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1. BACKGROUND OF THE PROGRAMME

¢

1.1 Overview of the District

West Pokot District is situated in the Rift Valley Province in the north-western part of
Kenya, and it borders Uganda. The district has an area of 9,100 sq. km. and stretches
between latitude 2 degrees and four minutes N, to 1 degree and 7 minutes S; longitude
is between 34 degrees and 37 minutes and 35 degrees and 49 minutes East. Its main
inhabitants are Pokot, who form part of the Kalenjin ethnic group. In 1970 an area
that was administered by Uganda since 1932 (the ‘Karapokot’ area) was incorporated
in the district.

West Pokot consists of humid highlands, escarpment zones and dry lowlands. The
lowlands have always been the home of the pastoral Pokot. Besides having zebu
cattle, goats and hairsheep (and some camels and donkeys), the pastoral Pokot have a
fluctuating involvement in marginal agriculture (sorghum and millet, recently maize
as well), gold panning, trading of arms, miraa and precious stones and there is a long
history of raiding and counter-raiding with their neighbours, the Turkana in the
Northeast, the Karamojong in the Northwest, the Sebei in the Southwest and the
Marakwet in the Southeast. The pastoral Pokot of West Pokot are closely connected
with the pastoral Pokot of northern Baringo District and with those in Upe, Uganda.
There are also many links with the agricultural Pokot.

The humid highlands consist of various areas, the Cherangani, Mnagei, Sekerr and
Karapokot highland areas. The Cherangani ‘uplands’ are originally the home ol a
different Kalenjin sub-group, the hunter-gatherer Sengwer. Nowadays they and Pokol
immigrants have started sheep farming in the highest zones and maize, potato and
pyrethrum agriculture in the (former) forest zone. Since the 1960s the Pokot (and
other Kalenjin) elites have acquired large properties there, and non-Pokot (often
Kikuyu) squatters and land labourers became pioneer cultivators. In the Mnagei
highlands, around the district headquarters Kapenguria-Makutano, small-scale farmers
(many of them non-Pokot coming from outside the district) gradually occupied the
area from the 1930s onwards. Ethnic turmoil in late 1993 resulted in a massive exodus
from the area. The Sekerr and Karapokot hills are the refuge areas for the Pokot
during disaster periods. Part of this Pokot refuge area was opened up recently by a
major hydro-electricity project, the Turkwell Gorge Dam.

The humid highlands generate many streams that plunge down from the escarpment
and flow towards the lowlands. Most of those join the Suam-Turkwell river, which
originates from Mount Elgon and flows towards Lake Turkana. Part of the streams are
tapped for traditional irrigation, that already existed in the 19th century. It is an
ingenious system that enables a food-secure system of mainly sorghum and millet
production by the agricultural Pokot. These agricultural Pokot have always been part
of an exchange alliance with their pastoral colleagues.

West Pokot had approximately 225,000 inhabitants according to the 1989 census
(more recent census data are not available, only projections made for 1994 at
275,000), of whom 190,000 were Kalenjin. It is estimated that there are 170,000
Pokot in the district, and 80,000 in the neighbouring districts!. There are very few
Pokot in the rest of Kenya, and hence migrant remittances are minimal. About 70% of
the population in the district live in the arid and semi-arid lands (ASAL) areas. Half of
them would claim to be ‘pastoralists’ even if livestock no longer forms the backbone
of their livelihood; the others are agriculturists. The district headquarters, twin city
Kapenguria-Makutano, had 14,000 inhabitants in 1989, but that was before the

I Probably another 40,000 in Baringo, maybe 20,000 in Upe, Uganda and maybe 20,000 elsewhere in
Kenya, most ol them in northern Trans Nzoia, an area the Pokot claim as theirs.
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clashes that made considerable numbers of non-Pokot in 1993/94 to leave the district.
All other centres had less than 1,000 inhabitants.

