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1.
Executive Summary 

The project “Participatory Natural Resource Management in the Tonle Sap Region”, GCP/CMB/002/BEL, is funded by the Belgium Government and implemented by FAO since 1995. It is presently in its third phase, after a pilot phase (completed in August 1998), and a first implementation phase (completed in October 2001).

The project is being implemented in all twelve districts of Siem Reap Province, with the Ministry of Agriculture, Forestry, and Fisheries (MAFF) and the Ministry of Environment (MoE) as counterpart agencies. The development objective of the current phase, i.e. “to establish responsible, productive and sustainable management of natural resources by local communities to meet local needs and to stimulate local development within the Province of Siem Reap”.

The current phase is scheduled to be completed end of February 2004. In May 2003, a tripartite review comprising representatives of the Royal Government of Cambodia (RGC), the Belgium Government and the Food and Agriculture Organization of the United Nations recommended that an external evaluation of the project should be fielded in order to assess the achievements of the project to date and to provide recommendations for follow-up. 

The evaluation took place from November 10th to 22nd, 2003; by three consultants selected by the project partners, i.e. U.W.Schmidt, socio-economist, /evaluation specialist, team leader, D.Ashwell, environment/forestry specialist, and Sao Vannsereyvuth, fisheries/aquaculture specialist.
Main findings of the evaluation were: 
Development context: Cambodia is still one of the poorest countries in Asia. According to the UNDP Human Development Report the Kingdom is ranked the 134th country in the worldwide poverty ranking, with an average yearly income of less than US$ 300/capita. Thirty years of civil unrest and warfare have destroyed infrastructure, diminished production potential and disrupted the social web.

The livelihoods of most of the rural poor in Cambodia depend, apart from occasional and marginally paid wage labour, on natural resource utilisation. Therefore, the Royal Government of Cambodia sees rural development and natural resource management as essential to social peace and environmental sustainability. Besides land distribution and tenure issues, improved forestry management and the protection of aquatic resources and fisheries are prioritized.

The Tonle Sap eco-system constitutes the most important natural resource base in Cambodia. It is considered of critical importance for the national economy, the national food balance, food security and nutrition of the Cambodian people. For the communities within the floodplain and the adjacent agrarian and upland forest area’s, which depend on primary production, it is the mainstay of their livelihoods. However, there has been a steady decline, over decades, in resource availability, in particular loss of upland and flooded forests, as well as a decline in biodiversity. 

To maintain the productivity of the Tonle Sap Great Lake eco-system, and to provide for efficient management of both aquatic and terrestrial living resources, community based natural resource management (CBNRM) has the potential to become a key instrument. The project has pioneered and supported CBNRM in Siem Reap province, with results that justify further consolidation and expansion.

Project Design and Justification: The mission is in full agreement with the development objective and the rationale of the project. The need for improved NRM is evident and reflected in the mounting preoccupations regarding the Tonle Sap ecosystem.  

The log frame planning matrix constructed for the current phase, in particular its vertical logic, has not improved substantially from that of the preceding phase.
Project Implementation, Efficiency and Management: The mission concluded that implementation of project activities as compared to activities planned in project design has been efficient and satisfactory.

The efficient use of project resources, relying mainly on “in-house” trained staff and “soft” interventions centred on learning and communication, has resulted in a high degree of cost-effectiveness and has lead to the establishment of a large number of communities taking responsibility for protection and management of natural resources. Overall, Government on central and provincial level, as well as the representations of the donor and the executing agencies, have provided an effective support and a reliable backstopping mechanism throughout the phase.
Project Results and Effectiveness: The contribution of project effects and income to the development objective can be classified into impacts on target group level, impacts on the political and institutional environment of CBNRM, and capacity building and institutional strengthening. 

On target group level, the facilitation of and support to CBNRM has resulted in tangible benefits. More than 200 villages have control of and secured access to the natural resources upon which their livelihoods depend. 

Intensive political networking and lobbying on provincial and central level, and its contribution to legislative process, have been instrumental in the process of creating an environment that, for the first time in Cambodia, will provide the political, institutional and legal conditions for CBNRM.

The intensity, in both quality and quantity, of capacity building by the project has, over the years, produced motivated, competent and capable line ministry staff who work, effectively, with communities on grass root level. 

Project impacts with respect to improved natural resource availability benefit both men and women. Interventions of the project are highly relevant to poverty alleviation because they help to maintain “last resource activities” open to those marginalized rural poor whose livelihoods based partially or mainly on the extraction and harvesting of “wild” resources.

A major factor for the success of the project was that it did not wait for the development context to become conducive to CBNRM but actively contributed to the improvements witnessed over the last years.

The main recommendations of the mission were: 

The mission sees both scope and justification in continuing the project’s support to CBNRM in the project area and in extending it into other provinces. Therefore, it recommends to continue the development effort for another phase. The first year of the fourth phase should focus upon the consolidation of activities within Siem Reap prior to the extension of activities to other provinces. This consolidation should include a training needs assessment and the development of staff facilitation skills rather than implementing skills.
This recommendation is based on the findings of the mission, in particular:

Overall, the achievements of the project to date have been instrumental for the innovation of CBNRM (community forestry and fishery) in Cambodia. However, with social organization and cohesion still impaired as the result of decades of civil strife, and with little tradition in communal management, communities still need assistance to manage their resources self-reliantly.

Notwithstanding the considerable contributions of the project, the legal and institutional framework of CBNRM is still in its infancy. Although the sub decree on community forestry has been adopted by the Council of Ministers, it is not as comprehensive as initially conceived/drafted. Also with respect to the sub decree on community fisheries, uncertainties continue.

The project is the most significant example for successful implementation of CBNRM in the country. Achievements need to be consolidated, however, and there is considerable scope for expansion. If discontinued beginning of 2004, it is likely that the resulting loss in institutional development assistance capacity will leave emerging CBO’s in jeopardy. 

The mission recommends that RGC continues its dedication and commitment to the conservation and sustainable management of fishery and forestry resources, by creating respective policies, a legislative and management environment conducive to CBNRM. The achievements of the project to date have clearly demonstrated the feasibility of CBO’s managing their resources, but have been achieved, partly, in a legal vacuum. In order to make CBNRM a self-reliant and sustained instrument of NRM on national level, it has to be based on solid legal and institutional foundations.

2.
Introduction

The project “Participatory Natural Resource Management in the Tonle Sap Region”, GCP/CMB/002/BEL, is funded by the Belgium Government and implemented by the Food and Agriculture Organization of the United Nations (FAO since 1994. It is presently in its third phase, after a pilot phase (completed in August 1998), and a first implementation phase (completed in October 2001).

The project is being implemented in all twelve districts of Siem Reap Province. The counterpart agencies for project implementation are the Ministry of Agriculture, Forestry, and Fisheries (MAFF) and the Ministry of Environment (MoE). 

The current phase is scheduled to be completed by the end of February 2004. In May 2003, a tripartite review comprising representatives of the Royal Government of Cambodia (RGC), the Belgium Government and the Food and Agriculture Organization of the United Nations was held, in order to assess project progress, advise on further implementation and make recommendations regarding future activities  

The review mission recommended that an external evaluation of the project should be fielded in order to assess the achievements of the project to date and to design a framework for a potential fourth phase of the project.

The external evaluation took place from November 10th to 22nd, 2003 (see Terms of Reference in Annex 1). The evaluation team comprised three consultants selected by the Royal Government of Cambodia and FAO, and agreed by the Donor Government, i.e.

· U.W.Schmidt, socio-economist / evaluation specialist  (Team leader)

· D.Ashwell, environment/forestry specialist, and

· Sao Vannsereyvuth, fisheries/aquaculture specialist.

The mission carried out fieldwork in the project area of Siem Reap Province (10th to 19th November) and held final discussions with national authorities and the FAO Representation in Phnom Penh (20/21st November). Itinerary and a list of persons met are presented in Annexes 2 and 3 respectively.
While in the project area, the evaluation team visited project sites, reviewed various project activities and interviewed representatives of the communities involved, met with RGC representatives and held discussions with international and counterpart staff and staff of other projects active in the Province. In Phnom Penh, the team met with key staff of the Ministry of Agriculture, Forestry and Fisheries, the representative of the Belgian Development Cooperation and FAO. 

Because of the limited coverage and brevity of the field visits, no standardized methodologies were employed. Instead, the team used open interviews structured following the methodology provided for the evaluation by FAO.

The mission wishes to express its gratitude for the assistance and cooperation received from the Cambodian and international project staff in Siem Reap, particularly the National Project Director, Mr. Vann Sophanna and the international team leader, Mr. Patrick Evans. Special thanks go to the community members and their representatives who endured the lengthy and sometimes complex interviews with patience and friendliness.

The mission invites attention to the fact that the findings, conclusions and recommendations presented below are exclusively those of the evaluation team and do not imply any position or commitment on the part of RGC, the Donor Government or FAO.

3.   Background and Context

3.1 History and Description of the Project

The project "Participatory Natural Resource Management in the Tonle Sap Region (GCP/CMB/002/BEL)" was signed by the RGC and FAO in December 1994.

The original rationale of the project was to assist in the conservation and sustainable management of the living aquatic resources of the Tonle Sap Great Lake. Over-fishing of the lake, together with the loss of the flooded forest in the lake’s floodplain areas and continued agricultural encroachment were identified as key problems that the project was to help to resolve. The first, pilot phase of the project, initiated trials related to natural resource management within the inundated forest and associated watershed, collected data and trained counterpart staff.  The phase ended in August 1998.  

Following a project evaluation in 1997, a second phase focusing on community forestry and inland fisheries development was implemented, based on the conclusion that the first phase had provided the foundation for community-based natural resources management planning and implementation. Aims of the project were to expand community based natural resource management, to sustain livelihoods of local people and to protect the environment in the project area. The project concept was expanded to include the facilitation of community management of natural resources in the interconnected agro-ecological zones of rain fed agricultural and upland shifting cultivation. The second phase was implemented from September 1998 until October 2001.  

At the end of the second phase, the project was considered a model project for community based natural resource management in Cambodia. “Success stories” of the project influenced the formulation of policies and legislation and regulatory frame works of both the forestry and fishery sectors.  Project activities were instrumental in the decision of RGC, in late 2000, to release more than 50% of the lake area exploited by commercial fishing lots to local communities for community fisheries management (see next point).  

