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Meaning of the proverb

The title of this report is taken from the Tonga proverb, Munwe omwe taupwai njina, or “One finger
cannot crush a louse by itself’. This proverb applies to CONASA at two levels. First, it highlights
the importance of many fingers working together, which is reflected in CONASA’s focus on
participatory development strategies and strengthening of local institutions. Second, the proverb
emphasizes that each finger plays a role in solving a problem, in much the same way that CONASA
uses a multi-layered, multi-sector approach to increasing livelihood security and improving natural
resource management.
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EXECUTIVE SUMMARY

CONASA is currently in its fourth and final year of programming under a cooperative
agreement with USAID/Zambia to improve livelihood security and sustainable resource
management in Southern Province. CONASA is pursuing these twin goals through a three-
pronged approach that corresponds to the three components of the project: |) supporting
rural livelihoods through agricultural production and small business development, 2) policy
and advocacy, and 3) TBNRM. This evaluation was commissioned at the end of year three to
assess what the project had achieved during its first three years of operation, discuss trends
and special issues, and explore future directions. The focus on this evaluation was exclusively
on programmatic results, while questions concerning project management and finances are
to be addressed in separate study.

The context in which CONASA operates was not highly conducive for either of its goals
when the project started in 2001, and in many ways has deteriorated since then. The size of
the project area, its remoteness from the road and rail network, poor communication
infrastructure, lack of market support institutions, weak private sector presence, dry climate,
marginal soil fertility, back-to-back droughts, limited government services, and stagnant
macro economy combine to form formidable barriers to enterprise development and
agricultural production. On the resource management side, a two-year ban on safari hunting,
a lengthy restructuring of ZAWA, a near total lack of law enforcement for over two years,
and expansion of settlements into core habitat has cast doubt on whether the most
profitable form of wildlife enterprise—safari hunting—will ever generate the levels of
revenue it did as recent as the 1990s. It is important for the project to be cognizant of the
context in which it operates in order to develop realistic expectations and strategies.

CONASA is guided by a results framework that was specified in USAID’s original RFA for
the project, divided into three components. The project has done an admirable job in staying
focused on the results framework, and all reporting and activity planning is structured by
result. While adherence to a results framework has overall helped the project to stay
focused, the push to achieve targets as quickly as possible has also resulted in a trade-off
with sustainability and efficiency. Thus for example the agriculture strategy is focused
primarily on improving the yields of annual crops with little attention to sustainable
agroforestry systems, the enterprise section builds businesses instead of developing markets,
and the capacity building team has sometimes provided leadership training when there were
no activities to lead.

Two months after it began operating, CONASA was informed by USAID that its total
budget had been reduced by $2 million USD. CONASA’s response was to reduce the
lifespan of the project from five years to four, and eliminate one GMA from its service area.
However the results framework and performance targets were not adjusted. Consequently
what was already an ambitious and possibly unrealistic set of goals for five years was
compressed to four. CONASA has also stuck to its original strategy even though significant
changes in the project context, most notably the total lack of new safari hunting revenue, has
greatly reduced the effectiveness of some of its interventions.

There was not a lot of on-the-ground impact during the first year, as most of this period was
spent on setting up the project infrastructure, forming and strengthening CBOs, and
collecting information on the area, products, markets, and policy studies. However in years
two and three, results started to show up in all components. This trend of becoming more
efficient and effective as time goes on speaks well for the project, and demonstrates that its
strategy of building interventions on a solid foundation of needs assessment and grassroots
CBOs is generally working.
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Component one is concerned with strengthening household livelihood security and
production of natural resources in the project area. The most significant achievements under
the HLS activities include:

* formation of CBOs (CRBs, VAGs, and VMCs) in the project area, involving community
mobilization, skills assessment, and training

= several successful strategies to boost local food production, including formation of
locally managed revolving seed schemes, off-season seed multiplication, use of improved
seed varieties, and extension training

» formation and training of dozens of enterprise groups, with promising signs of a viable
model in a handful of them

The total population of the project area is roughly 110,000 people. A conservative estimate,
based on two lines of evidence, of the proportion of people that have improved their
livelihoods through CONASA’s HLS activities is '/4, and possibly as many as /.