In terms of employment most labour in the lowlands is nowadays devoted to arable
farming, and to mining of gold and precious stones and no longer to livestock herding.
However, in terms of income (cash and non cash combined) livestock income still
dominates. Much livestock wealth is being exchanged for grains. Grains now provide
a dominant part of the food needs, and no longer milk, let alone meat. With a
persistent, although fluctuating, downward trend of livestock per capita, the
perception among many Pokot is that poverty is on the increase. During periods of
disaster (1979-81, 1984-86, 1992-93) many barely survived. The fact that most
children now attend school, that the service situation improved considerably and that
in monetary terms far more money is circulating than before 1980, does not
undermine a feeling of despair.

Although poverty is currently rather widespread, the area’s potential for the
productive sector is better than in many other Kenyan drylands. Near the escarpment,
where traditional irrigation is important, further improvements in irrigation and
further improvements of crop yields are generally thought to be possible. In other
areas, adapted forms of water harvesting technologies could be developed. The
livestock economy could be much improved, and if there would be a reliable
commercial outlet for cattle, livestock income could be higher. Finally, the fallback
possibilities of mining are, and will remain, an important survival insurance during
bad times. Cattle-theft related violence, though, undermines the economy.

1.2 History of the Programme

In 1979 the Government of Kenya declared its- intention to start integrated
development programmes in all dryland districts, the Arid and Semi-Arid Lands
Programme (ASAL). Among donor organisations, USAID took the lead and
supported the general strengthening of the national administrative capacity to deal
with ASAL areas. In the Ministry of Agriculture an ‘ASAL branch’ was established.
In the (then) Ministry of Economic Planning and Development a specific senior
officer was made responsible for inter-ministerial co-ordination. The ASAL branch in
the Ministry of Agriculture concentrated on research, an approach that was later
strongly criticised in an official evaluation as very expensive, too much time
consuming and not enough planning oriented. As a result, the ASAL branch in the
Ministry of Agriculture was resolved in 1984. From then onwards, the ASAL
activities were almost completely under the Ministry of Economic Planning and
Development2. In 1989, a separate Ministry for ASAL was established, which became
a Department under a new Ministry for Land Reclamation, Regional and Water
Development in 1993.

It was the intention to have an ASAL programme for each district with ASAL areas,
and to get separate donors for all these ASAL districts. With the Machakos Integrated
Development Programme (MIDP) continuing as a pseudo-ASAL programme,
sponsored by the European Development Fund, and the Baringo Pilot Semi-Arid and
Arid Programme directly under the President, the regular ASAL programme started in
1980, with the United Kingdom willing to fund the Embu-Meru-Isiolo (EMI)
Programme and the Norwegian development organisation NORAD sponsoring the
Turkana ASAL programme. USAID followed with an ASAL programme full of
expensive research consultants in the northern part of Kitui District in 1981, while the

2 Which became the Ministry of Finance and Planning, and later the Ministry of Planning and National
Development.
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Danish started a pseudo-ASAL project in the southern part in the same year?. The
Netherlands accepted involvement in West Pokot and Elgeyo Marakwet Districts in
1982 and in a tiny dryland paft of Kiambu District*. Switzerland committed itself to
Laikipia District in 1984 (to be taken over by the Netherlands later). IFAD accepted
the Coastal Districts (mainly Kwale and Kilifi) in 1984 and part of Siaya District
(near Lake Victoria) in 1986. Denmark’s Danida extended its ASAL involvement to
Taita Taveta first (1985) and to the southern part of Machakos later. The Dutch
organisation SNV (with funding from the Dutch government) was asked to start an
ASAL Programme in Kajiado District, among the eastern Maasai, which started in
1987. Later the same organisation was asked to take over the Elgeyo Marakwet
programme (from 1991 until 1994) and the West Pokot Programme (in 1997) and to
start a new ASAL programme in Narok District, among the western Maasai’. It can be
concluded that the Netherlands provided the most continuous and after 1993 the most
important support for the ASAL programmes at the district level. In 1987 the stage
was set. Of all the districts with arid and semi-arid lands most had a donor for an
ASAL Programme.

