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1.0 Introduction

This report covers the period between April 1995 to the end of July 2000.

It provides aresume of al the activities that have taken place during the 5 year 3 month period of the TIFMP
intervention and tries to explain in a brief but informative way, the reasoning behind them, how they were
implemented and to what effect. However, given the complexity of this multi-faceted projet, this report cannot
hope to cover everything in detail. Therefore, we recommend that readers make reference to previous annual
reports for further details.

Aswell as providing aglobal view of 5 years with the TIFMP for project donors, this report is also considered
by SOS Sahel (UK) in Niger to be a summary reference document of the TIFMP for the Niger Programme.

1.1 Summary of Project Aims and Objectives.

Since project start-up, objectives and aims have essentially evolved over time as the project came to understand
more about local circumstances. As aresult of this growing awareness and the inherent flexibility of the project
document, the TIFMP was able to ‘fine-tune’ its objectivesin order to be more appropriate and realistic given
the opportunities and constraints presented by the situation on the ground. The evolution of the aims and
objectives (as already shown in previous annual reports) is presented below.

1995
Intheinitial project documents for DFID and the EU these were quoted as being:
“The principal objective of the project isto stimulate and support the emergence of joint management
initiatives for the Takiéta forest reserve in order to provide greater livelihood security for communities
dependant on forest resources. More specifically thiswill aim to:
Address local needs and priorities for forest and land use management
Facilitate a partnership approach between the forestry department and local people
Support the emergence of joint management initiatives
Consolidate and build upon the Mirriah Agroforestry Project (earlier project) activities
Initiate the rehabilitation of Takiétaforest
Encourage replicability through capacity strengthening”

1996 and 1997
“The TIMFP seeks to use a participatory approach towards the rational management of natural resources. It
works along with the population of the area on two closely related themes:-

-The rational management of the Forest Reserve of Takieta;

-The rational management of village natural resources.
The project is very aware that the population of the zone has other preoccupations of more pressing importance
in the short term than the management of natural resources. Therefore, in order to balance the short and long
term needs of the population, the project hastried to keep a certain degree of flexibility in it®strategy and
programming to allow for the inclusion of complementary activities in the fields of agriculture, livestock
husbandry and water development according to the needs expressed by the population. Indeed, the project is of
the opinion that, in first working on activities prioritised and perceived by the population as being less sensitive,
all the stake-holders have the opportunity to get to know and understand one another better. In addition, the fact
of working together (Community-State Services-Project) encourages the development of the level of confidence
necessary between stake-holders so that, in the future, the management of natural resources can take placein a
sustainable manner.
The chosen strategy has the final objective of promoting:-

A sustainable improvement in the living conditions of the population, by the population itself
through: -A better management of resources;

-Animproved level of self-organisation by the local population;
-A general improvement of the systems of production.”



1998

“The project has several objectives, namely:

- To respond to the principal needs of the local population for the management of their natural resources
in general and Takiéta Forest Reserve in particular;
To support joint natural resource management initiatives;
To promote the sustainability of any interventions by increasing the local capacity to manage;
To facilitate the creation of a positive partnership between the local population and the forestry
service;
To foresee the necessity of being able to replicate village interventions el sewhere.

The above multiple objectives lead to one global objective whichis:
The creation of alocal and sustainable management system for forestry and sylvo-pastoral resources’.

1999 and 2000

“The TIFMP has several objectives, namely:

. To work with the local populations on their management of their natural resources in general and
Takiéta Forest Reserve in particular;
To actively promote the emergence of joint natural resource management initiatives and intitutions;
To ensure the sustainability of natural resource management interventions by reinforcing and increasing
the local capacity to manage through a process of active apprenticeship;
To create a positive environment of ‘ partnership’ between local populations and the Forest Department;
To take into account the need for interventions to be replicable elsewhere.

The above multiple objectives (individually and together) can be summarised as contributing to one global
objective whichis:
The identification of the principles, methods and practical approaches necessary for the facilitation of
the process of local joint management of natural resources in the context of political decentralisation;
taking the reserved forest at Takiéta asatest case”.

1.2 Operations undertaken during the period
The operations or activities carried out under the TIFMP can be split into three principal types . These types

include activities related to:-
Takiéta Forest Reserve
Improvement of the Fuelwood Supply Network
Village Activities
Each type of activity will be dealt with separately in the following sections.



1.2.1 Takiéta Forest Reserve

1.2.1.1 Reminder about Takiéta Forest Reserve.

The Takiéta Forest Reserve islocated 53km west of the regional capital Zinder just south of the national
highway, in the department of Zinder (see below). Annual rainfall in this agro-pastoral zone is between 250-
400mm and is highly variable in time and space. Covering an area of 6,720ha, the Forest Reserve represents the
largest non-cultivated areain the region and is regarded by both resident and non-resident users as a very
important sylvo-pastoral resource in a zone otherwise entirely occupied by fields. It is, however, under threat
and facing arange of problems
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In 1995, when the project began, the forest was already in an advanced state of degradation (both in terms of
vegetation cover and species composition) due to combined climatic and anthropological influences.

The reserve was theoretically managed and protected by the State, but in reality, it was subject to uncontrolled
and destructive exploitation by local people and outsiders. The boundaries of the reserve were more or less
officialy known but in certain areas they were no longer visibly defined. Illegal and long term inhabitants were
installed principally at the centre (scattered settlement) and at the north-western limit (extension of the village of
Takiéta). lllega (but unchallenged), uncontrolled and rapidly expanding agricultural clearance was taking place
at the centre and increasing fields were encroaching along the southern limit.

The area remaining uncultivated outside the reserve was shrinking as the sedentary populations extended their
fields while simultaneously shifting towards livestock production. Pressure on the forest reserve as a pastoral
resource from these populations, was growing. In addition, the forest was visited with varying degrees of

regularity by transhumant pastoralist groups' based locally and much further afield. It was not clear that these

! For both transhumant and sedentary populations, the area covered by the reserve is more important for its (officially)
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different groups (see below) would have the same interests and priorities with respect to the future of the forest
reserve.

Finally, there were potentially three different local government authorities with a stake in the forest (the forest
fallsinto three different Cantons?), at |east one of which was lobbying for the ‘ de-reservation’ of the resource.

1.2.1.2 TheForest Users

Thelocal populations with an interest in the forest can be roughly divided into three types according to their
proximity to the forest:

i) Residents close to the forest:
- Haussa communities living permanently around the forest, who practice primarily agriculture but who are
increasingly tending towards small scale, sedentary livestock production;

- Settled Fulani and Touareg communities living permanently around the forest, who practice primarily
agriculture but nevertheless, retain arelatively strong pastoral identity.

i) Residents further away from the forest but <till ‘local’:
Permanently settled Fulani and Touareg agro-pastoral groups cultivating in the area but for whom pastoral
production is still akey element necessitating seasonal transhumance for at least a certain part of the family;

iii) Non-residents from further afield:

- Fulani (Wodaabe and Ouda) and Touareg pastoral groups who come from much further afield in Niger and
who use the forest as a more or |ess strategic resource as part of their seasonal transhumance. The regularity,
timing and freguency of visits by these users are determined by the state of pastoral resources elsewhere in the
country at any given moment. The transhumance involves the movement of the whole family.

- Fulani pastoral communities based in the north of Nigeriawho pass through the area annually as part of their
north-bound transhumance route at the start of the rainy season and again south-bound at the end of the
agricultural season

1.2.1.3 Getting started

The project officialy started in April 1995. However, before broaching the subject of the resource and its future
management, it was necessary to clarify and resolve the problems of encroachment, illegal habitation and
agricultural exploitation and to introduce the idea and implications of local management to all stakeholders.

Redefining forest boundaries
Re-establishing and demarcating the borders of the forest reserve where they were no longer visually evident was

necessary to clarify the area to be managed. Thisinvolved re-measuring, re-verifying and placing boundary
markers where they were missing, as well as making certain borders clearer through planting fast-growing exotic
spe(:| es (Prosopisjuliflora). Thiswas particularly important in two areas:
Re-defining and demarcating (using boundary markers) the border between the forest and Takiéta
village. The village had gradually encroached into 40 hectares of the forest and a new delimitation
granting 87 hectares of land to Takiéta village was negotiated and formally agreed with the local
authorities;
The physical repossession of fields encroaching illegally along the southern boundary of the forest and
the planting (1995-1996) of another fast-growing exotic (Acacia holosericea);

non cultivated status than for its value as a pastoral resource.

2 At the time of writing, Niger is divided administratively into departments, arrondissements, cantons and villages.



Resolving the problem of illegal settlement within the Reserve

The Takiéta Forest was reserved® in 1950. However, during the long bureaucratic process of its establishment as
areserve, seven families were given the right to use atotal area of 40hawithin the forest. The exact location of
this area was | eft unspecified, as was the nature of the agreed ‘use’.

From 1950 to 1995, the government authorities and intervening projects chose to ignore the growing population
living in and exploiting the Forest Reserve. A study carried out by the project in 1995 showed that the original
seven families had become forty-one, cultivating 44 fields scattered to the south and centre of the Forest Reserve
representing an area of 384 ha (6% of the forest). Of these, nineteen families were descendants of the original
seven families and twenty-two families had come from elsewhere.

Resolving the issue of what to do about thisillega settlement was a sensitive socio-political problem and the
project used a highly participatory approach, one of the factors contributing to the success of the process. The
steps are briefly outlined below:

1 A study was carried out in early 1995 (before the project officially began) to identify
the different familiesliving in the forest reserve and how they had arrived. In addition
itidentified all the fields and (where possible) to whom they belonged.

2. One hundred and eighty people participated in aworkshop (April 1995) including
representatives from all known interest groups (chiefs, local and regional authorities,
pastoral groups, technical services). During this workshop the findings of the study
were presented and participants discussed the future of the forest reserve in terms of
the prevailing trends and the likely consequences for al concerned. The Workshop
made the following recommendations:

- All families from the forest reserve regarded as non-resident should be
removed (non-resident had been specified as being people who had no ties
with the original 7 families or people who had arrived after 1986).

Residents could stay in the forest reserve provided that they accepted a number
of conditions:

Settlements would be grouped together in one village.

Land* would be redistributed among al the resident familiesin one area
locally already known as Kasa da Ruwa

The limits of these redistributed fields would be physically marked

All residents would sign a cultivation contract.

A committee should be created to follow up on the above 2 recommendations
(created by regional decree 5/5/95).

The committee (to which the project was designated an ‘advisor’) waited until early
1996 to carry out the above recommendations as by April 1995 people had already
started preparing their fields. Surprisingly, non-residents | eft of their own accord; the

3 ‘Reservation’ means that the area is subject to official government regulations which accord only traditional usufruct
rights and access through the forest to local populations. In reality, the effect of reservation has been to create a
“management void’ in that local management responsibility is invalidated without, in the magjority of cases, replacing it with
any alternative form of management. Thefilling of this void, in the context of decentralisation has been the raison d’ é&re of
the project.

4 For each person including babies in the womb, an area of 0.7hawas alocated for fields. This figure was cal culated
taking into account local indexes for viable farm sizes in the arrondissements of Mirriah and Matameye and then nearly
doubling them. In addition, the new village of Kasa da Ruwaincluded not only dwellings and community space for the
existing population, but aso space for projected future needsin terms of dwellings and infrastructure. The areas formally put
aside are regarded as finite and non negotiable.



agreement was unanimous that they should go and they had no one to turn to for
political support.

The grouping together of Kasa da Ruwa village, the redistribution and delimitation of
land, and the signing of cultivation contracts was very sensitively carried out by the
Forest Department in close collaboration with the residents so that they themselves
chose the sites for the village and the fields. As aresult, by June 1996 Kasa da Ruwa
village was set-up with its surrounding fields in one location in the forest. Since that
time no problems have occurred and the population at Kasa da Ruwalive and work in
greater security and are now alocally ‘recognised’ socia entity.



Starting a dialogue

Aninitial period of dialogue was needed for local resource users as well as other stakeholders
(traditional and administrative authorities, government services), prior to them considering
the idea of a decentralised management system for the forest reserve.

In the first place, local people (agricultural and pastoral) rightly regarded the forest reserve as
agovernment domain where normally they had neither rights nor the responsibility to decide
on its future. Time was needed for them to believe that they were now actually being asked to
decide on their own future, in other words the Forest Department, through the project, was
asking forest users to become active decision-makers instead of passive recipients of top
down decisions.

Government technical services and other regiona and local authorities equally needed (and
still need) time to accept the idea of real decentralised management by loca people.
Decentralised management is especially difficult for many authorities who perceive their
power and authority as being undermined and the new role being defined for them as unclear
and often unwelcome.

The state and local people had initially extremely negative pre-conceived ideas of what the
other stood for. By facilitating information exchange, talking to each other on equal terms
and encouraging a process of shared anaysis by al concerned on their changing roles and the
new challenges now facing them in the context of decentralised natural resource management,
amutual respect was engendered which has resulted in a more positive attitude towards each
other and the recognition of the the ‘win-win’ long-term potential for al concerned.

Secondly, local peoples’ perceptions of the concept of participation were very different to that
of the project. They were used to a‘top down approach’ where decisions were made by
outsiders (projects, government technical services, loca authorities). Their only recent
experience of ‘participation’ in natural resource management was being paid Food For Work
to provide labour for interventions defined by a previous project (the Forest and Land Use
Planning, or FLUP® Project). Decentralised local management would demand a different idea
of ‘participation’ and ‘representation’ and skills for scene-setting, analysis and consensual
decision-making/negotiation at community level®

Finally, it was necessary to introduce and discuss the idea of decentralised natural resource
management: what it means, why it is being promoted by the State and the stakes and
opportunities it presents for the local population.

Over thefirst 18 months, the project therefore undertook a number of activitiesin order to
create afavourable environment in which to discuss and prepare for the future management
of the forest reserve. These included:

5 The Forest and Land Use Planning Project (FLUP) was a national project funded by USAID which started in July
1980 and ended 1989. The project focussed on improving degraded parts of the forest (about 500ha total; over 5 years)
through soil and water conservation measures and tree planting, all on aFood for Work basis. It also carried out an
inventory of the forest.

6 Although such planning processes take time, the fruits of the investment made very positively influenced later work.



Identifying and establishing contact between the different user-groups and the project;
Identifying, analysing and having a better understanding (for everyone) of local
production systems and preoccupations through a series of participatory studies (using
PRA);

Supporting local initiatives through a participatory planning process;

Facilitating regular discussions (formal and informal) among local traditional
authorities and local government services (over and above the seconded forest
department/project staff).

Thematic analysis and discussion at village and camp level which put the management
of the Takiéta Forest Reserve in abroader context (described in more detail below);



Deciding on the future of the Forest Reserve

Once a greater understanding or the stakes and opportunities presented by decentralised
natural resource management was reached, the project facilitated a series of thematic
discussions, during which all the actors concerned were asked what the future of the Forest
Reserve should be. Though the subject had been approached obliquely, this direct question
had not been posed earlier asit was feared that people would say what they thought the
project wanted to hear.

With the advent of decentralisation’, local people would not only have the rights to actively
manage their own resources, they would a so be required to accept the associated
responsibilities. Therefore, abasic cal cul ation needed to be made by each group to weigh the
‘costs’ of management (in terms of management responsibilities, time and effort) against the
‘gains’ (perceived benefits of improved, local management) (see Box below).

[The Cost of Managing

There are two aspects of any resource management system:
Managing the rational use of existing resources; and
Improving the quality or quantity of these resources.

There are costs associated with the operation of even the most simple system of management. This is because
there needs to be a structure in place to implement the system. The first financial obligation of management is
thus to meet the running costs of the LM S. Any income generated over and above thisis technically available for
re-investment to develop the resource.

In the case of alow value resource such as Takiéta, to arrive at a situation where the resource is being rationally
managed, is already to be doing very well.

The generation of additional fundsfor investment in the devel opment of the resource opens up further
opportunities. However, if we refer to the context in which this management is taking place (high variability,
etc.) al investments are potentially high-risk. Given limited financial resourcesit makes sense for local
managers to err on the side of caution and to adopt a policy of risk spreading when considering devel opment
activities. The feasibility of development activities proposed will therefore be based on the cost relative to
finances available and an estimate of the risks involved.

Underlying any decision to manage is the concept of the cost of not managing. Taking the example of Takiéta,
the resource itself is not rich and will never generate a great deal of income. Despite this, local people decided to
organise themselves for management in order to avoid the hidden cost of losing the resource altogether.

In order that each interest group decide for itself whether or not it was worthwhile investing
in the process of collaborative management (and if so, at what level), a series of 3-day mini-
workshops was held in 15 villages and also in amodified form with the representatives of 35
pastoral communities. Four initial themes were discussed to analyse the relative value of the
resource and it’s continued existence. These were:-

! While decentralisation as a political process may take time to be implemented, the very fact that the process has started
means that the environment is conducive to practical initiatives such as the TIFM P which can give concrete |essons on how
to physically transfer power and responsibility back to local people.



The Evolution of the Forest: trends in physical terms and forms of exploitation; the
roles and relative authority and power of different stake holders and users during three
distinct periods (Pre-colonial, Colonial and Post-Colonial).

The Policy of Decentralisation: decentralisation in general and of natural resource
management in particular; the logic for the changes that would take place..

Local Management: what it would and could mean in the new context..

The Forest Reserve: the nature and importance of peopl€’ s relationship with the forest
and their role in its future management along with the other actors identified.

Participants were then asked: ‘Do you think it’s worth becoming involved in the management
of thisresource? and, in the case of apositive response, discussions continued regarding:

Rights and responsihilities. the possible rights and responsibilities of different
stakeholders and what they should/could be;

Brainstorming for peopl€'s ideas concerning what they imagined the act of
‘managing’ the resource to imply in terms of actiong/activities;

Hopes, Fears, Reservations that people could identify concerning the concept
of local management.

Workshop discussions were held first in separate groups (men, women, youth) and then in
plenary. Overal, these workshops took 9 months to complete.

The project collated al the ideas raised by all the groups and sub-groups of stakeholders and,
without comment, selection or omission, presented a synthesis of al the ideas under thematic
headings back to each community. This gave everyone involved a broader idea of local
resident and non-resident opinions on the matter.

Though there were certain divergent opinions, there was no clear differentiation between
ideas coming from agricultural or pastoral-based populations; rather, a great dea of
consensus on subjects as diverse as whether or not to divide the forest up into sections and
how to finance the management in the future.

