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Introduction

Natural resources are managed (or mismanaged) by people: individuals,
families, groups, communities, associations, businesses and govern-
ments. To find out why an environment thrives or is exploited in a
destructive way, find out about the people affecting it. Are they resi-
dents, regular transients, or one-time users of natural resources? How
long have they been in the area? Are major changes happening in their
societies? Do they feel a need to conserve their environment and re-
sources? Do they know how to take care of them? Do they have the
skills and means to do it? Do they get the support they need? Are there
specific institutions in charge of managing the resources? Are there
laws and rules about management? How many people use the re-
sources? How healthy and wealthy are they? How secure do they feel?
How do they share decisions and responsibilities? How do they deal
with conflicting interests, in particular between local and external
forces?

Even in specific conservation initiatives, such as the management of a
protected area, it is very rare for the professionals in charge to be fully
in control. In most cases, their interaction with society at large, and
with local people in particular, is basic and inevitable. A variety of
social actors and stakeholders shapes the legal, institutional, political
and economic realities that affect the use of resources and the values
assigned to them. Residents of local communities, in particular, possess
precious knowledge and capacities, yet are too often ignored or humili-
ated in management processes. No wonder they become hostile to
conservation initiatives that do not recognize their claims, and damage
their interests.

There is little doubt that dealing with social concerns, particularly
those of local communities, is essential for the success of conservation
initiatives. Some governments and agencies express this by saying that
there is a need to assure the social sustainability of such initiatives. In
this sense, social sustainability depends on addressing the social,
economic and cultural needs of the local communities — and stakehold-
ers in general — affected by a conservation initiative, and on assuring
the conditions (e.g., finances, technology, political authority and social
organization and consensus) to maintain the conservation practices
established.

How do we address such concerns? How do we make a conservation
initiative socially sustainable? It is an assumption of our work that this
cannot be done by experts in isolated offices, but requires the active
participation of the stakeholders themselves — including the residents
of local communities, often the least powerful and organized of them all.
These resource books are designed to support a process by which such
participation is achieved, a 'learning-by-doing' experience in which
lessons are put into practice and people, together, find out what 'works'
in their particular context.

Why these
resource
books?
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Beyond Fences: Volume 1

What will the
books provide?

These two volumes are designed to help professionals employed in
conservation initiatives to identify the social concerns that are relevant
for their work, assess options for action and implement the options best
suited to their context.

The first volume is a companion to a process — an experience of 'learn-
ing-by-doing' expected to involve a series of meetings and field-based
activities. The process may be carried out for the purpose of planning,
evaluating or redesigning a conservation initiative.

The second volume contains a variety of reference material to be con-
sulted, as needed, at various stages in the process.

What will the
books not
provide?

These resource books are not intended to offer 'the answers' to social
concerns in conservation. They do not provide step-by-step instructions
nor an all-purpose questionnaire. The questions, indicators and options
for action listed in Volume 1 (the process companion) are not relevant in
all contexts, and users will certainly think of more. The concept files,
participatory tools and processes and examples provided in Volume 2
(the reference book) are offered as food for thought and do not consti-
tute an exhaustive treatment of any subject.

Who are the
books for?

Beyond Fences is written for professionals working in a conservation
initiative. In the case of a protected area or state reserve, this usually
means staff of national and local governments and agencies. In the case
of a supporting project or programme, this may mean employees of a
non-governmental organization (NGO), an aid agency or an interna-
tional body. Thus, these resource books are for governmental or non-
governmental staff, as well as for national or expatriate professionals.
In particular, they address the managers of conservation initiatives and
the professionals who interact with people and organized groups on a
regular basis.

Beyond Fences can also be of help to professionals who are not field-
based, but still involved in planning, financing and evaluating initia-
tives, and to various individuals and groups involved in conservation.
Finally, it can be of utility in training environments for conservation
professionals.
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Introduction

As a working definition employed in Beyond Fences, a conservation
initiative is any medium- to long-term set of activities to maintain and
protect natural environments and the quality of their biological diver-
sity. In this sense, examples of a conservation initiative are the ongoing
management of a protected area, the management of a territory under
reserve status, or the management of a valuable ecosystem or species.
All these may and usually do include forms of sustainable use of re-
sources. Examples are also fixed-term projects or programmes provid-
ing support to the actors in charge of the above.

A conservation initiative generally applies to a territory with defined
boundaries, and responsibility for its management is generally assigned
to a specific institution. Besides such boundaries, however (e.g., the
boundaries of a park), an initiative always has a broader area of influ-
ence. This area covers the territories where people are dependent —
i.e., for food and income — on the natural resources the initiative aims
to conserve. Sometimes these territories are referred to as "buffer
zones". The area of influence also applies to the territories where
economic or other types of human activities affect the resources to be
conserved.

Given the work orientation of many of the individuals and institutions
that developed Beyond Fences and are expected to use it, we will mostly
deal with conservation initiatives in countries of the South (so-called
developing countries).

what is a
"conservation
initiative"?

Beyond Fences is not meant to be read from cover to cover. The first
volume is a companion to a process, and is meant to be used following
the requirements of the process itself. It is not a guide and does not
spell out step-by-step procedures. The second is a reference book, to be
consulted on specific items as needs arise.

The volumes can be used by individuals, but they have really been
designed for a team of professionals working together in a conservation
initiative. The team should ideally include key managers as well as the
staff responsible for the interaction with local people and organized
groups. The resource books could be used by such a team at the begin-
ning of an initiative as an aid to assess options and plan activities but
they could also be helpful at later stages. In particular they could sup-
port various types of review, help to re-focus and redirect activities, and
provide ideas to solve problems rooted in social issues. They could also
serve as a basis for training personnel on social concerns in conserva-
tion.

We recommend that the team members who will use the books (let us
call them the "professional team") familiarize themselves with the
books' contents before doing anything else.

Volume 1 begins with some questions and answers on what the books
are all about (you are reading that part right now). A brief introduction,
entitled "Seeking social sustainability", discusses the reasons social
concerns are important for a conservation initiative. The following
three main sections address three such concerns: "Involving the peo-
ple"; "Addressing local needs in conservation"; and "Managing a sus-
tainable initiative". These three topics were identified by professionals
with expertise in biological and social sciences and conservation prac-

Using the
resource books
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Beyond Fences: Volume 1

tice. They do not cover everything that is important about people and
conservation, nor are they completely independent of each other. Yet,
they group some major concerns and lessons on what motivates people
to act for conservation, and what helps them succeed.

Volume 2 is also composed of three main sections. The first section,
"Concept files", contains concise essays that illustrate key terms,
concepts and considerations on particular conservation issues. The
second section, "Participatory tools and processes", is useful for conser-
vation professionals who wish to communicate with local people and
involve them in gathering information, assessing problems and oppor-
tunities, planning activities, managing conflicts and monitoring and
evaluating results. The third section is an extensive collection of brief
examples from the field, offering lessons learned in conservation initia-
tives that seized or missed opportunities to take action on social con-
cerns. This last section is closely linked to Volume 1, as it offers exam-
ples of what happens when the options for action listed in Volume 1 are
actually put into practice or ignored.

Before we enter into specific suggestions on how to use the resource
books, we also need to stress that they do not provide any general
structure or framework to plan or review a conservation initiative.
First, such a framework would need to include many more considera-
tions than social concerns (e.g., matters of geopolitical opportunity or
financial feasibility) which are well beyond the scope of this work.
Second, specific frameworks are established and required practice for
most institutions in charge of conservation initiatives (governmental
agencies, aid agencies, NGOs) and each organization has its own guide-
lines and specific procedures. There is little value in trying to provide a
generic model here. Third, and perhaps most important, even the
organizations that in the past relied heavily on "project cycle" ap-
proaches are now exploring more flexible and loose alternatives
(Cernea, 1996). The World Bank, for instance, is currently reassessing
its procedures — from site identification to evaluation of activities —
and discussing alternative modes of operation. The key verbs are now
"listening", "confirming hypotheses", "exploring alternatives" and
"learning-by-doing". The good judgement of staff and flexible, ongoing
interaction with various social actors — not the strict application of
rules and procedures — are beginning to be seen as central to the
success of an initiative (Picciotto and Weaving, 1994).

