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I am pleased t o  enclose the project document entitled "Pakistan Mountain 
Areas Conservancy Project (MACP)" which was approved by the GEF Executive Counc 
October 1998. 
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A number of Council Mem1 ;ed tecl- sues when the I t c i rcu l~  
at the December 98  Council intersess~onal. These comments were fully aaares:--, -- 
acknowledged by several Council members, in the version of the project brief submitted to  thc 
October, 9 8  Council meeting. Following the October Council, the Swiss constituency requeste 
additional information on land uses and the incentives for local community engagement in 
conservation. This issue is addressed in the Risks section of the project document (see page 56). 
In addition, Annex Vll provides background information on the social and economic landscape of 
the project areas, describing how changes in land use patterns and economic activities are . 
improving the fundamentals for biodiversity conservation. 

As per paragraph 29 and 30 of the GEF Project Cycle, we are submitting tnls project to  
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Proiect Document 
1. Identifiers 

Project Number 
Name of Project: 
Duration: 
Implementing Agency 
Executing Agency: 

Requesting Country 
Eligibility: 
GEF Focal Area: 
GEF Programming Framework: 

PAK/98/i .; l/A/lG/99 
Pakistan Mountain Areas Conservancy Project (MACP) 
Seven Years 
UNDP 
Ministry of Environment, Local Government and Run 
Development (MELGRD) 
Pakistan 
Ratified Convention on Biological Diversity in 1994 
Biodiversity 
Operational Programme Four: Mountain Ecosystems 

nunities 
stewards -- -. 

2. summary: The M A 8  aims at protecting the rich biological heritage of the Karakoram, 
Hindu Kush and Western Himalayan mountain ranges, advancing a comprehensive package of 
interventions to address threats to biological diversity. The focus is on empowering local 
corn to mana; stems and wild resources, making them accountable for the quality of 
their :hip. A ri ative sample of biomes will be protected through the creation of four 
Conscl var lc~eS [Mana5eu fiesource Protected Areas]. Within the Conservancies, activities will 
engender the in-sitrr conservation of habitats and species and promote sustainable uses of biological 
resources. 

3. Costs and Financing (US$): 

GEF Project: 
[of which administration costs 
PRIF: 
Subtotal GEF 

Co-FINANCING 
UNDP 
Govt of Pakistam 
Local Communities 
IFAD/UNDP 
European Union (lUCN) 
AKRSP 
WWF 
SDC WCN) 
IUCN SSC/SUI 
UK 
Total Project Cost: 

Associated Financing: Baseline of US$91,763,260 

_. Operational Focal Point Endorsement: 

Name: Sikander Hayat Jamali Title: Secretary 
Orgarmation: Ministry of Environment, Local Date: September 24,1997 

Government and Rural Development 

6. IA Contact: Tim Boyle: Regional Coordinator, UNDP/R.BAP GEF Unit, 
Telephone [I 2121 906 6511; Fax: [I 2121 906 5825; email Tim.Boyle@undp.org 
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I ne rakistan Mountain Areas Conservancy rroject (MACP) aims ar rmugaung meats to oiological 
diversity in the Western Himalayan, Karakorarn and Hindu Kush mountain ranges of northern 
Pakistan. With several peaks reaching over 8,000 metres, h s  region contains some of the world's 
highest mountains. The landscape is dissected by narrow valleys (at a mean altitude of 1,500- 2,500 
metres) carved by the Indus River and its tributaries. The region has a dry temperate climate with 
great variation in temperatures, which range from extreme cold at and above the snowline (e.g. -17O 
C) to highs of 45O C in summer at lower elevations. Rainfall is sparse as the region lies outside the 

md a dry alpine el ent predominates. However, spatial rainfall patterns vary and 
:eive sufficient p ion to support moist alpine meadows and dry temperate - 
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:s vary f IC cornrn heaths anu meadows, stands of oaks and 
blrcn, and conifer forests (see annex VII). I ne regon 1s cnaracterised by high alpha, beta and gamma 
diversity and harbours many globally threatened species. While low human population densities have 
historically limted anthropogenic impacts on the natural environment, the present situation is typified 
h r  a %dual acceleration of threats to habitats and species spurred by demographic, economic, and 

llogical cl threats to biological diversity include over-hunting, the unsustainable 
t of wild egradation by domestic livestock, habitat fragmentation, and forest 
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lnagement programmes in L nave uaditionally excludt arnmmties from 
aecision r n m g  and activity impleme~.,..,,,. Such exclusion has alienates communities from 
conservation efforts. The MACP is based on the premise that in the long run, conservation 
interventions are unlikely to mitigate threats to biological diversity unless communities are actively 
involved. The project has three principle thrusts: fm, to empower, organise and boost the capacity of 
local G ties to conserve biodiversity at an ecological landscape level; second; to enhance the 
relativt >f wild resources (as a conservation incentive) by promoting their sustainable use; and 
third, ro create a conducive policy, legislative and financial framework for community-based 

A rocus on ecologm landscape management m the mountain areas is of the essence m order to 
protect biological diversity. While a number of Protected Areas (National Parks and Wildlife 
Sanctuaries) have been established in the region, these are generally too small and fragmented to 
guarantee species survival, especially of wide-ranging fauna such as the Snow Leopard, Himalayan 
Lynx, and Markhor. Conservation will need to be extended in scale and scope to ensure that viable 
populations of globally threatened species are protected, and in order to maintain biological comdors 
hmp9n prime wildlife habitats, thus enabling the transfer of genetic material between animal 

sions. 

lne project is basea on a successnu, 11ela-restea approach to biodiversity conservauon, building on 
the activities of the GEF Pre-Investment Facility project 0: Maintaining Biodiversity in Palustan 
with Rural Community Development. The PRIF tested the viability of community-based approaches 
to conservation management, focusing on mountainous areas in the Norehern Areas (NAs) and 
North West Frontier Province (NWFI?). Implementation ( rly 1995 and concluded in 
1998. 

The ot f the Gc it of Pak istan (GOP) in soliciting GEF inv 'estment for the F 'RIF was 



to continue and expand efforts initiated under it by spearheading an operational phase 1 ~eal .  An 
Independent Evaluation of the PlUF phase was completed in April 1997 with the aim of aetermining 
its efficacy. In summary, the Evaluation Mission concluded that the approach piloted under the PRIF 
nhase had yielded very positive results in a short period, and would, if continued, provide a strong 
ioundation for achieving stable biodiversity conservation in a cost-effective manner (Garratt et al, 
1997). The MACP was developed following the Mission's endorsement and builds on the lessons . . .  
learned during the PR- hose relating the methods of social enga~ement (see annex 
w. 
The P W  established a process tor engagmg commwues m conservation ettorts through awareness 
raising, piloting pmicipatory planning methodologies, identifying local concerns, needs, and 
priorities, and challenging community members to rethink their development strategies. The aim was 
to ensure ,:be compatibility of these strategf es with the objectives of conservation and sustainable use 
of biolo,. .: diversity. The approach has been applied in 15 valleys, each comprising a project site, 
and h& been modified as necessary to reflect different socio-economic and institutional 
circumstances. 

then con the PRI . . ~lus spor 
n I 

lsor the . .  The MACP wiu meng F sites, 1 extension 
of conservation efforts to new areas, conuguous to me exlstlng sites. Sucn extension 1s vital to 
provide for the long-term ecological viability of conservation (i.e. to ensure that sufficient habitat is 
protected), plus to ensure that a representative sample of biomes is protected Project sites would be 
clustered, with a single cluster comprising a number of valleys, harbouring significant biodiversity and 
constituting a viable ecological unit. Each unit would form a Conservancy (or Managed Resource 
Protected Area), managed by local communities in pmnership with government as multiple-use 
areas. 
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Four I md other 
criteria, wm rwo slres m luortn west rronuer rrovmce, ana two in me lvomern meas. The 
Tirichmir and Qashqar Conservancies, both in NWFP, lie in the Hindu Ku e Northern Areas, 
the Gojd Conservancy lies at the point of intersection of the Karakom tith the Pamirs in 
Afghanistan and China. The Nanga Parbat Conservancy, also in the Normem Areas, lies in the 
Western Himalaya. The Tirichmir and Gojal Conservancies are characterised as cold deserts, 
dominated by a dry alpine environment, although alpine meadows are found at higher elevations. 
Much of the landscape in these areas is treele-- -'* permanent snowfields found above 4,000 
metres. In contrast, Nanga Parbat and Qashqar ( lncies ha ant tracts 
of dry temperate forests. 

The sites have been selected so as to rnardmise alpha, beta, and gamma diversir f ) h g  a 
representative sample of the biodiversity of the region. All of the Conservancies lguous to 
existing National Parks and Wildlife Sanctuaries, serving to buffer them from thre~L c1lliLllating from 
surrounding landscapes. The Conservancies cumulatively span an area of some 16,300 k d *  (the 
mountain region covers a total area of approximately 90,000 W). A brief desuiption of the sites is 
----led below (a mav of the reeion. showing the locations of the 4 Conservancies is provided on 

ty, so ca 
are cont 

,,..qar LOnseTvancy (Area of Interest: 3,050 square krlometres,. .. site harbours a great range 
of flora, including dry temperate conifer forests, oak scrub and dr)  pine meadows. Threatened 

1 A feasibi phase was deemed to be necess prior to inception of a full-scale project because community- 
based ap roaches to consemation remain3 untested in the Pakhni context when the project was 
conceprugued 
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fauna include the Himalayan Black Bear, Musk Deer, and Hunaayan Ibex. The oak forests are utilised 
by the largest sub species of Markhor (*a f& clzs-), whose survival hinges on protection 
of this habitat type. Predators include several species of small cats, the Himalayan Yellow Throated 
Marten, and Snow Leopards at higher elevations (NWFP, 1994). The bird fauna includes the 
Himalayan Snowcock, Chukar, Koklas :, Himalayan Monal Pheasant, and Snow Partridge, 
plus a number of seasonal migrants. Thc vancy abuts two game reserves, namely Goleen Go1 
(497 sq. kilometres) to the west, and Manuaanu (220 sq. kilometres) to the east. Both sites presently 
lack p: I and face modera ropogeni .es that would be mitigated through 
this pr 

ere andm 

Tirichmir Conservancy (Area of Interest: 3,580 square kilometres): This region comprises mady 
dry alpine habitats. Flagship species include the Himalayan Lynx, Wolves, and the Snow Leopard. 
Small carnivores include the Stone Marten, Ermine, and Pallas's Cat (NWFP 1994). The site 
comprises part of an important flyway for birds migrating to the Indian sub continent. The flora has 
unique Irano-Turanian affinities, but more than 19 species of Himalayan origin are also found here. 
The Conservancy envelops the highest peak in the Hindu Kush, Tirichmir (7,700 masl). The site 
abuts the C h i d  Go1 National Park, a small reserve of some 77 square kilometres, the ecological 
viability of which h g e s  on the management of contiguous ecological landscapes in the Conservancy. 

Nanga-Parbat Conservancy (Area of Interest: 4,905 sq. kilometres): This site encompasses dry 
alpine habitat and dry temperate coniferous forests in the vicinity of Nanga Parbat, one of the world's 
highest mountains (8,126 masl). The area is famous as a storehouse of medicinal plants and spices. 
The higher valley slopes provide a good supply of black cumin and endangered kut (costus roots) 
grows in pockets. Nearly 250 species of mdcinal plants and spices have been identified in the area. 
The valleys also support populations of Flare-homed Markhor. Lying on the northern edge of the 
monsoon zone, the high reaches of the valleys are vegetated with pine forests with broadleaf trees 
such as oak and birch found at slightly lower elevations. The Conservancy is contiguous to the Deosai 
Plateau National Park (3,636 square kilometres), abuts the Satpara Wildlife Sanctuary (310 square 
kilometres) to the east, and surrounds the Astore Wildlife Sanctuary (414 square kilometres). The 
MACP will accord protection to these sites by attenuating threats stemming from resource-uses in the 
Conservancy. 

Interest . .  . square I 
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Gojal Conser 'Area of s): This site includes permanent 
snowfields, alpulc lllGddows and dry ~ ~ U I C  l,"l,s ulu r r  ~ l u g u o u s  to Khunjerab National Park 
(2,269 square kilometres). Three rare ungulate species are found, namely the endangered Marco Polo 
Sheep, Tibetan Wild Ass and the Blue Sheep. Population of these species (restricted to high grounds 
above 4,000 metres in elevation) use seasonal home ranges and drift between the Conservancy and 
neighbowing areas in Afghanistan and China. The area supports a healthy population of Snow 
Leopards and other predators, including the Himalayan Lynx and Wolf. Among large birds, the 
Lammergeier, Himalayan Griffon Vulture, Golden Eagle, Himalayan Snowcock and Chukar are 
found 

Initial dialogue has occurred with communities in the sites to detennine the= re~eptivity to 
biodiversity conservation and sustainable use management of biological resources. An organic 
approach to conservation management will be effected that can be adapted in line with community 
responses to interventions, addresses social conflict, and that enables fine tuning based on biological 
impact. 

Lessons learned under the project will be documented and disseminated to conservation practitioners 
and policy makers working elsewhere in the region to sensitise tl bath and highl~ght 
best practice methods. 

he apprc 



H E  CONVENTION ON BIOLOGIC . EIG! 

The 1 V L ~ ~ J L ~  is MJY congruent with the objectives and prmciples of the Unvenuon on ~io~ogical 
Diversity and policy guidelines set by the Con of Pareies. It fulfils provisions of the CBD 
related to in sittr conservation (Article 8), the m use of biological diversity, and the equitable 
sharing of benefits that derive from conseltr~lvll ai~d sustainable use (Article 10). The four 
Conservancies will provide for the in sitzr conservation of biological diversi ~th project 
interventions geared towards ensuring effective and sustainable long-term managel number of 
demonstration initiat.ives will be implemented to test the viability and rnanageillsllL lllc>dalities of 
sustainable uses of wild flora and fauna (Articles 16 am ie results of these field-tests will be 
disseminated to local communities residing within the G cies, with baseline funding leveraged 
to enable their broader ao~lication. 
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The project m m s  me eligibility requirements for car ~unamg as aeraued in the GEF Operational 
Strategy. Operational Programme number 4: Mountain Ecosystems and other policy advice. In short, 
the project 
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threatened speaes ana races, muuding components o r  wucl agrobidvers~r~. The project region 
is listed in paragraph 4.9 (a) of the GEF Operational Programmes as a high global conservation 
priority. 

> is country driven- being fully consistent with National Policies and Strategies for the 
Conservation of Biological Diversity (as articulated in Pakistan's Biodiversity Action Plan and 
National Conservation Strategy) and based on extensive consultations with stakeholder groups 
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within an adaptive management framework, raising biological monitoring capacities at the local 
level. 

> co-financing to address the underlyi s of biodiversity loss in the region, and in particular, 
to add- 2ss rural L-:elihood needs (thi ving the climate for conservation). 
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The GEF would fund the agreed incremental costs of activities required to secure global 
environmental benefits associated with the conservation and sustainable use of biological diversity. 
The business as usual situation, without the project, would result in the continued quantity and quality 
erosion of conservation values. Baseline initiatives, as currently formulated, will be insufficient to 
arrest these trends because they are not tuned to specific conservation management needs. Under the 
alternative strategy, some components of the baselme will be substituted with funding mobilised from 
several initiatives to achieve broader project objectives. In other words, equivalent expenditures to 
those that would otherwise have been incurred in the baseline have been leveraged to fund the 
alternative. 

The project has forged a series of partnerships with other development agencies, including 
government institutions, donors, and NGOs. These agencies will take primary responsibility for 
activities addressing the root causes of biodiversity loss under a holistic management framework. 
Such activities, aimed at meeting the basic needs of local communities, can be justified in Pakistan's 
own sustainable development interests and are not eligible for GEF financing based on the 
incremental cost criterion. Nevertheless, they are necessary to protect biodiversity. 

Incremental Costs to be funded by the GEF amount to US$ 8,100,000. UNDP will provide co- 
financing equal to US$ 1,500,000, and the Government of Pakistan US$ 750,000. Financing from 
other sources, committed in parallel to UNDP/GEF resources, totals US$ 6,000,000. The GEF 
investment represents a modest increment to Pakistan's own commitments to sustainable 
development. A full estimate and justification of baseline and incremental costs is given in Annex V, 
which also reports on the global benefits that will accrue as a result of project irnplemc I. 

The co-funding captured by the project includes both complementary and substitutioila clclnents (in 
all cases linked directly to achievement of the GEF alternative). The former includes the inputs of 
UNDP, the Government of Pakistan, the UK, Swiss Development Corporation/ IUCN, IUCN SUI 
and WWF, while the latter includes the inputs of the EU, IFAD and AKRSP. Local communities will 
provide cash inputs to the project drawing on existing savings and returns from sustainable use 
initiatives (communities will provide substantial sweat equity inputs that are not factored into co- 
financing, but which reflect domestic benefits accruing from improvements in lone-term ecological 
security). 
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CONTEXT 

A wide range of natural environments are represented in Pakistan, including globally significant 
wetlands, mangrove systems, alluvial plains along the Indus River, arid deserts in the hinterland, 
temperate forests and alpine meadows in the north. The country lies in an important species mixing 
zone with a biogeography characterised by a blendmg of the Palearctic, Oriental and Ethiopian 
regions. Great altitudmal and climatic variations influence the type of vegetation and associated fauna. 
Ten out of the 18 known orders of m a d s  are represented in Pakistan with at least 174 species 
listed as occurring (WP/IUCN/W@, 1998). There are six endemic mammal species, including the 
little known and endangered Woolly Flylng Squirrel found only in the northern mountains. Some 668 
bird species have been recorded, the avifauna list containing a mixture of Palearctic and Indomalayan 
forms. The Reptile life also consists of a blend of Palearctic and Indomalayan forms, with 177 species 
reported to date including at least 13 species endemic to Pakistan. With large tracts of arid and semi- 
arid habitat, Pakistan has a relatively impoverished amphibian fauna with only 22 species recorded in 
the counuy as a whole. Of the 198 species of freshwater fish, 29 are endemic. Finally, of the nearly 
6,000 species of vascular plants, almost 400 species, or 7% of the total, are known to be endemic. 

