Annex

Annex 1.
Participatory methods and tools for co-management

(modified from Borrini-Feyerabend, 1997, and Barton et al., 1998)

Street or village theatre (and film shows)

Street or village theatre is a method of social communication that promotes public infor-
mation and discussion of specific issues or problems. Basically, it prompts the attention and
interest of people by telling a story, and needs the contribution of local storytellers, theatre
groups, clowns, dancers and / or puppet artists. The show usually capitalises on attractive im-
agery, music and humour to raise people’s awareness of an issue affecting them. The audi-
ence can be encouraged to join in and play a part in the show. The show can be filmed or rec-
orded for radio broadcasting, and thus be made available to a wider audience.

At times, a live theatre piece cannot be produced. In those cases, consider substituting it with
a film describing how the issues and problems at stake affect the life of local people.

The show (or film) should be entertaining and stimulate people to think, participate and dis-
cuss among themselves. It should strive to illustrate several points of view on a given subject
and avoid passing on a “pre-cooked message.” When humour is used, it should not be at the
expense of one institutional actor in particular, as this could compromise the chances of dia-
logue and communication in the co-management process.

How is it done?

With the Start-up Team, identify a co-management problem or issue that needs local attention
and action. Meet with local entertainers to discuss how the issue or problem could be illus-
trated by a story or told through a play, dance or some other local form of entertainment. If
none of this is feasible, consider a film.

Support the production of a show (or a film), and have it tested with a small local audience
for interest and effectiveness.

Present the show at local gatherings, such as a festival or market day. Some presentations can
also be taken to schools or to the streets. At the end of the show (or film), encourage the au-
dience to discuss the main issue or problem among themselves. Let them know that there are
groups and initiatives willing to do something about it, and that they are welcome to offer
their advice and contributions. Say specifically who is doing what and how people can con-
tribute.

Strengths and weaknesses

+ an entertaining and non—threatening way of promoting the discussion of an issue / problem

+ based on local customs, traditions and culture and therefore readily understood and ac-
cepted

+ does not usually require large capital investment

+ does not usually depend on technology that can break down

+ can be highly credible and persuasive where folk media has a strong tradition

— requires skilful local artists

— may be difficult to organize and requires a close working relationship with local media
artists
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Community radio programmes

Community radio programmes are excellent means of social communication, to inform peo-
ple and stimulate their discussion and debate. They can be produced at the local, district or
regional level. The content of the programmes may vary from formal documentaries to dis-
cussion forums, from plays and storytelling to talk shows where local people participate di-
rectly or “phone-in” and express their views on the air.

Effective programmes are made by mobile radio production teams, who interact with a range
of people and record a variety of material in the local language and in various locations. In-
creasingly, even in the remotest corners of the world one can occasionally find community
tele-centres, equipped with telephone, radio, word processors, e-mail and access to the Inter-
net. Such centres can also organise themselves for local radio programming and broadcasting.
Experimentation is currently under way to broadcast directly from the Internet to local low-
power radios.

Decision-makers and politicians usually like to participate in radio programmes, and they can
be asked to respond to the issues and problems raised by the public. This may promote some
effective action or at least increased accountability on the part of the politicians.

How is it done?

Identify a radio station willing to host a programme on the subject of interest and establish an
agreement with it, possibly on a regular basis and at a popular listening time. Alternatively,
set up a new (even low-power) emitter in the local area. Have some individuals trained in the
techniques of preparing a radio programme, including interviewing. If a documentary ap-
proach is to be used, prepare a story line and, as much as possible, involve local people in de-
signing the programme.

For interviewing, select local people who can present a range of experiences and perspectives
and express themselves clearly. For discussion programmes, make sure that a variety of local
groups and points of view are represented.

Edit the tapes so that they offer a coherent picture of the issues confronting the community
and the co-management initiative. Offer plenty of questions to stimulate the audience to
think.

Strengths and weaknesses

+ Can inform many people over a wide area within a short time

Can lead to more transparency and accountability

Can strengthen the sense of community and of shared experience

If aired on a regular basis, radio programmes can be invaluable as a forum for discussion
around the co-management initiative

Tapes can be copied and distributed to organizations and schools to use as a focus for
group discussion; they can also be distributed to local transport vehicles to generate on-
the-road discussions

+ 4+ +

+

— Relies on people having access to radios or to telephones (for talk shows)
— Cost and time involved in preparing documentary programmes are considerable

— Use of recording and editing equipment requires technical knowledge - {Formatted: Bullets and Numbering

— Can only be used for raising awareness, not as a substitute for face-to-face discussions
with the affected community and other stakeholders.
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Land-use Mapping

A group of people collectively draws a map of a community, a territory or an area at stake.
The map shows the geographical distribution of environmental, demographic, social and eco-
nomic features as seen by the participants in the exercise. Land uses, borders and key re-
sources and problems are then highlighted. The participants draw the map on a flipchart or on
the ground, plotting features with symbols that are understood and accepted by all members
of the group, regardless of literacy (see the picture on the cover of this book). Purchased
maps, aerial photographs or basic drawings on paper or on the ground can also be used as a
basis for the exercise. Land-use mapping is useful for providing an overview (or “snapshot™)
of the local situation. It can also serve as a good starting point for environmental and social
assessment.

How is it done?

Discuss the purpose of the exercise with the participants. Agree on the subject and limits
(borders) of the map and on the graphic symbols to be used; participants choose their own
symbols.

Ask one of the participants to be the main person responsible for drawing or plotting symbols
according to the suggestions of the group, but leave everyone free to participate.

In fact, promote participation by posing questions to several individuals; allow the group to
discuss different opinions and views.

Once the map is finalized, ask participants to interpret the overall picture; if appropriate, sug-
gest that they locate on the map the main problems in the area, as they see them. Ask also to
locate on the map available resources, and explain what could be done to solve the problems.
The map is community property; leave the original in the community and make copies or take
pictures of it if other uses are foreseen.

Strengths and weaknesses

+ Mapping and the associated discussions quickly provide a broad overview of the situation.
They encourage interactive communication

They help people to see links, patterns and inter-relationships in their territory

Individuals who are illiterate can also participate

+ 4+ +

— Mapping must be complemented by information generated by other participatory assess-
ment tools to avoid subjectivity and superficiality
— Some cultures may have difficulties in understanding graphic representations

Historical Mapping

Historical mapping uses a series of land-use mapping exercises to portray the demographic,
social and natural resource situation of a community or territory at different moments of its
history. Usually, three maps are drawn, showing the situation as it existed one generation ago,
at the present time, and as it is expected after one generation to come. Demographic infor-
mation can be plotted as household symbols or circles to represent 10 or 100 residents. Other
symbols can be used for natural resources, types of crops, pasture areas, infrastructures, so-
cial services, etc.
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Historical mapping can be extremely helpful in introducing the time dimension in participa-
tory appraisal and planning. It can provide visual evidence of changes that have occurred and
expected trends. In this way, people can easily identify determinants of environmental and
socio-economic problems and options for moving towards their desired future.