Once this thematic synthesis of initial (non attributed) ideas had been fed back to all the
people concerned, a major workshop was held in May 1997, during which all the issues raised
were discussed and a consensus reached on the necessity and nature of the next step forward.
The participants, totalling about 200 people, included men and women representing all known
resident and non-resident forest users as well as pastoral associations, local, administrative
and traditional authorities and government departments.

At the end of the main workshop, participants (working in groups and plenary) decided
unanimously that it was worth managing the forest and that it should remain as one unit®,

8 It isinteresting to note here that theinitial school of thought (expressed during the mini-workshops before the large
workshop) for many sedentary users was that it would be best to break up the forest reserve into village units. However, after
afew weeks of consideration, al villagers had changed their minds as they realised that:

Farming would probably start to take place in the unit and the influential/rich people would most likely be the ones
to benefit from this;
The value of the forest was as awhole and not distinct units.
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The participants proposed a management structure, consisting of a supra-committee and four
sub-committees. The supra-committee would include representatives of non-resident groups
and pastoral associations, al villages and government departments, while only the residents
of the villages and hamlets surrounding the forest reserve would be represented in the sub-
committees. The non-resident pastora users preferred to be only represented in the supra
committee. Thisgave them aplacein the policy making body without necessarily being part
of the day to day management as they could not always agree to be present. The project was
delegated to draw up adraft local management structure (consisting of the supra-committee
and sub-committees) for subsequent amendment by all stakeholders.

Finally, it was agreed that all resources should in future be paid for by the users so asto
contribute to the costs of managing the forest.

11



1.2.1.4 Creation of a Local Management Structure (LMYS)

Reaching popular consensus on the composition of theLMS

Consulting with as many people as possible on the LM S proposed by participants of the May
97 workshop was essential if it was to become a legitimate and representative structure and
consensus on its final form could be reached. How long this would take was uncertain.

A first draft proposal was produced, circulated, discussed and later modified in the light of
proposals made by each user-group. This process of consultation continued over a period of
six months, producing atotal of three successive drafts, each one narrowing down the
divergences of opinions to what was finally, asmall number of key points.

In May 1998, another large workshop was held. Representatives of all the groups concerned
(as before), together with others who had been presented or had presented themselves for
inclusion in the discussions, debated the remaining contentious points, and agreed upon the
final form and composition of the loca management structure (LMS).

In addition, the workshop participants decided on anumber of general principlesfor the
LMS:

50% of all village representatives need to be women®;

At least one woman from each sub-committee needed to be elected to the supra-

committee;

Democratic elections by secret ballot were required to elect al candidates at all levels.
The structure consists of four village sub-committees and a supra-committee. The sub-
committees are made up of 2 elected village members (men and women) from three to five
villages. Villages were grouped according to geographical location and socia affinity. Three
members of each sub-committee are selected to be del egates to the supra-committee, which
also includes representatives of pastoral communities, pastoral associations and three non-
voting advisory members. The advisory members are representatives of the Forest and
Livestock Production Departments and the project and their membership is regarded as
temporary (5 years for the government services'™).

o From the outset, the project had taken care to address men and women equally and where necessary separately, in all
discussions. Their presence throughout the different steps of the decision-making process was therefore viewed as logical
and necessary by all concerned. The subject of women'’s roles and representation was raised and discussed at the workshop
so that a consensual decision could be made and official statute created (institutionalisation).

10 After theinitial debate about whether the government services should be part of the structure at al, the May 1997
workshop decided that the representatives should be included as non-voting advisory members for a period of 5 years so as
to ensure good communications and sustained State I nterest. This decision was a compromise between peoples fear of being
abandoned straight away with the sole responsibility for management before they were ready and the strong possibility that

12



Elections for the candidates by villages, pastoral groups and associ ations took place between
July and November 1998. The structure is shown overleaf.

the service members would try to ‘run the show’.
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Note: The 3 members consisting of the TUFMP, Forest and Livestock Departments are all provisional non voting members

The LMS prepares itsalf to manage the forest reserve

The creation of the Local Management Structure (LMS) in itself did not signify the start of
local management of the forest, but the start of a process towardsit. This new and rather
complex structure once in place would need to be able to organise and manage itself if it was
to be capable of managing the resource.

The LM S was the product of consensus, negotiation as well aslocal peopl€ simagination and
common sense. Therefore, at least initialy, all 41 members were involved in the conceptual
and organisational aspects governing the new structure, so as to share acommon level of
understanding and information. The project also followed a strategy by which the group
defined their own logical learning process, dealing with issues as they arose.

One of the earliest themes for discussion was the limited life span of the project and how best
to manage the remaining time available so that the LM S would be as established and
organised as possible before the project withdrew. The process-line shown overleaf, starting
from the creation of the LM S up until the desired situation at the project exit point, was used
to identify four broad priority areas. These were:-

Making sure that the LM S was organised and functional;
Getting to know the resource, its users and its dynamics,
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Improving and reinforcing mechanisms for communications (popul ations, authorities,
state etc.);
Networking: gaining skills and making contacts for the future.

It isimportant to note that all the activities undertaken by the LM S in the following months
essentially dealt with these aspects in preparation for the departure of the project.
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Offi G\ @rget@990f thel
LMS

Use other peoples experiences
Receive training from others

Have Internal policies & procedures
Undertake study trips

Find out where the resources are

Find out actual and potential uses of the resource
Visit the forest

See how the forest can be improved

Carry out an Inventory

Use other peoples experience
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Forest Regeprd G®@ged by the
local population
Respect rules and regulations Know & follow rules & regulations
Have continuous dialogue Have motivation
Have patience Foster relations with the state & projects
Work with the population Have funds and working materials

Motivate people
Provide information on the importance of the forest



Have intimate knowledge on the users of the resources
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The different stages of the process undertaken from the first LM'S meetings up until the time of writing are
discussed in amore or less chronological order below.

Setting up aworking Structur e (December 1998 to April 1999)
This can be broken down into 6 main stages

1. Reaching a common point of view and level of mutual respect (November and December 1998):
The representatives who had been elected from the different groups (both resident and non-resident) had diverse
perceptions and ideas of what ‘ management’ might entail and their exact rolein the process™. In addition,
‘agricultura’ villages include significant populations from pastoral backgrounds (Babul Fulani, Babul Touareg,
Goumda Fulani, Goumda Tambari, and Takiéta Fulani) who have different traditional leadership structures. The
first meetings of the four sub-committees and the supra committee therefore aimed to:-
Introduce fellow members the concept of Group Dynamics, the need for mutual respect and
communication™ and methods to ensure them;
Identify a common vision of what the LM S was (or should be) aiming for;
Identify, from the beginning, the reasons pushing the population and the individual s elected to become
involved in the management of the resource and their fears or reservations concerning this future
management.

The results of these separate discussions were synthesised during a five-day meeting between all the members of
the structure. Through a process of group work, plenary sessions, debate and final synthesis the members aso
discussed:

The LMS and the roles, relations, responsibilities and consolidation of mutual support between the

three elements of the structure: Population - Sub-Committee - Supra Committee;

The LM S®knowledge of the resource that it was created to manage;

A common definition as to what the management of the forest reserve was likely to entail.

2. Election of people to postswithin the LMS (November to December 1998):

Representatives for the LM S had been elected by villagers, pastoral groups and associations from July to
November 1998. Once elected, each sub-committee decided on its own structure (President, Treasurer, Secretary
etc.) and elected people for each post; including the three delegates chosen to represent it in the supra-
committee. Once this had been completed, it was possible for the supra-committee to meet for the first time,
bringing newly elected sub-committee members together with pastoral representatives and associations and
advisory members. The supra-committee also had to decide on the different posts it needed within its structure
(with the possibility of later modification) and the criteria for the selection of candidates prior to elections being
held.

3. Official Presentation of the LM S to the authorities (December 1998):

1 It should be noted that despite the diversity of the groups involved, everyone had the same idea of the value of the
forest being primarily that of a pastoral resource. Therefore, from the beginning there was no rea direct conflict of interests
concerning its future use.

12 Thiswas areaffirmation of aconsensual decision making process that had been taking place since the very first
discussions with actors. Thisisto say that there has never been a ‘right/wrong, majority vote' scenario. Rather, it is generally
accepted that people have different opinions that can be satisfactorily resolved through discussion and consensus.
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In December 1998, the LM S (Supra-committee and four Sub-committees) was officially presented to al known®®

administrative and traditional authorities from village and camp chiefs and to the Prefet of Zinder™®. This formal
presentation gave the LM S an official seal of approval and legitimacy in the combined presence of all local
political actors capable of aiding or hampering its activitiesin the future. In addition, being officially recognised
as an authority in front of the others reassured LM S representatives of their mandate and legitimacy.

13 Throughout the processit is always possible that previously unidentified actors/interested parties come to light.

14 Equivalent to aregional governor
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4. Clarifying roles and responsibilitieswith the LMS (February 1999):

Although elections had aready taken place at different levelsin the structure, everyone within the LM S needed
to be clear on the roles and responsibilities of the different posts. A specia workshop was held to discussthe
issue and it was agreed by all (in front of al) what each post should entail.

5. Drawing-up and agreeing the bylaws of the LMS (February to March 1999):

The 41 members of the LM S needed to work out and agree on the rules confirming the official existence of the
LMS. Thisincluded deciding on a name (“ Kou Tayani” , representing the forest crying out for help); objectives;
the conditions of membership; relations with partners and the state; resources (financial and physical); sanctions;
the conditions for its dissolution, and final dispositions. A draft document was subsequently produced in
Haussa™ and French clearly laying down all the rules.

6. Drawing-up and agreeing internal policies and proceduresfor the LMS (February to April 1999):

A commission from within the LM S, consisting of selected members and experienced local resource people,
drew up rules to complement the bylaws and provide more detail on conditions of membership, rights and
obligations of members, committee structure, its physical and financial resources, its penalties and its
dissolution. Later this commission presented the results of its deliberations to the rest of the LM'S members for
discussion, amendment and agreement. A draft document was produced in Haussa and French for further
discussion and amendment by all concerned.

Getting to know the resource (November 1998 to M arch 1999)

If the local people are to be the future managers of the resource, they need to be actively and fully involved in all
aspects of its management, through their LM S. Thisincludes defining the nature of the resources to be managed
and their approximate value (e.g. making an inventory). The LMSiscomposed of forest users who, collectively,
have detailed knowledge of the resources. Information generated and collected from local sources has the
advantage of being in aform immediately accessible and pertinent to the new managers. It also tends to be far
richer in quality and quantity than one-off, classical (often ‘single-product’) technical studies and inventories
carried out by outsiders or strangers to the zone.

The process of the LM S getting to know the forest resource started by sharing and collating what people knew
already and subsequently evolved into a number of ‘stages’ described below.

1. The current state of knowledge concerning the Forest Reserve
This subject was broached during 1% days of the very first LM 'S meeting, using participatory mapping
techniques. The members of the LM S split into four mixed groups (men, women, residents, non-residents,
pastoral, non-pastoral) each with a mandate to note down:

i) the main orientation points within the forest;

ii) the different resources and products; their location and quality, different uses of these
resources etc.

All thisinformation was presented on the map or noted by the group secretaries.

Once the 4 maps had been compl eted, they were each presented in plenary. The differences between the maps
were negligible'® and largely related to the position and orientation of features such as hills and dry stream-beds

15 This document and all subsequent documents produced by the LMS go through a process of discussion and
amendment by all the actors before being finally adopted.

16 These first maps, though created from the collective memory/knowledge of mixed groups (some of the members of
which had never met before) were remarkably similar: underlining the quality and intimate knowledge of local people about
their own resources.
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and different degrees of precision concerning the quality of certain resources. After this plenary discussion atour
was made of the forest in order to compare the maps and the reality. Globally, this exercise facilitated the
elaboration of the first baseline map and separate draft versions of pasture, forest and soils maps (described
below).

During thisinitial mapping process there were some difficulties to begin with for those unfamiliar with the
technique of mapping or visual representation. However, once they were given clear explanations, enough time
and the liberty to chose their own codes and orientation methods the difficulties were overcome.

Mapping was agood starting activity in that it not only generated and allowed the sharing of very useful
information, but it also promoted active participation, with everyone having something to contribute.

2. Compilation of a baseline map

Prior to carrying out an inventory, the LM S decided that a baseline map depicting the physical features of the
forest should be made. Thisinvolved afield visit to compare the information from first sketch maps and old

Base Map Takiéta Forest Reserve

A+l . Dirt r00d
D Lake % Village
____ Stream
HX——*Beacons O well
77 Quarry
k, Tar Road

B 01d wel

Brick

B3 making

) @ am

aerial photographs with what actually exists on the ground using distance measurement between orientation
points. This exercise took 10 members of the LM S (men and women) 4 days to complete'’. Two base maps
were produced at a scale of 1:5,000 and 1:50,000, positioning roads, hills, lakes, streams, dunes (all stable),
quarries and the agricultural area of the forest reserve. The baseline map is reproduced below.

3. Inventory of soils, pasture, trees

A team of eight people (men and women) from the LM S carried out soil, pasture and tree inventories.

o All maps tend to be progressively amended as more information enables greater precision. Therefore, each map
represents the state of knowledge at a given time.
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The team took two days for preparation deciding on the location of the elements to be inventoried, the working
methodology and the initial classification for soils, pasture and trees.

It isinteresting to note how they decided to inventory the different resources and a summary of their logic of
reflexion is noted overleaf.
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What should be inventoried?

The areas where shrubs do and don’t occur

The areas where pasture is good and not so good

The permanent and semi permanent pools

The areas where wild animals are found

The areas where different soils and gravels occur

The areas where fields are found
The idea of stratification came up here and the members al felt that counting of the resources would be rather
pointless. Rather a categorisation of all the resources should take place so that one would know for instance
where the different areas with big trees for certain uses are.

How should we measure the trees?
. Identify the shrubby zones
Identify the shrubby zones where large trees are mixed with smaller trees and where there are no large
trees
For each zone identify all the species
For each zone make an estimation of the abundance
Identify all the large treesin the forest (large trees are those which can make a family sized mortar).

How do we measure the pasture areas?
I dentify the areas where pasture is good and not so good
Identify al the species in each area and note the dominant ones
Identify zones where Andropogon gayanus grows as it’s good both for pasture and for use by man

How do we measure the pools?
Define what a pool is (it's defined as an area where water stays for at |east a month after the rains have
stopped)
M easure the permanency of the pool (i.e. how long does it last after the rains)
Measure the area and estimate the depth of each pool

How do we measure the soils?
Identify al the different types of soil and know where they are
Measure the area of each type of soil

How do we measure the wildlife?
I dentify the areas where wildlife is found
| dentify where the different species are found
Use local resource people (hunters etc) to help us

How do we measure the fields?
Count them and know the area
Identify the people who use them

How do we know where we are in the forest whilst we carry out the inventory?
Use the existing roads and divide the forest into a series of compartments (8 identified)
In each compartment move from known points (hills, lakes, quarries, river beds etc) whilst assessing the
state of the resources
Use two people to inventory each of trees, pasture, soils & pools, and wildlife

The preparatory work was followed by eight days in the field mapping the different elements according to the
different classifications. To carry out the work, the team split the forest into a series of blocks, delimited by
roads. In each block advantage was taken of any natural rises, hillocks or hills to observe the strata. In addition,
the team moved over the blocksin a sinusoidal fashion so asto cover the whole area. Four teams of two people
were each responsible for one of either pasture, soils, trees or are-verification of the baseline-map. In addition a
qualitative survey of wildlife was undertaken. Although each team was responsible for a certain resource,
collaboration was encouraged in order to enrich findings.

Finally, the team spent two-three days reproducing information on new maps at a scale of 1:50000 and 1:5000.
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The three resource maps are reproduced below and overleaf. It should be noted that with the pasture and woody
vegetation maps all species were identified for each class. The tables presented with each map below show the
classifications used.

The pasture map.
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Classification of Pasture according to quality and species composition

Class Names (Ref. Map) Dominant Species

Abundant and good quality Cenchrus biflorus, Andropogon gayanus, Schizachyrium exile

Good quality but not much Dactyloctenium aegyptium, Zornia glochidata, Pennisetum
pedicellatum, Brachiara ramosa

Abundant but medium quality Tripogon minimus, Aristida mutabilis

No pasture Sda cordifolia, Cassia occidentalis, Tribulus terrestris

Good quality and medium quantity | Cenchrus biflorus, Zornia glochidata, Cassia occidentalis, Chrozophora
brochiana

Very little pasture Cenchrus biflorus, Sda cordifolia, Aristida mutabilis, Dactyloctenium
aegyptium, Brachiara ramosa
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The Woody Vegetation Map
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Classification of Woody Vegetation according to quality and species composition

ZoneType

Principal Species Encountered

Shrubby zone

Combretum micranthum, Boscia senegalensis, Guiera senegalensis, Acacia senegal

Zone with large trees

Anogeissus leiocarpus, Diospyros mespiliformis, Mitragynainermis, Acacia
ataxacantha, Ziziphus mauritiana, Boscia senegalensis, Combretum micranthum,
Acacianilotica, Boscia sdlicifolia, Piliostigma reticulatum

Plantations of Holo
and prosopis

Acacia holocericea, Acacia abida, Prosopis africana, Ziziphus mauritiana, Boscia
senegalensis

FLUP plantations

FLUP plantations and plantations from other projects

Poor Zone

Boscia senegalensis interspersed with very few other trees
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Sharing experiences with others (February 1999 onwards):

There are few examples of successful multi-use, decentralised natural forest resource management systemsin
Niger (and probably in the Sahel) . Those examples that do exist, however, provide important lessons even
though they may have been created at different times and by projects with different objectives and methods.

In order to capitalise on the valuable information and personal experiences of other LM Ss, twelve resource
people from four local management bodies (GuesselIbodi, Baban Rafi, Gorou Bassounga, Gaya'™), two of which
were no longer operational, were invited to Takiéta for aweek. These resource people formed an ‘external
commission’; first sharing experiences amongst its own members and identifying key themes to discuss with the
LMS. Thiswas followed by three days of very rich thematic discussion directly between the LM S and the
resource people.

The experience was very beneficial for all concerned™®. From the point of view of the LMS, it was able to:

Work directly with people who were on the same wavel ength and who already had some practical experience;
See how others could frankly analyse the strengths and weaknesses of their situations and see how relatively well
placed they were; and

Learn from the experiences of others and understand and be prepared for potential traps and problems.

