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Preface

This paper drawws mainly an the
Findings from studies and workshops
carried out in Miger, Sencgal, Cate

d Tvoire, Camerocon, Uganda and
Zambia. Collaborators in these countries
have accepted to play a pioneesr mle in
the use of the “4Ks" framework in a
variety of contexts. The “4Ks” framewnrk
being a new tool, they could nat refer to
any handbuok. Their work has therefore
been quite challenging, and has atlowed
for the display of great competence and
innovative spitit, The author is very
grateful for the quality of their tasks.

This paper would not have been
possible without the Financial support
from DANIDA throughaout the frst
Phase of the AFRICAT Froject, This
support is gratefully acknowledged.

The author wonld also like to extend his
thanks to his colieagues from the
Forestry & Land Use Programme of
MED tor the quality of their comments

atid their assistance in the editing of this
Papr.

Despite the collabourative character of
the AFRICAF project, the author takes
full respunsibility for the opinions
expressed in this paper.,

The “4Ks’ baing a new instrumert, the
main aim of this paper is to introduce
this toot for collaboration in farestry.
The prefiminary findings discussed here
nead therefore comments and farther
axpetrimentation. The author sincerzly
hopes to receive opinions from
practitioners and decision-makers who
are intergsted in this topic, and mere
broadly in ssues pertaining vo
partnerships for better management of
natural resources.
Dlivier Dubois
Forestry and Land Use Programme
Intermational Insfituie for Envirooroent
and Developroent
May 1998
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Executive Summary

This paper is addressed to practitioners
and decision-makers - in gaverments,
devalopmon-Aststance agencies and
MNGOs - who are faced with the difiouli
task of managing collaboratian in
forestry, but lack tools and methods to
assess stakeholder roles, reconcile
divergent intevests, and assess power

stiuctures.

There is an increasing agrecment that
sustainable vsc and management of
forest resources Tequire more
collaboration between primary
stakeholders, i.c. the State, the Private
Sector and Civil 3ociety. This stance can
‘be found in several inifatives and,
-incréasingly, in policy documents,
Howevear, the political dimension of
such an approach implias the need to
address issues pertaining to power
differences at the resource level. The
politizal dirpension of foyest
managemant, When acknowledped, is
often weakly dealt with by development
agencies, mainty due to the lack of tools
1o assess stakeholders’ roles and power,
and lack of capacity to manage role
changes in forestry.

This paper synthesises and dizcusses the
findings of a three-year DANIDA -
supported profect, which has tried to
vantribute to the development of such

tools. [n collaboration with partners in
gix African countries, HED has
devalopad a fravneworlk, Wherby
stakeholders” roles are defined by their
respective “4Rs’, e, their Kights,
Eosponsibilities, Returns/ Eevenues and
Relationships. The framework has been
tested under different circumstances, in
different biomes, and involving different
types of stakeholders.

The vutputs of the project shosw that the
‘4Rs" framework can contribute to
approaches aimed ab Improving
eollaboration in forestry: This
framework complemenis other tools
such PEA and stakeholder analysis, by
teasing out issues pertaining to the
sensitive and litHe-explored area of
stakcholders’ power. However, as such,
this framework should be used
cautiously and requires further
experimentation,

The next step should be to consolidate
the experience gained 50 far on the
‘4Rs’, by using it in the role negotiakbion
Process in some pilot cases, Feedback
from these experiments will determine
naw o devclop and dasseminate the
tool, This should be carried cut in
parallel with the assessment of capacity
needs o Mmanage role changes in
forestre

Mmoo
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Coming o ferms with capacity

host people seem to agree that

capacities are key fur development in a
changing institutional environment. As
the World Bank put it several years ago:

In the most fundamental sense,
devefopiment depends on the capacity te
raitinte, suetaim and acconmmodnte change
(1988, cited in Austin, 1994).

However, this is about the only point of
agreement concerning capacity, and
when it comes to its practical
application, several issues eEmerge.

The first issue s that copacity mrans
differentl Hongs for different peaple. For
instance, it is interesting to laok at
differences behj.reen dictionary
definitions of capacity, e.g.:

* The Pocket Dxford Dictionary uses the
term power to dofine capacity, i.o.
‘recetving or containing powor,
producing power, menta] power’;

#* The American Heritage Dictionary of
the English Langrage prefers the
term abulity, 1.8, capacity is defined as
‘the ability to receive, hold or
absorb, the ability to learn or retain
knowledge’.

These two definitions suffice to show
that capacity encapsulates many
notions, ranging from benign ones such
as ‘kKhowkedge’ or “ability” to the more
contentious one of ‘power’, This
explains the complexity of, and
eonfusion often associated with, the
concept of capacity.

The diversity of perceptions of capacity
also explains a second difficalty in its
use; ib starts fosing mearning when it is
taken ontside 4 specific cortext, i.e. when
we try to define it as a generality, Hencs,
we reler to the definition provided by
OEBCD/DAC (194 ).

Capacify 1 the environment represeitis
the ability of individuals, groups,
organisalions in a gruen contexi fo
address environmental issues as part of o
range of offorts to achieve sustaimnable
develpprment.

We tend to prefer the expression
‘rapacity development’ to ‘capacity
building’, likewise OECD/DAC {1993).
The former conveys beter the message
that we arc dealing with a dynarnic
pracess. Furthormore, it suggests that

there are E&:isting mpn-u:il:ie& Il whiv_:h ke
build.

Hence ::apnr:i'c}r dcvelnpment in the
enviranment (CDE)Y describes:

the process by wiiich capcity &
eHvirormeRf mad npprnprinff

inst it tionn! structures bs euluriresd
(OECD /DAL, T993).