How, then, can these resource books be used? The easy answer is that
they should be used to support and complement whatever process the
professional team in charge of the conservation initiative is already
following — to plan, review, carry out training or evaluate its own work.
The books can provide checklists and aide memoires, research questions
and methods, ideas for activities to be tried out, themes for discussion
in training sessions, possible indicators for monitoring and surveillance,
and so on. They are not designed to 'guide' you to do anything, but
instead offer for your attention and stimulate you to consider and
discuss a wide menu of items and options (see Table 1).

Let us try to clarify this with more information on the content of Vol-
ume 1. Each of the three main sections of Volume 1 is structured in the
same way. First, a series of key questions (and sub-questions) is intro-
duced. These are meant to stimulate the professional team to discuss
three sets of social concerns (i.e., participation, local needs and internal
management) in the context of their particular initiative. The specific
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questions may be more or less relevant in different environments. Yet, a
team that would meet around a table (or under a tree), answer the
questions and discuss the answers, would explore much of what is
important to know about those concerns in their specific context.

Not all the terms, concepts or issues will be familiar to everyone in the
team. In that case, the concept files listed in Volume 2 may be useful;
they are cross-referenced in Volume 1. You may want to take a look at
those files if you are sufficiently intrigued or stimulated by some of the
questions. It may also happen that some people in the team disagree on
possible answers to a question. It is useful to acknowledge this early on,
since people generally take for granted that others share their views
and may end up discovering that this is not the case when it is too late
to remedy. Most crucial, you may find out that you do not know the
answers to some important questions. What could you do in that case?

Process

Identify and discuss
the social concerns
relevant for the con-
servation initiative

If matters are not all
clear and more infor-
mation is needed,
collect more

Discuss the supple-
mentary information
and compare the rela-
tive effectiveness, ap-
propriateness to con-
text, and feasibility of
different options for
action; plan how to in-
corporate the selected
options in the conser-
vation initiative

Take action on social
concerns by imple-
menting the selected
options as part of the
conservation initia-
tive; monitor and re-
view the activities on
an ongoing basis

Process companion
(Volume 1)

Introductions and
Key Questions
(Sections 1.1; 1.2;
2.1; 2.2; 3.1; 3.2)

Indicators and
warning flags
(Sections 1.3; 2.3;
3.3)

Options for action
(Sections 1.4; 2.4;
3.4)

Reference book
(Volume 2)

Concept files
(Section 4)

Participatory tools
and processes for
information gather-
ing and assessment
(Section 5.2)

Examples from the
field (Section 6)

Participatory tools
and processes for
social communica
tion, planning and
conflict management
(Sections 5.1; 5.3;
5.4)

Participatory tools
and processes for
monitoring and
evaluation
(Section 5.5)

Table 1
How to use the
resource books
(summary)
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Beyond Fences: Volume 1

You may want to read further along in Volume 1, where indicators and
warning flags are listed for each set of concerns, and in Volume 2,
where participatory tools and processes are illustrated. Finding out
about social indicators and warning flags in a participatory way, di-
rectly involving the people you are dealing with, is an excellent way of
both gathering information and improving social relations with the
conservation initiative.

Once you are satisfied with answering questions and discussing par-
ticular social concerns, you may want to explore what can be done
about them. Each section in Volume 1 moves from questions to indica-
tors to options for action. The options are activities that respond to
particular needs and could be incorporated in the plan of action of the
conservation initiative. It is important to stress that not all options are
appropriate in all contexts, and that several of those listed are, in fact,
alternative choices. All options should be evaluated on a case-by-case
basis, and especially in terms of the assumptions they hold true (implic-
itly or explicitly), the trade-offs they require and their feasibility in the
local context.

When you have identified an option as potentially appropriate, you may
want to find out more about it by reading about some examples from
the field where the option has been utilized or ignored. Section 6 of
Volume 2 encompasses a range of such examples, cross-referenced to
Volume 1. In some cases, the reader is also referred to concept files and
participatory tools and processes in Volume 2.

The three main sections in Volume 1 can be explored in any order. They
can simply complement — in total or in part — the process of planning,
review, evaluation or training that may be taking place in the conserva-
tion initiative. If the team members are designing a monitoring pro-
gramme, for instance, they may first want to consider the three sets of
indicators and warning flags included in Volume 1 and the methods and
tools in Section 5.5. If they are having a refresher training session they
may hold some meetings to discuss one or more key questions listed in
Volume 1, or concept files from Volume 2. If the initiative is plagued by
conflicts or missed opportunities, the team may wish to identify alter-
natives by reviewing the options for action listed in Volume 1 and the
relevant examples from the field in Volume 2. If the initiative is being
planned from scratch, the team may want to explore all the questions
and options listed in Volume 1 and put to use the participatory methods
and tools illustrated in Volume 2 to involve local people in the assess-
ment and planning itself (see Table 1). Some concrete examples may
help you visualize how something like this could work out in practice.

Community-based
resoyrce management
in Central Africa

An integrated conservation and development project is being planned in
Dense Forest in Bangassou in the Central African Republic (Telesis,
1996). UNDP and USAID are funding the design of the project, with
technical support from the World Wildlife Fund and the Private Volun-
tary Organizations and Non-governmental Organizations in Natural
Resources Management (PVO-NGO/NRMS) Project. The goal of the
project is to enable the local people to manage their renewable re-
sources in a sustainable way, and the project has to figure out how best
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could this be achieved, with particular attention to the policy environ-
ment, the local economy, and the existing knowledge, skills and institu-
tions for the management of natural resources. The region encompasses
primary and secondary forests at various stages of regeneration. It
possesses significant species richness, including populations of large
mammals fleeing intense hunting pressures in the Sudan. The region is
very remote, with a small population and chronic economic stagnation.

The project is being designed on the basis of various hypotheses, includ-
ing the following:
• that a reform of tenure laws and practices is a precondition for

reversing destructive land uses;
• that the diversification of local employment can reduce pressures

on threatened natural resources; and
• that local communities can effectively take control of local envi-

ronmental management and conservation activities.

Project management is expected to be minimal, and most planning and
management decisions are to be carried out by local communities.

The 'minimal' professional team working for this project could make use
of the resource set in several ways. Since local participation is a crucial
component of the project, they could first review Section 1 of Volume 1
as an aid to reflect upon the existing social reality and to identify which
activities can be planned, and in what order. They could also review
some concept files of particular concern to them, e.g., "Indigenous
resource management systems", "Local institutions for resource man-
agement", "Social actors and stakeholders", "Decentralizing and devolv-
ing government", "Local knowledge in conservation" and "Cross-cultural
communication and local media".

Once they have outlined a plan to involve the communities in the
initiative, they could consider using some of the participatory methods
and tools listed in Section 5 and developing a monitoring system that
includes collecting data on some of the indicators listed in Section 1. As
they progress, they may find that it becomes more and more important
to assure that conservation and the meeting of local needs are pursued
through the same activities. Section 2 of Volume 1 may then help by
offering more ideas to be considered and discussed with the local peo-
ple. In the discussions, the examples of Section 6 may be recalled, so
that lessons learned in past successes and failures are shared and
taken in.

Finally, some problems may at one time or another surface between the
'minimal' professional staff and the local people, or within the staff
itself. It may then be the moment to review what Section 3 of Volume 1
has to offer, and possibly review the project management process on
that basis.

The World Bank has been asked to back up some major financial invest-
ments in the Lao People's Republic that would provide infrastructure
work (damming an important watershed for the production of hydro-
electric power). The artificial lake to be created would flood an area of
rich biodiversity and deprive a number of local indigenous communities
of their land and means of livelihood. Prior to making a decision on the
matter, the Bank has commissioned an in-depth study of environmental
and social impact. This is expected to be the basis of a plan for mitiga-

Mitigation measures in
Lao People's Republic
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tion measures that would provide maximum protection for the integrity
of local biodiversity and the interests of the local people. Short of scrap-
ping the project plan — which seems highly unlikely in the current
political context in Lao — the mitigation measures may help minimize
ecological damages and assure that people affected are equitably
treated and compensated.

