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1. IntouducLlion

Falluwlng mony years ol developmant  projecbkd  ruo by RGOS,
inlernotional and nalional orgRuisaiions  in Lhe Sahel, it hns
brrcome  olear theal e Ly (e i Ahem manage Lee miexl, Lheir
tililecLlves ovr bo prove ol lasting henpefil cither Lo the loon]
comipsribhos where Lhey uandervilonit heirr inborvenliona ore Eo the
couniry Aasa A whoele, MHany differenl reasons have  been pol Corwerd
ter exploin Lhe variwbilibky of projeoct resulls, mosl of sshich deaid
wWilh specilic cases. There 1% nuw  mure  general concern for
grveloping fthe skruetuees ond wmodus operandi bBeabk avuited to
FubnmLng aucoessful projactz in Lhe [Field. '

Thia puwper Enitielly acught Lo examine what reasarach ghould he
urnckerLolien Lo enalymse the components 0 succeastul resouroe
managemnant projecta  in saheliap Afviecsa. Fealures oQommon o oll
gould {then ot Lhe basls of an appromch whiclhh built on previouws
SIS E05

However as  inveatigeliowna conbtinued ik becare olear thal Lhiero
exiats plready a considerable body ofllleraturs opn Lhis subjecl
(DXFAM, WSAID, LIED, CARE arnd CGround=-up s well sz books by
Harrizson (18387) and Chambers (18583})). IL was also olaar that Lhe
nppralzel) ol exisking proJjecla nust examine the crileria on whiich
Lhelr suoeesy o [rilaro are Lo be determined. Thie paper will
Lhercfore wddress  Lthe tazue of  whether vemource manparewenis
nrojects can bhe evalunled, and Lhe  polenlial coenfliclia bhetween
kil lezrenk voardsiicks Car ewvalusabion, Lefore analysing  Lhe
Buidelines fur =uwcassaful projecilizs zet up by olher invesLigolors,
In coocluzion il wil: examine whether o1r ‘ot Qg Llhise Lo
stepges have been completed, suceeesaful projecth sbraoclures ocan bo
replicafted elzsewhers.

Z . How Lo evaluste guccesaFul projeats 7

Bulueroe looking ol the coomnen Fenbvrosn of projenta oobsiderocd Lo
be suvcegalul, 1ii4 is wWworlh loocking At Lhe ocriteria by which swvel
succe=zn is Augesged.

Projoecla in rurnl sreas are {sced wilh four differenil. groups of
people who do nof  peceesary share Lhe sppe ocrileria for
avaluating a project’'s suoccess or  Foniluress The {irat Are the
villagoerys whom Lhe project ia £rrying, in the long or sehord Lermn,
Le hielp, Their inpul is sgaaential., and Lheir prlocvlties nee ofliocn
immnediate, 3o they muat e awble Lo see immweddliate brenelfils. Loosl
governmment has a =set ol developmenl objoclives which often
include natienal siralegies wilh a1 Llop—duvn approach or aore
rbpatedis ambillons enoverning Lheir relationships with Lhe rueanl
pauple thaer administer. National goverthmenbt how a8 [urther zet of
nricrilimzs, Finally, Lbhe uxecutlting agency and ite donors bhave o
aal ofF oprlieria for dofinindg whether 8 project. ehould be funded
and whail conelitute aoccepleble obleelives ond pehbhievemente. When
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thede groups comne Lo Aagsess a projeck, Lhely opinicons arée woat
likely coing bo dilFfer aignifiernbly.

The svmlualiaop teams whose jobk ik is to decide whelher a projeck
iz wuneeasfal or nol, are gencerally comnpozed of elamonts of all
theano s, except 1he ol cotioe riued L.kyuz villagers., A
whirlwind Gour of soveral days, ia mll that isa allogped for
autside experts Loe lenrn the complexities of the area amwl azsess
progress againat objeclives, Where tangible measurementa have not
been made, the Leam‘s oplniona oust be bused on subjectivo pointa
of wiew from lecwl wofTiciala, project staff and villwgoers (iF
the lalLber have nolt alrewdy heen  intimidated Ly coovors of
londrovars stwesping inte izoluted project siles).