Ensuring good communication (November 1998 onwar ds):

Ensuring that the LMS does not exist as a decision-making body in a vacuum but has the support of the people
they represent was a key concern shared by the LM S, local people and the project. From the very first meeting,
relations between the three essential parts of the structure - Population - Sub Committees - Supra-committee -
were discussed. A series of strategies were identified and implemented by the LM S, largely based on the
necessity for regular two-way communication:-

The LMS needs to be in contact and have relations with all the different users and other stakeholders
involved, either directly through delegates within the structure or through regular formal and informal
contacts and exchanges,

Delegates to the LM S should act as a two-way conduit of information between the population and the
structure; and

The LMS representatives, particularly supra-committee members, also need to present themselves from
time to time at the community level to:-
. Ensure that communication systems are functioning well;
Gauge public opinion about the LM S and create an environment of accountability and
transparency; and
Stimulate interest and support the delegates in their task.

18 Guesselbodi Wiood Cooperative created by the Forest Land Use and Planning project, funded by USAD; Baban Rafi
Rural Fuelwood Market created by CARE using Energy || model for Marches Ruraux de Bois; Gorou Bassounga Forest
Management Cooperative, created by Lutheran World Relief under USAID funding using the Guesselbodi Model; Gaya - A
Swiss funded rural development project (PAIGLR) based on management of village land and natural stands of Borassus
pam.

19 Another unexpected bonus of sharing experiences is that some projects (notably co-operative members of
Guesselbodi Forest) were for the first time able to analyse why their project has failed and how it might be made to work in
the future.
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In order to be effective in their role, delegates must regularly and faithfully feed-back information about what the
LMSisdoing or proposing to the population for discussion and suggestions. These can then be transmitted back
to the LM S for consideration and incorporation. In order to both report feed-back and supply information, the
delegates must all be capable of understanding what takes place during meetings, retaining the information and
being able to share it with others later

Effective communication aso relies on the interest of the population in what is happening to the extent that not
only does it facilitate feed-back and discussion by the delegates but insists on regular quality communication.
However, communities may differ substantially in collective ‘personality’, socia cohesion, interest and
motivation. A community ‘delegate’ to the LM S may want and be capable of playing the role requested but if the
community lacks sufficient interest or leadership it will not always be easy to ensure that the necessary quality or
frequency of feed-back takes place.

The LMS has responded to the many facets of this communication challenge through a series of activities:-

. Direct Supra-committee contact with all stakeholders (in Niger and Nigeria) including those not
represented directly in the LM S but who wish to remain informed of what is happening and who might
wish to make an input into the management process;

Discussion and information sharing about the effectiveness of delegatesin carrying out their tasksin
order to identify problem areas, personal difficulties, share useful techniques and strategies and give
moral support;

Ensuring that proceedings are written up by the secretaries of all the committees at the end of each
meeting, as well as carrying out an internal evaluation of what members have retained from each
session. Thisis done through random questioning and then summarising the key points to be retained
by the General Secretary.

The holding of regular LM S - population and stakeholder follow-up meetings to discuss a range of
issues including: work progress and future perspectives; the level of interest shown by the population in
what they are doing; and the effectiveness of the communication systems. These meetings are a so used
to stress the rights and responsibilities of all concerned to demand accountability from the LMS, and to
monitor the function of the delegates;

The use of the local radio for passing information, invitations, progress reports, interviews etc.

Egtablishing rulesfor forest use (December 1998 onwar ds):
The process used to establish rules can be broken down into four stages:-

1. Identifying the Users

In December 1998 the LM S made an initial list of all the users of the forest. Thislist was later re-verified and
extended during May and June 1999. In total, 22 user-groups were identified, each exploiting the forest reserve
in aunique way®. It came as a surprise for many (particularly local authorities & government services) that such
a‘poor resource’ could have so many users and it definitely showed the advantage of ‘users identifying ‘users'.

2. Analysis
A detailed analysis was made of each of the 22 types of exploitation looking at the way that each product was
being harvested and utilised and its sustainability. The main questions the LM S asked were:
How does each user use the resource?
Should the present form of utilisation continue asit is (isit sustainable?), should it be modified (can it
be done in a better way?) or should it be stopped (isit detrimental to the forest reserve?)?
If necessary, how the use should be modified?

20 Usersinclude local livestock herders, non local livestock herders, wood sellers, bed makers, wood-carvers, charcoal
makers, traditional doctors, well diggers, grain store and house constructors, domestic wood users, collectors of fruit and
leaves, hunters, brick makers, straw-collectors, agriculturalists at Kas da Ruwa, fishermen, gravel users, water-users, market
gardeners, monkey trainers and snake charmers, bee-keepers, tourists, inhabitants of the forest reserve.
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An example of some of the analysis is shown overleaf
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User Benefits Gained How the Resour ce isused Can it continue M odification required so that the use
can continue
Yes No Yes
but
Loca Herder Pasture The user enterswith hisanimals X The user will need to pay and respect the
Water for Animals new rules and regulations
Space
Refuge
Non Loca Herder Pasture The user enterswith hisanimals X The user will need to pay and respect the
Water for Animals new rules and regulations
Space
Refuge
Wood Seller Wood for money Wood is cut with an axe X The user will need to pay and respect the
regulations
Trees are mutilated X
Well makers Big logs Trees are cut with an axe X The user will need to pay and respect the
regulations
Hunters Wildlife With agun X In al cases of yes but the user will need
By Trapping X to pay atax & respect the rules and
Through throwing stones X regulations of the forest. Hunting by fire
With Dogs X will be grictly prohibited.
With Clubs X
Digging holes X
Chasing by foot X
Fire X
Leaf and fruit Leaves and fruits Picking X The user will need to pay for the product
collectors Collection under plants X and respect the regulationsin both cases

Mud Collectors
and Brick Makers

Mud for making
bricks and taking
away

Spades, picks and hoes

The user will need to pay for the product
and respect the regulations in both cases

3. Making Rules

Following this analysis, afirst draft of the rules was drawn up (completed in June 1999) defining all permissible
forms of forest use. The LM S aimed to make the rules as simple and comprehensive as possible so asto avoid
any ambiguity in the future, and al known products were mentioned and legislated for.

It isimportant to note that the rules drafted were the result of local user identification and analysis and do not
necessarily relate to existing forest legislation. Although there were no major contradictions between the local
rules and national legidlation, the Forest Department assured the LM S that, as managers, they had the right to
make those rules they felt most appropriate to manage the area under their jurisdiction. For example, the LM S
could decide how much and for what price wood should be sold from the forest. However, once sold, wood
merchants would be liable to pay the wood transport taxes applicable in the national legislation.

4. Asking for feed-back from the users:

Copies of the draft document were presented to all concerned actors and communities (October 1999), either
directly by the sub committees in the case of the villages or by a small delegation from the supra-committeein
the case of non-resident (and distant) pastoral groups, government services and pastoral associations. Timing
was very important as the agricultural season was underway and the pastoral groups were already on
transhumance.

Each group had a period of three to four weeks in which to consider the contents of the draft document and make
their corrections, observations and/or proposals, either through their LM S delegate, group chiefs, or traditional
leaders. After the deadline, the LMS collated the feedback from all the different sources? and undertook a
thorough review of the draft document, clause by clause. Text was re-written where it was ambiguous, prices

21 It isinteresting to note that nearly all sources sent back comments. Whilst none proposed major changes to the
document, it does show the high level of interest that has been engendered within all user groups.
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werere-set (taking the average where there was a range of suggestions), and specific points were either
incorporated, rejected or retained for further discussion. At this point, the document was till considered as a
draft. The LMS strongly felt that it could only be adopted after having been presented, discussed and amended
by community representatives, traditional and modern administrative authorities, associations and government
services at aworkshop to be held in early December 1999.

5. Workshop for the adoption of the management document

The LMS, with the help of the project, organised a workshop (December 1999) at which over 250 participants
worked in groups and in plenary to discuss, decide upon and finally adopt the Management Document.
Previously unresolved issues were voted on during a general assembly and in several cases prices were actually
raised. The Livestock Production Service was asked and agreed to adapt its strategy towards livestock
vaccination in order to fall morein line with the LM S and the needs of transhumant and sedentary livestock
herders/owners.

The adopted document will be trandated into Fulfulde and Tamachek in addition to the existing Haussa and

French versions, with aview to widely distributing copies for al those concerned. Radio will also be used for
broadcasting this information.

1.2.1.5 M anagement

Gaining the authorisation to manage.

Once the Local Management Structure (LM S) had been created the principal focus was put on equipping the
structure with the necessary management (organisational and technical) tools. However, at the same time, the
project and Forest Department were thinking about the conditions under which the government might transfer
the authority to manage officially to the LMS.

Asisto be expected, given the ‘test’ nature of the project, the fact that for the first time local people would be
allowed to manage resources and the lethargic pace of administrative procedures and reforms, the process of
gaining legal recognition for the LM S and its capacity to manage have taken arelatively long time to determine
at Forest Department level. While the necessary officia procedure for the recognition of the LM Sin the form of
alocal Association was completed by April 2000, delays occurred in defining the next major step towards
management transfer. This was because certain key actors in the government hierarchy were initially reluctant to
step out of line or take potentially radical decisions which might possibly endanger their own ‘political’

position.

In October 1999 the Regional Forest Department, project and the Association Kou Tayani felt that once the
proposed management document (prepared by the LM'S and commented on by populations, services and
authorities) had been officially endorsed by all concerned in general assembly it would be feasible to start
officially managing in January 2000. This assembly or workshop took place in December 1999 and all the
actors (Forest Department in Niamey/Zinder/Mirriah/Matamaye, Livestock, Planning, Regional authorities,
Traditional Authorities and representatives (men and women) from the different local populations) represented
by some 270 people, discussed, amended and endorsed the document.

In January 2000 it was agreed that the most appropriate route forward was to follow the steps proposed towards
the creation of a Rural Concession as previewed in the New Forestry Code. As mentioned above, by April 2000
the Association had been officially recognised, the documents required for application for a Rural Concession
had been compiled and certified by the local authorities and the Regional Forest Department had drafted afirst
locally agreed version of the ‘Cahier de Charge’; adocument outlining the clauses and conditions under which
the State of Niger would accord the Association Kou Tayani the right to manage the forest.

In June, concerned by the immanent closure of the TIFMP and the importance of the initiative at Takieta, the
Director of the Forest Department himself and the team who had been following developments from Niamey,
visited Takiéta and held joint meetings with local Forest Department staff, the Association Kou Tayani and the
staff of the TIFMP. He explained that due to bureaucratic process, the likelihood of a Rural Concession being
passed in the immediate future was very dim indeed and that while waiting for the necessary texts to become
law the most useful way to enable the association to start managing and gaining practical experience was
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through an intermediate step. The intermediate stage proposed involves continuing as aready planned with the
creation of Rural Wood Markets for the controlled exploitation of woody resources (legislation already in place)
and the immediate creation of Regional Acts (des Actes Régionaux’) for the other forest products (pasture,
fishing, etc) which can be drawn up agreed and signed by the Préfet at regional level

Asof the31% July 2000, the project officialy closed. However, time has been invested actively following up
the acquisition of the regional acts and clearly transferring responsibility for their follow-up to the local Forest
Department. Already initial meetings have taken place between the Préfet, Association and Forest Department
and draft texts for regional acts have been prepared (taken from the Associations' management document).

Concerning the Regional Acts, it isimportant that they be seen as useful a stepping stone permitting the
Association to start managing bit by bit and gaining experience until such time as the New Forestry Code comes
out (still likely to be sometime in the distant future) or some aternative legislative formulaisfound. Itis
believed that by working in parallel on the Regional Acts and allowing the association to start managing straight
away and at the same time pushing the prepared dossier for alater ‘rural concession’ isthe best option.
Whatever the case, while the TIFMP has reached its natural end, SOS Sahel is still present in the region to give
any moral support needed over time.

Demonstrating Enthusiasm and Gaining Experience

While the bureaucratic process to be followed may be dow, the Association has not lost any time in getting itself
organised and preparing for the departure of the project. These preparations have taken various forms but fall
under four main categories as yet unmentioned:-

a. Resource Restoration Work

In 1999 and 2000 the Association Kou Tayani has initiated, planned organised and implemented a number of
physical interventions aimed at improving the Forest Reserve’ s woody and pasture resources. These activities
which include weeding out of invasive pasture weeds (sida cordifolia ), micro-catchment construction , tree
planting and local definition of the management zones or compartments are complementary to the new system of
guarding by locally elected Forest Guards or ‘Guides' put in place and employed by the Association since the
beginning of 2000. The initiative for these actions came from the Association and neither the TIFMP nor the
Forest Department. They may be seen in the light of the association’s desire to demonstrate to the local
populations their commitment to work in the forest. Work so far has been carried out by all 41 members of the
executive body of the association in collaboration with the local populations nearby, depending on the location
of the work being carried out: recent tree planting efforts have involved anything from 190-240 men and women
working together voluntarily. This popular participation is an extremely important factor and indicator of the
Associations management capacity and local credibility because it is essential that the association be seen asa
coordinating body permitting the population to manage the resources and not an isolated ‘manager’ divorced
from the populations who created it. Maintaining the strong links and sense of ownership of the association by
the population will be crucial in the future management of the resource.

b. Drawing up Annual Work Plans and Budget Forecasts
At the end of 1999 and beginning of 2000, the LM S or Association Kou Tayani drew up its first annual work
plan and associated budget. Originally a three month plan had been proposed as a starting point but given the
nature of the work,: regular meetings at different levels, seasonal nature of physical work in the forest etc, finally
the plan was extended to cover 12 months. The discussions and detailed forward planning required for the
production of the first work plan are part of very essential learning process for the LM S/Association and certain
inadequacies of this first plan and budget have been discovered throughout the year, as activities have unfolded.
Allowing , budget shortfalls and omissions to come to light. Once the Work Plan and first budget had been
drafted by the LM S/Association they were then formally presented to the project for discussion. During the
negotiations which followed, the budget was modified and certain elements identified for discussion with other
organisationsin the area. In thisway the association was learning:

How to present proposals to potential donors/organisations,

How to budget realistically (local contributions plus complement required from el sewhere)

How to defend their proposals and argue their case;

How to present itself to others as a serious negotiating partner

c. Dealing with other organisations and learning how to negotiate with donors.

As mentioned above, the process of planning activities and drawing up realistic budgets was an important
learning opportunity and necessitated the LM S/Association presenting itself in front of government services and
other organisations either in order to make itself known/make contacts for the future, to present funding requests
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or to ask for advice and/or negotiate the loan and conditions of borrowing materiels. This experience has been
invaluable: confidence building and rich in lessons. In addition to the LM S/Association moving out to make
contact with others, other organisations and groups on hearing about Kou Tayani have been coming to Takiétato
meet the association. These groups include National and International NGO’s and locally represented donors
such as Danida. One can say that a good, positive base has been established for the associations relations with
the “exterior’: relations which can and must be further devel oped in the future for the well being of the
association and the future of the forest reserve.

d. Taking part in the evaluation process

In order to learn and devel op the Association/LMS has, as an integral part of itsinternal organisation and
management procedures, its own local system of monitoring and evaluation of aspects ranging from the
effectiveness of village delegates to plant survival in the field. The subject however, has not yet been formally
addressed as part of the TIFMP conceptual support to the association but is previewed under SOS Sahel (UK) in
Niger occasional support towards the end of 2000. Given that people automatically develop their own indicators
against which to judge what is happening, it was felt that the formal treatment of the subject of Monitoring and
Evduation should be delayed in order to allow more indigenous systems to develop, experience to be gained and
real difficulties/deficiencies to be encountered and needs defined. So rather than installing something ‘foreign’ in
the system for which the need was not yet felt, let the local ideas come out first and then use ‘formal’ discussion
later to reinforce and improve on them.

However, in July 2000, the 41 members of the bureau of the Association took part in the participatory final
evaluation of the TIFMP and carried out their own (assisted) auto-evaluation. The results of the final evaluation
are synthesised in the appendix 2 of this report. The experience of making ones own critical self-evaluation and
of encouraging other actors also to evaluate ones work was found to be very rich and useful, though not always
comfortable/easy to deal with! However, it was agreed that such periodic events were important to ensure that
work is progressing and the organisation is functioning as well as possible. Discussion, constructive criticism
and the inherent possibility for changing plang/ideas etc when best information suggests the necessity (openness
to ‘laremise en cause’) are already essential and well tested components of the ‘culture’ of the Association/LMS
and bode well for the flexibility and evolution of the management structure and system in the future.

1.2.1.6 Future challengesfor the LM Sin the post-project phase.

The end of the TIFMP from July 31% 2000 marks the start of a new era for the Association Kou Tayani. While
nothing is ever ‘perfect’ and work remains to be finalised for the transfer of management authority from the State
to the local populations (on course), very solid foundations have been laid down which will permit the
management structure and local populations to modify the system over time to better meet their needs. Such
institutional confidence and flexibility in responding to foreseen and unforseen difficulties and
environmental/technical and socio-organisational challenges is an essential survival characteristic for local
Sahelian resource managers.

The LMSiswell aware of the challengesit will face. Over and above the immediate priority of gaining formal
recogn|t|on as legal managers of the resource, these include the following amongst others:-
Continuing to ensure the representitivity of the structure;
Maintaining and further devel oping communication between all elements of the structure;
Having the capacity and the flexibility necessary to deal with the continual process of negotiation
(between groups and between itself and different groups) as an essential management strategy;
Preventing and managing conflicts related to communal resource use;
Achieving adaptive management; and
Convincing all actors of their capacity to manage
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1.2.1.7 The Role of the Project .

The objective of the project was to define the essential elements of a process for the facilitation of context-
specific local management rather than to define a management model for replication elsewhere. For this reason
we would not propose that others follow the model created for Takiéta step by step, primarily because we
believe the structure and system of management at Takiéta are specific to the Takiéta context. Future local
management initiatives elsewhere should also be defined in a very context specific way.

However, the process, its principles and key constituent elements can, we feel, be usefully adapted. The essential
elements of this process towards decentralised natural resource management (from the TIMFP perspective) are
as summarised below :

The process
: Identification of the resource and its limits.

Identification of al the different actors, communities and/or users of the resource.

Analysis by each group of the resource and theroleit playsin their system of production.