After a promising start in the early 1980s under the (then) Ministry of Finance and
Planning, in the second half of the 1980s all donors more or less got a [ree hand to
develop their own district-specific approach, together with district-based civil
servants. The idea of a multi-sector programme was adhered to everywhere, with the
District Development Committees responsible for ‘integration’. In some cases with a
specific role for civil servants from various ministries, who formed an ASAL
programme liaison group. Supported by the Royal Netherlands Embassy, and by
others involved from the Dutch side, in Dutch-sponsored ASAL programmes the
basic philosophy was: ‘low profile / input’, ‘process approach’?, ‘support the
decentralisation to the district level’, ‘support district civil servants to do their work
better’, ‘try to get the local people’s participation as much as possible’, and ‘try to
support the local economy with the ASAL funds available’.

During the late 1970s the Royal Netherlands government and its Embassy in Nairobi
had developed a preference for working in the western part of Kenya and to work in
really poor, marginal areas. When the ASAL programme started as a Kenya-wide
attempt to uplift conditions in all dryland areas of the country. it was evident that the
Netherlands would participate, and in any of the north-western districts. Turkana
District in the far Northwest could have been selected but it was already ‘claimed’ by
the Norwegian aid agency. West Pokot became an obvious choice. It was among the
poorest and most marginal of all Kenyan districts at that time, and it was located in
the western part of the country. On top of that, the Netherlands already had some
experience in West Pokot, before the ASAL Programme started®, and an influential
and widely respected Dutch officer who had worked in West Pokot happened to work
at the Netherlands Embassy when the request came to adopt one or more district
ASAL programmes. Elgeyo Marakwet was added because it was close by? and the
Kerio Valley was also referred to as one of the poorest areas ol the country.

3 The 'Mutomo Soil & Water Conservation Project’,

4 The Ndeiya Karai area, constituency. It functioned from 1982-84 and it never was a success.

5 That was aborted because of political reasons.

6 But the north and Northeast of the country did not get a donor, the security problem was probably
the major issue; Marsabit District had some research-related activities funded by the German GTZ and
GTZ also funded a Livestock Development programme in Samburu district.

7 In Dutch development parlance also called 'programmatic approach'.

8 During the period 1971-1975 the Special Rural Development Programme had Kapenguria division as
one of its pilot areas, with a Dutch 'development volunteer' (of the organisation SNV), stationed in
Kapenguria and with a considerable amount of money at his disposal.

o1t probably played a role that a Dutch religious organisation, based in Eldoret, worked in West Pokot
and in Elgeyo Marakwet as well.
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In 1981, a Dutch sociologist was recruited to become programme co-ordinator for the
two districts combined. He had a long experience with SNV, a.o. in Kenya, and had
just finished further studies in development theory, graduating on a thesis about the
‘programmatic approach’. The Kenyan government promised a counterpart and office
personnel, but it took a long time before staff was posted. This resulted in the
situation that the Dutch advisor became the core person of the programme. It soon
became clear that the Kapenguria-based advisor could never manage to work in
Elgeyo Marakwet District as well. A separate Dutch ASAL co-ordinator was
appointed for Elgeyo Marakwet later during 1982, who settled in Iten. He had to cope
with a weak Kenyan facilitating structure as well.

With the ‘process approach’ as the guideline, it was decided to begin with a few
starter activities and to spend time to get to know the problems and history of the
ASAL areas in the two districts. The Netherlands DGIS engaged a team of
geographers from the University of Amsterdam (associated with the Institute for
Development Studies of Nairobi University) to do four types of studies: archival
research to find out about all development initiatives in the past, mapping the
district’s current government and NGO facilities (and its history), judging the
population supporting capacity of the area and assessing people’s livelihood
strategies. During the 1982-1988 period it resulted in a District Atlas for each of the
two districts, in a large number of ‘Locational Development Profiles’, in the start of
District Information and Documentation Centres and in academic publications (a.0. a
Ph.D. thesis).

