HOW INTEGRAL IS WETLAND MONITORING TO INTEGRATED WETLAND MANAGEMENT? 

THE CASE OF THE OKAVANGO DELTA MANAGEMENT PLAN

Ruud Jansen

Abstract

A function of monitoring, in the context of management planning, is to measure the effectiveness of management.  This is particularly relevant to the imminent management planning process for the Okavango Delta in Botswana, the largest Ramsar site in the world.  This paper examines the relevance of wetland monitoring for management planning and for the specific purpose of reporting change in the ecological character of a wetland, and argues the role of communities in monitoring and management. 

After describing the Okavango Delta Management Plan (ODMP) process, the paper analyses the monitoring component in the planning process and purports the requirement of increased operational linkages between the ODMP planning components, the provision of baseline data, the monitoring of change through measurable and verifiable indicators, and the application of monitoring and surveillance data for active management and implementation.  The paper furthermore briefly reflects on the latest guidance provided by the Ramsar convention during its November 2002 Conference of Parties in Valencia, Spain regarding its new guidelines for management planning for Ramsar sites and the implications for wetland monitoring activities and international cooperation within the context of the Okavango river basin.

INTRODUCTION

The Okavango Delta

The Government of Botswana ratified the Convention on Wetlands of International Importance especially as Waterfowl Habitat (Ramsar, Iran, 1971), popularly known as the “Ramsar Convention”, and became a contracting party as of the 4th April 1997. The Okavango Delta system was listed as a Wetland of International Importance as per Article 2 of the Convention and, as stated in Article 3, its conservation and wise use should be promoted.  

Although the site lies between coordinates 18° 15'S, 021° 45'E and 20°45'S, 023° 53'E and is the largest declared Ramsar site (see Figure 1, next page), the Delta is part of a river system, which originates in Angola and briefly passes through Namibia. 

Regional Cooperation
Article 5 of the Ramsar Convention specifies that contracting parties shall consult each other about implementing obligations arising from the Convention especially in the case of trans-boundary wetlands where a wetland extends over the territories of more than one contracting party and / or in the case of shared systems by contracting parties (Ramsar Bureau, 1997). This particular article is implemented through the Okavango River Basin Commission (OKACOM), a tripartite agreement signed by Angola, Botswana and Namibia in 1994.

Figure 1: The Okavango Delta System.
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Environmental status

The Okavango Delta - an inland delta - forms the core of the largest Wetland of International Importance protected as a Ramsar site.  The site, which also includes the Kwando / Linyanti river system, is located entirely within Ngamiland District in a semi arid region and experiences large variations in flooding of permanent, seasonal and intermittently flooded areas.  Annual inflow ranges from 7,000 to 15,000 million cubic metres and variations in flow have a profound effect on the ecological processes such as sedimentation and water distribution.  In years of above average rainfall in the catchment the flow reaches downstream towards the Makgadikgadi Pans, through the Boteti river.  

The system is important for terrestrial and water bird species with 650 birds species identified.  Two resident species, the Wattled Crane (Burgeranus carunculatus) and the Slaty Egret (Egretta vinaceiqula), are globally threatened.  The Delta contains high densities of large mammal species particularly elephant.  It is also the habitat of one of the largest remaining populations of the African wild dog (Lycaon pictus) and is a stronghold for the Sitatunga antelope (Tragelaphus spekii) and the Nile crocodile (Crocodilus niloticus).  There is a high floral diversity with 208 aquatic and semi-aquatic species, 675 herbs and grasses and 195 woody species.  One endemic has been identified, the ground orchid (Habenaria pasmithii).  A number of other plant species has been identified as rare or endangered in the ecological zoning study carried out in 1990.

Approximately 7% of the area falls within the Moremi Game Reserve and is protected under the 1992 National Parks Act.  A further 65% is protected under the same Act as a Wildlife Management Area and activities are controlled through the WMA Regulations (2000), which allow for both consumptive and non-consumptive use of wildlife.  The rest of the area (28%) is zoned for agricultural and residential development.
Land and natural resource use

The delta and the associated fluvial features has a population of about 150 000 inhabitants. In a semi-arid country like Botswana water is very precious and thus the Delta and its abundant water, vegetation, and wildlife resources has always attracted people. Signs of human habitation of the Delta and its periphery have been found that date back to around 100.000 years. However, natural factors like the changes in the flow pattern, outbreaks of epidemic diseases and the spreading of tsetse fly have affected the settlement and land use pattern of the Okavango swamps. A number of ethnic groups with different perceptions of land and natural resource utilisation are presently living mainly along the fringes of the Okavango Delta. 

