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6. Dodori-Boni is largely intact, but subject to increasing threats and calls from some quarters for its degazettement.

7. Dodori-Boni is unmanaged in the absence of policies, plans and resources.

8. High potential for ecotourism enterprises.

9. KWS views Dodori-Boni as a priority site for further development with support from WWF and other partners.

10. WWF since 1996 has proposed to integrate conservation in Dodori-Boni and Kiunga.

11. KWS presence has greatly improved security and the prospects for success of new initiatives in this region. 

12. Co-Management in Dodori-Boni can be linked to Co-Management in KMNR, enabling a landscape/ecosystem approach.

13. Strong interdependence of local livelihoods and environment – effective ecosystem protection, management and income generation will alleviate poverty and improve quality of life for local people, the Boni.

14. Opportunity to initiate a Biosphere approach. 

15. Opportunity for Participatory Forest Management, identified as a high priority for coastal forest conservation in Kenya.

16. Co-Management bodies can be further linked to the Lamu Conservation and Development Network, assisting regional co-ordination and providing a basis for management of a complex of protected areas in the Lamu Archipelago.
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Project summary 

· The protected area complex that includes Kiunga Marine National Reserve, Dodori National Reserve, Boni National Forest Reserve and Lunghi Forest Reserve protects diverse habitats in a continuum between marine and terrestrial ecosystems. Strong ecological linkages exist between the hinterland and the coast.

· The Dodori-Boni element of the complex has high conservation value as an area supporting the restricted Eastern African Coastal Forest ecotype, as an elephant recovery nucleus and as a site where the critically endangered hirola antelope occurs. Other species of concern include wild dogs and cheetah. 

· The National Reserve designation permits certain types of extractive use of natural resources. Before gazettement the Dodori-Boni Reserves were the home of the hunter-gatherer Boni people. Subsequently relocated, the Boni still rely on the Reserves for wild foods, medicinal plants and other resources. 

· In 1980 UNESCO proposed that Kiunga-Dodori area should become a Biosphere Reserve.

· The Reserves are coming under pressure from external subsistence and commercial activities that threaten to degrade natural resources without providing benefit to the local economy. 

· Effective protection requires that the current open access tenure situation be converted to one where access is regulated and commercialised.  This will discourage unsustainable exploitation, capture economic benefits that otherwise would flow out of the area and raise the perceived value of the Reserve as an engine of local economic development.

· WWF’s involvement began in 1996, in collaboration with Kenya Wildlife Service, Fisheries Department, Forest Department, local government and communities.  From the outset it was recognised that the Reserves were an ecological unit that should be managed holistically but resource, logistic, institutional and security factors made it impossible to work in Dodori-Boni.

· In 2000 the project was evaluated and its purpose modified:

“to make a significant contribution to collaborative efforts for the sustainable conservation of the reserves’ habitats and adjacent areas, and of their biodiversity – as species, communities and ecological processes – so that their productivity can benefit local livelihoods and more distant communities forever”

· The project has established an operational field base in Kiunga Marine National Reserve, and built a strong working relationship with KWS.

· In 2003 the project will begin to institute co-management of KMNR through a representative Board delegated with legal management and user rights.  A parallel process is proposed for Dodori-Boni - the security and logistic factors no longer apply that formerly restricted activity there, and Co-Management can begin when institutional and resource issues are resolved.
· Like hunter-gatherer cultures elsewhere, the Boni have a strong ethic of collective decision-making and inter-dependence. A few people have taken the initiative in forming resource user groups, suggesting good prospects for their participation in co-management. 

· Because the cultural contexts around Kiunga (Arab-Bantu fishers) and Dodori-Boni (Cushitic hunter-gatherer-farmers) differ so greatly, and because events in each zone will move at different speeds in the beginning, separate Co-Management Boards will be established for each area.  As they assume greater responsibilities it will be natural for the CMBs to begin to collaborate, making possible the ecosystem-level approach originally envisaged.

· Support is therefore required to:

· Establish a Co-Management Board (CMB) for Dodori-Boni.
· Produce landscape, general management, operational and ecotourism plans for Dodori-Boni to guide the CMB.
· Initiate eco-tourism in Dodori-Boni by joint ventures with the private sector.
· KWS capacity to support the co-management process will be raised by development of infrastructure, access and communications facilities in the Reserves. The costs of the capital investment will be recovered through concession fees paid by tourism operators to the co-management body. 

