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HOW TO USE THIS MANUAL ? 

This section outlines how to use the material and tools contained in this manual to build the 
capacity and capability of the Concession Unit.   

The manual is presented in two parts.  Part A will assist you to induct and provide on the job 
training for new staff that have joined the Concession Unit.  Further reference material is also 
provided to support staff as they develop in their new role.   

Part B outlines the competencies expected from concession staff both internationally, in 
Namibia and in relation to the specific roles of the Concession Unit.  A self assessment tool is 
provided so new staff can benchmark their skills against the competencies they require to 
complete their roles effectively.  Gaps between the skills that staff have and the competencies 
they require are readily identified (examples are provided).  From this an individual, targeted 
training plan can be developed for each staff member of the Unit. 

 

Implementing Part A – induction and on the job training 

This induction material should be covered within two weeks of the new employee starting in the 
Unit.   This will assist the new employee to understand what is expected of them and will 
greatly help them to become productive, quickly and efficiently.  The steps that you should take 
are: 

1. Provide this manual to the new staff member of the Concession Unit 

2. Allow them to read and learn the material (including reference material) in each training 
module.  Ideally no more than one module per day should be covered.   

3. Ask your new staff person to complete the exercises at the end of the module. 

4. Spend one hour with them each day going through the module they have learned and the 
exercises they have completed so that you can answer any questions they have.  This will 
allow you to emphases important points and check their understanding. 

5. Both the person conducting the induction and the new employee should sign each module 
when it is completed to their satisfaction. 

Note: the induction training is all about awareness building.  Many of the topics presented are 
complex and require significantly more training and experience before someone can become 
fully competent. 
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Implementing Part B – staff development plan 

The immediate, mid-term and development interventions required for improving the capability 
and capacity of each staff member can be identified by using the information in Part B below, 
the competency self assessment tool in Appendix A and the example Development Plan in 
Appendix B.  It is important that the self assessment is completed prior to each person 
undertaking the on the job training and induction so that the induction training does not 
influence the response a new staff person gives in their self assessment.  The steps that you 
should take are: 

1. Ask your new staff person to assess their own skills using this form.  Ask them to reflect 
honestly on the skills they have and do not have. 

2. Have they overrated or underrated themselves? Sit and discuss their response with them.  
Ask them for examples that demonstrate the rating they have awarded themselves. 

3. Agree with them on what the final rating should be. 

4. Compare the final rating with the level of competency required for the role.  If the final 
rating scores are below the required competency level then training interventions are likely 
to be needed. 

5. Identify training course from the list of providers that can be used. 

6. What are some of the informal training opportunities that can also be provided to new staff?   

�  They require a great level of understanding of tourism – arrange for them to spend a 
week shadowing a lodge manager.   

�  Monitoring and EIA – arrange for them complete the desert flow tourism award 
assessor training and then shadow an existing assessor in the field. 

7. The assessment tool can be repeated every twelve months to review how each staff member 
in the Unit is developing and to assess further development needs. 
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TRAINING 
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INTRODUCTION  

 

SPAN has provided considerable support to the Ministry of Environment and Tourism (MET) 
to establish a competent and functional concessions system.  As part of this on-going 
commitment capability building for the Concessions Unit is now being provided.  At this time 
there is a particular focus on two key areas: 

1. Identification of concession staff competencies internationally, benchmarking Namibian 
concession staff skills against these and identifying gaps.  Then sourcing providers to 
produce training plans for each staff member of the unit. 

2. Induction and on the job training for staff in the unit on topics where there are no formal 
training providers or where the topics are unique to concessions function. 

This document deals with point two.  It outlines the topics and material that will be covered in 
the induction and on the job training sessions.  It is hoped that this capability building will assist 
the Ministry to imbed the systems and skills needed to support a sustained concession system – 
a system that can realise the objectives of the Policy on Tourism and Wildlife Concessions on 
State Lands 2007.  

There are several topics not covered in this training that if time were permitting should have 
been.  These include a) joint venture arrangement b) drafting contracts and c) some practical 
field work around monitoring and EIA 



10 | P a g e  

INDUCTION AND ON THE JOB TRAINING MODULES 

Module Topic Reference material 

Module One Records, database & revenue 
management 
 

�  Guidelines in this manual 

Module Two Roles & workload 
management 
 

�  Guidelines in this manual 

Module Three Professionalism, 
confidentiality & gifts 

�  This manual, Affidavit to the High Court by Mr Berry 
�  Namibian public service code of conduct 
�  Concession policy, page 8 
�  New Zealand conflicts of Interest,  policy, employees 

and concessions (2007) 
 

Module Four Concession fees �  Guidelines in this manual 
�  Joint venture decision making framework (Boonzaaier, 

2002) 
�  Table, comparisons of different approaches to 

conservancy payment (2009) 
�  The concession payment register 
�  Concession policy 4.1.7  
 

Module Five Introduction to relationship 
management 
 

�  Guidelines in this manual 
�  Become a smart negotiator – course material 

Module Six Introduction to EIA  �  Guidelines in this manual 
�  Environmental impact assessment and audit best 

practice for concessions in New Zealand 
�  EIA assessment sheet (NZ) 
�  Eco awards Namibia, good practices handbook (2005) 
 

Module Seven Introduction monitoring �  Guidelines in this manual 
�  Eco awards Namibia assessment form 
 

Module Eight Reading & understanding 
business plans (intro) 

�  Guidelines in this manual 
�  Joint venture guidelines, spread sheet expenditure tab 

(2009) 
�  Khaudum tender applications (2008) 
 

Module Nine Tourism planning (intro) �  Guidelines in this manual 
�  Namibia, the impact to travel and tourism on jobs and 

the economy (WTTC) 
�  Study on characteristics of demand of tourists and use 

patterns of protected areas and in Namibia (2007) 
�  Sustainable tourism in protected areas, guidelines for 

planning and management (IUCN 2002) 
�  Tourism plans for BMM, KPP and Sperrgebiet National 

Parks 
�  Sperrgebiet tourism plan, Appendix 1, theoretical 

context  
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MODULE ONE: RECORDS, DATABASE AND REVENUE 
MANAGEMENT  

Above all, your records, database and revenue management systems underpin a successful 
concession function.  They help you to manage the concession business and as a result they 
must be maintained and up to date at all times; so they can provide you, field staff, your 
manager and your Minister with up to date information on the concessions you manage. 

Records management 

�  Each concession should have its own file and each file should have its own file number for 
easy reference.  The file number should be included in the database as one of the key fields. 

�  Some operators will hold a number of concessions but each concession should still have its 
own file and file number.  Remember concessions change hands so while one company 
owns a particular concession now they may not own the same concession in the future. 

�  All material relating to important emails, file notes of important conversations, 
correspondence, proposals, decisions, reports and contracts should be stored, in reverse date 
order (oldest date first), on the file.  Each separate document should be given a folio 
number for easy reference. 

�  Filing material should be done continuously by each case manager.  It should not be done 
once a month or every three months by the clerk - this will result in important material 
being lost. 

�  A copy of the concession contract should be stored in a plastic sleeve on the inside cover of 
the file for easy day to day reference. 

�  All original copies of contracts should be stored in a lockable fire safe cabinet.  These need 
to be clearly labeled and should not be removed. 

�  Copies of the final contract should be forwarded to field staff so they can manage and keep 
an eye on the concession activity. 

�  Copies of all reports, letters and contracts should also be stored electronically in a shared 
file system under their own folder.  This means that new staff can still access the material 
they may need when you leave.  The shared file system should be backed up regularly.  
Storing material on each person’s stand alone machine is unacceptable. 

�  If you have a sophisticated database then contracts, photos, reports and GIS location data 
can also be stored in the database.    
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Exercise: 

Take a file each from the file system 

Has each file got all the material it should have? 

Is a copy of the contract on the inside front cover? 

Are all original contracts stored properly? 

Have a look at each other’s computers - are all electronic files stored on the shared folder 
system? Discuss what would happen if this computer was stolen 

 

 

Database 

�  The purpose of your data base is to provide a collective view on the business you manage 
and a quick reference summary of each concession.  This will assist you in many ways. 

-  The minimum essential elements that need to be recorded in any concessions database 
are:  

-  who (the operator or applicant and file number);  

-  what (the activity); 

-   where (the precise location and the national park);  

-  when (the duration, start and end dates) and finally  

-  how much (the fees that should be paid and when) 

-  Other fields may include: who is the case manager, general comments, when the 
concession should be monitored, and much more. 

�  The database should be able to answer questions such as: 

-  How many concessions do you manage (Minister) 

-  How many lodge concessions or 4x4 concessions do you manage (planners) 

-  How many concessions are in a particular national park (for park managers) 

�  The database can be used to help with workload management, revenue management, 
reminding concessionaires that they need to reapply for their concessions that may be about 
to expire.  It can also assist with tourism planning and the management of impacts. 

�  The data base must have a section for ‘approved’ and operating concessions and a section 
for ‘applications’ that are being considered.  The applications section should include a field 
that specifies who the case manager is and what stage the application is at in the 
consideration process.  
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Exercise: 

When was the last time you each updated the database? 

Check to make sure that all the new applications are entered?   

Is it available to you all on the shared folder system? 

 

�  You may also like to maintain an ‘investment register’ of opportunities that have been 
identified but that are not yet allocated i.e. Sperrgebiet or Babwata National Parks. 

