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EXECUTIVE SUMMARY

An assessment of the Bangladesh Forest Department’s institutional organization and
capacity to manage the protected area system was implemented by one international
and two national consultants for the Nishorgo Support Project (NSP). NSP is funded by
the United States Agency for International Development (USAID-Bangladesh) and
provides lead technical assistance from International Resources Group (IRG) of
Washington, D.C., to the Forestry Department’s (FD) Nishorgo Program. The main
purpose was to make a general institutional and capacity assessment of the Bangladesh
forestry sector with respect to protected area management.

Facing new challenges and
opportunities will require the FD and 20 ELEMENTS SELECTED AS KEY FOCAL AREAS FOR PA
its relatively young Wildlife and Nature STRENGTHENING:

Conservation Circle (WNCC) to
broaden its functions and
responsibilities beyond those it has
traditionally assumed. Although there
is not yet full consensus within the FD
on the ways or to what extent this
should be done, the analysis identified
twenty elements considered as
relevant key focal areas for
strengthening within two general
categories (see Box). The consultants
conducted a basic institutional gap
analysis for each institutional
strengthening or management element
by reviewing the current status for
each element, followed by
recommendations and delivery
mechanisms for each element. A draft 2. Training and Capacity Building: Human Resource Development (5)
Gap Analysis Position Paper was . Staffing Pattem

prepared in the form of a Matrix with Training Faciities and Capacity
follow-up actions. Training for Professional Specialist Skills

. Integrated Training for On-site Protected Area Field Staff
Two FD workshops were held in . Integrated Training for Local Communities and Other
support of this assessment; the Stakeholder

second workshop reviewed and
revised the draft Position Paper Matrix with FD senior staff. Based on the out come of
the workshop and other consultations, the final Gap Analysis Matrix was prepared and is
found in this report. For each element, the following three logical steps were used:

1. Institutional Organization: Management Support Systems (15)
Organizational Management

Information Management Technology

Spatial Data Management

Financial Organizational Systems

Management Planning and Implementation
Institutional Orientation to Co-management

Legal Support

Law Enforcement

Wildlife Insurance

Information, Education & Communication (IEC) and
Visitor Services

Research

Monitoring and Evaluation

Intersectoral Conservation Planning

Public-Private Partnerships

Sustainable Financing

a.
b.
C.
d.
e.
f.

g.
h.
.

Ji

S

= Current Situation Analysis: Where are we now? Assessing the current situation:
Findings and Issues;

= Recommendations: Where do we want to be? Recommending strategic priorities in
support of improved biodiversity conservation and sustainable protected area
management system;
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= Delivery Mechanisms: What will it take to get there? Identifying some possible
mechanisms for delivering the recommendations.

The report is organized into three chapters. After the first background chapter, the
second chapter presents an overview of the elements required to manage a protected
area system to international standards. The third chapter examines the results and
recommendations from the institutional gap analysis.

This first chapter presents several background issues of relevance to the assessment;
namely:

= Consultants’ Scope of Work (objectives, output, approach and methodology, itinerary,
people met and organizations visited, and a description of the FD assessment
workshops),

= The Nishorgo Program and Nishorgo Support Project (descriptions),

= The Bangladesh Forest Department (overview of the FD, the country’s protected area
system and “Vision 2010"),

= Supportive National Initiatives (including discussion of the National Biodiversity
Strategy and Action Plan and the Forestry Sector Project),

= Lessons Learned for Protected Area Management (including international, national
and FD lessons, with particularly emphasis on lessons from community participatory
protected area and natural resource management).

The second chapter first focuses on issues that a PA system managed to international
standards must address, and the consultants chose three main issues; namely, (i)
approaches to PA management, (ii) stakeholder participation for PA collaborative
management planning and implementation, and (iii) institutional strengthening for multi-
stakeholder PA management.

The characteristic elements of a well-functioning PA system are then presented in
Chapter Two according to: (i) institutional organization with a focus on management
support systems, and (ii) training and capacity building or human resource development.

In Chapter Three, the results of the institutional gap analysis for each institutional
strengthening or management element are presented according to: (i) a review of the
current status, (ii) recommended strategic priorities, many of which came from the FD
workshops and (iii) delivery mechanisms that could be used to implement the
recommendations. The concluding section summarizes findings and recommendations
for each of the institutional strengthening elements under the two general categories.
The final section, “Moving Protected Area Management Forward to 2010”, also
addresses some of the major challenges faced by the Forest Department and its Wildlife
and Nature Conservation Circle.

Several important Annexes supplement the assessment report; namely: (i) scope of
work; (ii) consultants' itinerary: consultations, workshops and field visits; (iii) FD
assessment workshops, (iv) matrix: summary of institutional organization and capacity
building elements for improved and sustainable protected area management in
Bangladesh (current conditions, recommendations and delivery mechanisms), (v)
strategic planning: using advanced participatory methods and preparing a forest
department institutional development framework for protected area management, (vi)
program components: preliminary cost tables, (vii) World Parks Congress (WPC)
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recommendations on co-management, strengthening individual and group capacities,
and strengthening institutional and societal capacities for protected area management in
the 21st century.

In short, the FD and its WNCC are very weak in most all elements of institutional
organization and capacity used in the assessment. However, the Team found many
opportunities for improvements within the agency. Most significant was the FD’s
willingness to change its methods, approach and priorities towards greater
environmental protection, including strengthening PA and biodiversity management
throughout the country. The FD has had considerable experience with participatory
natural resource management through its social forestry program. Such relevant
experience can be exploited and applied towards a new approach to PA management:
collaborative or co-management between PA staff and local stakeholders, particularly
the PA communities that are major users of the PA resources. There is also great
enthusiasm for developing more public-private partnerships that can lead towards
sustainable financing of PA and biodiversity management.

SUMMARY OF RECOMMENDATIONS

= Organizational Management

- Strategic planning for FD/WNCC/PA institutional development, done in a
facilitated participatory manner, is required to develop an “Institutional
Development Framework” (IDF) in support of organizational management, and
M&E at various management levels, from HQ to PA level.

- Organograms need to be reconsidered, revised and approved for the WNC Circle
level as well at the PA level (initially a standard PA staffing organogram will be
designed which can later be tailored to each PA and its specific needs) — See
sample organograms at HQ and PA levels.

- Strengthen WNCC in its current organizational position within FD as a Circle and
only later, when capacity has increased, decide if its position within FD should be
changed/elevated.

- Recommend a name change from “Wildlife & Nature Conservation Circle
(WNCC)” to “Protected Areas & Biodiversity Management Circle (PABMC)” to
better reflect a more modern and comprehensive terminology for the Circle, and
elevate the position from Circle to Wing with greater authority and responsibility.

- Need to also operationalize and staff the Division offices at Sylhet and Dhaka.

- All protected areas should be handed over to WNCC with full responsibility for
management under the CF-WNCC.

- Each PA should be an operational unit with greater decentralized authority for
decision-making with an assigned ACF.

- Need to operationalize and staff the PAs, beginning with placing ACF’s in each
PA in stages, beginning with the 5 priority pilot PA’s of the NSP.

= Information Management Technology

- A detailed assessment of FD/WNCC/PA data management needs is required to
recommend an appropriate MIS structure.
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The existing RIMS Unit (now, only for GIS) should be converted and expanded to
a full MIS Unit, and the name should remain as “RIMS” but with wider data
management responsibilities that include, but are not limited to, GIS.

Need to improve the storage and management mechanisms and increase
hardware capability (e.g., computers in HQ and in Divisions).

Need to institutionalize the MIS (perhaps as a new MIS Unit) and orient staff to
its capabilities at all levels.

RIMs (GIS & MIS) must be networked to support and coordinate data
management at Central and Division levels and ultimately up to the field level for
all PAs.

Ensure that the MIS is linked with the existing RIMS system.

Ensure that information is readily accessible for decision-making at local levels
and for networking of information both with the FD and with other agencies.

= Spatial Data Management

The RIMS Unit needs to be upgraded in terms of staffing levels, capabilities,
equipment and maintenance.

Need to integrate RIMS with an overall MIS system.

RIMS needs to devote more focus towards PA and wildlife management and this
will require staff dedicated to that focus.

RIMS usefulness must be seen as more than a map making tool but with wider
applications for planning and data management.

The existing RIMS Unit (now, only for GIS) should be converted and expanded to
a full MIS Unit (above, 1.b.), and the name should remain as “RIMS” but with
wider data management responsibilities that include, but are not limited to, GIS.

= Financial Organizational Systems

The current financial organization systems appear to be adequate and
appropriate in most areas but should be reviewed in greater detail to identify
specific inadequate areas for improvement.

Special allocation for operational funds dedicated to the WNCC is required to
ensure at least a certain adequate level of financial stability annually, including
Incorporation of a specific budget code for PA management.

Special consideration should be made by the FD to consider increasing WNCC
budget to strengthen and speed its growth.

Greater revenue must be allocated to in situ conservation, i.e. with PAs, rather
than ex situ conservation (e.g., breeding programs, Safari Parks and botanical
gardens).

Special consideration should be given to allocating a portion (e.g., 20% or more)
of total PA-generated revenues (e.g., gate fees) to remain with the PA for
management expenses and co-management (e.g., community benefits), i.e. the
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greater the revenue income the greater the PA and community revenue retention
and therefore greater the incentives).

There should be a staff member at HQ in charge of financial management of the
PA system.

= Management Planning and Implementation

Management Plans need to be prepared for all PAs, and all Management Plans
(especially those prepared under the FSP) will require review and revision as
needed followed by approval, and the approval process needs to be much faster.

Management guidelines for the other PAs need to be developed into full
Management Plans.

Management Plans need to take a “landscape approach” that addresses
management around the PA (e.g., “buffer zones”) and identify the specific
partners required for management of those external PA zones as well as the
limits of a “buffer zone”.

Developments within a designated “buffer zone”, external to a PA, require an EIA
prior to commencement of the development.

The term “buffer zone”, which has a negative connotation of “buffering”
something “good” from something “bad”, should be renamed “Support Zone”, i.e.
this external area supports the protection of the PA while the PA can
support/enable sustainable development in the surrounding area.

Management plans require local stakeholder participation during the planning
process.

A clear and consistent management planning process, with follow-up, is urgently
required and which gives due attention to the participatory planning process, i.e.
a process for stakeholder involvement with clear steps and required milestones.

The mechanism for participatory planning must be developed, approved and put
in place with special consideration towards co-management as a participatory
management tool.

Need to establish PA Management Units for greater decentralized management
and decision-making.

It must be stressed that even in the absence of an approved management plan,
each PA must still be adaptively managed through a proposed management
plan, if one exists, and in response to particular urgent needs and issues.

PAs must be staffed, and staff will require appropriate training (see Staffing and
Training).

Clear staff roles and responsibilities (job descriptions) are required for PA
management.

Budget must be allocated towards management of PAs on the basis of
management plans.

= Institutional Orientation to Co-management
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Special consideration towards co-management and other participatory
management tools must be included within the management plan.

The mechanism, step-by-step process for co-management must be clearly
developed and socialized both within the FD and within the target communities.

The legal basis for co-management must be established.

However, PA co-management activities can be initiated within existing legal
framework and does not have to wait for full legal basis before beginning PA co-
management activities. For example, FD has implemented social forestry for
more than 20 years, but the legal backing for SF was only established in 2000
under the amended Forestry Act.

An institutional orientation towards co-management must become universally
accepted as part of the WNCC (e.g., establish a Co-management Unit to oversee
this management approach).

Review the experience with participatory natural resource management through
social forestry and to what extent the capacity within the FD can be re-oriented
towards PA co-management.

Participatory planning towards co-management must be developed, approved
and put in place at the very beginning of PA management planning.

Stakeholder participation should be included during the boundary demarcation
process, and the steps to follow to achieve consensus over boundary location
must be put into place, including a legal basis for the participatory boundary
identification and field demarcation process.

Institutional arrangements for co-management must be developed and made
clear from the very beginning.

Strengthen the existing Wildlife Advisory Board but reorient its focus in line with a
name change (e.g., “Protected Areas and Biodiversity Advisory Board”).

Stakeholders engaged in co-management must be able to see direct benefits
from their involvement, thus special consideration should be given to allocating a
portion of PA-generated revenues (e.g., 20% of gate fees) to remain with the PA
for co-management (e.g., community benefits), i.e. the greater the revenue
income the greater the PA and community revenue retention and the greater the
incentives for co-management.

Implementers from both FD and the community stakeholder groups must include
both men and women to address gender issues of management and decision-
making.

= Legal Support

Wildlife (Preservation) (amendment) Act, 1974 contains provision for the
establishment of Wildlife Advisory Board, the composition, procedure and
functions all of which should be modified to make it more efficient, effective and
participatory.

Enabling policies in support of co-management need to be translated into law
that will establish the legal basis for PA co-management arrangements (among
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« Law

FD, community groups and other stakeholders), including issues of rights and
responsibilities, land tenure rights, social justice, etc.

The schedules of the Wildlife Act have to be revisited and modified regularly
given the degree of vulnerability of animal and plant species depending on many
unforeseeable factors and on ever changing market demands. The Act should
also be reviewed to bring about more conformity with the provisions of CITES
and to encourage sustainable export of protected flora and fauna species.

The revised Wildlife Preservation Act must take into consideration and be in line
with the Forest Act, draft Social Forestry Rule, proposed Biodiversity Act and the
international and regional international obligations (e.g., CBD, CITES, Ramsar).

Section 36 of the Order allows compounding of first time offences by payment of
a nominal amount of compensation (between 1000 and 2000 taka) to the
Conservator of Forests (Wildlife). Otherwise offences under this Act would be
tried by a 1% Class Magistrate. In view of the ever increasing threats to the
survival of various wildlife, the penal provisions should be made more stringent
and offences under this order could also be made subject to trials in the courts.

The Wildlife Advisory Board should be renamed the “Protected Areas &
Biodiversity Advisory Board”.

Enforcement

Need to increase public awareness of the laws and publicize prosecutions under
the laws.

Need improved training of forest field staff to better understand the Wildlife Act
and its enforcement (see Training).

Need more allocation of forest guard staff to the positions at PA level.

PA guard staff need to understand their role more as collaborator with local
stakeholders for PA management rather than as strict law enforcers.

All allocated WNCC field positions need to be filled.
Initial priority should be given to the 5 pilot PAs under the NSP.

A mechanism must be in place for greater cooperation between FD law
enforcement officers and other relevant sectors (e.g., police, military).

A CITES Enforcement Officer with the rank of ACF or higher, supported by staff,
should be posted at Dhaka and Chittagong Airports.

= Wildlife Insurance

FD should review and assess the feasibility of a wildlife insurance or
compensation scheme in Bangladesh to cover claims (granted under strict
criteria) for damages due to human-animal conflict (e.g., injury, death, crop and
property damage).

If a wildlife scheme is instituted, then this provision must be made in revised
Wildlife Act, including strict criteria for claims.
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= Information, Education and Communication (IEC) and Visitor Services

An |IEC Strategy needs to be prepared as an integrated strategy that increases
public awareness of environmental issues, biodiversity conservation, the
importance of protected areas, etc.

The IEC Strategy must form the basis to develop improved environmental
governance (EcoGov) and advocacy as well as an informed “environmental
constituency” among the citizens of the country.

Need to increase public awareness of the laws and publicize prosecutions under
the laws.

Visitor services and nature interpretation/education programs and centers at the
PAs need to be appropriated designed by experts.

Improve relations and communication between FD and the media to publicize
environmental issues.

Must view the potential of high visitation areas (e.g., zoological and botanical
gardens, Safari-Park) as focal areas for intensive environmental education and
establishing nature interpretation centers.

Implementers and participants/targets of the IEC and its Strategy must be
comprised of both men and women to address gender issues of IEC.

= Research

Develop an Action Plan for appropriate prioritized multi-disciplinary and
integrated research programs in support of management within and around the
PAs.

Develop clear collaborative efforts with lead agencies within specialized fields
with clearly identified responsibilities for PA management research.

= Monitoring and Evaluation

Monitoring and evaluation requires much greater attention and resources than
currently allocated by FD, therefore a M&E Circle will be added to the PA and
Biodiversity Management Wing organizational structure, headed by a CF.

Strategic planning for FD/WNCC/PA institutional development, done at regular
intervals in a participatory manner and facilitated, is required to develop an
“Institutional Development Framework” (IDF) in support of assessing institutional
development progress through regular monitoring & evaluation at various
management levels, from HQ to PA level.

Biodiversity monitoring tools need to be applied and standardized by the FD (or
in collaboration with research institutions) through regular monitoring of PAs and
biodiversity.

A program of monitoring impacts and changes on biodiversity and the PAs needs
to be developed.

A program of socio-economic impacts on resource conservation through
livelihood enhancement and the PAs needs to be developed.

ASSESSMENT: INSTITUTIONAL ORGANIZATION & CAPACITY
FOR PROTECTED AREA MANAGEMENT IN BANGLADESH



- Biodiversity monitoring of for example, could by conducted an independent
organization outside the FD (e.g., IUCN, other national institutes).

= Intersectoral Conservation Planning

- The FD needs to establish a clear program or strategy for collaborative
conservation planning with other agencies and institutions both within and
outside the country.

- A Forest Department “Collaborative Conservation Strategy” needs to provide the
mechanisms for improving intersectoral coordination and sharing of information
to maximize conservation efforts in the country.

- Develop institutional capacity within FD and other agencies and organizations for
Collaborative Conservation Planning.

= Public-Private Partnerships

- Aclear program or strategy should be developed on Public — Private
Partnerships in and around PAs.

- Alternative income generating activities for local communities within and adjacent
to PA’s (particularly those engaged in co-management agreements with FD) are
required and best accomplished through business partnerships for skills training
and improved access to markets.

= Sustainable Financing of Protected Areas

- A sustainable PA financing strategy (strategies) should be developed for 1) the
overall PA system and 2) for individual PAs to promote the sustainability of both
Protected Area Management and Building Stakeholder Partnerships.

= Staffing Pattern

- Immediately fill the empty allocated positions in PAs and all levels under the
WCNCC.

- A detailed staff needs assessment focusing on PA management (e.g., issues of
staff levels, recruitment procedures, promotions, pay scales, incentives,
performance evaluations) is required.

- Special consideration should be given to the feasibility of research staffing needs
or collaboration with research institutions to provide the expertise.

- Itis recommended to increase the number of technical positions within the
WNCCC to reflect specialized field requirements (e.g., sociologists, ecologists,
legal specialists, wildlife management specialists/zoologists, botanists).

- Staff assessment should also consider the career opportunities for the non-cadre
positions as mentioned under recommendation 4, above.

- More FD staff positions should be filled by women, particularly at the field level;
constraints to implementing greater recruitment and postings of women should
be overcome.

= Training Facilities and Capacity
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Strengthen the capacity of the existing training facilities within the FD.
Develop linked FD programs for capacity building with BFRI and IFESCU.

Budget allocation for conducting training and improving facilities (e.qg.,
maintenance) needs to be secured.

Develop linked FD programs for capacity building with BFRI, IFESCU and
universities.

Develop an integrated course on conservation biology (e.g., nature conservation,
biodiversity, sociology and PA management) in a suitable institution.

= Training for Professional Specialist Skills

A detailed list or set of skills needed to effectively manage the WNCC and the
PAs is required, including central and field levels.

Ensure that the trained professionals are deployed in the correct places/positions
that focus of improving the management of PAs.

Some professionals within the RIMS Units and the proposed MIS Unit should be
trained to improve their understanding of PA requirements and data collection
and management requirements.

FD should review previous “Participatory PA Management Training
Requirements” studies accomplished during the Forestry Sector Project (FSP)
and other studies and revise as necessary.

Special emphasis should be given to habitat restoration technical capacity for PA
management.

Need to develop institutional and financial arrangements for training abroad for
professional and sub-professional staff.

Greater professional training opportunities should be made available to women in
the FD at all levels.

= Integrated Training for On-site Protected Area Field Staff

The FD needs to design and implement a program in support of job orientation
courses on PA management and provide regular refresher courses on PA and
wildlife management.

Greater training opportunities should be made available to women in the FD,
especially at the PA field level.

= Integrated Training for Local Communities and Other Stakeholders

The FD, perhaps in cooperation with universities or NGOs, needs to design and
implement a program in support of community involvement (e.g., co-
management, alternative livelihood development, micro-finance) that supports
PA management.

A program needs to be designed to socialize concepts of protected areas and co-
management to PA communities.
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- Programs for co-management must involve women at all levels of management
planning and decision-making in each PA, and must also include recruitment of
women as well as men as community facilitators, organizers and motivators.

Finally, the recognition of short-comings and the will to make changes is present among
the FD staff. A major constraint to accomplish the FD’s reorientation towards
environmental protection, PA management and biodiversity conservation is, as one
would expect, financial. Thus, this constraint will need to be addressed so that the FD
will receive the support it needs to develop a sustainable PA system managed to
international standards. Annex F of the report presents a variety of component sub-
projects that could be funded by donors who are committed to assisting Bangladesh with
improving the country’s biodiversity conservation and management of the protected area
system.
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|.BACKGROUND

1. INTRODUCTION

An assessment of the Bangladesh Forest Department’s institutional organization and
capacity to manage the protected area system was implemented by the Nishorgo
Support Project and funded by the United States Agency for International Development
(USAID-Bangladesh). The main purpose was to make a general assessment of the
Bangladesh forestry sector with respect to protected area management. The consultants
conducted a basic institutional gap analysis by reviewing the current status for each
selected institutional strengthening or management element, followed by
recommendations and delivery mechanisms for each element.

The report is organized into three chapters. After this background chapter, the second
chapter presents an overview of the elements required to manage a protected area
system to international standards. The third chapter examines the results and
recommendations from the institutional gap analysis.

This first chapter presents several background issues of relevance to the assessment:

= Consultants’ Scope of Work (objectives, output, approach and methodology, itinerary,
people met and organizations visited, and a description of the FD assessment
workshops),

= The Nishorgo Program and Nishorgo Support Project (descriptions),

= The Bangladesh Forest Department (overview of the FD, the country’s protected area
system and “Vision 2010"),

= Supportive National Initiatives (including discussion of the National Biodiversity
Strategy and Action Plan and the Forestry Sector Project),

= Lessons Learned for Protected Area Management (including international, national
and FD lessons, with particularly emphasis on lessons from community participatory
protected area and natural resource management).

1.2 CONSULTANTS’ SCOPE OF WORK, APPROACH AND
METHODOLOGY

Three Consultants (one international and two national) were contracted to implement the
assessment over a period of three weeks in Bangladesh (15 July — 4 August 2004). For
the international consultant, an additional one week in the USA was allocated to
complete the Final Report. Annex A presents the detailed Scope of Work for the
consultants.

1.2.1 OBJECTIVE OF THE ASSESSMENT

The objective of the assessment was “to identify and propose institutional priorities and
recommendations that will allow the Forest Department to develop and put in place an
institutional framework capable of managing a protected areas system”. The intention of
the consultancy was not to complete detailed training, infrastructure or staff needs
assessments; rather, the focus was to conduct a broader, comprehensive and strategic
assessment for FD management of the protected area system. Subsequent detailed
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studies by NSP will focus on needs assessments of training, staffing and infrastructure
as well as policy reform required to enable improved management.

1.2.2 OUTPUT OF THE ASSESSMENT

The primary tangible output from this assessment is this Consultants’ Final Report.
Above all, the assessment report provides an initial roadmap (See Chapter 3) for long-
term improvements for PA management with regard to FD human capacity and
institutional or organizational makeup. Twenty recommended priority focus areas for
achieving these improvements are identified, and estimated financial resource needs, in
support of proposed delivery mechanisms, are identified to achieve medium and long-
term targets.

1.2.3 APPROACH & METHODOLOGY USED FOR THE ASSESSMENT

The Consultants implemented a basic institutional gap analysis by identifying important
FD institutional strengthening or management elements and reviewing the current status
for each element. A Gap Analysis Position Paper was prepared in the form of a matrix
with follow-up actions. A workshop was held to discuss and review the Matrix Position
Paper with FD senior staff. Based on the outcome of the workshop and other
consultations, the final Gap Analysis Matrix was prepared. This formed the basis of
Chapter Three of this report.

To assess each element, the following three logical steps were used:

= Current Situation Analysis: Where are we now? Assessing the current situation:
Findings and Issues;

= Recommendations: Where do we want to be? Recommending strategic priorities in
support of improved biodiversity conservation and sustainable protected area
management system;

= Delivery Mechanisms: What will it take to get there? Identifying some possible
mechanisms for delivering the recommendations.

Focusing on the needs of (i) trained professional capacity and (ii) institutional
organization (Annex A); the analysis first identified twenty elements considered as
relevant key focal areas for strengthening. Options were proposed for an enabling
institutional organization sufficient to manage the country's PA system. An assessment
was then made of the existing FD PA management structure and capacity, and
discussions were prepared regarding the gap between current organizational status and
the proposed configuration. The assessment then identified the strategic priorities
(recommendations) that need to be addressed, as well as their probable delivery
mechanisms, so as to enable the FD to meet increased and improved PA management
demands.

To gather information and to promote a participatory approach to the assessment, to the
extent possible, the Consultants held meetings, interviews, informal consultations, two
workshops, literature reviews, and field visits (Chittagong training and research
institutions, Chunati Wildlife Sanctuary, Dulahazra Safari Park at Cox’s Bazaar) to guide
the institutional gap analysis. Additional field visits were not possible during this period
due to the massive flooding throughout the country. Coordination was established with
the FD senior staff, especially its Nishorgo Program, USAID and other key organizations.
Annex B describes the Consultants' itinerary, list of consultations and informants,
workshops and field visits.
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Particularly significant were two Forest Department Assessment Workshops, detailed in
Annex C. The first workshop (26 July 2004) was attended by senior FD staff and held at
Ban Bhaban, Forest Department, Dhaka. One presentation was made of the current
situation for the twenty and several key issues that should be addressed or stressed by
the Consultants were identified.

Subsequent to the first workshop, a draft matrix was prepared that clearly shows the
twenty institutional strengthening elements, their current situation, recommendations and
delivery mechanisms. The second workshop (31 July 2004) was attended by senior FD
staff and held in the meeting room of the Nishorgo Support Project, Banani, Dhaka. After
three presentations, the draft matrix was used as the basis for three focal group
discussions resulting in further modifications and improvements to the matrix, which was
the major workshop output. FD suggestions were incorporated in the final version of the
matrix in Annex D. A preliminary costing of proposed component programs was then
prepared for FD and donor consideration (Annex F).

The next step in line with the consultants’ participatory approach will be translating the
matrix into Bangla so as to receive a wider input from foresters and other key
stakeholders outside of Dhaka. This matrix of present conditions, recommendations and
delivery mechanisms will then be modified further in response to requirements from the
field.

1.3 THE NISHORGO PROGRAM AND NISHORGO SUPPORT
PROJECT

1.3.1 THE NISHORGO PROGRAM (“SAVING BANGLADESH'S FORESTS FOR
FUTURE GENERATIONS”)

The Nishorgo Program of the Forest Department (FD), Ministry of Environment &
Forests (MoEF), of the Government of Bangladesh (GoB) is a comprehensive
Government program that aims to improve biodiversity conservation and protected areas
(PA) management throughout the country. The name “Nishorgo”, proposed by a student
from Jhinaidah District in response to a national competition, evokes the beauty of
nature within Bangladesh. The Nishorgo Program receives financial support for PA
Management from the United States Agency for International Development (USAID) and
the Asian Development Bank (ADB).

The foundation of Nishorgo is its focus on building partnerships between the FD and key
local and national stakeholders that will assist in conservation and PA management
efforts. Expected activities of the Nishorgo Program include, but are not limited to, the
following:

= Developing formal co-management agreements for specific protected areas between
the Department and stakeholders,

= Sharing economic benefits from protected areas with local participating stakeholders,
= Formalizing processes for reducing local conflicts over protected areas,

= Installing visitor amenities in protected areas,

= Improving FD facilities within protected areas,

= Refining the policy framework for protected areas management,
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= Facilitating eco-friendly private sector investment that can provide key services to
protected areas,

= Supporting applied, management-oriented research on protected areas and selected
biodiversity (e.g., habitats, flora and fauna species) that can improve future planning.

The steady loss of Bangladesh’s remaining protected forest areas can be stopped, and
the Nishorgo Program aims to build the capacity and partnerships necessary to make
that happen. The Nishorgo Program activities have been designed to promote the
following results:

= A marked slowing of biodiversity loss in targeted protected areas,

= Active and formalized participation of local communities dependent on forest
resources,

= Anincrease in the number of protected area sites and the capacity to receive visitors,
= A formalized protected area management system,

= Improved hydrological and other environmental services from forests,

= Improved income and livelihoods of people living in and around protected areas,

= Job creation and enterprise development associated with protected areas and nature,

= More active and vibrant partnerships for nature conservation between citizens and the
FD.

Achieving these results requires a well organized protected area management capacity
program and institutional structure within the FD. At present, protected area
management responsibilities are shared by members of the Wildlife and Nature
Conservation Circle and by forest officers from others divisions of the Department.

Internally, the FD has developed a vision of its future protected area management. This
process and document entitled “Vision 2010” (see Section 1.4.3) states that the FD will
require a diversity of trained personnel and organizational characteristics. At present, the
capacity to manage a PA system within the FD is well below what is required. It is widely
accepted that a well organized effort will need to be undertaken if the FD is, in the
medium-term, to have the institutional capacity and organizational makeup to manage a
full protected area system that meets international standards.

1.3.2 THE NISHORGO SUPPORT PROJECT (NSP)

Under its partnership with the GoB, USAID is providing targeted technical support to
aspects of the Nishorgo Program. The USAID-FD Project Concept Paper (PCP) for the
Nishorgo Support Project provides for implementation of the Strategic Objective Grant
Agreement (SOGA) between the two countries in line with USAID’s SO6: “Improved
Management of Open Water and Tropical Forest Resources”. The Program Design for
“Co-management of Tropical Forest Resources in Bangladesh” describes the Nishorgo
Support Project (NSP). This document substantially reflects what the FD envisions as
the future of the Nishorgo Program. NSP aims to support this vision through specific
targeted activities arranged within five implementation components over six years (2003-
2008). Where the FD has already identified needs for capacity building growth in the
draft PCP, these needs have been considered and included in this capacity assessment.

The NSP works closely with the Forest Department and key conservation stakeholders
to develop and implement a co-management approach to help conserve the country's
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Protected Areas, where partnerships for conservation are essential. The Project is
working at five initial pilot sites to begin adapting a Protected Area co-management
approach for Bangladesh. The five initial pilot PA sites are: (i) Lawachara National Park,
(i) Rema-Kalenga Wildlife Sanctuary (iii) Satchari Reserve Forest (proposed as a new
National Park), (iv) Teknaf Game Reserve, and (v) Chunati Wildlife Sanctuary. The NSP
is implemented by International Resources Group (IRG) of Washington DC, USA in
association with its partners; namely, Community Development Center (CODEC),
Chittagong, Nature Conservation & Management (NACOM) and Rangpur Dinajpur Rural
Services (RDRS).

1.4 BANGLADESH FOREST DEPARTMENT

1.4.1 OVERVIEW

The Forest Department, Ministry of Environment & Forests, manages the PAs in
Bangladesh. The FD is one of the oldest public agencies in South Asia, founded in 1862
during the colonial period. Khan et al. (2004) have prepared an historical review and
synthesized the institutional capacity of the FD in the context of Social Forestry
implementation.

The National Strategy for Economic Growth, Poverty Reduction and Social Development
states: “The development vision in the present strategy embraces”... “poverty reduction
and accelerating the pace of social development with particular emphasis on
empowering the poor and achieving gender equality have been made the overarching
strategic goals”. The Forestry Sector Master Plan (FSMP) and the National Forest Policy
(NFP) of 1994 extend this national vision to the forestry sector for poverty reduction and
also emphasize the importance of social forestry.

The forestry sector currently contributes approximately 3% of the nation’s GDP; yet this
is not an accurate reflection of the importance of the sector. For example, Bangladesh’s
major source of energy, rural house and furniture construction materials are still derived
from forests. It must also be stressed that forests provide unquantifed benefits from
environmental protection that extends to other sectors of the economy. Also, during
2001-02, 2% of the country’s total manpower was engaged by the forestry sector.
However, state land forests have been devastated by organized illegal commercial
logging, unplanned and inappropriate conversion to agriculture and other uses, fire,
grazing and other influences. The annual deforestation rate is estimated to be 3.3%
(Khan et al. 2004). Such forest loss can have devastating effects, including pervasive
flooding and tremendous economic and human losses. During this assessment, the
worst floods in over fifteen years covered more than two-thirds of the country and had
killed more than 600 people with billions of dollars in property damages. The
environmental issues, particularly concerning forest cover and watershed protection, are
now being seen as the foremost concerns of the nation’s economic health.

Yet, there is a general dearth of reliable systematic information on Bangladesh forestry
(Khan et al. 2004). Two systems of production forestry occur in Bangladesh; namely,
government forests managed by the Forest Department (FD) and privately owned home
gardens. Khan et al. (2004) have described and discussed these parallel production
systems:

“The designated classified government forestland (some 1.49 million [m] hectare [ha])
covers both natural and plantation forests, which are primarily under the purview of the
FD. About 0.72 m ha of land is designated as ‘un-classed state forests’ (USF) under the
control of the Ministry of Land. Home gardens or Village Forest Groves constitute 0.27 m
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ha and are scattered all over the country. The public forest land, un-classed state forests
and home gardens together make up about 17% (2.46 million hectares) of the potential
tree growing area of the country -- the lowest figure of any South Asian country. The
more striking reality is that much of the country’s designated ‘forestland’ is devoid of
trees, and the actual tree cover is one m ha or about 6% of the total land area. On the
basis of geographical location, climate, topography and management principles, the
forests of Bangladesh can broadly be classified into: Hill forests, Un-classed state
forests, Plain land Sal forests, Mangrove forests, Coastal forests and Home gardens”...
“In view of the above problems, limitations and challenges of the Bangladesh forestry
sector, community based participatory afforestation practices, commonly coined SF,
have been increasingly felt to be the most feasible strategy for the long-term
sustainability of the forests.”

Historically, until partition of the subcontinent in 1947 the FD was part of the Forest
Department of India. After partition in 1947, the FD continued to function within East
Pakistan, with a CF as its head; the position of the CF was later elevated to Chief
Conservator of Forests (CCF) heading the Forest Directorate of East Pakistan. Since
Bangladesh independence in 1971, the FD continued to operate with the same structure
until reorganization was approved in 2001.

Over the last three decades the mandates of the FD have been shifted from “production
forestry” to “people- oriented forestry” and thus the activities of the FD have expanded
from the Reserved Forests to the village levels. Conservation of biodiversity through
protected areas management only recently emerged as a major concern of the FD.
Considering the changed scenario, the GoB in 2001 instituted reforms of the
organizational set up of the FD (Ref.: MoEF/Sec.-2/For. [Adm. Reform]-22/98(6)296, dd.
24.6.01).

1.4.2 THE WILDLIFE AND NATURE CONSERVATION CIRCLE (WNCCQC)
During the reorganization of the FD institutional structure in 2001, total staff positions
were increased from 5224 to 8681. As part of this reorganization, a new FD Circle;
namely, the “Wildlife and Nature Conservation Circle” (WNCC) was established and
headed by a CF with a total allocation of 378 staff under the direct control of the Chief
Conservator of Forests (CCF).

Under this Circle there are four Wildlife Management and Nature Conservation Divisions,
field units each headed by a Divisional Forest Officer (DFO) covering the country. The
respective DFOs manage protected areas located in their Divisions. However, due to the
lack of manpower these divisions are not functioning well (Dey 2003). The distribution of
allocated staff positions, existing and proposed organograms and many other WNCC
issues are presented in Chapter Three; thus, more details of the WNCC are not provided
here.

1.4.3 PROTECTED AREA SYSTEM OF BANGLADESH

As of 2004, the total area of Bangladesh’s PA system (including relatively small
proposed areas) is approximately 243,723 ha (Table 1-1). "Protected Areas" (distinct
from gazetted forest reserves), as the term is used by the Forest Department, include
such areas as National Parks Wildlife Sanctuaries, Game Reserves and Safari Parks.
Perhaps with the exception of the latter designation, these PA categories make little
sense in reality and may best all be termed as “biodiversity conservation areas”. How
these PAs are distributed throughout the country is presented in Figure 1-1, which also
shows the locations of the five NSP supported pilot PAs. Currently, the total area within
the PA system is approximately 243,723 hectares. By comparison with most countries in
the world, Bangladesh has an extremely low percentage of surface area devoted to
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protected areas (approximately 1.65 % of the country’s total land area and
approximately 9.3% of the forest land under FD management. The FD’s “Vision 2010”
(See Section 1.4.3) proposes that the total PA system area should increase by 2010.

Approximately 84,000 hectares of the total PA system are relatively intact upland forests
in the northeast and along the ridges of the eastern hills (the Chittagong Hill Tracts, or
CHT). The remainder of the PA system is found in the lowland coastal areas, primarily
within the internationally-recognized Sundarbans. Further surveys may indicate other
areas of remaining natural forest, both within the current FD Reserved Forest System or
as ungazetted state forest lands, where new conservation areas could be designated.
There will be increasing demands for skills in wetlands management as a priority for the
current and expanded PA system.

Bangladesh is high in biodiversity but of course this biodiversity is increasingly
threatened with local extinctions likely to have occurred in the recent past. The PA
system, if well designed and managed, is intended to protect the majority of the
country’s biodiversity. Earth Trends Country Profiles (2002) prepared a list of the number
and status of species in Bangladesh:

Number of Total known Species, 1992-2002 5,000

Number of Threatened Species, 2002 12
Mammals Number of Total Known Species, 1992-2002 125
Number of Threatened Species, 2002 23
slictellpiefllgsE  Number of Total Known Species, 1992-2002 166
Number of Threatened Species, 2002 23
Reptiles Number of Total Known Species, 1992-2003 |12
Number of Threatened Species, 2002 20
Amphibians Number of Total Known Species, 1992-2003 23
Number of Threatened Species, 2002 X?
Number of Total Known Species, 1992-2003 8|
Number of Threatened Species, 1992-2002  X?
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Table I-1. Summary Information on Protected Areas in Bangladesh, July 2004

Name of the Protected Area Declared Status Area (ha) | Year of Notification (Year of
establishment in parenthesis)

Sundarbans East Wildlife Sanctuary 31,227 1996
2. Sundarbans South Wildlife Sanctuary 36,970 1996
3. Sundarbans West Wildlife Sanctuary 71,502 1996
4% Chunati Wildlife Sanctuary 7,761 1986
5. Pablakhali Wildlife Sanctuary 42,087 1983
6%  Rema-Kalenga Wildlife Sanctuary 1,795 1981
7. Char Kukri Mukri Wildlife Sanctuary 40 1981
8. Bhawal National Park 5,022 1982
9. Madhupur National Park 8,436 1982
0. Himchari National Park 1,729 1980
I'l. Ramsagar National Park 28 2001
2. Nijhum Dweep National Park 16,352 2001
3. Kaptai National Park 5,464 1999
4%  Lawachara National Park 1,250 1996
I5.  Medhakachchapia (proposed ?) National Park 396 2004
[6* Satchari (RF. proposed as N.P.)  National Park 240 Proposed
[7%  Teknaf Game Reserve [1,615 1983
18.  Dulhazara Safari Park 600 (1999)
[9.  Bashkali Eco-Park -- (2003)
20.  Madhupkunda Eco-Park 125 (2001)
2|.  Sitakunda Botanical Garden & Eco-Park 1,000 (2000)
22.  Mirpur Bot. Garden 84 (1961)

Total Area (incl. proposed) 243,723
i = Five NSP-supported pilot PAs

1.4.4 “VISION 2010”

The FD has worked to develop an important effort by defining an internal vision of its
future for protected area management. This process and document, facilitated by NSP,
is entitled “Vision 2010” and states that the FD will require a diversity of trained
personnel and organizational characteristics. At present, the capacity to manage a PA
system within the FD is inadequate. “Vision 2010” is intended to identify the major
challenges to improving protected area management and identify the medium to long
term priority focus areas of the Nishorgo Program if it is going to meet those challenges.
The assessment presented in this report is intended to be supportive of the required
targets as outlined by the FD in its “Vision 2010".

According to the “Vision 2010” document, the major trends that can be expected to affect
PA management in Bangladesh include:

= The number of tourists visiting protected areas and other nature sites will continue to
increase,
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= NGOs, academics and the international community will put steadily increasing
pressure on the FD to manage protected areas in a more sustainable way,

= It will be increasingly difficult to adhere to the international Conventions that the
country is bound to uphold,

= At the local level, the demands on protected areas will increase,
= Forest Department will need to manage protected areas in a more sustainable way,
= Protected Areas will see increasingly intractable social conflicts,

= The economics of land prices and competing development plans, based on increasing
demand for land, will put an extra pressure on the protected area system.

As a response to these coming challenges and trends, the FD will need to master a new
approach to PA conservation, as called for under the Nishorgo Program. Nishorgo must
find ways to get “buy-in” or consensus from local stakeholders who can serve as a
counterweight to special interests far away from PAs and adjacent lands. “Vision 2010”
states that FD will need new approaches for PA management, including several issues:

= PA managers will need to continue to focus on and master forest and ecosystem
management,

= The Wildlife and Nature Conservation Circle, and its mandate and processes, should
be modified to be in line with the overall goals of Nishorgo. In effect, the Circle will
need to be strengthened and its processes reviewed,

= A co-management approach should be adopted,

= To extend the reach and effectiveness of the PA managers, an active local PA
management committee, composed of an appropriate but small number of local
stakeholders, will be essential,

= The role of the DFO/Wildlife, in particular, needs to be examined and clarified,

= PA Managers can no longer manage their areas as islands cut off from the rest of
society,

= The FD must continue to improve its ability to manage the legal dimensions of land
and resource conflicts.

“Vision 2010” recognizes that PAs represent important economic opportunities and each
PA will need to take appropriate steps to move toward financial self-sufficiency. To reach
its goals, the FD will also build its institutional, human and material capacity to meet
these challenges. Formal structural changes must be made to the PA capacity-building
efforts for PAs to become functional and operational. The movement towards a separate
PA management system should be made slowly, allowing the national PA management
institutions to gain ability in the process. The five pilot PAs that are the focus of NSP will
produce models for PA management that can be extended to other PAs as a networked
PA system.

It is expected that this Assessment will assist the FD to develop its draft “Vision 2010”
Statement even further to achieve its required targets.
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1.5 SUPPORTIVE NATIONAL INITIATIVES

1.5.1 THE NATIONAL BIODIVERSITY STRATEGY AND ACTION PLAN

To fulfill the Government’s commitment as a Member of the Convention on Biological
Diversity (CBD), the Ministry of Environment and Forests has taken the initiative to
develop a National Biodiversity Strategy and Action Plan (NBSAP) for Bangladesh. The
draft NBSAP is being prepared by the IUCN Bangladesh Country Office. It is evident that
the NBSAP has given priority attention to more effective management of the PAs of the
country.

Several issues on management of the PAs have been addressed in the NBSAP. The
draft NBSAP has identified no fewer than sixteen (16) Strategies for improving the
country’s biodiversity conservation and sustainable management. A specific strategy has
been identified under Strategy 9; namely, “Enhance Protected Area Management,
Recognizing the Benefits of Collaboration with Local Communities in their Management”.
Under this Strategy 9 there is a recommendation to reorganize the structural
organization of the Forest Department and to strengthen the capacity of the Forest
Department for PA management.

The NBSAP has also stressed the essential role of development partners in
implementing this Strategy. Development partners have opportunities to contribute in
many priority action areas (e.g., capacity building, co-management of PAs,
communication and awareness raising, developing an information base, and
networking). The NBSAP emphasizes that partnerships should be strengthened between
FD and NGOs or LCOs to secure livelihoods improvement and poverty alleviation
through integrating biodiversity and environmental conservation for communities living
within and adjacent to the PAs.

1.5.2 THE FORESTRY SECTOR PROJECT

The Government of Bangladesh promulgated Forest Policy in 1994 that placed
emphasis on people-oriented programs to manage environment, preserve existing
values, conserve plants and animals and maximize benefits to local people. The
government approved the 20-year Forestry Sector Master Plan (FSMP) in1995.

