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Introduction 
In the last twenty years PFM has become the thing to do. It has become the fashion. Ensuring 
equity and good governance are also words or part of the vocabulary that we all use to show 
that we too are part of this new fashionable trend. However, many types of PFM exist with 
varying degrees of participation, equity, governance…giving a variety of results. It is now 
opportune to critically and objectively analyse the different types of PFM being carried out in 
order to learn from them and go forward.  
 
This article describes our experiences on CPRM (Common Property Resource Management) 
and is presented not as the solution but as an approach which has been used with interesting 
results to be analysed along with various other approaches to help find best ways forward for 
all of us. The information presented in this paper is drawn from on-going practical 
experiences of common property resource management at 5 sylvo-pastoral sites in the agro-
pastoral zone of Zinder Region, Niger.  

1.0 The Context 

1.1 Niger : some vital statistics 
Niger is classified as the poorest country in the world2. Following a long and difficult period 
of political instability characterised by alternating military and democratic regimes, the 
country is presently in a recovery phase both politically and economically. The present 
government was democratically elected in 1999 (and for a second mandate in 2004). 
  
Niger is landlocked and covers 1,267,000 Km2 which can be divided into four main agro-
ecological bands: the Agricultural Zone in the south, followed by the semi-arid/arid Agro-
Pastoral and Pastoral Zones up to the fringes of the Sahara Desert in the north. Niger is by 
vocation pastoral territory and there is a great deal of seasonal movement between the 
‘Pastoral Zone’  in the north, through the ‘Agro-pastoral/intermediary zone’ and the 
‘Agricultural Zone’  in the South as well as across the international frontiers with Nigeria, 
Chad, Cameroon and Burkina Faso. 
 
The population according to a 2001 census is estimated at 11,060,291 It is 85% rurally based 
and increasing at a rate of 3.3% per year meaning that the population has more than doubled 
in the past 24 years. The population is for the majority concentrated in the southern 
agricultural and agro-pastoral zones; practicing either predominantly subsistence cereal 
production in combination with some livestock keeping and opportunistic cash crops when 
conditions permit or pastoral livestock  production of camels, cattle, sheep and goats.  
 
The natural resource base is typically sahelian with highly unpredictable climatic conditions. 
This renders local production systems particularly fragile with food deficits being the norm 
even in the more humid south. The pressure on available agricultural land is high and for the 
moment (given the low input agricultural practices) the tendency is for low productivity to be 
compensated by agricultural extension towards the north into even less ecologically 
appropriate areas, better suited to extensive pastoral production. Relations between the two 
main production systems, agriculture and livestock production are by nature complementary 
even if areas of synergy between sectors in the past have begun to disappear and conflicts 
become more frequent and violent as competition for resources becomes greater.  
 
                                                
2 Classified 177 out of 177 according to UNDP report 2005 
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1.2 The Case Studies 

 
Note : All sites are typically ‘Sahelian’  with annual rainfall between 250-400mm which is 
highly variable in time and space. 

1.2.1 Takiéta Forest Reserve 
Takiéta Forest Reserve represents the largest non-cultivated area in the Zinder region and is 
regarded by both resident and non-resident users as an important de facto ‘common’  sylvo-
pastoral resource in a zone otherwise entirely occupied by fields. 
Created in the 1950’s and theoretically owned, managed and protected by the State, the 
reserve became progressively subject to uncontrolled and destructive exploitation by local 
people and outsiders, with unchecked and rapidly expanding agricultural clearance taking 
place both at the boundaries of the forest and in the forest itself. In addition, pressure on the 
rapidly dwindling and degraded pastoral resources within the reserve was increasing as 
sedentary populations diversified into livestock production (which brought them into 
increased competition with transhumant pastoral groups). This de facto common property 
resource (through absence of management /presence of the state) was also threatened by an 
influential local ‘de-reservation lobby’  aiming to privatise the land for individual profit. 
 
A consultative process was started amongst stakeholders in early 19973 and an Association :  
Kou Tayani4 was created to manage the Forest Reserve in 1999 

                                                
3 This consultative process was facilitated by the Takieta Joint Forest Management Project executed by SOS 
Sahel UK (now CRAC-GRN) 
4 Kou Tayani in Hausa literally means “help me”  in Hausa. It refers to the forest crying out for help. 