Within the CBO support unit, greater attention is needed on building sustainable
institutions, as opposed to building the capacity of individual members. This includes more
reflection on the economic viability of CRBs and VAGs, and a review the roles of CRBs and
VAGs relative to their comparative advantages. An over-reliance on volunteerism and lack of
permanent staff to provide continuity between boards is also problematic and needs to be
addressed. There is also a need to establish horizontal support systems for ongoing
organisational needs, including training, auditing, and monitoring.

Challenges for the HLS sections include increasing the reach of activities that boost food
production. This might require complementing proven strategies, such as community level
seed multiplication, with a different model of agricultural support that, for example, offers
more training to private sector providers, reduces transaction costs for input provision, and
makes greater use of community distribution and training systems. The enterprise section
also needs to broaden impact, perhaps by focusing on just two or three enterprises,
establishing or strengthening institutions that support markets (e.g., information systems,
mutual insurance schemes), and more focus on strengthening local markets. The G-MED
microfinance activity has been troubled from the start, however the funds have finally
started to flow promising to expand income generation through the provision of much
needed start-up capital for emerging enterprises.

The main achievements under resource management include:

* numerous successful community mobilization and sensitisation campaigns for
conservation, resulting in several examples of voluntary surrendering of firearms

= facilitation of numerous meetings involving ZAWA and CRBs to improve community
relations, increase skills in resource management, and implement safari hunting
concession agreements

= formation of local NRM plans and local bylaws in four out of five CRBs, which are
currently going through the process of legal ratification through a provision in the Local
Government Act

* numerous product development and marketing studies on non-timber forest products,
with additional progress in developing two of these into enterprises (honey and
mungongo nuts)

The training of livelihood skills for reformed poachers, which CONASA facilitated, and the
development of local-level NRM plans, strengthen the foundations for conservation,
however wildlife and forest resources are still under threat in most areas. Future challenges
for resource management in CONASA include strengthening the linkages between
conservation and other sections in the project, notably agriculture, enterprise, and policy
and advocacy work, and supporting the implementation of NRM plans through education and
communication campaigns, resource monitoring, and targeted HLS activities. The project
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also needs to conduct a more detailed analysis and mapping of conservation targets and
threats so it can better strategize and prioritise its interventions. It should also be noted that
the work CONASA is engaged in with respect to resource management is mostly focused
on the edges of the problem, and the core threats (expansion of settlements, demand for
bushmeat in urban markets, migration, rural poverty, and high opportunity costs for
conservation) will not likely be dented without significantly higher levels of investment.

The goals of component two are to build civil society support for CBNRM, support the
implementation of a bottom-up approach to resource management in ZAWA, and
strengthen the capacity of civil society for policy analysis and advocacy. The most significant
achievements under this component include:

= training on the importance and content of natural resource policies (implemented in
conjunction with component three) that was fairly widespread and effective

= a baseline report on the polices in the wildlife, forestry, water, and fisheries sectors, and
widespread dissemination and discussion of these analyses

* the establishment of the Natural Resources Consultative Forum in a manner which was
inclusive and eventually handed over to government

= support for ZAWA’s reorientation to grassroots NRM by facilitating several small
activities and strengthening communication channels

= formation of a regional CRB association

* helping communities take advantage of opportunities to provide input into policy
formation by facilitating a community presentation to a parliamentary committee on
forestry, and input into the draft land policy review process

= smoothing relations between ZAWA, communities, and safari operators through
meetings and forums

The remaining challenges for component two include ensuring that gains so far are made
sustainable and backed up by structures and processes that can persist without project
support. CONASA also needs to identify new ways to support implementation of policy
reforms in ZAWA, and strengthen linkage between the on-the-ground HLS activities and
conservation. To prepare for future programming, component two needs to redefine its
relevance for the project goals as a whole, review its role as the needs in advocacy evolve
from structure and processes to specific issues, and identify how policy can contribute
toward a more level playing field for joint venture partnerships between CBOs and foreign
investors.