�  The database must be accessible to all staff and it is everyone’s responsibility to maintain 
the cases they are responsible for. 

 

 

Notes 
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Revenue management 

If your revenue management is done correctly then operators will generally conform to other 
contract requirements.  It sends a signal to operators that the contract is being actively and 
professionally managed, so revenue management is not just about earning money.  It is also 
your first way of ensuring compliance with concession terms and conditions. 

�  All concession payments should be tracked through their own cost centre code so they can 
be identified, verified and reported on. 

�  A list of payments made by concessionaires needs to be obtained and updated once a month 
from finance. 

�  Check that new operators are paying when and the amount they should.  It is important to 
get new operators into this habit. 

�  Check that monthly and annual totals are being reached based on last year’s achievement.  
Note that revenue should generally increase as more concessions are awarded.  So make 
sure there is an upward trend in the revenue received. 

�  If there are shortfalls look to your larger operators first i.e. Wilderness Safaris. 

�  Identify your top paying operators, look after them but also make sure their payments are 
consistent. 

�  Every six months reconcile the payments made against the database of approved operators 
to ensure that all operators are paying as and when they should. 

�  In the event that someone has not paid instigate the three reminder system: 

-  First letter – politely remind them giving them 20 working days to pay outstanding fees 

-  Second letter – remind more firmly, advising that non-payment is a material 
(substantive) breach of the concession, give a deadline of 10 working days to comply. 

-  Third letter – advising that non-payment is a material breach of this concession. That 
the Ministry is forming a view toward terminating this concession in 10 working days 
unless payment is received immediately. 

�  Some concessions i.e. lodges (check the contract) require the operator to lodge an audited 
report of income and expenses with the Ministry.  Take time to review these reports and 
request them if they are not provided.  Look for mistakes in how the concession fee is 
calculated i.e. percentage of Nett revenue (after expenses and VAT) rather than gross 
revenue (before all expenses are deducted). 

�  In extreme circumstances where you suspect that false returns are being provided you are 
able to require an independent audit of the operator’s accounts.   
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Notes 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

Exercise: 

Review the DOC NZ practice notes for auditing concessionaire revenue 

How much revenue have you earned this year compared to the same period last year? 

Who hasn’t paid? 
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MODULE TWO: ROLES AND WORKLOAD MANAGEMENT  

Effective work load management will ensure that tasks are allocated to staff in a manner that 
ensures skills are matched to the tasks, employees do not become overloaded and new staff 
have the opportunity to grow and develop their abilities.  It is important than the Concession 
Unit work as a team but also that they work to the roles they have been given. 

Roles 

Chief Control Warden 

The Chief Control Warden (CCW) has the primary role of working on the business rather than 
in the business.  The CCW is responsible for making sure that the Concession Unit is led and is 
functioning properly including:  a) that the unit has the staff and financial resources to do its 
work; b) that revenue targets are met and exceeded; c) that tasks and cases are allocated and 
work is completed to an appropriate standard; e) the CCW will also implement a performance 
management system to manage staff; f) they will supervise consultants and assist with proactive 
tourism planning in parks; g) they will have responsibility for liaising with industry bodies such 
as NTB, FANATA and DOT; h) they will support their staff, the Director and Concessions 
Committee in whatever they need; i) they are responsible for making sure that the standards 
presented in this document are met, and finally; j) they will manage some of the more 
complicated cases i.e. a tender etc. 

Control Wardens  

The Control Wardens (CW) are responsible for working in the business.  The CW are 
responsible for primary relationships with operators and field staff including managing cases 
(either tenders or applications), completing reports, drafting contracts, critically reviewing 
applications, reviewing EIAs, business and empowerment plans, drafting tender documents, 
participating in tourism planning in parks, negotiating fees with operators, assisting 
communities to structure arrangements with JV partners.  The CW will also monitor concession 
operations along with field staff. 

The Clerk 

The Clerk has primary responsibility for the administration functions of the Concessions Unit 
including the file system, database, and revenue management.  They may also be involved in 
permitting smaller scale activities, such as filming.  If they prove competent they can progress 
toward working on larger applications.  They will compile the reports from the CCW and CW 
to the Concession Committee, organise meetings and take minutes. 

All staff in all positions should be recruited with the ability to aspire to the position above them.  
Good performance from team members reflects well on the entire team. 

Workload management 

�  Each week the Unit should meet so as to review workloads and clarify tasks that need to be 
done.  It is important that this meeting take place each week and is no longer than one hour.  
Reviewing tasks regularly in this manner will assist all staff to stay focused and productive.  
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Exercise: 

Are you all clear on what tasks you are undertaking this week, which are the most important? 
Can I see what these are?  

Can you show this to the Director or chair of the Concessions Committee if needed? 

 

It will also provide a forum for problems to be discussed and resolved and for information 
to be shared.    

�  Each staff member should identify what actions they will be taking over the course of the 
week with each case they are managing.   

�  Staff should be free to ask for advice from one another.  

�  Tasks for the upcoming week should be recorded either in the database on a large white 
board.  Tasks should be ticked off once they are complete so that all staff can view 
progress.   

�  The CCW will need to assist staff if there are any blockages or problems in the process 
occurring. 

�  It is important that the priority of each task is identified clearly so staff know which tasks 
are to be completed first. 

�  It is important that the CCW ensure that workloads are spread according to a staff members 
skills and that no single staff person becomes overloaded. 

�  Important events such as up and coming Concession Committee meetings for training or 
field visits should also be noted. 

 

 

Notes 
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MODULE THREE: PROFESSIONALISM , CONFIDENTIALITY 
&  GIFTS 

All staff in the Concessions Unit must maintain the highest levels of professionalism and 
integrity at all times.  They must be more professional than almost all other staff in the 
Ministry.  The Unit must give the tourism industry, conservation staff and managers confidence 
to make the investment and conservation decisions each are required to undertake.   

They following guidelines are designed to protect you and assist you to do your job: 

�  Make it clear to operators that you are here to assist them but that you are not a decision-
maker in these processes.  

�  You need to be able to keep details of applications or tenders confidential, especially 
financial information or details relating to new and innovative proposals (i.e. where 
intellectual property is involved).   

�  It is also important that the Ministry share generic information about concessions with the 
public to avoid suspicions of secrecy or behind the scene deals.  Examples, include the 
number of concessions, total revenue, who holds what concession and all policies and 
procedures.  

�  At all times avoid making commitments about any decisions that may or may not be made 
by others. 

�  Unprofessional behaviour or corrupt practices will not only bring the Ministry into 
disrepute, it will discredit the profession and yourself.  

�  Never accept gifts or gratuities of any kind (i.e. personal accommodation at a lodge).  If you 
do then the operator has influence over you.  If any attempt is made to offer you a gift this 
must be noted on the file and reported immediately to your manager and the Director 
DPWM. 

�  Concessions staff may not hold concessions or be a shareholder in any company that holds 
a concession.  Concession staff must think carefully about other affiliations or memberships 
they have and whether these could result in a perceived conflict of interest. 

�  You must declare any actual or even perceived conflict of interest in writing immediately to 
the Permanent Secretary.  You must ensure relevant staff and the Concessions Committee 
are aware of this potential conflict of interest and you must remove yourself from forums 
while issues are discussed and decisions are made on this matter. Refer to Policy 6.3, p8  

�  Remember that failure to adhere to these practices could result in disciplinary procedures, 
dismissal or prosecution. 

�  If you are unsure what to do in any given situation ask your manager or Director! 

�  Refer to the Ministry’s code of conduct for staff 
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Exercise: 

Review the DOC NZ conflicts of interest policy and policy 6.3 

Discuss P C Taylor Case 

Review the Skeleton Coast affidavit – did this staff member act professionally and with 
integrity? 

 

 

 

Notes 
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MODULE FOUR: CONCESSION FEES 

�  The concession fee is for the privilege of using the park for business purposes.  This is a 
right that the concessionaire is awarded but the public does not have.  

�  Concession fees should be based on a percentage of Gross (not Nett) income for a lodge or 
other accommodation.  You should generally aim for between 10-12 percent of gross 
income per annum (less VAT and the NTB levy). 

�  Concession fees for activities – such as ballooning, 4x4, horse trekking etc are better based 
on a per person income because the businesses that provided these services are not always 
just based or operating within the Park. 

�  All concessions must specify a minimum annual rental.  This should be based on 
approximately 75% of the projected income that is outlined in the business plan.  The 
minimum rental serves to guarantee the Ministry income from the operation each year, 
regardless of its success.  It also discourages operators from obtaining and holding rights 
that they won’t develop. 

�  Try to get similar concessions on similar fee formulas – i.e. all lodges are paying 12 
percent.  This creates a more level playing field and means the Ministry cannot be accused 
or treating people differently. 

�  Concession fees need to be collected at least annually.  With valuable concessions they 
should be collected at least quarterly. 

�  Operators must pay park entry fees as well as concession fees.   

�  When negotiating fees; if an operator is just starting out or has significantly recapitalised 
their business then it is OK to phase in their fees over three years as their turnover increases 
i.e. yr1 = 6%, yr2 = 8%, y3 =12%  

�  Legal principle. If a concession has expired but the Ministry continues to accept fees then 
the courts will generally say that the contract is still active.  Beware of this.  In some cases 
it may be acceptable to accept these fees when you are processing a new concession for the 
same operator for the same activity.  It is not OK to accept fees from an operator who you 
want to cease operations. 