The species tally for Pakistan's northern mountain areas includes 45 species of mammals (Roberts 
19979,222 species of birds (Roberts 1991), 32 of reptiles, 6 of amphibians, and some 1,000 species of 
vascular plants (Stewart 1972). A range of globally threatened species are found including the Snow 
Leopard, Himalayan Lynx, Himalayan Ibex, Marco Polo Sheep, Blue Sheep, La& Urial, Markhor, 
Musk Deer and the Woolly Flylng Squirrel. The Western Himalaya is classified as an Endemic Bird 
Area (EBA) by Birdlife International. Mountain passes in the Hindu Kush serve as flyways for 
migrating birds, with a range of species frequenting the area during spring and autumn migrations. 
The resident avifauna includes the Himalayan Monal Pheasant, Snow Partridge, Himalayan Snow 
Cock and several birds of prey, including the Lammergeier. The invertebrate fauna has been poorly 
catalogued, but includes several endemic species of butterflies. The flora is diverse, with a number of 
progenitors of economically useful crops represented, including wild cumin, thyme, pine nuts, 
apricots, and walnuts, plus a host of medicinal plants with potentially useful pharmaceutical 
applications. Approximately 80% of the 300 or so species of plants known to be endemic to Pakistan 
are found in the mountains. The four Conservancies capture a broadly representative sample of the 
region's biota. 

Biogeographical Overview of the Conservancies 
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Human populations are concentrated in the valle ~gh high pastures in upland regions are used 
in summer months for the purposes of grazing lkestock, hunting, and gathering wild resources. The 
project region contains a rich mix of peoples, languages and cultures. Major ethnic groups include the 
Shin, Yashkun, Balti, and Pathan peoples. Minority groups include Kalash, Dom and Gujar 

unities. All these groups are represented w i t h  the Conservancies and their social interrelations 
we implications for cons, le three major sects of Islam - Shia, Sunni 
mail. -are ahnor equally I region. 
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3 The four Conservancies toll- hahour a total of 45 species of mammals, 222 of b i i  (iiduding 86 species 
of breeding birds) and 109 rare plants. 
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Population Dat 
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:ions: - Str misation; : Institut ong org; a1 structures at the community level are fundamental to the 
success of cornrn-~ybased conservauon. Several rural support programmes have facilitated the 
development of Village Organisations/Womens Organisations (VOsNlrOs) as well as supra-village 
networks. Simultaneously, other village level institutions are also autonomously developing, based on 
communities' needs. Local-level leadership is provided through several vehicles. The Nurnberdar, 
representatives of erstwhile Rajas', play a major role, albeit informally, in local conflict resolution. 
Jirgas or village councils are an important centre of village level decision making with membership 
determined by age, wealth, education and occupation. VO/WO structures have also evolved over the 
last decade as important forms of village level decision making and resource management. The role of 
religious leaders is also being redefined and in some places such leaders play an increasingly important 
advisory function. The Union Council and District Council representatives comprise another 
important leadership group, using their political standing to bring resources into the village 
economy. 

; outside 

Land Tenure: Cultivated land in the region is privately owned whereas pasture areas are generally 
communal, with grazing rights being accorded to all villagers. Forest areas fall into two categories - 
one, forests "owned" by villagers who may exploit the resource, subject to approval from the 
Forestry Department, and two- "protected" forests, which are owned and managed by Forest 
Departments, although they are used by forest-edge communities for grazing and collecting frewood. 
Propelty rights on most barren land are not clearly defined; in cases where barren lands have been 
reclaimed (i.e. by constructing inigation channels) local residents often claim ownership. Holding 
patterns for agricultural land are generally equitable with very few landless farmers or large 
landowners. 

Livelihoods: Per capita incomes vary spatially, ranging from Rs 4,000- 6,000 (US$ 100-150, Malik, D. 
1996). Agricultural and livestock production provide the main source of livelihood for communities, 
accounting for some 60% of household income. Remittances from migrant labour account for 
approximately 15% of net income. A roughly equal proportion of income is derived from 
employment in or ownership of small enterprises, e.g., small roadside shops, hotels, and tourist . .. 
outfits. Employment in ' and NGOs accounts for less than a tenth of total income. the pub1 

"*-Pro! 

) seek en 

IC sector 

A number of r have augmented government development initiatives aimed 
at diversifying hvelthoods. Slpflcant progress has been made in this regard, particularly in the fields 
of poultry production, manufacture of homespun cloth, and fruit marketing, and there is a growing 
interest in the cultivation of high value orchard products. A number of non-timber forest products 
are marketed locally, including cumin seed, honey, medicinal herbs, and mushrooms. Women work in 
the fields and undertake v r td ly  all fanning activities (except ploughmg and harvesting) in addition to 
their regular household chores and livestock and poultry keeping. Women and chddren are also 
responsible for fuelwood collection and for tending irrigation channels. There is a growing tendency 
amongst young males tc iployment outside of the region (in urban centres or the Gulf States). 



Aericulra-e and Livestock: Livestock i ~aring has traditionally been more important than fanning, with 
the high pastures playing a central role in resource-use patterns. Livestock are released in the high 
pastures during the summer months, being permitted free grazing. Goats predominate in the 
transhumant cycle, while carefully differentiated interbreeding between yaks and cows (only in Gojal 
and Nanga Parbat Conservancies) has created hybrids adapted to narrowly defined altitude zones. 

-*.. w. 
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The average landholding per household rarely exceeds one hectare, with the most widely sown crop 
being maize, followed by wheat and millet, barley, buckwheat, and rice. Alfalfa is the main fodder 
crop, while the area under potato (particularly seed potato) cultivation is increasing. Virtually all 
cultivated land is terraced to facilitate irrigation. Cropping patterns are dependent on altitude, with 
two crops normally being harvested in (lower lymg) valley areas and only one at higher elevations). 
Rural development programmes in the area have undertaken a number of campaigns aimed at 
;nt~.Yiucing hi&-yield crop cultivars of both food and cash crops. Land is mostly owner cultivated, 

> tenants ping arrangemen1 lare crop ;id out tc under v, 

- 1  >ocial rorestrv: ~a tu ra l  forests m me mountam areas are spatially scattered and vulnerable. These 
forests are used to meet village fuel, fodder, and timber needs, but demand outstrips supply. Several 
rural development programmes are addressing this situation by supporting the establishment of 
fuelwood/fodder tree plantations in valley areas through intensive social forestry initiatives. This 
work includes the development of irrigation systems, development of nurseries, provision of 
seedlings, promotion of agro-foresuy, provision of training to village specialists in silviculture 
techniques, and research into disease control measures. AKRSP has been a major catalyst of social 
foresuy endeavours. During 1996 alone, some 1,180 hectares were planted in the mountain areas as a 
whole with fast growing tree species such as Black Locust, Sea Buckthorn, and White and Black 
Mi 11 heny. 

accorc 

re area pl the Goj: 
I .. mulati\ d andN *bat Conservancies since 1991 is estimated at 

v J V  -nd 764 ha respecuvey, wme some 701 hectares have been planted in Tirichmir and Qashqar 
manues. These results are impressive, though work needs to be continued. An important point 
te in this context is that, in many areas, social foresuy programmes have evolved into self-help 

uuatives, with villagers developing foresuy nurseries and plantations to meet needs on their own 
d 

The h /linistry of Environment, Local GGVUILlllu~t and Rural Development (MELGRD) is responsible 
for overall policy and planrung, interprovinaal co-ordina I international liaison, for all matters 
related to the natural environment. Within the Ministry, a I >nerd of Environment serves as the 
focal point for international conventions related to the en~rrul~llult, including the CBD. A Biodiversity 
Wohng Group has been formed to oversee preparation and implementation of the National 
Biodiversity Action Plan and to act as a multi-stakeholder advisory forum for consewation initiatives. For 
the PIUF ~hase. the GoP focal mint has been the D m t v  Secremrv lLand/Water) assisted by a Section 
Offict 

ltion and 
Iirector ( 

research and education, and liaison matters related to foresuy, rangelands, and wildlife management. The 
IGF also supervises federal institutions such as the Pakistan Forest Institute, the Zoologid Swey 
Depamnent and the National Gun61 for the Comemation of Wildlife (NOCW). The N E W  plays an 
impor in co-ordinating comervation policy efforts at the federal level with provincial wildlife 
d e p ~  . ~ d  relevant NGOs. NOCW also liaises with international agencies engaged in wildlife 
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consemtion and serves as the Management Authority for the ClTFS Convention. The Zoological 
Survey Department conducts wildlife surveys in different ecoregions of Pakistan, and maintains records 
of specimens. The Pakistan Forest Institute is the primary institution for forestry education and research, 
and consists of 4 Divisions: Forestry Education, Forestry Research, Biological Research and Forest 
Product and Logging. In addition to MELGRD, other federal Minisuies have conservation related 
functions, i n d u h g  the Ministries of Food, Agriculture and Livestock, Water and Power, and Science & 
Technology. 

The provincial Forestry, Wildlife and Fisheries departments are responsible for the management of 
wildlands (both within and outside Protected Areas). The institutional mechanisms for field 
implementation, however, vary. NWFP has a separate Wildlife Department headed by a Conservator of 
Wddlife under the jurisdiction of the Secretary of Forests, Wildlife and Fisheries. In Northern Areas, 
wildlife conservation responsibilities were until recently vested with the Forest Department (headed by a 
Conservator of Forests) within the Department of Food, Agriculture, Forestry and Fisheries. With 
support from the PRIF, there is now a separate directorate of Parks and Wildlife headed by a Chief 
rnncsmtor of Forests. The Depaxtment has been redesignated as the Department of Forests, Parks & 

fe. 
-a- 

Wddli 

At the NGO level, the most prominent conservation organisations are NCN-Pakistan and WWF- 
Pakistan. The global Sustainable Use Initiative of IUCN is in the process of establish regional 
nenvorks and has facilitated the creation of a Central Asia Sustainable Use Specialist Group (CASUSG). 
The CASUSG will be an important resource in implementing sustainable use demonsa-dtons under dus 
project. 

The Government of Pakistan has taken a number of substantive measures to protect biological 
diversity. An extensive system of Protected Areas has been established, comprising 14 National Parks, 
99 Wildlife Sanctuaries, and 96 Game Reserves. Collectively, these sites cover some 10% of the 
counuy's land mass. Government strategies to protect biological diversity have a multiple thrust, fust 
to improve management capacity of agencies responsible for conservation management, including 
NGOs, second, to provide for the participation of local communities in conservation efforts, and 
h r d  to increase the relative values of wildlife as an incentive measure. Together, these strategies aim 
at finding and executing cost-effective solutions to conservation dilemmas. There is an explicit 
recognition that command and control measures, alone, will be insufficient to protect species and 
habitats, and that application of a participatory management paradigm, involving local communities, 
will be necessary to realise stable conservation. 

A raft of legislation exists - the NWFP alone has eight forest ordinances and Northern Areas, four. 
Wildlife policies and legislation, inherited from pre-Independence days, have tended to focus on the 
management of game species and control of predators. A number of moves were made to strengthen 
legislation in the 1970s, following establishment of a Wildlife Enquiry Committee at the Central 
Government level. This led to the preparation of a Model Wildlife Law and, later, to the enactment of 
legislation in the Provinces and Federally Administered Areas. The North West Frontier Province 
Wildlife (Protection, Preservation, Conservation and Management) Act, and Northern Areas Wildlife 
Preservation Act, were both enacted in 1975. Under current legislation, wildlife remains the property 
of the State, and hunting was, until recently, prohibited (except in the NWFP, where it is permitted 
on private property). Despite the legislation, hunting pressures are widespread throughout the 
Counuy. 



Forest land m a d y  --'k under two categories: land owned and managed by Forest Departments, and 
Guzara land, corn y forests manaped by Forest Departments. Just under 20% of forests comc 
under communal r -gement (GOP 21). Enforcement of foresuy regulations is weak in maq 
areas, and there is h i e  public awarenes f the provisions of law. The main strategies for the foresuy 
sector are to increase the area under f0re;i cover- to provide a source of wood products for energy, 
household and industrial needs, and to protect indigenous forests to ensure their sustainable use, 
protect biodiversity, and stabilise watersheds. 

Pakistan ratified the Convention on Biological Diversity in 1994, and is also a signatory to the CITES 
Convention, the Convention on the Conservation of Migratory Species of Wild Animals (Bonn), 
World Heritage Convention and Ramsar Convention. The Government prepared a National 
Conservation Strategy (NCS) in 1991 (GOP 1991). The Strategy reports on the state of the 
environment and articulates objectives, insuuments and operating principles for environmental 
protection-placing these within the larger global context. It covers a wide range of issues from 
wildlife conservatioi. and coastal, rangeland and forest management to pollution control, emissions 
management, mineral prospecting and extraction, institutional strengthening, and environmental 
awareness raising. The Strategy was formally endorsed by the Government in 1993. As a follow up to 
this, a number of regional and district conservation strategies have been prepared (e.g. the Sarhad 
Pm+cial Conservation Strategy adopted by the NWFP Governme1 '396) or are being 

>ped (e.g. the Northern Areas Conservation Strategy and the C h i d  ( ation Strategy). 
*a"... 

develc 

A National Biodiversity Action Plan (GOP/IUCN/WW, 1998) has recenty been completed with 
funding from the GEF. The Plan aims at fulfilling provisions of the CBD and was developed through 
a participatory process involving extensive .nsultations with major stakeholders. It provides an 
integrated framework for biodiversity consen.ation, prioritising interventions and setting targets for 
implementation. The various activities that will be supported under the MACP are accorded a high 
priority under the Plan, as a cornerstone of the Government's efforts to protect biodiversity. 

Pakistan 
n.- - - 

hich %a\ 
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ldlife Policy for is currently being drafted by Government through a participatory 
is. A Discussion raper was prepared in 1996 following a consultative workshop held in 

Islamabad and sponsored by the NCCW. This contains a number of nuidinn principles, which have 
dictated development of the MACP. The ma framed based on 
promising conservation solutions, are as follows: 
9 The existence of wildlife is a key indicator of enwonmental health; 

Conservation management actions need to be moulded based on sound ea principles, 
scientifically valid information, and the knowledge base of lc ;1 communities; 

> Conservation must entail management of populations at sumunable levels based on the biological 
carrying capacity of habitats, and must include p---mion, enhancement and sustainable use; 

P Uses of wild resources need to be rnanag. ro optimise economic returns and ensure 
stainabilit)", 
utnerships need to be engendered between the government and n d  comr through a 
int management framework to enable villagers to become custodians of F ~urces and 
neficiaries of their sustainable use; 
cross-section of government departments, NGOs ieed to be 
volved in achieving conservation objectives; 

> Wddlife management is a provincial responsibility with authority a f f i e d  under the Constitution; 
> Wildlife conservation objectives need to be balanced with agricultural, foresuy, fisheries and 

other natural resource-uses; 
> Though the State is accountable for the conservation of biodiversity, all Pakistanis have 

stewardchip responsibilities for the country's wild heritage. 

and ins titutions 

nunities 
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of wildli 
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The Paper also elicits a number of Policy Goals for the ownership and use 
> The State has the right to ownership of wildlife in the public interest; 
> Private landowners may manage wildlife on their land for their own a r e a  Denerit subject to 

conformation to policies and enforceable laws that promote conservation and sustainable use; 
> Rural communities wd be empowered to manage wildlife for their own direct benefit and 

government will actively promote development of appropriate mechanisms and institutions to 
achiwe this, including the establishment of communal consel regulated 
by approved management plans; 

> Government will provide secure tenure for the manage wildlife m areas where 
communities or individuals have usufruct or ownership rights; 

> Government will use the legislation at its disposal to intervenl siders that wildlife 
is not being adequately conserved or properly managed; 

> Government wd regulate through appropriate rules, all hunting, shooting ~pping of 
wildlife; 

;overnment will take all necessary measures for the implementation of the CITES Convention, 
~d will ensure effective co-ordination between departments to facilitate the licensing and export 
€ lawfully obtained wildlife and the temporary import of firearms in the case of alien sport 

hunters; 
> Government regards the illegal ki and trafficking in its products as serious 

offences and will prwent it by all mc 
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Several policy goals are 
> Government will e ecting the 

lanagernent and use of wildlife; 
iovernment will create approp a1 infrastructure lable community 

I articipation, including Community ons, District Connrn~~cca, Provincial Boards 
and others as necessary; 

> Government will grant ap : authority to loc nunities, ittees and 
Provincial Boards as a mat inciple provided ngemenb lor IIM rildlife by 
such bodies are satisfactory; 

> Government will establish a fee structure for permits/licenses required to use wildlife; 
> Economic benefits for the use and enjoyment of wildlife should be equitably allocated, and, 
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UNDP initiatives in Pakistan are guided by the Country Co-operation Fr 
the Counuy Strategy Note prepared to co-ordinate UN system programn 
and supports these various initiatives. 

r (1998-2003) and 
MACP builds on 

Northern Areas Dwelo~ment Proiect I: This project, which is being jointly h c e d  by 
IFAD and UNDP aims at improving the q ~ t y  of life of villagers in Chilas and Tangir sub divisions 
of Diamer Disuict, Northern Areas. The project will support a number of interventions, aimed at 
social mobilisation, establishing Community orgarusations and Women's Development Groups, and 
developing village infrastructure including link roads and micro-imgation systems. Implementation 
commenced in July 1998. The Tangir valley harbours extensive tracts of indigenous forests with an 
extensive species endowment. The area has been excluded from the geographical scope of the MACP 



because it presently lacks an enabling social and suucrural fr.unework. Such a framework is essential 
as a baseline upon which to build conservation effores. However, o p p o h t i e s  exist for advancing 
conservation in Tangir at a future stage, drawing on financial and technical resources from other 
f r r nhg  sources, and applymg the organic processes developed under the PRTF and MACP. 