The ADB-funded Forestry Sector Project (FSP) approved in 1997 was the first step
towards achieving the goals of the FSMP. The objectives of the FSP were to enhance
conservation of forests in selected protected areas, increase overall wood production
and institute sustainable management of forest resources through local community
participation, institutional capacity building and policy reform.

For proper coordination and implementation of FSP activities, The Government formed
an Apex Body at the national level and chaired by the Principal Secretary to the Prime
Minister. The Apex Body coordinates the many inter-departmental issues. There are also
District Coordination Committees and Thana Coordination Committees at district and
thana (now known as upazila) levels respectively for proper coordination and
implementation of FSP activities. The plantations that were established under a
Community Forestry Project and the Thana Afforestration and Nursery Development
Project are now being harvested under FSP.

As of 2004, FSP used a participatory approach to involve about 35,000 families, mostly
poor and landless. These families have been integrated into the tree plantation schemes
as both participants and beneficiaries (FD 2004). Some of the lessons learned form the
FSP may be found in Section 1.6.3.
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1.6 LESSONS LEARNED FOR PROTECTED AREA
MANAGEMENT

1.6.1 INTERNATIONAL LESSONS

This section provides international experiences or lessons learned from implementing
community development and livelihood improvement initiatives vis-a-vis protected area
management and biodiversity conservation. The most relevant international lessons for
Bangladesh’s protected area system focus on stakeholder participation and collaborative
management or “co-management”.

An extensive literature review was made of relevant Integrated Rural Development
Projects (IRDP), Integrated Conservation and Development Projects (ICDP), Integrated
Coastal Zone Management Projects (ICZP) and other protected area management
lessons learned from projects internationally. Only a few of these are cited, and it is not
the intention of this section to add to the confusion and repetition of intuitive "lessons
learned". Rather, the intention is to reinforce the most relevant lessons and highlight
particular experiences and specific questions that may be instructive for planning and
managing Bangladesh’s protected areas. It must be stressed, however, that some
lessons are site-specific and may not be applicable to other sites or conditions. The
reader should be careful not to assume that these lessons are “general truths” or that
they are of relevance to all future initiatives in the country’s protected area system.

Lessons learned thus comprise more a body of observations from international planning
and implementation experiences (e.g., ICDP, IRDP, ICZP) at a particular time and place
and under patrticular conditions. Typical project implementation was often constrained by
management problems, both internal and external to a project, and by frequent ad hoc
changes to project design. Nevertheless, these “lessons learned” or “results observed”
through international experience have relevance, and must be considered for planning
and implementing protected area, rural development and natural resources management
initiatives arising from the plans and initiatives of the WNCC.

The issues confronted are similar to those found in many community-based
development programs that have been linked to efforts to conserve high biodiversity
resources adjacent to and within protected areas. For the past ten to fifteen years the
international “conservation community” has promoted the ICDP concept and practice.
For example, from the WWF experience of monitoring and evaluating over forty ICDPs
worldwide, the organization learned that successful community-based conservation
usually entails the neqgotiation of a complex set of agreements among multiple
stakeholders (Freudenberger 1997). WWF field staff facilitated negotiations for both
informal and formal legal arrangements to determine access and use of natural
resources located in buffer zones, core areas, and on lands held privately or in common
by rural communities.

A summary of some of the more useful lessons from Integrated Conservation and
Development Projects (ICDPs) of relevance to the Bangladesh protected area system
include:

= Strengthening PA protection through law enforcement only is not sufficient without
addressing the underlying socio-economic reasons for encroachment.

= Itis important to identify all stakeholders, particularly at the local level, and they must
be involved in the planning and implementation process from project inception.
Creating awareness and interest among the stakeholders is of paramount importance.
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Linkages between community development projects and natural resource protection
and conservation must be made explicit.

The commonly accepted, in theory if not in practice, bottom-up participatory approach
should not be the only focus. National institutions must be involved for policy
improvements. The protected area and wildlife conservation policies are most
important. However, national policies and laws will have very little effect at the local
level unless there are both local awareness and strict law enforcement.

Community participation and empowerment is a time-consuming process. Without the
investment of time, local people can only be passive observers and not active
collaborators.

Adaptive and innovative management designs should be well prepared and then
implemented, and through successful demonstration spread to other areas as other
communities see the benefits.

A process must be developed to identify key management issues in each protected
area. The process must be very participatory, building community involvement and

ownership into all decisions, using a public consultation process to ensure that the

interests of as many local people as possible are considered.

A process must be developed to analyze and describe all laws and regulations
relevant to protected area management, wildlife conservation and overall
environmental protection. These should be distributed in simple lay language to guide
the people responsible for planning and implementing, as well as for grassroots
organizations and local entrepreneurs.

Public awareness of protection and management issues, which are of relevance to the
livelihoods of local people, must be performed through an appropriate, adaptive and
understandable approach. The approach must recognize and address the different
needs and levels of understanding among the different target groups.

Successful natural resource management projects must involve not only the local
communities and NGOs, but also local government officials and national authorities
that have interests in the area. Private entrepreneurs are very important stakeholders,
and while they have a high potential for disrupting developments that they oppose,
entrepreneurs and businesses also have great potential for stimulating local economic
development (e.g., economic partnership arrangements with community groups).

Research can be an important part of institution building. Institutional arrangements
must be found for training researchers and for carrying out research leading toward
effective collaborative management.

The learning that has taken place needs to move from the small sites up through the
system by means of a monitoring and evaluation system that can effectively
communicate problems and progress. A main purpose of the Nishorgo Support
Project, for example, is to encourage other areas to adopt sustainable protected area
and natural resource management, within and outside the NSP pilot sites. Moving
beyond the designed pilot demonstration sites to a wider area is a crucial step
requiring care planning that is appropriate to new PA sites.

Environmental impact methodologies need to be developed, tested, and disseminated
so that they can be implemented easily and locally. Local institutions must be able to
assess the impact of development.
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= Several ICDPs have shown the importance of appropriate phasing of activities and the
deleterious conseguences of delays, which seriously affected planning and full
community participation at the project sites.

= Finally, the important role of grassroots organization involvement for community
participation in planning must be stressed and cannot be neglected, and their
involvement must begin very soon after a project commences.

Institutional strengthening and innovation for the WNCC to manage Bangladesh’s
protected areas and adjacent inhabited “support zones” must draw from several
additional particularly relevant lessons learned:

= Institutional strengthening requires wide support to fill institutional capacity gaps,
including redefinition of existing institutions and processes to support multi-
stakeholder involvement. There is little theoretical or experiential evidence to
demonstrate that current institutions, which were designed to support economic
growth based on natural resources exploitation, will support sustainable development.
Sustainable development requires new skills, innovative approaches, and support for
institutional restructuring.

= If counterparts and PA stakeholders are to be provided with the skills necessary to
implement innovations, access to training must be more flexible. Increasing the
provision of informal training, such as applied research programs, cross-visits and
study tours should be stressed.

= Competitive financial resource allocation processes, using transparent decision-
making criteria, provide a cost-effective means to encourage wider participation in
natural resource and PA management.

Chapter Two provides more information on sound PA management that draws on these
and other international lessons learned as well as issues that must be addressed
relevant to improving Bangladesh’s PA system and management capacity.

1.6.2 NATIONAL BANGLADESH LESSONS

There is a growing base of on-the-ground implementation experience, both from FD and
other agencies and organizations from which WNCC can draw. This experience has
provided practical tools and lessons learned for PA management. In some cases, it has
involved enabling private institutions to become more involved in biodiversity issues.
Nonetheless, as habitats and wildlife ranges extend beyond the PA boundaries, and
therefore involve more people, further experience in applying specific mechanisms (e.g.,
conflict resolution) must also be developed. In addition, easements and covenants could
provide opportunities for improving biodiversity conservation on adjacent and associated
private lands, and this too should be addressed.

Although there have been many natural resource conservation and rural development
projects with lessons learned in Bangladesh, three projects are selected here due to
their particular relevance, albeit indirect in some cases, to PA management; namely:

= Management of Aquatic Ecosystems through Community Husbandry (MACH),
= Sustainable Environment Management Program (SEMP),
= |[UCN Bangladesh'’s Initiative in Chittagong Hill Tracts (CHT).

Management of Aquatic Ecosystems through Community Husbandry (MACH)
Project
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The MACH Project employs a collaborative community approach to natural resources
management in wetland ecosystems. Funded by USAID, MACH began in 1999 and will
continued at least to 2006. The project is being implemented in three sites; namely: Halil
Haor in Moulvibazar district, Turang Bangshi in Gazipur district and Kangsha Malijhee
site in Sherpur district. The project’s main purpose is to demonstrate to communities,
local governments, and policy makers the viability of a community approach to natural
resource management and habitat conservation in Bangladesh that involves entire
floodplains and surrounding watersheds. The selected “communities” have included all
people in a given area who depend either economically or nutritionally on the flood plain
and its products. The program has emphasized and worked with poorer groups,
particularly fishers and with particular attention directed toward women'’s involvement. To
make the program truly sustainable, MACH has also included representatives from
union-level local government as well the local elites who are primarily involved in
decision-making.

MACH has supported local communities to form their own organizations for overall
management of physical and biological components of selected wetland ecosystems.
The project has emphasized conservation and rehabilitation of degraded aquatic
habitats. Major habitat restoration activities have included reestablishment of dry season
refuges for fish and other resources dependent on an aquatic habitat. The project has
also included work with local industries to reduce pollution, reestablishment of watershed
functions through re-vegetation and reforestation, and reduction of soil erosion by
introducing appropriate and environmentally friendly wetland agriculture and aquaculture
systems.

MACH has also made significant progress in catalyzing a community-based response to
the issues affecting sustainability of open water resources. The project’s natural
resources management accomplishments include: (i) reduction in fishing pressure
through community-imposed and enforced regulations (ii) establishment of fish
sanctuaries in dry season water bodies, (iii) excavation of silted-up canals and portions
of rivers to restore ecosystem connectivity, (iv) enhancement of fish species diversity, (v)
re-introduction of important missing fish species through stocking, and (vi) re-vegetation
in both riparian and swamp forest areas. It has also developed greater resource-use
awareness, health care and literacy rate in an integrated program for the project areas.

The achievements of the MACH project indicate the importance of appropriate
community participation based on trust and economic incentives as well as the success
of institutionalizing community-based management of natural resources. As such, the
lessons from MACH are of great relevance to PA management programs that involve
eliciting participation, designing community co-management arrangements and
facilitating income generating activities for PA communities.

Sustainable Environment Management Program (SEMP)

The Sustainable Environment Management Program (SEMP) is a follow up to the
completion of a National Environmental Management Action Plan (NEMAP). The MoEF
has been implementing the SEMP since 1998 with financial support from UNDP. SEMP
has no fewer than twenty-six (26) components dedicated to addressing different aspects
of critical environmental issues. Successful implementation of all the components will
establish a useful model for sustainable development. One of the SEMP sub-programs
is sustainable ecosystem management under which a model for sustainable utilization of
ecosystem based resources, emphasizing biodiversity conservation, is also being tested
and developed.
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Activities under SEMP are being implemented in five main areas related to policy and
institutions; namely (i) participatory ecosystem management at the grassroots level, (ii)
community-based environmental sanitation, (iii) awareness and advocacy, (iv) training
and (v) education. The five broad themes with their 26 components are being
implemented through twenty sub-implementing agencies. This requires a tremendous
effort to succeed with intersectoral cooperation for planning and implementation; not an
easy task. Under community-based ecosystem management, IUCN Bangladesh is
promoting community-based wetland management in the haor and floodplains of
Bangladesh with emphasis on natural resource management. This is accomplished
through: (i) establishing community managed micro-sanctuaries for flora and fauna, (ii)
promoting integrated pest management, (iii) promoting growth and use of medicinal
plants, (iv) promoting environment-friendly energy sources, and (v) providing alternative
livelihood to reduce pressure on natural wealth, among other activities.

As with the MACH Project, the lessons from SEMP are of great relevance to PA
management programs that involve eliciting participation, designing community co-
management arrangements of natural resources and PAs and facilitating income
generating activities for PA communities.

IUCN Bangladesh’s Initiative in Chittagong Hill Tracts (CHT)

The IUCN Bangladesh Country Office (IUCNB) initiated a program in 2000 to link people
with nature conservation in the hilly areas of southeast Bangladesh. The goal of the
program is to develop a socially acceptable, economically viable and “biodiversity
friendly” development model for a given landscape in which the ethnic people of the CHT
can live “in harmony with nature”. The expected outputs of the program include: (i)
awareness raising of local people on sustainable use of natural resources, (ii) building
capacity at local level for conservation and sustainable development, (iii) development
and implementation of sustainable land use plans, (iv) ecological regeneration of
depleted tropical forests, (v) support to rural livelihoods by increasing productivity of their
farming systems, and (vi) making provision for alternative income generating activities
(IUCNB 2003).

Krykhong Para, one of the villages of Mouza Hafaikhong in the Banderban Hill District,
was selected as the pilot area. A Village Development Committee (VDC) was
established to manage all activities of the program with technical support from IUCNB.
The participatory and capacity building approaches of the pilot initiatives have been well
accepted by the community as well as the district council and district administration.
Ethnic people from other villages of the same Mouza as well as nearby areas
approached the project for assistance with undertaking similar programs in their villages
(IUCNB 2003).

Again, the lessons from IUCN'’s CHT Initiative are of great relevance to PA management
programs that must focus on eliciting participation, designing community co-
management arrangements and facilitating income generating activities for PA
communities.

1.6.3 FOREST DEPARTMENT LESSONS

The FD’s experience over the last twenty years with Social Forestry (SF) and its
associated community participatory natural resource management approaches is of
great relevance for designing appropriate PA co-management design, arrangements and
implementation. Thus, it is very important that foresters realize the importance of these
experiences by making the link between the participatory elements of social forestry and
the participatory efforts to initiate PA co-management. Khan et al. (2004), in a recent
review of the forestry sector with emphasis on social forestry, have reviewed social
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forestry’s contribution to poverty reduction including a detailed analysis of economic and
social development, good governance, institutional capacity building, reform measures
and SF activities by NGOs and other quarters. They have also reviewed progress and
noted the challenges, needs and issues as well as recommended interventions.

The first community forestry program in Bangladesh was started at Betagi in 1979 within
the Rugunia upazila under the Chittagong District in a khas (under district
administration), and the site consisted of denuded, hilly scrubby “forest” land (Hug and
Alim1995). The program began with 101 families or households (HH), and ultimately 83
families remained at the conclusion. Approximately four acres of land were allocated to
each HH. A silvi-horticultural module was introduced in all the plots, and mainly fruit and
timber trees were planted because of the hilly, erodable terrain. The program was in the
line with the shawnirvar (self-reliance) working mode. The Krishi Bank agreed to give
credit, and Grameen Bank workers supervised the credit. Thus initial capital required by
the participants was made available. The Betagi project was considered a success.
Encouraged by the success of Betagi, the FD extended the program to the adjoining
Pamora mouza, which was part of a “protected status forest” but in a denuded condition
(Hug and Alim1995). The Betagi model was a good beginning for participatory forestry
with an approach towards community involvement in Bangladesh forestry.

Participatory forestry actually started in Bangladesh in 1981 with the commencement of
the “Development of Community Forestry Project” (DCFP) with ADB financial support.
The project was implemented in the north and northwestern part of the country and
covered twenty-three (23) districts. Subsequently, two more participatory projects were
implemented; namely the Thana Afforestation and Nursery Development Project and the
Coastal Greenbelt Project under ADB loans. A participatory forestry project (Bridge
Project) captioned “Extended Social Forestry Project” was also implemented by the GoB
from 1995 t01997.

The Forestry Sector Project (FSP) was described in Section 1.5.2. The objectives of the

FSP are to enhance conservation of forests in selected protected areas, increase overall
wood production and institute sustainable management of forest resources through local
community participation, institutional capacity building and policy reform. From a review

of the performance and experiences of the social forestry (SF) programs under FSP and
related completed and on-going projects, several observations and lessons of relevance
to PA co-management may be highlighted (Khan et al. 2004):

= “Considerable progress has so far been made in initiating reform of the institutions and
policies, plantation establishment, creating opportunities of income generation and
employment, and raising some degree of public awareness and interest about SF.

= The physical and quantifiable targets have often fared better than the social goals.

= Social and participatory goals are regulated and conditioned by the particular realities
of the surrounding context and environment. These contextual regulators (e.g.,
patronage, social stratification, institutional biases) and their possible impact need to
be carefully assessed and understood before launching any project.

= Land tenure status has major implications for participants’ morale and thus, the issue
needs to be addressed. However, land management involves securing cooperation
from an array of complex governmental regulations and institutions, which may pose a
particularly difficult challenge for project authorities.
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= In some cases, participants’ preference and perception of project benefits and utilities
are not in conformity with those of the project authorities. This may be responded to by
a more rigorous process of interaction and field-level exploration.

= Research, especially on the dynamics of social regulators and implications on forestry
projects, has been inadequate. Systematic and problem-solving research should
continue to illuminate the process of project formulation and performance appraisal.

= The present and potential role of forestry in poverty reduction has neither been made
sufficiently clear, nor been explored in depth”.

Sundarban Biodiversity Conservation Project (SBCP) (1999-2006)

The development objectives of the Sundarban Biodiversity Conservation Project
(SBCP), funded by ADB, include development of a sustainable management and
biodiversity conservation model for the Sundarbans Reserve Forest resources in a
classic sort of Integrated Conservation and Development Project (ICDP) approach. As
an ICDP, the SBCP also aims to reduce poverty of approximately 3.5 million people
living in the “impact zone”, which is defined as being within a 20 km strip along the
boundary of the Sundarbans. These people are widely spread over 17 upazila under
Khulna, Bagerhat, Sarkhira, Pirojpur and Barguna districts. The participation of
stakeholders is not an objective on itself; it is a critical tool to regulate sustainable
extraction of natural resources (e.g., timber, fish, NTFPs). In the SBCP many community
development activities (apart from raising awareness) are undertaken but which have no
direct relation to regulating extraction or the provision of income for those extractors. The
ambitious activities planned for poverty reduction in the impact zone include expanding
economic opportunities, improving social infrastructure, improving organization for
resource users and facilitating stakeholder participation in natural resource
management. The Pally Karma Shahayak Foundation, an NGO, arranges the micro-
finance facilities with communities in the impact zone to create opportunities for income
generating activities. In fact, neither a true co-management concept or PA management
nor community-based natural resource management are prominent in this project.

The SBCP is currently suspended but under review by the GoB and ADB. Nevertheless,
by both good and bad examples, there are lessons from SBCP that can be studied for
other PA management programs (e.g., eliciting participation, designing community co-
management arrangements, establishing micro-finance schemes, facilitating income
generating activities) designed to assist PA communities.
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2. ELEMENTS OF A SUSTAINABLE
PROTECTED AREA SYSTEM

2.1 INTRODUCTION

This chapter focuses on PA management issues and elements required for a
sustainable PA system. The issues and elements are based on current standard
international best practices concerning the minimum set of systems/capacities which
needs to exist in any PA system worthy of the name. This image of a well-functioning PA
Management System of international standard may be used to compare with existing
and future projections for the Bangladesh PA system.

The chapter first focuses on issues that all PA systems must address, and we have
chosen the following issues; namely, (i) approaches to PA management, (ii) stakeholder
participation for PA collaborative management planning and implementation, and (iii)
institutional strengthening for multi-stakeholder PA management. The characteristic
elements of a well-functioning PA system are then presented according to: (i)
institutional organization with a focus on management support systems, and (ii) training
and capacity building or human resource development.

The elements of a well-functioning PA Management System include the following,
divided between two main categories:

Institutional Organization: Management Support Systems
= Organizational Management,

= Information Management Technology,

= Spatial Data Management,

= Financial Organizational Systems,

= Management Planning and Implementation,
= Institutional Orientation to Co-management,
= Legal Support,

= Law Enforcement,

= Information, Education and Communication (IEC) and Visitor Services,
= Research,

= Monitoring and Evaluation,

= Collaborative Conservation Planning,

= Public-Private Partnerships,

= Sustainable Financing.
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Training and Capacity Building: Human Resource Development

Staffing,

Training Facilities and Capacity,

Training for Professional Specialist Skills,

Integrated Training for On-site Protected Area Field Staff,

Integrated Training for Local Communities and other Stakeholders.

2.2 APPROACHES TO PA MANAGEMENT: KEY ISSUES

Miller (1995) has compared a variety of approaches to protected area management,
including the “Bioregional Movement” and ICDP approaches. The bioregional movement
grew out of a geographic focus on conservation, as found in the writings of Carl O.
Sauer, Paul Sears, and Raymond Dasmann. Their writings revolved around three
themes.

“Bioregions: People and ecological communities are arranged in geographically
localized units. Culturally, these are fuzzy, but are defined by personal attachments to
a place or a homeland, which extends to the area where the customs of others are
strange and unfamiliar. Physically, they are often defined by watersheds and other
landscape features.”

“Governance: People should be self-sufficient, organized around local markets and
political control. Bioregions should be export-limited, exchanging only industrial goods
unavailable in a local region. Often, this exchange takes the form of ‘development
poles’ based on comparative advantage - specialization of different bioregions in the
production of particular industrial goods. Generally, economic systems should be
compatible with local resource availability.”

“Ecosystem Preservation and Restoration: Bioregionalists emphasize the need for
preserving and restoring regional ecosystems. Decisions are made after systematic
and detailed information gathering, and an evaluation of interdependent processes
key to the functioning of the ecosystem.”

The bioregional approach (Miller 1995) is characterized by devolution of power to local
and regional institutions, constructing governance around restricted places (e.g., Parks
and wildlife sanctuaries), and detailed information gathering and evaluation. “Bioregional
approaches are not typically methodological or synthetically analytic. They focus on the
unique and resist analysis. Techniques are often traded orally at meetings, rather than
published.”

Alternatively, the ICDP planning approach (Miller 1995) is a policy tool focusing on
developing goals to provide improved livelihoods for local people as a means towards
biodiversity conservation. It has been typically characterized by the following principles:
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“Conservation is a byproduct of social and economic benefits of people living near to a
conservation area.

Goods and services provided by natural areas are closely tied to the present and
future of PAs.
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= Rich tenure regimes, which make distinctions among access rights, stewardship
responsibilities, and ownership rights, are established.

= Development goals are integrated into conservation planning.”

The Integrated Conservation and Development Program (ICDP) approach is typically
driven by government development needs, which in turn respond to local government
demands for products and benefits from conservation areas. The approach is often
market driven, and there is some experience that identifies and links critical problems
with market approaches and other economic incentives ostensibly in return for protected
area and biodiversity protection. Furthermore, the ICDP approach originated with
international NGOs that focused on biodiversity conservation. To enable them to tap into
considerable funding from multilateral donors in particular (e.g., World Bank, ADB),
proposals were required to show strong linkages to rural development and poverty
alleviation that included economic incentives for rural communities. Hence the ICDP
concept was born and funded, but with the primary objective on biodiversity conservation
through economic development (e.g., Wells and Brandon 1992), an approach that has
shown to continually fail and at great expense virtually everywhere that large ICDPs
have been attempted.

Returning to Miller (1995), these two methods have several features in common, but
they differ in their emphasis on planning as well as “the rigor of the definitions,
measurement, and analytical methods used in their application”. Some of the common
characteristics are quoted here because of their direct relevance to the Bangladesh
protected area system:

= Scale: Both “suggest that management approaches need to expand to a landscape
scale in order to include the ecological diversity and environmental amenities to
sustain human activities in the face of land use, climate change, and natural
disturbances. The scale also needs to be large enough to maintain the institutions
(e.g., marketing, monitoring, research, and participatory institutions) required for social
and ecological sustainability.”

= Ecological Sustainability: “Policy and management analysis should concentrate on
biological values first, in order to determine the range of ecologically sustainable
options that will later be evaluated politically by local communities working with local,
regional, and national planning agencies.” Both “approaches recognize that political
sustainability cannot be achieved in the long-run without ecological sustainability.”

= Protected Areas/Human Use Matrix: “Planning for sustainable livelihoods and
biodiversity protection require integrated planning that includes a large-scale matrix of
protected areas and connected elements (e.g., corridors), transition zones with limits
on human use, and intensive use zones. The intensive use zones should be made an
integral part of an overall biodiversity conservation strategy, because these zones
have a great potential for providing wildlife habitats in addition to protected areas both
for conservation and human use.”

= Monitoring and Extension: “Biodiversity conservation requires an intensive process of
acquiring high-quality and current information on the state of natural resources. The
involvement of local communities implies responsibilities to extend technical and
managerial support for biodiversity monitoring and for co-management of resource
use. Management plans should provide details of how this process will be maintained,
to enable the collection of consistent long-term data necessary for sustainable

ASSESSMENT: INSTITUTIONAL ORGANIZATION & CAPACITY 33
FOR PROTECTED AREA MANAGEMENT IN BANGLADESH



In

management, and for on-going extension and collaboration needed to manage
resource harvesting.”

Economic and Social Sustainability: “Planning should involve local communities in
determining the mix of values that will be used for development decisions. Minority
and majority interests should be balanced, and a diversity of values included that are
biocentric (e.g., ecosystem processes) and anthropocentric (e.g., spiritual, economic,
cultural values).”

Institutions: “Institutions for community involvement should be strengthened and
extended to enable them to co-manage and participate in development. Institutions for
creating partnerships among local community, private, and public (or government)
interests should also be included. These institutions should be made democratic and
involve a balance of powers at all levels in order to circumvent political and/or
economic domination by any particular set of interests. They should develop a mix of
incentives, and particularly reward cooperative approaches (for example, through co-
financing cooperative projects). Intermediary organizations (NGOs) should be given
an expanded role in coordinating integrated planning and management, from conflict
management and arbitration, information exchange, and coordination, to project
management.”

2000, UNDP organized a workshop on “Integrated Conservation and Development

Projects: Lessons Leaned”, in Hanoi, Vietnam. The evolution of the ICDP approach,
including underlying assumptions, related activities and lessons learned was discussed
(Table 2-1). Current critical thinking regarding the ICDP approach typically stresses the
need to reflect on issues related to long-term development and conservation and how
successful the ICDP approach has been. For example, lessons learned included the
experience that developing effective negotiated agreements among key stakeholders at
different levels and scales, i.e. a participatory multi-stakeholder approach, is critical.
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Table 2-1. Evolution of the ICDP Approach:

Underlying Assumptions, Related Activities and Lessons Learned

Overall Assumptions “Typical” Activities

When the ICDP approach was in its early stage
of development, the prevalent idea was that...

unless the basic needs of people living in and
around biodiversity-rich areas can be met, they
will not support (or will be hostile to)
conservation efforts.

However, ICDP projects designed accordingly
were not working well, so new ideas emerged
that...

impacts of local communities on biodiversity
can be mitigated by providing them with
alternatives to natural resources-dependent
lifestyles.

Thus further ideas were developed that...
local communities can use natural resources
“wisely" if the “link”" between conservation of
biodiversity and improved livelihoods is *“clear”.

Later on the ownership aspect became more
explicit that...

communities will act to conserve resources if
they have a “stake” in decision-making about
the use and management of the resources.

Source: Worah (2000)

“Social development” activities such
as building roads, water supply,
schools, health centers, etc.

“Alternative livelihood”
development such as

agroforestry, weaving, bee-keeping,
mushroom,

vegetable farming, etc.

“Value added” to natural

resources that are harvested
sustainably such as forest bee-
keeping, NTFP collection, marketing
& eco-tourism

Access and benefits sharing,
multiple use zones, participatory
planning and management (usually
limited to specific areas/resources)

Lessons Learned

Passive beneficiaries
Lack of ownership
Input intensive
Unsustainable

Conservation links unclear or
non-existent

Conservation-development links
weak/not clearly addressed

Loss of traditional
knowledge/management

De-linking from resources
weakens interest

Failures- limited experience

Policy/legal impediments
(access/tenure)

Inadequate information on
biodiversity/impacts
Benefits-sharing mechanism not
adequate

Internal conflicts

Policy/legal impediments
(access/tenure)

Weak processes/limited
experience

External forces/threats not
addressed

“Stake” too limited to be of long-
term interest

It was also stressed that a broader framework is needed. Long-term conservation is
dependent on developing, implementing, monitoring and adapting negotiated
agreements among stakeholders. The ICDP lessons learned workshop (UNDP 2000)

noted several important points:

= Policy/Legislation. “We need to figure out how we can work if the policies are
inconsistent or not right. Also, ICDP projects have several dimensions crossing many
sectors. Again, we need the bigger picture.”

= Conflict Management. “We have to recognize that there are many different actors
taking an interest in conservation and development issues. Therefore, conflict
management becomes real and a very important issue to deal with.”

= Larger Vested Interests. “We cannot oversee this important aspect. All the different
vested interests need to be brought to the negotiation table when designing and

implementing ICDP projects.”
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= Trade-offs. This is a “very important issue. We need to find the right balance. What
does one actor want? What do other people want? One has to find an agreement and
one has to give and take in the process.”

= Timeframes. “ There is no quick way to ICDP success. It takes a long time, and too
often an ICDP project has too short a time frame.”

= Institutional Development. This is “currently a weak point. For example, one may have
ten years of project implementation. But after the project closes down, the activities
collapse. Institutional development is a very big and important issue.”

A key lesson learned from many projects, underpinning all others, is the need to involve
multiple key stakeholders at both local and national levels in policy dialogue. Using a
multi-stakeholder and decentralized policy process (Mitchell & Saunders 1999) should
be the most fundamental requirement to achieve wise and appropriate policy decisions.
Sound policy decisions may then be translated into sound natural resources
management practices and sustainability. Subsequent decisions made at the
appropriate scale and jurisdictional level ensure that relevant information on natural
resources management problems and policy consequences could encourage
appropriate behaviors to overcome the problems. Multi-stakeholder processes also
enable other considerations (e.qg., distribution of policy costs and benefits) to be better
utilized for decision-making at local and national levels.

The primary constraints encountered by most ICDPs have largely centered around
one general category: impediments to community institutional and economic
empowerment in support of sustainable PA management. This issue concerns the
guestion of how effective community participation was in planning and
implementing village conservation and development activities.

Several questions need to be asked when considering ICDP constraints and then
approaching a new methodology and management design that will promote community
institutional and economic empowerment in support of sustainable protected area
management linked to village resource management:

= What worked well (strengths and achievements) during the ICDPs? Why?
= What did not work (failures and weaknesses)? Why?

= In what ways did the ICDP consultants, facilitating-NGOs, PA authorities, local and
central Government contribute to those activities that did or did not work well?

= Were failures due primarily to an inappropriate concept design, implementation
deficiencies or to uncontrollable negative external factors?

= What needs to be done to improve performance of ICDPs so that project activities
may be sustainable or further reinforced in the future?

= Can external illegal activities be controlled or eliminated through local government
support or are levels of corruption and disinterest in PA values too high and too
entrenched in the fabric of society where most ICDPs have been implemented?

= Who specifically from among the multiple stakeholders were in need of greatest
attention and assistance so that impacts on PAs could be reduced?
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= How can the lessons learned be evaluated and incorporated into future adaptive
management planning, i.e. to maintain both a protected area’s integrity and the local
communities’ access to resources and economic sustainability?

2.3 STAKEHOLDER PARTICIPATION FOR PA
COLLABORATIVE MANAGEMENT PLANNING AND
IMPLEMENTATION

One of the primary objectives of the ICDP approach is to identify how local communities,
on the one hand, and staff from the PA protection and development agencies, on the
other, can cooperatively clarify and manage the boundary and zones of a PA. The term
“co-management” is used here for collaborative management arrangements, including
all aspects of boundary and zone maintenance, regulation enforcement and protection of
the PA’s biological diversity at the village level. The term adheres to the definition used
by NSP, whereby the term collaborative management - or “co-management” - is defined
as: "a situation in which two or more social actors negotiate, define and guarantee
amongst themselves a fair sharing of the management functions, entitlements and
responsibilities for a given territory, area or set of natural resources” (Borrini-Feyerbund,
etal: 2000), in this case for a particular PA management.

This definition thus requires sharing of power among PA staff, local governments and
affected communities (Metcalf 1995). In this case the sharing of power and
responsibilities lies primarily between PA protection staff and villagers adjacent to and
utilizing land and forest resources within the PA zones. While the objective implies
increased local involvement in PA management, it must be stressed that involvement
here is not “a process of token participation in which community leaders have been
coerced into agreeing to developments” (Claridge and O’Callaghan 1997) but rather
power sharing through cooperative or collaborative decision-making.

Community empowerment involves multi-stakeholder participation. Involvement of the
public, local communities, or “stakeholders” in decision-making is called participation.
Since the 1960's, methods for involving the public in decision-making, especially in
environmental and natural resource management, have continued to evolve.
Unfortunately, the concept of public participation is frequently misused and underlying
processes are poorly understood. As a result, anything that involves consultation with
the public has come to be referred to as public participation. However, effective
participation is rare. What does effective participation require and how this may be
developed appropriately for protected area management?

An early attempt to understand public participation in decision-making was summarized
by Arnstein (1969) who raised the question, "What is citizen participation and what is its
relationship to the social imperatives of our time?" These two questions remain relevant
to the challenges of public involvement facing a PA’s natural resources and both the
conservation management and rural development sectors. Arnstein recognized that a
typical response to the public participation definition is "self-help" or "citizen
involvement”, which is reflective of the loose manner in which the concept has often
been applied. Arnstein stated that the critical problem “is simply that citizen participation
is a categorical term for citizen power. It is the redistribution of power that enables the
have-not citizens, presently excluded from the political and economic processes, to be
deliberately included in the future. It is the strategy that the have-nots use to join in
determining how information is shared, goals and policies are set, tax resources are
allocated, programs are operated, and benefits, like contracts and patronage, are
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parceled out. In short, it is the means by which they can induce significant social reform,
which enables them to share in the benefits of the affluent society".

The implication here is that real or full participation is linked to authority and power
redistribution. Other observers have subsequently presented the categorical nature of
participation as a continuum ranging from limited consultation to self-empowerment
(Donaldson 1994). Greater understanding of this continuum will help overcome the
vagueness and ambiguity attached to the concept of public participation. There are
several distinctive types of involvement, which fall under the umbrella of participation.
These types are not interchangeable, and they do not use, require or generate the same
data sets, power relationships, participants and decisions; nor do they require the same
process or skills. Effective participation requires appropriate design, human and financial
resources, social justice and authority.

At low levels of involvement, the public does not share in responsibility or ownership of a
project because the need for the project and its design were not determined by them.
Ongoing project implementation may also be totally out of their control. Several stages of
public involvement in project decision-making have been identified by Donaldson (1994).
The first three stages are typically adversarial and require lengthy periods to reach
consensus outcomes.

= Stage 1. Public Information and Education: Decisions have already been made. The
public information and education process can be considered a notification process that
neither seeks nor requires feedback from the public.

= Stage 2. Public Information Feedback/Public Comment: A decision is made and
comments are requested.

= Stage 3. Public Consultation: The public are notified of a proposal and are asked for
comments. The consultation process is confrontational by nature (e.g., proponents
versus objectors). The public does not share responsibility or ownership of the project,
and there is often little incentive for the public to seek creative or alternative solutions.

= Stage 4. Joint Planning (Multi-stakeholder): The level of public involvement increases
and is more inclusive, recognizing the rights of all interested and affected parties. The
benefit of multi-stakeholder processes is increasing accessibility to information and
decision-making, and promoting consensus and alternative conflict resolution. Multi-
stakeholder processes are an educational process of informed decision-making to
facilitate development of long-term beneficial relationships among stakeholders. Most
proponents of this approach believe they are conducting multi-stakeholder
participation when they are, in fact, only carrying out Stage 2 and 3 consultative
processes.

= Stage 5. Delegated Authority: Delegation of decision-making authority and the right to
implement decisions is a natural progression from multi-stakeholder processes.
Ultimately, delegated authority has immense potential, but requires true and ongoing
partnerships based on trust, cooperation, and responsibility. Stage 5 is inextricably
linked to the rights of participants and thus the possession of power and authority for
local decision-making.

= Stage 6. Self-Determination (and Empowerment): In public participation terms, self-
determination is the equivalent of true community-based planning and project
implementation, ostensibly free from political influence or outside determination.
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Poorly conceived participation often results in unnecessary conflict and continual
confrontation. An important lesson to be learned from this process is that not all systems
of participation are the same. Consequently, this requires proponents of participation to
be very specific about what will be required of participants. The correct process for
participation is situation and context specific; there is no one right or wrong way for all
situations. In some circumstances, participation approaches based exclusively on
information gathering will be appropriate, while in other instances, multi-stakeholder
processes may be required. To date, most public participation processes for many
protected area ICDP projects have been applied in the form of Stage 2 or 3 consultative
participation, which in Arnstein's (1969) terms, only serves the purpose of tokenism,
merely paying lip service to the requirement of participation.

Multi-stakeholder processes are a "... vehicle for involving ordinary people in the
stewardship of natural resources, and for promoting attitude and behavior change in all
sectors" (Donaldson 1994). A multi-sectoral approach to natural resources management
requires a multi-stakeholder process or institutional framework within which to work.
Without these processes, there is no mechanism for cultivating effective involvement
and ownership of the issues.

Most multi-lateral and bi-lateral donors typically require participatory processes as part of
their project designs, but there have been no clear examples of management plans that
were formulated to provide the necessary skills to implement these processes by
conservation organizations. Some management plans have, however, identified some
steps to be taken and have addressed the importance of this issue by setting the
preliminary design stage for a second-phase management plan revision to be made
during implementation with local stakeholders. The current stage for management of
many protected areas and their adjacent impact or “buffer zones” is somewhere in-
between, and there now is the opportunity in Bangladesh to implement revised “second-
phase” management plans that sincerely incorporate community empowerment in
design, decision-making and management.

However, multi-stakeholder processes will require management and understanding of a
wider range of issues and skills than currently utilized by most proponents of public
consultation. These skills include:

= An understanding of the process of group formation among stakeholders and group
dynamics to avoid collapse of groups as they struggle to define their purpose,

= An extraordinary level of communication skills, including non-verbal communication
and active listening skills,

= Knowledge of how to use information to alleviate frustration that can arise from dealing
with complex issues,

= Knowledge of how to avoid the “seven deadly sins” of “ignorance, control, fear of
failure, comparison, attachment, neutrality, and rights/equality” (Donaldson 1994).

Multiple stakeholder processes require that the process be locally empowered. That is,
the process must have the power to access information and resources to make
decisions that will be enacted and respected by all stakeholders, including the
bureaucracies at all levels, from village group to central government. Most importantly, if
multi-stakeholder processes are to positively contribute to improved outcomes for
Bangladesh’s PAs, a change to underlying power relationships is required. The nature of
this change is fundamental to decentralization, which requires power sharing among
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different levels of government agencies and between these agencies and non-
government stakeholders, including most importantly - the local village communities
most affected by PA management interventions.

In this sense, multiple stakeholder processes are implicit within decentralization
initiatives, which aim to place decision-making at the level where information is available
and stakeholders have a direct interest in outcomes. These processes require "a
willingness of the decision-makers to change their existing actions and ways of thinking.
Decentralization does not only press for its own implementation, but also represents a
requirement for de-bureaucratization and deregulation" (Amal and Nasikun 1988). The
concept of power sharing provides the necessary rights to proceed with the process, but
also carries with it the requirement of accepting responsibility for decisions.

An example of collaborative management planning and implementation, although not in
the form envisioned for Bangladesh, is through a “multi-stakeholder partnerships
approach” used by the U.S. National Park Service for the Appalachian National Scenic
Trail in 14 states in the eastern part of the United States. Under this concept, local
volunteer trail clubs are officially delegated certain management responsibility for
designated portions of this 250,000 acre national park. Governmental management
functions (e.g., law enforcement, fighting wildfires) are delegated by the United States
Park Service through partnerships to other federal agencies and state local
governments, which have similar responsibilities on lands adjacent to the national park.

2.4 INSTITUTIONAL STRENGTHENING FOR MULTI-
STAKEHOLDER PROTECTED AREAS MANAGEMENT

Nature conservation is a social and political process that must focus on human
organization and collective action (Brechin et al., unpublished). Sustainable economic
and institutional development in support of PA management will require some new
approaches to the process of dealing with local communities. Five key concepts of this
process (lbid.) are: (i) human dignity (establishing a strong moral foundation for the
social process), (ii) legitimacy (constructing authority or legitimate power), (iii)
governance (establishing ways for decision-making and power-sharing), (iv)
accountability (guaranteeing responsibility and performance), and (v) adaptation and
learning (institutionalizing reflection and self-correction). If these concepts are utilized in
future plans for PA management, then greater success for the dual goals of biodiversity
conservation and social justice might be achieved.

A new approach, rather than “conservation and development”, may be through nature
conservation and social justice. We need to find ways to show how nature protection can
and should occur in ways that are ecologically sound, culturally feasible, politically
supported and socially (and morally) just. Successful nature conservation will rest on the
ability to negotiate legitimate and enforceable management agreements. This will require
strengthening existing institutional and organization arrangements. A first step towards
appropriate PA management is to ask how local groups are organized and why these
groups may or may not respect PA management restrictions.

One of the many lessons learned from implementing the USAID-funded Natural
Resources Management Program in Indonesia (Mitchell & Saunders 1999) includes:
“Managing national parks is about managing and empowering people. The NRMP
experience demonstrates the need to recognize the many stakeholders associated with
a national park and to develop a multi-stakeholder planning process that actively and
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equitably involves them in decision-making. The stakeholders represent a park’s
community, comprised of diverse groups often with competing interests.”

In this case, the stakeholders of greatest concern for PA co-management are the PA
field staff and village groups. However, if villagers are to become active management
partners, then they need to have the authority to act on behalf of the PA staff. Local
government support will also be required as additional key stakeholders for sustainability
of the PA co-management objectives.

One basic assumption, which many consider to be invalid, of the way in which most
ICDP managed PAs have approached protection is that “conservation through economic
development” should be the main focus. For example, in Kerinci Seblat National Park,
Indonesia, giving Village Development Grants to a limited number of villages, in return
for Village Conservation Agreements to “protect” and “support” the Park did not stop
agricultural and other encroachment to the level required. Typically, the villagers viewed
this process as a means (the agreement) to achieve an end (the grant), and
sustainability of these agreements is very questionable unless modifications are made.
The reasons for this included external factors typically outside the project’s control (e.g.,
illegal logging, poaching and other resource extraction, inability to stop encroachers from
outside the village) and internal factors (e.g., limited benefits to only limited members of
a village, inadequate understanding and serious commitments to Park conservation,
inadequate participation by Park staff, confused local policies).

When considering effective institutional arrangements for management, one must
consider the following question: Who is the community or group of stakeholders to whom
these participation processes refer? The definition of community is widely open to
interpretation. The common use of the term refers to an administrative region or a
geographic zone within which people co-ordinate their public administration.
Communities may also be viewed as organizational arrangements that enable effective
cooperation. While an administratively zoned system provides for interdependence on
issues of governance, it does not represent the cooperative inter-relations that underpin
most community activities (e.g., farming, fishing, hunting, religion, family structure).

When it comes to the “who” in community resources or PA management and institutional
arrangements, the appropriate community is comprised of those who make decisions
about resources or systems that need to be managed. They are not all the individuals
who are collectively considered a community due to their residence in a village or other
administrative region. They are those who deal with the issue at hand on a daily basis
and share their experiences, difficulties and successes through coordinating their
activities to achieve management objectives.

Quite often, stakeholders can be obstinate, unfriendly, and abusive to the proponents of
rural development and conservation projects. Their reluctance to participate in
community meetings is understandable; community meetings often provide a social
forum where inappropriate or illegal behaviors must be discussed. This environment can
alienate and discourage the very participants targeted for attendance. The establishment
of a less threatening institutional setting to gain access to targeted audiences and
participants is necessary to develop local skills and tools to change behavior.

Thus, managers and public policy-makers need to impartially target those people with
the greatest need for behavior change, and not merely focus on those who have been
cooperative in the past and regularly attended public meetings. An efficient community-
based management plan is one that is targeted at different resource users who have
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been identified as having undesirable impacts on a resource or a PA. There is no model,
no blueprint, and no pilot project that can be applied universally to the range of issues
that must be addressed in a site-specific development of institutional arrangements for
natural resources or PA management plan.