�  It is recommended that Finance continue to receive concession fee payments and not the 
Concession Unit.  This nicely separates the payment for and the allocation of concessions 
assisting you to avoid allegations of impropriety. 

�  The registration of tenders should be accompanied by a fee that should aim to recover the 
Ministry’s cost of putting together the tender documents and running the tender process. 
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Implementation Guidelines for Setting Concession Fees  

Direct Award Concessions In Protected Areas to Conservancies or Communities (August 
2009) 

Introduction:  
This is an implementation guideline for setting concession fees payable to the Ministry of 
Environment & Tourism (MET) by conservancies or communities that receive lodge, 
campsite, trophy hunting or activity concessions inside of protected areas.  
 
Guiding principles:  
 
1. Whatever the situation, a fee should be paid to the State that at least covers the 

transactions costs related to that concession;  
 

2. There should be different fees payable for different areas and types of operations;  
 

3. The Ministry should retain the right to make exceptions, thus waive or increase fees 
with justification;  

 
4. The fee calculation and payment method, as well as any audit procedure, should be 

simple to calculate;  
 

5. Fees payable by communities should be lower than market value – in the spirit of the 
MET concessions policy of encouraging regional economic development, recognizing 
historical linkages by communities to parks, supporting conservation on park 
boundaries, and off setting the costs of human wildlife conflict;  

 
6. When communities enter sub-contracts with operators (i.e. transfer concession rights 

and obligations under a concession operator contract), fees should be calculated as a 
percentage of the amount paid by the operator. In such cases there should be a 
minimum concession fee set as a fixed amount and adjusted annually for inflation 
according to the Namibian Consumer Price Index;  

 
7. Concession fees for campsites should be a nominal fixed amount to cover MET’s basic 

transaction and management costs for that concession;  
 

8. In parks where communities have entered into agreements with MET to establish the 
protected area (e.g. Mangetti National Park etc.), concession fees should be negotiated 
between the communities and MET; and  

 
9. For the Kunene concession areas (i.e. Palmwag, Etendeka and Hobatere), the fees 

outlined below should be payable, but with an agreement to review the fee structure 
upon formation of the Kunene Park.  

 
 
 
 
Area:  
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� Prime (i.e. in core wildlife areas of National Parks, very scenic areas of parks, or areas 
of high exclusivity)  

 
� Not prime (i.e. in peripheral or multiple use areas of parks, less scenic areas of parks, 

with low exclusivity)  
 
� Kunene concession areas (i.e. the Palmwag, Etendeka and Hobatere areas that are 

considered prime, but are situated on State land outside of park, where communities 
play an active role in conservation)  

Operation type:  
 
� Lodges  

 
� Trophy hunting  

 
� Campsites  

 
� Guided activities  
 
Proposed annual fees per operation:  
 

Prime area  Not prime area  

Operation 
type  

Concession 
fee  

Minimum 
concession fee  

Concession fee  Minimum 
concession fee  

Lodges  50% of 
operator fees  

N$100,000  25% of operator 
fees  

N$50,000  

Campsites  N$25,000  N$25,000  N$12,500  N$12,500  

 
Kunene concession areas  

Operation type  Concession fee  Minimum 
concession fee  

Lodges  25% of operator 
fees  

N$50,000  

Campsites  N$12,500  N$12,500  

Trophy hunting  50% of trophy fees  Depends on quota  

Guided activities  25% of operator 
fees  

Depends on activity  
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Exercise: 

Review the Joint Venture Decision Making Framework report in relation to fees set by other 
regions – How does Namibia compare? 

 

 

 

 

Notes 

 

 

 

 

 

 

 

 

 

 

 

 

 



24 | P a g e  

MODULE FIVE : RELATIONSHIP MANAGEMENT  

A significant part of concessions work is all about relationship management.  In Namibia 
concessions staff have important relationships with the following... 

 

  

 

 

  

 

 

 

 

 

 

 

 

 

 

 

Relationship skills are difficult to teach and to define but they can be characterised by people 
who: 

�  Have credibility, follow up and deliver 

�  Listen and empathise 

�  Don’t refer people to others all the time 

�  Own issues  

�  Advocate for conservation and 
communities with operators 

�  Take responsibility 

�  Proactive when communicating, make 
calls first and meet people face to face 

�  Can say ‘no’ nicely 

�  Positive and optimistic 

�  Advocate for operators with MET staff 

 

 

 

In addition to the above you should also: 

Concessions Committee 

Administration & support 
services 

Tourism Industry, Directorate 
of Tourism 

Tender Board 

Concessionaires 

Communities 

NGO’s 

MET Field Staff 

The Minister, the PS & DPS  

SPAN & other donors such as 
MCA 

MET Directors & Deputy 
Directors 

Concession 
staff 

Consultants 
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Exercise: 

Describe the Win / Win situation – do you have an example you can share with us 

 

�  Always return calls and emails 

�  If you have to say ‘no’, say it nicely 

�  Finish all letters on a positive note 

�  Spend time in the field monitoring and building relationships – see monitoring below 

�  Include operators in tourism planning – they will appreciate you listening to their ideas  

�  When you see a good operation, complement the operator 

�  Advocate for operators and the benefits of tourism when dealing with Ministry staff 

 

Aside from your own behaviours here are some general tips that can be used to improve 
relationship with operators and the tourism industry in general. 

�  Be present at industry trade shows so operators get to know you and so that you learn more 
about how they promote and market their businesses 

�  Promote concessionaires on the MET website 

�  Arrange for your top five operators (the largest) to meet with the PS and/or Minister once a 
year to listen to their issues and concerns and ask them about their operation.  This will 
improve relationships and encourage further investment. 

�  Develop a conservation award as part of the Namibian tourism awards.  MET should be the 
judge and award this to the operator that achieves the best conservation outcomes.  

 

Finally, it is unacceptable for you to abuse people either on the phone, email or face to face.  
Likewise it is unacceptable for people to express their frustration inappropriately toward you.  If 
this happens politely walk away, or hang up and make a file note of this incident.  

Negotiation is another fundamental skill for concession staff or any manager.  Please refer to 
the notes on ‘Becoming A Smart Negotiator’ 
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MODULE SIX : INTRODUCTION TO ENVIRONMENTAL 
IMPACT ASSESSMENT 

At the heart of the Ministry’s concession function is the difficult but privileged task of 
balancing preservation and use in protected areas.  Striking this balance is particularly important 
in light of rapidly growing visitor numbers, the demand for concessions and the need to manage 
the impacts of these developments.  One of the key challenges in the concessions management 
area is to determine what the impacts of the activity will be on protected areas before the 
concession is awarded.  This is the role of EIA.  EIA is a tool that attempts to predict the 
impacts of an activity, then successful avoid, remedy and mitigate these impacts.  An EIA 
should:  
 
-  Describe in detail the proposed activity 

-  Detail the ecological and recreational, historic and cultural values affected by a proposal  

-  Identify the potential impacts, both beneficial and adverse  

-  Describe any measures to avoid, remedy or mitigate impacts  

-  Identify any alternative locations, times or designs that would mitigate the impact of the 
proposal  

-  Prescribe a programme to monitor any ongoing effects 

 

What is a significant effect? 

The terms ‘EIA’ and ‘environment’ are well defined in the literature.  They are almost always 
used in conjunction with the term ‘significant effect’.  However, it is this term, perhaps the most 
important, which is mostly left undefined (Gilpin 1995). Gilpin (1995) suggests that 
significance often refers to an effect that is outside the limit of acceptance which then must be 
avoided, remedied or mitigated back below this ‘acceptable limit’.  If this cannot be undertaken 
to an appropriate level then the project or activity should not be permitted.  He goes on to 
suggest that ‘significance’ is a subjective judgement call often influenced by the experience of 
staff assessing the effect or by the public usually through response to a notified process or 
statutory plans that help predetermine what is and is not acceptable.  In the concession 
application process it is the decision-maker that has the delegated authority to make the final 
judgement on whether an effect is significant and therefore unacceptable.  In short it is an 
effect, that is unacceptable or one that we are actively monitoring, and are already, or will soon 
be, seeking to avoid, remedy or mitigate back to a more acceptable level. 

 

 

Primary effects – caused by the activity itself e.g. tracks from 4x4 driving 
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Secondary effects – caused by another factor on the primary impact e.g. erosion by water on 
the 4x4 tracks or loss of water for wildlife because a lodge taking the water up stream.   

Cumulative effects – the impact of all activities together in a particular location.  This is the 
responsibility of the Ministry to determine and not an applicant.  Planning outcomes should 
generally address this issue by setting overall limits or a carrying capacity for the activity in a 
given area. 

Practice looking at the relationships between impacts and their effects on the conservation 
values we are charged with protecting. 

 

The Components of the Scientific Model to EIA  
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Typology of tourism impacts on the natural environment (Adapted from Mathieson & Wall 1992) 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 



Exercise: 

Review the DOC NZ environmental impact assessment and audit best practice 

Review Annex 2: 2 a- d and Annex 3 of the policy on tourism and wildlife concessions on state 
land 2007 

What are the main impacts from a 4x4 operation, a lodge, balloon operation and wildlife 
viewing? 

Pick one file you are working on now, use the check list above to audit the application – is it 
missing information? 