How is it done?

The participants draw a map of the current demographic, socio-economic and environmental
situation. With the help and advice of community elders, the same exercise is repeated to
show the situation as it was approximately twenty years ago.

The current and past maps are then compared, often via a brainstorming session, to identify
collectively major changes and their root causes.

Based on the list of changes and causes, a prospective map can be drawn by the participants
to show their expectations of the situation that will exist in the community in 20-30 years, if
current trends are maintained.

The future map can be analysed to explore differences between what is projected and what a
desirable future would be. The discussion can progress to identify potential ways to address
the identified problems. If need be, a map corresponding to the vision of the community (see
the “guided vision exercise” in this chapter) can be drawn as a planning and visualising tool.

Strengths and weaknesses

+ the technique can be very expedient when summarising the results of a comprehensive
participatory appraisal

+ it may make the participants more aware of the fact that most positive and negative chang-
es in environment and development are shaped by historical, people-related actions

+ it can help to identify medium- or long-term solutions to the problems affecting the com-
munity

— the exercise is sometimes long and complex; more than one session with the group may be
needed to get through the whole sequence of mapping and discussion

— sensitive issues from the past may be raised, including conflicts within the community and
between the community and outsidersTransect walks and diagrams

One way for a Start-up Team to help a stakeholder group identify and reflect upon some key
feature of their environment and lifestyle is to take an observational walk together, i.c., a
walk paying attention to people, activities, resources, environmental features, etc. Observa-
tional walks may be taken in a meandering way, following a particular feature of the land-
scape or the interests of the observer(s). The walks can also be structured as a transect, i.e., a
straight line cutting across the terrain in a given direction. Walks of these kinds help to verify
the information provided on maps, both through direct observation and in discussions with
people met along the way. Ideally the walk is organized for a small group, so as to maximize
the opportunities for interactions.

There are several types of transects, among which two broad categories are social and envi-
ronmental transects. The social category usually concentrates on number and distribution of
households, housing types, infrastructures, social services, administrative boundaries, eco-
nomic activities, literacy levels, work skills, etc. It may also focus on one specific aspect of
local life, such as public health, and thus picture incidence of particular diseases, health risk
factors, etc. The environmental category focuses on natural resources and land-use features,
such as forests, rangeland, barren land and erosion phenomena, streams and other bodies of
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water, extension of cultivated land, types of soil and crops. A typical transect includes a com-
bination of social and land-use information.

How is it done?

The Start-up Team agrees with the relevant interest group who will take part in the transect
walk and discusses with them the purpose of the exercise. During the walk the participants
take notes about the relevant features observed, seek clarifications from people encountered
along the way and discuss with them problems and opportunities in informal and convivial
ways.

After the walk, the Team and the participants discuss the collected notes and draw a transect
diagram together. Under the diagram, related to specific sections of the territory or area at
stake, they note environmental and social features, as well as problems and opportunities spe-
cific to each sector/ area.

Strengths and weaknesses

+ transect walks are a highly participatory and relaxed technique

+ they enhance local knowledge and can be used very effectively in low-literacy communi-
ties

+ they are very useful in validating findings of participatory mapping exercises

+ the diagrams illustrate quite concisely a variety of local features and issues

— the walks and the drawing and analysis of the transects take some time (usually several
hours)
— drawing good transect diagrams requires some graphic skills.

Trend analysis

Trend analysis is used as part of an individual or group interview and consists of an in-depth
discussion of specific issues or phenomena (e.g. tree cover on the hills, fish productivity in
the lake, jobs in the region). Has the phenomenon evolved with time? How is it likely to
evolve in the future? Is the evolution desirable? If not, what could be done about it? For large
areas, such as a region or country, trend-related data are often available, but for small areas,
such as a village, it is unlikely that such data exist, especially data covering a long period of
time. Thus, information showing a pattern of change needs to be obtained locally. The main
purpose of trend analysis is to assess changes over time, and to raise the awareness of people
about phenomena that accumulate slowly (e.g. soil degradation, population dynamics).

How is it done?

The participants in the exercise select the topic /subject to assess and identify one or more
accurate indicators. For instance, if the subject is community well being the facilitator could
ask the participants what constitutes a good life for them. They may list household income,
transport facilities, numbers of livestock, access to services such as education and health care,
etc. If the subject is the management of the watershed they may list: water flow in the valley,
water pollution, vegetation cover, instances of serious gully erosion, etc.
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The facilitator then asks the participants to say where they think they are now in relation to
each indicator, where they were 5-10-20 years ago, where they think they will be in 5-10-20
years. Together with them, draw a graph of the trend for each indicator, or use some symbolic
graph, such as adjacent piles of little stones on the ground (more stones mean that the indica-
tor goes up). Once the trends are clear, the facilitator asks the participants to discuss them
(“What is happening? Why? Is that good or bad? Good for whom and bad for whom? Should
something be done about it? What? What would be happening then?”).

Strengths and weaknesses

+ creates an awareness of potentially negative and positive trends in the community, includ-
ing the environmental impacts of activities

+ group interaction enriches the quality and quantity of information provided

+ different points of view existing in the community can surface and be compared

+ allows a comparison of trends of different indicators and, possibly, an estimate of the rela-
tionships between them

+ cheap to use and can be adapted to the materials available (e.g. the graph can be drawn on
the ground using leaves or stones as symbols and numbers)

— relies on memory and subjective judgement, although group interaction can control that to
some extent
— it is quite a complex tool, requiring the active participation of local people

Brainstorming

Brainstorming is a basic idea-gathering technique employed in group exercises. It is based on
a freewheeling offering of ideas that starts with an open-ended and somehow provocative
question put forward by the facilitator. Opening statements and questions should be general
and non-leading, i.e., should not stress or overemphasize a particular point of view that can
bias the participants.

It should be clear that brainstorming is a free and non-committal way of exploring views and
options, i.e., no one commits herself or himself to something by suggesting a potential solu-
tion or issue to explore. Brainstorming can elicit multiple ideas on a given issue/ problem,
and the group discussion that usually follows can help group members explore and compare a
variety of possible solutions.

How is it done?

The issue to be discussed is introduced by the facilitator; the key question is posed aloud and
written on the blackboard or on a flipchart. Participants are asked to provide short answers,
comments or ideas (no speeches at this stage!).