Narrison (1987) puode his own decigions goncerning «hether or not
the prajectsa wvhich bhe exanined were anccessful. Such projeota
had beon soilng for alk  lessk  twa  YEArs, had acheiwead Lhelp
targels, offered attraclive ooconemin  rwates of  relurn, ppnpararv el
langbeorm productivity arnd reduced puverty  while proving
muatsinshle in Lhe lnng terw. T gonld have been intervesling 37
he oould have sepplied  the data  concerning these varighles for
eanh projecl. Cerbainly some wre aveilsable, labk 2o unaual thew
concern easily  measurable variables agch aa yields, % markeied,
pread plankadl gtoe, which, wa Wwe shall aee boslew, arve not alupys
ppprapriate Lo rcesource mAansgemoent projects.

Hawevaer il 1z often nob  Lhe evaluasbion Leans themaelwes who
procluln the sucasss of a projecl {(in Faebl  they may  Clod Lhem a
digasber wecordlnz ta  Lhoeir own orilerin) bk a2 network aff
wviaitars wha Ceel, throwgh discouassions with  prejecl stafd, that
cervlbain prircipleas of rezource  annagement or rural developnenl.
which ther think are inporiusnt, sre heing vespecled  and thatb Lhe
approach  stunds o chkance of  suscesding. 1o ono Gime at ull. a
projocl s econsidered;, by conasensus, Lo be anccgasful oy At leasl
att Bhe rigchi. lines. Harptaon rolkoowlodges that in muany acasges,
conBensus smong thezsa inforasl  evaluslars s the main yavastich
ffor aucooess,

o prajecla Wwith easily Jdefinable ouotpobts {wells, ovoads,
hosnttrla, nuebuors of  people yaorinated), oevaluelion of thelr
qywooeas  or  lToilure 1= relatively ztraighiforwarcd, boat For the
pasnscpent af reaspuroe management  projects with Fadrly nebulous
ghjechlves of ionprovement And bai L mAanApgement, vhat dose this
mean in concrete terns P Some discuusion of  thia queslion is
ralevant Lo Leying o drew Jup project impteunsntation guldelines
because part of a projact’s atruclure  or time mast he allocatod
+n aesking to mopnitor  Lhe suecesaa  or Foilure of Lhe projerotts

aelividies,

Where watural rPesouTnes Are  Ooonoerned there i3 o EenDuine
dilemne when Lrying o azmaess whether roesources osec lheing
oplinal 1y explol bed, There 15 litile oonorcte methodeology et
for mepaurkiipe respurce  panagement  and its effoectiveness. Most
approaches hegin from Lhe standpeint that natural cosouroes Brce
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in decline largely due to abusive exploitalion, This is unuwed io
lerge part by the difficulties of ilefining and mweasuring
fluctunliona in noalural  prodeclivity  due Lo drouglil, nod Lhe
complex links wilh expioilalion pallerns.tHowewer, Lhis sLllitude
ha=z a8 hnoeek-on elfect, na desucibed Ly Swifl [19H3 who princa
out, tliul »ns long as rersl peaple nre  Lhoughe Lo be actively
deslroying 1heir cenvironmenl  Llan more desacohian itntarvenllonos
tawzh a2 bans un graxing over lorge sareas) will increasingly be
geeq Lo i peceplable,  Thiz will  provent projects Crom werhing
ofiectively with villagers Lo resolve Lheir prollems: ),

Mama 2 esanenl, schenay s L Lre SQiaziullay, eoopemical Ly Ivbich
reclogically stable o Lhey will vollapze. Il exiabing syuiwona
aTe collepsing ifd I= due to A number of exlrinsic Toroes which
push people o expleit their epvironmenlk  in certsin ways, Thatl
chvcent praclices exisl and are Lo & large oxlent meaiobainecd is
bezauso Lhey sre e g£lovbal expresvion of individumis artislying,
or wtiEmpting Lo salisFy, L mulliples conslreinlta whder shich
Lhey {ind Lhenmselvea.

Sugaegalul projects  hove guvoceeded in renoving or decreasing ooc
or saveral of Llese constralnls urnf il a new
eocio-econeaic/ecalogionl  oquilileium point ie reoched.  The
cobslruwinka canlrelllng reacurce use will vary wecording Lo Uhe
local  situation, byl Lthey will probably Le of oo ecologiacal,
roolal snd political paolLlure.