· The total sum required is USD 507,000 over a period of 18 months, starting from January 2003.

· It is imperative to begin work as soon as possible. There is urgent need to pre-empt impending uncoordinated and speculative developments which could degrade the resource base and the conservation value of the area,   further marginalising and impoverishing the Boni. Equally important, demonstration of sustainable and productive co-management will decisively undermine arguments for the Reserves to be degazetted. 
Project Background – Dodori-Boni, Lunghi and Kiunga
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Ecosystem setting

Dodori National Reserve (DNR), Boni National Forest Reserve (BNFR), Lunghi Forest Reserve (LFR) and Kiunga Marine National Reserve (KMNR) form a complex of protected areas in north-eastern Kenya.

The four Reserves protect an exceptional assemblage of habitats in a marine-hinterland continuum: continental shelf, patch reefs, islands, lagoons, seagrass beds, mangrove forests, tidal creeks, mobile and fossil dunes, freshwater lakes and rivers, floodplain grasslands, coastal forest and semi-arid closed canopy woodland and savanna. 

There are strong ecological linkages between the protected areas, with large mammals such as elephant, buffalo, lion, hyena, wild dog and others ranging between the coast and the hinterland.

A.2 Dodori National Reserve

Dodori National Reserve (DNR) was gazetted in 1976 and covers 877km2. Vegetation communities span an ecotone between the Somali and Zanzibar-Inhambane phytogeographic regions; and there is an incursion of the Somali-Maasai Regional Centre of Endemism. The dominant habitat type is dense savanna and closed-canopy Somali woodland. Coastal forest habitat occurs in dispersed patches that are poorly known but very likely to contain endemic plant species. 

The Mundane Range, a Pleistocene sand ridge formation rising to 100m, traverses the Reserve. This ridge blocks drainage and causes seasonal flooding of grasslands along the valley of the Dodori River, which is perennial but reduced to a few pools in the dry season. The south-western part of the Reserve includes Dodori Creek, where mangroves are extensive. 

DNR was established partly to protect large breeding populations of topi and an important refugium for elephant. Buffalo, waterbuck, lesser kudu and woodland warthog (Phacocoerus aethiopicus, classed as a different species from the more widespread P. africana) also occur. Buffalo range widely between DNR and KMNR. 

Aerial surveys in the 1970s found no trace of the critically endangered hirola antelope, but in recent years the species has been repeatedly sighted very close to DNR and almost certainly occurs in the western parts of the Reserve. 

Dodori’s mammalian predators include lion, leopard, spotted hyena, wild dog and cheetah; its avifauna is rich in raptors and notable for palaearctic migrants.

A.3 Boni National Forest Reserve

Boni Forest National Reserve lies immediately north of DNR. It supports coastal forest communities and contains important hardwood resources, e.g. Brachylaena huillensis, or muhuhu, a sought-after species that has been over-exploited elsewhere. 

With its palatable browse and scattered surface water, Boni historically has been an important refuge for elephants.

Large groups of wild dogs, classed as endangered, occur in the Boni forest, ranging throughout the ecosystem as far as the seashore. Hyenas similarly move as far as the shoreline, where they occasionally prey on marine turtles.

A.4 Lunghi Forest Reserve

Lunghi Forest Reserve has been designated but not gazetted. It occupies part of the area between Dodori and Boni, forming a corridor between the two. Like Boni, Lunghi supports good examples of coastal forest and valuable hardwood resources.

A.5 Cultural aspects

In recognition of the region’s high conservation and cultural value, and the inter-dependence of environment and livelihood, UNESCO in 1980 proposed that Kiunga-Dodori should be managed as a Biosphere Reserve.

The Boni people who live around Dodori-Boni call themselves Aweer and speak a Cushitic language closely related  to kiSomali.  There are thought to be less than 4,000 of them. Their oral traditions suggest that they are an ancient people: they possibly migrated over 500 years ago from the Harar region, and they claim mixed Ethiopian and Greek descent. 

The old Boni lifestyle was based on hunting and gathering, augmented by limited cultivation and livestock keeping.
They ordered their natural resource use in Dodori-Boni through a clan-based resource tenure system, in which each generation’s rights to hunting and gathering areas were inherited by descent within each of the eight principal clans.