An important point to stress at the beginning is that “all ideas are good ideas;” if some people
do not agree with someone else’s point, they should give what they think is a better idea. The
facilitator should accept only additional contributions during brainstorming, not disagree-
ments or arguments, which should be deferred to the discussion afterwards. The facilitator
should also encourage fresh ideas rather than the repetitions of earlier items.
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Each participant is allowed to express his/her view. Over-talkative participants need to be
gently calmed down, and silent participants can be asked explicitly for their views and ideas.
The facilitator picks the basic point out of participant statements and ensures that it is written
(or portrayed with a picture) on the blackboard or flipchart; the appropriateness of the sum-
mary is checked with the participants concerned.

The brainstorming exercise should be kept relatively short: 15-30 minutes is usually suffi-
cient to obtain most of the ideas on a specific topic without tiring the participants. At times
one may use several periods of brainstorming for related issues, such as “key problems in the
area” and “key community resources”.

Review the results with the participant group. Remove duplicated items and cluster groups of
similar ideas. Highlight differences of opinion and discuss these until a list of clearly de-
scribed ideas is achieved. Record (or summarise) the results of the brainstorming session and
keep them for future reference.

Strengths and weaknesses

+ a properly conducted brainstorming session facilitates participation by all group members
in the idea-building process

+ people are stimulated to think on hearing the views of others.

a large number of ideas and solutions can be generated quickly

+ it is a good introduction for more structured and focused exercises

+

— experience in dealing with group dynamics and good mediation and summarising skills are
needed for the facilitator to keep the discussion on track

— if not properly managed, conflicts and uneasiness within the group may limit the brain-
storming results.

Structured brainstorming

Structured brainstorming (also called Nominal Group Technique or NGT) is an exercise to
facilitate thinking “as a group”. The exercise needs a skilful facilitator, who begins the meet-
ing by posing a clear question to the group (e.g. “what are the key obstacles ahead on our
path towards the future we desire?”). In the normal brainstorming people reply to the ques-
tion and interactively. In structured brainstorming everyone is given time to think and to note
down his or her main replies on cards. The cards are then presented, discussed and grouped to
represent the collective reflection of the participants.

How is it done?

The facilitator presents the participants with a clear question upon which to reflect. The ques-
tion is written on a flip chart or board for everyone to see. Each participant has some cards
(half the size of a letter sheet is usually good; coloured paper adds to the visual appeal) and
felt pens. The participants write down the answers/ issues/ actions they think are relevant to
answer the question. These should be written as a simple sentence or few words (ask them to
write large, all-caps letters, to be seen from afar, possibly not more than five words per card).
The participants can use as many cards as they wish.
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Each participant comes to the front of the group, and reads out and explains what he/she has
recorded on the card(s). Each card is then pinned or taped on the wall. The first person
spreads her/his cards out. Subsequent people are asked to add their cards close to the ones
most similar to theirs or, if a totally new item is suggested, to start another cluster on the wall.
When all the people have presented their ideas and placed them on the wall, there will be var-
ious clusters of items: some with many cards, some with only one or two. The facilitator then
asks the participants to consider whether they need to rearrange the cards among the clusters;
if they do, they should discuss the moves and agree as a group. The participants may also de-
cide to remove some cards or cluster(s). Even those who originally proposed the items may
change their mind once they have heard other ideas.

The facilitator agrees with the participants on a title or paragraph to summarize all the aspects
and ideas noted in each cluster.

If a rank order is needed among the clusters, follow up with a ranking exercise. More com-
monly, the large group of participants is broken down into smaller groups, each to discuss in
depth one of the various clusters identified. The smaller groups then report on their findings,
and a general discussion allows the exercise to be concluded.

Strengths and weaknesses

+ The exercise helps participants group their individual opinions as a collective product

+ Everyone is asked, and expected, to contribute, and the technique helps them paying great-
er attention to the ideas of others

+ The technique is constructive and adds an important visual element to issues and ideas for
action

+ A record of the key ideas is produced during the technique, comprising the cards, the
summary statements and the reports from the small groups

— Literacy is needed to participate in the exercise
— A skilful facilitator is essential, as is a balanced stakeholder participation, to avoid the
dominance of some interest groups

Guided visioning

Guided visioning is an imaginary journey into the future. It is done with a group of people
willing to develop together a detailed image of a desirable future for a given community, ter-
ritory or set of natural resources. The exercise encourages the participants to think freely and
boldly, unconstrained by what is in place today or by all the obstacles and problems that may
present themselves in the face of change. In most planning exercises, a group may miss a vi-
sion of what “could be” because the discussion remains focused on immediate interests and
existing constraints. Engaging in a deliberate exercise of imagining a world “fit for our chil-
dren” helps people overcome a focus on personal and short-term interests and the apathy that
may derive from existing stumbling blocks. These blocks may be there, but they will never be
overcome without some bold and far-reaching inspiration.

The facilitator should stress that people may indeed come up with some “wishful thinking”
and that this is exactly what the exercise is intended to produce: a vision of the future which
may or may not be entirely attainable in the lifetime of the participants, but may be ap-
proached, and in all cases is desirable for future generations. The facilitator should also men-
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tion that more concrete exercises will be developed later, which, in contrast, will focus only
on attainable and measurable targets.

How is it done?

In a comfortable setting (not a town hall; possibly sitting under a tree), participants are asked
to relax, and close their eyes. They are told they are going on a journey into the future, per-
haps 20 or 30 years from now, when their “ideal” community (or territory, etc.) exists. Make
sure that people refer to the same area (clarify the boundaries). They should visualise the ab-
solutely perfect and ideal community (or territory, etc.) they wish their children to inherit and
live in.

The participants go through the exercise individually, without speaking, while the facilitator
accompanies them possibly by reading a prepared text describing a walk through the commu-
nity or territory at stake and/ or asking open questions on what specific components look like.
The participants are not supposed to answer the questions aloud, but just visualise an answer
for themselves. Typical questions might be about their homes, the forest, the coastal area, the
agricultural fields, the river, the village main square. “What do they look like? Do you see
people around? What are they doing?” The facilitator never suggests what the participants are
supposed to see. He/she merely sets the stage for the participants to visualize the features in
their ideal environment. Questions are posed at suitable intervals, so that people have time to
visualise features in their mind.

When the virtual walk is complete, the participants are asked to open their eyes, stretch and
reflect on all they have seen and write down, or review and record in their mind, the first ten
images they recall from their imaginary walk.

The facilitator then goes around the group asking each participant to describe one of the im-
ages they have recorded on paper or in their mind. Each is noted on a flip chart or board. This
continues until all the images are recorded.

The facilitator summarizes the images into a vision statement for the participants to amend,
add to, etc. until a consensus is reached. He/she may also ask a participant to start mapping
the ideal community or territory on a flip chart on the basis of the images provided by the
various participants; other participants add to this picture and/or draw other pictures.

The pictures may then be discussed and subdivided into categories (e.g. working environ-
ment, housing, protected natural areas). These categories may help in identifying the key
components and objectives of a strategy geared to achieving the common vision of the de-
sired future.