Exposure of each actor to the analysis made by the others.

Build-up and discuss the holistic vision of the dynamics of the resource and prevailing trends.

Analyse and start to deal with latent, actual and potential conflicts.

Bring the real representatives of each group of actors together to discuss the future.

Identify a common vision of what the resource would ideally look like in the future.

Agree on the principles and first stepsin the process of how to achieve thisvision.

Respect the stepsidentified.

Focus on the Organisational aspects of the management structure.

Focus on local knowledge and understanding of the resource as the starting point and guiding principa

for the management.

Development of aflexible, representative and evolutive structure and system of management with

negotiation between users as an implicit part of the process.

Networking and linking up with others for moral, technical and/or financial support.

Providing an enabling environment

. All the interested parties involved from the beginning of the negotiation process have the same level of
information and analysis.
Local authorities and Government services are well informed and follow developments from close by.
People respect each other and an environment of equality is created where everyone has theright to
speak, all opinions carry equal weight and decision-making is by consensus.
Allow people time to think, reason and make their own informed decisions from the very beginning.
Clarity of vision and purpose and overall transparency.

In creating an enabling environment for the emergence of local organisations and management systems the
project had three main obligations:

To make sure that all the actors were identified, informed and involved;

To bring people together, at least in the initial stages; and

To trust in peoples basic common sense.

The main role of the project has been one of facilitation (see diagram overleaf). This facilitation has taken many
forms from financing fora and providing advice and training, to facilitating contacts with potential future
partners (donors and other local resource management bodies) for the LMS. Providing logistical support and
facilitating communications between different actors was particularly important at the beginning of the process.
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Replicating the Takiéa Experience

Replicating a given intervention depends on the pertinence of the intervention itself to awider scale aswell as
the cost in terms of time and financial resources reguired in relation to foreseen returns.

In addition to project operation and the initial activities to resolve a number of technical issues the main costs
associated with the process itself have been the following:-

i) The facilitation of regular meetings of the management structure LMSitself:.

The project met the logistical costs (food and lodgings) of LM S members for these meetings, minimising the
level of subsidy was very important to establish from the beginning for all members (locals, services and
associations alike). LM S meetings are always going to cost money; local people do not have the meansto travel
and work as volunteers in the long term and at least need to be able to meet their costs. The LMSis now
budgeting for such meetingsin its planning forecasts with the long-term view of funding operating costs from the
forest revenue.

ii) Travelling to inform, communicate and collaborate with al actors - “ To make friends one must have feet”
Haussa Proverb): Where there is awareness and genuine interest, and when people feel a need to communicate,
they will find the most appropriate and affordable methods to do so. Traditional systemswill be used and
formalised and new links will be developed at local level aswell as networks further afield so that those who
need to know can find out and those with something to say can be heard.

iii) Holding workshops at which all actors are represented :

This type of workshop was probably the single most expensive activity but also one of the most essential and
powerful, especially given the experimental nature of the project. Transparent and consensual decisions made
by everyonein front of everyone at such workshops are extremely binding and make subsegquent sabotage, local
power-play and manipulation by particular interest-groups very difficulty

In judging the replicability of the Takiéta experience it is also necessary to differentiate clearly between Process
and Project

For aproject to exist it costs money to pay for infrastructure, salaries and operational costs. In addition, the
project effect’” means that activities tend to cost more than would otherwise be the case. While the ‘ project effect’
needs to be minimised, it doesn’t necessarily have negative implications on post-project devel opments aslong as
thereis transparency and all actors are aware of the situation.

However, an analysis of the Takiéta experience highlights other ‘cost implications' related to process facilitation,
which we call the innovation cost.

The Innovation Cost:

One has to break eggs to make an omelette: Creating something new means testing and learning from mistakes
and changing tack from time to time as the situation evolves. Thisinevitably coststime and money, but isa
necessary part of exploring new possibilities.

It also takes time and therefore (for a project) money for people to change their perceptions and behaviour
without the existence of previous examples.

Finally, test cases should aim to set new standards against which subsequent initiatives will be judged. Itis
important therefore to follow through ideas as rigorously as possible during the test so as to provide good
learning materiel and new bench-marks. This follow-up inevitably has cost implications.

The project has been in existence for nearly five years and the actual physical management of the forest isjust
starting. This hasled to some criticism that the process took too long. The process did take time to get going,
but once people were brought together, the process they initiated was very rapid and accelerated after the
creation of the local management structure. The time and effort spent by the LM 'S in making contact and
repeatedly consulting and negotiating with different users over the final local management document were
considered by the members as a necessary investment to secure popular support and legitimacy for the task
ahead. Theinvestment was justified in terms of making the work of managing easier and more sustainable.

39



1.2.2 Improvement of the Fuelwood Supply Network
For the past 20 years or <o, theillega sale of wood has been taking place and even flourishing in the area dueto

the enormous fuel demand created by the urban centre of Zinder and, to alesser degree, Matameye. This
tendency has been illustrated through the proliferation of unofficia fuel-wood sale points:

On theroad to Matameye, some 10kms south of Takiéta,

On theroad to Zinder, some 15kms east of Takiéta

While occasiona ‘policing’ patrols were organised from time to time by the Forestry Department in order to
control thisillegal sale (by confiscating wood), they have never been effective/sufficient to stop the activity,
even in the short term. In fact, despite these controls, the activity has become (if anything) more and more
widespread with the passage of time. Today there are about 12 different sale pointsin the area, though the exact
number varies throughout the year according to the season. The projet, considering this problem, came to the
conclusion that theillegal sale of wood from the zone could never effectively be completely stopped, especially
in the long term after the project. Bearing thisin mind, the most appropriate strategy seemed to be to promote
local discussion concerning sustainable systems of exploitation with a more equitable sharing of the benefits,
through the rationalisation and control of the activity by the local population.

In the process of researching possible solutions for this problem, in early 1996 the TJFM P contacted the local
branch of the national project Energie |l (a project which concernsitself with the rational exploitation and sale
of wood by the local population as well as fuel-wood substitutes.). At the same time, the subject was broached
independently with the local foresters of Mirriah and Matameye arrondissements and a series of discussions were
held at Takiéta throughout the year (1997). As aresult of these two fronts of investigation, it was decided that
there were two principal aspects of the problem which needed to be tackled, namely:-

The Rights and Responsibilities of the Population

The Sale-Points

The Rightsand Responsibilities of the Population: The mgority of the legislation applying to the
local populations' rights and obligations in relation to natural resources, tends to be unclear or ambiguous.
This has led to a situation where for any given scenario there is a range of (often opposing) individual
interpretations by forestry agents according to their personal inclination and particular point of view
(progressive or traditional). In the field , this range of interpretations creates a situation where, for example, in
one area a practice may be allowed, whilst in the neighbouring areaiit is forbidden; with all the confusion that
entails for the populations concerned.

Before one can tackle this fundamental confusion by clarifying the rights and obligations of the population,
there needs to be a harmonisation of interpretation amongst the Forestry Department agents responsible for
their application. Therefore, in June 1997 the project proposed organising a series of workshops to which the
foresters from all the different arrondissements of Zinder Department would be invited in order to discuss the
justification for and modalities of harmonising interpretations of basic texts. Unfortunately, due to some
reticence from the then local departmental director, despite the popularity of theidea, the project was unableto
bring together all the agents from the Forest Department to discuss thisissue during 1997.

After many small delays, a workshop was eventually arranged for Mid-January 1998 during which the basic
rights and obligations of the population were discussed and harmonised for the Department of Zinder. The
objective assigned to this meeting was to work together in order to find some adequate responses and agreed
solutions to the most common questions posed by the population on their rights and responsibilitiesin the
management of the forestry resources (utilisation/protection) on their land. By the end of the workshop a series
of very basic but pertinent questions had been discussed and clearly interpreted with the agreement of the
foresters from all over the Department of Zinder, concerning the rights and responsibilities of local people:-

*on their own land and communal land;

*with naturally occurring trees or those they have planted/protected ;

*in permitting third parties to utilise treesin different ways;

Having agreed on such fundamentally important information, the next step was to develop a strategy for its
dissemination. The mission of dissemination of information was alogical follow-on to the internal harmonisation
debate and was conducted jointly by forestry agents from Matamaye and Mirriah, aswell as male and female
extensionists from the project. It was conducted intwo phases in May and June 1998, with follow-up in early
1999. A total of 18 villages were included, all in the zone of intervention of the project as the Forestry
Department Director (aready areluctant participant) was worried about disseminating information further afield
without the institutional presence of a project . The objective of the mission was to make people aware of
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certain aspects of the forestry code relative to the management of their own trees and other forested areas of

land and provided an opportunity for the forestersto discuss the relevant issues which would be dealt with in the
new Forestry Code, which opens up new possibilities for local resource management Having forestersin the
villages for direct discussions also gave the local population the chance to discuss other questions/rel ated aspects
that preoccupied them. Visuals were used to illustrate each right/responsibility discussed during the missions and
multiple copies of booklets made up of the same illustrations with accompanying text in Haoussa were left at the
village at the end. The visits were very well received and attracted a great deal of interest. The ambiance was
such that people talked relatively freely with the foresters about the different situations and how they had thought
they should act and how they would act now that they were informed. The subject of the new Forestry Code has
stimulated also alot of interest, particularly at the village of Daratchama where there is a keenly felt problem of
overutilisation of what remains of an ‘open’ sylvo-pastoral area: the sort of zone which according to the new
legislation could be brought under local management if people organise themselvesinto alegitimate structure.

The Sale Points. As stated above, there are many fuel-wood sale-points in the zone, certain of which
have existed for some time, and though illegal, have gained almost ‘ permanent’ status. It was deemed necessary
to better understand the system of fuelwood supply to these sale-points and the actual sale itself, before deciding
how best to tackle the subject of their ‘legdisation’ or ‘control’. A study of the fuel-wood network was
proposed, the results of which, it was hoped, might be used in conjunction with the harmonised interpretations of
legal textsin order to establish anew and more rational system of fuel-wood use and sale as well as more
equitable benefit sharing. In April and May 1997, a study was carried by ateam of two foresters and two of the
project extension agents (Ref: Rapport de |&nquéte Filiére Bois. June 1997) on the fuelwood sale-points, their
suppliers and their customers. The study was carried out as openly as possible with no attempt to hide the fact
that two of the researchers were foresters. While the project was conscious of the fact that the results of the study
were to be interpreted with caution, useful information of an indicative nature was highlighted. In addition, the
interviews conducted during the study provided a positive interface between the Forestry Service and the local
populations, wood-cutters and wood-sellers. The project, however, was unable to progress further on this
subject after June 1997 for the following reasons:

. After the study, the harmonised interpretation of legal texts was also required at Forest Department

level before one could start dealing with the sale-points and this was delayed until mid January 1998

(See above).

In mid March 1998, the project director (who had been actively following-up thisissue) died in acar

accident and there was long delay in finding his replacement (October 1998): as a result follow-up on

the sale points was delayed.

By thetime the new Director was installed and orientated, it was aready January 1999. Dueto the

project’s growing awareness of the complexity of the situation and the limited time left, the project

decided that a change of tack ws requires. It was felt that, given the nature and scale of the problem, it
was probably more appropriate to conceive of another project that would deal specifically with the
issue of the common property sylvo-pastoral areas in athorough way rather than trying to deal with it as
aside-issue to the Forest Reserve®.

22 At this point in time a project proposal has been prepared to deal with the problem of uncontrolled utilisation of sylvo-pastoral
resources with aworking title Development of Collaborative Management for woodland and pasture resources, Niger.
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1.2.3 Village Activities

This section of the final report concerns the activities proposed and programmed during and after the
Participatory Planning of August/September 1996 and November 1997 to February 1998.

It should be noted that the TJFM P has worked with villages in two phases:
The 11 first phase villages from March 1995 onwards;
The 6 second phase villages from November 1997 onwards

The decision to include 6 new villages in the programme in the course of 1997, despite the already rather heavy
workload, with the following justifications:-

-All the villages mentioned below presented themselves at Takiéta asking officially to take part in the
programme. They were aready aware and informed about the approach and conditions of work/collaboration
required by the project.

-One of the villages (Goumda) is directly involved in the management of the Forest Reserve;

-Two of the villages (Angaoul Doutsi and Dogon Dawa) are indirectly involved in the management of
the Forest Reserve, through Babul Haoussa and Taki éta respectively;

-The remaining three villages (Bainaka, Farin Tsofo and Ganawa) had been asking to be included in the
project for two years.

It should be remembered that all village activities presented represent the synthesis of a range of ideas raised
during the first participatory studies (PRAs of 1995 and 1997) and modified over time to be more feasible,
realistic and appropriate to the needs and capacities of both the population and project. Although, the activities
outside that of the management of the Classified Forest and forested areas in general have been regarded by the
project as being complementary/supplementary activities, the process of their identification, planning, execution
and evaluation by the population have been considered an essential part of the approach. In other words, these
activities, even those not directly related to the environment, have contributed towards the principal goal of the
prOJect in at least one of the following ways:-

They have been identified and carried out in a participatory fashion;

They have allowed the devel opment of ‘ partnership@elations and dial ogue between the population and

the project;

They have encouraged the development of confidence within the population. It is often through small,

lessrisky activities that one gains the confidence and the capacity to organise oneself and to collaborate

with others (prerequisite skills for collaborative management of common resources);

They have enabled small and relatively simple activities of immediate interest to the population to be

carried out. At the same time, they have allowed the introduction of other more complicated and long-

term subjects (balance between the long and short-term concerns of the popul ation);

They have been carried out in the spirit of promoting self-help and active decision-making by the

population (and it®different social groups) in collaboration with *external’ organisations; notably the

state servicesand projects;

They have helped, in certain cases, for the population to face up to difficulties experienced in other

production sectors (eg agriculture, livestock husbandry): a fact which may have helped reduce the

pressure on the natural resource/forestry base, albeit in a subtle way.

It is perhaps worth remembering here that all the activities dealt with have certain principles in common such
as--

-The emphasis put on the population as decision maker;

-The active role required of the population;

-Open accessto activities for al those who are interested;

-The emphasis put on horizontal information flow/exchange (between members of the population as
well as between population and project);

-Physical and/or financial contributions from the participants as a prerequisite;

-The need for participatory follow-up and evaluation of the activities undertaken;

-The promotion of direct collaboration between the local population (as a client) and the
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Finally, as decided after the mid term evaluation of the project in 1998, the project’ s involvement in village
activities over and above those related to the management of the forest reserve were restricted to four areas
during the course of 1999:

Adult Literacy;

Credit;

Water Devel opment;

Soil and Water Conservation.

In addition, in order to honour engagements made, atraining of Village Level Health Workers and Midwives,
which for logistical reasons had been delayed in 1998, also took place in 1999.

Though the range of village-project activities was restricted, the conditions and approach remained, as before,
based on active physical, organisational and financia participation. However, evolution did take place in the
areas of literacy and credit in order to further reinforce the project’s capacity building objective. Thisis
explained under the relevant sections

1.2.3.1 Literacy

National literacy levelsin Niger are extremely low (approximately 26.6 %). The Department of Zinder literacy
rates fall well below this national average at 21.4 %. With over 85 % of the population rurally based and a
chronic lack of financial resourcesin the education sector as awhole, literacy as amajor stumbling block to rural
development is amajor issue for organisations working closely with local populations.
The TIFMP as part of its participatory planning strategy aimed at local capacity building, has facilitated:
Three years (1996-1998) of ‘intensive adult literacy/numeracy training’ with interested villages through
the local government literacy service.
Theinstallation of 17 permanent literacy centresin 1999

1.2.3.1.1 The evolution towar dsthe creation of Permanent Literacy Centres

From 1996 to 1998 the TJFM P worked with the Government system of “Intensive adult literacy/numeracy
training” where teaching takes place over a 4 month period (January to May) with external instructors who are
paid by some ‘external source' , for example, a project. Though the annua evaluations indicated that the overall
results were positive and well appreciated by the populations concerned, gradually it became apparent to the
TJIFMP that certain aspects of the official system of courses used, such astheir intensity, limited duration and
‘one-off’ nature meant that there are a number of important problems associated. These problems fell into three
main groups: those related to:-

. The accessibility of the courses to different socia groups (rigidity of course timing and intensity);
Meeting learner needs in mixed ability classes (instructors are too constrained by the set period
programme );

The dependance of the system on external catalysts (organisation and finances required on an annual
basis from externa bodies such as projects).

Asaresult of the identification of these fundamental problems, in 1999, the project, through a process of
reflection, participatory evaluation and analysis, worked in collaboration with the Government Adult Literacy
Service and local communities concerned in order to explore alternative formulas.

The evaluations and joint analysis had indicated that the contents of the literacy and numeracy courses werein
themselves ‘functional’ and pertinent (dealing with literacy and numeracy fundamentals through treatment of a
variety of social, technical and devel opment themes proposed by the population). However it was clear that an
‘alternative’ system of programming and organisation should be designed so as to overcome the principal
constraints noted above. Briefly, the new system is characterised by the following changes:-

Adult education centre becomes a permanent facility within the village: Unlike the old literacy ‘centre’ or
classes disbanded completely after the intensive 4 month course with the physical withdrawal of both the
instructor and the materials, the new centres are permanent, year round and year to year facilities, belonging to
and run by the local communities according to the particular needs of different social or interest groups.



Improved accessibility for different groups: The availability of an equipped centre and instructor throughout
the year means that greater flexibility in the programming of coursesis possible; in order to have, for example, a
series of appropriately timed courses at different periods of the year more closely matched to peoples needs and
thus increasing course accessibility for different groups. This means that people control the process more and it
becomes more responsive to their needs. Another small but not negligible point related to accessibility is the
proximity of the centre to those using it.

Instructor s from within the community itself: Instructors, who before tended to be brought in from outside
(most often urban centres) to carry out the 4-month course, have been replaced by an instructor selected from
within the community itself. This assures that not only isthe instructor well regarded within his’lher community
(particularly important for adult education for women) but is also available as and when needed throughout the
year. The permanent presence of the instructor means that a programme can be negotiated between the instructor
and the community so that timing and duration of courses becomes more responsive to different needs.

Instructor s paid by the community: Local instructors proposed by the community and having the necessary
level of literacy/numeracy skills for teaching others (according to the Government technical service responsible),
are remunerated by the population at a mutually agreed rate, negotiated beforehand between Instructor and
Community.

