy level discussions within the government Forest Department and Ministry of Natural Resources and Environment.

1.6 Wildlife and Fisheries (CAP 376)

The wildlife (conservation and management) Act Cap 376 of the Laws of Kenya and 1989 amendment is the principal Act regulating wildlife conservation and management in Kenya. The Act establishes Kenya Wildlife Service (KWS) as the implementing agency. Section 3A of this Act mandates KWS to do the following:

· Prepare and implement management plans for National Parks and Reserves and the display of fauna and flora in their natural state for the promotion of tourism and for the benefit of education for the citizens of Kenya

· Provide advice to the government and local authorities and landowners on the best methods of wildlife conservation and management

· Authorizes the Director to enter into agreements with other competent authorities for the purpose of ensuring that animal migration routes are maintained for continued viability of the national parks

· The Act also stipulates that the Director may delegate or assign any of his functions under the Act to any officer in the service of the Forestry or Fisheries Departments or to any public officer approved by the Minister (Honorary Warden). That the Minister may also declare and gazette an area not exceeding 2600 acres as a sanctuary to protect threatened wildlife species. The Minister may also prescribe fees chargeable to those entering the parks and set regulations for efficient supervision and surveillance over the parks to protect wildlife. Violation of such regulations where specified may carry a fine not exceeding Ksh 6000 or imprisonment for a term not exceeding 6 months or both. 

While KWS has been the most important strategic partner within the BCP to date, there is clearly a need to focus on capacity building within some of the other government and non government organisations during the second part of this first phase of the programme. In particular a greater level of support for the Forest Department, NEMA as well as community-based organisations should be considered.

1.7 Water Act (Cap 372)

This an Act of Parliament to provide for the management, conservation, use and control of water resources and for the acquisition and regulation of rights to use water; to provide for regulation and management of water services; to repeal the Water Act (Cap. 372) and certain provisions of Local Government Act; and for related purposes.  The Water Act was established in 1951 and revised in 1972 and repealed in the year 2002.  The Act empowers the Minister of Water Resources to exercise control over every body of water in the country.  

One of the important land uses in Kenya are the wildlife conservation and tourism industries. This is particularly true in the ASAL areas where wildlife in the protected and dispersal areas exert a considerable demand on water resources. During drought periods, there tends to be a high loss of life among wildlife and livestock and in order to reduce this loss, large sums of money are spent in the provision of boreholes, shallow wells and water pans.  The provision of water to wildlife has attracted a lot of debate as problems such a de-vegetation around water points, overproduction of animals and alteration of migration and herding routes has occurred.

Water is a major determinant influencing biodiversity and ecosystems sustainability.  The BCP needs to maintain a sharp focus on water use, access and conservation as part of its intervention framework.

1.8  The Agriculture Act (Cap 318)

The Agriculture Act, Cap 318 of the laws of Kenya seeks to promote and maintain stable agriculture, to provide for conservation of the soil and its fertility. The Act guides and regulates farming practices and it is the principle land use statute covering soil conservation and agriculture land use in general. 

By the authority of the Minister of Agriculture he may make rules to regulate or control: the aforestation or re-aforestation of land, protection of slopes, catchment areas, the drainage of land including the repair of natural or artificial infrastructure, removal of any vegetation and, grazing of livestock activities detrimental to the environment. The basic agriculture land use rules issued in 1965 prohibit certain land use practices that may cause soil erosion.  For example, it prohibits cutting down or destroying vegetation or grazing livestock on any land whose slope is 30%. Also an authorized agricultural officer may in writing prohibit the cultivation, cutting down or destruction of vegetation on any land whose slope exceeds 20%.  Cultivation, destruction of soil, cutting down of vegetation or grazing of livestock on land within 2 metres of a water course can only be done with written permission from an authorized officer.

As elsewhere within Kenya, rules and laws exist to protect and conserve the natural environment and biodiversity, yet in practice these are not being followed. The BCP should ensure that projects and project implementation committees are aware of the existing legislation and rules governing agricultural land use, and monitor that their interventions fall well within the boundaries set by these statutes.

1.9  The Tourism Licensing Act (Cap 381)

This Act deals with the licensing of tourism activities in the National Parks and Reserves that are regulated by the Director of the Kenya Wildlife Service. This is a sister statute to the Kenya Tourist Development Corporation (KTDC) Act Cap 382 of the Laws of Kenya.

The recently initiated agreement between the European Community and the Government of Kenya to form a Tourism Diversification and Sustainable Development Programme under the 8th EDF has the specified purpose to:

· Establish a diversified, equitable and environmentally sustainable tourism product base, in order to foster local economic development, provide incentives for continued environmental conservation and maximise opportunities provided by the development of new marketable assets.

The main results expected from this initiative (which is to be managed through a Tourism Trust Fund management unit with a Board of Trustees on a similar basis to CDTF) are sixfold:

· A more cohesive, functional and supportive sectoral environment is established in the medium term, in line with public sector reform principles as well as established best practices worldwide

· An updated, user-friendly, efficient and sustainable tourism information database which will be available to public and private stakeholders

· The country’s physical assets and natural capital base are preserved and enhanced through maintaining the integrity and viability of the conservation areas

· Innovative and sustainable small scale tourism products and businesses developed along with ecologically and socially sustainable technologies and practices

· The capacity of local operators is increased and the viability of small and medium sized community-based businesses is improved, contributing to poverty reduction and employment generation

· Kenya as a tourist destination is successfully re-positioned and a series of new products receive long term market validation.

This programme must clearly work closely with the BCP and early efforts should be made to ensure that mechanisms for regular sharing and exchange are built into the work programmes of both organisations.

1.10  The Local Government Act, Cap 265

The Local Government Act, Cap 265 of the Laws of Kenya, empower the Local Authority to apply through the Minister for land to meet its different purposes and this should be in line with the Land Acquisition Act (Cap 295). Such local authorities may, within such land, establish and maintain a conservation area. The Authority may also take measures necessary for the prevention or control of bush fires, or quarrying for minerals, sand, clay or stones.

Several examples of BCP current projects exist where one of the key local stakeholders is the local authority, or links with the local authority are important (e.g. Mwea National Reserve, Ol Donyo Sabuk, Lumo, Koiyaki Lemek). 

The Local Authority Transfer Fund (LATF) Act of January 1998 approved within the framework of the Kenya government’s reform programme allocated 5% of Income Tax to local government authorities (Municipal and County Councils) to spend on the development of basic services and economic and social infrastructure. Local Authorities are now prioritising these through the Local Authority Service Delivery Action Plan (LASDAP), which will involve a participatory process with representation from local communities in a three year rolling local development plan. 

The BCP initiative, together with its sister programme the Community Development Programme, are both extremely well placed to build strategic and practicable links with local authorities to ensure that biodiversity conservation is linked directly with community development initiatives at the local level as this new government development approach gets underway.

2 Methodology

The mid term evaluation team comprised six individuals; a team leader (rural development specialist), a wildlife ecologist, an environmental economist, a participatory rural development facilitator and two community development/gender specialists
.  The team had wide international as well as national experience and was thus able to make rapid progress to establish a framework for evaluating the projects and programme within a very short period of time. The team was in Kenya for a total of 27 days (February 13th – March 11th 2003) and was supported during the project site visits by Messrs Mogaka, Ruhiu and Mwaniki from the Biodiversity Conservation Programme PMU. Mrs Heather Elkins (EU Delegation) and Mr Luigi Luminari (CDTF Adviser) also accompanied the team on some site visits.

The basic methodology adopted by the team is illustrated in Figure 1 below and comprised of the following steps:

· Development of a project and programme level analysis matrix and narrative reporting formats (Annexes A and B)

· Review of secondary data and reports in the BCP PMU office (these are detailed in each of the project narrative reports – Annex A, as well Annex I)

· Presentation of an inception report to TAC, BCP/CDTF (PMU) and EU staff

· Development of checklists for key informant and focus group discussions at project sites, with strategic partners and PMU staff (Annex E)

· Selection of projects to visit and planning for site visits

· Interviews and discussions with EU, TAC, CDTF, PMU, staff in Nairobi

· Site visits to projects and analysis of strengths, emerging lessons, limitations, opportunities and identification of recommendations
· Presentation of an aide memoire to an invited audience comprising; project PIC representatives, EU delegation, CDTF/BCP staff, TAC members, BoT members. Outline of key findings and recommendations.