In this context, Beyond Fences may help to provide for the social sus-
tainability of any mitigation plan that may be initially developed. If, for
instance, the plan foresees relocation and compensation for the affected
people, team members may find useful insight in various concept files
(e.g., "Social concerns in resettlement programmes", "Equity in conser-
vation", "Compensation and substitution programmes", "Cross-cultural
communication and local media", "Poverty, wealth and environmental
degradation", "Population dynamics and conservation") and a series of
ideas for local investments to link environmental conservation and local
livelihood in Section 2 of Volume 1. As for the Central African case, the
participatory methods and tools illustrated in Volume 2 may help
involving the local communities in the planning of the mitigation
activities.

Conserving Lake
Victoria

The IUCN Office in Eastern Africa developed a project proposal for the
conservation of natural resources in Lake Victoria (IUCN, 1996). This
followed the rapid development of the fishing export industry, which
had adversely affected the lake's environmental quality and biodiver-
sity. The project seeks to promote sustainable use of the lake's resources
and to examine how the interests of the traditional fisheries can be
reconciled with those of the export-oriented fisheries. A preliminary
analysis identified and analyzed a range of local stakeholders, including
those directly linked with the industry, such as local fishermen, fish-
mongers, fish processors, local communities in general (as consumers
and employees) and local NGOs. The challenge ahead is for the stake-
holders to be fully engaged in planning and implementing activities
that will lead to the effective conservation of the integrity and biodiver-
sity of Lake Victoria's ecosystem and resources. The professional team
in charge of the initiative is expected to be relatively large and may
have to include representatives from several countries. It may become
even larger as the team interacts with the numerous stakeholders who
— following the explicit strategy of the programme — should be em-
powered to take action for the conservation of their environment.

How could the staff of the Lake Victoria conservation project make use
of Beyond Fences? There are various ways. First of all, they may wish to
use all they can find in the books to help them identify and contact
stakeholders (e.g., the questions and options in Section 1). They may
then direct their attention to developing resource management agree-
ments involving the stakeholders: a matter that is still poorly docu-
mented in development and conservation literature to date.

Section 1 of Volume 1 contains several checklists to help review rele-
vant information and numerous options for action that lead to manage-
ment agreements, conflict resolution among stakeholders and — possi-
bly — local institutions taking charge of management decisions in the
long run. In Volume 2, more ideas and references on the subjects can be
found in various concept files ("Conflicts in conservation", "Collabora-
tive management regimes", "Equity in conservation", "Sustainable
farming, forestry and fishing practices", "Incentives and disincentives

8
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to conservation", etc.), in Section 5 (Participatory tools and processes for
planning and managing conflicts) and Section 6 (Examples from the
Field).

The Lake Victoria programme specifies that staff of national institu-
tions for resource management will be trained to interact effectively
with local stakeholders and to involve them in conservation activities.
Beyond Fences can also be used to support this component. If a prob-
lem-based (not a lecture-type) methodology is adopted, trainees should
first identify some of the problems they have encountered in their
interactions with various groups of stakeholders (fisherpeople, those
employed in transportation and local industries, fish vendors, etc.).
They could then go through the two resource books to identify what
they could do to meet these challenges. They could, for instance, pick
some options for action, discuss them in their work groups and take
notes about the discussions. After training, the resource books would
remain both a useful reminder of discussions and a collection of ideas.

PROBONA is a joint initiative of the Swiss NGO Intercooperation and
the IUCN office for South America (SUR). The project is concerned with
the conservation of native forests in the Andean region. It includes a
review of the present status of relevant ecosystems, demonstration
cases of sustainable use of forest resources, coordination of various
social actors at both the level of general information and the level of
practice, strengthening of regional capacity and applied research
(IUCN, 1994). The projects run by Intercooperation usually pay great
attention to monitoring both the planned activities and outputs and the
socio-economic change that results. Projects usually last several years
and are subject to review on a regular basis.

For a project such as PROBONA, Beyond Fences could be useful as a
tool to review how social concerns are taken into consideration in the
project itself. A meeting could be called among the project staff and
various counterparts to illustrate the status of activities and identify
problems. After the presentations, one possible course of action would
be for the participants to split into three groups, each of which would
explore issues of participation, needs and management. Groups would
use the material in the resource set to identify key elements for report-
ing, prepare a summary of their analysis, and present it to the others.

Unlike Intercooperation, IUCN is a union of member organizations and
is primarily interested in communicating and sharing knowledge
among those members. Copies of Beyond Fences could be distributed to
its members so that they can explore for themselves the crucial social
issues that make a difference in their conservation work. Those issues
could then be compared and discussed in workshops, where institution
members of IUCN will have a common frame of reference and possibly
even a common lexicon. For instance, the experience of PROBONA,
summarized with the help of the resource books, could be presented as
a case study for the others to discuss and build upon.

Monitoring
conservation in
South America

In Pakistan, Intercooperation is supporting several intermediate-level
NGOs in the North West Frontier, Sindh and Punjab provinces. The
emphasis is on promoting sustainable land-use practices (e.g., in
forestry and agriculture) and on strengthening membership-based
organizations. Although some of the partner NGOs are experienced in

Networking and capac-
ity building in Pakistan
and southern Africa
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relating to local societies and achieving effective results with participa-
tory methodologies, others are not.

Intercooperation could offer Beyond Fences as a tool for its partner
NGOs. The resource books could be discussed in networking meetings
and — when appropriate — tried out in field activities. Workshops
could be called to discuss how the books can be used to plan, evaluate or
redesign initiatives. Such workshops, in fact, may be scheduled as part
of ongoing capacity-building.

Similarly, the volumes could be used in a six-week training course in
Harare, promoted by IUCN and the Centre for Applied Social Sciences
of the University of Zimbabwe. The course is a residential initiative in
which mid-level natural resource managers from southern African
countries gather to review the social concerns relevant in their work
and identify ways to respond to them. Beyond Fences could be used by
the course participants as a tool for group work, a source of ideas and/or
a reference package.

We hope that these examples provide some ideas on how to use the
resource books. Yet, we would like you to remember that social situa-
tions are invariably more complex than any document can fathom, and
that local customs and language will be fundamental in shaping the
way in which the matters outlined in these volumes will be understood
and interpreted. In addition, it should not be expected that a positive
compromise or 'happy ending' is achievable in all situations. Too often,
power imbalances among stakeholders, human failures, lack of finan-
cial means, lack of accountability, natural disasters and the like will
conspire against positive outcomes for both conservation and social
concerns. Regular monitoring and feasibility assessments should be
built into any initiative so that, at least, the professional team can
quickly reassess actions, as needs arise.

Users of these volumes are strongly encouraged to incorporate other
documents, resources and their own experience to build on the ideas
and options offered here. Beyond Fences is intended to stimulate you to
figure out what needs to be done and how it could best be done. It may
look like a set of two books, but it isn't: Beyond Fences is a process!
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Why should conservation professionals be concerned about social
issues? Why should they know about them and attempt to deal with
them in a positive manner? The experiences of the past provide us with
some possible answers.

Social acceptance is crucial for conservation to be sustainable.
People play many direct and indirect roles in resource management.
These roles need to be recognized and worked with in an effective
manner. State policing and control against people's values and practices
can work only to a point, especially under the mounting problems of
poverty and population dynamics, and within a process of economic
globalization. If people value and appreciate biodiversity, if organized
groups derive concrete benefits from it, they have the best chances to
succeed in conserving it in the long run. If they do not, they are likely to
become their own worst enemies when state control is — for any reason
— lessened. Conversely, experience shows a positive correlation be-
tween effective conservation and the provision of a wide range of social
benefits and positive responses to social concerns.

The costs of top-down approaches are staggering. Has anyone
ever added up the costs of imposed development and conservation
initiatives in recent decades? All over the world, examples abound of
top-down plans — concocted in faraway offices and totally impervious
to local capacities and concerns — which absorbed huge resources for
their design and implementation and evolved into enormous failures.
Few governments can today afford the economic costs of imposed
conservation (e.g., for fences and guards) or its political costs (civil
disorders, negative public relations).

