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PREAMBLE

From 9 until 27 August, 1998. on behalf of the Royal Netherlands Embassy. an External Review was
_ eped ot af thaNationad Woatland Maopooouto g =

The Review Mission spent a total of 6 days in the districts of Paliisa, Masaka and Kabale. In addition
to interviewing a large number of government officials (Government agencies and District officials),

regresentatives of NﬁOs and staff of danar-fiunded nraig a Aficad ¥ i’ - — %_r
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SUMMARY

An External Review Mission was carried out to review the achievements of the National Wetlands
Conservation and Management Programme (NWCMP) over the period 1992 - 1998, The Mission
concludes that significant and measurable progress has been made with the implementation of the
programme. Substantial progress has been achieved vis-a-vis building up institutional capacity at
national. district and community level. and gaining broad-based support for various programme
activities. The NWCMP has implemented a large number of jnitigtives tq strenothen the nneratinne Af
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1 INTRODUCTION
1.1 Backg round
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activities. Th.e programme aimed at developing a model wetlands programme for appiication

I

Py

Phase Il was intended to build on the achievements of Phase I and to continue most of the original
activities. However more emphasis was to be placed on training district officials, on activities at

district level and on applied research to refine the Policy guidelines. Phase II Jasted four vears and
ended in Tune 1996 Fundine far a nhaca 111 aae canirad frnm tha Dasie LA load g 1—r
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2 APPROACH FOLLOWED BY REVIEW MISSION
2.1 Briefing, Fact-finding Discussions and Wrap-up Meeting

Evaluating progress and achievements of ongoing projects require adopting a careful balance of time
allocation to various important review activities. Sufficient time has to be set for meetines. and

i T — N - —,
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Mission resulted in the approval for a Phase I11. In addition tha tanm avaminad wavinsm emioic - - B

The Review Mission undertook two rounds of inspection visits of project activities. to discuss and
review the achievements of the programme from a communi 2rspective Tha iarcmeians .

e




PR i

specifically into the period March 1995 (when the NWCMP was last reviewed). and to date. As
regard the period 1992 - 1995 the Mission has examined the general approach and its adequacy oniy.
and has not reviewed various outputs or activities in any detail.

The Review Mission has used the evaluation criteria as proposed in the ToR. The key

issues which
the Mission addressed are summarised helow:

I. to what extent has the project resuited in conservation and the sustainable management of
Uganda’s wetlands

2. to what extent has the project enhanced Golj capacity to carry the National Wetlands Programme

without external support
. i
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Table 1 - Main concern expressed by 1995 review mission and recommendations for Phase III design

Principal concern

Level community involvement not taken up seriously

No gender specific activity launched

Research not sufficiently contributing to project objectives
No management tools for sustainable use developed
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I\ oR. This chaoter first reviews revi vino the wQ[k u talian arie & woin ctucmoeleesio .
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]
reaching and involving various targets groups: the NWCMP structure and organisation and the |
available Monitoring and Evaluation systems in place. Then follow a number of chapters reviewing I
major project issues. Chapter 5 reviews the institutional aspects of the project and the project linkage
with varions soygmmentinstitntinns Chontr il 0ok g in o v i W A T e e
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3 OVERVIEW OF MAIN NWCMP ACTIVITIES
3.1 Introduction
The Uganda National Wetlands Programme (NWP) was launched by the Uganda Department of

Environmental Protection (DEP) in 1989, with technical assistance provided by IUCN and funding by
NORAD. The long-term goal of the NWP was to develop and implement 2 national policy for the

conservation and sustainable manag_gment of Utiraﬁia‘s wetlapde Tha nraarommp pog eusae o s
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Objective/Activity Achievement |
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+ methodologies for conservation and sustainable use of wet

disseminated
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lands developed, made operational and

awareness and knowledge of and support for wetlands conservation imnrovad at all lgual: in
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Tabie 4 shows the main activities undertaken during the first 2 year of Phase I1].