Institutional strengthening and innovation to manage Bangladesh’s protected areas and
their adjacent inhabited zones must draw from several relevant lessons learned:

= [Institutional strengthening requires wide support to fill institutional capacity gaps,
including redefinition of existing institutions and processes to support multi-
stakeholder involvement. There is little theoretical or experiential evidence to
demonstrate that current institutions, which were designed to support economic
growth based on natural resources exploitation, will support sustainable development.
Sustainable development requires new skills, innovative approaches, and support for
institutional restructuring.

= If counterparts and Project stakeholders are to be provided with the skills necessary to
implement Project innovations, access to training must be more flexible. Increasing
the provision of informal training, such as applied research programs, cross-visits and
study tours should be stressed.

= Competitive financial resource allocation processes, using transparent decision-
making criteria, provide a cost-effective means to encourage wider participation in
natural resource and PA management.

It is important to consider how to move from a traditional “integrated conservation and
development” approach to one that integrates biodiversity conservation and social
justice. Improving PA management with local communities must build on past
experiences from other ICDPs, negotiate ecologically sound and socially just
agreements, as well as institutional arrangements and economic assistance programs
that are politically feasible and socially just. These programs will need to be adapted to
specific village conditions, based on legitimate enforcement through strong agreements
with all affected stakeholders. Those stakeholders who are particularly affected are the
resource-dependent communities whose livelihoods and sometimes survival depend
upon maintaining the ecological benefits derived from ensuring the continuation of a
PA’s ecological functions and its biodiversity.

2.5 CHARACTERISTIC ELEMENTS OF SUSTAINABLE PA
MANAGEMENT

2.5.1 INSTITUTIONAL ORGANIZATION: MANAGEMENT SUPPORT SYSTEMS
This section focuses on PA management issues and elements of institutional
organization, i.e. management support systems, required for a sustainable PA system.
While certainly not all characteristics are listed here, at least those of major relevance to
Bangladesh are addressed. The elements of a well-functioning PA Management System
include the following:

Organizational Management
= Acceptance of change and taking new approaches to management or strengthening
existing approaches,

= Central HQ management adequately serves the PA field operations through an
appropriate organizational structure,
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PA field management has greater autonomy for decision-making,

Vision and regular strategic planning, including monitoring & evaluation of institutional
development or progress, is in place.

Information Management Technology

Data are collected, stored and managed effectively,

Information becomes readily available to users as required and users know how to
access the information they need,

Networks and linkages are developed within the Department and with other agencies
and organizations (information sharing).

Spatial Data Management

Geographic Information System (GIS) is coordinated within HQ and among HQ,
Districts and PAs,

Adequate equipment and trained staff are available at all levels,
GIS is used to its full potential to address and solve management issues,

FD GIS (RIMS) is networked with other relevant organizations and agencies to
maximize effectiveness and collaborative conservation planning.

Financial Organizational Systems

FD annual budget cycles are synchronized to respond to field planning and
requirements for operational funds,

Discretionary funds are available for management emergencies,
Fund allocation is transparent and equitable,
Appropriate and efficient systems (e.g., bookkeeping) are in place at the PAs,

Some income derived by a PA is allowed to remain at the PA for management,
particularly if community co-management partners are involved in revenue generation.

Management Planning & Implementation

Management plans are prepared through participatory planning with major
stakeholders,

Management plans, once prepared at the local level, are then quickly reviewed,
revised if necessary and approved through a clear and swift process,

Management responsibilities are clearly identified and capacity is sufficient in all
specialized areas,

Regular monitoring and evaluation of management success and constraints is a part
of each PA management program,

Implementation of many activities is done with appropriate local stakeholders (e.g.,
through co-management arrangements, inter-agency coordination at District).

Institutional Orientation to Co-management

Collaborative management - or “co-management” - is defined as : "a situation in which
two or more social actors negotiate, define and guarantee amongst themselves a fair
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sharing of the management functions, entitlements and responsibilities for a given
territory, area or set of natural resources” (Borrini-Feyerbund, etal: 2000).

= Co-management is institutionalized through established committees comprised of the
“power-sharing” participants,

= Co-management is being used as a participatory PA management tool under certain
circumstances,

= The mechanism (clear step-by-step process with milestones) is developed and
transparent to achieve co-management agreements, with shared economic benefits
from PAs,

= Full involvement of both the FD PA management authorities and other local
stakeholders is progressing with mutual respect,

= Social justice, human dignity, rights, responsibilities and accountability for actions are
part of the process.

Legal Support
= Enabling national policies have been translated into a supporting legal framework that
enables adaptive and flexible management,

= There is a legal basis for co-management arrangements at all levels,
= Staff understand the laws and their responsibilities with respect to the laws.

Law Enforcement
= Law enforcement staff understand the laws as well as the responsibilities and rights
with respect to the laws,

= Through co-management, participatory law enforcement can become a reality,

= The public are made aware of relevant PA management and biodiversity protection
laws.

Information, Education & Communication (IEC) and Visitor Services
= An IEC Strategy is well prepared through assistance from appropriate technical
expertise,

= The IEC Strategy aims to create an influential environmental constituency within the
country at all levels in the private and public sectors that promotes the concept that
sound long-term environmental management makes sound long-term economic
sense,

= Linkages with media have been established as part of a national campaign to promote
biodiversity conservation,

= The IEC Strategy includes IEC activities at each PA and at those public areas that
attract great crowds (e.g., botanical and zoological gardens).

Research
= A clear Research Strategy has been prepared in support of PA and biodiversity
research,

= Priority is placed on applied research, i.e. research that is management-oriented to
improve biodiversity conservation or PA management,

44 ASSESSMENT: INSTITUTIONAL ORGANIZATION & CAPACITY
FOR PROTECTED AREA MANAGEMENT IN BANGLADESH



= Research is conducted through a network of institutions, organizations and
universities,

= Research findings are made public and accessible to PA managers.

Monitoring and Evaluation
= A Monitoring and Evaluation Program is prepared to address:

- Institutional Development (progress and constraints),
- Biodiversity (abundance, threats),
- Indicator species,
- Land-use in and around PAs.
= Monitoring and Evaluation is supported by trained and coordinated staff.

Intersectoral Conservation Planning

= An ICP Strategy is prepared to enable high-level collaboration and cooperation among
agencies and organizations to plan and sometimes collaboratively implement national
or regional scale conservation programs (e.g., a national biodiversity assessment, a
national review of the PA system, a review of land-use capabilities and development
priorities).

= The FD has the willingness and capacity to engage in nation- or region-wide
collaborative planning exercises with other agencies and organizations.

Public-Private Partnerships
= A Public — Private Partnerships program Strategy has been prepared between the FD
and private sector companies or individuals,

= Clear guidelines and criteria are provided for partner selection and required and
acceptable types of partnerships for PA management and biodiversity conservation,

= PAs are benefiting from partnerships supporting management and financial
sustainability.

Sustainable Financing
= A strategy for sustainable financing has been developed to supporting Protected Area
management and to build stakeholder partnerships at national and local levels,

= The strategy identifies potential mechanisms to achieve the goal of sustainability,

= Success is seen as PAs begin to “pay for themselves” and the community co-
management partners are deriving long-term economic benefits.

2.5.2 TRAINING AND CAPACITY BUILDING: HUMAN RESOURCE
DEVELOPMENT

This section focuses on PA management issues and elements of training and capacity
building, i.e. human resource development, required for a sustainable PA system. While
certainly not all characteristics are listed here, at least those of major relevance to
Bangladesh are addressed. The elements of a well-functioning PA Management System
include the following:

Staffing
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Staff are adequate, both in quantity and quality, to achieve various strategic goals and
to implement PA and biodiversity management prescriptions at HQ, Divisions and the
PAs,

Issues of staff recruitment, number of staff at various levels, promotions, incentives
and performance evaluations are proportionate to the needs,

Staff performance, satisfaction and mutual respect are given highest priority.

Training Facilities and Capacity

Training facilities (e.g., buildings and equipment) are adequate to process the training
needs of all staff required at all levels of PA and biodiversity management,

Training instructors are adequate in both quantity and quality, and they receive both
incentives (e.g., financial and overseas courses and seminars) and refresher courses
to update their knowledge and training skills,

Training facilities are networked with other training institutions in the country to
maximize instruction of cross-cutting issues.

Training for Professional Specialist Skills

A Training Strategy clearly identifies the technical specialist set of skills required for
PA and biodiversity management at all levels,

Training is adequate in both quantity and quality, and appropriate to FD needs,

Refresher courses overseas seminars/courses are available to update knowledge and
skills.

Integrated Training for On-site Protected Area Field Staff

An Integrated Field Training Strategy clearly identifies the set of skills required for
effective PA and biodiversity management,

The curriculum is integrated to stress the multi-disciplinary skills required for PA
management,

The curriculum stresses community relations and conflict resolution, including the
process of co-management as a management tool,

Refresher courses, cross-visits and overseas study tours are available to periodically
update knowledge, skills and experience from other others.

Integrated Training for Local Communities and Other Stakeholders
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Training for co-management (meaning, methodology, ultimate rights and
responsibilities) is conducted for those local partners engaged with the FD for PA co-
management,

Training follows the needs presented in a strategy being implemented for PA co-
management and alternative livelihoods improvement with PA communities,

Training is done regularly and for both the PA staff and the community groups
together.
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3. ELEMENTS ASSESSED FOR A
SUSTAINABLE PROTECTED
AREA MANAGEMENT SYSTEM

3.1 INTRODUCTION

Facing new challenges and opportunities will require the Forest Department (FD) and its
relatively young Wildlife and Nature Conservation Circle (WNCC) to broaden its
functions and responsibilities beyond those it has traditionally assumed. Although there
is not yet full consensus within the FD on the ways or to what extent this should be done,
the analysis has identified twenty elements considered as relevant key focal areas for
strengthening. These are discussed in this chapter under two general categories:

1. Institutional Organization: Management Support Systems (15)
Organizational Management
Information Management Technology
Spatial Data Management
Financial Organizational Systems
Management Planning and Implementation
Institutional Orientation to Co-management
Legal Support
Law Enforcement
Wildlife Insurance
Information, Education & Communication (IEC) and Visitor Services
Research
Monitoring and Evaluation
. Intersectoral Conservation Planning
Public-Private Partnerships
Sustainable Financing

oS3 TATTS@Toa0 T

2. Training and Capacity Building: Human Resource Development (5)
Staffing Pattern

Training Facilities and Capacity

Training for Professional Specialist Skills

Integrated Training for On-site Protected Area Field Staff
Integrated Training for Local Communities and Other Stakeholder

PoooTR

The consultants conducted a basic institutional gap analysis by reviewing the current
status for each institutional strengthening or management element listed above. The
Consultants implemented a basic institutional gap analysis by identifying important FD
institutional strengthening or management elements and reviewing the current status for
each element, listed above. A draft Gap Analysis Position Paper was prepared in the
form of a matrix with follow-up actions. A workshop was held to discuss and review the
Matrix Position Paper with FD senior staff. Based on the out come of the workshop and
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other consultations, the final Gap Analysis Matrix (Annex D) was prepared. This matrix
forms the basic summary of this chapter.

For each element discussed in this chapter, the following three logical steps were used:

= Current Situation Analysis: Where are we now? Assessing the current situation:
Findings and Issues;

= Recommendations: Where do we want to be? Recommending strategic priorities in
support of improved biodiversity conservation and sustainable protected area
management system;

= Delivery Mechanisms: What will it take to get there? Identifying some possible
mechanisms for delivering the recommendations.

The concluding section of this chapter summarizes findings and recommendations for
each of the institutional strengthening elements under the two general categories. The
final section, “Moving Protected Area Management Forward to 2010”, also addresses
some of the major challenges faced by the Forest Department and its Wildlife and
Nature Conservation Circle.

3.2 INSTITUTIONAL ORGANIZATION: MANAGEMENT
SUPPORT SYSTEMS

3.2.1 ORGANIZATIONAL MANAGEMENT

The purpose of strengthening management systems is to enable WNCC to operate as a
credible, effective and decentralized organization fully able to manage its policy
development and operational responsibilities to achieve desired results. The following
discussion is on strengthening the organizational management of WNCC, and a bit more
space is taken to develop its analysis due to the over-riding importance of this
management element. The discussion is based on the consultants’ reviews, interviews
and analysis to develop some appropriate organizational management strategies with a
view towards initial development over a five-year period to 2010.

A brief historical perspective of the Bangladesh Forest Department (FD) was presented
in Chapter One. Conservation of biodiversity through protected areas management
emerged as a major concern of the FD only recently. Considering a new secondary
focus on biodiversity conservation, the Government instituted a reform in the
organizational set up of the Forest Department (FD) in 2001 (Ref.: MOEF/Sec. -2/For.
(Adm. Reform) - 22/98(6)296, dd. 24.6.01). In support of this reorganization of the FD
institutional structure, total staff positions were increased from 5224 to 8681. As part of
this reorganization, a new Circle was established; namely, the “Wildlife and Nature
Conservation Circle (WNCC)” headed by a Conservator of Forests (CF) with a total
allocation of 378 staff under the direct control of the Chief Conservator of Forests (CCF),
shown as an organogram (Fig. 3-1). The distribution of allocated staff positions is shown
in Sec. 3.3.1.

According to the FD reorganization of 2001, management of the PAs along with two
Botanical Gardens fell under the administrative control of the CF, WNCC. Prior to this
reorganization, management of all protected areas were under the Territorial Forest
Divisions. Four Wildlife and Nature Conservation Divisions currently exist; namely, (i)
WNC Division, Dhaka; (ii) WNC Division, Chittagong; (iii) WNC Division, Khulna; and (iv)
WNC Division, Sylhet. Each WNC Division has the mandate to manage the PAs within a
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Division. However, as of July 2004 only two WNC Divisions have been made operational
at Khulna and Chittagong. The WNC Division, Khulna, is in effective state. But
operational sections and their activities have not been fully commissioned.

Figure 3-1. Structure of the Forest Department, showing the current (July 2004)
placement of the Wildlife & Nature Conservation Circle (WNCC)

Chief Conservator of Forests

CCF

Forest Management Planning Wing Education & Social Forestry
Wing DCCF DCCF Training Wing Wing
DCCF DCCF
Administration & Finance Wildlife and Nature Conservation Circle
CF CF

Botanical National Wildlife Mgt. & Wildlife Mgt. & Wildlife Mgt. & Nat. Wildlife Mgt. &
Garden & Botanical Nat. Cons. Nat. Cons. Cons. Division, Khulna Nat. Cons.
Eco-Park, Gardens, Division, Division, Sylhet DFO Division, Dhaka
Chittagong Dhaka, Chittagong PAs x 4 DFO
Director Director DFO PAs x 3
PAs x 6 Sundarban East
Lawchara N.P. W.S. Madhupur N.P.
Chunati W.S, Rema-Kalenga Sundarban South Bhawal N.P.
Pablakhali W.S.+ Hail W.S. Ramsagar N.P.
WS. Haor Wetland Sundarban West

Kaptai N.P. Tanguar Haor WS.
Himchari N.P. Wetland Char Kukrimukri

Nijhumdip Madapkunda- WS-

N.P. Muraichara
Teknaf GR. Eco-Park

+ Dulahazra
Safari Park

Furthermore, although there are clear instructions in the 2001 government order for FD
reorganization that all PAs should be transferred along with their existing infrastructure
and manpower to the WNC Divisions, only the Chunati Wildlife Sanctuary has been
transferred to a WNC Division (Chittagong). The remaining PAs are still administered by
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the FD Territorial Forest Divisions. Summary information on the protected areas in
Bangladesh is provided in Table 1.1, Section 1.4.2.

There are a number of important current opportunities and initiatives aimed at achieving
WNCC's improved efficiency and performance to achieve its mission. Some important
current processes that enhance the FD/WNCC organizational environment are:

50

WNCC was recently formed in 2001 and is placed within the FD, which is within the
Ministry of Environment and Forests (MoEF). This position improves the alignment of
the WNCC and facilitates its ability to meet its mission, particularly because it results
in improved access to technical resources. This permits WNCC's various policy,
regulatory, and implementation roles to be better defined and supported. It is
anticipated that this alignment will also ensure greater consistency while implementing
PA and biodiversity management processes across the Forestry sector.

The FD participated in preparation of the National Biodiversity Strategy and Action
Plan (NBSAP) of Bangladesh, prepared by IUCN (see Sec. 1.5.1). The draft NBSAP
of Bangladesh has identified 16 strategies for biodiversity conservation and
sustainable management. Strategy 9, especially calls for co-management and
structural pattern of FD to strengthen its capacity for PA management. FD is
supportive of the NBSAP but requires assistance to implement its recommendations.

The FD is placing greater emphasis on PA management and biodiversity
conservation, greater recognition and willingness for institutional change, involvement
of local people in PA management, and promoting cooperation among stakeholders.
These enabling policies, largely developed through the FD’s more than twenty years
of experience with social forestry and participatory processes, create an environment
for change in line with the FD’s vision and objectives for PA management.

There are opportunities for management changes within WNCC and more support for
strengthening processes and procedures. FD and WNCC leadership will be better
able to facilitate communication among field and central office staff, in part to
empower senior field staff to implement adaptive management and devolved decision-
making responsibilities. This streamlining of processes should result in more effective
results-oriented management and greater control over WNCC resources.

However, WNCC's current institutional and management presence in nearly all of the
PAs is very weak. Although in some PAs the FD has begun to engage key stakeholder
groups in a participatory process, little has been accomplished so far in terms of viable
PA management.

The five “pilot PAs” of the Nishorgo Program, assisted by the Nishorgo Support
Project (NSP), provide an excellent opportunity to develop “learning laboratories” for
developing protocols and methodologies to engage a wide range of community
stakeholders within and around PAs in management that is both adaptive and
cooperative, i.e. co-management.

The “Wildlife Advisory Board” has been established as a federal body to coordinate
inter-agency efforts related to PA management and biodiversity conservation. This
Board offers the potential to serve as an institutional entry point for more far-reaching
changes and for a stronger base of alliances and collaboration for FD to engage in
conservation planning.

ASSESSMENT: INSTITUTIONAL ORGANIZATION & CAPACITY
FOR PROTECTED AREA MANAGEMENT IN BANGLADESH



As a result of discussions with senior staff in FD/WNCC and particularly from the FD
Workshop conducted by the consultants with senior staff on 31 July 2004 (Annex C), two
new organograms were developed. One organogram (Fig. 3-2) recommends a new
organizational structure for strengthening the Central and Divisional levels to more
effectively manage the country’s protected areas and its biodiversity. The
recommendation is also that the current Circle be elevated to that of a Wing.
Furthermore, the current Wildlife & Nature Conservation Circle will undergo a name
change to become the Protected Areas and Biodiversity Management Wing (PABMW),
to be headed by a DCCF.

The new Wing will be comprised of three Circles, each headed by a CF; namely: (i) PA
Management, (ii) Monitoring and Evaluation, and (iii) Biodiversity Conservation and
Technical Support. Two additional PA and Biodiversity Management Divisions were
recommended, i.e. at Cox’s Bazaar and at Bogra/Dinajpur/Rajshahi, for a total of six as
shown in the organogram. Technical assistance is required to help new PABMW fulfill its
mandate of adequately implementing the many aspects of PA management and
biodiversity conservation. These five technical areas or sections, each to be headed by a
DCEF, are: (i) Participatory Management & Community Outreach; (ii) Information,
Education and Communication (IEC); (iii) Law Enforcement; (iv) Biodiversity (Flora,
Fauna and Habitat) Management; and (v) Training and Research.

Also recommended as a result of the FD Workshop, is a PA level organogram (Fig. 3-3)
to cover the basic needs of a typical PA. Positions and staffing would be expected to
vary depending on the requirements and issues of greatest importance in each PA. Each
PA will be headed by a Park (PA) Warden at the ACF level, who is responsible to the
Divisional Forest Officer (DFO) of the respective Wildlife Division in which the PA is
located. In addition to administration, accounting, and maintenance support, the Park
Warden will be assisted by the heads (Forest Rangers) of at least four proposed PA
sections or units; namely: (i) Participatory Management & Community Outreach; (ii)
Information, Education & Communication (including Visitor Services); (iii) Law
Enforcement; and Biodiversity Management.

An ultimate goal for most PAs is to develop co-management arrangements and
agreements among the FD/PABMW and local stakeholders (see Sec. 3.2.6). To
accomplish co-management planning and implementation, several committees (Fig. 3-3)
are required at the following levels; namely: (i) village or user-group level committees
(the number depending on PA and community requirements); (ii) one coordinating PA
level committee for each PA,; (iii) a Division level PA committee (dealing all the PAs in
one Division and under the jurisdiction of one DFO), and finally a National level co-
management committee, which is recommended to be the current Wildlife Advisory
Board (WAB). Furthermore, it has been recommended that the WAB be renamed as the
“Protected Areas and Biodiversity Advisory Board” (PABAB) to better reflect its
responsibilities.
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Figure 3-2. Proposed Organogram by Year 2010 Wildlife & Nature Conservation Circle Becomes Protected Areas &
Biodiversity Management Wing

Forest Department
Chief Conservator of Forests (CCF)

Protected Areas & Biodiversity Management
Wing (DCCF)

PA Management Circle Monitoring & Evaluation Circle Biodiversity Conservation &
(CF) (CF) Technical Support Circle (CF)
Botanical Garden & National PA & Biodiversity PA & Biodiversity PA & Biodiversity PA & Biodiversity PA & Biodiversity PA & Biodiversity
Eco-Park Botanical Garden, Management Management Management Management Management Management Division
CHITTAGONG Dhaka Division Division Division Division Division Bogra/Dinajpur/
Director Director CHITTAGONG SYLHET KHULNA DHAKA COX'S BAZAAR Rajshahi
DFO DFO DFO, DFO DFO DFO
PA x 6 (currently) PA x 2 PA x 4 PA x 3 PA x n PA x n
(currently) (currently) (currently) (New-TBD) (New-TBD)

PROTECTED AREAS
Each PA Headed by a PA Warden (ACF) with staff (see PA organogram: Fig. 3-3.)

Participatory Management &
Community Outreach, Dhaka,
DCF

Information, Education &
Communication(IEC) and Visitor
Services
Dhaka, DCF

Law Enforcement
Dhaka, DCF
(Section includes CITES
Enforcement Officers (ACFs) at
Dhaka & Chittagong Airports)

Biodiversity (Flora, Fauna &
Habitats) Management
Dhaka, DCF

Training & Research
Dhaka
DCF
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Figure 3-3. Proposed Organogram by Year 2010 for a Typical PA Management Organization

Protected Areas & Biodiversity
Management Division Level
DFO

All Other Park (PA)

Park (PA) Warden ithi :
Maintenance and |g A Eevel Administration & Warc[j)eisntsri\é\ftli]\ngFO 2

Support Staff ACF Accounting

Officer(s)

Participatory Management & Information, Education &
Community Outreach Communication(IEC)

Law Enforcement Biodiversity
Officer(s) (Flora, Fauna & Habitat)

Officer(s) and Visitor Services
(Forest Ranger x | min.) Officer(s) (Forest Ranger x| min.)

(Forest Rangers x n - Management
depending on size of PA) Officer(s)
(Forest Ranger x | min.)

Village or User Group Level Co-management Committees (n depending on size and need)

t:

PA Level Co-management Committee (1)

T: &

Division Level PA's Co-management Committee (1)

v

National Level PAs & Biodiversity Advisory Board

(Currently: “Wildlife Advisory Board"”)
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Table 3-1. Detailed Information on Protected Areas in Bangladesh

Name of the Declared Area Year of Notification | ACF position | If ACF Funding in Overseen Mgmt Remarks
Protected Area Status (Ha) (Yr. of establishment [ allocated in position filled, | annual by full Plan
in parenthesis) organogram? | by Wildlife budget? Wildlife proposed?
(Y/N) staff! (Y/N) (Revenue) DFO? (Y/N)| | (Y/N)
I Sundarbans East Wildlife Sanc. 31227 1996 Y N N Y Y M P approved
under FRMP
Sundarbans West Wildlife Sanc. 71502 1996 Y M P approved
under FRMP
5. Pablakhali Wildlife Sanc. 42087 1983 Y

7. Char Kukri Mukri Wildlife Sanc. 1981 Y
9. Madhupur National Park 8436 1982 Y
I'l. Ramsagar National Park 28 2001 N
3. Kaptai National Park 5464 1999 Y
I5. Medhakachchapia National Park 396 2004 N

(proposed)

Teknaf Game Reserve 1615 1983 Y

Bashkali Eco-Park (2003) N
21.  Sitakunda Botanical 1000 (2000) Y

Garden & Eco-
Park
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The foundation of FD/WNCC opportunities, information, technical experience and
anticipated changes in its institutional structure and environment has the potential to
benefit PA and biodiversity management both within and outside the PAs. Realizing this
potential, however, will require a number of fundamental organizational responses from
FD/WNCC and other related institutions:

= FD/WNCC can assume greater leadership and engage an increasingly wider array of
stakeholders at multiple levels (from the pilot PAs to the national system) by providing
institutional leadership and vision. A key challenge will be to help develop among both
WNCC staff and stakeholders an increasingly clear and more common vision for
conservation in Bangladesh and the roles each can play. Another challenge is to
nurture staff and motivate stakeholders to make the needed and appropriate
contributions.

= FD/WNCC leadership will require responsive organizational systems that permit
consistent focus and enable outcomes to be clearly identified and evaluated.
Facilitating decentralization will require emphasis on both managerial and
administrative functions. Decentralization will also require a simple and streamlined
organizational structure so as to make field implementation more successful in dealing
with a wide range of PA management issues.

= WNCC will need to assume a broader and more effective set of roles and develop new
and appropriate skills during a process of change. WNCC'’s contribution to more
sustainable management of PAs and biodiversity conservation will require it to
respond effectively to an increasingly complex set of threats and related management
issues, including PA management, managing human-wildlife conflict (especially
elephants), participatory planning and management at several levels, and wildlife
health and management, among others.

To fulfill its mandate within a more sustainable framework, FD/WNCC must urgently
develop a conservation and development vision and strategy. Progress in this direction
has been made with drafting the Nishorgo “Vision 2010” (see Sec. 1.4.3) with assistance
from NSP. Now, a “change management strategy” must be built on consensus among all
stakeholders regarding the issues and the shared vision of what the future should be.
The strategy will need to develop capacity and resources, both financial and human, and
provide an outline of actions to implement a long-term strategy with clear adaptive
management mechanisms.

Four factors will condition WNCC'’s success in meeting the challenges of institutional
strengthening and change posed by the Project. WNCC must:

= Clearly see and agree on the need for change,

= Develop a common vision, among staff at all levels, of the objectives of specific
changes and a broad strategy for reaching those objectives,

= Develop the capacity to change,
= Define actionable first steps.

One of the main challenges facing the FD/WNCC will be to develop all four of these
factors. Figure 3-4 presents a simple sketch that points out four undesirable outcomes
that will follow if, on the one hand, any one of these keys elements is lacking and, on the
other, the strong foundation that will be established when all four are present. The
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envisaged approach to change, i.e. to address all success factors, will avoid programs of
low priority that suffer from false or haphazard starts and ineffective outcomes.

Figure 3-4. Success Factors Required for Effective Management to
Create Appropriate Change

Clear Capacity Actionable
Shared Vision For Change 15t Steps = Low Priority
Pressure for Capacity Actionable _
Change For Change 1 Steps = F_aSt Start that
Fizzles
Pressure for Clear Actionable = Frustration, Loss
Change Shared Vision 15t Steps of Opportunity
Anger
Pressure for Clear Capacity -
Change Shared Vision For Change Haphaza_r d
Uncoordinated

False Starts

To strengthen organizational management, with an emphasis on decentralization, the
WNCC will need technical and financial support for activities in two main areas; hamely:
(i) establishing and supporting a management team approach, and (ii) establishing
organizational systems and an effective organizational structure. Other supportive sector
activities, and their approaches, are discussed in the remainder of this chapter.

Establishing and Supporting a Management Team Approach

The purpose of a management team approach is to enhance effectiveness and
efficiency, particularly in two fundamental areas: to enable decentralization and to
support the broadening of WNCC'’s operational roles. The WNCC'’s CF will need to
carefully select the team charged with developing a strategy in these two areas. The
process could begin through a strategic planning progress.

This process should first include, for example, a strategic framework-setting workshop at
FD/WNCC. Ideally, this would include as broad a range of inputs as possible and
feasible from WNCC staff. The strategic management team would address and propose
approaches for dealing with several critical issues as:

= Operationalizing the national wildlife and protected areas policies and laws

= The organizational management structure of WNCC (building on the current proposed
organograms, Figs. 3-2 and 3-3)

= Decentralization implications and responsibilities
= Clear job descriptions

= Training and staff development
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= Monitoring and reporting

= An additional range of concerns related to approach and roles (e.g., participatory
approaches, co-management arrangements, visitor services, private-sector
partnerships).

Although the process of establishing a team approach will begin at WNCC headquarters
in Dhaka, the team training must also include field staff (e.g., DFOs and Park Wardens
as they are recruited). This will help lay the foundation for improved relationships
between key field staff and other stakeholders with HQ staff with whom they will be
working. This could begin by including field staff (again, once they are recruited) from the
five pilot “Nishorgo PAs” assisted under NSP.

Establishing Organizational Systems and an Effective Organizational Structure
The purpose of establishing organizational systems is to operationalize and enable
decentralization, or devolution, of management responsibility to PA level staff and,
ultimately, to a sharing of power with local communities through co-management
arrangements. Sound organizational systems will provide WNCC's central office with
disciplined tools for managing decentralization effectively and thus to confidently support
decentralization.

Developing good systems and putting them in place takes time. Developing the skills for
managing new procedures and systems requires training, particularly if a new
decentralized approach to management is the focus. The FD/WNCC will need technical
and financial assistance to develop and carry out an appropriate training program early
while the systems are being developed (Section 3.3.3).

Initially, decentralization will be focused on the five Nishorgo pilot sites, and the new
organizational systems will enable these sites to be decentralized. The systems will
provide WNCC'’s CF and his staff with the information they need to monitor and guide
management at the pilot sites. To gain maximum benefit from pilot-site innovations,
direct reporting is clearly beneficial. However, a number of functions are not PA based.
For example, wildlife management outside the PAs is also WNCC's responsibility.
Furthermore, given the current staff vacancies and gaps in most key specialized
technical areas, it may make sense to post new additional staff regionally, i.e. in the
Divisions, to provide support to more than one PA.

Key tasks to make the WNCC organizational systems operational are to be determined,
but might include:

= |dentify and clarify roles and responsibilities in the context of what needs to get done
and who needs to do it. This will lead to agreed job descriptions and will also help
identify the capacities needed to fill these roles,

= Develop work planning procedures and formats,

= Review staffing needs and link these to a proposed decentralized structure, which
would then fall into a new personnel policy system,

= Develop a Management Information System (MIS) out of the existing RIMS at FD to
coordinate and network data (see Section 3.2.2),

= Develop financial organizational (or management) systems (see Section 3.2.4),
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= Prepare a WNCC operational policy manual (covering management support systems
and human resources).

Developing an appropriate “integrated management development toolkit” will be useful
for WNCC institutional capacity-building and strategic planning as well as to strengthen
participation mechanisms as a core activity within WNCC itself. Participatory approaches
need to be incorporated into programming to build capacity, enhance performance,
expand partnerships and promote accountability. “Forest Department Strategic Planning:
Advanced Participatory Methods and Developing an Institutional Development
Framework for Protected Area Management” (Annex E) provides supplementary
information to be considered for structured institutional capacity building.

A set of methodological tools known as Advanced Participation Methods (APM) have
been developed and employed in a variety of institutional settings around the world. As a
series of tools, APMs can be tailored to an extremely broad array of participatory
challenges. APMs are founded on seven distinct yet interrelated principles: participation,
teamwork, creativity, consensus, reflection, action and empowerment. The methods can
be applied in a variety of settings and have been very effective in bringing diverse
groups of people together to solve mutual problems and enhance their performance.
APM includes strategic action planning workshops, participatory event design, quality
service improvement, facilitated group discussion, rapid field appraisal and participatory
rural appraisal. Creative combinations of these methods can serve as powerful and
productive tools.

Another method that should be used is the Institutional Development Framework (IDF)
developed by Management Systems International (MSI) of Washington, D.C. IDF
systematically employs process as an institutional strengthening tool. The IDF,
developed through short 2-day workshops at both HQ and PA levels, can help WNCC
see its role more clearly by fostering a common language and understanding of their
vision, purpose and identity. It provides a “roadmap” for the next stage in WNCC'’s and
individual PA’s institutional development, and, most importantly, helps groups to quickly
and systematically identify the specific areas that require priority attention for planning
purposes. These exercises are intended to take the development of the FD’s “Vision
2010” (see Section 1.4.3) to the next level of acceptance and understanding.

To deliver the recommendations presented here, a program of participatory training for
senior FD/WNCC staff, using APM and IDF, would be useful. This would be best
accomplished by hiring facilitators trained in Advanced Participatory Methods and
Institutional Development Framework (priority-setting) workshops. The preliminary TOR
for these consultants is also presented in Annex E. Steps to be taken by the consultants
could include the following steps:

= Develop a program for “change management”, team building and leadership training,

- Establish change management vision and mission with WNCC management
team for mid- to long-term (5-10 years), i.e. to further develop the “Vision 2010”
prepared with the FD by NSP,

- Develop training materials for change management, team building and
leadership using Advanced Participatory Methods (APM),

- Implement training program with WNCC management team.

= Carry out strategic planning workshops,
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- Develop materials for monitoring performance (“change management”) at WNCC
HQ level,

- Implement regular (2-day) Institutional Development Framework (IDF) workshops
at WNCC HQ to establish benchmarks for future monitoring and evaluating
change management (bi-annual) - followed by analysis reports,

- Develop materials for monitoring work plan performance and decentralization at
pilot PA level (once staff are in place in the PAS),

- Implement regular (2-day) Institutional Development Framework (IDF) workshops
at each of the 5 NSP pilot PAs (again, assuming that these PAs are staffed) for
monitoring and evaluating work plan performance and change due to
decentralization (annual)- followed by analysis reports,

- Assist WNCC to develop a program to implement institutional stakeholder
workshops (organized by WNCC) for inter-sectoral management coordination in
each of the 5 NSP pilot PAs,

- Awareness workshops for conceptual clarity of the process and follow-up on
What needs to be done” at HQ and pilot PAs,

- Workshop with WNCC staff and the 5 PA Park Wardens (if in place) to prepare
strategy.

= Recommend a strategy for effective decentralized management as part of the existing
draft FD “Vision 2010” document,

- Prepare results of WNCC strategic planning workshop,
- Finalize decentralized management strategy for WNCC review,
- Assist to establish and operationalize new decentralized management systems,

- Ensure that the process for regular follow up is in place for monitoring and
evaluating the effectiveness of change resulting from the strategic priority setting
workshops.

3.2.2 INFORMATION MANAGEMENT TECHNOLOGY

The FD/WNCC is an organization with great potential for expanding and using modern
information management technology (IMT) to provide efficient and satisfactory service to
its current and future users. Data types are quite varied and have to be collected, stored,
assembled and presented in a variety of forms to suit the needs of each individual or PA
management purpose. Processing data is a large task that is unwieldy to handle
manually. Therefore adopting improved computer technology to process, access and
present required information is inevitable to facilitate data management. The FD/WNCC
currently has a very modest computerized environment to meet only minimum
information needs, but it requires vast improvements to meet these requirements.

Information management technology, in the form of a proper Management Information
Systems (MIS) is a must for WNCC to enrich its information base and enhance decision-
making capability. The present computer system does not in any way cater for a proper
MIS. The computer system at FD/WNCC head office is not linked to the field sites or
training centers thus making it impossible to transfer information back and forth on an
on-line basis. There is no proper communication architecture to connect the field sites to
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head office. Therefore, even if information is captured at sites they cannot be transferred
to head office. Furthermore, due to the lack of an adequate MIS there is no e-
governance (e-Gov) in place in the FD to promote greater transparency and networking
efficiency.

Information or data collection, recording, analyzing, sorting and decision oriented
presentation is an integral part of any MIS. FD/WNCC at present does not have the right
information technology architecture to provide the necessary base for the management
to obtain the right information in the right manner. The ability of the management to
analyze and compile information will augment their capacity for management and
sharpen their decision-making ability to provide a wider range of services. Thus a
properly designed MIS is of utmost importance to FD/WNCC and immediate
implementation of an MIS will greatly help to protect and manage the natural resources
and PAs of Bangladesh.

It is noteworthy that the FD has established a Resource Information Management
System (RIMS) Unit at HQ in Dhaka for natural forest management and plantation
forestry assistance in particular. Although RIMS is inadequately staffed and equipped to
handle the entire Forest Department it does show great potential for growth. While this
unit deals with an aspect of MIS; namely, spatial data management through its
Geographic Information System (GIS), RIMS does not currently expand beyond that
realm and cannot be considered a MIS that serves all needs of the FD/WNCC.

It is recommended that the current RIMS Unit be expanded and strengthened with a
broader scope to enable it to serve the full MIS requirements of the FD including the
many activities within the FD that require data management, including WNCC
requirements to improve PA management and biodiversity conservation. The ultimate
goals of MIS include:

= Data are collected, stored and managed effectively,

= Information becomes readily available to users as required and users know how to
access the information they need,

= E-governance (e-Gov) is in place in the FD to promote greater communication,
transparency and networking efficiency,

= Networks and linkages are developed within the Department and with other agencies
and organizations (information sharing).

General recommendations in support of information management technology include:

= Conduct a detailed MIS needs assessment of FD/WNCC/PA data management and
user needs is required to recommend an appropriate MIS structure,

= Improve the storage and management mechanisms and increase hardware capability
(e.g., computers in HQ, Divisions and ultimately at the PAs),

= Ensure that the MIS is linked with the existing RIMS system,

= Institutionalize the MIS (e.g., as an expanded RIMS Unit) and orient staff to its
capabilities at all levels,

= Support and coordinate data management at Central and Division levels and
ultimately up to the field level for all PAs by networking the RIMs (GIS & MIS),
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= Ensure that information is readily accessible for decision-making at local levels and for
networking of information both with the FD and with other agencies.

To deliver these recommendations, mechanisms will include: (i) a FD—initiated MIS
needs assessment that identifies priorities and phasing of equipment and trained staff
(earlier MIS needs assessments will also be reviewed and considered), and (ii) FD
funding allocation for staff and equipment to develop the RIMS Unit with full MIS
capability.

Conducting a detailed MIS needs assessment for FD/WNCC will include determining the
data management and user requirements and recommending an appropriate MIS
structure. This assessment is considered a priority recommendation to improve the
efficiency of the FD on many levels. The main objective of the MIS needs assessment
study is to investigate the present strengths of the computer facilities available at
FD/WNCC and to recommend how to improve the existing IT architecture and its
configuration to ensure the availability of good quality, up-to-date information for its
users, especially in the areas of accessibility, and faster retrieval of information. This
would enhance the quality of services provided by FD/WNCC for their users, both
internally and externally. In addition, top-level management would be able to make faster
decisions in a more appropriate manner at FD/WNCC with the availability of modern IT
infrastructure developments.

The study would address and review the management controls, practices and policies as
well as associated technical issues at FD/WNCC. This would identify potential problems
and would permit more cost-effective, appropriate remedies to be included in any
proposed MIS computerization project. In particular, the possibility of setting up of
integrated network architecture has to be studied with the intention of introducing
Internet and Intranet facilities to FD/WNCC. Communication among remote sites such as
the PAs, Division Offices and HQ is vital to introducing a fully integrated, distributed
application system for FD/WNCC. Also, improving the web portal with secure access to
field offices at various locations should be studied in depth. Implementation schedules
for the MIS study and its follow-up, including appropriate staff training programs, will
need to be prepared with FD/WNCC staff.

The general scope of the the MIS assessment study is to provide support to FD/WNCC
to implement a new MIS. Specific areas to be covered should include:

= Assess the present functionalities of the application system, including web-based
systems,

= Investigate the hardware architecture at FD/WNCC,
= Identify the drawbacks of the present systems and new user requirements,
= Assess the availability and accuracy of available information,

= Design an MIS and communications architecture to connect all the remote sites
covered by the FD/WNCC,

= Prepare technical specifications for replacement of the present application system with
state-of-the-art technology,

= Prepare procurement specifications for the hardware and software systems,
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= Liaise closely with the RIMS Unit staff to formulate specifications for an integrated MIS
package,

= Propose short-term, intermediate and long-term implementation plans to establish
MIS,

= |dentify the necessary skills for a training development program for FD/WNCC staff
and map out the staff training programs for MIS technology transfer,

= Introduce integrated application systems and the remote accessibility via Internet and
Intranet facilities,

= Evaluate areas of information required in the Internet and the degree of accessibility,

= |nvestigate the FD organizational structure and responsibilities of each staff member
and determine how the MIS will best serve their present and future needs,

= Determine the hardware and application software maintenance requirements,

= Delineate available data security controls and backup facilities and recommend
required improvements, including a potential data loss “disaster recovery plan”,

= Clearly identify the interaction with other systems within the MIS (e.g., GIS and
hardware communications),

= Organize a computer awareness program for the FD/WNCC staff. Existing machines
available at the FD HQ could be used for this program. An Instructor from a reputed
training institute could be selected for the program,

= Determine the usefulness of the MIS for e-governance of the FD and make this
available to staff through an awareness program or workshop,

= Possibly, assist the FD to make draft evaluation reports of vendor proposals,

= Monitor systems development with FD/WNCC staff to ensure successful installation
and implementation of the system.

Communications Hardware

In connection with information management technology, it is also important to address
issues of communications hardware within the FD. The Communications Network (e.g.,
radios, walky-talkies, phones) in the FD for PA management is not sufficient. Currently,
the FD does have telephone networks with all Division level offices and also with some
depots and rest houses where a telephonic network is available. The FD also has an
internal radio communication network among the CCF office, Coastal Circle, Khulna
Circle and Coastal divisions. The radio network of Khulna covers the Range
headquarters of PAs situated in the Sundarbans. Radio walky-talkies of Sylhet and
Chittagong territorial divisions cover some of the PAs. However, there is no radio
communication network specifically for the PAs and also there are no walky-talkies for
the staff working within the protected areas.

Preliminary elements of a strategy to enhance the FD communications hardware
network include:

= Review the entire communications network needs of FD,

= Facilities should be extended to interconnect all communications media (public
telephones, HF & VHF radio systems),
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= Plan to keep recurrent expenditure as low as possible for sustainability but without
sacrificing the needs of equipment maintenance and replacement,

= Explore redeployment of existing equipment where feasible,

= The communications network must be functional on a 24-hour basis (voice, mobile,
data),

= Discontinue any HF radio communications as early as possible and opt for more
modern technology,

= Examine the possibility of outsourcing some of the network components,

= Recruitment of a Communications Officer in the FD to manage the communications
network as part of the over MIS.

3.2.3 SPATIAL DATA MANAGEMENT

Geographic Information Systems (GIS) provides abilities for spatial data capture,
management, manipulation and analysis, and for presenting results in both graphic and
report form, with a particular emphasis on preserving and utilizing inherent
characteristics of spatial data. The ability to incorporate spatial data, manage it, analyze
it, and answer spatial questions is the distinctive characteristic of GIS. Overall, GIS
should be viewed as a technology, not simply as a computer system or a map generator.

Careful consideration must be given to three issues when developing GIS as well as
communications hardware (discussed in previous section); namely:

= Equipment depreciation and replacement or up-grading,

= Maintaining new, improved systems and sustainability, including the most important
ingredient of trained staff,

= Provision of adequate funding for on-going maintenance and replacement of hardware
and software.

As stated in the previous section, it is noteworthy that the FD has established a
Resource Information Management System (RIMS) Unit at HQ in Dhaka. Although RIMS
is inadequately staffed and equipped to handle the entire Forest Department it does
have trained staff and does show great potential for growth. The Unit handles spatial
data management through its Geographic Information System (GIS). As stated in the
previous section, it is recommended that the current RIMS Unit be expanded and
strengthened with a broader scope to enable it to serve the full MIS requirements of the
FD including those of the WNCC and the PAs. The RIMS Unit does maintain maps and
some other cartographic facilities available for the PAs. However, its inadequate staffing
and equipment means that it can typically handle no more than basic map production.
Also, GIS is only available in the FD HQ with no facilities or staff in the Divisions. Finally,
RIMS focuses primarily on plantation forestry and is not well conversant with the data
system requirements of PA and biodiversity management.

