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Executive Summary

Chapter 1. Introduction (What, Why. Where)

Between April and June 1997, Novib held several meetings with ETC EA and the
Green Belt Movement (GBM) to discuss the Terms of Reference for the impending
evaluation of GBM'’s activities in various parts of Kenya. Subsequently, ETC EA
produced an evaluation proposal that was accepted by both Novib and GBM. The
evaluation commenced on the 11 August 1997 and lasted for four weeks. The mission
took three weeks to visit women groups that are involved in tree nursery and food
security activities, in three provinces of Kenya. The fourth week was used for writing
the report.

Novib first funded the GBM in 1985, mainly for its tree planting and extension
activities. However, in 1989, Novib gave GBM funds (for a one-year period) for a
food security project that was to operate at the family level. Unfortunately, this
project was discontinued after the first year due to poor results precipitated by a
number of problems like State harassment. In 1994 Novib provided GBM with
financial support for tree planting, for a period of three years, i.e. 1994-96. These
funds were to be spent in ten districts spread in four provinces of Kenya. In light of
changing political circumstances, the food security project (with a water harvesting
component) was reintroduced (and funded by Novib) in 1996, again for a period of
one year.

The objective of the evaluation was to assess GBM tree planting and food security
activities in Kenya in relation to the intended beneficiaries, and to assess the
methodologies and organizational set-up that are used by GBM. Specifically, the
evaluating mission was asked to find answers to the following questions.

. Who are the beneficiaries of the programmes and how have they benefited?

. Have the inputs and methodologies used been the most effective ones to reach
the set objectives?
. How have problems around non-functioning tree nurseries been dealt with?



. Does the Green Belt Movement have the necessary staff and organizational
set-up to reach the set objectives?

. Which changes within the Kenyan society with regards to environmental
issues can be attributed to the work of the Green Belt Movement?

. How does the food security programme fit into the whole of the Green Belt
Movement?

. How has the relationship been between the GBM and Novib?

In addition to being an important feedback to the GBM, the evaluation report will also
be used by Novib as a basis for formulating GBM funding over the next three years.
The GBM is currently undergoing major programmatic and organizational changes,
many of which will also benefit from the said evaluation exercise.

As a result of joint discussions between ETC EA and GBM projects in the following
areas were selected for evaluation; Central and Eastern provinces, -Miricho sub-
location and Kahuro sub-locations (Muranga district), Kanyariri sub-location (
Kiambu district), Kisasi and kabati sub-locations (Kitui district), Western province,
Kanyango and Kalanya sub-locations(Asego division), Kaguria sub-location (Ndhiwa
division), Igare and Kiamukama sub-locations (Kisii district), Coast province,
Msambeni and kubo sub-locations, Kwale district, and Malindi and Kakuyuni sub-
locations. However, due to the tribal clashes that rocked the whole of the Coast
Province during the month of July/August, 1997, the mission was unable to visit
Coast Province. In its place, the mission chose to visit parts of Eastern Province that
are as dry as the areas that would have been visited in the Coast Province.



Chapter 2. Backeround to the Green Belt Movement.

The Green Belt Movement was formally launched on the occasion of World
Environment Day, June 5,°1977, under the auspices of the National Council of
Women of Kenya. Since 1977, the Green Belt Movement has been known by a
number of names. Initially, the GBM was known as Envirocare. This name arose from
an environmental initiative whose objective was to improve the environment of
Langata, a middle income suburb of Nairobi City. Subsequently, GBM became
known as Save the Land Harambee. Finally, it assumed its present day name, Green
Belt Movement, in 1997.

The Green Belt Movement (GBM) is an organization that works with an overall
objective of increasing the tree population in Kenya. GBM uses women as the entry
point in rural communities for tree planting activities. The Green Belt Movement aims
at providing solutions to some of the needs that are felt by different communities in
Kenya. Such needs include woodfuel, animal fodder and nutritious food

During the twenty years of its existence the movement has managed to play an
important role in advocating issues around the environment, both nationally and
internationally. GBM has a wide network of ‘representatives’ or ‘trainers’ who are
selected by the communities to assist in the various GBM activities. To date, more
than four thousand women groups in 25 districts have joined the movement to plant
trees.