Table 4 - Summary of achievements by original stated outputs of Phase II[

- Output

Achievement

Instinttional and administrative
structures strengthened

Wetland Inspection Division is being established which will be staffed by 5
govermnment staff

Provisions made in 1998/1999 Stafa Develop, t and Recnrrant hardear
_ ———— 2O 1777 UG LVEIODINENL AnA Recnrrant bardoae b ¢
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4 APPRECIATION OF ACHIEVEMENTS

4.1 Achievements at Reaching and Involving the Target Groups

The Programme was designed to benefit wetland stakeholders, indirectly through su ort to
L g Y gh supp
—ZPVernment gt pational and distriet levete and dirsotly thranah crnmark n Taaal amemeno o ©on s ,
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of disciplines as most staff members were biologists. The positions of [UCN TA and Co-ordinator
remained. To overcome these constraints, the implementation of some of NWCMP components
continued to be assigned to some of the staff in the Department of Environmental Protection.

The staffing size dramatically changed in Phase III. The Programme currently has 14 technical staff
and nine support staff, including the Programme Administrator (PA), and an Assistant. Of the 14




e aw o

make the programme sustainable because of low staffing, poor placement in the organisation
structure, and poor visibility to the public. A structure of this size cannot have the capacity to absorb a
nation-wide programme. It is therefore going to require very serious re-orientation, particuiarly with
regard to institutional collaboration and partnerships to make the programme sustainahle. At the same
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4.4.6 Linkages and integration between the awareness and training component of
the NWCMP and other components of the NWCMP

There is a need for improved co-ordination between the Awareness and Training and the Resource

Assessment sections, as both carry out the training programmes. The formed section has recently not
been involved, with staff spending most of their time at the programme office in Kampala.

4.4.7 Effectiveness of the education and awareness components

The Mission is generally satisfied with the level of education and awareness activities carried out by

the programme. The Awareness and Training Section produces a large vanety of booklets posters,

mi‘npﬂ,q,r vambhuiror podendic e A, 2 r i
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" last two years, which resuited in increased awareness at all levels. important miiestones are shown in
“Table 5. National newspaper pay more attention to wetlands issues as witnessed by the increased
number of articles. However, it should be noted that newspapers also continue to depict wetlands as
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this, the programme has embarked on the training of District Councillors at various levels in wetland
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diversity of current and potentially conflicting uses and users; and (v) readiness on the part of district
authorities and local communities to support development of the chosen site.

The Mission is surprised to note that the feasibility of the initiative (i.e. whether the activity would
t’,.,-_i T ey A i ) &~ —v— Tk

-
& , ]

criteria. It would be crucial for the project to show that sustainable use is a viable option in areas
which are need of protection.

The main focus at the project sites were tree planting in Limoto (Pallisa District). fish farming
in Kitanga (Kabale District) and craft making Kyojja (Masaka District).

i) Kyojja project site
£ e Yol
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The programme opted to provide support for fish farming (tilapia and mirror carp), building upon the
work of the Catholic Parish Mission. and the Fisheries Department who have supported the Kitanga
communities since 1950s.

The programme provided the community with training, provision of material and fry and the
rehabilitation of the fishponds. So far some USh 30 miilion has been spent (US$ 25.000). Registration of
an association (Community Based Organisation) is underway and a constitution has been drafted in July
1998. Curcently the group has 22 members who are required to work every Thursday on pond
maintenance. while twice weekly they will need to bring fish feed to the pond.. Fish are fed a number
-of agricultural produce from the farming system such as rice bran, broken rice and rice straw. Other

e B D e e




Draft Final Report, 27-08-98 25

i) Limoto project site
The programme started in 1993 with site activities in Pallisa district. A socio-economic survey was
carried out in October 1994, executed by a local NGO PACODET. The survey estabhshed a number of

elonment antione which tha communnity avieaccad ac hainae o f fe——amtamas TL ... *
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The Mission is aware that programme activities at these sites which are far apart in distance, has
major logistical and managerial consequences. The Mission is, however of the opinion. that it “ould

h Xcl&een hettar if the nrnorammea n.rgnlfl l'm-m LrY P e i': I: Tedemrninz =
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wise-use concepts which can be derived from the indigenous cultural practices that may be promoting
conservation and sustainabie use criteria.