JADP will provide parallel financing to implement the alternative strategy proposed under this 
prqect by strengthening agricultural services. The projea will build institutional capacities for farm 
and livestock extension services, and support some field activities that will be fully integrated with 
those of the MACP. Agricultural services in the NAs are weakly developed. Capacity building wiL be 
essential in order to improve the productivity of fanning and livestock management systems and thus 
mitigate anthropogenic pressures on wild resources. The projea will support the training of NAs 
Department of Agriculture (DOA) staff in technical disciphes, supply extension, demonstration and 
veterinary kits, undertake demonstration projects to test new farming and livestock husbandry 
methods, provide vehicles and ancillary equi~ nd meet some of the I : costs of 
extension. 
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provides small g ip to US$50,000 to NGOs 
>jects in the GEF focal . -eas. A total of six grants 

nave been provlaecl to l u b u s  worwg witrun the mountain areas, aimed mady  at strengthening 
local-level capacities for biodiversity con )porting broad-based advocacy effores. 

Himalayan Eco-Repional Initiative: f i s  programme, which has recentiy been initiated, aims at 
improving co-operation between the counties of the Himalayan region, namely, Pakistan, India, 
China, Bhutan, Nepal, and Myanmar, in order to address common conservation concerns. The 
objective is to ensure that representative samples of the region's lifezones are protected; strengthen 
PA management; improve land use planning systems and methods to take on board conservation 
values; develop sustainable agricultural systems in support of conservation; support tourism 
development and management activities; and develop information networks. The initiative will build 
on national Biodiversity Action Plans and on-g;oing conservation- intervenl he region, 
includmg the MACP. 

focused ions in t 

Gender P r o m e  Initiatives: UNDP has a strong Gender Programme in Pakistan, aimed at 
improving the status of women and ensuring that development initiatives are targeted t o d  
meeting their needs. By necessity, the MACP has an in-built "Women in Conservation" focus, to 
ensure the full involvement of women - key stakeholders in wild resource management- in the 
design, micro-planning and implementation of project activities. Strong linkages exist between the 
MACP and Gender Programme initiatives, and a cross f d s a t i o n  between projects of experiences 
and lessons will be facilitated. 

Non-Governmental Ortanisations: 

APa Khan Development Network (AKDN): The AKDP the Aga Khan Foundation 
and bilateral and multi-lateral donors4 is an umbrella groupmg or sevem NGOs working within the 
geographic scope of the h4ACP. These include the Aga Khan Rural Support Programme (AKRSP), 
and Aga Khan Education Services (AKES). Established in the 1940s, AKDN has mounted an 

- ive social and economic action programme to facilitate community developrn --- 

ldmg bod 
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ies indude the Netherlands, European Union, UK Department for International Development, 
I, GTZ, and the World Bank. 
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Aea Khan Rural Support P r o m e  (AKRSP): Established in the Northern Areas in 1982, and in 
Ch~tral district two years later, AKRSP's primary aim is to empower local communities to facilitate 
their own economic development. The programme has its head ofice in Gilgit, with sub offices in 
Baltistan, Chid ,  and Gilgit, and Field Management Units (FMUs) scattered throughout the districts. 
It is operative in all four of the proposed Conservancy areas, except in Dir/Swat districts of Qashqar 
Conservancy. AKRSP has an extensive staff, includmg specialists in agriculture and livestock 
management, human resource development, gender issues, and micro-credit. The Programme has 
developed a time-tested approach comprising a number of elements, including social mobilisation and 
community organisation, development of productive physical infrastructure, human resource 
I .  

?merit, natural resource management, enterprise support, and micro-credit schemes. Together, 
. -  . 

omprise holistic set of interventions aimed at improving rural livelihoods. 
develo] 
these c, itial and 1 

. . The first stage ot the approach rnvolves the formation of Village and Women's Organisations (VOs 
and WOs) at a village level that serve as a framework for spearheading community development and 
for capturing financial and technical assistance from outside agencies. Since its inception, the 
Programme has established 2,065 VOs and 980 WOs. Community mobilisation efforts are followed 
by providmg local Productive Physcal Investments (PPI) in a range of infrastructure from link roads, 
to bridges and irrigation systems. The scope of each PPI is determined through a participatory 
planning process engendered at the village level. AKRSP provides financial and technical assistance 
for the development of infrastructure, while villagers provide some financial resources, sweat equity 
and other inputs in lund, and also take responsibility for operations and maintenance. The 
organisation will in fuwe focus its productive investments at the cluster level (clusters, comprising 
several VOs are referred to as Super Village Organisations or SVOs). 

The Natural Resource Management Programme was developed in recogmuon of the key role 
of the natural resource sectors in providing for local livelihoods. The approach has centred on the 
development of agricultural, livestock and foresuy packages comprising demonstration initiatives, the 
supply of inputs, and provision of technical advice. Extension is provided by training village trainers, 
who act as specialists5 and provide advice to smallholders on demand. AKRSP has also developed an 
input supply scheme, providing improved seed varieties for food and livestock feed, to enhance farm 
productivity. For livestock, the NRM programme focuses on improving animal nutrition, enhancing 
the genetic base and reducing stock losses (by improving animal health). A key aim- and one that is 
congruent with the objectives of the MAQ- is to maintain livestock numbers within the carrying 
capacity of the natural environment. 

Social foresuy activities aim at providing for the energy and other household needs of communities, 
in addition to providing income generating opportunities. This in turn is critical to mitigate pressures 
on natural forest stands. The Programme focuses on training and providing villagers with seedlings of 
fast growing local tree species. AKRSP has served as a strong catalyst of social foresuy with villagers 
undertaking their own forestry schemes drawing on their own resources. Some 4,300 hectares have 
been planted since the Programme's inception - a significant achwement. The NRM programme 
also includes a small environmental education component (implemented in conjunction with IUCN 
and AKES), aimed at sensitising local communities to the adverse welfare consequences of ecological 
capital depletion, including deforestation. The focus has been on raising environmental awareness 
amongst school children. 

The M md Ente ent Pro@ ramme, established initially with the aim of assisting 

5 Specialists indude nursey ers, plant production and protection advisers, vegetable produaion and 
pmtection, and livestock a n d 3  forestry extension workers. 
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management initiatives through scientific and social channels, in collaboration with AKRSP. This 
interaction has transformed into a continued unique m-operative relationship that extends to Chitral. 
In the social sector, the first initiative was the establishment of nature clubs for school children. 
Presently the focus has been largely on formal education, and an MOU has been signed with tht 
Education Department of NAs for capacity building of teacher educators. The NACS will proactiveb 
interact with the Northem Areas Education Programme (a World Bank funded project, that aims a1 
overhauling the formal education system and supporting community education outreach services) 
IUCN has been a major actor in greening the media in NAs, and has held training workshops fol 
journalists in which representatives of print and electronic media from the project region participated 

World Wide Fund for Nature o-- WWF has a large presence in Pakistan, with a head office in 
Lahore and regional offices in Gilgit, Karachi, Quetta, Peshawar, Muzaffarabad, and Islamabad The 
NGO has made sizeable investments in conservation education in the Northern Areas and Chitral. A 
number of environmental clubs have been established in local schools, with debating competition! 
sponsored and training workshops organised for school teachers. The education initiative ha! 
developed a number of teachmg aids for use in schools in addition to publishing brochures on 
economically valuable flora and fauna- highhghting their ecological importance and relevance to the 
needs of local communities. A Conservation Cenve is being established in Gilgit to promote 
conservation and environmental education activities and to provide a training facility for conservation 
workers. With funding from WWF-Sweden, WWF is involved in the conservation of migratory birds 
in the Chitral valley. These efforts strongly complement the education and awareness component of 
the MAm 

WWF 

.em Arc 
ion has : 

.aging ecc 
9 

nas iuso been active in promoting and man m me 14orthern Areas, developing 
a number of pamphlets for tourists on the area's ecology. n p d e  to the Khunjerab National Park 
(contiguous to the proposed Gojal Conservancy) has been prepared as part of this initiative. WWF 
has also sponsored a study on options for introducing alternative energy use methods into project 
areas, including fuel-efficient stoves. The N W  is supporting community-based conservation in the 
North ts in the Gilgit and Hunza areas, with funding from WWF-UK and other donors. 
Attent focused on areas to the south west of the Gojal Conservancy (comprising m;unly dry 
alpine habitat) and complements efforts to protect biodiversity at that site. WWF was insuumental in 
developing a Management Plan for the Khunjerab National Park and has also played a catalyuc role in 
piloting trophy hunting (of Himalayan Ibex) as a sustainable use activity in the mountain areas. 

ring prot 
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Himalayan Wildlife Proiect lHWP): This initiative aims at imprm ection oj National 
Park and has received funding from the GEF Small Grants Progra i technic; nce from 
the US Fish and Wildlife Service and Kruger National Park, S. Africa. The project woms uosely with 
local communities, the Northern Areas Wildlife Department, and District Administrations. The main 
focus is on strengthening park management systems, conservation advocacy, and the study and 
management of Hunalayan Brown Bears. 

1 Deosai 
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: Advisol lrelopment Orean BASUV): This is a local I volved in 
JULliU developrllalL wurk and environmental and ~o~lservation activities in the Nortnem meas. With 
a head office in Gilgit, BASDO has a nu1 !ield based projects in Astore, Sai Valley and Hunza. 
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Multilateral Donor Agencies: 

European Union: The EU is funding the Dir Kohistan Upland Rehabilitation and Development 
Project in NWFP, implemented jointly by the W P ,  IUCN and EU technical advisers. 
hplementation of this project (which forms one of three sub-projects under the EU's 
Environmental Rehabilitation in NWFP and Punjab Programme) commenced in 1995 and is 



scheduled to be completed in 2002. Components include social organisation, natural resource 
management, agricultural support, social foresuy, human resource development, infrasuucturd 
development, and monitoriqg and evaluation. The project operates within areas of the Qashqar 
Conservancy that are not covered by thr xtivities of AKRSP. It provides important parallel funding6 
for the MACP, addressing some of the ultimate causes of biodiversity loss. The activities are as 
follows: 
" " xial mobilisation efforts follow the approach established by AKRSP in developing VOs and 

70s. Communities are being organised to form co-operative groups aimed at engendering self- 
~ l p  and spearheading local development initiatives. A participatory planning process will be 

eifeaed, using methods such as PRA, to identify local development needs and constraints. 
> The natural resource management component -aims at improving the productivity of rangelands 

through introducing rotational grazing practices and testing recovery regimes. This will be 
ipplemented-by a village livestock husbandry programme aimed at improving fodder availability, 
~imal health, and breed stock quality. 
he agricultural programme aims at enhancing fwd security by improving farming methods, 
aining village extension workers (along the lines established by AKRSP), and facilitating access 
, inputs such as seeds for improved crop varieties and fedsers. Support will be provided for 
le marketing of traditional crops, walnuts, fruits and vegetables. To widen livelihood options, a 

A:monstration project investigating the viability under local conditions of cold water aqua culture 
ill be established A small micro-credit scheme has been established, initially focused on the 
~eds of WOs. Subject to further assessment, this may be extended to include other groups. 

P The social foresuy component aims at developing plantations of fodder and fuelwood trees on 
communal lands, incluchng now-barren areas. Village nurseries, to be managed by the VOs, will 
be established Activities would further complement the activities of the MACP by financing 

rest enrichment in degraded areas of ecological significance. 
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he infrasuucture component aims at &Ppor&g the agricultur, y building 
rigation channels, establishing feeder roads to main road aneries, 1 to potable 
ater, and building micro-hydro schemes. Parallel efforts will protect link roads and irrigation 
m e l s  from land slips by planting trees and restoring grasslands to stabilise slopes. 
he capacity building component aims at strengthening village level institutions . . .-- by - training village 

'-aders, and improving agricultural and fore nsion services. 1- lrovided to 
wernment staff in community mobilisation felopment technic 
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pes. 

The World Bank: The World Bank, with financing from the GEF, is supporting implementation of 
the Pakistan Protected Areas Management Project (PAMP). This project, scheduled to commence in 
1999, aims at strengthening park management at three sites. One of these, Chitral Go1 National Park 
in NWFP, is contiguous to the proposed Tirichmir Conservancy. The focus of the PAMP will be to 
strengthen park management through fomiulation of a Management Plan, improving park 
infrasaucture, providing training to park staff, and strengthening enforcement and policing capacities. 
The geographical focal areas of the PAMP and M A D  are separated by a high mountain ridge that 
serves as a rainfall barrier and ecological divide. Both efforts are required in order to protect 
biodiversity in the region. Support is needed to strengthen Chitral Go1 National Park to enable 
application of an intensive regime of ecosystem management. But these interventions alone will be 
insufficient to protect biodiversity. The park, with an area of 77 square kilometres, protects an 
insufficient quantity of habitat to provide for the survival needs of many species. Conservation of the 
wider ecological landscape in Tirichmir (as will be effected through the MACP) is critical to maintain 
the long-term integrity of the PA. The two projects are thus highly synergistic. 
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The GEF Operational Strategy distinguishes between a traditional protected/conservation areas 
approach (focusing on preservation) and a landscape approach to conservation. "The of 
~ a M s w u l r i o n ~ d ~ a r ~ ' Z U d l t k a w a U l m z d c c a p e k ~ I t k s i w q b 3 , n ~ p & t o  
ammeaUspenesinaqknbywti?gaMawuttiGttamsIllone. B~m?serulr iazandsustz idkuse?nustalso 
h ? & I S 1 t k ~ a M s w u l r i o n m , ~ ~ a m s , d a n d m u s t ~ d i n t o t k  
rnaugma oftk mtmal and + smmdngm. A raqy ofuses is p~&n/irllpronirtitn m snict 

merm dnagr, uz+vs of +& use, with rmre*uaar ~" (p18). Both projects include 
community partiapation, institutional building and awareness elements (these are cross cutting issues 
that must be part of a project whether dealing with preservation or sustainable uses). The focus of 
interventions is, howwer, different (the MACP proposes institutional arrangements and activities that 
are not applicable for PAMP and vice versa). Administrative mechanisms will maxirnise information 
exchange. 

Pakistan Poveror Alleviation Fur %Supported by the World Bank, the PPAF project aims to 
reduce poverty by providmg poor rum communities with access to resources and services. This 
multi-sectoral, counuywide project will be implemented over five years, commencing in 1999. The 
Fund has the following components: 
> Community Infrastructure Schemes: small scale projects (average USD10,OOO) selected based on 

productivity and sustainability; 
> Micro-Credit: small loans to establish a permanent income-base and micro-enterprise; and 
> Capacity Building: support for strengthening the institutional capacity of PPAF, partners and 

communities. 
The MACP will explore opportunities for securing co-financing from the PPAF for community 
infrastructure and micro-creclt schemes during the process of implementation. 

PROJECT JUSTIFIC 

3nventional approach to protecting b i d  1 the mountain areas has centred on the 
establ~shrnent of traditional protected areas such as ~ a t i o n d  Parks and Wildlife Sa - :. Sweral 
PAs have been established in the Northern Areas, namely the Khunjerab, Karakc 1 Deosai 
National Parks, plus 2 Wildlife Sanctuaries (Satpara and Astore). In the Hindu egion of 
NWFP, one National Park (Chitd Gol), and 3 Game Reserves (Goleen Gol, Tushi, and Mahudand) 
have been created All these sites face accelerating pressures from anthropogenic uses of wild 
resources. Several are too small to safeguard biodiversity and provide for the survival needs of 
wildlife, which have adapted to the limited carrying capacity of the cold desert environment by 
existing at low population densities and dispersing over vast areas. To protect biological diversity in 
this region, larger ecological landscapes will need to be brought under conservation management and 
corridors will need to be formed to lmk core wildlife areas. The question arises as to how best to 
achieve this aim. The establishment of traditional PAs (National Parks and Wildlife Sanctuaries 
geared to preservation) is not an answer, because these landscapes support sizeable human 
populations. Any attempt to establish a traditional (restrictive management) PA would likely lead to 
severe social confict, in turn making conservation efforts meanmgless. Clearly, a balance needs to be 
found between the management of wildlife and the needs and resource-use practices of local 
communities. 

versity i - -  . 
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Conservation 1 nes in the region nave rended to be adr d from the top down- 
following a trend established during the colonial era. Ownership of most ddl i fe  and forest resources 
is vested with the State. Protected Areas 1 I established without accommodating the needs and lave bee1 
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> Overharvest of medicinal plants and other economically useful flora. 
Disease transmission from livestock to wild fauna, particularly closely related species. 

The underlying causes of the above mentioned threats can be broken down into two levels, namely 
those associated with institutional capacity and policy related weaknesses and those stemming from 
s t r u d ,  social and economic factors. The first level includes the following factors: 
> Communities have little utilitarian stake in protecting the resources (owing to a lack of 

participatory management mechanisms, secure tenure and usufruct rights) leading to open access 
and depletion. Until recently, there was little recognition in government circles of the importance 
of community participation in conservation planning and management. 

> Legal instruments to support community-based conservation initiatives are poorly developed. 
P Incentives for conservation are weakly developed, and opportunities for capturing monetary 

values from wild resources are limited. There is a dearth of appropriate models for effecting 
sustainable use measures suited to local agronomic, ecological and socio-economic conditions. 

> There are few avenues for information exchange and networking between communities, meaning 
-+at they have been unable to share experiences related to wild resource management endeavours. 

'ethnical, human and institutional capacities amongst government and non government agencies 
:sponsible for conservation are weakly developed. 
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d i n g  to over grazing in upland pastures (where competition with wildlife is greatest). 
ivelihood opportunities are limited owing to a lack of skills, market oppommities, o 
iputs includmg credit, and s u u d  economic problems. Conditions of pove te 
nallholders to be risk averse in making resource-use decisions. Ma iource-use 
lethods are untied and risky and are thus unattractive to communitie. 
here is limited access to alternative fuel sources to meet household er 

> Technology change has made prebiously sustainable resource-use practices environmentally 
destructive. In particular, access to fveanns has reduced the effort involved in hunting. 

> Moral values for wildlife are poorly developed. Formal and i n f o d  education programmes tend 
to ignore conservation issues. 

> Some cultural factors inhibit adaptive resource-use management; women pls or role in 
managing livestock and agricultural activities and are largely responsible for fuelwow collection, 
but their ability to participate in c svours is constr oor social 
status. 

