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Foreword

The present Position Paper provides a
summary of the conclusions which the
supraregional pilot project “Natural Re-
source Management by Self-Help Promo-
(ion” (NARMS) is now able to draw from its
experience of three-and-a-half years’ work.
When the pilot project was launched in
1991, the expectations of the BMZ were
that:

• the project would, on the basis of
existing experiences, further develop
participatory approaches to natural re-
source management by self-help pro-
motion, and

• that the project should initiate and
facilitate a multi-institutional learning
process, in which the organizations of
official German development coopera-
tion (GTZ, KIW, DED) would be inten-
sively Involved.

Following the positive overall result of the
project evaluation in 1993, the second
phase was launched in January 1994. The
main aim of this phase will be to
disseminate the NARMS approach among
the institutions of official German devel-
opment cooperation, as well as the insti-
tutions Involved In natural resource man-
agement in Germany’s partner countries.
The present Position Paper is designed to
make a special contribution to that aim.

The conclusions of the NARMS project
summarized here are drawn from selected
case examples, studies, regional work-
shops, and the ongoing evaluation of
innovative project experiences, both within
and outside of German development
cooperation. Especially valuable
experiences have been gained in connec-
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tion with the extension inputs which the
project has been providing, and will con-
tinue to provide, throughout the project
cycle in selected natural resource man-
agement projects of German development
cooperation.

The Position Paper presents NARMS as an
approach to the planning and imple-
mentation of natural resource management
projects. The goal is not to establish a
“Self-help-oriented natural resource
management” project type: it is rather that
NARMS should be applied in all target-
group-based projects of natural resource
management, e.g. in social forestry
projects, projects of natural resource
management in arid zones, of Integrated
watershed development, or agricultural
development.

Proceeding on the basis of clearly-defined
strategic elements, the NARMS approach
involves the combined application of dif-
ferent instruments and methods to promote
participation and self-help. For the most
part these instruments and methods will
already be familiar from other fields of
cooperation, the difference being that they
are “tailored” to the specific requirements
of natural resource management.
Examples include organization de-
velopment, and participatory planning. The
proposed instruments and methods are
designed to be applied throughout the
entire project cycle.

This Position Paper should be seen in
conjunction with other instruments which
the pilot project is or will be employing to
disseminate NARMS. These include ma-
terials and handouts on specific issues, e.g.
on key NARMS documents or participatory



M&E in natural resource management, as
well as target-group-specific training
measures. Especially important is the
elaboration of a set of Guidelines, which

BMZ, Division 224
Dr. Edith Kürzinger-Wiemann

plans to present the approach discussed in
the Position Paper in a more operation-
alized fomi.

GTZ, Division 402
Dr. Joachirn Metzner
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Abstract

The present Position Paper represents the
state-of-the-art regarding the experiences
gained and lessons learnt by the
supraregional Pilot Project Natural Re-
source Management by Self-Help Promo-
tion, after a project period of three-and-a-
half years. The Position Paper focuses on
expounding the rationale of the NARMS
approach to the planning and implemen-
tation of natural resource management
within the framework of German devel-
opment cooperation. The NARMS ap-
proach aims to increase participation by
resource users, and in so doing make them
increasingly (co-)responsible for the
sustainable management of natural re-
sources. NARMS can thus make a signifi-
cant contribution toward the sustainability
of measures conducted within the
framework of natural resource manage-
ment projects.

When applying NARMS in natural resource
management projects, the following typical
situational contexts are encountered:

• A large number of local and outside
groups, enterprises, organizations and
institutions raise a wide variety of claims
on the use of existing resources, which
are often in short supply. This often
leads to sharp conflicts of interest.

• In order to achieve sustainable natural
resource management in a given zone,
the various user groups need to reach a
consensus; the ecologically-unsound
behavior of groups which participate
either inadequately or not at all can
jeopardize the achievement of the ob-
jectives.

• Natural resource management projects
and target groups often have different
prionties: On the one hand the project

measures aim to achieve sustainable
natural resource management in the
medium to long term; on the other hand,
target groups hold short-term interests in
survival, social prestige, material gain
etc.. This explains the reserved attitude
toward active participation in natural
resource management measures often
held by the local population at the
outset.

• Framework conditions are as a rule not
conducive to improved management of
natural resources: Only rarely are
governmental institutions created with
the needs of ecozones ‘in mind, and
these Institutions often have only very
limited scope for action. In addition, the
political culture In most countries is not
geared to involvement of the local
population In planning and decision-
making processes.

The above-mentioned problems and con-
straints surrounding natural resource
management projects do, however, need to
be looked in context with the potentials
which also exist. More often than Is first
assumed, these are to be found in the self-
help capabilities and willingness of the local
population. Although organized self-help
based on seH-initlative can rarely be
expected from the start, the potentials
needed are nevertheless usua~lythere. In
many cases, NARMS can activate the
motivation of and input by target groups. In
addition, negative experiences with failed
top-down approaches are creating the
problem of pressure to adapt within
governmental institutions; this clearly
creates a potential for wider consideration
of participatory and self-help approaches.

In very rare cases, there is one single
cause of the destructive use of resources;
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as a rule, however, there are a number of
closely linked reasons. The most salient
causes are as follows:

• marginalization of broad sections of the
population

• population growth

• confusion regarding ownership rights
and rights of use

• unfavorable economic conditions

• the disadvantages suffered by women

The NARMS approach involves the com-
bined application of instruments and
methods of participation and self-help
promotion. In the majority of cases, these
are familiar instruments used in other fields
of cooperation, but tailored by NARMS to
the specific requirements of natural
resource management. WhiCh methods are
selected are how they are combined is
determined by the respective project
situation. The following six strateoic
elements serve as a guideline:

(1) Participatory approach

The active participation of all resource
users of a given ecological zone in the
planning and implementation of measures
of natural resource management must be a
top-priority aim. Any schematic application
of the principle of “participation” must be
avoided; active participation should rather
be a key concept underlying the entire
project cycle, from the situation analysis,
via the planning, implementation,
monitoring and evaluation of measures,
through to participation in the success (or
failure) of the project.

(2) Promoting motivation to participate,
and self-help potentials

A participatory approach is based on the
presupposition that the target population
groups, as well as the governmental and
non-governmental institutions, are inter-

ested and willing to participate, and have
the actual scope for action. To develop and
strengthen these factors, timely efforts are
required within the framework of socio-
culturally appropriate awareness-raising,
extension and training measures.

(3) Process orientation

A flexible and iterative approach to the
planning and implementation of measures
should create the framework for elaboration
of appropriate solutions. This should also
prevent the schematic transfer of solutions
elaborated in other contexts. Process
orientation also means promoting
processes of learning among all partici-
pants with a view to sustainable natural
resource management.

(4) CombInation of measures producing
short- and medium-term Impacts

Alongside measures designed to achieve
the medium- and long-term goals of natural
resource management, measures should
also be planned which provide clear
benefits to the local population in the short
term. Material Incentives and, where
appropriate, subsidies and compensation
payments should be employed selectively
on the basis of transparent and unequivocal
criteria. Combining measures to produce
short- and medium-term impacts as a rule
means designing natural resource
management projects along multisectoral
lines.

(5) Development of local organizations
and institutions

The long-term nature of many natural
resource management measures requires
scope to act and continuity, on the part of
both the local population and the
responsible governmental institutions. This
results in the need to promote self-help
organizations of the relevant local
populations groups, and governmental and
non-governmental organizations respon-
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sible for measures of natural resource
management. Institutional and organization
development primarily means developing
organizations and institutions which already
exist at some level, and strengthening their
capabilities to carry out their mandate.

(6) Negotiation orientation and conflict
management

The creation of forums and mechanisms of
negotiation at local and regional level,
involving all groups and institutions (actors)
acting in a certain region, can help achieve
consensus on how to go about resolving
conflicts over resource use. In the medium
term, they can also help extend the scope
of action of those actors whose own
interests tend to be conducive to the
conservatIon of natural resources.

The expertise acquired by the NARMS
project now permits us to present an
overview of those Instruments and methods
WhICh are appropriate for improving the
planning and implementation of natural
resource management projects. Having
said that, there are no “blueprints” available
for the selection and combination of the
various NARMS-specific methods and
instruments to fit any specific concrete
case. These decisions need to be taken in
the context of the given situation, and can
only very partially be transferred to other
situations. The following instruments and
methods can be employed to implement
the NARMS approach:

a) Participatory land-use planning

A participatory and dialogue-oriented
approach as early as the stage of planning
measures of natural resource management
is essential, and not only with respect to
gaining a realistic understanding of the
circumstances and context of the project
region. It also increases the willingness of
the local population to invest their own
resources in the implementation of natural
resource management measures.

b) Institutional network

The need to secure consensus in natural
resource management suggests that co-
operation between the responsible gov-
ernmental institutions and non-govern-
mental organizations (NGOs) would be
appropriate. As institulions with different
functions and mandates at various levels
(village.-community-district), they need to
achieve a complementary modus operandi
within the framework of the project. This
requires the elaboration of appropriate
forms of cooperation and mechanisms of
coordina1~ion.

c) Pail icipatory action research

This method can, for instance, be used in
the development of technologies: Instead
of simply agreeing on one solution - sup-
posed to be the best interested (user)
groups each take one of the jointly iden-
tified alternatIves and implement them
jointly. Alter a certain interval, results are
compared, setbacks analyzed as to their
causes, and proposed improvements dis-
cussed. Using this method the “best”
solution is eventually identified.

d) Development of appropriate organ-
izational forms

A careful analysis of organizational po-
tentials should be carried out, on the basis
of which appropriate forms of organization
can be elaborated. The appropriateness of
an organizational form is dependent on the
one hand on the specific socio-cultural
context, and on the other hand on the
issues to be addressed. The management
of a community forest, for Instance, will
require different organizational solutions
than the implementation of measures to
conserve soil and water.

e) Assignment of local extension workers

Local extension workers can perform a key
function as contact person for the target
group; this is especially true in cases where
target gro’up organizations have not yet
sufficient skills to directly approach
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institutions at local or regional level. In
addition, local extension workers can
provide flexible support in the village
organization development process. Where
appropriate, active members of a village
community can perform this extension
worker role.

f) Back-up measures of village devel-
opment

If the approach Is right, back-up measures
of this kind can not only increase the
acceptance and cooperative spirit of the
target groups of natural resource
management measures, but also create the
necessary framework for their imple-
mentation. A village water supply measure
might, for Instance, provide a clear
illustration of the link between availability of
water and the conservation of natural
resources. In addition, this also provides an
opportunity to put to the test forms of
organization and cooperation.

g) Conflict management

Conflict management can facilitate the
process of negotiation to resolve conflicts
relating to the use of resources. This can
Involve for instance the creation of a
neutral forum for negotiation, or the (re-)
activation of local mechanisms of conflict
resolution.

An expmDle: ApDlication of NARMS in the
forestry sector

Overall, the use of tropical forest resources
tends to be of a destructive nature. Where
the local population is responsible, this can
be seen as a response to a state of
confusion over land ownership rights and
rights of use. Unless and until these rights
are protected and upheld, sustainable
management will be difficult to achieve.
Where the local population is granted a
long-term right of use over forests,
however, and supported in developing the
already existing yet partially neglected
economic potential of the forests, this

creates among them a renewed interest in
the conservation and sustainable manage-
ment of the remaining forests.

The significance to human beings of the
resource “trees” is always situation-specific.
The historical context, ecological zones,
and many other factors (specific to the time
and location in question) have always
played a key role. With respect to the
forestry sector, therefore, it is the task of
the NARMS approach to identify the
complex interrelationships between trees
and people, and to utilize these
relationships for sustainable natural re-
source management.

The situation analysis, which should be
conducted using chiefly participatory
survey methods, provides a basis for
decision-making with the concerned actors
in the subsequent planning process, e.g.
concerning arrangements for forest use, or
selection of tree species for afforestation
measures or to supplement existing stands.
The more these decisions satisfy the
manifold needs of the target groups and
harness their capabilities, the more
conducive will be the framework created for
the implementation of forest management
measures. Before and during
implementation, additional skills and
competences can be developed, enabling
the population to gradually assume
responsibility for forest management. This
will gradually relieve the pressure on the
project and the responsible institutions,
thus guaranteeing sustainability.

NARMS can lead to a broad variety of
forms of social or farming organizations.
Which organizational form is appropriate
will depend on the specific situation. The
work of these organizations at user level
must be tied into clear agreements within
the user groups. Corresponding agree-
ments should also be concluded between
the respective organizations and the
responsible forest administration, and any
other involved (governmental) institutions.
In the course of the negotiations leading up
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to arrangements of this kind, agreement
must be reached on the issues of what
level of participation the forest service is
willing to allow the population, and what
level of responsibility the population are
able to assume.

The application of NARMS needs to be
seen in the context of a paradigmatic stiifi
in German development cooperation. This
is characterized by a greater regard for

complex, systemic relationships, a growing
significance of participatory and process-
oriented approaches and methods, a new
understanding of learning and teaching,
and a sharp focus on issues of institutional
and organization development. The overall
result has been a number of positive
developments In the application of NARMS
within the institutions of German
development cooperation involved in the
NARMS project (BMZ, GTZ, KfW, DED).
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1 Introduction: Development-policyStatus of Natural Re-
sourceManagementProjects

1.1 “Environment and Development” - a development-policy challenge

The final declaration issued by the inter-
national community at the United Nations
Conference on Environment and Devel-
opment in Rio de Janeiro (1992) pro-
claimed inter a/ia that:

In 1991 the Development Assistance
Committee (DAC) of the member states of
OECD had, in the light of similar con-

siderations, already recommended that the
concept of Primary Environmental Care
(PEC) be adopted. This is based on a close
linkage between “development” (defined as
the sustainable satisfaction of basic needs
for all), and protection of the environment.

The special challenge posed by this con-
cept of development, extended to include
the ecological dimension, consists In im-
proving the material base for people in
developing countries, whilst at the same
time conserving the natural resource base
on which life depends. This dilemma can
only be resolved through efficient and
ecologically sound management of natural
resources.

1.2 The contribution of the NARMS project

In the past, experience with other current
problems (overcoming rural poverty,
establishing food security, improving the
position of women, greater involvement of
NGO5 in development cooperation, etc.)
has shown that “top-down” approaches,
which do not provide for the participation of
local population groups in project planning
and implementation, as a rule fail to
produce sustainable project impacts.
Consequently, participatory and self-help
approaches are today considered
absolutely essential, and a wide range of
procedures, methods and tools has already
been developed, through which these

“bottom-up” approaches can be put into
practice.

The contribution made by the NARMS
project consists in strengthening and
enhancing the application of tools and
methods to promote participation and self-
help in projects of natural resource
management. As such, “Natural Resource
Management by Self-Help Promotion” is
not a new project type or innovative de-
velopment concept, but rather a specific
approach to the planning and implemen-
tation of natural resource management
projects. Characteristic of this approach is
the use of a “mix” of tools and methods

“Hwnan beings weatthecentreofconcernsfor
sustainabledevelopmenETheyweentHiedto a
healthy and ~xoductiveffl~in harmony with
n~e.

(Principle 1 of the Rio Dedaration on
Environment and Development)
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which need to be individually selected,
combined and adapted, in line with the
given situation.