The programme’s weakness is mainly in fack of provision of alternative activities in communities
where the wise use concept should have been promoted. This is mainly due to the time lapse which
the programme had to undertake in designing studies and other data gathering techniques and test in
order to develop the wise use methodologies. Although data and information gathered is a route to
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* training community leaders and involving them in sensitisation of the community members on the
uses of wetiands and the need to preserve them

. dxstrlct staff couid leam from the community members on the tmdltlonal roles of funcnons
pepiey oo reeantees-nsers _takine intn enncidaratian the Aiffavans salan anaieaad en poae

|

fish harvesting.
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5 PROJECT'S INTERACTION AND CO-OPERATION WITH GOVERNMENT
- AGENCIES AND IMC MEMBERS

5.1 Review of the linkages and integration between the various Programme
components and activities, and participating institutions

The programme has established linkages and integration in various ways. Firstly, the Inter-Ministerial
Committee has been used as a forum to inform the various departments of what the programme is

gy g " "‘ -
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the Uganda investment Authority and Kampala City Council. Local governments. wetlands user
groups, and NGOs are not represented either.

Much contrary to the required representatives from various institutions in Annex | 1, a review of the
minutes of attendance of IMC members has disclosed that the representatives delegated the
attendance to their junior staff, This was true of the Commissioners for F isheries, Forestry, Water
Resources Management, and from the Ministry Gender and Community Development, MUIENR, and

UWA. This may perhaps not-reflect lack of commitment on the part of these institutions to wetlands.
s - £ A
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ol

the IMC has called for clarification of the ownership rights of wetlands. Most importantly, IMC
member institutions have jointly collaborated for on-ground activities. The weaknesses the Mission
found was failure to follow-up policy recommendations, vertical linkages, and integration with

Do e premine oot hi il s (i, L PR - '
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staff have started developing the capacity of district staff in such activities as inventory
assessment, and making wetlands action plans

Whereas all these achievements have been made in relatively a short time, the Mission recognises that

| R L | ]
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6.1 Creation of environmental awareness
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" agenc:es such as the Asian Development Bank (ADB} and World Ban . "h-les institutions often j
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6.2.6 District inventories

During NWCMP Phase 1 and I1] compllatlon of district based wetland inventories have been carried
ta_ﬂ‘!ontvﬁ! tha bianhcmioal -3 oo

P
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review mission was sceptical about the value of some of the research

programmes undertaken during
Phase .
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7 GENDER ASPECTS

7.1 Participation of men and women in NWCMP

The programme has shifted focus from the community to resource-users, and there is now a tendency to
put emphasis on women and men's accessibility to wetland resources. This is a positive consideration.
However, the programme should also focus the gender relations within the power differentials men and
women have within the household.

Participation of men and women in wetland conservation and management has aiso been focused on by
the programme through encouraging them to form groups and management committees. Within the
community and resource-user groups formed, the NWCMP has worked in accordance with the National

Gender Policy to promote gender-equity through applying affirmative action in specific bye-laws, and
ensuring participation of women.

Unfortunately, in most cases women are inc{uded iust ta encure renracantatian thranmhmmmbne? Lo
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h 8 EFFECTIVENESS OF NWCMP APPROACH AND ACTIVITIES
8.1 Evolution of programme activities from Phase I - Phase I11
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implementation strategies and would advise the team to remain alert to allow reorientation of
approach if needed.

8.2 Programme Efficacy to Address Wetland Degradation

The programme will need to address the issue of wetland degradation and arrest further stress on the
natural resource base in critical wetiands. Wetland degyadation throughout Uganda throneh emali.
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2. Phase I activities have shown that community mobilisatj

4
d—

I.i.