 5 

1.2.2 Moa, Mairemi, KupKup & Mai Salka 
The PAGCRSP5 has been working since January 2001 on the problem of the management of 
common property sylvo-pastoral resources in the agro-pastoral Zone of Zinder Region. The 
intervention is a logical follow-on from Takiéta. However, unlike Takiéta and the problem of 
Reserved Forests, the Sylvo-pastoral areas are spread out across the zone and their land tenure 
status is ambiguous. Due to this ambiguity, they are a lot more vulnerable and seriously 
menaced by the extension of the agricultural front. The 4 sites started managing their 
resources from about April 2006 
 

1.2.3 Vital Statistics on the 5 sites 
Sites Number  

of 
villages 

Estimated 
population 
(sedentary 
&  
pastoral) 

Area (Ha) Comments 

Moa 20 30,000 6,337 An agricultural/pastoral area in the central western part of Zinder 
region which is still in a relatively good state.  

Mai 
Salka 

13 17,000 1,218 A mainly pastoral area in the North Western Region of Zinder with 
pockets of agriculture on the increase. 

Kup 
Kup 

9 20,000 2,095 A mainly pastoral area in the North Western Region of Zinder with 
pockets of agriculture on the increase.  

Mairemi 16 21,000 1,044 An agricultural area in the south of Zinder region where land is at a 
premium and population density is very high. The state of the 
resource is very poor 

Takiéta 23 38,000 6,720 An agricultural area in the south of Zinder region where land is at a 
premium and population density is very high. The state of the 
resource was poor but has been considerably improved over the last 
few years 

 

1.3 The Land Tenure Context & Decentralisation 
Global democratic trends and Niger’s own political experience in recent years have combined 
to produce a system in which there are increasing ‘opportunities’  for democratic participation 
in legislative reform making. Since its independence in 1960 there have been several notable 
examples where Niger has produced extremely radical and innovative policies and legislation. 
Two such examples are the major land tenure reforms embodied in the Rural Code and the 
process of administrative Decentralisation. Both reforms have their roots in the post-colonial 
period and the democratic euphoria of the 1970’s and 80’s and have individually and 
collectively had a major impact on how the Niger functions today, particularly in the rural 
areas.  
 
The two reforms are very complementary and share many of the same fundamental principles 
in terms of popular participation and the promotion of “ subsidiarity”  in local governance 
decision-making. However, while the Rural Code has been in existence as a political reality in 
the field since the early 1990’s, it was only in June 2004 that municipal elections were held 
and the Decentralisation process became part of the picture. Therefore, while the articulation 
between the two reforms is theoretically strong, it is only now being put to the test: an 
enlightening experience of working through the process of inevitable contradictions, grey 
areas and the search for practical harmony in the field. 

                                                
5 Projet Appui à la Gestion des Ressources Sylvopastorales or Collaborative Management of Sylvo-pastoral 
Resources Support Project 
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Ambiguity of tenure 
status (« Empty land 
without owners » ) 

Vulnerability to 
Agr icultural pressure 
(Privatisation of 
common resources) 

Political Bias towards 
agr iculture, at the 
expense of Pastoral 
Production 

Organisational weakness 
of Pastoral Civil Society 
Institutions and lack of a 
coherent Pastoral Lobby 

Common Proper ty Resources: 
Perception that ‘Common’ means 
that no one has rights and 
therefore no one has 
responsibilities. 

The complexity of CPR 
management (M ultiple 
Actors/Uses, Diversity of 
Interests…) 

Sector ial 
Perceptions 

Incoherence between 
existing policies and 

legislation. 

Inadequate Capitalisation 
and learning from past 

exper iences 

Inadequate social 
communication  

SECURITY M ANAGEM ENT 

« The Synecdoque » of 
Common Proper ty 
Resource M anagement 

A weak understanding 
of cer tain production 

systems 

Characterised by…. 
·  Competition between stakeholders. 
·  Selfishness (satisfaction of own needs at the others expense). 
·  Mistrust, lack of real relations and prejudices between actors. 
·  Crisis management rather than establishing relations and constructive 

dialogue to manage potential conflict before it arrives.   
·  The law of ‘Strongest Wins’  predominates 
·  Variable capacities of stakeholders to represent themselves 
·  Tendency to exclude marginal groups      

1.4 Common Property Resources: Problem analysis 
The diagram below summarises our analysis of the problem of common property resource 
management in Niger, recognising both the socio-organisational as well as the politico-
legislative aspects that might be involved. 
 

 
 
 

2.0 Ensuring Equity and Effective Local Governance 
Equitable and effective local governance takes time to build up and can only be obtained if a 
variety of conditions are created in order to allow this to flourish. Some of these conditions 
include: 
•Social Communication:  Flexibility  and permanent dialogue (collaboration and negotiation) 
between actors in order to critically question on-going processes and change tack when 
required; 
•Equity : The equitable, legitimate and responsible representation of stakeholders 
(particularly marginalised groups) is a prerequisite; 
•« Persuasion by inclusion » : Persuading all the actors concerned, both enthusiastic and 
reticent, to participate throughout the process by ensuring information is available to them 
•Knowing and exercising one’s r ights: Individuals, communities and institutions need to 
know and understand their CPRM rights and be  empowered through exercising these rights;  
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•A Sense of Ownership: The objectives and modalities of management must reflect the 
needs, interests and preoccupations of all the different users and be designed and ‘owned’  by 
them; 
•Adaptation: The management system must have the flexibility to change and evolve when 
the circumstances require that it do so. 
 