Currently, the RIMS Unit provides a functional two-way information system. The raw
data regarding new interventions of forest plantations are supplied to the RIMS Unit. The
processed information containing activities (e.g., afforestation, intermediate cutting,
tending operations, regeneration cutting) are sent back to the field Divisions from the
RIMS Unit. After performing operations, RIMS feeds the data on new situations to the
computer for updating the database through prescribed formats. The RIMS Unit, at
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present, does not work very much with database management for the PAs; rather its
utmost concern is the Forest Division level data. RIMS activities include:

= Regular updating of vegetation database,

= Updating and printing maps for field management and planning,
= Planning forest inventories and natural resource surveys,

= Managing PSPs data,

= Training field personnel,

= Assisting to develop a “Project based MIS”,

= Preparing and updating Management Plans,

= Maintaining earlier project based endeavors that generated vegetation status from air
photos, high resolution satellite imagery and field inventories,

= Making documents available, such as:

- Protected Area Management Plans by FRMP,

- Manuals for developing Protected Area Plans,

- Participatory Protected Area Management Plans by FSP,
= Extending the Natural Resources Survey of the FRMP,

It is recommended that the current RIMS Unit be expanded and strengthened with a
broader scope to enable it to serve the full MIS requirements of the FD including the
many activities within the FD that require data management, including WNCC
requirements to improve PA management and biodiversity conservation. The ultimate
goals of MIS were described in the previous section. Specific goals for GIS development
include:

= GIS is coordinated within HQ and among HQ, Divisions and PAs,
= Adequate equipment and trained staff are available at all levels,
= GIS is used to its full potential to address and solve management issues,

= FD GIS (RIMS) is networked with other relevant organizations and agencies to
maximize effectiveness and collaborative conservation planning,

In support of PA and biodiversity management GIS data requirements include:
= Obtaining Protected Area boundary maps,

= Investigating available data with other state agencies,

= Establishing links with other agencies to share spatial data,

= Assessing land use data of the PA and if required produce land use maps in-house, or
outsource,

= Collecting and managing spatial data that would be useful in PA management,
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= Introduce hand-held Geographic Positioning System (GPS) units to the PA staff and
provide training on GPS use and data collection to be fed into the GIS at HQ,

Preliminary recommendations for a GIS strategy as part of an enhanced FD MIS
network include:

= FD allocation of staff and equipment for the RIMS Unit needs to be increased,

= The RIMS Unit needs to be upgraded in terms of staffing levels, capabilities,
equipment and maintenance,

= The existing RIMS Unit (now, only for GIS) should be converted and expanded to a full
MIS Unit (see Section 3.2.2), and the name should remain as “RIMS” but with wider
data management responsibilities that include, but are not limited to, GIS,

= RIMS needs to devote more focus towards PA and biodiversity management and this
will require staff dedicated for that focus,

= RIMS usefulness must be seen as more than a map making tool that has wider
applications for planning and data management.

3.2.4 FINANCIAL ORGANIZATIONAL SYSTEMS

Reforms in 1998 in the FD’s Budgeting and Expenditure Control replaced Capital and
Conservancy budgets, and a uniform code has been adopted for the Public Expenditure.
Currently, the FD maintains a traditional age-old system dealing with its financial
aspects. In this system the FD officers including the DFOs, are empowered to hold an
account with the government, i.e. with the Bangladesh Bank, and to draw the money
from the government exchequers through issuing cheques. The relevant account holder
maintains a cash book and remains personally liable for the money drawn. At the end of
each month each officer submits the account statements to the office of the Accountant
General, Bangladesh. The FD officials holding such accounts also functions as “treasury
officers” and their traditional system as “post audit accounts”.

The general or “revenue” budget is allocated centrally in FD head quarters of the budget
under different account heads or broad budget line items like, salary and allowances;
fuel and oil; raising of plantations; maintenance of plantations etc. Other than salary and
allowances most of the budget lines are for operational purposes. After receiving the
annual budget allocation from the Ministry of Finance through the Ministry of
Environment and Forests, the CCF allocates the budget to the respective circles as
required. The normal budgets, however, are not always up to the requirements. During
the 2003-2004 fiscal year the operational budget from Revenue Head was only Tk.40.03
lakh for the Wildlife and Nature Conservation Circle.

On the positive side, salary and allowances of revenue staff are secured. The GoB
provides funding for FD activities but GoB support is rarely for in situ conservation, i.e.
within PAs. The existing financial organizational system enables FD officials at particular
levels to work as Treasury Officers. On the negative side, there is no special allocation
for the WNCC, therefore, the operational fund is limited and uncertain. All PA-generated
revenues (e.g., gate fees) must be submitted to the FD and then to the Treasury with no
percentage allocated to the PA. Furthermore, the annual budget allocation for each PA
is not related to its income-generating success or potential, i.e. equal allocations for
each PA regardless of special needs.
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Another main drawback of this system is that there is little objectivity in setting financial
priorities and allocations. Priority is typically given to traditional management systems
(e.g., weeding, thinning, other maintenance of plantations). In this traditional financial

system, allocation for conservation or protected area management is not of a high
priority. Also, there is no standardization of the FD financial organization system, i.e.
there is a variety of financial systems in operation such as reimbursable accounts and
replenishable accounts for different donor assisted programs.

Key recommended tasks to improve the FD/WNCC financial organizational systems are

to

be determined, but might include:
Develop expenditure delegation systems linked to work plans and job descriptions,

Establish a financial reporting system linked to the RIMS as an expanded MIS (see
Section 3.2.2) that provides monthly data at the level of programs and cost centers,

Establish a financial management system at the cost center level and above, linked to
the monthly reporting system, i.e. again as part of MIS,

Develop a revenue management system that ensures transparency,

Improve delegation of financial management responsibility and reallocation of
functions,

Draft and review new Financial management guidelines and accounting formats,

Develop an improved procedure for planning, budgeting, implementation and
monitoring of funds allocation and expenditure,

Special allocation for operational funds dedicated to the WNCC is required to ensure
at least a certain adequate level of financial stability annually, including Incorporation
of a specific budget code for PA management,

Special consideration should be made by the FD to consider increasing WNCC budget
to strengthen and speed its growth,

Greater revenue must be allocated to in situ conservation, i.e. with PAs, rather than ex
situ conservation (e.g., breeding programs, Safari Parks and botanical gardens),

Assess the current PA gate fees collection procedures and allocations to PAs with
special consideration given to allocating a portion (e.g., 20% or more) of total PA-
generated revenues (e.g., gate fees) to remain with the PA for management expenses
and co-management (e.g., community benefits), i.e. the greater the revenue income
the greater the PA and community revenue retention and therefore greater the
incentives),

There should be an officer at HQ in charge of financial management of the entire PA
system.

To critically review the present FD financial management systems in support of PA and
biodiversity management, several issues must be considered that were beyond the
scope of this preliminary assessment; namely:

66

Organizational structure regarding budgeting, flow of funds and accounting,

Planning, budgeting implementation and monitoring system,
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= Allocation of functions to various units,

= Distribution of work among the accountants and other staff,

= Delegation of financial authority and responsibility,

= System of internal control in operation,

= Flow of financial information to management to make informed and economical
decisions.

Therefore it is recommended that a feasibility study be made on ways to improve the
current FD financial organizational systems in support of PA and biodiversity
management. The tasks of the study should include:

= Review the existing WNCC revenue stream and audit procedures,

Review the present organization structure and the level of delegation of authority

and responsibility,

Allocation of functions to various units in the head-office,

Authority to charge fees, expenditure item and the authority to incur them,
Collection of fees at the PAs and their reporting to head office,

Preparation of annual accounts and their audits,

= Recommend approaches to streamline FD and WNCC financial management,

Identify the present level of delegation of authority to Divisional offices,

Upon the outcome of the above review and after identification of the lapses and

weaknesses, prepare draft recommendations to overcome those lapses and
weaknesses,

Discuss the proposed recommendations with the CCF and DCCF’s and CF-
MNCC to get their feed back,

Redraft the proposed recommendations incorporating the views expressed by
the senior management,

Prepare a report and submit the same to the management recommending the
financial organizational system to be implemented by the WNCC.

= Recommend appropriate levels of financial management responsibility,

Examine the present level of responsibility and authority delegated to Division
offices,

Identify the problems faced by the DFOs under the present operating system,

Discuss with the CCF and identify the level of delegation of authority and
responsibility and their limits and prepare a report on the subject.

= Prepare financial management guidelines and standard accounting formats,

Prepare draft guidelines and accounting formats for each level of management

for head office and the Divisions,
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- Redraft the guidelines incorporating the comments of senior management,

- Organize a workshop for the relevant staff both in the head office and in the
Districts and explain how to implement new guidelines and accounting formats
once approved.

The feasibility study could be implemented in three phases:
= Phase 1:
- Review the existing revenue stream and audit procedures,

- Recommend appropriate levels of financial management responsibility and
delegation of authority to central, region and PA levels.

= Phase 2:

- Prepare financial management guidelines and standard accounting formats for
each level of management and to assist the FD to implement the
recommendations,

- Develop a procedure for channeling the appropriate amount as WNCC's share of
revenue from the “gate-takes” and develop audit procedures.

= Phase 3:
- Provide training inputs to implement the recommendations,

- Evaluate the new system and recommend corrective measures.

3.2.5 MANAGEMENT PLANNING AND IMPLEMENTATION

At present all the protected areas in Bangladesh except Chunati Wildlife Sanctuary and
three wildlife sanctuaries within the Sundarbans are managed by the territorial Divisions
of the FD. Thus, in reality and in spite of organograms to the contrary, the WNCC
currently has jurisdiction only over Chunati and the three Sundarbans PAs. Yet the
situation is more complicated than that and responsibilities and jurisdictions are muddled
or “in transition”.

Only one management plan has been approved (a consolidated 5-year MP covering 3
PAs within the Sundarbans) but this was approved by GoB long after submission making
some management prescriptions out-dated. “Integrated Management Plans” for
Sundarbans, Chittagong, Cox’s Bazar, Sylhet and all four coastal Divisions have also
been approved by the government. The PAs that are administered by the WMNC
Divisions (through the DFQO’s) are managed under the territorial systems of the FD
(ACCF, Management Planning, FD, July 2004, pers. comm.).

Management Plans for Lawachara National Park and Rema- Kalenga Wildlife Sanctuary
were prepared under FRMP and FSP. Management Plan Guidelines were also prepared
for Madhupur National Park, Chunati Wildlife Sanctuary, Hazrikhil Wildlife Sanctuary,
Himchari National Park and Teknaf Game Reserve under FSP. However, so far no
management plans have been approved and no guidelines have been reviewed, revised
or taken to the next level. At present there are no management plans for other protected
areas. Apart from the Sundarbans where thaere has been considerable external funding
from ADB, minimal implementation of plans and guidelines in the PAs is sporadic and ad
hoc for the most part. This should not be seen so much as a criticism of the WNCC as it
is a reflection of the low priority given to PAs within the FD and the resulting low budget
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allocations. In spite of this, some prescribed management operations have been
implemented in some of the PAs (e.g., habitat restoration, replanting, wildlife
translocation) in limited areas and with limited success.

Other weaknesses of the current management planning process include:

= The process of moving from PA management plan submission to approval is too slow
and lacks a clear and speedy mechanism,

= With some notable exceptions, there is very little active management or protection
activities in the PAs,

= Very little zonation of PAs in management plans other than “core area” and “buffer
zone”, which is something inside and sometimes outside the PA — zoning concepts
and identification are unclear,

= PA or wildlife management has been on an ad hoc (emergency response) basis and
not in line with any clear integrated long-term management plan either for a PA or for
an endangered species (e.g., species recovery plan),

= No clear and consistent management planning process, with follow-up, is in place,
although guidelines have been prepared,

= The participatory process essential to management planning from the very beginning
is unclear and haphazard.

The NSP focuses on participatory, adaptive and cooperative management of five pilot
protected areas. New innovative institutional arrangements and mechanisms in support
of management planning and implementation, a focus of this assessment, are intended
to enable WNCC and communities to apply resources and skillful means in response to
issues and opportunities at the PAs, especially to manage conflict and develop
economic opportunities in line with conservation objectives. It is important to consolidate
and revise existing management plans into operational work plans that are implemented
through an adaptive and cooperative management program that mitigates threats and
develops opportunities. Operationally, the revised management plans will establish the
framework for each PA investment program, which would include the required material
or financial support to manage the area. Also more staff with new skills need to be
allocated and trained for each PA, in line with a new PA organogram (see Section 3.2.1).

A new and clear PA management planning process will need to be developed within FD
that could include the following:

= Establish “Regional” or Divisional PA MPPTs (Management Plan Preparation Teams)
that oversees planning in each PA; membership must be carefully selected to
represent all key stakeholder groups, including those communities living within and
around the PA as well as local government and WNCC staff,

= Conduct PA Action Plan Workshops with the MPPTs at the 5 pilot protected areas in
support of Management Plan revisions and development of co-management
guidelines and arrangements,

= During the workshops, identify a Management Plan Implementation Framework as an
initial mechanism to guide PA management planning.

In short, a well functioning and institutionalized management planning process will
possess several key characteristics, including:

ASSESSMENT: INSTITUTIONAL ORGANIZATION & CAPACITY 69
FOR PROTECTED AREA MANAGEMENT IN BANGLADESH



Management plans are prepared through participatory planning with major
stakeholders,

Management plans, once prepared at the local level, are then quickly reviewed,
revised if necessary and approved through a clear and swift process,

Management responsibilities are clearly identified and capacity is sufficient in all
specialized areas,

Regular monitoring and evaluation of management success and constraints is a part
of each PA management program,

Implementation of many activities is done with appropriate local stakeholders (e.g.,
through co-management arrangements, inter-agency coordination at District level).

Recommendations and delivery mechanisms for improving management planning and
implementation can be briefly summarized:
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Define the tools to improve management effectiveness, find new legal arrangements,
and bring new constituencies into the management planning and implementation
process. Actively engage a wide range of stakeholders from local governments, the
private sector, NGOs, universities and local communities to form cooperative
partnerships to co-manage the PAs and adjacent “support zones”,

Focus on new and innovative institutional arrangements and mechanisms in support
of local PA management planning and implementation,

Management Plans need to be prepared for all PAs, and all Management Plans
(especially those prepared under the FSP) will require review and revision as needed
followed by approval, and the approval process needs to be much faster,

Management guidelines for the other PAs need to be developed into full Management
Plans,

The term “buffer zone”, which has a negative connotation of “buffering” something
“good” from something “bad”, should be renamed “Support Zone”, i.e. this external
area supports the protection of the PA while the PA can support/enable sustainable
development in the surrounding area.

Management Plans need to take a “landscape approach” that addresses management
around the PA (e.g., “support zones”) and identify the specific partners required for
management of those external PA zones and well as the limits of a “support zone”,

Developments within a designated “support zone”, external to a PA, require an EIA
prior to commencement of the development,

Management plans require local stakeholder participation during the planning process,

A clear and consistent management planning process, with follow-up, is urgently
required and which gives due attention to the participatory planning process, i.e. a
process for stakeholder involvement with clear steps and required milestones,

The mechanism for participatory planning must be developed, approved and put in
place with special consideration towards co-management as a participatory
management tool (see Section 3.2.6),
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= Need to establish PA Management Units for greater decentralized management and
decision-making,

= It must be stressed that even in the absence of an approved management plan, each
PA must still be adaptively managed through a proposed management plan or
guideline, if one exists, and in response to particular urgent needs and issues,

= Field PA managers are in the best position to determine when threats and issues have
the potential and the tendency to become critical, to identify threats and issues that
have already become critical, and often to take management action to ameliorate the
threat; thus, they should be given greater authority to take action,

= PAs must be staffed, and staff will require appropriate training (see Staffing and
Training),

= Clear staff roles and responsibilities(job descriptions) are required for PA
management,

= Budget must be allocated towards management of PAs on the basis of prescribed
management plan requirements.

Delivery mechanisms to implement these recommendations will require that the FD
finalize management planning guidelines that take into consideration a wider “landscape
approach” together with co-management and other mechanisms for improved and
sustainable PA management. NSP will continue to provide stakeholder co-management
process development, threats analysis and other studies in the five pilot PAs. The FD
will finalize a more speedy review process of management plans for approval and more
rapid follow-up to enable full implementation. The FD will also need to secure greater
fund allocation to management plan implementation and other programs (e.g., species
recovery plans, human-animal conflict resolutions, stakeholder conflict and dispute
resolutions, co-management arrangements). Finally, the FD must ensure that elements
of social justice and human rights are incorporated into management planning, i.e.
through a co-management approach that is designed on mutual trust and respect.

3.2.6 INSTITUTIONAL ORIENTATION TO CO-MANAGEMENT

Because the rationale for the NSP is largely to develop successful models of co-
management arrangements and processes, we will not go into much detail in this
assessment. If fact, there is the danger that any major proposals or recommendations
may be somewhat at odds with those that have been well thought out by NSP, and that
would only cause unnecessary confusion for the Project and within the FD. However, it
must be stressed that co-management is one of many tools used for PA management. In
some areas, co-management will be very suitable while in others it would become a
“recipe for disaster” or ineffective. The choice must be made by the PA managers during
a thorough assessment of management approaches that are feasible for a particular PA.

What is "Co-management"? Collaborative management, or co-management, is often
misunderstood but the definition used to guide the NSP states that co-management is "a
situation in which two or more social actors negotiate, define and guarantee amongst
themselves a fair sharing of the management functions, entitlements and responsibilities
for a given territory, area or set of natural resources” (Borrini-Feyerbund, et al), in this
case the PAs and surrounding “support zones”. In Bangladesh, co-management "actors"
will include the Forest Department, as legal custodian of protected forest areas, and the
local and national stakeholders that have a role in conservation management. The co-
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management approach has been a fundamental recommendation of the past two World
Parks Congresses (Annex G), and is actively advocated by recognized international
conservation organizations such as the [UCN.

A participatory conservation management planning concept was adopted during
development of the PA management plans prepared under FSP. However, PA co-
management or collaborative protected area management remains a relatively new
concept for PA management in Bangladesh. A participatory management approach
towards local communities has been adopted in social forestry programs. It has been
mentioned in the previous section that at present PAs are being managed in territorial
FD management system without following any management plan. Thus, the FD has
experience with some levels of community-based or participatory natural resource
management under the social forestry program, and this experience can be applied
towards PA co-management with process and goal modifications.

Currently there are no co-management arrangements in Bangladesh’'s PAs. The basic
weaknesses to institutionalizing co-management within the FD include: (i) the FD has no
experience with collaborative management (co-management) of PAs, (ii) no PA co-
management institutional frameworks (e.qg., local community bodies, coordination
committees) are in place, (iii) an institutional orientation towards PA co-management is
not a universally accepted part of the WNCC, and (iv) there are few opportunities in
place to begin with co-management in the PAs without effective FD commitment and
staffing.

NGOs are the most likely institution to initiate entry into communities, gain their trust,
publicize the purpose and goals of the program and develop the process towards co-
management. However, as with the Social Forestry experience (Khan et al. 2004),
systematic information on the extent and experience of NGO involvement in PA co-
management is limited and patchy. The major limiting factors on effective NGO
involvement in PAs may be expected to include low institutional capacity and technical
expertise, inadequate coordination and collaboration with the FD/government,
insufficient funds and logistics to maintain staff exclusively for PA community activities
and extension, and political influence on decisions and operations. One notable area of
successful intervention by NGOs is promoting public awareness of environmental
degradation through community education and motivational campaigns.

Ultimately, a well functioning PA system will realize the following elements:
= A common definition of co-management is understood,

= Co-management is institutionalized through established committees comprised of the
“power-sharing” participants,

= Co-management is being used as a participatory PA management tool under certain
circumstances,

= Co-management is used selectively,

= The mechanism (clear step-by-step process with milestones) is clearly developed and
transparent to achieve co-management agreements, with shared economic benefits
from PAs,

= Full involvement of both the FD PA management authorities and other local
stakeholders is progressing with mutual respect,
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Social justice, human dignity, rights, responsibilities and accountability for actions as
well as gender considerations are given serious attention as part of the process,

Religion-based organizations often provide the most suitable entry point to gain the
trust of participants as a step towards co-management,

Co-management enlists the cooperation of local leaders, institutions and local
governments but must not neglect those members of the communities, often the
poorest and marginalized, who are forced to using the resources within a PA for their
subsistence or livelihood. In Bangladesh, some of these are:

Madrasa  Religious seminaries
Malik Owner
Malik Samity Head of a cooperative, collective enterprise

Matobbar Patron, local elite/leader

Murubbi Elderly, respected person, guardian
Mushawarah Consensus-building meeting
Samity Cooperative, collective enterprise

Sanchay  Savings (in connection with micro-finance schemes)
shawnirvar Self-reliance (organizations)

Upazila Local government level between Union and District (formerly Thana),
Sub- District

Recommendations for improving the FD’s institutional orientation towards co-
management include:
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Special consideration towards co-management and other participatory management
tools must be included within the management plan,

The mechanism, step-by-step process for co-management must be clearly developed
and socialized both within the FD and within the target communities,

The legal basis for co-management must be established,

However, PA co-management activities can be initiated within existing legal
framework and does not have to wait for full legal basis before beginning PA co-
management activities. For example, FD has implemented social forestry for more
than 20 years, but the legal backing for SF was only established in 2000 under the
amended Forestry Act,

An institutional orientation towards co-management must become universally
accepted as part of the WNCC (e.g., establish a Co-management Unit to oversee this
management approach),

Review the experience with participatory natural resource management through social
forestry and to what extent the capacity within the FD can be re-oriented towards PA
co-management,
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= Participatory planning towards co-management must be developed, approved and put
in place at the very beginning of PA management planning,

= Stakeholder participation should be included during the boundary demarcation
process, and the steps to follow to achieve consensus over boundary location must be
put into place, including a legal basis for the participatory boundary identification and
field demarcation process,

= [nstitutional arrangements for co-management must be developed and made clear
from the very beginning,

= Strengthen the existing Wildlife Advisory Board but reorient its focus in line with a
name change (e.g., “Protected Areas and Biodiversity Advisory Board”),

= Stakeholders engaged in co-management must be able to see direct benefits from
their involvement, thus special consideration should be given to allocating a portion of
PA-generated revenues (e.g., 20% of gate fees) to remain with the PA for co-
management (e.g., community benefits), i.e. the greater the revenue income the
greater the PA and community revenue retention and the greater the incentives for co-
management,

= Implementers from both FD and the community stakeholder groups must include both
men and women to address gender issues of management and decision-making.

Delivery mechanisms to implement these recommendations will require that the FD
ensures that institutional arrangements for co-management are developed and made
clear from the very beginning thorough Co-management Committees. The co-
management process, including approach, criteria and steps can be developed with
assistance from NSP and its five pilot PAs. The FD should initiate Co-management
Committees (FD and communities) to develop annual work plans and budgets approved
at a Division Level PA Co-management Advisory Committees. Annually, the full set of
PA annual work plans and reviews should then be presented by the FD to the existing
“Wildlife Advisory Board” or to an alternative and acceptable National Level “Co-
management” Board that will either be renamed or reformed later (e.g., suggested under
the new name, the “Protected Areas and Biodiversity Advisory Board”).

3.2.7 LEGAL SUPPORT

The Wildlife (Preservation) Order, 1973, Wildlife Preservation (Amendment) Act 1974
and subsequent Notifications provides the legal basis for protection of wildlife and
habitats. The Wildlife Order defines various protected areas as game reserve, national
park and wildlife sanctuary and aims to preserve the wildlife within those protected
areas. The wildlife sanctuary regime also requires undisturbed breeding grounds for
protection of wildlife and all natural resources within the sanctuary.

The Act classifies wild animals as game and protected animals and listed them in the
annexed schedules. While game animals can be killed or hunted with permits, protected
animals are fully protected except in defense of life, crops or livestock. However, by an
executive order dated 18 June 1998, the PM'’s office prohibited hunting of all types of
wild animals for the following five years. For according meaningfulness to this provision,
this order should be renewed until wildlife populations in question can be proven,
through credible survey and mapping, to have reached a viable and safe level.

Limitations
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The Wildlife (Preservation) (amendment) Act, 1974 contains provision for establishment
of the Wildlife Advisory Board, the composition, procedure and functions of which should
be modified to make it more efficient, effective and participatory.

= The schedules of the Act have to be revisited and modified regularly given the fact that
the degree of vulnerability of animal species depends on many unforeseeable factors
and on ever changing market demands. The Act should also be reviewed to bring
about more conformity with the provisions of CITES and to encourage sustainable
export of species.

= Section 36 of the Order allows compounding of first time offences under this Order by
payment of a nominal amount of compensation (between 1000 and 2000 taka) to the
Conservator of Forest (WNCC). Otherwise, offences under this Act would be tried by a
First Class Magistrate. In view of the ever increasing threats to the survival of wildlife,
the penal provisions should be made more stringent and offences under this Order
should also be tried in the courts.

= The Act, its Amendment and the Order did not take community management into
consideration.

The Bangladesh Wildlife (Protection) Act, 2003, is now in draft form, and the third draft
was prepared in November 2003. It has addressed the issues raised in the previous
ones. But one issue is lacking; namely, the designation of protected areas. In the
definitions, entrance or cultivation bans have been included much like the previous
definitions. However, there is no mention about those people who are already within the
PAs and may have lived there for generations. This draft Act has taken into account the
declaration of “buffer” (support) zones in consultation with local communities (Section —
23 of the draft Act). Section 24 of the draft Act indicates that management of these
external PA zones should be done by “buffer zone management committees”. There is
no clear reference that indicates co-management. The Act (2003) also again has not
considered the question of existing settlements within the PAs.

Elements of a well functioning PA system with regard to institutional legal support
include:

= Enabling national policies have been translated into a supporting legal framework that
enables adaptive and flexible management,

= There is a legal basis for co-management arrangements at all levels,
= Staff understand the laws and their responsibilities with respect to the laws.

Recommendations for improving FD’s institutional legal support can be briefly
summarized:

= Wildlife (Preservation) (amendment) Act, 1974 contains provision for the
establishment of Wildlife Advisory Board, the composition, procedure and functions all
of which should be modified to make it more efficient, effective and participatory,

= Enabling policies in support of co-management need to be translated into law that will
establish the legal basis for PA co-management arrangements (among FD,
community groups and other stakeholders), including issues of rights and
responsibilities, land tenure rights, social justice, gender considerations, etc.,
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= The schedules of the Wildlife Act have to be revisited and modified regularly given the
degree of vulnerability of animal and plant species depending on many unforeseeable
factors and on ever changing market demands. The Act should also be reviewed to
bring about more conformity with the provisions of CITES and to encourage
sustainable export of protected flora and fauna species,

= The revised Wildlife Preservation Act must take into consideration and be in line with
the Forest Act, draft Social Forestry Rule, proposed Biodiversity Act and the
international and regional international obligations (e.g., CBD, CITES, Ramsar),

= Section 36 of the Order allows compounding of first time offences by payment of a
nominal amount of compensation (between 1000 and 2000 taka) to the Conservator of
Forests (Wildlife). Otherwise offences under this Act would be tried by a First Class
Magistrate. In view of the ever increasing threats to the survival of various wildlife, the
penal provisions should be made more stringent and offences under this order could
also be made subiject to trials in the courts,

= The Wildlife Advisory Board should be renamed the “Protected Areas & Biodiversity
Advisory Board”.

Delivery mechanisms in support of these recommendations require that the FD ensure
the recommendations that address current weaknesses are considered for approval in
support of more effective PA and wildlife management. The FD must ensure greater
utilization of technical support available from environmental legal specialists, and
environmental legal support may also be received from outside partnerships (e.g., IUCN,
BELA).

3.2.8 LAW ENFORCEMENT

With regard to law enforcement, intercepting violators requires knowing if violations are
occurring on PA land to which the provisions apply. The boundary of a PA is important to
both the alleged transgressor and the law enforcement officer. However, often the
boundary is unclear or not existing on the ground. Lack of designation of PA boundaries,
lack of boundary signs, and lack of signs in local languages make it difficult for potential
violators to know where and what acts that may adversely affect the PA resources, and
that are illegal, and are proscribed. This situation also makes it difficult for law
enforcement personnel to know if proscribed acts have occurred inside or outside PA
boundaries. Furthermore, lack of personnel, transportation and equipment reduce the
effectiveness of preventative patrols and enforcement actions.

To enhance enforcement capacity and compliance it is necessary to increase the
success rate of prosecutions with appropriate sanctions. A main concern is how to
strengthen sanctions and enhance penalties. Due to deficiencies in the basic activity of
proper reporting and evidence, most prosecutions fail.

On the positive side, the FD has established a forest protection enforcement force, and
the FD has the authority to enforce the laws (Forest Act, Wildlife Act). Also, the FD has a
forest protection and enforcement mechanism, and has the authority to enforce the laws.
However, there are several major issues and constraints pertaining to law enforcement
within the PAs:

= Lack of or inadequately trained field staff and number of staff for effective PA and
wildlife law enforcement,
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= The lack of adequate training and procedural support has resulted in failed
prosecutions,

= Inability (or hesitancy) to enforce laws in the field by forest guards due to political
pressure and other social influences or delays in the court prosecution process,

= Lack of awareness, work pressure and influence can delay the prosecution process,
= Lack of incentives for and protection of informers,

= Inadequate recognition of human issues within and adjacent to PAs (e.g., de-facto
versus de-jure status of land tenure, access to the forest by local people, Forest
villagers and land use agreements, conflict resolution and negotiation with FD staff,
land encroachment/recovery, appropriate and humane law enforcement mechanisms
in the PA and illegal tree felling and NTFP extractions from PAS).

Sharing income from protected areas is another strategy to obtain the support PA
boundary communities. A successful example of joint patrolling by both community
members and PA staff is found at Bunaken National Park in Indonesia. Erdmann et al.
(2003) have addressed this issue in one of their book chapters, “ Joint Patrol
System/Multi-stakeholder Enforcement Initiative for Bunaken National Park”. It is useful
to include some lessons learned here from the Bunaken marine park experience that is
of relevance to the PAs of Bangladesh once co-management arrangements are in place.
The importance of this opportunity for more effective law enforcement of PAs in
Bangladesh warrants the following rather extensive quote regarding Bunaken joint
patrolling/law enforcement lessons from Erdman et al. (2003):

= “Involvement of villagers in a joint patrol system has associated costs and benefits,
but benefits far outweigh the costs.

- Costs include:
« Village patrol members require significant initial training,
« Village patrol members have no authority to arrest or carry weapons,
« Social jealousies can arise from villagers not involved in patrol system.
= Benefits include:

- Villagers are on the scene 24 hours/day, and have a vested interest in protecting
‘their’ reefs for the future use of their children and grandchildren,

- Village patrol members have intimate knowledge of local reefs and the people
exploiting them (both sustainably and in a destructive manner) — allowing them to
quickly and effectively target those activities/user groups that cause most
damage to the reefs, and allowing them to resolve resource use conflicts in a
more consensual manner than rangers or police might,

- Alternative employment for fishers who would otherwise depend on reef
resources,

- Extraordinarily effective socialization of the conservation and sustainable use
goals of the park — village patrol team members ‘socialize’ the park even during
their free time when interacting with other villagers on a social basis”.
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“Involvement of a range of stakeholders (e.qg., rangers, police, and villagers from
several villages) in joint patrol teams can greatly decrease the likelihood of corruption,
collusion and or conflicts of interest dealing with violations committed by friends and
family members.”

“When developing a Marine Protected Area (MPA) multi-stakeholder patrol system
that involves local community members, equal representation of all villages (and
cultures/religions) within the MPA is an important precursor to acceptance and
success of the patrols.”

“Most MPA stakeholders (villagers, tourism operators, and others) support rules and
regulations as long as they are clear and equitably enforced.”

“Community stakeholders support patrol and enforcement programs, as they are
directly linked to increased livelihoods. Many illegal activities within protected areas
come from outsiders.”

“Park managers and the rangers tasked with field management of the park commonly
lack the community facilitation skills critical to ensuring broad stakeholder support and
understanding of park management objectives. Training in facilitation skills for these
park management personnel is an essential capacity-building measure before co-
management can be effectively implemented.”

“When building a multistakeholder patrol system, it is imperative to appoint a strong
leader who respects the other stakeholder groups but maintains a clear vision for the
overall patrol team.”

“It is extremely important to declare and treat marine resource crimes as serious
offenses, and to apply enforcement evenly across all levels of society (including
villagers, tourists, outside military/police/government officials, etc).”

“Indonesian courts typically treat destructive fishing and other marine resource crimes
as light offences. Education of all levels of the enforcement/prosecution system is
required to provide understanding that marine resource crimes rob future generations
of their livelihoods and must be punished severely.”

“Enforcement is a continuous, ongoing need — there will always be individuals ready to
engage in illegal (and profitable) activities if enforcement activities are decreased
below effective levels.”

Elements of a well functioning PA system with regard to law enforcement include:

Law enforcement staff understand the laws as well as the responsibilities and rights
with respect to the laws,

Through co-management, participatory law enforcement can become a reality,

The public are made aware of relevant laws governing PA management and
biodiversity protection,

Communities and PA staff are involved in joint patrolling with clear rights and
responsibilities set among community members and PA staff.

Recommendations for improving PA and biodiversity law enforcement can be briefly
summarized:

78

ASSESSMENT: INSTITUTIONAL ORGANIZATION & CAPACITY
FOR PROTECTED AREA MANAGEMENT IN BANGLADESH



= Need to increase public awareness of the laws and publicize prosecutions under the
laws,

= Need improved training of forest field staff to better understand the Wildlife Act and its
enforcement (see Training),

= Need more allocation of forest guard staff to the positions at PA level,

= PA guard staff need to understand their role more as collaborator with local
stakeholders for PA management rather than as strict law enforcers.,

= All allocated WNCC field positions need to be filled,
= Initial priority should be given to the 5 pilot PAs under the NSP,

= A mechanism must be in place for greater cooperation between FD law enforcement
officers and other relevant sectors (e.g., police, military),

= A CITES Enforcement Officer with the rank of ACF or higher, supported by staff,
should be posted at Dhaka and Chittagong Airports,

= Joint patrols for effective law enforcement, comprised of community members and PA
staff, need to be established as part of PA co-management arrangements,

Delivery mechanisms in support of these recommendations require that the FD ensure
that FD law enforcement officers have the support they need to enforce laws. The FD
must be able to ensure that there will be improved cooperation and coordination with
other law enforcement agencies (e.g., police, military). The FD needs to promote and
institutionalize joint PA forest protection (law) enforcement patrols along with the
stakeholders/participants within and around each PA and in conjunction with co-
management.

3.2.9 WILDLIFE INSURANCE

Currently no Wildlife Insurance Schemes for human-animal conflict (e.g., injury, death,
property damage, crop damage) exist under the FD in Bangladesh. Like many other
parts of the world human-animal conflict also prevails in Bangladesh. Human - elephant
conflict, in particular is common in Sherpur, Chittagong, Banderban and Cox’s Bazaar
districts. Well publicized tiger-human conflicts abound in the Sundarbans. There is no
provision of compensation for damages caused by wildlife, which is a major concern in
PA management. In many countries compensation schemes through wildlife insurance
have developed as a mechanism to compensate the loss caused by the wildlife. There is
no such provision in Bangladesh.

Recently a multi stakeholders’ consultation on “Elephant Conservation and Local
People’s Safety” was held in Sherpur on 27 April 2004 (IUCN Bangladesh 2004). The
consultation was organized by the IUCN Bangladesh Country Office and the Sherpur
district administration. Participants from local communities, local government
representatives, district administration, FD personnel, IUCN staff members, and victims
of elephant damage attended the consultation meeting. One of the suggestions also
came out from this consultation that an insurance scheme to include wildlife insurance
policies should be taken into consideration. The questions of course are concerned with
“how”, “by whom” and “for whom™?

Recommendations for considering the application of a FD wildlife insurance scheme can
be briefly summarized:
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= Conduct a private sector and government consultation process to establish a new
“public-private partnership” insurance scheme

= FD should review and assess the feasibility of a wildlife insurance or compensation
scheme in Bangladesh to cover claims (granted under strict criteria) for damages due
to human-animal conflict (e.g., injury, death, crop and property damage)

= If a wildlife scheme is instituted, then this provision must be made in the revised
Wildlife Act, including strict criteria for claims

Delivery mechanisms in support of these recommendations require that the FD conduct
a feasibility study on a wildlife insurance or compensation scheme in Bangladesh, in
collaboration with IJUCN and NSP. The FD should also assess the feasibility of making a
wildlife insurance scheme part of the revised Wildlife Act once acceptable arrangements
have been made with the private sector.

3.2.10 INFORMATION, EDUCATION AND COMMUNICATION (IEC) AND
VISITOR SERVICES

Wildlife education is imparted in Bangladesh at undergraduate and graduate levels in the
department of Zoology in public universities, in undergraduate forestry courses in the
University of Chittagong, University of Khulna and Shajalal Science and Technology
University in Sylhet. This is also taught both in three years and two years diploma
courses in forest schools.

Currently, there is one existing position, “Mass Communication Officer” at the FD head
quarters but responsibilities and job description are unclear. Some limited visitor
services and information centers for nature interpretation are found in a few PAs (e.g.,
Sundarbans) and Safari-Park. Some posters and other information materials have been
prepared on an ad hoc basis, usually through donor-funded projects. Guidelines for
developing PA visitor services and facilities were prepared under FSP but there has
been no implementation. IEC, including some FD small-scale public relations and
outreach activities and campaigns are ad hoc and not part of a coherent strategy. There
is a lack of trained FD staff to design or manage an IEC program and there are no public
relations technical specialties within FD. There is a structural hindrance within FD that
prohibits prompt response to media reports. In addition, no visitor services or nature
interpretation/education programs or centers at the PAs (only in Safari Parks).

No overall integrated IEC Strategy has been prepared or implemented by the FD in
support of wildlife and protected areas, i.e. environmental conservation, at multiple levels
(e.g., national campaigns, media coordination, school programs, PA promotion, network
of nature interpretation/education centers). However, it is very notable that an overall
Communications (IEC) Strategy has recently been drafted with assistance from the NSP
in cooperation with the FD.

The Communication (IEC) Strategy of the FD Nishorgo Program, prepared with NSP
assistance, forms the beginning of a coherent and integrated strategy in support of PA
and biodiversity conservation. Thus the Nishorgo Program has devised a comprehensive
communication strategy to motivate and convince people to take part in sustainable
forest management and to shift the pressure away from forest resources. The following
is taken from the draft Nishorgo Program Communication Strategy (NSP 2004) to best
explain the oibjective:
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“The main objective of the communication strategy of Nishorgo Program is to promote
and foster sustainable behavior to conserve our remaining natural forestry and
biodiversity. The intended result is to change behavioral pattern of the group of people
critical for conserving the protected area. The aim is to conserve the Protected Areas
through wide spread public awareness and to motivate local stakeholders to participate
in co-management at the community level. This enhanced and widespread awareness is
expected to generate both public support and additional funding from international
agencies for forest conservation and biodiversity protection of Bangladesh. The sub-
objectives are as follows:

= “To help to comprehend the importance of the collaborative approach of the
sustainable forests management and conserve their functional values of biodiversity,
soil and water protection and the social- economic and cultural benefits to
stakeholders,

= To promote community participation in forest conservation,

= To enable and promote communities adjacent to forests to improve their welfare and
become less reliant on the forests; through:

- Engaging in alternative sources of income from nature friendly income generating
activities.

= To develop the potential for, and promotion of, forest-based eco-tourism,

= To promote and develop capacity building in Protected Area management,

= To inform people about the scope of nature visit and the appropriate behavior,
= To attract additional funding for sustainable protected area management,

= To develop public opinion towards natural forest conservation,

= To advocate policies for effective protected area management,

= To create public awareness, specially making youngsters involved with issues for
Protected Area conservation and significance of our natural heritage.”

Elements of a well functioning PA system with regard to IEC include:

= An IEC Strategy has been well prepared through assistance from appropriate
technical expertise,

= The IEC Strategy aims to create an influential environmental constituency within the
country at all levels in the private and public sectors that promotes the concept that
sound long-term environmental management makes sound long-term economic
sense,

= Linkages with media have been established as part of a national campaign to promote
biodiversity conservation,

= The IEC Strategy includes IEC activities at each PA and at those public areas that
attract great crowds (e.g., botanical and zoological gardens, Safari Parks).

Recommendations for establishing a FD Information, Education and Communications
(IEC) program can be briefly summarized:
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The draft FD Communications (IEC) Strategy prepared with NSP assistance needs to
be reviewed, revised if necessary and adopted by the FD as an integrated strategy
that increases public awareness of environmental issues, biodiversity conservation,
and the importance of protected areas,

The IEC Strategy must form the basis to develop improved environmental governance
(EcoGov) and advocacy as well as an informed “environmental constituency” among
the citizens of the country,

Need to increase public awareness of the laws and publicize prosecutions under the
laws,

Visitor services and nature interpretation/education programs and centers at the PAs
need to be appropriately designed by experts,

Need to improve relations and communication between FD and the media to publicize
environmental issues,

Must view the potential of high visitation areas (e.g., zoological and botanical gardens,
Safari-Parks) as focal areas for intensive environmental education and establishing
well-designed (by technical experts) nature interpretation centers,

Implementers and participants/targets of the IEC and its Strategy must be comprised
of both men and women to address gender issues of IEC.

Delivery mechanisms in support of these recommendations require that the FD will:

Secure the funding and expertise to finalize and implement a thorough IEC Strategy,
most likely with NSP assistance, using the draft Communications Strategy as the
basis,

Secure the commitment and cooperation of partners (e.g., universities, schools,
NGOs) to implement IEC Strategy,

Ensure that adequate and appropriately designed visitor services and nature
interpretation/education centers are in place in priority PAs where visitation is currently
or potentially the greatest,

Secure technical expertise as required,
Ensure that an IEC curriculum is added to FD Schools and FD Academy,
Develop an IEC program that will enlist the co-operation of Upazila near to the PAs,

Promote with MoEF to create a special national day during winter( e.g., “National
Protected Areas Day”, similar to the “Tree Planting Program”) to be celebrated in the
vicinity of the PAs in collaboration with stakeholders (e.g., local government, civil
administration, schools and other educational institutions, civil societies, NGOSs).

3.2.11 RESEARCH

To successfully manage PAs, research is needed to make managers to aware of
present conditions, trends and threats, especially those related to achievement of legal
and administrative requirements and goals. To garner the most benefits from PA
management, it is also necessary for managers to have the products of research to
enable them to predict and evaluate expected results from various options and to then
choose the best option. Basic research is needed on such topics as wildlife and habitats,
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visitor uses and needs, habitat restoration techniques and effects of PA programs on
affected communities. Research that is required for PA managers is applied and
management-oriented conservation biology research.

As the PAs have not received much emphasis from conservation and forestry
management points of view, no integrated research or holistic approach on PA
management has so far been undertaken. There has been some support and
coordination between the FD and the Bangladesh Forest Research Institute (BFRI),
Chittagong, and limited support from universities. Sporadic research activities have been
conducted by universities for master or doctoral research or by the BFRI in different PAs.
These studies have mainly been focused on taxonomy with some are focusing on
ecology. Ideas about the research conducted on NSP pilot PAs were found in the
secondary information compiled by NSP, particularly FSP documents produced by
Tecsult on conservation areas and by Rashid (2004). Applied research on such topics as
sustainable management, plant-animal community interactions, harvest limits of different
NTFPs, harvesting impacts on natural regeneration, human ecology and land ecology
are very much lacking but needed.

However, there is a weak base of required hard scientific information (e.g., species and
habitat studies, maps, and priority-setting documents used to identify and establish PAS)
but it can be difficult to find these documents. As noted, very little research is currently
being conducted in support of PA or biodiversity management, and much needs to be
done to develop a management-oriented research agenda. This must include how this
information will be used, disseminated and applied towards PA management.

What information is available and accessible within Bangladesh and abroad has not
been fully used in assessing how Bangladesh’s PAs and biodiversity is protected and
managed. WNCC and other organizations concerned with biodiversity conservation must
ask, “What biodiversity?” and “Where is it?,” reviewing the available information in a
comprehensive way and identifying both gaps and redundancy in the system, issues that
could best be addressed under “Intersectoral Conservation Planning” (Section 3.2.13) .
The FD/WNCC and IUCN, among others, must ensure that the draft National
Biodiversity Strategy and Action Plan (NBSAP) for Bangladesh (see Section 1.5.1)
responds to the question, “What do we do about it?” for improving the country’s PA and
biodiversity management.