The experience of the NARMS project to
date has demonstrated that participatory
and self-help approaches can indeed make
a substantial contribution toward the more
effective implementation and improved
sustainability of natural resource man-
agement projects. These approaches
identify potentials for the operationalization
of strategies which attempt to integrate
“environment” and “development”.

NARMS does, however, deliberately ignore
technical issues of natural resource man-

agement. •rhis is warranted, as past
experience has shown that, as a rule, it was
not the use of a specific technology which
threatened the success of a project, but
rather its inappropnate application in the
given soclo-economic and socio-cultural
milieu.

The urgent need to protect vegetation (as
reflected in the Tropical Forest Action
Programme) has led the NARMS project to
focus on •trees” as a representative
resource. Having said that, the project must
not lose sight of the issue of whether and to
what extent the findings and recommen-
dations can also be applied to other re-
sources (e.g. water).

1.3 Fields of application of the NARMS approach

“Natural Resource Management by Self-
Help Promotion” denotes an approach
which, when applied, allows ecologically
sound and therefore sustainable man-
agement of natural resources. Conse-
quently, the issue generally gains key
importance wherever “development” is
based on or leads to a significant exploi-
tation of resource potentials, or where the
medium- to long-term preconditions for
“development” need to be created through
a rehabilitation of resources.

Seen from this angle, there are a number
of areas of application for the NARMS
approach in official German development
assistance:

• social forestry and forest rehabilitation
projects, which are almost always faced
with problems of conflicts of interest
between user groups;

• projects of natural resource manage-ET
1 w
344 419 m
529 419 l
S
BT

ment in and zones, and projects to re-
habilitate mountain regions, where there
is initially an urgent need to stabilize
potentials which still exist;

• nature conservation projects, and chiefly
those which pursue the “buffer zone
development” approach;

• agricultural development projects, which
aim to elaborate and disseminate
methods of sustainable land use.

There are al5o other types of project to
which the NARMS approach is potentially
relevant, although the concentration by the
project on the resource “trees” - and the
correspondingly restricted scope of
empirical data - means that the project
experiences and recommendations can
only be transferred on a limited scale:

• regional rural development projects,
where it is necessary to strike a balance
between poverty alleviation and sound
management of natural resources;

o water supply proiects, whidi as a rule
also involve conflicts of interest among
users (with respect to both drinking
water and industrial water/ imgation);
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O projects of animal husbandry and
grazing management, although in a
number of cases these have developed
into multisectoral natural resource
management projects.

By incorporating elements of the NARMS
strategy, and applying the corresponding
tools and methods, the above-mentioned

project types will be able to more effec-
tively and more efficiently achieve their set
objectives. The present Position Paper
therefore addresses primarily the
“planners” and “implementers” at the
various levels and in the various sections
of the development institutions involved in
the NARMS project.



2 Definitions and Explanations

2.1 The basic concept of the NARMS approach

Experience teaches that it is those terms
used most frequently which tend to be
interpreted differently on the basis of
personal experience, or which take on a
different meaning when the context
changes.

Therefore, for the purposes of this Position
Paper it will be necessary to define the
following terms more precisely:

NATURAL RESOURCES are the natural
base on which life depends, i.e. primarily
water, air, soil, plants and animals. In
everyday usage, the term “environment~
has come to mean the same thing. The
NARMS project, for instance, centers
around the resource “trees”. 1

NATURAL RESOURCE MANAGEMENT
comprises two main aspects:

(1) possession of information on the
scope, the finite nature and the po-
tential uses of the available resources,
and the decision as to what to do with
them (including protecting them) and
how, and

(2) the implementation of that decision,
i.e. the actual practice of using the
resources and monitoring that use.

This concept of management, seen in the
respective sociocultural context (desires,
capabilities, ethnic group, gender), places
people at the center of all considerations:
people form the interface between the
environment and society, and their actions
are crucial for the preservation of the
natural resource base on which life
depends.

SUSTAINABILITY in resource manage-
ment means the long-term functionality of
the ecosystem, such as to secure the
availability of natural resources on a du-
rable basis. The functionality of ecosystems
is threatened or destroyed by excessive
exploitation of or damage to individual
components or all components of the
respective system.

With respect to natural resource man-
agement projects, sustainabllity” means
that user groups integrate into soclo-eco-
nomic and socio-cultural structures a
rational and ecologically-sound behavior, to
which the respective project has made a
contribution.

SELF-HELP means efforts of whatever
kind undertaken by (local) population
groups to solve problems whIch they
themselves have identified and considered
urgent. In the context of natural resource
management, self-help means efforts
undertaken by affected persons and groups
and directed towards the ecologically-sound
exploitation of those resources. The term
also implies people’s willingness to help
themselves, which is in itself often the most
important “resource” on which to base such
measures.

In the context of poverty alleviation
strategies, the principle of “help towards
self-help” has largely been seen in a
positive light - and rightly so. In the context
of sustainable natural resource man-
agement, however, ~seIf-help”can be
problematic, as in their efforts to improve
their living conditions, user groups not
infrequently cause damage to natural
resources. Having said thai, self-help
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activities designed primarily to conserve
natural resources tend to be relatively
rare. 2

SELF-HELP PROMOTION comprises all
those measures taken by persons or insti-
tutions to enable specific target groups to
undertake their own efforts, and/or to
enhance the capability of self-help groups
to plan and implement self-help measures.
Ultimately, self-help promotion aims to
enable all sections of the population to act
as far as possible on their own re-
sponsibility within the development proc-
ess.

PARTICIPATION means the involvement
of all concerned groups (or their repre-
sentatives) in decision-making and im-
plementation processes. Self-help promo-

tion measures, on the other hand, are
designed to enable groups which are
disadvantaged (in material or educational
terms) to also participate more actively.
Whereas self-help is understood as a rule
to mean groups designing and imple-
menting their own measures with a
maximum of self-responsibility, “participa-
tion” means rather the co-design of and co-
responsibility for the planning and imple-
mentation of measures on an equal footing
with others, whose interests also need to be
taken into account.

From the above explanations it is clear that
the NARMS approach cannot be a purely
self-help approach, but must rather pay
special attention to the PARTICIPATORY
aspects.

2.2 The situational context of natural resource management projects

Natural resource management projects are
constantly confronted with extraordinarily
complex framework conditions, which are
determined by the respective historical,
socio-cultural, ecological, economic and
political factors which come into play.
Consequently, almost all projects of natural
resource management display typical
contexts, which need to be responded to
through appropnate strategic planning, and
specific tools and methods derived from
that.

The typical situational contexts can be
characterized as follows:

Divergent interests

There is often a conflict of interests vis-à-
vis the management of available natural
resources, both within the population and
within the responsible authonties, and
between the population and the authorities.
A large number of individuals, local and
external groups (including enterprises),
organizations and institutions stake a

variety of claims on resource management,
or influence directly or indirectly the
resource situation in a region.

Frequently observed examples of the
conflicts which may then arise are:

O competing claims on resource use
between (permanent) local and
(temporary) external resource users,
e.g. between crop farmers and nomadic
livestock farmers, or between local
foresters and timber concessionaires;

O conflicts between governments inter-
ested in higher (foreign exchange)
earnings on the one hand, and a local
population interested in securing its own
subsistence on the other

o conflicts between the women of a
village, whose actions are directed
toward meeting the daily needs of the
family, and the men, who intention is to
use the natural resources primarily to
increase their money income.
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Consensus needs to be achieved
among all user groups and responsible
institutions

Experience has demonstrated that in a
given ecological zone, user groups not
integrated into a natural resource man-
agement project can upset the balance.

Therefore, it is often important to take into
account right from the outset the
(unintended) secondary or follow-on effects
of a measure on population
groups/generations not directly affected,
and to enter into dialogue with all partici-
pants with a view to circumventing potential
conflicts. For example, the tapping of
groundwater for irrigation schemes can
impact negatively on vegetation (trees),
thus damaging the livelihood of small
farmers or cattle farmers. Alternatively, the
creation of a water reservoir may affect the
water supply of the population living
downstream. The same applies to
extensive forest management in mountain
regions, which also entails a risk of flooding
in lower-lying areas.

Projects and concerned groups have
conflicting aims

Normally, it is inevitable that conflicting
aims arise between natural resource
management projects, which aim to con-
serve resources on a medium- to long-term
basis, and the land-use forms based on
short-term calculations - such as survival,
social prestige or material profit - which
degrade resources. The responsible
government institutions and the ~Iocal)
population usually attach lower priority to
measures of natural resource management,
the impacts of which can only be
anticipated in the medium- to long-term.
Clearly, measures which produce material
benefit in the short term are preferred.

This is one explanation for the frequently
observed reserved (sometimes even
negative) attitude within the population vis-
à-vis active participation in natural resource
management measures. Not infrequently,

the conflicting aims are a result of the
different perception of the problems on the
part of the project participants. Experience
has shown that, particularly with respect to
the sustainable management of natural
resources, donors, (governmental) project
executing agencies and the respective user
groups define the problems (initially) very
differently, and therefore set very different
priorities.

Inadequate administrative
and legislaltion

structures

Only in exceptional cases are administra-
tive units created in relation to ecological
systems, e.g. a water catchment area;
“multi-dimensional” consultations on how to
influence such systems are therefore
difficult to organize in practise. Similarly,
the large number of sectorally organized
agencies and their sub-sectoral divisions
run counter to the need for integrated and
multi-sectoral approaches in natural
resource management.

In addition, the political culture in most
countries, which does little to promote
participation, has an inhibiting effect on the
motivation arid will of the local population
to act on its own responsibility. Public
institutions often think along hierarchic
lines, and are negatively disposed toward
participation. The behavior of these
bureaucracies is based on their belief that
they are there to direct and administer the
local population, rather than seek to
achieve, through a process of dialogue and
cooperation in a spirit of partnership, a
consensus on the aims and an acceptance
of the measures appropriate to achieving
those aims.

Firm constraints on governmental Insti-
tutions’ scope of action

The scope of action of government insti-
tutions is often subject to considerable
constraints, particularly since unfavorable
conditions (e g. high public deficit, in-
debtedness, drain of qualified experts into
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the private sector or NGOs) lead to an
inadequate supply of financial and human
resources. In addition, forestry and
agricultural institutions often have relatively
little political clout.

Untapped potentials

The above-mentioned constraints which
natural resource management projects
usually encounter should not, however,
cause them to lose sight of the positive
potentials which also exist. These poten-
tials are to be found - more often than is at
first assumed - in the self-help capability
and willingness of the local population.
Even though organized self-help leading to
self-initiative is seldom to be expected at

first, the potentials are nevertheless usually
there.

In many cases, the aforementioned con-
straints at the same time constitute p0-
tentials to be harnessed. Weak public
structures might leave scope for self-ini-
tiative, for instance; different perceptions of
the problem might lead to better solutions,
provided that they are openly discussed;
the problems and pressure to conform
created by the unfavorable framework
conditions may well constitute a potential
for greater integration of participatory and
self-help approaches; the need to achieve
consensus is without a doubt a key
potential, once all participants become
aware of it.

2.3 Causes of the observed situational contexts

Only in the rarest cases can a single cause
be cited as an explanation of destructive
use of natural resources. As a rule, several
factors come into play to create a complex
system of causal interactions. Therefore, in
conjunction with the situation-specific
ecological, historical, political and socio-
cultural circumstances, there are a large
number of variables in natural resource
management projects which determine the
strategic approach (i.e. the optimum mix of
appropriate methods and instruments) to be
pursued.

It therefore follows that, although an
understanding of the typical situational
contexts helps define the boundaries of the
problem(s), it does not provide any
“blueprints” for solving problems in par-
ticular instances. These always have to be
elaborated on a situation-specific basis.

The following outline of some of the most
frequent causes of destructive resource
management should serve to illustrate just
how widely the responses to the problems
will need to differ in practise. The list
makes no claim to completeness, but is

designed merely to make the reader aware
of the relevant questions.

Marginalization of broad sections of the
population

The most common explanation given for
the exploitative use of natural resources,
seen to an increasing extent in developing
countnes, relates to the phenomenon of
mass poverty. In order to survive, the poor
ruthlessly exploit resources with no regard
to their sustainable conservation. This
theory in its apodictic form may apply to a
number of acutely threatened regions of the
earth; however, numerous field studies
have demonstrated that it is by no means
adequate to fully explain how and why
many resource management systems have
become dysfunctional. Numerous
examples could be given to demonstrate
that survival strategies of the poor based
on risk minimization often entail far more
ecologically sound natural resource
management than do strategies of the rich.
which are designed to maximize profit.



8 Position Paper NARMS

There are, however, a large number of
reasons why broad sections of the popu-
lation In developing countries are margi-
nalized to such an extent that they have no
choice but to act in a way which runs
counter to the sound management of
natural resources. In that sense, poverty is
as least as much a symptom of resource
degradation as it Is a cause, and attempts
should be made to identify the causes of
this marginalization.

Naming poverty as the (sole) cause of
exploitative natural resource management
therefore falls just as short of the mark as
the notion, now generally considered
disproved, that poor sections of the
population are incapable of saving. Just as
the latter for a long time caused planners to
lose sight of the idea •of developing
effective saving and lending strategies for
poor groups, the monocausal explanation
of dysfunctional natural resource
management as being rooted in “poverty”
might create unnecessary difficulties in the
elaboration of realistic strategies and
approaches in this field.

Population growth

A constantly growing population density Is
also frequently given as a (logically
plausible) reason for the disequilibrium of
ecosystems caused by the exploitation of
ultimately finite resources. Seen on a
global scale, growing population pressure Is
without a doubt one of the key causes of
the problem. Having said that, the following
distinctions need to be borne in mind in this
context, so that effective strategies and
approaches can be elaborated in each
individual case:

0 The distinction between endogenous
population growth and one which is the
result of migration. In either case, it is
essential to establish the causes, as
these ultimately determine what
package of measures is appropriate.

o In many cases, a laL~or shortage pre-
vents the maintenance or revival of
ecologically-sound natural resource
management, i.e. an increase in the
size of 1~heworking population would be
needed e.g. to establish or revive the
ecologically-sound building of terraces.
In actual fact, however, terrace building
has to compete with other economic
activities with higher (marginal) yields,
which leads to a decrease in the
availability of labor.

O Ecological carrying capacity is not a
static quantity (even though each eco-
system does have a l~mitto its own
carrying capacity). There are numerous
examples of more people being able to
exist in a given ecological zone under
intensive management than under
extensive management, whilst still
maintaining the sustainability of the
ecosystem, and not infrequently even
improving it.

Confusion regarding ownership and
land-use rights

Numerous studies demonstrate that the
general lawlessness of individual user
groups, above all in Latin America, and/or
different understandings of the law, es-
pecially in Africa and Central Asia, are
among the main reasons for exploitative
use of natural resources. This confusion
regarding the law arises on the one hand
from the existence side-by-side of modem
(western) and traditional legal systems, and
on the other hand from the fact that,
although legal entitlements may exist “de
jure”, “de facto” they cannot be enforced.
Conversely, it is often the case, especially
in Africa, that although legal claims may
not exist “de jure”, there is “de facto”
considerable scope for enforcrng land-use
rights.

It is also characteristic of this existing
situation of legal dualism that the specifics
of the traditional legal system are largely
unknown in the modern sector, whilst large
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numbers of farmers and fishermen in
developing countries remain unfamiliar with
or do not understand modern legal norms.
Coupled with the oft-encountered inability
on the part of government bureaucracies to
grasp the logic of traditional legal systems,
not to mention their despotism and
corruption, this widespread legal confusion
has not infrequently significantly weakened
people’s motivation to responsibly manage
resources on an ecologically sound basis.