The changes required are shown schematically below: 

 

2.1 Defining an Appropriate Strategy 
In attempting to define its strategy in the mid 1990’s, the CRAC-GRN team profited from the 
experiences of a substantial number of ‘participatory’  NRM experiences from Niger and 
elsewhere, analysing the approaches taken and what had happened afterwards. Three major 
observations were made which for the majority are still valid today: 
·  That the results of most ‘participatory’  natural resource management initiatives to date 

were not very conclusive/convincing, leading to much disillusionment amongst donors 
and others ; 

·  There was a strong tendency to view management as a purely technical operation, even if 
the population was ‘associated’ ; 

·  The approaches adopted were not conducive to getting/allowing ‘ local managers’  to 
manage in the ‘post intervention’  phase.      

Clearly, despite the rhetoric of participation, the practice was lagging behind. We nevertheless 
felt that there was still hope as long as stakeholders were put at the heart of the decision-
making process and the complex management of common property resources addressed from 
a socio-organisation point of view then more interesting results and experience could be 
gained.  
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2.2 Defining the guiding principles 
From the teams own collective experience and the analysis described above, a number of key 
guiding principles have been adopted, based on the belief that:   
‘…..the different interest groups dependant on natural resources (particularly common 
property resources) should be at the centre of the decision-making process concerning their 
future. I t’s for the stakeholders to discuss, negotiate and make decisions together leading to 
sustainable management. In order to be able to best  accompany this process, external 
‘ facilitating’  bodies, such as the CRAC-GRN, need to have strong working principles and 
values within which the actors are free to reflect, negotiate, organise themselves and make 
informed decisions.’  
 
The principles retained in formulating the approach are that the sustainable management of 
common property resources takes place in a wider local socio-economic context: its 
objectives and modalities being defined by and reflecting the needs, interests and 
preoccupations of all the different users. Therefore, we should consider ourselves as only 
temporary facilitators, accompanying long term autonomous local processes for which the 
individuals, communities and institutions themselves need to feel collectively responsible 
and where existing local knowledge and capacities are valor ised and reinforced through 
the experience. In this was the actors own the process which means that the resulting system 
will have the flexibility to be adapted locally to respond to changing circumstances. 
 
In addition, the facilitator needs to understand that while there may be information to share, 
there are no preconceived solutions to promote: that the facilitator is just another ‘ learner’ . 

2.3 The Major Steps Taken 
The evolution of the different processes towards management at each of the 5 sites studied 
varied. The details though interesting are too voluminous to be treated in this article. 
However, the main elements from each can be summarized in a number of stages: not 
necessarily chronological steps but rather like a wall, where good foundation bricks prepare 
for and support subsequent layers. Some of the ‘steps’  are closely linked to the approach 
adopted while others are the result of the internal dynamics of the process.  
 
Preparatory Phase Organisational Phase Management Phase 
Ensuring Peoples access to 
information; 
Expressed local need to 
manage; 
Individual reflection on 
Stakes; 
Recognition of others and 
their needs; 
Deciding how to represent 
oneself in the process; 

Collective 
analysis� Engaging the 
process; 
Understand resource & 
dynamics; 
Defining collective 
management: 
Vision/Principles 
Modalities 
Organisation  
Communication 

Creation of a legitimate 
structure; 
Preparations LMS: 
Internal organisation 
Communal Management 
Communication/Alliances 
Define/validate Management 
Doc 
Formalising the LMS ; 
Formalising rights to manage; 
Management/AGAs6� Evolution 

 
 

                                                
6 AGA = Annual General Assembly. 
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2.4 Some Results  

2.4.1 Kou Tayani Association after almost 7 years of Autonomy 
The Association Kou Tayani created to manage the Forest Reserve of Takiéta has been 
completely autonomous since mid-1999. The consultative process amongst stakeholders 
started with a first major workshop in early 1997. By November 1998 the elected LMS 
delegates were united for the first time and approximately 15 months later the LMS had 
become a functional and legally recognised ‘Association’  of local stakeholders sharing the 
collective aim of rational management of the resource for the benefit of all the users groups, 
with its own internal rules and regulations and a locally defined and sanctioned management 
plan for the resource, regarded as legitimate by both the user groups that created it and the 
State.  
Though the preparatory work by the project and initial round of collaboration had involved a 
serious investment of time and effort, the resulting structure once created lost very little time 
in organising itself and producing encouraging results.  The Association was in 
communication with and answerable to the base and recognised as an actor in dialogue with 
the local and national authorities. It was treated with curiosity by outsiders, with pride by the 
communities involved and was tolerated but feared7 by certain groups within the local socio-
political environment. The exclusive rights to manage the forest reserve in a non-exclusive 
were conferred to the association by Prefectorial Decree in 2000 and were laid out in an 
agreed management document. The experience was used as a case study in the formulation of 
the new Forestry Code, which now includes clear dispositions for shared management of 
common resources, including Forest Reserves. 
 
