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EXECUTIVE SUMMARY

This rapid evaluation of the Tourism Policy of 1990 and related tourism Strategies is an implementation evaluation
conducted between May and October 2018 as part of the World Bank Group’s assistance to the Government of Botswana in
strengthening its public-sector performance to strengthen economic diversification and service-delivery. The report covers
the assessment of the Botswana’s Tourism Sector Policy Framework, one of the core sectors for economic diversification.
The purpose of this implementation evaluation is to understand how the Tourism Policy of 1990 and associated strategic
plans are working, and how it can be strengthened.

The rapid evaluation focussed on relevant document assessments and comprehensive stakeholder interviews and group
discussion. Most respondents are not familiar with the details of the Tourism Policy of 1990 and related strategies but
have a good understanding of the (challenging) effects of its operational application (regulations) and the organizational
structure of the tourism sector (governance).

Context

Tourism has seen a remarkable, very visible growth in Botswana and the country remains firmly on the map as a
top destination of global significance. Arrivals have been on the increase since 2015 and were expected to grow to some
1,874,000 international tourist arrivals in 2018 and further to 2,847,000 international (tourist) arrivals by 2018 (WTTC
2017). Respondents were almost unanimous in describing the tourism sector as having seen a highly visible tourism supply
side expansion as well as reporting (continued) growth in demand from almost all market segments. Also, Botswana hosts
abundant wildlife numbers and the improved spread across the country has strengthened the attraction base. Respondents
further indicate that visitors report overall satisfaction with their Botswana experience.

Key Findings and Conclusions

While the tourism framework in Botswana provides excellent proposals, these are not part of a clearly defined, cohesive
and prioritized implementation plan, with the result that it is difficult to gauge and monitor the success of the policies and
strategies contained in them. Recognizing that the concession approach to low-volume, high value tourism (particularly
in the Okavango Delta) as per the 1990 tourism policy, has been largely successful in creating value and growth, there are
several clear and present concerns raised by all respondents:

Lack of public sector coordination amongst line-ministries restricts efficiency further hampered by limited (or no)
consultations on tourism issues. Regulatory processes are unclear, cumbersome and change at short notice which creates
uncertainty and hampers long-term planning. Governance processes are too much controlled in Gaborone which impedes
district empowerment and elongates processes. Institutional mandates are unclear (and keep changing) and the newly

proposed' tourism landbank leases reduce community inclusion in tourism which used to be one of Botswana’s strengths.

Tourism Management

Management of the Industry (number, location and size of enterprises — mainly accommodation and mobile operators) is
not coordinated with, and reflective of, the management of the attractions (protected areas and sites). As different authorities
are responsible for industry and attraction management, they seem to be in competition leading to capacity challenges
resulting in early instances of over-tourism. Respondents feel this is mainly due to missing consultation & dialogue
amongst stakeholders in destination management and inadequate attraction/resource management (lack of funding).
Botswana’s various tourism strategies have been partly successful (primarily in establishing the BTO and introducing an
eco-certification scheme) but lack measurable indicators and reviews. In addition, many excellent management plans exist
for areas and resources (such as elephant management), but these have almost all remained permanently in draft with no,
or only selective, implementation.

Tourism System

Supply and demand remain restricted to a limited number of potential tourism market segments which restricts tourism
growth. Few corporate entities who entered the market early dominate industry performance. Most of this growth has been
in, and around Maun as accommodation facilities within the primary (concession) areas are limited in number and capacity.
Although this restriction supports the exclusivity of the fully packaged fly-in luxury end of the market which has shaped
Botswana image of a high value destination, pressure occurs in the Chobe National Park and Moremi Game Reserve who
remain the principal national tourism attractions and together account for more than 90% of the primary market segments.
The self-drive market, largely controlled out of neighbouring countries on a day-visitor basis, is seen as a further threat to
the low-volume image of the destination. There is limited product diversity and leakages are perceived as high due to direct
imports along the supply chain and numerous companies operating a foreign booking system. The availability of skilled

- As of October 2018
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staff remains an issue throughout the sector, especially at managerial level.

Recommendations

The World Bank’s current thinking around optimizing Botswana’s tourism sector, based on global experience, is focused
on following interventions:

1) Public Policy Process Improvement through the;

e Creation of a general policy & strategy timeline (informed by the Vision 2036 and the NDPs), the creation of policy
and strategy templates and emphasizing holistic strategy finalization & implementation.

e Creation of a monitoring and regular evaluation system to assess policy and strategy relevance and effectiveness based
on suitable, up-to-date data and statistics.

e Formulation of destination level development and management plans to ensure industry development is in line with
resource management.

e Re-assessment/ clarification and actual implementation of the mandates of the MENT and its departments, the
parastatal BTO and other government agencies, i.e. Ministry of Land Management, Water and Sanitation Services and
local councils in support of an efficient tourism governance system

2) Decentralized Decision Making through;

e  The creation of a clear and transparent consultation process at local and national level
The streamlining of approval processes for enterprise registration and licensing at local level.
Empowerment of protected area authority’s local representation (and relevant others) to order and enforce rules in the
area under their authority as and when the need arises (e.g. spot fines to noncompliant offenders).

3) Value Creation in tourism through;

e Conducting a tourism revenue optimization study in support of tourism development and budget decisions;
Assessing the impact/value of the high volume versus low volume model, and how to optimize supply chain linkages
and reduce leakages.

e Enabling an adequate allocation of resources to Community Based Natural Resource Management (CBNRM) and
Protected Areas (PA) management.

4) Supporting the Adaptation to Changing Market Demand through the

e Diversification of visitor product by the private sector by strengthening the regulations that currently impede this and
ensure demand for the future.

e Provision of an added-value solution to the influx of self-drive visitors by designating high volume managed areas to
accommodate and control these market segments.

5) Ensuring Inclusiveness of Tourism

e Re-addressing community benefits through their meaningful involvement in the planning, negotiating and operation
of tourism concessions.

e Strengthening broad based citizen participation through awareness creation of the values of tourism and conservation
with a special emphasis on the role & opportunities of women in the sector.

e Introduction of a ‘service excellence perspective’ amongst industry and government to ensure staff skills remain
relevant in a changing tourism system.

The policy interventions will ensure competitiveness in a changing tourism market, manage the attraction base in a
sustainable manner and ensure benefits are shared, and economic opportunities created from Botswana’s tourism products
so as to have a greater impact and spread of the economic benefits of tourism to all layers of society and to all parts of the
country.
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1. INTRODUCTION

1.1. Report Background

1. The World Bank Group (WBG) is currently assisting the Government of Botswana (GoB) in strengthening
its public-sector performance to strengthen economic diversification and service-delivery. The WBG is
supporting this work through the Public Service Performance Reimbursable Advisory Services (PSP RAS) building
on the experience with the RAS 1 and RAS 2. The main development objective of the PSP RAS is to strengthen
public sector performance in selected areas, by strengthening Performance, Monitoring and Evaluation (PM&E),
public investment management, and procurement, through analytical work, support to policy, system, tools and
capacity-strengthening to contribute to more efficient and effective service-delivery. The three key components
of the PSP RAS are 1) Coordination and implementation of the national performance M&E system, 2) Public
Investment Management, and 3) Strengthening public procurement.

2. Since the start of the formulation of National Development Plan (NDP 11) in November 2016, important
progress has been made on performance M&E in Botswana. Some of the key advances include different
diagnostics have assessed the progress made and challenges on performance M&E and the need to take
an integrated approach. The NDP 11 and its performance framework, which have been developed through a
participatory and tailor-made approach, have been approved and a performance M&E policy has been adopted
by Cabinet and practical guidance on its implementation is provided. To support the change towards a more
performance-orientated culture, intensive institutional strengthening of the National Strategy Office (NSO),
capacity-strengthening of core stakeholders and change management have taken place to promote the reform
agenda and enhance its sustainability.

3. Evaluations are the next step in the PM&E process, building on the progress achieved so far on the
monitoring front. Strengthening the evaluation function is a crucial part of the PM&E work and will need to be
done in close connection with the monitoring components. As with the monitoring tasks, the focus is not only on
the design of evaluation tools, but particularly on how the use of evaluation can be promoted so as to enhance
implementation and achieve the objectives of strengthening public sector performance. A key dimension of the
evaluation function will be to create and generate greater demand for evaluations, to strengthen evidence-based
policymaking in Botswana.

4. Building on past efforts, NDP 11 makes significant progress towards strengthening Botswana’s performance
orientation. Evaluations are expected to be made a regular feature of policies’, programs’ and projects’ design and
implementation.> While there have been many periodic assessments, formal reviews and informal evaluations over
the years of different public-sector policies, programs and projects in Botswana, the evaluation function is still
nascent. During NDP 10, an effort was made to move beyond traditional M&E by introducing Integrated Results
Based Management (IRBM) in Botswana’s planning process. The aim was to ensure that strategic planning,
financing, implementing, monitoring and evaluation of the NDPs are results/impact oriented. Various other
initiatives, such as project-level M&E by GICO and M&E Framework for the Vision 2016 have also contributed
to this. The establishment of National Monitoring and Evaluation System (NMES) with NDP 11 is the culmination
of these past initiatives and reflects the level of maturity the country has reached in terms of embracing the value
of evidence-based policy-making for improved government performance.