 

Possible application review checklist 

 
Please use this as a guide to determine if an application contains enough information for the 

Ministry to begin processing. 
 

1. The Application  
 

 

Does the application form provide a thorough description of:   

·  Who is applying for the concession?  

·  A detailed description of where you want to operate?  

·  A detailed description of what activities you wish to undertake? 
 

 

2. The Environmental Impact Assessment (remember this is the basis of how the 
Ministry will make a decision on the application) 

 

 

Have existing conservation values of each location been identified?  

Identification of the actual and potential effects of your activity and ranked each 
impact’s significance? 
 

 

Have mitigation measures for each effect been proposed?  

Have alternative designs, locations or timing for the activity been discussed? 
 

 

Have ongoing monitoring programmes been outlined?  

Are the results of consultation with affected parties included in the application? 
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MODULE SEVEN: MONITORING CONCESSIONS 

Concessions work can be summarised as: 

 

  

 

 

 

The purpose of monitoring is to measure change over time. 

Monitoring is often considered the lowest priority but it is vital to check that you are achieving 
the desired outcomes for the protected area through your concessions i.e. they should be 
benefiting the protection of the park, educating visitors on the importance of conservation and 
providing benefits to communities who will in turn support conservation.  In relation to 
concessions activities there are three broad types of monitoring: 

1. Administrative monitoring : Is the operator paying their fees, filing their activity returns or 
financial reports (see revenue management)? 

2. Impact monitoring : monitoring the potential impacts of an operation on the park, such as, 
rubbish and sewage disposal, roading and access, impact on wildlife, water use and fuel 
storage. 

3. Compliance monitoring: a) legal existing operations – compliance with contract 
conditions, payments to communities, employment and training of community staff, 
supporting community enterprises; and b) illegal operations – who is out there operating 
illegally without a concession? 

All of the above are important.  Doing 1 and 3b will often lead to better outcomes in the other 
areas.  Undertaking impact monitoring (2) will help you to understand the operations you are 
managing and will assist you to build vital relationships with operators.   

 

Impact monitoring guidelines 

�  In Namibia it is also important to ensure that monitoring answers the question of: “Are 
communities getting the benefits from the operation and is the community also fulfilling 
their obligations to the rest of the community and to the operator?” 

�  Ideally, each operator should be visited once a year.  This may need to be more frequent 
when an operation is first starting up.  Operators generally like you to visit and monitor 
their operation. 

�  During the construction phase of a large project (a lodge) it is even reasonable to require 
that the concessionaire pay for the employment of an MET staff person to monitor 

Planning Allocating Monitoring 
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construction activities.  It is during this time that the most disturbance to a site is likely to 
occur. 

�  All staff should be involved in monitoring.  This is one of the best ways to learn about 
operations, the industry, the potential impacts of activities and to build relationships with 
operators.  It also provides staff with the opportunity to advocate for conservation with the 
operator. 

 

Before the visit 

�  Review the file to see if there were issues from any previous site visit.  Review the contract 
and the conditions in the contract so that you know what the operator is supposed to do and 
not do. 

�  Make sure you take a camera, note book and a copy of the contract (not the original).  Do 
not take the file out of the office, it will get damaged or lost. 

�  Give the operator warning of when you are coming so they can put aside the time to spend 
with you. 

�  A field staff member should accompany you on the visit.  They often have the practical and 
conservation knowledge to know what is acceptable and what is not.  Prior to the visit make 
sure you agree on the issues you want to focus on during the inspection.  

 

During the site visit 

�  You need to be prepared to look at the ‘back of house’ issues on an inspection.  This 
includes things such as kitchens, staff quarters, sewage systems, water systems, waste and 
rubbish disposal, access and game driving routes and driving. 

�  If you see something that is of concern ask the operator “why is it done that way?”  There 
may be a good reason.  Point out to the operator the impact that this is having on 
conservation values or the recreation experience of others.  Note and photograph the issue. 

�  Check and ask for evidence that communities are receiving the benefits they are entitled to.  
You may like to pay a separate visit to the community and ask for their views on the 
operation.  Alternatively, community representatives may even like to be present for the 
inspection. 

�  Remember to be respectful at all times but be clear on issues that are a breach of the 
concession or that are unacceptable.  If there are issues, you do not have to resolve them 
during the visit.  Following up on the issues in writing is necessary anyway and this will 
give you time to reflect on the issue and how it may best be resolved.   

�  If an issue does need to be resolved ask the operator how they intend to address the issue.  
They often have the skills and expertise themselves.  This is often a better approach than 
imposing a solution on them that may be too costly or ineffective. 
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After the visit 

�  A monitoring report should be completed for each visit and stored on file.  Any significant 
impacts should be photographed and included in the report.  There report should detail any 
issues, the action required, by who and when.  This report does not need to be longer than 
2-3 pages, including photos.   

�  After monitoring it is important to write and thank the operator for doing a good job.  
Recognition of good performance is important! 

�  If unsatisfactory issues were discovered they must be followed up on in writing.  The letter 
should outline the issue and describe the desired condition that should be reached by what 
date.  If this is related to a concession condition then reference this.  A significant issue of 
this nature may require a follow up visit. 

�  Remember that if there are severe significant issues impacting on the protected area the 
operation can be suspended while the issue is investigated further and/or resolved.  A note 
of caution, if an operation is suspended you need to be ready approve the remedial action 
immediately so this action has as little financial impact on the operation as possible.  
Failure to act promptly on this issue could leave the Ministry liable for the operator’s ‘loss 
of income’.   

�  If the issue continues to be left unresolved and in extreme circumstance the concession can 
be terminated. 

 

Illegal activities 

�  With regard to finding out who is illegally operating without a concession, the existing 
operators, brochure racks at information centres and the internet are your best tools.   

�  Existing operators will generally complain quickly if they spot an illegal operator.   

�  Scanning the internet and brochure displays to see who is advertising an activity in 
protected areas is also a quick, cost effective, way of seeing who is operating without a 
concession.   

�  Generally, most illegal operators can be convinced to obtain a concession.  If not, they 
should be advised in writing that they are breaking the law and therefore risk prosecution.  
They should cease and desist from their activities immediately.   

�  It is vital for the creditability of your concession system that illegal operators are prosecuted 
from time to time.   Remember that your other operators are adhering to their concessions, 
paying fees, assisting communities and benefiting conservation – illegal operators do not!  

Note 

Ideally the Ministry will develop its own monitoring guidelines and inspection sheets to assist 
you to monitor operations effectively.  In the mean time refer to the Namibian eco awarded 
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Exercise: 

Review the eco award handbook and evaluation sheet – evaluate your home tonight, how 
well do you score? 

Take 3 minutes to list the issues you should monitor at a lodge, a 4x4 operation and a 
balloon operation 

assessment sheets and handbook.  If possible, all staff should complete the training offered to 
become a Namibian eco award assessor and then accompany experienced assessors on some of 
their inspections. 

 

 

 

Notes 

 

 

 

 

 

 

 

MODULE EIGHT : EVALUATING BUSINESS PROPOSALS 

Reading and evaluating business plans is a critical skill for concessions staff.  Some operators 
complete good quality business plans, others are much poorer.  However, it is not enough just to 
look at the detail in a business plan; you must also develop the skills to interpret plans 
accurately.  For example, some operators will over inflate figures in their plans so as to impress 
the Ministry and/or a conservancy - but are their figures realistic and achievable?  

Business plans come in all shapes and sizes.  But the critical information that you should focus 
on is contained in the concession application guidelines, including: 
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�  Shareholding and ownership – it is critical to understand who owns the business, who 
controls it and who will therefore benefit.  

�  Proposed capital expenditure – is it realistic, does the company have the money, will they 
borrow it and can they afford the repayments? 

�  Proposed marketing expenditure – without marketing a business will not survive, 
experienced operators know this and budget for it.  Also what sales commissions will they 
pay? 

�  Proposed number of beds/ campsites/ clients or trips. 

�  Proposed rack rate (what will be charged to the customer) and achieved rate (the rate 
obtained less VAT, NTB levy and sales commissions) – note that sales commissions are 
often around 25% but in some instances can be higher. 

�  Projected occupancy for each year – the Namibian average is around 55% but it will take a 
new operation three to five years to reach this point.  Is the operators plan realistic?  In one 
tender application this was projected to be double the known visits to the park in the first 
year!  This may have been realistic in year five but not the first year. 

�  Proposed payment to the conservancy and concession fees to MET.  This should be based 
on a percentage of income for a lodge or campsite business, or a per person rate for an 
activity based businesses i.e. 4x4 or horse trekking.  In both cases it should approximate to 
10-12 percent of gross turnover less VAT and the NTB levy.  Remember that it is OK the 
let the operator start at, for example, six percent and work up to 10-12 percent if they are 
starting from scratch or have had to recapitalise.   

�  The business plan should specify a proposed minimum annual payment to MET and/or the 
conservancy. 

�  The proposed wage bill - see empowerment below. 

In a business plan you should also look for evidence that the empowerment plan provided by 
the operator is properly budgeted for especially: 

�  How many jobs will be created  

�  Training budgets for staff 

�  Benefit distribution plan from the conservancy if they are beneficiaries 

Refer to the Concession Application Guidelines for a full description on what should be 
included in  empowerment plan. 