A tripartite review in March 2000 recommended an external evaluation to assess the achievements of the second phase and to design a framework for a potential third phase of the project.

The evaluation took place October 2000. It concluded that the project activities had been successfully implemented, especially considering the limited time frame and the problems of security pertaining in the project area. The evaluation recommended the project be extended into a third phase “in order to generate well tested strategic approaches for achieving natural resources management and sustainable livelihoods for the Tonle Sap region”.

The third phase began on 1 November 2001 for a 30-month period.  It supports the provincial departments of forestry, fisheries and environment “to establish responsible, productive and sustainable management of natural resources by local communities to meet local needs and to stimulate local development within the Province of Siem Reap” (Development Objective).  

Immediate objectives were: 

· Development of community fisheries within Siem Reap province 

· Establishment of community forestry within Siem Reap province

· To promote private and community based development activities in support of natural resource management 

· Institutional strengthening and local / regional capacity building

The project document and the planning matrix of the current phase are provided in Annex 4.

3.2    Context of the Project

3.2.1 Development Context

Cambodia is still one of the poorest countries in Asia. According to the UNDP Human Development Report the Kingdom is ranked the 134th country in the worldwide poverty ranking, with an average yearly income of less than US$ 300/capita. Thirty years of civil unrest and warfare have destroyed infrastructure, diminished production potential and disrupted the social web. However, the return to a market economy and first structural reform programs implemented with considerable donor support have helped to stabilize the economy. Yet, there is inequitable distribution of incomes, between urban and rural households, and between rural elites and smallholder farmer-fishers and the landless, which produces poverty on a scale not reflected in the above statistic. 

Officially, Cambodia's civil war ended with the signing of the Paris Peace Agreement in 1991. Conflicts continued, however, with the Khmer Rouge withdrawing from the peace process, to be "pacified" only in 1997, following an internal military conflict in 1997. In Siem Reap and other northwestern provinces, peace has only been established since 1998. 
Over this time span, the country underwent some significant and sometimes radical changes, i.e.
· from genocide, civil war and isolation to a fragile peace;
· from "stone-age" communism through a "real existing socialism" with a one party rule to an embryonic multi-party democracy; and
· from a rural, primary production based, and self-sufficiency oriented economy to an emerging market economy with developing second and third sectors.
The two decades of war the country went through had left most civil and social institutions destroyed or severely damaged, including the community, the family and Buddhist religion. The breakdown of legality and law enforcement left a power vacuum, which was filled by informal and later formally established interest and power groups that today are present in all strata of Cambodian society. Combined with the loss of human capital, existing power structure based on an omnipresent and seemingly internalized system of pay-offs, graft, private and public corruption and violence are a major development constraint. 

The change from the centrally planned economies of the communist and socialist regimes to a market economy (with the re-introduction of private property in the late 1980), has resulted, in part, in unequal social and economic development and imperfect governance. Centralized economic and political structures have expanded into provincial and local networks that, in many instances, have favoured the emergence of political and social elites at the expense of the weak and poor. 

Indeed, the private appropriation of public goods, especially of natural resources such as land, water and forests, has become a major factor in the rapid increase of rural poverty. This factor is at the base of the most formidable challenge facing Cambodia society at present, i.e. the desperate need to provide for more equitable and pro-poor development and, in this context, to improve governance, to reform public sector institutions and to strengthen civil society institutions and people’s participation.

The potential of rural people and communities are still under-utilized: Too many development efforts continue to rely on top-down approaches, the delivery of hardware and village leadership and decision making structures dominated by rural elites. The majority of community members are, more often than not, sidelined by the better off and more eloquent, thereby restricting genuine democratic participation.

Community organizations in Cambodia exist at three levels:

· The grass-root level, with Community Based Organizations (CBOs) engaging in village development activities and/or responding to specific needs, such as the need to protect the resource base of communities. Since the inception of the decentralization (SEILA) programme, Village Development Committees (VDCs) have been encouraged to function as democratically elected bodies in charge of coordinating development efforts. 

· The socio-religious level which centers around the Pagoda and organized in the form of Pagoda Committees. These Pagoda Committees not only engage in construction and rehabilitation works of Buddhist temples but also take a decisive role in general village development works. Usually, they enjoy a high degree of trust resulting from and in their strong power of convocation and fund rising capabilities at local level.

· The local government level with the village chief responsible for community administration. At the next higher level, Commune Councils have been established as focal points of decentralization. They are in charge of spearheading the local planning process and fund (from their own budgets and/or funds provided by Government) and implement development measures.

As the livelihoods of most of the rural poor depend, apart from occasional and marginally paid wage labour, on natural resource utilisation, CBOs have become a central instrument of natural resource management, especially in sectors like forestry and the fisheries with their extractive production patterns. 

However, the "carrying capacity" of the existing natural resource base is approaching its limits, and unless existing exploitation/utilization patterns can be changed, increased population pressure, together with weak governance may threaten the very existence of the natural resource base of the country in the foreseeable future.

RGC’s Governance Action Plan has identified natural resource management, together with crosscutting issues such as judicial and legal reforms, decentralization and other efforts to improve governance, as one of the prerequisites of equitable and sustainable development.

Rural development and natural resource management are seen as essential to social peace and environmental sustainability. Besides land distribution and tenure issues, improved forestry management and the protection of aquatic resources and fisheries are prioritized.

The Tonle Sap eco-system constitutes the most important natural resource base in Cambodia. It is of critical importance for the national economy, the national food balance, food security and nutrition of the Cambodian people. For the communities within the floodplain, it is the mainstay of their livelihoods. It is estimated that some four million people (one third of the national population) rely on the utilization of the living aquatic resources, directly or indirectly, for food, income and employment. 

Furthermore, there is a significant inter-dependence between the livelihoods of those dependent upon fishery and those dependent upon agriculture and forest resources. Farming families of the adjacent agrarian and upland forest area’s, which depend on primary production, (in particular the poor, and including slash and burn cultivators), fish seasonally and buy/barter fish for pra hoc making; fishers depend on timber for house/boat construction and other forest products including poles, vines and bamboo for artisanal gear manufacture.

However, there has been a steady decline, over decades, in resource availability, in particular loss of upland and flooded forests, as well as a decline in biodiversity. The development context of the provinces bordering the Great Lake is evolving quickly, with improved communications and accelerated economic development increasing resource pressure. The "carrying capacity" of the existing natural resource base is approaching its limits. Unless protected, the rapidly growing population will increase pressure on resources will erode them further, thus exacerbating rural poverty on a large scale.

3.2.2 The Inland Fisheries Sector

At least one third of the Cambodian population depends on inland fishing for their livelihoods, for household consumption and as the primary or secondary source of income and employment. With people engaged in annexed activities like processing or marketing, this figure may increase further. In addition, most rural, and even some urban households fish occasionally, for household consumption and added income.  Fishing provides food and income to the majority of rural households with access to water bodies. For many of the rural population living in the agro-economic zone surrounding the Great Lake, it provides household revenue during the dry season, in addition to income derived from draw down agriculture.

The contribution of the freshwater fishery has always been, and is, of primordial importance for the national economy and for food security and nutrition of the Cambodian people. Inland fisheries have lately surpassed paddy-culture in terms of contribution to GDP. Fish is the primary source of animal protein, ranging from 40 to 90% (in fishing villages) of total intake. Annual per capita consumption of fish and processed fish ranges from 13.3 kg in upland areas remote from major waters bodies, to 75.6 kg around the Great Lake. These consumption figures indicate that the inland fisheries of Cambodia contribute more to the national food balance than any other inland fishery in the world.

Unlike in most other countries, where ever-increasing prices exclude the poor from fish consumption, fish is still accessible to even to the poorest sections of society in Cambodia. It’s crucial importance to food security is best demonstrated by the role fish paste (pra hoc) in the diet of Cambodians. When the waters of the Great Lake recede, small cyprinids, “trei riel” (most of them caught by the riverine “dai” fishing lots) become so abundant and cheap that tens of thousands of people, including many coming from upland fish deficit areas, harvest, buy or barter fish which they process into fish paste, take home and store as a year-long protein supply. Recent figures suggest that, on average, 10 to 15 kg/person of pra hoc are consumed yearly. 

For the fishing communities - who have little or no access to cultivatable land - it is the mainstay of their household economy. For many of them fishing, together with hunting and gathering of other “wild” products, is a coping strategy of last resort. Many of them are among the most vulnerable of the people living around the Great Lake and include ethnic minorities like some of the Vietnamese and the Cham. 

According to the presently applicable regular and legal framework, inland fisheries management combines large-scale fishing exploitation in fishing lots (intended to generate revenues to the State), licensed middle scale fishing and family scale fishing defined by the type of fishing gear permitted. Management measures include the interdiction of fishing gear, closed seasons and fish sanctuaries. The present regulatory framework is not based on medium or long-term fisheries management plans, neither does it provide for co-management arrangements. 

The fishery sector and, specifically, inland fisheries have become increasingly more visible to political decision makers. Central strategy documents of RGC, like, for example, the Second Five Year Socioeconomic Development Plan and the National Environmental Action Plan recognize the primordial importance of living aquatic resources for food security, rural livelihoods and the national economy of the Cambodian people and Cambodia at large.
However, the primordial role the sector is playing in the national economy is increasingly threatened. Threats are multiple and multidimensional and include trans-boundary issues like dams and other water management devices built upstream, actually or potentially altering the hydrological cycle of the River Mekong and the annual flooding pattern. 

Domestically generated problems that affect inland fisheries result from growing population and development pressure, persistent and widespread poverty (with inequitable land distribution and increasing landlessness as a major issue), and consumptive use of natural resources. Poor governance, an imperfect legal framework and inefficient/ ineffective resource use/allocation planning on macro, meso and micro level perpetuate the latter.

Major constraints to effective planning and resource management are unclear mandates and competencies of line ministries, local government structures and grass-root institutions, limited human resources and budgetary provision, and the lack of reliable data and information.

Problems related to the implementation of good governance are a prime constraint to the enforcement of fishing regulations. Governance related deficiencies concern the legal vacuum in which most fishing operations take place, lack of accountability of public institutions and local leaders, insecurity, especially for ethnic minority fishers, and illegal activities of armed police and military.

