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CONSERVATION ENTERPRISE DEVELOPMENT

IN AFRICA: WHAT WORKS?

The Africa Biodiversity Collaborative Group (ABCG) held a 22 March 2005 meeting to: 1) understand the different types of conservation enterprises in Africa; 2) learn lessons about why some conservation enterprises succeed and others fail; 3) examine opportunities to scale up current conservation enterprise activities; and 4) discuss current trends and future plans for conservation enterprise development.   
Presenters highlighted experiences with conservation enterprise development and public/private sector partnerships by the International Finance Corporation, USAID Global Development Alliance, the World Bank’s Development Marketplace, and Verde Ventures. 
The roundtable discussion focused on sharing of lessons learned on conservation enterprise development by African Wildlife Foundation, Bushmeat Crisis Task Force, Chemonics International Inc., Conservation International, Ecoagriculture Partners, EnterpriseWorks, Forest Trends, Global Environment Facility, Innovative Resources Management, International Resources Group Limited, PACT International., TechnoServe, The Nature Conservancy, United Nations Development Programme, U.S. Agency for International Development, U.S. Forest Service, Wildlife Conservation Society, World Resources Institute, and World Wildlife Fund. To view the presentations, reference list and key weblinks, see: www.abcg.org; or go directly to: http://www.frameweb.org/ev.php?ID=10873_201&ID2=DO_TOPIC
KEY ISSUES

Conservation enterprise development enables people outside of protected areas to pursue commercially viable land and natural resource use and improve their livelihoods while conserving biodiversity.   Conservation enterprises can provide economic alternatives and sources of income.  Examples of conservation enterprises includes sustainable use of a variety of goods and services such as coffee, cocoa, wild foods, honey, handicrafts, ecotourism, etc.  Organizations involved with conservation enterprise development often provide technical assistance, training and capacity building, seed capital, marketing assistance and brokering with private sector partners to make conservation-related businesses successful.  Conservation enterprise development in Africa poses unique challenges.  A lot can be learned by identifying factors of success and examples of what works and why it works. 
CHALLENGES FOR CONSERVATION ENTERPRISE DEVELOPMENT IN AFRICA

Currency

· lack of stable currencies in some countries 
Cost

· technical assistance and other enterprise development costs are higher in Africa than in other regions of the world
Collateral

· need for collateral and developing guarantees

· need to address the chronic lack of capitol

· lack of investment in Africa 

· difficulty in working with local banks that need incentives for involvement
Co-investors 

· difficulty in finding appropriate businesses to fund 

· difficulty in dealing with bilateral and multi-lateral organizations that are risk adverse and hesitant about investing in the private sector 
· difficulty with private companies that consider Africa too risky to do business
· lack of insurance mechanism for private sector investment
Markets
· need to provide attention to export-driven, small-holder markets
· need to adapt existing conservation enterprise development tools to make them appropriate for local communities (local people may not be inclined to read an extensive how-to manual)
Capacity 

· lack of organizational capacity for conservation enterprise development
· lack of financial management systems
· lack of market development
· lack of experts in the region available for accreditation/ certification/ verification of products and services
· need to motivate buyers (e.g. international coffee and cocoa companies) to sponsor capacity building
· need to empower local people to become real partners and owners of conservation enterprises rather than recipients of ‘assistance’ from businesses owned by someone else
· need to scale up entrepreneurial skills of local people
· need to address business needs of conservation enterprises

· lack of mentoring for young enterprises

· need to build capacity and understanding of local banks to provide collateral

Partnerships

· difficulty in bringing in private sector partners
· need to understand the costs and benefits of collaborating with the private sector
· need to work more with government to develop conservation enterprises and create an enabling environment for conservation enterprises to flourish
· need to build partnerships for environmental governance (e.g. working with extractive industries such as logging and petroleum companies, and understanding links between logging and illegal bushmeat trade)
· need to create linkages with partners in other sectors such as health (e.g. HIV/AIDS, nutrition, family planning) when developing conservation enterprises 
· need to get protected area networks to work more with the private sector (e.g. in ecotourism development)
· need for a “maturing” approach when working with local communities to develop community-run enterprises 
Timeline

· need to understand that the private sector often has a different timeline for enterprise development than government, NGOs, and local communities

· need to manage for unexpected opportunities, such as rapid expansion of a sector in the short term that will not be sustainable over time
Scale

· need to understand how to develop viable enterprises at a scale appropriate to meet a break-even point for profits
· need to develop conservation enterprises that meet the scale of the threats to the environment 
· difficulty in scaling up projects and affecting larger marketplace
International standards

· need to demystifying international standards for local people in order understand various certification programs (e.g. Beyond the Bean: Redefining Coffee Quality. Standards for Sustainable Production Systems publication by Chemonics International)
· need to recognize the limited role of international standards for products that will stay in local markets

· need to improve corporate environmental responsibility
Conservation impact of projects

· difficulty in measuring conservation and socio-economic impact of conservation enterprise development
· need to pay more attention to biodiversity of local importance, rather than only biodiversity of international importance
· need to link marine as well as terrestrial conservation to enterprise development
Equity

· need to ensure the equitable distribution of benefits from conservation enterprises between men and women 

· lack of clear land and resource tenure in Africa is one of the biggest limiting factors for conservation enterprise success

Communications

· need to expand communications networks for conservation enterprises
SUCCESS FACTORS FOR CONSERVATION ENTERPRISE DEVELOPMENT