5. Under Component 1 of the PSP RAS, the Bank has agreed to deliver three rapid evaluations. As per the
selections made by the client and detailed in the Terms of Reference (TOR), the evaluations will cover core
areas under the NDP 11: a) Botswana’s Tourism Sector Strategy and Policy, one of the core clusters of economic
diversification, b) Early Childhood Development Program (ECD), a core program to help improve childhood
development outcomes and reduce inequality in Botswana and c¢) Medicines and Related Supply Chain policy, a
core program to help enhance service-delivery.

6. The purpose of the three rapid evaluations is to enhance public performance. This will be achieved by
strengthening demand for evaluations and evaluation findings and introducing innovative ways of strengthening
evidence-based policy-making. Rapid evaluations provide evidence on the early results of the policy or program
and make recommendations on the way forward, thus helping set the basis for more evidence-based policy-making.
It is expected that the usefulness of the rapid evaluations will further stimulate demand for use of evaluations to
complement the monitoring function, thus helping create greater interest, capacity and incentives for conducting
further evaluations in Botswana. The rapid evaluations will also generate valuable evidence on important aspects
of Botswana’s development sector which in turn, will usefully inform ongoing engagement between the GoB and

2 The evaluation function will complement the financial, economic, institutional and social appraisal of programs and projects prior
to their approval and commencement, and at all stages of their design and implementation. For public investment management,
particularly appraisals from pre-to post investment will need to take place as per the Planning Officers’ Manual.
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1.2.

10.

1.3.

11.

b)

12.

13.

the Bank s sector specialists.

Evaluation Purpose

This rapid evaluation of the Tourism Strategy and Policy is an implementation evaluation. According to the
Botswana Performance Monitoring and Evaluation Policy, an implementation evaluation “assesses program [or
intervention] delivery, strategies, procedures and processes. It can answer questions about what is happening in
practice, how it is happening, and why it is happening” (Republic of Botswana, 2017: 149). The purpose of an
implementation evaluation is to “understand how a policy, strategic plan or program is working, and how it can
be strengthened.” (Republic of Botswana, 2017: 149).

The rapid evaluation used the Organization for Economic Cooperation and Development’s (OECD) Development
Assistance Committee’s (DAC) criteria for evaluating development effectiveness as the guiding framework
(OECD, 2018). These criteria are:

Relevance: To what extent are the policy, program or project’s objectives pertinent in relation to the evolving
needs and priorities of government?

Effectiveness: To what extent have the objectives of an intervention been achieved?

Efficiency: How economically have the various resource inputs been converted into tangible goods and services
(outputs) and results? Were objectives achieved on time? Was the right mix of inputs and outputs used to achieve
the intended results?

The primary evaluation criteria which will serve as the focus for this implementation evaluation of the
tourism policy and strategy is effectiveness and efficiency and the extent to which implementation of these
tourism policy focus areas has contributed to the creation of a tourism system able to maximize the economic
impacts and returns of tourism to the Botswana economy (relevance).

But the rapid evaluation also identifies if the policy environment is conducive to an inclusive form of tourism
whereby all geographical areas of Botswana as well as all layers of society can capture (some of these) economic
returns and if it does so in a sustainable manner. Finally, in recognizing that tourism is a global phenomenon
influenced by many external factors, the rapid evaluation will reflect on strengths and shortcomings in maximizing
Botswana competitiveness as a tourism destination.

Evaluation Objectives

This rapid evaluation has three objectives:

To understand how implementation of the tourism policy and strategy is working to achieve the overarching
tourism policy objective (which is “to obtain from the tourism resources of the country, on a sustainable basis,
the greatest possible net social and economic benefits for Botswana”), what is working well, and what is not, and
how the Botswana tourism policy and strategy implementation can be strengthened going forward (in terms of a
revised tourism policy and strategy);

To obtain evidence on tourism policy and strategy results, including what has been achieved or not in relation to
priority policy and strategy objectives; and

To provide credible and useful findings to inform the decision making and priorities of the National Strategy
Office (NSO), Ministry of Environment, Natural Resources Conservation and Tourism (MENT) and Botswana
Tourism Organization (BTO) as well as other relevant organizations, regarding future tourism policy, strategy and
implementation thereof.

Given that this evaluation is a rapid evaluation, the focus will be on a diagnostic of the current tourism sector,
focusing on core binding constraints. The evaluation will not provide a detailed assessment of all implementation
progress since 1990 when the current tourism policy was approved. The participatory process followed by this
evaluation will contribute towards a better understanding and awareness of the benefits that evaluation can bring
to tourism stakeholders and decision-making. This will enhance the future positive contribution that tourism can
make to Botswana’s National Development Plan and the country’s economic development.

The evaluation will inform the review of the national tourism policy and strategy. MENT has developed a
new draft tourism policy and is also in the process of appointing a consultant to develop a new tourism strategy.
The evaluation will feed into this policy development process.



2. KEY FINDINGS

2.1.

14.

15.

16.

17.

18.

2.2

19.

20.

21.

Introduction

The findings of the rapid evaluation against the above-mentioned objectives, are presented in three sections. The
first section reflects on the state of the tourism system in Botswana. The tourism system is the operational
level of tourism when tourists are in-country consuming the tourism product that the country has to offer. An
important element of a system is international access which, in the case of Botswana, is controlled by neighboring
countries. By first focusing on tourism as a system, the evaluation established a ‘state-of-play’ or a baseline of the
way tourism operates in the destinations to assess the policy and strategy application against.

The second section will look at tourism management. This forms the touch-point between the practical
implementation of policy and regulation and the operational behavior of visitors and enterprises in the
tourism system. As the tourism system is made up of hundreds of enterprises and tens of thousands of visitors
each year, the practical application of management will identify if tourism (development) is effectively controlled
—ideally as an application & implementation of policy and strategy.

The third will reflect on the governance of tourism and to what extend the various stakeholder interests
are reflected, clear mandates exist and how relationships between stakeholders impact the objectives of
tourism.

In all three sections, the evaluation reflects on the effectiveness and efficiency towards three key tourism
development criteria; competitiveness, sustainability and inclusiveness. These are defined as follows:

Competitive: improving the economic performance of the tourism sector by enhancing Botswana’s ability to
attract and satisfy tourists.

Sustainable: ensuring tourism takes full account of its current and future economic, social, and environmental
impacts, addressing the needs of visitors, the industry, the environment and host communities

Inclusive: ensuring tourism development brings broad (including in-direct and induced) benefit across Botswana’s
population including women, youth, indigenous groups and reflects an appropriate geographical spread.

Lastly, several anticipated developments have been captured that impact the future of Botswana’s tourism
performance and might require policy intervention.

Tourism Industry State of Play

According to the WEF (2017), sub-Saharan Africa remains, on aggregate, the region where travel &
tourism competitiveness is the least developed. According to the WEF, considering the size and the rich cultural
and natural resources, the 29 million tourists visiting the continent in 2015 is low. From a business perspective,
the untapped potential of the region could be an opportunity with expected returns potentially higher than other
already mature destinations. Tourism has seen a remarkable, very visible growth in Botswana (Figure 1) and
the country remains firmly on the map as a top destination of global significance. Arrivals have been on the
increase since 2013 and are expected to grow to some 1,874,000 international tourist arrivals in 2018 and further
to 2,847,000 international tourist arrivals by 2028 (WTTC 2017). Arrivals are still heavily dominated by regional
source markets with over 80% of arrivals originating from Southern Africa (Figure 2).

Supply and demand remain restricted to a limited

number of potential tourism market segments and 2500 000
has virtually placed a ceiling on tourism growth. The
road conditions to key tourism areas across the whole
country require 4-wheel drive vehicles (all year round)
which largely appeal to the regional (South African)
market which therefore dominates overall arrivals. The
absence of facilities at regular locations within these 500 000 | | | | |

2000 000

1500 000

Arrivals

1000 000

areas requires visitors to be largely self-sufficient in
their travels further restricting the market to return and/
or more experienced travelers to the region or the use
of packaged overland trips (mostly youth).
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Registered tourism rooms have seen a national wide Figure 3: Share of Visitor Arrivals in National
Parks and Conservation Areas (DoT 2015)



growth of 48% between 2013 and 2017 (from 8,362
to 11,837 rooms). Whereas growth in the Chobe
district has been on par with this national growth
figure (at 44%), the Ngamiland district growth
has been almost double at 86% whilst room
occupancy has been slowly increasing to an annual
national average of 50%°. Most of this growth
has been in, and around Maun as accommodation
facilities within the primary (concession) areas are
limited in number and capacity. This restriction
does however support the exclusivity of the fully
packaged fly-in luxury end of the market which has
Africa: 88.7% shaped Botswana image of a high value destination.