· Draft report preparation and dis-aggregation of recommendations for action at project, programme and CDTF levels

· Adjustments to report and the production of a final report based on comments received back from EU/CDTF/BCP.
Figure 1. Outline of the Evaluation Process

In order to achieve the above outputs the following evaluation process has been adopted:


Given the four main objectives of the programme, the 12 project sites visited were assessed using the following criteria and grading system
:

Score


Comment

2-3 Less than satisfactory

4-5 On track, satisfactory 

6-7 Good 

8


Excellent 

Matrix Criteria:

Vertical Axis





Horizontal Axis
Relevance

Low/High biodiversity value

Low/High importance to meeting local needs

Efficiency

Low/High integration of biodiversity    Low/high M & E of outcomes

& community activities

Effectiveness
Low/high delivery of results

 Low/high ownership and planning

Impact

Low/high potential


 Low/high uptake of new behaviour & attitudes

Sustainability

Low/high participation


 Low/high project revenue generation & 

                                                            management

Risk Context

Low/high risk



Low/high management capacity

3. pROJECT SELECTION

Owing to the very limited time to undertake the mid term evaluation, all 19 projects were listed and then categorised according to the following six main criteria (Table 1).

Table 1: Project Selection Criteria
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The mission team then sub-divided into two groups with each group responsible for visiting and assessing half of the selected projects. Annex H provides details of the groups and site visits undertaken by the mission.

Owing to the time constraints on the team, at each site approximately only one to one and a half days were available for the assessment exercise. Pre-preparation for each site visit was undertaken and the main field methods used included; introductory meetings with PIC members, focus group discussions with selected local stakeholders, physical viewing of developments and project activities, key informant interviews, reviews of locally available literature and plans, evaluation feedback meetings wherever possible. 

4. Terms of Reference

The terms of reference indicate there are eight key objectives for the mission to consider:

1 Evaluate the performance of the Programme as one of the avenues of enhancing biodiversity conservation in Kenya,

2 Evaluate the performance of the supported projects in respect to enhancing biodiversity conservation and expanding the communities’ capacity and willingness to engage in sustainable biodiversity conservation activities,

3 Evaluate the efficiency of the supported projects with particular reference to the ratio of the inputs and outputs and outcomes,
4 Evaluate the effectiveness of the supported projects by assessing inputs and outcomes against the project targets,
5 Assess the effectiveness of the current Programme structure as a vehicle for delivering financial and technical support for community biodiversity conservation,

6 Assess the level of the management skills of shareholders/potential beneficiaries in engaging effectively in the project management/development cycle and indicate the stakeholders’ strengths, weaknesses and areas that require capacity development,

7 Assess existing opportunities of effective stakeholder involvement in sustainable biodiversity conservation, and

8 Formulate recommendations on how to improve the focus and implementation of the Programme during its second half and other subsequent phases so as to enhance biodiversity conservation.

A number of comments are presented in relation to the TOR and the expected outputs from the mission. These are outlined below:

1. Lack of time to focus on the institutional relationships between CDP, BPC and the recently formed Tourism Trust Fund (also funded through the EU Delegation) has meant that the team has raised what it considers to be several fundamental issues, but these will require further investigation following this report.

Although the Programme Coordinator and Programme adviser within CDTF are responsible for both the CDP and BCP, in practice most of their time is allocated to CDP work (this programme has a much larger budget than the BCP). As a result of heavy workloads within both these programmes there appears to be very limited sharing of experience and almost no joint working at field level. The mission considers this to be a major lost opportunity.

2. Much of the project experience is still too early to be able to make definitive comments on progress.

Similar to the CDP
, the BCP projects often have quite a long start up phase and this has meant that very few were completed at the time of the mid term evaluation.

3. Expected methodology (use of participatory evaluation techniques) was not possible to apply owing to the time constraints under which the mission was operating.

The TORs state that;

 “ it is important that there is a sense of ownership of the process by all the parties to be involved. Therefore all these actors should be in agreement on the parameters to be measured, methodology of measurement and presentation….it should be clear that part of this exercise is also aimed at building local capacity in project monitoring and evaluation.”

The purpose of participatory monitoring and evaluation is fourfold: building local capacity, making multiple stakeholders accountable, learning, adjusting and taking remedial action and, celebrating and building on what is working. The relationship between these is shown in the figure below:


The mission wish to re-iterate the importance of using PM & E in the programme and more will be said on this issue under section 10 (capacity and management) of the report.

4. Implications vis-à-vis the composition of the team in the light of the above point.

The composition of the evaluation team was designed to support capacity building and learning through a participatory evaluation process during the mission.  Despite the team developing the schedule with various project ‘feedback’ sessions and several de-briefing discussions in Nairobi, together with an interim presentation of findings on the second last day of the mission, it was not possible to incorporate PM&E tools at project and partner level within the scope of the mission. As a result some of the skills and experience present in the team were under-utilised.

5. The timeframe for documenting the team’s findings has been inadequate and may have led to important data and findings being left undocumented.

After the end of the project site visits the team was expected to make a presentation to BCP stakeholders and participating organisations on the interim findings and recommendations. This was considered to be a very important and necessary step in the evaluation process. Following this presentation, 18 person days of write up time were allocated for report production and final editing. While overall the amount of time allowed for this purpose is short, the commitment to produce a full draft within two weeks of the end of the mission – given the size of the team and complexity of the task  - is unreasonable.

4.1. Report Structure

The report is structured as explained below using normal EU guidelines for reporting purposes:

· Relevance (project and programme levels)

· Efficiency (project and programme levels)

· Effectiveness (project and programme levels)

· Impact (project and programme levels)

· Sustainability (livelihoods and ecosystems – project and programme levels)

· Capacity and Management Issues (project and programme levels)

· Recommendations (project, programme and CDTF levels)

· Lessons and practical next steps. 

5. Relevance of the projects and programme

Relevance is defined as the appropriateness of project and programme objectives to addressing the problems they are supposed to given the physical and policy environment within which they operate.

Section 1 has already outlined the context within which the BCP operates in relation to the Government of Kenya policy and legislative environment. The programme has been highly relevant to biodiversity conservation over the last two and a half years, and it is especially well placed to continue to contribute to conservation efforts during the remaining period of the programme. Experiences at the community level now need to be feed-up to district (local authority) and national level with the programme seeking a proactive engagement with government as well as other donors in the coming two and a half years.

This section of is divided into two parts. The first considers relevance at the project level, while the second examines programme relevance.

5.1 Projects’ relevance

The scores from the 12 project sites visited by the mission are indicated in the table below. These scores were derived from a matrix consisting of two main criteria; biodiversity value and importance of the project in meeting local community needs.

	Project
	Relevance Score
	Assessment Category

	Shompole
	8
	Excellent

	Koiyaki-Lemek
	8
	

	Arabuko Sokoke
	8
	

	Mt Kenya
	7
	Good

	Mt Elgon
	7
	

	Ol Donyo Sabuk
	7
	

	Imenti
	7
	

	Lumo
	6
	

	Kalama
	6
	

	Saiwa
	6
	

	Ngong
	5
	On-track

	Mwea
	2
	Less than satisfactory


It is clear from the table that almost all the projects visited by the mission meet with the BCP criteria for biodiversity conservation (the four objectives of the programme are mentioned in section 1). Most are considered as highly relevant for biodiversity conservation and have obtained a score of 6 and above. Only Mwea (which ironically is the only project where a ‘second phase’ is being considered for funding), according to the mission, fails to meet these criteria. Most are also meeting local community needs.

5.1.1 Funding Levels

BCP has set various limits in terms of project funding. There are three categories of funds:

· Those for project proposal development (including project identification). The maximum amount allowable is Euro 5,000 or Kshs 375,000.
 The maximum support period for this category is 12 months.

· Those for research projects. The maximum funding ceiling is Euro 25,000 or Kshs 1,875,000. The maximum support period for this category is 12 months.

· Those for biodiversity conservation initiatives. Depending on the cost of the intervention and the extent and level of stakeholder involvement the funding range for these projects is between Euro 50,000 and 200,000 or Kshs 3,750,000 – 15,000,000. The maximum support period for this category is 36 months.

Evidence from the project sites indicate that all the current portfolio of projects fall into the third of these funding categories. It is the understanding of the mission that the main reason for establishing these three categories was to encourage communities without the necessary project proposal and development skills to be supported to develop these through a ‘real life’ project proposal development process. 