Hunting and gathering grounds were designated and allocated to bands (extended households within a clan) such that the resource base in each hunting and gathering ground was sufficient to provide each band with the wild resources they required for most of the year, while also permitting some cultivation. In times of stress, such as at the height of the dry season, bands could adopt a more peripatetic lifestyle, roving outside their “home ranges” to exploit widely dispersed fruits and other foods
.

The success of the system was dependent on information-sharing, co-operation and flexibility in the tenure system, which was essentially territorial but permitted transgression of boundaries and sharing of key resources such as water when environmental conditions dictated. Collective decision-making was emphasised and it remains a feature of Boni society today. 

Due to security measures and Government policy to resettle people close to development centres, the Boni came to occupy nine villages around Dodori-Boni: Kiunga-Marereni, Mararani, Mangai, Basuba, Milimani, Bara-Bodhei, Bargoni, Mhamarani and Pandanguo. Their lifestyle has changed to a more settled and agrarian one but they still rely to a significant extent on wild foods, medicinal plants and honey, fuelwood and water collected from the Reserves, and they visit cultural sites in the Reserves.

The Boni should therefore be receptive to efforts to institute co-management of natural resources in Dodori-Boni. The move should really be viewed as a “re-institution of co-management along more formal lines”, developed in a transparent and inclusive manner. Group-based initiatives will thrive among the Boni because of their cultural preference for collaboration. 

A.6 Threats to Dodori-Boni

The principal threats arise from demand for land and unsustainable use of natural resources. 

Agricultural expansion is rapidly isolating the Reserves, and fuelling calls for land inside the protected area to be made available for farming. Cultivation is already going on in some parts of Dodori. Some opinion-leaders have sought to make political capital and personal gain by exploiting the land issue.

The lack of economic benefit so far derived from the Dodori-Boni by Lamu County Council, on whose behalf KWS manages the Reserves, exacerbates the perception that they make no contribution to local development but represent a disbenefit to local people, sequestering land that could otherwise be farmed and hosting wild animals that formerly could be hunted but now damage crops and property. 

Lack of alternative livelihoods in the area increases dependence on agriculture. Traditional farming involves shifting slash and burn methods that are becoming less sustainable as decreasing availability of land forces use of marginal areas and decreased “fallowing” periods. 

The increased security and Government efforts to improve access and services in this part of the District are contributing to further pressures by encouraging immigration and settlement around the Reserves’ boundaries. 

Some donor agencies, e.g. GTZ, have sponsored resettlement schemes to  subdivide land around Dodori-Boni and grant titles to landless people from Central Province may change the Boni way of life. The principle of allocating a ten-acre plot to a nuclear family is inconsistent with the flexible, group-based, multiple-use land management system by which the Boni have survived in this marginal environment. 

Boni are at risk of marginalisation by land speculators and they should therefore try to secure tenure to protect their position but this tendency may encourage sedentarisation and dependence on less resilient land management strategies involving intensification of rain-fed agriculture and reduced use of wild resources. 

The deleterious consequences for landscape ecology of sub-division and enclosure of semi-arid savanna are evident elsewhere  in Kenya. 

Further challenges are posed by unsustainable use of resources inside the Reserves. The freshwater systems in Boni support a highly productive fishery, but this is undergoing unsustainable exploitation by Luo fishers from Lake Victoria.

Mining of the valuable hardwood resource base is also taking place. Illegal selective extraction, of hardwoods by businesses from outside the area is a significant problem in Boni-Lunghi and probably occurs to a lesser extent in Dodori. 

The unsophisticated and commercially naïve Boni are participants in this activity, felling trees and selling them to traders from outside the area for a fraction of their real market value, e.g., traders buy large, mature lucky bean, mbambakofi (Afzelia quanzensis), trees for KSH 200 apiece.

Muhuhu (Brachylaena huillensis) is being similarly “poached”, and charcoal production for local sale or export is a general threat to forests throughout the area.

Organised poaching for ivory, which in the past decimated the Dodori-Boni elephant population, is at trivial levels today. Poaching in the 1980s reduced populations of other large mammals, but populations are thought to be recovering – buffalo are encountered in herds of 100-200 animals.  Security forces patrolling in Dodori-Boni continue to shoot game for ration meat. 

A.7 Management history

DNR and BNFR were set aside by County Councils (Lamu and Garissa respectively) to generate benefits for local people. The move was made in response to a regional land use plan
 recommending that areas with such high biological value, marginal suitability for agriculture and potential for sustainable resource use should be designated for conservation.