—




Draft Final Report, 27-08-98

comaiticand bt apamms Laplad o T T TL. a2t ¢ A= =
" 19 el
= 3 — 1
[

a5







Draft Final Report, 27-08-98 46

Table 10 - Chronology of short term inputs, intended goals and realised outputs by [UCN EARO and
HQ staff

| Staft I Input 1997 input 1998 1o Total scheduled inputs | Realised inouts (davs) |
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concepts of wise use and the coliaborative management are being used. The Mission is critical that
i the experiences thus far gained with project sites as developed during Phase 1l and III are far from
being successful and have left the communities empty-handed. Whiist it would have been better to

abandon the site activities long time g0 as soon as it appeared that these activities were not feasible.
T PRV R L SR .
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M 10 MAIN CONCLUSIONS
The aﬁﬂvrm_cm of tM@FﬁE‘P}W@mwa — et
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The Mission considers these reasons to be real, but at the same time it is of the opinion that the
programme and the iCN should have been more determined to hold dialogue with senior policy
levels of government to resolve the institutional dilemma of the programme.

Some delays of implementing programme activities couid be contributed to the long period of
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-
tn areas such as managerial skills, or recruiting of a Deputy Project Manager, in case in-house l/
capabilities do not meet the minimum requirements.
_ The-34. |-
i E L ‘ ..-

' 2
[ N i
) n
J
aom e e
4
Y v 2 m—
Y .
1
g _
kI8 Y {
- |
a i




Draft Final Report, 27-08-98 52

* Veerplal P ekaaodopnavin e oy rasat e

—
—
-
————————————————————————

* sites activities, except the recent work on Lake Nabugabo, not focused at wetland areas of
international importance {(as recommended by the 1995 Review Mission)

» the programme lacks mechanisms for ensuring that the activities being implemented can be easily
replicated elsewhere in other communities or for different resource users

The Mission is aware that programme activities at these sites which are far apart in distance, has
major logistical and managerial consequences for the programme team. The Mission i is, however of
the opinion, that it would have been better if the programme wouid have made the decision in

! ’ July1997, when the new advisors were fielded, desplte the long history of support for these
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13)  [UCN managerial capacities

The Mission observed weaknesses in the leadership and supervisory role of IUCN Eastern Africa
Office (EARO). It seems that [UCN, as the contractor for the NWCMP, appears not willing to
compromise its relationship with the GolJ, which is one of its member mstltut:ons 1n lssues such as
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1) Institutional set-up

The programme has had shortcomings on technical backstopping, leadership and a clear vision for
‘sustainable use of wetlands, including conflict resolution 2{ @gi_g}lgs_._'[hg mizcinm ic nf tha srine..
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4) Programme co-ordination

/_/ Programme co-ordination and steermg mechamsms should be revused to remove conflicting roles

rﬂnnrv tha m ﬁof u_li e
1 o 1 -

3

L
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4.1)  Programme Co-ordination and Implementation Committee

. The functions of this committee should be:

trenenra nnotoaffantivie inetitatignal aatleboaio £ - f . - .
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District administrative officials and counciliors are key stakeholders in ensuring acceptable and
transparent programmes and budgeting at district level. However, their time constraints and
geographical lay out of counties and sub-counties hinder their fulfilment of obligations to transfer
tnformation and skills to communities. The Review Team recommends that skills training and
awareness creation should involve resource-users, community representatives and representatives of L/
the councillors in the district (all levels). There is need for the programme to strengthen and make use
of the Environment officers, Production and Environment Committees and relevant other District
Technical Committees in ensuring that wetlands conservation and management become one of the
. priority issues within District Action Plans and be given adequate financial and human resources,

The programme should take into consideration the implications of interventions on:
* the structure and allocation of work for men, women and youngsters in wetland conservation and

management and be aware of what identity meaning and value men and women attach to the /
resources from the wetlands.
In addition it shouid be cognisant of the indigenous symbolic attachments men and women may

have due to the different uses and values of wetlands and what it means for them to conserve and
- manage the wetlands sustainably.

6)  IUCN

IUCN EARO and HQ staff shouid be more proactive in providing technical assistance and assuring

linkage with other regional wetland programmes, to assure that institutional knowledge on wetiand
management and

community participation is fully used. As part of the 1999 Annuau\/g;’k.ﬂan._ﬁ JON__ /
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JOINT EXTERNAL REVIEW MISSION (August 1998)

TERMS OF REFERENCE

1. Introduction:

'rhc Ugﬂ'lda Naliﬁnaf_“iﬁtlnndg Cnnreriniies o 13




2. Review Team

A Team comprising of three members with relevant technical and practical specialisation as
follows will undertake the review of the National Wetlands Conservation and Management
Programme:

®  International Wetlands management expert (Team leader): with strong
analytical skills, background in natural sciences. experience in natural resources
management and project management.