Furthermore where a project idea was put forward that required further research to establish its importance/relevance in terms of biodiversity conservation, that communities would be encouraged to partner with the appropriate local research organisations in order to validate or disqualify the proposed intervention.

Both these options of funding for communities are considered innovative and important aspects of the BCP and the PMU should be practically supporting such initiatives during the second half of this phase of the programme.

Evidence from the current project portfolio shows that community biodiversity conservation initiatives can have a long gestation/formulation period (e.g. both Shompole  and Kalama have taken nearly 10 years to get to the stage where they are now). By providing funds for sound proposal development and/or research early in the process, the programme would identify critical (or killer) assumptions and therefore be able to take remedial action to address these early during the pre-implementation phase.

5.1.2 Contribution Levels

Beneficiaries are expected to contribute between 10 to 25% of the total project costs depending on the nature of the project and the “robustness” of the initiating organisation. These are outlined in the table below:

In general these funding conditions are relevant and important to have as guidelines for practical management of the programme, but they should not be considered as stringent rules. If interpreted too rigidly these “conditionalities” may lead to costly delays and loss of community ownership at the project level.

	Project Type
	CBOs and group ranches
	Private ranches & other companies
	NGOs and INGOs
	Research institutions and GoK bodies

	Education and awareness
	10
	20
	20 
	25

	Conflict management
	10
	15
	15
	25

	Threat alleviation
	10
	15
	15
	15

	Revenue generation
	25
	25
	25
	25


PMU staff need to have the authority to decide (based on budgetary percentages as well as evidence from community and partner discussions) how to practically interpret these guidelines so as to; maximise community/stakeholder ownership levels while at the same time, cost-efficiently and effectively managing the project activities and developments (e.g. evidence from projects such as Shompole and Lumo demonstrate the practical challenges of expecting cash-poor societies to contribute money towards a development and the delays and “negative community ownership impact” this can cause when compared with private investor investment plans and schedules).

5.2 Projects, the Programme and the Wider Ecosystem Context

While almost all the BCP projects are considered highly relevant to meeting the primary objectives of the programme, the mission feels that more attention needs to be paid to the “ecosystem principle” outlined in the programme operational manual
.

Principle five reads:

“Biodiversity conservation must be understood in terms of the whole system. Even small decisions should be made with regard to the broader ecosystem perspectives. Wherever possible, emphasis should be placed on conserving entire ecological systems (ecosystem approach).”

Examples of project’s whose design and likely impact could be markedly improved through adopting this principle include; Saiwa swamps, the Imenti fencing and forest rehabilitation initiative, Shompole and Lumo.

Saiwa – consider swamp areas outside the current national reserve area as important habitats for the Sitatunga. Develop a conservation plan which considers horticulture, biodiversity conservation as well as domestic water use for the whole area.

Imenti – consider elephant movements between Imenti forest and the Northern Grazing Areas/Meru park and undertake research to explore the options for ensuring these historical migration routes are maintained while providing compensation as well as a long term land use plan for the farm households affected.

Shompole – consider the watershed of the southern Ewaso Nyiro and in particular the Loita/Nguruman watershed areas. Develop a conservation and land use plan which takes into account upstream/downstream changes which may impact on livestock pastoralist livelihoods and wildlife habitats.

Lumo – consider water access as a fundamental constraint to improved livelihoods and improved wildlife dispersal within the Lumo sanctuary as well as neighbouring group ranches. Develop an integrated plan of land use/wildlife zoning/agriculture taking into account water availability and accessibility. Ensure that infrastructure developments are closely monitored to prevent negative impacts on other conservation areas (e.g. the use of hardwoods for lodge construction which originate from endangered forests in the Chuyulu hills).

5.2.1 Demand driven or Design driven?

One of the current strengths of the BCP is that it has created a strong demand from the general public in the area of biodiversity conservation as evidenced from more than 250 project proposals that have been received since the launch of the programme.
  This is now a good point at which to re-assess the programme in terms of overall demand and future strategic direction. A major lesson from the CDP phase 1 is that over-emphasis on being demand driven can have major implications in terms of workloads as well as a tendency to reinforce bureaucratic procedures as programme officers become more concerned to get through the paperwork, than to spend time on considering programme principles and important design issues as already mentioned above.
 BCP must avoid falling into the same situation. One way to do so would be to advise the general public that future proposals must be submitted within a revised set of strategic guidelines that focus on a more limited number of geographical areas (e.g. the major watersheds, natural forest areas, wildlife dispersal areas). 

In future the BCP must consider the design of projects within a wider ecosystems approach. This should lead to, a more balanced strategy which still upholds the primacy of community ideas and initiatives, but which provides a professional understanding of the ecosystem framework for evaluating where to provide external resources.

6. efficiency of the projects and programme

Efficiency is defined as the extent to which project and programme inputs are supplied and managed, and activities organised, in a manner that incurs least cost to produce the specified outputs.

This section is divided into two. The first deals with project level efficiency and the second examines the programme level.

6.1 Project Level Efficiency

The table below gives the scores for each of the project sites visited by the evaluation team. These scores are derived from a matrix using two main criteria; the degree to which biodiversity and community activities are integrated and the level of monitoring of outputs and outcomes as a proxy indicator for management quality.

	Project
	Efficiency Score
	Assessment Category

	Shompole
	7
	Good

	Saiwa
	7
	

	Koiyaki-Lemek
	6
	

	Mt Elgon
	6
	

	Arabuko Sokoke
	5
	On track

	Kalama
	5
	

	Lumo
	5
	

	Ngong
	5
	

	Imenti
	4
	

	Mt Kenya
	4
	

	Ol Donyo
	3
	Less than satisfactory

	Mwea
	3
	


Most of the projects score as being “on track” or representing “good value for money”. Two projects – Ol Donyo Sabuk and Mwea (Zebra) are exceptions:

Ol Donyo Sabuk – this BCP project is part of a much larger initiative which is being undertaken by a number of stakeholders from; Thika County Council, Kangundo County Council, Del Monte Civio Ltd, as well as local business people – this is the Fourteen Falls Integrated Management Programme. As a result BCP funds are only a small part of a large whole and there appears to be little leverage that the programme can have over the direction and management approach of the larger development. There needs to be a much greater degree of linkage between the biodiversity values and business/community needs in this project. If it remains in its present form, it is unlikely that the BCP funds will produce the expected outputs in an efficient manner as the activities are poorly integrated.

Mwea (Zebra) – it is not clear to the evaluation team how this project was accepted through the appraisal process within BCP as it does not directly address any of the four primary BCP objectives. However, the project was funded, and since the relocation of the zebra was seen as a “one-off” activity there was no attempt to integrate the project with community activities. The project was also weak on monitoring the expected outcomes. As a result, a problem from one area (Naivasha) has been shifted to another new area (the community around Mwea) and in the process this has caused a very large opportunity cost to the running of Mwea National Reserve over the last 15 months. (Annex A6)
6.1.1 Project Cycle Management (PCM)

The mission found that projects were closely monitored in terms of financial expenditures, bills of quantities, quality of workmanship and infrastructure design. The cost of inputs are considered competitive and projects have in general been able to obtain ‘value for money’.

However, the mission found very little evidence or understanding of the importance of project cycle management tools at Project Implementation Committee (PIC) level and sees this as a major weakness in the current project implementation process. Very few projects are consistently using work plans and none were found to be linking their logical framework outputs to activities, tasks and staff/stakeholder responsibilities. All projects were also very weak on monitoring and where objectively verifiable indicators had been identified in the project proposal for measuring changes as a result of project activity, no projects were able to demonstrate on-going practical assessment of these.

PIC representatives need to be trained in the use of PCM tools including; stakeholder analysis, setting up of objectively verifiable indicators, activity, task and responsibility planning linked to budgets and timescales (4R framework – roles, responsibilities, relationships, results), negotiation and conflict management, project exit strategy formulation.

6.2 Programme Level Efficiency

The BCP and its sister programme the Community Development Programme operate using similar procedures and appraisal processes. In general these have proved adequate for the task of shifting through the large number of projects applications being received within each programme. Some comments on the appraisal process are made below. 

Both CDP and BCP are provided strategic direction and policy linkage with the government through a Board of Trustees (BoT)
. In practice, in the past, the BoT has been somewhat too involved in the project appraisal process, and the mission is recommending that project appraisal final decisions should end at the level of the Technical Advisory Committee (TAC) in future. The BoT role in terms of influencing and linking with government policy decision makers has been disappointing and should be addressed through the proposed regional and national level annual workshop review events (Section 11 Recommendations).