Increasingly violent conflicts over resource utilization, among fishing communities, lot concessionaires and seasonally migrating “secondary users” contributed to the RGC decision, in 2000, to return 56% of the fishing lots from limited to open access for community fishing. With most of the fishing communities lacking the basic means and requirements for participatory fishery management at the time, and enforcement officers being ordered “back to barracks”, this created a power vacuum which increased indiscriminate and destructive resource use to levels never experienced before.

Since setting the fisheries “sector reform” in motion, RGC is in the process of adopting a community resource management approach, and supporting legislation has been drafted.  
However, experience is lacking and guidelines and strategies remain to be formulated.  In Siem Reap province alone, more than 61,000 ha of inundated forest had been released for local community management in June 2001.  The only experience available, here and in most of the rest of the country, rests effectively with the project and the staff trained over the years. This experience, both of the individual staff and the project as an institution will be necessary to enable the transfer of use rights to CBO’s in a manner that will ensure protection and sustainable management of the resources.

Without effective co-management by empowered CBO’s and RGC institutions, the fishery resource, as other resources like forests and wildlife will be left at the mercy of whoever wants to plunder them.
3.2.3 The Forestry Sector

Cambodia’s forest cover remains amongst the highest within tropical and sub-tropical Asia. Dominated by lowland evergreen and deciduous forests, together with some medium elevation evergreen forests, it is one of the most biologically significant forest areas within mainland South-east Asia.

However, dramatic changes in this extent and quality of this resource have occurred during the post-war period. The reduction of forest cover from about 70 percent to approximately 60 percent over the last decade has been accompanied by an even more dramatic reduction in forest quality. This reduction has been so severe that some observers consider that the extent of truly viable forest may be as low as 40 percent cover, or possibly even lower. With habitat destruction and increased hunting pressure, much of the wildlife has disappeared.

In spite of featuring some of the lowest human population densities within tropical Asia, Cambodia’s forests are of tremendous importance to the daily lives of Cambodians. These forests supply the majority of the 1,200 plant species, approximately 50 percent of the flora currently described that are used for a myriad of purposes in everyday life. Key forest products that are of economic significance include fuel wood/charcoal, poles, bamboo, vines, resinous oils, a wide array of medicinal plants, and high value components of luxury products such as sandalwood. 

Approximately two million Cambodians depend upon forest for their livelihoods, either for subsistence or income generation purposes including resin tapping and the collection of fuel wood and other commercial products. In addition, a large number of secondary users from the agricultural areas are involved in the occasional and/or seasonal collection of commercial products. Many people from agricultural lands move to forest areas during the latter part of the wet season, when there is a period of food deficiency, to collect forest products for either subsistence or commercial purposes. Thus Cambodia’s forest areas constitute an important safety net for a wide sector of the rural population.

National responsibilities for forest management are divided between two principal agencies. The Ministry of Agriculture, Forests, and Fisheries (MAFF) has responsibility for approximately two-thirds of the forest resource (the Forest Estate) which is to be managed as production forest, protection forest and conversion forest in accordance with new Forestry Law and attendant regulatory instruments. 

The Ministry of Environment is responsible for the remaining one-third of the forest area, i.e. those protected areas designated by Royal Decree. These areas are to be managed primarily for conservation purposes in accordance with the sub-decree on the management of national protected areas that is presently under review at the Council of Ministers. Whilst the exploitation of natural products from these areas for household consumption by local communities is permitted, commercial extraction will remain illegal.. 

Legal forms of exploitation of production forest areas within the forest estate include timber extraction from logging concessions in accordance with a management plan of international standard. It is also expected that logging will be allowed on an annual coupe basis although the planning framework for this has not yet been clarified. Exploitation of other forest products such as poles or non-timber forest products is also regulated although taxation levels and constraints upon transport of products, e.g. resin, make it difficult for villagers to realize their economic potential.

While a regulatory framework for managing the nation’s forest resources has been evolving over recent years, actual practices of forest exploitation are rapidly degrading the value and utility of many forest areas, particularly the more productive evergreen forests. Today, the mismanagement and ineffectively regulated exploitation of Cambodia’s forests remains typified by a predominance of illegal activity, a tremendous loss of economic potential and a need for extensive forest rehabilitation.

This has not only severely reduced the viability of timber extraction from commercial logging concessions, but also that of a wide range of non-timber forests resources such as resin and sandalwood. Furthermore, people’s rights of access to the forest resources upon which their livelihoods depend have been limited. These factors have not only further marginalized and impoverished that section of Cambodian society that has traditionally been dependent upon forest resources, but has resulted in increasing inequity in the distribution of national wealth.

This situation has been the focus of a number of forest reviews over recent years leading to the establishment of a reform process and a national forests policy by the RGC. Notably, ADB’s review of concession management and the establishment of an independent monitor on forest crime in the year 2000 led to the requirement of credible management plans and the establishment of an logging moratorium that, officially, currently remains in place.

While both the precautionary principle and a rational basis for the conservation and sustainable use of forest resources are recognized in RGC and donor plans, effective management of these resources remain constrained by domestically generated problems. Poor governance and inefficient/ ineffective resource use/allocation planning perpetuates inequitable land distribution and increasing landlessness and creates persistent and widespread poverty. Major constraints to effective planning and resource management are unclear mandates and competencies of line ministries, local government structures and grass-root institutions, limited human resources and budgetary provisions, and the lack of reliable data and information.
Nevertheless, there has been some advance in the legal status of community forestry. A sub-decree has been issued under the auspices of the forestry law that permits the establishment of community forests, although the level of empowerment implied is lower than that envisaged during the long consultative process of its drafting. There is a clear need for cogent guidelines and strategies if progress is to be made. Furthermore, experience in the development of community forestry arrangements is generally lacking within Cambodia. This experience rests effectively with a number of projects and associated staff that has been internationally sponsored by the donor community and NGO’s. The current project constitutes one of the more active and successful examples of community forestry promotion. 
Although the scope for managing a large portion of the forest estate by effective community forestry (Cfo) agreements is relatively low (i.e. generally limited to areas less than 10km from a village), it is high around the Tonle Sap Great Lake where there are many secondary users, and also in a number of key forest areas where there are numerous isolated villages. 

Nevertheless, it is an important factor in the management of the Tonle Sap eco-system as the area has already been subject to a high degree of degradation. During the Pol Pot regime, large areas of inundated forest had been cleared for ill-designed irrigation schemes. In more recent years forest resources continued to be intensively exploited for fuel wood for brick making, fish smoking and to meet the increased fuel demands of a growing population. Increases in demands for agricultural land and forest products had further degraded the inundated forest ecosystem. Consequently, the biodiversity, biological resources and overall productivity of both dry land and inundated forest areas associated with the lake continue to be degraded, thereby threatening further impoverishment of the population rather than poverty reduction.  

3.3  Key development support initiatives

At present, the major players of the donor community within natural resource management (NRM) and community based natural resource management (CBNRM) are, ADB, Danida, DFID, FAO/Belgium, GTZ, JICA, UNDP/GEF and the World Bank. Other minor donors and implementers include international environmental NGO’s including CI, FFI, IUCN, VFI, WCS, WildAid and WWF; and local NGO’s such as NGO Forum, Mlup Baitong, Osmose and Sangkros Satprey.

In regard to Tonle Sap and the Great Lake the major development effort of ADB concerns the Tonle Sap Great Lake and its eco-system. Persistent governance related imperfections negatively affecting resource management and an ever increasing pressure on the natural resource base of the Tonle Sap ecosystem induced RGC, ADB and other agencies as UNDP/GEF to formulate the Tonle Sap Environmental Management Project (TSEMP). The project is to be implemented over five years (2003 – 2007), and will cover the Great Lake and contiguous parts of the five provinces bordering the lake (with the exception of Banteay Meanchey Province, which includes some 50000 hectares of inundated areas during the flood season), i.e. the core, transition and the buffer zones of the TSBR. The TSEMP comprises a loan of 10.9 million $ provided by ADB and is co-financed by RGC, GEF and UNDP.  

The project is part of the Greater Tonle Sap initiative promoted by ADB.  The initiative provides for a strategic and conceptual framework centered on poverty reduction and management and conservation of natural resources including elements like community based natural resource management (CBNRM), research and development and infrastructure development targeting the catchment/ecosystem at large.  Apart from the TSEMP component, other planned loans include the “Chong Khneas Environmental Improvement” which intends to construct harbor and fish landing facilities close to the town of Siem Reap, and the Tonle Sap Sustainable Livelihood Sector, a pro-poor, participatory rural development project. In addition, ADB is financing the TA project  “to improve the regulatory and management framework of the inland fisheries sector”, as well as TA to the Inland Fisheries Research and Development Institute (IFReDI).

The overall objective  of the TSEMP is the sustainable management and conservation of natural resources and biodiversity in the Tonle Sap basin.  The objective of the project is to enhance systems and develop the capacity for natural resource management coordination and planning, community-based natural resource management, and biodiversity conservation in the TSBR.  Three components are identified, to achieve the project objective and to substantially contribute to the project goal. These are: 

Component 1: Strengthening natural resource management coordination and planning for the TSBR, involving;

• establishment of an information and coordination framework,

• mapping of the TSBR, and

• development of policy, legislation and management planning.

Component 2: Organizing communities for natural resource management in the TSBR.

• establishment of an implementation structure,

• empowerment of fishing communities to manage fishery resources, and

• review of sustainable livelihood options.

Component 3: Building management capacity for biodiversity conservation in the TSBR involving;

• enhancement of staff capacity for protected area management,

• establishment of management and monitoring systems, and

• implementation of environmental education.

Implementation of the three components and delivery of associated outputs are to be coordinated between the Ministry of Agriculture, Forestry and Fisheries and the Ministry of Environment through the TSBR Secretariat.  Both MAFF and MOE will collaborate closely in Component 1, while MAFF will have the lead role in Component 2, and MOE leading in Component 3.

Other players include UNDP/CARERE, which support rural development activities and, through the decentralization Seila program, local planning processes. IFAD provides funds to the Provincial Agricultural Office in Siem Reap. The World Food Program supports project activities such as aquaculture, tree nurseries and dam rehabilitation.

The ADB, World Bank and GTZ all provide support in land-use planning and land titling to the Ministry of Land Management, Urban Planning and Construction (MLMUPC). 

The World Bank has also been providing assistance to the Forestry Administration on forest concession management as part of its learning and innovation loan (LIL) program. However, progress has been deemed unsatisfactory by many of the stakeholders and the activity is currently being redefined. 