Additional weakness and missed opportunities that need to be rectified in the FD with
regard to adaptive, management-oriented conservation biology research includes the
issue that there are no FD research staff or back-up technical staff at Division or PA
level, There is a lack of involvement of the FD in the research grant proposal process
within PAs by universities, research organizations and NGOs. Coordination and
research assistance requests from FD to BFRI are only very limited and can be greatly
improved to the benefit of both agencies. The research assistance and coordination
between FD and other departments, institutions and universities unfortunately remains
very limited. Finally, no integrated research or holistic approaches to PA management
are being undertaken. So, there is much that can be done.

It is recommended that a study be conducted to prepare a sociological and biological
research agenda for the PAs and biodiversity of Bangladesh. This will require defining
and prioritizing for inventory purposes, especially for endangered species and to prepare
long term strategies to address specific threats and supportive management approaches
in PAs.. This will include carrying out site conservation planning to identify inventory
surveys that have management priorities.

ASSESSMENT: INSTITUTIONAL ORGANIZATION & CAPACITY 83
FOR PROTECTED AREA MANAGEMENT IN BANGLADESH



As noted, most of the current research in the PAs is carried out by independent
researchers. Officers of the FD/WNCC, due to lack of training, funds and time do not
carry out any research work on their own. Furthermore, there is no incentive for those
who engage in such activities. However, if FD/WNCC is to effectively manage the
biodiversity under its administration, then it must develop its own research program. To
do so, selected FD/WNCC officers must be trained on research methodology (e.g.,
development of research project proposals, funding mechanisms, implementing
research projects, data analysis and reporting, literature survey and database search).
The training could be provided through the FD Training Schools or Academy as well as
through the help of independent researchers who work in the areas administered by the
FD/WNCC. Thus, through partnerships combined with in-house capacity building, the FD
could be quite capable of ensuring that appropriate priority research is done. It is
suggested that a particular research focus be directed towards the five priority pilot sites
of the Nishorgo Program.

The present research work in the PAs carried out by independent researchers
technically supposed to be under the supervision of a sort of “research committee”
formulated by the FD. There has been no serious attempt to create awareness within the
Department about the findings of these research projects and how these findings can be
adapted or applied towards PA management. Consequently a deep rooted mistrust
could be said to have developed between researchers and the FD in some instances.
This state of affairs must be changed. Attitudinal change could be achieved through
developing an appreciation among the FD/WNCC staff about the importance of applied
conservation biology research to carry out more effective PA and biodiversity
management.

Thus important activities for the FD to consider will include a study to establish a
research program for FD/WNCC that largely involves partnership outsourcing. The
overall structure for coordinating various research agenda in support of an appropriate
integrated research program would need to be established. Activities required to achieve
an effective research program at FD/WNCC could include:

= Review the present research program of FD/WNCC and other research programs
carried out in areas administered by FD/WNCC,

= Develop a database on all the research projects carried out thus far by FD/WNCC and
others in areas administered by FD/WNCC (e.qg., type of project, project period, project
objectives, project outcomes) and ideally in collaboration with the MIS staff of RIMS
once they are in place,

= |dentify constraints to carry out research through interview survey,

= Develop a research agenda for PA and biodiversity management based on a
collaborative workshop (e.qg., to identify research needs, priority areas, identify training
needs),

= Develop a funding mechanism, including identifying potential donors and possibly
investors, as well as research project monitoring and assessment procedures,
including plans on how the research findings will be used and by whom,

= Provide assistance for identifying and perhaps establishing field based research
programs and consider the feasibility of establishing a small research station in one or
more Pas.
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Elements of a well functioning PA system with regard to research include:
= A clear Research Strategy and Agenda is prepared,

= The focus is on applied research, i.e. management-oriented conservation biology
research,

= Research is conducted through a cooperative network of collaborating institutions with
clear responsibilities developed through MOUSs,

= Research findings are made accessible to PA decision-makers.

Recommendations for improving the FD’s research capabilities for PA and biodiversity
management can be briefly summarized:

= Develop an Action Plan or Research Agenda for appropriate prioritized multi-
disciplinary and integrated conservation biology research programs that support
management within and around PAs; an excellent summary of types of appropriate
research that could be initiated is found in an excellent and concise book, Research
Priorities for Conservation Biology (Soulé and Kohm 1989) and various publications of
the Society for Conservation Biology.

= Develop clear collaborative efforts with lead agencies within specialized fields with
clearly identified responsibilities for PA management research, ie. linkage to the
rationale behind “Intersectoral Conservation Planning” (Section 3.2.13).

Delivery mechanisms in support of these recommendations require that the FD will
cooperate with national and international research institutions to develop a clear
“Conservation Biology Research Agenda and Strategy” focusing on PA and biodiversity
management. The FD must also ensure that in any PA research agenda adequate
attention is also paid to socioeconomic research of PA communities, particularly those
engaged with the FD in PA co-management arrangements. FD will also ensure its
involvement in the research grant proposal process within PAs by universities, research
organizations and NGOs and will secure adequate budget allocation for PA priority
research.

3.2.12 MONITORING AND EVALUATION

Monitoring and Evaluation (M&E) for Biodiversity and Protected Area management is not
a program per se within the Forest Department. Although some M&E is done through the
RIMS unit, most is not related to activities pertaining to wildlife or protected areas, i.e.
PA land-use or biodiversity monitoring. However, a program of monitoring and
evaluation is a critical part of any management planning and implementation process.

As the NSP target PAs are not operated by any Management Plan, there is no
monitoring and evaluation process. Some base data, particularly checklists of flora and
fauna are available for several PAs. Some indicators for monitoring and evaluation
including a “Habitat Suitability Index” have also been incorporated in the Management
Plans and Guidelines developed under FSP. When developing indicators for a new M&E
program, these FSP indicators should be taken into consideration. However, the
Management Plans developed by FSP did not take staff performance into consideration.
In M&E performance of the management staff, involved NGOs and local community
groups should be taken into consideration. There offers a great range of focal areas that
require M&E programs.
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On the positive side, the FD does have varying degrees of M&E capability among its
staff for collecting data and doing inventories but largely focusing on forest plantations.

PA management plans do provide some guidelines for M&E in the PAs. However, M&E
weaknesses include (i) no inventory, monitoring and evaluation programs are being
implemented for biodiversity or PA management; and (ii) no M&E guidelines include
participatory M&E (e.g., in cooperation with trained PA community members and NGO
staff).

PA and biodiversity M&E information required includes, but is not limited to: (i) visitor
profiles and expectations, (ii) species ecology, (iii) climate changes, (iv) habitat changes,
(v) human-animal conflicts, (vi) PA threats, (vii) management impacts, and (viii)
endangered species recovery.

The approach to PA and biodiversity M&E should include: (i) review data management,
(ii) establish data collection protocol, (iii) establish database networks, (iv) communicate
research outputs, (v) provide necessary training, (vi) draft bid documents prepared for
outsourcing “Habitat Mapping and Biodiversity Surveys” in the 5 Pilot PAs (if required).

An important part of the Nishorgo Support Project (NSP), extensive M&E plans are being
developed with the FD Nishorgo Program with sets of clear measurable indicators. For
example, a “Community Management Scorecard” has been developed to generally help
track and monitor progress of the NSP itself while working in the five pilot PAs. However,
it is also expected that the Community Scorecard, once shown to be a successful tool,
will be used more specifically by the FD to guide its agenda to improve policy and
management effectiveness in the pilot PAs. More specifically this M&E program has the
following objectives:

= To provide a harmonized and standardized reporting system for PAs assessment,
= To provide consistent data that will allow progress tracking over time,

= To provide a relatively quick and easy tool that can be utilized and completes by
participating people in the PAs,

= To provide a useful scoring system with four alternative text answers to each question,
each of which signifies a level of achievement or problem,

= To provide an overall “score” for assessment and to compare and prioritize issues, i.e.
strengths and weaknesses, among the PAs.

Also as part of NSP, performance indicators have been proposed by USAID and IRG to
monitor success of the initiatives. A “Management Performance Scorecard” has been
developed as a rapid assessment tool to measure the effectiveness of each PA
management to deal with current challenges. Thus, this method first identifies the
current challenges and monitors improvements in each of the pilot PA’s management
capacity. The method relies on experience of PA managers for information. The analysis
is simple, quick and qualitative in nature yet has its limitations. Nevertheless, this
method can detect trends in development progress over time.

Elements of a well functioning PA system with regard to supportive M&E include:
= A Monitoring and Evaluation Program is prepared to address:

- Institutional Development (progress and constraints),
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- Biodiversity (abundance, threats),
- Land-use in and around PAS,
= Monitoring and Evaluation is supported by trained and coordinated staff.

Recommendations for improving the FD’s monitoring and evaluation capabilities can be
briefly summarized:

= Monitoring and evaluation requires much greater attention and resources than
currently allocated by FD, therefore a M&E Circle will be added to the PA and
Biodiversity Management Wing organizational structure, headed by a CF,

= Strategic planning for FD/WNCC/PA institutional development, done at regular
intervals in a participatory manner and facilitated, is required to develop an
“Institutional Development Framework” (IDF) in support of assessing institutional
development progress through regular monitoring & evaluation at various
management levels, from HQ to PA level,

= Biodiversity monitoring tools need to be applied and standardized by the FD (or in
collaboration with research institutions) through regular monitoring of PAs and
biodiversity,

= A program of monitoring impacts and changes on biodiversity and the PAs needs to
be developed,

= A program of socio-economic impacts on resource conservation through livelihood
enhancement and the PAs needs to be developed,

= Biodiversity monitoring of PAs for example, could by conducted an independent
organization outside the FD (e.g., IUCN, other national institutes).

Delivery mechanisms in support of these recommendations require that the FD will
secure the funding and expertise to ensure development of an integrated M&E program
that will focus on institutional development (“change management”), biodiversity
conservation, PA management, as well as sociological and economic conditions of PA
communities.

Recognizing the overriding importance of a good M&E program on several levels, the FD
and MoEF will ensure that the CCF’s recommendation (from the PA assessment
workshop, 31 July 2004) be implemented, i.e. that a M&E Circle be added to the PA and
Biodiversity Management Wing organizational structure, to be headed by a CF. The FD
will also ensure that external independent agencies or organizations are involved in
more effective M&E of particular FD activities and progress. Finally, the FD will ensure
continuous monitoring at the PA level by Park Wardens-ACFs/PA staff, and will also
encourage and develop the mechanisms for participatory monitoring by local participants
engaged in PA co-management.

3.2.13 INTERSECTORAL CONSERVATION PLANNING

This type of planning is accomplished on a high-level among agencies and organizations
to plan and sometimes implement national or regional-scale conservation programs
(e.g., a national biodiversity assessment, a national review of the PA system) or
integrated conservation and development programs. This is not the same as co-
management planning, which involves local stakeholders, including villagers, within and
adjacent to a particular PA.
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The purpose and challenge of developing intersectoral conservation planning is to build
a foundation for conserving Bangladesh’s natural resources and biodiversity over the
long term. A sound process for collaboration among a broad array of government and
other institutions and stakeholders will promote consensus, ensure the legitimacy of
priorities, and enhance support for conservation strategies and measures in Bangladesh.
This process can be supported by the FD through activities in four areas; namely: (i)
finalizing the NBSAP, (ii) enhancing inter-PA geographic links and system coverage, (iii)
setting joint priorities, and (iv) recovering endangered species.

Intersectoral conservation planning or participatory planning like participatory
management is a new concept in Bangladesh. Management Plans prepared under FSP
were participatory to a certain extent in which different stakeholders were consulted
individually and sometimes in groups. Recently the draft National Biodiversity Strategy
and Action Plan (NBSAP) has been prepared through rigorous consultation (MoEF/IUCN
2004). A recent meeting on “Elephant Conservation and Local People’s Safety” as
mentioned in a previous section is also an example of intersectoral conservation
planning.

Positive aspects of FD involvement was seen during the drafting of the National
Biodiversity Strategy and Action Plan (NBSAP) prepared by IUCN and included
extensive collaboration with FD and other agencies. Some small programs for wildlife
research and management (e.g., IUCN, USDA-F&W for elephant conservation) have
involved collaboration with FD. Some district or field level inter-agency meetings to
collaborate on PA or wildlife (e.g., elephants) issues have involved the FD. Some FD
international or trans-boundary cooperative planning (e.g., UNDP-funded joint Tiger
Survey between India and Bangladesh for Sundarbans) is an additional example.
However, on the negative side, there is no institutional mechanism or capacity building
back-up to support any long-term intersectoral conservation planning.

Joint Priority Setting for management of biological resources is not a common practice in
Bangladesh due to sectoral, sub-sectoral and subject specific management regimes
undertaken by various institutes in the government and semi-government sectors. This
practice has adverse effects especially for biological resources, which should be
managed through an ecosystem approach and participatory method rather than the
traditional command and control method. Similarly, numerous agencies are undertaking
development activities in the PA support zones with either insufficient or no coordination
with FD/WNCC.

This high-level intersectoral planning aims to provide better functional coordination
between major conservation agencies and other stakeholders. One significant objective
is to develop shared priority setting procedures that can be applied for Joint Planning
Fora and Policy Development. When this objective is achieved, it is expected that an
effective and realistic or more practical working relationship would be established in the
long run that would surpass the current institutional barriers. Thus, quite a lot of inter-
sector planning is needed and it is beneficial to have a greater inter- and intra-
institutional coordination to learn best practices to address needs for effective PA
management and biodiversity conservation. It will also be helpful to learn “which and
where things went wrong and why” it happened in that way.

Elements of a well functioning PA system with regard to intersectoral conservation
planning include:
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= An ICP Strategy is prepared to enable high-level collaboration and cooperation among
agencies and organizations to plan and sometimes collaboratively implement national
or regional scale conservation programs (e.g., National Biodiversity Strategy and
Action Plan implementation, a national biodiversity assessment, a national review of
the PA system, a review of land-use capabilities and development priorities).

= The FD has the willingness and capacity to engage in nation- or region-wide
collaborative planning exercises with other agencies and organizations

Recommendations and delivery mechanisms for improving the FD’s ability to coordinate
and collaborate with other national institutions and agencies in support of PA
management and biodiversity conservation can be briefly summarized:

= The FD needs to establish a clear program or strategy for intersectoral conservation
planning with other agencies and institutions both within and outside the country

= A FD “Intersectoral Conservation Strategy” needs to provide the mechanisms for
improving intersectoral coordination and information sharing so as to maximize
conservation efforts in the country

= The FD needs to develop its institutional capacity within itself and with other agencies
and organizations for Intersectoral Conservation Planning

Delivery mechanisms in support of these recommendations require that the FD will
ensure that institutional arrangements are in place for inter-sectoral conservation
planning on a wider landscape scale beyond the boundaries of an individual PA. The FD
will also ensure that nation-wide programs (e.g., National Biodiversity Strategy and
Action Plan implementation, floral and faunal surveys, land capability, PA system
reviews, biodiversity assessments) are implemented through intersectoral conservation
planning.

3.2.14 PUBLIC-PRIVATE PARTNERSHIPS

Public and private partnerships obviously entail joint action by both the private sector
and the public sector. Here the private sector can be individual investors, NGOs or
corporate bodies. These partnerships are invariably connected to a public sector asset,
facility or utility, which the private sector would help to manage and/or market. The
partnership can be of varying duration and the degree of participation by either party can
also vary. Such partnerships can start as a small concession given by the public sector
organization to the private sector. This initial partnership can build up to an equal
partnership in time. It can even change roles with time and understanding and
confidence that will develop between the two parties.

Experience shows that historically the public sector has been very reluctant to allow the
private sector to get involved in any way in their activities. This reluctance stems from
fears that areas of authority will be reduced or that the private sector would make money
from this exercise. On the other hand the general public fear that with the intervention of
the private sector in what has been public sector activities, some benefits that they
enjoyed would get out of the reach of the local populace.

The constant cry by certain sections of the general public seems to be: “If the private
sector gets involved in what are now the functions of WNCC there will be a loss of
control over our valuable wildlife and other natural resources.” Some NGOs and
individuals have articulated this fear that with the development of ecotourism, for
example, the valuable wildlife resources of this county would be lost through over
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exploitation. There are also fears that if the private sector gets involved in the
management of PA visitor facilities, they would be raised to competitive levels of the
market and as a result out of the financial reach of the citizens of this country.

Development of government and private sector partnerships for financing PA
management has been realized in many countries. The products range from NTFPs to
pharmaceuticals and entrepreneurships like eco-tourism. The appropriate links with
suitable legal and policy guidance are required in this regard. The Conservation
Enterprise Fund operated by Conservation International (Cl), for example, is being
developed to invest in eco-business in priority areas in Africa, Asia and Latin America,
including those concerned with agroforestry, eco-tourism and NTFPs. As far as WNCC
is concerned there has been very little participation with the private sector. No such
substantial public-private partnerships exist for PA or biodiversity management in
Bangladesh.

Strong and useful FD partnerships have the potential to be established under the NSP
Partnerships Program. The MoEF and Arannayk Foundation have developed a
partnership and there is the potential for a formal partnership between the Foundation
and FD. The private sector is beginning to invest in environmental management, and
some PA and wildlife conservation support has been offered. Some leasing and
concessions for gate management at the Botanical Garden and Bhawal N.P. appear to
be working well. However, some private tour operators are organizing tours particularly
to the Sundarbans (an internationally known PA), but with no or only very limited
coordination with the FD or with any financial returns to the PAs for the privilege of using
the resource.

Outreach and extension capacity building among FD/WNCC Staff is considered the key
that opens the door to strengthen PA management and to develop operational
partnerships with local community entrepreneurs and other stakeholders to promote
sustainable use of PA resources and biodiversity conservation. The concept of outreach
is not universally familiar to the staff of FD/WNCC. At present, FD/WNCC personnel are
carrying out their duties from the background of serving as protectionists of the PA
resources. The envisaged change under the Nishorgo Project is to provide services as
facilitators of the process of participatory management in partnership with local
communities and other stakeholders. The focus on capacity building for outreach
activities will revolve around attitudes and behaviors in addition to technical capacities.

The specific objectives of outreach activities that promote public-private partnerships
could include the following:

= Orientation of FD/WNCC Staff for community outreach activities,

= Sensitivity building towards the community as partners in the process of PA
management,

= Improve communication skills for carrying the message of conservation of biodiversity
and sustainable use of PA resources,

= Establish linkages with a wide variety of stakeholders, including investors, for joint
decision making,

= Promote active involvement of the more entrepreneurial members of local PA
communities in PA activities (e.qg., adaptive management, ecotourism, small business
development, sustainable natural resource harvesting and processing).
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With the interest and enthusiasm show by the private sector to get involved in some of
the WNCC's activities, there is a tremendous potential to enhance the value of the
resources that the WNCC has. This would not only lift the conservation efforts of the
WNCC but would also ensure the sustainable use of the resources commercially. In this
respect controlled ecotourism looms large in the list of possibilities for public-private
participation (e.g., for the internationally well known Sundarbans).

Joint venture partnerships, which benefit both parties to the venture, can be formulated.
It is essential that these ventures are thought through carefully and looked at as
possibilities only if they are deemed to be sustainable in the long run. Ad hoc, one-off
partnerships and ventures have little or no value in the long term.

Once the FD/WNCC accepts the principle that partnerships with the private sector are
possible and beneficial, it should invite selected organizations and individuals for
preliminary discussions. These discussions could be developed to the extent that they
bear fruit in the form of positive ventures/projects. It is necessary, since the WNCC has
no real experience in these areas, that they should start these ventures as pilot projects
and let them grow into larger efforts later.

Elements of a well functioning PA system with regard to public-private partnerships
include:

= A Public — Private Partnerships Program Strategy has been prepared between the FD
and private sector companies or individuals,

= Clear guidelines and criteria are provided for partner selection and required and
acceptable types of partnerships for PA management and biodiversity conservation,

= PAs are benefiting from the partnerships in support of management and financial
sustainability.

Recommendations for improving the FD’s ability to enter into public-private partnerships
in support of PA management and biodiversity conservation can be briefly summarized:

= A clear program or strategy should be developed on Public — Private Partnerships in
and around PAs,

= Alternative income generating activities for local communities within and adjacent to
PA’s (particularly those engaged in co-management agreements with FD) are required
and best accomplished through business partnerships for skills training and improved
access to markets.

= A study should be commissioned to address the following issues as an assistance to
FD/WNCC:

- Identify potential areas for public-private (including community) partnerships in
business development,

- Help develop agreements with private sector and communities as part of the PA
village development micro-planning process (envisioned as part of the co-
management process),

- Develop procedures for and help implement management and monitoring
agreements,

- Develop procedures for managing and monitoring agreements,
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- Establish monitoring procedures. Ensure that monitoring procedures are
established to monitor the progress of the partnerships.

Delivery mechanisms in support of these recommendations require that the FD will
ensure that greater attention is made to Public-Partnerships for improved PA
management and financial sustainability of the PA. The FD will also ensure that a
Strategy for Public-Private Partnerships for PA Management be prepared (with NSP
support) and implemented.

3.2.15 SUSTAINABLE FINANCING

It is not expected that the USAID-funded Nishorgo Support Project can or should fund
all, or even a good portion, of the recommended strategies for building the institutional
capacity of the FD. Rather, it would be expected that partners, i.e. other donors, will join
together to fund different output areas, to be identified in the assessment. It is for this
reason that the recommendations will be organized to allow for this distinction of areas
to be financed (Annex F).

A very positive initiative is the Bangladesh Tropical Forest Conservation Foundation
(Arannyk Foundation), which has been created through a USA/GoB debt-for-nature
swap, with the potential for funding support to PA and wildlife conservation. The FD,
however, currently has no sustainable financing programs planned or in place for
supporting any PA, although some management plans have made suggestions. Instead
they rely totally on the annual GoB allocations, which are typically much lower than
required, i.e. unsustainable.

PAs represent important economic opportunities for the country, and for the regions in
which they are found. Protected areas will need to take steps to move toward financial
self-sufficiency. The PA system will need to access additional public and private financial
sources. The FD’s Nishorgo Program will need to work closely with the country’s
domestic and international tourism operators, as an example, but reliance on tourism
alone would be a mistake if the goal is to achieve financial sustainability of the PA
system.

Sustainable financing of Protected Areas is one of the key elements of PA management,
and it has been especially emphasized in the most recent World Parks Congress (WPC)
Accord of 2003. The costs of PA management in Bangladesh are financed mainly from
budgets of the government (especially through the budget of FD). Also there are several
donor funded projects that support PA and biodiversity management such as the
Sundarbans Biodiversity Conservation Project (SBCP) which supported three PAs within
the Sundarbans complex.

Various types of Trust Funds can be created. Recently “Arannyk Foundation” has been
created with debt-swaps. Development of eco-tourism enterprises also ensure some
sorts of sustainable financing for certain areas. But currently there is no eco-tourism as a
strategy for sustainable PA management in the country. However, some private tour
operators are organizing tours particularly to the Sundarbans, but the arrangements are
not clear and there are little if any returns to the PAs or local communities.

Tourism, particularly nature tourism or eco-tourism, is one of the elements of PA
management that can potentially involve local communities. Involving the local
communities is an important factor towards co-management of PAs. Development of
eco-tourism enterprises also has the possibility of some degree of sustainable financing.
One of the important policy elements of PA management is the facilities available for the
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visitors. Other than some FD rest houses (e.g., the inspection bungalows) and watch
towers (almost in ruined conditions in Chunati and Kalenga), visitors’ facilities,
particularly the tracking trails, toilet, drinking water facilities are very poor in most of the
PAs. Guidelines for developing conservation area facilities prepared under FSP (Tecsult
2001), under NSP by Rashid (2004) give an idea about the visitor service facilities.

However, to really strive for sustainable financing for PA management and community
partnership building, establishing a Trust or a Fund can be among the most promising
route (Spergel 2000). A Trust (e.g., a “Protected Area Conservation Trust”) could
adequately finance activities that relate communities with PA and biodiversity
conservation. The explicit aim through a Trust is to empower support-zone communities
S0 as to improve governance over local development processes and build a foundation
for increasingly sustainable management of natural resources. Empowerment
necessarily means that communities will play a significant role in creating rules and
making decisions. The implication is that rules and decisions will improve and, equally
important, communities will accept greater responsibility for and become more effective
at increasing compliance and managing conflicts. The design of a Fund or Trust's
competitive grants process, FD/WNCC's potential role in guiding co-management
planning at specific sites, and the quality of training and field support will all be important
to ensure these results occur.

Elements of a well functioning PA system with regard to sustainable PA financing
include:

= A strategy for sustainable financing has been developed to supporting Protected Area
management and to build stakeholder partnerships at national and local levels,

= The strategy identifies potential mechanisms to achieve the goal of sustainability,

= Success is seen as PAs begin to “pay for themselves” and the community co-
management partners are deriving long-term economic benefits,

= Sustainable financing is supporting both Protected Area Management and Building
Local Stakeholder Partnerships (e.g., through co-management arrangements).

The primary recommendation for improving the FD’s ability to achieve sustainable
financing for PAs is to develop a sustainable PA financing strategy (or set of tailored
strategies) for (i.) the overall PA system and (ii.) for individual PAs to promote the
sustainability of both Protected Area Management and Building Stakeholder
Partnerships.

It is recommended that the FD fund a study to explore the possibilities or options for
raising revenues that have the potential for becoming self-sustaining by developing a
“Strategy for Sustainable Financing of Protected Area Management and Building
Stakeholder Partnerships” for the overall PA system. The study will explore options for
raising additional funds for future conservation activities, including community
development that supports PA protection. Activities to explore during the study could
include:

= Setting up an advisory committee to establish a Trust or Fund in coordination with the
identified Donor Agencies,

= Establishing and supporting a Board of Directors to administer the Fund or Trust,
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= Preparing documentation and processing legal requirements to establish the Fund or
Trust,

= Preparing bid documents and selecting NGO consortia to work with communities,

= Drafting criteria for project funding that will ensure linkages between PA biodiversity
conservation and village development, particularly as part of a functioning co-
management arrangement,

= Developing the funding mechanism in support of PA village development micro-plans
(as part of co-management) and integrated area-wide plans,

= Preparing documents and manuals to publicize and implement the Trust or Fund.

Delivery mechanisms in support of these recommendations require that the FD will
secure the funding and technical assistance (e.g., NSP) to develop a “Strategy for
Sustainable Financing of Protected Area Management and Building Stakeholder
Partnerships” for the overall PA system. The FD will also secure the funding and
technical assistance to develop sustainable PA financing strategies for individual PAs
(beginning with the 5 pilot PAs under the NSP). The FD will ensure a legal option or
provision, which is required for retention and distribution of revenue at the PA level.

3.3 TRAINING AND CAPACITY BUILDING: HUMAN
RESOURCE DEVELOPMENT

3.3.1 STAFFING PATTERN

Professional and Central Management Staffing: It has been mentioned in previous
sections that the FD personnel at all levels are mostly engaged in production forestry.
Recently they have accustomed and taken a participatory forestry or social forestry
approach. But most of the professionals at all levels are not conversant with participatory
conservation management or co-management of PAs. However, recent overseas study
programs have helped to promote the idea of co-management of PAs among many
professionals. But under the present situation of territorial FD management system the
territorial DFOs and ACFs can not pay due attention to the PAs under their territorial
control.

Sub-professional Protected Area Field Staffing: Most of the field staff currently working
at Range and Beat levels have had very little exposure to PA management. Most of
them were recruited as Foresters at least about two decades ago (due to a long
extended hiring freeze) and received general Forestry training from Forestry Schools. At
that time little emphasis was given to PA or wildlife management. By PA management
they mostly think of checking game hunting and protecting game animals from out of
season poaching. They need a thorough orientation training in PA management before
being posted in a PA. This is currently a serious staffing problem within the FD.

The total positions allocated to WNCC is 378 (Table 3-2), however out of this total only
259 positions are functioning. The remaining positions are either vacant or staff are
working somewhere else within FD but receiving salary from WNCC. For example, the
WMNC Division, Chittagong, has five allocated positions for Assistant Conservator of
Forests (ACF) but none are currently in position; these ACF’s are working elsewhere in
the Department.

Additional weaknesses in the FD/WNCC staffing arrangements include:
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= Existing staffing pattern is not keeping with the PA/Biodiversity/Wildlife management
systems,

= All PAs are not properly staffed,

= Insufficient staff at all levels from PA to CF office,

= No research staff or back up at Division or PA level,

= Out of total 378 positions only 105 are technical positions (from CF to Forester),
= 45 9% of the technical posts are vacant,

= Only 259 positions (about 70 per cent of total sanctioned positions) are filled and
working in FD, of which nearly 58 percent (148 positions) are employed in two
Botanical Gardens,

= However, 30 of the “WNCC allocated positions” that are filled are not working for
WNCC but have been placed elsewhere within FD under Inter-Divisional Transfer
(IDT),

= Therefore, only 229 FD staff are fully dedicated to the WNCC,

= Women are under-represented in FD, particularly at the field level.
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Table 3-2. Sanctioned, Allocated Positions of the Wildlife & Nature Conservation
Circle (WNCC) According to the Approved 2001 Forest Department Organogram
(Note: not all positions are currently filled).
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Nature Conservation

Conservator of Forest (CF) |

DCFDFO | |

Curator |

Senior Research Officer |

Research Office/Botanist 2 | |

Asst. Conservator of Forest | | 3 5 3 4
Head Assistant | |

Accountant | |

UD Assistant | |

Office Assistant 3 3 2 2 2 2 2
Steno-typist |

Forest Ranger/Field Investigator 2 2 5 6 3 5
Deputy Ranger 3 2 3 2 4
Forester 4 3 6 8 8 8

Cash Sharker |

Despatch Rider |

MLSS/Peon/Etc. 3 3 2 2 2 2 2
Wildlife Warden | |

Forest Guard/Junior Scout/S. Guard | 8 3 I5 I5 10 I5
Night Guard | 2 | | | | |
Sweeper (Jharudar) | 2 | | | | |
Boatman 2 2 2 10
Sweeper | |

Driver | | | | | |
Head Mali/Mali (Gardener, Laborer) 75 25 5 5 5 5
TOTAL (378) 17 112 45 49 53 42 60

As a result of a Staff Needs Assessment, which is strongly recommended, the
FD/WNCC will need to upgrade its scheme of recruitment to ensure higher calibre
employees, and should also establish something along the lines of a “Protected Area
Management and Biodiversity Conservation Service”, which would be comparable to
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other Government Services. This is required with the intention of providing employees
with meaningful career opportunities and improved salary prospects, all necessary
incentives to overcome the current reluctance of foresters to enter into PA or wildlife
management careers. What is really needed for PA management is multi-functionalism
and multi-skilled employees as part of a strategy by which the FD could aim to: (i)
enhance the WNCC's flexibility, (ii) increase learning and development opportunities,
and (iii) improve long-term organizational effectiveness.

Elements of a well functioning PA system with regard to staffing issues include:

= Staff are adequate, both in quantity and quality, to achieve various strategic goals and
to implement PA and biodiversity management prescriptions at HQ, Divisions and the
PAs,

= Issues of staff recruitment, number of staff at various levels, promotions, incentives
and performance evaluations are proportionate to the needs,

= Staff performance, satisfaction and mutual respect are given highest priority.

Recommendations for improving the FD’s staffing capacity in support of PA
management and biodiversity conservation can be briefly summarized:

= Immediately fill the vacant allocated positions in PAs and all levels under the WCNCC,

= A detailed staff needs assessment focusing on PA management (e.g., issues of staff
levels, recruitment procedures, promotions, pay scales, incentives, performance
evaluations) is required,

= Special consideration should be given to the feasibility of research staffing needs or
collaboration with research institutions to provide the expertise,

= Itis recommended to increase the number of technical positions within the WNCCC to
reflect specialized field requirements (e.g., sociologists, ecologists, legal specialists,
wildlife management specialists/zoologists, botanists),

= Staff assessment should also consider the career opportunities for the non-cadre
positions as mentioned under recommendation 4, above,

= More FD staff positions should be filled by women, particularly at the field level,
constraints to implementing greater recruitment and postings of women should be
overcome.

Delivery mechanisms in support of these recommendations require that the FD will
ensure that consideration be made for reallocation of funds to improve quantity and
quality of staffing for the WNCC in support of improved PA and wildlife management.
The FD will ensure that a detailed staff needs assessment be conducted for the PA
system overall and for individual PAs with special requirements. The FD staff needs
assessment will consider the career opportunities for non-cadre positions. MoEF and FD
will ensure immediate staff allotment in each PA/Division/Circle. FD and MoEF will
recruit the appropriate technical specialists to serve the entire PA&BM Wing (e.g.,
sociologists, ecologists, legal specialists, IEC specialists, biodiversity management
specialists) in support of PA system management.
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3.3.2 TRAINING FACILITIES AND CAPACITY

At present most of the protected areas in Bangladesh except three in the Sunderbans
and the Chunati Wildlife Sanctuary are managed under the territorial system of the
Forest Department. Under this system PAs are managed in the line of existing territorial
demarcation of Ranges and Beats. The relevant DFO holds responsibility for overall
administration of PA management under his/her jurisdiction. Range Officers and Beat
Officers carry out all activities within their respective territories. Forest Guards assigned
at beat level, or at camp under a beat, are responsible for protection activities.

FD presently has no specialized capacity for protected area management. All staff are
trained to a specific level in traditional forestry subject areas, but receive limited
exposure to protected areas or biodiversity management concepts. No special training is
provided to field level staff working in protected areas.

Some staff at the professional level are trained in PA management, but they are posted
some where else. Thus, the capacity for PA management within the FD is not in the line
of modern concepts required for in-situ conservation at ecosystem and landscape levels
involving local communities. However, development and expansion of Social Forestry
activities have developed the capacities of FD personnel in participatory forest
management. This experience can be utilized and modified for co-management of PAs.

In Bangladesh there currently is no special training program on Conservation Biology or
PA Management. But the Institute of Forestry and Environmental Sciences, Chittagong
University (IFESCU) has trained professionals in most of the disciplines for PA
management curricula. The Bangladesh Forest Research Institute (BFRI), Chittagong,
has segmented facilities in terms of manpower and infrastructure related to PA
management.

The Bangladesh Forest Academy, Chittagong has good facilities as a training institute
but lacks permanent instructors particularly trained in PA management. Similarly the
Forest School at Chittagong covers the curricula mostly for wildlife management. It also
lacks trained instructors. Infrastructure for training also exist in Sylhet and Rajshahi
Schools and Forestry Development Training Centre at Kaptai.

Training facilities in terms of infrastructure exist in the country. Professionals in the FD,
BFRI, and IFESCU are capable to build capacity if an integrated approach is taken. A
recent Master of Forestry Course conducted by IFESCU and Bangladesh Forest
Academy can be cited as an example. In this course, the instructors were from FD,
Forest Academy, BFRI and IFESCU. Through coordination and revision of curricula,
courses on Conservation Biology or PA Management can be organized in Chittagong.
One of the drawbacks in capacity is the insufficient funds dedicated or committed
towards PA management and conservation biology training. Another drawback is the
inadequate number of trained instructors who can teach in these subjects, although that
may not be such a serious problem.

Thus on the positive side, there is a variety of training institutes and organizations
present inside the FD and also outside the FD. The Forest Academy inside the FD; and
IFESCU, BFRI and universities outside FD are capable of imparting training of
professionals.

Training facilities for sub professionals exist with three Forest Schools and FDTC at
Kaptai. However, weaknesses include: no integrated course on Nature Conservation,
Conservation Biology or PA management is imparted in IFESCU or the Forest Academy.
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However, IFESCU and other Forestry Education Institutes provide training on wildlife
management and other related subjects. Furthermore, all training institutes under FD
suffer from low funds and constraints from inadequate and appropriately trained trainers
or lecturers.

Elements of a well functioning PA system with regard to training facilities and teaching
capacity include:

= Training facilities (e.g., buildings and equipment) are adequate to process the training
needs of all staff required at all levels of PA and biodiversity management,

= Training instructors are adequate in both quantity and quality, and they receive both
incentives (e.g., financial and overseas courses and seminars) and refresher courses
to update their knowledge and training skills,

= Training facilities are networked with other training institutions in the country to
maximize instruction of cross-cutting issues.

Recommendations for improving the FD’s training facilities and teaching capacity in
support of PA management and biodiversity conservation can be briefly summarized:

= Strengthen the capacity of the existing training facilities within the FD,

= Develop linked FD programs for capacity building with BFRI and IFESCU and other
universities,

= Budget allocation for conducting training and improving facilities (e.g., maintenance)
needs to be secured,

= Develop an integrated course on conservation biology (e.g., nature conservation,
biodiversity, sociology and PA management) in a suitable institution.

Delivery mechanisms in support of these recommendations require that the FD will
ensure that adequate funding is available to improve the quality of its training facilities
(e.g., expansion, maintenance, equipment, transport) and increase the level of trainer
capacity through recruitment or refresher courses for trainers/instructors. The FD and
MoEF, in consultation with Ministry of Education, will identify a suitable institution for
developing an integrated course on conservation biology for FD staff.

3.3.3 TRAINING FOR PROFESSIONAL SPECIALIST SKILLS

As mentioned in the previous section, most of the professionals’ training is at most
focused on wildlife management. An integrated course of conservation biology that
covers all aspects of PA management and biodiversity conservation is not available. For
co-management, skills can currently only be developed through extension and
experiences from social forestry activities. But in-situ conservation of biodiversity through
PAs, ecosystem approaches and landscape management specialist skills need to be
developed to produce a core group of FD professionals from all capacity building
centers.

On the positive side, some skills developed through implementation of social forestry
activities can be used in the co-management approach. Some midlevel and senior
professionals have foreign training on PA management. However, weaknesses include
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(i) insufficient number of officers with training on PA management available in FD, (ii)
many professionals trained in PA or wildlife management are working outside WNCC.,
(iii) training is typically dependent on donor support, and (iv) there are no opportunities
for refresher courses on PAs or wildlife management.

A “training needs assessment for participatory PA management” was conducted during
the FSP (Tecsult 2000). This important document seems to have been neglected but
now needs to be revived and reviewed by the FD with a view towards improving the
substance and quantity of appropriate staff training. This should be considered before
yet another training needs assessment is conducted.

A provisional list of Professional Specialist skill sets that are required, include but are not
limited to:

= Strategic and Adaptive PA Management Planning (Note: e.g., includes Co-
management training/understanding, capacity to revise existing management plans
and implement adaptive PA management),

= Information Technology (MIS)/Spatial Data Management (GIS),

= Communications Hardware Technology,

= Information, Education and Communications (IEC)/Visitor Services,
= Public Outreach and Extension,

= Community Relations: Conflict Management and Resolution,

= Community Support: Livelihoods Improvement ( e.g., Micro-Finance, Small Business
Development),

= Environmental and Wildlife Law/Legal Support,

= Law Enforcement,

= Financial Management/Accounting,

= Wildlife Insurance (Human — Wildlife Conflicts/Compensations),
= Participatory Co-Management of Protected Areas,

= Conservation Biology,

= Ecological and Biodiversity Inventory and Research,

= Habitat Management and Rehabilitation Applied Research,

= Wildlife Management, Rehabilitation and Species Recovery,

= Sociological and Economic Research,

= Gender and Ethnic Diversity,

= Leadership Training for Decentralized Management (see below).

Building Decentralized Capacity: Training through Leadership and Mentoring
Although strengthening systems is essential, the complementary contribution of
leadership is also indispensable. One of the basic weaknesses commonly found in
centralized institutions is the absence of training for decision-making leadership
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positions. There is one effective response to this basic weakness: decentralization,
which intends to devolve authority and power. However, learning to make decisions as
genuine judgments, based on risk and uncertainty, must be accepted as part of the
process. Substituting strict rules for “on the spot” judgment is self-defeating, since
judgment can be developed only by using it. The role of leadership, thus, is clear.
Leaders must set the values (e.g., high standards for conservation and social outreach),
but they can devolve authority. Having key WNCC staff and NSP staff present as
mentors diminishes these risks.

Competence Standards for Protected Area Management Jobs

The FD must become aware of competence standards for PA jobs in South East Asia as
established by the ASEAN Regional Center for Biodiversity Conservation, Los Barios,
Philippines (Appleton et al. 2003). Because of its potential importance, a summary of this
book is quoted here:

“The competence standards in this book were developed through a one-year
consultative process conducted by the ASEAN Regional Centre for Biodiversity
Conservation. They consist of regionally derived recommendations for the skills and
knowledge ideally required for 24 key protected areas jobs, divided into 17 technical
categories and five levels. A total of 250 separate skills for protected area management
are described. The book contains details of all the standards and guidance as to how to
use them. The standards have been developed as a non-prescriptive tool, to assist
protected area management authorities, training and educational organizations and
conservation projects to improve human resource development, staff performance and
training. They have been developed through a review of best practice in the region and
are intended to be adapted as required by those using them to meet specific national
requirements and training and development contexts. A key recommendation of the
Third Southeast Asia Regional Meeting of the IUCN World Commission on Protected
Areas (held in Manila in April 2003) was the adaptation and adoption of these standards
in the region. Further information about the standards, including a more detailed account
of the rationale behind the standards and the process by which they were developed can
be found on the ARCBC website (www.arcbhc.org.ph ).

Elements of a well functioning PA system with regard to professional training include:

= A Training Strategy clearly identifies the technical specialist set of skills required for
PA and biodiversity management at all levels,

= Training is adequate in both quantity and quality, and appropriate to FD needs,

= Refresher courses and overseas seminars/courses are available to update knowledge
and skills.

Recommendations for improving the FD’s professional training in support of PA
management and biodiversity conservation can be briefly summarized:

= A detailed list or set of skills needed to effectively manage the WNCC and the PAs is
required, including central and field levels,

= Ensure that the trained professionals are deployed in the correct places/positions that
focus of improving the management of PAs,
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= Some professionals within the RIMS Units and the proposed MIS Unit should be
trained to improve their understanding of PA requirements and data collection and
management requirements,

= FD should review previous “Participatory PA Management Training Requirements”
studies accomplished during the Forestry Sector Project (FSP) and other studies and
revise as necessary,

= Special emphasis should be given to habitat restoration technical capacity for PA
management,

= Need to develop institutional and financial arrangements for training abroad for
professional and sub-professional staff,

= Greater professional training opportunities should be made available to women in the
FD at all levels.

Delivery mechanisms in support of these recommendations require that the FD will
ensure that they maximize use of previous training needs assessments and to consider
these first rather than conducting new studies. The FD will ensure that funding and
expertise are allocated to implement final approved recommendations for PA training.
Both FD and MoEF will ensure the posting of trained personnel (with appropriate
disciplines) in each PA. The NSP could assist to facilitate institutional and financial
arrangements for professional training abroad, for example.

3.3.4 INTEGRATED TRAINING FOR ON-SITE PROTECTED AREA

Field Staff

Strengthening the capacity of Forest Academy and Forest Schools at Chittagong and
Sylhet facilities for training of sub-professional field staff can be enhanced. Study tours
for sub-professional may also be organized in neighboring countries to share
experiences. While this section focuses on on-site training for field staff (e.g., Park
Wardens, Range Officers, Beat Officers and other PA staff), much of the discussion
under the previous section is relevant.

On the positive side, most of the field staff have some training in wildlife management as
a part of their training course when they entered in the job. However, the FD does not
operate any job-oriented courses on PA management and no refresher courses in
support of PA and biodiversity management.

A training needs assessment for participatory PA management was conducted during
the FSP (Tecsult 2000). This important document, mentioned in the previous section, is
of great relevance to On-Site Field Training and must be reviewed and considered by
the FD before any futher training needs assessments are considered.

Elements of a well functioning PA system with regard integrated on-site training include:

= An Integrated Field Training Strategy clearly identifies the set of skills required for
effective PA and biodiversity management,

= The curriculum is integrated to stress the multi-disciplinary skills required for PA
management,

= The curriculum stresses community relations and conflict resolution, including the
process of co-management as a management tool,
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= Refresher courses, cross-visits and overseas study tours are available to periodically
update knowledge, skills and experience from other others.

Recommendations for improving the FD’s integrated on-site training in support of PA
management and biodiversity conservation can be briefly summarized:

= The FD needs to design and implement a program in support of job orientation
courses on PA management and provide regular refresher courses on PA and wildlife
management,

= Greater training opportunities should be made available to women in the FD,
especially at the PA field level.