East Asia and the Pacific: 1.5%

Americas: 3.0%

Europe: 6.5%

Figure 2 Market Share (WTTC)
22.Main attractions and gateways are connected by a

limited number of roads only, supported by three larger urban hubs that also host the only scheduled airports
outside Gaborone (Maun, Kasane and Francistown) which further limits movement and itinerary variations by
road and air.

23. The income/ economic leakages are generally high for the high-end products utilizing import channels to ensure
quality, reliability and quantities over price. These luxury lodge operations are predominantly managed through
offices in South-Africa where visitor payments are made. The regional self-drive market also comes fully equipped
with most of their supplies and in-country expenditure is largely limited to camping/entrance fees and fuel.

24. Although the restricted supply adds to Botswana’s exclusivity, pressure occurs in the Chobe and Moremi
Parks who remain the principal national tourism attractions and together account for more than 90% of the
primary market segments. But an adherence to the low volume / high value approach to tourism, coupled with
limited budgetary allocations, has led to an under-investment in essential facilities and infrastructure development
which will affect the competitiveness of the destination in the future.

25. Mounting pressure is being placed on the natural resource base. The existing and limited infrastructure of
these parks (especially Chobe) utilized by increasing day visitors and guests of the fast-developing lodge industry
located around the parks in Kasane and Maun puts increasing pressure on biodiversity habitat. The strong growth
to a 2017 visitor number of 363,430 in Chobe constitutes an increase of over 52% in foreign arrivals since 2013

and a 119% increase in domestic visitors

and is eroding the ‘low-volume’ character of

Botswana’s tourism system (DNPW personal

communication,  October  2018).

This issue is of concern since Botswana’s

overall tourism growth, as well as the
economic development of the northern region,
is seen by the industry to be largely dependent
on the ability of these key parks, and their
natural habitat to accommodate growth and
thereby the sustainability of the industry*.

- — - - - 26. Demand for Botswana’s wildlife
Figure 3: Share QfVlS:ltOl’ArerllS in National tourism products has increased to such an
Parks and Conservation Areas (DoT 2015) . . A

extent that sustainability is affected. Tourism in and around Kasane and Maun has shown rapid growth. The
tourism demand in these areas has resulted in significant increases in accommodation and other facilities, all
of which are dependent upon the utilization of the parks and wildlife areas as day visitors, requiring an optimal
wildlife experience within a limited time space. The local industry raises concerns over numbers and behavior of
mobile tour operators who ferry them into the parks for morning, afternoon or day trips for their existence and
growth. Specific areas such as the Chobe riverfront section (even after the introduction of decongestion strategy
by DWNP) and limited areas of Moremi face major pressure during specific periods of the year and times of the
day. Early signs of such pressure (‘over-tourism’) are now also reported for the Khwai Area in Moremi as well as
in the Makgadikgadi.

27. Product diversity, partly due to restriction in resource use, remains limited. Other than the above-mentioned
destinations, the rest of Botswana remains under-used and largely unknown and thus do not attract many

3 Source: MENT 2018
4 Leaving aside the important additional impact from climate change which is reported by stakeholders during consultations
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visitors and restrict competitiveness and inclusiveness. There is considerable scope for further enhancing and
enriching the visitor’s experience. Although considerable planning — and initial developments — have occurred
around Tsodilo Hills and other cultural heritage attractions, they remain value-adders to the wildlife experience.
Nonetheless, there are some unique cultural attractions (San / Basara) that could be offered as primary attractors.
The wildlife product itself also remains limited in its experience scope with restrictions on traversing- and night
activities in national parks. More recent national park developments — most notable the Central Kalahari Game
Reserve — still suffer from a severe shortfall in appropriate access and internal infrastructure both for visitors as
well as appropriate park management.

28. Industry stakeholders (and the WEF report) identify “airline access constraints as being central to grow tourism
as well as the lack in significant improvement in the use of natural resources” as factors hindering Botswana’s
competitiveness. The destination is highly dependent on intermediate foreign access which means that long-
haul markets need to travel via other gateways (most notably Johannesburg, Windhoek, Victoria Falls) to access
Botswana which limits market control. On top of that, the national carrier Air Botswana is unable to ‘go to
market’ and bring tourists to Botswana due to a limited fleet and route network.

29. Leakages in the supply chain are reported by many stakeholders. Much of the expenditure by foreign tourists
takes place outside the country by way of tours, airfares and travel gear — which are effectively leakages from the
Botswana economy — including money spent on imports like, e.g. food supply, building materials and salaries.
These leakages dilute the economic impact of total expenditure by foreign tourists. The higher the foreign ownership
of tourism enterprises, both primary and secondary, the higher the leakages are likely to be. Over the years, the
early entry safari operators in the primary destinations - those who got in first — have established a large level of
control over the destination as well as the high-end market that has shaped the destination image of the country.
The limited infrastructure at the time of the first concessions being awarded in the early ‘90s, necessitated support
offices often found outside of Botswana. Industry players feel that leakages occur as such booking offices take
payments on behalf of the camps and conduct (bulk) orders for supplies of operational goods. Similar arguments
are made against the over-land trips by foreign operators who are seen as increasing pressure on the resource
base but contributing little to value creation in Botswana and limiting inclusiveness.

30. The 2015 suspension of hunting® across Botswana has reduced income to community trusts severely with
several entities reporting a 50% decline in annual revenue. Only some of the affected trusts have sufficient
‘photographic tourism potential’ or have established diverse activities away from concession fees, that enabled
them to compensate the loss of hunting revenue with other tourism activities. Affected communities unanimously
criticize the lack of consultation leading to the suspension which has impacted communities’ sense of
inclusiveness in the sector but also reflects a (too) high dependency on hunting tourism only.

31. Lastly, but not less relevant, is the shortage of skilled staff. The rapid development of tourism, combined with a
small national population, creates severe shortages across the industry spectrum. Private operators indicated that
they would be able to improve their local employment levels if they had access to a well trained and equipped
labor pool. On top of this, the lack of specialized skills (foreign language skills of guides) and skills standard are
feared to erode the visitor experience in years to come when service levels are unable to match demand.

32. This current state of play in tourism may be indicative of the neglect that the industry has experienced
in the past. So far, the Government has not given the tourism sector the priority and resources it would require
to successfully reach its full potential in terms of employment generation and economic diversification. Budget
allocation for 2018 was Pula 617 million (for tourism and conservation) but the 2016 Tourism Satellite Account
showed that internal tourism expenditure (international inbound and domestic tourism expenditure) totaled
Pula 14.5 billion. Tourism direct gross value added (the value added generated by all industries in the provision
of goods and services to visitors — known as TDGVA) was calculated as Pula 7.7 billion. Comparing this with
Gross Value Added (GVA) in the National Accounts for 2016, which showed a Total GVA of Pula 155.4 billion,
the comparison gives a direct contribution of the tourist expenditure of around 4.9% to Botswana’s GVA (similar
to GDP), compared to 3.7% in 2009.

33. Botswana tourism still struggles to meet the human resources requirements of a mature industry. The industry at
large does not take enough ownership of the skills and education requirements in the sector and empowerment
of community groups to elevate from passive beneficiaries of tourism to active entrepreneurs has not happened.
A broad-based service excellence approach to tourism would enable value creation across the whole industry

34. There are several tourism developments in the region taking place — or development likely to happen - that will
impact the competitiveness and sustainability of tourism in Botswana. The (re)development of Zimbabwe as
a quality safari destination able to benefit from home-grown hospitality skills and the interest of brand leaders

5 In February 2019, GoB has stated publicly that the hunting suspension will be selectively lifted — no formal documentation could
be obtained.



35.

36.

(including Botswana companies already (2019) opening properties in Hwange and Mana Pools) in the industry
will create serious competition. In addition, growth of (the airport at) Victoria Falls and its location in the heart of
KAZA makes it very suitable to become a real international/long-haul hub for safari tourism in Southern Africa
which would change access, tourism flows and therefore market control for Botswana.

The construction of Kazungula Bridge into Zambia across the Chobe River is expected to create substantial
additional vehicle movement in the Chobe District — most notably from trucks — which needs to be managed
carefully to avoid impact on the tourist visitor experience. The future development direction of Kasane could
be a vital key, captured in detail in the Kasane/ Kazungula Redevelopment Plan of 2014 emphasizing
sustainability around a clear zoning plan. A successful implementation of that plan will support Botswana’s
positioning from being an add on destination to Zimbabwe and Zambia to that of a destination in its own right.

But similar observations were made for the current and anticipated sustained growth of Maun and Gaborone
as well as they will be coming under major development pressures with increasing urbanization and economic
growth. Non-tourism related developments in these urban hubs — mainly residential growth and service delivery,
will impact their support to sustain tourism growth in the respective destination.

2.3. Tourism Management

37.

38.

39.

40.