Use of inappropriate technologies

Across the globe, the introduction of
modern technologies has made obsolete
the constraints associated with traditional
techniques of resource management. Yet
these “natural” constraints have not been
replaced by any legal, ethical or other
regulations. There can be no doubt that this
is a further key cause of exploitative use of
natural resources. Examples include the
efficient new forestry equipment, and
modem fishing techniques. The same
applies to the innovations in transport and
communications system, which have given
rise for instance to the modem, financially
powerful type of nomad, who obtains
information on rainfall/vegetation by radio,
and then moves his herds to the pasture
grounds by truck within hours. This results
in over-exploitation, followed by the de-
struction of resources. It also displaces
poor cattle farmers onto marginal lands
less suitable for pasture, and they in turn
degrade resources.

The above comments are not a value
judgement on modem technologies per Se,
as these can of course be used for
sustainable natural resource management,
provided that they are applied appropriately
and within the context of a situation-specific
approach. Neither should it be forgotten
that traditional technologies, when used
inappropriately, have also led to a

Development strategies with negative
impacts

Closely related to the selection of appro-
pnate technologies is the application of
development strategies with negative
impacts on the sustainability of ecosys-
tems. Only a few examples will be given to
illustrate this, but all have one thing in
common, namely that sticking to a narrowly
defined target (an output defined in
quantitative terms) ultimately led to the
degradation of resources:

o The success of forestry projects has
often been measured chiefly in terms of
the solid measures of timber produced,
rather than the gain derived from the
numerous functions of the resource
“forest” in the respective ecological,
economic and socio-cultural context.

O New grain varieties have often been
introduced largely with a view to in-
creasing output per unit area, largely
ignonng the volume of blomass (such as
straw) produced in total, or the aspects
of risk minimization (different ripening
dates, resistance to drought etc.).

O Irrigation schemes for vegetable
growing have often been designed to
maximize foreign-exchange earnings.
This has led to ruthless exploitation of
resources (water, biomass), which have
been indirectly exported, thus depriving
the local population of them. As a result,
the latter have been forced to abandon
proven local methods of ecologically
sound management.

Development project results such as this
also indirectly help make natural resource
management projects more difficult. The
negative experiences of the population
have in many cases left them with a gen-
erally sceptical or even disapproving atti-

degradation of resources. tude toward development projects.
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Unfavorable economic conditions

The framework created by foreign trade
policy, economic policy and financial policy
can be conducive to the exploitative use of
natural resources. For instance, prices or
taxes can be used to create incentives for
short-term profit-making, or can even force
the population into survival strategies which
make sustainable natural resource
management virtually impossible. One
frequent example of this are prices for
agricultural products fixed by the
government, such that the farmers are then
forced to extend their farmland at the
expenseof the forest, or to shorten the
fallow periods necessary for maintaining
soil fertility.

Such factors influencing the selection of
technologies applied and methods used,
and the choice of crops and varieties, are
usually attributable to conditions within the
global economy, which almost always
impact at the level of local resource users.
Thus a continuous deterioration in the
terms of trade for agricultural producers,
discriminatory agricultural market regula-
tions, the constraints arising from structural
adjustments - especially the need to earn
foreign exchange to service debt - and
other global economic factors, all compli-
cate the implementation of strategies for
sustainable natural resource management.

The disadvantages suffered by women

In many cultures, women have traditionally
been assigned a key role in the man-
agement and protection of important
resources. This role was based on the
responsibility incumbent on them to take
care of the day-to-day well-being of the
family; it gave woman a sound legal and
economic footing, and social status.

The transition from a subsistence economy
to one based on monetary exchange
brought social disadvantage upon women,
coupled with economic marginalization. In
this new situation, women still have to
perform their assigned role of looking after
the family, but are not able to exert
sufficient influence on the management of
available resources, nor do they have suf-
ficient economic means at their disposal.

Often, the only way out of this dilemma for
women is to indulge - against their will - in
the ruthless exploitation of those resources
which remain within their reach. And in
many cases it is indeed women who play a
leading role in the destruction of local
resources.

The disadvantages suffered by women with
respect to liheir right of control over
resources, and the negative consequences
that has for the conservation of the
resources in question, becomes particularly
evident in the forestry sector. Women are
disadvantaged either by the act that trees
are planted which are of little or no
relevance to the subsistence of the family
(firewood, fruits, medicinal products, etc.),
or by being excluded from utilizing the
forest resources, as they are designed
exclusively to secure money income (Cf.
also Section 5).

On the other hand, women quickly become
highly motivated to plan and implement
natural resource management activities,
once more favorable conditions are created
for them. in other words, although women
make a substantial contribution toward the
degradation of resources, they at the same
time constitute a considerable potential for
the application of sustainable forms of
management, which is often not harnessed
sufficiently.
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2.4 A DIGRESSION: Rationale and
projects

The assessment of typical situational
contexts has shown that natural resource
management projects are evidently em-
bedded in an environment which is typically
characterized by

• an exploitative use of natural resources,
and

• inadequate “automatic corrective mech-
anisms” to reestablish the equilibrium of
the ecosystem.

function of natural resourcemanagement

Projects to improve natural resource
management therefore generally have the
task of helping to create a new systemic
equilibrium under changed conditions,
without allowing disastrous events to bring
about a new systemic balance by force.

The rationale and function of natural re-
source management projects can be illus-
trated as follows:

Change In natural resource management through time
— — — — _ a — — a — — — —

Sustainable
natural

resource
management

in the past

Current,
dysfunctional

use which
degrades
available
resources

Phase of project influencing
natural resource management

(10-15 years)

I—

I Sustainable
management of

natural
resources in the

future

Task:

Task:

stabilization and
improvement of viable
management systems

gradual elimination of
technologies,
methods and

techniques which
degrade resources

Task:

gradual introduction
(testing, adaptation,

integration) of
technologies, techniques
and methods with positive
impacts on sustainability

of the management
system

Rationale and Function of Natural Resource Management Projects
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2.5 Summary and conclusion3

It will be clear from the descnption of the
typical situational contexts, and the dis-
cussion of several of the key causes, that
development cooperation is faced with
special challenges in this field. Natural
resource management projects address a
large number of complex and interlinked
networks, and need to take into account,
mediate between and attempt to influence
the behavior of numerous actors at various
levels (politicians, public officials, farmers
etc.). The aim in this context is therefore
not primarily to seek technical, quantifiable

and transferable solutions, but rather to
gain an understanding of complex systems,
to change human thought patterns and
behaviors by promoting learning processes,
to elaborate new organizational forms, and
initiate iterative learning. To this end,
appropnate strategies and approaches
need to be developed. Last but not least,
projects need to establish scope for action
within the framework of development
cooperation, bearing in mind the systemic
interrelationships.



3 Strategic Elements of the NARMS Approach

The NARMS approach is characterized by:

• a systemic understanding of natural
resource management in the planning
and implementation of projects;

• active participation and self-responsi-
bility on the part of the local population
and other lead actors;

3.1 Participatory approach

The active and creative participation of ~
resource users in a given ecological zone
must be a priority aim in the planning and
implementation of natural resource man-
agement measures. Having said that, an
instrumentalized, schematic application of
the “principle” of participation must be
avoided. Rather, “active participation”
should be a understood as a concept
underlying the entire project cycle, from the
situation analysis, through planning
(including alternatives), implementation of
measures, M + E, to participation in the
success (or lack of it) of the activities.

It is also important that, as a matter of
principle, ~jj groups of users of a potential
resource participate. Consequently, the
“target population” of natural resource
management projects also includes actors
who see themselves initially (or in the long
term) as “losing out” if and when the project
is implemented. This might include
poachers just as easily as large
landowners. Their cooperation can be as
important for the success of such projects
as the target groups with a positive attitude
(e.g. small farmers, women, tenants), on
which attention is usually focused.

• a mix of instruments and methods
specially selected and adapted to fit the
specific situation in question.

The experiences acquired by the NARMS
project can be “condensed” into six basic
principles or strategic elements, on which
the NARMS approach should be based.
These will be discussed in detail below.

Like “self-help promotion”, “participation” is
not an end in Itself, but a means to securing
tangible benefits in the implementation of
natural resource management projects:

O Through participation in the planning
and the (anticipated) success of proj-
ects, the willingness of the local
population to invest their own resources
in the implementation of measures can
be increased.

o As a rule, situation-specific information
can only be obtained through co-
operation by groups affected by the
respective projects; this Is the only way
to elaborate situation-specific solutions
and (appropriate) technologies.

o Project-threatening resistances on the
part of certain actors can only be pre-
vented or minimized through their in-
tensive and early involvement in the
planning and implementation of meas-
ures. Participation is therefore an im-
portant tool of conflict management.

O The knowledge and understanding
needed by the target groups for con-
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tinuation of the initiated measures can
only be transferred through active
participation.

o Early participation is absolutely essential
so that any agreed restrictions on use
(e.g. in buffer zone management
projects) can be controlled by the local
population larg&y self-reliantly.

The active participation of all affected
groups always involves a comparatively
large input of labor. As well as the
aforementioned advantages, however, the
following should also be borne in mind in
this context:

o The labor input tends to fall as time
goes on; whereas work peaks occur as a
rule at the beginning of the project, the

workload slackens off correspondingly
as the project progresses.

O The time and money spent at the outset
is soon revealed to be a sound in-
vestment when compared with the in-
puts which would be required to deal
with the acceptance problems - which
would inevitably arise if target-group
participation were too low.

o Given an appropriate modus operandi,
the necessary awareness-raising, mo-
tivation and coordination inputs need by
no means be provided by German
development institutions alone. Coop-
eration with (Ioca~)NGOs has proved
particularly successful in this connec-
tion. ~

3.2 Promoting motivation to participate, and self-helppotentials

Participatory instruments of planning and
implementation can only be applied on the
assumption that people’s behavior in
natural resource management projects is
not seen primarily as a “problem” or
“interference” which needs to be cut out
wherever possible. The aim is rather to
harness the potentials of the concerned
people to solve their problems. As a rule,
however, it cannot be assumed that the
targeted population groups, or the
(potential) governmental and non-gov-
ernmental institutions will have either the
interest, the will to participate or the cor-
responding scope to act, at least at the
outset. To develop or strengthen these
factors, timely and active efforts will be
required within the framework of soclo-
culturally appropriate awareness-raising,
consultancy and training measures.

“Confidence-building measures” can also
help raise motivation, provided they are not
confined to the creation of superficial
material incentives designed to “buy” a

certain behavior. (“The village gets a
school if the inhabitants slop chopping
down the forest”.) Often, confidence can be
built much more sustainably through non-
material support (legal advice, ac-
commodation of conflicting interests with
government authorities or big landowners
etc.). Ultimately, confidence is built chiefly
through a participatory approach based on
dialogue.

It is desirable to create confidence in the
law, as in many instances this can guar-
antee the aclive involvement of poorer
sections of the population in particular. The
potentials of development cooperation in
this instance are, however, limited. The aim
in this context is not only to establish an
unequivocal formal legal framework, but
also to transmit to people a sense of
certainty that they will enjoy a fair share of
the results of the project in question.

In addition, far too often too little attention
is paid to the fact that the objectives of a
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project, and the decisions associated with
them, e.g. vis-á-vis the selection of
technologies or crops to be promoted, have
a demoralizing effect on certain target
groups right from the start. For instance,
women can hardly be expected to become
actively involved in the establishment of
eucalyptus plantations, as this tree is
cultivated chiefly to produce building

3.3 Processorientation

Natural resource management projects
should be understood first and foremost as
initiating orocesses of ecological, economic
and social change, creating a new
equilibrium within a destabilized system.
Consequently, a flexible and iterative
approach to the planning and implemen-
tation of measures is needed, to create the
framework for the elaboration of ap-
propriate solutions. This also prevents the
schematic transfer of solutions developed
In other contexts.

Processes of change run through various
phases, in each of which different problems
come to the fore. This means that a broad
range of technical, sectoral and
methodological instruments needs to be
available as the process unfolds. Having
said that, a process orientation should not
preclude the definition of targets to be
achieved.

Processes of change are not linear, as a
conventional understanding of the planning
process might suggest. Change rather

timber, and not fruits, medicines or animal
fodder, or even good fuelwood, from which
women would benefit directly.

Similarly, self-help potentials can be much
better harnessed and developed if people
are given an opportunity to first make
maximum use of their own experiences,
knowledge and expertise.

tends to take great leaps foiward, one or
two steps back, go off at a tangent, and
take all kinds of unforeseen “twists and
turns”. The planning and implementation
process needs to react flexibly to these
developments.

Qualitative criteria (sustainability, adapt-
ability, self-steering capability etc.) gain
greater significance relative to quantitative
outputs (e.g. yield per unit area). Important
though the quantitative output may be at
the end of a project, the process leading to
that output is also just as Important, as the
sustainability of the planned project
impacts is ultimately dependent on that
process. Simply quantifying the outputs out
of context would fall short of the mark, as
theseoutputs always need to be seen as
stages within a process, and can only be
evaluated in this context.

Last but not least, process orientation
means promoting processes of learning
among all participants with a view to
sustainable natural resource management.

3.4 Combination of measuresproducing short- and medium-term impacts

As a rule, processes of change which are
designed to rehabilitate already damaged
ecosystems and/or change human behav-

ior, cannot be completed in the short term.
Corresponding measures often do not aim
to directly solve a problem as perceived by



16 Position Paper NARMS

resource users, hut on the contrary require
steps which from their point of view initially
(also) place constraints on resource use.
The long-term benefit of these steps is
often not immediately apparent to the
resource users, or may even appear
dubious. Therefore, the (legitimate) interest
of people - espec~aIlyfrom poorer sections
of the population - in deriving short-term
benefits from project inputs, and the
various (basic) needs of these people, must
not be forgotten, as otheiwise it might be
difficult to persuade the various local
population groups to participate. In
practise, this implies three things:

(1) The planning of measures with a
clearly evident short-term benefit, as
well as the medium- and long-term

targets of sustainable’ natural resource
management.

(2) The selective use of subsidies
awarded on the basis of transparent
criteria, as an instrument to accom-
modate conflicting interests.

(3) As a nile, a multi-sectoral approach to
naturall resource management
projects.

Some attempts have already been made to
combine measures producing both short-
and medium-term impacts, and
corresponding experience is available in
the fields of watershed development, forest
rehabilitation, integrated conservation of
natural resources, and natural resource
managemen1~in arid zones and oases.

3.5 Developmentof local organizationsand institutions

The sustainability of many natural resource
management measures requires both the
capability to act, and continuity of action on
the part of both the local population and the
responsible institutions. Institutions are
often the key “interface” through which
contact, communication and cooperation
with important target groups can be
established. Experience has also shown -

especially in the states of sub-Saharan
Africa - that it is becoming increasingly
necessary to transfer tasks of monitoring
the sustainability of natural resource
management from governmental
institutions to local levels (e.g. NGO5).
Generally speaking, natural resource
management projects are often faced with
a situation characterized by one (or
several) of the following deficits:

• There is a lack of professional institu-
tions at important levels of action.

• There is a lack of adequate communi-
cation and/or cooperation at the same

level of action, whether between actors
with the same function or those with
different functions.