GTZ also currently provides policy development assistance and technical advice on community forestry to the Forestry Administration. However it is planning to cease these activities during the next year and establish a forest lands unit within the MLMUPC. A number of international NGOs are active in the promotion or field-testing of community forestry. These include CONCERN, NGO Forum, WCS and WWF

Donor funded projects that may provide scope for collaboration during an eventual fourth phase of the project include:

· In its bilateral direct programme implemented by the Belgium Technical Cooperation (BTC) the Belgian Government has decided to provide 8.750.000 EUR for Basic Education (2003 + 3 years) in the provinces of Siem Reap, Otdar Meanchey and Kampong Cham. Another 4.170.000 EUR is programmed for the provision of basic health services in the provinces of Siem Reap and Otdar Meanchey for the period 2004-2007.  

· Northwest Rural Development Project - Roads are being rehabilitated which will expedite the need for community based natural resource management in areas with improved road access.


· UNDP/Seila – UNDP is working to mainstream natural resource management within the Seila program.  

· The Japan Fund for Poverty Reduction (JFPR) is preparing a project in Siem Reap to assist fishing communities.  They are also funding a livelihoods project through AUSCARE in Oddar Meanchey province.  Opportunities for collaboration will be investigated.

· Continuation of the World Bank’s LIL project in forestry is likely to undertake aerial photo mapping of forest cover that would be invaluable in establishing assessments of the extent and status of forest resources.

· GTZ’s work in community forestry will continue during 2004. This work undertakes activities in Kampong Thom and has trained a number of staff that may be able to interact or work with a future phase of this project.

· Environmental education networks established by NGOs collaborate upon the development of education materials and their dissemination.

· Community Forestry International (CFI) will establish a program in Cambodia in collaboration with VFI during January 2004 to support the development of local NGO’s working in community forestry and associated policy frameworks.

4.
Assessment of Project Objectives and Design

4.1 Justification 
The concept of the project, over time, has derived its justification from the need for “environmentally sustainable integrated NRM” (pilot phase), for “sustainable NRM through local community participation” (first implementation phase), and for “responsible, productive and sustainable NRM by local communities” in the current phase.

From the discussion of the overall development context of the project, and from the assessments of past developments and present situation of the forestry and inland fishery sub-sectors, it is apparent that there is an objective and urgent need for improved and sustainable NRM. This need is reflected in the sometimes heated and controversial discussions regarding logging practices and mounting preoccupations regarding the state of the living aquatic resources of the Tonle Sap ecosystem (which was the raison d’etre of the project).

Regarding the latter, recent attempts at resource assessment do not show a significant decline in overall catches but a decline of species occupying the upper reaches of the food chain, with potential negative implications for biodiversity. Although it is believed that the fishery could continue at present production levels for some time, many scientists feel that the capacity of fish stocks to sustain itself has reached its limits and that further fishing pressure, habitat degradation and/or changes in the flood regime will, eventually, cause a partial or complete collapse of the resource.

Observers and donors voice similar preoccupations with respect to the degradation and reduction of Cambodia’s forest cover. The reduction of forest cover from about 70 percent to approximately 60 percent over the last decade has been accompanied by an even more dramatic reduction in forest quality. This has not only severely reduced the viability of timber extraction from commercial logging concessions, but also that of a wide range of non-timber forests resources such as resin and sandalwood. Furthermore, people’s rights of access to forest resources have been limited. These factors have further marginalized and impoverished that section of Cambodian society that has traditionally been dependent upon forest resources.

The objective need for the interventions of the project in forestry and fishery resource management in the project area is further supported by :

· The fact that livelihoods based partially or mainly on the extraction and harvesting of “wild” resources are particular vulnerable to habitat loss and degradation and loss of biodiversity. Considering the production patterns, livelihood and coping strategies in rural Cambodia briefly outlined in the preceding chapter, it is evident that the interventions of the project have been, and will continue to be, highly relevant to poverty alleviation, because they help to maintain “last resource activities” open to the marginalized rural poor.

· The, throughout the different phases, increasing focus on CBNRM, from community participation to community based management in the current phase, reflecting a similar evolution of Government policy in this context.

· The inclusion, for the current phase, of upland and other agricultural zones beyond the floodplain, because of the interaction/ interdependencies of their respective production patterns (dependence of fishers on forest products as poles and timber and dependence of upland “secondary – migrant – users on seasonal income and protein supplies derived from the Great Lake). 

The mission feels that the unique experience and institutional expertise the project has accumulated over time fully justifies expenditure to date. Relying mainly on, both national and international, young and motivated, mainly “in-house” trained staff and “soft” interventions centred on learning and communication (in contrast to the heavy handed provision of hardware and infrastructure of many of the other external assistance projects active in rural development), a high degree of cost-effectiveness has been achieved, as clearly illustrated by the number of communities/villages (84 for Cfo and 116 for Cfi) and the area (more than 20 000 and 110 000 hectares respectively) covered by 2003). 

Even considering the increased interest and engagement of RGC and donors in the forestry and inland fishery sub-sectors – the massive ADB pipeline being only one example – the mission sees both scope and justification in continuing the project’s contribution to CBNRM in the project area.

 4.2  Objectives

While the mission is in full agreement with the overall development objectives of the project as evolved throughout the phases, it supports the critical notion of the preceding evaluation regarding their wording. The development objective of the preceding phase “mixed an end (sustainable management of natural resources) with a means (local community participation)”. The evaluation report considered that, while the two may be linked, sustainable management of natural resources requires more than community participation, and community participation can be undertaken for goals other than natural resource management”.  

Similarly, the development objective of the current phase, i.e. “to establish responsible, productive and sustainable management of natural resources by local communities to meet local needs and to stimulate local development within the Province of Siem Reap” implies that the end of “responsible, productive and sustainable management of natural resources” can be achieved by CBNRM alone. This interpretation would invite criticism, as it would abstract from the need for a socio-political environment conducive to CBNRM and a respective regulatory and legal framework.

However, in the light of the considerable efforts the project exerted during the current and the preceding phase in order to help create such an environment (intensive political networking and lobbying on provincial and central level, contribution to the legislative process etc. see next chapter), such criticism needs to be restricted to the recommendation to better formulate and clarify the wording of the development objective for a next phase in case the project is continued.

Regarding the immediate objectives of the current phase. i.e.

· development of community fishery (Cfi) within Siem Reap province, 

· establishment of community forestry within Siem Reap province,

· promotion of private and community based development activities in support of natural resource management, and 

· institutional strengthening and local / regional capacity building.
The underlying rationale is, in terms of causal logic, clear: to develop/establish community fishery/forestry, institutional strengthening and local / regional capacity building is necessary and promotion of private and community based development activities in support of natural resource management, under the assumption that it effectively contributes to NRM, is justified.

However, to what extent the targeted development assistance measures support this assumption depends on nature, quality and quantity of their impact, as assessed in the following chapters.

4.3
Project Design
The mission shares the criticism regarding project design expressed by the previous evaluation. This refers to the definition of beneficiaries to some extent but, in particular, to the log frame planning matrix constructed for the current phase. The matrix has not improved substantially from that of the preceding phase. Although the logical linkages between the different immediate objectives are, at least theoretically, clearly identifiable, the vertical logic of development objective, immediate objectives, outputs and activities still appear somehow “muddled”:

· While it is evident that the immediate objectives can only be expected to contribute to the development objective, given the globosity of the end-of-project situation described, the extent is not specified. It would have been helpful, for M&E and for downward causal logical development to specify quantity and quality of achievement of immediate objectives, e.g. regarding demographic scope or level of self-reliance/sustainability achieved.

· The wording of the development and immediate objectives regarding community fishery /forestry give the impression that the project will develop/establish, somehow diverting from the, per definition, subsidiary nature of the development assistance provided. As the project, in real terms, fully implements the participatory approach postulated in its title, the formulation would be improved if changed to e.g. “development/establishment facilitated/promoted/assisted or similar”.

· Some of the outputs are formulated as objectives, others as activities. Output 4 of the third immediate objective (enhanced food security) is an objective which, in formal logic and in reality, ranks above the development objective.

· The horizontal connections from objectives, outputs and activities to OVI’s and means of verification would benefit from increased clarity and milestones defined in quantity and timeliness of delivery. This would also provide for transparency of day-to-day management, overall feedback of management information.

· Project design and log frame planning did not formulate assumptions. Given the numerous uncertainties of the immediate and wider context the project is implemented in, the inclusion of realistic assumptions would have resulted in improved realism of project design 

The mission understands, however, that no specialized expertise in log frame planning/workshop moderation was available to project management. Given the high complexity of the development effort constituted by the project, the mission feels that further planning would benefit from appropriate assistance in these fields.

The mission, again, shares the observations expressed in the preceding evaluation regarding the time frame of the project. To attain a reasonable autonomy, and thereby sustainability, of CBNRM, even on pilot basis requires a duration which allows for the attitudinal, social, political, institutional, etc. changes to take place and be consolidated. In the light of the frame conditions the project operates in, and the ambitious formulation of its development objective, it is obvious that further efforts are needed in order to deliver the postulates.  

5.
Assessment of Project Implementation, Efficiency and Management

5.1
Project Budget and Expenditure
The  budgets of the three phases have experienced considerable reduction over time:    

· Third phase (implementation)
US$ 1,315,320 (Nov. 2001 - April 2004)
· Second phase (implementation) US$ 1,411,461 (Sept. 1998 - Oct. 2001)

· First phase (pilot) 
US$ 2,882,025 (Jan. 1995   - Aug. 1998)
In the second the second phase of the project, the project managed to stretch the funds provided for 30 months to cover a full 3 years. This was achieved by minimizing the use of professional staff (employing APO’s and volunteers instead), and other savings. 

The current phase is confronted with over-expenditure again, due to the fact that the day-to-day workload has expanded significantly and expenses have increased while the budget for the phase was decreased.  Although additional funds (10,000 US$ per year to support community forestry in Siem Reap) are provided from IFAD / ADESS, the Worldwide Fund for Nature has contributed 4,500 US $ to the training of teachers for the new environmental activities manual and 15,000 US $ could be secured from Capacity 21 and ADB TSEMP Component 1 for training the government staff from around the lake in community fisheries, the budget will be consumed by the end 2003, four months short the envisaged closure of the phase.