This definibicn leads to the third issue
associated with initiatives on capacity,
ie. its relation te praver. [t actualty
highlights twao different aspects of
capactty, i.e. technical capacities and
institttional capacities. Dia (1594}
describes these components as follows:

Teckipical mpaci!y fi}ﬂ!l‘.ﬁ“f.l: on {he

I
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supply of skills and fronsferving mew
techmology, methods aud systems, n this
conlextf, capacity developrent is
escentially associated with fraining,
education, and techrrcat assistance thet
complenents local supply.

Tachnieal capacity thercfore relates to
the ‘supply’ side approach of capacity
development. The major issue to be
addressed is the adequacy of the
raspurccs: does the country (or
department, commumity or cther
arganisational unit} have enough
gualificd and experienced staff, money,
infrastructure Aand cquipment o do the
job? If not, then the implication is that
missing tesonrees shonld be provided.
The ‘supply” approach has dominated
aid agencies” attempts-to promoto
capacity development in LIDC: (Moore,
1996}

InstituHonal capaciiy focuses on the
ability of the country to make oplinml wse
af the existing techrical capacity and
resnurces i @ sustainable fashion. The
focws here is on capacity wlilisalion and
absorpiive crparcity (Dia, 1996).

Institutianal capacity therefore relatea
more to the environment of an
organisation than the organisation jtsclf.
It is more a ‘demand’ approach, i.e
“what are the features of this
environment that will encourage
organisation to strive bo do a good job,
and make good use of the resources they
have available’ (Moore, 1998). Hers, the
main issues are {(Dia, T9946):

= contmmiintent of leadership;

ol emwmershiip;

+ pepresentativeness and legitimacy of
institutions;

2

= aceonntability W clients;

= aulononty of organisations;

+ the extent to which incendives
encourage service and improve
performance;

e enforceafifity of rules,

There scems to be a convergence of
opinion that, tn recent years,
institutional capacities present more
reascon for cancern than technical
capacities in LD, and that the
emphasis placed so far by donor
agendies on the latter did not bring about
the expected results. The scant success of
such an approach stems from the fact
that development-cooperation was
mainly conceived as a technical task,
with little attention paid to the
canficting demands: from different

. stakeholders over development and

cnvironmental resources; hence to
matters pertaining to authority,. power,
negotiation and poliics. This is not to
zay that technical capacities should be
overlooked. Howewvar, they will be
significantly enhanced if they are used
in an appropriate institutional
environment.

A further difficulty assoriated with
capacity development concerns the
difficulty i measunng impacts. Indeed,
capacity often starks making sense in the
fonger termt, and in different feshions. For
instance, the training of a graduoate
farester on participatory management
might krear fruits only when he or she
reaches a senior position.

In addition, whilst measurement of
impact implies a direct causal
relationship between an action and its
output, in the case o capacity, results are
often dependent on a range of Factors,
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Making sense of the “Battiefield™:
Different pressures and stakes in
Forest Management

When looking at how the status of
forests has evolved over the last decade
or 50, one has to adotit that despite
vasts amounts of energy, money and
time being invested in improving
people’s participation, organising
intetpational meetings, improving
existing policies, etc, the amouant of
forests being sustainably Inanaged has
oot significantly increased.

One major factor associated with this
_ vather gloomy picture lies in the partial
paradigm shift i forestry over the past
1015 years, fromi state control o
) mereasmg involvoment of private

- operators and civil society, and the
difficulties assodiated wath this
transition.

This new paradigm can be corralated

with some broad-scale trends {Bass er af,

1908}

* the transition of former cenkrally-
planned economies to narket-based
ECONOIMIES:

* an incroase in democracy, natably in
Latin America;

* increased globalisation of the world’s
economy, with tmde and capital
liberalisation and currency reform,;

* coonoMmic imperatives to increase the
efficiency of respurce utilisation or to
liberalize pricing systoms;

+ the pealisation that local communities
need control of local resources if their
livelihpods are to improve; and,

* 3 series of structaral adpestment
programunes promated by
international lending institutions,
which led many national
governments to reduce public sector
edpenditures and price Aicaions.

Thas has resulted in more apd
diversified pressures on forest
anthorities, at local, nahonal and cven
international levels Moreowver, the
realisation that forgstry should be
geared b peaple’s livelihoods as well ag
to trecs has forced forest rmanagement
to cxpand beyond forests and
encompass other types of land uses,

Incvitably as players increase, conflicts
spiral, especially until capacities are
developed to deal with them. There is a
teed to address the sensitive issues of
shared decision-making, and power
relationships come into play. This
forces forost management ko take a
political stance, and ko encompass the
complex linkages between polifics,
market, policies, institutions and
capacikics,

Mahir {1997 compares forests to
‘battlefields which soeial ackors are
struggling to manage and make sense
of’. This battlefield is tentatively
Mastrated in diagram 1.
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Diagrenn 1: Making sense of the Forest “Batlefietd™:
Different stakes and prassures in forest mancgemeant
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Several paints emerge from this
diagram, i.e.:

= Policy iinplemenlation, instiHibons
and stakeholders” roles in forest
managemernt are all embedded in the
local political and cultural context,

» FPolicies address the issue of what is
needed at the resource level, but;

= It is the interactions bebween the
means, institutions and relationships
that determine fow policies are to be
implemented. This is therefore the
level where capacity developmoent
should be given priority;

F- |

+ The argument about forest
management usueally concerns
stakeholders” ‘means’ (rights,
responsibilities, and returns) and
institutions, bul;

Progress often hinges on the quality of
local stakeholders” relationships, local
politics and culture, and the influence
of outside pressures;

Development assistance agencies
experience difficulties in dealing with
such realities because:

« plthough they can directly influence
the substance of the argument,
institutions, and, bo a lesser extent,
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cutside forces; their effective influence - platforms for dialogue such as the

on the actual main driving factors of recontly established national working
progress - politics, culture, groups on certification in Cametroon,
relationships and outside forces - is Cabon and Chana:

often more tndirect and therefore - critical mass of challenges to oxisting
must span & significant period of Practices, such as informal

time'. This influence ocecurs via community-based or locat partnership
cumulative influence from projects initiatives; leading to the realisation of
concerning the substance of the the nead to change ‘the rules of the
argument and instibtions, e.g. game’.