Since then, much has happened: general assemblies have come and gone, delegates have 
changed, elections have taken place, there have been problems and successes and a great deal 
of learning. The members have continued to hold regular meetings, make decisions, plan, 
budget and carry out numerous activities (such as local seedling production, planting, pasture 
improvement, soil and water conservation work) in the area in collaboration with the local 
population which regularly mobilised itself behind the association on a purely voluntary basis. 
Development of the resource in terms of honey production, fishing and the creation of rural 
fuel-wood lots also took place. In short, the local stakeholders through their association have 
carried out more effective and serious management activities in six years than the Forest 
Department has since the forest was reserved in the 1940’s. Some of the activities are shown 
in the box below. 
    

                                                
7 It was feared by local ‘ leaders’   as they were unaccustomed and felt uncomfortable with large scale collaborative and therefore powerful 
initiatives from the base which up to this point in time had not occurred. 
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Note : the above activities are a mix of new initiatives (honey/fish/fuelwood production, 
meetings and forest rehabilitation) since 2000 and more classic activities (Seedling  
production, Tree planting and Microcatchments) introduced by the forestry services since the 
1960’s. 

2.4.2 The four Sylvo-Pastoral Sites 
The local management structures at the 4 sylvo-pastoral sites of Moa, Mairemi, Mai Salka and 
Kup Kup all had their formal status recognised in early 2006. Each structure has developed 
positive working relations with the administrative actors in its surrounding environment: the 
Mayors and commune representatives, authorities, technical services and traditional chiefs as 
well as other civil society partners. The associations are now completely autonomous and 
visibly confident in the organisation of the physical management of their resources. It is much 
too early to draw much in the way of lessons concerning how each of the resources will be 
technically improved by local management. However, what can be said with some assurance 
is that because of the collaborative nature and quality of the process their future as common 
property is secured through the mobilisation and agreement of all the direct and indirect actors 
concerned. 
 
2006 has been the first year for activities to take place and what has been done so far is  
summarised as follows: 
 
 Moa Mairemi Mai Salka Kup Kup 
Microcatchments made by 
the LMS: voluntarily 

0 2,260 722 6,580 

Microcatchments made with 
the help of partners: FFW 

18,500 0 9,840 0 

Trees planted in the site 4,069 6,304 330 2,880 
Seedlings produced    360 6,304 339 2,987 
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3.0 The Major Challenges & strategies adopted to face them 
From the outset there were a number of preoccupations concerning the quality of the socio-
organisational process to be facilitated; particularly relating to the capacity of all stakeholder 
groups to:  

1. Analyse and, where necessary, challenge traditional concepts and behaviour relating to 
resource management; 

2. Actively participate in decision-making processes; 
3. Define new roles and inclusive/representative structures compatible with their 

management objectives;  
4. Reinforce dynamic social communication systems for information exchange, 

collaboration and negotiation …. 
Thus, fundamental aspects such as the equitable representation of stakeholders and the 
creation of a neutral environment conducive to collaboration and negotiation between these 
stakeholders were priorities. These preoccupations and some of the practical strategies 
adopted are summarised below: 
 
1. How to fully involve all social groups (particularly Nomads/transhumants and women) 
in the process of collaboration and negotiation for the joint management of common 
resources? 
·  Promotion of good systems of social communication 
·  Groups recognising and giving value to existing local practices and capacities and then 

learning how they might reinforce them and innovate;  
·  Make the actors fully responsible in the process (self-selection, auto-analysis, decision-

making and negotiation) 
·  Building up self confidence through first analysing what one wants/needs, how to have it 

and knowledge of rights and responsibilities ; 
·  Defining and making an informed choice about new and existing communication channels 

adapted to the needs of mobile [pastoral] groups. 
 