Delivery mechanisms in support of these recommendations require that the FD will
ensure that they maximize use of previous training needs assessments and to consider
these first rather than conducting new studies. The FD will ensure that funding and
expertise are allocated to implement final approved recommendations for PA training.
The NSP could assist to facilitate financial and technical assistance for implementing on-
site PA field staff training.

3.3.5 INTEGRATED TRAINING FOR LOCAL COMMUNITIES AND

Other Stakeholders

In co-management of PAs, the NGOs and CBOs can play key roles in development and
implementation of the management plan. NGOs will have specific responsibility for
socio-economic surveys, group formations, consultations in developing management
plans. Many NGOs are conversant with these sorts of activities. But most of these
organizations do not have experience and ideas about biodiversity conservation and
their sustainable management. Although the NGOs will be engaged on the basis of
existing experience levels, their staff will also require specialized training to ensure that
their skills are oriented to the needs of the co-management of the PAs. Also the visits of
the community leaders to different areas inside and outside the counties will help in
sustaining their capacity acquired.

The major limiting factors to effective NGO involvement in SF included low institutional
capacity and technical expertise of a considerable number of NGOs (especially the local
and small ones); inadequate coordination and collaboration with the FD/government;
insufficient funds and logistics to maintain staff exclusively for SF activities and
extension; and political influence on decisions and operations (Khan et al. 2004).
Besides the government and NGOs, of late, there has been increasing interest in SF
among more non-traditional quarters such as neighborhood groups, media,
environmental associations, and enterprising individuals. These activities localized,
limited, and mostly undertaken on uncoordinated and piecemeal basis (Khan et al.
2004).

On the positive side, the FD has experience with group formation and working with
communities through Social Forestry activities. Some NGOs are familiar with FD’s Social
Forestry activities and have the potential for involvement in PA training. However, the FD
has not yet developed any training for local communities and NGOs with regard to PA
management. Furthermore, none of the NGOs have specific training experience on PA
or biodiversity management, including co-management processes and arrangements.

The major focus of the co-management approach will be on skills transfer and on-
the-job training. Technology and skills transfer will be essential to ensure

ASSESSMENT: INSTITUTIONAL ORGANIZATION & CAPACITY 103
FOR PROTECTED AREA MANAGEMENT IN BANGLADESH



sustainability of the activities through capacity building and human resource
development. An integrated approach to training and skills transfer will be
required to achieve co-management. Training will be for PA protection staff,
grassroots community facilitators and organizers, village focal groups and
additional key local government agency staff. All are included here for the sake of
completeness although this could just as easily have been placed in the previous
section. Nevertheless, the point should be made that integrated training at the PA
level requires that both PA staff and community stakeholders learn, train and work
together to accomplish mutual goals for PA co-management.

Because of the overlapping objectives and mutually supportive initiatives within a co-
management strategy, an integrated training plan will comprise training packages and
modules that are complementary and beneficial and which have direct linkages among
the various training activities and target groups.

While this summary focuses on management within the PAs and its zones, many of the
issues and approach used are of relevance to sustainable development activities
planned outside and adjacent to the PAs. NSP consultants and NGOs, together with PA
wardens (ACFs), once posted, should prepare a detailed training needs assessment for
co-management and develop an appropriate integrated curriculum that combines both
community support and services (extension) with enforcement of PA regulations.

Several target groups for integrated co-management training are required. Targets
groups will include a variety of stakeholders from the PA and government agencies staff
at national, district and local levels as well as the main beneficiaries and users of PA
resources, the local village communities. Because of past inequities and specific needs,
special emphasis will be on skills transfer and training for groups of women and the
poorest and most marginalized within the communities. Furthermore, many of these
groups often have the greatest impact on resources due to the absence of any
alternative income activities.

The integrated training plan will focus on the following types of training and skills
transfer, each with key achievement indicators developed for continual monitoring and
evaluation throughout the process. Several specific needs are identified under each of
the major broad target groups, but with a particular emphasis on PA staff capacity
building.

Protected Area Staff

Collaborative alliances are required among a variety of stakeholders (most notably PA
authorities and local villagers), and this will require suitable skills and training. Current
PA staff training does not adequately address the critical importance of community
relations in a practical day-to-day manner nor does it address the skills required for co-
management. The current emphasis is largely on administration, regulations and law
enforcement. This needs to be changed in the context of “co-management” for PA field
staff training.

Appropriate selection and training of PA Field Extension Staff, who will live in PA
Management Stations (typically called “guard posts”) located in villages but who are not
originally from those villages, is essential. However, staff will have to be able to converse
in the local language or dialect, if relevant. Appropriate incentives must also be built into
the system to make a field appointment more attractive, both financially and for career
advancement.
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PA management stations, i.e. guard posts, must be in villages. Families of PA field
extension staff should be encouraged to join them. It is untenable to expect PA
field extension workers to live apart from the village; this is not good for the staff
or his family nor is it conducive to daily village communication and interaction.
Focal area and ICDP villages should be given preference, but other villages must
be considered where the threats or current conflicts are greatest.

Suggested topics for an integrated staff training program in each PA could include: (i)
law enforcement training , (ii) conservation, (iii) conflict resolution and community
relations/sensitivity training, (iv) PRA techniques, (v) co-management arrangements, (Vi)
first aid and safety, (vii) visitor services, (viii) public awareness and social marketing, ix)
joint patrols and data collection techniques, (x) motorcycle and other equipment
maintenance, and (xi) GPS, GIS and data base management.

The training focus for new or existing PA field extension staff for co-management could
include, but not be limited to:

= Public awareness and extension (as part of a larger PA public awareness program),
= Community facilitating and participatory mapping, basic geography, and use of GPS,

= Map and GPS reading, and field data collection for GIS input by other staff at PA HQ
(RIMS),

= PA regulations and adaptability (national laws and traditional resource regulations),
= Drafting co-management agreements (to be modified within a legal framewaork),

= Monitoring illegal activities and enforcing legal co-management agreements,

= Participatory monitoring and evaluation of project initiatives,

= PA and zone boundary patrols,

= Wildlife surveys and inventories,

= PA management station (guard post) security and maintenance.

NGOs, CBOs, Community Facilitators and Village Motivators (VM)

Strengthening local CBOs for co-management activities through capacity building
workshops is recommended. Training grassroots organization staff, including
Community Facilitators and VMs must also be “up-graded” to include responsibilities of
working alongside both the PA staff and village groups. The goal is to prepare and
implement a meaningful collaborative management agreement including identification of
management zones.

A training program for Community Facilitators and VMs must ensure an understanding of
co-management and the steps required to implement the strategy. Established training
programs include PRA techniques, organizing community groups and facilitating informal
and formal public meetings including diverse local stakeholders. Training will also be
required for selected NGO staff, to work alongside the PA field extension staff for
participatory monitoring, GPS, GIS computer management and data transfer to the PA
GIS system/data base at PA Headquarters (RIMS).

Village Resource User Groups
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Village groups will also require coordinated training to work alongside the PA and NGO
field staff to achieve an understanding of co-management responsibilities, including
participatory boundary maintenance, PA zone identification within village boundaries,
and coupled with regulation identification and enforcement. Focus must be on those
people who are most dependent, and destructive, on forests and NTFP resources and
not just on the village elite, who typically have been the incorrect focus for many village
development projects.

Local Government Agencies

Representatives from local government (Union Council and Upazila) and several
government agencies and regional planning units also need to be involved in this
process, which includes both conservation and development elements and requires local
government support. The program should facilitate and directly provide on-the-job and
on-site training for government staff at several levels and for villagers within the context
of their work and day-to-day settings. The NSP consultants and senior FD/WNCC staff
could ensure application of innovative approaches to assist the PA managers (ACFs) to
define the structure of the training programs.

Elements of a well functioning PA system with regard to training local communities and
other stakeholders include:

= Training for co-management (meaning, methodology, steps, ultimate rights and
responsibilities) is conducted for those local partners engaged with the FD for PA co-
management,

= Training follows the needs presented in a strategy being implemented for PA co-
management and alternative livelihoods improvement with PA communities,

= Training is done regularly and for both the PA staff and the community groups
together.

Recommendations for improving training local communities and other stakeholders in
support of PA management and biodiversity conservation can be briefly summarized:

= The FD, perhaps in cooperation with universities or NGOs, needs to design and
implement a program in support of community involvement (e.g., co-management,
alternative livelihood development, micro-finance) that supports PA management,

= A program needs to be designed to socialize concepts of protected areas and co-
management to PA communities,

= Programs for co-management must involve women at all levels of management
planning and decision-making in each PA, and must also include recruitment of
women as well as men as community facilitators, organizers and motivators,

Delivery mechanisms in support of these recommendations require that the FD will
ensure that they maximize use of previous training needs assessments (e.g., some done
by NGOs) and to consider these first rather than conducting new studies. FD will also
ensure that funding and expertise are allocated to implement final approved
recommendations for PA training. The NSP could assist to secure financial and technical
assistance for implementing on-site training facilities to local communities and other PA
stakeholders.

106 ASSESSMENT: INSTITUTIONAL ORGANIZATION & CAPACITY
FOR PROTECTED AREA MANAGEMENT IN BANGLADESH



3.4 SUMMARY OF CURRENT STATUS, RECOMMENDATIONS
AND DELIVERY MECHANISMS

3.4.1 INSTITUTIONAL ORGANIZATION:

MANAGEMENT SUPPORT SYSTEMS
= Organizational Management (Current Situation)

- Strength:

“Wildlife and Nature Conservation Circle (WNCC) was recently established
and headed by a Conservator of Forests (CF) directly responsible to the
Chief Conservator of Forests (CCF),

Four WNCC Divisions (Dhaka, Chittagong, Khulna and Sylhet).

-  Weakness:

Existing staffing pattern is not keeping with the PA/Biodiversity/Wildlife
management systems (see more detail under Staffing Section),

No WNCC/FD institutional strategic planning for PA management,
No organogram for PA management has been developed,
Currently each PA is not an operational unit,

Only CF office, and Chittagong and Khulna Divisions in operation,

Other than PAs of Khulna WNCD, only Chunati WS has so far handed over to
WNCC,

PAs are not properly staffed and with insufficient staff at all levels from PA to
CF office (See Staffing section),

No research staff or other technical back up at Division or PA level (See
Staffing section).

- Recommended Strategic Priorities:

Strategic planning for FD/WNCC/PA institutional development, done in a
facilitated participatory manner, is required to develop an “Institutional
Development Framework” (IDF) in support of organizational management,
and M&E at various management levels, from HQ to PA level,

Organograms need to be reconsidered, revised and approved for the WNC
Circle level as well at the PA level (initially a standard PA staffing organogram
will be designed which can later be tailored to each PA and its specific needs)
— See sample organograms at HQ and PA levels,

Strengthen WNCC in its current organizational position within FD as a Circle
and only later, when capacity has increased, decide if its position within FD
should be changed/elevated,

Recommend a name change from “Wildlife & Nature Conservation Circle
(WNCC)” to “Protected Areas & Biodiversity Management Circle (PABMC)” to
better reflect a more modern and comprehensive terminology for the Circle,
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and elevate the position from Circle to Wing with greater authority and
responsibility,

Need to also operationalize and staff the Division offices at Sylhet and
Dhaka,

All protected areas should be handed over to WNCC with full responsibility
for management under the CF-WNCC,

Each PA should be an operational unit with greater decentralized authority for
decision-making with an assigned ACF,

Need to operationalize and staff the PAs, beginning with placing ACF’s in
each PA in stages, beginning with the 5 priority pilot PA’s of the NSP.

Delivery Mechanisms:

Workshops, with assistance from NSP, should be designed and facilitated by
trained facilitators, with staff of FD/WNCC, to prepare a “Protected Areas and
Biodiversity Management Institutional Development Framework”,

NSP assists to prepare initial organograms for FD consideration, revision and
approval. The FD authority should take this action into account as a high
priority,

Funding required to operationalize and fully staff the 6 DFO offices (4 existing
and 2 new) in support of PA and wildlife management,

Funding required to operationalize and fully staff the 5 PAs under NSP with
each PA headed by an ACF. These 5 sites must be given first priority
because they are viewed as pilot sites for improved PA management,

FD will ensure that staffing of all other PAs will proceed according to an
agreed schedule,

FD budget allocation is required to operationalize and staff the PAs, with the
5 NSP-focused PAs being given first priority,

Staffing issues in support of an improved organizational management system
are found in Staffing Section.

= Information Management Technology (Current Situation)

108

Strength:

RIMS (GIS) Unit established at FD HQ level for natural forest management
and plantation forestry.

Weakness:

A coordinated Management Information System (MIS) does not exist to
process data management for FD,

Due to the lack of an adequate MIS, there is no e-governance (e-Gov) in
place in the FD to promote greater transparency and network efficiency.

Recommended Strategic Priorities
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e A detailed assessment of FD/WNCC/PA data management needs is required
to recommend an appropriate MIS structure,

o The existing RIMS Unit (now, only for GIS) should be converted and
expanded to a full MIS Unit, and the name should remain as “RIMS” but with
wider data management responsibilities that include, but are not limited to,
GIS,

« Need to improve the storage and management mechanisms and increase
hardware capability (e.g., computers in HQ and in Divisions),

« Need to institutionalize the MIS (perhaps as a new MIS Unit) and orient staff
to its capabilities at all levels,

e RIMs (GIS & MIS) must be networked to support and coordinate data
management at Central and Division levels and ultimately up to the field level
for all PAs,

o Ensure that the MIS is linked with the existing RIMS system,

« Ensure that information is readily accessible for decision-making at local
levels and for networking of information both with the FD and with other
agencies.

- Delivery Mechanisms

« FD-initiated MIS needs assessment that identifies priorities and phasing of
equipment and trained staff,

« FD allocation for staff and equipment to develop a MIS Unit.

= Spatial Data Management (Current Situation)
- Strength:

e RIMS Unit (GIS) established at FD HQ level for natural forest management
and plantation forestry,

« Trained personnel,
« Maps and some other cartographic facilities are available for PAs.
- Weakness:

« Inadequate staffing and equipment to handle any more than basic map
production,

« GISis only available in the FD HQ with no facilities or staff in the Divisions,

e Focusing primarily on plantation forestry, but not well conversant with the
data system of the PAs and wildlife.

- Recommended Strategic Priorities:

« The RIMS Unit needs to be upgraded in terms of staffing levels, capabilities,
equipment and maintenance,

« Need to integrate RIMS with an overall MIS system,

ASSESSMENT: INSTITUTIONAL ORGANIZATION & CAPACITY 109
FOR PROTECTED AREA MANAGEMENT IN BANGLADESH



RIMS needs to devote more focus towards PA and wildlife management and
this will require staff dedicated to that focus,

RIMS usefulness must be seen as more than a map making tool but with
wider applications for planning and data management,

The existing RIMS Unit (now, only for GIS) should be converted and
expanded to a full MIS Unit (above, 1.b.), and the name should remain as
“RIMS” but with wider data management responsibilities that include, but are
not limited to, GIS.

Delivery Mechanisms

FD allocation for staff and equipment for the RIMS Unit increased.

= Financial Organizational Systems (Current Situation)
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Strength:

Salary and allowances of revenue staff are secured,

GoB provides funding for FD activities, however GoB support is rarely for in
situ conservation, i.e. within PAs,

Existing financial management system enables FD officials at particular levels
to work as Treasury Officers.

Weakness:

No special allocation for the WNC Circle, therefore, the operational fund is
limited and uncertain,

All PA-generated revenues (e.g., gate fees) must be submitted to the FD and
then to the Treasury after retaining an agreed amount to be ploughed back in
PA management activities,

Annual budget allocation for each PA is not related to its income-generating
success or potential, i.e. equal allocations for each PA regardless of special
needs,

No clear management team capabilities and FD relies on outside consultants
and other.

Recommended Strategic Priorities:

The current financial organization systems appear to be adequate and
appropriate in most areas but should be reviewed in greater detail to identify
specific inadequate areas for improvement,

Special allocation for operational funds dedicated to the WNCC is required to
ensure at least a certain adequate level of financial stability annually,
including incorporation of a specific budget code for PA management,

Special consideration should be made by the FD to consider increasing
WNCC budget to strengthen and speed its growth,
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Greater revenue must be allocated to in situ conservation, i.e. with PAs,
rather than ex situ conservation (e.g., breeding programs, Safari Parks and
botanical gardens),

Special consideration should be given to allocating a portion (e.g., 20% or
more) of total PA-generated revenues (e.g., gate fees) to remain with the PA
for management expenses and co-management (e.g., community benefits),
i.e. the greater the revenue income the greater the PA and community
revenue retention and, therefore, greater the incentives),

There should be a staff member at HQ in charge of financial management of
the PA system.

- Delivery Mechanisms

Commitment from the FD to allocate greater resources and financial
management capability (e.g., bookkeepers) to the PAs,

FD will take up the matter with MoEF regarding the transfer of gate income or
other generated PA revenue to PA management.

= Management Planning and Implementation (Current Situation):

- Strength:

Management Plans have been prepared for five PAs (3 PAs in Sundarbans,
Lawanchara N.P and Rema-Kalenga W.S.), and Guidelines have been
prepared for five PAs, and no plans or guidelines have been prepared for the
remaining five PAs,

Overall guidelines for PA management plan preparation have been prepared
but require review and revision,

Some prescribed management operations have been implemented in some
of the PAs (e.g., habitat restoration, replanting, wildlife translocation) in
limited areas.

-  Weakness:

Only one management plan has been approved (a consolidated 5-year MP
covering 3 PAs within the Sundarbans) but this was approved long after
submission making some mgmt. prescriptions out-dated,

Other PA Management Plans have not been approved or implemented,

The process of moving from PA management plan submission to approval is
too slow and lack a clear and speedy mechanism,

With some notable exceptions, there is very little active management or
protection activities in the PAs,

Very little zonation of PAs in management plans other than “core area” and
“buffer zone”, which is something inside and sometimes outside the PA —
zoning concepts and identification are unclear,
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PA or wildlife management has been on an ad hoc (emergency response)
basis and not in line with any clear integrated long-term management plan
either for a PA or for an endangered species (e.g., species recovery plan),

No clear and consistent management planning process, with follow-up, is in
place, although guidelines have been prepared,

The participatory process essential to management planning from the very
beginning is unclear and haphazard.

Recommended Strategic Priorities:

Management Plans need to be prepared for all PAs, and all Management
Plans (especially those prepared under the FSP) will require review and
revision as needed followed by approval, and the approval process needs to
be much faster,

Management guidelines for the other PAs need to be developed into full
Management Plans,

Management Plans need to take a “landscape approach” that addresses
management around the PA (e.g., “buffer zones”) and identify the specific
partners required for management of those external PA zones as well as the
limits of a “buffer zone”,

Developments within a designated “buffer zone”, external to a PA, require an
EIA prior to commencement of the development,

The term “buffer zone”, which has a negative connotation of “buffering”
something “good” from something “bad”, should be renamed “Support Zone”,
i.e. this external area supports the protection of the PA while the PA can
support/enable sustainable development in the surrounding area,

Management plans require local stakeholder participation during the planning
process,

A clear and consistent management planning process, with follow-up, is
urgently required and which gives due attention to the participatory planning
process, i.e. a process for stakeholder involvement with clear steps and
required milestones,

The mechanism for participatory planning must be developed, approved and
put in place with special consideration towards co-management as a
participatory management tool,

Need to establish PA Management Units for greater decentralized
management and decision-making,

It must be stressed that even in the absence of an approved management
plan, each PA must still be adaptively managed through a proposed
management plan, if one exists, and in response to particular urgent needs
and issues,

PAs must be staffed, and staff will require appropriate training (see Staffing
and Training),
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o Clear staff roles and responsibilities(job descriptions) are required for PA
management,

e Budget must be allocated towards management of PAs on the basis of
management plans.

- Delivery Mechanisms:

« FD to finalize management planning guidelines that take into consideration a
wider “Landscape approach” together with co-management and other
mechanisms for improved and sustainable PA management,

¢ NSP to continue providing stakeholder co-management process development
and pilot studies in the PAs,

« FD to finalize a more speedy review process of management plans for
approval and more rapid follow-up/implementation,

e FD to secure greater fund allocation to management plan implementation and
other programs (e.g., species recovery plans, human-animal conflict
resolutions, stakeholder conflict resolutions, co-management arrangements),

« FD to ensure that elements of social justice and human rights are
incorporated into management planning, i.e. through a co-management
approach.

= Institutional Orientation to Co-management (Current Situation):
- Strength:

e The FD has experience with some levels of community-based or participatory
natural resource management under the social forestry program, and this
experience can be applied towards PA co-management with process and
goal modifications.

-  Weakness:

« The FD has no experience with collaborative management (co-management)
of PASs,

« No PA co-management institutional frameworks (e.g., local community
bodies, coordination committees) are in place,

« An institutional orientation towards PA co-management is not a universally
accepted part of the WNCC.

- Recommended Strategic Priorities:

« Special consideration towards co-management and other participatory
management tools must be included within the management plan,

e The mechanism, step-by-step process for co-management must be clearly
developed and socialized both within the FD and within the target
communities,

e The legal basis for co-management must be established,

ASSESSMENT: INSTITUTIONAL ORGANIZATION & CAPACITY 13
FOR PROTECTED AREA MANAGEMENT IN BANGLADESH



114

However, PA co-management activities can be initiated within existing legal

framework and does not have to wait for full legal basis before beginning PA
co-management activities. For example, FD has implemented social forestry
for more than 20 years, but the legal backing for SF was only established in

2000 under the amended Forestry Act,

An institutional orientation towards co-management must become universally
accepted as part of the WNCC (e.g., establish a Co-management Unit to
oversee this management approach),

Review the experience with participatory natural resource management
through social forestry and to what extent the capacity within the FD can be
re-oriented towards PA co-management,

Participatory planning towards co-management must be developed, approved
and put in place at the very beginning of PA management planning,

Stakeholder participation should be included during the boundary
demarcation process, and the steps to follow to achieve consensus over
boundary location must be put into place, including a legal basis for the
participatory boundary identification and field demarcation process,

Institutional arrangements for co-management must be developed and made
clear from the very beginning,

Strengthen the existing Wildlife Advisory Board but reorient its focus in line
with a name change (e.g., “Protected Areas and Biodiversity Advisory
Board”),

Stakeholders engaged in co-management must be able to see direct benefits
from their involvement, thus special consideration should be given to
allocating a portion of PA-generated revenues (e.g., 20% of gate fees) to
remain with the PA for co-management (e.g., community benefits), i.e. the
greater the revenue income the greater the PA and community revenue
retention and the greater the incentives for co-management,

Implementers from both FD and the community stakeholder groups must
include both men and women to address gender issues of management and
decision-making.

Delivery Mechanisms:

The co-management process, including approach, criteria and steps can be
developed with assistance from NSP,

FD to ensure that Institutional Arrangements for co-management are
developed and made clear from the very beginning thorough Co-
management Committees,

FD to initiate Co-management Committees (FD and communities) will
develop annual work plans and budgets approved at a Division Level PA Co-
management Advisory Committee,

Annually, the full set of PA annual work plans and reviews will be presented
by the FD to the existing “Wildlife Advisory Board” or to an alternative and
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acceptable “Co-management” Board that will either be renamed or reformed
later.

= Legal Support (Current Situation):

- Strength:

The Wildlife (Preservation) Order 1973 has been drafted aiming towards
better PA management,

The Wildlife (Preservation) Order, 1973, Wildlife Preservation (amendment)
Act 1974 and subsequent Notifications provides the legal basis for protecting
wildlife as well as their habitats,

The Forest Act has been revised to incorporate reserve forest,
The draft Social Forestry Rule is in the process of enactment,

The Wildlife Act includes all sorts of wildlife of the country not just within the
Pas,

The Forest Act and Social Forestry Rule have been enacted,

The Biodiversity Act has been drafted and is in the process of review by the
Ministry of Environment and Forests (MoEF),

The Wildlife Order defines various protected areas in the form of game
reserve, national park and wildlife sanctuary and aims at preserving wildlife of
those protected areas.,

The wildlife sanctuary regime also requires undisturbed breeding ground for
the protection of wildlife as well as all natural resources in the sanctuary.

- Weakness:

The Wildlife Act does not take either community participatory management of
natural resources or collaborative (co-) management of Pas into
consideration,

The Wildlife (Preservation) (amendment) Act, 1974 provides for the
establishment of a Wildlife Advisory Board, however the composition,
procedures and functions of the WAB are not specified under the Act.

- Recommended Strategic Priorities:

Wildlife (Preservation) (amendment) Act, 1974 contains provision for the
establishment of Wildlife Advisory Board, the composition, procedure and
functions all of which should be modified to make it more efficient, effective
and participatory,

Enabling policies in support of co-management need to be translated into law
that will establish the legal basis for PA co-management arrangements
(among FD, community groups and other stakeholders), including issues of
rights and responsibilities, land tenure rights, social justice, etc.,

The schedules of the Wildlife Act have to be revisited and modified regularly
given the degree of vulnerability of animal and plant species depending on
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many unforeseeable factors and on ever changing market demands. The Act
should also be reviewed to bring about more conformity with the provisions of
CITES and to encourage sustainable export of protected flora and fauna
species,

The revised Wildlife Preservation Act must take into consideration and be in
line with the Forest Act, draft Social Forestry Rule, proposed Biodiversity Act
and the international and regional international obligations (e.g., CBD, CITES,
Ramsar),

Section 36 of the Order allows compounding of first time offences by payment
of a nominal amount of compensation (between 1000 and 2000 taka) to the
Conservator of Forests (Wildlife). Otherwise offences under this Act would be
tried by a 1% Class Magistrate. In view of the ever increasing threats to the
survival of various wildlife, the penal provisions should be made more
stringent and offences under this order could also be made subject to trials in
the courts,

The Wildlife Advisory Board should be renamed the “Protected Areas &
Biodiversity Advisory Board”.

- Delivery Mechanisms:

FD to ensure the recommendations that address current weaknesses are
considered for approval in support of more effective PA and wildlife
management,

FD to ensure greater technical support available from environmental legal
specialists, and environmental legal support may be received from outside
partnership (e.g., IUCN, BELA).

= Law Enforcement (Current Situation):

- Strength:

The FD has established a forest protection enforcement force, and the FD
has the authority to enforce the laws (Forest Act, Wildlife Act),

FD has a forest protection and enforcement mechanism, and has the
authority to enforce the laws.

- Weakness:

Lack of or inadequate trained field staff and number of staff for effective PA
and wildlife law enforcement,

Inability (or hesitancy) to enforce laws in the field by forest guards due to
political pressure and other social influences or delays in the court
prosecution process,

Lack of awareness, work pressure and influence can delay the prosecution
process,

Lack of incentives for and protection of informers.

- Recommended Strategic Priorities:

16

ASSESSMENT: INSTITUTIONAL ORGANIZATION & CAPACITY
FOR PROTECTED AREA MANAGEMENT IN BANGLADESH



Need to increase public awareness of the laws and publicize prosecutions
under the laws,

Need improved training of forest field staff to better understand the Wildlife
Act and its enforcement (see Training),

Need more allocation of forest guard staff to the positions at PA level,

PA guard staff need to understand their role more as collaborator with local
stakeholders for PA management rather than as strict law enforcers,

All allocated WNCC field positions need to be filled,
Initial priority should be given to the 5 pilot Pas under the NSP,

A mechanism must be in place for greater cooperation between FD law
enforcement officers and other relevant sectors (e.g., police, military),

A CITES Enforcement Officer with the rank of ACF or higher, supported by
staff, should be posted at Dhaka and Chittagong Airports.

Delivery Mechanisms:

FD to ensure that FD law enforcement officers have the support they need to
enforce laws,

FD to ensure improved cooperation and coordination with other law
enforcement agencies (e.g., police, military),

FD to promote joint forest protection enforcement force along with the
stakeholders/participants within and around each PA.

= Wildlife Insurance (Current Situation):

Strength:

None.

Weakness:

No wildlife insurance or compensation schemes are in place for damages due
to human-animal conflict (e.qg., injury, death, crop and property damage).

Recommended Strategic Priorities:

FD should review and assess the feasibility of a wildlife insurance or
compensation scheme in Bangladesh to cover claims (granted under strict
criteria) for damages due to human-animal conflict (e.g., injury, death, crop
and property damage),

If a wildlife scheme is instituted, then this provision must be made in revised
Wildlife Act, including strict criteria for claims.

Delivery Mechanisms:

FD to conduct a feasibility study on a wildlife insurance or compensation
scheme in Bangladesh, in collaboration with [JUCN and NSP,
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Assess feasibility of making a wildlife insurance scheme part of the revised
Wildlife Act.

= Information, Education and Communication (IEC) and Visitor Services (Current
Situation):
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Strength:

Some FD community outreach or public awareness activities done on a
small-scale and ad hoc basis,

There is one existing position, “Mass Communication Officer” at the FD head
quarters.

Some limited visitor services and information centers for nature interpretation
in the Pas (e.g., Sundarbans) and Safari-Park,

Some posters and other information materials prepared on an ad hoc basic,
usually through donor-funded projects,

Guidelines for developing PA visitor services and facilities were prepared
under FSP.

Weakness:

No overall integrated IEC Strategy prepared or implemented by FD in support
of wildlife and protected areas, i.e. environmental conservation, at multiple
levels (e.g., national campaigns, media coordination, school programs, PA
promotion, network of nature interpretation/education centers),

Lack of or inadequately trained staff to design or manage an IEC program,
No public relations technical specialties within FD,

There is a structural hindrance within FD that prohibits prompt response to
media reports,

No visitor services or nature interpretation/education programs or centers at
the Pas (only in Safari Parks).

Recommended Strategic Priorities

An |IEC Strategy needs to be prepared as an integrated strategy that
increases public awareness of environmental issues, biodiversity
conservation, the importance of protected areas, etc.,

The IEC Strategy must form the basis to develop improved environmental
governance (EcoGov) and advocacy as well as an informed “environmental
constituency” among the citizens of the country,

Need to increase public awareness of the laws and publicize prosecutions
under the laws,

Visitor services and nature interpretation/education programs and centers at
the Pas need to be appropriated designed by experts,

Improve relations and communication between FD and the media to publicize
environmental issues,
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Must view the potential of high visitation areas (e.g., zoological and botanical
gardens, Safari-Park) as focal areas for intensive environmental education
and establishing nature interpretation centers,

Implementers and participants/targets of the IEC and its Strategy must be
comprised of both men and women to address gender issues of IEC.

- Delivery Mechanisms

FD to secure the funding and expertise to prepare a thorough IEC Strategy,
most likely with NSP assistance,

FD to secure the commitment and cooperation of partners (e.g., universities,
schools, NGOs) to implement IEC Strategy,

FD to ensure that adequate and appropriately designed visitor services and
nature interpretation/education centers are in place in priority Pas where
visitation is currently or potentially the greatest,

FD to secure technical expertise as required,
IEC curriculum must be added to FD Schools and FD Academy,

An IEC program will enlist the co-operation of local bodies (union councils
and upazila) near to the Pas,

MoEF and FD will promote the creation of a special day during winter (e.g.,
“National Protected Areas Day”, similar to the “Tree Planting Program”) to be
celebrated in the vicinity of the Pas in collaboration with local government,
civil administration, schools and other educational institutions, civil societies,
NGOs, etc.

= Research (Current Situation):

- Strength:

Some support and coordination between the FD and the Bangladesh Forest
Research Institute (BFRI), Chittagong, and limited support from universities.

- Weakness:

No FD research staff or back up at Division or PA level

Lack of involvement of the FD in the research grant proposal process within
Pas by universities, research organizations and NGOs,

Coordination and research assistance requests from FD to BFRI is only very
limited,

Research assistance and coordination for the FD with other departments,
institutions and universities is very limited,

No integrated research on holistic approaches to PA management
undertaken,

Sporadic research activities have been conducted by different universities for
master or doctoral research or by BFRI in different Pas, but these studies are
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mainly focused on taxonomy and ecology and not on applied research useful
for PA or wildlife management,

Applied research is very much lacking (e.g., research on sustainable
management of resources, plant-animal interactions, harvest limits of
different NTFPs, impact of harvest on natural regeneration and wildlife,
human ecology, sociology).

Recommended Strategic Priorities:

Develop an Action Plan for appropriate prioritized multi-disciplinary and
integrated research programs in support of management within and around
the Pas,

Develop clear collaborative efforts with lead agencies within specialized fields
with clearly identified responsibilities for PA management research.

Delivery Mechanisms:

National and international research institutions to cooperate with FD to
develop a clear Research Agenda and Strategy focusing on PA and wildlife
management,

FD to ensure that in any PA research agenda adequate attention is also paid
to socioeconomic research of PA communities, particularly those engaged
with the FD in PA co-management arrangements,

FD to ensure its involvement in the research grant proposal process within
Pas by universities, research organizations and NGOs,

FD to ensure budget allocation for PA research.

= Monitoring and Evaluation (Current Situation):
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Strength:

FD has some M&E capability for collecting data and doing inventories
focused on forest plantations,

PA management plans provide guidelines for M&E in the Pas, for example
some indicators for monitoring and evaluation including Habitat Suitability
Index have been incorporated in the Management Plans and Guidelines
developed under FSP,

Some base data particularly the checklist of flora and fauna are available on
several Pas.

Weakness:

No inventory, monitoring and evaluation programs are being implemented for
wildlife or PA management,

No M&E guidelines include participatory M&E (e.g., with communities and
NGOs),

Monitoring by the FD itself.

Recommended Strategic Priorities
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« Monitoring and evaluation requires much greater attention and resources
than currently allocated by FD, therefore a M&E Circle will be added to the
PA and Biodiversity Management Wing organizational structure, headed by a
CF,

e Strategic planning for FD/WNCC/PA institutional development, done at
regular intervals in a participatory manner and facilitated, is required to
develop an “Institutional Development Framework” (IDF) in support of
assessing institutional development progress through regular monitoring &
evaluation at various management levels, from HQ to PA level,

« Biodiversity monitoring tools need to be applied and standardized by the FD
(or in collaboration with research institutions) through regular monitoring of
Pas and biodiversity,

e A program of monitoring impacts and changes on biodiversity and the Pas
needs to be developed,

e A program of socio-economic impacts on resource conservation through
livelihood enhancement and the Pas needs to be developed,

« Biodiversity monitoring for example, could by conducted an independent
organization outside the FD (e.g., IUCN, other national institutes).

- Delivery Mechanisms:

« FD to secure the funding and expertise to ensure development of an
integrated M&E program implemented to focus on institutional development
(“change management”), biodiversity, PA management, and sociological and
economic conditions of PA communities,

e FD to ensure that CCF’'s recommendation (PA workshop, 31 July 2004) be
implemented, that a M&E Circle be added to the PA and Biodiversity
Management Wing organizational structure, to be headed by a CF,

« FD to ensure that an external independent agencies or organizations are
involved in more effective M&E of FD activities and progress,

« FD to ensure continuous monitoring at PA level by Park Warden/PA staff, and
will also encourage participatory monitoring by local participants of PA co-
management.

= Intersectoral Conservation Planning (Current Situation):
- Strength:

« Recently the draft National Biodiversity Strategy and Action Plan (NBSAP)
has been prepared by IUCN including collaboration with FD and other
agencies,

« Some small programs for wildlife research and management (e.g., IUCN,
USDA-F&W for elephant conservation) have involved collaboration with FD,

« Some district or field level inter-agency meetings to collaborate on PA or
wildlife (e.g., elephants) issues,
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« Some FD international or trans-boundary cooperative planning (e.g., UNDP-
funded joint Tiger Survey between India and Bangladesh for Sundarbans).

Weakness:

« No institutional mechanism or capacity building back-up to support any long-
term collaborative conservation planning.

Recommended Strategic Priorities:

e« The FD needs to establish a clear program or strategy for collaborative
conservation planning with other agencies and institutions both within and
outside the country,

e A Forest Department “Collaborative Conservation Strategy” needs to provide
the mechanisms for improving intersectoral coordination and sharing of
information to maximize conservation efforts in the country,

« Develop institutional capacity within FD and other agencies and organizations
for Collaborative Conservation Planning.

Delivery Mechanisms:

« FD to ensure that institutional arrangements are in place for inter-sectoral
collaborative conservation planning on a wider landscape scale beyond the
boundaries of a PA,

« FD to ensure that nation-wide programs (e.g., floral and faunal surveys, land
capability, PA system reviews, biodiversity assessments) are implemented
through collaborative conservation planning.

= Public-Private Partnerships (Current Situation):
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Strength:
« Partnerships established under the NSP Partnerships Program,

« The MoEF and Arannayk Foundation have developed a partnership and there
is the potential for a formal partnership between the Foundation and FD,

« Private sector is beginning to invest in environmental management and some
PA and wildlife conservation support,

e Some leasing and concessions for gate at Botanical Garden and Bhawal N.P.
Weakness:

« Some private tour operators are organizing tours particularly to the
Sundarbans (an internationally known PA), but with no or only very limited
support to the PAs.

Recommended Strategic Priorities:

e A clear program or strategy should be developed on Public — Private
Partnerships in and around PAs,

« Alternative income generating activities for local communities within and
adjacent to PA’s (particularly those engaged in co-management agreements

ASSESSMENT: INSTITUTIONAL ORGANIZATION & CAPACITY
FOR PROTECTED AREA MANAGEMENT IN BANGLADESH



with FD) are required and best accomplished through business partnerships
for skills training and improved access to markets.

- Delivery Mechanisms:

« FD to ensure that greater attention is made to Public-Partnerships for
improved PA management and financial sustainability of the PA.,

« FD to ensure that a Strategy for Public-Private Partnerships for PA
Management be prepared (with NSP support) and implemented.

= Sustainable Financing of Protected Areas (Current Situation):
- Strength:
« Salary and allowances of FD revenue staff (including WNCC) are secured,

« The Bangladesh Tropical Forest Conservation Foundation (Arannyk
Foundation) has been created through a USA/GoB debt-for-nature swap, with
the potential for funding support to PA and wildlife conservation.

- Weakness:

« No sustainable financing programs are planned or in place for supporting any
PA, although some management plans have made suggestions.

- Recommended Strategic Priorities

« A sustainable PA financing strategy (strategies) should be developed for 1)
the overall PA system and 2) for individual PAs to promote the sustainability
of both Protected Area Management and Building Stakeholder Partnerships.

- Delivery Mechanisms

« FD to secure the funding and technical assistance (e.g., NSP) to develop a
“Strategy for Sustainable Financing of Protected Area Management and
Building Stakeholder Partnerships” for the overall PA system,

« FD to secure the funding and technical assistance to develop sustainable PA
financing strategies for individual PAs (beginning with the 5 pilot PAs under
the NSP),

« FD to ensure a legal option or provision, which is required for retention and
distribution of revenue at PA level.

3.4.2 TRAINING AND CAPACITY BUILDING: HUMAN RESOURCE
DEVELOPMENT

= Staffing Pattern (Current Situation):
- Strength:

« The WNCC was recently established and has 378 allocated positions,
including technical and other positions for PA and wildlife management.

-  Weakness:
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Existing staffing pattern is not keeping with the PA/Biodiversity/Wildlife
management systems,

All PAs are not properly staffed,
Insufficient staff at all levels from PA to CF office,
No research staff or back up at Division or PA level,

Out of total 378 positions only 105 are technical positions (from CF to
Forester),

45 % of the technical posts are vacant,

Only 259 positions (about 70 per cent of total sanctioned positions) are filled
and working in FD, of which nearly 58 percent (148 positions) are employed
in two Botanical Gardens,

However, 30 of the “WNCC allocated positions” that are filed are not working
for WNCC but have been placed elsewhere within FD under Inter-Divisional
Transfer (IDF),

Therefore, only 229 FD staff are fully dedicated to the WNCC,

Women are under-represented in FD, particularly at the field level.

Recommended Strategic Priorities:

Immediately fill the empty allocated positions in PAs and all levels under the
WNCC,

A detailed staff needs assessment focusing on PA management (e.g., issues
of staff levels, recruitment procedures, promotions, pay scales, incentives,
performance evaluations) is required,

Special consideration should be given to the feasibility of research staffing
needs or collaboration with research institutions to provide the expertise,

It is recommended to increase the number of technical positions within the
WNCC to reflect specialized field requirements (e.g., sociologists, ecologists,
legal specialists, wildlife management specialists/zoologists, botanists),

Staff assessment should also consider the career opportunities for the non-
cadre positions as mentioned under recommendation 4, above,

More FD staff positions should be filled by women, particularly at the field
level; constraints to implementing greater recruitment and postings of women
should be overcome.

Delivery Mechanisms:

FD to ensure that consideration be made for reallocation of funds to improve
guantity and quality of staffing for the WNCC in support of improved PA and
wildlife management,

FD to ensure that a detailed staff needs assessment be conducted for the PA
system overall and for individual PAs with special requirements,
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The FD staff needs assessment will consider the career opportunities for non-
cadre positions,

MoEF and FD to ensure immediate staff allotment in each PA/Division/Circle,

FD and MoEF will recruit the appropriate technical specialists to serve the
entire PABMW (e.g., sociologists, ecologists, legal specialists, IEC
specialists, wildlife management specialists/zoologists, botanists) in support
of PA system management.

= Training Facilities and Capacity (Current Situation)

- Strength:

Variety of training institutes and organizations are present inside the FD and
also outside the FD,

Forest Academy inside the FD; and IFESCU, BFRI and universities outside
FD are capable of imparting training of professionals,

Training facilities for sub professionals exist with three Forest Schools and
FDTC, Kaptai.

-  Weakness:

No integrated course on Nature Conservation or PA management is imparted
in IFESCU or Forest Academy. IFESCU and other Forestry Education
Institutes provide training on wildlife management and other related subjects,

All training institutes under FD suffer from fund and trained trainer
constraints.

- Recommended Strategic Priorities

Strengthen the capacity of the existing training facilities within the FD,
Develop linked FD programs for capacity building with BFRI and IFESCU,

Budget allocation for conducting training and improving facilities (e.qg.,
maintenance) needs to be secured,

Develop linked FD programs for capacity building with BFRI, IFESCU and
universities,

Develop an integrated course on conservation biology (e.g., nature
conservation, biodiversity, sociology and PA management) in a suitable
institution.

- Delivery Mechanisms

FD to ensure that adequate funding is available to improve the quality of its
training facilities (e.g., expansion, maintenance, equipment, transport) and
increase the level of trainer capacity through recruitment or refresher courses
for trainers/instructors,

FD and MoEF, in consultation with Ministry of Education, will identify a
suitable institution for developing an integrated course on conservation
biology for FD staff.
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= Training for Professional Specialist Skills (Current Situation)
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Strength:

Some skills developed through implementation of social forestry activities can
be used in co-management approach,

Some midlevel and senior professionals have foreign training on PA
management.

Weakness:

Insufficient number of officers with training on PA management available in
FD,

Many professionals trained in PA or wildlife management are working outside
WNCC,

Training is dependent on donor support,

No opportunity of refresher course on PAs.

Recommended Strategic Priorities:

A detailed list or set of skills needed to effectively manage the WNCC and the
PAs is required, including central and field levels,

Ensure that the trained professionals are deployed in the correct
places/positions that focus of improving the management of PAs,

Some professionals within the RIMS Units and the proposed MIS Unit should
be trained to improve their understanding of PA requirements and data
collection and management requirements,

FD should review previous “Participatory PA Management Training
Requirements” studies accomplished during the Forestry Sector Project
(FSP) and other studies and revise as necessary,

Special emphasis should be given to habitat restoration technical capacity for
PA management,

Need to develop institutional and financial arrangements for training abroad
for professional and sub-professional staff,

Greater professional training opportunities should be made available to
women in the FD at all levels.

Delivery Mechanisms:

The NSP in its “Assessment of Institutional Organization and Capacity
Building of the FD for PA Management” will identify a set of skills required to
more effectively or optimally manage the WNCC and the PAs,

FD to ensure that they maximize use of previous training needs assessments
and to consider these first rather than conducting new studies,

FD to ensure that funding and expertise are allocated to implement final
approved recommendations for PA training,
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FD and MoEF will ensure the posting of trained personnel (with appropriate
disciplines) in each PA,

The NSP could assist to facilitate institutional and financial arrangements for
professional training abroad.

= Integrated Training for On-site Protected Area Field Staff (Current Situation)

Strength:

Most of the field staff have some training in wildlife management as a part of
their training course while they entered in the job.

Weakness:

Forest Department does not operate any job oriented course on PA
management or no refresher course on PAs.