6.2.1 Programme Management 

There are four key levels within the BCP in relation to project and programme management these are: 

· Project implementation committees, at project sites

· Project strategic partners, Nairobi and elsewhere

· Programme Technical Advisory Committee, Nairobi.

· Programme Management Unit, Nairobi

The first of these has already been discussed above.

Strategic Partners
 – there are currently eleven partners in this category identified by the BCP. There are no terms of reference for these organisations and relationships with the PMU and PICs are made on the basis of specific project requirements (e.g. ACC support to Shompole and PACT support to Lumo). Many of these are informal and remain as uncosted support to BCP projects. 

The mission recommends that where strategic partners are providing on-going support to one or more BCP projects that a formal agreement be drawn up around a terms of reference with a timescale, budget, and specified outputs.

Where projects do not currently have a strategic partner, it is recommended that a partner be found, or where this is not possible, that a member of the TAC be co-opted on a formal basis to advise and guide the PIC during project implementation (see below).

Technical Advisory Committee (TAC)
 – there are currently seventeen members of the TAC. They have a series of guidelines for their operations and meetings. Currently they provide their services free of cost and are only reimbursed their travel costs.

The main function of the TAC “is to provide technical input that will assist BCP identify suitable projects for funding (Guidelines)”. 

At the time of the evaluation mission there had been seven TAC meetings held within a two and a half year period. This translates to a TAC meeting every five months to screen and select projects. While this is a little short of the stated target in the guidelines for the TAC to meet every quarter, it demonstrates that the mechanism is working and that the TAC has proved to be a useful body for professional advice and project selection purposes.

It is the opinion of the mission that the TAC now needs to be strengthened in two areas:

That the BCP Strategic partners be merged with the TAC (most organisations are already represented in both groups) members to form a revised body. The role of this revised TAC body would be threefold:

· To continue to screen projects for BCP funding

· To provide technical advice and trouble shooting for specific projects through a short and simple formal agreement with the PMU (Annex D)

· To make final decisions with regard to project funding without further reference to the BoT.

· The TAC be given the mandate to prepare (through the use of PMU as its secretariat) documentation on key strategic lessons arising from the BCP projects in order to present these to the BoT, as well as through other appropriate forums, for sharing and exchange with GoK policy makers and GoK technocrats.

It is recommended that each TAC member who is willing and able, to commit to a minimum number of days (say 5) each quarter to support the BCP in project screening, on-going technical advice during project implementation, trouble shooting at project level, and monitoring both during and post project completion. Technical checklists will need to be developed and prepared to assist TAC members in carrying out these new tasks in order to facilitate comparisons between projects as well as to ensure quality control.

Those TAC members who are willing, but unable to commit to such arrangements will be asked to remain as honorary TAC members, and will still be required to attend project selection meetings every four-five months on the basis of the existing TAC guidelines and meeting arrangements.

On the side of the BCP, a suitable renumeration package will need to be worked out and agreed with those TAC members who are able to make a definitive time commitment to the programme.

Programme Management Unit (PMU) – the BCP management unit has been understaffed for the last year and a half since the first programme manager resigned and was replaced by Dr Mogaka in September 2002. By the end of the mid term evaluation mission a new natural resources management officer was in post, yet there was still an accounts assistant post vacant in the unit.

That the existing staff team in the PMU have managed to keep the programme “on track” with so few fulltime staff is a major credit to them all (to a lesser extent credit is also due to the TAC). However, it is clear that the present situation cannot be allowed to continue, - and if left un-addressed during the next two and a half year phase - is likely to cause major problems for the sustainability at both the programme and project level.

Although the mission was unable to carry out a full appraisal of the institutional structure and organisation of the BCP and its relationships with CDP as part of the CDTF it became clear to the evaluation team that the PMU lacks capacity in three major areas which are critical to the long term success of the programme. These are:

· Strategic vision and leadership linked to GoK and donor policy influence

While the CDTF organogram clearly shows the CDTF technical adviser and Programme Coordinator are responsible for strategic direction and leadership within the organisation, in practice they are only able to provide this function for the CDP (which is after all the larger of the two programmes, with a budget over 2 times that of the BCP). This means there is a tendency for the BCP PMU to look to the TAC for strategic leadership, but this is inappropriate since currently this is an honorary body and cannot be expected to play such a role.  The mission recommends for the remainder of this phase of the programme that the BCP hires in a senior technical adviser on a consultancy retainer basis to provide these inputs.

· Project and programme monitoring and evaluation

Financial monitoring in the programme is robust and of a high quality. The procedures were well tested during phase I of CDP and have been applied with little change to meet the requirements of the BCP. The Finance and Administration Manager in CDTF is responsible for overall monitoring and currently uses the same financial rules for both programmes to guide expenditure and authorisation by the PICs.

In view of the fact that the BCP projects are generally more complex than the service provision/infrastructure projects under the CDP, and in view of the recently concluded CDP Impact study findings
, the mission recommends that a number of alterations be made in relation to the financing rules for PICs. The changes will support a greater degree of decision making flexibility as well as authority at the project level and are in line with the principles of the programme which aim fundamentally to enhance the capacity of local communities to manage and conserve biodiversity in their local areas.

These should mirror those set out in the BCP Memorandum of Understanding between the EU and GoK. It is recommended that PICs be given authority within the following procurement guidelines:

Supplies and services up to and including a value of Kshs 20,000 by direct purchase

Supplies and services from a value of Kshs 20,001 up to and including Kshs 80,000 be agreed with the BCP PMU by fax/email/letter to be agreed with the BCP Programme Manager

Supplies and services with a value of Kshs 80,001 and above to be sourced through three quotations using the existing procedures.

Where due to the location of a project, three quotations are not possible to obtain (i.e. there is only one recognised supplier), the BCP programme manager in consultation with the hired-in Senior technical adviser and finance manager should be mandated to provide an exception to these rules, so long as the said supplier’s quotes are within the recognised market rates for such supplies. 

Monitoring of project activities and the impact of these on local livelihoods and biodiversity is currently a weakness in the BCP.

Evidence from the BCP Progress report of July – September 2001, appendix 3, shows that some thought and planning had gone into developing monitoring and evaluation strategies for socio-economic and ecological components in projects. However, there is no evidence to suggest that this work has been followed up in practice, and this remains an urgent requirement.

Where project baseline information has been collected this needs to be made accessible to all the concerned stakeholders (e.g. in the case of Shompole, ACC have undertaken various surveys, but the data from these was not made available to the mission). Most projects lack such information, and unless the BCP initiates these surveys soon, it will be almost impossible for the programme to be evaluated at the end of the five year period since the criteria and indicators for making such an assessment will be lacking. Such an oversight would be a major disappointment to many stakeholders who see the BCP as one of the most an innovative and forward placed interventions for biodiversity conservation in the country.

The mission recommends that the BCP PMU contracts-in a monitoring and evaluation specialist with experience in participatory M and E methods and logical framework tool analysis so as to develop a series of ecological, biodiversity and livelihood data for monitoring purposes within the programme. 

· Community capacity building and organisational development with a focus on training needs.

Principle four in the programmes states:

“ Broadly based participation is essential. Local people must be actively involved at every step from planning to implementation to evaluation and redesign. In circumstances where local people lack the capacity to carry out the desired tasks, those assisting them should do it with them, not for them. Any assistance in this respect should be aimed at building or enhancing relevant capacity among the primary project beneficiaries.”

Given the above emphasis, it is surprising that the BCP does not have an organisational development and community capacity building expert on the staff. This is another weakness in the programme that requires attention.

Particular training needs for PICs which were identified by the mission include; stakeholder /partnership negotiation skills, baseline surveys focusing on human influences, biodiversity, socio-economics focusing on special need or user groups, understanding criteria and indicators for measuring change, local ecosystem analysis (e.g. water budgets and ecological cycles), business planning, marketing, and ‘post project’ planning.

6.2.2 Project Cycle Management

The programme would benefit from improved use of the tools of project cycle management. Currently projects are monitored only at the activity level and there is little or no linkage between project logical framework stated objectives and those at the programme level. Coherence within the programme between projects, programme planning and policy influence are tenuous and should be strengthened. 

Data on individual projects are available within the PMU, but these are not always very accessible and it is difficult to quickly ascertain the level and type of support that has been provided by different stakeholders within each project. To illustrate this point the mission attempted to obtain information on the 12 project sites that were visited in relation to the six key BCP project identification and formulation steps namely; proposal submission, desk appraisal, field appraisal, TAC appraisal, BoT appraisal and project launching. The results are given in the table below.