®  Community/Rural Development Specialist in relation to natural resources
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®  intepration of the various Wetlands Programme components at all levels to ensure
that they contribute optimally to achieving the overall programme goals and
objectives.

®  institutional framewurks of the Programme in light of recent institutiona}
: arrangements (changes from NEMA w MNR in Oczobex 1997) and associated

Yy (t}r AL 1o rmertisidianal mamndatoam e d ol ey

4

1. Assess approach and activities of the NWCMP with respect to environmental, f' nancial
2nd mstlmuonal sustainability.




approaches/methodotogy, involvement of District staff and the application of the i tnventory

repoyls ior_ﬂlwiﬂ;lnds (A\cton Plans and thair intsoratinn inta District Nevalonmans
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- 6) Review the impiementation of the Government of Uganda obligations to the Ramsar

convention and use of such activity o plan for Wetlands management,
7} Review the linkages and integration between the awareness and training component of the |
NWCMP and other components of the NWCMP. In addition. assess the effectiveness of |
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L Production and dissemination of education and awareness materials

+. lwrﬂ_mﬁw PR A SR

. "F-‘w—-__




@aciw hiildineg five camimonity hacsd manonsmeetasd 10i0e e o reaal
WE

) a S WP
rﬁ‘j ' : 5

&

:
L

’ . :

L

1

-

i
—
I —

4
gy
. ' ;

]

¢ Village level awareness aciivities

D: lnstitutional roles and responsibilities

2. Assess roles and responsibilities of key institutional partners: [UCN (Regional and
Country Offices, Technical Advisors), Minisiry of Lands. Water and Environment
{formerly MNR) (Project Staff, Implementation mechanisms and facilitation).
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Appendix 2

List of people consulted







GOVERNMENT OFFICIALS MET

Name * Designation Department
KAMPALA OFFICES

Mr A. Awor Consuitant MTAC ‘
Mr A. Mugisha Deputy Executive Director UWA
Mr. Katreebe : Senior Administrative Officer MOLG |
Mr. F. Kansiime B IMC Representative MUIENR
Mrs. [. Kigonya Senior Women in Dev.Officer MGLCA
Mr. J. Anywar - Legal Officer UWA
Mr. 1. Kahule-Sewali - Commissioner, Agriculture MAAIF
Mr. J. Okonga Hydrologist MLWE
Mr.J.Kavuma Consultant B Semwanga Centre

- Mr. M. Odwendo Aid Coordinator MOLG
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Bwanika Godfrey
Abbas Bwogi Kasozi
R.L. Ssentamu

~ Tapnista Mhabaoi

ACAO
District Planner
Chief DHG Env. Gender
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District Planning Unit

Rwaributnare Donat
Patrick R. Musiime
Kyomuhangi Eddie
Sunday Mutabazi

Dist. Fisheries Officer
Dist. Forestry Officer
Gender Deopt. Officer
P[g_d_ugt-ion & Marketino




Nabukeera Nuliat

Nassoio Joyce

Nantale Aisa (Hajat)
Nakagwa Rose

Nakawala Jowelia (Hajati)
Nampanga Mary Francis
Nakuya Jane

Nzkvondwa Jane
Namutebi Solomy N
Mrs Sseremba Margaret
Namata Hamiat

Mrs Muleto Rose B -
Mrs Walusimbi Magadalene “
Namugga Josephine . “
Namuyombya Rose “
Namaganda Annet *
- Ndibalekera Mary : s - B
~ - NjalaMoses ~ : Member Cmc
i Kiganda Herbert Member~