Figure 2. Land use in Ngamiland District.
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Large parts of Ngamiland’s population still depend directly on the utilisation of natural resources of the Delta for subsistence. Fishing, hunting, livestock grazing, floodplain cultivation and collection of raw materials for building, fuel, and the production of handicrafts are important factors of the local economy. Arable agriculture is practised in Ngamiland mainly at a subsistence level, as soils and climate are only marginally suited for commercial crop production. On the fringes of the Okavango Delta small-scale flood recession farming is practiced locally.  The grazing resources are generally good in the dry land areas. However, the availability of water and the occasional occurrence of tsetse fly close to the Delta restrict the development of the livestock sector. The Okavango Delta itself is a livestock free zone. Due to the outbreak of a cattle lung disease 320 000 cattle had to be culled in Ngamiland in 1996. By now livestock numbers in the planning area have built up again to well over a 100.000.  The outstanding natural beauty and the abundant wildlife resources form the basis of a fast growing tourism industry, which is offering alternative employment opportunities to people in the rural communities of Ngamiland District.

Trans-boundary issues in land and natural resource use, such as planned water management interventions in the river basin, the movement of wildlife populations between Botswana and her neighbours and shared problems like the distribution of tsetse fly, make it necessary to include surrounding countries in the planning process (Ashton and Neal, 2002).

CHALLENGES FACING THE OKAVANGO DELTA

The Okavango Delta forms the tail end of the river basin and as such most upstream developments within Botswana as well as in the upstream catchment area and basin in Namibia and Angola have a potential effect on the character and functioning of the Delta downstream. 

Plans for large-scale water off-take and watershed development

In the past many plans have been made to extract water from the Okavango to support development projects in Botswana and/or in the neighbouring countries.  Even though most of these projects have not materialised, plans for water management interventions form a constant threat, as there is not enough climatic and hydrological information to predict the impacts of hydrological changes on the Delta’s ecology and socio-economic functioning. Furthermore, the overall economic value of an intact Delta ecosystem has never been considered in the planning and decision making process. 

The primacy of national interests in Angola, Botswana and Namibia certainly exerts externalities on the three riparian states. These are being addressed through the Okavango River Basin Commission (OKACOM), which aims at developing an integrated management plan for the basin that would guide the future sustainable development options in the riparian states.

Land and resource use conflicts

The increasing demands of the fast growing Ngamiland and Boteti district population (2.8 % per annum), the changes in economic structure, and the tremendous expansion of the tourism sector have augmented the pressure on the natural resources of the Okavango Delta and the sustainable level of water off-take is often disputed. As an example, the increased water demand of the Ngamiland district capital, Maun cannot be met during years of low floods, leading to a serious water crisis.  The consequences of human induced environmental changes like pollution, alteration in the flow regime and destruction of habitat for rare and endangered species are not monitored and not fully understood. Data on the magnitude of the actual resource off-take, sustainability and reproduction level of the natural resources are not available. For planning of the sustainable use of the natural resources of the Okavango Delta the establishment of carrying capacity guidelines, the setting up of user thresholds and the establishment of zoning recommendations are crucial. Through the improvement of the rural roads network, even the remote areas of Ngamiland have become more easily accessible and more vulnerable to exploitation. 

In the last decade Community Based Natural Resource Management (CBNRM) has been adopted in Botswana as a new conservation and development strategy. Several Community Based Organisations (CBOs) around the Okavango Delta have been given the responsibility to utilise and manage the wildlife and other natural resources in their respective areas. Various constraints have been identified by the different stakeholder groups, which are hampering the effective implementation of the CBNRM strategy. 

To control the spread of tsetse fly and an outbreak of nagana (Trypanosomiasis) in the district an integrated Tsetse eradication programme is being implemented.  This includes aerial spraying of part of the Delta using deltamethrin, which has been determined to be bio-degradable under the prescribed circumstances (e.g. spraying in the evening or at night just above the tree canopy during the winter months to minimise spray drift) and the introduction of bred sterile male flies and are subsequently released into the wild to out-compete the fertile males, thus leading to a inevitable population decline. The possible negative side effects of these control measure have been augmented by an environmental assessment and management strategy that has allayed potential controversy between environmentalists, tourism operators, the local population and Government Institutions and other environmental facets.  These disease control programmes with broad ecological, social and political implications need to be considered in long term planning. HOORC is implementing a biodiversity monitoring programme to study to impacts of the eradication campaign.