• Vertical interaction (i.e. between the
various levels of action) is inadequate.

• The institutional structure is so homo-
geneous that one (or several) institu-
tion(s) have taken on tasks which they
cannot properly perform due to their
organizational structure, human re-
sources and/or their mandate.

All this implies the need to promote self-
help organizat~onsof the relevant local
population groups, as well as the respective
governmental and non-governmental
institutions. Promotion should mean first
and foremost the ongoing development of
existing organizations and institutions,
strengthening their capability to perform
their mandate.
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In the event of a complete absence of such
structures, the option of initiating or
establishing new organizations or institu-
tions should be considered. In such cases,
particular attention must be paid to issues
of sustainability. In this context it is
appropriate to remind the reader that fact
that the term “institution” can be used in
two senses. “Institution” does not always

mean a corporation under public or private
law, but can also mean a body of generally
acknowledged norms governing
relationships and behavior. In the present
context, chiefly those traditional institutions
which have in some cases elaborated
highly effective rules for the management
of natural resources are the most
significant.

3.6 Negotiation orientation and conflict management

Anyone initiating or implementing natural
resource management projects will run into
conflicts between the interests of short-term
efficiency and long-term sustainability. At
the same time, that actor will always be
only ~ among a large number of actors
with a very wide variety of interests and
claims on resource use. Natural resource
management projects are therefore ideally
suited to enter the “tussle” between the
various actors, provided that they see their

The creation of forums and mechanisms of
negotiation at the local and regional levels,
involving all groups and Institutions (actors)
acting in a given ecological zone, can help
identify approaches on which consensus
can be achieved, and reveal conflicts of
interest which can then be settled by
mutual agreement. In the medium term,
they can also help widen the scope of
action of actors whose own interests are
also conducive to the sound management

role as being chiefly to act as “catalysts”: of natural resources.



4 Applying Instruments and Methods of NARMS in the
Project Cycle

The expertise acquired by the NARMS
project now allows us to draw up a -

provisional - overview of those instruments
and methods which are suited to Improving
the planning and implementation of natural
resource management projects, and
achieving sustainable processes and
results. The list makes no claim to
completeness, but aims simply to present
important instruments and methods, based
on the available results of the NARMS pilot
project.

There is, however, no “blueprint” for the
selection and combination of the various
NARMS-specific methods and instruments
to fit any given situation. These decisions
rather have to be taken in relation to the
given circumstances, and can only be
transferred to other situations on a limited
scale. Examples given of successful
instances of selection and combination are
therefore intended to serve merely as
illustrations, and not as generally-
applicable “recipes”.

4.1 Participatory surveyand planning

The description of the first strategic ele-
ment (cf. Section 3.1) clearly emphasized
that top priority should be attached to the
active participation in the planning and
implementation of natural resource man-
agement activities, by all resource users in
a given ecological zone. This has far-
reaching consequences as regards the
planning methods and instruments to be
applied:

The essence of the NARMS approach is its
flexibility of response to different situations.
It is to be assumed that the situations
encountered will be characterized by a high
level of uncertainty (e.g. with respect to the
possible reactions of the various actors),
and complex interrelationships between
people, the institutions which they have
created, and their environment. A natural
resource management project designed
along these lines can be compared to an
expedition through initially largely
uncharted and difficult territory, presenting
a variety of obstacles. The basic
understanding of NARMS as a systemic
approach will serve as the compass during
this expedition, and the six above-
mentioned strategic elements as important
landmarks. The methods and instruments
presented below can be consIdered the
equipment with WhICh to negotiate the
obstacles, and clear a path for progress
toward the expedition’s goal.

• The population should be ~nvoIvedat an
early stage, i.e. when planning
documents are being drawn up. This
becomes particularly evident in projects
involving land-use planning: Unless
there is intensive participation in the
planning process, it is highly unlikely
that a viable consensus can be
achieved regarding the delimitation of
land-use zones Which will not disinte-
grate when the “project” comes to an
end.
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• The planning methods and instruments
must be adapted to the soclo-cultural
context of the local population, such that
they are conducive to participation.

Social scientists have been elaborating
corresponding methods of survey and
planning since the early 1980s, based on
an approach which

o first aimed to have systematic, semi-
structured surveys conducted locally by
a multidisciplinary team, in order to
rapidly and efficiently obtain fresh in-
formation and hypotheses on rural life
and rural resources (known as “Rapid
Rural Appraisal”, or RRA). This ap-
proach has since been further devel-
oped. In its present form, it aims to

o encourage and support the members of
a social group to examine, analyze and
evaluate their own development
constraints and potentials, and reach
sound and timely decisions regarding
needed and feasible measures, within
an appropriate time frame (known as
“Participatory Rapid Rural Relaxed Ap-
praisal”, or PRA). ~ This approach has
been particularly successful when
applied in projects of natural resource
management.

The tried and tested methods and instru-
ments whIch are especially suitable for
analyzing the resource management ra-
tionale of the local population, as well as
for elaboratIng solutions, and which can be
applied ipintly with the resource users,
include for instance:

O the joint conduct of surveys, joint
observations resulting from field visits,
graphic depiction of seasonal occur-
rences etc.;

o joint, visualized “brainstorming” using
locally-produced teaching aids, such as

symbols made from flannel-board, wood
or metal;

0 evaluation of “life stories”;

O joint evaluation of aerial photographs
and/or tape recordings;

O the joint drawing of maps and the
making of models/landscape reliefs
using simple materials such as plaster,
sand, stones etc..

It is absolutely essential, especially in
projects designed to bring about sustain-
able changes in behavior, that planners
understand the socio-cultural dynamics of
arouoWsocieties, when attempting to
answer questions such as the following:

• To what extent do people feel threat-
ened by uncertain situations, and create
values and Institutions to avoid
uncertainty?

• How wide Is the power gap between
unequal individuals, and how is this
inequality rationalized and consoli-
dated?

• To what extent is the selfish pursuit of
success as opposed to social equality
and mutual assistance accepted?

• To what extent do groups look after their
members - in exchange for loyalty - and
take responsibility for decisions?

The answers to these questions, especially
in natural resource management projects,
constitute an important basis for planning.
They can be obtained through collective
sociometnc surveys, through the joint
filling-in of matrices and ranking lists, e.g.
on the beneficiality of trees along the
village boundary, or using role play,
theater, local history and the like.



20 Position Paper NARMS

In this context,_ the NARMS approach
invplv~staking the broad range of methods
and instruments elaborated through the
PRA approach, and selecting and apolvina
that combination which is optimally tailored
to the respective proiect situation..

Given that planning is based on a process
orientation, it is unlikely that all unanswered
questions will be able to be solved at the
beginning of a project. A step-by-step,
iterative procedure will then not only keep
imponderables and risks to a minimum, but
will also create scope for the advantages of
an “open” planning process to unfoid. It is
better to leave questions open than to
obtain ostensibly reliable answers too early
on. “UncertaInty” then turns into a
“resource” which can be positively utilized
within the ongoing process, rather than
being simply a state of affairs to be
eliminated as quickly as possible.

This modus operandi has been opera-
tionalized in the Qa!1j~ipatoryaction re-ET
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search or participatory action learning
approach. This approach is designed to
intensify a joint learning process with and
between all participants. It also involves the
joint development of technologies: Instead
of sticking to one (“the best”) solution,

interested (use,) groups each examine one
of the jointly identified alternatives and
jointly implement it. After a certain Interval,
results are compared, failures are traced
back to their causes, and proposed
improvements are discussed. By pursuing
this approach, “the best” solution is
eventually jointly elaborated - assuming
there is one.

On the basis of their experiences in
French-speaking West Africa ~, ENOA-
GRAF (Groupe de Recherche-Action-For-
mation) further developed and opera-
tionalized this close link between “Analysis-
Action-Assessment”, otherwise known as
the “triple-A-cycle”. This approach is
characterized by the fact that it also follows
a step-by-step, iterative procedure after the
survey and planning phase. This means
that the procedure can be constantly
reviewed in the light of practical feedback,
enabling negative developments
(inappropriate planning) to be identified as
soon as possible. This ongoing practical
feedback is intended as a I~minpprocess
for all participeni~

.

Participative land-use plannIflg has also
gained special significance in this context.
This creates the basis for the appraisal of
alternative land-use options, and the

GenderAnalysis
Gender analysis is designed to identify the different roles and functions assigned to men and
women In land use. To this end, the following Information needs to be obtained and analyzed:

O ActIvities:Who performs which activities in land use, and how clearly defined Is ttte division
of labor?

O Control oves iesow-ces: Who has control over, and access to, resources ~Includinghuman
resources) such as education, knowledge, time, mobility, energy? What implications does
this have for those whose access is restricted? What gender-specific differences exist in this
connection?

o Beneffls Who profits from agricultural production, and how are the profits cllstilbuted and/or
used?

The following points must be borne In mind in conjunction with thegender anaI~,’s&

o The results of the analysis should be utilized at all stages of the project cycle.

o Women should provide the answers regarding the role and tasks of women In land use.
Sowte: Jenr~,K. (1993)
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application of methods of ecologically
sound land use. In this connection, the
proven participatory methods include the
joint interpretation of aerial photographs
together with the resource users, and

Experience with the use of multldisciollnarv
land-use teams has also been particularly
positive. A team of this kind can steer and
coordinate the process In which, jointly with
the land users, problems and potentials as
well as concrete steps to improve the
natural resource situation, can be arranged
in order of priority. The delimitation of
territorial units on the basis of ecological,
political, soclo-cultural and administrative
criteria is a central part of this process. The
more manageably a territorial unit is
selected, the more substantial the
participation of resource users in the
planning process can be.

Participatory procedures also involve
considerable, but inevitable, uncertainty
vis-à-vis future developments. It is
therefore recommended that, when drpwino
up the plan of ooerations within the scope
of proiect management, the degree of
detail be made contingent on the length of
the planning period. In other words, a high
degree of detail should only be aimed at

traditional land classification based on the
terminology of the local population.
Participatory methods of land-use planning
drawn from the above-mentioned range of
PRA techniques can also be applied.

when planning periods are relatively short.
Where this is the case, the number of
questions remaining open at the end of a
planning period can of course be reduced
considerably. For the same reason, new
developments should be planned in small
steps, i.e. the initiation of too many
innovations at once should be avoided.
This is also advisable as it prevents too
great a burden being placed on the target
groups,as well as on the project Itself.

The procedure followed in the participatory
planning of natural resource management
measures is closely linked to the question
of launching concrete project activities. The
appropriate course of action here,
especially in the context of natural resource
management, Is not to beginwith the most
difficult problem. The anticipation of
unusually difficult problems can have a
slightly adverse effect on the willingness of
the local population to participate. A much
more promising approach is to “start” with a
problem which is easier to tackle in

Drawing-up Village Maps
Village maps can contain all the Information needed for further planning: natural resource base
and social infrastructure, village organizations and social strata etc.. The drawing-up of village
maps requires an especially high level of participation by village inhabitants. This process also
reveals how the Inhabitants of the village see and interpret their world. It should be initiated by
discussing with the village inhabitants what should be shown on the map ormaps, and whether
ft/they should be drawn on paper, or represented on the ground using a variety of materials
(stones, seeds, plants etc.). Once relative distances have been establlshed by roads or rivers,
questions like “Where are your fields?” or “Where do you get yow fuelwoodT can be asked,
and the information obtained can be put Into the map(s). Once the map Is finlahed, any land-
use-related conflicts whith might have come to tight In the process, e.g. between livestock and
~op farmers, can be addressed. Themap(s) should also remain in the village, either In paper
form oras photographs. These can then be used asa basis for agreeing on andtackftrig further
planning steps.

Sowve: Griffin, JiFrischmuth, C, (1993)



22 Position Paper NARMS

technical and social organization terms, so
that positive results - conducive to
particIpation - can be achIeved relatively
quickly. Having thus performed the

“groundwork”, planning can then move on
to address the more difficult resource-
related problems.

Planning workshops which are flexible in
terms of their duration, content and se-
quence are a tried and tested means of
organizing and evaluating information, and
reaching decisions regarding concrete
measures. Depending on the specific
situation, the district, village or hamlet level
can offer the appropriate framework for
workshops of this type. Depending on the
size of the project region, it will be
necessary to hold so-called synthesis
workshops at the local, or possibly regional,
levels for concrete planning of measures.

4.2 Local capacity building

Natural resource management projects also
need to promote the capabilities of
organizations and institutions which con-
tribute toward the ecologically sound
management of those resources. Capacity

In the conte,d of Technical Cooperation,
positive experiences have been gaIned with
the linking of village and district planning
workshops using the ZOPP method.
However, an approach of this type Is only
participatory if the results and actIvities are
agreed on at the ZOPP workshop such that
a step-by-step, participatory modus
operandi is still possible during actual
implementation.

building is important for the application of
NARMS for three reasons:

(1) If the NARMS approach is to be
broadly effective and sustainable, it

Participatory Planning in the Integrated Food Security Program In Flores, Indonesia

To take into account the particular circumstances of the Individual villages in the project region,
planning activitIes were carried out separately with each village to determine the specific inputs
(e.g. soil conservation, village water supply, health, Income-generating measures) to be
implemented. The results of the individual planning workshops were discussed and compared
at a ZOPP session. A balance needed to be struck between the priorities set in the villages,
and the support which the project would be able to provide. The outcome was that the support
to be provided by the project within a given period, and the inputs to be provided by the vIllages
themselves, were set out In black and white in the form of a so-called “white book”. For the first
time, thisentitled the villages to remind the project of its undertaking to provide support, should
it have failed to do so on lime. This positive experience of participation gave We villages the
confidence to propose that In future planning be conducted not at the village butt at the hamlet
level. The context of this proposal was that the “village” (desa) Is a purely admInistrative unit,
whereasthe “hamlet” (duswi) Is In fact what people in the project region actuaHy consider to be
a NvlHage~.The project accepted the proposal; since then, planning has been practised at the
hamlet level, with verypositive resufts.

Sowve: KOh4 Gjf~e1cheIt,B. (1993)
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will be necessary not only to organize,
but also to institutionalize, a
participatory learning process initiated
through a flexible and iterative
planning process.

(2) If projects are to stimulate, influence
and “coordinate” processes of change,
then institutions will be needed as
partners in this process which
“embody” and articulate the various
interests in the project region, and
which can take on tasks at the various
levels of action.

(3) Self-responsibility on the part of
resource users must be expressed by
some kind of “organization”. This
might be anything from a tree nursery
run by its users, to a committee
addressing the complex issues of
watershed development.

quently, complementary measures in
“other sectors” become necessary, in
order to tackle problems perceived as
urgent by the local population, and
promote their willingness to cooperate in
natural resource management measures
(cf. Section 4.3.1).

4.2.1 Institutional and organization
development

In order to apply instruments, methods and
techniques of institutional and organization
development which are appropriate to the
NARMS context, it is first necessary to ask
the question of which caoacities of the
involved Institutions and organizations are
to be developed. As regards
(governmental) Institutions, the following
capacities are the most important:

Natural resource management projects
require an efficient “network” of institutions
and orognizations at various levels (village
- region - central government) and in
various sectors, for the following reasons:

• The need to achieve consensus in
natural resource management in turn
necessitates good communication and
cooperation between the responsible
governmental institutions, NGOs, and
the village or sub-local organizations.