Originally the Reserves were administered by a committee comprising the District Commissioner; the Chairman, the Clerk and two Councillors of the County Council; the Warden In-Charge, District; the Warden In-Charge, Reserve; the Senior Warden, Development; and any other co-opted member. For Boni, the Committee co-opted officers from Forestry Department. 

The Councils proved able neither to generate economic benefits from the Reserves nor to manage them. Incursions of armed bandits from Somalia and operations by Government security forces were equally associated with rampant poaching. The insecurity afforded the Reserves some protection from encroachment but decimated their game populations and discouraged any form of investment.

In 1990, management authority was transferred to the newly-formed para-statal  Kenya Wildlife Service (KWS). The KWS Wildlife Protection Unit (WPU), patrols in the area and focuses on security. There are no accommodation facilities in the Reserve, and ranger activities are co-ordinated through the WPU in Kiunga village. The WPU patrols to deter banditry and visits settlements to check on security and other issues. 

Boni National Forest Reserve is a KWS responsibility but presently not managed. It could begin to receive more management attention if KWS activities intensify in DNR. At present KWS sees control of illegal extraction of muhuhu from Boni as the main priority in addition to general security.

In terms of general management, the Warden-In-Charge of KMNR is the concerned officer for Dodori-Boni. With the area secured, KWS is looking forward to more substantial development of the Reserves, particularly the development of infrastructure and tourism enterprises.

In summary, the areas in the Reserve complex are all of conservation importance but at quite different stages of protection and management:  

· Kiunga is gazetted, but critical concerns surround the sustainability of its fishery, which is essentially unmanaged. WWF and KWS involvement have brought it to the threshold of co-management, which offers good prospects for conservation and economic development. 

· Dodori and Boni are gazetted, but hardly managed. They have hosted no WWF activity beyond preliminary research. 

· Lunghi has long been designated but is yet to be gazetted, leaving its coastal forest and hardwood resources very vulnerable. It is unmanaged and has not been the subject of WWF project activity.

The situation is far from ideal but the different stages of advancement of management will permit successful co-management strategies applied in one area to be replicated in the others and ultimately integrated at the ecosystem level.

A.8 WWF’s involvement 

WWF’s involvement began in 1996, conceptualised as an ecosystem-level approach to conservation and management of Kiunga and Dodori-Boni. The philosophy was to safeguard the area’s natural heritage by promoting sustainable use of natural resources, in collaboration with Kenya Wildlife Service, Fisheries Department, Forestry Department, district officials, local communities and the private sector.  

At the outset, it was believed that the Reserves were in “near-pristine” condition and that their integrity could be maintained with little investment. This expectation turned out to be optimistic.  Because of limited resources and the prevailing security situation, after a wider baseline study WWF concentrated on Kiunga. Since then, WWF has invested over 1 million USD in KMNR, but Dodori-Boni has been neglected.

Nevertheless, the project has made significant advances in its first two phases. It has established an operational field base and field stations in KMNR, built a firm working relationship with KWS and other partners. 

Extensive data collection and sensitisation work has been done, and this has been the foundation of planning the steps towards collaborative management. The concept has been introduced at the grass-roots level in the form of village-based resource-user groups.

A.9 Next steps in Dodori-Boni 

In 2000 the project was evaluated and a new purpose developed:

“to make a significant contribution to collaborative efforts for the sustainable conservation of the reserves’ habitats and adjacent areas, and of their biodiversity – as species, communities and ecological processes – so that their productivity can benefit local livelihoods and more distant communities forever”

The security and logistic factors that formerly prevented work in Dodori-Boni no longer apply, but management is still hindered by the lack of a planning structure in which to plan conservation and development of the Reserve. 

Support is required to enable the project to undertake management planning, institution of co-management and development of tourism in the Reserves. 

Integrating conservation and development of Dodori-Boni with the more advanced programme underway in Kiunga will start progress towards the ecosystem-level approach that was originally envisaged. 

The next section provides a justification for WWF intervention in Dodori-Boni – essentially this is unchanged since the inception of the project, except that there is now a heightened sense of urgency because the conditions that favour resumption of project activity in Dodori-Boni also favour acceleration of speculative development and encroachment of the Reserves in the continuing absence of management.

Project Justification

A.10 Conservation value

Dodori-Boni protects habitats and species of special concern – coastal forests, mangroves, elephants, hirola, endangered predators and endemic plants. Very little baseline information exists on the area and the conservation issues are known in only general terms. 