POLICY FRAMEWORK: BOTSWANA’S NATIONAL WETLANDS POLICY

The Botswana National Wetlands Policy and Strategy provides the policy framework for wetland management planning in the country (NCSA, 2000). The policy is people-oriented and stresses that the public have a role as major players and in the management and monitoring of wetlands through use of local knowledge and institutions. The participation of the public will improve conflict resolution and encourage active support. The emphasis placed on public support for the policy comes in part from the national principle of democracy and good governance, and in part from the reality that the responsible institutions in government will be more effective in implementing the policy when receiving full public support.

Development of a national policy on wetlands started in 1994 with a conference on wetlands management. Key recommendations included the need to form a Wetlands Coordinating Committee and for the Government to formulate a national policy on wetlands. An initial list of wetlands policy issues was generated at a wetlands conference in Maun in 1997 and soon thereafter the NCSA proceeded with detailed identification of issues. These issues were reviewed at a National Consultative Workshop in 1998. A year of consultations followed with publications being widely distributed and community level consultation undertaken throughout the country. The results of the consultation rounds contributed directly to the preparation of the National Policy and Strategy on Wetlands, which came out in draft form in 1999.

The policy identifies major factors leading to the degradation and the loss of habitat and biodiversity of Botswana’s wetlands:

· Changes in land use due to urbanisation, canalisation of rivers and channels, settlement within wetlands, extensive melapo farming, clearing of the riparian vegetation for arable lands, establishment of veterinary cordon fences and uncontrolled fire;

· Changes in water quality and availability through diversion of water for other activities (such as dams, irrigable agriculture) and unsustainable groundwater abstraction;

· Pollution originating from fuels and lubricants, mismanagement of chemicals particularly pesticides, dumping in river courses and from sewage disposal;

· Invasive species as manifested by the spread of invasive plant species such as Salvinia molesta which threatens the wetlands of northern Botswana;

· Sedimentation of wetlands due to upstream habitat loss and destruction, siltation, overgrazing within river catchments and erosion of arable lands areas;

· Uncontrolled exploitation of wetland resources through commercial exploitation of communal resources (such as sand extraction), overgrazing and commercialisation of livestock production, lack of regulations particularly fisheries regulations and limited enforcement of existing natural resource related legislation;

· Alienation of communities living in or near wetlands due to reduced (rights) of access and resource use and, lack of empowerment of communities; 

· Regional threats such as upstream water abstraction, pollution and conflicting land uses; and

· Global threats such as global warming and its potential impact on climatic processes, with subsequent local effects on wetlands.

There is therefore a pressing need to conserve wetlands by reducing the present rates of degradation, promoting rehabilitation and protecting these resources from future challenges. 

Implementation of the Wetlands Policy is guided by the following principles: 

1. Decisions are to be based on a comprehensive understanding and appreciation of the functions and values of wetlands (including indigenous knowledge);

2. The concepts of wise use, sustainable development and equity are fundamental to the policy and strategy;

3. Wetland conservation and management are to be multi-sectoral and integrated;

4. All appropriate spheres of government and the general public are to actively participate in an ongoing, transparent, and gender sensitive decision-making process;

5. Communities living in or having traditional links to wetlands shall be directly involved in wetland management;

6. Public awareness and support are crucial to effective wetland management;

7. Research into wetland processes, dynamics and management is to be maintained and findings are to be widely disseminated;

8. Botswana's regional and international environmental obligations are to be observed; and

9. Human health and safety concerns shall not be compromised.

The strategy on wetlands management, an integral part of the policy, reads as follows:

Adopt an ecosystem approach to utilisation, conservation and management of wetlands. Plan and implement ecologically sustainable wetland conservation including the development and implementation of management plans for wetlands of national and international importance.

Concerning wetlands of national and international priority the National Wetlands Policy & Strategy is very clear “ … management plans will be drafted for all designated Ramsar sites and wetlands identified as nationally important”. This, therefore, puts the Okavango Delta Management Plan project at the centre of the country’s policy on wetlands.
THE OKAVANGO DELTA MANAGEMENT PLAN

The overall goal of the Okavango Delta Management Plan (ODMP) is “ … to integrate resource management for the Okavango Delta that will ensure its long-term conservation and that will provide benefits for the present and future well being of people, through sustainable use of its natural resources” (NCSA, 2002).  The objective of the exercise is hence to develop a comprehensive, integrated management plan for conservation and sustainable use of the Okavango delta and surrounding areas (see Figure 1 for the management plan area as defined by the Ramsar site coordinates). 