The dilennn laced by most projecd manugers is in Bol nawine ol
Lha vulsel  wvhoere Lhe olhev cguilibrium poinlks in bhe ayslem are
La be Tewnd, They &#are Llherefore obliged to procoed using
rule-ol-Lhumb  guidelines, acme of vlhich are quanililfisbie [ Frem
reavarch resulls} others Jderived From gut Ifeaelinga, still octhera
simply dodma.

Howevor Lhere i3 nmo guarantee til new equilibrium points will
be Found dAuring Lhe life of the project, or indeett  Lhot the
project will evor koow swhen 1L has found one. Suak Lhilngas onlar
become clear wilk hindaighil., (This proceas is & fapllior one to
all olservara of Chancellors oF Lhe Excheguer and Finauce
Mihisterz irying Lo keep Buropesn economies ap Eteady ~oursel.

Froject planning hes to  trke inke acoount Lhe fact Lhat LL may
not know witi ony certaindy when il has  achieved its slma. The
orilleal teat, thal of Lime and sostainshiliby, will alwayy b
Lefore Lheo.

All goologicnl ayatems conbeain a4 sebt ol crilical Peints which
conlrol the Fundemental paramelerz of populsiios dynamios (births
At denlhsy. Meeple exploiting such & syatem must  Eake enre Lo
maintain Lhis ratia on 1 long  Lerm  basis oo Lhey =zat the
pupulallion into decline. To establish whebher or not  Lthey are
doing Lhiz At a wingle poinl in Llime in Lhe field is extremals
dilfficull. IL isa often only obvious Ferlbrospectively +that the
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coeualites hrae i declinibmg. In the oase ol common resouTced Of
copmon 1end ik i bthen bard ke resolve who or wlhat was primerily
resporsihle For the declioc, partienlerly during prriods of
fluctuablopn in wenbluse patterna. Such Pluctualtions may alao peour
during Lhe 1ife of u project. The guostieon can bthen legitimately
Be  ruwised of whether Lhe obaerved ohanges in £he natural
reaourcee or people’s wellees would bave besn More exbLeeme in the
proeject's oboenoe. Such wapalyais  may  shosw projecls  btn be
sunnessful even <“ith A negalive halance shael,

A particularly erwuceinl queation Lthart prajects will  have Lo
congider i1z the relative welght Lo be given o the well being ol
the erviroonent and  Lbhe wel?l being of the peoploe.The two arve
itrnextricably liokesd, but  Lthoey wWill undoubbedly  have several

epouikibrivm prints beloesn which nonugers Will Lave to chooge.

T+ the arcgument iz made solely in torms of the standlng orop ol
o pAarticular  resounree whicvh s awvailable {or measuremenl, this
would inTer  thubk w prolected Ares wilh fiourishing crasaland mnd
venodland is w gresat sauceess  despite boing a  digaaler  for thu
gquality of 1ir'e of rural people. Equally, mioing ol natural
remaurcaa e shorh Lerm econsnic Eein mny oreste n oshort period
ot avonomie wellbming, bob which will prove unsuatsinnble.

Meptsneing  resouwpeon: aanagemnaenk s oo difficuwlc  bhusineas wh loh
amlres 10 exwbernoal evalustion of projeces which try  te boalunue
Lhe bLwin interests ol peoples livelihooda aod muintaining notuesl
redpurcey n particularly vcontantious Luslt, Th tha paxit secdlion.,
despite thre peoblenas of  resulviog Lhe Jdifferent vigwpouints afl
weprrale intecos! groups, some veperal  guidelines and crilteria
wliinbh  have been  developed [rem projecks connideved Lo he
spcceanTul Wikl be dizscoussed.

3. Yugppsloed guidelines Fore jndgiog project Auoocess

Tt is ewvident From the #vaileuble literature  Lhat very [ow
arganigsticons, if aay, Lhove really cone Lo gTipa Wwilhh Lhe tharoy
Lask of evalumiing results ol projecta  inlcevening  in onalural

reapurca puundhgeme L.