2. How to ensure that other stronger actors perceive the need for inclusion and equity  
amongst the different stakeholders; when certain actors fear loosing power and others fear 
being exposed as  weak? 
·  Raise the perceived status of  the  « weakest » in the eyes of the  « strongest » by means of 

information/direct contact/communication and training; 
·  Self-confidence and capacity building for weaker groups and at the same time reason with 

the stronger groups (better understanding of the situation in all its complexity, the rights 
and stakes for other groups); 

·  Look for mechanisms helping to establish and maintain a power balance between groups 
during negotiations  

·  Lobby for the common good rather than for one or another of the groups involved 
·  Bring stronger groups to the understanding that the exchange of ideas and collective 

decision-making doesn’ t affect their perceived power or credibility; rather that it improves 
their status in the eyes of others including the less powerful. 

·  Ensure that each stakeholder group has the opportunity to analyse it’s situations, better 
identify its needs and interests but also those of others in order to be able to discuss and 
negotiate with them  

·  Follow a process of collective learning by doing through which the stakeholders are 
encouraged to discover the advantages of collaborating ; 
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·  Avoid confusion between the terms ‘equity’  and ‘equality’  (promote the idea that 
collaboration and negotiation between actors doesn’ t necessarily reflect on their respective 
social status.  

·  Pay attention to the effective and efficient representation of each group (avoid superficial 
representation for ‘ the form’ , by ensuring that each group has the necessary information to 
enable it to judge the stakes and the role that should be played in the process; 

·  Bring others to understand the interest in having other groups well represented. 
 
3. How to create a culture conducive to discussion, negotiation and collective decision-
making? 
·  Individual reflection is a prerequisite to better understanding the stakes and the context 

and being able to negotiate; 
·  Create a neutral  environment or framework  (either physical or virtual), defined in a 

consensual manner; 
·  The internal rules and methodology for conducting meetings/discussions are defined 

consensually, clearly understood and applied for everyone. 
·  Ensure that the discussion process is/will always be regularly informed concerning the 

evolution of the legislative context. 
·  React in a way that promotes collective learning by doing and help put in place 

mechanisms that ensure the flexibility of the system and the possibility of changing 
direction and decisions when necessary. 

·  Promote a freer vision of land-use or the concept of « action space » rather than a narrow 
geographical fix.  

·  Help stakeholders to recognise and valorise existing experience and then modify/build 
new systems on them. 

 
4. How to guarantee the durability of the local dynamic created, through the qualities of 
legitimacy and legality? 
·  Ensure that during the process all actions and decisions are taken in a legitimate way 
·  Give priority to aspects related to legitimacy in order to reinforce the sense of collective 

responsibility (ownership and accountability ) before necessarily looking for legality; 
·  Ensure that the system is flexible enough to allow the opportunities offered by changes in 

the context (new or modified legislation, new partnerships etc…) to be exploited. 
·  Encourage the establishment of a strong system of social communication (circulation of 

information, maintaining good collaborative relations) 
·  Keep the system flexible, capable of questioning itself and evolving in order to be able to 

adapt to new elements in the context (ability to respond to opportunities, to change the 
orientation according to new information or developments) 

4.0 Lessons Learned from the field 
The experience and therefore lessons to be learned from Kou Tayani are obviously more 
substantial than those from the PAGCRSP; the latter having learned from the hard experience 
of the former.  However, many aspects and difficulties are liable to be common to both. This 
section attempts to resume the essential. 
 
Lessons related to the internal organisation of the structure: 
·  Shared management of common property resources is primarily an organisational 

challenge: one needs to prepare oneself for that;  



 13 

·  Bringing multiple actors to work together and reconcile different objectives is not easy but 
its not necessarily that difficult either: what is needed is a coherent and inclusive 
approach; 

·  Bringing actors together in informed debate is an extremely powerful tool and facilitates 
the creation of a more balanced terrain for decision-making; 

·  Even the most prudent or least convinced actors can change their perceptions concerning 
local management; there are no definitive ‘positions’   

·  The question of equitable, legitimate and responsible representation of different groups is 
absolutely fundamental: dispositions need to be taken at the beginning but there must also 
be flexibility to change  delegates as necessary ; 

·  Local structures need to build their own moral, technical, conceptual and financial support 
networks.  

·  Feedback mechanisms and the organisational flexibility to respond to them need to be 
built into the system so that local grievances/suggestions can be treated correctly in time.  

·  The importance of subsidiarity in decision-making within the structure: means that 
problems can be solved more effectively and efficiently. 

·  Avoiding an accumulation of roles and benefits within the structure is also important. The 
LMS must adopt integration and benefit sharing strategies which avoid accusations of 
working for their own benefit.  

·  The role played by delegates is a key one, monitoring effectiveness and providing support 
is necessary both from the institutions side and that of the particular group he/she 
represents. 

·  No one is above the law: the pressure between different groups, the existence of clear 
control and sanction safe-guards and mechanisms are essential. 