While a little outdated the following model helps to illustrate the approximate distribution for a 
tourism operation (Boonzaaier 2002) 
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ITEM BALANCE 

Tariff 100 

VAT 13 

Trade Commissions 15 
 

TURNOVER 72 

Operating Costs 50 

Capital & Interest 12 

Lease to Conservancy 5 

Owners Profit 5 

 

If you are a) running a tender; b) considering an application for a large development; or c) you 
have concerns about a particular business plan then ask the operator to explain the details to 
you.  Also, ask for advice from an independent expert (but definitely not another operator). 

The following diagrams are taken from Joint Venture guidelines produced by WWF.  They 
provide a useful guide on what to look for in a business plan. 
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Notes 

 

 

 

 

 

 

 

 

 

 

 

 

 

 



Lodge 
Viability   

Key Issues?

Capital Costs

Operational /  Growth

Location
Company Structure

Track Record

� Size of lodge – Number of beds
� Rack rate  (market segment)
� Quality of construction / fittings /  design
� Availability of capital funds (JV partner & 
conservancy.
� Leasehold /  agreement duration

� Occupancies proposed
� Growth in occupancy
� Increase in prices /  costs (inflation)
� Rack rate
� Achieved rate (commissions & deductions)
� Marketing plan – access to tourists.
� Links to existing operators.

� Proximity to main attractions
� Accessibility – main routes 
� Exclusivity /  remoteness
� Cost of transport /  supplies
� Competition with existing lodges.
� Potential for further expansion

� Large multinational company
� Small family /  consortium (lifestyle)
� Shareholders – expectations
� Investment company or operator.

� Existing operator (Namibia)
� Existing business (Namibia)
� Overseas or external investor
� Experience in tourism industry
� Partnerships /  management 
contracts

Empowerment

� Number of Staff
� Staff Conditions
� Staff skills development
� Working relationship
� Procurement  -services and 
supplies
� Conservancy involvement in JV

Environment

� Legal requirements
� Design features
� Appropriate technology
� Vehicle management
� Contribution to conservancy

Financial 
& 

Business

8.1 Key Issues effecting lodge viability
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Financial
& Business

Ratio of Capital v Product
� Is it the right amount for the proposed 
product (market sector, size, rack rate etc.)

Access to Capital
� Does the operator /  investor have access to 
adequate capital ? (If not, this could hamper 
the speed of development and initial 
operations).
� Is the capital a commercial or private loan ? 
(commercial loans could add costs to the 
operations)

Market Sectors
� Small up-market (12-24 beds) N$10m-16m
� Large mid-market (48 – 100+ beds) N$15m+
� Small mid-market (16-24 beds) N$3-5m
Note: See attached Cost Matrix 2008

Rack Rate
� Up-market N$1200-N$4000+
� Mid-market N$500-N$1200
� Low-market N$200-N$500

Operational /  Growth
� Occupancies – average in Namibia is approx 40% (with great 
variation)
� Break –even occupancy average is approx. 30% (below this over 
the longer term is not viable)
� Existing operators with market links will get higher initial 
occupancy rates and occupancies will grow faster
� New or inexperienced operators without strong market links will 
get lower initial occupancies and occupancies will grow more 
slowly
� Increase in prices /  costs (inflation) – Note average over past 2 
years has been around 10%
� Achieved rate (commissions & deductions) – average 
commission is about 25-35%.  With VAT and NTB levy this can be 
as much as 40% deduction from Rack Rate.
� Marketing plan – 5% capital cost at start up and 5% of annual 
turnover thereafter.  Will  depend on if lodge is part of a group or 
individual

Operational Costs
� Are costs realistic in relation to proposed 
product (No. Staff, maintenance, replacement 
etc.)
� Does the operator have “economies of 
scale” (other lodges in same area) – this 
would allow costs savings.
� Are annual cost increases in line with 
inflation
� Ensure all operational costs are shown

Conservancy Income
� Proposed payment to the conservancy – e.g. 
Percentage of Net Turnover, bed-night levy, 
fixed rental etc.
� Rate at which this payment increases annually.
� Minimum guaranteed payment
� Proposed deductions e.g. Commissions, 
discounting, VAT, NTB (total % deductions)
� Method of payment – fixed monthly fee, 
variable monthly fee, quarterly payments.
� Method of calculation of above fees.
Note: See Basic Financial  Definitions in Section 
1.3.

8.2 Financial & Business –
what to look for ?
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Financial & 
Business  
(Other)

Leasehold
� Leasehold /  agreement duration – the higher 
the investment then the longer the lease /  
agreement requirement.  Alternatively – the 
lower the growth potential, then the longer the 
lease /  agreement requirement.
� Do not give sites away on long term leases if 
returns are too low /  viability is in question.

Track Record
� Existing operator /  investor /  management 
company (Namibia) – easy to look at their 
track record and reputation
� Existing business (Namibia) – as above, but 
need to check tourism experience
� Overseas or external investor – often harder 
to assess track record and reputation.  Also 
harder to  establish a working relationship 
and build trust

Company Structure
� Large multinational company – could have 
access to more resources and cover initial 
cumulative losses more easily than a small 
company.
� Small family /  consortium (lifestyle) – owner-
operators are often very committed and easy to 
work with but must ensure lodge does not just 
become a “hobby” and is aimed at obtaining a 
good return from the use of the site.  A 
minimum payment will ensure lodge performs
� Shareholders /  investment companies – will 
expect a return on their investment so the lodge 
may be more profit driven.

Location
� Proximity to main attractions – expect faster and 
higher growth rates
� Accessibility - remote locations require additional costs 
and are often better developed as up-market exclusive 
lodges (need to recover high costs)
� Competition – where located close to other lodges –
need to offer different or better products, prices, 
experiences  or volume of tourists must be very high to 
match supply of beds (e.g. Adjacent to EtoshaNP)
� If the location /  product has potential for further 
growth, this will have a positive impact on potential 
viability.

8.3 Financial & 
Business – what to 

look for ?
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Empowerment

Staffing
� Number of staff employed
� Local v external staff
� Is staffing realistic for product (e.g. Up-market 
lodges may require a ratio of 3 staff to 1 guest)
� Wages – what is the minimum wage and are 
wage levels in line with the national average 
(above or below).
� Social security 
� Medical  Insurance
� Housing
� Annual leave
� Transport to work
� Uniforms
Note: the staff conditions offered should be 
compliant with the Namibian Labour Law.  They 
should also be compared with other lodges of a 
similar type.

Skills Development
� What is the commitment to training
� What is the staff “progression plan” – how 
will staff move up within the business (e.g. 
Cleaner – guide – assistant manager-
manager)
� What is the management “succession 
plan”? – Will external managers be replaced 
by local staff and over what period?

Company Structure
� Large multinational /  regional company –
could have access to more resources and 
therefore increased training and learning 
opportunities for staff.
� Small family /  consortium (lifestyle) – owner-
operators are often very committed and easy to 
work with but may not have resources for good 
training programs or may not wish to “ let go” of  
the management of the lodge.
� Shareholders /  investment companies – will 
expect a return on their investment so they will 
insist on competent staff regardless of where 
they come from – may take longer to localise 
staff.

Procurement
� Willingness to source supplies and services locally e.g. 
Wood, laundry, vegetables, meat etc
� Willingness to provide technical support to local 
businesses so they can provide reliable supplies and 
services.
Note: This should be seen as an additional component in 
favour of a particular proposal, but it is the main financial 
offer to the conservancy and the wage income to staff 
that are the most important.

Working Relationship
� Willingness and commitment to make the Joint 
Management  Committee work effectively.
� Non-financial benefits – what other benefits are being 
offered e.g. Emergency transport , access to phone, 
support for other community initiatives such as festivals, 
sports events etc.

8.4 Empowerment –
what to look for?

 



41 | P a g e   
 

 

Environment

Design Features
� Passive energy – has particular attention been 
given to sitingof buildings, shade, weather 
patterns, winds etc.
� Use of environmentally friendly building 
materials.
� Use of local materials.
� Appropriate landscaping and planting 
(indigenous species only).

MET Legal Requirements
� Does the proposed Environmental Plan 
comply with the current MET legal 
requirements? This will normally include the 
need for an Environmental Questionnaire and 
then an Environmental Impact Assessment 
(EIA) or Environmental Management Plan 
(EMP).
� An EMP is the most practical as it provides 
management guidelines for  the operations of 
the lodge into the future. (See Section 1.9)

Waste Management
� Clear policy and approach to waste 
management.

Vehicle Management
� Servicing & maintenance of vehicles.
� Commitment to reducing vehicle use – more emphasis 
on non-vehicle based activities e.g. Walking, horses, 
bikes etc.
� Vehicle sharing (other lodges /  businesses)

Appropriate Technology
� Solar energy – electricity.
� Solar heating – water.
� Water saving devices.
� Use of grey water.
� Wind power.
� Dry composting toilets.

Contribution to the 
Conservancy

� Sharing resource management activities – e.g. 
Wildlife monitoring, species re-introduction, water 
point maintenance, poaching control, erosion 
control etc.

8.5 Environment –
what to look for?

 



Exercise: 

Review the questions and answers on the model business plan @ Joint Venture Guidelines, 1.5 
Assessing Proposals, JV Financials – Examples (spreadsheet) 

Review the four applications for the Khaudum tender – determine who had the most realistic 
business plan 

 

 

 

Notes 
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MODULE NINE : TOURISM AND CONCESSIONS PLANNING 

Ultimately, tourism must be a conservation tool in protected areas.  In Namibia tourism in parks 
is also a social development mechanism.  Tourism serves these conservation and social 
outcomes not the other way round.  As such tourism concessions are a means to an end, not an 
end in themselves. 