As indicated in the previous section (state of play), there has been rapid growth in arrivals since 2015 and a strong
growth in tourism ventures around the primary destinations in northern Botswana. Whereas the Department of
Tourism (and BTO) have accommodated — and even promoted - this growth, the DWNP has largely adopted a “low
volume-low impact” approach to visitor management in order to sustain its conservation mandate. This effectively
created conflicting management approaches under the guidance of a single Ministry, that does not facilitate
sustainable expansion and optimization of competitive destination value in key parks. Accommodation,
safari vehicle and boat licenses (Chobe) are awarded independently by the MENT (accommodation), Ministry
of Transport and Communications (vehicles) and the Ministry of Minerals, Energy and Water Resources (Boats)
and without consultation nor a carrying capacity plan for the parks. Parks have further largely followed a similar
positioning strategy throughout the country, appealing mainly to the off-road, camping visitor segment and not
being promoted and positioned for their individual unique selling propositions. This approach does not adequately
consider the potential for positioning and promoting protected areas to a wider spectrum of targeted segments
e.g. the Fully Independent Traveler market, active adventure market, group tour market, eco-niche markets, etc.
thereby initiating a better spread and inclusiveness and ensuring the competitiveness of the destination in 3-5+
years.

The limited commercial development of parks is illustrated by the fact that revenues from park facilities are very
limited with almost 90% of park revenues in 2005 accruing from entry and vehicle fees and only 6% accruing
from accommodation (camping). But DNWP has initiated private concessions for lodge developments inside
the Central Kalahari, Kgalagadi and Pans parks and outsourced the management of 15 key campsites on an
open tender basis to external hospitality providers. While the move towards increased accommodation capacity
and outsourced management is welcomed, it does not appear to be framed within the context of a holistic
management and expansion plan for Protected Area Tourism with large areas of forest reserves and wildlife
management areas not opened to tourism (although plans have been formulated).

With the growing pressure on the limited and restricted infrastructure available in Chobe and Moremi there is
an urgent and immediate need for management interventions. Many plans exist that can guide the required
interventions — e.g. Guidelines for Eco-tourism use of the Forest Reserves, the ODMP Sustainable Tourism &
CBNRM Component, Tourism Cluster Development and the Kavango Zambezi Transfrontier Conservation Area
Integrated Development Plan (Botswana Component) but finalization, and above all, implementation of plans
and strategies remains lacking or is, at best, selective. This permanent status of tourism management plans
impacts the sustainability and comparativeness of the tourism system negatively.

Access infrastructure capacities are inadequately managed as well. For example, the access road to Moremi
is structurally damaged impacting on operational costs due to vehicle damage; the Maun airport is unable to
cope with passenger and aircraft numbers leading to constant delays (in season) impacting the visitor experience.
Although a plan for the airport upgrade has been available for some time, the industry sees this as a reflection of
un-coordinated planning efforts and the lack of consultation & dialogue. In addition, the BTO, under its mandate to
‘diversify the sector to include other forms of tourism’ initiated several products/enterprises (e.g. Seboba Cultural
Village and Recreational Park in Maun and the Manonnye-Moremi Resort near Goo-Moremi gorge) without an
industry consultation in support of priority planning. Tourism planning and management is thus considered a
silo activity amongst different sector stakeholders and not effectively conducted at destination level which
negatively impacts sustainability, competitiveness and inclusion.
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2.4. Tourism Governance

41.

42.

43.

44.

45.

46.

47.

Tourism planning cycles, as well as the format of tourism development-, management- and strategic plans
are not supported by a comprehensive tourism planning program with adequate skills and capacities.
Different government entities produce different formatted plans and strategies in uncoordinated sequences. One
key governance shortcoming is found with the DWNP. It has direct control over the national parks and game
reserves and has conservation jurisdiction over wildlife management areas which makes it a critical player in the
tourism value chain as its actions, strategies and performance have a determining influence over the future
performance and scope of Botswana’s tourism competitiveness. However, tourism specialization and focus
within the DWNP is limited and the department has not embarked on dedicated tourism planning initiatives in
and around the parks. In return, it is challenged in the delivery of key visitor services at the entrance gate due to
limited staff, transport facilities, resources and budgets which in turn also impacts the delivery of its core resource
management mandate (e.g. park management must use the only vehicle to transport cash from entrance fees to
town on a daily basis).

Similarly, most of the District Councils have not embarked on detailed tourism planning initiatives beyond
the District Development Plans that include sector objectives that are a limited component guided by the national
development plans and are project rather than planning driven. Although Technical Advisory Committee (TACs)
are in place, at district level, these are effectively additional functions to a single (or few) government
employees with no resources allocated to do more than communicate on issues raised. There is a clear
need for an improved holistic and integrated planning framework to guide developments tourism destination
areas(districts).

While the various policies and strategies (listed in annex 1) provide a good foundation and guiding principles for
tourism development and management, they do not reflect a dynamic, collaborative energy and commitments that
have the support, backing and commitment of the whole public and private sector, nor incorporate the reality of the
tourism system on the ground. This absence of a true collective tourism vision, coordination and committed
partnerships, paired with severe tourism budget and investment restrictions not only limits creation of an
inclusive value from tourism for Botswana but also endangers the current tourism system in its sustainability.

The current governance structure has created a bureaucratic system that is controlled by few entities; the
government Department of Tourism (DOT) in the Ministry of Environment, Natural Resources Conservation
and Tourism, the government Department of Wildlife and National Parks (DWNP) within the same Ministry,
the Botswana Tourism Organization (BTO) and the private sector Hotel and Tourism Association of Botswana
(HATAB) and, more recently, the Ministry of Land Management, Water and Sanitation Services/Land Boards.
Tourism is highly dependent upon excellent relations and coordination among the core and peripheral role-
players involved in planning and executing the many aspects of tourism delivery.

A key weakness in the current governance structure is the lack of implementation of clear roles and coordination
among these core tourism entities: the establishment of the Botswana Tourism Organization and splitting of
responsibilities between the organisation and the Department many years ago still incurs duplication in actions
and gaps in effective tourism management. Task relevant for licensing are too much centralized in Gaborone
where the need is by far the largest in Maun and Kasane leading to challenges in communication and delays -
most notably that of Environmental Impact Assessments and clearance. Current processes and requirements are
also not well (and timely) communicated to the industry.

The new, executive role of the Ministry of Land Management, Water and Sanitation Services in the
awarding and valuing of tourism concessions, outside of community (trust) involvement has been raised
as a major step back from Botswana’s acclaimed inclusiveness and sustainability of tourism under the
CBNRM program. The current case whereby the Sankoyo Trust (Ngaminland District) has become party to
a (BTO facilitated) land-bank lease agreement with an operator they were not involved in selecting, creates a
precedent that further alienates host community and is likely to become the root of disputes and possibly conflict
that may impact on tourism operations.

No formalized Tourism Policy Implementation Plan exist that can guide a partnership agreement between
the government and the private sector. Since the tourism success of emerging destinations is reliant upon the
active participation and joint visioning of the government and the private sector a formal partnership agreement
should be considered, with both parties committing themselves to the funding and implementation of a jointly
agreed national tourism strategy that will guide tourism development over the next decade. BTO has initiated
some enterprise developments at destination level to diverse both scope and regional spread with a strategy to
hand-over to private operators.



48.

49.

One other key area where the absence of such a partnership is evident is marketing. Marketing and branding
synergies are weak between the public and private sector and not based on developing a joint, shared vision,
strategy, and action plan but are driven by BTO’s operational plans.

Tourism occurs at a destination level and local citizens should be empowered and involved to direct the development
of their local tourism industries. There is, however limited local tourism organization, involvement and
execution in the broader governance of the sector in Botswana. The tourism industry at local level is not
adequately organized, only meets informally or when called by external parties and has no shared vision for
tourism planning and execution.



3. EFFECTIVENESS AND EFFICIENCY ASSESSMENT

50

51.

52.

. Botswana’s 1990 tourism policy was the right approach at the time when tourism was an activity more than an

industry, facility numbers were low, impact very localized and the system utilized by a small number of consumers
and producers. The prevailing (hunting) concession approach provided few financial returns and the policy
rightfully changed operational modalities enabling longer leases, advertised processes to optimize revenue, allow
(semi-) permanent infrastructure development and increase area size. This has contributed to the evolvement of
seasonal camp operated tourism to high-end lodge tourism in Botswana’s wildlife areas and contributed to the
globally significant image of the country. This policy has guided the growth of tourism in the core wildlife
areas for both consumptive and non-consumptive tourism and introduced the concession practice at scale
which — still to date — defines the character of Botswana’s tourism experience.

But tourism has and keeps changing rapidly both in numbers as well as consumer behavior. Even if the
tourism policy targets ‘low-volume’, the reality of foreign (self-drive) arrivals creates high visitor numbers
that stretch the carrying capacity of Botswana’s natural attractions. The sustainability, competitiveness and
inclusiveness of the tourism system is being affected by inappropriate and outdated policy and strategy
actions as well as the inaction on external influences on the tourism system.

