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ABSTRACT

The basic thrust  of  the SARDEP approach a ims at  c los ing
the gap between farmers and support  organisat ions by
promot ing the creat ion of  a pol icy f ramework conducive
to susta inable development ,  support ing communi ty  based
o rgan i sa t i ons  i n  f  i nd ing  so lu t i ons  t o  t he i r  p rob lems  and
e n c o u r a g i n g  s u p p o r t  o r g a n i s a t i o n s  i n  o r i e n t i n g  t h e i r
serv ices towards the needs of  communal  farmers.

INTRODUCTION

Namibia iaces the chal lenge of  untangl ing the in terwoven
legal past of its colonial and apartheid systems. Sixty years
of  of ten conf l ic t ing and poor ly  designed legis lat ion has le f t
the current legal f ramework governing natural resource use
and access in Namibia confused. However, natural resource
management is an explicit ly recognised policy issue although
po l i c i es  a re  no t  a lways  gu ided  by  cons ide ra t i ons  o f
sustainable resource management alone. There are polit ical
forces, conf l icting interests and ethnic conflicts at work which
may lead to unsusta inable compromises.  Ar t ic le  95 of  the
Namibian Const i tu t ion provides for  secur ing the wel fare of
the people wi th the adopt ion of  pol ic ies which wi l l  conserve
a n d  m a i n t a i n  e c o - s y s t e m s  a n d  e s s e n t i a l  e c o l o g i c a l
processes and ensure the uti l isation of the natural resources
on a susta inable basis .

Livestock keeping is the principal activity and source ol
l i ve l i hood  fo r  t he  ma jo r i t y  o f  t he  peop le  i n  SARDEP 's
southern, eastern and western programme areas.

It is obvious that conventional range and livestock managers
are currently i l l-equipped to face the new challenges resulting
from the rapid change in the pastoral economies of Namibia
which manifest themselves in increased pressure on the
natural resources caused by high population growth, over-
ut i l isat ion of  the natura l  resources,  drought ,  ecological
deg rada t i on ,  g row ing  soc io -economic  d i spa r i t i es  and
increased disintegration oi existing traditional structures and
cul tura l  va lues.5

Achiev ing susta inable natura l  resource management is  no
longer s imply a technical  mat ter .s

POLICY INITIATIVES AND INSTITUTIONAL CHANGE
AT NATIONAL LEVEL

SARDEP endeavours to create conducive conditions in which
such a orocess can flourish. On the national level SARDEP
supports structural and policy changes that allow more broadly
based participation by the rural populations. This includes
government recognition of community based organisations
and their empowerment and a realistic assessment of the
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varieties of government reforms necessary for such a role
change. Consequently, SARDEP has not only concentrated
on communal develooment etforts but was instrumental in
the formulation of policy guidelines for sustainable natural
resource management.r0 Through membership on various
ministerial tasks forces and steering committees, SARDEP
was able to influence policy init iatives on related policy issues
such as the National Agricultural Policy, the Drought Policy of
Namibia, the Communal Land Policy, the National Policy on
Combating Desertif ication and the National Policy on Rural
Development.l l  SARDEP participated in the elaboration of
the national research and extension strategies and in the
agricultural sector reform programme.

On inst i tu t ional  change,  SARDEP supports  the Department
of Agriculture and Rural Development in attempts to shift
from top-down coercion to third-party facil i tation.l

EMPOWERMENT OF LOCAL COMMUNITIES

Communal  development  cannot  grow in the absence of
genu ine  l oca l  commun i t y  s t ruc tu res  recogn i sed  and
empowered  by  t he  Gove rnmen t .  On  communa l  l eve l ,
SARDEP re l ies on matching the needs of  the communal
l ivestock holders wi th the organisat ional  competence for
decis ion-making and implementat ion at  the communi ty  level
and the bui ld ing of  local  capaci ty  to d iagnose and solve
problems through communi ty  based organisat ions that  are
able to sustain activit ies.

Part ic ipat ing communi t ies in  the p i lo t  areas of  Gibeon,
B louwes  and  Ga inachas  i n  t he  sou th ,  o f  Okaka ra ra ,
Okamatapati and Epukiro in the east, of Okongo, Tsandi
and Uuvuudhiya in the north and of Grootberg, Omajette
and Okombahe in the west of the country have established
various types of community committees in the pilot and test
areas.  The commit tees which inc lude men and women,
owners of large and small number of l ivestock, and people
wi thout  l ivestock,  are wel l  recognised in the communi ty  and
are led by a chair person, a secretary and a treasurer. As
most  members wi th in the p i lo t  areas were unfami l iar  wi th
the  concep t  o f  j o i n t  communa l  ac t i on ,  SARDEP spen t
considerable time and resources during the init ial three years
on awareness creat ion for  susta inable natura l  resource
managemen t ,  on  ro le  c l a r i f i ca t i on ,  on  human  capac i t y
bu i l d i ng  th rough  the  p rov i s i on  o f  t r a i n i ng  on  i ssues  o f
communi ty  development ,  leadership sk i l ls ,  organisat ional
management and sel f -help promot ion.  In  addi t ion,  SARDEP
supports  exchange v is i ts  between d is tant  p i lo t  areas to
expose committee members to experiences made in other
p i l o t  a reas  and  to  f os te r  mu tua l  l ea rn ing  and  g roup
cohesiveness.ls