Tourism concessions should have a symbiotic relationship with the park in which they operate.  
The test for this is…  “…if the concession ceases, then conservation would suffer”. 

Planning for tourism is about planning for a quality visitor experience!  Roads, lodges, viewing 
hides, interpretation and other visitor facilities should be designed to facilitate and support a 
quality visitor experience. 

Tourism planning in the concession context is aimed at addressing the planning need in the 
diagram below.  

 

 

 

 

 

Principles for tourism planning 

�  The natural and cultural environment within the protected area should form the basis for 
all other uses and values affecting the park and its management. These fundamental assets 
must not be put at risk; 

�  Protected area tourism depends on maintaining a high quality environment and cultural 
conditions within the area. This is essential to sustaining the economic and quality of life 
benefits brought by tourism; 

�  The protected area management organisation exists to protect the values for which the area 
was originally established through, among other things: active management of tourism and 
tourists; sharing of responsibility for management with tourism operatives, local 
communities and visitors; and providing potential economic opportunities for tourism; 

�  Protected area visitors expect to find facilities, programmes, and recreational and learning 
opportunities within the park, but not all demands can be met, as some of these 
expectations may be inconsistent with park goals and objectives; 

�  Visitors actively seek the best service quality they can afford for the money they have 
available. They do not necessarily seek the cheapest opportunities available; 

�  Visitors desire diversity in the recreational opportunities afforded, but not all parks 
can or should set out to provide for every demand; 

Planning Allocating Monitoring 
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�  Planning should occur within, and acknowledge, the regional context of a particular 
protected area. This means that the types of tourism opportunities afforded in other 
protected areas should be inventoried as part of the planning process; and that the planning 
of tourism within a protected area should take account of tourism demands and provision in 
nearby areas; and 

�  Managing expectations is jointly the responsibility of park managers and other tourism 
operators. 

Except from Eagles et al (2002) 

You need to understand your visitors, who they are, where they come from and the product that 
your country offers them.   You also need to be aware of tourism trends in Namibia –do you 
need to plan for growth over the next ten years? For example Sossusvlei entrance. 

You also need to understand the market segments, their characteristics, respective strengths and 
weakness.  For example Wilderness Safaris vs. Namibia Country Lodges; back packers vs. 
visitors from South Africa. 

Tourism planning should be multi-disciplinary, ideally including ecological, financial, tourism 
and economic.  For example the Kunene People park Tourism Plan.  It should generally involve 
operators and communities and should be backed up by a detailed understanding of the existing 
tourism trends and market in the area. 

Zoning for various experiences and activities is a very useful method of making sure that a 
range of opportunities are provided without adversely impacting on one another.  However, in 
Namibia we need to go beyond zoning and identify actual opportunities  

Other useful concepts for tourism planning include: 

a) Yield over volume – leads to increased income from less visitors and therefore less impact 

b) Carrying capacity – what is the maximum sustainable use of this area 4x4 trips from 
Luderitz to Walvis Bay (tracks, interactions and mining towns). 

c) Concentration vs. dispersal of activities and impacts.  Time and in Space.  For example at 
low levels of use dispersing activities and visitors is often the best option once high levels 
of use are reached you need to concentrate activities i.e. camping on the Hoanib River or 
limiting dolphin watching 11am-3pm 

d) Tragedy of the commons 

“...medieval land tenure in Europe, of herders sharing a common parcel of land, on 
which they are each entitled to let their cows graze. In Hardin's example, it is in each 
herder's interest to put the next (and succeeding) cows he acquires onto the land, even 
if the carrying capacity of the common is exceeded and it is temporarily or permanently 
damaged for all as a result. The herder receives all of the benefits from an additional 
cow, while the damage to the common is shared by the entire group. If all herders make 
this individually rational economic decision, the common will be depleted or even 
destroyed to the detriment of all.” 

e) Limits of Acceptable Change.  The concept is relatively simple, plan your desired outcomes 
and activities, allocate the activities via a concession(s), and monitor them to make sure 
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Exercise: 

Review the Study on Characteristics of Demand of Tourists and Use Patterns of Protected 
Areas and in Namibia – who are the prime visitors to Namibia, why do they come and what 
are the places they like? Who should we be aiming to attract? 

What are the overall visitor trends in Namibia?  

Review the Kunene Peoples Park Tourism Plan – why has this plan worked so well? 

 

they are not wrecking the natural environment or a quality of the visitor experience.  If they 
are not then further rights or an expansion of existing rights could be considered.   If 
damage is occurring then the amount of rights allocated may need to be lowered.  Examples 
the Speight’s Coast to Coast in NZ and aircraft monitoring 

 

 

 

 

 

 

 

 

 

 

 

 

Refer to: 

Managing protected Areas: 
A global guide - Chapter 19 

Sustainable Tourism in 
Protected Areas: Guidelines for 
Planning and Management (IUCN)   
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PART B 

Concessions Unit  
 

PART B: STAFF COMPETENCIES  &  
DEVELOPMENT 
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INTRODUCTION  

The criteria and processes for the recruitment, induction and development of staff should be 
documented as part of the overall concessions system.  Key competencies need to be defined for 
each role.  This will enable the recruitment of staff, either with, or able to develop, the wisdom 
and skills required. These competencies should reflect that concessions management is a 
complex job, and not simply and entry level job. It will be important to ensure that any staff 
team has the full range of abilities across team members and works collegially. 

SPAN has provided considerable support to the Ministry of Environment and Tourism (MET) 
to establish a competent and functional concessions system.  As part of this on-going 
commitment, capability building for the Concessions Unit is now being provided.  At this time 
there is a particular focus on two key areas: 

3. Identification of concession staff competencies internationally, benchmarking Namibian 
concession staff skills against these and identifying gaps.  Then sourcing providers to 
produce training plans for each staff member of the unit. 

4. On the job training for staff in the unit on topics where there are no formal training 
providers or where the topics are unique to concessions function. 

This document deals with point one above.  International concession staff competencies have 
been identified from Canada, Australia and New Zealand.  This list of competencies, and the 
unique skills needed for working in Namibia are brought together into the ‘ideal concession 
person’.  Concession Unit staff skills are benchmarked against these competences.  Skill gaps 
for each of the three positions are identified and training interventions are outlined to improve 
the capability of each staff member and the Unit as a whole.  The outcome from the report is an 
individual development plan for each staff member that ensures training is targeted where it is 
needed most.  Recommendations are also made on how the Unit as a team can also develop.   

Development needs can be met in a wide variety of ways and options need to be documented 
for each key competency. For example, formal courses on negotiation, leadership and 
relationship competencies are provided by formal training providers; but job shadowing an 
experienced lodge manager or experienced staff members may be another appropriate means of 
transferring necessary skills.   

Together with the one the job training being provided these two initiatives will build the 
capability of the unit so they can deliver on the environmental, economic and community 
development goals of the Policy on Tourism and Wildlife Concessions on State Lands 2007.  

 

 



48 | P a g e  

 

INTERNATIONAL CONCESSION STAFF COMPETENCIES  

This section outlines the key competencies’ and other relevant material from New Zealand, 
Canada and Australia.  The unique skills for working in Namibia are also identified.  

Department of Conservation, New Zealand  

Concession Facts 

Number of concessions: 3700 tourism and non tourism concessions 

Income from concessions: NZ$ 14m 

Staff employed: 60+ across the whole country 

Timeframes for small concessions: Three to six months 

Timeframes for large concessions: 6-24 months 

Preferred allocation method: Reactive consideration of applications 
received   

Structure (centralised or decentralised): Concession Units based in regional offices 
with local field staff responsible for 
relationship management and monitoring 

 

Key competencies (Mr. Phil Keene, Team manager, concessions and statutory land 
management, Canterbury Conservancy) 

�  Interpersonal: customer service to clients, builds relationships, contributes to the rest of 
the team, shares information and exercises leadership (persuades, justifies, negotiates) 

�  Information : acquires and evaluates information, organises and maintains information, 
interprets and communicates information clearly and precisely (strong written and oral 
skills), uses computers to process information and is able to uses variety of technology 

�  Planning and organising: achieves results, prioritizes tasks, is able to work independently, 
can be flexible and is self managing and able to take initiative. 

�  Behaviours: is enabling and makes things to happen, can empathise with clients. Has a 
high degree of active listening skills.  Has the judgement and ability to know when to 
commit but also knows when to say “no”. 
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Parks Canada 

Concession Facts 

Number of concessions: 2752 leases, licenses, business licenses 

Income from concessions: CAD$8.2m 

Staff employed: 30 

Timeframes for small concessions: Three to six months 

Timeframes for large concessions: 60 days effort 

Preferred allocation method: Tender 

Structure (centralised or decentralised): Centralised for large scale issues, 
decentralised smaller concessions and for 
relationship management and monitoring 

 

Key competences (Lorrie Marlow, Senior Realty Advisor, Infrastructure and Real Property 
Directorate) 

�  Analytical skills: good judgement for making decisions, assessing people, ideas and 
proposals 

�  Program management skills: managing a land portfolio, managing every transaction from 
start to finish 

�  Negotiating skills 

�  Thorough and attention to detail 

�  Effective listening and communication skills 
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Department of Environment and Climate Change, New South Wales, 
Australia 

Concession facts 

Number of concessions: 1235 incl. leases, licences easements, marine 
and guiding 

Income from concessions: AU$16m and growing 

Staff employed (FTE): 17 

Timeframes for small concessions: 4-12 weeks 

Timeframes for large concessions: 6-18 months for a tender 

Preferred allocation method: Tender 

Structure: Centralised 

 

Key Competencies (Mr David Roman, manager, visitor and business programs, tourism and 
partnerships branch, parks & wildlife group) 

�  Strong skills and experience in land/property valuation/contract management/leasing and a 
good understanding of property markets (esp. for senior staff involved in managing/leading 
property lease/ licence negotiations).  