Figure 3 provides an overview of the key areas where policy and strategy impact (both positively and negatively)
on the competitiveness, sustainability and inclusiveness of Botswana’s tourism:

IMPACT ON:
COMPETITIVENESS
POLICY AND STRATEGY ELEMENTS O !
A SUSTAINABILITY &
@ INCLUSION
POSITIVE | NEGATIVE

a. GROWTH SEGMENTS (LOWER END)

Inability to create value from self-drive market

Inappropriate PA and access infrastructure, especially in Chobe/

Moremi

Market segment controlled by neighbouring countries; RSA, .

Namibia
b. | PLANNING

Concessioning . A

Absence of effective coordination — primarily between DWNP

and DoT/BTO leading to too many visitors in a small number A

of protected areas; No carrying capacity determination

Planning processes not finalized nor implemented

Uncoordinated planning processes with limited consultation . .
c.

PARK & ATTRACTION (MONUMENT) MANAGEMENT

Under-resourced

Limited product/experience diversity and no clear demand
analysis

4 14

No carrying capacity determined

Wildlife Management A




LAND BANK/ LEASE PROCESSES

Excludes community trust and dilutes proved CBNRM values

Concessioning not based on national diversification and
competitiveness vision

REGULATION AND LICENSING PROCESS

Wildlife Management Concession Areas . A

Limited consultation

Poorly coordinated

Lengthy process .

Gaborone controlled

Changing mandates

Eco Tourism certification A

HUNTING SUSPENSION

Strong decline in income for Community Trusts .
No consultations

SUPPLY CHAIN LINKAGES

High leakages A

High number of foreign booking/ payment offices .

BTO OPERATIONS

International Marketing .

Operation of tourism enterprises; unclear demand analysis and ‘ .
selection process

CURRENT SEGMENT (High end)

High end concessions benchmark sustainability and inclusion A

Brand products contribute to Botswana image .

Figure
53

54.

3: Overview of the key areas of policy and strategy impact (WBG 2018)

. Figure 4 below captures the listed policy and strategy aspects on their effectiveness and efficiency along the table

axes. From stakeholder consultation, two key success factors became clear; first, the quality and abundance
of the natural attractions dominated by iconic wildlife in its natural habitat and secondly, the product
of the (early) concessionaires that have shaped the high value safari image. As a policy, the 1990 high
value, low volume approach has not been supported by a description of what ‘low-volume’ entails. It has
been effective, albeit restricted to the actual wildlife concession areas but unable to effectively manage
the current growth of tourism at national level. It indicates that there are a number of policy (in-)actions that
impede the achievement of the tourism development objectives and need to be corrected. In the table, these are
divided into four sections related to effectiveness and efficiency of their application towards the three pillars of
tourism developments. The actions clustered in section [3] are in urgent need of correction and improvement,
those in sections [1] and [4] merit further assessment and observation or a spatially differentiated approach. The
actions in section [2] are worthy of scale-up and or replication elsewhere.

The majority of these are found at operational level and can be categorized as ineffective management of tourism

both at destination level as well as in the coordination and planning. Only the current concession process
through the MLWSs constitutes an actual policy aspect to be reviewed.
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55. The Botswana Government has produced a range of high quality policy statement and development
strategies during the past decade (see annex 1). These have generally been based on sound principles that
have acknowledged the environmental value and vulnerability of the resource base. However, the rapid evaluation
of the tourism policy environment and frameworks captures several shortcomings of which the following are
considered the most important:

e The policy and strategies do not give due recognition to the reality on the ground, demand trends, market
scope and demand variations of various market segments. The importance of a market-oriented approach to
tourism development is increasingly recognized as the global tourism marketplace matures and tourism consumers
become more selective, with many travel choices on offer and competition among tourism destinations constantly
increasing. As not all changes in the market reality can be anticipated nor controlled, adaptation of policy
and strategies are required which form an uncompleted process in Botswana tourism although various
efforts towards this have been started and draft proposals exist. This is particularly relevant to ensure value
is captured and market control remains with Botswana — recognizing that access to southern African safari
destinations is likely to see a major shift in the near future.

e They do not fit seamlessly into a focused competitive strategy that provides the basis, unique positioning and
critical requirements as cornerstones of winning, sustainable tourism industry in Botswana;

o While the various frameworks provide some excellent proposals, these are not part of a clearly defined, cohesive
and prioritized implementation plan, with the result that it is difficult to gauge and monitor the success of the
policies and strategies contained in them. Most notably is the almost complete lack of clear, current protected area
tourism utilization plans with carrying capacities defined able to ensure the sustainability of the resource base.

11
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4. CONCLUSION AND RECOMMENDATIONS

56.

57.

58.

59.

The Government of Botswana has identified tourism as one of the priority sectors for promoting economic growth.
Considering that tourism is an extremely competitive industry where quality products and services provide the
cutting edge for a competitive destination, the Government is also convinced that quality, sustained through
continued evaluation, can only go hand in hand with sustainable tourism management and governance practices.

While it is recognized that a rapid evaluation does not constitute an in-depth investigation and that it may not have
considered all the available facts and information, the impression gained is that the Government has not given the
tourism sector the resources it would require to successfully implement the proposals and strategies contained in
the tourism policy framework and that policy harmonization has felt short.

The new Tourism Policy should guide all tourism development, management and promotion to meet the immediate
and long-term objectives for tourism. It is encouraging that the current draft (September 2018) clearly states that
“it is of paramount importance for an Integrated Development Planning approach to be applied when planning for
the tourism sector. The need to synchronize and coordinate local, district and national tourism planning initiatives
is critical”. It is also commendable that a “National Parks Committee” is proposed to coordinate tourism and
conservation within the protected area system.

The current draft has several detailed proposed strategies in line with the recommendations of this document. The
policy should also reflect Botswana’s global lead role in nature-based tourism and ensure the competitiveness of
the industry within a regional and global framework. The success depends on the implementation.

4.1. Public Policy Process Improvement

60.

61.

62.

63.

There needs to be an agreed system of tourism planning and strategy formulation incorporated in the tourism
policy. The tourism policy should identify at what level tourism planning takes place, roles and accountability to
improve coordination and inclusion from the different government authorities (DoF, DWPA, DoT), the districts
and other stakeholders.

For all tourism related strategies, management plans and policy, it is recommended to create a template and
formulate timelines (cycles) under the guidance of NSO and including regular monitoring and evaluation
modalities to ensure plans remain relevant and reflect the market situation.

Tourism development plans should be formulated on destination area level to improve stakeholder inclusion and
citizen participation, enable product development and market positioning for which the destination has a distinct
advantage and thereby contribute to the diversity sought by government. By shifting integrated planning to a
destination level, it is envisaged that finalization and implementation will improve.

To support the improvement of public policy and strategy processes, it is recommended to re-assess the various
roles and responsibilities of the various Ministry departments, District Authorities, BTO and other stakeholders.

4.2. Decentralized Decision Making

64.

Management of tourism needs to move closer to where tourism actually happens. Licensing, inspection and grading
should be processes that can be completed in the districts where a critical mass of tourism activities takes place;
Chobe and North-West districts. As all relevant institutions already have a presence here, the decentralization only
affects decision making authority transferred to the available staff. This will make the processes more efficient
and improve stakeholder interaction and dialogue as a basis for continued consultation. Those areas where limited
tourism activities (enterprises) occur can be supported from the nearest support center (including Gaborone).
Where required, capacity building and skills training should strengthen decentralized operations.
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4.3 Value Creation

65.

66.

67.

The tourism policy needs to recognize that value creation in modern tourism goes far beyond attracting affluent
tourists. Botswana needs to urgently initiate a tourism revenue optimization study to identify opportunities for
improved income based on a clear carrying capacity of all available sites and area resources. Current decisions are
often based on perceived (lack of) value from certain market segments. With the introduction of TSA, Botswana
is in a position to optimize value from activities and areas based on current, and future, demand.

This also applies to the strengthening of supply chain linkages. Botswana is likely to double its revenue from
tourism if the current leakages in imports (supplies and services) can be reduced by only 5-7%. The policy needs
to recognize that tourism can grow even if the arrival number remains the same by addressing the structural
leakages in the value chain (including air access).

The policy needs to recognize that there is a large, untapped and diverse market not currently captured because
of Botswana’s limited scope in tourism products. To remain competitive in the future, there is a requirement to
start creating products for different/future segments. Insufficient up-to-data and analyzed statistics are available
to support the planning and evaluation framework. The government should address the statistical capacity and
encourage and support the private sector in this endeavor by capturing and disseminating market intelligence data
drawn from classic and innovate data sources (e.g. big data, agitators and Trip Advisor) for which appropriate
policy needs to be formulated.

4.4. Enable Adaption to Changing Market Demand

68.

It is further recommended that Botswana initiates concerted efforts to attract international brands with an
established and recognized ‘own market’ that complements the current product and client base. Product diversity
should also be explored for the self-drive market. Although it is recognized that in the short-term, this market
needs to be controlled through restrictions, added-value solutions in the form of a higher-volume destination area
should be explored.