The various components of the management plan will seek to,

· provide a long-term vision of the development options and management scenarios for the Okavango Delta;

· serve as an integrated, dynamic management plan, which provides the overarching framework and contextual guidelines for individual area and sector plans

· determine levels of use in order to ensure sustainability and protection of the natural resources of the Ramsar site;

· set up the institutional framework required for the management of the Ramsar site;

· determine research and monitoring requirements and standards;

· provide data and information requirements and feed development options into OKACOM basin management planning exercise; and

· build capacity in the implementing institutions and in communities.

The environmental aspects from a basin wide perspective of this management planning exercise are based on the Ramsar guidelines as well as the use of the ecosystem approach in the development of the project and through the planning process. 

The development of the Okavango Delta Management Plan is expected to provide input into the overall management of the Okavango River Basin through the permanent Okavango Commission (OKACOM), a tri-partite river basin commission comprising Angola, Namibia and Botswana. The link between the ODMP exercise and the activities under the auspices of OKACOM is of great significance to the Government of Botswana as it shows its regional commitment to transboundary cooperation as well as integrated river basin and natural resources management.

Water resources management

The annual rhythm of water flows is the key factor determining the quality of life in the Delta, in terms of biological diversity as well as of human livelihood. In an area like the North West of Botswana, situated at the edge of the Kalahari desert where water is scarce, demands on water resources from the different stakeholders, is potentially high and often of a conflicting nature:  Water may be used only once, or be fed back into the system in a polluted state. 

Crucial in this will be the understanding of the area’s hydrology, both for surface and groundwater. This understanding is of vital importance in order to be able to predict any changes in the Delta and its impact on the interests represented in it that might be caused by developments in the river basin. Without the understanding of the hydrology and of its importance for the different interests at stake, the making of a management plan becomes an academic exercise of very limited use. 

Land and resource use planning

Extensive land use planning exists for the Okavango Delta. Ngamiland is divided into planning zones as well as Controlled Hunting Areas (CHAs) for which principal land uses have been identified.  In Protected Areas and Wildlife Management Areas detailed physical planning exists. Furthermore there are various sectoral development plans. However, the land use plan produced in 1991 covering the Okavango and Kwando WMAs (van der Heiden, 1991) was drawn up without sufficient stakeholder participation and consequently seems to lack adequate implementation support and commitment from local institutions. The individual area and sector plans need to be examined analysed and, if necessary, harmonised. All existing plans are static and do not follow an integrated ecosystem management approach. As they do not include a constant monitoring component they cannot be regularly adjusted to the dynamics of the Delta ecosystem. 

The Ecosystem Approach

The ecosystem approach seeks to organise human use of ecosystems in order to strike a balance between benefiting from the natural resources available from an ecosystem’s components and processes, while maintaining an ecosystem’s ability to provide these at a sustainable level.  The ecosystem approach is a strategy for the integrated management of land, water and living resources that promotes conservation and sustainable use in an equitable. It requires adaptive management to deal with the complex and dynamic nature of ecosystems and the absence of complete knowledge or understanding of their functioning. This adaptive approach should be able to respond to uncertainties and contains elements of ‘learning-by-doing’ and/or research feedback. The approach does not preclude other management and conservation approaches but carries the potential to integrate all these approaches and other methodologies to deal with complex situations (CBD, 2000 and Maltby etal., 1999).

Pirot, Meynell and Elder (Pirot etal 2000) define ecosystem management
 within the context of sustainable use of natural resources to balanced human needs, and summarize the principles of the ecosystem approach as:

· Maintaining ecosystem function and integrity;

· Recognising ecosystem boundaries and transboundary issues;

· Maintaining biodiversity;

· Recognising that people are part of the ecosystem;

· Recognising the need for knowledge based adaptive management;

· Recognising the need for multi-sector collaboration; and

· Making ecosystem based management a mainstream development approach.

