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This case illustrates how an SNRM project branches out to a new initiative that requires new partners and new financing arrangements, in this case a partnership between private businesses and the local community.

Background

This case study looks into a recent offshoot of the Danida-funded MEMA project in Tanzania. MEMA is a Swahili abbreviation for sustainable management of natural resources and protection of nature values. The project was initiated in 1999 and operates in the northern part of the Iringa region, a part of Tanzania’s central highlands extending from the northern tip of Lake Malawi to approximately 100 km south of Morogoro and Dodoma. MEMA facilitates the transfer of user rights and ownership of natural woodlands and forest reserves to local communities. As of 2002 the forests involved included the Nyang’oro Forest Reserve (118,000 hectares), Kitapilimwa Forest Reserve (3,699 hectares), and village forests surrounding the Kitapilimwa Forest Reserve (12,042 hectares). MEMA encourages the establishment of village natural resource committees in charge of the management of the forests, based in a management plan developed by the villagers and facilitated by MEMA.

Overall MEMA objectives include the following: 

(a) to develop, test, and implement replicable community-based forest management models for environmentally sustainable management of natural forests and woodlands in the pilot areas; (b) to support capacity development in natural forest, woodlands, and biodiversity resource management in Iringa District; and (c) to support the marketing of products from the resources handed over to the villages. Ownership and the ability to generate income are crucial to the partnership.

With MEMA financing and technical advice from the District Lands, Natural Resources and Environment Office and the national Forest and Beekeeping Division, villages in the project area have taken over the management of traditional commercial woodland products such as charcoal and fuelwood for tobacco and fish curing.

During a January 2002 mission to the MEMA project area a Danish consultant discussed with the local stakeholders the potential of the area to attract international ecotourism. Local and national partners were identified and the initial concept was developed. The Danish consultant followed up on the search for international partners and brought a group of full-paying guests to test the area. The test took place in September 2002. Encouraged by the positive results, the participants decided to establish an operation based on long-term business-to-business relations among three partners; the villagers (supported by the District Administration and MEMA); a locally based tour operating company, JGST (Jungle Giraffe Safari Tours ltd.); and a Danish travel agency, DJ (Dumas-Johansen Agricultural Tours). The three partners’ responsibilities are as follows:

• Villagers—Providing services and renting out rights to use their natural resources for hunting, fishing, camping, etc.

• JGST—Hospitality and organization of all activities in Tanzania such as agreements with villagers, logistics, and safety.

• DJ—Marketing in Europe and providing a professional guide to accompany the groups.

Financing arrangements

The January 2002 consultancy was financed by Danida through the MEMA project, as was the consultant who accompanied the test group in order to monitor the concept and evaluate the capacity and performance of JGST. MEMA has supported the villagers in their efforts to deliver services and JGST in its efforts to become a serious partner with the Danish travel agency. For all of this MEMA has invested about 150,000 DKK and quite a number of hours from expatriate staff and regional staff, all financed by Danida.

The unanimous conclusion from the pilot run was that the concept was appropriate but improvements were needed especially on the quality of the camp established on community land. Hence, it was decided to apply to Danida’s Private Sector Development Program for help with a start-up facility; 500,000 DKK was granted in January 2003. A Danish consultant will facilitate the handover of the concept, will act as a liaison between JGST and DJ, and will help with the marketing in Europe. The first tour was expected to take place in August 2003 on fully commercial terms, and there are good prospects that it will deliver substantial benefits to all three partners.

Project lessons

Through the ecotourism initiative a village natural resource committee has been established, and its capacity improved. Value has been added to local natural resources, which makes it more likely that they will not be overexploited and lose their ability to generate income—hence, nature protection has been improved. Through the Village Land Certification and Forest Management Agreements supported by MEMA, villagers are confident in their ownership of the natural resources and are more willing to participate in the tourism scheme. Jobs have been created resulting in substantial income. A plan for tourism will be developed based on an arrangement that includes maximum involvement of locals on a regional and especially village level. That means training people to be involved in hospitality, guiding, scouting, production of handicrafts, and other services. Purchase of local goods will take place whenever possible. The use of nature will be based on sustainability principles and there is no deliberate intention of introducing mass tourism.

The game shot by tourists will be consumed in the camp and surplus meat will be distributed to the villagers; quotas are calculated by the authorities and built into the village’s natural resource management plan. To a large extent this activity will replace poaching. Former village poachers have been hired as scouts.

Walking safaris in the area will have minimal impact on the woodlands except for the creation of a few primitive footpaths. The local fishers will organize fishing; hence, it will not hamper their opportunities, it will add to their income. The villages, according to what is allowed in the management plans, will provide firewood. The camp is built of local recyclable materials and the infrastructure will be built into the landscape. The camp is only planned to remain in service for four to seven years at the same location. Garbage, in cases where it cannot be decomposed locally, will be removed from the camp and enter the Iringa town solid waste management system.

Future of the program

In general, the potential is high for eco-tourism, which has been one of the fastest-growing industries in recent decades. The area selected for this project has many of the features vital to ecotourism: a distinctive and still unspoiled local culture, scenic beauty, reasonable infrastructure, national parks, mountainous rainforest, friendly population, safety, etc.

A number of potential markets (consumer groups) have been identified so far, including: (a) Danish groups of 10–12 coming six to nine times a year; (b) eventually similar groups from other European countries; (c) expatriates and upper middle-class households in the Iringa area using the camp for extended weekends; (d) expatriates and upper middle-class households in other parts of Tanzania; (e) educational institutions and groups of students from abroad and from Tanzania using the camp for training, courses, and "summer school"; and (f) organizations, institutions, companies, and the like using the camp for workshops, seminars, etc.

It is important to start up the business slowly so as not to overwhelm the capacity of the two Tanzanian partners (JGST and the villagers) and the carrying capacity of the area, which still needs to be assessed.

This is a very recent initiative and its success will depend, among other things, on the continued support of the MEMA project; retaining committed staff at the district administration office; good personal contact and mutual trust among district staff and villagers; local hospitality companies' willingness to innovate and upgrade services; and continued commitment from the Danish participants in the tourism scheme.

Many difficulties remain and must be dealt with.

At the local level, although the MEMA program has fostered the devolution of resource ownership to villagers, titling is lagging and villagers are insecure about their rights. Also, villagers have low social capital (Social capital is defined as the ability and willingness to cooperate. There must be a general level of trust, a tradition for networking, and confidence among members of society.) and a history of mistrusting public authorities, especially those at the national level. The project will have to deal with legislation that lacks transparency and also, with inconsistent enforcement. For example, hunting regulations have been passed by parliament but are not enforced. The tourism infrastructure is poor and both local tourist operators and villagers have little understanding of the importance of providing tourist services of quality and consistency to attract foreign ecotourism.

As for the barriers the project must negotiate at the national government level, the most serious is a lack of consistent support due to a certain degree of mismanagement, a laissez-faire attitude, carelessness, ignorance, and corruption.
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