A more detailed summary of the threats and underlymg I 

under the GEF Alternative is provided in Annex VI. 
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ALTERNATIVE STRATEGY 

The PRIF phase has developed a participatory process for engaging local communities in 
conservation planning, building upon the institutional base provided by AKRSP's extensive network 
of VOs/WOs and creating new institutions at the District (DCCs) level. Communities at each site 
developed Conservation Plans focusing on both habitat and species management. Each Man provides 
infonnation on biodiversity in the area, threats facing species, solutions to remove pressures, and 
community needs in order to operationalise conservation management. The Plans have provided a 
means for communities to re-think their development strategies in ways that account for conservation 
objectives and values. The project has shown that communities are receptive to conservation 
initiatives if given greater responsibility for the management of wild resources. This receptivity largely 
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stems from a nascent, though growing, recognition amongst village leaders that ecological 
degradation will damage the natural capita endowment that underpins local livelihoods. The PRTF 
roots participation in biodiversity conservation efforcs by. 

;-;*iating a process of dialogue within and between communities, and between communities and 
rernment to address biodiversity issues; 
:ouraging communities to assume greater responsibility for the management of wild resources; -- " --7endering community based self-help initiatives in a bid tc - :onsexvat- ns more 
x-effective and durable; 
:cessfully establishing links between all stakeholders b 1 comm iervation 

objectives; 
> collaborating with ernment ct joint management ol (i.e. in 

partnership with corn IS); and 
h 1 reloping strategies to involve women in the process of conservation. 
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:rsity conservation cannot be effected in isolated pockets. A ban c ng in one village 
jurisdiction does nc- :larantee the survival of wildlife if it moves outside of the protected zone. 
Sustainable solutions LO conservation dilemmas will therefore require a convergence of thought and 
action amongst all communities residing in areas of interest for conservation. The alternative strategy 
has specifically been framed to provide for the survival needs of wildlife within the. larger ecological 
landscape, and across village jurisdictions. A Conservancy is defined as a large area of land 
incorpora~g one or more watersheds in which the local people agree to conserve the biodiversity of 
the ecological landscape through collective management. The Conservancies are analogous to 
Managed Resource Protected Areas (category VI PA) as defined in the register of PA Management 
Categories (TUCNNCICMC, 1994). The management objectives are to [I] protect biodiversity by 
providmg for the ecr!3gical needs of species and improving survivorship by arresting threats; [2] 
develop and a] :ctive management measures for sustainable use; and [3] contribute to 
ecologically susl development of the area. Six broad criteria were applied to define the four 
Comer 

- The ( * .  ncies are .. a. 

represer the bio- (a) Ecc hy of the mountain areas. 
Large areas ot ecolo~cally Intact wrldlands remam in each. 

(b) Biodiversity - Conservation of broad mountain landscapes is necessary to conserve wide- 
ranging species as well as those species that migrate seasonally from higher to lower elevations. 

(c) Commitment -- The Conservancies are built around nucleus villages that have committed 
themselves to conservation under the PRIF phase. 

(d) Co-operation - Communities within the Conservancies must agree to co-operate in the 
management of the larger ecological landscape. 

(e) Social congruence - The people living within the Con K culturally congruent. 
(9 Co-funding - Government agencies, other NG I donors have made financial 

commitments for projects that will address the ultimate causes of biodiversity loss in the 
Conservancies. 

s must t 

The MACP has been designed based on seven outputs, aimed at comprehensively addressing the 
determinants of biodiversity loss. Building on the lessons learned and networks fostered during the 
PRIF, the project will provide a conservation overlay to a sizeable baseline of sustainable 
development interventions. The following section describes the objectives, outputs and activities of 
the GEF alternative, including interventions financed by non GEF sources. Specific activities and 
tasks to be funded through UNDP (GEF, UNDP and government cost sharing) are listed in the 
logical framework matrix, which also provides quantifiable indicators for project impact monitoring. 
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DEVELOPMENT OBJECTIVE: To protect and ensure the sustainable use of biodiversity in 
Pakistan's Karakoram, Hindu Kush, and Western Himalayan mountain ranges through 
application of a community-based conservation paradigm. 

IMMEDIATE OBJEC~~VE: Establishment and effective long-term management of four 
community-based Conservancies covering wide ecological landscapes, zoned for multiple 
uses, and backstopped by an enabling institutional, policy, regulatory, and financial 
framework. 

OUTPUT 1: The institutional and human capacity of community level organisations to 
conserve biological diversity will have been strengthened, and planning and management 
structures will be in place. 

1.1. Initiate dialogue with target communities in new areas. 

The focus in new villages selected under the PRlF phase for inclusion under the MACP, initially, will 
be on social mobilisation*. The emphasis will be on strengthening social relationships between project 
workers and community leaders in these areas. A participatory learning exercise will be implemented 
to enhance understandmg of the world views, perceptions, and problems of target communities. 
Conservation issues will then be looked at with reference to their interface with locally perceived 
developmental and resource management needs. Through this participatory process, communities will 
be made aware of the relevance and importance of biodiversity conservation to their livelihoods. 
From the very start of this participatory learning process, key community activists will be identified to 
act as d a g e  motivators for conservation. Such motivators will play a strong role in institutional 
networking to realise the objectives of ecosystems management. 

1.2. Establish Valley Conservation Committees (VCCs). 

Valley Conservation Committees will be established at the watershed (or cluster) level, building on 
existing VONlrO structures and AKRSP experience. Membership will be decided by communities in 
each vdey. The Committees will be responsible for engaging community members in conservation 
management efforts, for developing a Valley Conservation Plan, for overseeing implementation at the 
valley level, and for building and maintaining cluster-level linkages at the Conservancy level to ensure 
wider ecosystem management. Support to local communities under the project would be provided 
through a Terms of Partnership (TOP) agreement that sets out the mutual obligations of contractual 
parties and provides checks and balances to enforce conservation measures. TOP'S would be 
negotiated with the VCCs, following establishment, covering all panicipating communities in the four 
Conservancies. 

13. Design and implement culturally appropriate strategies fo 
conservation. 

r involi ving women in 

The involvement of women in conservation activities will very much depend upon gender relations 
within the target community and different strategies will need to be developed to address the varying 
enpin-economic, political, ethnic and ecological factors at play. Gender sensitisation will initially focus 
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a~uvlues. Where possible, full pamcipation of women in the process of preparing the Conservation 
Plans will be ensured. This will entail enhancing their understanding of the interrelations between 
socio-ecr :ic and ecological systems. Gender workshops will be conducted with both men and 
women a. ,: feasible. Through these workshops a cadre of women conservation motivators will be 
selecte 

1.4. Unoerra~e conservation management planning at mr vdey  level. 

Training will be provided to VCC members in conservation planning techniques. The V C s  will 
develop Valley Conservation Plans (VCPs), comprehensively articulating conservation needs, 
problems and solutions. The Plans will provide a road map for effecting biodiversity conservation, 
with responsibilities for implementation shared by village organisations, the project, and partner 
agencies. The planning process will provide a framework for jointly assessing ecological, social and 
economic issues and evaluating conservation and development linkages and trade-offs. The 
Conservation Plans are dynamic instruments, and will need to be updated from time to time. 
Therefore one aim of capacity building at the d a g e  level is to institutionalise the planning process, 
strengthening local participatory planning skills. - 

A major part of capacity building in social processes is maae up of learning and awareness building. 
In a participatory context, this learning involves an understanding of the various social forces that are 
at work in institution building. Initially, the implementing agency and parulers will have a prominent 
role in working with the communities to mediate conflicts and resolve problems. Eventually the 
communities will take ownership of the process and institutionalise it within the local conservation 
and development framework. 

1.5. Establish a Conservancy level management framework. 

The institutional base for supra-VO clusters is already in place in muul ul Lnc: pru~rc~  repun. r nrse 
clusters are formed around common objectives, such as construction of large-scale infrastructure 
facilities, or establishment of community networks to plan and implement social interventions. 
S~milarly, conservation management in the Conservancies will be achieved through an institutional 
framework for co-operative planning, taking a step-by-step approach, and fully involving 
communities in the identification of appropriate planning and management units. The Project would 
strengthen the capacity of existing Disuia Conservation Committees @CCs) established under the 
PRIF (membership of which will include representatives from V E s  and Distrlct administrations). 
These Committees offer an effective and time tested mechanism for linking government and 
community-based conservation efforts. Their main function will be to ensure congruence of 
management at the cluster level, ensure compliance with regulations and monitor conservation 
outcomes. 

Workshops will be conducted to address the following issues: [I] benefit sharing of wild resource use; 
[2] land use zoning (creation of set asides and extractive use areas); and [3] rules and regulations at the 
Conservancy level. In addition, the workshops will further clarify the roles and responsibilities of 
different stakeholders in Conservancy management. Sub-committees will be established within DCCs 
to ensure that diverse initiatives at the cluster level are properly integrated. Outside experrise for these 
workshops will be drawn from governmental and non-governmental institutions and partner 
agencies. The VCPs will be merged into Conservancy Management Mans to ensure a unified 
approach to conservation in each Conservancy. Conservancy level planning will entail specialised 
training to integrate valley level management at the macro level. Such training will be targeted at key 
activists and VCC representatives. The Disuia Conservation Committees @CCs) will take overall 
responsibility for approving the Conservancy Management Plans and guiding their implementation. 
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hnservancy level management framework will be strengthened by inputs from the Northern 
Conservation Strategy (NAC3) and C h i d  Conservation Strategy (CS) .  These initiatives 

- -  ' 1 develop a comprehensive sustainable development strategy for the mountain areas. The N A G  
I develop a Biodiversity and Protected Areas sub-strategy for the Northern Areas, 
lementing GEF inputs. A land use mapping exercise covering all of NAs using available 

recnnology will be undertaken and will provide baseline information for detailed valley land use 
planning. 

Financing Output 1 

OUTPUT 2: Conservation values will have been imparted to local communities through a well 
targeted conservation education and awareness drive, with avenues developed for the sharing 
of infonnation/experiences regarding wild resource management amongst villagers. 

Funding Source 
GEF 
SDC/IUCN 

Activities under this Output would be spearheaded in conjunction with WWF-Pakistan, which would 
provide co-financing for-awareness raishg on broader erhronmental awareness issues. GEF inputs 
would be limited to conservation awareness related work, feeding into biodiversity management in 
the Conservancies. WWF co-finandng would deal with ancillary issues, such as waste disposal, 
littering, pollution, soil erosion and the management of community wood plots. In addition, WWF 
would provide support for' the development of literacy training materials with conservation themes. 

Activity wnt (in US$) 

2.1. Develop and implement a communications strat 

See log f 
Public a ige /valley land u! 
planning, 

Tot: 

tions Su 

2,998,626 
100,000 

3,098,626 

A Project Communica ategy will provide the framework for identifymg appropriate media 
tools and activities req r awareness raising. Conservancy specific awareness needs would be 
further assessed througn a scoping exercise, allowing a targeted strategy for imparting conservation 
values to be developed for different stakeholder groups, including women and minority groups. The 
scoping will be linked to the sub-strategies on Education and Environmental Communication being 
developed under the NAGS and CCS. These will provide an assessment of the current status of both 
f o d  and informal education in the public, private and N W  sectors. Efforts to develop an 
environmental education constituency (or "roundtable") under NACS/CCS will further support 
awareness activities under the M A O -  

The project w 
within the Conservanc~es 
sensitised to conservation 

ill spons 
- 

:ach pro 
- ~ ~ - -  

v;liulnllc, focusing on radio. Various ethnic groups 
  road cast radlo progmnm~es in their own languages. Broadcasters will be 

. issues, and a regular fact sheet will be prepared for disuibution to radio 
announcers as a means of disseminating information on conservation and sustainable use. In order to 
communicate information on project activities, including lessons learned material, to a wider national 
constituency, a web page would be established as an information storehouse. 

2.2. Implement a Schools in Consmation .Programme- 

roject will suppo~ rt a "schc within th rvancies. Teachers 



from already established government, AKES, and private (including community) schools in the 
Conservancies will be linked to the programme. They will be given training in instructional 
methodologies to spearhead conservation education. In consultation with education authorities, 
conservation education modules and teaching aids would be developed for use in schools. 
Workshops would be organised to provide teachers with an o p p o h t y  to share experiences and 
discuss future conservation education plans. Together with other local NGOs, special events such as 
speech contests and essay competitions will be organised focusing on the importance of conservation. 
The project would also create links with youth clubs in order to promote their involvement in 
conservation, training club members in conservation awareness raising techniques. 

As pi1 
awaren 
preparc 

ot activities under the Environmental Education Sub-strategy of NACS, conservation 
less will be integrated into the primary school curriculum and training modules/manuals will be . . 

':aboration with the Directorate of Education and AT'-- 

2.3. Operauonalise informal conservation awareness program 

W S .  

unes. 

Education and awareness efforts are closely linked to advocacy. Hence there is a need to dis, JSS 

conservation issues in village forums (in addition to Village/Valley Conservation Committee 
Meetings). Village activists (motivators) would be provided with training in conservation advocacy 
methods as a means of facilitating discussion of conservation issues in village meetings. Links will 
also be made between village forums and cluster level exchange forums. Activists d collaborate with 
local teachers to foster discussion of conservation issues on a routine basis in village meetings. 

Predators are considered a threat to livestock and are treated as vermin by many local communities. 
The role of predators in maintaining ecosystem balance is poorly understood Attacks on livestock are 
generally a consequence of the decline in natural prey species, populations of which have been 
depleted due to over-hunting and habitat loss. As a result, retaliatory killing of predators such as the 
Snow Leopard has increased. The best avenue to bring about awareness on the subject will be 
through the VillageNalley Conservation Committees. Awareness programmes funded through the 
project will sensitise communities to predator-prey relationships in the wild, the negative impacts of 
over-hunting the natural prey populations of predators, and the role predators play within the 
mountain ecosystems. A number of options exist to reduce predation on livestock These include the 
improvement of corral design to make them predator proof, guarding of livestock in the high 
pastures (rather than leaving them unattended as is currently the case), and herding of livestock to 
villages at night when the incider acks is high. The merit will alert villagers to 
these methods. 

ice of att awarene 

Women play a major role in natural resource management, particularly in fuelwood collection, water 
carrying, forest nursery management, medicinal plants collection, livestock management and 
agrkdture. Literacy levels amongst women are, however, very low, constraining their participation as 
full stakeholders in community based conservation activities. A number of NGOs (including AKRSP 
and community based organisations) are sponsoring initiatives aimed at improving functional literacy 
rates amongst women. With co-financing provided by WWF, the alternative strategy would feed into 
these initiatives by developing conservation specific material for i m e %  
and by sensitising literacy teachers to conservation issues. 

ntegratio 

2.4. Enlist the support of religious leaders in conservation activities. 

Religious leaders in the project region play an important, and growing role, in infornUuB -,l11nunities 
on social issues. Such leaders could provide a potent and innovative vehicle for reaching large 
constituencies with conservation messages. The project would support the involvement of religious 



Pakistan Mountain Areas Conservancv Proiect 

leaders in conservation work through a carefully designed and culturally sensitive programme by 
organising training workshops, developing teaching materials, and training religious scholars in 
awareness raising methods focusing on the conservation related teachings of Islam. Work in the Gojal 
and T i r i c k  Conservancies will focus on outreach to Ismaili Muslims, who comprise the majority of 
the population. But in the Nanga Parbat and Qashqar Conservancies, where Sunni Muslims are in the 
majority, different approaches will be developed and operationalised 

Financing 
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Funding Source Aalvny m o u n t  (in US$) 
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The project makes provision for on-going data collection and assessment to monitor the status of 
biodiversity. The PRIF conducted wildlife surveys in sample sites, and population status data is 
available for Snow Leopards, Markhor and Ibex in these areas. Baseline data will be collected in eight 
additional sites, focusing on the above species, plus other keystone species to be identified (with 
technical inputs supplied at project inception). In addition, habitat status surveys will be undextaken in 
8 sample transects, enabling plant biomass to be monitored and ecological response to conservation 
interventions assessed. Satellite imagery would be purchased and interpreted to corroborate 
information on habitat distribution and status. Reliable data on species numbers is available for each 
of the Conservancies, providing a baseline for future monitoring. Additional baseline data on habitats 
and keystone species would be collected in year 1 of the project, with annual sampling efforts 
undertaken in years 2-7 to establish trends and elicit project impact. Regional experiences in 
conservation impact assessments, particularly from Nepal, will be taken on b o d  

3.2 Conduct project process/ p e r f m c e  monitoring. 

Performance indicators have been developed for the project (see log frame) and will be ref& during 
the frst year of the project. The Monitoring and Evaluation Officers will be responsible for 
determining the periodicity of data collection, and for developing sampling and analyucal methods. 
As conservation management regimes are dynarmc, affected by social, economic, political, and 
ecological forces, it is essential to understand the processes that have bearing on conservation 
outcomes9. Process monitoring will be carried out by ~roiect staff in oamershio with villagers. 

efft 
tha 
stal 
the 

ry  the mar 9 Management regimes must be responsive to changes in interna lalF) and 
external ones (e.g., b nd the control of the managers). This means that an m h  system used to measure the 

:cts and impacts o r" conservation and suminable use interventions must be based on guiding principles, rather 
n a resuiptive checklist. The assessment process should be a tool that resource managers, and other local 
reho P den, can use to identify and monitor the key biol cal, economic, and social factors that will influence ,.., sustainabiity of any given natural resource use. As the 7 re ative importance of individual factors in influencin 

sustainability wd my over time, assessments d need to be performed r y e ,  based on the life, or season: 
cyde of the resource and to account for periodic changes in undedymg con 'tions. 



Results will be presented to villagers to facilitate discussion and self-examination of trends. 

This acrivity will also build capacity at the village level to monitor impacts and assess the sustainability 
of uses of wild resources in conjunction with conservation professionals. The objective is to sustain 
monitoring effom, as part of an integrated conservation planning and management system, beyond 
the life of the project. A series of training workshops will be conducted, focusing on learning by 
doing. The workshops will concentrate on building skills in survey techniques, data recordmg and 
analysis methods. Monitoring mechanisms have already been put in place under the PFUF phase, and 
some training in wildlife survey methods has been provided However, these mechanisms need to be 
refined and strengthened, and further capacity building is required to fully institutionalise monitoring. 

aalise CI omplian Ice mon: itoring within tl le Const 

monit 

management paradigm. 