	BCP Project Formulation and Appraisal Data

	Project
	Proposal Received
	Desk Appraisal
	Field Appraisal
	TAC Appraisal
	BoT Appraisal
	Project Launch
	Time from Proposal to launch

	Lumo*
	April 2001
	?
	?
	?
	June 2001
	August 2001
	1 year 4 months

	Imenti
	April 2001
	?
	?
	?
	May 2001
	July 2001
	3 months

	Shompole*
	?
	?
	?
	?
	June 2001
	August 2001
	More than 1 year?

	Koiyaki
	March 2001
	? 
	May 2001
	?
	June 2001
	March 2002
	1year

	Mt Elgon
	October 2001
	?
	October 2001
	?
	September 2002
	October 2002
	1 year

	Saiwa
	?
	?
	?
	?
	November 2001
	February 2002
	?

	Mt Kenya
	October 2001
	?
	February 2002
	June 2002
	September 2002
	October 2002
	1 year

	Mwea (zebra)
	May 2001
	?
	?
	?
	June 2001
	July 2001
	Less than 3 months

	Arabuko Sokoke
	August 2001
	?
	?
	?
	November 2001 
	January 2002
	5 months

	Ngong
	April 2001
	?
	?
	June 2002
	September 2002
	October 2002
	1 year 6 months

	Kalama*
	February 2001
	?
	?
	?
	May 2001
	July 2001
	5 months

	Kakamega
	August 2001
	?
	October 2001
	June 2002
	September 2002
	October 2002
	1 year 2 months

	Ol Donyo Sabuk
	April 2001
	?
	June 2002
	?
	December 2001
	January 2002
	9 months


* indicates this project was originally identified during the CDP phase I, Community Wildlife Initiative programme.

Gaps in the table indicate that the mission was unable to readily obtain the necessary information from the PMU files (although the information is assumed to exist the team did not have the time to research and locate it). As part of improved project cycle management it is suggested in future each project should have a separate excel database where key information on each project cycle is stored and regularly updated (e.g. project identification, formulation, appraisal, launching, implementation, stakeholders and partner contributions and support, training needs and training received, M&E indicators and results, lesson documentation, policy implications, post project support and exit planning).

7. effectiveness of the projects and programme

Effectiveness can be defined as the degree to which the planned project level objectives have been achieved, the extent to which projects have delivered the results they stated they would, and whether the beneficiaries have reaped the associated benefits.

7.1 Project Level Effectiveness

The projects visited were assessed using two key criteria – high/low delivery of results and, high/low ownership and planning. The results are given below.

	Project
	Efficiency Score
	Assessment Category

	Shompole
	8
	Excellent

	Saiwa
	6
	Good

	Koiyaki-Lemek
	6
	

	Ol Donyo
	6
	

	Kalama
	6
	

	Imenti
	5
	

	Mwea
	5
	On track

	Lumo
	5
	

	Arabuko Sokoke
	5
	

	Mt Kenya
	5
	

	Ngong
	5
	

	Mt Elgon
	5
	


All the projects are making acceptable progress, although for many it is too early in the project cycle to make any definitive statement. Two areas deserve particular attention in future:

Capacity building in gender/equity/benefit sharing – for example women’s representation on PICs
 is still nominal in most committees (e.g. Arabuko Sokoke has one women, Imenti has three, Mt Elgon has two, Saiwa has two, Shompole has one, Mt Kenya has one and Ol Donyo Sabuk has one). Seldom do these women hold any of the three key positions on the committee (secretary, treasurer, chairperson). 

Few projects consider special need groups, although one good example is Koiyaki –Lemek where the focus of the guide school is on form four leavers. However, even here it is not clear whether the selection process for new students will be gender balanced.

A number of projects involve revenue generation either as a main activity or a subsidiary activity (e.g. Shompole, Lumo, Kalama, Arabuko Sokoke, Mt Kenya), but so far no projects have developed or negotiated benefit sharing formulas. This is a critical area for the sustainability of many projects and there is clearly a need to provide PICs with both negotiation skills as well as business planning training in order to address this ‘gap’.

Community contributions – these are an important aspect of the BCP projects and certainly help to build a sense of ownership and commitment within the communities involved. However since currently the BCP insists on evidence of this community contribution before the release of the first tranche of funds, this can complicate the timing of these contributions and in a number of cases has led to ineffective use of the “in-kind” labour contributions (e.g. Arabuko Sokoke solar fence line clearance as well as Imenti fence line were undertaken twice by the community as funds for the purchase of the fence equipment did not coincide with the community contribution and the cut line grew up again in the interval).

As mentioned in section 5.1.2 the guidelines for community contributions need to be interpreted with some flexibility depending on the ground situation. Evidence from some of the existing projects demonstrates that where a local incentive is given to the community for their work contributions, they are ready to work according to a planned schedule and in some cases can exceed the expected result:

Arabuko Sokoke - the DC Malindi was asked by the PIC to provide some beans and maize as a ‘lunch payment’ during community labour days on the project – the result was very rapid with communal labour greatly supporting fence construction. 

Shompole, - the Maasai were paid Kshs 50 per day to build the eco-lodge and it was finished in six months. Without a similar arrangement for the sky beds there is likely to be a problem – BCP could pay half the daily labour rate, i.e. Kshs 50 per day to prevent construction delays. 

Lumo - is illustrative of the problem when community contributions in the form of labour are written into the project financing agreement without considering the local context. In this project, people have to travel between 10-15 kms from their homesteads to the project site – to work all day without any food or drink and then return home! Evidence of the negative effect this is having on the building work schedule is clear. The tented camp which is a joint 55/45% share in favour of the community is nearly complete and local labour has been paid. However, the main gate, scouts housing and office block, which is being built using communal labour without any on-site incentive, is unlikely to be finished within the next six months.

7.2 Programme Level Effectiveness

This is considered under three sub points; project typology and geographical distribution; monitoring, evaluation and appraisal; and, stakeholder capacity.

Project typology & geographical distribution – during the first two and a half years a serious attempt was made to fund a wide diversity of projects geographically spread throughout the regions. This has been largely successful with only the northern and north-eastern regions being unrepresented.

Projects have strongly addressed three of the four primary objectives but there has been only one project explicitly focused on the fourth objective – promoting activities that create awareness of the need to conserve biodiversity (ACC facilitated regional biodiversity workshop). While a number of the other projects do have a local focus on education and awareness raising (e.g. Ngong and Arabuko Sokoke) these are not directly funded by BCP.

It is recommended that the programme now begins to focus more on a fewer number of “project clusters” centred around critical watersheds/dispersal areas. It is also recommended that a person be contracted-in to begin the process of documenting project experiences using the four primary objectives as themes to report against. 

Monitoring, evaluation and appraisal – without adequate monitoring mechanisms within the programme it is not possible to undertake substantive evaluations or appraisals of programme progress.  The need to establish baseline criteria and indicators against which to measure progress is an urgent need within the programme.

The appraisal system is too lengthy and it is recommended that the TAC should now make the final funding decisions with the BoT only becoming involved where strategic shifts within the programme are being considered. Removing the necessity of presenting projects to the Board should speed up the project approval process.

Stakeholder capacity – the BCP works with a large number of partners at both the TAC level as well as the project level. While in the past some of these partnerships have proved fundamentally important to the success of the BCP projects, there has not been any organisational assessment of individual partner capacities (strengths, &  weaknesses,  particularly in terms of local capacity enhancement). As part of the process of formalising the roles and responsibilities of the revised TAC (to include strategic partners) the BCP PMU should contract a consultant to undertake an independent organisational assessment of; the technical, human and financial resources, knowledge management capabilities and, core competencies of each BCP partner.

8. impact of the projects and programme 

Impact can be defined as the effect of the projects and programme on the target beneficiaries and the wider environment in which they are situated, and its spread to the sectoral objectives as summarised in the programme’s overall goals.

8.1 Project Level Impacts

Measuring impact after only two and a half years of the programme and when some projects are only a few months into the implementation phase can only be a very tentative exercise. The scores derived below take this into account by assuming that the direction of these projects will continue to fall in line with the specified project objectives and remain broadly in line with the specified timing of each input and expected output or outcome.