The GBM has expanded over the years, both in scope and in budget requirements.
Currently the movement is under-going a process of decentralization as a means of
taking the Movement closer to the people. The organization has a secretariat that
provides the administrative support to the women groups. In the field, GBM members
of staff include nursery attendants, mini-advisor and sub-locational representatives.
All of these people assist with the management of women group-based activities. For
instance, they teach women how to identify, collect and plant seeds, make compost
manure and transplant the seedlings.

To date the Movement has deliberately refused to involve external experts due to the
belief that their contributions will be counter-productive for the majority of Kenya’s
rural areas. According to the GBM, such experts “end up working for the people
rather than with the people™.

The Green Belt Movement maintains contacts with the outside world mainly through
the Coordinator’s visits to political, developmental and environmental conferences
and workshops. Within Africa, the following countries have generated particular
interest in the Green Belt Movement; Uganda, Tanzania, Malawi, Zimbabwe and
Lesotho. Indeed, in Uganda, a similar movement called Uganda Women Tree planting
Movement has been started under the leadership of a woman who was inspired by the
GBM. In the past, the Green Belt Movement has enjoyed prominent coverage,
particularly on the international scene. For instance, several films have featured the
Green Belt Movement. The most well known being “the Naked Earth™ and “Women
at work.” An education film series known as “The Race to Save the Planet” ‘is also
used in colleges in the United States of American. In 1977, the Movement was



featured in the UN's Human Development Report. Finally, the Green Belt experience
has also been the subject of a Masters Degree for a Kenyan student in Cornell
University and a Ph.D. student in Indiana University.

The Green Belt Movement, has received many international awards. These include
The Africa Leadership Prize, the Goldman Environment Award, Better World Society
Award, the Right Livelihood Award, The Windstar Award, The Honours List of the
National Council of Women of Kenya Award, Recognition award by the Federation
of Women Lawyers. The Coordinator of the GBM has also been awarded many
honorary degrees, mainly Universities and colleges in the United States of America,
e.g. William College, Mt. St. Scholastica College, Les Moyne College, Hobart and
William Smith.

Over the years, GBM has been supported by a wide cross-section of donor agencies.
Such donors include, NOVIB, CARE Austria, Finish Coalition for Environment &
Development, Resource Renewal Institute and Open Society of USA, Norwegian
People's Aid, Norad, Unifem, UNEP. The main costs covered by these grants include
payments towards purchasing of tree seedlings from women groups, training and
educating participants in addition to running the secretariat.



Chapter 3. Methodology

In order to carry out the tasks that the Client had enumerated in the attached Terms of
Reference (see appendix ?7), The Consultant used the following methodologies that
had been suggested in the Proposal that ETC EA had supplied Novib with. Briefly,
the specific methods are as follows.

Focus Group Discussions

e Interviews with officials responsible for tree nurseries and other tree planting
farmers associations. Discussions centered on operations and maintenance of their
trees and an evaluation of the types of successes and also problems that they
experience

Group/community interviews

e The experts held discussions with a cross section of the communities that have
been participating in GBM-supported tree planting activities.

Kev informants

Initially, the Mission planned to hold discussions with government officers that are
sectorally connected to GBM’s tree planting activities, including the District Forester,
District Environment Officer, District Women leader, District Commissioner.
Unfortunately, due to lack of time and also the hostile attitude that such officers have
towards the GBM, it was not possible for the Mission to interview such persons. In
one sub-location in Mbere District, the Consultant was told that the local chief had
misgivings about the evaluation. However, the women group defied his orders and
still came forward to meet the mission.

e Interviews with GBM’s staff (e.g. monitors) that are responsible for the respective
districts where GBM is active

Structured Direct observations

The above-mentioned experts will make structured direct observations of GBM -
supported tree nurseries and other programmes including the food security initiative.
In particular, they will aim at determining the following

e The general condition of the tree nurseries

e The degree of replication and diffusion of the tree-planting culture in the areas
surrounding nurseries.

SWOT Analysis

A SWOT analysis was carried out for the Green Belt Movement as a whole.