In terms of zoogeography, this is the last scientifically unexplored part of Kenya. The habitat is in good condition over large areas and represents a junction of the Somalian and East African flora and fauna. Many species are at the limits of their ranges and there is likely to be increased endemism as a result.

 In the years before State-sponsored poaching,  Somali insurgencies and droughts estimates of elephant numbers reached 30,000. These animals probably ranged through the landscape between Tsavo/Galana and the coast, and north to Somalia.  Currently there are thought to be just a few hundred elephants in the Boni-Dodori system. Effective protection of this area would encourage their recovery.

A.11 Threats

The Reserve complex is largely intact, but subject to increasing threats. There has been an expansion of agricultural activity and settlement, which if continued may dislocate the ecological links between the Reserves. 

Illegal logging, charcoal production, unsustainable fishing, poaching and wild fires caused by honey hunters and cultivators clearing land are additional problems, but of uncertain magnitude. KWS views Dodori-Boni as a priority for further development, and experience shows that once a KWS presence is established, those engaged in illegal activities will move on. 

The failure of the Reserves to generate benefits for the local economy has encouraged calls for degazettement and provided a basis for divisive politicking by individuals who espouse a hostile attitude to conservation to advance their personal agendas at the expense of the community.

Development of successful co-management will refute the arguments of the anti-Reserve lobby and secure improvements in the quality of life and economic prospects of the Boni, the people who are most dependent on the Reserves and who have most to lose by their degradation.

A.12 The need for plans for the Dodori-Boni landscape

The lack of plans and development guidelines for the Reserves compromises their performance as income-earning conservation areas Management is confined to matters of security. Tourism is permitted but not promoted, and subject to no limits, regulations or zoning.

The size and boundaries of the Reserves appear arbitrary and there is no published justification for them. As part of the planning process, surveys must be undertaken to establish the distribution and importance of its ecological and biodiversity values. These surveys may provide justification for both redefinition of Dodori’s and Boni’s boundaries and designation of sites of special conservation interest.

Planning should take into account not only the Reserves but land use in the surrounding landscape. This should be informed by a land use potential assessment, which would permit higher potential land to be zoned for agriculture and settlement.

Marginal land could be left to serve as corridors between the protected areas. Additional categories could be zoned as low-impact gathering areas and wild lands, areas of scenic beauty and historical interest.
KWS has been involved in assisting local communities with rational expansion of cultivation and local government officers have expressed their concern that development in the area is carefully planned and sensitively executed. 

An up to date “nested hierarchy” of plans at landscape (land use), Reserve (General Management), Reserve (Operations) and enterprise (ecotourism) scales is necessary to coordinate management and development of the area.

The aim is to set out the conservation and development targets for the Reserves and a strategy by which co-management can achieve these (General Management Plan). The General Management Plan will reflect the wider context of what is happening in the surrounding landscape (Landscape Plan). 

The General Management Plan presents a co-management strategy for achievement of the long term purpose of the Reserves. But it will not offer detailed prescriptions as to how interventions should be carried out. 

Ecotourism development will therefore be an opportunity identified in the GMP, but if the CMB wishes to exploit the opportunity it should do it according to a further plan. Similarly if other opportunities are identified,  e.g. very limited commercial hardwood extraction, or even trophy or recreational hunting, these must be implemented on the basis of plans.

Successive planning efforts will be less costly than one-off planning exercises, since each plan in the sequence facilitates the production of the next.

Collection of the information for planning will have spin-off benefits. For instance, the WWF Eastern African Coastal Forests Ecoregion programme has emphasised the need for area-specific plans in priority areas such as Dodori-Boni-Lunghi. Such plans could easily be produced from information generated during the land use and reserve planning work proposed as part of this programme.

A.13 Interdependence of local livelihoods and environment

The Biosphere Reserve concept of landscape planning represents protected areas as components of landscapes in which people live and which are zoned for a variety of purposes, enabling strict protection, conservation, research and monitoring, sustainable harvesting and economic development to proceed in harmony. 

The strong relationship between the people’s livelihoods and the environment in Kiunga-Dodori prompted UNESCO’s Man and the Biosphere programme in 1980 to propose establishment of a 60,000 ha Biosphere Reserve. No follow-up appears to have been made, but the fact of nomination indicates the potential for integrating conservation and development at the landscape level, and involving local people in planning and managing the protected areas. 