Component three is concerned with supporting many of the structures and processes as
components one and two, but at a transboundary level. The most significant achievements in
component three include:

= support for the development of enterprises with the potential to reach regional markets

= exchange visits that created new social linkages between the Zambian CBOs and
CBNRM programmes in neighbouring countries

= sensitisation and training in natural resource policy

= development of natural resource bylaws and resource management plans

= formation and strengthening of several Community Development Trusts in the open
areas

» collection of preliminary information on wildlife corridors and habitat connectivity
between Kafue NP and the Zambezi

While the TBNRM component has officially ended, many of the activities are still ongoing
and require further attention from CONASA. Priority issues from component three include
continuing the support for selected enterprises, in particular the Dundumwezi Campsite,
mungongo nut collecting/processing, and honey production/marketing, and finding a way to
provide legal services to CBOs which were lost with the closure of the CONASA CSC.
There is also a need to complete the work on analysing habitat connectivity and wildlife
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conflicts in the “corridor”, and use this analysis to develop a plan for additional research and
exploration of management options. Other activities still very much in the early stages but
worth supporting include the ZAZIBONA transboundary forum and the preliminary efforts
to establish a Kafue-Zambezi conservancy in Chief Sekute’s area. Although the efforts to
create linkages between regional markets and ecosystems were not hugely successful in
CONASA’s first phase, the potentials are still very much there and CONASA should
continue to support the conditions under which such linkages can emerge.

While the activities in CONASA’s three components are complementary, there is limited
evidence of synergy across or within components, with the exception of CBO formation and
capacity building which serves as the implementation structure for nearly all activities at the
community level. Some of the reasons why weak levels of synergy exist between sections
and components include activities operating at different temporal and organisational scales
(e.g., national policy analysis and local agricultural production), unfocused spatial targeting,
and insufficient saturation of nearly all activities. While it may be unrealistic, even in the best
circumstances, to expect to see synergistic effects between activities operating at different
temporal and spatial scales in just four years, there could and should be stronger forms of
synergy among activities at the local level. To achieve greater synergy, CONASA needs to
focus on building a critical mass of intervention in a given area, supporting the conditions for
the emergence of synergy (which include strong local institutions, links with markets, and
information systems), and reducing the gap in temporal and spatial scales of activities (i.e.,
making policy and advocacy relevant to community needs).

One of the goals of the mid-term evaluation was to put CONASA’s data systems to the test
in preparation for a possible external evaluation and/or final evaluation. The evaluation found
that documentation and reporting is well above average overall, with extensive high quality
documentation of process and outputs. However gaps seem to be present in the areas of
impact monitoring (which is inherently difficult), combining performance and financial/human
resource allocation for efficiency analysis, and overall synthesis (particularly in components
two and three). There are also a weak links in information management which negatively
impact the project’s ability to assess its performance. The most pressing of these
weaknesses are the inadequate information systems for training, commodity groups,
microfinance and CBOs. Spatial information has been collected for many of the activities, but
has not been mainstreamed across all sections, and the project is reaping only a small
fraction of the potential benefits from its investments in spatial technologies. The annual
planning process appears to be systematic, highly inclusive, and well documented, although
reflection, analysis, and considerations of efficiency need to be strengthened. It is also
extremely difficult to synthesise overall achievement when activities are reported in literally
dozens of separate, non-indexed, documents. This evaluation therefore highly recommends
that CONASA implement a more systematic means of activity reporting. Several options are
discussed.