In order to carry out the above-mentioned tasks, the Consultant availed a multi-
disciplinary team comprising of the following professionals, a gender specialist, an



institutions expert and an environment specialist. Before going round the country to
interview women groups the Mission held a series of meetings with the GBM
Coordinator. At the same time, the Mission held three brain storming meetings at
ETC EA offices, mainly to plan the forthcoming evaluation, and to go through the
background materials that the GBM had provided. As mentioned in chapter 1, the
Mission could not visit the Coast Province due to tribal clashes, which had rocked that
part of Kenya at the time. However, an equivalent region was selected after
consultation with the GBM Coordinator.

In the field, the Consultant made prior arrangements for all the GBM-supported
women groups, in a given sub-location, to assemble at a central location.
Subsequently, the Consultant held two to four hour discussions with such groups,
thereby giving ample opportunity for all the members to speak to the Mission. At the
end of the session, the Mission gave the women group members an opportunity to ask
any questions that they might have. This proved useful in bringing out many
interesting issues that affect the groups. Additionally, the Mission also took time to
interview GBM field and Headquarter staff, as the Mission traveled together for most
of the evaluation period. Finally, wherever possible, the Mission took time to visit as
many tree nurseries as possible, for a given region. Almost all the interviews were
held in the vicinity of a tree nursery. Unfortunately, it was not possible for the
Mission to visit individual farms to see the manner the trees that have been planted
over the years. However, the Mission made numerous observations along suitably
selected transects within the study areas.

With regard to the Food Security project, the Mission visited both Kanyariri and
Miricho areas and held exhaustive discussions with the relevant women groups. The
meetings were held in typical farms that are participating in the food security project.
In Kanyariri, the Mission also visited the school that the GBM used as an entry point
for the food security project in Kiambu District.

At the end of field visits to a given province, the Mission held a brainstorming session
to go over all the observations by the different team members. The GBM field staff
were further interviewed to clear any outstanding issues. Subsequently, the Mission
held briefing sessions with the GBM Coordinator, and requested her to clarify any
matters that the Mission had noted in the field. At the end of the field programme, the
Mission held a series of discussions with a cross-section of GBM staff, for example
the accountant, administrator and monitors. The Mission also took time to visit the
Langata offices of the GBM to see the Advocacy programme that was in session, in
addition to evaluating the facility as a whole.

Chapter 4 Findings

4.1 SWOT analysis for Green Belt Movement.

The conducted a SWOT analysis of the GBM and the findings are presented here
below.

Strengths

. National, regional and international reputation

. Extensive national coverage (25 out of 42 districts of the original districts in
Kenya.)

. Great potential for development




U Track record on advocacy in environmental matters
Grassroots reach.

Weaknesses

. Weak management systems.

. Low caliber staff

« Lack of technical competence in, (1) targeting techniques and trees to the
appropriate ecological zones, (2) nursery management, and (3) handling groups.
. Inappropriate monitoring system

. Lack of systematic evaluation system

. Inappropriate financial management system.

® Lack of computerized data collection, storage, retrieval and processing
systems.

. Lack of networking with other locally based development agencies(e.g. KIOF,
Danida, ICRAF etc.) that are involved in similar activities

. Existence of corruption in the GBM tree payment system.

. Use of outmoded development approaches that do not take cognizance of
locally developed innovations.

. Limited competence in governance.

. Limited competence in gender fair approach to development.

Opportunities

. Intensify activities in land management, e.g. trees, water harvesting, bio-
diversity, food security,

. Improve groups’capacities (technical, organizational and managerial).
. Improve groups’ entrepreneurial skills.

. Improve GBM capacities; technical, organizational and managerial.

. Develop GBM'’s capacity for income generation.

. Improve linkages with grassroots development implementers.

. Initiate group activities in health and nutrition.

Threats.

. Coordinator’s involvement in party politics.

. Deterioration (implosion) in Kenya’s political climate.

. Deterioration in economic conditions of the women groups.

. Over reliance on tree planting as a development strategy.