The ecosystem approach and its application form a crucial aspect of the Okavango Delta management planning exercise, more so because the approach is multi-disciplinary, recognizes transboundary natural resources management and looks at interlinking ecosystems; this forms an important backdrop to the implementation of the Ramsar Convention, the SADC Revised Protocol on Shared Watercourses (SADC, 2001), and the increased SADC regionalism and international cooperation on integrated water resources management.

Planning Principles

The National Conservation Strategy (Coordinating) Agency (NCSA) as the Botswana government coordinating agency for the National Wetlands Policy and Strategy and the focal point for the Ramsar Convention is responsible for the development of the management plan. The overall planning approach is guided by Botswana’s National Wetlands Policy and Strategy, the ecosystem approach, and the Ramsar Convention guidelines on wetland and river basin management.

The main guiding principle of the management plan is the Creation and Strengthening of Ownership. Institutions and actors mandated to implement the Okavango Delta Management Plan are closely associated with the planning process.  To operationalise this approach and guiding principle the following key elements pertain:

A.
The process of creating and strengthening responsibility and accountability in existing institutions with a mandate to manage the Delta and its resources: 
· The project will assist these institutions to participate in the planning process, consolidate existing responsibilities, and implement the plan by making provisions for capacity building. 

· Components will be identified in such a way as to ensure appropriate integrated planning at National and District levels, while ensuring vertical cohesion through the different line Departments where components may be housed.

B.
Active stakeholder participation in the main stages of the planning process; this includes amongst others:
· The use of traditional knowledge

· The association to the decision making process. 

· Transparency in the planning process and stakeholder access to information.

· Recognition and respect of traditional resource user rights.

· Benefits to stakeholders responsible for managing the resources. 

C.
The association of international stakeholders to the planning process: 

· Regional and international environmental obligations will be integrated.

· Integration of the Okavango Delta Management Plan in the OKACOM process.
D.  
An integrated planning process:
· A dynamic and phased approach (‘living plan’): A first version of the management plan (a Framework Management Plan) shall be produced after one year, and will be based on existing knowledge, taking cognisance of existing land use and sector management plans. The Framework Management Plan will be subjected to an evaluation and review with participation of stakeholders, assisted by national and international expertise. Identified shortcomings in the Framework Management Plan will be addressed during the second year, so that at the end of the second year a Draft Management Plan will go through a similar review process. The final management plan will be available after 3-4 years; this plan would then require periodic updating;

· Prioritising the issues to be dealt with in the planning process will enhance ownership and acceptance of the plan. In each key area of management, one or two ‘burning’ issues (a so-called Hotspot approach) will be selected at a very early stage and in consultation with the stakeholders (see also Annex 1), for immediate attention and solution during the planning process itself. Integration and cooperation will be pursued amongst stakeholders and the solutions will form an integral part of the Okavango Delta Management Plan; and

· Capacity building and learning will be enhanced in the participating institutions through hands-on training during the planning process and specialised technical training as identified during the Inception Phase.

E.  
Planning based on the ecosystem approach: 
This aims at adapting to the constant changes of the ecosystem and maintaining the integrity of the Okavango Delta, within the Okavango Basin. The approach, as explained in the above, brings together social, economic and environmental aspects. The project will take valuable guidance from the Ramsar Convention’s implementation and planning manuals.

Principles

· A process of creating and strengthening responsibility and accountability in existing institutions with a mandate to manage the delta and its resources;

· Active stakeholder participation in the main stages of planning and implementation and make use of traditional knowledge;

· A dynamic, integrative action oriented planning process based on the ecosystem approach and addressing pertinent issues as the plan is being prepared;

· Take cognisance of the existing relevant land use and management plans
· Recognise and respect traditional resource user rights
· Acknowledgement of international interest in the delta; and

· Accent on training and capacity building.

The principles of responsibility and accountability take shape through devolved and decentralized mandates of institutions, who are currently involved in managing aspects of the Delta ecosystem and its functions. The main responsibility for formulation and implementation of each project component within the framework of the ODMP will lie with one of the existing agencies. The following ten (10) components and lead agencies have been identified:

· Policy, planning and strategy (including communication) - National Conservation Strategy Agency (NCSA): national and district level (District Development Committee and Okavango Wetland Management Committee, communication in collaboration with Tribal Administration)

· Research, data management and training - Harry Oppenheimer Okavango Research Centre 
· Hydrology and water resources - Department of Water Affairs (DWA)

· Wildlife management - Department of Wildlife and National Parks (DWNP)