• The various InstitutIons/organizations
act at different levels in various func-
tions, and (ideally) perform those tasks
for which they are especially suited.
However, the strengths of the individual
actors can only be fully harnessed
through a complementary approach
pursued within the framework of a
coordinated program.

• As a rule, the interlinked causes of
natural resource degradation require
multisectoral solutions, and conse-
quently the participation of a relatively
broad range of institutions. Not infre-

• Particloatory and flexible olannino: This
includes an appropriate level of
participation by the actors influencing
resource use. This in turn requires a
flexible procedure appropriate to the
given situation, not only for the drawing-
up of plans (e.g. village land-use plan),
but also for their implementation.

• Neaptiption. accommodation of con-ET
1 w
355 309 m
539 309 l
S
BT

flictinci interests and conflict manacie-ET
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~ This comprises all tasks relating
to the resolution of conflicts of interest in
resource use, with which the institutions
will be constantly confronted. Depending
on the conflict situation, either one
responsible Institution, or several
institutions pursuing a complementary
approach, will be required to deal with it.
At the planning level, this will also
involve attempting to strike a balance
between political directives and specific
local interests.

• pialocjue-pnented aopropch: This Im-
plies a step-by-step and flexible ap-
proach which creates scope for proc-
esses of consultation and decision-
making with the local population.
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• Engendering confidence in the law and
• Promotion pt (village) organization

develooment and consuftaj~çy: Here,
appropriate support is provided to or-
ganizatIons at target-group level (self-
help organizations or SHO5) for the
performance of certain tasks of natural
resource management. Organizations of
this type may first need to be initiated.

rights 01 use: This task involves not
“only” creating the legal framework, but
also building confidence among
resource users in the law and their rights
of use. This is especially necessary in
cases where the state guarantees the
arrangements governing the use of
forest areas.

• Ongoing training and lpcal/reaional
exchange of exoenences: The task
facing institutions here is to continuously
support SHOs, and possibly individual
families, in acquiring technical and
management know-how.

• lnterd~sci~~flnarycooperetj~: It is es-
pecially important to interlink the social
and natural sciences, as well as farming
and foresters. This also applies to
intrainstitutional cooperation between
personnel based in different disciplines.

Institutional develooment also involves
identifying, or establishing, appropriate
institutions, bearing in mind the following
points:

• In only a few exceptional cases does it
appear advisable to circumvent a cer-
tain Institutional level if it is (initially) not
particularly efficient. This applies
especially to g~~mmentalinstitutions.
In a modem polity, it is the task of the
state to strike, and if necessary enforce,

a balance in cases where a conflict of
interests between regions and/or
different user groups prevents natural
resources from being managed such as
to serve the long-term common good.
The state also creates a broad
framework which influences the
managemeni of resources - positively or
negatively. It is quite a different
question whether governmental insti-
tutions automatically need to be in-
volved at all levels of action, or to what

Promoting the Dialogue-based Approach
Establishing a process of dialogue, e.g. between a forest authority and resource users, cannot
be an end In ftselL It is rather a means to the end of establishing viable cooperative relations
between (governmental) Institutions and the resource users. The dialogue lakes on a concrete
form In agreements, which Include the Implementation of programs and measures.
The dialogue should be transparent and binding, and designed such as to help enable the
participants to actively participate In it. Tried and tested forums for thaloaue Include:

o workshops at variouS levels
O plannIng, coordinating and consultative committees at various levels
o publIc gatherings
0 meetings In small groups (e.g. with localdecision-makers)
0 round table meetings

The appropriate forums for dialogue need to be determined in relation to the specific situation,
taking Into account the soclo-political and soclo-cultural dimensions. Existing forums and forms
of dialogue should be utilized wherever possible.
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extent they should be so. The question
also arises, especially in the African
context, of how the establishment of
subsidiary service structures can be
promoted in cases where governmental
institutions are either non-functional or,
in some cases, non-existent.

• As in the savings and credit sector,
there are still a broad diversity of
autpchthonpus organizational jprms to
be found in natural resource manage-
ment. 6 These organizations, possibly in
a modified form, can play an important
role in drawing-up generally accepted
regulations governing resource use, and
in monitoring compliance therewith.
When establishing local, non-
governmental organizations (especially
so-called community-based
organizations), links to autochthonous
forms of organization should be created
wherever possible.

• In the case of autoch(hpnpus NGOs, the
same standards of meticulousness
should be applied in the institutional
analysIs as would be applied to gov-
ernmental institutions. Given that there
have been a number of negative
experiences, the fact that an institution
is referred to as an NGO cannot be
taken at face value as a “seal of
quality”. Having said that, such risks can
be reduced considerably by involving in
the cooperation German NGO5, and
their partners in the developing
countries.

• Whatever the circumstances, the de-
velooment of new institutions must be
based on long-term interests and
prospects, and riot on short-term user
interests arising within the project
framework, which wi’l no longer apply
once the project is completed. It must
also be ensured that existing experi-
ences of the population are harnessed,
and earlier mistakes avoided. In other
words: New organizational structures

must be rooted in the specific histories
of target groups.

Organization development should focus on
organizations at the resource user level.
These will henceforth be referred to as ~f
helo organizations (SHOs). The situation is
often encountered where there are no
SHO5 with a clear mandate for tasks of
natural resource management, which
means that they first have to be established
through appropriate measures. In a
situation of this kind, SHOs can only

conceivable constellation would also be
that an existing SHO, e.g. a village
development committee, might initially be
the partner in dialogue, to be Joined at a
later date by SHO5 with specific mandates
for natural resource management.

The following tvoes of Si-tO are the most
relevant to natural resource management:

o village development committees
o committees with specific tasks, e.g.

management of a tree nursery
0 user groups, e.g. for a catchment area

or a nattiral forest
o associatIons of certain user groups,

including cooperatives (e.g. of sllvIcu~-
turists)

Depending on the nature and scope of its
mandate, an SHO might perform the fol-
lowing funchons within the framework of a
natural resource management-based
cooperation between (governmental) in-
stitutions and the local population:

O mediation between different points of
view, e.g. between the Interests of a
sub-group of resource users and a
governmental agency;

0 representation of the collective interests
of the local population, e.g. advocacy in
connection with pledged inputs;

develop first
dialogue, and
active role

alongside a process of
then gradually take on an
within that process. A
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O mobilization of the cooperative spirit of
the population;

O mobilization of resources (material,
financial, organizational);

O accommodation of conflicting interests
and conflict managenient at village
level. In order to reach viable solutions,
consultation with the decision-makers
responsible for resource management
will be essential in this context.

Organization develooment in the above-
mentioned sense should apply the following
instruments:

ganizational solutions than the imple-
mentation of measures to conserve soil
and water.

o Analysis of organizational ootentials
Organization development should al-
ways start with an analysis and
evaluation of the existing organizational
potentials.

O Oroanizatignal consultancv inputs
To strengthen their competence and
capabilities, SHOs need organizational
consultancy inputs, as well as training
measures ~indudingan exchange of
experiences).

0 Development of aoorooriate organiza-ET
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tional forms
Appropriate organizational forms should
be developed on the basis of that
analysis. The appropriateness of an
organizational form is dependent on the
one hand on the given socio-cultural
context, and on the other hand on the
issues to be addressed. The
management of a community forest, for
instance, will require different or-

It must be remembered that organizations
(SHOs), especially when they have been
newly initiated, acquire full competence in
performing their tasks only on a step-by-
step basis. A diistinction therefore needs to
be drawn, and taken into account, between
the corresponding development phases.
Furthermore, the transfer of organizational
forms requires particular caution: A
resource management committee which

Organization Devetopment In Watershed Rthabllftation In
Maharaslltr*, India

Since 1986 the Social Centre, a local NGO, has been cooperating with villages in the
Ahmednagar district in the rehabilitation of small watersheds. One of the central issues was
who in the village should be responsible for organizIng the planning and Implementation of the
needed measures In the catchment area. In order to identify the appropriate form of
organization, a number of issues needed to be considered. Transferring responsibility to the
village council would have involved the risk of village party politics interfering with the planning
and Implementation of measures. The cooperative organization also proved to be of little use,
as Indian legislation governing cooperative associations would have created too many
bureaucratic obstacles. An Informal committee structure finally emerged as the appropriate
form of organization, It was crucial in this context that sub-committees wore formed to
represent the various settlen~jentunits making up the village, whose representatives then sat on
the village committee for watershed management. This enabled the package olr measures for
the entire catchment area to be planned at the committee level. Responslblhly for practical
implementation, however, rested with the sub-committees, which were of such a sizeas to be
able to Incorporate all affected families.

Sowve: Lobo, C.Mochend&fer-Lucftss,G. (1993)
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has proven successful in performing certain
tasks in region X of a country, might be an
inappropriate form of organization in region
Y of the same country. Therefore, all that
can be transferred is the process of
identifying organizational forms which are
appropriate to the specific situation.

4.2.2 Awareness-raising,extensionand
training

Awareness-raising and extension measures
should promote an awareness of
ecosystems, and of ways in which people
can derive benefit from natural resources
whilst at the same time managing them on
a sustainable basis. This promotes the
willingness of local resource users to make
their own inputs, and accept responsibility
for ecologically-sound land use. However,
the success of such measures will remain
very limited If they are implemented merely
with a view to persuading the population to
accept measures which have already been
“pre-packaged”.

Consequently, in contrast to established
practice the NARMS approach calls for
different behavior, different forms or
methods, and different messaaes on the
part of the extension services:

also include organizational consultancy, as
a rule requires extension workers to be
assigned at target group level.

These extension woricers can thus also
perform the key role of contact person,
especially in situations where target group
organizations have not yet developed the
powers of articulation which would enable
them to deal directly with institutions at
local or regional level. Here too it needs to
be emphasIzed once again that the
concrete design of measures will be
dependent on the specific situation: In
Asian countries, the recruitment of so-
called “perapmfessioflpls” from the villages
concerned has as a rule proved highly
effective, whereas in Africa extension
workers often work more effectively when
~ assigned to their own more specific
soclo-cuftural context.

In an approach based on participation and
process orientation, In which methods such
as action learning play a central role, the
usual distinctions between
“extension/consultancy” and “training”
functions disappear The external con-
sultants and trainers become moderators,
organIzer~ and motivators; in turn, the
distinction between “teacher” and “learner”
becomes increasingly blurred.

0 The Issue of instructions, or a top-down
didactic approach, has to be replaced by
a democratic process of dialogue
running throughout the project cycle,
and constituting a continuous exchange
of knowledge and experiences.

o The commonly-practised transfer of
innovations developed in a different
context must be replaced by the acti-
vation of existing expertise and po.
tentials, and by the provision of assis-
tance in solving organizational prob-
lems, resolving conflicts and mobilizing
self-responsibility.

An extension approach extended or
modified in this way, most importantly to

The creates scope for the Inclusion of local
expertise and a process of leamino throuah
the direct exchanae of experiences.
Numerous positive experiences have been
acquired in this connection with methods
such as “train the trainer”, “ongoing
training” and “group-to-group extension”.
Using these methods, isolated positive and
innovative experiences can be
disseminated far more effectively than via
the “traditional” route of external extension
inputs. ~

In many cases it is possible to build on the
experiences and expertise of local NGOs
when developing extension capacities In
line with the above approach. 8
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SHO Manaoement Training (SMT) plays a
key role in strengthening the competences
and capabilities of SHOs. Time and time
again this is neglected, due to training
measures’ covering only technical and
operational aspects, e.g. building stone
banks, planting and looking after trees etc..

Important components of~~Iare:

0 planning
implementation of measures
managing money, bookkeeping, In-
cluding financing

0 organization
0 conflict management, including sanc-

tions and checks
0 cooperation with other organizations and

institutians
0 M&E

The soecificity of the reauirements results
from the fact that only a small proportion of
the material to be conveyed can be seen as
a fixed curriculum. The majority of the
material relevant to SMT can only be
conveyed in an “action context”. Taking
“organization” as an example, the
requirements here will arise only in relation
to concrete activities. The SMT
requirement in conjunction with the
blocking of erosion gullies, for instance, will
depend on the organizational expertise
already on hand in an SHO. Where
appropriate, SMT has to react flexibly to
organizational problems. This points to the
necessity of not reducing SMT to the
staging of the widest possible variety of
training courses, but rather combining it
with ongoing consuttajicy.

Additional requirements for SMT in the
natural resource management context
result from the need to involve all actors in
a given zone, e.g. village or watershed, at
least in the decision-making processes.
Resource-related decisions in which certain
users were not involved can be disastrous,
even if the latter are not directly involved in
certain activities (e.g. livestock farmers in
the creation oI~erosion control strips).

Special requirements also arise in con-
nection with conflict management, as
SHOs are very often confronted with
conflicts of interest relating to natural
resource management. These situations
are found especially in the context of
(social) forest management, buffer zone
development, and natural resource man-

0
0

Assignment of “Paraprofessional.” in the Agha KhanRural Support Programme
(AKRSP) in India

To rehabilitate watersheds In the state of Gujurat in India, the AKRSP Is promoting village
organizations which are able to plan and Implement various measures with Increasing self-
responsibility. So-called extenslon volunteers”, who are selected from within the village
organIzation, play a key role. They are supposed to be well acqijainted with land-use practices,
to be willing to Innovate and experiment, and to possess the communicative skills necessary to
disseminate positive experiences of the village organizations In the rehabilitation of their
watersheds. To prepare for~spec1aItraining workshops, the extension volunte*’s. with external
support, conduct surveys of the resource situation and management practices in their village.
At the subsequent training workshop, extension volunteers from several villages present the
results of their surveys. The mutual exchange of experiences promotes the development of
participants’ powers of analysis and discussion. At the same tIme, it becomes clear which
villages have already elaborated possible solution to resource-related problems which can
serve as an example to other villages.

Sowve: Shah, P. (1993)
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agement in zones of contact between crop and livestock farmers.

4.3 Promoting acceptanceand a willingnessto cooperate

Natural resource management projects
often meet with an initially relatively low
level of willingness to cooperate on the part
of the local population (cf. Section 2.2).
There are various ways of tackling this
problem, and motivating resource users to
cooperate. The specific situation must,
however, be borne in mind when applying
these instruments and methods. The
following description will focus on the
impacts on acceptance and willingness to
cooperate on the part of the local
population, as well as possible undesired
effects.

4.3.1 Back-up measuresin other sec-
tors

The need to also include measures with a
clear short-term benefit, as well as taking
into account the medium- and long-term
goals, makes it seem appropriate to also
address the felt needs of the local popu-
lation, even If the corresponding activities
bear no direct relation to measures of
sustainable natural resource management.
These activities include measures to
support the Improvement of water supply or
health care provision, as well as group-
specific incentives for groups to provide
their own inputs (e.g. transport inputs in
erosion control), community development
funds or individual income-generating
measures.

Given an appropriate modus operandi,
such back-up measures in other sectors
can not only increase the acceptance and
willingness of target groups to participate in
natural resource management measures,
but also create necessary preconditions for

their implementation. The following aspects
of the promotion of a village water supply
project could, for instance, have positive
impacts of this type:

O Labor capacities are released, as the
time-consuming process of fetching
water is no longer necessary.

O Incomes are increased through the
establishment of vegetable gardens.

O The population becomes aware of the
links between water supply and con-
servation of resources (trees, soil cov-
erage etc.).

o Forms of self-organization are tried out
which can also be useful In measures of
community-based natural resource
management (e.g. village development
committees).