! Doahesks catt &oanctimes ailempt v influence these faciors mere draslically e, by reweelting pokicles In Papua
Mew Guinea snd “ameroen, However, such hacty moves are seilem cfivctivaly implemented.

5




The AFRICAP Project

The challenge is t¢ transfortn the forest
from a battlefield into a shared asset,
capable of meeting divergent interests.

There 15 a growing consensns amongst
key dercision-makers about gt is
neaded b make the transition fo more
sustainable forest management, i.c.
lorestry which will ensure the security
of forest-relataed oods and services at
househald, national and giobal levels.
This transition is likely to involve an
iterative process of continuous trial and
improvement.

However, reconciling different interssts
requires skills with which forest
authoritics are ill-equipped by
themselves. The process would require
action, not by governments alone, but
also by the matket and civil society
Bodies. ¥What s lacking are instruments
to operationalise the transition to
sustatinable forest management (SFM).
Consequently;, at present, forest
management often amounts to
managing confusion; which, as in all
battlefelds, suits the mighty parties, but
is unsustainable in the long mun,

T evolve sustainable patterns of forest
resontee use, wihere various interests
can be satisfied, and where existing
good practice and poor management
can be recognised, starkefiolder’s roles need
alse {0 evolve, Hence the need for

processes by which mutual learning,
exploration of eptions, and negotiation
of rales can take place.

MED ftaz been contriboating to the search
tor approaches and methodologies to
cope with change in forestry, through a
DANTDAsupported project an
“Capacity Development for Sustainable
Forestry in Africa” {AFRICAT in
shorthand). Since 1895, this project has
been collabarating with partners in six
African countries® in the testing of a
framework to clarily stakeholders’ rales
in forestry, as a prevequisite o defining
capacity needs, This framework
attempts to operationalise the cancept of
roles by defining these as stakeholders”
“ERs", i their Rights, Responsibilities,
Revenues/Eetirns from the resouree and
Rfrfatiunships, as illustrated in diagram 2.

[n Africa in particular, there is an
imbalance bebween the “4Rs” of the
primary stakeholders?. This limits local
capacity to accommodate the transition
to SEM:

The State

- has tvo many responsibilitics relative
ko 1ts means - usoally has ownership
rights cver forest resources

- ofteh recerves inadequate returns from

forest resouroe ase

relationships with the local

comimiEnities and the private sector

* Six coundries had been chosen as focal countries, based on the need o cover the main bicrmes [Sahel,
rainforest and Qe S micinbe furesel, institational setlings and languag: biocks (Anglophone, Francophone and
Tnzophonel: Bligern Senegal, Catooronn, Uganda, Zatnbla and Mozamblgue {later replaced] by Cone d Tvoire),

a Frimary slakeholders are those wlw have a direcl seake in ehe 15 of [orest resourcea. BIGTks ape rherehy
comsiderad to be searondary slakeholders. This does nol belittle their essential role io faclilating processes

aimed #t Petter management of 1he forest,

&




are usually uneasy and depend
on local, often covert

Claegram 2: The "4Rs' framework to define
stakeholders’ roles in forest managernment

arrangements. Mutoal distrust is
COTNEmON amongst these
stakcholders.

The Private Sector

- i5 given concession rights to
expioit the resources

- is not responsible for the lang
term objectives of the patural
resources, e, those related to
resources as a public good

- although it has some mezns to

/ Resoond blil’rles\

Revenues

managa the resource

- the level of reburns is not clear and
constititos o controversial issue. The
private scotor claims it is too low to
Fnance sostainable forest
management; yet other stakeholders
“believe it is high, especially when
“compared to’the price paid for the
right to explaoit the resource,

- often has opportunistic relationships
with local communities

Local communities

- wsually have no or few formal flegal
responsibilitios

- have no significant official rights
Bresides wser rights, Customary rights
are often more important than formal
rules

- in theory. nced permits toobtain
tangible financial returns from the
respirces; such returns are usually
stall.

This situation croates an imbalance in
power selationships and conflicts of
interasts, which, in turn, males it
difficult to achieve good relationships
tretween stakeholders and clarity

concerring thetr roles. As a vesult, what
prevails is a pafoloerk of Iocal
arrangements and grasi vpen access to hand
aid forest vesonress. -5

1 suwch a context, theuse of the "4Rs’
framework has helped in teasing vut
isswes and highlighting leverage points

in relation ko collabofation bebwoeen

stakeholders.

‘The capaciiies needed 1o nianmge role

changes are likely fo be betier assessed onor
roles are clarified and agreed through the
establishment of a rerdral forun: or
several fora fur mouisal leerning and
negotiifor. They might include:

* capacibies for loarning,

* capacities to expiore opticns and
achuewe construckive negotiation, and

* capacities to develop the instibutional
environment to enable such processes
to ocour,

Further information regarding the
AFRICAP project are synthesied in Box
1 heretnafter
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Box 1: Some information abowut AFRICAP

A, Godl

Tha ovardll goal of AFRICAP s, Through collaborathve arangaments behwesn IED amd
Afrlican partners. o devalop ond Implement mathodologie:s o batber ondars!fond copoc-
ily neads for collaborative lores! managemant {CRVY, and develop oot capacliy de-
velopmant aciivitlas.