The two key criteria used for assessment reflect this thinking. The first considers the potential for impact – whether high or low – based on the objectives and design of the project. The second, the extent to which – again high or low – beneficiary attitudes and behaviour have, or are likely to change.

	Project
	Efficiency Score
	Assessment Category

	Shompole
	8
	Excellent

	Ngong
	8
	

	Koiyaki - Lemek
	8
	

	Arabuko Sokoke 
	7
	Good

	Kalama
	6
	Good

	Ol Donyo
	5
	On track

	Mt Kenya
	5
	

	Lumo
	5
	

	Mt Elgon
	4
	

	Mwea
	4
	

	Imenti
	4
	

	Saiwa
	3
	Less than satisfactory


All the projects, except one (Saiwa
), are expected to have positive impact in terms of biodiversity conservation and in a number of cases project interventions are expected to lead to livelihood gains. Selected projects are expected to have major positive distributional effects.

Distributional effects - examples here include; Shompole where members of the group ranch are already interacting with other neighbouring group ranches in order to secure and enlarge the wildlife sanctuary. This project is targeting the “high end” ecotourism market and is expected to generate considerable revenues which will act as a major encouragement to other Maasai ranches in the area. Ngong, although not protecting a unique biodiversity ecosystem, it is very strategically placed within the Nairobi city limits and is expected to have a major role in relation to publicising conservation through education as well as exerting influence on government policy makers. Koiyaki Lemek aims to produce a local cadre of trained Maasai wildlife and visitor guides. Although not yet open, over 400 applicants have already been received from form four leavers in the region. The guiding school is likely to have a major positive impact on the attitude of the Moran (unmarried male Maasai age groups) and school leavers and is attempting to link local indigenous knowledge with a modern understanding of ecology and visitor management practices.

Ecological and ecosystem protection – a number of projects including; Lumo, Shompole, Koiyaki-Lemek, Mt Kenya, Imenti, Kalama, are all situated within key biodiversity ecosystems. If BCP strengthens its focus within these eco systems in the future by encouraging other project proposals /interventions from within these regions this would be expected to contribute in a significant way towards conserving and enhancing both the wildlife and livelihoods in such systems. However, such an approach will require some modification in the current strategy within the programme and a shift from focusing on problems to ecosystem linkages.

8.2 Programme Impacts

Two aspects will be considered here; policy and institutional influence and, documentation and information sharing centred around lesson learning and best practice.

Policy and institutional influence – one of the outstanding strengths in the programme is its involvement of a large number of stakeholders in project implementation and service provision. These stakeholders represent government institutions, civil society and private sector businesses. 

The programme needs to be more proactive in seeking ways to influence organisational as well as public sector strategy through offering pathways for each of these bodies to become directly involved in project interventions, thereby increasing the institutional ownership of biodiversity conservation and improving the likelihood of positive “feed-up” to decision makers at the policy level.

Some mechanisms for this already exist within the existing structures of the BCP (e.g. the BoT, TAC and project partners) and some of the recommendations for the CDTF and BCP proposed in this report will contribute to making such linkages more explicit in future.

Lesson learning and best practice – apart from the November 2001 BCP review workshop, the mission were unable to find evidence of information sharing on lesson learning and best practice. This is a major weakness in the programme and should be addressed with some urgency. The first 19 projects from this phase of the programme have already demonstrated a number of important lessons as well as best practice pathways (Annexes A and B). These need to be documented in a suitable form for widespread dissemination – particularly among institutions mandated to conserve biodiversity within the country. The programme is in a key position to enrich the debate on natural resources/biodiversity conservation and poverty reduction/livelihood improvement and should take every opportunity to do so.

9. sustainability of the projEcts and programme

Sustainability is defined as the likelihood of a continuing stream of benefits produced from projects and from the programme with particular emphasis on; biodiversity conservation, livelihood improvement through enterprise development, sound “win-win” management scenarios to human /animal conflicts, sustainable use of water and forest resources and, informing and engaging the general public in debate centred on the importance of integrated ecosystem management.

9.1 Project Level Sustainability

The table below provides a tentative assessment on project sustainability using two key criteria; level of participation in the project (beneficiaries, local stakeholders) and, revenue generation and management capacity.

	Project
	Efficiency Score
	Assessment Category

	Shompole
	7
	Good

	Ngong
	7
	

	Koiyaki - Lemek
	6
	

	Saiwa
	5
	On track

	Imenti
	5
	

	Arabuko Sokoke 
	5
	

	Mt Elgon
	5
	

	Lumo
	4
	

	Mwea
	4
	

	Ol Donyo
	4
	

	Kalama
	4
	

	Mt Kenya
	4
	


All projects are considered to be “on track”, meaning there is potential for sustainability, and three projects are already considered to have a “good” prospect of becoming sustainable in relation to the stated objectives. It is instructive to note that Shompole, Ngong and Koiyaki-Lemek are considered to have a high level of capacity in terms of revenue generation and an ability to manage this. Ngong has the benefit of highly experienced PIC team, while both the other two projects have been able to draw upon expertise from a local resource person or strategic partner with these capacities.

Three key aspects are considered; operational and maintenance issues, revenue generation and business planning and, equity, participation and benefit sharing.

Operational and Maintenance (O&M) – many of the projects are providing support to the development of key local infrastructure (e.g. staff quarters, gates, solar fencing, tented camps and eco tourism facilities) in order for communities to develop enterprises which promote the sustainable use of natural resources, or in order to address pressing local needs (as in the case of crop damage from animals). All of these will in future incur some operational and maintenance cost – and since these are going to continue ‘post project’,  PICs need to be developing mechanisms to support revenue generation to meet these future costs.

The mission found very little evidence that PICs were developing plans or establishing mechanisms to meet their future needs, and the BCP should actively encourage the development of such within the existing project portfolio. All new projects must have such mechanisms and O&M should become a criteria use to assess future projects.
Revenue generation and business planning – ten of the twelve projects sites visited are involved in some way with revenue generation. As mentioned above all  projects have some O&M requirements. PICs therefore need to acquire basic business management skills and capacity and this should be demonstrated through the formulation and practical application of a business plan. The mission found very little evidence of these skills being present in PIC members, perhaps with one exception, Ngong Sanctuary.

Equity, participation and benefit sharing – although poverty reduction is not explicitly mentioned as a programme objective, all projects are supposed to work with legally registered community groups in order to ensure that the derived benefits are likely to be shared out on a reasonably equitable basis. Community participation (including the involvement of women, different age groups, special need groups/resource use groups) is a fundamental criterion for ensuring transparent project development and benefit sharing occurs. 

Most projects have successfully involved local community-based organisations (CBOs) notwithstanding some notable exceptions (e.g. Mt Elgon, Saiwa, Mwea – where in all three cases the dominance of one key stakeholder has led to minimal involvement from the local community). With a number of the earlier projects now mid way through their implementation phase, the PMU should be encouraging PICs to initiate negotiations to develop practicable benefit sharing mechanisms which can be agreed through appropriate local consensus building forums. These mechanisms need to be understood and in place by the time the expected revenues start to be banked.

9.2 Programme Level Sustainability

Two key aspects require discussion; the institutional delivery system within BCP and, planning for project exit strategies.

Institutional delivery system – the BCP works largely independent of government through the CDTF structure. This proved to be a very effective method of working “around the barriers set by the previous government”. However, the trust fund model should not be seen as an independent mechanism for biodiversity conservation. It increasingly needs to be integrated with other government as well as non governmental bodies and now under the new government maximum advantage should be taken of legislative and policy guidelines lines which are encouraging more devolved and responsible local government. 

The PMU should engage directly with the key strategic bodies who are represented on the TAC – these include, KWS, FD, NMK, Treasury, KEFRI, IUCN, ACC, AWF, WCS, - as well as some that are not (but perhaps should be?) represented, namely; NEMA, and the Ministry of Planning
. Increasingly under proposed and newly enacted legislation (Section 1 above) government will take a more proactive role in community managed biodiversity conservation projects and programmes, particularly where these are seen to link directly with poverty reduction measures.

Project exit strategies – these are as important as the project launch, but for a more fundamental reason – communities have to develop the capacity during project implementation to continue managing, deriving and evolving benefits from the project activities into what we call the ‘post project’ phase. Post project is defined as the period “after which no further external funding is available or when the project has achieved its original objectives” – whichever happens first. Sometimes even when the original objectives are not achieved the community is expected to continue and build upon what has thereby been initiated. This is a real test of sustainability!