WWF’s Eastern African Coastal Forests Ecoregion programme has in its National Action Plan for Kenya stressed that development of Participatory Forest Management must be a high priority. The Boni community has strong interests in Dodori-Boni as a source of water, fuel wood, food plants, honey, medicinal plants, fibre, building materials, household utensils and other useful resources. Further significance attaches to cultural sites in the Reserve.

Management planning for the Reserves will involve mapping of resource use zones with local experts. Options will be examined for zoning gathering areas or multiple use zones to be used and managed on a sustainable basis by local people. This will provide an avenue through which local people can be mobilised to participate in management of the forest and other resources. Participatory Forest Management is a form of co-management that can be integrated within the ambit of the Dodori-Boni Co-Management Board.

Maintaining the link between environment and livelihood means sustained access to traditional resources, more popular participation in planning and access to new employment and income-generating opportunities; all of which will improve people’s quality of life.

A.14 High potential for ecotourism

Ecotourism is scarcely developed and not undertaken on any organized basis.  Dodori-Boni has potential equal to or greater than that of Kiunga, where the financial performance of existing ventures suggests that excellent profits can be made through carefully planned and sensitively managed enterprises. 

Dodori-Boni offers spectacular campsites and wildlife viewing opportunities. The best-known part of the area is the open grasslands along the Dodori Creek and the Dodori River Valley, which offer appealing scenery. Fly camps are occasionally set up in this area and there is potential to install semi-permanent camps.

It is vital that ecotourism is planned to emphasise the wilderness character of Dodori-Boni. Existing operations in the area have demonstrated the e stated their preference for a restrained approach relying on high-cost, low-impact tourism, developed under a careful plan. Local private sector operators are in accord with the principle of low-volume, high-cost tourism for this unique wilderness. The success of the approach in areas such as the Okavango Delta in Botswana confirms the desirability of this option.

The Boni people have profound ties to the landscape and an ancient culture that is extremely rich in terms of ecological lore, ethnobotany, bushcraft and survival strategies. Their traditional ornaments, utensils and instruments, manufactured from natural materials, are beautiful. Clearly, involvement of the Boni could provide a unique cultural dimension to enrich visitors’ experience of the area, and add to the attractions of Dodori-Boni as a special destination, but this must be planned sensitively and done in a way that gives the Boni full discretion over the interaction.

Active integration of local people in ecotourism, generation of alternative livelihood opportunities and a flow of benefits to the local economy will reduce calls for land in the Reserves to be made available for agriculture and settlement. 

Dodori-Boni is being accorded high priority by KWS in recognition of its biological values and its potential to diversify tourism in Lamu District. 
Ecotourism will similarly meet with support from Lamu County Council, on whose behalf KWS manages the Reserves, but which has so far seen no revenue from Dodori-Boni.

A.15 Integrating co-management of Dodori-Boni and Kiunga

Since 1996 WWF has been advocating integration of conservation in these areas, but for various reasons it has been unable to act. The 2000 evaluation of Project Phases I and II recommended that: “WWF must devote attention to a wider geographical area and develop the institutional context within which it is working”, and went on to suggest that: “There is reason to think that with a co-ordinated approach between WWF and KWS it would be feasible to start work in DNR soon”.

Work in Dodori-Boni will proceed in parallel, but some way behind, development of co-management in Kiunga, where the project also intends to formalise a Co-Management Board to implement a Co-Management Programme, including ventures in ecotourism.

Once co-management of a limited number of activities has been tested and proven viable in Kiunga,  its CMB’s role can be expanded to encompass all appropriate aspects of planning and management in the Reserves. 

A similar evolution is envisaged for the Dodori-Boni CMB. Ultimately it could assume responsibility for guiding the development and management of Lunghi. The CMBs will progressively work more closely together, allowing landscape-level coordination of development in the coastal zone. 

A.16 Improved operational capacity for KWS in the Reserves

KWS has limited capacity to operate effectively as part of a co-management team because of financial limitations. Private sector involvement in the CMB will eventually provide a revenue stream to support management activities, but substantial start-up  investment will be required to establish an effective KWS presence in the Reserves. 

Fully-equipped outposts will be established in the Reserves to support KWS operations in law enforcement and security. If possible these should be located near the edges of the Reserves and designed in a sensitive manner to avoid conflicting with the wilderness ambience of the area. Ranger patrols operating from these outposts should use fly camps in the Reserve interior. Communications, water and power installations and a vehicle will be required at the outposts.