In 1986 the second Dutch programme advisor was appointed in West Pokot, who had
a background of agricultural studies and development sociology, and he had worked
in Kenya before, for SNV and for his studies. He would become the personification of
*‘ASAL’ in the district for the next seven years, partly because during long periods he
worked without a Kenyan counterpart. Gradually the project activities in many fields
expanded and began to cover the whole district, including the very remote corners.
Carefully avoiding political pitfalls, the programme became the ‘oil in the district
machinery’, enabling government officers to direct their attention also to the ASAL
areas, which would have been virtually impossible otherwise. ASAL West Pokot
indeed succeeded to work as a catalyst for much more government attention for the
remote ASAL areas.

When in the second half of 1993 a new Dutch programme advisor (economist-cum-
geographer) started in West Pokot, his start was unlucky. He came when ethnic-
political tensions had reached a boiling point. When non-Kalenjin were threatened
and fled from the district, the new ASAL Programme Advisor decided to assist the
displaced persons, using ASAL facilities. This humanitarian action was regarded by
some Pokot as coming close to treason. Although relations normalised later, there
remained an atmosphere of careful distance. In 1996 a new Dutch Programme
Advisor was appointed, the fourth one, with a background in agriculture.

1.3 The 1993 Review and Recommendations

The joint Kenyan Netherlands 1993 Review built on the 1985 evaluation in which it
was recommended that the programme should pay more attention to the development
of long-term strategies and to put more emphasis on the development of the
productive sector and environment (according to the review report).

The overall conclusions and recommendations of the 1993 Review were:

. To make the broad ASAL objectives operational in the individual districts by
being more explicit on the objectives; enough experience had been gained (o
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this purpose.

. To prepare better ASAL plan documents based upon a proper problem
analysis. '
. To complement the ‘bottom-up’ approach with a ‘top-down’ element since a

number of broader issues need analysis and initiatives from national and / or
district level.

. A more gender specific strategy and approach had to be elaborated with
special reference to community participation in all phases of the planning
cycle.

. Institutional strengthening should be considered as one of the priority

objectives. Training needs should be assessed and PMUs enlarged to increase
their capacity.

. Regarding the productive sector and environment, a thorough analysis of
development constraints and potentials should be conducted and long-term
development strategies developed. This priority should be translated in
financial as well as personnel means to be made available.

. To further consider the financing of the removal of bottlenecks in the rural
road network (under certain conditions).

For West Pokot District, the joint review concluded that since its inception in 1982,
the ASAL programme had evolved into a well-balanced programme where activities,
in general, are based on a proper problem analysis and with a planning and
implementation strategy where community participation is coming of the ground. The
programme appeared to be well-established in the district structures with, in general,
good relationships with the planning and implementing agencies.

Achievements

Assessing the achievements made, general support from the 1993 review to the
programme resulted. The catchment rehabilitation was characterised as ‘promising’,
the on-farm experiments to be intensified and the education sector was lauded (and
was given seven detail recommendations). A clear strategy needed to be developed on
the issue of pasture improvement (range rehabilitation).

Collaboration with the line ministries

The collaboration between the PMU and the line ministries appeared to be good in
1993, with an effective system of line officers and a functional ASAL Steering
Committee. A proper training needs assessment was recommended that should result
in training policy framework. The capacity of the programme management was
considered insufficient leading to insufficient monitoring and policy development.

Strategy

The programme had contributed significantly to the improvement of the district
planning capacity by the 1993 judgement, resulting in improved quality of project
proposals from locational and divisional levels and in an improvement of the District
Five Year Plans. The lack of a long-term strategy to handle growing resource conflicts
and resource degradation was identified as a strategic shortcoming. Such a strategy
should integrate the sectors of water, livestock and agriculture.

Most importantly, the 1993 mission had the impression that the scale of the activities
could be increased by using district resources more efficiently and by strengthening
the management and monitoring capacity of the PMU. It recommended to investigate
the possibilities to come to a substantial growth of the programme.
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2. INSTITUTIONAL SETTING

2.1 ASAL West Pokot

Implementation of ASALS is based on the principle of shared responsibility between
the Government of Kenya (GoK) and the Government of the Netherlands (GoN). The
Kenyan Ministry of Land Reclamation, Regional and Water Development
(MLRRWD) is the Kenyan parent ministry at present. All ASAL programmes are co-
ordinated by the ASAL department of this ministry.