·  Credibility is easily damaged even by false information; it follows that transparent 
systems and good communication are essential. 

 
Lessons related to the external environment: 
·  Direct and indirect benefit sharing by stakeholders should be an integral component of the 
management system 
·  Institutions need to build up and maintain their own support network     
·  Local organisations need to be strong and confident enough to defend their rights as well 
as the interests of those they represent. 
·  Knowing who you are, what your role is and that you have popular support gives the 
strength and confidence necessary to defend yourself from being bullied or coerced.      
·  Local institutions need to have mechanisms that help them avoid abuse by influential 
people (even supposed allies). These include having good procedures and using them and 
always asking for second opinions.  
·  It is important for organisations to know their partners and recognise that they too have 
weaknesses. 
·  Money can be useful in supporting local initiatives but it can also very easily distract from 
real objectives. 
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5.0 Creating a favourable environment: aspects to be 
considered 
This section draws out some of the broader lessons learnt from the experiences in the field in 
the form of ‘aspects to be considered’  for facilitating processes or creating favourable 
environments for shared management of common property resources. 
Social Communication 
Inclusive processes and effective social communication create the foundations for good 
governance. They take time to establish but are prerequisites to facilitating the resolution of 
potentially conflictual situations inherent in shared management of common property 
resources. Social communication ensures the circulation of information and creates the culture 
of transparency necessary for maintaining constructive relations between actors. Combined 
with inclusion it enables different groups to express themselves so that the diverse socio-
political realities can be better taken into account for more efficient and appropriate decision-
making. Inclusion in decision-making sometimes means collective risk taking and making 
mistakes. However, so long as the flexibility to adapt is built into the management system 
people can take control of their own development knowing that there are no set answers to 
problems; rather a process of learning from experience. 
 
Facilitation 
The effect of an outside agency’s approach to ‘Shared Management’  on the subsequent 
success or failure of that initiative has already been evoked: the more prescriptive, technical 
or directive, the less likelihood of success. ‘Participation’  and ‘ reinforcing management 
capacities’  start from the moment of problem analysis and, particularly in the case of common 
property resources, continues through a permanent process of negotiation between 
stakeholders. The role of the ‘ facilitator’  should be to accompany an autonomous process; to 
facilitate without piloting, driving or manipulating. This means:  

o believing in and respecting the peoples capacity to bring about constructive change 
together. 

o being ready to pose the necessary questions and promote analysis/reflection 
o allowing time for collective reflection, discussion and decision-making  and  

‘ownership’  of the process; 
Often projects are too concerned with ‘ finding the solution’  and then deciding how to ‘sell’  it 
to the stakeholders. Accepting that only the stakeholders themselves can define what will 
work for them in their context is a starting point. Accordingly, what a project knows or 
understands is not as important as what people know and the quality of the analysis they are 
capable of carrying out. In addition, from experience it seems important not to distance the 
management institution from the local reality: for example, too much money and ‘support’  
can be a distraction rather than a facilitating agent: a little support/money well placed is more 
effective than ‘ throwing the package’ all at once!    
 
Time 
If the facilitator is not willing or able to invest the time necessary to allow people to control 
the decision-making process it is better not to start! The process will take the time it takes: but 
time invested at the beginning will facilitate the process later on and lead to real sustainable 
local development.   
 
 
 
Actors and Partners 
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If the inclusion of actors is real and sincerely done, even the most negative or reluctant will 
nearly always voluntarily go with the process, even if it is against some of their immediate to 
long term personal interests (persuasion by inclusion and popular demand).  
The local legitimacy of decision-making processes, management structures and rules and 
regulations are more important than their legality.   
People are only human! Therefore : 

·  The behaviour and attitude of actors change with their perception of the stakes at a 
given time.  

·  Contradictory behaviour by certain actors is to be expected given the complexity of 
the socio-political environment and the multiple spheres of influence in which they 
operate. 

·  Institutions (‘stakeholder’  or ‘partner’ ) taking part in shared management processes 
and the people who represent them, often have their own weaknesses which can 
impact negatively on the process. 

·  Capitalising and institutionalising the results of collective decision-making is 
important in linking the ‘Words to the Act’  with certain actors.   

 
Management Structures/Organisations 
Outsiders are very badly placed to understand the subtle power relations that exist between 
actors and the safe guards that need to be built into the system. Existing, modified or new 
institutions are all possible: the actors themselves are best placed to collectively decide which 
option is most appropriate for the particular shared management context. Preconceived 
structures/forms of organisation should not be imposed.  
It is important that the definition of the shared management structure/institution is the result 
of an inclusive, informed and collective reflection and discussion process, not the starting 
point. 