The benefits of collaborative approaches are there to be real-
ized. Very few conservation agencies, however capable and well
equipped, possess the capacities and comparative advantages necessary
for the long-term sustainable management of natural resources. A
variety of social groups, both local and non-local, can help, providing
knowledge, skills and resources and carrying out tasks for which they
are uniquely suited. For instance, state agencies can rarely do better
than local communities in surveying the access to a protected area or
detecting early warnings of fire. Experienced entrepreneurs with
foreign connections are generally most effective in initiating a tourism
business. Resource users possess detailed knowledge of local biodiver-
sity and can be effective in monitoring it and suggesting how to pre-
serve it locally. Importantly, they are often the most determined defend-
ers of local resources against exploitation by external interests. Comple-
mentary capacities do exist; the challenge is to create the conditions for
collaboration rather than competition and hostility.

Philosophies and practices have changed, with less money, new
partners, new ideas. About 20 years ago governments and the donor
community were generally ready to finance major development and
conservation initiatives run by line ministries and national agencies.
Today, the huge projects of the past are much less in favour, and the
work of line ministries is increasingly being integrated with that of
NGOs and communities. Even in protected area management, alterna-
tive approaches involving the contribution of NGOs and local groups
are becoming commonplace (Poff, 1996). All this goes hand-in-hand
with financial constraints caused by adjustment measures and decreas-
ing donor budgets. In all, the number of large, top-down conservation
projects to be implemented in the future is fast decreasing.

Why incorporate social
concerns in
conservation?
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Effective processes and tools for socially sustainable conserva-
tion initiatives do exist and do work. In a variety of contexts, there
have been positive results from approaches that respond to the capaci-
ties and interests of local stakeholders and involve them in planning
and implementing activities (see, for instance: Poffenberger 1990a and
1990b; West and Brechin, 1991; Geoghegan and Barzetti, 1992;
Makombe, 1993; White et al., 1994; Western and Wright 1995; Weber
1995; Poffenberger, 1996). Moving from top-down approaches to partici-
patory ones has promoted obvious and at times dramatic improvements
in local environmental management and biodiversity conservation. In
some cases the solution of local conflicts has been the basis for change.
In others, a shift in the distribution of costs and benefits of conserva-
tion has made the difference. Change also comes as a result of develop-
ing specific agreements and appointing appropriate institutions for
resource management.

Every initiative that affects people in a significant way involves
a clear political and moral responsibility. Conservation is about
managing natural resources — a topic with profound political implica-
tions, affecting people in important and multiple ways. As with any
other endeavour that affects people, conservation cannot escape the
responsibility of determining its consequences, as well as who will
benefit from it and who will pay the costs. It is politically and morally
unacceptable that in too many instances such responsibility is forgotten
or shrugged off. In the long run this will only lead to bad social relation-
ships and unsustainable initiatives.

Past Approaches Most colonial and post-colonial approaches to conservation operated on
the premise that local peoples' stakes and rights in natural resources
were subsidiary to those of the state. State control over resource man-
agement was placed in the hands of technical elites and issues pertain-
ing to social sustainability were of marginal concern at best. In particu-
lar it was often assumed that indigenous peoples were inimical to the
conservation of wildlife and natural resources.

While one must be careful not to romanticize complex and evolving
social realities, it cannot be denied that most traditional societies
historically coexisted with biodiversity, and that cultures and people's
production systems were often grounded in utilizing wild resources on a
sustainable basis (see, for instance Turnbull, 1961 and 1972; Reader,
1988). Yet, throughout the past two centuries, traditional cultures and
people were perceived by conservation planners mainly as threats. They
were not involved in deciding how to manage resources; on the contrary,
they were commonly ordered out of their territories and deprived of
access to the natural basis of their livelihood without discussion or
compensation. These potential stewards of biodiversity were alienated
from conservation, often to the point of becoming its active opponents.

As an example, African traditional hunters were branded as 'poachers'
and pastoral peoples — such as the Maasai — were perceived as one of
the major threats to wildlife. The fact that the big game dear to conser-
vationists coexisted for centuries with these pastoral populations did
not seem to correct that perception. As aptly described by Adams and
McShane (1992):
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"The method for establishing parks has hardly changed in over a cen-
tury. The process has always involved the expensive operation of remov-
ing those people living on the newly protected land. In almost all cases,
the result is a park surrounded by people who were excluded from the
planning of the area, do not understand its purpose, derive little or no
benefit from the money poured into its creation, and hence do not sup-
port its existence. As a result, local communities develop a lasting
distrust of park authorities, in part because of the glaring lack of atten-
tion those authorities, supported by conservationists, have traditionally
paid to the link between park ecology, the survival of wildlife, and the
livelihood of displaced people."

Fortunately, conservation is evolving. On the one hand, it is improving
its scientific understanding of human beings as components of ecosys-
tems and moving away from an exclusive focus on the scientific aspect
of biodiversity towards a better understanding and appreciation of its
economic and cultural values. On the other, conservation is expanding
its practice to include — besides traditional protected area manage-
ment skills — a variety of participatory approaches, new institutions
and multiple/sustainable use schemes.

The first aspect of this change, which could be termed "socio-biological",
greatly profited from scientific advances in ecosystem and species
management. As an example, "gap analysis" now determines where
gaps in biodiversity exist and need to be filled for the benefit of larger
ecosystems (Primack, 1995). An application of this understanding
recently promoted the survival of endangered bird species in Hawaii. In
general, management plans are now much more concerned with ecosys-
tem resilience, as is the case with the plans of the Pantanal in Brazil,
Bolivia and Paraguay. Landscape conservation, the potential human
utilization of biodiversity and the existing policy and institutional
environment are also acquiring greater importance in ecosystem man-
agement, as exemplified by some recent assessments of terrestrial
ecoregions in Latin America and the Caribbean (BSP et al., 1995;
Dinerstein et al., 1995). In all, the role humans play in shaping ecosys-
tems is becoming better known. In coming years, it is likely that such a
role will be integrated in more sophisticated ways in the management
of ecosystems, to accommodate acceptable levels of resource use on a
case-by-case manner.

In terms of protected areas, 'paper parks' disjointed from local societies
and decided solely on the basis of donor funding are — it is hoped — a
feature of the past (Barzetti, 1993). Site selection for protected areas is
increasingly based on considerations of both biological value and social
feasibility (Amend and Amend, 1995). Increasingly, conservation and
development priorities are being integrated in strategies and plans
(Brown and Wyckoff-Baird, 1994; Wells and Brandon, 1994; Vane-
Wright, 1996). Studies are carried out to estimate the economic value of
biodiversity in specific territories (WWF, 1995) and to understand the
conditions in which community-based conservation develops and flour-
ishes (Pye-Smith et al., 1994; Western and Wright, 1995). And in-depth
understanding is sought as to how the commercial utilization of wild
species promotes or detracts from conservation (Freese et al., 1994).

The second aspect of the evolution of conservation could be called
"methodological-institutional". The key questions are: what means,
processes and institutions render conservation feasible, effective and

New approaches
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Social Sustainability

sustainable? No general answers can be provided to these questions,
but resources such as Beyond Fences can facilitate the extensive con-
text-specific inquiry necessary to provide local answers. If something
general can be said it is that conservation is a complex matter, involv-
ing a variety of perceptions and interests. At best, all such perceptions
and interests meet in designing and implementing plans and activities.
Polarized views — such as that "conservation is only a by-product of a
development agenda" or that "conservation is only a matter of sound
biological science" — contribute very little to real initiatives on the
ground. What is important, however, is to recognize that all conserva-
tion initiatives need to be accountable to somebody, and that local
communities are among the first to whom they should be accountable.

Increasingly, a variety of social groups are called on to contribute to
conservation efforts and receive benefits in return (McNeely, 1995;
Ghimire and Pimbert, 1996; Borrini-Feyerabend, 1996). Such benefits
may be economic, such as access to resources, or the sharing of rev-
enues in various private and public ventures (e.g., park fees, hunting
trophies, tourist enterprises, etc.). Or they may be cultural, such as the
respect of local sacred sites, or the simple recognition of local communi-
ties as the rightful stewards of local resources. The theory is very
simple: conservation is sustainable when, for all the relevant parties,
its benefits are greater than its costs. In practice, attaining this condi-
tion is invariably difficult. At times, even striking a balance between
conservation and local needs does not appear possible. In those cases a
conservation initiative should make the trade-offs very clear, make sure
that the appropriate authorities and stakeholders are aware and
involved, and support equitable solutions.