B. Methadology
Tha projact s bosed on tha follewlng princlplaes:

(1 NMood fo gncomposs bolh fechnical andg instiiufionol cooooiflias

() Copocity naeds con ba assessed only ocnoe stokeholdars® roles ore agrasd This 15
Dacouse primary stokeholdars” ralas - the State, the Prlvota Sactor ong the Local Com-
munities - are elng curranthy guastloned and nead to e rednegoticited,

() Datarmine sfakghclders rodes uging tha “ARs" raQrnework,

(T} Colfoborotive Research ond cooacily develooment with locol portnars IED s exten-
shve exprartance in collalborctve research has shiewn thot thistvpe of resaarch s
* vty effactive in utliilsing and fastarlsg capacliss in recipleant counties from the
autset ot the resaarch procass:
“sustalnoibe I ts Impoct, as ool partners share cwnershlp of the rasaoarch ard Its
autputs with 1EG, hanca amphossng tha local dmenslon of 135ues.

(vl Adoptive fasearch Hnally the research s odopiive,such that the praclss activities
and larget usars of sdch phase of tha work will be bosed upon the lassons emearging
from fhe previous phasa.

. Astivitias
The project comprlses thres phases.|.e.

(1) Setfimg v the insttetonal envirenrmens

' Phgsa 1) "iUnderstonding ™ Phose (1995-12%7; DANIDA-fondac) dimedto contriute to
d clegr understanding of prirncry stokaholders’ roles, deslrable changas cnd ferms of
partnarshlp 1o achlessa SFh;
Activities thot hova bean complefad durlng the first phose of the projlect includs:
* rournd Tobsles Inthe sy ool counlrias:
* the satting up of local workling aroup: JANGS) T fake forward key 1ssuas dliscussed
during the round takslas,
* gvaluntlon of Phase 1 workshops In each focal country: * tha publication of Q
safection of popars concarming the " 4Rs" ssuas and related capacty naeds:
1 an ovaryvisw repalt,

M Phose 2 “fole Magotiafion phase (as from 1998, alming for mulil-doner fundings,
whera the purpose will ba fo tesl the ARs fromework In [nitatives Involving role
negatlation.

8
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(i Copociy developntent

*Phase 3: "Copocily mapping ™ phoss {from 1999, almad ot

= disseminoting ond providing tralning an the "4[d8° . and

- dafining whot coapacitles nesad 1o be daveloped 1o mandge roles chongas: agrecol
durlng the second phose of AFRICAR

D. Oulputs
Outpuls from Phase 1 of AFRICAFP ara synihesised In Tabla 1.

One notable fadghire of Phosa 1 lias n the diver sty of sduations andlyzad.a.g.:
*wlth respeact to blomas rom Sangllon condillons n Samnagal and MNigear o cry
dec|dusus mitmibo forasts 0 Zamblo and mindorest In Cameroon and Uganda;
"It termmis aof stakebhcidans, from comrmunltles (most cosas) to private operctors (eg.
the hMasind Pitsawyers Association in Uganda), abwoys with hea inyolvament of the
Stte; .
" s regoids use of fiorasf racourcas, from lowearpriced producis - Inmonetory ferms
- seeh as ehareodl (8.4, [n Zambdla and Migen of MNTFP: (&0, cong In Comearoon] to
timbar (one case In Ugando): and also conversion of karasts 1o non-farast use (e.0Q.
pearks In Ugernda, agrlcutiuie In Zomblo and MNigea .
* ditgrent insfifuticno! condifions, ikem nen-suppartad Inltiotivas I:E;.[J twio cOsesin
Zaomblo, cosa-study in Caomaroon) to prajech-sippatt ed schames, {mnst aktha

5% iy nger and Lgondag,

ThI.'E dlvarsity hus allowsed for some com parlsons discrssed in sactian. £l
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Lessons learned

Lessons from Thase 1 of AFRICAT arc
discussed according o dstes and the wse
of the “4Rs” framework.

4.1 Issues

hore often than not, the forest authority
is unable ko handle its new role as
facilitator of shared forest management,
due either to its weaak presence in the
tesouroe area, of by it inclination and
capacity to perform bsks linked to its
provicus responsibilitics - cspecially
contral tasks - raher than its now oncs
(e.g. technical assistance). Therciors, in
those areas, local arrangements and
uncontratled acoess to the resoarces
prevail. ;

In soane instances, practices have
preceded policies, and logcal
camrmutities have taken over and set up
informal rules, especially corcerning
access to the resource. Examples of such
inimatives concern arangements
between slash-and-burn farmers and
charcoal-makers in Zamba, or
patrolling of forest boundaries by
UM UnitY rangers in Senegal,
Populations and local intersst groups
have accepted mnore responsibilities as
long as, in parallel, they have gained
more rights and revenues, There is
therefore a condition for local initiabives
to emerge, i.c. the “letting o’ by local
forest authorities, cithor passively, in
abseutie, or mora formally througlh
agrecemnents. Whore they are aperational,
locally-derived moechanisms ko enfores
local “4Rs" scom o be of greateor
significance in forest cover than

cammonly attrilated factors such as
papulation density (e.g. in Zambial.

Yet, such mechanisms are often
significantly hampered by their illegality
when it eomes ko counteracting powerfal
rrdtside interosts, somelimes backed by
Iocal governments (eg_in Cameraon).

Moreover, the current balance bebwoen
the ‘4Ks’, both within aid betwesn
stakeholders’ graups, often does nat
provide engugh resilience to local interest
groups: the more rights to and rovenues
wou get from the forest, the more likely
you will be able to counteract outside
pressures, and ocal intcrest groups are
viten poorly endowed- in that rospect.