· Sustainable tourism - Department of Tourism (DoT) 

· Fisheries and animal health - Department of Animal Health and Production (DAHP)

· Vegetation resources - Department of Crop Production and Forestry (DCPF), in association with Agricultural Resources Board (ARB)

· Physical planning - Department of Town and Regional Planning (DTRP)

· Land use planning and land management - Tawana Land Board (TLB) and District Land Use Planning Unit (DLUPU)
· Local authority services’ provision - North West District Council (NWDC)

To achieve the immediate objectives of each component, these leading agencies will have to ensure that effective interaction takes place with other Government agencies as well as with civil society. Figure 3 gives an overview of the components, the implementing agencies, an identification of their main tasks within the planning process and the coordination at their respective levels.

The principle of active stakeholder participation is reflected in the elaborate consultation process that preceded the finalisation of the ODMP project proposal. Also, a project like the formulation of a plan for the integrated and sustainable management of the Okavango Delta demands the collaboration of a large number of stakeholders, from Government and the civil society, from local to international institutions. This can only be achieved successfully when communication is properly addressed. For this reason communication is a sub-component under the role of the NCSA but with its own objectives, outputs and activities (see Figure 3).

According to the ecosystem approach, the role of people as an ecosystem component, and their interactions with other components of the system (Pirot etal, 2000), make human action the focus of ecosystem management, as people make the social and political choices about exploitation of the ecosystem. Other reasons for including people, particularly at local community level, are:

· They have a particular interest in management process, being dependent on the services the ecosystem provides;

· They often have considerable relevant knowledge of the ecosystem and of the ways in which it can be managed (indigenous knowledge systems);

· In some cases, the cultural, ethical, and spiritual values of local communities have evolved on the basis of a long-standing interaction within an ecosystem, so their interest goes beyond simply deriving material benefits from the system; and 

· In many cases, they have developed traditional use or tenure systems that can be adapted to the aims and objectives of an ecosystem management programme.

Apart from these positive reasons people are often the greatest threat to ecosystem functions and integrity and without their cooperation ecosystem management efforts will run a high risk of failure. The people of the delta will have to view this planning exercise as beneficial for their livelihood strategies rather than a threat. 

Participation must be at an early stage in the planning exercise and not only at a stage when the plan is being finalised. The project includes a stakeholder forum, which will review progress and ensure participation (see Figure 3).

The approach of addressing pertinent issues, as the project gets under way is a principal matter, as the project does not want to get disconnected from implementation and become a desktop planning exercise. The rationale is hence for a close connection with the specific issues of the various stakeholders and the piloting of solution-seeking activities that will keep the planning momentum going, provide a technical input into the planning approach, and involve stakeholders actively in the design and implementation of actions that pursue conflict resolution (see earlier remarks on planning and ‘hotspot’ approach).

The Okavango Delta has not been managed in a complete vacuum. Various land use plans exist dealing with different areas and prepared at different scales and levels of detail. However, gaps exist which need to be addressed whilst at an overall Delta-wide level general land use planning and utilisation principles need to be determined which will guide the overall development of the Delta. For that to take place without too much distress existing plans need to form the basis of the overall planning exercise; this is also an exponent of the adaptive plan or ‘living plan’ strategy.

The premise of the principle on acknowledgement of international interest in the delta is based on the fact that the Okavango Delta is listed as a Ramsar site and the management plan developed according to the guidelines of the Ramsar convention. The Government of Botswana is undertaking an integrated management planning exercise for the Okavango Delta so as to fulfil its obligations under the Ramsar Convention (Article 4), to pursue the wise use of natural resources for the benefit of all Okavango stakeholders, and to contribute to regional integrated water resources management in the Okavango river basin as mandated to OKACOM. This is in line with the Ramsar guidelines, which call for an integration of wetland site management within broad scale environmental management planning, including river basin and coastal zone management.

 Operations 

As mentioned in the above, the NCSA is the lead government agency. At the operational level, the project will be overseen by a Project Steering Committee, which will hold bi-annual meetings whilst an Okavango Wetland Management Committee will function at the field level

(see Figure 3). 

The Okavango Wetland Management Committee will be established for the Okavango Delta as per the wetland organisational structure proposed in the National Wetland Policy and Strategy.  It will coordinate planning and coordination at district level and report to NCSA through the District Development Committee. All major stakeholders will be represented.