The last aspect in particular Is of major
significance, as It can serve to systemati-
cally introduce the practice of important
elements of the NARMS approach. Dis-
cussions with the population should,
however, always link back-up measures in
other sectors to the long-term objectives
specific to natural resource management.
Othe,wise there Is a risk that measures of
this kind may ultimately prove
counterproductive. Back-up measures in
other sectors must not, for Instance, take
on a “life of their own”, such that they take
up too much of the population’s (and the
project’s) energy, diverting it away from the
tasks of natural resource management.
This risk also results from the fact that
measures which are effective in the short
term are more popular, and often also
easier to Implement. The risk of unintended
side effects which might ultimately hinder
sustainable natural resource management
should also be borne in mind.
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Circumstances will therefore sometimes
arise in which there will be no alternative
but to (partially) cover needed investments
with resource transfers, in order to prevent
the further degradallion of locally available
natural resources. ~ In cases of this kind,
the local population may gain the wrong
impression as regards the resources
available to them, which may tempt them
to then treat those resources with
inappropriate carelessnessi

The implementation of back-up measures
in other sectors requires a coordinated
approach involving a variety of institutions
and organizations (cf. also Section 4.2 in
this connection).

4.3.2 Subsidies

As a rule, back-up measures in other
sectors are implemented with subsidies
(from project or other public funds), which
increases the incentive to the local
population considerably. Other cases are
also conceivable in which subsidies without
any direct quid pro quo might be an
appropnate instrument to promote accep-
tance and a willingness to cooperate In
projects of natural resource management.
Such cases would presuppose that

o given the population density, the po-
tential resource base would not be
adequate to sustainably satisfy the basic
needs of the population purely on the
basis of local resources, even under
improved forms of management, or

o that certain individuals or groups would
adopt as yet untested methods or
instruments of improved resource
management on a trial basis, although
they could not be burdened with the
associated risk. (This is a borderline
case between subsidy and compensa-
tion, which will be dealt with in the next
Section).

In principle, subsidies are an appropnate
means of at least reducing the tension
between the conflicting interests of poverty
alleviation and the sustainable man-
agement of natural resources. They also
serve as a “vehicle for man Deuver” when
negotiating compromises in the event of
conflict. They can, however, be employed
counterproductively if the foillowing points
are not borne in mind:

O There is a great risk of creating artificial
conditions which do not correspond to
the real degrees of shortage of the
available resources. This makes it more
difficult for target groups to realistically
assess the situation. The “solutions”
elaborated under such conditions may
be neither sustainable nor broadly
effective. This risk can be countered to
some extent by household- or farm-
based cost-benefit analyses, which can
be used to calculate the appropriate
scope of subsidies. These analyses can
also be used in specific instances to
demonstrate where subsidIes are
warranted, and to verify (ex post) their
efficient use,, 10

o Subsidies must not be understood either
by the institution paying or by the
recipients as an attempt tD buy good
behavior wth “gifts”, I.e. subsidies
should not be used as the “carrot” (as
opposed to the “stick”) to protect certain
natural resources. Subsidies of this kind
often do not even change the behavior
of the population in the short term, let
alone permanently. The beneficiaries of
subsidies granted in this spirit rather
tend to gain the impression that the
project is conuptible.

o Subsidies can cause the population to
lose sight of the necessity of their
making their own contribution, and can
lead to a typical “recipient behavior”.

o Undesired distribution effects can arise
in cases where inadequate con-
sideration of the socio-cultural context
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In the context of natural resource man-
agement projects,we understand the term
“compensation measures” to mean all
political, economic and social inputs
designed to compensate for previous or
future constraints on resource use. Ulti-
mately, compensation measures aim to
relieve pressure on the ecosystem, and are
conceivable in a variety of forms: as
income transfer, measures to help establish
livelihoods placing little or no strain on local
resources (which might indude financial
assistance for resettlement, retraining or
investment), or politico-legal measures
providing compensation for constraints on
use of a particular kind.

Similar to subsidy payments, the conditions
for compensation (nature, scope, duration

‘~!ILi!~

the

Examples of this indude the participation of
the population in revenues from tourism,
the protection of hunting and fishIng rights,
and rights of use over forest or pasture
land. Agreements of this kind are Integrated
into a collaborative management strategy,
which allocates specific tasks to both the
population, and the responsible
(governmental) institutions. In cases such
as these, the “compensatory transaction”
consists of rights being granted, in return
for the recipients’ accepting responsibilities,
or respecting the rights of others.

As well as providing resources by way of
replacement, compensation might also
include the implementation of intensifica-

leads to groups other than those in-
tended becoming the de facto bene-
ficiaries.

The latent dangers of abuse and misun-
derstanding in the use of subsidies can be
best prevented through a participatory
approach: By negotiating solutions to
problems with all participants, the purpose
of subsidies can be explained to those
concerned and placed in the wider context
of a comprehensive approach to improved
natural resource management, to which the
oooulation themselves also make an
important contribution, according to their
caoabilities. In this context, a participatory
approach also Implies having the courage
to accept conditionality, I.e. the tying of
certain conditions to the grantIng of
subsidies. This can also mean that the
population concerned demonstrate their
willingness and capability to make their
own Inputs and organize themselves, by
providing inputs In advance. This often
creates a sounder basis for dialogue with
the population than do well-meant but very
soft conditions.

4.3.3 Compensation measures

etc.) need to be ifeaotiated with the
concerned parsons and groups, which often
requires intensive dialogue. It is to be
assumed that the hitherto resource users
will attempt to negotiate the highest
possible price in return for the needed
constraints, whilst the actors interested in
the long-term and superordinate goals will
wish to keep the compensation within
reasonable limits.

In view of this situation, projects of nature
conservation, and buffer zone development
in particular, have in most cases decided to
pursue a policy of avoiding direct
negotiation of compensation, preferring
rather to Invest in back-up development
measuresdesigned to perform an Indirect
______ ____ (ci. PZE study).
This approach has tended to turn dIrect
compensatory measures Into back-up
measures. Another way out of the above-
mentioned dilemma involves seeing
compensation not only In terms of the
direct transfer of money or resources:
“Participation” In the sense of sharIng In the
benefits of a resource can, for Instance, not
only motIvate the population to treat that
resource more carefully, but often can also
enable them in material terms to make a
significant - contribution toward
conservation of natural resources.

tion measures where constraints have been
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imposed on resource use. (Possible
measures of this kind are outlined in Sec-

tion 4.3.4).

Measures to promote the acceptance of
natural resource management include
concentrating (jnitially) on technologies,
procedures and methods which produce
dear benefits to resource users within the
shortest possible time, In the form of labor
saved, improved income or even social
prestige. The aim here is to select from the
broad range of methods of more efficient
resource management, those which have
been elaborated in conjunction with
approaches such as conservation-cum-
production, agroforestry,
harvesting. ‘~

Using methods of this kind, it is often

the relatively short term - whilst at the
same time stabilIzing natural potentials.
Achievements of this kind benefit the local
population not only by creating additional
capacities in the form of Income and time
available, but also by increasing consid-
erably their motivation. Therefore, at the
beginning of a resource management proj-
ect, priority should be attached to these
methods over measures whose effects are
more long-term, even though such methods
might appear to represent a “detour” away
from the purpose of the project.

Close cooperation between professionals
from the social and natural sciences is
particulaily crucial in the selection of
improved, i.e. appropriate technologies and
methods which produce short-term
benefits. 12

Community Wildlife Management

In the buffer zone of the Selous Game Reserve in Tanzania, at some 501000 ~ the largest
game reserve In Africa, the local population have been granted controlled game hunting rights.
The slogan of the GTZ project “Selous ConservatIon Programme (SCP)” regarding the
resource which It aims to conserve, i.e~wildlife, is “Use it or lose It.” So-called community
wildlife committees conduct the hunt, ensure that the shooting quotas are complied with, and
then sell the meat in the village. The profits are fed Into a village fund, designed to provide
long-term financing for village development measures. In former times the population had been
excluded from all wikillfe management activities, the consequences of which were poaching by
outsiders, and uncontrolled hunting. PopulatIons of Individual species, e.g. the elephant, were
endangered. Since community wildlife management was Introduced, poaching has declined
considerably, due to the fad that the population now derive dIrect benefit from the resource
and therefore have an Interest in conserving it. In the long term, It Is concelveble that the
approach could be further elaborated such as to allow the population to sell their hunting
licenses to tourists. Thiswould mean a considerable increase in village Income, and thusmake
possible more cost-Intensive village development measures.

Sowce: BaWus, RD. (1994)

4.3.4 Importanceof technologiesand
methods producing short-term
impacts

water

possible to achieve increases in output in
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4.4 Participation in implementation

“Participation” as a strategic element of the
NARMS approach is “indivisible”, i.e. active
participation by the population cannot be
confined to individual phases of a process
of change. It is rather the case that
participatory planning (cf. Section 4.1)
creates the framework for participation in
implementation. And only by participating
in the implementation of measures are the
concerned groups enabled to properly
evaluate these measures themselves at a
later date.

The participation of target groups in the
implementation of natural resource man-
agement measures is therefore an impor-
tant component of the NARMS approach,
and must not be seen primarily as one
aspect of the material input required of the
population, because:

0 Participation in implementation which is
integrated into the action learning
process provides target groups with the
hands-on experience, on the basis of
which their existing expertise can be
enhanced, and their behavior modified.

0 Active participation in the implemen-
tation of measures enables the local
population to gain experience which will
eventually help them to perform key
tasks of (local) resource management
on their own responsibility. The transfer
to target groups of responsibility for tree
nursenes (including their commercial
exploitation) has proved particularly

4.5 Conflict management

successful. Other possibilities include
for instance the manufacture of gabions,
the provision of services (transport) or
paid work as extension worker or guard.

The particiDatlon of the local DODUlatlOn
should therefore develoo increasingly into
their oerformina management tasks on
their own responsibility. This is the only way
in which the local population in question
might develop a lasting interest in the
sustainable management of natural
resources. Corresponding cornpetences
and capabilities will need to be built-up on a
step-by-step basis (cf. Section 4.2). This
also includes approprIate regulations
governing rights of use, to enable the local
population to actually perform the
management tasks for which they have
assumed responsibility. This Is especially
relevant to the participatory management
of commercially exploited and protected
forest areas.

The question of whether and to what extent
participation in implementation measures
should be considered a component of the
population’s own inputs, or whether there
should be some consideration, will need to
be carefully examined In the given context.
If the target groups are also pamtlclpating
actively in some other way, there might be
grounds for restricting demands for
financial inputs, to avoid siphoning off the
purchasing power - usually weak enough as
it is - of the target groups.

In an action-oriented approach, the man-
agement of conflicts (conflict management)
requires an analysis of the situation
(survey), which should be carried out
primarily by the involved persons. On that

basis, possible strateoles
elaborated, and implemented
appropriate instruments.

can be
by applying
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Key ideas underlying this approach are:

• Conflicts are normal, and also conceal
positive aspects, as they also release
creative forces.

• The problem i~not only the conflict
itself, but also the difficulty of solving it.

• The real causes (motives, emotions,
affinities etc.) of the conflict must be
made transparent, otherwise it will be
impossible to reach a consensus.

• All participants in the conflict man-
agement process must be granted an
opportunity to articulate their point of
view.

• All participants must be given an op-
portunity to articulate ~on an equal
footing their ideas on how to solve the
problem.

• Where conflicts have been caused by
participants, this can be an important
indicator of their capability to act on
their own responsibility with a view to
achieving specific goals.

Instruments which can be applied within the
scope of conflict management include:

• the survey/situation analysis, which
applies the tools of participatory in-
formation gathering and planning;

• neutral ~iediation,which facilitates the
process Cf negotiating the resolution of
conflicts;

• facilitation, e.g. the creation of a neutral
forum for negotiation; facilitation of
existing but still inactive conflict-solving
mechanisms; information transfer and
creation of transparency; facilitation is
highly significant in natural resource
management projects.

Projects of development cooperation oc-
cupy a special position here, especially
since a balance needs to be struck between
the

• demands made on the I)rOjeCt by the
actors:

0 What role should the project play?
0 What external inputs should be

provided and how?

and the

• capabilities and role as seen from the
perspective of the project itself.

In the context of conflict management,
projects should confine themselves to the
role of facilitators of the resolution of
conflicts. Whilst it Is undoubtedly beyond
the means of projects to act as arbitrators
or negotiators, it would appear appropriate
for them to provide a neutral forum for
negotiation.

4.6 Monitoring and participatory evaluation of the project process

Monitoring and participatory evaluation are
key components of learning- and process-
oriented project management: All
participants learn from the experience of
observing the implementation of measures
and the effects produced (monitoring).
They also learn through a process of joint
reflection on the results of their own actions

and those of others, as compared with the
objectives set during planning (evaluation).

The NARMS approach includes all the
actors of a natural resource management
project in the M+E of the project process:

0 the client (KIW, GTZ etc.);
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0 the national project institution;
0 the project personnel;
0 the consultants external to the project;
0 the users/beneficiaries of project inputs

(“target groups”).

Alongside the “traditional” methods of
evaluation, the instruments and methods
mentioned in Section 4.2 also come to the
fore, in order to guarantee the participation
of ~ actors, and in particular the resource
users. This clearly illustrates that the active
participation of target groups is intended to
include all stages of resource management
measures from planning, via
implementation through to evaluation.

Where planning is non-participatory, target
groups are hardly likely to see any
incentive to take part in participatory
evaluation. It is therefore a key aim of
participatory evaluation to promote powers
of expression and articulation. This creates
the framework for critical analysis of the
implemented measures, and agreement on

any necessary adjustments or rethinking.
The more intensive the participation of the
target group is at this stage, the greater will
be their willingness to assume responsibility
in putting the adjustments or new ideas into
practice. 13

This largely “open” approach to planning,
taking into account a large number of
variables and imponderables, requires
continuous feedback. This makes possible
a realistic and timely reevaluation of the
original situational context and the planned
objectives, and corresponding decisions at
the action level.

Participatory M+E of the project process
can only perform its function of comple-
menting the open approach to planning
provided that the “responsible project
officers” do not see M+E primarily as an
instrument of control. This would destroy
the participants’ willingness to admit,
accept and learn from mistakes, which is
important.



5 The NARMS Approach as Exemplified by the Forestry
Sector

The NARMS project has focused on the
resource “trees”. Correspondingly, an
attempt will now be made to illustrate the
consequences and potentials for the design

of measures which can arise from
implementation of the NARMS approach,
taking the forestry sector as an example.

5.1 The typical iituational conteit of theforestry sector in developingcountries

Characteristic of the forestry sector in
developing countries is the rapid decline in
forested areas, and the ,. consequent
reduction in the manifold social and eco-
logical functions performed by the forest. 14

A large number of different actors with
divergent interests participate In the for-
estry sector. Overall, it can be said of
almost all actors that their use of forest
resources tends to be of a destructive
nature.

As can frequently be observed in Southeast
Asia for instance, the process of natural
forest destruction often begins with
commercial logging by concessionaires. As
a rule, the practices employed are not
consistent with the ideal of sustained-yield
forest management (e.g. with respect to
annual yield, development and harvesting
techniques, regeneration). This is followed
by agricultural settlement by the population
of the secondary natural forests which
arise, facilitated and favored by the
preceding development of the area (e.g.
through road construction). Mixed forms of
agricultural and forest management then
become an exception, the land usually
being transformed completely into
cropland. However, the felling of firewood
and the collection of building timber are
also significant factors in this process of
destruction.