6.0 Issues requiring further reflection  
·  Time : PFM take time as its mainly a social challenge helping people to work together to 

change their perceptions and ways of doing things. The time factor needs to be recognised 
when designing projects. 

·  What is facilitation : Lets clarify what we’ re doing and what we need to do [Is it 
Facilitation, Facipulation or Manipulation?]   

·  How can we modify approaches to base work on quality and sustainability (based on a 
series of principles) instead of on quantifiable results?  

·  How can we continue to improve the quality of the processes we are trying institute: 
�  Through the inclusion of marginal groups as equal actors (pastoralist women..) 
�  Through the Creation of a culture of discussion, negotiation and decision making 

between actors 
�  By ensuring the sustainability of the local dynamic which has been created (questions 

of legitimacy and legality) 
·  How can we get hold of economic proof that PFM works to convince the sceptics? 

�  Concerning the Direct Results of joint management by users i.e. greater productivity  
�  Concerning indirect benefits  

�  If the intervention hadn’ t taken place what would the resource be like 
“counting the cost of the loss”  

�  Knock on effects: employment, availability of products, increased social 
cohesion... 

�  The cost of conflict if the initiative hadn’ t taken place… 
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Annexe 1 : A(n all too) typical PFM project!  
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Annexe 2 : The CRAC-GRN 
SOS Sahel International 
SOS Sahel International is a federation of northern (France, United Kingdom, Luxemburg, 
Switzerland) and southern NGOs (Niger, Mali, Mauritania, Senegal, Burkina Faso and 
Sudan.) sharing the same name, broad objectives and principles and  working in the Sahelian 
region of Africa.   
 
SOS SAHEL INTERNATIONAL NIGER 
Created in 1976, SOS Sahel International Niger, has implemented a wide range of projects 
concerning aspects such as Food Security ,  the environment and rural development. Since 
1990, through the interventions of  SOS Sahel UK (now  known as the CRAC-GRN) , the 
organisation has become increasingly interested in the question of  local natural resource 
management  and the promotion of the decentralised management of  forests in the arid and 
semi-arid regions of Africa.. Thus, SOS Sahel has gained very useful experience concerning 
the strategies and practical aspects of social development and the necessary techniques for 
sustainable management of natural resources. As such, the organisation feels capable of 
playing an active role in the search for appropriate interventions promoting  rational 
decentralised management of natural resources in Niger. 
 
The CRAC-GRN  Born of a process of transformation (decentralisation) of SOS Sahel UK 
the CRAC-GRN is an autonomous operational working unit within SOS Sahel International 
Niger. The CRAC-GRN designs and implements projects which can not only be implemented 
and maintained by the Government, local communities and institutions  but can also be 
usefully adapted  for other areas experiencing similar problems. It  aims  to help communities 
in the Sahel-Sudan Region adapt themselves to the inevitable changes in their socio-economic 
environment, through development of their capacities, enabling them to better deal with these 
changes.  
 
Our  Vision: To have local populations actively managing the natural resources on which they 
depend in a rational, representative and equitable way in order to achieve greater livelihood 
security and combat poverty. This implies a continual process of collaboration and 
negotiation leading to the empowerment of actors concerned. 
 
Our  M ission: To promote decentralised resource management as one of the most effective 
methods of facilitating real, long term development through a programme focus on four key 
areas: 
•Supporting processes leading to decentralised Natural Resource Management; 
•Promoting participatory development processes; 
•Promoting inclusion & valid representation of marginalised groups in the GRN decision-
making processes; 
•Promoting collaboration and negotiation as permanent and essential elements of NRM in the 
Sahel.  
All CRAC-GRN interventions are based on the conviction that:  

�  Rational management of natural  resources is primarily a social rather than a technical 
challenge; 

�  Populations have the right to be fully involved in the management of resources on 
which they depend.; 

�  Local populations are capable of rational management if given the real opportunity. 
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Our  Credo:  The different interest groups dependant on natural resources (particularly 
common property resources) should be at the centre of the decision-making process 
concerning their future. It is for the stakeholders to discuss, negotiate and make decisions 
together leading to sustainable management. In order to be able to accompany this process, 
external ‘ facilitating’  bodies such as the CRAC-GRN, need to have strong working principles 
and values within which the actors are free to reflect, negotiate, organise themselves and 
make informed decisions. 
 