The plfi=quoledl success{nl projects  are abill generolly those of
bhe socething Cron naching Lype where  there are  tangible, often
vigilble= Lt cerlainly measurable prodects, er. ¥ heclarcs af
newly dyhed millel ficilda {YRtengwn, Rurkina; H=ig 1957, ¥ Em nrl
new windlhireRks [MugLla VrR1ley HMNiger; Jenven 15871, oonaleucsl Lon
ot villuwe achnools, dispensary  or cooperatives  [(Tin Aicha Halil
Chambera 198T). Very low projects have comes to grips Wwith how to
ngsmesa chanFes Iin existing explolbgcion aystoeas.,

Trodl Lional manageronk Ayvyulems BRI LS Eensrnlly exbtremely
coanpl icated amd very flexible, with fesw hard and fa=zi rules ahnat
o oy what, wWhern wbick whiere. Mirvertheleas it i3 up Lo
individual projgeohba to duwise t.the busla on whiach  their
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intervenktions will be judged.

Ul Followinge idens, clyAawn From B varircly el souccos andd
aexperiences, are wWorlh cvonsidering 2= A fulure way ot of the
meagurenant dilemme, nol booauvse Lhey arve univeraallyx sapplicsablc
18 exclusive, Tt bhecausa Loy el kel Crevyym A framewarl Lo
ecxamine Lhe effecbks of a projecl’s LerLazventlion en Lhe ground.
Booulbiblesy Lhete will e others, and EL owill lir wpto individuel
prajerls Lir debarninoe whiclh are mosbl  appropriate and Lo develop

prw idoess and apprToRches.

1L should be noted Lhat Lhey wll  ecegoicre a2 wikhin-projeocl
mean i Loring u¥slem and that none can be cpully asssgssed by ouwtside
visiling ciperks on # one—nlff baais.

Haa ithere Dbeen any noel migration {in or cul] of the projecl
s asd 8 oreswlt ol by pobivibies F

Huse hnve ocoeggs righls chhangmed willhe e inlervaniion T Hawes
rEdltls lTeor Lhe poor bDecn oocinbnined 7

Whice has pained and who has last a0 breowa] Lerma 7

Whol consbrainls: (eroloEinal, saoccioeconomic, palilicsnl] hawve
keaen remaved or improved 7

WEhEte It Liie mew  equilibrium  mnaogdemecnl. atats will Lhe
Erow Leslk pressure ocme Teoo o revert bo the old ayslen? los Lhis
preszurs bren counbered ¥

Are  Lhe pruject's  Aactivilies, purbiculucly chinges  in
righlLa, 'ully supporboed by Governmenbi ¥

How hiave Bl mclka of resgurces {or <wbhor paraanaeters of
populolicn dypamics, #pd Ade =struclure) imoproved during Lhe life
ol Lhe prajeclk 7

Il pegraneration of rezowurces low ovccureed  what steps have
Taizas Luken 4 ensure  that the faclerw  whioh  caused  their
disgappescrabes @ill gob vecur ?

What: indices are @wwilsable Lo show that peoplo howee
et d bled 7

Hra productiviky improwved, Erce I by hislaegically and i =aan
economic aense

Tt iz  ewvidenl From Lhe Loploes  Lrobched Above Lhat reseoscch ond
moni berring muEt remain B major componenl ol projecta even during
an implementalion phaae. Thu soceous v fallupe of Lhe project
can then e judged on the resuliz of itz own roscaroch.

Thiz project approach may bo inhoerenlly wnaocceptable bo Nolionol
CraverFylueshly as Lthere iz Jitkle poelonlial For  dindependent
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aasossnent apd evaluation of preject welivilles, partieularly 1F
Lhe preject adoplits o Fleaxible approach and the doalpoals Xaeep
maving. Evaluatora may Fesl £his sikuation makes bhe project both
Eameaboeoa Aand poacher, bttt the nalure ol a projects
intarvenliions is psabably Loo onnlex Lo enEurs on o8 ohgenlf
Lasia. There iz Lhergfare =& 3till grepter need for dhidcuss=ton,
nellabhoratinog and governmenk apprevual a8 fthe oblieclives aof =
projeot evoalve, :

3. Frojuclh lmplementabtion S5Lralkegliess

sccepting the difficulties  invelved in delorminlng uhether or
nob projects lwye heen swccessiul, s number ol aopslysea have been
carried ocul on projects  Eencrally considered Lo have succeeded
and theae have [wurned the basizs For gnidelines as Lo how kest to
ilnplement projecks in the tield. HNatura®ly the delolls will
differ aecarding to loesl ciroumstances,. but in &2l] casasy utthora
have Eried 0 isolate Lhe principal components of Lhe succocssful
approrch .