Project Design and Type
· develop highly focused projects 
· create replicable and innovative methodologies for providing goods and services 
· design projects with execution in mind
· develop projects with clear conservation objectives and available markets
· consider threat abatement
· contemplate scaling up and exit strategies in project design  
· think about financial sustainability in project design
· work with on-going businesses to develop conservation enterprises
· listen to the interests and needs of the private sector (not just the conservation sector) when developing conservation enterprises
· design pro-poor biodiversity work
· guarantee income for local farmers 
· diversify resources, work with local communities to determine their wants, and ensure that communities do not rely on one type of business
· consider larger planning process for local communities as enterprise development is just one component
Implementing Team and Partnerships
· establish partnerships between local partners accompanying the project on the ground with input from an international agencies
· create equal partnerships with shared resources and shared risks

· bring in different partnerships so that projects are cross-cutting, e.g. local private enterprises, NGOs, and universities
· confirm participation of key partners from the outset

· create collaborative management systems 
· build partnerships for environmental governance 
Leadership and Capacity

· have strong project team leader (with team support)

· have local presence with international knowledge and contacts

· build capacity of intermediary organizations (e.g. local NGOs) in order to "go to scale" and so that they can provide services to small enterprises 

· focus on facilitating producer groups to make connections across small producers or households in order to meet volume requirements and "go to scale" 
· provide training and capacity building for entrepreneurial skills, project development, negotiation, resource leveraging, book-keeping, etc

· deal with loss of conservation capacity due to HIV/AIDS as well as brain drain

· use resources such as the Conservation Finance Guide by the Conservation Finance Alliance
Enabling Environment

· work with local and national governments to establish an enabling environment with appropriate legislation and regulatory policies that allows for and encourages conservation enterprise development (e.g. allowing visas for international tourism)
· use democracy and governance framework for natural resource management projects that result in integrated, cross-cutting concern for the environment
· work with regional trade partners

· work with NEPAD 

· provide incentives to businesses and local communities for sustainable resource management though larger land use planning at a variety of scales

· provide access to credit, techniques for sustainable production, tools for sustainable harvesting

· understand land tenure systems

Markets

· look at markets and role of consumption, both local, national and international, before developing enterprises

· look at market standards before developing enterprises

· work with ongoing businesses with developed markets instead of trying to transform markets or develop new markets

· use value chain analysis to determine technical assistance needs

· increase productivity and value retention

· do "enterprise conservation" by looking to the markets and value chains first and then building in a conservation component 

· increase access to markets for conservation enterprises

· endorse good practices (e.g. green stamp)

· develop marketing tools

Linkage between Enterprise and Biodiversity Conservation

· base enterprise development on conservation logic 
· measure conservation impact by basing projects on geographic priorities, setting specific conservation goals with producers, monitoring, and linking incentives (e.g. reduced interest rates, increased grants, etc.) to progress towards conservation goals

· understand that success of conservation enterprises can become a risk for biodiversity 
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· consider who monitors and who evaluations impacts of conservation enterprises to biodiversity (e.g. evaluate along the supply chain) 
· develop indicators and tracing back of decisions made in developing Logical Frameworks (Logframes) 

· use resources offered by the Conservation Measures Partnership to measure the conservation impact of conservation enterprises

· have natural resource management plan

Linkage between Enterprise and Local Community Involvement and Benefits

· improve practices outside of protected areas

· use community-based enforcement systems 
· understand that success of conservation enterprises can mean more demand for services by local communities
· consider links between biodiversity and poverty alleviation
· ensure short-term equity distribution

SUGGESTIONS FOR POTENTIAL NEXT STEPS BY CONSERVATION NGOS 

· Compile case studies, lessons learned, and best practices on conservation enterprise development globally
· Develop a set of standards for conservation NGOs to guide their work with the private sector on conservation enterprises and branding such as using institutional logos to promote good practices and enterprises
Special thanks to:

Moses Kanene of African Wildlife Foundation (AWF) for planning and chairing the meeting.

Catherine Cassagne of the International Finance Corporation (IFC) for her presentation on IFC’s support for biodiversity-related businesses. 


Kim Kim Yee of USAID’s Global Development Alliance (GDA) for her presentation on the GDA business model to work with business, foundations and partners in different ways to address development challenges of mutual interest.

Joyita Mukherjee of the World Bank’s Development Marketplace for sharing lessons learned about their on-the-ground success of reaching out to social entrepreneurs. 
Jennifer Morris of Verde Ventures for discussing the challenges of expanding their portfolio in Africa.

Meeting Organizer:

The Africa Biodiversity Collaborative Group (ABCG) comprises U.S.-based international NGOs with field-based activities in Africa. ABCG organizations include: African Wildlife Foundation, Conservation International, IUCN-The World Conservation Union, Wildlife Conservation Society, World Resources Institute, and World Wildlife Fund. ABCG explores emerging conservation issues, shares lessons learned, and seeks opportunities for collaboration. Recent issues explored by ABCG include: The Linkages between HIV/AIDS and Natural Resource Management; Food Security and Wildlife Conservation in Africa: Health Matters: The Importance of the Interface between Wildlife, Domestic Animal and Human Health for Conservation Success in Africa; Human Migration and Conservation: Issues and Interventions; Compensation for Land Lost for Protected Areas, etc. ABCG has been funded by The John D. and Catherine T. MacArthur Foundation, The Critical Ecosystem Partnership Fund, and the U.S. Agency for International Development.  See: www.abcg.org. Contact: nancy.gelman@wwfus.org
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Africa Biodiversity Collaborative Group (ABCG) Member Organizations:

ABCG


MEETING





      	  Photo  credit: (c) USAID	                        Photo credit (c) L.Lartigue, USAID               Photo credit: (c) L.Lartigue, USAID            Photo  credit: (c) L.Lartigue, USAID


       	                                           




















www.ABCG.org        Conservation Enterprise Development in Africa: What Works?                           1
      
                      

PAGE  
ABCG Notes
                                   Food Security and Conservation in Africa

                      5