The mission is of the opinion that the budget deficit is due to initial under financing and progressively increasing costs. Balanced against project performance, expenditure is more than justified in terms of costs versus benefits. As pointed out before, this is due to the employment of APOs and volunteers and the fact that the appointed individuals proved to be extra ordinarily performing.

5.2
Activities and Outputs
A systematic comparison of actual implementation, to date, of project activities with those foreseen in the project document (see Annex 4) in terms of quality and quantity are provided in Annex 5.

The adequacy of achievement on activity level with respect to the postulated outputs can be summarized as follows:

OBJECTIVE No. 1: Development of Community Fisheries within Siem Reap Province 

Output 1:  Fishing communities within Siem Reap have official responsibility for managing their fishing grounds.
The 10 Cfi’s (comprising 116 villages) supported to date by the project to protect and manage some 108,000 hectares of inundated forests / fishing grounds are officially recognized at the provincial level. Rules and regulations for management approved by provincial and district authorities exist, and management plans based on PRAs and demarcation of Cfi territories have been drafted and are presently under review. Cfi’s have established 12 fish sanctuaries to protect brood stock during the dry season, control destructive fishing practices, and take first steps to control access to the resource by secondary users.  Participatory monitoring and evaluation of social and organizational developments, income and other livelihood related effects and of catch and effort of fishing activities are in the process of being implemented

Cfi’s resource management and planning has been integrated in local planning processes, and the project has intensively and effectively supported efforts on central and provincial level to create an institutional and legal environment conducive to CBNRM in inland fisheries. These efforts have been complemented by communication and education initiatives to improve public and grass-root level support for CBNRM.

Output 2:  Trained Department of Fisheries staff in place in all six lakeside districts  

Over the years, the multiple training efforts and activities aiming at capacity building of the project have produced a core group of motivated, competent and capable line ministry staff who work, effectively, with communities on grass root level. Capacity building has considerably benefited from the inputs of the qualified young international staff and volunteers, and from the recruitment of an APO specialized in training and communication.

Provincial level Ministry staffs that work as facilitators with Cfi’s have received training in subjects like management planning, participatory M&E, PRA, conflict management and assisted in the training of 78 staff from other provinces. The project is presently also training district staff.

Four staff from the Provincial Department of MoE work with the project. They are involved in the Cfi management plans review process and in environmental education, including teacher training.

Output 3:  Standard guidelines prepared for local and national use

Draft guidelines have been completed and will be finalized this year. The guidelines are based, in principle, on local knowledge and on the experience gained from working and consulting with communities on the draft management plans

Draft guidelines have been used for training of government staff and are expected to create co-ownership. Finalized guidelines are still to be submitted to relevant RGC agencies for comments and validation, a task to which the mission invites utmost importance.

OBJECTIVE No. 2: Establishment of community forestry within Siem Reap Province .

Output 1:  Trained staff from the Provincial Forestry and Environment Departments active in all districts of the province.
A core community forestry team of five provincial staff and five district-based staff under the leadership of a team leader has been established in Siem Reap. The team and is highly motivated and competent in the delivery of communication/extension inputs and support to management planning and implementation The number and training of provincial staff is adequate for current purposes. There is an effective mechanism of co-supervision of district staff by the provincial staff in place that maximizes the utilization of the strengths of the individual team members. Monthly meetings provide a basis for regular monitoring together with a measure of critical self-evaluation.

Community forestry has gained considerable support among provincial officials and there are now 44 established sites with 21 completed management plans and another 4 nearing completion. The project is promoting income generation through community forest management to both create incentives for sustainable management and to contribute to local development.

Training of NGO’s (CONCERN, APDO and PADEK) has been provided on facilitation skills and the drafting of community forestry rules. Participation of APDO and PADEK has been limited recently.

Output 2: Legal recognition of community forestry sites and implementation of management plans throughout the province.

As for Cfi, the project leadership has actively pursued advocacy and support to policy dialogue regarding CBNRM in the forestry sector. Together with the feeding of the project's experiences and lessons learned into national discussions by the community forestry team, this has contributed significantly to the formulation of national policy and regulatory frameworks, in spite of the lower levels of achievement by government. Inputs include the drafting of the community forestry sub-decree, the development of national guidelines for community forestry, and the Participative Land Use Planning initiative.

A participatory monitoring and evaluation program has been established within the community resource management program. However, participation appears largely limited to project staff with limited integration of community based monitoring into the process.
There have been some difficulties. Implementation of community rights to commercially manage resources, for example, has met with obstacles and presently remains largely ineffective due to excessively high royalty rates requested by the central level. The limited time during which management plans have been implemented have not allowed for significant experience regarding the development of silvicultural measures. Villagers still lack an appreciation of their value, preferring to manage forests more naturally. 

Establishment of an active role on community resource management and lobbying within Angkor Park in collaboration with the NGO Angkor Participatory Development Organization (former UNV project) has been limited due to jurisdictional conflict between the management authority for Angkor (APSARA) and other government agencies.

Output 3: Standard guidelines prepared for each specific forest category (Angkor Park, Phnom Kulen National Park, non-concession forest and concession forest.

Community forests have been established in each of the four land-use categories in Siem Reap, i.e. national parks, forestry concession lands, non-concession lands and the Angkor Park, demonstrating that community forestry can be applied to a range of land-use categories. 

However, the development of CF0 strategies specific to the different land-use designations is constrained by the lack of clear objectives for each of categories on the part of the responsible RGC authorities. Similarly, the guidelines that have been prepared by the project are detailed, but of general nature. Standardized guidelines for the development and implementation of community forestry for each land category have not been prepared. 

OBJECTIVE No. 3: To promote private and community based development activities in support of natural resource management
Output 1:  Established aquaculture program.

Although a considerable number of farmers (1,000) were trained in family fishpond development and management, only 30% have continued to farm fish after the first two years. This is in spite of the project maintaining six people in the field providing back-up technical support on a regular basis. 

Two private fish hatcheries and ten fish nursery operators were established over a range of geographical locations. Although the project has put considerable effort into this program, the knowledge of both project staff and farmers of suitable techniques is limited. According to project staff, the majority of farmers targeted by the project (that is, according to project design, the poorer sections of the population) are not able to learn from the training provided.

The promotion of indigenous fish species was limited by a lack of knowledge of the biology of both native fish species in general, of the two target species (Pangasius and Trichogaster) in particular, and a growing demand for the introduced Tilapia species.

Training farmers in integrated rice-fish culture activities was generally unsuccessful as only 4-5 of the 30 trainees achieved an adequate level of water management to carry out rice-fish culture activities. 

The organization of farmer field days and study tours was limited due to budget constraints. Guidelines on aquaculture development and management have been drafted. 

Little effort to develop and strengthen the provincial aquaculture program through the Provincial Aquaculture Coordination Committee was made due to a lack of departmental resources and a lack of consensus as to whether or how this should proceed. 

Output 2:  Enhanced agroforestry / horticulture program.

Roughly 100,000 seedlings are produced and out-planted each year with emphasis on on-farm planting with poor farmers. Three tree nurseries and 22 private horticultural nurseries established. In addition, adequate levels of comprehensive training and backstopping for supporting current project activities and outputs stopping were attained in 2003.

Annual extension programs have been efficient in developing an effective and popular program within the wood deficit agricultural belt. Last year, monitoring confirmed that seedling survival rates were high, generally 60 to 80 percent. However, these plantings are unlikely to be sufficient for addressing the wood deficit problem in the agricultural areas on their own. Therefore, the priority should be given tree planting in direct support of areas associated with community forest sites.
Only four of the six potential additional horticultural nurseries were established, possibly due to budgetary than capacity constraints. However, these were established in areas of community resource management and are deemed to be sufficient for current purposes as this brings the total number of these nurseries to 22.

Similarly, the effective development of fruit trees for sale through the existing private horticulture nurseries, together with the required marketing services, have been achieved through farmer training, technical backstopping and liaison. However, sales appear to be lower than production as some producers retain seedlings for expansion of their own productive capacity.

Collaboration with local NGOs to promote agro-forestry development is largely restricted to information exchange through the network and provision of tree seedlings.
Output 3:  Rural credit support program for natural resource management

The project continues to supervise some 30,000$ in revolving funds, distributed 

among 345 saving groups in 20 villages. More than 70% of the beneficiaries are women.

Due to limited staff and the large amount of work involved in assisting

communities to manage these funds, focus of project support is on the proper use of the funds within the communities. The projects collaborates with NGO’s 

(Cambodia Family Development Services, World Relief) who work in Siem 

Reap.

Output 4:  Enhanced food security

The protection and sustainable management of natural resources under both community forestry and community fisheries directly impact food security. Stable or increased fish catches and access to productive forest areas for collection of mushrooms, tubers, and other forest foods. For example, in 2003,12 fish sanctuaries protected and managed by fishing communities, released tons of adult fish to spawn once the floods returned, and resulting in increased catches per fishing effort as reported by fishers.

The mission has doubts with respect to the significance, for increased food security in the project area, of the horticulture and aquaculture activities supported by the project .

The scope of collaboration of the project with FAO’s Special Programme on Food Security and it’s Regional Programme (SPFS) on Integrated Pest Management (IPM) appear limited in geographic extent and impact. The project provides logistic support to the staff from Phnom Penh, but interactions in the field are limited due to the fact that the project is working in different areas and the SPFS has not had funds to expand into the community resource management sites as originally foreseen. However, as the SPFS is expanding, in its extension phase and with additional funding from the Japanese and Italian Governments, collaboration will become more intense.

OBJECTIVE No. 4 : Institutional strengthening and local / regional capacity building

Output 1: Established provincial community resource management unit

On provincial level, a community forestry unit and provincial community fisheries unit are established All field activities are now integrated within the respective departments' annual work plans and are included within the commune, district and provincial planning frameworks.
Output 2:  Training in community resource management provided to government staff from MoE and MAFF and select community leaders from around the Tonle Sap Great Lake.

A provincial training needs assessment for the implementation of all project activities was limited to project staff.   Community leaders and other stakeholders receive on site training by counterpart staff in the planning and management of natural resources.   Numerous other staff and community leaders from around Cambodia have benefited from study tours to the project. 

Job descriptions and recommendations for the establishment of a training and field demonstration program in Siem Reap were developed together with a work plan by the advisor and key staff through a workshop with project staff and other invitees. 