It is not our intention to provide a seamless definition of social sustain-
ability in conservation. On the contrary, we would like to explore the
concept in a broad way, starting from a variety of meanings usually
associated with it. Among these are the following:
• the maintenance or improvement of people's well-being over time,

based on an equitable distribution of costs and benefits of produc-
tion systems;

• the presence of resource management systems that allow for the
regeneration or replenishment of the resource base over time,
which will in turn depend on the resilience of a particular ecosys-
tem; and

• the inter-generational compromise by which present resource
users can guarantee future generations the right to a similar
resource base and lifestyle.

The above involve several considerations, whose relative weight can
only be judged within a specific context. Among others, these considera-
tions include:
• the security of access to resources and the security of tenure, as

the livelihood of many rural populations depends on them and on
the overall health of the natural resource base;

• the range of economic opportunities offered by the natural re-
sources, both to local populations and outside actors;

• the local institutional capacity for resource management;
• the local system of governance, rule of law and respect for justice,

including the traditional and customary law and resource man-
agement systems;
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• the recognition of the range of stakeholders involved in or vying
for the resources included in conservation initiatives; and

• the local and non-local conditions that allow for constructive
dialogue and negotiation between a wide variety of actors and
external factors (market, political and institutional climate, etc.)
and, in particular, for giving voice to people affected by conserva-
tion initiatives and who too often do not have the power to affect
them.

It is crucial to achieve a balance between the biological concerns of
conservation and the socio-economic and equity concerns of the people
involved. Innovative approaches are being carried out, but critical gaps
and unanswered questions still exist. These resource books have been
developed to help achieve such a balance in specific conservation initia-
tives. The people and institutions which contributed to develop them
are aware that no general answers or step-by-step guidelines can be
provided to the professionals involved in conservation. Yet, there are
meaningful questions, ideas, options, lessons from the past, concepts,
tools and processes that can help. Some of these have been gathered in
these two volumes.

The challenges ahead

15

Some questions, in particular, appear crucial to conservation and spell
out the challenges for the future in every specific site and territory.
Among these are the following:

• Can conservation find roots in local and indigenous
knowledge and institutions? Can it benefit both the environ-
ment and the cultural identity of local societies? Are local knowl-
edge and institutions open to integrate non-local lessons and
positive contributions?

• Who are the legitimate stakeholders in a given territory or
set of resources? Can they all afford to participate in conserva-
tion? Are they organized to represent themselves? Can they
contribute to conservation and receive benefits from it?

• Can the stakeholders enter into a partnership for conser-
vation? What criteria can best guide such a partnership and the
sharing of relevant rights and responsibilities in resource
management?

• Is anyone promoting a process of communication, negotia-
tion and conflict management among stakeholders? Can
the stakeholders develop an appropriate institution to be in
charge of resource management and respond to the changing
needs of the relevant ecosystems and people?

• Are there effective options for local stakeholders to meet
their needs (livelihood as well as cultural and identity
needs) alongside conservation or — ideally — because of
it? Are the existing legal, and institutional conditions — for
instance the national system of resource tenure and institutional
recognition — geared for this to happen? Are the existing eco-
nomic conditions — for instance, infrastructure, markets, credit
and taxation systems — geared for this to happen?

In many ways, seeking social sustainability means seeking practical
answers to these questions.
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1.1
Involving the
people

... the initiative has to be spe-
cific about who is expected to
participate in what activities,
and about why, how, when and
under what conditions.

This section considers the prospects and methods for participation in
practice. It helps the management team to answer the questions: "how
do we involve the relevant people in the conservation initiative?" and
"how do we get the stakeholders to participate?".

The team may find it helpful to visualize the degree of participation by
locating it along a continuum (see Figure 1). At one end is the classic
conservation project, which is controlled and run by specialists (na-
tional and/or expatriates), excludes the consideration of social concerns
and various existing capacities, and does not involve stakeholders
either in decisions or activities. At the other end are initiatives origi-
nated and fully controlled by stakeholders (e.g., communities, user
groups, associations, private owners) with no interference from the
agencies supposedly in charge. In between these extremes are various
models of shared control that present different opportunities for and
degrees of stakeholder participation.

Three main observations can be made. First: the location in Figure 1
(the actual de facto sharing of control) may not be sanctioned by law or
policy (de jure). Control can be exercised in many ways, not all neces-
sarily codified or explicitly mandated.

Second: stakeholder participation in an initiative has to be tailored to
fit the unique needs and opportunities of each context. In other words,
there is no 'best' place to be in the participation continuum. Different
approaches should always be compared in terms of benefits, costs and
expected effectiveness. A conservation initiative needs to find its appro-
priate niche in a specific historical and socio-political context and it is
within that context that it should be evaluated.

Third: no matter where in the continuum a conservation initiative is
'born' or 'set', its position may change. For instance, changes in legal,
political, socio-economic and ecological factors induce modifications in
institutional settings and/or management practices, and they in turn
affect the prospects (and needs) for stakeholder participation. In addi-
tion, facing concrete problems and 'learning-by-doing' often lead to a
better recognition of the opportunity to involve various groups, particu-
larly local people, in conservation.

Stakeholder participation presents different characteristics from place
to place and it usually varies, even within a specific place, over time. A
general consideration applies to all cases, however. Any initiative that
wishes to respond positively to social concerns has to assume a con-
scious philosophy and approach. In other words, it has to be specific
about who is expected to participate in what activities, and about why,
how, when and under what conditions. This first section of Volume 1
helps the team to define the existing conditions for participation and to
modify, accept or reject some specific options for action. In this sense,
the scale at which the initiative operates is crucial. Activities that are
feasible when dealing with a few communities may face serious con-
straints in time and budget when there is a large number of stakehold-
ers.

The professional team should foresee a number of difficulties and be
prepared to face them. While a conservation initiative that encourages
participation is likely to benefit from the new approach, it is also likely
to face new issues and dilemmas as a result of the involvement of
various groups and individuals.
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Figure 1

Section 1: Involving the People

Full control by Shared control by Full control by
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Participation in a conservation initiative: a continuum
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1.2
Key Questions

Key question 1.2.1 So far, who participates in the
conservation initiative?

• Who had the idea of the initiative?

• Who is funding it?

• Who is (was) involved in planning it? Who actually worked on a
management plan if one exists? Who made the major decisions about it?

• Who is responsible for implementing the initiative? Who is responsi-
ble for monitoring and evaluating it?

• Who knows and is regularly kept informed about the initiative and its
functioning?

• So far, who has taken action for the initiative? Who has provided
resources (human or otherwise)? Who has acquired benefits or suffered
damages?

• Have some individuals or groups complained because they have not
been informed, contacted, heard, involved or because they have been
treated unfairly, have not received benefits, etc.?

• Is there any obvious social bias in terms of who has participated so
far? For instance, have women, ethnic minorities, economically disad-
vantaged groups and various age groups been equitably involved in the
initiative?

For further reference Concept Files, Volume 2

Participation: why, what, when, how?
Social actors and stakeholders
Gender concerns in conservation
Indigenous peoples and protected areas
Local institutions for resource management
Equity in conservation
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Who are the main stakeholders?

• Who are the people and groups actually or potentially affected by and/
or concerned about the conservation initiative? Are there: historic
occupants, e.g., indigenous residents and regular transients? Local
settlers who were already in the area before the beginning of the initia-
tive? Recent migrants? Non-resident users of resources? Absentee
landlords? Major secondary users (e.g., buyers of products, tourists)?
Government agencies responsible for various resources? Local authori-
ties? Local and national politicians? Interested NGOs, peoples' associa-
tions, research institutions, staff of relevant development and conserva-
tion projects? Interested businesses and industries?

• How are the natural resources to be conserved being used at present
and by whom? Who specifically is having an impact on conservation?
Has this changed over time?

• Who are the people or groups most dependent on the resources at
stake? Is this a matter of livelihood or economic advantage? Are these
resources replaceable by other resources not in the conservation area?

• Who possesses claims — including legal jurisdiction and customary
use — over the resources at stake? Are several government sectors and
ministry departments involved? Are there national and/or international
bodies involved because of specific laws or treaties?