�  An understanding of the importance of revenue and business planning in the 
concession/public sector context is also important. I could acquire formal qualifications and 
would prefer as such but also appreciate skills acquired in this area” on the job” in a similar 
environment. 

�  Strong/effective negotiation and communication skills 

�  Good project management skills and experience 

�  Sound understanding of legal/legislative underpinnings of the business/leasing/concession 
process 

�  Sound computer skills and proficiency in key applications in doing the day to day functions 
of the job i.e. word processing/spreadsheets/database management 

�  Depending on the level of the position, i.e. team leader/manager - experience in managing 
staff/supervision etc. 
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Independent review 

An independent review into NPWS leasing system found that a lease’s ‘success’ seems to be 
determined by the personality of the operator, their entrepreneurial skills and their ability to work with 
the NPWS. In order to move towards a partnership approach, the NPWS was challenged to adopt a 
holistic and strategic approach to is relationship-management, in line with the principles outlined in 
the case study below. 

The review found that there is a perception by NPWS that lessees operations sit in conflict with its 
core business to manage its protected areas. It was found that this is a valid and important concern. 
However, once NPWS legally commits itself to lease agreements  the organisation and its staff need to 
fully recognise their role in managing and supporting the partnership so that both parties can meet 
their respective goals in a mutually beneficial, and rewarding, manner. 

Case study – principles for partnerships 

Excerpt from: From Lessees to Partners: Exploring the Relationships between the NSW National 
Parks and Wildlife Service and their Private Visitor Facility Providers (2007). To aid the NPWS to 
take their relationships ‘from lessees to partners’ seven principles have been promoted: 

Principle 1: A strategic, coordinated and organisation-wide approach is taken to the identification and 
development of lease arrangements. 

Principle 2: The sourcing and selection of potential lessees is facilitated in a manner which is clear, 
inviting and encouraging, and provides applicants with good insight into the nature of partnerships 
with NPWS. 

Principle 3: Partnerships with lessees are publicly and openly recognised and promoted, on an 
ongoing basis.  

Principle 4: Lessees’ simple requests are responded to in a timely and efficient way, so that their 
businesses can continue to operate in a professional manner. 

Principle 5: NPWS is proactive in strategically predicting lessees’ more complex requests and 
provides a clear structure for their resolution. 

Principle 6: NPWS capitalises on their lessees’ skills, knowledge and services, and utilises these 
assets. 

Principle 7: The personal commitment of lessees to their businesses is recognised, and their long-term 
business goals facilitated. 
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SUMMARY OF INTERNATIONAL CONCESSION STAFF 
COMPETENCIES 

The following list of competences is derived from the information provided by the New 
Zealand Department of Conservation, parks Canada and the NSW, Department of Environment 
and Climate Change in Australia. 

5. Relationships: is customer focused, builds positive and lasting relationships, contributes to 
the rest of the team, shares information and exercises leadership (persuades, justifies, 
negotiates and listens). 

6. Effective negotiating and communication: excellent report writing skills, oral, 
presentation, effective listening skills 

7. Leadership: Able to build and lead a team, supervisory skills, ability to encourage and 
reward performance and address poor performance, develop staff, provide advice co-
ordinate and allocate work. 

8. Planning and organising: achieves results, prioritizes tasks, can work independently, is 
flexible, self managing with initiative, has project management and project administration 
skills and thorough attention to detail.  Can supervise consultants and contracts. 

9. Computer: word processing/spreadsheets/database management, acquires and evaluates, 
organizes and maintains information, interprets and communicates information (strong 
written and oral presentation skills), uses a computer to process information and is able to 
uses a variety of technology. 

10. Analytical : critical analysis, good judgement for making decisions and assessing proposals 
and provide peer support to colleagues.  Is able to understand and evaluate risk and 
understand markets.  

11. Financial management: ability to read, analyse and evaluate business plans, manage and 
collect fees. 

12. Environmental Impact Assessment and monitoring: Can predict and scope the impacts 
of various operations, undertake monitoring activities on the ground. Can provide advice to 
operators and communities about acceptable impacts and provide advice on alternative 
actions that have less impact.  

 

Additional competencies needed for working in Namibia 

Because of the specific goals of the Policy On Tourism and Wildlife Concessions On State 
Lands additional skills are needed in Namibia.  These include 

13. Working with communities: and how tourism can contribute to community empowerment. 
Understand community dynamics and what motives their different interests in concessions 
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14. Joint venture arrangements: understanding and advising on various business arrangement 
between communities and operators; and understanding the advantages and disadvantages 
of each model 

15. Working in a development context: including working with other NGO’s to channel 
effort, expertise and resources. 

16.  Tourism planning in protected areas: ability to understand tourism flows, markets and 
protected area tourism, how to manage impacts and plan for a range of viable tourism 
opportunities.  Able to supervise and participate in tourism planning. 

 

 

 

 

 

 

  

 

 

 

 

 

 

 

 

 

While it will be difficult to find all of these competencies in any one person it is important that 
concession staff have most of these attributes.  What is critical is that the Concession Unit have 
all of these skills.  If this is not possible then the Unit needs the ability to contract these skills in 
when needed. 

 

Planning & organising 

Joint venture setup skills 

Communication 

Financial & business 
planning 

Leadership 

Analytical skills 

Negotiation 

EIA & monitoring 

Advanced relationship 
ability  

Development expertise Tourism planning 

Concessio
n staff 

Working with communities 

Computer 

Figure 1 - The 'ideal' concession staff 
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ROLES OF CONCESSION STAFF 

Chief Control Warden 

The Chief Control Warden (CCW) has the primary role of working on the business rather than 
in the business.  The CCW is responsible for making sure that the Concession Unit is led and is 
functioning properly including:  a) that the unit has the staff and financial resources to do its 
work; b) that revenue targets are met and exceeded; c) that tasks and cases are allocated and 
work is completed to an appropriate standard; e) the CCW will also implement a performance 
management system to manage staff; f) they will supervise consultants and assist with proactive 
tourism planning in parks; g) they will have responsibility for liaising with industry bodies such 
as NTB, FANATA and DOT; h) they will support their staff, the Director and Concessions 
Committee in whatever they need; i) they are responsible for making sure that the standards 
presented in this document are met, and finally; j) they will manage some of the more 
complicated cases i.e. a tender etc. 

Control Wardens  

The Control Wardens (CW) are responsible for working in the business.  The CW are 
responsible for primary relationships with operators and field staff including managing cases 
(either tenders or applications), completing reports, drafting contracts, critically reviewing 
applications, reviewing EIAs, business and empowerment plans, drafting tender documents, 
participating in tourism planning in parks, negotiating fees with operators, assisting 
communities to structure arrangements with JV partners.  The CW will also monitor concession 
operations along with field staff. 

The Clerk 

The Clerk has primary responsibility for the administration functions of the Concessions Unit 
including the file system, database, and revenue management.  They may also be involved in 
permitting smaller scale activities, such as filming.  If they prove competent they can progress 
toward working on larger applications.  They will compile the reports from the CCW and CW 
to the Concession Committee, organise meetings and take minutes. 

All staff in all positions should be recruited with the ability to aspire to the position above them.  
Good performance from team members reflects well on the entire team.   

Not all positions in the Unit will need all of these skills.  For example, the chief wardens will 
not need the leaderships skills to the same degree as the chief control warden and the clerk will 
not need the tourism planning skills of others, but they will need to be a very good administrator 
with thorough attention to detail.  The table below outlines the competencies above and how 
they apply to the various positions in the Concessions Unit. 
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CONCESSION STAFF COMPETENCIES AND HOW THEY 
APPLY TO POSITIONS IN THE CONCESSIONS UNIT  

The following table outlines the competencies and level of competency that each member of the 
Concession Unit should have in order to complete their roles effectively. 

Competency CCW CW Clerk 

Advanced relationship 
management 

advanced high medium 

Effective 
communication 

advanced high medium – high 

Negotiation advanced high medium 

Leadership high medium low 

Planning and 
organising 

high high medium 

Computer high high high 

Analytical skills advanced high medium 

Financial management high medium medium 

EIA and monitoring advanced High low 

Working with 
communities 

advanced high medium 

Joint venture 
arrangements 

advanced High medium 

Working in a 
development context 

advanced High medium 

Tourism planning in 
protected areas 

high high low 

 

1 2 3 4 5 6 7 8 9 10 

not applicable low medium high level advanced 
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ASSESSING STAFF AND IDENTIFYING CAPABILITY 
BUILDING INTERVENTIONS  

The immediate, mid-term and development interventions required for improving the capability 
and capacity of each staff member can be identified by using the information above, the 
competency self assessment tool in Appendix A and the example Development Plan in 
Appendix B. 