Extensive training and extension activities concerning community resource management were undertaken by the project. The number of requests limited the level of production of appropriate education/extension materials.
Output 3:  Environmental education program implemented in support of natural resource management 

An initial environmental education strategy for natural resource management led to the establishment of an active program and supporting educational materials that have reached a wide audience. The intended target group is lakeside and forest-related communities, children and the general public. Whilst education of key provincial decision-makers is not a target, the project leadership on an ad hoc basis has focused upon this group. 

The project has produced an environmental activities manual, which the mission considers a professional product of high quality developed according to field practices.  Based on the manual, a new environmental education program has been launched in schools. Also, comprehensive training in the use of the manual was provided to lecturers from the Royal University and 60 teachers for 5 weeks.

The project also provides continuing support to the GECKO center. The center is successful in educating a wide range of people, particularly children’s groups and Cambodian visitors as well as foreign tourists. An attractive comprehensive book on the Tonle Sap Great Lake covering history, culture, ecology, annual hydrological cycle, fisheries and environmental issues and strategies has been published and is now available in some Phnom Penh bookshops.

Output 4:  Training / study tours

A wide range of training activities has been undertaken on a regular basis.  District level workshops for local authorities and development committee members on participatory approaches to natural resource management have been organized to raise awareness and introduce the subject as a basis for assisting local authorities to understand and accept project activities.

Training of project counterpart staff on development and adaptation of participatory approaches was apparently less successful than that provided on technical subjects. This is partly because the level of monitoring and backstopping of the different sections varied. Repeat monitoring and evaluation visits were limited to the environmental education unit.

Few counterpart staff has participated in overseas training and/or study tours. Also, and in spite of hosting visits by many other groups, there were few exchange visits or in-country study tours for staff and members of management committees. This may reflect, in part, a decree of primacy that this project has over other, generally less developed, programs.

Community level trainings in support of natural resource management plan implementation are ongoing. Management plans for community fisheries and community forestry are in various stages of development. Initial focus was placed upon those communities that were identified as target communities in the early stages of project implementation. However, the project has also been responding to requests from other communities. Consequently, the extent of implementation of those plans that have been completed varies.
Output 5:  Institutional collaboration

A wide range of information-sharing activities has been undertaken by the project. These primarily concern the documentation of lessons learned from experiences gained during the implementation of phase II of the project, and the regular hosting of study visits by a wide range of government and community groups. Currently, visits occur about twice a month. Ongoing activities also aim to identify lessons learned from phase III of the project.

Collaboration with other agencies and projects, as well as project activities regarding policy and legislation are commented upon in several chapters of this report.

5.3
Government Support
The mission observed that he project is well known and highly appreciated, both on national and on provincial level. As a result, it enjoys excellent support from the counterpart line ministries.  At the provincial level, the project is physically accommodated in the provincial department of agriculture, forestry and fisheries. In addition, office space has been allocated within the provincial environment department. A very competent and charismatic National Project Director has been with the project since the year 2000.

Representatives of government agencies and other senior RGC officials visit the project regularly. The Minister of MAFF periodically visits Siem Reap and is briefed on project activities; and the Minister of MoE is a strong supporter who, in early 2003, issued prakas (ministerial directive) that turned over the community forestry sites located within protected areas to the local communities for management.  The Director General of the Fisheries Department pays frequent visits; he views Siem Reap as a model for community fisheries development.  

The Department of Forestry of MAFF has been less engaged, although the Director has visited the project and periodic missions are sent to review progress. However, the Director has now proposed to post his Community Forestry Chief to Siem Reap and to use Siem Reap as the model demonstration/ training site for community forestry.  He proposes to send his staff from other provinces to Siem Reap for training, to enable implementation of the new sub-decree for community forestry.  The Director is also requesting that the project assists him with the drafting of prakas required for effective implementation of the new sub-decree.

The project is now effectively integrated within the overall commune, district and provincial planning framework. Staff from the project participates regularly in meetings at the local and provincial levels. Local and provincial authorities provide support to the project and are active in conflict resolution when required.

The Steering committee foreseen in the project document never became an effective instrument of project management and was discontinued.

5.4
Project Management
Project management, as observed by the mission during their visit to Siem Reap, is closer to a participatory consultative process involving both international and counterpart staff than to hierarchically structured administration.  Transparency is encouraged, with weekly or bi-weekly meetings of all sector staff and their respective supervisors. Every Monday morning a supervisors' meeting is held to discuss progress, current and planned activities.

The mission is of the opinion that the approach to management chosen is directly responsible for the achievement in capacity building and that the process orientation of implementation has allowed constructive responses to both emerging opportunities and constraints.    

The project prepares a progress report every six months, which is submitted to RGC, the Donor and FAO.  In addition, every six months the project prepares and circulates a concise project status report to keep the project partners, government officials and interested players within the donor community informed.

The considerable reporting efforts of the project have contributed to the establishment of direct and close collaboration with the host institution at the provincial level.  All project activities are now planned in integration with local planning processes and are included in the provincial forestry and provincial fisheries departments' annual work plans.  The counterpart staff’s capacity for planning and implementation of project interventions have, apparently, significantly increased during the course of the last phase, and the staff interviewed by the mission gave an impression of competence and professional attitude.  

However, the mission has doubts whether it is feasible to hand over full project management responsibility to the Cambodian partners. There are a number of reasons for this, e.g. 

· The project is still an important player in influencing sector policies and legislation.  The fisheries legislation is still pending and implementation of the new community forestry sub-decree has yet to start.  The project has the weight and influence of FAO / UN, a lead agency in CBNRM. It is, therefore and because of its successful track record, better placed to facilitate innovative strategies than government agencies/officer who, in the present situation of governance, are somehow still vulnerable to outside pressures and patronages.

· There are emerging externalities, which do not encourage a premature handover. They concern reorganization trends on line ministry level, as the separation of the Forestry line of command from DAFF, and the ADB TSEMP Component 2 which will absorb trained staff, thus weakening the present capacity while providing little guarantees as to when and to what extent it will substitute present project delivery. 

· Project management still relies on the presence of ex-pats. The mission feels that, in the given socio-cultural/psychological setting, this presence provides status to counterpart staff and significantly increases the visibility and political weight of the project. To leave the project without this input would constitute a considerable risk.

5.5
Technical and Operational Backstopping
In the first phase, and to a reduced extent in the second phase, technical backstopping from both FAO Rome and FAO Bangkok played a significant role in implementation. In the third phase, direct technical backstopping was neither requested nor received by the project. Senior management has been in place for six years (international team leader) and three years (national project director) respectively and the project had a lucky hand in choosing a team of young motivated and volunteers with an exceptional level of expertise and experience.  

While not receiving technical backstopping, which had been one recommendation of the last evaluation, the project has had adequate support, via e-mail, from the relevant technical divisions of FAO in Bangkok and Rome. The FAO Representative in Phnom Penh has been a staunch supporter of the project and continues to ensure effective and efficient implementation.  

Senior Government officials from the respective ministers down through the state secretaries, department heads and division chiefs, together with the Belgian Counsellor, and the FAO Representative have provided an effective and reliable backstopping mechanism throughout the phase.

6.
Assessment of Results and Effectiveness

6.1
Effects and Impact
The contribution of project to the development objective: “to establish responsible, productive and sustainable management of natural resources by local communities to meet local needs and to stimulate local development within the Province of Siem Reap” can be classified into impacts on target group level, impacts on the political and institutional environment of CBNRM, and capacity building and institutional strengthening.

On target group level, the facilitation of and support to CBNRM has resulted in tangible benefits. More than 200 villages have control of and secured access to the natural resources upon which their livelihoods depend. Project support has significantly enabled emerging CBO’s to build up functioning organizational structures, thus demonstrating the feasibility of, and their potential to, implement CBNRM on a self-reliant and sustainable basis.

On political level, the project exerted considerable efforts, during the current and the preceding phase, in terms of intensive political networking and lobbying for CBNRM on provincial and central level.  Its contribution to the legislative process has been instrumental in the process of creating an environment that, for the first time in Cambodia, will provide the political, institutional and legal conditions for CBNRM.

The intensity, in both quality and quantity, of capacity building by the project has, over the years, produced motivated, competent and capable line ministry staff who work, effectively, with communities on grass root level. Capacity building has considerably benefited from the recruitment of an APO specialized in training and communication.

Overall, the project has significantly improved the visibility of the complex and often controversial nature of natural resource use in the Tonle Sap ecosystem and the plight of the rural people whose livelihoods depend on these resources. An example witnessed by the mission regards the widespread land grabbing and destruction of flooded forest within the province preceding the national elections in July 2003. Individuals and communities were encouraged, for political gain, to expand cultivation into flooded forest of the inundated zone. While RGC authorities were unable to enforce laws outside of community fisheries prior to the election, no forest within the boundaries of the community fisheries sites was cleared.
6.2  Sustainability and Environmental Impact of Results 
The most significant impact of the project, both in terms of quantity (communities reached and floodplain area covered) and quality (level of self-determined management, recognition of Cfi’s as a management instrument etc), has been achieved in community based management of fishery resources.  Project activities were instrumental in the decision of RGC, in late 2000, to release of more than 50% of the lake area exploited by commercial fishing lots to local communities for community fisheries management. In Siem Reap province, the project has been on the forefront of the fisheries “sector reform” since it has been set in motion by RGC.  In the process of RGC adopting a community resource management approach, and drafting supporting legislation, the project has been a major player.  
The project has significantly contributed to sustainable management of forest resources by successfully introducing community forestry as a development option and as a permanent land use practice within Siem Reap province. 

The project expanded to all of the province’s districts following regular self-evaluations, as well as to all land-use categories represented in the province. This process has established pilot interventions that have assisted target communities to meet their own needs, and to stimulate development within their villages. However, the viability of individual forests remains uncertain and requires monitoring and evaluation.

Recent data being developed by the current forest sector review process indicates that about 66 percent of Cambodia’s forests lie within ten kilometers of a village. This suggests that there is a great scope for the expansion of community forestry within Cambodia. However, in order for this potential to be addressed, a solid legal foundation is required, together with economic incentives for communities to sustainably manage their forests, and mechanisms for preventing illegal activities and regulating access of secondary users and outsiders.