4.5. Re-Addressing Community Benefits Systems

69.

70.

Botswana is globally known for its successes and achievement in community involvement in sustainable resource
management and utilization through tourism. The recent developments in respect of hunting areas and tourism
concession areas are major steps away from the principles of CBNRM. A policy intervention is urgently required
to safeguard these principles and ensure inclusion and citizen participation in tourism remains a priority for those
living with tourism resources.

These policy interventions are proposed to safeguard the competitiveness of Botswana in a rapidly changing
tourism market, whilst at the same time manage the attraction base in a sustainable manner amidst the rapid
growth in visitor numbers to a limited number of key destinations. It will also ensure that benefits remain shared
in line with the country’s excellent track-record in CBNRM and deepened economic opportunities created so as to
have a greater impact and spread of the economic benefits of tourism to all layers of society.
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ANNEX 1: CONCEPTUAL FRAMEWORK FOR THE TOURISM STRATEGY AND PoLICY

1. Government Policies

Policy refers to an overall, high-level plan that includes goals and procedures. Tourism policy is generally considered
to be an area of a nation’s overall economic policy. It is a public policy designed to achieve specific objectives relevant
to tourism established at the municipal, state or regional/provincial level. Tourism activities have major economic, social,
environmental, and political impacts. It is therefore important for tourism policy to be formulated in such a way that it
helps to maximize the positive, and minimize the negative, impacts of tourism.

A national tourism policy plays an important role in guiding all tourism development, management and promotion
so as to meet the government’s immediate and long-term objectives for tourism. National Tourism Policies should ensure
the competitiveness, sustainability and inclusiveness of the tourism industry. Defining tourism policy as a public policy
means that it is formulated by the public sector which comprises central government and local authorities, together with
the national tourism stakeholders (private sector and communities). Although tourism is an activity sustained mainly by
private initiative, governments have traditionally played an essential role in its development and in the promotion of their
countries as a tourist destination through the activities of National Tourism Administrations or Organizations.

The purpose of this section of the draft report is to provide an overview of the relevant policies, regulations and
strategies for tourism development in Botswana that form the basis for the evaluation.

There are 11 major documents that have shaped the enabling environment for tourism development since 1990. These are:

2. The Tourism Policy of 1990

Botswana’s tourism policy was approved in 1990. The main objective of the 1990 tourism policy is to obtain from the
tourism resources of the country, on a sustainable basis, the greatest possible net social and economic benefits for
Batswana. This is to be achieved through:

e Increasing foreign exchange earnings and government revenue;

e  (enerating employment, mainly in rural areas;

e Raising income in rural areas in order to reduce urban drift;

e  Promoting rural development and to stimulate the provision of other services in remote areas of the country;

Improving the quality of national life by providing educational and recreational opportunities;

Projecting a favourable national image to the outside world

As a guiding principle, ecological sustainability and (direct & indirect) local community benefits have been explicitly
mentioned. In addition, paragraph 3.5 recognizes that there is potential conflict between the Wildlife Conservation
Policy (1986) and the tourism policy as the WCP calls for the practice of complete preservation in the national parks and
game reserves which might be exacerbated by increases in tourism numbers. The policy implementation should therefore
aim to minimize this situation.

3. The Draft Tourism Policy of 2018

This recent (September 2018) draft policy emphasizes the promotion of a balanced tourism management in order to
capitalize on its potential to achieve a sustainable high growth. It duly highlights that there are several critical success
factors required in support of the vision of which the most relevant are [1] an Efficient management of National Parks,
Forests and Game Reserves and other Wildlife Management Areas; [2] Mainstreaming of tourism in Government planning
processes; [3] Improvement of access and infrastructure; [4] Meaningful citizen and community participation in the
industry; [5] Enhanced Public/Private Sector Partnerships and [6] Product Diversification.

4. The Community Based Natural Resource Management (CBNRM) policy

The CBNRM policy took four years from draft to finalization and aims to provide a comprehensive approach towards
local management of natural resources. Besides wildlife, it includes veld products, forestry and fishery resources. More
importantly in the context of this evaluation is that it also controls community access and benefits to and from Parks.
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The policy formalized the operations of existing CBOs and provided an enabling environment for the formation of new
CBOs. The policy provides for resource rights beyond wildlife and made provision for a fund that would accrue 65% of
the royalties and resource rents of individual CBOs. The idea is that other CBOs would also benefit from the fund. Thus,
the fund implied a redistribution of benefits among CBOs and a reduction of the revenues of CBOs with high revenues
from royalties and land rentals®. With the country-wide hunting ban imposed in 2014, CBOs with valuable hunting rights were
seriously affected with close to 50% of CBO revenue coming from hunting (2012)’.

5. The 2013 Wildlife Policy

This policy recognizes the commercial value of the wildlife resources and the opportunity this provides for the sector to
contribute to the national development goals such as tourism development, economic diversification, poverty eradication,
employment creation and improvement of rural livelihoods. While hunting is recognized as a management tool, the future
thinking is to move towards photographic tourism which provides more long-term benefits for the local economy.

Two of the underpinning principles is to ‘optimize the potential of photographic safaris in PAs and adjacent wildlife areas
as well as ‘providing incentives for sustainable wildlife utilization and conservation of biodiversity’ which brings business
principles into wildlife management and provides a framework for tourism use of wildlife resources.

6. Government Strategies

Besides these policy documents, tourism in Botswana has been guided by a variety of strategies, including (but not limited
to) the following:

7. 2000 Botswana Master Plan

The 2000 Botswana Master Plan proposes four main strategic policy guidelines to address the growth and development of
tourism;

e Any substantial development of tourism in Botswana requires the expansion of its product base, cither by
increasing existing capacities and/or adding new components. Various ideas are proposed, including the development
of the parks in the center and south of the country and the promotion of ecotourism and cultural, historical and
archaeological themes.

e Community/citizen participation: the plan indicates that the diversification of the product base in rural and remote
areas will support the active participation of communities in tourism, thus creating possibilities for employment and
income. It will also open up opportunities Batswana to increase their participation in the productive ownership and
management of SMME tourism enterprises.

e Private/Public Sector Partnership: according to the Master Plan the most significant tool for the strengthening
of collaboration and partnership between the public and private sectors is the establishment of a National Tourist
Board (BTO).

e FEcological/economic sustainability: the document emphasizes the fact that a sound ecology is critical to the
economic sustainability of Botswana’s tourism industry. Because tourism tends to destroy or at least endanger its own
assets, the protection and conservation of its natural environment is imperative.

The Master Plan evaluates several tourism development options, including low volume/high price; medium volume/
high price; high volume/mixed price and modified high volume/mixed price. It concludes that a modified high

volume/mixed price model would be the most appropriate, preferred option.

8. 2001 Botswana Tourism Development Framework

The 2001 Botswana Tourism Development Framework which contained more detailed objectives in support of the
overarching 1990 tourism policy objective. These objectives relate to employment generation in rural areas; strengthening
tourism linkages with the broader economy; increasing foreign exchange earnings; enhancing government revenues;
and the creation and improvement of a favorable image to the outside world. In addition, policy guidelines for product
diversification, community participation, public-private partnerships and ecological sustainability were included.

The framework also contained specific product development and diversification proposals for tourism in five under-
developed tourism areas, including the Southern Areas of Botswana for long term development to expand tourism in the

5 |t is unclear to what extent funds have been actually taken away from CBOs.
7- 2016 Review of Community Based Natural Resources Management in Botswana Report prepared for SAREP by Centre for Ap-
plied Research
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most underdeveloped tourism areas of the country.

9. Botswana’s National Ecotourism Strategy

Botswana’s National Ecotourism Strategy (NES) of 2002 presents Ecotourism as an enhanced travel package to
Botswana’s historical, cultural and natural environments, with the aim of enjoying and learning, and in so doing promoting
the financial development of the local host communities, whilst sustaining the natural environment and developing the
tourist industry. The mains aim of the NES is ensuring tourism planning and management that minimizes negative social,
cultural and environmental impacts whilst maximizing the involvement in, and economic benefits to, host communities and
maximizes revenues for re-investment in conservation. The strategy implemented an eco-tourism certification scheme (as
one of 120 specific action proposals) with detailed criteria also aimed at promoting consistently high-quality ecotourism
standards throughout the country’s tourism industry in line with international target market expectations.

10. Botswana’s National Development Plan 11

Of importance is also the Botswana’s National Development Plan 11 which identified tourism expansion as key part
of the country’s Economic Development Diversification strategy: “...Further developments that include diversification,
monument development, expansion of tourism attractions and experiences are prerequisites for Botswana to expand its
market reach and share™.

11. Acts and Regulations

Relevant regulation of tourism is covered in the following statutes:

Botswana Tourism Act of 1992; provides for regulating the tourism industry with a view to promoting its development
and well-being. It a) makes provision for the licensing of tourism enterprises and sets out the procedures in respect of
applications for licenses, power of inspection, appeals, etc.; b) defines categories of tourism enterprises; ¢) makes provision
for the introduction of a grading system for tourism enterprises; d) establishes a Tourist Industry Licensing Board; ¢) makes
provision for the possible introduction of a training levy and the establishment of a National Advisory Council on Tourism.