4.2 Beneficiaries of the programmes and how they have benefited

4.2.1 Tree planting

GBM works with about 5000 tree nursery groups in 25 out of 42 old districts
countrywide. The mission was able to visit only 5 (25%) out of the 25 districts.
Interactions were achieved with 523 women and 142 men; 4 women mini advisors
and 11 men mini advisors representing 164 nursery groups. The following categories
of nurseries groups were identified by the mission:-



” Women groups (WG)

B Self Help groups (SHG)

. Tree nursery groups (TNG)
. Adult class groups (ACG)
. Primary schools ;

This categorization is based on the nature of group and their activities. Of these
categories women groups were the majority and older in terms of when they were
formed. Many of them had other activities addressing their needs, e.g. shelter, merry
go round to meet day to day household needs, food production, sharing labour in land
preparation and weeding, water supply provision, etc before registering with GBM.
However, quite a number were formed in a bid to register with GBM. The older
groups generally comprise of older women.

Self help groups comprise of a younger generation with a majority of men as
members. A number of them are offshoots from the older women groups. Their needs,
activities and the way of looking at things are different. They are generally literate,
energetic but do not have control over land as a resource.

Tree nursery groups are emerging in response to the expected support they can get
from agencies promoting tree planting and other related activities. They comprise of
young people who have recognized an opportunity they want to take advantage of.
This group is also resource poor but the members are literate and have the energy.

Adult class groups were found in Murang’a and Embu Districts. This category of
groups integrate tree management in adult learning and development education. Many
of the adult learning classes comprise of women.

Lastly, GBM interacts with Primary Schools. Although the mission did not interact
with school children, for they were on holidays, the teachers interviewed indicated
involvement of children in raising seedlings, tree planting in the schools and issuing
others to plant in the farms.

GBM’s tree planting programme is supposed to support these groups by providing
nursery tools and other materials like polythene bags for potting, paying for the
nursery attendant through the groups and paying for issued out seedlings which have
survived and established. For payments to be made, a group has to have a bank
account. So in essence GBM has also facilitated women and other groups to open
bank accounts.

The fruit tree component has also benefited households as there are more fruits now
for the family to eat with excess to sell. This level has been attained in Chuluni
Division of Kitui where women groups are now interested in getting external markets
for the fruits.

However, many of the groups registered with GBM have a history that encompasses
the culture, social, economic and environmental aspects of their existence. In this
regard many of them register with GBM because of the possibilities of material and
technical assistance which is supposed to be part of the programme package. But
many of the SHGs and TNGs were formed once people learned about GBM through



the local churches, mini advisor or other groups. Commonly they were told to get
together as a group formally register with the Department of Social Services and go
through GBM’s 10 steps. In other words, outward conformity to tree planting
requirement is all that GBM asks irrespective of the motive that prompts compliance,
which actuates the thinking and practice of groups.

This mission noted with concern that GBM does not take into account the nature of
groups and their diverse needs. As a result men and GBM field staff take advantage of
this leeway to manipulate women for their own gains. For example, the majority of
groups in Kisii and South Nyanza are formed around one person who, in most cases,
happens to be a man. In Usiani Sub-Location of Kitui and Kiamuringa Sub-Location
of lower Embu men are the officials in women groups This shows dominance of men
in groups in a programme whose objective is to build the capacity of women in self
reliance in community development.

On the same strength the GBM field staff use the weakness in the system to exploit
the women. In Kitui for example, the groups have to contribute and give the mini
advisor transport to enable him get polythene tubes for them. Once they are obtained
the polythene tubes are sold at Ksh. 20 for 200 pieces.

Technical and local advocacy for self-actualization and development of women
groups was found to be lacking.

Although the payment by GBM for seedlings issued is supposed to generate income
for women, the mission did not find any evidence to believe that this is the case. In
this regard, the assessment of labour and time in put to raising of tree seedlings using
the central tree nursery strategy demands a lot from groups particularly women
groups. With the payment of one shilling per a seedling for the exotic trees and two
shillings for the indigenous ones, many group members felt that this is too low. This
cost per seedling was also varied with some areas receiving 50 cents per seedling for
the exotic species and one shilling for the indigenous ones. The market price for tree
seedlings of the popular species in the areas visited ranged between 5 and 20 shillings.

Combined with the delayed payments, none payments, the lengthy and tedious
procedures of dealing with forms which have to be filled, the tree planting activity is
viewed as benefiting only those who plant the trees without paying for anything. The
bulk of the work in the tree-planting programme is in the nurseries and follow-ups
after issuing the seedlings. This work is done by women for which they are paid
peanuts. The rest of the community benefits by planting trees free of charge. In
essence major benefits of trees are at the community level; for firewood provision,
shade, poles and timber, soil erosion control, etc.