Each responsible agency will establish Task Forces for major activities to be carried out within the framework of the project. The responsible agency will decide on the ToR and composition of each Task Force. However, the intention is that each Task Force will have representatives of major implementing partners, as well as community and private sector representatives where appropriate and feasible. The main aim of the Task Forces is to secure cross-sectoral coordination, project integration and stakeholder involvement. A Task Force will be abolished once the expected outputs have been achieved.

The implementing partners of the project should regularly discuss and be informed about ongoing project activities through a Stakeholder Forum. The Stakeholder Forum would be composed of representatives of the existing institutions in the District involved in planning, decision-making, research and extension and political leaders and representatives. The stakeholder groups could be strengthened by representatives of interest groups utilising the natural resources of the Ramsar site (local communities and private sector), and by representatives of groups supporting the communities in reaching sustainable levels of resource utilisation (NGOs). The media should also be invited to attend. The main role of the stakeholder groups is to ensure active local participation, give advice and guidance to the planning team working on the Okavango Delta Management Plan and to feed back findings, suggestions and results into the existing institutions and local discussion forums.

Figure 3. Project organisation including agencies’ responsibilities and linkages.
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Permanent project staff will include a Project Coordinator, a Chief Technical Advisor and a Project Facilitator; the latter position is a support function to the NCSA in Gaborone; additional support staff will also be hired.

New Ramsar Guidelines 

The Ramsar guidelines on wetland management provide an excellent benchmark for the current design of the ODMP project. Published as part of the Ramsar series, handbooks number 4 and 8 contain guidelines of relevance to the Okavango planning exercise, as does Resolution – VIII.14 of CoP8 on New Guidelines for management planning for Ramsar sites and other wetlands. The latter is more specific on management planning for large Ramsar sites and provides additional guidance on scalar issues of zonation, catchment and buffer zones.

The ODMP fits the approach of site-based management planning that constitutes one element of a multi-scalar approach to wise use planning and management and is linked with landscape and ecosystem planning, including integrated river basin management. The ODMP project proposal specifically refers to the ecosystem approach as part of the strategic considerations and providing guidance is bringing together social, economic and environmental aspects of the planning exercise.

Planning for a large site such as the Okavango Delta invariably means that certain areas within the site borders will have land use and /or development plans whilst there will also be gaps; an overall framework plan will need to be developed. Wetland management planning occurs neither within a planning nor a management vacuum. The Okavango Delta is managed on a daily basis and the issuance a development moratorium for the duration of the planning exercise is not an option. The new guidelines for management planning for Ramsar sites and other wetlands suggest that a management plan is indeed part of a “… dynamic and continuing management planning process. The plan should be kept under review and adjusted to take into account the monitoring process, changing priorities, and emerging issues”. (Resolution VIII.14, section 9, page 6).

The planning approach that will be followed is hence based on an incremental approach to ‘piecing’ the plan together; the jig-saw will start with certain pieces that are in place, a framework (or overview) plan will follow within a year after the Inception Phase which will determine the outer boundaries of the puzzle and the remainder of the planning period the other pieces will be put in place until the puzzle starts showing the picture, which will be completed after an expected three to four year period.

This approach concurs with the new management planning guidelines as these make specific mention of the need for large sites to “… develop separate detailed plans for different sections of the site, within an overall statement of objectives for the whole site” (Resolution VIII.14, section 12, page 7). The Ramsar guidelines also refer to the need to determine the economic value of wetland goods and services within this planning process and that broad conceptualisation within catchments and river basins is required to place a site plan within the regional ‘shared wetlands’ context.

The comprehensive stakeholder consultation process, which underpins the ODMP proposal, is in line with the suggested stakeholder involvement as reflected in the new guidelines and, following the same interpretation the ODMP project, suggests the establishment of a Stakeholder Forum. The project is based on the ecosystem approach and underscores the need for adaptive management; both are pivotal in the new guidelines. The new guidelines also suggest a closer link between wetland management planning and broader development planning at the appropriate administrative levels. The ODMP will address these issues through a suite of activities, which are supportive of ongoing district planning exercises and will contribute to the development of the District Development Plan and the National Development Plan.

The new management planning guidelines however still lack operative guidance and details on monitoring and evaluation measures. These had not been well elaborated in the guidelines as presented in the current Ramsar Handbook and still require more attention of the Ramsar Bureau (as requested in Resolution VIII.7 on Gaps in harmonization of Ramsar guidance on wetland ecological character, inventory, assessment and monitoring) through the provision of practical tools, guidance and mechanisms applicable at multiple scales. 