Operationalisation of active conservation management will requir ~ecks be instituted to ensure 
compliance. Management regulations will be developed through : 1 and formalised through 
Output 6, and will include a mix of traditional sanctions and lega penalties. The PRIF has shown 
community level enforcement to be reliable and effective. This activity would build capacity for 
compliance monitoring and reporting at the village level, ensuring that the objectives of and harvest 
limits set out in the VCPs are met, and adhered to. Such monitoring will cover a wide swathe of 
resource use activities, including subsistence hunting, commercial hunting, fuelwood and fodder 
collection, grazing, and the harvest of medicinal plants and culinary herbs. Village Wddlife Monitors, 
designated by communities in consultation with VCC representatives will be trained in compliance 

oring techniques through a "train the trainer" approach. The DCC's I versee the 
ltionalisation of such monitoring so as to maintain accountability. 
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Case mcues will be deve~o~ea ror eacn wnservancy ro aocument the findings or me monitoring 
exercises conducted at the village/valley and Conservancy levels. In addition, the lessons learned 
from project implementation, including the outcomes of the proposed sustainable use 
demonstrations, will be carefulhr documented and disseminated to conservation professionals 
elsewhere. 

Financing vutput 3 

OUTPUT 4: Development agencies and communities will be targeting frnancial and human 
resources towards long-term village eco-development in the Conservancies. 

Funding Source 
c~~ 

4.1. Integrate conservation management considerations into development initiatives at the 
village level. 

Subna 
"P- 

Activity 
See log frame 

mtial efforts have been made to e hkages with other development programmes or 
Ier agencies", such as AKRSP, tl nanced Dir Kohistan Environmental Rehabilitation 

rroject, and the IFADAJNDP Northern meas Development Project. Partner agencies will address 
some of the ultimate causes of biodiversity loss in the project areas by investing in productive 
infrastructure and livelihood activities, responding to ecodevelopment needs articulated in 

Amount (in US$) 
794,7nQ 

r - 
- 

794,; - 
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Conservation Plans. These co-operative partnerships will ensure that interventions are targeted 
towards achieving conservation enabhg development objectives, ensuring a more efficient use of 
scarce conservation funds, and fully integrating conservation into the development paradigm. 
Interventions proposed under the alternative strategy will be substitutional to the extent that: 
9 in the business as usual situation, community development needs would have been articulated 

without reference to conservation objectives (under the alternative strategy a shift in development 
priorities will occur, with interventions modified to address the ultimate causes of biodiversity 
loss); 

9 additional development assistance ifically C reraged for communities in the 
Conservancy areas (under the altemauve strategy, partner agencies will include biodiversity 
conservation objectives in the criteria set employed in prioritising development interventions and 
in choosing project locationsl0); 

9 activities take on board the priorities an ' a : of all commu . mbers, including 
marginalised groups that are most respon r deleterious lan ~ctivities such as 
unsustainable utilisation of forest products; ar 

9 activities incompatible with conservation objectives I' of link roads to 
high pastures) will be restricted. 
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Partner agency staff would be engaged in the preparation of Valley Coriservation Plans, which will 
prioritise development interventions to address threats to biological diversity. For the first time in the 
region, ecological/ biological factors will be specifically integrated into economic decision making at 
the watershed level, and the Plans will provide a vehicle for marrying development and conservation 
initiatives. Workplans for delivering ecodevelopment interventions would be f d s e d  by 
communities a n i  partner agencies f&owing prebaration . . of the VBS, clearly stipulating the 

tive roles mnsibilities of different in ity imple M. respec 

4.2.0 

; and resl 

~alise de peratior livery of village eco-development scnemes at the vluage level. 

The specific activities that will be advanced under this component will be determined through the 
organic process of participatory planning. Depending on need, project partners will be responsible 
for: 
9 building productive i n b  uch as irrigation channels iro pow( irrigation 

systems to extend the area unaer mtivation; - 
9 piloting field initiatives to demonstrate the viability and efficacy of ec - .able land 

use practices (such as rotational grazing); 
9 providing technical assistance to improve livestock husbandry methods; 
9 improving animal health, so enhancing the productivity of livestock (enabling villagers to obtain 

meat and milk needs from smaller herds); 
9 supplymg technical inputs, seedlings and financial resources for social forestry programmes; 

supplementing government agricultural and livestock extension services to improve the 
productivity of animal husbandry and farming system methods; and 

9 providing enterprise support to villagers in support of sustainable livelihood initiatives. 

and hyc red lift j 

y sustain 

10 Other criteria include social, economic and technical feasibility. 

29 



Output 4 Financing 
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A major focus of the GEF alternative is to increase the relative values of wild resources as an 
incentive for their conservation. A great range of wild resources with consumptive and productive use 
values exist in the high mountain environments, including economic/ medicinal plants, wild ungulates 
(trophy values) and game birds. At the present time, however, a number of barriers exist to 
sustainable use of these resources including: 
P a lack of clear reso Ire and custodianship; 
9 a lack of under5 of the biological and =culuw;lr inable use 

management! 
lack of i le factors, including marl luctive use 
ptions, u s s  of sustainable use; 

r madequate mwlruuona suuctures ror promoting management; and 
9 a dearth of techniques, skills and experience to promote sustainable us 
The project will undertake a set of demonstrations aimed at establishing t pica and economic 
viability of sustainable use options and developing an effective management regime, focusing on 
barrier removal activities. Based on planning and feasibility work undertaken during the PRIF, the 
project would support demonstrations of sports hunting, game bird, and wild plant management. 
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S-port Hunting A carefdly regulated Markhor and Ibex trophy hunting program11 will be developed 
The PRIF has built a strong policy foundation for using trophy hunting as an economic incentive for 
communities to ~artici~ate in wildlife conservation. This s u m r t  includes: 
9 a study of &et tkracteristics and legal implications i i r  trophy hunting 
9 approval by W P  for 5 Ibex hunting pennits issued in 1997 to communities in the NAs (in 1998 this 

quota was increased to 15 ibex); 
P approval by ClTES to allow an e 5 Markhor annu mity-based 

management projects in Paustan; 
9 drafting of Rules under the Norchern Areas wildlife h ' w Act (1975) to support 

implementation and enforcement of the Act; 
9 declaration of community represenwives as Honomy Game 'Vi NWFP) to help government 

officials enforce the NWFP Wildlife Act (1975); 
> development of a provincial policy on trophy hunting by the NWFP Wildlife Department; and 
9 administrative axrangemenu for revenue s h q  of trophy fees between government (25%) and 

communities (75O). 

fl 6 Markhor trophies per year were permitted by the lOth COP to ClTFS, 1997 
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Population monitoring commenced during the PRIF but needs to be continued in order to determine 
sustainable harvest levels. In addition, efforcs are needed to link target communities with licensed 
outfitters that are connected to international markets and can promote exclusive hunting 
opportunities, to strengthen management arrangements, and develop mechanisms to ensure the 
equitable sharing of revenues. 

Game Birds: The project would seek to manage recreational and subsistence hunting and collection 
of partridges and pheasants by visiting Pakistanis from "down country" as well as by local dagers. 
The Wildhfe Department in NWFP has "authorised" cenain land owners to establish commercial 
game bird hunting operations. Under this programme the local operators are authorised to sell hunts 
for a specified number of birds of a particular species. But a framework for management is lacking 
and such hunting is currently pursued on an ad hoc basis. Activities would determine sustainable use 
harvest levels by establishing population status, promoting community based measures to regulate 
trade in the Conservancies, and exploring avenues for enhancing financial returns at the local level 
from hunting/collecting as a conservation incentive. As game birds migrate between higher and lower 
elevations with the seasons, management will address habitat requirements over large areas also 
benefiting other components of the local biodiversity. 

The market for captive game birds is not regulated or managed by any agency and the trade takes 
place on an ad hoc basis. The market potential for paxtridges is large with thousands of birds being 
sold as pets in cities and towns. Prices of the birds vary from Rs 100 to Rs 2,000 according to their 
calling ability and condition. 

Economic and Medicinal Plants: A number of economically important plant species occur in the 
project area, including wild thyme, cumin, morel mushrooms, and a rich variety of medicinal plants 
(including sea buckthorn, ephedrine, and the endangered. costus root). These species are now 
commercially collected without reference to conservation needs and with limited tangible benefit 
accruing to local communities. The project will establish the status of target populations, enhance 
general awareness of problems, identify sustainable harvest limits and management requirements, 
promote information exchange amongst managers, and strengthen capacity to implement 
management measures aimed at ensuring the sustainable use of key species. One of the primary 
objectives of activities would be to improve habitat management, thus improving conditions for 
biodiversity. 

Cumin is the seed coming from two species of plants (Cznzhm cynkm and Gzm -) 
growing at higher elevations in a very narrow ecological zone between the Dry Temperate and Dry 
Alpine ecosystems. The best quality cumin (based on fragrance), that also fetches the highest price, 
comes from the Astore area in the Nanga Parbat Conservancy. The total harvest from the Astore area 
has been reported at 5,000 kg. Harvests are currently not managed or co-ordinated, leading to 
competition between collectors, and unsustainable use. Enhanced benefit sharing within 
communities- linking benefits to management of the habitat and resource will reinforce the need 
to restrict grazing of livestock on high pastures thereby contributing to the protection of a number of 
endemic plant species. 
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is curre1 a r z d r  , msoda) from the 
ya~nqar Con~crvanr~ lor export to Switzerland, rrance ana bermany. The musnrooms are found in 
Pine forests in the Dry Temperate Coniferous and Holly Oak Scrub ecosystems. In 1995, about 25 
metxic tonnes (dry weight) were harvested from Dir and Chitral Districts and 2 tonnes from Swat. 
Attempts to cultivate commercial quantities of morel mushrooms have not been successful and 

lued harvests will depend on the protection of pine forest habitats. This demonstration activity 
ocus on integrating the values of non-timber forest products (i.e. morel mushrooms) into 



sustainable pine forest management. Consideration will also be given to the need for greater inter- 
community co-operation in the harvest to optimise income as part of the management planning 
process. Ln addition, activities would explore opportunities for enhanc~ .r the benefit share captured 
at the local level, imparting awareness on the Mrs between productiv: ,se and the management of 
forests. 

- 
5.1. SI Id sites for demonstration of sustainable produc s of wild flora and fauna. 

site w 
social. 

tive use 

ned , . by e The choice of sites for demonstration projects will be determi ~cological factors, by social 
conditions, and by the degree of maturity of each village in the conservation pianning and 
management process. The first step will involve refinement of existing criteria for site selection, 
drawing on scientific expertise from IUCN's Species Survival Commission (SSC) and Sustainable Use 
Initiative (SUI). The criteria would then be applied through a consultative process (involving District 
Conservation Committees) to select sites. Markhor and Ibex use management will be tested in all four 
Conservancies. Game bird management activities would centre on sites in Nanga Parbat and 
Tirichmir Conservancies where bird populations are sufficient to support productive uses. Morel 
mushroom management would be tested in Qashqar Conservancy, whde cumin and medicinal plant 
management would be spearheaded in Nanga Parbat and Tirichmir Conservancies. More than one 

rould be selected for the various demonstrations in order .OI different 
, economic, ecological and institutional landscapes. 

to tail 

5.2. Enhance the knowledge base on biological, ecological, social and economic parameters 
of sustainable productive use. 

Prior to promotion of use, the project would document the status of target populations and 
ecosystems and determine harvest limits. Biological surveys would be performed at the demonstration 
sites to obtain a baseline for tracking biological and ecological responses to management. In addition 
to this work, existing lwels of harvest for the target species would be documented Technical 
expertise would be provided by IUCN/SSC/ SUI to determine biological thresholds for sustainable 
uses of the target species, as well as assess the potential benefits and risks of sustainable use activities 
as they relate to broader biodiversity conservation objectives. The project would also collect 
information on the determinants of demand for target species and market chains, reviewing benefit 
capture at the local lev; Opportunities for fostering a more equitable sharing of benefits, increasing 
the share of benefit captured at the local level, and creating links with conservation management, 
would be identified, again with specialist inputs. This work would also divir -economic 
constraints to sustainable use management of the target species. 

53. Operationalise 
demonstration basis. 
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In consultation with local communities and DCCs, the project would operationalise sustainable use 
demonstrations by extending usufruct rights for resource harvests to local communities, instituting 
permitting requirements, regulating the location, quantity and season of harvest, and testing benefit 
sharing arrangements. In order for the project concept to bear fruit, it is important that those 
communities that assume the costs of conservation management also reap the benefits. Thus an 
incentives regime will be established through the project to give wild resources focussed value (see 
output 6). The project would provide capacity building support 1 training of VCC and DCC 
members in planning and managing uses, focusing on approvals, ing and regulatory aspects. 
Training would also be provided to NRM Specialists (linked to the speclalist network established by 
AKRSP) in adaptive use management, so as to develop a cadre of extension workers able to advise 
VCCs on management needs in the longer term. A key focus will be on developing effective 

monitor 
I 
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monitoring and regulatory measures to ensure that use occurs on a sustainable basis, benefits local 
communities, and fosters resource stewardship, while avoiding problems of market saturation. A 
Management Plan would be prepared for each species with suppoxt from lUCN/SSC/SUI, clearly 
establishing monitoring processes. The programme would be scientifically audited through the 

priate Species Si hmmissions, with mechanisms established to engender long term 
ng and technical : from the scientific community. 

appro 
auditi 

mechanisms to develop and manage ecotourisn 

Ecotounsrn in the northern mountain areas of Pakistan has not orveloped into a large scale 
industry- though considerable potential exists for development, particularly of domestic tourism. 
Government records show that some 16,000 Pakistani and foreign tourists visit C h i d  (NWFT), and 
20,000 visit the Hunza area PAS) annually. Many tourists conduct trekking tours, and 
mountaineering expeditions are regularly mounted Tourism is generally unmanaged, and is placing 
moderate pressures on the natural environment-pressures that can be expected to grow as tourist 
numbers increase. These pressures include consumption of fuelwood, contributing to the loss of 
native forests, trampling of ecologically fragile areas, and littering. The project will sensitise villagers 
to the implications of these pressures in terms of sustaining tourism, and their impacts on 
biodiversity. 
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Ecotourism will 'hitially be developed only in those areas where hies have identified it as a 
high priority. It will not be imposed from the outside but, raulrr, ve focused in areas where 
ecotourism is culturally and ecologically feasible. The main focus of activities will be to: 
> train Valley Conservation Committee members in tourism promotion techniques and develop 

linkages with tour operators to mobilise marketing expertise; 
develop a Code of Conduct for tourists within Conservancies to ensure that they do not damage 
the fragile mountain ecosystems; 

r train local guides in visitor management tech ' 
9 identify and apply appropriate fee schedules j ie Conservancy areas; 
9 find ways and means of co-ordinating touri activities between different villages 

along trekking routes; and 
investigate options for leveraging permit lising the 
financial mechanism (output 7). 

ncuvities would be cost-shared between b E F  and UNDP, WUI GEF inputs focused on 
incorporating biodiversity concerns into tourism management. AU the Conservancies offer a number 
number of tourist attractions including wildlife viewing oppommities and spectacular scenery. 
Demonstration sites would be selected following further discussions with local communities. Co- 
financing will be provided from the NACS which has identified the growing ecotourism sector as a 
focus for establishing linkages with the private sector in NAs. An interest group will be formed 
(which may evolve into a "Business Roundtable") to promote enforcement of environmental 
regulations and quality standards for tourism. 
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5.5. Support enterprise development to  promore susrarnaDle use actlvltles. 

The project would cement linkages with the Enterprise Development Pr; ;RSP and 
other partner agencies to facilitate technical assistance and financing of sustamable productive use 
and ecotourism development schemes, where shown to be ecologically, socially and economidy 
viable. Partner agencies would take responsibility for providing business training and marketing 
supporc, as well as extending micro credit. Prospective entrepreneurs would be trained in negotiation 
skills to enhance their leverage when dealing with middle men in trade, as part and parcel of benefit 
sharing measures. [Such financing has not been factored into the co-financing estimates because it is 



contingent on the proven success of the demonstrations.] 
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OUTPUT 6: Government policies and regulations will have been remoulded to support 
management of the Conservancies and institutional capacities for managing participatory 
conservation models will have been strengthened. 

L Model ial Wildlife Law. 

The Project would support efforts to develop a Model law governing management of the . 
Conservancies and wildlife utilisation. Support would be provided foi- legal drafting, public 
consultations, legal review of the draft, and solicitation of f d  approvals from legislative bodies. 
Parallel funding for the development of a model provincial wildlife law is available through the 
Northern Areas Conservation Strategy (NACS). The NACS has identified, as one of its components, 
a review of existing environmental legislation (particularly in relation to foresuy, agriculture, wildlife 
and protected areas, land-use, and environmental assessment) to assess the need for new policies and 
laws to support implementation of the NACS. Following this review, a draft framework and seaoral 
legislation will be prepared and reviewed through a series of consultative workshops. The product will 
be submitted to the Government of Pakistan for consideration. Similarly, as part of the Sarhad 
Provincial Conservation Strategy (SPCS) in NWFP, efforts to reform environmental policy and law 
will be supported at both the provincial and District levels (e.g. through the Chid Area 
Conservation Strategy). This higher-level and seaoral approach that is now being facilitated through 
regional conservation strategies will complement the focus of the MACP on reforming conservation 
IePislation. Policy reform will be caiefuy. monitored during the process of implementing the MACP. 
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Ecotourism- see log frame 
Technical assistance for wild plants management 
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9 legal recognition (through gazemng) of the ( ncies; the project will assist government to 

extend the existing Protected Area categories nrnodate a range of management objectives 
from strict preservation (KJCN Category I) to community-based conservation areas or 
"Conservanciesn (IUCN Category VI)l*; 

9 extension of appropriate authority (im the form of tenure, lease or other options) to local 
r~mmunides, and other traditional groups of users; 

se local management, indu 
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lZ There are currently o 3 categories of protected areas in Pacisran: National Darks, WddMe Sanctuaries and Game 
mes. Of these, 3 dlife Sanctuaries are the most restiaive providing '.,ma bredmg of animalsn. 
ional Parks have been set aside to provide for conservation, education, research and recreation wfiile Game 
mes are important wildlife areas where hunting permits can be granted 
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- allocation of trophy hunting licences to the Conservancies; 
- permitting the commercial sale of plants (e.g. mushrooms, cumin, medicinal plants); 
- collection of conservation fees from trekkers and other tourists; 
- licensing of certified guides; 

> requirement for Conservancy Management Plans that have the status of subsidiary legislation 
between periods of review; 

> reconciliation (and acceptance) of local resource inventories in the Conservancies with ongoing 
government monitoring and reporting. 