Finally, local stakehalders, bo they
government, private or coInmunitics,
often lack informakion on the farmal "4Rs".
This is often compounded by the rapid
turn-over of regulations fo.g. th Scnogal
the Forestry Code passed in 1994 - and its
Application Dvecree of 1995 - have been
replaced by a new Code 1n 1997).

However, one should not revort o Lhe
other extreme of the pendulum and
provide full “4Ks” o communities without
a ‘referee’ role for the government bodies -
centralised or decentralised - o reduce the
risk of local ‘dospotism” {eg. oftan the
case ih MNiger, due to the official
recognibion but also strong political cloue
of traditional authorities).

The case studies have made it clear that
just increasing tonure rights is not
sufficient to foster income generation

I
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from land and forest resources. Hence,
boyond subsistence economy, MOre secure
rights fo the forest must be aecompanied by
befier access do mmrket ontieis,

Dine frequent key fact concerning the
‘4Hs" is the wsually uneasy relationship
between the forest anthority and the
other parties, especially villagers.
Distrust and oppartunism Fre\.-'ail. Henep,
simple values and factors that might not
have scemad important before become
essential under the new paradigm, ic.
cﬂnﬁdﬂﬂm-bm’ming, time and ﬂgx:'bﬂﬂy.

These factors are often fastered by the
intervention of third parties. Such
intermediary roles are usually played by
projects, with ur without NGO
assistance, and with mixed resualts,

* U the positive side, project.
interventions often empower local
communities and ease the relationships
between these and forest autharities at
local level. Elements used to achisve
good results include stakehalder
analysis, participatory techniques,
support ta existing village institutions
or creation of now anes (especially in
societies with little sucial hicrarchy
such as Cameroon) and village
Fhanring,.

* However, projects often also create
nogakive etfects:
» they add to the confusion caused by
the duality between formal and
cusbamary laws b}r s-up_eﬁ_mlnusing

their own rules, as shown in the Niger
study;

= the cloments they create and rety an
arc usually not replicable outside
project-supported initiatives, and they
sometimes promote existing privileges.

Cne example relates 10 the ereation of
miflage-development conmittess In “Gestion
de Terroir” type projects (Le. village-based
development projects It Francophone YWest
Africal. So far they exist only in the context
of projects, and It seems very unlikely that
such commitkess will ever eover the whole
territory of this region. Moreover, they are
often oo sophisticated o be of any real use
to villagers, aside from wien foreign
experts visit them, or (o local elives o take
advantage of development activities, It
would make perhaps more sense to
simplify the process and develop sets of
norms {rather than plans} concerning the
uze of natural respurces, emphasising

more what not 1o de than what to do,

Anather example is the deveiopment
crmmittess sel at commnnily level Pew
projects actually worry about the fact
tiwat these committess have no legal
existence, and that they will probably
not survive ar be operational once the

project pulls out.

More ponorally speaking, and as shown
in the Miger study, paréicipdtory aperoaches
feven if applied correctly), willage
development plans and local developmient
cemremitiecs do unf ensure suslainability of
pruject oulpuis nad ordcontes, [ndeed,

* A compatisan dotween [ocal management of batural resources and Lha fooibalf game mlght be useful, as this

game is abmost universal;

- in feaathisfl, cules are sae by o Fed eratlan In arder to delermine malnly st capnat be dene an the pitch.
«1hera are no official plans aimed at 1211ing playets what o do,

- th52 [x the role of the coach:

The cotn parison seith Local managarent holds one assimllates vhe Fedaratlan mo local governance, the coach
o loral leaders and Lha players to differant individuals ar groupe in tha comoiunicy.
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project initatives are ill-equipped to
tackle issues pertaining to the “d4Rs’ and
power relations, We have aleady
mentioned the lack of legal recognition
of village development committeas. In

addilion, Tatlle 2, developed during the
Evaluation Workshop of AFRICAT in
Miger, shows the Hmitations of TRA in
this respect and ilhrstrates haw the '4Rs’
could assist.

Table 2 Comparing PRA® and the ‘4Rs’ framewark [n the project cycle
cnd policy analysis

Stape of projecl
Jaren of wark

Wecknossas of PRA
ragaralng the "4Rs”

Patantial Inputs from 1the 425" tomework

Dlagnosls * Superfciol analyls " Condeepan tha analysls (s.0.
* Foousss on the vilage ragaording benefits, power straciures)
lenvel {oma or savaral} * Branclens the range of stakeholdars
beyond the vilogea lewvel
Flanning * Dften oo conclse » Sucronteat that the ars” are

* Most often relatas anly 1o

| prolect trameworks

systarmatlcoily ossessed
* Hance, It helps In declsdon moking

tNegellation

4 " Most otten. |t Involves anly

nrojects and wWllgge-bosad

E-f aetors (Interast groups)
‘| * Locks transparency
| regarding thea 4Rs’

' Farces tha Invelvemont of ather
stakeholders (e.g.lIns u::grzrm':las ool
adthariflaes)
" Negollgtlon can TEH{'EI proce at amy
ma
* huch rmore Trumpmren’r = g::ll‘ﬂlﬂg thic
‘ARs’ ond henca on stakeholdars’
cammitmants

LS

Imptamanlutlcn

* Theara is oteaen o sk of
unplonned outocomeas (e.0.
enhoncitg existing
priviteges) hance af

! Raduces the sk of enplanned
aLi eSS

leval: no moci-lavel wark

conficts
b & E * Raasons for unploanad » Ragenns for unplonned outfcomeasy
outcomesfconflcts oftan | conficts more aasy ta eliclt bacolia: -
rmora dificull 1o slkcl 4" are systapnotically disxcussed: -
bocausa usas malnly oroun | bosed on smaller grosps/indivicual
discussions Interviews
" M & E ofdRs |5 often ¥ AR con ledd 1o the definltion of
supraf ool 1 exlsling parioimance Indlcofors on related issusas
Podloy annlysls * 5o ot limitad Mo profect = pllorwes Tor policy anakyss of mocto-level

foompearctive anclys s palley
davalopmeant etc)

% In this paper, PRA |s considered in [b2 restricled meaning. 1.e.a5 a ranlklt. Tho more political perspective of
PRA acknpowledged by some |5 seen more & a corahination af the tootkit and other aspects which detcrmine
parthcipatian, including the '4Rs" framewark,
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FRA and the ‘4Ks’ are different things
and complement each other: the former
15 a methodelnyy that can actually use
the 4Rz’ framework to address some
key issues related to power stractures,
However, the "4Rs’ ame ofton difficulk ko
assess il a fully open way [ og. village
meetings), and small groups and for
individual interviews seem preferable.