In addition to the above, this mission did not find any evidence that the tree planting
programme benefits women or groups by training them. Very few groups indicated to
have been trained. This was far back in early 1995. Techniques for well-managed tree
nurseries were apparently lacking in many of the sites visited. Out of 12 nursery sites
visited by the team only 3 were well managed. Technical in put to the three well-
managed nurseries was from outside GBM.



On the same strength environmental considerations are not taken into account when
payments are made to groups. For example in lower Embu, water, termites and poor
soils are a real constraint to nursery management. Out planting and tree establishment
pose another challenge as to the number of seedlings that will eventually establish and
survive. Despite these varied environmental challenges, payments to groups by GBM
1s uniform. The basis being the number of trees surviving. Our observation in Kabati
Division of Kitui revealed that even after 13 years of tree planting by Kiteeti Women
Group, planted trees were not obvious in the environment. As a result of low survival
rates and GBM’s policy of not paying for less than 1000 surviving seedlings
disadvantages those raising seedlings in drier areas.

4.2.2. Food security programme

The ideas of food security were found in almost all the areas that the mission visited.
Its application and relevancy cannot be overemphasized across the agro-ecological
zones. However, the mission visited only 2 areas; i.e. Mirichu Sub-Location where
the groups started food security activities one year ago and Kanyariri Community
where the activities started in 1989.

The mission noted a lot of enthusiasm and expectations for the kind of benefits
expected from this programme. At the family level the women expressed appreciation
for the emphasis on indigenous foods which were highly valued but nevertheless
disregarded by the economic developments that came with colonization and modern
lifestyles. The knowledge and production of the indigenous food crops will be an
added value to the nutrition of household members particularly women and children .
This will also contribute greatly to biodiversity of the indigenous food crops.

On the other hand, the conservation activities that go with the food security
programme will enhance conservation practices that are likely to support improved
food production. Intensification in the production of vegetables like kales (sukuma
wiki), carrots, tomatoes, cabbages, etc was also indicated.

However, the mission observed with concern that GBM was not taking into account
the environmental requirements for crops introduced in the various agro-ecological
zones. For example sorghum, millet and cassava were introduced in Mirichu. Also
some of the techniques employed like double digging and compost making require a
lot of labour which was indicated as not possible from women particularly the elderly.
The women, however, pointed out that there is household involvement in undertaking
activities related to food security programme. In Mirichu casual labour is occasionally
engaged in making double dug beds.

There was apparent lack of knowledge and skills in both areas visited with regard to
identification and use of local shrubs and trees of agroforestry nature and how they
could be incorporated into the farming systems. These would be important in meeting
the requirements of biomass transfers in order to manage and conserve soils for
improved food production. The GMB staff are also lacking these skills.

From the observations made in the field, the food security programme is definitely

one strategy of intensifying trees, shrubs and herbs in the farms as they will be
incorporated in the soil conservation structures, terraces and in all possible sites to
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improves the biomass required for composting . The strategies for drier areas have not
been explored by GBM. However, in South Nyanza where the interest was expressed,
the Diocese of Homa Bay is already carrying out similar activities.

The major benefits of the trée planting and food security programmes are at the
household and community levels. These are more on the economic and environmental
side. The benefits that accrue to women labour more in raising seedlings for tree
planting. The Mission noted with concern the overburdening of women in raising
seedlings compared to the benefits accruing from the activity. In accounting for the
payments requested from GBM, the women fill many forms which are inappropriate
for their level of literacy and numeracy.

GBM.: ‘s lack of a gender policy in the implementation of their activities aggregates
the situation of gender insensitiveness that the Mission observed in the field.

43 Assessment of whether the inputs and methodologies used by the GBM have
been the most effective ones to reach her project objectives

The GBM Project Proposal: 1994-1996 to NOVIB, dated 19/10/93, specifies the
objectives as follows:

“The priority objective is the raising of the public conscience on the need to
rehabilitate the environment.....

Other objectives of the Movement are among the following (sic):

To effect community participation in afforestation and rural development in
general.

To strengthen the competence of members of the Movement including their
support staff, both men and women, who work at the head office and the field.