The BCP needs to facilitate PICs and local partner stakeholders to develop explicit project exit strategies. The evaluation team was unable to find evidence of any such strategy at the project level. At the programme level the more direct involvement of strategic partners and TAC members in project implementation would be one practicable way to address this gap.

10. risk, capacity and management issues

Risk may be defined as the internal and external assumptions in a project or programme that, if internal may be brought within the control of management, if external, programme level interventions may minimise unexpected events, but which in any case are likely to negatively affect outcomes if left unattended, or left un-addressed.

The table below is derived from two criteria; low/high risk (both internal and external), and low/high capacity to manage these. The scoring in this table is the opposite to that presented in the other sections of this report.

It is illustrative that the one project which the mission considered as least relevant in meeting the BCP programme objectives (Mwea) scores the lowest risk using these criteria. This is explained by the fact that KWS had all the technical knowledge required to undertake the zebra relocation and there were negligible external threats to successfully completing the project. On the other hand Ol Donyo Sabuk scores as very high risk (the BCP project as previously mentioned is part of a much larger development initiatives which does not have a biodiversity conservation focus), and, the evaluation team did not find a high level of management competency within the PIC membership.

	Project
	Efficiency Score
	Assessment Category

	Ol Donyo
	8
	Less than satisfactory

	Lumo
	7
	On track

	Kalama
	6
	

	Mt Kenya
	6
	

	Imenti
	5
	Good

	Shompole
	5
	

	Saiwa
	5
	

	Koiyaki-Lemek
	5
	

	Arabuko Sokoke
	5
	

	Mt Elgon
	5
	

	Ngong
	5
	

	Mwea
	4
	


10.1 Managing Project Level Risk

The Project Implementation Committee (PIC) is the main body responsible for project implementation. While the above table indicates that most projects are presently able to manage risk to a “good” degree there are three areas that have already been mentioned earlier in this report which would help to strengthen PIC abilities to perform and produce better than average results. These are:

· Training needs and specific skill improvement 
· Enhancing PIC responsibility by ensuring that at least one of the key committee signatories must be from a local CBO (i.e. Chair, Treasurer, Secretary)

· Increasing financial flexibility and PIC mandates in purchasing supplies and services in the local area.
BCP should insist in future that the lead role (management of finance and/or chairing the PIC) in new projects is to be played by the locally based partner or CBO and not the local branch or office of a government or parastatal body. Capacity enhancement of local communities must be inclusive even if this requires a greater level of training support for PIC members.

10.2 Managing Programme Level Risk

The BCP is able to manage risk at three levels; through the Board of Trustees, by using the TAC membership as ambassadors for the programme and, through the PMU playing a more proactive role engaging in, and generating, debate on biodiversity conservation within the country at local, regional and national levels. In order to be able to do this, the PMU itself needs to be strengthened by contracting-in a number of new specialists as already discussed in earlier sections. 

Given the public perception of the BCP – that it is a useful and highly relevant programme – there is an urgent need to document early lessons widely – in order to prevent inappropriate expectations of what is achievable from the programme, but also, so as to ‘scale up’ learning and avoid other organisations repeating mistakes rather than moving forward and adopted best practices.

11. recommendations

The main recommendations arising from the mission are discussed in three sections; those relating to the projects (there is further details of these in Annex A); those relevant for the BCP PMU; and those addressed to the CDTF/EU.

11.1 Recommendations for projects (these are drawn from the project narratives, Annex A)

For each of the projects visited a number of recommendations are made.The following recommendations are of relevance to all or most projects and are summarised below:

· Natural resources surveys and monitoring of ecological as well as resource user group livelihoods should be initiated urgently with support from the appropriate strategic partner or TAC members.

· PIC members should be nominated and re-elected on a regular basis so as to ensure transparency and enable new active members of the community to contribute to project management. BCP should facilitate appropriate organisational management and leadership training for PIC members as additional support to the on-the-job training that is currently being offered.

· Conservation management plans and/or land use plans should be developed and used as a tool to improve project level management and community level decision making. It is unlikely that this capacity exists at the PIC level and BCP should support strategic partners and TAC members to provide this technical assistance. 

· Many projects involve revenue generation and require business plans. Only one of the twelve projects is known to have a business plan (Ngong). BCP should provide the necessary support to PICs to develop business planning and management skills and be shown the use of this tool.

· Many PICs need further support in negotiating local agreements. These agreements deal with matters such as; land access, land use, revenue sharing, allocation of stakeholder responsibilities, human and financial resources. BCP should ensure all project agreements are written and are legally sound (can be used in a court of law).

· Several projects require marketing support for visitor services (e.g. bandas, tented camps, campsites, sky beds) or newly developed products (e.g. butterfly pupae, mushrooms, honey and beeswax). BCP should ensure that appropriate marketing advice is available to all projects early during the project implementation phase.

· BCP/CDTF financial management needs to be more flexible in accepting some of the real practical difficulties that communities have in raising community contributions (e.g. large bank guarantees), as well as the need to consider appropriate timing of these inputs during the implementation phase (e.g. particularly unskilled labour).

· BCP should ensure that all new projects undertake, or be supported to undertake, appropriate ecological and socio-economic baseline surveys within the first six months of the implementation phase. These should then form the basis for regular monitoring throughout the project period.

· PICs should invest more time in developing work plans for each component of a project. These work plans should be linked to the project logical framework to show how objectives are being addressed by activities and tasks. BCP will need to allocate resources at a programme level for such activity, as this is likely to be a training need in most PICs.

· Projects (PICs) should be required to develop a practicable exit strategy during the project formulation phase in order to address revenue generation needs and operational and maintenance issues from the beginning of the intervention.

· In all new projects monitoring and evaluation mechanisms should be established which explicitly involve community groups (CBOs) in aspects of the monitoring process and data collection in order to develop local capacity.

11.2 Recommendations for the BCP PMU

The following recommendations are made based on an analysis of 13 of the 19 BCP funded projects:

· BCP needs to adopt an ecosytems approach to project identification and formulation and should now go beyond the simple problem solving or issue-based intervention approach it has been using up to this point.

· BCP must organise to document the early lessons from the first 19 projects in order to make improvements in the current portfolio as well as to feed-up to policy level.

· BCP financing agreements between the PICs and PMU need to be made clear and straightforward in terms of delegated authority for expenditure on services and supplies (section 6.2.1).

· BCP should initiate a mechanism for sharing lessons and best practice on an annual basis with regional level stakeholder review workshops that feed into an annual programme review event. The outputs from these workshops need to be made widely available.

· Both CDP and BCP should be encouraged to work more closely together during the second half period of the current phase of the programme in order to tap obvious synergies (e.g. community needs, community capacity development, poverty alleviation and biodiversity conservation/sustainable natural resource management)

· BCP should ensure that it works closely with the newly formed Tourism Trust Fund (TTF is also funded by the EU). In particular a number of current BCP projects could benefit greatly from professional advice in visitor management planning and enterprise marketing (e.g. Shompole, Lumo, Kalama, Mwea, Arabuko Sokoke) - services that are expected to be available through this Trust.

· BCP should consider relaxing the conditions over national level advertising for the recruitment of local project managers, after experiences from Kalama, Kakamega, Arabuko Sokoke and Lumo all show that PICs tend to select only those candidates they feel happy with and who are already familiar with the project history.

11.3 Recommendations for CDTF/EU

· In the immediate period (the next two and a half years) urgent efforts must be made to contract-in senior professional expertise to support the technical, strategic and policy interface components of the programme.

· With extra support at the policy interface level, the BCP Senior adviser and programme manager must ensure that the lessons and best practice eminating from the projects are made available to government and non government bodies with mandates and responsibilities for biodiversity conservation.
· It is recommended that BCP hire-in the services of extra professional staff in the areas of: civil engineering, monitoring and evaluation, community organisational development and community training in order to address some of the weaknesses in the current programme. These people should be hired in on a consultancy retainer basis. BCP should select female qualified professionals for these roles in order to provide a necessary gender balance within the professional staff of the PMU (excepting perhaps the engineer who could be either male or female).

· BCP should re-constitute the Technical Advisory Committee by merging it with the strategic partners in the programme (many of whom are already represented at the TAC level). The committee will require a revised terms of reference (Annex C contains an outline draft).

· BCP should lobby KWS at the Director level to request a more flexible revenue sharing mechanism for park entrance fees in areas where the programme is operating. This should be seen as part of an evolving process to provide a greater percentage of visitor revenues for funding local conservation projects.