There are already precedents in Pakistan for area-specific legislation LO support cornrnm'y mvolvement 
in resource use activities (e.g. the Hazara Forest Act). This onsulted during, the project to explore 
its application to the Conservancies in NWFP and NAs. 

6.3. Strengthen government capacity for collaborative conservation management. 

utment i 
ith the o 
. _I_-_ -- 

n develo 

The project will work at all 3 levels of government (Federal, Provincial and District) to strengthen their 
capacity for supporting project activities. At the federal level, the project will assist the NOCW in 
regulating trophy hunting of Markhor to ensure that conservation of this species is enhanced through the 
ClTES approved program and that communities in the Conservancies are actively involved. At the 
provinciaVregional level, the project will assist the Wildlife Depz ping wildlife survey 
techniques and regular monitoring programmes in co-operation w ies. Systems will be 
developed to &tutio!X&Se the collection of appropriate resource aata on wmcn to base management 
decisions and establish allowable use levels. Biological data from the Consemcies will be gathered and 
stored in the Wildlife Department and government staff will be trained in the analps and use of thts 
data At the District level, government staff will be fully involved in resource surveys carried out by the 
project. It is important to develop a good working relationship in the field to 1 st between 
government and local communities; the Project will facilitate this through frequent ons on the 
ground Field-based officers will also be trained in survey techniques and sustainable use management 
skills. 

build uu: 

This work ue suPYO~eCI by institutional capacity ~ m - g  LU uevelop and strengthen the 
capabilities of government staff to support management of the Conservancies. Enhancement of 
institutional capacity is also one of the primary objectives of NACS which will provide additional 
suppolt for this work by creating a separate Environment Section within the Planning and 
Development Deparunent, and training "focal points" based in key line depaments to support 
conservation and sustainable development activities. The role of government wiU be to ensure 
Conservancy regulations are implemented, to monitor impact, to provide extension services, and to 
apply the incentives regime to reward and penalise communities based on the quaLty of their 
management. Training efforts will aim at sensitising government officers to the mechanics of 
community-based conservation, plus strengthening their skills base in order to enable them to 
effectively execute their oversight and support functions. This activity inch vision for 
specialised training overseas in conservation and sustainable use management disc in addition 
to field trainir - 

Financing 

ldes pro 
:iplines, j 

nount (L 
190,197 

Funding Source 
GEF 

Activity 
See log frame 

An n US$) 
1 ,c 

SDC/lucN 
. ..a. 

Policy/legal reforms, ins ' * 1 capaciq ; 
Total 

100,000 
1,190,197 
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the recurrent costs of Conservancy managemem. 
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A financial mechanism will be developed to cover a por he recur 
- - -  

ts of conservation rent cog 
l - - -  interventions in the Conservancies beyond project -closure- so ensunng ~lnancial suscainability. 

Recurrent costs associated with conservation management in the Conservancies include the expenses 
associated with monitoring implementation of Conservation Plans, enforcing regulations, on-going 
operations, and awareness efforts. A Trust Fund would be established to cover these costs, with an 
endowment being created for the purpose. The fund would be established following an iterative 
process, allowing for extensive stakeholder involvement in design. In light of emergent "best 
practices" and lessons learned from the application of GEF- sponsored Environmental Funds in 
other developing countries, the process would comprise of three phases: [I] Design and Consultation; 
[2] Commencement; and [3] Operations. Activities under this output are further detailed in Annex 
m1. 
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A Steering Cc would lished t c  fund, and would include 
representatives bvernmc >rs, AKI )s, and the private sector. 

' The following acrlvlues would be unaercaken: 
> Prepare and review background ing Incc ,n of the Fund, Asset 

Management, Trusteeship, Legal P Fund, F .sing Strategies, Financial 
Manaeernent Arrangements, Disbursemen~s, anu ~vlonitoring OL runus application. 

~echanisl akeholder participation. The PRIF has researched several options for 
: strum 1 will need to be assessed. 

r ueveloF a fund raismg m r e g y .  
> Define legal structures, tax status, and location of the trust. Options for governance and preferred 

operational mechanisms will need to be developed in line with legal structures. 
Review asset management options. Monies will be managed by an investment fund. A portion of 
: retums will be disbursed for field level activities, with the balance being ploughed back (to 
lintain the value of the initial endowment in real terms). 

I. 1 leterrnine Operational Mechdsms for the fund. An operations manual will be developed clearly 
ecifyrng rules and ~nal procedures for the fund. 
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bmplete necessary procedural and legal requirements ror ule establishment of the 

I ne rouowmg casks will be unde- ----- 
nd raising. An endowment of US$5 million (Rs 240 million) will be created (which is sufficient 
meet the recurrent costs of management in the Conservancies). Of this amount, the GEF 

would provide US$ 1.5 million, UNDP US$1 million, and the Government of Pakistan, USS0.5 
million. The remaining US$2 million would be raised&r to draw downs from the fund This 
amount would be raised from donor contributions, private sector contributions, and user fees, 
indudmg trekking fees. 

> Finalisauon of asset management procedures. 
> Preparation and endorsement of Articles of Incorporation, Trust by laws, 

selection of Board of Trustees, and agreements with the Asset Manager. 
B Legal establishment of the trust. This will involve incorporation, and establishment of asset 

management and uust operations sections. 

us and 
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7 3  Take steps to operationalise the Fund. 

The following tasks will be undertaken: 
> Capitalisation of the fund. UNDP will review funds management modalities, including the 

location of the fund, the choice of asset manager, and the funding strategy and will release monies 
;?to the trust account only if satisfied that the strategic plan, operating plan and administrative 

~d accounting systems are robust. 
.eturn on Lnvesunent. Funds will be set aside for a period of at least one year before returns are 

-llocated f ~rvancy managem 
lanagemc eview of First Prc 

o r  Consc 
ent and r 

lent. 
~ject Cyc le. 

7.4. Provide early in 
Conservation Funds 

aservan cy management through the creation of Valley 

der to build uust and strengthen partnerships with local communities at an early stage, the 
ct makes provision for delivery of an early incentives package. Valley Conservation Funds will be 
lished at the watershed level, capitalised jointly by UNDP budgetary resources and local villagers 

(community co-financing will be a conditionality for the establishment of a VCF in any given area). 
The funds will be invested in high yielding deposits, with the proceeds drawn upon by communities 
to finance conservation enabling activities prior to the establishment of the Trust Fund A Terms of 
Partnership agreement between the project and communities will stipulate mutual obligations as 
regards management and udsation of the funds. Communities will also be required to deposit a 
portion of the proceeds from sustainable use activities in the fund- providing a means of sharing 
k---Fits in an equitable manner. The modalities for this would be developed during implementation. 

In or 
projec 
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Output 7 

st Fund 
Fun wce 
GEI 

UNI 

. . 

:ing (see 
Activil 
Desigr and See 
frame) 
Financ rrust Fund and Valley ( 

Funds 
nds Corr Valley Conservation Fu 

- 

(w 
GO1 Financing of Trust Func 

Beneficiaries include the following stakeholders. [I] Global communities U benefit from the 
protection of unique ecosystems, species and races that otherwise would tace local and global 
extirpation. A number of economic benefits will be captured by this constituency, including direct 
use, future use, existence and recreational-use values. [2] Local communities: The project will stem 
the erosion in ecosystem functions and maintain use, option, amenity and other values for the benefit 
of future generations. Activities sponsored under the project will enhance the ecological sustainability 
of baseline development progpmmies. [3] Government: Local and Provincial government staff will 
benefit from training programmes, additional field experience, and being sensitised to participatory 
conservation methods. 143 Field Staff workinp for Partner NGOs and Develovment Aeencies will 
benefit from training in participatory conservation methods, and exposure to new know-how. In 



addition, intrinsic values associated with the existence of diverse life forms will be protected. 

results ar re expect ve been : by the el nd of the ! project: 

1. Four Conservancies areas will have been formally designated, covering an area of 10,800 
square kilometres and encompassing a representative sample of the bio-geographic regions of the W. 
Himaaya, Karakorarn and Hindu Kush ranges. There will be clear evidence of active biodiversity 
conservation, with improvements in habitat quality and an increase in populations of keystone 
species. Land within each Conservancy will be zoned and managed by communities for multiple uses 
including protection, harvesting of wild resources, social forestry, livestock and agricultural activities. 

. . 
n. Strong capacity for conservation management will have been established at the local-level. 
Valley Conservation Committees formed for conservation purposes will be planning, managing, and 
monitoring conservation efforts in each Conservancy with support from DCG. An umbrella 
Conservancy Management Plan will have been prepared for each of the four Conservancies, agreed 
upon by participating villages, and will be guiding resource-uses and development. A system for 
policing regulations will be in place, supported by the necessary legal instruments. Environmental 
awareness programmes will have been executed to impart conservation values to community 
members, and a forum for inter-village communications on conservation issues established A record 

ljea impacts will ble, lessons learn, ave been nated, and 
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... 
m. Development programmes within the Conservancies, including those sponsored by 
communities, governments, NGOs, and donors will be geared towards the achievement of 
conservation objectives. The foundations for long-term sustainable development in the Conservancy 
areas will be in place, supported by a conducive policy, regulatory and institutional framework. Field 
trials of sustainable use models will have been completed, with the results guiding resource-uses in 
the Conservancy areas. Existing extension agents, including community-based agricultural, livestock 
and foresuy specialists will have been trained in technical aspects of sustainable use, with mechanisms 
established through government and NGOs for the provision of future refresher courses. 

iv. Government wildlife policies will have been reoriented towards supporting community-based 
conservation, as provided for under the Biodiversity Action Plan. Enabling legislation will exist to 
give legal backing to the Conservancies, providing a means for targeting incentives to villages, 
rzgulating resource uses, and enforcing Conservancy Management Plans. The institutional capacity of 
Provincial Wildlife and Forestry Depattments will have been strengthened to co-manage the 
Conservancies, with government providing management advice, ensuring compliance with 
regulations, and monitoring impacts. 
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Acronyms: W G -  Village Wildlife Guides; V C C  Valley Conservation Committees; VCP- Valley Conservation Plans; DCC- District Conservation 
Committees; NP- Nanga Parbat; TM- Tirichmir, QPRs- Quarterly Progress reports; APR- A n d  Progress Reports; RMP- Resource 
Management Plans. 

Development 
Ob'ectme: To protect 

d' an ensure the sustainable 
use of biodiversi in the 
Karakoram, Hin 7 u Kush, 
and Western Himalayan 
mountain ran es through 
application o B a 
commmty-man ed 
conservation para B gm. 

- I  I number and distri keystone 
specles observed in sample plot areas, as shown 
below: 
Baseline (1998) versus 7 years (2006) shown in 
parenthesis 

Species\ Khyber SKB Admi Goleen 
Site (Gojal) (NP) (lM) (Qashqar) 
Ibex 120(200) 230(300) 200(275) 60(90) 
Markhor - 50 (100) - 30(50) 
Snow 
Leopard 2 (4) 4 (7) 5 (8) ? 

I 

- No decrease in the number of rare plant 
the number of vertebrate species currently yieS! ound I 
the Conservancies over the life of the Project 

Total 

109 

No. of Gojal NP TM Qashqar 
Specics\Site 
Rare Plants 17 39 64 20 
'=mmals 45 ' Q  73 21 7 1 

rds(breeding) 86 3 48 
nphibians 6 1 6  
ptiles 32 i 32 

r ~ ~ h  19 16 16 9 7 I 
Improvement in habitat uality (iicrease in natiye 
species composition and a iomass) for selected hl 
pastures. Baselines and study sites will be establis ed 
during the first mowing season 

%" 

-Species presence/absence 

-Stan s"*x dized trend surveys 
from fured observation 
points 
-Transect and vegetation 
biomass surveys 
-Remote senslng data 

Communities have both material and moral reasons 
to protect wildlife. 
Species populations are able to recover frqm ast P over-exploitation and Conservancjes provlde of 
+hum species s u ~ d  needs (~.e., are ecologcal!y 
vlable m the Ion -term . 
Established chec r d  s an balances can hold 
communities accountable for management, and 
ensuring susmnable use. 
The project enhances the existing baseline of 
conservation effort by expanding the geographic 
scope and buffering adjacent PAS from excessive 
threats. 



of applica 
mt regula 

Current Government commitment to decentralise 

-Evidence of application of hunting -VCC records 
-Police records 

PRs, Via  

- 
C 
Tnr msurutional and 
human capacity of 
commu+ty lwel 

sauons to conserve 
diversixrio 

have teen strengt e n d  
and planning and 
management structures 
will be in place. 

Output 2 
Conservation values will 
have been imparted to 
local communities 
through a well-targeted 
education and awareness 

ge record 

lvanceme 

support tl 

managemc tions 

-Evidence of application of zoning strategies 

-Harvest quotas applied for wad resource use 

-80% communities independently using 
articipatory planning techniqyes 

- k P s  prepared and up-dated m all 
Conservancies 
-VCCs established in all Conserrancies 

v i l l ~  - At east 40V0 of the VCCs have female sub- 
committees 
-DCCs operatin m all Conservancies !i -4 Conservancy anagement Plans prepared and 
updated 
-Man ement regulations established for % each nservancy 

-Conservation issues discussed in village 
forums (yes/no) 

- Conservation education programmes started in 
50% of schools in Conservancies. 

Uife can b 

-Government records 
-DCC records 

-DCC, VCC records 

-DCC, VCC records 

-Q' s 

- PRs, ViUage records 
-%s 
-QPRs, VCPS 

-VCCs 
- Q P h  

-QPRs 
-DCC minutes 

1%: 

-Case studies, forum 
minutes, AKRSP records 

-School curricula 

The geographic spread of the Conservancies will not 
im ede effective co-ordinauon of conservation P ef orts 
Communities within each Conservancy are willing 
and able to collaborate to achieve conservation, and 
social conflicts berween them can be resolved 
Existing communiy based organisations provide a 
platform for the ac nt of conservation 
objectives. 
Male villagers will he inclusion of women 
in conservation pl;llllUl management. 
A broad cross-section 07 support for conservation 
can be mobilised within communities including 
village leaders, the clergy, women and Youth. 

Latent moral values for wild e reinvoked. 
Communities are willing to protect conservation 
values for future generations. 
School teaching programmes are sufficiently flexible 
to enable conservation education to be included in 
the syllabus. 



1 establish 

specialist 

awareness msmg. 
Informal education methods will be effective 
raising local awareness 

- Local media regularly cover project -Radio, newspaper reports 

-Technical experts' input and 

-Increase in area under tree plant 
Site Gojal NP T 
B/line 28 ha 22 
7yrs 38 ha 29; 
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1 women in conservation activities 

1.4 Undertake conservation management lanning at tlrc vdLIcJ 

1.4.1 Establish integrated plannin frammorfwith pvmer agencies 
1.4.2 U n d d e  resource and nee% assessments using partic1 atory learning and action tools (PLA) 
1.4.3 Assess conservation needs based on information provi c f  ed under Output 3 
1.4.4 Provide technical assistance to VCCs for conservation and sustainable use management Q i  to Output 5) 

: manager e valley level 

em management needs 
levels (link to output 6) 

- 
2.1 Uevelo Communication Strategy 
2.1.1 Assess unservan -specific communication and conservation awareness neeos cnrough a scoping exercise 7' 2.1.2 Develop a project ogo 
2.1.3 Develop a web page to disseminate lessons learned from the project 
2.1.4 Pr are regular conservation fact sheet for radio/print media 
2.2 Imp 'P ement "Schools in Conservation" program 

nent at th 
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INSTITUTIONAL ARMNGEMENTS 

EXECUTION AND IMPLEMENTATION ARRANGEMENTS 

Execution and implementation arrangements for the project are built on the model established during 
the PRIF phase. This model has been time tested, and, importantly, was endorsed by the Independent 
Evaluation of the PRIF. However, in light of the added complexity and size of MACP, the 
arrangements have been adapted, following review, to enhance their efficacy. In determining 
implementation and execution modahties, the following factors have been taken into account [I] 
techcal capacity, relevant field experience, cost effectiveness and past performance; [2] the existence 
and availability of managerial personnel, and organisational support capacity to carry out the 
functions associated with execution and implementation of the project; and [3] the willingness and 
commitment of the co-operating institutions to undertake the responsibilities. Implementation 
arrangements will be reviewed, and if necessary, adjusted, at the time of the scheduled mid-tern 
Independent Evaluation of the project. Execution and implementing modalities would be governed 
by UNDP Pakistan's Project Cycle Operations Manual (PCOM), plus ancillary rules and procedures 
established for the UN system. Project management personnel will be &ed by UNDP programme 
and operations personnel at the Country Office in UNDP Project Execution/ Implementation 

lures. procea 

Execu .. mts: Th ' will bc . . .  [tion Ar .e MAC1 : executc .e Government of Pakistan, with 
overall responsib~ues tor execution vested mth MELGw. -1he Ministry will collaborate closely 
with the Northern Areas Admirustration and the North West Frontier Province's Provincial 
Government in executing the project. In line with UNDP policies and procedures, the executing 
agency will be entrusted with co-ordination of the project, assuming ultimate responsibility for the 
achievement of project objectives. The executing agency will sign a Memorandum of Understanding 
with the implementing agent clearly specifying its functions, responsibilities, deliverables, measures 
for ensuring financial accountability and reporting requiremenis. 

The Executing Agency will, in consultation with UNDP, appoint lal Project Director as the 
focal point responsible for liasing with UNDP and the implemenung agent, overall oversight of the 
project, ensuring overall accountability to UNDP through the Project Committee, co- 
ordination with other government line agencies, and reporting. 