• Who are the people or groups most knowledgeable about, and capable
of dealing with, the resources at stake? Prior to the conservation initia-
tive, who was managing the resources? With what results?

• Are the stakeholders — and the stakeholders' interests in the re-
sources — geographically and seasonally stable (e.g., are there seasonal
migration patterns)? Are there major events or trends currently affect-
ing the stakeholders (e.g., development initiatives, land reforms, migra-
tion, population growth or decline in a specific area, etc.)?

Key question 1.2.2

• Has there been a similar initiative in the region? If so, to what extent
did it succeed? Who was in charge and how did local people respond?

Concept Files, Volume 2

Social actors and stakeholders
Biodiversity and rural livelihood
Indigenous resource management systems
Indigenous peoples and protected areas
Gender concerns in conservation
Population dynamics and conservation
Social concerns in resettlement programmes
Common property, communal property and open access regimes

For further reference
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Key question 1.2.3 Are all stakeholders able to participate?

• Are there social factors (e.g., literacy, gender, ethnicity) affecting the
ability of one or more stakeholders to contribute to and/or benefit from
the conservation initiative?

• Do any of the venues used for meetings exclude a particular group
(e.g., women, ethnic or religious group)? Is the language of meetings
comprehensible to all?

• Can all stakeholders afford to participate (e.g., can they afford the
time and/or expenses to reach a meeting venue)?

• Do all stakeholders feel comfortable participating (e.g., or are are
they concerned about being asked for contributions they cannot make;
do they fear being singled out or punished if they express themselves
freely)?

For further reference Concept Files, Volume 2

Participation: why, what, when and how
Social actors and stakeholders
Gender concerns in conservation
Poverty, wealth and environmental degradation
Governance and the rule of law
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How do stakeholders relate to one
another?

• Are there relationships of hierarchy or direct dependence among
stakeholders? Are there powerful families, clans or businesses capable
of influencing and controlling others? Is their power base stable or
changing?

• Are there factions or political groups that separate and/or cut across
stakeholders in the conservation initiative?

• What degree of autonomy do villages have? Do they collect taxes and
use tax revenues to support local development, or are incomes being
taxed to benefit others?

• Are the stakeholders' interests in the natural resources compatible
with one another or in conflict? If conflicts of interest exist, is violence
involved? Have the less powerful groups developed strategies to deal
with those conflicts? Is the conservation initiative affecting these
strategies? Is the initiative allied (or seen as being allied) with some
parties in conflict with others?

• Are the local conflicts muddled or clear to all? Are conflicting parties
discussing matters with one another? Is anyone facilitating the discus-
sion? Are there local mechanisms and institutions which can help to
mediate an agreement among them?

• Was there ever an agreement developed among conflicting parties
(with or without external support)? If yes, how was it achieved?

• Have the stakeholders any previous experience of working together?
If so, to what effect?

Key question 1.2.4

Concept Files, Volume 2
Social actors and stakeholders
Indigenous peoples and protected areas
Indigenous resource management systems
Conflicts in conservation
Equity in conservation
Decentralizing and devolving government

For further reference
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Key question 1.2.5 Are all the stakeholders organized?

• Are there local institutions for resource management? How do they
operate? With what results? Are they affected by the conservation
initiative? Are they, or are they expected to be, involved in it in any
positive way?

• Are all stakeholders organized in traditional institutions (e.g., clans),
or official associations, with members, rules, etc.? Alternatively, are
they organized informally or on an ad hoc basis, just for a specific
purpose? Are any of them not organized at all?

• Does a suitable system of representation exist for all important
stakeholders, so that they can play an active role in the conservation
initiative?

• If representation exists, is it legitimate and accountable to all the
relevant people? Is there any evident skewing in ethnic group, caste,
age, class, gender or focus of interest among the representatives?

• If no suitable systems of representation exist, can something be done
to help the stakeholders organize and interact with others?

• Has any stakeholder discussed the possibility of taking on some
specific responsibilities in the management of the resources at stake?

Concept Files, Volume 2

Social actors and stakeholders
Participation: why, what, when and how ?
Local institutions for resource management
Indigenous resource management systems
A project or a process?
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Have all the stakeholders been informed
and been heard about the conservation
initiative?

• Is the professional team working for the conservation initiative in
touch with the local stakeholders? With all of them? At the appropriate
level (e.g., at the level where people take and carry out decisions affect-
ing natural resources)?

• Were/are the stakeholders contacted, informed and listened to in
ways appropriate to their culture and level of literacy?

• Are all the stakeholders well-informed about the implications of the
conservation initiative, i.e., knowledgeable about the specific benefits
and costs actually or potentially accruing to them?

• Are the management and staff of the conservation initiative aware of
what various stakeholders feel, believe and are doing about the initia-
tive?

• Are some stakeholders collaborating with the conservation initiative?
How did the collaboration develop?

• Are some stakeholders actively opposed to the conservation initiative?
How does the opposition manifest itself?

Key question 1.2.6

Concept Files, Volume 2

Participation: why, what, when, how ?
Social actors and stakeholders
Gender concerns in conservation
Conflicts in conservation
Local knowledge in conservation
Cross-cultural communication and local media

For further reference

27



Beyond Fences: Volume 1

Key question 1.2.7 Is there political support for participation
in the conservation initiative?

• What is the political history of the area? Do local residents enjoy a
degree of autonomy from the national government? For instance are
local taxes used directly — at least in part — for local projects and
benefits?

• What is the local experience of participation? Is there any history of
political conflict associated with colonial, recent or contemporary
regimes? Are people usually confident or fearful in expressing their
opinions?

• Within the conservation community at local, national and interna-
tional (e.g., donors) level, is there support for a participatory approach
in the initiative at stake?

• What is the national government's attitude towards people's partici-
pation? Is the concept mentioned often or generally avoided? Is it used
as a slogan? Is it practised in restrictive ways? Is participation ever
repressed outright? Is it promoted and implemented in specific govern-
mental sectors (e.g., the health system)? If yes, are there lessons
learned there that can be of use in the conservation initiative?

• What is the attitude of the local government administration towards
people's participation? Are local people usually informed and consulted
about important decisions? Are they involved in development activities?
In general, is the contribution of local people and groups recognized and
valued by the local administration?

• Is people's participation in the conservation initiative likely to affect
the distribution of power in the local area? If so, how are those ad-
versely affected likely to respond? Are there individuals or groups (e.g.,
a major land-owner or armed resistance group) who may feel free to act
outside legal constraints and affect people's participation in the initia-
tive?

For further reference Concept Files, Volume 2
Participation: why, what, when, how ?
Gender concerns in conservation
Local institutions for resource management
Equity in conservation
Indigenous peoples and protected areas
Governance and the rule of law
Decentralizing and devolving government
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Is there a legal and institutional
environment favourable to participation?

• Is there a national or regional strategy for conservation? Does it make
provision for recognizing local interests and capacities?

• Does the law recognize local actors (such as organized groups of
resource users) as entities with legal status, the capacity to assume
responsibilities, and the capacity to acquire benefits and share them
among their members?

• Where stakeholders are involved, are they given equitable represen-
tation and 'weight' in the discussion and negotiation processes?

• What types of local institutions for resource management are offi-
cially recognized in the country? Are these also present at the site of the
conservation initiative? If not, are they at least known by the local
people?

• Are there — in the country or locally — peoples' associations and
NGOs that could play a role for the conservation initiative? Are they
known by the locals? Do they have any vested interests which could
affect their acceptance by the local actors?

• Is the central government effectively sharing authority and responsi-
bility with its regional, district and local representatives? Is there any
specific legislation regulating such a "decentralization" process? Is that
legislation actually implemented?

• In general, are policies and laws implemented and respected in the
country? Is there a fair judicial system in place? Do people know and
trust the system? Are there social pressures by which people feel bound
to comply with norms, rules and agreements?

Key question 1.2.8

Concept Files, Volume 2

Indigenous resource management systems
Local institutions for resource management
Collaborative management regimes
Conflicts in conservation
Governance and the rule of law
Decentralizing and devolving government
Common property, communal property and open access regimes.

For further reference
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What specific channels, mechanisms and
human resources are available to support
participation?