Finally, one koy issue has emerged
fraimn the Cameroon study: In this case,
vitlagers are cuncerned with
replenishing their source of rattan.
Their main request is for technical
assistance - both for less damaging
harvesting methods and nursery
techniguas. To thern, the 4Rs" ame
somelow not very important, since
they know that, under curront
cirommstances, laws and formal rules
are not respected any way. leading o
the prevalence of ad-hoc and local
arrangements. This raizes the izsue of
the relovance of negotiations and
formal agreements on the “4Bs" in
places where formal rules are weakly
enforoed. Some might be tempted by a

i4

lazsez-fuire attitude. Howevor this
increases the risk of unfair and
unsustainable local deals regarding the
use of forests, as they depend a lot on
the power structures ab any given time,

4.2 The use of the ‘4Rs'
framework

I. Use of the ‘4Rs’ to analysa
situcations and diagnose
picblems.

All the national working groups have
used the “4Ks” framework to analyse
sifuations and diagnose problems. For
instance, Tables 3 and 4 illustrate such
uses in the case of Zambia.

Dased on Tabie 3 a strength and
weakness analysis would show notably
a clzar imbalance between the private
aperators’ responsibilities and their
rights and benefits.

Table 4 highlights the nsually poor state
of the relationships betwean the State
and the other stakeholders.




Table 3 A summoary of the rights, responsibililies and evenues in Lukolongo

Stakehalders | Responsibiity Righls Revanusas
Subsistenceo Custodians 1o land fForest harvasting. Income frormn forest &
farmers cultvation of the land | agrcultural products
Ernangent Some ldand Landg cultbvafion A5 aboer
farmars manc g ennart
Chorodl Mone Wood hurmsllﬁg Income from forast
procicers producls
Choreaa Mo Chareosdl markating INncome frem trada
tradars
Curlo-makers] Maona Wood horvesting [come Wom forast

. producis
Flsbysrrrien MNong Flshlmg Incoma frarm fM:hing
Fotastry Dapt].  Forest managameant, Coltaction of revanua | Revenuea frorm larest

forest low enfercement | from forest toxes: tomes

ECAL .U Facitatar af To faclitote Iidliechy, creation
(an MO Lidevaloprmant cfewvelopmeant o empioymant

. .

Solros: Mokond ot r:ll il_?';']'

Table 4 Stakeholders’ relaticnships In Lukolongo

e

Subslstence | Emergent | Chorcodl | Curdo- | Fshermen| Farasiry | ECAZ
farmers lomers prorducars | makars Crapot,

Subslstancea

farmear:

Emargent | Good

forrmars

Charcoal Soad Saad

proeducers

- Good tmaod falr

mokears

Fisharmen | Good oo oo =ood

Forastry Fdlrly Falrly Poor Foor Foilr

Bept, oo good

ECAZ Food Good Good Failr mood Sood

dofapaind iram Mol gl ol 1I9eT
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Table 5 Palicy statements cnd legisldlive provisions in relation 1o the “4Rs”

tegislaton and
Polley slataments

Rasponzbllites

Faras! Act

Wikclife Act

MEAP

Watar Act

Ersergy

Lard Aot

Local Gwnmit,

Sovarnmsant
Govarnmeant cnd
lacal pacpla

=ovarnmant ond
[ocol people

=oarnrm ent
[=onarnm et
G ovarmmment

tirnd chlals -

Govarmnmant .

and Housing Act | ond Landiorcs

Prowlslans In ralaton 1o e “4Rs"

M ghts Rovanuos Raloticnshlps
wilth logat
paopla

Govarnmeant ovarnmant anad | Poor

l[ezal peapls

Sovarmmant Zovarnment and | Sood

ol peopla

Sorvarnmant Sovarnment and 7

ool peapls
SavEnmnrmart Sovarnment ong |7
[ocal peops

Savannrmant Govarnment and | Poar

| local pedpa

Sovarnment Govarhtment and | Poor

and chilafs lacal peopis

Covammant Covernmentand | 7

dnd Landlords | Iocal pacspHe

Touree: Mokono &t ol, 1997

ii. Use of the '4Rs™ 1o assess/
compaoare palicies

Tablc 5, taken frodn the work carried out
in Zambia, shows ane possible use of the
‘4Rs" framework to campare different
policy statoments and assess their
cohoronce.

A strength and weakness analysis of
policics on the basis of Table 5 would
clearly show that:

s there 15 a lack of harmonisation of the
edifferant regulations in verms of vights
and responsibilibics;

* in the caze of revennes, thers 15

harmony between the different policies.
However, in this case, the policy
staternents do not correspond o reality,
as almost no revenues return to the
local level from the Central Treasuary;

+ the quality of relationships are seldom
mentioned in policy statements. More
generally speaking, they are also more
difficult Lo assess than the other "Re™

ill. The use of the ‘ARs’ irbimework in
the negofiction praceass

So far this framework has not been bested
in the negotiation progess itself, It is
Iikely that it should be adapted
accordingly, 1.e.