Sserubidde Gerald ' T -

|

1

- . Bukenya Sam ) *

: : KITANGA PEMONSTRATION SITE

Kamugyeregyere Dezi Chairperson :
) s S -

Biryatwita Fideli - Secretary

Mpirirwe Jackson Member 7 —
_Tibanyendera Reokadia “

“Gaveeba Victor - *

Beyaka Christopher - “

Bampabura Sarapio *

Tumuheirwe Faratisma "

Bagwowabo Alikangiro t
Barisigara Telesphoro o “
Tumusiime Geladine *
Parish Priest — Kitanga *
Miss Turyamureeba Adeodanta “
Kashillingi Alikadi “
Mrs Ndabweine Mary
Tibeingana Jane *
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Appendix 3










Friday Morning | ¢ Travel to Pallisa District O Collaboration with Paliisa District
August 14 ¢ Pallisa District officials
Afternoon | ¢ Visit Limoto Wetland Association Project Site NWP community activities
¢ Discussion with extension workers District O NWP policy/activities towards rice
¢ Visit to rice farmers Field cultivation
¢ Travelto Lira Kampala
Saturday Morning | ¢ Meeting with NWCMP staff Review staff performance
August 15
Sunday Morning | ¢ Report writing Hotel
August 16
_ Afternoon | ¢+ Travel to Masaka NWP Ramsar activities
¢ Visit Lake Nabugabo Brovad H
Monday Morning | ¢ Meeting Masaka District Officials District O Collaboration with Masaka District
August 17
Afternoon | ¢ Discussion with Project Site Coordinator Masaka NWP local presence
+ Visit Nabajuzzi wetland Waterworks NWP collaboration with NWSC
¢ Visit LC3 Kisekka sub-county Kyojia NWP collaboration with LCs
¢+ Visit Kyojja Wetland Management Association Brovad H NWP community activities
Tuesday Morning | ¢ Attend wetlands schools festival Kisekka NWP schools programme
August 18
Afternoon | ¢ Travel to Kabale White H Inn
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Appendix 4

List of documents
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Appendix 5

FPhotographic summary
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Appendix 6

Organogram Wetlands Unit
within MNR
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Appendix 7

Organogram NEMA













Appendix 8

New Organogram Wetlands
Unit under MWLE
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Appendix 9

Staff positions







STAFF OF WETLANDS UNIT IN PHASE II
QFFICER QUALIFICATIONS POST NOTES
DEP Staff Commissicner of Environment Transferred
Mr. O Acere MSc (Zoo) /Programme Co-ordinator February 1984
.
: Mrs Jane Kavuma MSc (Agric.) Commissioner of Environment Appointed March
Programme Co-ordinator 1894
Mr. Paul Mafabi B.5c. (Bot; Zool) Senior Envire. Officer/
M.Sc. (Zool) Programme Manager
Dip. Ed.
Senior Environment Officer Resigned April 1996
Mr. J. Ecaat 8. Sc. (Zooh) (Fisheries)/ Head, Resourge and joined NEMA,
M. Sc. (Env. Sci) Management
Ms. Norah Namakambo B.Sc. (Geog) Senior Environment Officer
Dip. Education (Inventory GIS)/ Head, Resource
Assessment
g'g:’ DEP attached Environtment Officer (Awareness)
Mr. S, Nsingwire B. Sc. (Geography) Resigned October :
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Appendix 10

Membership of IMC
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Appendix 11

Institutional options
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Assessment of alternative scenarios for the

Annex 11
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Appendix 12

Overview of District
Wetlands Inventries













Appendix 13

Research agtivities
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NWP-research activities during Phase 2

Topic Researcher Year Published
The Wettand Soils of Uganda Aniku, J. 1996 NWP-TR
. i Hea metal contamina -O L ake Dennv. P. Bailev R QO¢ bdvsrirabimlmmie P8, A
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Appendix 14

Budget
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GIS ucN Tatal Year 2 Jan + Juna 88. Buoget Asvisag Se —_—
; kN L ol Year2 | Jan-Juns 98 Buager ot-Oec .
coes | copes | ACTitY Bescciriion Budoes TRugesr T 199 | 19ss

Budget Expenaiture _Balance _ Buaget 1998 1998
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