• Are there channels to inform and consult stakeholders about the
conservation initiative (e.g., local journals, meeting places, bulletin
boards, etc.)? Are they being used for this purpose? Are there specific
events (celebrations, rituals, markets) where information can be passed
on?

• Are there specific places where stakeholders can interact with the
promoters, managers and staff of the conservation initiative and pro-
vide advice, discuss activities, and promote or oppose decisions?

• Is there any institution or individual who does or could facilitate a
process of negotiation among different stakeholders to achieve a man-
agement agreement acceptable by all? Is assistance available to identify
and deal with conflicts?

• Could future agreements result in written and signed documents?
Could some person or institution provide a secretariat for that?

• Could future agreements be legally binding? On what legal basis?
Could someone provide legal counselling to develop an agreement?
Would there be a body to settle controversies, should they arise?

• Are there ways by which stakeholders can invest in the conservation
initiative (e.g., in terms of money, labour, opportunity costs) with the
expectation of future returns?

For further reference Concept Files, Volume 2

Indigenous resource management systems
Decentralizing and devolving government
Managing conflicts in conservation
Governance and the rule of law
Collaborative management regimes
Cross-cultural communication and local media
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What economic resources are available to
promote participation?

• Do those funding the initiative recognize the need to involve local
stakeholders? Are they earmarking specific funds for that purpose?

• Are the stakeholders themselves contributing or willing to contribute
(in cash or kind)?

• What is the likely, and what is the optimum, time period over which
funding for stakeholder participation in the initiative could be pro-
vided?

Key question 1.2.10

Concept Files, Volume 2

Participation: why, what, when, how?
Local institutions for resource management
Indigenous resource management systems
A project or a process?
Economic valuation in conservation
Incentives and disincentives to conservation

For further reference
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1.3
Indicators of
participation

32

Percentage of people (or proportion
of stakeholders) who express
confidence in being able to
influence the initiative

Local "ownership" of the initiative
(locals talk about it with interest,
pride, concern, energy, passion)

Variety of viewpoints and pro-
posals put forth during meetings
where the initiative is discussed

Level of open disagreement
expressed in meetings where the
initiative is discussed
(positive indicator!)

Ability of management and staff to
list the main stakeholders, their
key interests and concerns about
the initiative, name a representa-
tive for each stakeholder and illu-
strate the activities carried out to
involve them in the initiative

Ability of stakeholders to represent
themselves in discussions about
the initiative, to articulate their
own interests and concerns and to
negotiate agreements with others

Stakeholders are very reluctant to
talk about the initiative. Answers
to questions are yes/no type and
the topic is avoided, especially
when 'outsiders' are present

Locals talk about the conserva-
tion initiative as "your project" or
with obvious resentment

Locals create derogatory names,
songs or skits about the initiative

Major meetings to take decisions
about the initiative are poorly
attended and some key stakehold-
ers are not represented at all

Meetings are dominated by one
person or group pushing sectarian
interests

Some stakeholders strongly
oppose the initiative, but were
never given an opportunity to
discuss their concerns with the
management of the initiative and/
or other stakeholders

Opposition is expressed via acts of
rebellion and violence, possibly
anonymous (e.g., destruction of
information signs associated with
the protected area)

Indicators

Percentage of local people (or pro-
portion of stakeholders) who know
about the conservation initiative,
its objectives and management
procedures, what to do to contact
its management, etc.

Warning flags

Several stakeholders and
even key local people (e.g.,
traditional authorities)
are not aware of the
initiative



Indicators

Extent to which local leaders
support the initiative and
attract community support for it

Number and relevance of activities
(in the conservation initiative) in
which local actors play an active
role (e.g., as salaried staff, key
advisors, evaluators, etc.)

Number of local groups and
associations that have regular
relationships with the initiative

Percentage of local people (propor-
tion of stakeholders) who say they
appreciate the conservation initia-
tive and derive benefits from it

Average net flow of "investments"
in the initiative (per household or
per stakeholder, as appropriate)

Percentage of local people (or
stakeholders) who say they have
entered into a relationship or part-
nership with other local groups
because of the initiative

Percentage of local people (or stake-
holders) willing to enter into colla-
borative management agreements
or take charge of the initiative

Provision of resources and other
forms of support for people's
participation from local/regional/
national government

Section 1: Involving the People

Warning flags

Most stakeholders lack
organization and formal
representation

Local leaders (traditional
and governmental) are unable to
enforce rules and sanctions

Community protects those who are
damaging the initiative (e.g.,
warning off poachers so they can't
be apprehended)

The initiative is entirely run by
non-locals and/or expatriates

The majority of respondents of a
given group (e.g., women, or an
ethnic minority) state that they
receive no benefits whatsoever, or
are actually worse off because of
the conservation initiative

No local investment (in cash or
kind) has ever been made in the
conservation initiative

Emergence of new conflicts among
stakeholders
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1.4
Options for
action

The following options for action offer some ideas on how local people
can be included in a conservation initiative. These need to be consid-
ered in the light of specific circumstances to judge whether they are or
are not appropriate. You will undoubtedly think of other options as well.
The list of options for actions should not be viewed as a step-by-step
procedure, although it is set out in the order in which options would be
logically considered. (For example, you will need to have identified the
stakeholders and informed them about the initiative before you can
consider involving them in a planning exercise.) Also, some of the
options below are alternatives to one another and need to be compared
in terms of appropriateness to the particular context.

The list of options is divided into three groups according to type of
activity. These are:

Options to identify stakeholders and inform them about the
conservation initiative

1.4.1 Inventory of actual/potential stakeholders
1.4.2 Stakeholder analysis
1.4.3 Information campaign
1.4.4 Public relations service
1.4.5 Environmental discussion sessions

Options to build on the capacities of stakeholders and develop
long-term, supportive relationships among them and the
conservation initiative

1.4.6 Promoting internal discussion within each stakeholder
group

1.4.7 Helping stakeholders organize
1.4.8 Meetings and workshops to build bridges among

stakeholders
1.4.9 Visits to similar initiatives with strong participatory

components
1.4.10 Strengthening local institutions for resource management
1.4.11 Conservation Councils
1.4.12 Institution for conflict management
1.4.13 Training and incentives for staff and recruitment to fill

gaps in skills
1.4.14 Promoting an effective legal basis for participation

Options to involve the stakeholders in the management of the
conservation initiative

1.4.15 Assisting local communities to develop their own
conservation initiatives

1.4.16 Participatory appraisal and planning
1.4.17 Collaborative management agreement
1.4.18 Collaborative management institutions
1.4.19 Devolving the initiative to local institutions
1.4.20 Participatory monitoring and evaluation
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Inventory of actual/potential stakeholders Option for action 1.4.1

 For further reference
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Undertake an inventory of local groups, individuals, institutions,
organizations and initiatives with interest and/or involvement in
resource management. Take care to include those who use the resources
on an erratic or seasonal basis as well as secondary stakeholders (i.e.,
those who have a 'downstream' interest in the resources, such as users
of water flowing from a wetland or purchasers of products acquired
from the conservation area). Potential stakeholders (i.e., those likely to
acquire an interest as a result of future development of the conserva-
tion initiative, such as tourism-related businesses) should also be
considered.

A stakeholder inventory is appropriate when the structure of local
communities is relatively simple and the stakeholders are easily identi-
fiable. The exercise can be undertaken in a round-table brainstorming
session with field staff and the management of the conservation initia-
tive. The inventory will provide an overview of the actual and potential
stakeholders and their relative importance and strength. It will also be
of great value in indicating the diversity and complexity of the interests
which need to be taken into account. In fact, it will provide a basis upon
which to identify key partners or groups to participate in the various
aspects of the initiative.

After the brainstorming you may want to contact those groups and
discuss with them their position regarding the conservation initiative.
Consider carefully who is representing the views of the groups, and
what biases the positions may reflect. You might want to collect infor-
mation from more than one member in each group.

Potential obstacles that could be encountered in this exercise are
distrust between local people and official agencies, and language and
cultural barriers, all of which can hamper the collection of information.
Also, inventories need to be updated often to retain their relevance to
the initiative.