Botswana Tourism Regulations of 1996 established the National Council on Tourism, specifies the requirements for a
tourism license and hotel grading and lays down the license fees and training levies. The exact status of these documents
is somewhat unclear as the regulations have since been amended to establish a National Tourist Board has been appointed
since.

Botswana Tourism Organization Act (2009); established the Botswana Tourism Organization (replacing the National
Tourism Board). This Act confers the Board of Botswana Tourism with the power to advise the Minister to change, review
or formulate tourism related policies and strategies where necessary9.

Tourism Organization Regulations (2010), made under section 36 of the Botswana Tourism Organization Act, concern
grading of tourism enterprises. They, among other things: prescribe the form of application for grading; require Botswana
Tourism to grade th tourist enterprise (in accordance with Part A of Schedule II); and set out the conditions of grading
certificate that a tourist enterprise shall comply with.

8 NDP17 Republic of Botswana. September 2016:116
% Botswana Tourism Organization, 2012 Annual Report
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ANNEX 2: TERMS OF REFERENCE FOR EVALUATION

1. Background

Botswana is currently working on strengthening its public-sector performance to address the fiscal, economic diversification
and service-delivery challenges. The WBG is supporting this work through the PSP RAS building on the experience with
the RAS 1 and RAS 2. The main development objective of the PSP RAS is to strengthen public sector performance in
selected areas, by strengthening M&E, public investment management, and procurement through analytical work, support
to policy, system, tools and capacity-strengthening to contribute to more efficient and effective service-delivery. Its three
key components are i) Coordination and implementation of the national performance M&E system, ii) Public Investment
Management, and iii) Strengthening public procurement.

Under Component 1, the Bank will deliver three rapid evaluations on the following topics- a) Botswana’s Tourism Sector
Strategy and Policy, b) Early Childhood Development Program (ECD), and ¢) Medicines and Related Supply Chain policy.
Thus, the World Bank seeks to recruit a qualified evaluation team for the implementation of the three rapid evaluations.
In addition, this team will be tasked with delivering complementary capacity strengthening to local stakeholders who will
support the implementation of this evaluation.

2. Terms of Reference

This TORs outline the scope of work, deliverables and requirements for the consultants who will undertake the tourism
sector rapid evaluation.

Rapid evaluations are considered a type of evaluation done not only for learning and accountability, as all evaluations, but
also to trigger interest in evaluation. Rapid evaluations are suited to achieve a balance between speed and trustworthiness.
They depend on readily available data and capacity for managing and/or conduct evaluations.

The three rapid evaluations will serve two purposes. The first is to provide evidence on the early results of the three
programs and policies and whether they have achieved their intended objectives. The second purpose is to expose
stakeholders in Botswana to evaluation and build their capacity, as thus far there has been limited experience with formal
evaluation. The rapid evaluation approach will allow Botswana to build its evaluation capacity through close engagement
in the implementation of these evaluations. The rapid evaluations are intended as an opportunity for stakeholders to learn
by doing and would emphasize strong participation by government stakeholders. The government would commission an
evaluation reference group for each evaluation to facilitate this engagement and ensure the evaluation results are put to
optimal use. The beneficiary Ministries (Ministry of Environment, Wildlife and Tourism, Ministry of Basic Education-
MOBE, and Ministry of Health and Wellness-MoHW) would each chair the respective evaluation reference group for their
respective evaluation. The rapid evaluations are also expected to generate more high-level appetite for evaluation.

3. Evaluation questions

The evaluation team will address two specific objectives. The first is the conduct of three rapid evaluations, with the
objective of each evaluation specified below. The second objective is strengthening capacity and demand for evaluation in
the GoB and more broadly, through targeted training, outreach, and facilitating the use of evaluation findings.
A rapid evaluation of Botswana’s tourism strategy and policy is of high-level importance as tourism is a promising area
for economic growth and diversification in Botswana. Though tourists are largely attracted to Botswana’s fragile, unique
ecosystem, this same system can be compromised by large numbers of tourists. Consequently, Botswana’s current tourism
strategy focuses on a limited, high-end market. However, Botswana may have yet to exploit other market segments, while
still protecting its eco system. The BTO has taken a role in packaging and marketing new tourism experiences in Botswana,
taking advantage of both new thematic and geographic experiences to increase the “supply” of tourism opportunities.
The evaluation would assess the effectiveness of the Tourism Strategy and Policy, in optimizing the benefits of tourism,
while still protecting the fragile ecosystem. Evaluation questions could examine:

a. How effective has the implementation of the Tourism Strategy and Policy been? To what extent have new tourism

markets been identified?

b. How effective have outreach strategies supported under the Tourism strategy been in reaching new markets?
c. What channels of outreach have been used and what has been the effectiveness in terms of tourist visits generated?
d. How has the Tourism strategy targeted internal (domestic tourism)?

e. What benefits have resulted from the implementation of the Tourism strategy, in terms of local revenue generation
and employment?

f. Has the Tourism strategy impacted the dispersion of visitors to different tourist attractions in Botswana? To what

12 This note is also based on earlier guidance documents provided as part of the RAS 2.
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extent has the strategy increased visits to new tourist attractions?

g. What are the promising practices to scale up through BTO and the Ministry of Environment, Wildlife and Tourism
operations?

h. Have there been any unintended negative effects as a result of this strategy?
i. How sustainable is the Tourism Strategy and Policy?

The evaluation consultant will review these questions and propose changes and/or additional questions for the Inception
report. The findings of the evaluation will inform the decision-making of the BTO and the Ministry of Environment,
Wildlife and Tourism, specifically its Annual Project Review, as well as the mid- term evaluation of NDP 11.

4. Capacity Strengthening

The evaluation team will support the evaluation capacity strengthening objective by working with stakeholders to stimulate
interest, demand and buy in for evaluations, encourage the use of evaluation findings, and facilitate a better understanding
of what evaluations can deliver. The consultant will provide the following support to key stakeholders related to the
tourism sector in Botswana, as well as the center of government (the National Strategy Office):

a. Workshops to increase stakeholders’ technical understanding of evaluation and explain the evaluation design
employed for each rapid evaluation. The workshops will be conducted during the field missions. While they are
not intended to provide in- depth training, they should help stakeholders develop capacities to conduct and/or
manage evaluations.

b. Collaboration with the evaluation reference group appointed for each rapid evaluation. Each ministry will host
an evaluation reference group, to be appointed by the Permanent Secretary. The chief economist would chair the
evaluation reference group and an M&E/Planning officer will be appointed for day-to-day contact and support to
the evaluation team. The reference group would be composed of M&E/planning officers, planning officers and
departmental leaders from the technical department within the ministry whose project/ program is being evaluated,
and a representative from the chief finance officer’s unit. Where industry representatives (outside government) can
be identified, these would also be invited to join the evaluation reference group. This group would be tasked with
providing both support and oversight for the evaluation, to ensure the findings are eventually used.

c. High-level engagement in the dissemination of evaluation findings. The evaluation team will support NSO and
target Ministries in the dissemination of findings to Parliament, Cabinet, and the sector leadership. The goal will
be to build awareness of the usefulness and value of evaluation, encourage use of the findings specifically for
evidence-based policy-making, and generate demand for more evaluations.

5. Methodology

The evaluation methodology will be based on the following activities:

a. Review of existing data sets. Collection of existing data on program performance, including administrative and
statistical data, and on secondary sources (reports). In some cases, the work can be done in a participatory manner,
involving community members in a wide range of project activities.!!

b. Selective collection of data on the program environment (relevant factors corresponding to the context of
implementation)

c. Interviews with program staff and institutions involved in the program’s implementation or in its monitoring and/
or evaluation.

d. Analysis and synthesis of the information, applying evaluation criteria and arriving at conclusions and
recommendations.