The Reserves will also require access improvement with roads, tracks and airstrips. Some of the boundary alignments are unmarked or incompletely marked: all should be demarcated with graded cutlines.

The initial capital investment in these facilities should be routed through the CMB. The availability of improved access and enforcement services should be reflected in the concession fees levied on private operators in tourism and other ventures in the Reserves, and the CMB should aim to recover these costs over a five to ten year term.

Similarly, to maximise the financial sustainability of the investment in KWS the CMB should develop a plan that will enable it to continue to subsidise KWS operations (e.g. in the cases of extra ranger work such as monitoring, extra officer time in the field on special duties, and maintenance of installations and plant).

The sustainability plan should be formalised through a Memorandum of Understanding between the CMB and KWS setting out the level and form of ongoing support to be provided through the CMB and the reciprocal contributions that will be forthcoming from KWS, such as enforcement, monitoring, Problem Animal Control, Elephant Programme inputs, etc.

B. Aim

The aim is effective management of the Dodori-Boni-Kiunga ecosystem.

C. Results

Results needed to move towards the project aim are:

1. Co-Management Board (CMB) for DNR 

2. Landscape assessment for Dodori-Kiunga

3. General management plan for DNR

4. Improved operational capacity for KWS

5. Annual operational management plan for DNR

6. Ecotourism development plan for DNR

7. Ecotourism joint venture/s initiated
Implementation

C.1 Process

This is an inclusive, participatory, results-based approach - we know from experience that this is the most pragmatic way. Delivery of each result implies completion of a sequence of steps. 

By necessity the approach for Dodori-Boni involves a lot of planning activity. This is essential to establish an appropriate framework for implementation. Because the plans form a hierarchy, each facilitates achievement of the next, streamlining the planning process. 

CMB commitment to the planning process is maintained by intensive consultation, especially in the production of the General Management Plan and Annual Operational Plans, and by the prospect of eventual CMB involvement in management of lucrative eco-tourism enterprises.

The Implementation Schedule & Budget in Section G. indicates timings and shows the actors responsible for implementation.

C.2 Results

Result 1: Creation of an effective Co-Management Board (CMB)

· Agreement on constitution and membership

· Development of Mission and Objectives

· Development of internal CMB procedural operations

· Development of CMB external relations – links with partners, District 

· Development of CMB financial instrument  (e.g. a Trust Fund)

Result 2: Landscape Assessment for Dodori-Boni-Kiunga 

The Landscape Assessment is a landscape-level survey and planning exercise, focused on land use and development around Dodori-Boni. 

The objective is to collect information about current and projected land use distribution and to develop a landscape zoning that makes the optimal use of productive agricultural land but maintains ecological connections between the protected areas via corridors through land that is either marginal for agriculture or already designated for other uses.

The assessment will be informed by community consultations and participatory farmer research. Its recommendations will feed into the General Management Plan for each Reserve and serve as a guide for the Co-Management Board.

Comprehensive and formal planning at this level is the responsibility of cross-sectoral and interministerial bodies and would be beyond the scope of this project.  

The results of the landscape assessment will be made available to the relevant authorities for information. It could be used in support of lobbying for gazettement of key areas, boundary changes, etc., and as a stimulus for regional level land use planning by government. The assessment will consider the following:

· Regional Setting

· Land Use

· Demographics

· Infrastructure


· Resource Base

· Policy & Planning Environment

· Institutional Environment

· Legalities and Resource Tenure

· Developments in Prospect 

· Land Use Potential Assessment

· Land Use Zoning Recommendations

· Structures for administration

The Landscape Assessment will establish the regional setting in which management will take place. It will also form a useful baseline against which future changes in land use can be assessed.

Result 3: General Management Plans for DNR and BFNR

The General Management Plan will set out the purpose for each Reserve and present the management strategies that will be applied to deal with conservation and development challenges and opportunities. 

The General Management Plan will refer to a ten-year timescale and be developed through consideration and definition by the CMB of:

· Regional Setting (Ref. Landscape Assessment)

· Purpose

· Policy & Planning Environment

· Management Issues and Concerns

· Boundaries

· Natural resources management

· Community issues

· Visitor management

· Institutional links

· Operations and management

· Research and monitoring

· Objectives

· Resource base

· Exceptional resources

· Management planning process

· Management zoning

· Management Zone Actions

· Operational requirements

· Research and Monitoring

· Environmental Impact Assessment

· Co-Management Strategy

The Co-Management Strategy states the methods by which the CMB will address implementation of the Management Zone Actions for each Reserve. Since the CMB is an embryonic body, this section of the GMP will be reviewed annually as its  capacity evolves. Amendments or expansions to the Co-Management Strategy will be maintained as a continually updated CMS Annex to the GMP.