To empower grassroots people and encourage their self-confidence and self-reliance
in community development.

To encourage the participation of school children who are the future farmers, teachers
and decision-makers. -

To make tree planting an income generating activity of rural women.

To share experience with other individuals and organizations that wish to replicate the
movement, especially within the African sub-region.

To address the energy crisis for rural women.
To address the issue of rural poverty and unemployment.

To advocate for the conservation of the environment, the respect of human rights and
democratization on behalf of the marginalised and in the hope of creating civic
awareness.”

The Financial Inputs provided by NOVIB are as follows:

1991-1993 DFL 355,000
1994-1996 DFL677,152"
1997-1998 DFL 355,000
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The methodology used for tree planting is essentially to rely on groups requesting
affiliation with the GBM to grow trees. The same groups have been utilized in the
food security pilot areas.

Activity Reports show that totalyjnumber of groups grew from 1515 in June 1994 to
1554 in December 1994 and further to 2093 in December 1995. The data further
shows that whereas dormant groups have been reduced from 1067 in June 1994 to
1047 by December 1994 and to a further 974 by December 1995. Data for 1996 is not
available. Various reports attribute the reduction in dormant groups to more afield
activity as a result of having a vehicle.

Trees issued by June 1994 were 643,269: by December 1994, 693,964 and by
December 1995, 4, 848, 727. Of all the issued trees the 1995 report argues that 4, 503,
295 is the cumulative total trees surviving for the years 1992-1995.The Mission was
not in a position to verify these anomalous data, (see appendix ?7?)

The lumped raw data on tree planting presented in Appendix .?., typed by the
consultant, on the status of various nurseries and their production could not be
verified for it is in differing formats. In any case, it was only tabulated for the sample
areas. It is presented to act as a possible baseline for future evaluation.

Conclusion: The objectives set out in the project proposal relate to the whole of the
GBM. As clarified in the Report on Strategic Planning for Greenbelt Movement by
GS Consult, the ‘objectives’ subsume goals, objectives, activities and procedures.
Specific objectives for tree planting and food security programmes are not explicitly
spelt out

Conclusion: On the finances, the consultants were shown a NOVIB dedicated
account. There is no electronic project financial management system or accounting
system in place. Records are kept in a scattered manner. We could not make a
determination on foreign exchange gains or losses and relate them to operations. We
were surprised that some funds were held in fixed accounts according to audited
reports shown. Cheque cashing procedures leave a lot to be desired. Significant
amounts are cashed through a private company. This is a result of the bank protecting
itself from the too many loose cheques issued by GBM. There are no tendering
procedures. Supplies are single sourced.

Conclusion: It is hard to evaluate the field tree planting and food security activities in
terms of inputs and outputs for there are no work plans (usually annual) specifying
who , what and where. In general GBM in oral presentations kept on emphasizing that
the basic work is to support groups to grow trees and on pilot basis to support
activities related to food security. Tree planting has been undertaken for many years
through the ten-step method. This method lends itself to corruption by the supervisors.

Conclusion: There is no planning capacity at the GBM to specify relations between
the limited supervision capacity ( mini-advisers and monitors) and the production of
seedlings by the groups they supervise. There is extensive corruption on the numbers
of trees issued and surviving for it is to the interest of the monitors, mini-advisers and
nursery attendants to manipulate the data for remuneration is pegged on tree payment.
In the time allocated we could not establish the reliability of the data on groups, holes
dug, trees issued, trees planted and trees surviving after three months.
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As far as field supervision is concerned, through field interviews we clearly
established that there were conflicts in the record keeping between the groups on one
hand, the nursery attendants, mini advisers and monitors on the other hand.

§

This mission observed extensive tree planting in the high rainfall areas like Murang’a,
Kisii and upper Embu but was not in a position to quantify the impact that can be
attributed to GBM. Regardless to say, other agencies dealing with tree planting also
work in these districts. Ascertaining the impact of GBM was considered a
methodological problem by this mission. GBM tree planting and food security
programmes have not employed explicitly criteria in terms of where, with whom and
how. Baseline information and inventory of the total environment was lacking for all
the areas GBM is working. Identification of needs, inventory of available resources,
identification of problems and constraints and ideas for tree planting for each specific
area are not incorporated in the tree planting programme of GBM. This is not to deny
that GBM has not contributed to tree planting in these areas, but is lack of clearly laid
down programme procedures that can be used to assess its contribution along side
other development activities going on in the same areas and also by other agencies
involved in similar activities.