Strengths and weaknesses

+ Is an effective tool for communities wishing to develop a shared vision of their collective
future

+ Puts present differences in perspective, diffuses conflicts and encourages participants to
see beyond their pressing concerns

+ Is an interactive and non-confrontational process

+ Builds cooperative alliances where communities can work together towards common ob-
jectives

+ Is fun

— Conflicts may emerge if people’s images are very diverse

— A great deal relies on the quality of facilitation, the capacity to elicit a rich vision and the
meeting’s atmosphere (relaxed but still serious and positive)
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Problem-causes-effects tree

Building a tree of causes and effects is a simple and widely comprehensible visual technique
to analyse a problem and orient a group toward actions based on that analysis. The technique
starts with a consensus on the problem to investigate. A facilitator for this exercise will need
to remember that definitions and linkages of problems-causes-and-effects may be interpreted
in several ways. The “problem” for a development professional (e.g., soil erosion) could be a
“cause” for a community member (e.g., of the problem of declining yields) and an “effect”
for a scientific researcher (e.g., of the problem of deforestation and cultivation on steep
slopes). This method is suited also for non-literate people, although special attention to
graphic symbols may be needed to make the exercise meaningful to them.

How is it done?

Once the participants have clarified which problem they wish to explore, the facilitator draws
a large sketch of a tree on a flipchart, showing its trunk, roots and branches. The issue or
problem is then written (or represented graphically, if participants are non-literate) on a card,
and the card is pinned on the trunk. The facilitator explains that the roots represent the causes
of the problem and the branches its consequences. A brainstorming session is then carried out
among the participants to express their perceptions about the causes of the problem and its
consequences. These are also written or graphically represented on cards and placed at the
tree’s roots and at the tips of the branches.

During the exercise, a re-negotiation may take place within the group about what is — really —
the problem at stake. If this happens, the cards can be changed or moved around by the facili-
tator. The facilitator may help by asking questions to deepen the analysis and by keeping the
discussion centred on concerns, topics and language well understood by all the participants.
Once the diagram is completed, the discussion can move on to explore possible ‘solutions’ to
deal with the causes and consequences of the problem. The purpose is to raise participant
awareness that different levels of solutions can be identified to deal with any single problem.
This can also help participants to understand that the final decision about what to do may in-
volve a trade-off between higher effectiveness (which usually comes from attacking the very
root causes of the problem) and easier or faster generation of specific results (which may al-
leviate or control some effects and consequences of the problem on daily life, even if it does
not tackle the problem itself). People may also start proposing concrete actions to achieve the
solutions. Those could be written on different coloured cards and also pinned on the dia-
grams.

Strengths and weaknesses

+ the method has a strong visual component, it can be effective also with non-literate people

+ the discussion of possible solutions may help sensitise participants to the fact that most
problems are quite complex and can be solved only through a combination of approaches
and the collaboration of various social actors

- the method can degenerate into a theoretical discussion of “what constitutes a problem?”

- the method may make people painfully aware of the complexity of issues, and discourage
them from action.
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Analysis of strengths, weaknesses, opportunities and threats/limitations
(SWOT)

SWOT analysis is a powerful tool for group assessment of an issue of concern, in particular
interventions or services. It is based on a structured brainstorming session aimed at eliciting
group perceptions of the positive factors (strengths), the negative factors (weaknesses), the
possible improvements (opportunities) and the constraints (threats and limitations) related to
a given issue.

SWOT analysis is especially useful for evaluating activities carried out in the community. It
can be focused on services provided by external agencies, as well as used for self-evaluation
of the interest group’s own performance.

How is it done?

A four-column matrix is drafted on the blackboard or on a flipchart and the four evaluation
categories are explained to participants. It is helpful to phrase the four categories as key ques-
tions, to which participants can respond; the issue of concern is written on top of the matrix
(if it is the only one to be considered), or on the side, if several items will be SWOT-
analysed.

The facilitator starts the brainstorming by asking the group a key question about strengths;
responses from the group are jotted down on the relevant column of the matrix. When all
points of strength are represented, the group also identifies weaknesses, opportunities and
limitations.

At times, participants have different opinions or express contradictory statements. In such
cases, the facilitator can ask further questions to deepen the arguments, but a consensus
among the group members is not necessary. Contrasting views can be listed on the same col-
umn in the matrix. At times, however, it emerges that, in order to assess a certain point, more
information needs to be gathered. In such a case the exercise may be continued on a different
day.

Strengths and weaknesses

+ the technique stresses consideration of different sides (positive and negative) of the issues.
It therefore helps to set the basis for negotiations and trade-offs and promotes understand-
ing of other people’s views

+ SWOT analysis is a good means to discuss an issue in detail within a group and to prepare
the group to discuss with outsiders

+ SWOT analysis can promote group creativeness. It helps to link perceptions of things as
they are with realistic expectations about how things could be

+ “strengths” and “weaknesses” tend to be descriptive and easy for respondents to identify

— “opportunities” and “threats” (i.e., limitations, constraints or barriers) are more analytical
concepts and are usually harder to elicit

— sensitive topics and differences of opinion may arise during the discussion.

— some group members may attempt to dominate the discussion

— the facilitator needs good synthesising skills.
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Annex 2. Example of the “common vision of the
desired future” of a rural community

The following is a summary of the personal visions of a variety of community residents and
stakeholders, as could be written by a process facilitator. The description is in the present
tense, but looks at a period 15-25 years from now. Notice that the description is ambitious
and positive and it has not been kept “low-key” because of present-day socio-economic con-
straints. It also contains many visual elements.

Mbuya, twenty years from now, is a proud and rich community, a place where people have found a
way to work for the common good. Families find a good income, health care and schools for their chil-
dren. The elderly lead a dignified life and are respected by everyone. The young people prefer to stay
than to migrate away. Women have steadily increased their social standing, and many now hold posi-
tions of prestige and responsibility in the community, such as heading businesses and public commit-
tees.

In Mbuya, people live and work in peace. There is hardly any crime. When outsiders pose a danger,
they are quickly identified and rendered harmless. You always see a lot of people around, young and
old, and the atmosphere is busy and pleasant. There is a regular-size football field, very much used by
the local youth. In the weekend people enjoy themselves with music and dancing until late at night.

The houses have good roofs. Many are freshly painted and have gardens with flowers. There is a spe-
cial parking area for lorries, with resting and restaurant facilities for the drivers. In town, people move
around mostly by bicycle and taxi motorbike. There are lots of shops and small restaurants everywhere,
and plenty of posters announcing events and gatherings. Seemingly, Mbuya is rich in local associations
and sport clubs.

In the heart of town, roads are lined with trees. There are two squares: a larger one, extremely lively at
market days, and a smaller one, a pleasant space where public ceremonies and festivities are usually
held. You can spot the building of the public administration, several churches and mosques, private and
state clinics and three schools.