Result 4: Improved operating capacity for KWS

Improving KWS ability to support co-management will require:

· Outposts, with communications, water, power

· Roads and tracks

· Boundary demarcation

· Airstrips

· Vehicles

· Maps and supporting plans

· Sustainability plan agreed with CMB and formalised in MOU

Result 5: Annual operational plans for CMB partners

Most CMB partners will have their own annual operational programmes. These must be coordinated to assure united action and progress on co-management.

The Operational Plans will be developed with specific reference to the Co-Management  Strategy (or CMS Annex, as appropriate)  in the GMP.

Result 6: Ecotourism development plan for Dodori-Boni

This plan will provide guidance for the CMB in implementation of ecotourism. It will provide an extra layer of detail, good practice guidelines and technical specification to augment the broader zoning and management action recommendations in the General Management Plans:

· Resource Base

· Sensitive Sites and Aspects (Ref. GMP)

· Policy & Planning Environment

· Legalities and Resource Tenure - Special Dispensations

· Ecotourism Objectives and Strategy

· Visitor Carrying Capacities

· Site Selection

· Site Development Specifications

· Ecotourism Activity Zoning

· Co-Management of Ecotourism

· Structures for Administration

· Cultural Considerations

· Natural Resources Management

· Environmental Impact Assessment at Sites

Result 7: Ecotourism joint venture/s initiated
Initiation of ecotourism ventures will be coordinated by the CMB. To ensure that maximum economic potential is captured, a transparent competitive tender process should be followed. 

To ensure sustainability and environmental responsibility, the provisions of the Ecotourism Development Plan will be fully reflected in the Tender and Joint Venture Terms and Conditions, and carried through into stipulations in Joint Venture agreements, sub-leases or other contracts. Main steps in the process:

· Ecotourism business assessment for Dodori-Boni – opportunity, pricing, etc.

· Clarification of tenure situation; perhaps negotiation of special dispensations

· Definition of joint venture terms (shared equity, sub-lease or other arrangement, rentals and other fees, routing of payments, site tenure, rights, roles, responsibilities, contingency for disputes) 

· Definition of terms of competitive tender process (pre-qualification terms, proposal structure, selection process, etc.)

· Invitation to private sector operators to tender (Technical Management Plan, Financial Offer and Company Background)

· Evaluation of tender proposals and shortlisting of candidate companies

· Shortlisted companies present to the CMB and the community 

· Selection of Joint Venture Partner/s.

· Finalisation of Joint Venture Agreement

· Commencement of eco-tourism operations.

Supporting activities – information sharing and lobbying

The process of CMB development and initiation of the pilot Co-Management Programme will necessitate information sharing between the CMB and all levels of society, and especially the local resource users.

Once the Co-Management Programme is underway and delivering benefits, information flow should be more spontaneous. 

Since the approach we are propounding is intended to be replicated elsewhere, and because there is a need to counter anti-conservation political manoeuvring, it will be well-publicised in the local press and other media, making use of the WWF family.

As well as raising general awareness, the publicity will assist CMB lobbying on high level issues. Lobbying and advocacy will probably be necessary to get progress on the following:

· Confirmation by high-level action that Dodori-Boni is a national priority

· Intervention to proscribe land grabbing and speculation

· Clarification of the tenure status of resources

· Agreements on KWS and FoD co-operation 

· Gazettement of Lunghi Forest Reserve

· Possible boundary adjustments or corridor gazettements to secure connectivity between Dodori and Kiunga and Dodori and Boni

· Clarification of the implications of resettlement schemes in the area

It will take time to achieve progress on these high-level issues.  To avoid excessive delays, where necessary lobbying efforts should be directed to securing special dispensations from Government in recognition of the urgency behind the innovative and promising approach being piloted. 

G. Implementation Schedule & Budget – 18 months

Please see the following pages for a budget overview.
�








� Similar to the nx!oresi system of the Ju’hoansi in the Kalahari


�  Murray-Watson: “Livestock, Wildlife, Land Use and Land Potential” (date not available)
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