The reasons for this degradation of natural
resources by the population, with Its
numerous immediately visible (erosion,
silting-up of darns, firewood shortage) and
longer-term consequences (desertification,
climate change), are of a highly complex
nature. Monocausal explanations are of as
little use in explaining them as
monosectoral approaches, or approaches
confined to technical issues, are at
addressing them in the context of
development cooperation.

In densely populated tropical regions, for
instance, population growth is one crucial
factor. Resources used to be considered
“infinite”; althoLigh slash-and..burn was
land-intensive, it was considered a thor-
oughly appropriate land-use system;
firewood was available in excessive
quantities and close to the village. Rapid
population growth is now causing people to
feel the effects of the finite nature of the
resource “trees”, although this has not yet
led to a change in the management of
natural resources. Not without good reason,
therefore, are there calls for natural
resource management projed’s to be
supported by family planning measures.
This support would also include selectively
changing the framework conditions which
cause population growth.
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Destructive use of resources is also put
down to the behavior of the local population
being a response to a state of confusion
over land ownership rights and rights of
use. Unless and until these rights are
protected and upheld, sustainable
management will be difficult to achieve.
Were the local population to be granted a
long-term right of use over forests, and
were they to be supported in developing the
already existing yet partially neglected
economic potential of the forests, i.e. not
only producing timber and firewood, but
also processing and marketing so-called
non-wood products such as honey,
medicinal herbs, nuts etc., this would
create a renewed interest in the
conservation and sustainable management
of the remaining forests.

An approach of this type runs counter to
natural forest policies of the past. These
focused less on the local population’s rights
of use, and more on the exploitation of
what was believed to be the only raw
material produced by the forest, namely
wood. Instead of involving the local
population in the management of the forest,
rights of use were granted to timber
concessionaires from outside, whose
interests were also looked after by the local
representatives of the forest
administrations. Although the type of forest
management promoted by development
projects did take into account the needs of
the forest, It failed to take into account the
needs of the population to the same extent.
These projects focused on the technical

aspects of production (in which the “trees”
were considered the “target group”).

Reafforestation measures were also cen-
tered around the tree as a producer of
wood. Targets were, and still are,
“reafforested areas” and “exploitable timber
mass”. In line with this perspective Which
focused purely on the technical and
economic dimension, preference was given
to the planting of fast-growing species
(eucalyptus, pines etc.), the choice of
species being determined primarily by the
development of the tree ~ (as opposed
to branches, fruits and foliage). 15

The majority of the (rural) population have
no Interest in the conservation of such
forest areas, as they are as a rule legally
exduded from using them, or lack the
corresponding means/capabilities to
participate In that use. But what Is more,
the one..sided management of these forests
for timber production means that they do
nothing to satisfy the diverse needs of the
people (for food, medicinal plants,
beverages, anImal fodder, clothing,
building materials, fuel, resin - as well as
religious rites). This leads to the local
population refusing to cooperate, and not
infrequently causing obstruction, which
forest administrations have tried to confront
with controls and sanctions, sometimes
going as far as to inflict paramilitary
punitive measures. Needless to say, this
has not brought any sustainable solution to
the problem of the progressive destruction
of the resource.

5.2 - Consequencesof the NARMS approach for forest managementprojects

A systemic understanding is the key to
a muftidimensional approach

A systemic understanding of “development”
means that the one-sided reduction of the
system component “tree” to its function of

timber production for commercial gain has
to be abandoned in favor of a
multidimensional approach. This means
focusing on the social (e.g. income,
savings, firewood, forest by-products,
recreation) and ecological (e.g. water
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balance, COrbinding, biodiversity)
functions of the ~ which enjoy priority
among the various actors. It then becomes
clear that complex relationships exist
between trees, the various actors(e.g. with
respect to management, social
organization, culture, institutional organi-
zation), fauna, flora and other natural
resources. A systemic understanding
therefore implies an approach which at-
taches equal importance to the biological
and technical, as well as the socio-political
and socio-economic interrelationships
which come into play.

The significance to human beings of the
resource “trees” Is always situation-specWic.
The historical context, ecological zones,
and many other factors (specific to the time
and location in question) have always
played a key role. This can be illustrated by
means of a few examples: In semi-arid
zones of India, small farmers plant trees as
a “buffer” to protect against risk during
years of drought; in regions of high rainfall,
these trees provide a regular source of
pecuniary income. Or: In many areas of
Africa, permanent land ownership can be
claimed by planting trees; in India,
deforestation is often the only way to
prevent the nationalization (“protection”) of
private land. Even within a given village,
trees can also have a different meaning

and different value to different people: The
livestock farmer is interested in leaves as
fodder, whilst the crop farmer might see a
tree stand either as a hindrance, or as an
occasional source of additional income; to
the craftsman it represents an essential raw
material, to women an important basis on
which to provide for the family etc..

With respect to the
therefore, it is the task
approach to identify the
relationships between trees and people,
and to take appropriate account of these
relationships with a view to achieving
sustainable natural resource management.

Participatory survey and planning

The situation analysis is also an important
element of the NARMS approach in this
context. It is crucial here that the spectrum
of the many actors with their divergent
interests, and the tensions created by the
conflicts Which arise, be made transparent
to all participants. Although the ZOPP
process does include a participation
analysis, this is usually not sufficiently
comprehensive or precise. An analysis of
actors and forces at work, and methods of
EBA. provide a deeper understanding of
the situation.

forestry sector,
or the NARMS
complex inter-

Actor of conflM

CharacteristIcs of the Actors Relevant to the Project and
Possible Sources of Conflict

~yve
farmer
wood gatherer
timber industry
forest administration
ministry

Role
direct user
direct user
indirect user
governmental institution
political institution

Potential source
collaborator
illegal user
employer
supervisorybody
project development

overstretched
forest nursery
overexploitation
neglect
setting of priorities

The characteristics of the relevant actors can either be identified using participatory methods,
or these methods can be used to complement others. In a further step, the potential Influence
of the project on the actors can be elaborated.

Simplified overview and comments by: Brockmann, W (1994)



Example: the Forestry Sector 39

It is also essential to carefully investigate
the institutional environment, especially
with a view to Identifying potential partners
in cooperation. This is all the more
important where governmental institutions
(e.g. forest service) are no longer able to
fulfil their mandate due to structural or
financial deficits, and institutions therefore
need to be found which can perform tasks
on a subsidiary basis. Instruments and
approaches of organizational consultancy,
such as the analysis and mapping of
“organizational landscapes”, are
appropriate tools in this context. 16

The situation analysis, which should be
conducted using chiefly participatory
survey methods (e.g. PRA), provides a
basis for decision-making ~ the con-
cerned actors In the subsequent planning
process.

These decisions may relate to technical
measures, e.g. selection of varieties, sites
(and planting intervals), protection and
cultivation measures, or the selection of
technologies to be employed. The closer
these decisions fall into line with the
manifold needs (or specific anticipated
forest functions) of the target groups
(subsistence, Increased income, social
security/risk minimization, capital
accumulation/”savings bank”), and harness
capabilities (especially locally-available
expertise), the less difficulty will be
encountered In the implementation of forest
management measures. The local
population will then have both the neces-
saiy motivation, and the additional com-
petence required to participate in measures
of conservation and sound management.

On this basis, additional skills and corn-
petences can be developed, enabling the
population to gradually assume respon-ET
1 w
112 119 m
311 119 l
S
BT

sibility for forest management. This will

Decision-making in the planning process
will continue to be closely linked to the
processes and structures of social or-ET
1 w
503 705 m
550 705 l
S
BT

ganization, which is essential if resource
management is to be performed by the
population.

Other requirements in the planning of
projects relate to the understanding of the
project as a process, and the consideration
of the direct needs of the population. Here,
emphasis should be placed not on detailed
and final long-term planning at the level of
activities, but on short- and medium-term
planning in line with the given situation.
This is a lesson learnt from natural
resource management projects, namely
that the constantly changing framework
conditions and unpredictable results of
such projects call into question whether
they can actually be planned on a long-
term basis at all, as this would presuppose
a continuity of the status quo. This by no
means implies, however, that the planning
of forestry projects should be divorced from
set targets. What it does mean is that a
more flexible, Iterative approach should be
pursued, and adapted in line with the
constantly changing environment.

Natural resource management measures
often have to be backed-up with activities
to address problems felt to be a priority by
the population. This might for instance
include village water supply, or improved
access to markets. Small measures of this
kind run the risk of taking on a life of their
own (and becoming an end in themselves).
Their appropriateness therefore needs to
be carefully examined. On the other hand,
they can prove helpful in creating a spirit of
~ between the population and the
project. They can also be used to transfer
and consolidate capacities and capabilities
which are essential for natural resource
management in the long term (e.g.
planning, bookkeeping, marketing).

Another possibility is to use these meas-
ures to create alternatives to resource use.

gradually relieve the pressure on the proj-
ect and the responsible institutions.
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Such alternatives need not necessarily be
in the primary sector, but might include for
instance the promotion of handicrafts or
small-scale enterpnses. Forestry projects
would then become oroorams rather than
projects.

Local capacity building

Neither government-run forestry operations
nor private-sector ones geared to
maximizing profit are suitable for involving
the local population in the management of
the resource “trees” on an appropriate
basis.

Application of the NARMS approach in-
cludes the option of transferring, within the
scope of development cooperation,
extensive responsibility for management of
one resource to user groups. acting within
the specific context of their life situation.
For example, in one village the women
might form a group, in another the livestock
farmers, and in a thIrd the crop farmers,
with a view to maintaining or increasing the
tree stand. This creates a close link
between production, conservation and
utilization within a farming community.
Where such links exist, groups can also be
formed on the basis of criteria such as age,
or common occupation of a geographical
area.

As well as community-based groups,
therefore, NARMS can also lead to a broad
variety of forms of social or farming
organizations: family agroforestry, women’s
groups, age groups, group farm forestry,
watershed forestry groups, or even forest
cooperatives. Which organizational form is
appropriate will depend on the specific
situation. One key element is therefore
building local caoacilies of the population
and institutions. This also includes

awareness and training of forestry experts
with respect to issues of social
organizatIon).

The customary practice to date of tying
development cooperation activities to
governmental institutions makes an ap-
proach based on dialogue and participation
more difficult. Whilst in many countries
(e.g. in Africa) forest services no longer
exist, are being dismantled or are no longer
operational, forest services’ understanding
of their own mandate and definition of tasks
to date (e.g. chiefly policing and fiscal
functions) in some countries can pose an
obstacle to the creation of a spirit of trust
among the population. In addition, experts
of these institutions are also confronted
with approaches and tasks (e.g. buffer zone
development, social forestry, joint forest
management) for which they are not (yet)
adequately trained. Where forest services
do exist it is therefore impoitant to work
towards transforming them into “service
structures” for user groups (providing
technical extension inputs, assistance).

In countries with weak governmental
structures at local level, it may be appro-
priate to carry out measures of institutional
development to establish subsidiary servIce
structures at tifle target-group level. The
aim here will be to establish institutions
which can perform (some) tasks of the
forest service on a complementary or
subsidiary basis. It is essential that they do
not compete with the forest service, but are
rather seen as being there to relieve the
workload. Experiences to date would
indicate that the concerned actors must
possess an acute awareness of the
problems, as well as strong self-help
potential, if the idea is ever to come to
fruition and the instItution ultimately
established on a sound footing.

t

developing human resources (raising the
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Incentives and compensation measures

The drawback which many users associate
with forestry projects, namely that the labor
and other inputs invested do not bring any
return until years later, can at least be
partly reduced through the appropriate
selection of species, intercropping, alley-
cropping, agroforestry and other methods,
which yield significant benefits within a
relatively short period. At least for the first
few years (i.e. until the trees have reached
a certain size), for Instance, the plantations
can also be used for crop farming or
horticulture, or shrubs and grasses can be
utilized for housebuilding or industrial
purposes. All this is conducive to breaking
down negative attitudes toward long-term

The most important incentive, however, is
the certainty of a Ieoal entitlement to the
return on labor or other inputs invested. It is
therefore of central importance that clear
agreements be drawn up within the user

investment in natural resource manage-
ment.

A number of income-generatIng activities
are also conceivable, given that financing
(e.g. from a forest development fund) could
be made available for the purpose or
Interested user groups were to have
correspondIng funds at their disposal: the
planting and maintenance of tree nurseries,
manufacture and erection of fences, forest
tending and conservation measures. Other
Incentives might Include tax concessions
on land used for forest as opposed to other
purposes, 17 the promotion of a market for
secondary forest products, of the payment
of preriuums, measured not according to
the number of trees planted, but the
number surviving (to about 3 years of age).

groups, and above all also between them
and the responsible forest administration.
These agreements must stipulate the
nature, SCOpe, time and duration of use. 18

Although land ownership rights are worth

ServIce Structure at Village Level In Mexico

One example of a service structure of this kind Is the non-governmental forest extension
service in Oulntana Roo (Mexico), which Is financed and maintained by the ejidos (villages).
The driving force behind its creation was the dissatisfactIon of the population, who were of the
opinion that the government forest service was not looking after their interests. Encouraged by
the favorable framework conditIons, the profitable management of the forest areas owned by
the villages, and by a GTZ project which recognized the development impacts of a structure of
this kind, the population succeeded In establishing vlllaae-owned extension servIces In place of
the government one. Significant here is the fact that these extension services are accepted
politically and administratively, and continue to be financed by the villages themselves.

Forest Development Fundt
In village forest management, it Is advantageous If a village fund is set-up to finance the
protection, tending, regeneration etc. of the forest. This fund is maintained through income
from the sale of timber and/or miscellaneous forest by-products. Experience has shown that
without “compulsory reserves”, the funds needed for sustained-yIeld management will not be
put aside
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striving for, they are by no means an
absolute necessity. Riohts of use are also
significant Incentives, although these can
also be granted in return for labor
performed, the provision of complementary
resources (e.g. waler), or for social reasons
(hardship cases). In some cases it will be
possible to draw on traditional
arrangements governing use, with which
the local population will be familiar.

In the course of the negotiations leading up
to arrangements of this kind, agreement
must be reached on the issues of how far
the forest service will allow the population
to participate, how far the population wish
to be involved, and how much responsibility
they are able, and willing, to assume.

Comoensatign measj~resmay be important
in cases where important basic needs or
the livelihood of population groups is
threatened by (heir refraining from using
local resources (e.g. as a result of the loss
of Income from the sale of wood and
charcoal). In such cases, economic
alternatives will need to be discussed with
the concerned groups, and promoted. In
the event of an acute firewood shortage,
the cheap sale of wood imported from other
regions may also be necessary (on a
temporary basis).

Conflict management

As regards the potential sources of conflict
which may adversely affect natural
resource management projects, the con-

sequences of the organization of user
groups are ambivalent: On the one hand,
the relativeiry homogeneous groups will
facilitate the achievement of consensus
regarding the measures to be implemented,
the monitoring of decisions taken and
agreement on rules to govern resource use.

On the other hand, however, the promotion
of user groups might also lead to a situation
in which groups - often for the first time -

become able to articulate and collectively
assert their ~nterests.This might lead to
serious conflict situations, which natural
resource management projects will need to
address accordingly.