Mbuya’s cultural heritage is well appreciated and attracts national and even international tourists, who
like participating in local ceremonies and festivities. Local music, songs and dances are renowned.
Mbuya craftspeople take part in national exhibitions with woodcarvings, bamboo musical instruments
and hand-woven silk textiles.

Many young people from Mbuya have access to higher-level education in the capital or in other main
cities, but most of them come back to work in their native town. Some of them have established a
community telecenter, with international telephone, word processing, access to Internet and a lively
community radio.

The sacred forest in the hills has remained unchanged over hundreds of years, and provides refuge for a
variety of animals and plants that the people— elderly and young alike— know well. Timber, poles,
vines, medicinal plants, silk cocoons and honey are extracted from the non-sacred forests. People hunt
wild animals in the occasion of traditional ceremonies. Most of the flat land is used for agriculture and
a combination of traditional and modern technologies ensures that the farmers reap good harvests of
rice, sugarcane, fruits and vegetables.

(continues...)
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(vision continues...)

There are local enterprises for processing and canning the produce. The community is connected to
the regional capital by a tarmac road, and you can find Mbuya’s products sold there, as well as in
other places in the country. Mbuya’s commercial enterprises are lively, and known for their capacity
to deliver and for keeping to their word.

Everyone in Mbuya has access to electricity and clean tap water. Drainage and sanitation facilities
are working well, and rubbish is regularly collected and taken to disposal. The administrative au-
thorities are proud of having provided these services, which promote public health and sustain the
local economy.

The donor agency that supported the development of the community, twenty years ago, has long
moved operations to another area. The agency’s staff come to visit as welcome guests during local
festivities.

The above vision may have been developed by a group of stakeholders including, for in-
stance, local government administrators, the Council of the Elders, representatives of the
farmers, woodcutters, shopkeepers, artisans, young people, the health department, the forestry
department, the agricultural extension, the Mbuya’s Women Association, a local NGO con-
cerned with the protection of nature, a local NGO concerned with children’s health, the main
donor agency in the area, business representatives who come regularly to Mbuya during mar-
ket days, religious authorities, etc.

The above vision can be transformed into a broad social contract, for instance a charter of
principles including a variety of commitments, such as:

..all institutional actors will co-operate to achieve a healthy and productive environment, in
which all citizens can live in safety...

..the Council of Elders will strive to keep the local traditions alive and respected...

.. Mbuya’s community will use the forest resources (including precious timber, medicinal
plants and game) in a sustainable manner...

..the peasant households will agree on a fair share of water resources and on common activi-
ties for protecting soil and preventing flooding...

..the local administration will sustain local development (transport infrastructures, market
connections, training)...

..the health agency, local NGOs and administration will work together to set up a healthy
living and working environment in the community...

.. Mbuya’s Women Association will help women to develop businesses and take on a varie-
ty of social responsibilities...

..the forestry department will help local residents protect their sacred forest from outside ex-
ploiters ...

..the business community will invest locally to create food-processing industries, and will
offer jobs to local people...

..the donor agency will facilitate the negotiation of co-management plans and agreements
and support the establishment of a Community Investment Fund...

79



Annex

Annex 3. Example of a strategy (components and
objectives) to achieve the common vision

To achieve the common, long-term vision identified in Mbuya, the stakeholders need to agree
on a strategy. Below is a possible example, subdivided in a number of components (action
areas). Some broad objectives are listed for each component, as well as some hints on how
these objectives could be achieved. In order to take action, detailed natural resource man-
agement plans and complementary socio-economic agreements will later be developed.

strategic component 1: governance

» engage everyone for the development of the community (maintain a general discussion/
negotiation forum on the problems and opportunities in Mbuya, open to all);

» prevent and mediate the conflicts that might arise during the implementation of the strate-
gy (set up a committee of wise men and women, old and young, to act as advisors, media-
tors and arbiters)

» revitalise the traditional rules for the protection of the sacred forest and for forest man-
agement in general, including game hunting (engage and strengthen the Council of El-
ders);

» improve personal and material safety (have regular planning meetings between the ad-
ministration and the Council of Elders; set up neighbourhood mutual help groups).

strategic component 2: managing natural resources under communal property

> strictly protect and preserve the sacred forest according to tradition, prevent there any
timber exploitation or game and plant extraction (follow the rules proclaimed by the
Council of Elders; have the forestry department declare a community protected area; ap-
point local forest guards);

» manage the non-sacred forests under communal property for the sustainable benefit of the
entire community (make sure that user associations regulate game hunting, monitor me-
dicinal plants, maintain original variety of trees, exploit non-timber products, strictly pro-
tect the trees that host and feed the silk worms, etc.);

» manage water equitably and wisely (farmers’ groups to establish water sharing rules).

strategic component 3: managing household-owned natural resources

» secure the access to cultivable land (set up a legal cadastre or a de facto preliminary ca-
dastre);

» prevent destructive flooding (farmer groups to clarify the local water dynamics and build
terraces, channels and water-retaining structures to prevent soil erosion and destructive
flooding of the fields);

» prevent the excessive and damaging use of pesticides (farmer groups to share knowledge
on cultivation methods, seed varieties, non-chemical control of pests).

strategic component 4: the local economy

» sustain local productive enterprises (set up a Community Investment Fund with the initial
help of the donor agency, also in partnership with government agencies; establish a local
committee in charge, have women strongly represented in the committee);

» promote local agriculture (via farmers’ collective buying and selling of produce; adminis-
trators’ help to sell local produce in the national market);
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» promote local industries (via improved transport infrastructure, local tax incentives);

» revitalise traditional crafts with important commercial potential (such as hand-weaving of
silk, bamboo musical instruments);

» ensure that phone connections with the regional and national capital are dependable and
efficient (cooperation between local administration and national and private phone com-
panies).

strategic component 5: health and society

» improve public health (via a system to improve and regularly monitor water quality, pro-
vision of tap water first at collective points and then in all the homes, vaccination cam-
paigns, public and private sanitation facilities, regular collection and disposal of rubbish,
community groups for specific initiatives, local epidemiological studies, road-accident
prevention initiatives);

» improve the social standing of women in the community (provide training for women in a
variety of skills, including commercial and administrative skills; engage women in social
responsibilities);

» dedicate an area of communal land to youth activities and sports, including a regular-size
football field (cooperation among local administration, sport clubs and local youth);

» set up special support services for newly arrived immigrants (cooperation between the
Council of Elders and the local administration);

» setup a service to promote youth employment, and a service to assist the elderly (cooper-
ation between local administration and NGOs).

strategic component 6: cultural heritage

» revive the traditional ceremonies and festivals (engage and strengthen the Council of El-
ders);