From the donor side is the programme funded by the Minister for Development Co-
operation through the Directorate General for International Co-operation (DGIS).
Until July 1996 was the programme directly implemented by DGIS through the Royal
Netherlands Embassy in Nairobi. After this, the responsibility for the implementation
was handed-over to SNV (Netherlands Development Organisation). SNV has a
Kenyan office and country director, and keeps in contact with Kenyan authorities in
consultation with the Embassy.

At the district level is the programme answerable to the District Development
Committee (DDC), in line with the District Focus for Rural Development (DIFRD)
strategy that has been the guiding policy for ASAL implementation. The membership
of the DDC comprises Heads of Departments, Parastatals and NGO’s working in the
district and elected leaders. The programme is a member of the District Planning Unit
(DPU).

Responsibility for the programme’s operations is with the Programme Management
Unit (PMU). This PMU consists of the Kenyan Programme Officer (PO) and the
Dutch Programme Advisor (PA). The functioning of the PMU can be expanded
through regular extended PMU meetings in which participate the Community Liaison
Officer, the Gender Officer, the District Officer (DO) Environment and recently, the
Land Use Planning Officer. On accounting, the Programme is assisted by a GoK
accountant and four clerical officers, but since February 1997, SNV assigned an SNV
administrator to the programme. Departments have also identified liaison officers,
generally not the Heads of Department, to work with the PMU in planning specific
activities that are initiated or implemented by the departments. Twenty people, partly
GoK staff, are employed as support staff.

Over the years, the programme made substantial investments in the DFRD
management structure, supporting Provincial Administration in the formation and
training of the DDC, the Divisional Development Committees and Sub-locational
Development Committees.

Policy issues are the subject of deliberations in the ASAL Steering Committee (ASC)
that in generally assists the ASAL programme. The ASC is a sub-committee of the
DDC and its membership comprises the Heads of major government departments with
which the programme is collaborating.

The programme has financial procedures that are based on slightly modified GoK
procedures. The PAM (Project Administration Management) accounting system is
developed under auspices of the GoN. It is a bookkeeping system in place to facilitate
both external and internal audits. The ‘control system’, however, is located within the
GoK financial procedures. Both the Programme Officer and the Programme Advisor
are co-signatories of the donor funds. The Programme Advisor is not a co-signatory of
the GoK funds which are solely managed by the Programme officer.

External monitoring is carried out by the Royal Netherlands Embassy and SNV while
the internal monitoring is done by the PMU. The reporting and monitoring system is
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since 1997 based on the logical framework approach; before this, it was materialised
in the quarterly reports of the different collaborating departments. These resulted in
ASAL’s quarterly progress reports. Expenditure reports are produced monthly.

2.2 GoK / NGO/ Private Sector Partners

Since its start, the ASAL programme has predominantly operated with the line
ministries and their staff and with the Provincial Administration (District
Commissioner, et cetera), and the County Council. It has been, over the past 15 years,
a true supporter of the ‘oil in the government machinery’ philosophy applied at the
start of the Dutch support to the ASAL in 198210, Prevalent are the ministries of
Livestock, Agriculture, Forestry, Water, Works, Culture and Social Services and
Education, and the Ministry of Local Government. Noteworthy is that it has not
worked with the Ministry of Health. This sector is in West Pokot District supported
by an NGO, the Netherlands Harambee Fund (NHF).

Besides the GoK structures that were made responsible for the identified activities, a
small percentage of the expenditure and related responsibilities went through NGOs
like VI, AIC (African Inland Church) and Jitahidi. NGO capacity can be characterised
as limited in the district. The ‘classical’ way of operation of the ASAL in this district
ever since the beginning, has for obvious reasons not resulted in formal
implementation through Community Based Organisations (CBOs): a government
structure is not geared towards empowering local communities. The latter does not
imply that communities were not part and parcel of the planning process and are
involved in execution. In a very early stage already, the programme applied the so-
called sondeo’s (Rapid Rural Appraisals - RRA), jointly executed by the PMU and
departmental staff.