Legal recognition of community forestry sites has been greatly enhanced through contributions the project staff made to the drafting of the recently adopted sub-decrees on community forestry and the draft sub-decree on protected area management. This advocacy has facilitated implementation of management plans in Siem Reap and assisted in extending the process and strategy to other provinces.

While a sub decree now provides a legal framework for community based management of forest resources within the forest estate, the effective transfer of management capacities and powers will remain a challenging task. 

While the current sub decree does provide a mechanism for legalizing existing Cfo’s, it falls short of providing a basis for promoting the establishment of further community forestry initiatives through empowerment of local communities. Further prakas are required before a smooth process for Cfo development within the forest estate can be established. In addition, it remains unclear as to whether the forthcoming sub-decree on protected areas will facilitate empowerment of local communities for CBNRM considering that it forbids commercial resource use, thus limiting incentives for protection and management.

Future management plans, for Cfo’s in both the forest estate and in protected areas, will need to focus on providing greater scope for the development of economic incentives through the development of additional products, such a high-grade charcoal, and marketing arrangements that provide greater returns to the community. 

With respect to the supporting activities the project implemented in fields like aquaculture, agroforestry horticulture and rural credit, the mission shares the doubts of the preceding evaluation and the tripartite review as to their effectiveness, relevance to the development objective and sustainability. Although implementation has been, mostly, effective, impacts are not of the magnitude that would be required to decrease pressure on “wild resources to any measurable extent, and accumulated income effects are not in balance with the support efforts exerted.

Nevertheless, the findings of the mission clearly show that the project has been the instrumental, if not the decisive factor regarding the establishment of CBNRM in the forestry and fishery sectors of Cambodia. However, with social organization and cohesion still impaired as the result of decades of civil strife, and with little tradition in communal management, communities still need assistance to manage their resources self-reliantly.

Therefore, the mission shares the reservations expressed by the preceding evaluation with respect to the time frame of the project. To attain self-reliance, and thereby sustainability, even on pilot basis, CBO’s requires a duration which allows for the required attitudinal, social, political, institutional etc. changes to take place and be consolidated. In the light of the development context in which the project operates, and the ambitious formulation of its development objective, it is obvious that further efforts are needed in order to deliver the postulates.  

Also, and notwithstanding the considerable contributions of the project, the legal and institutional framework of CBNRM is still in its infancy. Although the sub decree on community forestry has been adopted by the Council of Ministers, it is not as comprehensive as initially conceived/drafted. Also with respect to the sub decree on community fisheries, uncertainties continue.

The mission is in full agreement with the project strategy, which, different from many other development assistance projects, has abstained from infrastructure and production input “donations”, relying on “soft ware” support, facilitation, and information and communication inputs instead. This has undoubtedly improved the self-help capacity of the target people and created a base for, eventually, self-reliant CBOs.

The mission did not arrive at a quantified approximation of the impact of the project regarding the sustainability of community-managed resources. The lack of monitoring of the natural resources base of the target area, other than site inventories, precludes a clear assessment of the impact of the project regarding the sustainability of these resources. In this context, it is encouraging that the project is developing participative M&E. 

6.3
Gender Equity in Project Implementation and Results

While the traditional Cambodian society is structured hierarchically and along gender lines, the civil strife and social unrest of the last decades have undoubtedly contributed to both geographical and occupational mobility of and within households. Although some tasks are still primarily a woman’s or a man’s job, division of labor has become more flexible, especially in the poorer households with limited assets. In particular women do all sorts of tasks, in female-headed households by necessity, but also in male-headed households and according to available coping strategies. 

Therefore, it can safely be assumed that project impacts with respect to improved natural resource availability benefits both men and women. It is also evident that the interventions of the project are highly relevant to poverty alleviation across gender lines, because they help to maintain “last resource activities” open to those marginalized rural poor whose livelihoods based partially or mainly on the extraction and harvesting of “wild” resources.

The project assisted credit disbursement has been successfully addressing women’s specific needs by channeling special credits for women headed households, organizing a rattan basket program and supporting appropriate technologies to relieve the work burden. Presently, more than 70% of the people who have received loans are women.
The collection of gender specific data, especially as regard the collection pattern and uses of timber and non-timber forest products are part of the PRA’s and will be part of the M&E program just coming online. 

6.4
Cost-Effectiveness
As pointed out repeatedly, the mission found the implementation of current phase highly cost-effective, considering the impacts achieved on the ground, its contribution to CBNRM on political level and in terms of capacity building and a budget, for a foreseen duration of 30 months, of little more than US $ 1,3 million. Choice of young, motivated international staff putting little burden on the budget, in-country training at low costs and synergy with other development assistance efforts and minimal expenditure on hardware are main factors.

The mission believes, however, that some of the supporting activities sponsored under the immediate objective 3 (aquaculture, horticulture) did not contribute to the development objective to the extent that would fully justify expenditure. The same can be said regarding the credit component, not so much for the moneys involved but for the effort invested.

6.5
Major Factors Affecting the Project Results
Apart from being cost-effective, the approach to implementation chosen (reliance on “software” and participation instead on top-down interventions made palatable by large-scale provision of hardware, infrastructure and funds) is a major factor for the project’s success. Relying on software implied the training of sufficient (in quantity and quality) counterpart staff, which, in turn, resulted in capacity building and institutional strengthening.

The second major factor that contributed to success was, and is the fact that the project has not waited for the development context to become conducive to CBNRM but has actively contributed to the improvements witnessed over the last years.

The project has benefited from the favourable attention it has received from high-ranking RGC authorities, but has also attracted this attention, by being visible and by addressing issues and problems high on the national agenda. It has also profited from the establishment of peaceful conditions in the project area in recent years.

Major factors that have constrained project achievement are pertaining problems of governance. They include reluctance of government staff to enforce regulations and restrictions of resource utilization, lack of accountability of public institutions and local leaders, insecurity and illegal activities of armed police and military.

The inadequate performance, in terms of contributing to the development objective, of outputs in the field of agroforestry, aqua- and horticulture can at least partly be attributed to deficiencies in project design, notably the somehow “muddled” log frame matrix.

7.
Conclusions and Recommendations
7.1
Conclusions

7.1.1 Background and Context 

The livelihoods of most of the rural poor in Cambodia depend, apart from occasional and marginally paid wage labour, on natural resource utilisation. The RGC’s Governance Action Plan has identified natural resource management, together with crosscutting issues such as judicial and legal reforms, decentralization and other efforts to improve governance, as one of the prerequisites of equitable and sustainable development.

Rural development and natural resource management are seen as essential to social peace and environmental sustainability. Besides land distribution and tenure issues, improved forestry management and the protection of aquatic resources and fisheries are prioritized.

The Tonle Sap eco-system constitutes the most important natural resource base in Cambodia. It is considered of critical importance for the national economy, the national food balance, food security and nutrition of the Cambodian people. For the communities within the floodplain and the adjacent agrarian and upland forest area’s, which depend on primary production, it is the mainstay of their livelihoods. It is estimated that some four million people (one third of the national population) rely on the utilization of the living aquatic resources, directly or indirectly, for food, income and employment. 

Furthermore, there is a significant inter-relationship between the livelihoods of those dependent upon fishery and those dependent upon agriculture and forest resources. Farming families of the agro-economic belt, in particular the poor (including slash and burn cultivators), fish seasonally and buy/barter fish for pra hoc making; fishers depend on timber and other forest products, for example for house/boat construction and artisanal gear manufacture..  

However, there has been a steady decline, over decades, in resource availability, in particular loss of upland and flooded forests, as well as a decline in biodiversity. The development context of the provinces bordering the Great Lake is evolving quickly, with improved communications and accelerated economic development increasing resource pressure. The "carrying capacity" of the existing natural resource base is approaching its limits. Unless protected, increased population pressure, together with weak governance, will erode resources further, thus exacerbating rural poverty on large scale.

To maintain the productivity of the Tonle Sap Great Lake eco-system, and to provide a sound basis for future socio-economic development, will require integrated and efficient management of both aquatic and terrestrial living resources. Especially in the natural resource management of the forestry and the fishery sectors, CBNRM has the potential to become a key instrument. The project has pioneered and supported CBNRM in Siem Reap province and, based on its results and on recent major improvements of institutional and legal frame works, the further consolidation and expansion of demand CBO’s to manage communal resources for the benefit of its members is justified.

7.1.2 Project Design and Justification
The concept and justification of the current phase of the project is based upon the assumption of the need for “responsible, productive and sustainable NRM by local communities” (Development Objective).

The mission is in full agreement with the development objective and the rationale of the project. The need for improved NRM is evident and reflected in the sometimes heated and controversial discussions regarding logging practices and mounting preoccupations regarding the state of the living aquatic resources of the Tonle Sap ecosystem (which was the raison d’etre of the project).
Also regarding the immediate objectives of the current phase. i.e.

· development of community fishery within Siem Reap province, 

· establishment of community forestry within Siem Reap province,

· promotion of private and community based development activities in support of natural resource management, and 

· institutional strengthening and local / regional capacity building.
The causal logic employed is clear: to develop/establish community fishery/forestry, institutional strengthening and local / regional capacity building is necessary and promotion of private and community based development activities in support of natural resource management, under the assumption that it effectively contributes to NRM, is justified.

A minor criticism regarding project design concerns the log frame planning matrix constructed for the current phase. The matrix has not improved substantially from that of the preceding phase, in particular the vertical logic of development objective, immediate objectives, outputs and activities still appear somehow “muddled”, with outputs postulating achievements normally found on the level of “overall objectives”, or indicators not suitable for M&E.

The mission feels that the unique experience and institutional expertise the project has accumulated over time fully justifies expenditure to date. Relying mainly on both national and international young and motivated, mainly “in-house” trained staff and “soft” interventions centred on learning and communication, a high degree of cost-effectiveness has been achieved. 

7.1.3 Project Implementation, Efficiency and Management

The mission reviewed, in detail, activities undertaken as compared to activities planned in project design. The mission concluded that implementation of project activities has been adequate and efficient. 

The efficient use of project resources pointed out above has lead to the establishment of a large number of communities taking responsibility for protection and management of natural resources. To date, some 110 000 hectares are under Cfi’s, and more than 20 000 hectares under Cfo’s.

Project management has, apart from promoting sustainable CBNRM, focused on capacity building at the provincial, district and local level and on the development of legislation and policy development on the national level.