Recommended Strategic Priorities

The FD needs to design and implement a program in support of job
orientation courses on PA management and provide regular refresher
courses on PA and wildlife management,

Greater training opportunities should be made available to women in the FD,
especially at the PA field level.

Delivery Mechanisms

FD to ensure that they maximize use of previous training needs assessments
and to consider these first rather than conducting new studies,

FD to ensure that funding and expertise are allocated to implement final
approved recommendations for PA training,

The NSP could assist to facilitate financial and technical assistance for
implementing on-site PA field staff training.

= Integrated Training for Local Communities and Other Stakeholders (Current Situation)

Strength:

FD has experience of group formation and working with communities through
Social Forestry activities,

Some NGOs are familiar with FD’s Social Forestry activities and have the
potential for involvement in training.

Weakness:

FD has not yet developed any training for local communities and NGOs with
regard to PA management,

None of the NGOs have training experience on Pa management, including
co-management.
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- Recommended Strategic Priorities

e« The FD, perhaps in cooperation with universities or NGOs, needs to design
and implement a program in support of community involvement (e.g., co-
management, alternative livelihood development, micro-finance) that
supports PA management,

e A program needs to be designed to socialize concepts of protected areas and
co-management to PA communities,

« Programs for co-management must involve women at all levels of
management planning and decision-making in each PA, and must also
include recruitment of women as well as men as community facilitators,
organizers and motivators.

- Delivery Mechanisms

« FD to ensure that they maximize use of previous training needs assessments
(e.g., some done by NGOs) and to consider these first rather than conducting
new studies,

« FD to ensure that funding and expertise allocated to implement final
approved recommendations for PA training,

« The NSP could assist to secure financial and technical assistance for
implementing on-site training facilities to local communities and other PA
stakeholders.

3.4.3 CONCLUSIONS: MOVING PROTECTED AREA MANAGEMENT
FORWARD TO 2010

Enhancing the Forest Department’s (FD) institutional capacity for protected area and
biodiversity management will enable the Wildlife and Nature Conservation Circle
(WNCC) to set priorities, define results, and apply resources more effectively. This will
enable the FD to more effectively respond to threats and opportunities facing protected
area and biodiversity conservation.

By the end of the FD’s Nishorgo Program, strategic relationships at multiple levels will
have been developed among a diversity of institutions, including governments, non-
government organizations (NGOs), communities and community-based organizations
(CBOs), and the private sector. At the national level, the Project will have helped
improve understanding of biodiversity conservation priorities, “gaps,” and redundancies
and facilitated collaborative action to support specific priorities. At the local level,
communities will be receiving tangible benefits (e.g., increased income) from their
nearby PAs, will understand the importance of conserving these areas, and will have
developed relationships with the wider economy that enable them to contribute to their
continued conservation.

Figure 3.5 shows progress of a dynamic, adaptive process that will achieve the
conservation objectives. The Program’s initial implementation activities and resources
are designed to create the conditions for achieving lasting beneficial changes. During the
first years of the Program, the FD/WNCC will gain experience and improve management
at the level of the five pilot sites. A strong foundation in the pilot sites will prepare the
WNCC to face the challenge of influencing other PAs and the larger landscape, i.e.
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beyond PA borders, that must become better managed to conserve Bangladesh'’s

biodiversity.
Figure 3-5. Achieving Conservation Objectives
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The Challenge facing the FD/WNCC

Enhancing institutional capacity for FD/WNCC HQ and PA site management will require
major approach shifts in WNCC. WNCC must develop systems and procedures that will
enable decentralized planning and delegation of authority. This will permit greater
management responsiveness to conservation threats and opportunities at the field level.
For example, a revised budget structure linked to the public-sector budgeting codes
could give WNCC greater flexibility within the limitations of GoB’s administrative
systems. At the national level, WNCC needs administrative systems that enable
delegation but also ensure accountable tracking of resources, processes, and results.
Appropriate changes in financial and administrative systems and procedures could help
recast the role of administration within WNCC to better support management (e.g.,
through procurement, operational budgets, and training more closely tied to programs).

To achieve results, WNCC must be able to set priorities, define results, and apply
resources in response to the specific threats and opportunities facing PA management
and biodiversity conservation. In this way it can evaluate outcomes and learn more
optimal approaches to PA management. At present, the WNCC's capacity to respond to
these threats and opportunities is limited by administrative services requirements and
procedures. Rather than supporting WNCC's efforts and providing information and
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resources that respond to its needs, the administrative system imposes added burdens
and limits WNCC's ability to respond. For example, on the one hand, WNCC has limited
authority to manage its expenditure (although this situation is improving) while, on the
other, the administrative system is unable to provide disaggregated information on
where costs are being incurred and, more important, the delegated authority for field-
based managers to incur costs.

Meeting the challenges and opportunities requires that WNCC broaden its functions and
responsibilities beyond those it has traditionally assumed. There is not yet complete
consensus on which ways, or to what degree, this should be done. WNCC could
contribute more significantly to achieving GoB’s conservation objectives through
broadened its roles in monitoring, research, PA management, wildlife health, managing
human—elephant conflict, participatory management, and facilitating private-sector
partnerships. More active engagement in these areas will require more complex
management decision processes, more effective strategy development, and working in
areas of little experience or going beyond “tried-and-true” methods.

Financial and technical support is needed to assist the GoB conserve biodiversity
through three main courses of action:

= Strengthen WNCC by helping it improve its management systems and resources, with
an emphasis on teamwork, learning, decentralization, and outreach.

= Improve the management of PAs and their surrounding support zones by working to
conserve biodiversity in the five NSP pilot PAs through:

- Strengthening WNCC field staff capacity and experience. Supported by improved
management systems, training, and teamwork, WNCC field staff will improve
their motivation and ability to develop management strategies, make decisions,
and work together with local people.

- Building capacity among local stakeholders. It is important to strengthen
commitment and resources for conservation by engaging local stakeholders and
helping them develop sustainable economic activities. This will help develop
means of conserving biodiversity through managing the broader landscape,
including private lands. Community participation in conservation management
and wider regional planning could also be enhanced through grants from a
supporting protected areas trust or fund, if one successfully develops.

= Increase understanding of conservation issues and consensus and commitment for
biodiversity priorities among a broad array of stakeholders at multiple levels and in
other sectors. The Nishorgo Project will help other actors build on the experience and
credibility developed through NSP’s/WNCC'’s pilot efforts.

Results from various delivery mechanisms to implement recommendations are expected
to come from fundamental changes in the way that WNCC carries out its role. The FD
will need help to broaden WNCC's role, influence, and impact on conservation in
Bangladesh. The goal is that by 2010, several initiatives will have been implemented for
institutional strengthening:

= The WNCC will manage the PA system scientifically by using management plans that
bring together best practices with skilled staff and local people living in association
with the PAs. WNCC will move beyond the current mode of responding to day-to-day
“urgencies and putting out fires” by adopting a long-term perspective, supported by a
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well-understood and widely shared vision and guided by a clear strategy that includes
local stakeholders.

= The attitude and approach of FD/WNCC staff will have changed. Field staff will
interact easily with community members in the support zones and other locally active
stakeholders. They will no longer think that their role ends at the PA boundary. They
will have both the technical understanding and the practical skills to assess threats
and manage the PA system as integral parts of the larger landscape essential for the
well-being of flora and fauna populations.

= The WNCC will have strengthened its working relationships within government and the
natural resources sector. WNCC and the Forest Department (FD) will apply a
consistent approach towards management of the national system of PAs. WNCC will
have engaged a wider array of stakeholders at both the PA and national levels.

= The WNCC will have developed new relationships with actors in other sectors. It will
have developed working relationships with private enterprises that benefit local
communities, strengthen support for Bangladesh’s PA system, and provide revenues
for conservation.
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ANNEX A.SCOPE OF
WORK

ASSESSMENT OF THE FOREST DEPARTMENT’S
INSTITUTIONAL ORGANIZATION AND CAPACITY TO
MANAGE THE PROTECTED AREA SYSTEM OF
BANGLADESH

CONTEXT

The Forest Department of the Government of Bangladesh has now officially launched
the Nishorgo Program. Nishorgo is a comprehensive Program of the Government that
aims to improve the conservation of biodiversity protected areas across the country. At
the heart of Nishorgo is a focus on building partnerships between the Forest Department
and key local and national stakeholders that can assist in conservation efforts.

Expected activities of Nishorgo include the following, among others:

= Development of formal co-management agreements for specific protected areas
between the Department and stakeholders;

= Sharing of economic benefits from protected areas with local participating
stakeholders;

= Formalization of processes for reducing local conflicts over protected areas;
= Installation of visitor amenities in protected forest areas;

= Improvement of Forest Department facilities within protected areas;

= Refinement of the policy framework for protected areas management;

= Facilitation of eco-friendly private sector investment that can provide key services to
protected areas;

= Support to applied research on protected areas that can improve future planning.

These activities are designed to lead to the following results:
= A marked slowing of biodiversity loss in targeted protected areas;

= Active and formalized participation of local communities dependent on forest
resources;

= Anincrease in the number of protected area sites and the capacity to receive visitors;

= Formalization of a protected area management system;

Improved hydrological and other services from forests;
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= Improvement in the income and livelihoods of people living in and around protected
areas;

= Job creation and enterprise development associated with protected areas and nature;

= A more active and vibrant partnership for nature conservation between citizens and
the Forest Department.

Achievement of these results requires well organized protected area management
capacity and institutional structure within the FD. At present, protected area
management responsibilities are shared by members of the Wildlife and Nature
Conservation Circle and by forest officers from others divisions of the Department.

Internally, the FD has worked to develop a vision of its future for protected area
management. This process and document - entitled “Vision 2010” - includes language
stating that the FD will need to have a diversity of trained personnel and organizational
characteristics. At present, the capacity to manage a PA system within the FD does not
exist.

It is widely accepted that a well organized effort will need to be undertaken if the FD is -
in the medium-term - to have the institutional capacity and organizational makeup to
manage a full-fledged protected area system.

OBJECTIVE AND APPROACH OF THE ASSESSMENT

The objective of this assessment is to identify and propose institutional priorities and
recommendations that will allow the Forest Department to develop and put in place an
institutional framework capable of managing a protected areas system.

This is not a training needs assessment. Rather, it is to be a much broader, more
comprehensive and more strategic assessment.

The Consultants (one international and two national) will begin by identifying the core
elements of a successful PA system for Bangladesh, focusing on the trained
professional capacity needs and the institutional organization needs (see these issues
below).

The Consultants will propose options for an institutional makeup sufficient to manage the
country's PA system. With these options proposed by the Consultants (along with other
Consultants in the study team), the Consultants will turn to an assessment of the existing
FD PA management structure and capacity, and comment on the gap between the
current status and the proposed configuration.

The assessment will then turn to identifying the strategic priorities that should be
addressed in order to render the FD capable of meeting PA management demands.

The assessment will include human capacity. It should also include related
organizational and institutional elements which are necessary for improvement in PA
management.

The assessment should, in this respect, look at such institutional issues as:

= Trained professional capacity: Under this rubric, the assessment would be expected
to answer such questions as:

- Are there sufficient numbers of trained experts in the areas necessary to manage
a protected areas system? This portion of the assessment might pay special
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attention to that subset of technical/knowledge areas critical to successful
management of a PA System.

- Special attention should be placed on spatial information management (i.e., the
Resource Information Management System, or RIMS, of the FD), as well as on
conflict management and resolution (mentioned as a likely future priority in the
Vision 2010), habitat regeneration and rehabilitation, ethnic diversity and gender.

- Where current capacity levels are not sufficient to meet the PA system targets,
the Consultants should recommend priority capacity building needs. He/she
should also recommend the institutional strategy for undertaking that capacity
building. Options include the plethora of national training institutions as well as
international training options.

= Institutional organization: This part of the assessment should look at whether the FD
is organized in such a way as to reach the goals of improving protected area
management over the long run. More specific questions might include:

- Isinformation and knowledge managed efficiently between the individuals
responsible for protected areas? Are information technologies currently available
in Bangladesh being taken advantage of to ensure optimal, or at least improved,
information and knowledge transfer, especially between Dhaka and field offices,
and even between Dhaka-based experts? Are elements of e-Governance
appropriate for inclusion in a long-term plan for PA system development?

- Are the divisions, sections and departments currently existing in the Wildlife
Circle appropriate for the long-term PA management needs of the Department? If
not, what recommended changes should be made to ensure that the PA
management members of the FD are organized for optimal PA management?

- Are those support services necessary to a PA system being made available in an
appropriate way by the FD or from within the PA system management unit (the
Wildlife Circle)? These ancillary services would include (at least)
financial/accounting support, project development support, communications
support?*

While improvements in these two areas (human capacity and institutional organization)
are not sufficient to ensure improved PA management in the future, they are
nonetheless to be the focus areas of this assessment.

In order for PA management improvements to take place, changes will need to be made
also to the physical infrastructure for PA management, the material resources and the
policy framework. Another consultancy has been contracted to explore the physical
infrastructure and material resource needs for PA management (see Consultancy Report
by SMA Rashid), while a variety of policy reform efforts are being undertaken by the
Project.

' The senior levels of the FD, as the parent institution for PA management, by definition sets broad objectives for the PA system
managers, where those objectives may in turn be influenced by State-determined objectives from outside the FD. What are those
objectives! And are they consistent, or at least not in conflict with, the goals of Nishorgo for PA system development and biodiversity
conservation?
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EXPECTED OUTPUT OF THE ASSESSMENT

Above all, the assessment should provide a roadmap for long-term improvements in the
human capacity and institutional/organizational makeup of the FD for PA management.
Recommended priority focus areas for achieving these improvements will need to be
identified, and estimated financial resource needs will be identified for achieving medium
and long-term targets.

It is not expected that the Nishorgo Support Project of USAID can or should fund all, or
even a good portion, of the recommended strategies for building the institutional capacity
of the FD. Rather, it would be expected that partners (other donors, etc.) will join
together to fund different output areas, to be identified in the assessment. It is for this
reason that the recommendations will be organized to allow for this distinction of areas
to be financed.

REPORTING
The Consultants will liaise and be in regular contact with the COP, Mr. Philip DeCosse,
and the National Nishorgo Project Coordinator at the FD, Mr. Monoj Kanti Roy.

LEVEL OF EFFORT OF THE INTERNATIONAL CONSULTANT
The International Consultant's time should be allocated as follows:

= 2 days preparation prior to departure,

= 2 days travel to Bangladesh,

= 18 working days in-country (six day week allowed),

= 1 day travel on return to US,

= 3 working days after return to complete and submit final report.

Total maximum LOE is thus 26 days.

DELIVERABLES
= A draft report will be due at the end of the 2nd week of the consultancy,

= A penultimate draft will be delivered prior to departure,

= A final report will be delivered no later than 10 days after the International Consultant's
departure from the country.

The draft, penultimate and final reports will include both the international and national
consultants’ sections. A division of responsibility amongst the three Assessment Team
members will be elaborated upon arrival, and writing assignments will also be set based
on that division of responsibilities.
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ANNEX B. CONSULTANTS'
ITINERARY: CONSULTATIONS,
WORKSHOPS AND FIELD VISITS

ASSESSMENT OF THE FOREST DEPARTMENT’S
INSTITUTIONAL ORGANIZATION AND CAPACITYTO
MANAGE THE PROTECTED AREA SYSTEM OF
BANGLADESH

Itinerary of the NSP Capacity Assessment Team
Dr. Arthur H. Mitchell, Dr. M. Khairul Alam, Mr. Abdul Bari

15 July Arrival of Dr. Arthur Mitchell at 5:30am

FN: Internal meeting and Literature review
AN: Meeting with CF, WLNCC

165 July Friday: Closed

[ 7% July Meetings at FD headquarters
(Mr.Md. Osman Gani, Mr. Rezaul Karim, Dr.Saiful Islam & Mr. Monoj K Roy)
Literature Review

18% July Meeting with USAID (10:00 AM) and review with NSP team
Detailed Outline of Study Document
[9™ July Meeting at FD headquarters (Mr. Iklil Mondol, Mr.AK.M.Shamsuddin, Mr.Younus Ali, Mr. Sheikh

Mizanur Rahman, Ms. Raihana Siddique) (9:30 am)
Meeting with MACH (3:00 pm)

Discussions with Executive Director, Aranayak
Internal Discussions

201 July Leave for Chittagong at 5:15 am
Discussion with Dr. Tapan Kumar Dey, DFO, WNC Division at Chittagong
Visit Chunati Wildlife Sanctuary, hold consultation with field staff, stakeholders and prospective local
participants
21t July Meetings with Nishorgo Support Project Partners
Meeting with Officers of BFRI, Chittagong
Meeting with the staff at Forest Academy, Chittagong
Meeting with Director, Forest School, Chittagong
Meeting with Executive Director, CODEC
Meeting with IFESCU staff
Leave Chittagong for Dhaka at 7:35pm

22 July Writing
23 July Friday: Closed
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24 July Discussions and Writing
25% July Discussions with USAID (10:00 am)
Discussions at North South University and with DCCF and Coordinator at Ban Bhaban
26M July Interim Workshop | at Ban Bhaban : Presentation to FD Officers
27t 29 July Whriting and collection of materials and relevant documents
30" July Friday: Closed
31t July Workshop Il at Nishorgo Support Project Office
[t August Writing: Draft Report
2nd -3¢ Aug Finalization of draft report by incorporating comments from the participants
4t Aug FN : Debriefing to USAID
National consultants submit their final reports
5" Aug Dr. Mitchell's departure at 8:00 am
6" Aug Friday: Closed

LIST OF PEOPLE MET FOR CONSULTATIONS
1. Mr. Md. Osman Gani, Deputy Chief Conservator of Forests (DCCF), Social
Forestry Wing, Ban Bhaban, Dhaka

2. Mr. Rezaul Karim, DCCF, Education and Training, Ban Bhaban, Dhaka

3. Mr. A. K. M. Shamsuddin, DCCF, Planning and CF, Administration and Finance,
Ban Bhaban, Dhaka

4. Mr. Md. IKlil Mondol, PD, FSP and PD, Coastal Green Belt Project, Ban Bhaban,
Dhaka

5. Dr. Saiful Islam, PD, Sundarban Biodiversity and Conservation Project, Ban
Bhaban, Dhaka

6. Mr. Monoj Kanti Roy, CF, Central Circle and Project Coordinator NSP, Ban
Bhaban, Dhaka

7. Mr. Shamsur Rahman, CF, Wildlife and Nature Conservation Circle, Ban
Bhaban, Dhaka

8. Mr. Sheikh Mizanur Rahman, ACCF (Establishment), Ban Bhaban, Dhaka
9. Mr. Md. Yunus Ali, ACCF (Planning), Ban Bhaban, Dhaka
10. Mr. Mazharul Islam, ACCF (Management Planning), Ban Bhaban, Dhaka

11. Ms. Sherina Khatun, DCF, Wildlife and Nature Conservation Circle, Ban Bhaban,
Dhaka

12. Ms. Raihana Siddique, DCF, RIMS, Ban Bhaban, Dhaka
13. Mr. Ruhul Mohaimen, ACF, RIMS, Ban Bhaban, Dhaka
14. Mr. Abdul Motaleb, CF, Chittagong Circle, Chittagong
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15.
16.
17.
18.

19.

20.

21.

22.
23.
24,
25.
26.
27.
28.
29.
30.

31.
32.
33.
34.
35.
36.
37.
38.

39.
40.
41.
42.

Mr. Shamsul Azam, DFO, Chittagong North
Dr. Tapan Kumar Dey, DCF, DFO, WMNC Division, Chittagong
Mr. Shafiul Alam Chowdhury, DFO, Chittagong (South) Division, Chittagong

Mr. Md. Kabir, FR Range Officer, Chunati Wildlife Sanctuary, Chunati,
Chittagong

Mr. Md. Moazzem Hossain, FR Range Officer, Wildlife Range, Chunati,
Chittagong

Mr. A. K. M Golam Faruque, Beat Officer, Aziznagar Beat, Wildlife Sanctuary,
Chunati

Mr. Md. Amirul Hasan, Forester, Beat Officer, Harbhang, Wildlife Sanctuary,
Chunati

Mr. Md. Abdul Karim, Plantation Mali, Chunati

Mr. Md. Faruk, Plantation Mali, Chunati

Mr. Nazmul Abedin, Site Facilatator, CODEC (working for NSP at Chunati)
Mr. Md. Hanif Khan, Field Coordinator, CODEC (working for NSP at Chunati)
Mr. Md. Rashid Ahmed, Member, Union Parishad, Harbhang

Mr. Md. Faruque, Public Representative, Lohagara

Mr. Md. Abdul Mogsum, Public Representative, Lohagara

10 forest villagers of Harbhang and Chunati

Dr. Ashraful Haque, Chief Research Officer (Management Branch), BFRI,
Chittagong

Dr. Neaz Ahmed Siddique, Divisional Officer, BFRI, Chittagong

Dr. M. Wahed Baksha, Divisional Officer, BFRI, Chittagong

Mr. Md. Mukhlesur Rahman,, Divisional Officer, BFRI, Chittagong

Dr. S. P. Paul, Senior Research Officer, BFRI, Chittagong

Mr. Md. Jasimuddin, Divisional Officer, Silivicultural Division, BFRI, Chittagong
Mr. A. K. M. Fazlur Rahman, CF, Director, Forest Academy, Chittagong

Ms. Nilla Dutta, DCF, Professor of Forestry, Forest Academy, Chittagong

Mr. Ratan Kumar Majumder, DFO, Pulpwood, Kaptai, Forest Academy,
Chittagong

Mr. Abdullah Al Mamun Chowdhury, DCF, Director, Forest School, Chittagong
Dr. Khurshid Alam, Executive Director, CODEC (NGO working for NSP)

Prof. Dr. M. Kamal Hossain, Director, IFESCU

Prof. Dr. M. Kalimuddin Bhuiyan, IFESCU
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43. Prof. Dr. Md. Mohiuddin, IFESCU
44, Dr. Md. Al Amin, Associate Professor, IFESCU
45. Mr. Md. Kamaluddin, Plantation Manager, IFESCU

46. Dr. Mizan R. Khan, Chairman, Department of Environmental Studies, North
South University

47. Dr. Darrell L. Deppert, CoP, MACH Project, Winrock International

48. Dr. William J. Collis, Sr. Natural Resources Advisor, MACH Project, Winrock
International

49. Dr. Azharul H. Mazumder, Environment Team Leader & Mission Environment
Officer, USAID

50. Mr. Mamunul H. Khan, Natural Resource Management Specialist, CTO of
Nishorgo Support Project, USAID

51. Mr. Md. Latifur Rahman, Program Specialist, USAID
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ANNEX C. FOREST
DEPARTMENT ASSESSMENT
WORKSHOPS

FIRST FOREST DEPARTMENT WORKSHOP: 26 JULY 2004,
FOREST DEPARTMENT (BAN BHABAN), DHAKA

MINUTES OF THE 26™ JULY 2004 FIRST WORKSHOP

Mr. Monoj K. Roy opened the workshop and Mr. Md. Osman Gani gave the inaugural
speech. The participants that were present at the workshop were introduced. At the
outset, Mr. Gani quickly briefed the meeting about the Nishorgo Program and Forest
Department. This was followed by Mr. Mamun Khan who gave the background for
Nishorgo Support Project and continued by Mr. Monoj Roy who introduced the Study on
Assessment of Institutional Capacity and the team conducting the study. Dr. Mitchell
took the floor to give an overview of their study. The study was divided into three
segments for which he was to give three separate presentations. His presentation one
was about the current situation or “Where Are We Now?”

Discussions after Presentation One:

= Discussions on management of Protected Area. The shortcomings of the
management plans and previous projects were discussed and concluded that the
lesson learned should be added to the annexes. The study should recognize the
existing resources and build on it, instead of giving fresh prescriptions.

= There were some discussions on the participatory mechanism. The issues on park
demarcation and ownership issues were brought to light. The possible options of
sharing mechanism under Nishorgo Support Project were discussed and compared
with the Social Forestry system in Bangladesh and examples from India and Sri
Lanka.

= Wildlife Insurance was of significant interest among the participants. Life insurance is
available for tiger victims in Sundarbans Reserve Forest, hence proposal of similar
insurance schemes for the elephants in the Nishorgo Program area.

Dr. Mitchell gave his second presentation on recommendations or “Where Do We Want
To Be?”

Discussions following Presentation Two:

Insurance and other compensation mechanisms were again discussed. Discussions on
the role of government bodies such as Forest/Wildlife Dept and Agriculture Dept to
develop and manage such mechanism. Involvement of private insurance companies was
also addressed.
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Some thought was put into the Public-private strategy for business and investments into
the Protected Areas. The difference in the accounting system of the two sectors was a
fundamental barrier which needs to be addressed before the funds are brought in.

The PA management organogram was discussed briefly.

Mr. Monoj K. Roy thanked the participants for a successful workshop and their feedback.

SECOND FOREST DEPARTMENT WORKSHOP: 31 JULY 2004,
NISHORGO SUPPORT PROJECT, BANANI, DHAKA

SCHEDULE FOR WORKSHOP ON ASSESSMENT OF THE FD’S

INSTITUTIONAL ORGANIZATION AND CAPACITY TO MANAGE
BANGLADESH’S PROTECTED AREA SYSTEM

9:30-9:35 am Inauguration by Mr. Osman Gani, DCCF

9:35-9:40 am Welcome by Mr. Monoj K. Roy, CF

9:40-9:50 am Objectives & Process by Mr. Philip J. DeCosse, CoP
9:50-10:00 am Presentation on Issues by Dr. Arthur H. Mitchell
[0:00-10:15 am Principal conclusions by Dr. M. Khairul Alam
[0:15-10:45 am Tea & Group Formulation

[0:45-12:00 pm Discussions by Groups

[2:00-12:45 pm Presentation by Groups and Discussions

[2:45-1:00 pm Summary of Day's conclusion (in presence of CCF)
[:00-1:30 pm Lunch

Process Elements and Guidelines for July 31st Workshop for Forest Department to
Review Proposed Elements/Recommendations of the NSP Institutional Assessment of
PA Management Capacity Venue: Nishorgo Support Project Conference Room, Banani

= Primary Objective of the Workshop: To elicit FD observations, reactions and proposed
modifications to the proposed conclusions and recommendations of the NSP study
team

= Secondary Objectives: To build within the key FD Dhaka-level senior staff an
understanding of the challenges involved in developing a sustainable PA management
capacity at the Department.

= Relation of this Workshop to the Overall Process of the Institutional Assessment.
Subsequent to getting feedback from this workshop, the following steps are
envisioned:

- Incorporate comments and observations from FD staff in proposed matrices
(NSP Consultant team)
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Draft first draft of report based on existing material plus observations from FD
workshop (NSP Consultant team)

Translate key conclusions/recommendations of the team into Bangla, and
forward to key DFOs for discussion with field level staff (NSP Consultant team)

Organize discussions of key conclusions/recommendations at field level (relevant
DFO staff members)

Send summary of field comments to Dhaka (relevant DFO staff members)
Review and incorporate DFO/field comments into draft (NSP Consultant team)

Present vetted and revised Assessment Report to external partners in
September (NSP and FD)

Finalize document

= Agenda:

Dr. Mitchell to present the key elements of a sustained PA management system

Dr. Alam to present some of the principle conclusions/recommendations of the
team

Break into working groups
Presentations of conclusions of working groups

Summary presentation for the CCF/plenary group

= Working Environment: Cell phones off, or passed to Akhee/Alia for message-taking.

= Working Groups:

Group 1: To focus on items la through 1f

e Group Leader: Mr. Iklil Mondol, PD, FSP

e Group Facilitator: Dr. Ram Sharma, NSP

Group 2: To focus on 1g through 10

e Group Leader: Mr. Md. Osman Gani, DCCF, FD
o Group Facilitator: Philip J. DeCosse, NSP

Group 3: To focus Section 2 on "Training and Capacity Building: Human
Resource Development”

e Group Leader: Mr. Md. Rezaul Karim , DCCF, FD
e Group Facilitator: Dr. M. Khairul Alam

= Tasks of Working Groups

What you Should do:

e Record the variety of issues raised by members
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Use highlighting markers to identify the relatively more and less important
issues, from the Group's perspective

Prepare a brief presentation highlighting the major issues discussed and
modifications proposed

What you should NOT do:

Try and forge common consensus amongst all participants. We are not
writing a Constitution here, we are gathering a diversity of opinions and trying
to prioritize them for the team's next step.

GROUP COMPOSITION

GROUP |
A: Group Members:

N o o M w b

Mr.
Mr.
Mr.
Mr.
Mr.
Mr.
Mr.

Zahurul Islam

Iklil Mondol

Md. Ali Kabir Haider
Salah Uddin Ahmed
Md. Yunus Al

Md. Akbar Hossain

Shamsur Rahman

B: Group Leader: Iklil Mondol

C: Group Facilitator: Dr. Ram Sharma

D: Focus Issues:

1.

L T o

Organizational Management

Information Management Technology/Management Information System (MIS)

Spatial Data Management/Geographic Information Systems (GIS)

Financial Organization Systems

Management Planning and Implementation

Institutional Orientation to Co-management

GROUP II
A: Group Members:

150

1
2
3.
4

Mr.
Mr.
Mr.

Md. Osman Gani
M. Atiqul Azam

Uttam Kumar Saha

Ms. Rafiga Sultana
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B: Group Leader: Md. Osman Gani
C: Group Facilitator: Philip DeCosse
D: Focus Issues:
7. Legal Support
8. Law Enforcement
9. Wildlife Insurance
10. Information, Education and Communications (IEC) and Visitor Services
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Mr. Haradhan Banik
B: Group Leader: Mr. Md. Rezaul Karim
C: Group Facilitator: Dr. M. Khairul Alam

D: Focus Issues: Training and Capacity Building: Human Resource Development

GROUP DISCUSSIONS

Forest Department Senior Staff Recommendations for Revised Final Matrix:
Summary of Institutional Organization and Capacity Building Elements for Improved and
Sustainable Protected Area Management in Bangladesh (Current Conditions,
Recommendations, Delivery Mechanisms)

GROUP I: INSTITUTIONAL ORGANIZATION: SUPPORT SERVICES - |
1. Organizational Management
OK

2. Information Management Technology/Management Information System (MIS)
Recommendations:

1- Agreed

2- Agreed

3- RIMS (GIS & MIS) up to DFO level. Ultimately up to PA level
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4- MIS within RIMS
5- Agreed

3. Spatial Data Management/Geographic Information Systems (GIS)
Recommendations:

1- Agreed

2- MIS within RIMS

3- Agreed

4- Agreed

4. Financial Organization Systems
Recommendations:
1- Inadequate needs revision
2- Incorporation of specific budget code for PA management
3- Agree
4- Agree
5- 20% of the total income should be kept for PA management

5. Management Planning and Implementation
Recommendations:
1- Prepared and reviewed (all management plans)
2- Agreed
3- Agreed (EIA needed in adjacent zones outside PA)
4- Buffer zone OK
5,6,7 &8-0K
9- In case of absence of Management Plan, the proposed management plan will be
followed
10 & 11- Agreed
12- Budget will be allocated on the basis of Management Plan allocation

6. Institutional Orientation to Co-management
Recommendations:
1- Special consideration for Co and Participatory management must be included
within management plan
2 & 3- Agreed
4- PA Co-magt activities can be initiated within existing legal framework.
5,6 & 7- Agreed
8- Maybe, instead of must be
9- Agreed
10- Maybe deleted but can be reconsidered under legal issues
11- Agreed

GROUP II: INSTITUTIONAL ORGANIZATION: SUPPORT SERVICES - 2

7. Leqgal Support
= Strength:

- Forest Act has been revised to incorporate reserve forest. Social Forestry rule is
in the process of enactment.

- Wildlife Act includes all sorts of Wildlife of the country including Pas.
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- Wildlife (Preservation) Order 1973 has been drafted aiming towards better PA
management

Weakness:

- Renaming of Wildlife Advisory Board as Park Biodiversity Board

Recommendations:

- Under 3
« Plants are to be added
- Under5

« Does not agree with environmental court

Delivery Mechanism:
- Under 2

« Environmental legal support maybe received from outside partnership such
as IUCN, BELA etc

8. Law Enforcement

Strength:

- FD has a forest protection and enforcement mechanism as FD has the authority
to enforce

2" pullet should be eliminated

Weakness:

- Should be added. 2" bullet or delay in prosecution process in the court
- Lack of awareness, work pressure, influence delay the prosecution process
- Lack of incentive for and protection of informers

= Recommendations:

- No comments

Delivery Mechanism:

- Should be added, joint forest protection enforcement force along with the
stakeholders/participants within and around each PA

9. Wildlife Insurance

OK

10. Information, Education and Communications (IEC) and Visitor Services

= Weakness:
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- Should be added, structural hindrance for prompt response to media
= Delivery Mechanism:

- Curriculum on IEC at school and academy

- Co-operation of upazila near to the PAs

- Creation of a Special Day, like the Tree Planting Program

11. Research
= Weakness:

- Lack of involvement of the FD in the research grant proposal of Pas by the
university/research organization/NGOs

= Delivery Mechanism:

- Involvement of FD in the research grant proposal of the Pas by the
university/research organization/NGOs

12. Monitoring and Evaluation

« Recommendations:

- Continuous monitoring at PA level by Wildlife Warden/PA staff

13. Collaborative Conservation Planning (“Intersectoral Conservation Planning”)

= Recommendations:
- 1mand 1n should be together as public-private partnership (PPP)

- At present FD does not have any public private policy

14. Public-Private Partnerships
OK

15. Sustainable Financing

= Weakness:
- Lack of participation with Arannayk Foundation by the FD
= Delivery Mechanism:

- 3 Legal option is required for retention and distribution of revenue at PA level

GROUP liI: TRAINING AND CAPACITY BUILDING: HUMAN RESOURCE DEVELOPMENT

1. Staffing Pattern
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= Delivery Mechanism:
- MoEF and FD ensures staff allotment in each PA/Division/Circle immediately

- FD & MoEF will recruit sociologist, ecologist, legal specialist, zoologist and
botanists for each PA

- Staff Needs assessment as mentioned in 2 will consider the career opportunity
for non-cadre positions

2. Training Facilities and Training

= Strength:

- Forest Academy inside the FD and IFESCU, BFRI and universities outside FD
are capable of imparting training

» Recommendations:

- Develop linked FD programs. Capacity building with BFRI, IFESCU and
universities.

- An integrated course on nature conservation biodiversity and PA management
(Conservation Biology) in a suitable institution

= Delivery Mechanism:

- FD and MoEF in consultation with Ministry of Education will identify a suitable
institution

3. Training for Professional Specialist Skills

= Weakness:
- Insufficient number of officers with training on PA management available in FD
= Recommendations:

- Arrangement for training abroad for professional and sub-professionals must be
made

= Delivery Mechanism:

- FD and MoEF will ensure the trained personnel posting in the respective field in
PA

- The NSP will arrange fund and facilities for training abroad

4. On-site PA field staff training

= Delivery Mechanism:

- The NSP will provide funds and technical assistance for implementing on-site PA
field staff training
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5. Training for local communities and other stakeholders

= Delivery Mechanism:

- The NSP will provide some training facilities to the local communities and other
stakeholders
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Figure C-1. Result of Workshop Discussion on Central-Level Organogram

FD WORKSHOP BANGLADESH
31 JULY 2004: FOREST DEPARTMENT
ORGANOGRAM
PROPOSED BY FD
FOR 2010

\4

PROTECTED AREA & BIODIVERSITY MANAGEMENT (PABM) WING Other FD HQ
DCCF WINGS DCCF's

v \ 4 v
Wildlife & PA Management Circle MONITORING & EVALUATION Biodiversity Conservation Circle
cF CIRCLE, CF cF

. PA & Biodiversity Mgt Div, Chittagong Divisional:

. PA & Biodiversity Mgt Div, Cox's Bazaar |. Botanical Garden &

. PA & Biodiversity Mgt Div, Sylhet Eco-Park, Chittagong
. PA & Biodiversity Mgt Div, Dhaka 2. Botanical Garden,

. PA & Biodiversity Mgt Div, Khulna Dhaka

. Law Enforcement, Dhaka

. Information, Education &
Communications (IEC), Dhaka

. Training & Research, Dhaka

. Participatory Management &
Community Outreach, Dhaka

. PA & Biodiversity Mgt Div,
Bogra/Dinajpur/Rajshahi

Note: Two new Divisions are recommended
by FD (Nos. 2 & 6

. Biodiversity (Flora, Fauna &
Habitats) Management, Dhaka

Note: These specialists to serve
National and PA level needs

Note: See Chap 3 (Figs. 3-2 & 3-3) For Final Proposed Organograms at both the Central and Pa Levels
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ANNEX D. MATRIX OF INSTITUTIONAL
ORGANIZATION AND CAPACITY BUILDING
ELEMENTS FOR IMPROVED AND
SUSTAINABLE PROTECTED AREA
MANAGEMENT IN BANGLADESH

Institutional Organization: Current Conditions Recommendations Delivery Mechanisms
Management Support Systems

Strength:

e “Wildlife and Nature Conservation
Circle (WNCC) was recently
established and headed by a
Conservator of Forests (CF) directly
responsible to the Chief Conservator
of Forests (CCF)

e Four WNCC Divisions (Dhaka,
Chittagong, Khulna and Sylhet)

Weakness:

e Existing staffing pattern is not keeping
with the PA/Biodiversity/Wildlife
management systems (see more detail
under Staffing Section)

e No WNCC/FD institutional strategic
planning for PA management

e No organogram for PA management
has been developed

e Currently each PA is not an operational
unit

e Only CF office, and Chittagong and

|.a. Organizational Management
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Strategic planning for FD/WNCC/PA
institutional development, done in a
facilitated participatory manner, is
required to develop an “Institutional
Development Framework” (IDF) in
support of organizational
management, and M&E at various
management levels, from HQ to PA
level.

Organograms need to be
reconsidered, revised and approved
for the WNC Circle level as well at
the PA level (initially a standard PA
staffing organogram will be designed
which can later be tailored to each
PA and its specific needs) — See
sample organograms at HQ and PA
levels

Strengthen WNCC in its current
organizational position within FD as a
Circle and only later, when capacity
has increased, decide if its position

I. Workshops, with assistance from
NSP, should be designed and
facilitated by trained facilitators,
with staff of FD/WNCC, to
prepare a “Protected Areas and
Biodiversity Management
Institutional Development
Framework”

2. NSP assists to prepare initial

organograms for FD consideration,
revision and approval. The FD
authority should take this action
into account as a high priority.

3. Funding required to operationalize

and fully staff the 6 DFO offices (4
existing and 2 new) in support of
PA and wildlife management

4. Funding required to operationalize

and fully staff the 5 PAs under NSP
with each PA headed by an ACF.
These 5 sites must be given first
priority because they are viewed as
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Institutional Organization: Current Conditions Recommendations Delivery Mechanisms
Management Support Systems

Khulna Divisions in operation

e Other than PAs of Khulna WNCD,
only Chunati WS so far handed over
to WNCC

e PAs are not properly staffed and with
insufficient staff at all levels from PA to
CF office (See Staffing section)

e No research staff or other technical
back up at Division or PA level (see
Staffing)

Strength:

e RIMS (GIS) Unit established at FD HQ
level for natural forest management
and plantation forestry

Weakness:

e A coordinated Management
Information System (MIS) does not
exist to process data management for
FD

e Due to the lack of an adequate MIS,
there is no e-governance (e-Gov) in
place in the FD to promote greater
transparency and network efficiency.

|.b. Information Management
Technology/Management
Information Systems (MIS)
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. A detailed assessment of

. The existing RIMS Unit (now, only for

within FD should be

changed/elevated.

Recommend a name change from 5.
“Wildlife & Nature Conservation other PAs will proceed according
Circle (WNCC)" to “Protected to an agreed schedule.

Areas & Biodiversity Management 6. FD budget allocation is required to
Circle (PABMC)" to better reflect a operationalize and staff the PAs,
more modern and comprehensive with the 5 NSP-focused PAs being
terminology for the Circle, and given first priority.

elevate the position from Circle to 7. Staffing issues in support of an
Wing with greater authority and improved organizational
responsibility. management system are found in
Need to also operationalize and staff Staffing Section.

the Division offices at Sylhet and

Dhaka

All protected areas should be

handed over to WNCC with full

responsibility for management under

the CF-WNCC

Each PA should be an operational

unit with greater decentralized

authority for decision-making with an

assigned ACF

Need to operationalize and staff the

PAs, beginning with placing ACF's in

each PA in stages, beginning with the

5 priority pilot PA's of the NSP

pilot sites for improved PA
management.
FD will ensure that staffing of all

. FD—initiated MIS needs assessment
FD/WNCC/PA data management that identifies priorities and phasing
needs is required to recommend an of equipment and trained staff
appropriate MIS structure 2. FD allocation for staff and
equipment to develop a MIS Unit
GIS) should be converted and

expanded to a full MIS Unit, and the

name should remain as “RIMS" but with

wider data management responsibilities

that include, but are not limited to, GIS

. Need to improve the storage and

management mechanisms and increase
hardware capability (e.g,, computers in
HQ and in Divisions)

. Need to institutionalize the MIS
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Strength:

e RIMS Unit (GIS) established at FD HQ
level for natural forest management and
plantation forestry

e Trained personnel

e Maps and some other cartographic
facilities are available for PAs

Weakness:

¢ |nadequate staffing and equipment to
handle any more than basic map
production

e GIS is only available in the FD HQ with
no facilities or staff in the Divisions

e Focusing primarily on plantation
forestry, but not well conversant with
the data system of the PAs and wildlife

I.c. Spatial Data
Management/Geographic
Information System (GIS)
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Institutional Organization: Current Conditions Recommendations Delivery Mechanisms
Management Support Systems

|. FD allocation for staff and
equipment for the RIMS Unit
increased.

[. The RIMS Unit needs to be upgraded in
terms of staffing levels, capabilities,
equipment and maintenance

2. Need to integrate RIMS with an overall

MIS system

3. RIMS needs to devote more focus

towards PA and wildlife management
and this will require staff dedicated to
that focus

4. RIMS usefulness must be seen as more

than a map making tool but with wider
applications for planning and data
management

5. The existing RIMS Unit (now, only for

GIS) should be converted and
expanded to a full MIS Unit (above,
I.b.), and the name should remain as
“RIMS” but with wider data
management responsibilities that
include, but are not limited to, GIS
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Institutional Organization: Current Conditions Recommendations Delivery Mechanisms
Management Support Systems

|.e. Management Planning and
Implementation
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Strength:

e Management Plans have been prepared
for five PAs (3 PAs in Sundarbans,
Lawanchara N.P and Rema-Kalenga
W.S.), and Guidelines have been
prepared for five PAs, and no plans or
guidelines have been prepared for the
remaining five PAs

e Overall guidelines for PA management
plan preparation have been prepared
but require review and revision

e Some prescribed management
operations have been implemented in
some of the PAs (e.g, habitat

I. Management Plans need to be
prepared for all PAs, and all
Management Plans (especially those
prepared under the FSP) will require
review and revision as needed followed
by approval, and the approval process
needs to be much faster

2. Management guidelines for the other

PAs need to be developed into full
Management Plans

3. Management Plans need to take a

“landscape approach” that addresses
management around the PA (e.g,
“buffer zones") and identify the specific
partners required for management of

I. FD to finalize management
planning guidelines that take into
consideration a wider “Landscape
approach” together with co-
management and other
mechanisms for improved and
sustainable PA management.

2. NSP to continue providing

stakeholder co-management
process development and pilot
studies in the PAs

3. FD to finalize a more speedy

review process of management
plans for approval and more rapid
follow-up/implementation
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Institutional Organization: Current Conditions Recommendations Delivery Mechanisms
Management Support Systems

restoration, replanting, wildlife
translocation) in limited areas

Weakness:

e Only one management plan has been
approved (a consolidated 5-year MP
covering 3 PAs within the Sundarbans)
but this was approved long after
submission making some mgmt.
prescriptions out-dated
Other PA Management Plans have not
been approved or implemented
e The process of moving from PA

management plan submission to
approval is too slow and lack a clear
and speedy mechanism

e With some notable exceptions, there
is very little active management or
protection activities in the PAs

o Very little zonation of PAs in
management plans other than “core
area” and “buffer zone", which is
something inside and sometimes
outside the PA — zoning concepts and
identification are unclear.

e PA or wildlife management has been
on an ad hoc (emergency response)
basis and not in line with any clear
integrated long-term management plan
either for a PA or for an endangered
species (e.g., species recovery plan)

e No clear and consistent management
planning process, with follow-up, is in
place, although guidelines have been
prepared

e The participatory process essential to
management planning from the very
beginning is unclear and haphazard
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those external PA zones and well as
the limits of a “buffer zone”

4. Developments within a designated
“buffer zone", external to a PA, require
an EIA prior to commencement of the
development

5. The term “buffer zone”, which has a
negative connotation of “buffering”
something “‘good” from something
“bad”, should be renamed "“Support
Zone", i.e. this external area supports
the protection of the PA while the PA
can support/enable sustainable
development in the surrounding area.