Financially and organisationally autonomous centres: Given the previous, externaly reliant system and its
related problems, it seemed crucid that each centre should be self reliant, both financially and organisationaly.
While advice and encouragement from outside sources (be they government services or projects) would still be
useful/important, the process of adult education should be autonomous and capable of continuing without
externa inputs as long asthereisaloca demand; all other elements being available.

The following table summarises the evolution of the TIFMP Adult Literacy Programme from 1996 up until the
year 2000.:

Village 1996 1997 1998 2000

Angoual Gao 2 centres 2 centres 1 centre 1 permanent centre
Ganoua 2 centres 2 centres 1 centres 1 permanent centre
BarawaB. Est 1 centre 1 centre 1 centre 1 permanent centre
Kasa da Ruwa 1 centre 1 centre 1 centre 1 permanent centre
Awiwi Haoussa 1 centre 1 centre 1 permanent centre
Babadou 1 centre 1 centre 1 centre 1 permanent centre
Babul; Haoussa 1 centre 1 centre 1 permanent centre
Dawan Marké 1 centre 1 centre 1 centre 1 permanent centre
Faroun Tsofo 1 centre 1 permanent centre
Daratchama 1 centre 1 permanent centre
Ganawa 1 centre

Awiwi Bougajé 1 centre not opened

Barawa Bougagé Ouest 1 permanent centre
Babul Peuhl 1 permanent centre
Takieta 4 permanent centres
Total 11 centres 10 centres 9 centres 17 permanent centres




1.2.3.1.2 The Stepsin the process towar ds the creation of Permanent Literacy Centres

The process of discussion, negotiation and planning involved in preparing for and creating the new literacy
centres began in December 1998 and continued for the greater part of 1999, with the 17 centres opening
officialy in January 2000. Work during this time took place more or lessin parallel on two distinct aspects:
Making changes in the conception, design and contents of both the instructor training curriculum and
learners support materiels;
Discussion and agreement of the new formula for permanent centres with each population so that each
community as a whole was ready to take on the long-term responsibility and necessary organisation.

Assuming theinitiative had been taken by the communities, the project strategy translated into a process with
the following steps:

i) The identification of local instructors proposed by their own communities and selected according to
criteria such as local respect and confidence and availability throughout the year as well as literacy (May 1999);

ii) The candidates selected were then tested and approved by the government literacy service as having
attained a sufficiently high level of literacy to train others (May -June 1999);

iii) Revision of Instructor training and materiels. New training elements had to be added to the
instructor training course in order to enable them to be more flexible and responsive to the needs of their
auditorsin terms of scheduling learning modules and juggling the different learning needs. Preparation for this
training involved adapting and adding supplementary elements to existing training modules both for the

. As the proposed system was new, a workshop was
held bringing government services and experienced instructors from el sewhere together in order to look at the
methodologica implications for course organisation and approach. The practical results of the reflection carried

out during the workshop led to the preparation/modification of 5 different instructor and learner documents
dealing with both literacy and numeracy (June -July 1999).

iv) The instructors received four weeks of intensive training in preparation for the new system in July
and August 1999. Thiswas carried out by Literacy agents who had aso been involved in the preparation of the
various support materials for the future instructors ;

v) The physical establishment of the centres: As atangible sign of commitment to the process of
creating their centre, an initial contribution of 15,000 cfa was made by each community to the setting up costs.
In addition, it was agreed that the construction of local classrooms and their subsequent maintenance would be
the financial and organisational obligation/responsibility of the community concerned. After collaboration
between the government service, project and different populations, it was agreed by all concerned that an annual
contribution of 25,000cfa should be organised by the community and put towards the upkeep and running of
each centre.

vi) Establishing the Management Structure for each Centre: Elected community members and the
instructor together form the management structure or committee for the centre; the function of whichisto
ensure that:-

The centreis well organised and functioning according to plan;

The instructor has the necessary moral, physical and financial support,

Monitoring and evaluation takes place as required ,

Problems can be dealt with in atimely and consultative manner,

Finances are dedicated to the centre through start-up funds and regular community and learner
contributions can be efficiently managed for the day to day running and future development of
the centre.

The management structure also has the responsibility for negotiating the salary of the instructor over time,
though for the start-up period and coming year, basic salaries have already been agreed between each instructor
and his/her community.

vii) Training for the Management Structure: Given that the management structure has such an

important role to play both financially and organisationally in the sustainable running of the centres, it was
decided that members would benefit from specific training provided by the project on aspects such as their roles
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and responsibilities; organisation; financial management; monitoring and evaluation; negotiating skills;
networking. This training was designed by the project and literacy service in November 1999 and conducted by
the latter in December 1999. One hundred and two people participated in this training (over a period of 10 days),
including al the instructors.

iiX) The equipping or provision of basic materials for each centre: While each centre should be
technically and financially capable of building up its facilities over time, a‘Start-up’ package of basic furniture
and materials listed below was provided largely through project funding but also using the 15,000cfainitially put
up front by the community:-

. 2 Large blackboards;

30 Small writing dates;

Table (Instructor);

Chair (Instructor);

5 petrol lamps (evening classes);
2 Instructors Literacy Manuals,

2 Instructors Numeracy Manuals;
40 Learners Literacy Manuals;
40 Learners Numeracy Manuals,

In addition to the above durable long term capital assets, other more liquid assetsmaterials were also required
such a blackboard ruler and small stock of chalk, instructors workbooks and writing materials and an initial stock
of learners exercise books and pens (for resale).

These materiels were prepared over time and officially handed-over to the communities at the beginning of
January 2000 during semi-official ceremonies at village level at which the population, the literacy service and the
project confirmed the obligations made for the good management of the centres. The opening dates for the
centres were decided by each community in collaboration with their instructor. Finally, it seems that the opening
dates were linked to the arrival of the necessary materiels: most centres tending to open officially 7-10 days after
reception.

ix)Provision of a Sart-up fund for the centre: The creation and running of such centresrequires
financial resources, not least for the salary of the instructor but also for initial, ‘one off’ structural/material
inputs and subsequent upkeep/replacement of materials over time; not to mention, the possibility of developing
the facilities in the future. For these reasons a‘ Start-up Fund’ of 150,000 FCFA for each centre was proposed,;

ensuring regular payment of the instructor and the provision of material stocksfor later sale (jotters, pensetc)
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It should be noted that it was unanimously agreed that instructors be paid according to work done and not on a
flat annual basis. Though the rate varies from centre to centre, the average is around 7000FCFA / month
wor ked.
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1.2.3.1.3 The permanent Literacy Centres 7 months on.

All 17 centres opened just after Ramadan in the 2™ half of January 2000. Since that time formal visits have been
taking place once every two months by the literacy service (informal visits by the TIFMP) to support and
monitor this very new initiative for Niger. Theinitial results are positive with all centres fully functional and over
500 people attending classes see below.

Although 3 follow visits have taken place by the two literacy services of Matamey and Mirriah since January
2000 it was thought to be a good idea to hold a workshop which would bring together all the members from all
the different centres prior to the project closing so that everybody would be able to share each others
experiences and learn from each other. Therefore, awork shop was held over a period of two days on the 29"
and 30" July (right at the end of the project) and proved to be a very rich experience for all the participants. A
total of 34 people wereinvited (two were from each centre: 1 committee member and one instructor) and the
meeting was chaired jointly by the two literacy inspectors of Mirriah and Matamaye and took place as a plenary
session.

Thefirst part of the workshop was to alow all centres to have the chance to give information on how their centre
was doing, what their main problems were, and any strategies that they had been adopted to solve these. The
second part was meeting was to agree on what the centres could do, given the information that they had learnt
from each other. The information gathered is presented below in summary form

Some genera points:

. All centres are still fully functional with regular teaching taking place
Nearly all centres give out credit with interest and have more money now then they did in January 2000
Credit islent out with enormous rates of interest (normally 10-20% interest per month) but it seemsto
work!
Seventy nine of the 540 pupils are women

Village Number of Money with the Weekly Contribution Interest Charged on
pupils centre money lent
Faroun Tsofo 22 160,000cfa 25cfa 20% per month
Angoul Gao 33 125,000cfa Up to the participants but basicaly 10% per month
none
Daratchama 22 175,000cfa Up to the participants 10% per month
Dawan Marké 43 127,000cfa Not clear 20% per month
B. Bougagé 1 22 135,000cfa None 10% per month
B Bougagé 2 18 160,000cfa None 10% per month
Ganoua 26 172,000cfa 100cfalweek at first 28 people received credit
50cfa/week now and pay 50cfa/week
Kasada Ruwa 28 165,000cfa None 10% per month
Awiwi Haoussa 34 165,500cfa None 8% pr month
B. Haoussa 32 145,000cfa Not clear Not clear
Takiétal men 51 130,000cfa None 5% per month
Babadou 23 130,000cfa Up to the participants 10% per month
Goumda 48 120,000cfa Up to the participants 5% interest per month
Takiéta2 males 63 125,000cfa None 5% interest per month
Takiéta 2 females 29 187,000cfa None but anyone who is late is fined 10% per month
25cfa
Takiéta 1l females 31 Not known 25cfalweek 10% per month
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Bab.Peulh 17 121,800cfa None Not clear

542

1.2.3.1.4 Observations and potential future developments

With the new literacy system, local populations and their constituent social groups have greater accessto literacy
classes than before. Not only does this respond to the needs of those already actively seeking literacy skills but
the permanent presence of such centres will potentially create a positive ‘literacy environment’ to encourage
others who for one reason or another tend to be more reticent or constrained by circumstances, for example,
women. During three years of literacy under the old ‘intensive’ system a few women’s literacy centres started and
barely survived from one season to another; for the reasons cited above. While thereis still much to be done, the
presence of the centre, alocally trusted instructor, easy access and a favourable/encouraging environment should
do much for women’s literacy and development in general.

While the new system of literacy is not complicated in itself, the management of the literacy centres will take
time to become established and will require the firm moral, financial and organisational support of the
community in order to adapt the centre to best meet community needs. Thisis especialy so as :-
. The instructor must have the skill and confidence to flexibly adapt his’her teaching methodology and
courses according to local needs;
The different groups must consult each other and negotiate their classes through the management
committee;
The management committee must, with and for the benefit of the community, ensure that the centre
funds are wisely invested and used in the long term. These are inevitable social challenges for the
populations concerned.

The literacy centres will, by nature of their flexibility, have to be autonomous from the government literacy
service. Thisisnot to say that the literacy service will be excluded, asit till has much to offer in the way of
advice etc, just that it will no longer have the control over the process and must find a new way of adapting itself
tolocal circumstances; developing a new flexibility of approach towards literacy and how to monitor and
evaluate it. Thisisan enormous conceptual challenge.

In addition to the above, certain additional impacts might be envisaged in the medium to long-term, such as :-

. The strengthening of local management of community-based initiatives leading to greater confidence
and capacity for self devel opment;
Potential for the integration of children into the education centre in the future ; children who otherwise
have no access to even basic formal education due to the breakdown of the already weak and spatially
restricted State education system;
Potentially influencing the national system of Adult Education through Literacy and Numeracy skills
(approach etc) and inspiring/encouraging neighbouring communities to undertake the same activity
and/or for individuals to profit from the presence of existing centres.
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1.2.3.2 Credit

Credit was retained by the project as a complementary activity after the participatory analysis and planning
process of 1996 and 1997 because of the potential it offered for the promotion of community organisation and
collective responsibility in decision-making, in addition to the stimulation of individual small scale money
making enterprises. The original system of ‘credit for small scale commerce’ evolved over time into a system
known as ‘community credit’. Though the latter placed greater emphasis on the ‘community’ as credit manager
and donor, both systems involved very low levels of individual credit (anything from 4,500 - 9,000cfa per
beneficiary) which, while offering some potential for wise investment, were not sufficiently important amounts to
incite false participation in other activities and just enough to warrant peoples organisation into freely formed
groups.

A summary table of all credit given during the course of the project is outlined below.
Note community credit is not included in this table as it becomes arolling fund see the relevant section 1.2.3.2.2

Type of Credit Amount accor ded Amount reimbursed | Total remaining

1% Round of Credit for Commerce 5,373,000 5,373,000 0
2" Round of Credit for Commerce 3,834,000 3,220,200 613,800
3" round of Credit for Commerce 3,645,000 2,509,400 1,135,600
1% Round Credit for Para-vets 210,000 180,300 29,700
2" Round Credit for Para-vets 253,125 102,375 150,750
Credit for First-Aiders 147,720 147,720 0
Totals 13,462,845 11,532,995 1,929,850

The following sections outline the experiences of PAFOZ during the project life.
1.2.3.2.1Credit for Small-scale Commerce

Credit for Small-scale Commerce was the original form of credit undertaken by the project. There were three
‘rounds’ of this credit: the first (1996) and second (1997) being necessary to alow all the different groups
originally formed within each community to receive credit. A third round took place in sightly modified formin
1998, this time for 6 new ‘2™ phase’ villages and 2 villages which had successfully reimbursed both the first and
second waves of credit. Initial (‘first round’) results from this credit were very encouraging (100% repayment)
and, as noted at the time, largely due to social pressure by those awaiting access to credit on those who had
received first time round. The second round of ‘ Credit for Commerce’ coincided with a bad harvest year (1997-
98) when populations in the area were chronically short of food for several months. As aresult, after population-
project discussion and agreement, debts were put on hold awaiting better circumstances. The third round of
credit for commerce was accorded to 2 old villages (they had fully repaid the 1% and 2™ rounds) and 6 new
villages. Repayment of credit has been taking place slowly up to July 2000. The situation at the time of closure
of the project is as follows:

1% Round Credit 34 groupsin 10 villages were given atotal of 5,373,000cfain March April 1996. They repaid
the totality by April 1997.
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2" Round Credit

Village Name of Amount Amount Balance Due Observations
group Accor ded Reimbur sed 31/07/00
Babul Y .Kasuwa 180,000 180,000 - One group till remains
Babul Manoma 270,000 238,500 31,500 with asmall balance
Babul Tattali 144,000 144,000 - after two years.
Babul Yan Nono 270,000 270,000 -
A.Gao Haske 198,000 191,500 6,500 Deadline passed
A.Gao Bakwaba 171,000 171,000 -
A.Gao Yan Hura 63,000 63,000 -
Dratchama Telawa 153,000 90,000 63,000 Deadline passed
Dratchama L adabi 180,000 155,000 25,000 Deadline passed
Dawan M. Y. Treda 243,000 172,900 70,100 Deadline passed
Dawan M. Y Kossai 90,000 80,500 9,500 Deadline passed
Ganoua Tattali 90,000 90,000 -
Ganoua Yan Hura 117,000 103,500 13,500 Deadline passed
Ganoua Yan Kgji 162,000 71,250 90,750 Deadline passed
Ganoua Y chanou 117,000 45,100 71,900 Deadline passed
Gawan D. Alkawali 45,000 26,000 19,000 Deadline passed
Gawan D. Makera 117,000 107,500 9,500 Deadline passed
Gawan D. Walelewa 81,000 59,500 21,500 Deadline passed
Awiwi H. Daouda 90,000 90,000 - Good payer
Chana Tawaada 225,000 225,000 - Good payer
Awiwi B. LahiaG 90,000 90,000 - Good payer
Awiwi B. Tattali 144,000 144,000 - Good payer
KasadaR Yan Hura 162,000 162,000 - Good payer
KasadaR Mutun L 72,000 72,000 - Good payer
BarawaB. Yan Zabi 180,000 92,000 88,000 Deadline passed
Barawa B. Tattali 180,000 86,000 94,000 Deadline passed
Total 3,834,000 3,220,250 613,750

3% Round Credit

Village Number of groups Amount Accorded Amount Balance remaining Observations
Reimbursed 31/07/00

Ganawa B 3 621,000 266,000 355,000 Deadline passed
Ganawa H 3 540,000 404,900 135,100 Deadline passed
Angoual D 1 270,000 143,500 126,500 Deadline passed
Chana 3 639,000 471,500 167,500 Deadline passed
KasadaR 1 261,000 200,500 60,500 Deadline passed
Faroun Sofo 3 270,000 102,000 168,000 Deadline passed
Dogon Dawa 2 270,000 147,000 123,000 Deadline passed
Goumda 774,000 774,000 - Repaid in full
Tota 3,645,000 2,509,400 1,135,600
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1.2.3.2.2 Community Credit

After three years of interesting but mixed experience with Credit for Commerce, the mid term project evaluation
team suggested that given the capacity building/organisational objectives of the project, that the form of credit

could be modified in order to promote greater community control and management of the credit fund. Asa
result, in mid-1998 after some months of reflection at project level, a new form of credit was presented and

discussed with 4 villages which had successfully met all previous credit obligationsin time. The following table

summarises the conceptual and organisational differences between the two forms of credit; ‘ commerce’ and

‘community’.

Credit for Commerce

Community Credit

1. Credit to groups (10-30 people, confidence?,
Friendship, Common Interest?)

Credit to small groups (10-15 people confidence?,
Friendship, Common Interest?)

2. Contract between groups and the project.

Contract between the community and the project

3. Random Selection of beneficiary groups

Selection of members Aprioritised’ by the population (by
the ‘Groups’ in General Assembly).

4. Contributions for credit once off,10%)

Contributions for credit— 4 weeks and thereafter every
week

5. No saving (Or very little)

Saving is encouraged

6. Free choice for use of credit

Free choice for an activity which generatesincome

7. Credit/money belongs to the project

Money belongs to the community

8. Creation of savings (independent) by groupsis
feeble.

Creation of savings (independent) is promoted by groups
and by the committee

9. No interest is asked for by the project

Interest is asked for by the Community Credit Committee
(5%).

10. Most often no interest is charged between
members of a group.

Interest between membersis obligatory (over 5%, rates
can be variable according to the group). To be paid at
moment of lending

11. Credit Duration (to individua members of the
group) = 1 year

Credit duration variable according to circumstances. from
project one year; but variable at community level

12. Repayment to the project

Repayment to the Community Credit Committee: seen as
arevolving fund if it works properly

13. Repayments defined by the project

To be discussed with the committee and the groups

14. Credit not really well targeted because selection
of groups by chance.

Credit better targeted (gives the possibility to small
groups freely formed together. 50 :50 men : women.
Access to credit decided by members of the group (their
criteria)

15. Meetings between members of the groups rather
irregular

The establishment of a system of regular meetings :
groups once aweek for contributions, control and lending

16. ‘ Transparency’ not really developed

Transparency is promoted from the start

17. Very little training or technical support on
management of credit for the groups

Training given at every level (Cell/Group and committee)

Intotal 6 villages have received Community Credit.
The original four villages received Community Credit in September 1998 and were due to present the

full amount by October 1999 at which time it would be officialy transformed into arolling fund for
continued use and management by the village independently of the project in the future. Only two

villages actually presented anything at the all otted time; one refunding completely (it now has the same

amount as arolling fund), the other just less than half the amount with the rest still outstanding (now

repaid completely).