Yook (13871 describwes four hagie Lypu=s of project amplementation
approsch  ranging Crcom, hottom-up platnivg  cthrough Lo Lhe
Liyeprint approsch of many lorge  Jdonor agencics, inocluding
cosl-Lenefit annlyses.  The follaowioy dtscusasion assumes that the
case for whal Yonk ocalla an experinentalfodaptive interventlon
approsch hez  already been Arguad amnd won, and thet this is the
Framework wibhinm which we sholl sork.

Svme aythora promole A ayatems oapproach [ed. Conmay 19R5}) to
mxuwmtne  How  aApgrorcosystems funchkion i séel to idenbit’y how
their major compenents  {produckiviiy, " =kabllity, sustrinehility

sl equitabilitwy} interack te produce trends in land ase. T by

grulytical procedurs adsumes that Lhe basic funchioning ol an
AEToedosyatam requires ink imnte Iknowleadgo o a tew key
functional roluftionahips. inmpraving theeps vital velationships
can form Lhe basis for overmll impeavement in bhe system.

Crnway further wargues that system componenls can he hroken dawn

i isclate the deciaien maeaking structuree which  intfletnoe
CREOUT S use. NDescriplion of Lhe AFrnecoIysLem  (syatem
hierarchies and eyualom boundariea] #]lowa botkleneclks and

parbhuaya Lo Te identified ghieh can Lhen be regearched pnd
inproved on by locnl wﬁrhﬂhups.

A tend reasprcher will end up witbh All ke slewments of Lhis
struoture anyway duering 1the ocourse of his resacarch. ogever
Conwny’s conceptunl approRch helps Lo fermaliae  Lhe descriplion
ofF Lthe aystem which dis useful =a loopg aw Jb iz considércd az a
tnol wather then an endpoinl. ' . :

-

Chambers (1983, 1987) itsa omore concerned with  rcosults on the
eround and his analy=ziz of suceesaful projucts comes up whth Tiv%
complenentary &lements essential din project deaign and DPPTOHR -
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1. A lewrning proceas awpproach (flexibidliky).  The sbilily o
reacgnige, vmbrace and learn Qrem errore and failuve, and even Lo
cliihge objeolives ncee Lhe ey o sucocess,

o Futting peoples priorities Flewk,  Providing Top peoples
revocived nesde gives v projecl an enlhusalaslic impetus Lhroogl
gell-lnlure=L of participoling villagers.

3. Secnre righta Aand galus, Eorau=ze muclh uf noturel reacuscoe
managenenl. looka  ab long  Lerm geins, aoms sunrentee of A celurn
il invealment. {money or lebour] ia  ewssenlial . Secure iRl L mEy
be aonmunal or private.

I Huslainebilily Lhrough self-heilp, Oulside =subaidies {eg
Fowdl-Tor=work) may lnduce people bo worh [or things thoey do nol
hooesanrily s . Howvevar, unlecs Lhey are parlloularly

innovative and adventuroua, willadgers ofben have Lo see sucoess
pehleved before inceolive-Froes sellf-lielp beoanes widecspresd.

LI ShkafF ikl ibrre, commitomenl, prd conlinuibys. Medicealklion,
detormination, sell-spocrifice are wphl  essential  componepbls Tor
sidfarens, B3 well axn involvenenk of Atall over long pecicods of
time:e  Long  Lteem  involvemenl facilibailes  developmenkt  of  tlhie
Jearning approach weod mialales are notl repeniled,

Chapbiere {1087)  mabkes o Turlher impoelngl peiol by streasing bthe
rizod Lo ddentiTy tliose wress wilh  large gaps  between polenlicl
el porlormance.  Projects shoold Uind relablvily ensy sell-help,
luow vosk wAyAa in uwhbich Lheas gapa oould be clused. This Aprproach
nirrors that ol ildenbifying botlilenceks but ineludea the concept
obf A closable gap ralher Lban ainply problem-identifical Lo,

In his Look, PuLling the lLast [Fjlirst he Further onphibsises the
heed For dmprovisslion apd invenlivenesa, Lhabt prolocls should be
whic Lo react rapidly Lo Gove policy aod thal Lhoey shouled zeelh 1o
alilain Lhe Oooerreel nix of reseatrvch, monitbtoring, Avllion,
iocreasing awaroiesa and  vilktager  bnvaelvement  while romshning
epen bo Lhe wunexpected. Toeche (188T) supports the prlnciples ot
wvillagor parlicipgation and flexilbility while addipng lolerproject
conrdinelion.