Steering 
ress and 

v * 

Commil 
perfom; 
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a Nation 

Project Steering Committee (PSC): A Project ttee will be established to provide 
policy guidance to the project and monitor prow ance. The PSC will facilitate inter- 
agency co-ordination of the project at the nationa level, provlde avenues for maintaining inter- 
provincial linkages, and ensure that the lessons learned from implementation of the project are 
integrated into Pakistan's overall conservation programme. The Committee will be chaired by the 
Secretary, MELGRD. Members will include the Resident Representative, UNDP, DG 
(Environment), the National Project Director, the Project Manager, Chief (Environment) Planning 
and Development Division, the Inspector General of Forests, the respective chairmen of the Project 
Management Committees in NWFP and NAs, the Joint Secretary of the Economic Affairs Division, 
the Joint Secretary, KANA Ministry, Conservator of Wildlife, NWFP, Chief Conservator of Forests, 
Parks and Wildlife, NAs, General Manager, AKRSP, Counuy Representative, IUCN-Pakistan, and 
the Chief Executive Officer, WWF-Pakistan. MELGRD, through the NPD will serve as the 
Secretariat to the Committee and will tal risibility : rising meetings, recording minutes 
and ensuring that directions are implemel 

for orgar 

Steering 

The frequency of PSC meetings will be decided by the Chair, but the Committee will be convened 
once a year following preparation of a detailed Annual Project Report (APR) on implementation. PSC 



me will be convened in Islamabad. 

The '' ::will be responsible for the following activities: 
> - :ct review and co-ordination; 
9 co-ordination of government actions and provision of policy guidance; 
> facilitating policy and legislative reform to support establishment of the Conservancies and to 

-?able community management of wild resources for sustainable use; 
cilitating gazetting of the Conservancies as legally incorporated entiti 
onitoring efforts to establish financial mechanism; 

" - ~suring adherence to UNDP guidelines for the administratio - ect fund 
~suring linkages with the NCS and BAP. 

es; 

Implementing Agency: The project will be implemented through an implementing agent 
responsible for procuring and delivering project inputs, and ensuring their conversion to project 
outputs. In view of the nature of skills required to implement the project, with expertise needed in 
p&cipatory learning and planning &hodologi~s, institutional. strengthe&.ng, biodiversity 
management, technical disciplines related to sustainable use, and financial mechanisms for 
conservation, IUCN - the World Conservation Union, will be designated as the implementing agent 
based on rules and procedures established by UNDP. As was its function under the PRIF, IUCN will 
be tasked with providing technical assistance to the Department of Forestry, Wildlife and Fisheries in 
NWFP, the Department of Forests, Parks and Wildlife in NAs, and Community Based Orgamsations. 
MELGRD would conti o-ordinate and facilitate PI roject irn 

:ountable 
. . 

ation. 

'roject S1 As the designated imp1 5 agent, IUCN will be acc 
and UM>P for the N t y ,  timeliness and effectiveness of th 
implements, and the project funds it receives. The implement 
additional functions: 
> operational management of the project; 
% accounting and funds management, according to the approved budget and annual work plan; 
> reauiting and fielding personnel for work in the project sites (ii consultation with UNDP); 
9 developing MOUs with partner agencies providing cofinancing for imple ,n of the 

alternative strategy and monitoring delivery of agency support; 
> entering into sub-contracts with agencies with specific technical expertise reqwed for the 

implementation of selected project activities; 
9 micro-planning, scheduling and organisation of activities and tasks; 
9 preparing quarterly and annual operational work plans for submission to the Execuung Agency 

md UNDP; 
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The implementing agent will appoint a Project Manager in consultation with UNDP and the 
executing agency, with technical expertise and skills relevant to the Project. The Project Manage- 7d.I 
be responsible for organisation and management of project ac~vities to produce outputs, provisiL of 
technical assistance for project implementation, co-ordination and supervision of project personnel, 
and reporting. Regional Project Managers based in Northern Areas and NWFP would assist the 
Project Manager in these tasks. 

The Project Manager will be based at IUCN Islamabad to maintain linkages with the national 
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executing agency, UNDP, and partner organisations. Regional Project Offices will be established in 
Gilgit and C h i d  (for Northern Areas and North West Frontier Province respectively), serving as an 
operational base for project activities in each region. Technical staff would be deputed to the 
Regional Project Offices. In order to co-ordinate social mobilisation activities at the site level, six 
Field Management Units (FMUs) will be established in the Conservancies. For operational and 
logistical reasons, one FMU will be established in Gojal Conservancy, two in Nanga Parbat 
Conservancy, one in Tirichmir Conservancy, and two in Qashqar Conservancy. The units will be 
phased out once the institutional capacities of DCG and VCCs to manage conservation activities 
have been established. In order to facilitate joint programming, and capture cost efficiencies, the 
project will, where feasible, make use of existing institutional infrastructure maintained by AKRSP. 

Sub-contracts: The implementing agent, under the authority of MELGRD, and in consultation with 
UNDP, would subsontract designated activities to technical agencies as required for the delivery of 
project outputs. The project would engage expertise from other technical agencies to assist project 
staff, government and local communities to perform wildlife surveys, undertake impact monitoring, 
raise awareness and undertake conservation education activities, develop enabling policies amd 
regulations and spearhead the sustainable use demonstrations. Terms of Reference for the 
subcontracts are listed in annex XI. Sub-contractors would be responsible to the implementing agent 
for the timely delivery and quality of inputs, and would be selected on the basis of cost effectiveness, 
proven technical capacity, field experience in the mountain areas, and past performance. Contractual 
responsibilities would be governed under the terms of a MoU signed with the implementing agent. 

Project Management Committees (PMCs): will be formed in both North West Frontier Province 
and the Northern Areas to supervise project implementation, ensure that project targets are ma,  and 
monitor on-the-ground impacts. 

In NAs, membership will include the Chief Secretary (Chair), Secretary, Manning and Development, 
the Secretary of the Food, Agriculture, Foresuy and Fisheries Department, the Chief Conservator of 
Forest, Parks and Wildlife, VCC representatives (appointed by DCC's), the Regional Programme 
Manager, AKRSP, the Director of the Northern Areas Conservation Strategy, the CTA of the 
Northern Areas Development Project, a local representative each from IUCN. the Himalavan 
Wildlife Project, and WWF, and the Regional Project Manager, IvL 

In NWFT, the Regional PMC will be comprised of the Adchaonal Chef SSUSW~-I 
Environment and Development (Chair), Commissioner Malakand Civil Division, the Secretary of th, 
Foresuy, Wildlife and Fisheries Department, the Conservator of Wildlife, VCC representative 
(appointed by DCCs), the Regional Programme Manager, AKRSP, the Project Director of the EL 
Dir Kohistan Upland Rehabilitation and Development Project, the Director of the Sarhad Provincial 
Conservation Strategy, local representatives of IUCN and WWF, the head of the implementing Unit 
for PAMP and the Regional Project Manager for MACP. 

PMC' 
hn vn.2 

a year at by the C s will meet twice times and locations to be decided U 
,, .,,ponsible for: 
> monitoring the results of efforts to establish and strengthen VCCs and DCCs in the proj 
9 co-ordinating institutional arrangements for management of the Conservancies; 
> co-ordinating policy and legislative development to give substance to the Conservanaes, and 

mtting them as legally incorporated entitie~ 
rerseeing awareness and education activities 

r ensuring that partner agency programmes are fully integrated imo me project framewonr; 
> monitoring the results of the demonstration projects into sustainable use and supporting thei 

integration into wider development programmes within the Conservancies; 

ect sites; 

- ~ -  



nonitoring technical assistance provided by the contractine agencies, including all institutional 
trengthening services provided to local communities and go a bodies; 
nonitoring all training activities; 
muring lmkages to regional conservation strategies; - - -' 
-eviewing annual workplar 
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UNDP l GEF - 

- 
IIC;I~I  LVA~UIP~CIIICIIL ~ I ~ C I I I C ~ L S ;  I ne unplemenung agent m open a aealcarw account as a 

repository for project monies. Funds would be appropriated on a quarterly basis, based on the 
disbursement schedule contained in the budget and upon receipt of a financial report from the 
implementing agent. The implementing agent will report on and justify expenditures on a quarterly 
basis. Further disbursements would be made subject to receipt of the quarterly financial statement. 
The Project Manager would be responsible for monitoring the commitment of funds under individual 
budget lines until the relevant disbursements have been made, and the amounts recorded in the 
project account. UNDP-Pakistan's Finance Section will establish and nts  for the 
project budget. The Finance Section will make payments following a jc le quarterly 
financial reports by UNDP and the Executing Agency. 

maintai 
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Financial Auditing: UNDP will arrange for financial auditing of the project on an annual basis in 
line with standard procedures. Financial Audits will provide an assessment of the rate of delivery, 
financial accounting and monitoring systems, equipment use, and financial management suucnue for 
the project, including the adequacy of internal control and record-keeping mechanisms. 

Procurement: UNDP will be responsible for local and international procurement of non-expendable 
equipment (coning more than US$400), following established rules and procedures established in the 
PCOM. The Project Manager will establish and maintain a property ledger for equipment purchased 
with project fi 
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Succes! ementati hinges on the ful Ive participation of stakeholders in 
project implementation, particularly of local communities m m e  hnservancies. The project aims at 
generating a strong sense of commitment to biodiversity conservation amongst local communities, 
giving them ownership over the management of wild resources. Such commitment will be integral to 
the achievement of stable conservation in the long-term Community participation has been a core 
feature of the PRIF phase. The participatory process will be continued under the MACP, albeit with 
some additional elements. 

The selection of project sites under the PRIF was based on a lengthy process of negotiation and 
consultation with target communities as well as other stakeholders, such as government h e  
departments and local NGOs. Participation is a process, not an end in itself, and needs to be carefully 
finessed and nurtured, starting by building the basis of uust with local communities. The initial focus 
of community entry efforts under the PlUF was on building and cementing social relationships with 
local actors, so establishing the foundations for a durable partnership. The PRIF drew widely on PRA 
techniques as a tool for participatory learning about local resource management problems. This built 
on the initial trust buildmg exercises. At first, PRAs were conducted through a wider village forum. 
When it became clear, however, that women were not empowered socially to participate in these 
forums, exercises for men and women were conducted separately. In addition, representatives from 
other stakeholder groups, such as the govenunent and AKRSP, were active participants in the 
process. 
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The C s develq RIF have assistec tablish a 
frammuln lux pr y c r ; L  activities, LU IUCIILII~ upp&ties for and C U I W W ~ I I L ~  LO C O I ~ C ~ V ~ L I O I I ,  and to 
formulate possible solutions. Communities have been encouraged to identify what they can do for 
themselves, rather than what outside actors can do for them. This builds on the approach to social 
mobilisation facilitated by AKRSP in the region, and aims at forestalling dependency. The 
participatory planning process has provided communities with a strong sense of owriership over their 
Plans. Quite clearly, conservation cannot take place in a vacuum- oblivious to communities' 
development needs. The Plans, for the first time, provide villagers with a roadmap for linking 
conservation and sustainable development at the community level, taking on board social, economic 
and ecological factors. Initiatives. to operationalise management measures have been taken. 
Communities have imposed hunting bans on wildlife and established means of dealing with violators. 
In most cases, this has meant the imposition of fines, but more innovative examples of applylng 
social pressure on violators also existl3. Communities have also started work on developing rotational 
-9.nm , systems as well as better livestock management svstems to curb pressure on uastures used by 

I I- A1 

that GI 
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~ a d  resource management IS not an d e n  concept to commmues. lndgenous systems have been 
developed based on traditional practices and beliefs nurtured over hundreds of years. Several 
endogenous and exogenous factors are, howwer, gradually destroying the ecological balance. The 
~ R I - E  h s  been instrumental in alerting villagers to these factors, and to the adverse systems feedback 

left uncheckedl,. A major innovative feature of the PlUF phase that n be exp ected if I :hey are I 

13 In Arkari village (in the Tirichmir Conservan ), for example, management rules require all villagers to k m t t  
the marriage and funeral ceremonies of peop e accused of hunting until they have paid a frne to the Village 
Conservation Committee. 

7 
14 An important point to note is that the process of community mobiition and planning initiated under the PRIF 

has allowed communities to view their own needs and those of conservation as an int ted whole. Through 
this process, the communities are also becoming active partners in creating badorrrd a n F o w d  Lnhrges with 
other NGOs and government. 



will be carried through and strengthened under the MACP, was the establishment of District 
Conservation Committees. Members include representatives from government and "Village 
Conservation Cornr..:-teesn. The DCCs provide a forum for villagers and government to discuss 
conservation prob: :, and effect co-management strategies. They have provided an avenue for 
empowering communtties by creating new linkages with government. Indeed, the process of dialogue 
in itself is valued by villagers, previously accustomed to being isolated from systems of governance. 
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the proposed project to improve on the process piloted under the PRIF: 
"outh Organisations and other existing local institutions will be more actively engaged in 
lobilising communities for conservation. 

\$'omen's needs will be better outlined in VCPs, which will highlight their important role in wild 
source management, particularly in terms of engendering sustainable livelihood options. 
Jetworking strategies suitable to local women's needs will be developed to enable women to 
iscuss social, ecological and economic problems. Women's conservation committees will be 
romoted where possible and conferences organised to enable committee members to share their 
~periences. Where social and cultural practices do not allow for the formation of such 
ommittees, efforcs will be made to ensure that the role and input of women is strengthened 
rough other appropriate institutional mechanisms. 
lore stress will be placed on past traditions of self reliance. This will a good entry point 

into villages. 
P Social conflicts are a part of every society and should not be ignored in any community 

mobilisation effort. Where conflicts arise, solutions are also required and this in itself can 
:rengthen intra and inter-community hks. Training will be provided to project staff and 
xnmunity leaders in conflict resolution techniques. Conflict sharing/resolving workshops 
ivolving all stakeholders wiU be organised as a routine initiative to closely monitor this issue. 
' lore attention will be paid to the needs and livelihood strategies of minority groups in the 

rojea region to ensure their full participation in planning and activity implementation. 
lore attention will be paid to buildmg links between the government and community 
~stitutions. This will be engendered through: 

promoting-more frequent dialogues between communitie ~vernment; 
maintaining a communications feedback loop to track sta nses; 
conducting information sharing workshops; and 
building the capacity of government ~nservation 
initiatives through provision of training 
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The MACP proposal has been developed following extensive consultations with stakeholders, 
including local community leaders, government personnel at all levels, donor agencies and NGOs. An 
iterative process has been followed, with increasing stakeholder participation engendered at each 
stage. The proposal builds on the outcomes of the participatory planning exercise initiated in villages 
under the PRIF phase, and fully reflects the needs and priorities of local villagers. The views of major 
stakeholders were extensively canvassed in conducting the independent mid-term evaluation of the 
project. The recommendations of the Review Mission as they relate to the scope of any follow on 
project have been taken on board in formulating the proposal. Additional meetings were scheduled 
with stakeholders during the process of project formulation. Fmally, key stakeholders were invited to - .  
attend a workshop in Gilgit (in August, 1997) to discus: ipe of th views have 
guided the design and preparation of this document. 
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The MACP is nto UNDP's Country Co-operation Framework (CCF) for Pakistan, 
and UNDP is ding from TRAC funds to support the initiative. The overall focus of 
UNDP's efforcs m me country is on poverty alleviation. The MACP, by arresting the processes of 
ecological deg we to stem an 1 ~t causal factor of impoverishment in th 
mountain area: ~ecially strong int ction between the natural environment anc 
local social ana economc systems in the mountain arras. Loss of biodiversity would have the adversl- 
effect of foreclosing future uses of wild resources, including for both subsistence and market oriented 
purposes. Such a loss is irreversible, and is incompatible with the objectives of sustainable human 
development. The project has catalysed a great range of support from other programmes, including 
AKRSP, the E 1, and th unent of Pakistan to address these problems. By doing so, it 
will directly el rillage w id provide for the ecological sustainability of development 
assistance endeavours. Such resource mobilisation directly serves UNDP's mandate, to secure 

:rships with other development agencies for the purposes of achieving sustainable human 
Ipment objectives. UNDP interventions in Pakistan fall into three thematic areas, namely, 

lrnproving governance, addressing gender inequity and protecting the environment and providing for 
nable livc chievement of these programmatic 
ives. 
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Governance: The project will support capacity building at various levels, including at the local and 
provincial govemment levels. Capacity to protect wildlife and habitats will be established at the local- 
level, with institutional mechanisms developed to conserve wild resources and provide for their 
sustainable use. At a provincial government level, support will be provided to retailor policies and 
legislation and strengthen Wddlife and Forest Departments to support community-based 
conservation endeavours. The devolution of responsibilities for wildlife conservation to the local- 
level offers a number of benefits, including improving the cost-effectiveness and efficacy of 
conservation efforcs, and strengthening linkages between govemment and civil society. The process 
to be adopted may be applied in other areas of Pakistan, and the MACP will support such a~~licat ion 

efully documenting and disseminating the lessons lemed un reject. by car 
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and priorities of women, who are important conservation stakeholders in the mountain areas. This 
element will specific+ build the capacity of women through training and awareness, enhancing 
opportunities for their full inclusion in conservation endeavours. The aporoach has been desiened 
taking careful account of local cultural sensitivities with regard to gender re lations. 

Sustainable Livelihoods: The MACP directly addresses the objectives of th= UlUlldUL "r U I U ~  

to protect a globally significant endowment of biological diversity. The project is significant in that i 
focuses on conservation and sustainable use of biodiversity in ecological landscapes that also serve a 
centres of human populations. It aims at increasing the relative m o d  and rnat&al values attached t c  
wild resources by local communities, fumh/ placing conservation objectives at the centre of the 
community development paradigm. In doing so, it directly provides for the welfare of future 
generations at the local and dobal levels, orotectine core conservation values. 