Two 2™ phase villages which had successfully met all their Credit for Commerce obligationsin time

received Community Credit to the value of 1,184,000CFA in October and November of 1999. This has

now been transferred into rolling funds for each of them
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The table below summarises the state of the Community Credit in July 2000

Village Amount Amount Balance Observations
accorded. reimbursed. Remaining.
Takiéta 3,000,000 (1,105,140) 1,894,860 | Deadline passed
Awiwi Haussa 112,000 (20,000) 92,000 | Deadline passed
Bainaka 483,700 (263,700) 220,000 | Deadline passed
Goumda 774,000 (774,000) 0 | Givenasrolling fund
Takiéta Peulh 410,000 (410,000) 0 | Givenasrolling fund
Babadou 80,500 (80,500) 0 | Givenasrolling fund
Totals 4,860,200 (2,653,340) 2,206,860

1.2.3.2.3 Credit for Para-vets

This credit was accorded by the project to individuals following their training as auxiliary vets. The objective of
this particular credit was to enable the para-vets to provision themselvesin the basic equipment and veterinary
products necessary in order to exercise their professional activity.

The project financed two training sessions: the first in 1997 ; the second in April 1998 (see 1.2.3.5)

Following the first training, 21 out of 26 auxiliary vets (5 didn’t want credit) received varying amounts of credit
(5,000 -12,000cfa) depending on the activities they proposed to undertake. Project policy at the time was that
each auxiliary vet should have the liberty and responsibility for buying his’her own products on the market, after
receiving guidance by their trainers (Livestock Development Service).

Following the 2™ training, of the 13 auxiliary vets trained, 9 chose to receive the pre-stocked pharmaceutical
chests, each with avalue of 51,250 CFA, in the form of credit. A subsidy of 20,000 CFA was given per chest so
each auxiliary vet therefore received credit of 31,250CFA. In addition the recipients of this materiel credit were
asked to make a personal contribution of 10% towards their subsidised chest of 3,125CFA each. The credit was
scheduled for reimbursement in three payments over one year and was granted in July 1998.

The following table summarises the situation for the reimbursement of the 1% and 2™ waves of credit to the para-
vetsin July 2000.

Credit type Amount accorded Amount reimbur sed Balanceremaining

1% wave for para-vets 210,000 (180,300) 29,700
2" wave for para-vets 253,125 (102,375) 150,750
Totals 463,125 (282,675) 180,450

1.2.3.2.4 Credit for First Aiders

The project, in the course of 1998 and 1999 held 2 training courses for village level Health Workers, after which
the participants were issued with pre-stocked pharmaceutical chests on credit. The choice of candidates for this
training was made by the community and the acceptance of the provision of the pre-stocked chest of products
was made a condition of the training so as to ensure that each community would have a functional health worker
in the immediate and long term. The results of this particular credit indicate the greater level of community
awareness and functionality of the health workers as all credit (atotal of 147,720cfafor 6 people) has been
repaid.
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1.2.3.2.5 Comments concer ning Credit
The different types of credit undertaken by the project, have certain similarities:

The generd tendency towards the non repayment of loans and credit
Inadequate follow-up by the project in the early stages.

Given past (other project) experiences people tend to think that credit once accorded is then forgotten by the
donor. Concerning credit through the PAFOZ, this may have seemed, at least in theinitial stages, also to have
been the case: where a more ‘hands off’ policy and already heavy workload combined to make specific credit
follow-up relatively sporadic. In addition, it is clear from PAFOZ and other project’s experiences in the area that
even given frequent external monitoring people don’t feel at all inclined to reimburse loans without considerable
social pressure to meet agreed obligations.

The PAFOZ made a conscious decision to draw people's attention to the need to respect agreements made as a
point of principle and developed a graduated policy of community pressure on non payers and positive
encouragement of those who fulfilled their obligations. This strategy involved starting at the level of reminders
with individuals who had received credit, through pressure on and through the credit groups who (because of
individual non payments) had not been able to reimburse credit |oans on time, up to discussion of the problem
and individual s involved with the Community leaders through to exposure of individualsin front of the
community as awhole. While the process takes time and resources, the project (and the two team members
mandated to particularly follow-up on credit) has felt morally obliged to insist on repayment right up until the
end. Indeed, where community consciousnessis raised through closer monitoring and ‘reminders’, even
repayments of credit due for over two years have been stimulated and have continued to trickle in bit by bit.

The principle at stake here is that while people are very aware of the credit given and understand the terms
atached, they need to respect the agreements they have made with each other and with external bodiesif they
areto be credible partnersin the future (part of capacity building).

In the case of Community Credit more detailed training should have been given to the management committees
so as to maximise the benefits of the credit. This training was supplied belatedly in mid 1999 and according to
the workshop held with al Credit Committees, the system of Community Credit is flexible enough to allow the
population to adapt it as they wish. However, lack of adequate training at the beginning meant that the
committees were not really ‘managing’, just distributing and collecting fonds.

Not being a credit project, the TIFMP did not have the means to accord high levels of credit as with other
projects. There are positive and negative effects with this; the positive being that people were encouraged to
group together but not get seriously indebted (as has happened with other projects in recent history in the area);
the negative being that the final amounts, especially where attempts were made to distribute credit to everyone at
the same time , were almost derisory; another factor which encouraged people to neglect the paying back, even
when they had the means available. Finally, on going follow-up has continued till the end of the project or until
the total repayment of credit, whichever came first.



1.2.3.3 Water Development

During the life time of the project, 7 proposals for water development were made.
Training of aHand-Pump repairer (Awiwi Bougage)
Repairing awell in Gawan Dare
Digging awell in Barawa Bougage
Repairing a Hand-Pump in Kasa da Ruwa
The reconditioning and repair of awell at Dogon Dawa
The sinking of awell at Angoul Doutsi
Improvement of the Water Supply at Takiéta

Aswith all other activities, the project asked for both physical and financial contributions from the populations
concerned. In addition it was the village which had to organise itself to collaborate with the relevant services and
well diggers to come up with propositions for the project to accept or not. Two activities were never took place
as aresult of the above mentioned conditions. These were:

Repairing awell in Gawan Dar e: the cemented well concerned, needed to be cleaned (removal of sand) and
reguired the repair of some of the cement culverts. However on discussing the proposal with the project, the
village decided to drop the idea as the contributions required were too much. These were:

The village must contact alocal well digger to identify all the problems and come up with an estimate of

the price.

A percentage (not fixed) of the repairs had to be paid by the village.

Training of a Hand-Pump repairer (Awiwi Bougage): Awiwi Bougage had proposed this idea for one of the
young men of the village so that he would be able to repair their hand-pump (which had been broken for along
time) and othersin the area. The project agreed in principle but said it would have to identify possibilities for
this. After holding various meetings with the Water Department it came to light that each Hand-Pump repairer
reguires atool kit of aminimum of 1,000,000CFA on top of three months of training. The project decided that it
was difficult to justify giving this amount to a single person, especially since there are already other Hand-Pump
repairersin the area. It therefore proposed that if the village could come up with 20% of the amount for this
person that the project could guarantee his training and atool kit. A response was never given (since early 1997).

The 5 activities which did take place are as follows:

Digging a well in Barawa Bougage: Digging of a new well was proposed by the eastern part of the population
of Barawa Bougage asthis areais far from other sources of water. The first discussion between the project and
the population took place in April 1996. However as a result of various disagreements between the east and west
sides of the territory (who would work, financia contributions, siting of the well), the process was seriously
delayed up to a point where the Water Department closed the file on this project. However, finally, after many
false starts, digging started on the 19th March 1997 nearly one year after the first discussions.

At the start, the population decided to provide 5 groups of 6 people for casua labour with the Chief of the village
being responsible for follow-up. However, after about 6 weeks, even though work had progressed well,
participation was a problem. Therefore a pause of one week was suggested so that everybody could prepare their
fieldsfor the oncoming rains and in early May a meeting was held where it was decided to increase the number

of groupsto 10 so that participants would only have to work once every 10 days. At the same time, monitoring
by the project was formalised at once every 10-11 days.

Thereafter, although there were a few problems, work progressed well especialy if one considers that it was
during the rainy season. The well reached its final depth of 56.40 metresin October 1997 about 7 months after
work started. The opening ceremony for the well took place in November, on site, in presence of the Well
Constructor, the Sous Préfet, the project and the population.

Comment.

The process of digging awell in Barawa Bougage took nearly two years due mainly, to internal problemsin the
village. The project however, considers it was necessary to allow the population to follow through the whole
process and eventually resolve the problem despite the various delays. Thisis because the whole exercise was a
learning process for the village where they had to work together and organise things despite differences of
opinion. As aresult the village is now better equipped to tackle other projects, including playing an active part in
the management of the Forest Reserve of Takiéta (which has been the principa objective of the project).
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Repairing (and management of) a Hand-Pump in Kasa da Ruwa: The Kasa da Ruwa Hand-Pump broke just
as the participatory planning was taking place in mid 1996. It was therefore an appropriate moment for the
village to propose its repair. The proposal was accepted by the project and the hand-pump was repaired by
September 1996. About 2 weeks after the repair, discussions took place with the village concerning good
management of the pump and the necessity of regular contributions for its maintenance either through payments
for each time water is drawn or aregular weekly/monthly amount. The villages agreed in principle and it was
agreed that they would decide on an appropriate system. The next monitoring visit was in January 1997 and it
was explained to the project that the village had decided to increase payment by 300% so that all women were
paying monthly amounts of 150CFA instead of 25-50CFA. The project stressed that this amount was still
insufficient to ensure future reparations and left the village to decide for itself. With the 3rd and last follow up
visit on the 13th February 1997, the project was informed that the village had decided to reduce monthly
contributions to 75CFA/month. The project tried to convince the population that this amount would not be
enough but the village remained unconvinced. Therefore on the same day a declaration was signed by the village
that it agreed that it would never again ask for support for the hand-pump from the project.

Comment

The idea of paying for water still seems somewhat bizarre to some people even though it is becoming more and
more common. In addition, one can see the sometimes negative effect of powerful peoplein avillagei.e. it was
those with more than one wife who influenced the others to reduce monthly payments.

Thereconditioning and repair of a well at Dogon Dawa

Work started on what was originally thought to be the reconditioning of an ancient well at the village of Dogon
Dawain mid-March 1998. After two weeks of work it became clear that in fact one was dealing with the
construction of a completely new well. However, such was the enthusiasm and strength of conviction of the
population, working in teams round the clock 6 days aweek, that the project decided to increase the funds
available (by 700,000cfa) to meet the new estimate of two million two hundred and fifty thousand francs cfa for
the completion of the well. In their turn, the population mobilised a further 100,000cfa in contributions while, of
course, still assuring the physical contribution of digging.

After abreak in mid-December to mid-January due to Ramadan, the population continued to work with sustained
enthusiasm and vigour and by the end of February 1999 had reached a depth of 55 metres. The work was, it must
be said, extremely arduous and the project staff grew to very much respect the courage and determination of the
population. As mentioned in previous annual reports, water development is extremely problematic in the area
and even with modern technical search equipment and local water divining knowledge and skills one can never
be completely sure that water will be reached. Happily for Dogon Dawa, a plentiful supply of good quality water
was reached at a depth of 58 metresin the middle of June 1999.

Thesinking of awell at Angoul Doutsi
Angoual Douts is one of the TIFMP second wave villages.

During the Participatory Diagnostic (PRA) and Planning work carried out with the population of the areain late
1997 and early 1998, the problem of water was repeatedly raised for discussion and confirmed by subsequent
studies. Aswith al such activities, the local population was asked to contribute physically and financially
towards the successful completion of the proposed project so asto assure their firm commitment. The official
collaboration with the Rural Water Development Service did not begin until the population had successfully
mobilised the starting funds for the project: a sum of 210,000cfa, in early April 1999.

After preliminary technical work by the water department a working document was drawn up and circul ated to
different local well digging enterprises for tenders. By the end of April 1999, the enterprise had been selected
and the cost of the project was agreed at 11, 663,500CFA. Work began on the 24" May with an anticipated
seven months of work at an estimated final depth of approximately 80m. A management group was created by
the population in order to jointly oversee the release of funds to the well digging enterprise from the newly
created village water development account at one of the banks in Zinder town, where all the funds were being
held.

The population was very organised and committed towards the work it had undertaken and managed to complete
the work at less then the anticipated depth two months (in October 1999) ahead of schedule.

It isworth noting that half way through the digging of the well, a Japanese Water Devel opment Project arrived in
the area with atechnical water pump installation project aready programmed (without prior discussion) for
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particular villages, of which Angoual Doutsi was one. Although the Japanese project also required financial input
from the population, the pump installation work began almost immediately and the PAFOZ project staff
wondered what effect this would have on the enthusiasm of the population for completing their hand dug well.

Rather to the projects surprise, work on the well continued as before, without interruption or change of rhythm;
the people explaining that while the pump was easy and cheap for them they would prefer and need to rely more
on the well and therefore it remained their priority.

Improvement of the Water Supply at Takiéta

Despite the fact that the project is based in Takiéta village, the population had declined to participate in any
active way with the project up until 1997. During the Participatory Diagnostic and Planning Phase, the subject of
improving the water supply system to this ever growing village was raised by the population, discussed and the
project’s conditions laid down.

Asaresult, the population organised itself into a committee to follow up the design of awater project that would
meet their actual and projected needs, with the help of the local Water Devel opment Service agents. The drawing
up of thisinitia proposal was financed by the population to the tune of 323,100CFA. The first draft proposal
was submitted to the TIFMP in October 1998 with an attached budget of just over thirty nine and a half million
francs CFA (39,539,000 CFA) and involved the replacement of the motor pump, the enlargement of the water
tank and the extension of the pipeline network leading to public (but managed) taps.

During the following five month period, the proposal and budget were repeatedly discussed and amended until a
mutually satisfactory option was agreed upon. The final proposal involved the installation of solar panels and
was realistically budgeted at eighteen million, nine hundred and thirty-eight thousand three hundred and sixteen
francs CFA .

The project agreed to joint finance the scheme to the value of nine million francs CFA (9,000,000 CFA) or
47.52% of the budget on condition that the population, in addition to its own contribution, find the remaining
funds from another donor or source (with the help of the project). The cost of the water project was then divided
asfollows:

TIFMP 9,000,000 cfa or 47.52 % of project
Population 3,823,100 cfa or 20.19 % of project
Other Donor 6,115,216 cfa or 32.29 % of project

The project document was successfully submitted to the American Embassy Small Projects Fund and in
September of 1999 two village delegates (from the village water committee) travelled to Niamey to sign the
agreement with the American representatives there. Though it was originally thought that the Embassy would
meet the full 6,115,216 CFA requested, it later became apparent that the maximum available under the small
projects scheme was five million CFA. According to the finance scheme, funds could not be released until pro-
forma invoices had been received. Therefore, from October to January the water committee were following up
this work.

Towards the end of January 2000, it came to light through the Rural Water devel opment service (technical
partner of the village) that the solar panels and equipment, formerly non taxed by the government were now
liable to tax. The original document had foreseen the use of solar as an appropriate long-term solution to the
village' s problems. However, the taxes increased the cost of the project as specified, by approximately 60% and
some serious reworking of the original design was necessary (New diesel pump and no Solar Panels). The result
isthat the project budget breakdown can now be summarised as follows:-

TIFMP 10,000,000 CFA (53.1%)
Population 3,820,514 CFA (20.3%)
American Embassy 5,000,000 CFA (26.6%)

The population, village water committee and local water department have now chosen a contractor through
tender and work started on 3" August 2000. Money was given by SOS Sahel to the village in two lots of 5
million each.

The first part was given in June 2000 and the 2™ in at the end of July 2000 when it was sure that the Americans
had guaranteed their amount. It is estimated that it will take 2 months to complete. SOS Sahel is continuing to
follow the implementation of the project.
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1.2.3.4 Soil and Water Conservation

The Soil and Water conservation activities proposed by the villages during the participatory planning of 1996
and 1997 can be divided into two types:

Small scale activities chiefly in private fields.
Communal activitiesto treat public/communal areas.

1.2.3.4.1 Small Scale Soil and Water Conservation.

7 villages asked for this activity in 1997. It was mainly concerned with private/family initiatives and dealt with
zais (earth pockets) on clay soils, half moon micro-catchments and stone lines etc. Although requests were
mainly from individuals and/or families the project tried to involve anybody who might be interested by opening
up training for everybody of the area.

The stages followed were:

Visitsto verify that the individuals/families were still interested (January 1997).

Training and demonstration in each village (February 1997).

Evaluation/Follow up of the activity (June/July 1997).
Results
A total of about 250 people were trained in the 7 villages. Of these people about 30 continued using soil and
water conservation techniquesin their fields. The low number of people who continued with the activity can at
least in part be attributed to the lack of regular follow-up by the TIFMP after the training.

Comments
The lack of follow up by the project no doubt limited the impact of this activity and in the case of Awiwi
Bougage may even have had negative consequences (badly placed made half moons).

In retrospect, even though the project wanted to show the simplicity of the techniques; it lacked the human
resources and time required for agood follow up. In the future it might be better to use the competent services
who could be guided by a project.

Although the project should (and does) accept the principal responsibility for the low uptake rate, in some
instances the people who had asked for the training were not particularly interested in it even on the day of the
training. It may be that like Improved stoves, Soil and water conservation techniques are ‘ something that
projectsdo’ and therefore thats what one asks for. It is also true that Soil and Water conservation is essentially
long term and hard work, especially when one talks about rehabilitating a field belonging to one or two people. It
is perfectly natural that with alack of physical examplesto show the efficiency of the structures that people
would be reluctant to invest too much time and energy.

Even though many peopleinitially showed an active interest. It could be that at this moment in time that they do
not feel the real need to invest in these high investment techniques. With time, people will probably start using
these techniques more and more.