» engage children in activities that value and preserve local culture and traditions (improve
pre-school and primary education programmes, include meetings with the Council of El-
ders and the environmental NGO about the value of the sacred forest for the whole com-
munity);

» establish an incentive programme for local artists and craftspeople (collaboration between
the administration and local associations);

» improve the town’s general appearance (up-keeping of public places and buildings, run-
ning effective clean-ups after market days, providing incentives to improve private hous-
es).

strategic component 7: public infrastructure

» improve and cover with tarmac the road connecting Mbuya to the regional capital;
» build and maintain water supply facilities to serve all the population;
> establish a sanitation scheme for the community, including effective drainage facilities.
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Annex 4. Learning by Doing — the experience of the
Co-management Project in the Congo Basin

Collaborative management has become an option championed by the majority of social actors
interested in conservation and sustainable development in the Congo Basin. Questions re-
main, however, on “how to go about it”. The project Co-management for Nature Conserva-
tion in Unstable Socio-political Conditions: Learning by Doing in the Congo Basin has been
trying to answer such questions since 1998. The project is operated by the IUCN Regional
Office for Central Africa and financially and technically supported by GTZ. The project also
benefits from the technical support of the IUCN Collaborative Management Working Group
(CMWG).

Fig: Map of the co-management observation sites in the Congo Basin

During its first two years of implementation, the project aimed at rendering the co-
management of natural resources a better understood, better appreciated and more viable op-
tion for the management of natural resources and protected areas in the Congo Basin. To this
end, two key axes of intervention have been pursued, namely:

» improving co-management performance and local capacity in a dozen projects locally
supported by the GTZ and the IUCN. These initially included six projects supported by
the GTZ in Cameroon (Korup, Mount Cameroon, South-Eastern component of the GEF
project), the Democratic Republic of Congo (Kahuzi Biega), Congo Brazzaville (Nouaba-
1¢ N’Doki / Proeco) and the Central African Republic (Dzangha — Sangha) and four pro-
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jects supported by the IUCN in Cameroon (Waza-Logone and Dja), and Congo Brazza-
ville (Conkouati and Lac T¢lé) ;

» collecting lessons learned, with a view to using the resulting know-how in the region (and
elsewhere) and translating learning into methods, tools and policy recommendations.

Below you will find an assessment of the activities implemented by the project, the results
obtained and the initial lessons learned.

Activities

The project choose as main approach the stimulation of self-sustainable processes, and the
project coordinator helped generating situations through which project staff and local actors
“learned by doing” in co-management. Responding to the conditions in the participating sites,
two main initiatives were launched: networking among participating sites and collective
learning. In support to these, a Co-management Resource Centre was established, comprising
a collection of pertinent documents (e.g., available resources, copies of signed agreements,
etc.).

Networking among participating sites

The co-management project is based on a network of field initiatives, each representing a
specific “observation site” from which to draw co-management lessons. The sites, in turn,
benefit from technical assistance (training and tailored technical support) and the exchanges
of experience brought about by the project.

At the start of the co-management project, the staff and partners of the observation sites were
not particularly enthusiastic, perceiving their participation in the project activities mostly as
additional work on an already busy schedule. In fact, the project had to encourage the in-
volvement of social actors from the observation sites. Soon, however, the actors discovered
for themselves the benefits of their participation in project activities. They saw that the co-
management project offered a package of resources (information, training, exchanges of ex-
perience, tailored technical support) that could greatly help them enhance their capacity to
promote and sustain participatory management processes.

The first general meeting attended by the delegates of the participating sites (including pro-
ject staff and local partners, such as NGO staff, rural leaders, forest administration officials,
etc.) allowed to identify common problems, begin to look for solutions together and develop
a joint vision about what co-management entails. The group also defined some objectives for
joint work and gave itself a name: Co-management Network for Natural Resources in the
Congo Basin (“Réseau Cogestion des Ressources Naturelles dans le Bassin du Congo™). Fur-
thermore, it was agreed to use the term “sites of learning” to designate the different sites
linked to the network.

The team spirit born of the first general meeting became stronger with the passing of time (a
training workshop and a forum for the exchange of experience were organised every six
months), also as a result of the personal ties established among the group members and of the
opportunities to develop together new knowledge and skills. At the end of the first two years
of the process, the network decided to ensure its own perpetuation and autonomy vis-a-vis the
co-management project. It also developed a role-sharing model, by which the coordination of
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the network rotates amongst the various sites of learning. In all of this, the co-management
project continues to provide a facilitating role.

Collective learning

Group learning appeared to be the best approach to enhancing the capacity of the project staff
and local partners from the participating sites. A whole range of methods and tools was uti-
lised: training workshops, exchanges of experience, tailored technical support, dissemination
of information, exchange visits, and so on.

The training workshops and the exchanges of experience are the pivotal elements of collec-
tive learning. In the workshop, the presentation of the experience of each site with regard to a
specific issue of process step in co-management is generally followed by the collective dis-
cussion of its strengths and weaknesses, the identification of potential approaches and tools
(also with the help of resource persons) and small-group sessions on future perspectives and
plans. This work sequence greatly succeeded in motivating the participants to learn and dis-
cover together.

The first workshop allowed the participants to develop a common vision of collaborative
management and a common language to describe it. The participants also expressed their
willingness to translate their vision into reality in their respective project sites and their desire
to acquire relevant methods and tools. In particular, they expressed the need to enhance their
capacities:

to manage a mosaic of NRM units (national parks next to nature reserves, communal
forests, community forests, forest and mining concessions, ethnically heterogeneous
villages, etc.);

to identify the concerned institutional actors, raise their awareness about the benefits
of co-management and mobilise their participation (especially of the weakest players,
but also of the strongest ones, who do not come readily to the negotiating table);

to ensure maximum communication and transparent information on natural resource
management among all stakeholders;

to manage conflicts among the various stakeholders (including new conflicts generat-
ed by the management partnerships) and to establish viable and efficient management
agreements;

to ensure that the parties concerned come to the joint negotiating table with a compa-
rable degree of social respect (which is not the case for some stakeholders in the Con-
go Basin, such as the Baka people);

to secure sustainable benefits for local populations as an alternative to the non-
sustainable exploitation of natural resources;

to elaborate new agreements and social regulations to manage natural resources, mak-
ing maximum use of local knowledge and creativity;

to identify, improve, if necessary even rebuild, but above all legitimise participatory
management structures at various levels;

to monitor the co-management process (monitoring indicators) and maintain a learn-
ing by doing approach;

to maintain the participatory management process in the long term (perseverance and
stability of project staff and government institutions, long-term financing by donors);
to eliminate the dependence of the co-management structures on external project as-
sistance;
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to establish a clear legal framework for participatory management in each country
(beyond a handful of regulations governing the mere redistribution of benefits derived
from the exploitation of natural resources).