Hern i (1987, the manager of the Yatenga PAF parnjecl ln.Burkinﬂ,
identifiea the euwccessful slructure of his  projecl as & complex

blend of components inolwling

a} lowal wnd netivnel politica

i} expabrinle and local. siafl

) local ecolopicel; cdaphic and pepuloation Taclors
] prejesl =struoture

(C] progjgeslk approfah

IL is woelh nobting  thal, of Lhese, only Jd ond e (and wilh
dqiffiealty, b)) nre variahles which can be manipululed Ty projecl
nanagers or project desigrners.,
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ne & rvesull ol reassmarches For Bia bonkh, Harrisono (1987 alao
propoEea A J1st of keys for succeazs- 8 checklist of Lbesl prectice
(Table 1}, although many ol his proposals are wore relevunl o
agricultural or technical projecks ralher than management ol
axisting resowroeen, an arsn where  kbis lialt bas qowmer nolable
Absencea.




E. Cooclusion

When examining Lhie hiztery af leplemenlation-cvielnation
procedures for resowcce manRgement  projochs, soveral Lhings
becane olenr.

The tirst ia that, although there muy he a pumber ol clemenca af
the mppoorch  which  zhould Le streased  in Lhe project clas ign
phase Lhere ore 8 signilficont nonber of imponderablas to make any
project o ol the rvaile during its lifetime. Ry adopting the
nrin legsons [CrFron olher projects, manager:s may doe TU ol Lhe wWay
to succans, however the other 30% requicved will be dependeol on
Focbors over Whioch noona hoy eny intlaenco,

The seaond iz Lhul sueeeasfu] projecls oan only  be rapllcated ia
atenzs which ahwure  copwop abaracterisblos, Marvriasn (1987} Aadgls
wbhy innavationa donl spread fazter Lhan Lhey do, citing languade
rod  physicunl  bowpdsyrlea as  poteolial  barrierz.  However, he
Aocepts, carrecily, Llai innovabtions are only  susiainable rd e e
particular, zocioeconomin, esoclogical and political circumatanoss
and that Lhese are necesapry prevenquisites for fthabk suecesa atory
tex bLalte rootl,

The  thiwmd refllection is that the qclence of meazuering or
evaluating rosodrce  management projects is in ity infancy. The
ctrlasaic procoedare ia st1ll Lo oompare  achiocyvementa with
objecllves with few people: asking whebber or not independent
criteria evist which could he uzefuel. The result is thal projects
ara suceooasfaul hecause they have heen sucoessiol in achieving
their objecllves, which wmmay on may not have beco adenuately
formulatod,

In Lbhiz search for fewbures commen  to all  auwch projeoaks thare
geam=z Lo he only one quoted example of projentz conforming to the
aipcoeaztul approach which has heen found to have failed. Thia may
gsem like a contradiction in teres. llowever Belld (19871 cikes a
project in Muurchanlsa whinh was nlosely modelled @13 hla swuccess
alLary in  Yakengm hial where resulis weve disappoinblinz. Thia
Tailure wea put dowsn o differsnces in scila, Gbopodgeapbhy and
populat inon denzaibky [(none of which, uwnfortunantely <an  he
pontrolled by project=l. An interesting conclualon must be Lhat
Lhia pRviicular project waa not Flexilxle enouzh amdi did not meet
people's peeda. Flexibilliy wan  thoughi to fe R Key element in
projeck sucoeess, yel by oliempling  to roplicate the Yolongs
project in Mauretania, thia precoodition was ool metk, Therelaro
ik fixiled. Replicebility seema te be sgcond only boe projent
evelunlion res A breeding JSround for fallaclous aml tautologlcoal
argument and vasly=is.

Thers 1a ne  doubl opuch  to be lewrned from hew other projects
huwve appreached similae problema bul  therse i= no ovidence fo
suggeat that projects can suvocceed in o nechaniatic wey once the
key to their esgasnbtiml componools is discovaered.
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