® This polat % Further discussed |m section 4.2, (uii)

1&
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* The negotiation on stalkcholders”
respeciive “4Rs’ cannot start directly,
given the Eypically poor quality of
relationships between govornment
agencics and other local stakeholders.
Therefore, it iz advisable to first ‘level
the ground by":

* using this framework around very
specific issues rather the general topic
of forest resources. Piccemeal
negotiation could then fead to a
gradual immprovement of
relationships;

+ start by assessing the needs with a
conventional participatory approach,
in order to differentiate needs from
desired 4Rs’.

= The issues related to the "4Rs" are
often very sensifive, and difficult to
discuss in public by marginalised
groups. This may lead to the
pricritisation of small social groups/
individual inkerviews rather than
assembly meetihgs, in order to elicit
the opinion of less vocal groups

» When using the “48s" to negotiate, it
is important to assess three types of
situations, i.e. '

+ the “4Rs" acoording to the poficies:
s the ‘4Rs’ according to realrty;
« the desired "4Rs" for the fiire.

It is recommended to start with the
desired firture state, as a more likely
point of agreement; and sobsequently
discuss how the reality should change
to reach that stage.

= Civen that negotiations on the 4Es"
indirectly imply potential changes in
local power structures, they are likely
to raisc higher expectations than
PRA. Tt is therefore recomnended to

use this framework in negotiation
anly if it can be followed by effective
change in the “4Rs’, even on a pilot
basis,

Cameroon provides an intoresting
example where the testing of the
framework to negotiate the "4R=" is
timely. Indeed, in this case the
negotiation arcuand the issue of rattan
production by a community could
provvide interesting insights ko the
currcnt debate on cormmunity forestry.
The cxisting regulation scoms to entaill a
rather cumbersome and expensive
process for communities to acquire a
portion of forest, The case under focus
in the AFRICAT case study in
Cameroon could provide an interesting
clement for eomparison betwesn this
formal process and a simplified
procedurs, whercby a-mmultistakeholder,
locally-derived agrooment would e
reached wHa a negﬂtinti{}n on the 4Rs".

iv. The use of the “4Rs' beyond
forestry issues '
The first foedback footn the evaluatlion
workshap in the focal countries shows
that thers is an agreement that this
framework coutd and should be tried in
all aspects related to the managemoent of
natural resources.

v. The “4Rs’ framework in projects
Onie of the outputs of the Niger
warking group has Dreen a methodalogy
to evaloate CFM projects as regards
their porformance on the 4Rs". This has
led to bwo types of comparison:

« Between profect ubjectives and results,
in relation to the “4Ks", leading to one
matrix per project, frame:d as follows:

ir
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s _ Froject objactivas

Results (fram surveys of CBEO memisars)

Rights

Rasp ong bitkes
Returms/Ren'anuas
Relotlenships

* A Strenpths, Weaknesses, Opportunities and Theeats analysis (SWOT) of the “4Rs’
for each praject, leading to the following tvpe of matrix:

ARy Strangths

VSl neseos

COppartunltiss Threats/[Hsks

RlgkHts
Raspons/biias
Ratuins RevanuUas
Relatorshlps

vi. The '4Rs’ as o complemeant 10

stakeholder analysis

Stakeholder anabysis (54} is defined by
Critnbie et al (E995) as ‘an approach for
understanding a system by identifying -
the key actors or stakehoiders in the
gystem, and assessing their respective
interests in that system”. This definition
shows that 34, likewise the "4Rs",
compleinants participatory approaches in
dealing with some of the struetural
factors likely to give rise to conflicts of
inkerese.

However, the 4Rs" framework, in turr,
complements SA in this respect, ie.:

+ It does not limit the analysis to
stakcholders” interests, but also
encompasses their relative power, by
proxy assessment, as discussed helow:

*= Whilst SA assesses staleholders’
relationships vis-a-vis the resouree, the
‘4Es" adds stakeholders” mautoal
relationships to the picture, and this
factor is key tn CFM

= SA iz often carried out by outsiders,
usuaily project tzams. Whilst this has
g0 far been, also the caze for the
asREssment of the “ARs, this
framework allows for the involvement

. of key stakeholders when it is used in
the negobiation of Toles itselE.

On the other hand, 5A can complement
the ‘4Rz Framewaork in identifying
stakeholders®.

vil. Assessing stakeholders’
refationships and powaer

Despite their importanoe in ‘making
things work’, assessment of
relaticnships was found to be
particularly difficalt by most national
working gproups within AFRICAP. The
best attempt has been made in
Cameroon, where the local working
group has used three criteria to qualify
relationships (Fotewr ef al, 1993):

* formal/informal;
* weak/strong, based on the frequency
0f comkacts:

loulications on haw teidenlify stakeholders, theic interssts, their potent|al afluegce and importance in
Pruépetes and ) or ToTesk epgerprises can be Foupd In O0A {1555) and S5/ 1IED (orfheom tgl.
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= good / fair/ poor, based on
CONVergenoo of stakeholdors”
npi nions.

However, these criteria do not provide
enaugh informalion on the performance
of the linkages between stakeholders.

MMore generally speaking, the assessment

of stakehaoldors’ relationshipsis a topic

whene information on methodologies is

scant, Ctside forestry, one interosting

attempt was carried out by FAC in the

Philippines, in cvaluating the

prerformance of the linkages belween

Farters, researchers, traders and

agticultural technicians (FAG, 1995)

The criteria -developed in that

axperiment include:

« awareness of other actors” service:

¢ relevance of other actors” service;

» Hmeliness of cther actors’ service;

= accessibility toother actors’ service;

- mmmunicntinr_l_-' mediom through
which link is mediated;

= linkage control.