For example, in Murang’a District it was noted that GBM has been the major
promoter of tree planting, but it was difficult to ascertain the extent to which this is
solely true. In South Nyanza the position is even more complex as there are many
tree-planting agencies in addition to the government departments of MENR and
MoALD&M.

In view of the above, the mission noted that almost all the nursery sites visited had
exotic species as the major ones (Appendix). This raised concern as their survival was
noted to be low once they are outplanted. This is particularly so in the drier zones
where water availability for nursery management and tree establishment is a
constraint together with termite attacks. This reduces the survival of exotic trees in
drier zones. -

Strategies and techniques of addressing the above constraints and problems were
eminently lacking. However, the mission recognised potentials and opportunities
existing within the local environments. For example, in the drier areas of Kitui
District (Kauwi Sub-Location) and Gachoka Division of Embu District (Gachoka and
Kiamuringa Sub-Locations), it was common knowledge by the women that termites
readily attack the exotic trees which greatly reduces the number that eventually
survives. On the other hand, indigenous species were indicated to be adapted well to
this problem. Techniques to address termite control were not being explored. At the
same time, knowledge and recognition exist on wildlings that sprout during the wet
season and could be protected and managed to improve the tree population in these
areas. It was noted that the payment for seedling production through nurseries limits
the exploitation of other opportunities that do exist in the drier areas.

In the drier areas of lower Embu (Gachoka Division) and Kitui, Melia volkensi was
the most preferred indigenous tree but propagation techniques were a problem.
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Contrary to the conditions existing in dry areas, the wet areas offer a lot of
opportunities for ease of tree establishment. The soils and water are no major
constraints. However, nursery siting for ease of its management becomes a major
factor to be considered. In Murang’a for example, tree nurseries are sited on land that
belong to institutions (churches, schools). Since these are usually away from water
sources, it puts extra burden on group members in the management of the tree
nursery. Given the conditions for tree establishment in the farms and other alternative
techniques that are available like in Kisii District (use of Swaziland Beds as an on-
farm tree nursery, direct seeding, use of wildlings), other options to seedling raising
and tree planting were observed to be existing in these areas.

Since the groups are aware that payment by GBM is on the number of seedlings
raised in nurseries, outplanted to ready dug holes and surviving after a given period of
time, a dependence on GBM is developed by groups. This dependence is farther
actuated by the openness of GBM and the unspecified number of groups that are
registered from any given area or during a specified timeframe (appendix). For
example, 31.7% of the groups that the mission interacted with were registered in
1995. The unlimited and unspecified registration of groups have a bearing on the
sustainability of the tree planting programme as well as that of GBM.

The mission also noted and observed the likelihood of multiple support for groups
raising tree seedlings. This is likely to be the case in areas like South Nyanza where
there are other agencies (DANIDA, CARE-K, AEP, Future Forests, ); Chuluni
Division of Kitui District (JICA, AIC church, DANIDA) along side the mandated
government departments like FD and soil and water conservation section of
MOALD&M. The TNGs emerging in South Nyanza and Kisii Districts are in
response to the opportunities they recognize in lack of coordination of agencies
supporting similar activities in an area. ‘

4.4 Assessment of how GBM has dealt with problems of non-functioning tree
nurseries.

NB this section is to be tidied up by ENK

One of the major challenges of GBM is to maximize the number of surviving
seedlings which can be purchased by GBM. Seedlings are not paid for because of
unanswered questions that the monitors have vis a vis reports received from field
staff.

Indeed this is the driving force behind the decentralization process: the need to have
closer supervision and leadership so that records may be more accurate. This is also
the reason why forms have been translated into local languages and record books have
been produced. According to GBM, few groups have genuine reasons for not
forwarding accurate records.

(add percentages for dormant and active)) add Njogus comments. ..
The following is the distribution of tree nurseries:

Districts Active Dormant Total
Kiambu 26 156 182
Kilifi _ 7 7
Kisii 110 132 242
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Kisumu 2 76 78

Lamu - 18 18

Murang'a 394 314 708

Nyeri 346 2] 617

S. Nyanza 172 ¢ 158 330

Siaya - 89 89

Taita Taveta - 7 7

TOTAL 1048 1230 2278

. GBM does not have the capacity to pursue group dynamics.