Often it will first be necessary to create the
framework for negotiation and conflict
management. In this context the project
can act as a fpcIlitato~, organizing
committees to facilitate communication and
conflict management between the various
actors. A project of development
cooperation should not aim to solve the
problem Itself, but rather to facilitate
mechanisms of conflict management.

NGOs can play an important role in this
respect, as they form the “interface”
between local user groups, and govern-
mental and other institutions of the formal
sector. (Cf. for instance the positive role
played in this connection by the social
centre in the Participatory Watershed
Development Project in Maharashtra,
India).



6 Institutions of German Development Cooperation and
Application of the NARMS Approach

Natural resource management projects are
confronted with complex problem
situations, for Which the NARMS approach
has elaborated possible ways of finding
solutions. These approaches reflect the
paradigmatic shift which has taken place in
development cooperation, characterized by
a greater regard for complex, systemic

a growing significance of
and process-oriented

and methods, a new
of learning and teaching,

and a sharp focus on issues of institutional
and organization development. 19 In this
context, innovative elements have already
been developed over the last few years by

6.1 German Federal Ministry for
(BMZ)

In its “Tropical Forest Sector Paper” of
January 1992, the BMZ elaborated ~
conceots which are especially conducive to
application of the NARMS approach:

• Technical measures of natural resource
management are only likely to succeed
if the framework conditions are being
influenced and the population are
actively participating at the same time;
the latter condition requires socially
compatible forms of natural resource
management designed to secure the
livelihoods of the local population.

• The long-term nature of forest protection
and management measures, and the
processes of rethinking and adjustment
necessary among both target groups
and governmental institutions, neces-

all institutions of German development
cooperation, in connection with other
current problems. To some extent at least,
these elements have been operationalized,
in fields such as primary health care, rural
water supply and rural development. The
experiences gained can also be utilized in
the context of natural resource
management.

The following overview is designed to give
the reader an idea of the most important
innovative elements and approaches on
hand or being developed in the context of
German development cooperation, which
are of relevance to NARMS.

Economic Cooperation and Development

sitate “process-oriented” approaches
and a high level of continuity of coop-
eration and support.

• The efficacy of projects of sustainable
forest management can be enhanced by
linking-up the various instruments of
German development cooperation. 20

Particular emphasis has been placed here
on the “Tropical ForestSector Paper” due
to its topicality and special thematic rele-
vance to the NARMS approach. A number
of other BMZ sector and strategy papers
have elaborated development-policy
guidelines which already contain key
elements of the NARMS approach. 21

A number of the guidelines drawn up by the
implementing organizations of devel-

relationships,
participatory
approaches
understanding
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opment cooperation have already incor-
porated key concepts from the above-
mentioned papers; these create scope in
particular for a certain flexibility in the
planning and implementation of natural
resource management prolects, and close
cooperation among the various institutions
in corresponding programs. This broader
approach to the planning process is of
particular significance for Technical
Cooperation.

One important innovation is the updating of
country strategies in the course of
implementing the results of UNCED, or
more specificailly Agenda 21, which are
based on analyses of the prevailIng con-
ditions in the respective develloping coun-
tries. Where appropriate, these analyses
permit assessment of the chances of
success of the NARMS approach. This
provides a starting point for Improving
those chances of success with~nthe scope
of “political dialogue”.

6.2 Kreditanstallt für Wiederaulbau (XIV.’)

Targeted efforts have been under way for
several years at the KfW to operationalize
development concepts which are of special
relevance to approaches designed to
improve natural resource management.
These include in particular the application
of socio-cultural criteria in the course of
project evaluation, and the integration of
self-help approaches into projects of
Financial Cooperation. ~

An approach to natural resource man-
agement based on self-help and partici-
pation gains particular relevance to FC
where it appears appropriate and is desired
that the local population participate in the
design/installation, operation and
maintenance of the infrastructure to be
financed, and that they do so through an
organization of their own. In cases such as
this, self-help organizations not only
participate actively in the planning process,
but also perform some tasks which in a

“traditional” Implementation scenario would

be the responsibility of governmental or
private project implementing InstItutions.
Whether and to what extent the given
framework is appropriate for such
implementation arrangements will need to
be established during the project appraisal,
through corresponding target group and
institutional analyses. This will result in a
specific profile of requirements placed on
the consulting firms commissioned by the
project country with project planning, and
financed by the KfW.

The increased involvement of user or-ET
1 w
346 307 m
520 307 l
S
BT

ganizations in l:he preparation. implemen-ET
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tation and running of projects of Financial
Cooperation willi result in a broad spectrum
of potential prc~ectinstitutions. Alongside
governmental and parastatal institutions,
local NGO5 are now taking on this role to
an increasing extent.

6.3 Deutsche Gesellschaft für Technische Zusammenarbeit (GTZ) GmbH

The term “system management” was first
officially introduced at the GTZ in 1992, to
denote a process-oriented, muttisectoral

and long-term understanding of and
approach to the planning process. 23



Application of NARMS 45

There can be no doubt that the imple-
mentation of this understanding is at its
most advanced in the context of the re-
gional rural development (RRD) strategy
elaborated at the GTZ in 1983, and up-
dated in 1992. 24

The document cited above contains nu-
merous ideas and recommendations of
relevance to natural resource management
projects, e.g. on

o typical problem constellations in RRD
projects, with reference to natural re-
source management;

o strategic elements of RRD programs
which focus on natural resource man-
agement;

o consequences for the approach to
natural resource management pursued
by RRD programs.

The RRD and NARMS approaches do,
however, focus on different aspects, in
particular due to the poverty-orientation
specific to RRD, and with respect to the
combination of measures with short-term
and long-term impacts, and the spectnim of
target groups addressed. As comoared with
the very broad RRD approach. the NARMS
aooroach allows proleds to focus more
sharply on natural resource management

.

and thus to Identify and adaPt more
precisely the instruments and methods to
be aoolied.

Alongside the mentioned conceptual in-
novations of particular relevance to
NARMS, new methods of open and flexible
planning have also come into force at the
GTZ. 25 Consequently, alternatives to the
previously standard appraisal procedure
are now available, especially for natural
resource management projects:

o provision of consultancy services to an
existing institution on the design of the
project;

o identification and development of the
concept and institution (within the scope
of a preliminary phase of up to 6
months);

O implementation of an open orientation
phase to elaborate an implementation
strategy jointly with the institution(s) and
target groups.

This wider understanding of the planning
process has now been integrated into the
context of an elaborated management
strategy for the planning, steering and
implementation of TC projects: manage-ET
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ment within the project cycle. This Imposes
the general requirement of planning and
designing the inputs to be provided within
the scope of a project such that they satisfy
an actual demand of the target population,
strengthen and develop self-help
capabilities, and guarantee the
sustainability of the Improved situation
which they help bring about.

Above and beyond this general require-
ment, NARMS also interfaces with man-
agement behavior in the concrete project
situation: the management process must
take on an iterative form In order to be able
to subject agreed objectives to constant
review and adaptation, should they prove to
be no longer realistic or appropriate. This
creates a framework more conducive to the
participatory NARMS approach.

In more general terms, the applicatIon of
oarticioatorv survey and Diannina methods
in TC projects is also moving higher up the
agenda at the GTZ. The methods of PRA
(participatory rural appraisal) and
participatory land-use planning are par-
ticularly significant in this context. Natural
resource management projects lend
themselves naturally to the application of
such methods.
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6.4 German Development Service (DED)

Innovative elements in the design of DED
programs suggest that the NARMS ap-
proach is likely to be applied more often in
future. One key indicator of this is the fact
that NARMS has been incorporated into
country proarpms as a key approach to
development cooperation. The assignment
of experts is also being better networked to
take account of NARMS.

This is designed to enable the DED to
make an efficient contribution to areas of
cooperation which involve such complex
demands as natural resource management.
The NARMS approach has now also been
widely inteorated into the planning activities
of the division for agriculture, protection of
the environment and conservation of
natural resources.

A context favorable to NARMS-specific
approaches is also being created by the
recent stepping-up of efforts to win as
partners in cooperation the local NGO5 and

SHOs which the DED terms
“autochthonous organizations and self-help
initiatives” Within this franiework, DED
experts can ad as NGO extension workers,
and small-scale measures can be financed
from self-help funds. NGO measures can
also receive direct financial support.

Efforts to step-up cooperation with the
other institutions of German development
cooperation have made the furthest ad-
vances: The cooperation agreement with
the KIW signed in early 1993 provides for
mutual support, not least in the field of
conservation 01 natural resources in rural
areas. The DED’s aim in this connectIon is
to promote local institutions, with a view to
enabling them 1:0 act as partners in TC and
FC In later projects of official development
cooperation. To help enable experts to
properly perform this task, issues of
NARMS are being included to an increasing
extent in preparatory activities both in
Germany and irt project countries.



Notes

Wherever the term resources” is used on
its own in this Paper, it should be un-
derstood to mean “natural resources” It
will not be used to mean secondary (e g
financial) resources, or human resources

2 Initiatives such as the CHIPKO movement
in India or set-help movements in Brazilian
Arnazonia should rather be seen as
exceptions.

3 The Chuna Forest Development Project in

Nepal is one such example
4 RRA and PRA and their potential applica-

tions are dealt with in detail in
“Partizipative Erhebungs- und Planungs-
methoden in den Entwicklungszu-
sammenarbelt Rapid Rural Appraisal,
Participatory Appraisal. Eine kommentierte
Einfohrurig.” GTZ. Eschbom, 1993.

5 Cf. ENDA-GRAF. “Avenir des Terroirs La
Ressource Humalne”. Dakar, 1992. (An
English version, published by Intermediate
Technology Publications, is forthcoming).

6 Examples include traditional lagoon fisher-
ies in Sierra Leone, pasture management
by the Masai in East Africa, and the
communal management of water re-
sources in some areas of Pakistan

7 Cf Landwirtschaftiiche Beratungszentrale
Llndau/DEH (Eds.): “Landwirtschaftliche
Beratung - em Leitfaden fOe Beraterinnen
und Berater Im l8ndlichen Raum.” St.
Gallen, 1990.

8 Cf. MISEREOR (Division for Rural Devel-
opment): “Nachhaltigkeit durch standort-
gerechte Landnutzung. Em Konzept der
landllchen Entw,cklung.” Aachen.

9 A self..help project in Tanzania found that
the stones procured by the local popula-
tion as their own contribution to the
building of schools had onginated from
nver courses, which subsequently eroded
severely. The building timber provided by
the population could only be obtained by
more intensive deforestation (Cf the
Project Progress Review of the “Village
Development Projecf in the Tariga Re-
gion, 1992).

10 In relation to the macroeconomic level (for
instance the entire project region),
subsidies cannot be analyzed by house-
hold- or farm-based cost-benefit cnteria,
but should rather be seen in terms of their
contnbution toward the sustainable
management of natural resources and the
sustainable improvement in the quality of

life of the population (The so-called
“benefit analysis” is one method which
might be applied here).

11 Cf. as example Department of Environ-
ment and Natural Resources (DENR), In-
ternational Institute of Rural Reconstruc-
tion (IIRR). Ford Foundation. Agroforestry
Technology Information Kit Silang, Cavite
(Philippines), 1990

12 PartIcularly positive expenences have
been acquired in this connection with the
‘Participatory Technology Development
(PTD) Approach”; cf Reijntjes,
C./Haverkort, B IWaters—Bayer, A
Farming for the Mure - an introduction to
low-external-input and sustainable agn-
culture. Macmillan, London, 1992.

13 The concept of participatory M+E is
discussed in more detail for instance in:
(a) GTZ, Die partizipative Evaluierung.

Eine Bestandsaufnahme. Eschbom,
1988.

(b) Direktion für Entwlcklungszusam-
menarbelt und humanltare Hilfe
(DEH). Spieglein, Spleglein an der
Wand.. Zum Thema
“Selbstevaluation” in den Entwlck-
lungszusammenarbeit Berne, 1990.

(c) For a positive example of self-evalua-
tion, see. Harder, M. (GTZ): Launching
a self-evaluation process in farmer
organizations. Report on a consul-
tancy. INTERCOOPERATION Self-
Help Support Programme: National
Development Foundation. Colombo.
1991.

14 Cf Konzeption und Handlungsfelder des
Arbeitsfeldes Waldwlrtschaft. GTZ, 1993.

15 Investigations In India have revealed that
the eucalyptus, planted preferentially in
government forests , produces an average
of 174 tons of dry biomass/ha, of which
stem and bark account for 81%, and
leaves and branches 19%. By contrast, the
native variety Prosopis juliflora (today
negelected) produces 32 2 tons/ha,
although the stem represents only 30%,
and leaves and branches 70%. The latter
are of no value to the forest
administration, but to the local farming
population they represent an important
resource (animal fodder, fuel)
(Chambers/Saxena, 1989, p 143 if)

16 Cf SOIzer, R (1991) Palastorganisation
oder Zeltorganisation GTZ, Eschbom,
Reichard, R. SOIzer, R (1992) Organi-
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sationslandschaft in der Technischen
Zusammenarbeit. GTZ, Eschbom.

17 This applies chiefly to big landowners, as
smell farmers hardly even pay any tax

18 Agreements can be drawn up for instance
to reserve for livestock farmers the use of
twigs and leaves, for women the collection
of dead wood and the cutting of branches
up to a certain thickness during a given
season, for a group of beekeepers the
nght to put up beehives, whilst the use of
the tree stems would be subject to a plan
jointly negotiated by the entire village
community Numerous variations are
conceivable, depending on the situation

19 CF. Pretty, J N fChambers, R. Turning
the New Leaf’ New Professionalism, In-
stitutions and Policies for Agriculture
Overview Paper for IIED/IDS “Beyond
Farmer Firsf Conference. London, 1992

20 In this context, the BMZ also makes
explicit reference to the significance of
promotion through the DSE (training of
experts and managers, as well as teachers
and representatives of target groups to be
integrated into the work of projects in order
to perform a multiplier function). With
respect to problems of natural resource
management, the Food and Agriculture
Development Centre (ZEL) of the DSE in
Feldafing or Zschortau would be the
appropriate institution to approach The
significance of manpower cooperation as a

self-help oriented instrument of
development cooperation was already
emphasized in the 1986 “Guidelines for
Manpower Cooperation”

21 The most worthy of mention in this con-
nection are

(a) “SektcirObergreifendes Konzept
“Armutsbekampfung durch
Selbsthilfe”. Selbsthilfebewegungen als
Partner den Entwicklungszusam-
menaibert” Bonn, 1990

(b) “Sozic-kulturelle Fragen in der
Entwicklungspolitik.” Bonn, 1992

(c) “Forderung von Frauen in Entwick-
IungsI~ndern.”Bonn, 1988

(d) “LSndliche Entwicklung.” Bonn, 1988
(e) “Dese~tiflkationsbek8mpfung und

Ressourcenmanagement in den
Trockenzonen der Dntten Welt - eine
erttwicklungspolitische Einschä~ung.”
Bonn, 1993

(1) Entwurf des Positionspapiers
“Forderung von WaldvOlkem im Rah-
men des Tropenwaldprogramms”

Cf. the literature listed under references.

Cf. GTZ (1992): Entwickluiig im Umbruch.
Perspektiven des Systemmanagenients.

24 Cf. BMZ(GTZ (1993): Liindliche Regio-
nalentwicklung LRE aktuell.

25 Cf GTZ (1992): Leifaden zur Erstellung
von Angeboten an das BMZ.

22
23
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