· BCP/CDTF should consider relaxing the, “maximum three year funding rule” where, a) there is a clear case for further community development support work in order to provide sustainable biodiversity conservation and management (e.g. access to, and use of, water sources); and, b) where ecological/ecosystem analysis shows project activities have direct linkage to other components of the local ecosystem which if left un-addressed are likely to negatively impact on the current project. 

· Biodiversity conservation in Kenya is a long term goal and requires a long term commitment from the donor agency. It is recommended that a minimum additional 10 year funding period be considered at the end of the current phase. Funds can still be disbursed in three year project cycle periods, but longer time frames are required to provide suitable conditions for sustained impact at a programme level.

· A phase two of BCP should be constituted through a re-structuring of the CDTF with biodiversity goals guiding the organisation’s mandate. This mandate should be re-written to provide a strengthened and more focused purpose statement - “poverty reduction through strategic targeting of human populations based on an analysis of ecosystems. The primary focus of such a strategy being the interrelationship between biodiversity
 and people”.

· In order to prepare for a phase two of the BCP, it is recommended that an organisational development consultancy be commissioned to examine the re-structuring needs of the CDTF in professional detail. This consultancy should include a re-working of the two programme logical frameworks to provide a nested logical framework sequence with associated verifiable indicators and mutually supporting targets. It should also undertake an organisational assessment of key BCP partners (strengths and weaknesses).

12. lessons and practical next steps

The following key lessons have emerged from the BCP:

· The programme has successfully encouraged community level groups and locally based stakeholders to identify important and relevant biodiversity conservation projects.

· Lessons and best practices are not being documented and this requires urgent attention by the PMU.

· Project financial monitoring is robust and effective. Project ecological, socio-economic, and human/animal interference level monitoring is weak and in many cases is not being carried out. Unless monitoring mechanisms are established for documenting changes in these areas, it will be impossible to assess programme impact at the end of this phase of the BCP.

· Training inputs to PIC members is weak yet training needs are great. A project or programme level budget head to address specified training needs at PIC level is urgently required.

· A greater level of ‘ownership’ of the BCP is required by TAC and strategic partners to ensure both BCP and its partners benefit from programme learning. A mechanism for encouraging this has been suggested in Section 11 of the report (re-structured TAC).

· The current staff complement in the PMU is inadequate to address all the project support and policy linkages required to strengthen the programme. 

· The mission believes that the longer term success of CDTF lies in a re-structuring of the Trust in order to build upon the synergies that potentially exist between the BCP and CDP.

Next Steps

1. Recruit consultants to address the identified programme weaknesses.

2. Commission a organisational development (OD) consultancy of CDTF to assess the re-structuring proposal present herein and to undertake an OD assessment of key BCP partners.

3. Plan and facilitate a series of regional review events which feed into a national level information, lesson learning and best practice workshop based around the findings presented in this report.

13. annexes

A. Project narratives

B. Project matrices

C. Terms of Reference

D. Draft TORs for revised TAC (under separate cover)

E. Checklists

F. Map of project locations

G. Timetable for the assignment

H. List of people met (under separate cover)

I.  List of literature (under separate cover)

J. Consultant CVs

K. Kenya Watersheds and Forest Areas Map

L. Kenya Wildlife dispersal areas Map

Development of project & programme level analysis matrix and narrative formats





Project document reviews





Project site visits





Key Informant interviews





TAC member interviews





Strategic Partner discussions





Identification of Strengths, Emerging Lessons, Limitations, Opportunities within the context of Biodiversity and Livelihoods





Programme level analysis





Identification of issues for translation into recommendations





Recommendations for the CDTF





Recommendations for the BCP





Recommendations for projects 





Final Report





Feedback from presentation





Build local capacity





Making multiple stakeholders more accountable





Learning, adjusting and taking remedial actions





Celebrate, and build on what works (best practices)





Participatory M & E





































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































� The fifth guiding principle for the programme is defined as; “biodiversity conservation which must be understood in terms of the whole system. Even small decisions should be made with regard to the broader ecosystem perspective and wherever possible emphasis should be placed on conserving entire ecological systems.”


� See Annex F for locations of the projects visited.


� Mogaka H, Gichere S, Davis R, Hirji R (2003) “Impacts and Costs of Climate Variability and Water Resources Degradation in Kenya. World Bank.


� Sessional Paper No. 10, 1965. African Socialism and its Application to Planning in Kenya.


� Details are given in Annex J where one page CVs of all the individuals are presented.


� See Annex A Figures A1-A13 for the detailed results at each project site.


� For scoring risk context and management the lower the overall score the higher the performance. Hence 2-3= excellent, 4-5 = good, 6-7 = on track, satisfactory and 8= less than satisfactory.


�  Projects were selected on the basis of; differences in implementation experience, ecological zone, human settlement pattern, project focus, and geographical distances from each other/Nairobi. The evaluation team had only 15 field days in which to complete this task. The team was divided into two sub-groups with three evaluation members and one BCP technical staff member joining each team.


� Impact Assessment Study of the CDP 1 showed that projects have a cycle of an average of over 3 ½ years.


� Euro/Kshs exchange rate based on 1Euro=75 Kshs.


� Biodiversity Conservation Programme Operational Manual, PMU, pp14.


� Up to September 2002: 251 projects had been submitted to the BCP for consideration. Of these 15 had been approved and 14 were awaiting approval by the TAC. 237 had been desk appraised, with 79 rejected and 47 deferred. 96 had been field appraised, 17 had been rejected and, 54 were deferred after field appraisal.


� CDP phase II is still processing CDP phase I applications and is likely to continue to do so well into next year (2004) as there are several thousand outstanding project applications from phase I still in the pipeline. This has also hampered the CDP from making changes to the programme as recommended in the Impact assessment of CDP I (personal communication, CDTF programme adviser).


� Members of this board include: The Permanent Secretary, Ministry of Finance (Chair), National Council of NGOs, CDTF Programme Adviser, CDTF Programme Coordinator, Office of the President, Kenya Wildlife Service, Chairman KOWLF, The National Authorising Office (Treasury), EU delegate project officer and EU Head of Delegation.


� KWS, African Conservation Centre, Lewa Downs Conservancy, African Wildlife Foundation, PACT Kenya, East African Wildlife Society, National Museums of Kenya, International Centre for Insect Physiology and Ecology, Nature Kenya, Kenya Forest Research Institute, Forest Department.


� Current members: David Hopcraft (Land Owners Forum), Alan Dixon (Let’s Go Travel),  Richard Bagine (KWS), Neal Inamdah (ACC), Helida Oyieke (National Museums), David Western (Chairman -&  Wildlife Conservation Society), Nick Georgiades (Mpala Research Trust), Naomi Kipury (ALARM), Chris Thonless (Lewa Downs Conservancy), Gideon Gathaara (CCF, Forest Dept), James Ndirangu (USAID), Heather Elkins (EU), Paul Konuche (Director, KEFRI), Edmund Barrow (IUCN), PS, Ministry of Environment and Natural Resources.


� The Impact Assessment Study of CDP I found that one of the major lessons arising from the first phase of the programme was “community groups can effectively and efficiently handle and account for the needed financial resources when given the authority to do so”. (Impact study, Main Report ,p55)


� Common size of a PIC is 10 persons.


� The major concern with Saiwa is that the design of the project for ensuring the protection of a critically endangered species has not considered the wider ecosystem inter linkages (water and swamp habitats in relation to horticultural development), and as a result some potential habitats for the survival of the Sitatunga have excluded from the intervention. In the long term this is likely to hasten in-breeding and the disappearance of this species.


� KWS (Kenya Wildlife Services), FD (Forest Department), NMK (National Museums of Kenya), KEFRI (Kenya Forestry Research Institute), IUCN (International Union for Conservation of Nature), ACC (Africa Conservation Centre), AWF (Africa Wildlife Foundation), WCS (Wildlife Conservation Society), NEMA (National Environment Management Authority). 


� The highest score (8) represents the case where a project is operating with a high level of risk (i.e. assumptions that unless carefully are likely to become ‘killer assumptions’) and correspondingly there is a very low level of management capacity in the PIC to address these issues. The lowest score (2) portrays the case where a project is formulated with very few known assumptions that are outside the control of the PIC and the PIC itself is more than capable of dealing with these. 


� Biodiversity is not the same as “wildlife” which in the Kenyan context has become a common pseudonym for large mammals.
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