. In our limited field work, the mission established at least four sources of

dormancy, (1) some groups are conceptually ahead of the GBM’s scope, level of
activities, (2) intra-group dynamics, (3) environmental —unsuitable climate (4) multi-
activities concerns of groups.

4.5 Assessment of whether the Green Belt Movement has the necessary staff and
organizational set-up to reach her project objectives.

The staff data shows that there were 390 field staff in June 1994, 563 in December
1994 and 919 in December 1995. The consultant was informed orally that they were
estimated as 900 at the end of August 1997. No formal staff/payroll list was availed
thereby limiting verification.

The consultant was informed orally that Headquarters staff were as follows in August
1997:

Title No. Gender

l. Headquarters

Co-ordinator 1 Woman
Administrative Secretary 1 Woman
Project Officers P Men
Monitors 26 16 Women, 10 Men
Administrative Assistants 6 Women
Drivers 2 Men
Watchmen 5 Men

Others 4 ?

2 Field Staff

Sublocation Mini Advisers 400 30% Women
Nursery Attendants 500 50% Women
Total 1& 2 952

This listing of staff conforms to the organizational chart developed by the consultant
and the GBM staff in a meeting. The Administrative Secretary is in level two of the
organization followed by Project Officers who are in level three and monitors who are
in level four. In the same meeting, the functions of the Project Officers were defined
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as 1. Decentralisation 2. Accounts 3. Food Security. 4. Peace Trees 5. Civic Education
6. Greenbelt Safaris 7. Commission on Global Governance.

The bulk of the headquarters staff are monitors. Overseeing the staff is of course the
Coordinator.

[

Staffing policy has been mainly to upgrade nursery attendants to mini-advisers first
and secondly to monitors who are based in Nairobi. The graduate internee system has
produced a handful of fresh graduates who have essentially been used to develop
strategies for new activities for example food security, and decentralisation. There are
no formal established staffing norms which specify salaries, benefits, promotions,
career paths and duties. The coordinator orally stated that she decides on these issues
personally.

The consultant was orally informed that staff turnover is high without being presented
with analysis of the staff over time.

On Governance the consultant was informed that there is a process on foot which will
select a governing structure as follows:

The five thousand Tree Nurseries will select a representative from each tree nursery.
Out of the 400 sublocations where GBM is working the Tree Nursery Representatives
will select among themselves 2 Representatives per sublocation to meet with others
in the Division. Nationally there will be 800 representatives at the Sublocational level.
GBM is working in 160 Divisions. The two Tree Nursery Representatives selected to
operate at Sublocational level will among themselves elect 3 to operate at Divisional
level for a national total of 480. These Divisional Tree Nursery Representatives will
meet and select from themselves one Per division who will go to the National level
to represent the Division on the GBM General Committee. It is this General
Committee joined by 5 representatives from the GBM Secretariat, % Externally
Invited persons and the Coordinator which will become the Supreme GBM
policymaking body. It will have a total of 171 persons! This General Committee will
select a 44 person Executive Committee made up of 35 Tree Nursery
Representatives, 3 Secretariat Representative, Five Externally Invited Persons and the
Coordinator. This in tern will select the Management Committee made up of the 5
Representatives of the Secretariat and the Coordinator.

Although it is difficult to see how a body of 171 persons can become the board, we
refrain from making recommendations on policy-making for it is not expressly called
for in the terms.

Conclusion: It is clear to the consultant that GBM does not have the
organizational set up and staff to implement its worthwhile programmes
effectively.

The consultant conclusions on current staff, management style, propose a new
organizational structure specifying staff functions and qualifications, data handling,
nurseries, groups, gender policy and food security seriatim.

Although nursery attendants are ‘employed * by the groups, they get allowances
linked to group seedling production. They are paid by the same cheque as the groups.
This system leads to many conflicts. Mini-advisers form the bulk of the other field
staff. They have partial supervisory powers in the GBM Ten Steps. Field interviews
did not establish that they are more knowledgeable that the groups in matters of tree
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