1.2.3.4.2 The Collective Soil And Water Conservation Sites.
There were 3 sites which were proposed with the participatory planning of 1996 and 1 sitein 1997.

The construction of adam at Daratchama (artificial lake).
The treatment of a hill at Angoal Gao.

The treatment of a plateau at Ganoa.

The treatment of aravine at Faroun Tsofo

Although each proposition had its own particular aims and characteristics, they are all community actions of a
relatively large scale. They are therefore more difficult to organise and achieve (level of collaboration required,
capacity to organise oneself etc.). Therole of the project in such an instance is rather sensitive: that is to say,
how to ensure moral, technical and physical support without becoming involved in the process of taking
decisions and organisation.
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RESULTSOF THE ACTIVITIESFOR EACH SITE

The construction of a dam at Daratchama
The main objective for the population was to create a physical barrier across adry stream so asto be able to
retain the water and utilise it for avariety of activities.

A meeting to verify that the village was still interested took place in December 1996, after which an agent of the
Rural Engineering Department visited the site with the purpose of writing up a technical document and making
an impact analysis (on the environment and for the population). This was done and the next stage was that an
agent of the Rural Engineering Department came to stay in Daratchama from the 10th March 1997onwards.

Work continued for about 5 weeks until the 22nd April 1997. During thistime, work did not proceed well at al.
The work site seemed very badly organised with diggings at variable depths and an agent/population which was
more often then not absent. The project contacted the chief of the Rural Engineering Department to discuss the
problem, and in brief it seems that the agent had had personal problems (a death in his family) which were
trangdated onto the poor work at the site due to his absence and the fact that he was distracted when he was there.

The above partly explains his behaviour but his rather unusual attitude showed itself in the fact that he did not
allow women to work on the site, he did not help organise people into work groups and he gave some very
bizarre instructions. All this had the result that the massive and popular participation (men and women) at the
start dwindled to atrickle as people were rather discouraged without clear results or progress.

In May 1997, the project and Chief of the Rural Engineering Department held a meeting with the popul ation at
Daratchama to discuss the progress and future of the activity. During this meeting it was clear that the population
did not want to directly put the blame on the agent but was clear to al that progress was poor and why. The
population however put this down to a late start and proposed that they should stop for the year (as some rain had
aready fallen) and restart again in January 1998. They also stated that as the dam already held some water other
people who up until then had not wanted to participate, were starting to get interested; suggesting that the village
could count on greater participation the following year. The project proposed that it would await the initiative of
the village to restart work.

In early March 1998 the village informed the project that it would be unable to work on the site as most of the
young people had migrated to Nigeriato find paid work given that the harvest had been mediocre. Since then no
further work has taken place.

Thetreatment of a hill at Angoal Gao.

In thisinstance it was the lack of pasture resources which pushed people to suggest the treatment of a hill in area
where all other space is consecrated to agriculture. There are a number of hills surrounding the village and it was
proposed to treat one hill as atest and then do more if the results were positive/encouraging.

A meeting to verify interest was held in December 1996. Subsequently, at the end of February 1997, the
population agreed to start work after having been presented with the technical proposition by the Rural
Engineering Department and having discussed the modalities of how the work should be carried out. The agent
therefore came to the village for a stay of amonth at the start of March 1997.

Work at this site can be said to have gone very well. The participation of men, women and children was massive
from the start to the end and the presence of the agent was well appreciated by the population. Work therefore
progressed rapidly.

The village had decided to divide itself into 4 groups (village sectors) who worked every morning except for the
market days of Takiéta (Wednesday) and Tudun Aguwa (Sunday). By the start of May 1997 work had already
progressed well and when it stopped a few weeks later with the arrival of the first rains everything was all but
completed. After the retreat of the agent it remained for the population to dig the holes necessary to plant the
proposed forage trees (produced in the private tree nursery of Angoal Gao) and plant the 160 trees (mainly
Prosopis). In addition grass species were sown such as Eragrostis tremula.

Aswith at Daratchama (above), in early March 1998 the village informed the project that it would be unable to
work on the site as most of the young people had migrated to Nigeriato find paid work given that the harvest had
been mediocre.
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However, in 1999 the population of Angoua Gao decided that they would continue the soil and water
conservation treatment of the local hills around the village. The work that they had carried out as a community in
1997 had provided very encouraging results in terms of almost immediate improvement in vegetation cover
(browsing and grazing) as well as much reduced erosive run-off from the hills into the field below. The village
reguested that the project lend picks, shovels, spades and wheelbarrows to the village for the duration of the dry
season as the community intended to treat a second hill near the village. The project obliged and provided the
services of one technician from the local government services for one day of refresher training at village request
before work started. In fact the presence of the agent was more of amoral support than a necessity as the
community already knew what it wanted to do and how exactly they were going to do it. Asbeforein 1997, the
community worked in neighbourhood groups of men, women and children and work was completely self
mobilised and organised. Aswell as laying out rock contour bunds and digging anti-erosion micro-catchments
(half moon) 350 seedlings composed of amix of Bauhinia rufescens and Prosopisjuliflora were planted at the
beginning of the rains. Originally the population had collected money in order to buy these seedlings. However,
in the end the project was able to facilitate the contact between the village and the Forestry Service at Matameye
and the seedlings were provided for freein thisinstance. In recognition of the major efforts made independently
by the community, the project has donated the tools to the population in early 2000 in order to facilitate their
future planned work.

Thetreatment of a plateau at Ganoa.

The interventions proposed at Ganoa were to treat an unproductive stony plateau with no agricultural potential
with stone bunds and pits (for the plantation of trees). This plateau is an open pastoral resource and therefore
requires communal action for any treatment. The treatment of the plateau was proposed during the participatory
planning exercise and was considered the finalisation of work that had already been started 5 years before by the
Rural Engineering Service where the population had then worked on the site with Food For Work. Even though
during the participatory planning it was clearly stated that the project could not consider the possibility of FFW,
in the meeting where continued interest in the proposition was verified (December 1996), part of the population
of Ganoa stated that it was not interested in carrying out this activity if there would be no FFW. However another
part of the population said that it would like to continue without FFW whatever the case.

Therefore work was started without FFW and towards the middle of March 1997 an agent arrived on site and
work proceeded almost at once. All in all work went well even though there were some problems with people
organising themselves to participate but this was principally related to the underlying tensionsin the village
which have existed for many years (Two chiefs who both want the power). Despite the above difficulties the
agent was able to help the people organise themselves into 2 groups of about 30 people and the treatment of the
site was completed as forecast without FFW. For the plantation of trees, 100 pits were dug and planted with trees
from Ganoa collective nursery (now become private). A question posed by the project concerning future
utilisation of the resource was to who the benefits of the improved resource would go. According to the village,
benefits are for everybody and not only to those who worked on the site.

Thetreatment of aravinein Faroun Tsofo.

During the PRA and participatory planning work with Faroun Tsofo in 1998, the problem created by a huge and
ever increasing ravine close to the village was raised. The scale of the problem was such that after preliminary
investigations and discussions, the project advised that the Rural Engineering Services be asked to visit and make
their technical recommendations so that the most appropriate plan of action might be drawn up. This advisory
mission took placein March 1999. Subsequently two visits were conducted jointly between the project and the
Forestry Service in order to meet the population in genera assembly and discuss the perceptions and
organisational aspects of the problem and likely solutions according to the population. After these meetings and
visiting the area with village leaders it was clear that it was the village itself and its behaviour which was the real
root of the problem. In fact, a great deal of cutting was taking place ‘up-stream’ of the ravine where the first
signs of erosion were visible. The population was aware of this cutting and its negative consequences and
resolved to organiseitself so as to completely ban cutting/exploitation in that area as a primary essential measure.
However, while visiting the village in the course of other work, it was noticed that the cutting was till taking
place, apparently un-checked; afact confirmed rather sheepishly by the villagers themselves.

In the meantime the Rural Engineering Services had drawn up atechnical plan of action with a budget of two
million thirty-two thousand six hundred and forty-four francs CFA . Given the poor level of village organisation,
the project said that it could only consider discussing the technical proposal once the population had done the
necessary preparatory work involved in stopping up-stream expl oitation since without that first step all other
interventions would be in vain. The population resolved to become more organised and contact the project for
the next stage in the process. Since then, no response has been received and cutting unfortunately still continues.

Comments
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The project and Rural Engineering Department were very pleasantly surprised with the results of work carried in
Angoal Gao and Ganoa. Indeed for the Rural Engineering Department it was the first time that they had ever
seen that people could work without FFW.

Thistype of activity shows what local populations can achieve if they want to (identification, planning,
organisation etc.).

1.2.3.5 Training of Crop Protection Agents, First Aiders, Mid-wives and Par a vets,

Training of the above agents was reguested for after the participatory planning that took place in al the project
villages (1996 and 1997). It has been seen as a series of capacity building activities to help communities have a
greater control over their own lives and it has taken place from 1996 to 1998. Summarised reasons for each type
of training with summarised results are given below.

Crop Protection Agents. Main reasons for this training were to have qualified people in the villages
surrounding Takiéta forest reserve who could:
. Identify harmful insects/animals early on so that timely treatment could take place
Control and treat crop pests using (where possible) natural and 1ess expensive products such as neem
insecticide.
Where possible make use of existing traditional knowledge to control pests.

Results

1997: 26 people from 4 villages were trained

1998: 13 people from 4 additional villages were trained.

2000: Asfar aswe know all trainees still act as crop protection agents

First Aidersand Midwives: In many villages First Aiders and Midwives had never had any formal training.
People were very aware of this and with the village participatory planning they asked the project if it could
provide some basic training for them. Although this activity does not form part of an environmental project the
TJIFMP was of the opinion that there were valid reasons for accepting the village proposals for training of the
above agents asit is such abasic service. Essentially, midwife training was provided for women who were
aready working as traditional midwives but who felt they needed to be more up to date to better serve the village
women and the first aiders who were trained were people who were aready practising in the area but also felt the
need improve their skills.

Results

Two training sessions took place, these were:

1998: 6 first aiders and six midwives who benefited from atraining of 15 days (Mirriah Arrondissement) and
then credit (see 1.2.3.2.4).

1999: 10 first aiders and 10 midwives who benefited from atraining of 15 days (Matamaye Arrondissement)
July 2000: All first aiders and midwives from the two training sessions are till practising

Para-vets: In the zone livestock largely small scale and farm based and animal health, which greatly effects
productivity is characterised by the following:

-Insufficient veterinary services

-Certain common diseases

-Lack of animal care as owners are not aware of products, or else products are not available or are not
used correctly

-Failure to apply /unawareness of elementary hygiene and prophylaxis

Asaresult the project decided to accept the village proposalsto train local para-vets for the following principal
reasons:

livestock is very important for the population in economic terms

thereisareal need for such services at village level

treatment and interventions are usually easy, simple and efficient

once trained, para-vets can work for an income

Results
1997: 30 para-vets were trained from 12 villages and received credit (1% phase villages)
1998: 13 para-vets were trained from 5 villages and received credit (2™ phase villages)
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2000: About half of the para vets are still working. Others are no longer doing so due to economic pressures:
they need to be paid for their services.

Note: see 1.2.3.2.3 for information on credit

1.2.3.6 Compost M aking

With the participatory planning in 1996, compost making was proposed as an interesting activity to follow up on
by two groups from two villages. most probably due to its publicity during the multi theme expositions held by
the project in July/August 1996. Two training sessions took place for the interested groups in February 1997.
Thefirst for 14 applicantsin Kasa da Ruwa and the second for 6 applicants in Barawa Bougage. The training
showed two possible techniques (surface compost, compost in a hole) and was open to anyone who was
interested. In total 20 people participated at the training session in Kasa da Ruwa and 7 people at Barawa
Bougage. At each site a hole was dug by the participants as a demonstration of compost in a hole and then
elements for compost were collected and a watering regime was discussed. It was then left for the participants to
decide for themselves how to continue watering and collecting material s for the compost.

M onitoring and Evaluation.
A first monitoring of the activity took place just before the rainsin 1997 where it was possible to talk to the
people who had received the training. The results of this monitoring trip were that only one of the people who
received training actually continued with it. On asking about the lack of interest it was explained to the project
that for the time being this activity was too labour intensive. This was especially the case as everybody was
farming on newly deforested land which is till fertile. The one person who had made compost made the
following comments about the technique

-The work involved was not too difficult but would have been easier if he had had a spade;

-Watering had been difficult and therefore decomposition wasn®perfect;

-Covering his field with compost will have to be done in many stages given that the amount of compost
produced is not that much.

Remarks

The interest was there, but in reality, for the moment, this technique is too labour intensive. Itis very
probable that the need (drop in fertility of soils) will expressitself and that the investment in terms of time and
labour will become worth it in the not too distant future.

1.2.3.7 Flour Mill

The women of Kasa da Ruwa proposed the installation of a flour mill in their village) partly paid by the project
and partly by the village) with the participatory planning of 1996. The mill was officially handed over to the
village on 2nd September 1996 after many preparatory discussions. So asto alow the village to find itslegsin
the management of the mill, the project decided to monitor activities from a distance.

Therefore, having discussed management aspects before hand-over, the first follow-up visit was in January 1997.
This was about 4 months after itsinstallation and it consisted of a small survey to see how the management was
coping, profitability aspects and to ask the opinion of the village in general about the mill and problems etc..

The mill seemed to be working well, and through the informal discussions which took place it was noted that the
women were already modifying their system to make it more efficient (regular controls, security of the cash box).
A rather bizarre story aso surfaced, concerning a series of repairs which had taken place at night which had been
organised by one of the "leaders’ of the village. These repairs had been fairly expensive and finally the women
had decided to stop this system and find another mechanic in Zinder. For the project, this decision making
initiative seemed quite important as the women were able to retake control of a situation from the "leaders’
without too many disputes. At the moment of this first follow-up, most of the loans taken out to install the mill
had been repaid.

With the second follow-up visit in June 1997 changes had taken place with the cash box where it had been
transferred to the village chief for safe-keeping. Apparently the female treasurer had been "menaced” by some of
the men who wanted to "borrow" money from her. At this point in time, management of the mill seemed to be
functioning.
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With the third follow-up in July 1997 it was found that the mill was no longer functioning and that it had not
been doing so for about a month. There was only 1,500CFA in the cash box which was with the chief, and
management of the mill was no longer with the women. The chief and some other men had in effect taken over
the management and started spending the money from the cash box without even informing the women. In
addition, the millers had not been paid and were therefore not working. The mill was still potentially functional
according to the women but only needed diesel and an oil change to work. After heated debates between the
project and population it was eventually agreed to take the following decisions:

-give back the management of the mill to the women

-leave the cash box with the chief for security reasons but only allow committee members to authorise
expenditure fromit.

With the above two conditions the women were confident that they would be able to retake control of the mill. In
addition before the end of the meeting the committee negotiated aloan from the chief and some other men to
restart the mill.

With the fourth follow-up visit approximately two weeks later, apparently the mill had needed to be repaired
before it could start work again. One of the village "leaders' (the same one who had organised the by-night
repairs earlier) called a mechanic from Daratchama. According to the women this man was no more then a
tinkerer, and after having presented them with areceipt for 4,500CFA with a gtill non functional mill, they
chased him away without payment and engaged their own mechanic from Takiéta. The mill was therefore just
functional with this project visit.

With the fifth follow-up visit in October 1997 the women stated they were very happy. The mill was functioning
and they were busy re-filling the cash box which had been emptied by the men when they had taken control. For
the last repair which had taken place, aloan had been taken out with the village chief and one of the committee
members. The women were hoping to pay back the 75,000CFA to the different lenders as soon as possible so
that they could try and fructify money in the cash box without debts and that they could start up some sort of
system of credit between themselves.

With the sixth and last follow-up on January 2", 1998, the mill had broken in November but had been
immediately repaired. However in December the second main lender had demanded his money back immediately
(25,000) and as the women couldn®give him his money he demanded/forced them to shut down the mill. This
was done and the mill remained closed up until the sixth follow-up visit (40 days closed). The project asked the
lender how he thought he would be able to be paid back if the mill wasn®working and he saw that it had a point.
The same day therefore, work was re-started with the lender working as an apprentice miller!

July 2000: No official follow-up visits have been made since January 1998. However, the mill is fully functional
and under the control of the women of Kasa da Ruwa

Comments.

Despite the difficulties the women experienced since the mill was installed (seems almost like abad rural soap-
opera) the women have proved to be capable of managing the mill and it has been atough but positive but it has
been alearning experience for them. For the project thisis part of the whole process of learning how to cope
with different situations and the mill has represented an opportunity for the women to gain a positive experience
in its management. An experience which can then be trandated into other domains such asinto helping them take
an active part in the management of the Forest Reserve.
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1.2.3.8 Treenurseries

In early 1990, the Mirriah Agroforestry project established 5 village tree nurseries which provided free plants
until 1994 on a Food for Work basis. Technically the nurseries were well organised with competent nurserymen.
However, their long term continuity was jeopardised as Food for Work could not continue indefinitely.
Therefore, in order to ensure the sustainability of the tree nurseries, it was proposed to start selling plantsin the
area (with the agreement of state foresters) asatest in 1994. Initially people were reluctant to buy plants as they
had always been provided free of charge but when they saw that the forest department and project did not change
their minds they started buying plants. Asaresult in 1995 it was decided to “privatise” the original 5 tree
nurseries. To help the nurserymen set up for themselves a workshop was held where different aspects on
marketing, species choice and efficient plant production were discussed so that they could produce their plants at
alow cost and more easily sell them plants. The nurserymen were then left to continue by themselves.

In 1996, 1997 and 1998 great interest was shown by local peoplein the project area to establish their own tree
nurseries and the demand for this activity was certainly influenced by the fact that there is areal money making
possibility with private nurseries through the sale of seedlings. Therefore, after the participatory planning
process, atotal of 12 nurseries were established in 1997 consisting of three different types.

Home nur series: One village (Daratchama) proposed this. It was basically small scale production by women for
their own personal needs (at least at first).

Private nurseries: 8 nurseries were proposed (Awiwi Bougagé x 3, Gawan Daré, Dawan Marké, Angoul Gao,
Barawa Bougagé, Awiwi Haoussa). The request for these was no doubt stimulated as a result of the older
privatised Mirriah Agroforestry Project nurseries and the idea of being able to sell seedlings (3 years of sales had
aready taken place in the area).