6. Deliverables

The consultant will be expected to produce the following deliverables:

a. Draft inception report: the evaluation team will propose the intended evaluation design (with evaluation
hypothesis and methodology), potential data sources to be exploited, data collection methods, and a draft timeline
and work plan for the evaluation. This work plan should also incorporate dissemination activities (to be refined
through discussion with NSO). In preparation for the first mission, the team should also prepare a list of meetings

- Although a rapid evaluation can be participatory exercises, this need not be a defining characteristic of a rapid evaluation (in fact,
well done participatory evaluations may be time consuming).
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7.

to be requests and key questions to be addressed with different entities.

b. Participation in three evaluation missions: the consultant will be expected to participate in three missions to
Botswana, preliminary scheduled for Feb 19-28, 2018; April 23- May 4, 2018; and I ate June, early July, 2018.
During these missions, the evaluation will collect, review and analyze relevant data and will conduct stakeholder
interviews.

c. Capacity building workshops: the consultant is expected to develop training materials for two or three workshops
and deliver them during the field missions. The content of the training will be agreed in advance with NSO and the
World Bank. The purpose of the workshops is to increase participants’ familiarity with evaluation (introduction
to evaluation, basic types of evaluation and methodology) and present the specific design employed for the three
sectoral rapid evaluations.

d. Draft Evaluation report: the consultant will prepare a draft evaluation report describing:
a. The evaluation background
b. Evaluation questions and hypothesis
c. Evaluation method
d. Data sources and collection methods
e. Data analysis
f.  Findings from the data analysis
g. Evaluation conclusions and recommendations

e. Validation workshop: the consultant will collaborate with NSO, MoHW, MENT/BTO, MOBE, and all relevant
stakeholders to finalize the evaluation recommendations during a final validation workshop. The consultant will
present the draft report to the stakeholders and will solicit their feedback.

f. Final evaluation report: the consultant will finalize the draft evaluation report based on the validation workshop
discussion. The final deliverable will include:

One-page policy summary of key policy messages
b. 3- page executive summary

c. 25-page summary evaluation report (with methodological annexes as necessary)

Time frame for deliverables

The evaluation consultant will be recruited in early October 2017 and expected to begin developing the evaluation
immediately after that. A first evaluation mission is foreseen for Oct 30- Nov 10, 2017. The draft evaluation report would
be expected in early February 2018 and a final report by May 2018.

8. Competencies and skills

The selected consultants will have the following minimum qualifications:

Master’s degree and/or PhD in Economics, Public Administration or Public Policy
Minimum of 10 years of international experience in evaluation

Academic background and experience in the area of ECD/tourism/medicines supply chain and evaluations related to
these topics will be an asset

Proven track record in leading high-level evaluation globally

Publication of evaluations in a peer reviewed journal

Experience delivering evaluation advisory services to governments, including high level engagement
Capacity to deliver under short notice and meet deadlines

Strong client engagement skills

Strong skills with both quantitative and qualitative evaluation methods

Proven analytical and problem-solving skills and ability to apply these in independently carrying out complex research
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and operational tasks, identifying issues, presenting findings and recommendations

Proven ability to interact effectively with a range of stakeholders, manage relationships, and ability to represent and
speak to issues without supervision

Experience designing and successfully executing fieldwork, including key informant interviews and focus group
discussions

Strong familiarity with literature for each evaluation topic
Excellent oral and written communication skills, including explanation of complex concepts in a nontechnical language
Excellent oral and written communication skills. Oral and written fluency in English required

Experience with participatory methods/techniques
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ANNEX 3: QUALITATIVE DATA COLLECTION TooOLS

Both quantitative and qualitative data was gathered for the purposes of the evaluation. This was accomplished
through a variety of methods that include document review, semi-structured key informant interviews, site visits with site
observations, focus group discussions and review of secondary qualitative and quantitative data.

The evaluation employed rapid evaluation techniques with purposive sampling for qualitative semi-structured
interviews and site visits. The data is therefore not being considered as statistically representative and in keeping with
the overall purpose of the evaluation, will not be used to infer the extent to which the programs have delivered outcome
benefits to beneficiaries. The selection of interviewees for the evaluation aimed to meet the best available sources of
information that is credible, reliable and valid and covered the scope of Botswana’s tourism offerings in destination and
product.

Semi-structured interviews were used incorporating a framework of themes to explore topics of significance with the
interviewee(s). Although tourism stakeholders are often aware of policy and strategy documents, they are more affected
by the regulations that affect daily operations as well as destination dynamics in areas where they operate. The evaluation
therefore asked respondents to reflect on operational issues and in the analysis, relates those back to the policy and strategy
source.

The Key Informant Interviews, stakeholder and group discussions were conducted during the second mission to Botswana
with key role-players relevant to tourism policy and strategy evaluation focus areas were held structured around questions
which addressed at least the following themes for each focus area:

e The main past achievements in this focus area which have made the most impact on growing the economic
impacts of tourism?

o The key constraining factors or obstacles in this focus area which Botswana stakeholders can influence which
have limited growth in the amount of tourism expenditure in Botswana?

o What needs to change and/or should be done differently or better by whom to effectively implement this focus area
in a way which maximizes future value creation from tourism?

The evaluation team conducted site visits to engage with stakeholders in small-scale settings where they can observe
aspects of the relevant policies and programs and conduct interviews with stakeholders. Because of the limited size of
the sample and the nature in which they will be selected, data gathered from these sites cannot be considered as statistically
representative. The evaluation team was supported by NSO and counterparts from within the MEWT to facilitate access
to the sites.

The evaluation included a desk review to trace the historical development of relevant policies and programs in Botswana
and to place the current rapid implementation evaluation in context. This desk review focused on documents relevant to
tourism policy and strategy implementation.

The rapid implementation evaluation then assessed relevant quantitative data including quantitative statistics on
Botswana global rankings (World Tourism Competitiveness, World Investment Competitiveness and tourism sector
performance (Botswana statistics: number tourists, origin destinations, length of stay, expenditure etc.).
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ANNEX 4: INSTITUTIONAL GOVERNMENT ARRANGEMENTS

The Ministry of Environment, Natural Resources Conservation and Tourism (known under the abbreviation of
MEWT from the old name — Environment, Wildlife and Tourism) in Botswana was established in recognition of the need
to bring environmental issues under one roof for better coordination of policies, strategies and programs. The Ministry
is made up of the following seven operational departments and a quasi-governmental entity responsible for marketing
the country’s tourism product; the Departments of Ministry Management, Environmental Affairs, Wildlife and National
Parks, Meteorological Services, Forestry and Range Resources, Waste Management and Pollution, Tourism and the
Botswana Tourism Board.

The Department of Tourism (DoT) has two key operational function; formulation and application of a system of licensing
and regulating tourism enterprises (through a network of district offices) as well as the administration and application of
the tourism training fund.

The Department of Wildlife and National Parks (DWNP) is responsible for the management of all wildlife as well as
public protected areas and visitor control and management (including collection of entrance fees) and propose/manage
visitor utilization of these primary tourism assets.

The Botswana Tourism Organization (BTO) which, since its inception in 2009, is mandated by the MEWT to market
and position Botswana as a premier tourist destination. BTO is expected to promote the destination globally as well as
encourage investment and product diversification in the tourism industry, making sure all tourism facilities are graded,
classified and certified. Specific mandates of the BTO that have seen the organization become an operational tourism

stakeholder include:

o Develop and improve the existing tourism opportunities and diversify the sector to include other forms of tourism,
such as cultural and heritage tourism, eco-tourism, entertainment, recreational and leisure tourism and bring them
to the required standards;

o Select, develop and bring to the required marketable standard, any tourism project, solely or through partnerships
with any community-based organization or any individual; and

o Select and facilitate any tourism project from any community-based organization or any individual to bring the
project to the required marketable standard

The Department of National Museums and Monuments (DNMM) is responsible for the management of all proclaimed
heritage sites, government museums, mobile museum and the botanical garden. DNMM developed and implemented an
assortment of strategies aimed at developing cultural and natural heritage sites for tourism purposes making it possible to
visit some 200 prominent heritage sites under what is termed Botswana’s Master Heritage Trails. Through this plan, the
DNMM has divided Botswana’s unique heritage sites into about 9 heritage trails. Botswana’s first World Heritage Site;
Tsodilo Hills, falls under the auspices of the department.
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ANNEX 5:
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ANNEX 6: LIST OF PEOPLE MET DURING THE RAPID EVALUATION

Name
Mr. Stanley Timuhwe
Mrs. Doreen Kathurima

Mrs. Kelebaone Maselesele

Mr. Motlhalosi Jongman
Mr. Gaogakwe Phorano
Mrs. Ingrid M. Otukile
Dr. Michael Flyman
Dr. Cyril Taolo Deputy
Mrs. Gorata Lekoko
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Mr. Thabiso Leshoai
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Organization

TAABOT Chairperson
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Director DOT

Chief Tourism Officer, DOT

Director, National Monuments and Museums
Coordinator, TFCA

Coordinator (R&D), TFCA

Director (Strategy & Research), TFCA

Project/ Product Development Officer, BTO

Director Commercial, Air Botswana

Director Legal Services, Air Botswana

Manager Corporate Communications, Air Botswana
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Principal Land Officer - State Land Allocation, Department of Lands
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Botho University
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Ag. Manager (National Performance Division), NSO
Senior Manager Strategy Management, NSO
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Regional Wildlife Officer - DWNP Kasane,

Snr. Wildlife Officer, DWNP

Ag. Regional Wildlife Officer, DWNP
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Masikizo Travel & Tours
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Island Safari Group
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Mosu safari tours
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Safari Destinations

Liquid Giraffe

Wilderness Safaris

And Beyond

Letaka Safaris
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Director, Okavango Research Institute, Maun

Trust Manager, Sankoyo Community Trust

Village Chief

Moremi Game Reserve Park Manager, DWNP Maun
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Manager - MOCHABA

Coordinator, Kuri Development Trust
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