A first response to these expressed needs for capacity building (knowledge, skills, attitudes
and punctual technical support) was provided during the second workshop, which focused on
the approaches and tools required for negotiating management agreements. The third work-
shop, geared to monitoring the process of natural-resource management, empowered partici-
pants to learn from their own experience. A review of the first lessons learned was conducted
at each site of learning and presented during the fourth workshop. The fifth workshop fo-
cused on the methods and tools to facilitate social communication in a co- management pro-
cess.

The sites of learning were also supported in a number of other ways: on-site technical mis-
sions, dissemination of information among sites, and facilitation of contacts and partnerships
between sites and regional institutions. Technical assistance was provided upon request, as
agreed at the network’s first workshop, either on site or from the Yaoundé-based coordination
of the co-management project. The co-management project has also tested the technical sup-
port “inter-sites”, by which actors who acquired a certain level of experience share it directly
with others in a sort of consultancy mission.

Results

Since its inception, the co-management project monitored both its own process as well as its
results. The latter comprise: the network of learning sites, the learning process itself and the
broad transformation of the milieu in the Congo Basin.

The network of learning sites

The co-management project operates through a network of learning sites. Indeed, the direct
beneficiaries (project staff and partners in the learning sites) demonstrated a strong enthusi-
asm and a sense of ownership with respect to both the project and the network. This is con-
firmed by various observations. At a workshop in Mamfe (June 1999) Christian Chatelain,
the CMWG member then in charge of technical support, noted in his report that “the partici-
pants did not just come to listen or participate, but show that this project belongs to them, that
they are benefiting from it and that they wish to keep it running for a long time”. In fact, the
participants in that workshop discussed how the co-management project could to be contin-
ued after the two years initially funded by GTZ, and decided to send two “delegates” to the
project steering committee. Since then, the network participated in all steering committee
meetings and actively helped organise and run the phase II planning workshop. Contacts be-
tween the on-site project actors and the project coordination have also progressively intensi-
fied.

Identifying common problems and seeking solutions together during the training workshops
also helped strengthening the network’s team spirit. Indeed, the various learning sites ex-
pressed strong feelings of identification with the Réseau Cogestion. In the occasion of the
Buea workshop, in December 1999, they took measures to prevent the disbanding of the net-
work in case the co-management project would come to an end. This included a clear separa-
tion between the network and the project. For instance, in the course of the year 2000, the
network is being run by the Korup learning site, and the project plays only a minimal support
role.
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Beside the contacts at the time of the training workshops, inter-personal contacts among pro-
ject staff and partners from the learning sites have multiplied in various occasions, including
meetings to discuss specific problems and achievements, the establishment of regional sub-
networks (e.g. for the projects Dia and PROFORNAT in South - east Cameroon), exchange
visits, and inter-project support missions.

In summary, the network of learning sites works effectively, and the sites themselves express
a strong sense of ownership for the co-management project.

Collective learning by doing

A few main achievements indicate the extent to which the collective learning process has
progressed:

» There is now a common vision of what collaborative management is all about, including a
common language, a good understanding of the various phases of the process and a clear
sense of what is to be achieved,;
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Approaches and tools to achieve such a vision are on hand and can be accessed through
the workshops and the Co-management Resource Centre (they are also disseminated in
the region);

Participatory management processes are being implemented in the learning sites, and the
processes are steered on the basis of lessons learned. At certain sites, new skills and
know-how have been put to excellent use and the dialogue and negotiations among stake-
holders led to very interesting results. Such results include:

\/

a multi-party committee (advisory body for the park and management body for its pe-
ripheral zone) at Waza, in Norther Cameroun, legally recognised by order of the min-
ister in charge of protected areas;

a multi-party management structure (Bomboko Forest Reserve Management Commit-
tee) at Mount Cameroon, legally recognised by order of the Prefect of Meme Depart-
ment,

a cooperation agreement between a delegation of the Cameroon Ministry of Water
and Forests , professional game keepers and the riparian population in the Lobéké
main protection zone (Zone Essentielle de Protection), signed on June 8, 1999 in the
presence of the Sub-prefect of Moloundou and the Chief of Salapoumbé¢ District at the
end of a stakeholder negotiation process facilitated by the project PROFORNAT;

a charter for the co-management of natural resources and detailed management
agreements for the Conkouati reserve (Congo Brazzaville), signed by representatives
of the local population, the regional administration and the authorities in charge of
protected areas ( May 1999);

a declaration of commitment to participate in developing a management plan for the
reserve Nta-ali (Korup site), signed by the riparian village delegates and the repre-
sentatives of the state services at the end of a stakeholder meeting (December 1998).
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Besides the indicators of institutional achievements just mentioned, it is worth noting that at
the learning sites the attitudes of local communities and officials in charge of conservation
has greatly improved. At Conkouati, for example, the co-management process led to the
emergence of new pressure groups for conservation. In June 1999, a number of local stake-
holders succeeded in reversing a ministerial decision concerning forest exploitation in the
eco-development zones. They reminded the forest administration officials that they were not
the only ones to have a say in the management of the reserve’s natural resources, at least not
according to the contents of the charter they had all signed. In Waza Park, the conservation
officials have accepted the principle of negotiating with the women of local communities the
rules to govern extraction and use of some of the park’s natural resources, such as gum Ara-
bic, fish and straw.

The improved milieu in the Congo Basin

The co-management project has the mandate of promoting processes of participatory man-
agement of natural resources in the Congo Basin (and other regions). Is it succeeding to cre-
ate a more favourable milieu for co-management? For instance, is the project accepted by
other regional conservation initiatives? Has it been able to generate their interest? Has it been
able to influence them?

The requests for cooperation made by various institutions constitute a good indicator of the
level of the co-management project’s acceptance in the region. As a result of these requests,
inputs by the co-management project have prompted:

» two training sessions for the Conference on Dense and Humid Forests Ecosystems in
Central Africa (CEFDHAC) based on theoretical understandings and experience gained at
the learning sites. The two sessions dealt with good governance in the institutions manag-
ing forest ecosystems and on managing conflicts relating to the use of forest ecosystems;

» the gathering of information on Cameroon by the Centre Technique de Coopération
Agricole et Rurale (ACP-UE)— information the Centre uses in support of policies for en-
vironmental protection and sound NRM;

» the integration of participatory management in training programmes of the Ecole Natio-
nale des Eaux et Foréts of Gabon, based on experience and lessons gained at the learning
sites.

In addition, several institutions have expressed their willingness to cooperate with the co-
management project. These include:

the Centre International des Recherches Forestiéres (CIFOR), and in particular its re-
search programme on adaptive management ;

the forest network of the Conférence des Responsables de Recherche Agronomique in
Africa (CORAF) ;

the Programme Avenir des Peuples des Foréts Tropicales (APFT );

the Central African Regional Program for the Environment (CARPE) ;

the Programme for the Conservation of Forest Eco-systems in Central Africa
(ECOFACQC);

the WWF programme for Cameroon.
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In other words, far from being considered an isolated or rival initiative, the co-management
project is appreciated by other regional and national conservation programmes, which hope to
take advantage of the services it can deliver.