Community nurseries. 4 were proposed (Kasa Da Ruwa, Chana, Ganoa, Daratchama). These were nurseries for
the production of plants for and by the local communities for specific reasons and for a defined period of time.

For the all nurseries, training was required on two key aspects:-

The actual techniques of plant production

Planning and marketing of seedlings (especidly for the private nurseries)
The activity reguired a close collaboration between the population, project and forestry service. A training course
was organised just after the muslim fast (Caréme) in Matamaye for 5 days for both the private and community
nursery-men. This took place in February 1997. Plastic pots and basic materials (rake, spade, watering can,
barrel) were provided just after the training course to each nursery-man as a starter kit for the first year. However
all other materials (including fencing) were to be provided by the village or nursery-men themselves. Seeds of
certain species were provided by the project but others such as Moringa oleifera, Crateva adansonii, Ceiba
pentandra and neem were collected locally.
For the Home nurseries, a series of meetings took place with the women of Daratchamato verify their interest
and discuss with them their preferred species (List of proposed species, Matricial ranking) and suggested ways of
working together before starting with the activity. The following stage was a training course which took placein
March 1997 in the village for two days. Thistraining course consisted of both a practical and theoretical
(illustrated with images) part. 30 women attended, and it tried to cover al the different aspects on the production
of plants, problems and constraints and the potential possibilities of the activity. At the end of the course, each
participant received asmall illustrated booklet (with a minimum of Haoussa text) which showed all the stagesin
the production of plantsin pictorial form. They also received appropriate seed (which they had asked for but was
not available locally) and some plastic pots.

In 1998 aretraining of 21 nurserymen took place at their request.

Comments

People have the know-how to produce and sell plants and did so in 1995, 1997 and 1998. In July 2000 the
situation is that most nurseries have continued, some have stopped and other ones have spontaneously arisen.
Thisisanormal state of affairs and this sort of flux should be expected from year to year depending on the
previous harvest, water availability/cost, local demand for seedlings etc. The important change that has taken in
the area since 1995 is that there are now people who are able to produce plants for themselves and the incentive
to do so isthere as al plants, weven those produced by the local Forestry Department in the area are sold
(unfortunately contrary to other areas in Zinder Department.

1.2.3.9 Improved Stoves




Improved stoves were requested by the women of many villages after the participatory planning of 1996. It is
very likely that the demand for improved stoves isdue, at least in part, to the people®knowledge of previous
projects, including that of SOS Sahels' previous Mirriah Agroforestry Project . It israther a standard activity in
environmental projects, especially as an activity which involves women. For the women, it is often seen as afirst
potential point of contact with a project.

All the project extensionists (men and women) were trained in the construction of improved stovesin 1996.
Subsequent training which was asked for in villages was open to anybody who was interested. Training has
involved showing people how to construct the stoves and then leaving them to it. The following has taken place
since 1996.

Ganoua 6 women/2 men July 1996
Angoul Gao 2 men August 1996
Kasada Ruwa 15 women/13 men February 1997
Dawan Marké 6 women February 1997
Barawa Bougagé 10 women February 1997
Chana 17 women February 1997
Awiwi Haoussa 12 women February 1997
Awiwi Bougagé 5 women/6 men April 1997
Dogon Dawa 22 women February 1998
Ganawa Bougagé 3 women/2 men February 1998

Summarised results of an informal survey just after February 1998 were:

-Of the 10 villages who had started this activity, 2 seemed to have abandoned it.
-47 women had been trained by people who had been trained by the project and have constructed their own
stoves.

Comments

The project was very conscious of the fact that improved stoves are not yet seen as essential to the women who

asked for training (there is still enough burnable material close to the houses). One could therefore pose the

questl on as to why so many villages and so many people asked for this activity. Some possible reasons could be:-
The effect of the first SOS Sahel project where improved stoves were the main activity in the feminine
section of the project. This was therefore seen by some people (women especially) as a possible first
activity with the TIFMP.
It's an activity which is nearly always part of any environmental project and which is generally accepted
as something appropriate to be carried out by women. It is therefore proposed by the women as they
expect the project to want this activity to be carried out by them.

The situation in July 2000 is that one can note that some people do seem to be constructing improved stoves
voluntarily. Thisis encouraging, especially asthere isas yet no pronounced shortage of burnable materials.
Whatever the case, we (the project) took the approach that it is worth continuing with this activity if it is asked
for (outside of any respect which is due to people if they ask for something), because even though it might not be
required today, in the future, technologies such asimproved stoves will become a necessity and if the "savoir
faire" is already there then so much the better.
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1.2.3.10 Cereal Banks

In 1996 there were 3 villages which asked for Cereal Banks with participatory planning:
Angoul Gao
Ganoa
Dawan Marke

Asthis activity does not fall within the expertise of the TIFMP, the project collaborated with ILO: International
Labour Organisation (BIT) in Zinder to see if it would be possible to include the above three villages. The
villages were accepted and followed all the stages required by the ILO (criteria for selection, training,
subscription etc) during the course of the year. In the end two villages were able to achieve their wish (Angoul
Gao & Dawan Marke) with functioning Cereal Banks by the end of August 1997.

The results of informa monitoring are as follows:

Ganoa

Thisvillage, despite many internal problems was able to present itself as sufficiently cohesive for it to be
accepted initially by the ILO. Basically all went well up until the moment when the village had to organise itself
to make bricks for the Woodless Construction store which was proposed. Certain elementsin the village were not
willing to help to complete the job and when this came to the attention of the project, a meeting was held to
speak of the advantages of close collaboration in the village and the positive end result: a Cereal Bank. The
village could not however sufficiently collaborate to construct the bricks and passing the date limit set by the
ILO, it was dropped from the process.

Dawan Marke

At thisvillage all went well up until the moment for the fabrication of bricks and when subscriptions were
reguired by the villagers. One day the project arrived in the village whilst following up on another activity and it
soon became clear that the village had a problem to raise. Briefly, there was (and alwaysis) an element in the
village who like to undermine the rather feeble authority of the Chief of the village by subtly taking away his
control.

Apparently there were some influential people against the idea of installing a Cereal Bank and as a result they got
people to understand that the subscriptions required were enormous (sabotage by misinformation). Fortunately
one of the extensionists present had been trained by the ILO on the subject and was able to clarify the whole
situation. As aresult, brick making started the next day and al required (by the ILO) was ready in time. The
Cereal Bank has now been fully functional for three years.

Angoul Gao

The population of this village was aways very keen on the idea of having its own Cereal Bank. It completed all
the stages required by the ILO with no major problems to report, and the Cereal Bank is now constructed and
has been fully functional for three years.
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1.3 Difficulties, Delays and Problems

One can divide the delays and difficulties experienced by the TIFMP into two categories:
- those which were expected;
- those which were unexpected.

Problems falling into the first group relate largely to the lethargic pace of change within the forest department
administration , legisative reform and the all too frequent transfer of government service agents (e.g. In 5 years
the project has seen 3 National Directors and 4 Regiona Directors of the Forestry Department plus innumerable
changes at arrondissement level).

These were known elements of the TIFMP working environment before the project started and it was understood
that though potentially they might cause delays, they were largely unavoidable and wholly out-with project
control:just part and parcel of working in necessary close collaboration with the local and nationa government
services.

Another aspect of thisfirst group is the fact that the objective of the project wasfairly revolutionary by forest
department standards and as a result, though the national forest policy was conducive to change, there were many
important actors to convince aong the way (changing perceptions and behaviour). While not impossible, such
changes take time.

However, in addition to the foreseeable difficulties and delays, a number of unforeseeable and perturbing events
took place during the 5 years each of which had its own marked effect on the running of the project and the staff.

These are briefly noted below:-

1997

In this year the project suddenly lost two of the extension team members within days of each other through
unrelated illnesses. The team was extremely shocked and over and above the personal loss, work-load had to be
shared until the two posts could be filled some 6 months |ater.

In June 1997, one of the new project vehicles (Toyota pick-up) was stolen by banditsin aroad hold-up between
Takiétaand Zinder. This rendered the work of the project more difficult (only 1 vehicle) and the project was
obliged to make substantial repairs to one of the old Landrovers, which had been previously been * scrapped©in
order to meet the project®transport needs.

Towards the end of the year, the original project Director received a scholarship alowing him the opportunity to
further his studies in Egypt. Such opportunities are few and far between and the project reluctantly liberated him
from his position. Fortunately a replacement Director was named almost straight away, allowing brief overlap
and briefing/debriefing to take place between the in-coming and out-going staff.

1998

In the first quarter of the year, less than 5 months after taking the post, the Project Director was killed in traffic
accident in Niamey. Once again the team was destabilised. The very late allocation of his replacement ( 9
months), the present director, meant that as well as knocking the project temporarily off its stride, decisions
concerning certain aspects of the project were inevitably delayed.

The advanced age and intensive work schedule of project vehicles meant that they were extremely vulnerable to
break-down which all too often compromised project activities. In addition, the costsincurred in keeping old
stock on the road were substantial.

Even activities organised by the population and executed by government services demand a great deal of time
from the project: discussing the orientation and ‘facilitating’ follow-up.

67



1999

The only major difficulty experienced in the course of 1999 was (as mentioned above) related to the antiquity
and poor state of our vehicles, meaning that not only was the programming of activities often compromised but
the remaining project budget was quickly consumed by costly but essential repairs, when ideally it should be
used for other more worthwhile activities.

2000

2000 was another very busy year: pushing on the process of authorising the LM S/Association to manage the
forest through negotiation with the Forest Department; finalising arrangements with the LMS; the Final
Evaluation of the project and all the administrative issues related to closing down the project. The fact that the
closing date of the project was brought forward from the end of September to the end of July also meant that
certain activities had to be given priority over others and that specific training sessions for the LM S previewed in
the later stages of the project had to be reprogrammed to take place towards the end of the year under SOS Sahel
(UK) in Niger.
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1.4 Viability of the Project Activities

As described in some detail in the preceding sections dealing with activitieswithin al three of the main aspects
of the project:

Forest reserve;

Fuel-wood Network;

Complementary activities.

The project was guided in its choice of approach by the principa of ‘working with people and communities to
facilitate their self-development.” The project has tried to remain faithful to this principal from the outset by
always throwing the onus for decision-making and organisation back onto the populations concerned. The
capaclty and willingness of different communities to cope with this approach varies:
Where thereis already a certain level of social cohesion and people are conscious of the need to take
action things have moved very quickly and the project has proved to be a useful collaborative partner.
On the other hand, where there are social tensions and lack of leadership communities have enormous
difficulty in making coherent plans and progress. Most such communities do finally manage to become
organised but this takestime.

The important thing has been that the project:
Has aways left the door open for collaboration;
Has not compromised in order to have superficially positive results ;
Has tried to be coherent so that whatever the result; it's the result of local peoples decision-making and
organisation.

Therefore, essentially the TIFM P has been attempting to facilitate a process over which it has very little control
and only agenera orientation towards the Goal. Concerning the continuation of activitiesin the after-project
phase we cannot say what will happen; that will depend on the people carrying them out and the circumstancesin
play over time. However, what we can say with alot assurance is that if people want to continue doing something
and feel the need to continue and devel op the activity in question, they have the necessary technical and
organisational building blocks and experience to enable them to do so. Thisis astrue of the management of the
Forest Reserve asit is of private tree nurseries. The forest will be locally managed as long as the LM S and local
populations concerned continue to support each other in meeting the inevitable future management challenges.
For a private tree nursery, the importance is not that every year more plants are produced, rather that the nursery
person has the capacity to judge the use of the factors of production at his/her disposal, the market the likely
returns and risks and then have the choice to decide based on al that whether he/she will produce plants that
particular year.

The TIFMP has never ‘handed-over’ any activities to the population, for the simple fact that it neither owned nor
controlled them from the start. The question of viability then has either already been answered for certain
activities or can only be answered by the principal actors themselvesin the long term and according to their
perceptions.

69



Appendix 1: Mid Term Evaluation of the TJIFMP

In May 1998, a mid-term evaluation took place for the TIFMP. It was carried out by ateam of three external
consultants. It seems relevant here to briefly note the findings and main recommendations of the evaluation
team, particularly given that they have impacted on the approach and strategies of the project in the final period
running up until July 2000. Further information on this evauation can be found in the document: ‘ The Mid-term
Evaluation of the Takiéta Joint Forest Management Project’ (June 1998).

With reference to sustainable management: “The TJFMP has made no attempt to impose any kind of structure or
management plan of its own, and insofar as the process of setting up alocal management structure for the forest
reserve has been highly participative, one can assume that the resultant structure will be sustainable. If - as
seemsthe case - local people are interested in the future of the forest reserve, they will have every opportunity to
maintain it through an ingtitutional framework of their own devising”.

With reference to establishing an appropriate local management structure capable of managing the forest reserve:
“On agenera level the TIFMP has given alot of support to new joint management initiatives within the project
area, which are now starting to bear fruit. In many instances it is possible to identify the existence of joint
management initiatives”’.

Impact of secondary (village related) activities: “ On the whole the project’ s secondary activities have had a
positive impact - the participative planning process allowed villages to better identify their problems and to start
to become more autonomous; the technical extension offices were fully involved in their implementation; and the
activities themselves have contributed to strengthening local knowledge, capacities and economies”.

The following principal recommendations were made:-
“Where possible studies should be commissioned to fill institutional gapsin the project’s knowledge,
starting with a study of the pastoral systems of West Zinder”.
“Although it can be commended for the work it has already done, the project should do more to keep
local people informed about the development of the local management system for the Takiéta Forest
Reserve”.
“The evaluation team would like to point out that the local management structure is not a co-operative,
and that this should be made clear to all concerned”.
“It should be made absolutely clear what concessions the State is prepared to make to the local
management structure of the Takiéta Forest Reserve, and what conditions it will impose on these
concessions’.
“Two consultative commissions should be set up to consider the management options for the forest
reserve’.

Regarding the projects’ secondary activities
“It is most important that the project does not start working with any more villages’communities, asit is
already spreading its resources very thinly”.
“More attention should be paid to ensuring that secondary activities actually strengthen local
management capacity”.
“The project will have to drastically reduce its range of secondary activities. This seemsto be
happening aready insofar as certain activities have been dropped as local people lose interest in them”.
Regarding a post-project phase within a national context
“The project should try to broadcast the lessonsit has learned through its experiences’.
“SOS Sahel International needs to think about the pertinence of a*post-project” phase which would not
only consolidate knowledge acquired at Takiéta, but would also capitalise on and valorise the
experience’.
Regarding the implementation of the final phase of the current project

“Given that it has so little time | eft, the project must make every effort - at all timesand in al its plans -
to achieveitsfind objective of instituting local and sustainable management of forest resources’.
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Appendix 2 : Final Evaluation of the TJIFMP

Thefinal evaluation of the TIFM P took place over a5 week period in June and July of 2000: ending just 1 week
before the official closing down of the project on the 31% July 2000. The evaluation was jointly organised by the
TJIFMP and the Regional Action-research Programme for the Shared Management of Common Property
Resources (SMCPR) coordinated by SOS Sahel and I1ED London; the latter having closely followed and
collaborated with the TIMFP for over three years.

During the conceptualisation process at the start of preparatory period for the final evaluation, the project felt
very strongly that a standard/classical external evaluation over 2 weeks would not be appropriate and that the
TJIFMP should be searching for an alternative formula permitting a much wider more participatory input. This
seemed logical as:

. The creation of the LM S, the management system and all the events at Takiéta concerning the forest
reserve had been the results of along process of loca decision-making and NOT just that of the project.
Logically therefore, in order to maximise the impact and utility of the evaluation, all the local actors
involved should have the possibility to evaluate the process that they themselves had helped to define as
well as their own role and that of the project there-in.

Given the constraints of a project nearing its end, the normal time-limits of external consultancies
(approximately 2 weeks) in conjunction with the fact that at Takiéta there are many different groups of actors
involved, the TIFMP adopted atwo phase strategy for the final evaluation:

Thefirst 3 week phase was a participatory evaluation with representative samples of al the groups of
actors concerned, facilitated by the project staff. During this phase, all the groups of actors were invited
to reflect on and give their points of view on the Process followed at Takiéta for the local management
of the Forest reserve; the Capacity of the LM S and the Role played by SOS Sahel as a support structure.
The first phase had two specific objectives:-
To have the appreciation and opinions of al the groups of actors concerning the Process, LMS
and Project and
To stimulate a deeper level of reflection by the different actors so that they could better
contribute to and capitalise on the collaborative discussions previewed to take place during the
second phase.

The second 2 week phase, aimed to capitalise on the results of the first phase and was facilitated by
two externa consultants (one national and one expatriate) in collaboration with the project. This phase
had two main objectives:-

To evaluate to what level the project had achieved its objectives, more precisely:

i) To verify to what extent the LM S for the management of the forest at Takiéta was representative,
functional and sustainable;

ii) To evaluate to what level and how, the process followed towards the joint management of the forest
reserve has managed to insure the involvement of all the different interest groups;

iii) To evaluate the role played by SOS Sahel at Takiéta in the process of transferring the rights and
responsibilities for natural resource management from the State to the local populations;

iv) To verify if and how the test at Takiéta has identified guiding principles of use to other similar
decentralised natural resource management initiatives, either reserved or non reserved; considering the
institutional context, the role of the project, the approach used (level of conceptualisation).

v) Verify if and how the test at Takiéta has informed or will be able to inform and/or accel erate other
similar local natural resource management initiatives (reserved or non-reserved)

To inform the Programme SMCPR, through the evaluation experience, on the methods
which seem the most appropriate for the evaluation of local joint management systems by
thelocal actorsinvolved (auto-evaluation). More precisely:
i) Identify the methods which are most likely to verify the level and quality of involvement of different
groups of actorsin the joint management of common property resources, this includes their involvement in the
process of defining the methodology and its application.

At the end of the first phase of the evaluation, a document was produced, presenting in the form of annotated and
illustrated field-notes the results of the participatory evaluations conducted with each group of actors. The results
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were then synthesised and presented to representatives of the groups of actors concerned plusthe LM S at a
Round Table Discussion held over two days during the second phase of the evaluation.

Information concerning the results of the evaluation are presented in the following documents:-

* |a Premiére Phase de I’ Evaluation Finale du PAFOZ [TIFMP].

* Final Evaluation Report for the TIFMP (In preparation)

* Report on Appropriate M ethodol ogies for the Auto-Evaluation of Joint Resource Management Structures and
Systems. (In preparation).
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