Since most of the implementation has traditionally been through ministerial staff,
GoK staff is an important implementation stakeholder. Unlike the Keiyo Marakwet
and Laikipia programmes, where conflict exists (existed) between the district and
divisional staff over control of ASAL implementation, the West Pokot programine
had an easy relationship with ministry staff. This perhaps can be explained by the
historical tradition of low budget activities spread over a large array of implementing
institutions.

This comfortable context changed gradually. The Programme Advisor since 1993
asked formally for administrative reinforcement, which was denied, and on several
occasions expressed his worries that critical limits related to project expenditure
became ever closer.

The Price Waterhouse Audit that took place during this review period, finally and
definitely put an end this “easy” relationship. The programme was closed on the basis
of the conclusions of the audit and by November 1997, attempts to have a new start -
under certain conditions - had not yet been successful.

10 By 1997 it had become the ‘fuel’ instead of the ‘oil” in the GoK machinery when ASAL funds of
about Kshs. 70 million were equal to the total district budget for recurrent and development
expenditure.
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3 THE PRESENT PHASE

3.1 PlanOps and Annual Work Plans

The ASAL West Pokot programme prepared a Plan of Operations for the fourth phase
(1995 - 1999) in July 1994.

It describes the natural or productive resource base as the background in which the
programme operates. It presents the long-term development objectives and the
approach, the management and organisation of the programme, as well as the
planning, monitoring and evaluation procedures.

The PlanOps puts a strong emphasis on the previous phases where it states that it
“will remain fundamentally the same as before”. However, a certain shift of emphasis
was stated to be introduced by making the conservation of natural resources an
objective, and by giving gender aspects a greater weight. New was also the
introduction of a credit scheme, “reflecting the insight that innovation is hampered as
much by lack of capital as by lack of knowledge among beneficiaries”.

Another slight change of emphasis was in strengthening attempts to involve
beneficiaries both in decision making and in contributing to the cost of projects.

The PlanOps provides information on the management requirements and the live
components of the programme. It describes five planning criteria that must guide the
identification and approval of projects.

The PlanOps gave as project costs for the five-year period NLG. 9,291,000, out of
which the GoK was supposed to contribute NLG. 57.000. Third parties (communities
7) are presented as a p.m. post. Within this framework, annual Work Plans and
budgets are prepared and submitted to the donor for approval.

Geographically spoken, the programme is restricted to the semi-arid parts of the
district, for obvious reasons. The only exceptions being the Lelan catchment area in
the high lands and some other parts that are characterised by a marginalised
population. This is not as contradictory as it seems considering the physiographic
linkages of the catchment area and the escarpment cum (Kerio) valley at the Eastern
border of the district (see also Keiyo Marakwet and the Transect Area Approach), and

some areas were people are poor as in the semi-arid zones.

The PlanOps intends to be based on the recommendations of the 1993 review.

3.2 Goals, Objectives, Approach and Strategies

At the highest policy level, the programme formally applies the long-term
‘development goal’ as formulated in the ASAL policy document of the GoK: “the
improvement of the standard of living of the ASAL population by integrating ASAL
into the mainstream of the national economy and social development in an
environmentally sustainable manner”. The PlanOps observes that such a goal will be
difficult to achieve in the (then) present situation and that even more specific goals as
resting environmental degradation, or significantly improving the position of women
will be difficult to achieve by a development programme.

Five programme objectives were assigned to phase 1V of ASAL West Pokot. Note
that the word ‘objective’ is used in the PlanOps as targets. as a (realistic, contrary o
the unrealistic goal) notion of what the programme actually hopes to achieve. Under
this level of ‘objectives’ the programme applies the term ‘purpose’, used for the
contribution that a particular activity intends to make to the objectives of the
programme. In order of priority given by the programme, the following are the
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