 
Our  Pr inciples:  Approaches taken in implementing CRAC-GRN projects vary, but are all 
guided by the following fundamental principles: 
Concerning the NRM process… 
•Equity : The equitable, legitimate and responsible representation of stakeholders 
(particularly marginalised groups) is a prerequisite; 
•Context: The management of a given resource should be tackled in the relation to it’s wider 
role in the local socio-economic context; 
•Knowing and exercising one’s r ights: Individuals, communities and institutions need to 
know and understand their NRM rights and be  empowered through exercising these rights;  
•A Sense of Ownership: The objectives and modalities of management must reflect the 
needs, interests and preoccupations of all the different users and be designed and ‘owned’  by 
them; 
•Social Communication:  Flexibility  and permanent dialogue (collaboration and negotiation) 
between actors in order to critically question on-going processes and change tack as a result 
are essential characteristics of the process; 
•Adaptation: The management system must have the flexibility to change and evolve when 
the circumstances require that it do so. 
 
Concerning the implementation of activities:   
•Facilitation : Projects are only temporary facilitators, accompanying autonomous local 
processes; 
•Process : The adoption of a ‘process approach’  in which nothing is preconceived and 
everything is discovered together with the partners; 
•Learning through Doing: The recognition, systematisation and analysis of local knowledge 
and practices as well as responsibility and capacity building for individuals, communities and 
institutions are prerequisites; 
•« Persuasion by inclusion » : Obligation to persuade all the actors concerned to participate 
throughout the process by ensuring that the necessary useful information is available to them;  
•Sustainability: All actions need to clearly take into consideration questions of durability, 
evolution and autonomy;  
•M& E by the actors: Create the conditions necessary for internal monitoring & auto-
evaluation. 
•Capitalising on exper iences (positive &  negative): should aim to strategically influence 
policies and strategies. 
 
 
Our  exper ience  
The CRAC-GRN, known up until 2003 as  « SOS Sahel GB in Niger », has worked in Niger 
since 1988 on a number of innovative development interventions: The Oral History Project 
OHP(1988) ; The Agro-Forestry Project West Mirriah PAFOM (1989) ;  the Takieta Joint 
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Forest Management Project TJFMP (1995-2000) and the Project for  the Promotion of the 
Rational Management of Planted Trees PAPAZ (2001-2004). The support project for 
collaborative management of Sylvo-Pastoral Resources, PAGCRSP (2001 – 2008) is the fifth 
major intervention of SOS Sahel Niger’s Collaborative Action - Research Group - CRAC-
GRN.  
All CRAC-GRN interventions are action-research orientated. They are designed with the 
intention of helping the actors concerned experiment and learn through experience: testing 
approaches and facilitating indigenous processes of collective decision-making. Common 
themes of CRAC-GRN interventions include Natural Resource Management; Land Tenure; 
Negotiation & Conflict Management; Pastoral/Agro-Pastoral Production Systems; Social 
Communication; Lobbying; Capitalisation and Dissemination of experiences. 
 
Our  Spir it of  Collaboration &  Par tnership 
The philosophy and strategic methodology of the CRAC-GRN is based on an active policy of 
inclusion and valid representation from the outset of collaborative decision-making processes. 
This has enabled the organisation to establish very close and frank relations with all the 
stakeholder groups concerned by the management of natural resources. Thus, not only are its 
principles and working methods known and appreciated at both local and national levels, but 
there is also a high degree of confidence in the professionalism of the organisation in the field 
of Social NRM.  
The CRAC-GRN has been able to establish close and frank relations with the Nigerien 
Governement, particularly the Ministries of the Environment and Livestock Production, other 
entities such as the Land Tenure Commission and the High Commission for Administrative 
Reform and Decentralisation, as well as Civil Society Organisations (NGO’s, Associations 
etc…). 
Similarly, at regional level these collaborative relations and partnerships extend to the 
representatives of local populations; County Councillors, NGOs; Administrative and 
Traditional Authorities; Technical Services and other socio-political organisations.  
As a result, the CRAC-GRN is in a favourable position to facilitate the analysis of key 
questions and develop, in a collaborative way, new cutting-edge projects which clear new 
paths towards decentralised natural resource management. This means that all projects 
undertaken in the name of CRAC-GRN are the result of a wide, collaborative process in 
which realities from the field and perceived need for change at the level of the rural 
population and the government are reflected. 
 
Synergy, Networking and Alliances… Over and above its role as facilitator and partner, the 
CRAC-GRN is also an active member of various collaborative working groups and networks 
at local, regional, national and international level such as: 
·  Collaborative NRM-Pastoral Working group, Zinder. 
·  Nat. NRM - Decentralisation Network (Focal Point 
·  « Making Decentralisation Work»  Regional Group; 
·  Forest Governance Learning Group - FGLG Niger; 
·  Sahel Alliance (Sahel Region) ; 
·  Collaborative Management Working Group (CMWG)       IUCN 
 
CRAC-GRN   
P.O Box 160, Zinder, Niger Email : cracgrn@intnet.ne   
Telephone 00 227 20510539 Fax 00 227 20510193 