These efforts culminated in two major key events. In March
1995 SARDEP organised a national strategy workshop which
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elaborated the implementation strategy for the eastern and
southern programme areas.  Pr ior  to  the workshop SARDEP
contacted 45 agricultural service organisations ranging from
gove rnmen t  o rgan i sa t i ons ,  pa ras ta ta l s ,  p r i va te  sec to r
inst i tu t ions and NGOs wi th a request  to  prov ide in format ion
on thei r  serv ices to the communal  areas.  The informat ion
gather ing process was fo l lowed-up by indiv idual  v is i ts  to  the
organisat ions in  which representat ives were br iefed on the
object ives of  SARDEP and the purpose of  the st rategy
workshop. The workshop brought for the first t ime community
representat ives f  rom SARDEP's southern and eastern p i lo t

areas and a wide range of  serv ice organisat ions together .
The f i rs t  par t  of  the workshop concentrated main ly  on a
p r e s e n t a t i o n  o f  t h e  s e r v i c e s  p r o v i d e d  b y  d i f f e r e n t
organisat ions and an in tensive d iscussion between farmers
and the serv ice organisat ions on the appropr iateness and
effectiveness of the services provided. The second part of
the workshop re lated to the e laborat ion of  the SARDEP
strategy which was based upon supporting community based
organisatrons in  ident i fy ing,  pr ior i t is ing and f ind ing solut ions
to thei r  problems,  encouraging support  organisat ions in
reor ientrng thei r  serv ices to the needs of  the communal
farmers,  s t rengthening the management capaci ty  of  the
Minis t ry  of  Agr icu l ture,  Water  and Rural  Development  for
development  work in  the communal  areas,  and promot ing
the creat ion of  a pol icy f ramework conducive to susta inable
development . re

In October 1996 SARDEP organised the second major  event
in form of  a nat ional  farmers conference where communi ty
representat ives f rom al l  p i lo t  areas of  SARDEP had the
opportuni ty  for  the f i rs t  t ime to meet  each other  -  some had
never met  thei r  fe l low farmers f  rom di f ferent  ethnic  groups

before -  to  d iscuss thei r  exper iences wi th SARDEP and to
develop a jo int  v is ion for  f  u ture act ion based on sel f  in i t ia t ive
and self-help. They also had again the opportunity to present

their vision to representatives of the Government, the private

sector  and the NGOs, and to advise them on how to work
more ef fect ive ly  by adopt ing serv ices provided to local
demands.20

At several  occasions SARDEP has been asked whether  the
programme aims at  help ing the communal  farmer to become
a commercial l ivestock producer. The answer to this question
is that SARDEP facil i tates a process during which the farming
communi ty  wi l l  ga in the exper ience to real ise thei r  own
objectives and development aspirations. These objectives
and aspirations have been elaborated at several target group

workshops  us ing  the  techn ique  o f  pa r t i c i pa to ry  ru ra l
appraisal .  The aspi rat ions as formulated by the farming
communi t ies 's imply '  s tates that  the communal  farmer wants
for  tomorrow's surv iva l  good grazing,  good animals and
secure land tenure to feed h is  fami ly .

Susta ined development  cannot  be engineered wi thout  the
involvement of the resource users, but requires participatory

st rategies,  a change f rom an " input-dr iven" approach to
process or ientat ion and negot iat ion where the farming
communi t ies themselves take ownership over  the evolved
project proposals.

SARDEP does not intend to operate a rural credit programme

but  t r ies to qual i fy  the farming communi t ies for  access to
the  fo rma l  ag r i cu l t u ra l  c red i t  i ns t i t u t i ons  by  p rov id ing

opportuni t ies to gain f i rs t  hand exper ience in developing
project proposal, in managing project implementation and
in handl ing credi t .  In i t ia l ly ,  SARDEP was confronted by the
community committees with project proposals far beyond
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the f inancia l  resources avai lable wi th in the communi t ies.
Af ter  lengthy negot iat ions,  par t ic ipat ing communi t ies wi th in
al l  p i lo t  areas have developed smal l  pro jects which benef i t
t h e  l a r g e r  p a r t  o f  t h e  c o m m u n i t y ,  f i t  t h e  m a n a g e r i a l
caoabi l i t ies and are in  l ine wi th local  f inancia l  resources.
They cover  the rehabi l i ta t ion and expansion of  smal l  water
insta l la t ion.  the construct ion of  smal l  ear th dams and the
fencing of  water  insta l la t ions,  the growing of  fodder,  the
construct ion of  smal l  cool ing fac i l i t ies for  vaccine storage,
the supply of  veter inary drugs to farmers,  the establ ishment
of  l ivestock handl ing and market ing fac i l i t ies,  the purchase
of  improved breeding stock,  the establ ishment  of  s imple
structures for  communi ty  meet ings,  the development  of
waste dumping s i tes and the development  of  a l ternat ive
income gene ra t i ng  ac t i v i t i es  such  as  ga rden ing ,  b r i ck
making,  and sewing.