Preliminary achievements of the GTZ/IUCN/CMWG
Co-management Project in the Congo Basin —

a schematic summary

Categories of Results obtained in the field

help stakeholders organize
promote and facilitate negotiations

2 2 2

monitor and evaluate results with stakeholders

organized stakeholders
effective negotiation processes
multi-party agreements

Field results

pluralist management organizations

2 2 2 =2 =2

an effective network of practitioners / field initia-
tives in the region

achievement
i
' V' Effective understanding of key process steps of
! CM among the practitioners in the network;
Knowledge i N . . e
' Methods and tools distilled as practical guidelines
H (document currently in press in three languages)
E V' Enhanced confidence of practitioners in the CM
! process
Attitudes E V' Enhanced mutual trust anq willingness to dialpgue

! among local stakeholders in the observation sites
E V' Aroused interest among key actors and institu-
1 tions in the region, including willingness to start a
, CM training of trainers programme
i
' Enhanced capacity of practitioners to
! V' identify, analyse and engage stakeholders in CM

- '

Skills : progesses N

! implement social communication initiatives and
!
|
!
'
!
'
1
!
!
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Initial lessons learned

The initial lessons learned by the co-management project are many and can be grouped into
three areas: co-management methods and tools, feasibility conditions at various sites, and
management of the project itself.

Co-management methods and tools

Various lessons on more or less effective methods and tools have been learned while imple-
menting co-management processes at the various sites. Among those:

>

An effective co-management process takes good care of social communication
concerns. What do the various actors understand by “co-management”? What does it
mean for them? The stakeholders need exhaustive information and full transparency on
the steps of the CM process and the decision-making procedures. In this sense, many
learning sites still show significant deficiencies. Indeed, easy-to-use, top-down methods
such as “awareness-raising campaigns” and “expert consultant” approaches are very diffi-
cult to eradicate.

The mobilizing effect of a co-management process is not only linked to the quality of the
relevant communication and negotiation activities. Indeed, many stakeholders become
active only when they perceive that co-management brings about “new resources”
for their benefit. They appear to reconstruct or reinterpret the meaning of the messages
and / or processes in terms of their on-going situation.

The legal context for co-management is often vague and unclear. The existing laws do not
generally foresee the establishment of any multi-party body for the management of natu-
ral resources. Yet the very processes nurtured at the learning sites exploited every nook
and crane of the legal system and facilitated the emergence of new and legitimate institu-
tional arrangements. For instance, to give multi-party institutions a legal character, the
stakeholders have made use of the NGO law (as in Congo Brazzaville) or have had re-
course to ministerial decrees or prefectorial decisions (as in Cameroon). In fact, the legal
void does not seem to prevent the implementation of pilot co-management measures. On
the contrary, the lack of specific rules on the matter offers an opportunity to devel-
op such rules on the basis of concrete experiences and field lessons.

Patrimonial mediation has proved an appropriate approach to facilitate the negotiation of
management agreements. In the context of the Congo Basin, however, the ritualization
of long-term patrimonial objectives works only when done concomitantly with
concrete agreements on short term aims. The broken promises of political parties
have made people cynical about pledges and rituals! The best approaches seem to leave
out the more abstract considerations and focus on concrete action.

The management authority developed in a multi-party negotiation process draws its legit-
imacy from pre-existing governments and traditional institutions, which it joins but it
does not make disappear. Such an authority can only play its role if the actors who make
it up can successfully negotiate a share of power from the pre-existing institutions. Be-
cause of this political dimension, the effectiveness of the new institutions depends on the
quality of the negotiation process that generated it. In particular, more and better atten-
tion should be paid to traditional NRM institutions at community level. All of the
CM learning sites would benefit from a better integration of traditional NRM systems in
the management agreements under negotiation.

89



Annex

» The multi-party management bodies at the local community level or above should
be rendered as much as possible autonomous, in particular with respect to the fi-
nancing of recurrent costs.

Feasibility conditions at various sites

It has become apparent that the conditions existing in the learning sites have a considerable
influence on the evolution and outcome of the local co-management processes. Indeed, cer-
tain members in the Réseau Cogestion have not been supported by their project colleagues in
their attempts to implement co-management initiatives. The reasons given focus mainly on
the pre-existing projects strategic plans. Often, the members of the Réseau Cogestion are
asked to fit project plans that do not at all foresee co-management approaches. This is com-
pounded by the lack of relevant budgetary planning: in most projects, no budget is earmarked
for co-management, even when financial resources have been set aside to promote communi-
ty participation and environmental education. As a result, it can be argued that:

» as long as the co-management vision will remain restricted only to a few actors linked to
the Réseau Cogestion, the financial, professional and moral support needed to implement
effective co-management process will remain lacking;

» as long as the project plans in the learning sites will remain rigid, even those actors with
direct links to the network will not have the opportunity or the scope to implement CM
processes.

In other words, for co-management to succeed it is vital to begin with a clear agreement on
the desirability of the approach on the part of the entire project team. It is also crucial to allo-
cate from the beginning the necessary human and financial resources.

The management of the project

Two key lessons:

» a process-oriented approach enabled the project coordinator to retain a certain freedom
and to adapt project management according to the beneficiaries’ varying needs. This flex-
ible approach has been possible thanks to the understanding and approval of the project
steering committee;

» the involvement of the IUCN’s Collaborative Management Working Group (CMWG) in
the implementation of the co-management project and its commitment to the project itself
have been instrumental for the success of the initiative. For the [UCN, the project repre-
sents a model example in the search for synergy between its Commissions and Secretari-
at.

With respect to the dynamics generated by the co-management project, it is now expedient to:

- consolidate the results obtained and ensure the sustainability of the collective learning
process;
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- strengthen the effects generated by the co-management project, to guarantee their positive
impact on natural resources;
- build on the lessons learned.

With this in mind, it was recommended during the Phase II planning workshop (September
1999) to continue the project for a second biennium with a view to ensuring the effective ap-
plication of the co-management approach for the sustainable management of natural re-
sources in the region. On the basis of this objective and the needs identified during the plan-
ning workshop, the activities in the second phase of the project (2000-2001) revolve around
three main strategic axes:

» collection and dissemination of resources, experiences and lessons learned on the co-
management of natural resources, including the identification of unanswered questions;

» training of human resources on ways to ensure the success of the co-management ap-
proach and to promote social communication initiatives and the critical awareness of what

is at stake with co-management;

» support to various forms of cooperation and institutional synergy, to integrate co-
management into existing natural-resource management systems.
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