Monitoring 
Environmental monitoring, and hence wetland monitoring is receiving more attention within the last decade. The desire the measure and quantify environmental degradation as well as the effectiveness of (restoration and mitigation) management and investment are amongst the main driving forces.

Finlayson (1996) provides a general framework for designing a monitoring programme, which is based on the identification of a problem and the resultant steps to gather data and information guided by a hypothesis that will lead to management action that redresses the situation. Monitoring within this context is a goal-oriented data gathering and analysis exercise and distinctly different from surveillance; the latter is the mere collection of data through time series to ascertain value ranges and variability (see Figure 4).

The Okavango Delta Management Plan project acknowledges the need to develop a monitoring framework (NCSA, 2002 p. 67). Within the context of the ODMP there is need for two types of monitoring activities. Firstly, for the actual planning project and its performance and achievements (on the basis of the preliminary Logical Framework Analysis and Objectively Verifiable Indicators; these need to be finalised during the Inception Phase) and secondly, for the monitoring of the Okavango wetland and its ecological character. The latter will need to be developed for the planning and implementation stages of the project and would be based on a thorough assessment of the Okavango wetland, its challenges, and situations which need redressing through appropriate planning and adaptation management.

Internal project monitoring is envisaged through a relatively simple monitoring and feedback system on the basis of which project staff may track its progress and stakeholders can judge the project’s performance and achievements against agreed upon benchmarks and indicators. The reporting system would have to be designed in such a way that progress may be tracked for the individual components as well as for the planning exercise in its entirety; the latter is crucial as the components are strongly interrelated and true progress will depend heavily on effective cooperation and coordination amongst the various components and their activities. In addition, regular external reviews are anticipated so as to guide the project and assure its quality on the basis of international standards. Communication, education and public awareness (CEPA) will receive a sizeable budget allocation (approximately 10% of the total budget) as these activities are considered crucial in the planning and management of the Okavango Delta. The Stakeholder Forum will provide a broad base for project monitoring and evaluation, whilst regional transboundary collaboration with Namibia, Angola, OKACOM and SADC is anticipated so as to conduct the project in an internationally transparent and cooperative manner.

Figure 4. Framework for designing a wetland monitoring programme (after Finlayson, 1996)
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CONCLUSION

The design of an Okavango wetland monitoring framework, though an integral part of the wetland management planning exercise, will, given the regional dimension, the specific problems and constraints, and the mere size of the Okavango Delta and basin, provide an interesting challenge.  As the ODMP anticipates, the development of a framework management plan in the early stages of the planning exercise will provide the opportunity to develop a comprehensive monitoring framework alongside the framework plan. This will entail assessment and the provision and interpretation of baseline data in planning and management provisions. A most interesting challenge subsequently presents itself when during the remainder of the planning phase monitoring activities and planned pilot projects (addressing so-called ‘hotspots’) will inform the management regime and recommendations for management action will have an immediate application within the context of the project. This would be in line with the steps and the applied focus of the wetland monitoring framework as recommended by Finlayson (1996) and reflected in Figure 4.

The involvement of the private sector and the Delta communities will be crucial in the success of implementing the management plan; as such these stakeholders should also be involved in the monitoring exercise, as it will contribute to the ownership of the plan and the subsequent management actions. However, it may be difficult to involve these stakeholders in survey and surveillance activities but as for ‘monitoring with a purpose’ participation of the private sector and local communities is desirable and achievable. Notably communities have an important role to play but would have to be involved from the beginning and would have to be convinced that the monitoring activities and their participation therein would result in benefits to their livelihoods and the way they interact with the environment and its natural resources.
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� IUCN, Gaborone, Botswana.  � HYPERLINK "mailto:ruud@iucnbot.bw" ��ruud@iucnbot.bw�





� The policy describes wetlands as areas in which water sits on the surface of the soil for periods of time, affecting the area's ecological characteristics. The definition of wetlands used throughout the policy is "areas of marsh, fen, peatland or water, whether natural or artificial, permanent or temporary, with water that is static or flowing, fresh, brackish or salt. "


� Ecosystem management seeks to meet human requirements for the use of natural resources, whilst maintaining the biological richness and ecological processes necessary to sustain the composition, structure and function of the habitats or ecosystems concerned (Pirot and Meynell, 1998).
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