CLOSING THE GAP BETWEEN FARMERS AND
SERVICE ORGANISATIONS

S A R D E P  f a c i l i t a t e s  t h e  c l o s i n g  o f  t h e  g a p  b e t w e e n
communal  farmers and serv ice del iverV inst i tu t ions.

To fac i l i ta te th is  approach,  SARDEP acts main ly  as an ' in-

house consul tant '  promot ing a change process and an
adapt ive management s ty le based on par t ic ipat ion and
f lex ib le,  open-ended p lanning procedures.  To prepare the
SARDEP implementation team which consists of the national
co -o rd ina to r ,  f ou r  reg iona l  co -o rd ina to rs  and  12  l oca l
facil i tators placed in the pilot areas, considerable efforts were
a g a i n  d i r e c t e d  o n  c a p a c i t y  b u i l d i n g  a n d  i n s t i t u t i o n a l
st rengthening of  the SARDEP structure.  The select ion
criteria used for the recruitment of the local facil i tators were
based  on  the  po ten t i a l  and  expe r i ence  fo r  wo rk  w i t h
communi t ies rather  than on technical  expert ise in  l ivestock
p roduc t i on  and  range  managemen t .  Th i s  has  p roven
benef ic ia l  to  the programme as the creat ion of  a conducive
envi ronment  on communi ty  level  is  an essent ia l  pre-requis l te
for  the in t roduct ion of  technical  so lut ions.

C A P A C I T Y  B U I L D I N G  W I T H I N  T H E  S A R D E P
STRUCTURE

SARDEP staf f  have res is ted cal ls  for 'b luepr int '  development
planning and the delivery of technical packages. Instead they
act  as an ' inst i tu t ional  organiser ,  development  cata lyst ,
in format ion broker ,  fac i l i ta tor ,  negot iator  and mediator ' .

CONCLUSION

Most  implementat ion tasks are not  being carr ied out  by
SARDEP but by governmental and/or private institutions and
the communal  farmers themselves.  Since there are no quick
technical  so lut ion avai lable for  susta inable natura l  resource
management,  SARDEP aims at  long- term returns f rom
human  capac i t y  bu i l d i ng .  I ns tead  o f  so le l y  f ocus ing  on
l ivestock development  and range improvement ,  SARDEP
concentrates its l imited resources at national level on policy
re fo rm and  i ns t i t u t i ona l  change  and  on  l oca l  l eve l  a t
s t rengthening rura l  communi t ies as the pr ime movers for
development  by promot ing an evolut ionary process of
communa l  empowermen t  and  the  mob i l i sa t i on  o f  se l f -
init iative and self-help. This is again in sharp contrast to the
al l  fami l iar  convent ional  range and l ivestock development
projects.
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P lann ing  fo r  1995,  Windhoek,  December  '1  994;

No.11 :  S t ra tegy  Deve lopment  fo r  the  SARDEP lmp lementa t ion  in
the Eastern and Southern Programme Areas, Windhoek,
March  1995;

No.12 :  Re in fo rcement  o f  SARDEP's  Future  Fac i l i ta t ion  Ro le ,
Ongwediva, August 1 995;

No.13 :  Rev iew o f  Ach ievements  in  1995 and P lann ing  fo r  1996,
Windhoek,  December  1995;

No.14 :  S ta tus  o f  Programme lmp lementa t lon ,  Mon i to r ing  and
Eva lua t ion ,  Omaruru ,  Apr i l  1996;

N o . 1 5 :  R e g i o n a l i s a t i o n  o f  t h e  S A R D E P  S t r u c t u r e ,  F a r m e r
Conference, Swakopmund, August 1 996;

N o . 1 6 :  R e v i e w  o f  1 9 9 6 ,  R e g i o n a l i s a t i o n ,  P l a n n i n g  l o r  1 9 9 7 ,
Windhoek,  December  1996,

No.17 :  Rev iew o f  Programme Sta tus ,  Reg iona l isa t ion ,  F inanc ia l
Po l i cy ,  Expans ion  to  o ther  Areas ,  Sandve ld  Research
Sta t ion ,  Gobab is ,  Apr i l  1997;

No.1 8: Evaluation of SARDEP, Integration into Extension, SARDEP
P u b l i c a t i o n ,  E v a l u a t i o n  o f  C o m m e r c i a l  F a r m e r  I n p u t ,
Brakwater, June 1 997.

26 The term ' inst i tut ional organizer'was introduced by Uphoff,  N.
Local Inst i tut ional Development, an analyt ical Sourcebook
with Cases, Hartford 1986.
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