Throughout the evaluation, targeting emerged as an operational issue that deserves greater
attention. The targeting approach in enterprise development has been one of broad-
spectrum outreach aimed at groups. The project has learned that groups do not always offer
inherent advantages over individuals, and an individual entrepreneur can be far more
effective in certain types of enterprises. The project has also recognised that outreach does
not always result in the most viable enterprises, and a more targeted strategy that involves
self-selection and/or soft elimination may be needed to increase the levels of success in
emergent businesses. The project has a good opportunity to test a more competitive
approach to targeting through the initial round of community grants. More strategic
targeting is also needed to strengthen the linkages between livelihood activities and
conservation goals, such as specifically aiming livelihood activities towards those segments of
the population that have a disproportionate impact on the resource base. Finally, targeting
can be used as a means to selectively strengthen transboundary processes that are mutually
reinforcing.
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In terms of sustainability of project results, there appear to be two opposing forces
operating simultaneously within the project. On the one hand, the HLS, CBNRM and policy
frameworks are inherently holistic, and should lead to sustainability through activities that
strengthen the long-term context for livelihood security and sustainable resource
management. On the other hand, a heavy focus on achieving results within the short
timeframe of the project has lead to the introduction of some processes and structures
which seem highly unlikely to be self-sustaining after the project has withdrawn. CONASA
should be cautioned against introducing processes or structures which are totally dependent
on project oversight or finances, as the inevitable collapse of such interventions can do more
harm than good in the long run. The greatest concern over sustainability in the long-term is
the financial viability of CRBs, because if this level of the CBO structure cannot function
effectively, nearly all community-wide grassroots development activities will grind to a halt.

A third cross-cutting theme that emerged during the evaluation is the issue of attempting to
engineer specific outcomes versus creating enabling conditions and institutions. CONASA
has pursued both of these strategies albeit in different mixes for different sections. In the
policy and advocacy activities, the results framework was focused on supporting enabling
conditions (e.g., forums, skills, policy analyses) and CONASA made a fair bit of progress,
although few of the final results have been achieved. In the enterprise support section, the
focus has been on engineering outcomes (e.g., building businesses), even though the enabling
conditions are generally weak or absent. Agriculture has focused on enabling increased food
production at the local level, but market linkages have mostly been engineered, making them
more vulnerable to falling apart after CONASA leaves. CONASA should be mindful of how
it mixes enabling and engineering strategies, and take note of the lessons from development
theory which stress the importance of enabling condition especially in the development of
markets, institutions, and conservation.

In the remaining time under its current contract, CONASA needs to consolidate the gains it
has achieved so far, intensify efforts in existing areas before considering further expansion,
create linkages across sections and components, document results and lessons learned, and
address issues of sustainability. As part of the planning process for a possible phase two, the
project and the CRBs should define what they realistically hope to achieve in terms of both
resource management and community development (i.e., a vision for the next 5-10 years).
An important part of this process will be to collect the information needed to develop a
long-range plan. Foremost among the information needs is a forecast of CRB revenues under
a variety of scenarios. CONASA also needs take note of important shifts in the project’s
context, including new development and planning initiatives coming online, infrastructure
projects that are opening up the area to regional trade, an uncertain future for safari hunting,
and increasing interest from all sides in attracting outside investors.

This evaluation recommends that future programming become more targeted, spatially
concentrated, and strategic by building upon what CONASA does best and dropping or
exploring new partnerships for what CONASA does least well. Programmatic areas that
combine CONASA’s strengths with ongoing needs include rebuilding the production assets
of households that have been hit hard by consecutive years of drought, building resilient
local institutions that can take advantage of emerging opportunities, creating horizontal
linkages between CBOs, facilitating land use planning, information systems, special studies,
and facilitating dialogue between CBOs, the private sector, and government. Rather than
trying to socially engineer predetermined outcomes in a non-conducive context, which is
inefficient at best and a complete failure at worst, CONASA might be better off putting
more focus on supporting the conditions under which development and conservation can
occur. This would require a slight shift in the emphasis of the results framework toward
institutions, institutional capacity, production capacity, social capital, and access to
information and business services.
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In summary, CONASA has come a long way in a short period of time under very difficult
circumstances, but still has a long way to go. CONASA does not yet represent a coherent
unified, approach to rural development and conservation, but more closely resembles a
collection of complementary streams of activities operating in parallel with occasional
intersections. However the trend is in the right direction, and we are seeing increasing signs
of activities working together synergistically when that are implemented at the same time,
same place, at the same scale, and with sufficient density. To remain relevant, CONASA
needs to articulate a realistic vision for the future and tighten its strategy to achieve that
vision, being mindful that the context in which it operates is evolving at a rapid pace.
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