Project delivery has been timely, except for the reluctance of the Forestry Department to lower royalties for poles and other NTFR, which has slowed down implementation of management in some areas. Delivery of activities under the outputs 1 and 2 (aquaculture/ horticulture) has provided little contribution to improved NRM.

7.1.4 Results and Effectiveness

The contribution of project to the development objective: “to establish responsible, productive and sustainable management of natural resources by local communities to meet local needs and to stimulate local development within the Province of Siem Reap” can be classified into impacts on target group level, impacts on the political and institutional environment (frame conditions) of CBNRM in the Kingdom, and capacity building and institutional strengthening.

On target group level, the facilitation of and support to CBNRM has resulted in tangible benefits. More than 200 villages have control of and secured access to the natural resources upon which their livelihoods depend. Project support has, significantly, enabled emerging CBO’s to build up organizational structures which show the potential to implement CBNRM on a self-reliant and sustainable basis.

However, the absence of monitoring of the natural resources base of the target area, other than site inventories precludes a clear assessment of the impact of the project regarding the sustainability of these resources. Nevertheless, the project has been developing participative M&E. 

The mission shares the reservations expressed by the preceding evaluation regarding the time frame of the project. To attain self-reliance, and thereby sustainability, of CBNRM, even on pilot basis requires a duration which allows for the attitudinal, social, political, institutional etc changes to take place and be consolidated. In the light of the development context in which the project operates, and the ambitious formulation of its development objective, it is obvious that further efforts are needed in order to deliver the postulates.  

The considerable efforts the project exerted during the current and the preceding phase in terms of intensive political networking and lobbying on provincial and central level, and its contribution to legislative process, have helped to create an environment that, for the first time in Cambodia, provides the political, institutional and legal conditions for CBNRM.

The intensive, in both quality and quantity, of capacity building inputs of the project have, over the years, produced motivated, competent and capable line ministry staff who work, effectively, with communities on grass root level. Capacity building has considerably benefited from the recruitment of an APO specialized in training and communication.

Project impacts with respect to improved natural resource availability benefit both men and women. Interventions of the project are highly relevant to poverty alleviation because they help to maintain “last resource activities” open to those marginalized rural poor whose livelihoods based partially or mainly on the extraction and harvesting of “wild” resources.

A major factor for the success of the project was that it did not wait for the development context to become conducive to CBNRM but actively contributed to the improvements witnessed over the last years.

Overall, the project has significantly improved the visibility of the complex and often controversial nature of NR use in the Tonle Sap ecosystem and the plight of the rural people depending on them. 

7.2
Recommendations

7.2.1
Recommendations for the remainder of the current project phase

To executing agency and project management

Should the donor and RGC decide to continue the development assistance effort, the executing agency and project management should ensure effective bridging of activities and support into a 4th phase. To ensure effective bridging, additional funds will be required. 

For the remainder of the present, and the bridging phase, the mission, recommends project management to focus on the finalization of  management plans for Cfi’s, to complete guidelines for both Cfo/Cfi management and to concentrate efforts and means on the implementation of measures as foreseen in the Management Plans.

The mission recommends continuing support to environmental education, but to phase out/wrap up support components of aquaculture and transfer the subcomponent to DAFF or to other projects. Future support to horticulture development and rural credit should be limited to activities directly associated with CBNRM and results should be monitored to this end.  

An assessment of staff performance and training needs should be undertaken prior to the departure of the APO currently charged with training facilitation.    

Should it be decided to discontinue assistance, project management should document lessons learned and transfer responsibilities to DAFF and/or, when it comes on-line, to the TSEMP. In this case, the mission also suggest a workshop to be organized to present findings and conclusions, as well as lessons learned over the years, to the public, RGC and the donor community.

7.2.2 Recommendations for continuing support 

To the Donor and RGC 

The mission sees both scope and justification in continuing the project’s contribution to CBNRM in the project area and, possibly, in other provinces. Therefore, it recommends to continue development effort for another phase. The first year of the fourth phase should focus upon the consolidation of activities within Siem Reap prior to the extension of activities to other provinces. This consolidation should include a training needs assessment and the development of staff facilitation skills rather than implementing skills.
This recommendation is based on the findings of the mission, in particular:

Overall, the achievements of the project to date have been instrumental for the innovation of CBNRM (community forestry and fishery) in Cambodia. However, with social organization and cohesion still impaired as the result of decades of civil strife, and with little tradition in communal management, communities still need assistance to manage their resources self-reliantly.

Notwithstanding the considerable contributions of the project, the legal and institutional framework of CBNRM is still in its infancy. Although the sub decree on community forestry has been adopted by the Council of Ministers, it is not as comprehensive as initially conceived/drafted. Also with respect to the sub decree on community fisheries, uncertainties continue.

The project is the most significant example for successful implementation of CBNRM in the country. Achievements need to be consolidated, however, and there is considerable scope for expansion. If discontinued beginning of 2004, it is likely that the resulting loss in institutional development assistance capacity will leave emerging CBO’s in jeopardy. 

Regarding community forestry, the administrative changes apparently in the pipeline (i.e., the regionalisation process involving the establishment of regional inspectorates, cantonments and divisions) warrant continued and focused support to communities that have benefited from project assistance to date. Activities in the fourth phase should be phased so as to consolidate efforts within Siem Reap prior to expansion to other provinces. This should be done by:

· Defining a clear strategy for determining priority sites and interventions that maximize the effective promotion of community forestry in the evolving socio-economic context.

· Strengthening of institutional capacity by increasing the number of competent staff so as to be able to respond to this consolidation, and provide for future program extensions, both within Siem Reap and neighboring provinces.
With respect to fisheries, the mission feels that, in the light of the uncertainties with respect to timing, duration and likely impact, on community fisheries development in the country, of the ADB financed TSEMP Component 2 project, which the review had envisage to take over/continue the respective efforts of the project, efforts to support community fisheries in Siem Reap should be continued, in order to:

· Secure and consolidate achievement,

· Further facilitate and enhance community organization for NRM,

· Provide for continuing availability of trained staff, and

· Continue to promote a legal, political and institutional environment conducive to CBNRM

· Ensure effective handover at an appropriate juncture. 

In spite of the considerable achievements of the project to date, community fisheries in Siem Reap (and more so in the other provinces bordering the lake) still needs considerable support, if it is to take the role in living aquatic resource management envisaged by the sector reform. Having pioneered community fisheries in Cambodia, it would be regrettable if the institutional knowledge and experience accumulated by the project were lost.

Also, the project is envisaged to expand into Banteay Meanchey Province in the future. The province has significant floodplain areas, 80% of which have been released for Cfi’s management. As the ADB financed TSEMP will not cover the province, the project, if continued into a 4th phase, would be the only source of quality development support available to the communities.

Expansion of the project should build upon this economic relationship between fishing and forest-related communities as well as developing new products and markets for them.  Future interventions should continue to focus upon facilitating strong linkages with government and non-government sectors in support of project implementation and the development of synergetic relations with other development activities.

Also, project design should provide sufficient focus on environmental impact and sustainability, as it had in the first phase. This should include the integration of remote sensing and mapping techniques, particularly aerial photo interpretation, with community based monitoring of natural resources.

To project management

The mission recommends to the project management to:

Build further capacity required for the expansion of activities to other sites in Siem Reap and other provinces. More staff will be required as the volume of work increases, particularly at district level, and the need for staff to move towards facilitation rather than implementation will become more acute. 

Strengthen the capacity for strategic planning, particularly for community forestry activities, to assist in the effective targeting of project inputs and to provide a clearer baseline for monitoring and evaluation.

Continue support to, and supervision of, horticultural activities and revolving funds only if they facilitate value added activities directly related to forestry and fishery resources. Development support for income generating activities not directly related to CBNRM, should be undertaken by other projects/programs focusing on the development of the agrarian agro-ecological zone and be integrated into the provincial development frameworks/wider development programs.

7.2.3
Recommendations for natural resource management in Cambodia

To the government

The mission recommends that RGC continues its dedication and commitment to the conservation and sustainable management of fishery and forestry resources, by creating respective policies, a legislative and management environment conducive to CBNRM. The achievements of the project to date have clearly demonstrated the feasibility of CBO’s managing their resources, but have been achieved, partly, in a legal vacuum. In order to make CBNRM a self-reliant and sustained instrument of NRM on national level, it has to be based on solid legal and institutional foundations.

The RGC should extend the lessons learned from this project to all lakeside provinces, as an example that demonstrates that CBNRM is an instrument that can contribute to the primacy of the Tonle Sap ecosystem. The government should embark in an integrated natural resource management program to replicate and adapt the experience in all lakeside provinces, involving the TSEMP sponsored by ADB/UNDP/GEF, Phase IV of the current project, rural development in the agricultural belt and further community forestry initiatives.

This program should carefully consider the likely and potential impacts of the evolving socio-economic context of the Great Lake area and develop a strategic approach to the prioritizing/targeting of future project inputs. Key elements of this context include the new land law and ongoing land titling project, a large and rapid increase in the number of requests from communities for assistance that will far outweigh any current or future capacity to respond, and the generally increasing economic activity / productivity of the associated agricultural areas including improved access to resources and markets through reconstruction of national highways and other major roads.

8.
Lessons Learned

1) 
The main lesson learned from the project concerns the fact that the project has not waited for the development context to become conducive to CBNRM but has actively contributed to the improvements witnessed over the last years. This shows that projects do not need large portfolios to influence national policies for the benefit of rural people. 

The approach to target group work and the establishment of CBNRM changed, with CBO’s slowly becoming stronger, from “top-down facilitation” and development with communities, to a clear focus on strengthened self-reliance and development by communities. This process has only begun and will need considerably more time to become self-propelling, but the project’s experience has shown that community empowerment for CBNRM can be achieved even under adverse conditions.

The project has also demonstrated that, given training of sufficient quantity and quality is provided, capacity building and institutional strengthening will result in counterpart staff working, with dedication and motivation, on grass-root level.

2) 
A second important lesson learned is that only a well-known international organization (like FAO) is able to bridge the wide gap between the grass-root level and the central government and has enough influence to urge the national authorities to incorporate community-based management into the legislation to ensure the sustainability of the activities in the villages.  

3) 
To facilitate the project management to set up an adequate monitoring and evaluation system it appears absolutely necessary that the project formulation clearly indicates the priorities as well as the necessary indicators to limit the activities in space, time and means (result oriented budget).  
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