The approach being taken is highly innovative, rc kg traditic 
better suit the specific conditions of the social, .c, ecoloj 
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the mountain areas. The aim is ro place commdties at the driving seat of conservation efforts, but 
with checks and balances instituted to make them accountable for the @ty of their resource 
stewardship. The success of the community-based approach has been tested in other countries, most 
notably in Africa, and is witnessed by the emergent results of the PRIF phase. The project builds 

:ds from the needs and perceptions of communities by active stakeholder 
ipation process. It recognises the impracticality of top do1 administration and 

law enforcement in a situation where communities are hostile to conservation measures, and aims 
instead at creating an environment in which communities are fully supportive of conservation efforts. 
The focus on equity aims at ensuring that those stakeholders that bear the costs of conservation 

IS at the local-Ievel are also the principle beneficiaries and custodians of conservation and 
nable use 
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~ecognising that the success ot the strategy h g e s  on the estabhshment ot stable local mstitutions, a 
principle focus of the project is on building local-level capacity within village institutions for 
conservation. Rather than create a dependency on outside actors and external funding sources, the 
objective is to cr communities to manage their own wild resources. A conditionality for the 
participation o mities in the project is that they must be willing to dedicate their own human 
and financial I ; towards implementation of the strategy. The PRIF phase has shown that 
communities are mhg to dedicate such resources if convinced that conservation is in their self 
interests. The accordance to communities of usufruct rights over wild resources is an integral part of 
the project concept- and is critical if communities are to be motivated to support conservation. The 
p-r-mment of Pakistan places a high priority on the project and has agreed to take necessary policy 

:gulatory measures, in consultation with lo md ensure 
ive implementation of the strategy. 

SUSTAINABILI 
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gical sustainabilitywill be fostered through !ring the sustainable use of wild resources, as 
nined by biological, economic and social factors. ~y improving the comparative value of wildlife 

management relative to ecologically destructive resource-use practices, the project will provide a 
utilitarian incentive for effective long-term conservation management. The project will fmnly imbed 
conservation objectives and values into the foundations of the community development process- so 
ensuring that the development process itself is compatible with conservation object ives. 

Social sustainability will be secured by ensuring the full and active participation of local communities 
in activity design and implementation. Wide-ranging consultations have been undertaken with 
community members in the project areas and the project design fully reflects their perceptions and 
needs. Training in conflict resolution methods will be provided to project staff and to community 

m, with mechanisms established j rbimtion and resolution of disputt for the a memb 

Econc ,mic sustainability will be achiwed by giving wild resources focused value as an Incentive for 
their sustainable use and conservation. The objective is to widen the livelihood options of villagers by 
addressing the barriers to sustainable productive uses of wild resources, and to maintain subsistence 
values. The strategy is to leverage co-financing from partner agencies to fund activities that address 
structural socio-economic causes of biodiversity loss. 

Financial sustainability is provided for through the establishment of a Conservancy Trust Fund, to be 
capitalised by government, UNDP and other sources, with a modest investment of GEF moneys. 
The trust will cover a share of the recurrent costs of community-based conservation, including the 
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salaries of village wildlife guides, and expenses associated with running VCG and DCCs. 

The MACP is highly cost-effective relative to traditional conservation models. Local communities will 
shoulder many of the responsibilities for planning and management over the longer-term, dedicating 
their own savings and micro-credit funds towards applying sustainable use methods. Ownership, in 
turn, will improve the operating environment for conservation, reducing the costs of policing 
activities and improving the chances of success. In the longer-term, the receipts from sustainable use 
activities may also be drawn upon to fund field conservation activities. Co-operative partnerships 
forged with partner agencies will serve to increase the cost-effectiveness of the project by avoidmg 
duplication of effort and targeting interventions towards conservation compatible development 
objea 

The assumptions underlymg project design are detailed in the logical framework matrix. None of the 
risks are considered to be of sufficient magnitude to jeopardise project success and do not outweigh 
the potential benefits of the project. It should be noted that rural development piogrammes in the 
project areas have greatly expanded livelihood options for local communities over the past two 
decades. This has greatly improved the social and economic environment for biodiversity 
conservation- increasing the likelihood of project success. It should further be noted that the risks of 
project implementation have been greatly lessened as a consequence of implementing the PRIF. This 
laid the groundwork for the project, establishing community receptivity to conservation and testing 
innovative approaches to social organisation, communications, and participatory planning. The PRIF 
has also sensitised Government to the objectives and needs of participatory conservation, catalysing 
support for community-based conservation. 

a. Description of Risk: Reluctance on the part of government decision makers at the national 
and provincial levels to follow through on policies to decenvalise conservation management 
responsibilities. Estimated Probability Low. Estimate based on close consultations with government 
at various levels during the project formulation phase and the priority accorded to community-based 
conservation under current policies (in part strengthened during the PRIF). Possible Corrective 
Measures: Continue close dialogue with policy makers during implementation, and provide t e c h d  
assistance to further develop an enabling policy and regulatory framework for community-based 
conservation. 
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xoss the in areas I b. Descriyuu,, ui Risk: TI of NWFP and the 
NAs, covering several districts, may cause co-ordination difficulties, aelay unplementation, and hinder 
a landscape approach to biodiversity conservation. Estimated Probabilim Low. This is based on the 
experience of the PRIF phase, which established Disuict Conservation Committees to co-ordinate 
activities at the local-level. The Project Management Committees will provide a regular forum for 
decision makers from the Northern Areas and North West Frontier Province to consult on project 
related matters. Possible Corrective Measures: Schedule regular meetings of the PMCs and maintain 
regular communications between executing and implementing agencies, including all project partners. 

c. Description of Risk: Intra-community codices may prevent appl >f the cluster-level 
management concept, with communities failing to agree on joint management oqectives. Estimated 
Probability: M d u m .  The project will work in areas where social mobilisation efforts have already 
been undertaken. It supports the duster-level initiatives of other agencies, including AKRSP, 



strengthening already established hkages between communities. The willingness of communities to 
effect joint management will be a pre-condition of their inclusion within Conservancy areas. 
Codtations have already been undertaken with communities under the PRIF phase to determine 
their receptivity to such arrangements. Possible Corrective Measures: Train project staff and village 
leader ' lict resol . :hniques ) social p and r e s ~  
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A ' ~ c ~ p t i o n  of tusk: l'roject acuvmes w u  be msufficient to cat+se necessary behavioural 
;st local communities to protect biodiversity. Estimated Probability Low- Medium, 
the area. The project concept is based on the experiences of the PlUF phase which has 

tlrmty estabhshed community interest in conservation and sustainable use activities (as demonstrated 
by the release of Snow Leop >f hunti ributions to the VCFs and other 
indicators). Unlike many earlie. ~terventi< le region, the conservation strategy 
promotes alternative sustainable llvellhoods as an incentwe for local communities to forego 
ecologically deleterious resource use practices leadmg to habitat degradation and biodiversity loss. 
Several reasons can be advanced to explain community receptivity to conservation and sustainable 
use activities. 

1. Potential returns from sustainable productive uses such as controlled trophy hunting are 
substantial relative to existing levels of rural household income (given a mean per capita income of 
US$lW, returns of US$5,000 for an Ibex trophy and US$25,000- 35,000 for a Markhor trophy are 
highly attractive). Similarly, local communities currently capture only a small proportion of the benefit 
from the potentially lucrative morel mushroom trade. For instance, collectors currently receive US$ 
10- 25 per kilogram of morel mushrooms; the same mushrooms retail for US$ 80-160 per kilogram, 
with much of the benefit accruing to middle men. By providing training in negotiation techniques to 
community collectors vis a vis middle men, the strategy aims at increasing local benefit capture, again 
as a conservation incentive. The additional net benefits from cumin and game bird management and 
ecotourism are likely to be relatively lower, but still economically attractive. 
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2. A second key incentive for community participation in conservati e offer of usufruct 
rights allocation- which will give them a greater degree of control over t nd management of 
wild resources. This will enable them to regulate access to high pastures, rorests and wildlife by 
ou iders, capture benefit from enabling controlled access, and capture additional value from 
pmauctive uses of flora and fauna: Sociological monitoring undertaken during the PRIF phase and 
discussions with local informants have indicated that communities accord high value to the allocation 

.fruct rights, which is perceived as a strong incentive for conservation management. 

3. Communities are also guided by other factors in opting for conservation over alternative 
development options. Interest in social forestry programmes has increased in those locales where an 
increase in formal employment, out migration and other factors has reduced the amount of labour 
available in the community to collect firewood from forests. The development of village forest 
plantations thus reduces the time budget required for fuelwood collection, indirectly catalysing forest 
conservation. Similarly, time budget factors are behind the trend to reduce livestock numbers evident 
In many areas, particularly where livestock productivity can be increased and target yields met from 
smaller herds. In these Irlstances, targeted investments in social forestry and a n u d  husbandry can 
serve to accelerate pos; e trends, building on local needs and circumstances. Recognising this, the 
project has created W e s  with AKRSP and other rural development programs to supply technical 
assistance and inputs to engender more sustainable resource uses. Investments would be driven by 
(locally perceived) needs, as articulated in Valley Conservation Plans, rather than predetermined from 
*La *,, 

vation education activities will add an additional dimension to the conservation 
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equation. Many communities have come to realise that injudicious natural resource use can have 
adverse implications for the livelihoods and survival. Some progressive communities, most notably 
Khyber village in the Gojal Conservancy had placed bans on the cutting of green wood and on 
uncontrolled grazing, well before inception of the PRIF. This understandmg provides an important 
springboard for further development of conservation initiatives. [Ln areas where basic awareness is 
lacking, community exchanges and local study tours may play an important role in driving progressive 
action]. The involvement of religious leaders in awareness programs will add a moral dimension to 
conservation work, drawing on the conservation focused teachings of Islam to enhance management. 

Site selection criteria have taken on board social receptivity to the conservation concept. The 
provision of support to communities under the project will be contingent on the negotiation and 
signature of a Tenns of Partnership agreement, which will clearly specify m u d  obligations for 
conservation planning, implementation and monitoring. Possible Corrective Measures: Monitor the 
distribution of benefits from sustainable use w i t h  the community and modify TOP compacts based 
on social responses. Undertake sociological monitoring to better understand the motivations and 
social dynarmcs inherent in conservation management in different communities. Incentives must not 
be a pre-condition for community participation in conservation efforts and villagers must be willing 
to dedicate their own human and financial resources to achieving conservation objectives. 

Descri 
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ption of Risk: Paruler agencies may fail to provide su ; investments for 
the alternative . strategy, leaving implementation gaps. & Probability: h. 

L;nLc l l a lvc  Lulladtations have been undemken with partner agencies and a auu115 to the 
project is in evidence. Partner agencies will be accorded a voice in the project by being represented on 
Project Management Committees and on the Projea Steering Committee. A Memorandum of 
Understanding will be signed between the implementing agent and partner agencies, clearly stipulating 
mutual obligations. Possible Corrective Measures: Continue dialogue and integrate field activities 
during the implementation stage. 

f. Description of Risk: Agricultural and livestock improvement initiatives "will lead to an 
increase in stocking levels, so increasing competition with wildlife. Estimated Probability: Medium. 
Livestock numbers have been declining over the past two decades, owing mady  to a labour shortage 
(as young males leave the region to seek productive employment in urban areas). This trend is 
expected to continue. Improved livestock health and husbandry practices are also improving 
survivorship rates, allowing communities to meet target incomes by managing smaller herds. Support 
for livestock husbandry will continue as patt of the process of implementing the altemative strategy, 
with funding provided by partner agencies. An improvement in the relative values of wildlife through 
the sustainable use initiative is expeaed to provide a strong incentive for better rangeland 
management. Possible Corrective Measures: Address the issue of overstocking through the awareness 
campaign, alerting communities to the adverse environmental effects. Develop an agreement with 
VCCs as part of the Tenns of Partnership to manage livestock numbers. 

g. Description of Risk: Agricultural and livestock improvement initiatives will lead to an 
increase in stodung levels, so increasing competition with wildlife. Estimated Probability Medium. 
Livestock numbers have been declining over the past two decades, owing mady  to a labour shortage 
(as young males leave the region to seek productive employment in urban areas). This trend is 
expected to continue.. Improved livestock health and husbandry practices are also improving 
survivorship rates, allowing communities to meet target incomes by managing smaller herds. Support 
for livestock husbandry will continue as part of the process of implementing the alternative strategy, 
with funding provided by partner agencies. An improvement in the relative values of wildlife through 
the sustainable use initiative is expected to provide a strong incentive for better rangeland 
management. Possible Corrective Measures: Address the issue of overstocking through the awareness 



camnaign, alerting communities to the adverse environmental effects. Develop an agreement with 
as part of the Terns of Partnership to manage livestock vnbers. 

h. Description of Risk: Efforts to involve women in project activities may De resisted by 
communities, resulting in gender bias and an insufficient focus being given to the needs and priorities 
of women (with contra-conservation implications). Estimated Probability: Medium. The project will 
providc- gender training to field staff, so improving their sensitivity to gender issues. The ongoing 
interactive feedback and communications process that will be invoked will provide project managers 
with avenues to stem gender conflict at an early stage. The awareness component will sensitise 
villagers to the imporeance of involving women in conservation efforts. Possible Corrective Measures: 
Focus activities initially in those areas where gender relations support women's involvement in 
planning and management and where actively functioning WOs exist. The success of such efforts 
m s v  ;r~ turn serve as a catalyst for work in other areas. 
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p u r l  of Risk: The absorptive capacity UL ~ U V  VGOs to 
implement the project is inadequate. Estimated Probability: Low. Project implemenrauon would be 
facilitated through a govemrnent-NGO partnership. Training oppommities to enhance the capacity 
of project staff have been incorporated into project design. The lwel of community organisation in 
most of the project areas is high. When compared with other development initiatives in the area, the 
MAQP represents a relatively modest investment in the area. Possible Corrective Measures: Apply 
demanc rather than supply based approach to training; regularly review training needs; undertake 
ioint orograrnming with a view to maximising complementarity between the MACP and associated 
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The pr~ject document will be co-signed by UNDP, EAD and MELGRD, and GEF/ UNDP 
assistance to the project will be provided, subject to UNDP being satisfied that the prerequisites listed 
below have been fulfilled or are likely to be When anticipated fulfilment of one or more 
prerequisites fails to materialise. UNDP may, at its discretion. either suspend or terminate its 
assistance. 
(a) MELGRD will exp rods ,  including completi e PC1 dc to ensure 

timely ~ i g n a ~ e  of the project document. 
n independent review of funds management and allocation procedures will be undertaken, and 
commendations acted upon, prior to any release of UNDP/GEF monies into the proposed 
wt Fund The review will establish whether policy and legal mechanisms have been established 

to support ~ce to Conservancy management before recommendmg that funds be 
released 

(c) Additional tmanung ot US$ 2 million will have been secured, so as to capitalise the Trust Fund at 
US$5 million, prior to draw down of UNDP and GEF monies from the uust. 

(d) The GOP, NAs administration and NWFP government formally agree to develop enabling 
policies and legislation to support and give legal substance to Conservancy management. 

(e) The Government shall formally agree to manage State forests included within the Conservancies 
to ensure conservation and sustainable use of biodiversity. 

(f) Items imported on the project account will be exempted from customs duties and taxes, 
rcharges and other levies or else the Govemment of Pakistan v responsibility for 
m c e  and payment of all such charges. 

lne government formally provides cost sharing of US$0.75 million through UNDP as its share 

v i l l  take 



D-Listan Mountain Areas Conservancy Proiect 

PROJECT REVIEW, KEYVKIINCi ANU EVALUA-I'ION 

LEGA ,L CON TEXT 

)ng prov The project makes strc r impact monitoring, and indicators have been developed 
during project forrnulauon to assess performance. The Implementing Agency will be required to 
report to Project Management Committees on a half yearly basis, and to the Project Steering 
Committee annually. Prior to each meeting of the PSC, an A n n d  Project Report (APR) will be 
prepared, clearly documenting progress in implementation, plus stating reasons for delays. In 
addition, Progress Reports will be prepared by project staff and submitted to Government and 
UNDP on a quarterly basis, in line with PCOM procedures. Finally, a Terminal Report will be 

ed upon the close of the project to document lessons and highhght successes and failures. Two 
J evaluations are scheduled, one at the start of year four and the other at the close of the 
:. These will provide an exhaustive audit of project performance, with the mid term evaluation 

making recommendations as necessary for rephasing activities. Additional reviews may be scheduled 
as necessary. A schedule of PSC meetings, and APR preparation dates is given in Annex IV. UNDP- 
Pakistan will be required to submit a report on project performance to the GEF at the annual Project 
Implementation Review (PIR) of the GEF portfolio. The project will also extensively document the 
lessons learned from implementation for dissemination within Pakistan and overseas. The aim is to 
support the integration of the project approach into existing and proposed conservation initiatives. 

The legal context for UNDP-assisted programmes and projects in Pakistan is established by two 
major agreements: 1) the Convention on the Privileges and Immunities of the United Nations, given 
affect by Act XX of 1948 of the Pakistan ComXitUent Assembly (Legislative) and assented to on 16 
June, 1948; and 2) the agreement between the Government of the Islamic Republic of Pakistan and 
the United Nations Development Programme concerning assistance under the Special Fund Sector of 
the United Nations Development Programme, signed by the parties on 25th February 1960. This 
Project Document shall be the instrument (therein referred to as a Plan of Operation) envisaged in 
article 1, paragraph 2, of the agreement between the Government of the Islamic Republic of Pakistan 
and the United Nations Development Programme concerning assistance under the Special Fund 
Sector of the U tions Development Programme. nited Na 

I UNDP-assisted programmes and projects for Pakistan are planned and executed in accordance with 
global UNDP Financial Rules and Regulations and the Project Cycle Operations Manual for Pakistan. 
The following types of revisions may be made to this project document with the signature of the 
UNDP Resident Representative, provided he or she is assured that the other signatories of the 
project document have no objections to the proposed changes: 
(a) Revisions in, or addition of, any of the annexes of the project document 
(b) Revisions which do not involve significant changes in the immediate objectives, outputs or 

activities of a project, but are caused by the rearrangement of inputs already agreed to or by cost 
increases due to inflation; and 

(A Mvldatory annual revisions which rephase the delivery of agreed proiect inputs or increased 
her cost: or take U xi bility. E due to i nto accol 



ANNEX I: BUDGET 

Year 5 
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