6. Management plans require local
stakeholder participation during the
planning process

7. A clear and consistent management
planning process, with follow-up, is
urgently required and which gives due
attention to the participatory planning
process, i.e. a process for stakeholder
involvement with clear steps and
required milestones

8. The mechanism for participatory
planning must be developed, approved
and put in place with special
consideration towards co-management
as a participatory management tool

9. Need to establish PA Management
Units for greater decentralized
management and decision-making

[0. It must be stressed that even in the
absence of an approved management
plan, each PA must still be adaptively
managed through a proposed
management plan, if one exists, and in

response to particular urgent needs and

issues

['l. PAs must be staffed, and staff will
require appropriate training (see
Staffing and Training)

4. FD to secure greater fund
allocation to management plan
implementation and other
programs (e.g., species recovery
plans, human-animal conflict
resolutions, stakeholder conflict
resolutions, co-management
arrangements)

5. FD to ensure that elements of
social justice and human rights are
incorporated into management
planning, i.e. through a co-
management approach.
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Institutional Organization: Current Conditions Recommendations Delivery Mechanisms
Management Support Systems

[2. Clear staff roles and
responsibilities(job descriptions) are
required for PA management

I3. Budget must be allocated towards
management of PAs on the basis of
management plans
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Institutional Organization: Current Conditions Recommendations Delivery Mechanisms
Management Support Systems

|.g. Legal Support Strength: I. Wildlife (Preservation) (amendment) |. FD to ensure the
e The Wildlife (Preservation) Order Act, 1974 contains provision for the recommendations that address
1973 has been drafted aiming towards establishment of Wildlife Advisory current weaknesses are considered
better PA management Board, the composition, procedure and for approval in support of more
e The Wildlife (Preservation) Order, functions all of which should be effective PA and wildlife
1973, Wildlife Preservation modified to make it more efficient, management
(amendment) Act 1974 and effective and participatory. 2. FD to ensure greater technical
subsequent Notifications provides the 2. Enabling policies in support of co- support available from
management need to be translated into environmental legal specialists, and
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Institutional Organization: Current Conditions Recommendations Delivery Mechanisms
Management Support Systems

legal basis for protecting wildlife as well
as their habitats.

e The Forest Act has been revised to
incorporate reserve forest.

e The draft Social Forestry Rule is in the
process of enactment

e The Wildlife Act includes all sorts of
wildlife of the country not just within
the PAs

e The Forest Act and Social Forestry
Rule have been enacted

e The Biodiversity Act has been drafted
and is in the process of review by the
Ministry of Environment and Forests
(MoEF)

e The Wildlife Order defines various
protected areas in the form of game
reserve, national park and wildlife
sanctuary and aims at preserving
wildlife of those protected areas.

e The wildlife sanctuary regime also
requires undisturbed breeding ground
for the protection of wildlife as well as
all natural resources in the sanctuary.

Weakness:

e The Wildlife Act does not take either
community participatory management
of natural resources or collaborative
(co-) management of PAs into
consideration.

e The Wildlife (Preservation)
(amendment) Act, 1974 provides for
the establishment of a Wildlife
Advisory Board, however the
composition, procedures and functions
of the WAB are not specified under
the Act.

I.h. Law Enforcement Strength:

166

. Need to increase public awareness of

law that will establish the legal basis for
PA co-management arrangements
(among FD, community groups and
other stakeholders), including issues of
rights and responsibilities, land tenure
rights, social justice, etc.

environmental legal support may
be received from outside
partnership (e.g, [UCN, BELA)

. The schedules of the Wildlife Act have

to be revisited and modified regularly
given the degree of vulnerability of
animal and plant species depending on
many unforeseeable factors and on
ever changing market demands. The
Act should also be reviewed to bring
about more conformity with the
provisions of CITES and to encourage
sustainable export of protected flora
and fauna species.

. The revised Wildlife Preservation Act

must take into consideration and be in
line with the Forest Act, draft Social
Forestry Rule, proposed Biodiversity
Act and the international and regional
international obligations (e.g., CBD,
CITES, Ramsar)

. Section 36 of the Order allows

compounding of first time offences by
payment of a nominal amount of
compensation (between 1000 and
2000 taka) to the Conservator of
Forests (Wildlife). Otherwise offences
under this Act would be tried by a |
Class Magistrate. In view of the ever
increasing threats to the survival of
various wildlife, the penal provisions
should be made more stringent and
offences under this order could also be
made subject to trials in the courts.

. The Wildlife Advisory Board should be

renamed the “Protected Areas &
Biodiversity Advisory Board".
|. FD to ensure that FD law

the laws and publicize prosecutions enforcement officers have the
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Institutional Organization: Current Conditions Recommendations Delivery Mechanisms
Management Support Systems

I.i. Wildlife Insurance Strength: |. FD should review and assess the I. FD to conduct a feasibility study on
e None feasibility of a wildlife insurance or a wildlife insurance or
Weakness: compensation scheme in Bangladesh to compensation scheme in
o No wildlife insurance or compensation cover claims (granted under strict Bangladesh, in collaboration with
schemes are in place for damages due criteria) for damages due to human- |[UCN and NSP
to human-animal conflict (e.g, injury, animal conflict (e.g,, injury, death, crop 2. Assess feasibility of making a
death, crop and property damage) and property damage) wildlife insurance scheme part of
2. I a wildlife scheme s instituted, then the revised Wildlife Act

this provision must be made in revised
Wildlife Act, including strict criteria for
claims

167
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Institutional Organization: Current Conditions Recommendations Delivery Mechanisms
Management Support Systems

Strength:

e Some support and coordination
between the FD and the Bangladesh
Forest Research Institute (BFRI),
Chittagong, and limited support from
universities

Weakness:

e No FD research staff or back up at
Division or PA level

e Lack of involvement of the FD in the
research grant proposal process within
PAs by universities, research

| .k. Research

168

|. Develop an Action Plan for appropriate
prioritized multi-disciplinary and
integrated research programs in
support of management within and
around the PAs

2. Develop clear collaborative efforts with
lead agencies within specialized fields
with clearly identified responsibilities for
PA management research

I. National and international research
institutions to cooperate with FD
to develop a clear Research
Agenda and Strategy focusing on
PA and wildlife management.

2. FD to ensure that in any PA

research agenda adequate
attention is also paid to
socioeconomic research of PA
communities, particularly those
engaged with the FD in PA co-
management arrangements

3. FD to ensure its involvement in
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Institutional Organization: Current Conditions Recommendations Delivery Mechanisms
Management Support Systems

organizations and NGOs

e Coordination and research assistance
requests from FD to BFRI is only very
limited

e Research assistance and coordination
for the FD with other departments,
institutions and universities is very
limited

¢ No integrated research on holistic
approaches to PA management
undertaken.

e Sporadic research activities have been
conducted by different universities for

master or doctoral research or by BFRI

in different PAs, but these studies are
mainly focused on taxonomy and
ecology and not on applied research
useful for PA or wildlife management

e Applied research is very much lacking
(e.g, research on sustainable

management of resources, plant-animal

interactions, harvest limits of different
NTFPs, impact of harvest on natural
regeneration and wildlife, human
ecology, sociology)

Strength:

e FD has some M&E capability for
collecting data and doing inventories
focused on forest plantations

e PA management plans provide
guidelines for M&E in the PAs, for
example some indicators for
monitoring and evaluation including
Habitat Suitability Index have been
incorporated in the Management Plans
and Guidelines developed under FSP

e Some base data particularly the
checklist of flora and fauna are available
on several PAs

Weakness:
e No inventory, monitoring and

I.I. Monitoring and Evaluation

ASSESSMENT: INSTITUTIONAL ORGANIZATION & CAPACITY
FOR PROTECTED AREA MANAGEMENT IN BANGLADESH

. Monitoring and evaluation requires

much greater attention and resources
than currently allocated by FD, therefore
a M&E Circle will be added to the PA
and Biodiversity Management Wing
organizational structure, headed by a CF

. Strategic planning for FD/WNCC/PA

institutional development, done at
regular intervals in a participatory
manner and facilitated, is required to
develop an “Institutional Development
Framework” (IDF) in support of
assessing institutional development
progress through regular monitoring &
evaluation at various management levels,
from HQ to PA level.

the research grant proposal
process within PAs by universities,
research organizations and NGOs

4. FD to ensure budget allocation for
PA research

|. FD to secure the funding and
expertise to ensure development
of an integrated M&E program
implemented to focus on
institutional development (“change
management”), biodiversity, PA
management, and sociological and
economic conditions of PA
communities.

2. FD to ensure that CCF's
recommendation (PA workshop,
31 July 2004) be implemented,
that a M&E Circle be added to the
PA and Biodiversity Management
Wing organizational structure, to
be headed by a CF
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Institutional Organization: Current Conditions Recommendations Delivery Mechanisms
Management Support Systems

evaluation programs are being
implemented for wildlife or PA
management

e No M&E guidelines include
participatory M&E (e.g, with
communities and NGOs)

e Monitoring by the FD itself

Strength:

e Recently the draft National Biodiversity
Strategy and Action Plan (NBSAP) has
been prepared by IUCN including
collaboration with FD and other
agencies

e Some small programs for wildlife
research and management (e.g, [UCN,
USDA-F&W for elephant conservation)
have involved collaboration with FD

e Some district or field level inter-agency
meetings to collaborate on PA or
wildlife (e.g, elephants) issues

e Some FD intemational or trans-
boundary cooperative planning (e.g.,
UNDP-funded joint Tiger Survey
between India and Bangladesh for
Sundarbans)

Weakness:

¢ No institutional mechanism or capacity
building back-up to support any long-
term collaborative conservation
planning

Strength:
e Partnerships established under the NSP

|.m. Intersectoral
Conservation Planning

I.n. Public-Private Partnerships
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3. Biodiversity monitoring tools need to be

applied and standardized by the FD (or
in collaboration with research
institutions) through regular monitoring
of PAs and biodiversity.

. A program of monitoring impacts and

changes on biodiversity and the PAs
needs to be developed

. A program of socio-economic impacts

on resource conservation through
livelihood enhancement and the PAs
needs to be developed

. Biodiversity monitoring of for example,

could by conducted an independent
organization outside the FD (e.g, IUCN,
other national institutes)

. The FD needs to establish a clear

program or strategy for collaborative
conservation planning with other
agencies and institutions both within
and outside the country

. A Forest Department “Collaborative

Conservation Strategy’ needs to
provide the mechanisms for improving
intersectoral coordination and sharing
of information to maximize
conservation efforts in the country

. Develop institutional capacity within FD

and other agencies and organizations
for Collaborative Conservation Planning

I. A clear program or strategy should be
developed on Public — Private

3. FD to ensure that an external
independent agencies or
organizations are involved in more
effective M&E of FD activities and
progress.

4. FD to ensure continuous
monitoring at PA level by Park
Warden/PA staff, and will also
encourage participatory monitoring
by local participants of PA co-
management

|. FD to ensure that institutional
arrangements are in place for inter-
sectoral collaborative conservation
planning on a wider landscape
scale beyond the boundaries of a
PA.

2. FD to ensure that nation-wide
programs (e.g., floral and faunal
surveys, land capability, PA system
reviews, biodiversity assessments)
are implemented through
collaborative conservation
planning.

|. FD to ensure that greater attention
is made to Public-Partnerships for
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Partnerships Program

e The MoEF and Arannayk Foundation
have developed a partnership and there
is the potential for a formal partnership
between the Foundation and FD

e Private sector is beginning to invest in
environmental management and some
PA and wildlife conservation support

e Some leasing and concessions for gate
at Botanical Garden and Bhawal N.P.

Weakness:

e Some private tour operators are
organizing tours particularly to the
Sundarbans (an internationally known
PA), but with no or only very limited
support to the PAs

Strength:

e Salary and allowances of FD revenue
staff (including WNCC) are secured

e The Bangladesh Tropical Forest
Conservation Foundation (Arannyk
Foundation) has been created through
a USA/GoB debt-for-nature swap, with
the potential for funding support to PA
and wildlife conservation.

Weakness:

e No sustainable financing programs are
planned or in place for supporting any
PA, although some management plans
have made suggestions

|.o. Sustainable Financing

2.

Partnerships in and around PAs.
Alternative income generating activities
for local communities within and
adjacent to PA’s (particularly those
engaged in co-management agreements
with FD) are required and best
accomplished through business
partnerships for skills training and
improved access to markets.

. A sustainable PA financing strategy

(strategies) should be developed for |)
the overall PA system and 2) for
individual PAs to promote the
sustainability of both Protected Area
Management and Building Stakeholder
Partnerships

improved PA management and
financial sustainability of the PA.

2. FD to ensure that a Strategy for

Public-Private Partnerships for Pa
Management be prepared (with
NSP support) and implemented.

|. FD to secure the funding and
technical assistance (e.g, NSP) to
develop a “Strategy for Sustainable
Financing of Protected Area
Management and Building
Stakeholder Partnerships” for the
overall PA system

2. FD to secure the funding and

technical assistance to develop
sustainable PA financing strategies
for individual PAs (beginning with
the 5 pilot PAs under the NSP)

3. FD to ensure legal option or

provision, which is required for
retention and distribution of
revenue at PA level

Training And Capacity Building:
Human Resource Development

Strength:

e The WNCC was recently established
and has 378 allocated positions,
including technical and other positions
for PA and wildlife management

Weakness:

2.a. Staffing Pattern
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Immediately fill empty allocated
positions in PAs and all levels under the
WCNCC.

2. A detailed staff needs assessment

focusing on PA management (e.g,,
issues of staff levels, recruitment

I. FD to ensure that consideration be
made for reallocation of funds to
improve quantity and quality of
staffing for the WNCC in support
of improved PA and wildlife
management.
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2.b. Training Facilities and Capacity

e Existing staffing pattern is not keeping
with the PA/Biodiversity/Wildlife
management systems

e All PAs are not properly staffed
Insufficient staff at all levels from PA to
CF office

No research staff or back up at
Division or PA level

Out of total 378 positions only 105 are
technical positions (from CF to
Forester)

45 % of the technical posts are vacant
Only 259 positions (about 70 per cent
of total sanctioned positions) are filled
and working in FD, of which nearly 58
percent (148 positions) are employed
in two Botanical Gardens

However, 30 of the “WNCC allocated
positions” that are filed are not
working for WNCC but have been
placed elsewhere within FD under
Inter-Divisional Transfer (IDF)
Therefore, only 229 FD staff are fully
dedicated to the WNCC

Women are under-represented in FD,
particularly at the field level

Strength:
e Variety of training institutes and

organizations are present inside the FD
and also outside the FD.

Forest Academy inside the FD; and
IFESCU, BFRI and universities outside
FD are capable of imparting training of
professionals.

e Training facilities for sub professionals
exist with three Forest Schools and
FDTC, Kaptai.

Weakness:

¢ No integrated course on Nature
Conservation or PA management is

w

procedures, promotions, pay scales,
incentives, performance evaluations) is
required.

. Special consideration should be given

to the feasibility of research staffing
needs or collaboration with research
institutions to provide the expertise

. It is recommended to increase the

number of technical positions within
the WNCCC to reflect specialized field
requirements (e.g., sociologists,
ecologists, legal specialists, wildlife
management specialists/zoologists,
botanists).

. Staff assessment should also consider

the career opportunities for the non-
cadre positions as mentioned under
recommendation 4, above.

. More FD staff positions should be filled

by women, particularly at the field level;
constraints to implementing greater
recruitment and postings of women
should be overcome.

. Strengthen the capacity of the existing

training facilities within the FD
Develop linked FD programs for
capacity building with BFRI and IFESCU

. Budget allocation for conducting

training and improving facilities (e.g,
maintenance) needs to be secured.

. Develop linked FD programs for

capacity building with BFRI, IFESCU and
universities.

. Develop an integrated course on

conservation biology (e.g, nature
conservation, biodiversity, sociology and
PA management) in a suitable
institution

Institutional Organization: Current Conditions Recommendations Delivery Mechanisms
Management Support Systems

2. FD to ensure that a detailed staff
needs assessment be conducted
for the PA system overall and for
individual PAs with special
requirements.

3. The FD staff needs assessment will
consider the career opportunities
for non-cadre positions

4. MoEF and FD to ensure immediate
staff allotment in each PA, Division
and Circle

5. FD and MoEF will recruit the
appropriate technical specialists to
serve the entire PA&BM Wing
(e.g, sociologists, ecologists, legal
specialists, IEC specialists, wildlife
management specialists/zoologists,
botanists) in support of PA system
management.

|. FD to ensure that adequate
funding is available to improve the
quality of its training facilities (e.g.
expansion, maintenance,
equipment, transport) and increase
the level of trainer capacity
through recruitment or refresher
courses for trainers/instructors.

2. FD and MokEF, in consultation with
Ministry of Education, will identify a
suitable institution for developing
an integrated course on
conservation biology for FD staff
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imparted in IFESCU or Forest
Academy. IFESCU and other Forestry
Education Institutes provide training on
wildlife management and other related
subjects.

e All training institutes under FD suffer
from fund and trained trainer
constraints.

Strength:

e Some skills developed through
implementation of social forestry
activities can be used in co-
management approach.

e Some midlevel and senior professionals
have foreign training on PA
management.

Weakness:

e Insufficient number of officers with
training on PA management available in
FD

e Many professionals trained in PA or
wildlife management are working
outside WNCC.

e Training is dependent on donor
support.

¢ No opportunity of refresher course on
PAs

2.c. Training for
Professional Specialist Skills

Strength:
e Most of the field staff have some
training in wildlife management as a
part of their training course while they

2.d. Integrated Training for On-site
Protected Area Field Staff
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. A detailed list or set of skills needed to

effectively manage the WNCC and the
PAs required, incl. HQ & PA field levels

. Ensure that the trained professionals

are deployed in the correct
places/positions that focus of improving
the management of PAs

. Some professionals within the RIMS

Units and the proposed MIS Unit
should be trained to improve their
understanding of PA requirements and
data collection and management
requirements

. FD should review previous

“Participatory PA Management Training
Requirements” studies accomplished
during the Forestry Sector Project (FSP)
and other studies and revise as
necessary.

. Special emphasis should be given to

habitat restoration technical capacity for
PA management

. Need to develop institutional and

financial arrangements for training
abroad for professional and sub-
professional staff

. Greater professional training

opportunities should be made available
to women in the FD at all levels

. The FD needs to design and implement

a program in support of job orientation
courses on PA management and
provide regular refresher courses on

. The NSP in its “Assessment of

Institutional Organization and
Capacity Building of the FD for PA
Management” will identify a set of
skills required to more effectively
or optimally manage the WNCC
and the PAs.

. FD to ensure that they maximize

use of previous training needs
assessments and to consider these
first rather than conducting new
studies.

. FD to ensure that funding and

expertise are allocated to
implement final approved
recommendations for PA training.

. FD and MoEF will ensure the

posting of trained personnel (with
appropriate disciplines) in each PA

. The NSP could assist to facilitate

institutional and financial
arrangements for professional
training abroad

. FD to ensure they maximize use of

previous training needs
assessments and to consider these
first rather than conducting new
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entered in the job.

Weakness: 2.

e Forest Department does not operate
any job oriented course on PA
management or no refresher course on
PAs.

Strength:

e FD has experience of group formation
and working with communities through
Social Forestry activities.

e Some NGOs are familiar with FD's
Social Forestry activities and have the
potential for involvement in training.

2.e. Integrated Training for Local
Communities and Other
Stakeholders

Weakness: 2

e FD has not yet developed any training
for local communities and NGOs with
regard to PA management

e None of the NGOs have training
experience on PA management,
including co-management.
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PA and wildlife management.

Greater training opportunities should
be made available to women in the FD,
especially at the PA field level.

. FD, perhaps in cooperation with

universities or NGOs, needs to design
and implement a program in support of
community involvement (e.g, co-mgmt.,
alternative livelihood development,
micro-finance) that supports PA
management.

A program needs to be designed to
socialize concepts of protected areas
and co-management to PA
communities.

. Programs for co-management must

involve women and ethnic people at all
levels of management planning and
decision-making in each PA, and must
also include recruitment of ethnic
people, women as well as men as
community facilitators, organizers and
motivators.

studies.

. FD to ensure funding & expertise

allocated to implement final
approved recommendations for
PA training.

. The NSP could assist to facilitate

financial & technical assistance for
on-site PA field staff training.

. FD to ensure that they maximize

use of previous training needs
assessments (e.g., some done by
NGOs) and to consider these first
rather than conducting new
studies.

. FD to ensure that funding and

expertise allocated to implement
final approved recommendations
for PA training.

. The NSP could assist to secure

financial and technical assistance
for implementing on-site training
facilities to local communities and
other PA stakeholders
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ANNEX E. FOREST
DEPARTMENT STRATEGIC
PLANNING: USING ADVANCED
PARTICIPATORY METHODS &
PREPARING AN INSTITUTIONAL
DEVELOPMENT FRAMEWORK
FOR PROTECTED AREA
MANAGEMENT

A set of methodological tools known as Advanced Participation Methods (APM) have
been developed and employed in a variety of institutional settings around the world. As a
series of tools, APMs can be tailored to an extremely broad array of participatory
challenges. APMs has been successfully applied in diverse settings and cultures as well
as various sectors and technical issues, two of which are particularly relevant to the
Project; namely, institutional capacity-building and strategic planning.

APMs are founded on seven distinct yet interrelated principles:

= Participation: Each member of the group has something important to contribute.
Facilitated dialogue ensures the group can contribute substantial insights. The
process helps the group find answers rather than having “experts” supply the answers.

= Teamwork: Team effort is required to complete a task in the most effective, efficient
and economical way. Collective work helps create a sense of esprit de corps among
group members.

= Creativity: Appropriate and competent facilitation brings out the best of both rational
and intuitive thinking capacities of the group. Often unique and revolutionary ways to
address problems are the result.

= Consensus: APMs focus on arriving at decisions that are owned by all group
members, for it is in consensus that the group can harness the ability to act on its
decisions. Without consensus, “experts” will act from their own opinions, typically with
little lasting impact.

= Reflection: The group also needs time to reflect on their decisions and to fully
appreciate the value of collective action.
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= Action: Participation does not just involve decision-making. Providing a clear basis for
action is equally important. Thus, APMs will position the group to take clear action on
its decisions.

= Empowerment: Participation also involves empowerment. APMs have the ability to
enable participants to sense their individual and corporate empowerment because of
completely relying on the group’s skills. Unlike many other techniques in which the
facilitator takes an active role in interpreting the group’s intentions, APM facilitators
elicit all organizational and interpretive reflections from the group itself. Sustained
empowerment involves giving people the tools to accomplish their own planning and
action agendas.

APMs have been used to build cadres of locally based facilitators who can apply the
methods on a sustained basis under a variety of circumstances and group compositions
(e.g., Governance and Local Democracy Project in the Philippines where nearly 2,500
facilitators were trained in APM). APMs provide users with three basic approaches for
facilitating group processes that involve strategic planning and team building.

= Approach 1: Discussion: This technique facilitates group conversations to deepen
insights and elicit greater creativity.

= Approach 2: Workshop: This is the means to process a group’s thinking about a
particular topic, moving from general ideas to focused decisions and action.

= Approach 3: Action Planning: Combining and building on Discussion and Workshop
approaches, action planning can move a group from a good idea to a concrete plan of
action with specific time periods and with specific assignments and responsibilities.

In addition to these basic methods are a number of facilitated techniques that are
adaptable, practical and productive. The suitability of these techniques will be assessed
within the context of appropriate WNCC organizational management and
decentralization. All have been used in field situations, but one may prove to be of
particular relevance to WNCC strengthening. This is the Quality Service Improvement
Program (QSIP), which comprises a series of modules that enable an organization to
“self-design” and apply an on-going program to improve their services. This is a useful
tool for institutional capacity-building where resources are limited and the challenge is as
much behavior and systematic as it is one of increasing technical understanding.

Another method that will be used is the Institutional Development Framework (IDF)
developed by Management Systems International (MSI) of Washington, D.C. IDF
attempts to systematically employ process as an institutional strengthening tool. The
IDF, developed through short 2-day workshops at both HQ and PA levels, can help
WNCC see its role more clearly by fostering a common language and understanding of
their vision, purpose and identity. It provides a “roadmap” for the next stage in WNCC'’s
and individual PA’s institutional development, and, most importantly, helps groups to
quickly and systematically identify the specific areas that require priority attention for
planning purposes. The IDF is based on a matrix of commonly-held resource
characteristics seen in most any organizational unit. Each resource characteristic is then
subdivided into clear “key component” areas, which are identified by the group itself.
Theses key components are then scored against a four-stage continuum of development
stages (start-up, development, expansion/consolidation, and sustainability). Because the
IDF is very easy to use, the likelihood of WNCC HQ and the PAs actually using it as a
long-term process-oriented tool is greatly enhanced. It provides the means, if repeated
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on a regular basis, to assess (monitor and evaluate) progress being made against an
otherwise ambiguous “institutional strengthening” index.

The IDF is based on a matrix comprised of:
= Management Resources,

= Commonly-held Resource Characteristics seen in most any organizational unit. Each
resource characteristic is then subdivided into:

= Clear “Key Component” areas, which are identified by the group itself. These key
components are then scored against a four-stage Continuum of Development Stages
(1= start-up, 2= development, 3= expansion and consolidation, and 4= sustainability).

The IDF can help FD/WNCC to do the following:

= Consider those factors that will make it successful in fulfilling its mandate,

= Assess its own strengths and weaknesses in view of these factors,

= Map out a prioritized plan for sustaining strengths and addressing weaknesses,
= Measure its progress over time against the goals it has set for itself.

The IDF may be seen as part of an “integrated institutional development toolkit”,
comprised of the following three elements:

= Institutional Development Framework (IDF) prepared during a workshop,

= Institutional Development Calculation Sheet (IDC) prepared from the scores
determined by the group during the workshop,

= Institutional Development Profile (IDP), which is the final result that can then be used
to track progress over time and graphically illustrate how DWC is developing in a
variety of management areas.

The IDF was developed by Mark Renzi (1996) whose paper from the journal, Public
Administration and Development, should be reviewed. In addition another report shows
an example of how the Toolkit, based on IDF workshops with PA managers, was used to
strengthen protected areas management in Indonesia:

= Renzi, M. (1996). An integrated toolkit for institutional development. pp. 469-483, In:
Public Administration and Development, Vol. 16. John Wiley & Sons, Ltd.

= Human and Institutional Resources Development in Indonesia: Strengthening
Protected Areas Management. Natural Resources Management Program (NRM),
EPIQ/USAID, Jakarta (February 1999).

= “IDF: Frequently Asked Questions”, IDF Calculation Sheet & IDF Matrix examples.

DRAFT TERMS OF REFERENCE: STRATEGIC PLANNING
SPECIALISTS

Strategic Planning Specialists (1 International, min. 3 PM; 1 National min. 3 PM): To
deliver the recommendations presented in this report, a program of participatory training
for senior FD/WNCC staff is needed. Two Specialists, working together, should have
extensive experience with participatory methods to facilitate groups in institutional
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settings. Expertise in support of institutional analysis and capacity building of such
institutions is essential; while specific knowledge of PA and biodiversity management is
not essential although to some extent preferred. What are essential are the skill of
facilitating and an understanding of Advanced Participatory Methods (APM) and
Institutional Development Frameworks (IDF). Specifically, the Specialists will be required
to accomplish the following sequentially:

Develop a program for “change management”, team building and leadership training:

= Establish change management vision and mission with WNCC management team for
mid- to long-term (5-10 years), i.e. to further develop the “Vision 2010” prepared with
the FD by NSP,

= Develop training materials for change management, team building and leadership
using Advanced Participatory Methods (APM),

= Implement training program with WNCC management team.
Carry out strategic planning workshops:

= Develop materials for monitoring performance (“change management”) at WNCC HQ
level,

= Implement regular (2-day) Institutional Development Framework (IDF) workshops at
WNCC HQ to establish benchmarks for future monitoring and evaluating change
management (bi-annual) - followed by analysis reports,

= Develop materials for monitoring work plan performance and decentralization at pilot
PA level (once staff are in place in the PAS),

= Implement regular (2-day) Institutional Development Framework (IDF) workshops at
each of the 5 NSP pilot PAs (again, assuming that these PAs are staffed) for
monitoring and evaluating work plan performance and change due to decentralization
(annual)- followed by analysis reports,

= Assist WNCC to develop a program to implement institutional stakeholder workshops
(organized by WNCC) for inter-sectoral management coordination in each of the 5
NSP pilot PAs,

= Awareness workshops for conceptual clarity of the process and follow-up on What
needs to be done” at HQ and pilot PAs,

= Workshop with WNCC staff and the 5 PA Park Wardens (if in place) to prepare
strategy.

Recommend a strategy for effective decentralized management as part of the existing
draft FD “Vision 2010” document:

= Prepare results of WNCC strategic planning workshop,
= Finalize decentralized management strategy for WNCC review,
= Assist to establish and operationalize new decentralized management systems,

= Ensure that the process for regular follow up is in place for monitoring and evaluating
the effectiveness of change resulting from the strategic priority setting workshops..
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ANNEX F. PRELIMINARY PROGRAM
COMPONENT COST TABLES

NOTE: See earlier draft file from Kairul Alam for what the quantities were for. The numbers here have NO relation to this latest draft.

ITEM UNIT QUANTITY/Y EAR COSTS NOTES
2005 2006 2007 2008 2009 2010 Unit Cost | Total Cost
‘000 TAKA [ ‘000 TAKA

|. Institutional Organization: Exchange:
Management Support Systems Program USD = ca.
59 Taka

|.a. Organizational Management Component

I International Strategic Planning Specialist (3 pm) fee + 2000 PD/Ram/
per diem Monoj

2. National Strategic Planning Specialist (3 pm) fee + per 800

diem

3. Workshops costs — to develop IDF and “‘change 400

management”

4. Workshop materials — HQ and 5 Pilot PAs 500

5. Travel costs — International 100

6. Travel costs — In-country 200

7. Report preparation costs and distribution 500

|.b. Information Management Technology

Component

I. National MIS Needs Assessment Specialist (3 pm) 1000

fee + per diem (individual or local company team

contract?)

2. Workshop and meeting expenses 300
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ITEM UNIT QUANTITY/Y EAR COSTS NOTES
2005 2006 | 2007 | 2008 | 2009 ] 2010 [ Unit Cost [ Total Cost
‘000 TAKA 1 ‘000 TAKA

3. Report preparation and distribution

5. Local travel expenses

|.c. Spatial Data Management Component

2. Report preparation and distribution

Later — more equipment, more staff, training, etc

180 ASSESSMENT: INSTITUTIONAL ORGANIZATION & CAPACITY
FOR PROTECTED AREA MANAGEMENT IN BANGLADESH



ITEM UNIT QUANTITY/YEAR COSTS NOTES
2005 2006 | 2007 | 2008 | 2009 | 2010 Un|t Cost otal Cost
‘000 TAKA| 1 000 TAKA

. Institutional Organization: Exchange:

Management Support Systems Program USD = ca.
59 Taka

|.d. Financial Organizational Systems Component

I. National FOS Specialist — | MIS Specialist (3 pm) fee + 800 130 140 150 160

per diem

2. Workshop and meeting expenses 300

3. Report preparation and distribution 200

4. Later — staff additions and training TBD Monoj/ PD
|.e. Management Planning and Implementation

Component

For each of the NSP Pilot PAs x 5 >> 4 pm 800 1000 1600

| Stakeholder workshops 5Nos. 800 - - - - 1200

2. NGO contracts and training 1000
3. Community and PA staff training 1000 - - - - -

4. Participatory management plan review or preparation 5000 - - - - -
NSP pilot sites x5

5. Training for FD/WNCC staff on PA management 5000 4000 3000

planning process

6. Budget perhaps already prepared by NSP for 5 PAs 300 300 200 100 100 100

7. Other costs per PA — |) Review of Management Plan, 2) 500x5  600x5 3000 4000 4000 4000
Participatory workshops, 3) Boundary demarcation, 4) =2500 =3000

Zone identification, 5) NGO Contract costs, 6) Habitat

Restoration, 7) etc.

|.f. Institutional Orientation to Co-management
Component

|. Prepare strategy for each of the NSP pilot PAs x 5 300 100 100 100 100 100
2. Other costs probably already determined by NSP
|.g. Legal Support Component

. Legal Advisor to FD/WNCC (national) x 3 pm 800
2. Travel expenses 100
3. Workshop expenses 200
4. Report preparation and distribution 100
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ITEM UNIT QUANTITY/Y EAR COSTS NOTES
2005 2006 | 2007 | 2008 | 2009 ] 2010 [ Unit Cost [ Total Cost
‘000 TAKA 1 ‘000 TAKA

. Institutional Organization: Exchange:
Management Support Systems Program USD = ca.
59 Taka

I Public awareness campaign to increase awareness of
PA and wildlife laws (media, posters, etc.)

3. Funds for community meetings, workshops and joint 200x5
patrolling (community members and PA staff) in 5 NSP =1000
pilot PAs

|.i. Wildlife Insurance Co

2. Travel expenses

4. Report preparation and distribution

I. Environmental education material development

3. Workshops: Outreach program

5. Specialized training and overseas study tours fro high 600 200 300 300
quality nature interpretation and visitor services
techniques and facilities

. Institutional Organization:
Management Support Systems PROGRAM
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ITEM UNIT QUANTITY/Y EAR COSTS NOTES
2005 2006 | 2007 | 2008 | 2009 ] 2010 [ Unit Cost [ Total Cost
‘000 TAKA 1 ‘000 TAKA

I. National Conservation Biologist (2pm) to prepare PA
& Biodiversity Research (priorities) Action Plan and
Strategy

3. Workshop expenses 400

I.l. Monitoring and Evaluation Component TBD Monoj

2. Workshops for participatory monitoring

4. Funds for M&E ) FD/WNCC and PA institutional
development, 2) biodiversity threats and health, 3) land
use changes within and around PAs, 4) community
perceptions and participation, 5) etc.

I. Workshops and meetings to promote ICP on specific 3300
issues (e.g, NBSAP implementation)

I.n. Public-Private Partnerships Component

2. Livelihoods Specialist (national, 5 pm) to develop 1000 -
strategy for income generating opportunities at the 5
Pilot PAs
‘3.Feesand perdiem for consultants - 200 - - - -
4. Travel expenses 200
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ITEM UNIT QUANTITY/Y EAR COSTS NOTES
2005 2006 2007 2008 2009 2010 Unit Cost Total Cost
‘000 TAKA | ‘000 TAKA

. Institutional Organization:
Management Support Systems Program

I. PA Sustainable Financing Specialist (international, 3pm) 1500
to develop a Financing Strategy in support of PA
management

‘2 Feesand per diem for consultant 500
3. Travel expenses (intermational and local) 300

4. Workshops and report preparation expenses 500
5. PA Sustainable Financing Board establishment and 300 350 350 400 400
support

2.a. Staffing Component

2. Staff Needs Assessment Specialist (National, 3 pm)

4. Travel expenses (local) 100

2.b. Training Facilities and Capacity Component

2. PA Study tours for instructors — India, elsewhere?

Malaysia?
3. In-country orientation refresher for instructors 300 300 100 100 IO 420
4. FD rehabilitation of training buildings (Chittagong and 300 120 120 130 140 150
elsewhere)
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ITEM UNIT QUANTITY/Y EAR COSTS NOTES
2005 || 2006 | 2007 | 2008 |} 2009 |2010 |J UnitCost [ Total Cost
‘000 TAKA 1 ‘000 TAKA

2. Training and Capacity Building:
Human Resource Development Program

I. Develop a Training and PA Competence Job Standards 2 - 1000 -
Strategy — hire a consultant specialist ?

3. Study tours within country and overseas 1000 800 800 800 1000

2.d. Integrated Training for On-site Protected Area Field
Staff Component

2. Develop PA Integrated Training Strategy 300

4. Fees, per diem and travel 100

2.e. Integrated Training for Local Communities and Other
Stakeholders Component

2. Develop PA Integrated Training Strategy

4. Workshops and materials
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ANNEX G.WORLD PARKS
CONGRESS (WPC)
RECOMMENDATIONS

STRENGTHENING INDIVIDUAL AND GROUP CAPACITIES
FOR PROTECTED AREA MANAGEMENT IN THE 2IST
CENTURY

Effective management of protected areas in the context of global change requires that
managers, protected areas staff including rangers, local communities and other
stakeholders have the knowledge, attitudes, skills, capabilities and tools to plan, manage
and monitor protected areas. Managers and stakeholders also need the skills to be able
to establish and maintain the complex relationships and networks that are essential for
sustainable and effective management of protected areas.

With these points in mind PARTICIPANTS in Stream on Capacity Building: Developing
the capacity to manage at the Vth World Parks Congress in Durban South Africa (8-17
September 2003):

1. RECOMMEND that IUCN and the World Commission on Protected Areas:

a. Promotes and supports national and international collaborative capacity
development activities through which stakeholders at all levels can
acquire and share best practices; develop appropriate responses to
change; and thereby enable and empower themselves to play their full
role in protected area management by:

i. Building ‘learning organizations’;
ii. Supporting learning exchanges for all stakeholders;
iii. Developing “communities of practice” for protected area
management;
iv. Promoting learner-centered approaches;

b. Supports learning processes within workplace and community settings
which are flexible, contextual and responsive, that builds on traditional
knowledge and practices and that enhance two-way learning and sharing;

c. Supports the enhancement of capacity for protected area managers, local
and indigenous communities and other stakeholders to work together by
enhancing their skills in areas such as:

i. Facilitation, negotiation and conflict resolution;
ii. Change management processes to address values, attitudes of all
stakeholders and relationships among them;
iii. Participatory planning and joint management; and
iv. Financial and institutional management;

d. Encourages the full participation of local and indigenous communities and
individuals by building confidence in the rule of law: assuring
transparency, due process and access to public records;
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2. RECOMMEND that protected area authorities recruit, develop and support staff
in ways that will encourage and maintain high levels of commitment and
performance by:

a. Employing and investing in the personal development of local and
indigenous people living inside and around the protected area;

b. Provide all protected areas staff (in particular rangers, wardens and forest
guards, who face hardships and threats in carrying out their jobs) with
adequate living, working, health and safety and security conditions by
providing management support, appropriate equipment and training;

c. Ensure continuous and systematic institutional capacity development
linking training to performance;

d. Encourage career development and retention of staff by relating salary,
benefits and progression to performance.

3. RECOMMEND that the World Commission on Protected Areas move towards
common standards of competency by:
a. Agreeing generic global competency standards for protected areas staff,
which can be adapted at local, regional and national levels;
b. Encourage and enable use of standards and self-assessments to support
improved effectiveness of protected area staff and training.

4. RECOMMEND the IUCN World Commission on Protected Areas coordinate a
consortium of international organizations, training institutions, and other
organizations to:

a. Develop and conduct campaigns for higher level decision-makers to
develop understanding that protected areas and the goods and services
they provide are critical for the well-being of society as a whole;

b. Encourage partnerships between training institutions, protected area
agencies, private sector and community-based organizations for the
design and implementation of responsive training;

c. Promote establishment and strengthening of regional networks of trainers
and training institutions for capacity development in protected areas
management;

5. RECOMMEND that the IUCN through the Task Force On Capacity Building of
World Commission on Protected Areas (WCPA) elaborate an action plan for the
next 10 years based on the work and conclusions of the V" World Parks
Congress;

6. RECOMMEND that the World Heritage Committee take into account the World
Parks Congress recommendations on capacity development and link World
Heritage training activities with the global protected areas capacity development
agenda.

STRENGTHENING INSTITUTIONAL AND SOCIETAL
CAPACITIES FOR PROTECTED AREA MANAGEMENT IN THE
21ST CENTURY

During the 21st Century pressure on protected areas will increase as a result of such
global change issues as:
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= Demographic shifts, population increases in urban areas; unsustainable consumption
patterns and widespread poverty impacting on environmental services;

= Greater demands for production of goods and services from PAs;

= Development of inappropriate infrastructure, climate change, and invasion of exotic
species;

= Fragmentation of natural habitats;

= Over fishing and dramatic collapse of marine fisheries and coral reefs and coastal and
freshwater systems;

= Decreasing supplies of fresh water;
= Increasing threats to the welfare and safety of PA staff;

= technological advances, especially in relation to access to and communication of
information;

= Consolidation and expansion of democratization, decentralization, “deconcentration”
and expanded public participation processes; and

= International assistance flows that focus primarily on social needs of impoverished;

Current management structures for protected areas were designed under different
conditions and are not necessarily able to adapt to these new pressures. Conservation
will only succeed if we can build learning institutions, organizations, and networks and
enable conservation practitioners to identify and solve their own problems and take
advantage of opportunities. In particular, we need to empower all stakeholders to fulfill
their role in protected area management.

Capacity development at the institutional and societal level must include:

= Establishing and supporting institutions with adequate resources to implement plans
and strategies for PA management; and

= Developing the enabling environment through sound legal and policy frameworks and
through societal recognition of the benefits of protected areas and the value of the
goods and services they provide.

In light of these points, the PARTICIPANTS in Stream on Capacity Building: Developing
the Capacity to Manage at the Vth World Parks Congress in Durban, South Africa (8-17
September 2003):

1. RECOMMEND that governments, inter-governmental organizations, NGOs, local
communities and civil society:

a. RAISE awareness of the value of protected areas and the benefits they
provide to society and enhance general commitment to support Protected
Areas;

b. ADJUST current policies, laws, planning and management instruments,
and institutional frameworks, to increase capacity for protected
management at all levels. Specifically,

i. Promote robust and complementary national, state, regional,
municipal, community, and private protected area systems;

ASSESSMENT: INSTITUTIONAL ORGANIZATION & CAPACITY 189
FOR PROTECTED AREA MANAGEMENT IN BANGLADESH



190

ii. Integrate conservation objectives into land/sea use and regional
and sectoral planning at all levels and integrate protected areas
planning and management into the wider land and seascape;

iii. Promote, coordinate and support systematic applied social,
economic, political and biophysical scientific research related to
identified needs and priorities, informing protected area
management and activities aimed at conserving, monitoring, and
using biodiversity in a sustainable manner in the face of rapid
global change;

iv. Build coherent national frameworks for conservation of biodiversity
and protected areas and harmonize sectoral policies and laws
with conservation policies and laws at the constitutional level;

v. Establish mechanisms to harmonize policies and efforts among
government agencies and other civil society organizations
responsible for conservation and sustainable development;

vi. Elaborate and implement National Strategic Plans for Protected
Area Systems and appropriate strategic and operational planning
instruments for each protected area;

vii. Ensure that the staff of protected areas and their management
bodies have sufficient decision making authority to achieve the
management and conservation objectives of protected area
systems;

viii. Encourage and support the establishment of new protected areas
and of co-management agreements by and between local,
regional and national governments, non-governmental entities, the
private sector, local and indigenous communities and other
stakeholders;

ix. Ensure that protected area management bodies (including
decentralized and devolved statutory authorities, groups engaged
in co-management and community based management) have the
skills, knowledge and abilities to take on these responsibilities;

X. Adopt mechanisms to enable representation and participation of
all protected area stakeholders at national, regional and local
levels;

xi. Establish monitoring and evaluation mechanisms based on
protected area objectives and using compatible methods,
indicators and site specific standards to ensure management
effectiveness and assure biological and cultural integrity.

2. PROMOTE local ownership and sustainability of capacity development programs
by ensuring that:

a.

b.

Protected Area institutions maintain core funding for new and continuing
capacity development as part of their ongoing business plans;

Capacity development programs are designed and conducted by the
beneficiaries themselves in collaboration with government at all levels,
partnership, international agencies, NGOs and other relevant bodies,
based on mutually agreed needs and priorities.
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