1. Ask your new staff person to assess their own skills using this form.  Ask them to reflect 
honestly on the skills they have and do not have. 

2. Have they overrated or underrated themselves? Sit and discuss their response with them.  
Ask them for examples that demonstrate the rating they have awarded themselves. 

3. Agree with them on what the final rating should be. 

4. Compare the final rating with the level of competency required for the role.  If the final 
rating scores are below the required competency level then training interventions are likely 
to be needed. 

5. Identify training course from the list of providers that can be used. 

6. What are some of the informal training opportunities that can also be provided to new staff?   

a. They require a great level of understanding of tourism – arrange for them to spend a 
week shadowing a lodge manager.   

b. Monitoring and EIA – arrange for them complete the desert flow tourism award 
assessor training and then shadow an existing assessor in the field. 

7. The assessment tool can be repeated every twelve months to review how each staff member 
in the Unit is developing and to assess further development needs. 



57 | P a g e  

APPENDIX A:  COMPETENCY SELF ASSESSMENT TOOL  

Competency Score 
0 = not 

applicable 
1 = no skills 

10 = very high 
level skills 

Comments 

I have advanced relationship management 
skills, I am customer focused, I build positive 
and lasting relationships, I contribute to the 
rest of the team, I share information and 
exercises leadership (persuades, justifies, 
negotiates and listens)? 
 

  

I have effective communication skills with 
excellent report writing skills, high level of 
oral presentation, I am an active and 
effective listener? 

 

  

I have proven negotiation skills and have 
completed a number of successful 
negotiations.  I know how to listen for offers 
in a negotiation and how to make 
concessions? 

 

  

Leadership, I am able to build and lead a 
team, I have supervisory skills, an ability to 
encourage and reward performance.  I have 
been able to effectively address poor 
performance.  I can develop staff, provide 
advice to colleagues positively and I can 
effectively co-ordinate and allocate work. 
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Planning and organising: I achieve 
results, prioritizes my own tasks, can 
work independently, I am flexible, able to 
adjust, can self manage and take the 
initiative on tasks.  I have project 
management and project administration 
skills and a thorough attention to detail.  I 
can competently supervise consultants 
and contracts achieving outcome to time 
and cost standards. 

 

  

I am good with computers including 
word processing/spreadsheets/power 
point/database management.  I can 
acquire and evaluate information on the 
computer.  I am able to organise and 
maintain information, interpret and 
communicate information using a 
computer.  I have strong written and oral 
presentation skills and I am able to use a 
variety of technology. 

 

  

I have high level of analytical skills can 
undertake critical analysis on proposals.  I 
have good judgement and can make clear 
recommendations after assessing complex 
proposals.  I am able to offer peer review 
support to colleagues.  I understand and 
evaluate risk.  

 

  

I have sound financial management have 
an ability to read, analyse and evaluate 
business plans from operators and 
determine if they are likely to be realistic 
and viable.  I am able to manage and 
collect fees. 
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Environmental Impact Assessment and 
monitoring : I can predict and scope the 
impacts of various concession operations 
and am able to undertake monitoring 
activities on the ground. I can provide 
advice to operators and communities 
about acceptable impacts and provide 
advice on alternative actions that will 
have less impact.  

 

  

I can work well with all communities.  I 
understand how tourism can contribute to 
community empowerment and why it is 
important to involve communities.  I 
understand community dynamics and 
what motivates their interest in 
concessions. 

 

  

I am very aware of different models of 
joint venture arrangements.  I 
understand and can advise on the various 
business arrangements between 
communities and operators; I understand 
the advantages and disadvantages of each 
model 

 

  

I am able to working in a development 
context including working with other 
NGO’s to channel effort, expertise and 
resources.  I understand the aims of the 
concession policy and why tourism and 
conservation are important  to 
development objectives. 
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I have an ability to undertake tourism 
planning in protected areas: I know 
what tourism flows are and how they 
apply.  I fully understand the different 
tourism markets and protected area 
tourism products.  I am able to plan 
and manage impacts and plan for a 
range of viable tourism opportunities.  
I am also able to supervise and 
participate in tourism planning. 
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APPENDIX B: EXAMPLE DEVELOPMENT PLAN FOR 
AUGUSTINE GANES  

Augustine occupies a position similar to the clerks role (in addition to her others SPAN duties).  
She is a hard and capable worker and very valuable to the team.  She is able to complete tasks 
without supervision.  She has great potential and with time I have no doubt at all she can work 
toward positions of much greater responsibility.  To do this Augustine needs to develop her 
skills and potential.  This means she should be provided with opportunities to work above the 
minimum skills of this role. Using the self assessment tool with an interview Augustine rated 
her competencies as outlined in the column three below.  Column four outlines whether training 
interventions are needed.   

 

Self Assessment 

Competency Clerk 
Self 

assessment 
Training intervention required 

Advanced relationship 
management 

medium 5 
Yes, with senior stakeholders and 

staff 

Effective 
communication 

medium – high 4 Yes 

Negotiation medium 2 Yes 

Leadership low 6 
Yes, for working with peers and 

colleagues 

Planning and 
organising 

medium 5 No 

Computer high 7 No 

Analytical skills medium 3 
Yes, start on applications 

assessing completeness & do 
reports 

Financial 
management 

medium 3 
Yes, fee collection and project 

management 

EIA and monitoring low 1 
Yes, need to be aware of this 

issue at all times in conservation 

Working with 
communities 

medium 4 No 

Joint venture medium 1 Yes, need to understand various 
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arrangements arrangements for collecting fees 

Working in a 
development context 

medium 6 No 

Tourism planning in 
protected areas 

low 2 
No, but should assist on field 
work to learn these skills and 

processes 

 

Interventions that can assist capacity and capability building 

 

Priority interventions 

�  Relationship management (advanced) 

�  Communication incl. presentation and written reports plus assertive communication 

�  Negotiation 

 

Mid-term interventions 

�  EIA and monitoring training, accompanying other concession staff in the field  

�  Undertake the eco award training or some other course 

�  Planning and organising incl. project management 

 

Development interventions 

�  Start assessing and analysing both the level of information and viability of concession 
applications, including completing draft reports to the concession committee on some 
of these applications. 

�  Accompany eco award assessors in the field  

�  Accompany tourism planning teams in the field to get exposure to these issues and 
practices 

�  Start on some project management from drafting the terms of reference to completing a 
project to its quality, time and cost standards 
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Courses and actions identified 

The training interventions to meet the above needs should be identified here along with the 
dates and costs of each course.  These should be discussed and agreed with the CCW. 

 

Course name Date course is run Costs 

   

   

   

   

   

   

 

Agreed development actions 

Describe the ‘on the job’ or informal development opportunities that will assist this staff 
member to develop their capability in the future.  These should be discussed and agreed with 
the CCW. 
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APPENDIX C: MODULE THREE, REFERENCE MATERIAL 
FOR PROFESSIONALISM , CONFIDENTIALITY &  GIFTS 

 

�  Affidavit to the High Court by Mr Berry (attached) 

�  Namibian public service code of conduct (attached) 

�  New Zealand conflicts of Interest,  policy, employees and concessions (2007) (attached) 

�  Concession policy, page 8 (CD) 

 

 



65 | P a g e  

APPENDIX D: MODULE FOUR, REFERENCE MATERIAL 
FOR CONCESSION FEES 

 

 

�  Joint venture decision making framework (Boonzaaier, 2002) (attached) 

�  Table, comparisons of different approaches to conservancy payment (2009) (attached) 

�  The concession payment register 
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APPENDIX E: MODULE FIVE , REFERENCE MATERIAL 
FOR INTRODUCTION TO RELATIONSHIP MANAGEMENT  

 

 

�  Become a smart negotiator – course material (attached) 
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APPENDIX F: MODULE SIX , REFERENCE MATERIAL FOR 
INTRODUCTION TO EIA   

 

 
�  Environmental impact assessment and audit best practice for concessions in New Zealand (attached) 

�  EIA assessment sheet (NZ) (attached) 

�  Eco awards Namibia, good practices handbook (2005) (attached) 
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APPENDIX G: MODULE SEVEN REFERENCE MATERIAL 
FOR INTRODUCTION TO MONITORING  

 

 

�  Eco awards Namibia assessment form (attached) 
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APPENDIX H:  MODULE EIGHT REFERENCE MATERIAL 
FOR INTRODUCTION TO READING AND 
UNDERSTANDING BUSINESS PLANS 

 

 

�  Joint venture guidelines, spread sheet expenditure tab (2009) (CD) 

�  Khaudum tender applications (2008) 
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APPENDIX I:  MODULE NINE REFERENCE MATERIAL 
FOR INTRODUCTION TO TOURISM PLANNING  

 

 

�  Namibia, the impact to travel and tourism on jobs and the economy (WTTC) (attached) 

�  Study on characteristics of demand of tourists and use patterns of protected areas and in Namibia 
(2007) (attached) 

�  Sustainable tourism in protected areas, guidelines for planning and management (IUCN 2002) 
(attached) 

�  Sperrgebiet tourism plan, Appendix 1, theoretical context  (attached) 

�  Tourism plans for BMM, KPP and Sperrgebiet National Parks (CD) 

 

 

 

 

 

 