This experiment was focused on transfer

of technelogies, hence the service

botweoon actors. Service is actually only

one among several factors suggested by

CTZ {189%) to categorize relationships.

These factors include:

= SeFRIce;

= legal fcontracliual;

o markef {determined by demand and
supply of goods and services),

o informialfon exchange;

» interpersomal;

* PEIUET,

These types of relatinnﬁhips are miok
mutually exclusive.

special attention should be paid to the

nature of the power-ty pe relationship.
Power asseasment has always been a
difficuit task, and it has usually been
carried out through the assessment of the
vutcome of negotiations betwoen
stakehovlders, As an ex-pasf asscssment,
this is not very helpful in the preparation
af negotiations, To overcomao this pitfall,
CTE (1996) suggests that three key
questiung must be apswerad:
* {n what basis is pawer hailt?
* How does power atfect the
relationslup?
* When and how do power tolations
charnge?

The first question refates often to somo
typc of dependency. The ecanomic (c.g.
financtal dependency); social (e-g.
hierarchical dependency, expertise) and
emational {o_g. personial dependency dus
Lo nepotism, cronyism;-etc.) dimensions
of the relationship ard good indicators fo
the source of powoeor. .

With respect bir the second queistion,
Fower ean affect the relationship in three
ways, 1, physically, materally or in
terms of gocial status, In many instances,
the mere potential bo exert power suffices
tor tnake power relationships work,

The third question helps understand how
to best induce changes in an attempt to
assess and rectify the imbalance in
stakeholdors” “4R=", Tt might thercfore be
argued that the balance aof slkakeholders’
AR5’ can constitute a proxy measiremiend
af stakeholders” potrer 1n forestry. They can
usefully complement dependency and
other factors, such as exiucation, wealth,
Iacally recognised authority and “whose
knowledge counts” - as used by Caolfor
(1995} 1o determine slakeholders” power
deficit,

e
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Conclusions

The aobjective af I'hase 1 of AFRICAT
was to contribute ko the nonderstanding
af stakeholders” roles (their “4Es"),
desirable changes and forms of
partnership ko achieve SFbhA. At this
stage, the projoct has therefore only
addresscd some of the key research
issucs related o the 4REs".

Despite it being relatively new the “4Rs”
frammework has been felt by its users,
and thosc who have been exposed ta ik,
as relevant to the carrent transition in
foroest managcment, which implies the
accommadation of often divergent
interests through a nogotiation of roles,
but skill lacks tools to achieve this. The
‘dRs’ framework contribntes o the
development of such mols in several
WaYSs:

+ [t is simple to understand;

+ [t makes the concept of stakehalders’
ralos oiore aperational;

* |t helps in the transition from
community participation to
multistakehalder negotiation;

+ By looking at the balance of the “4Ks”
rather than each "K' separately, this
framework complements other tools
like FRA and 5A, by addressing
isstes that constitute potential
sonrees of canfliets, such as power
structures;

+ Consequently, it has the potential to

make the cuatcomes of CFM more
sustainable.

However, venturing inte such a
sensitive and unexplorsd field as
stakehclder power also bears sormne risks
and constraints, i.e.

+ The use of the “4Rs" in the negotiation
af rales may disturb existing social
structures and power relakions if
tisapplicd;

= As it Taisps expoctalions regarding
changes in power structures:

+ it should be used only if changes

resulting from the negotiation on the
*4Rg’ can bo implemented;

* it puts a lot of prossare on the
facilitators of the pracess, requiring
highly skilled and diplomatic
mediation;

* |t is therefore recommended to use
this framework in a step-wise fashion,
starting with pilot experiments.

The next step should be to consolidate
the experience gained s0 far on the
‘4Ks", by using it in the role negotiation
process in some pilot cases, Feedback
from these experiments will determine
how to develop and dissemninate the
tool. This should be carried ouat In
parallel with the assessment uf capacity
neads ta manage role changes in

forestry.
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Capacity to manage role changes in forestry:

Intrad ucing the "4Rs’ framework

The political dimension of forest management, when acknowladged, is often weakly
dealt with by decision-makers and practitioners, mainly dus to the lack of tools to
asgess stakeholders’ res and power, and lack of capaciy to manage role changes
irt forastry.

This papear synthesises and discusses tha findings of a three-year DANIDA-
supported project, which has triad to contribute to the develaprment of such wols. In
collaboration with parners in six Afdcan countries, 11ED has developed a framewod
whareby stakeholders' roles are defined by their respective 4R, e thelr Rights,
Responsibiliies, Retums’ Revenuas and Relatlanships. The framewsotk has been
tested under differsnt circumstances, In different biomes, and imvolving different-
typesz of stakeholders.

The autputs of the project show that the “4Rs' framework can contribute to
approaches almed at Improving collaboraticn in forestry: This framework
complements other teols such PRA and stakeholder analysis, by teasing cut issues
pertaining to the sensiive and little-exXplored area of stakeholders’ power. Howewver,
as such, this framewark should be uzed cautiously and requires further
experimentation.

IED's Forestry and Land Use Programme

The Foregtry and Land Use Programine addresses needs for productivily,
sustalnabllty and equlty in forestny and land use, ts research and capacity-.
strendgtheting worl focuses at the national level in developing countries.

The Intematlonal Institute for Environment and Development ([IED) is an
independent, non-pralit organisation which seeks 1o promote sustainable patterns of
wotd development through research, services, training, peficy stadies, consensus
building and pukile Infarmation, Established in 1971, the Institute advises
policymakers and supports and collabarates with Southem specialists and
(nstitutions working in slmillar areas. IIEDYs work is undertaken with, or on behalf of,
goverriments and inkernatlional agencies, the academis comminily, foundations and
non-governmental orgamsations, community groups and the people they represent.
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