See Question 1.2.2, Volume 1; and Examples 1a-c in Section 6, Volume 2
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Option for action 1.4.2 Stakeholder analysis

Undertake a detailed stakeholder analysis, identifying the relation-
ships of relevant groups and individuals to the area and resources
affected by the initiative. Identify local decision-making organizations,
the way decisions are made and the holders of relevant specialist
knowledge in the community (e.g., resource user groups). Assess the
effects the initiative will have on them. Also identify those who could
organize activities to discuss and promote participatory prospects in the
initiative. Analyze the roles and responsibilities of the various groups
and individuals and the ways they could be affected by the initiative.

Specifically include in the study an analysis of the individuals and
groups affected by impacts on employment, wealth, nutrition and
population dynamics. Consider gender, age, ethnic and class variables.
Pay particular attention to any effects the conservation initiative could
have on vulnerable groups (e.g., refugees, ethnic minorities).

A stakeholder analysis is more appropriate than an inventory (option
1.4.1) when the communities affected are complex and the stakeholders
and their relationships to the resources are not easily identifiable. A
stakeholder analysis requires more time and resources than an inven-
tory, since the analysis is usually carried out in the field and involves
participatory exercises and the collection of new data.

The use of natural resources is typically characterised by diverse and
conflicting interests. For instance, many local communities are socially
stratified; knowing the different interests of the various members will
help in organizing their participation in the initiative as well as in
developing local resource management institutions. Undertaking a
stakeholder analysis will also provide a frame of reference for further
steps in the initiative and for dealing with various consequences and
conflicts which may emerge.

A possible constraint to this exercise is that it requires more expertise
in social analysis and community consultation techniques than a
stakeholder inventory. Undertaking an analysis can also be costly and
time-consuming and, as with inventories, the end product will need to
be updated to maintain its relevance to the initiative.

For further reference See Questions 1.2.2, 1.2.3 and 1.2.4, Volume 1; Information Gathering
and Assessment in Section 5, Volume 2 and Examples 2a-c in Section 6,
Volume 2.
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Information campaign

Set up a campaign to inform people about the conservation initiative,
its goals, ways of working, its benefits, and the ways in which local
people and groups can become involved and benefit from it. If there are
prejudices or false information about the initiative, specifically aim to
dispel them. Be clear about any potential costs and about what the
initiative will and will not do, so as not to create false expectations.
Involve local institutions, schools, NGOs, women's groups, community-
based organizations, government, and cultural and religious institu-
tions, as appropriate.

Care must be taken to ensure that the forums and methods used do not
exclude some sections of the community. For example, some traditional
systems may marginalize women and minority groups. Be aware of
literacy levels among the stakeholders and adopt suitable communica-
tion methods. Use at least some information tools which are not de-
pendent on literacy, such as community meetings, street theatre, or
pictorial posters. Household visits may be appropriate where the popu-
lation is relatively scarce and scattered and literacy levels are low.

As a first step, investigate appropriate ways and means to reach spe-
cific user groups. Some may prefer to run their own campaigns with
assistance from the initiative. These can interact with the 'official'
information dissemination process.

Freely distributed information can help build trust between the man-
agement of the initiative and the local stakeholders. A comprehensive
information campaign can also greatly increase the level of local aware-
ness, not just about the initiative but about the general state of local
resources. Such a campaign will foster a better understanding of the
initiative's benefits and costs in both the long and short term. It can
also be used to request the stakeholders to identify themselves. If the
campaign is used for this purpose it is best to make the request for a
display of interest quite general, using simple and comprehensive
criteria to define stakeholders.

As a word of caution, problems may arise if information about the
conservation initiative is inadequate. Faulty or conflicting information
can create a suspicion that the managers are 'hiding something'.

Option for action 1.4.3

See Questions 1.2.6 and 1.2.9, Volume 1; Social Communication in
Section 5, Volume 2 and Examples 3a-f in Section 6, Volume 2.

For further reference
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Option for action 1.4.4 Public relations service

If the conservation initiative is large, set up a public relations desk. It
should be a place where people can visit to ask questions and offer
alternative ideas. It may also be a place to disseminate information, an
entry point for relevant databases and, possibly, a coordination centre
for consultants and training. Even if the initiative is small, the staff
should ensure that local people feel welcome at all times.

Provide an area with an information display about the initiative and
show how further information can be requested. Ask local schools,
institutions and individuals to visit the display and pose questions.
Have a highly-visible suggestion/complaints box (this will work best
where people know how to write and are comfortable writing com-
ments). Provide information on the decision-making processes affecting
the initiative. If local actors are to influence these processes they need
to be aware of how they operate and of the responsibilities of the vari-
ous agencies involved.

Present information in ways that are appropriate to the area and the
initiative. Are the potential users likely to be literate? Consider pam-
phlets and posters, presentations to schools and churches, guided tours
of the conservation area, and audio-visual displays. Recruit local people
(artists, teachers, business-people) to design and present the informa-
tion. Avoid using techniques which give the impression that the initia-
tive has "lots of money" or is top-down and owned by the staff working
for it; in some communities, audio-visuals may have this effect. This
can lead to unrealistic expectations of what the initiative can provide
and undermine efforts to create a dialogue.

It is important that information be made available in the local lan-
guage, and that it is up-to-date with solid content, to be as useful as
possible. A system should be put in place which ensures that all re-
quests for information are dealt with promptly and that people are kept
informed of actions taken in response to any suggestions or complaints.

By collecting views and information, the service can also act as a moni-
toring mechanism, picking up on local perceptions, identifying sensitive
issues and stakeholder conflicts as well as positive experiences related
to the initiative. It can also be the basis for networking on key issues.

For further reference See Questions 1.2.6 and 1.2.9, Volume 1; Social Communication in
Section 5, Volume 2; and Examples 4a-d in Section 6, Volume 2.
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Environmental discussion sessions

Organize discussion sessions in local communities, in the local lan-
guage, emphasising a dialogue approach and using techniques and tools
that are culturally appropriate and appealing (e.g., theatre, games,
audio-visuals, competitions). Include information on the initiative and
its benefits in the local area.

There are many ways to discuss environmental matters that are user-
friendly, fun and involve the whole community, including children and
the elderly. For instance, helping people to develop a slide show on local
problems and resources can be very effective in raising awareness.

The need for conservation should be presented in a non-judgmental way
and ideally should arise spontaneously from discussions. People may
not be aware of the problems created by their actions or they may be
aware of the damage but have few options (e.g., an influx of migrants
may have reduced the land available or modern schooling may have
meant a loss of traditional knowledge). If people are struggling for
survival, they may have no alternative but to rely on the resources in a
protected area.

Discussions allow the staff to learn local people's rationale for their
actions. Open-ended discussions may improve their understanding of
the causes of environmental problems. Staff can then look for solutions
that local people feel are beyond their control. Once people have as-
sessed for themselves the importance of conserving natural resources,
encourage them to discuss what this implies for their life and work; the
costs and benefits of changes; and possible activities to limit costs and
optimize benefits. When project staff contemplate a new activity to
provide alternative income or replace resources, they would be wise to
hold a series of these discussions as a way to sound public opinion.

Hold regular follow-up sessions; one cannot expect a single event to
have an impact. Scheduling regular sessions will be appreciated by
local people as evidence of staff commitment. Use techniques that are
culturally appropriate and financial resources in line with local life-
styles. Also, be prepared to manage possible conflicts (e.g., one group or
individual may blame another for the damage to the environment).
Lively and meaningful discussion is likely to include differences of
opinion.

Section 1: Involving the People

See Questions 1.2.6 and 1.2.9, Volume 1; Concept File 4.29 (Cross-
cultural communication and local media), Volume 2; Social Communi-
cation in Section 5, Volume 2; and Examples 5a-f in Section 6, Volume 2.

For further reference
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Once the stakeholders in the conservation initiative have been identi-
fied, contact all of them to request their opinions/advice on various
issues and activities, including activities they can undertake them-
selves. Encourage them to discuss the initiative and the costs and
benefits it could bring to the individuals and groups that constitute
each separate interest. Each stakeholder group will have a different
view depending on their relationship to the resources in question. By
first discussing the initiative among themselves, they can clarify their
own position before meeting for discussions with other stakeholders.
This is a particularly important step to build confidence among less
powerful and articulate groups.

Holding discussions within their own interest group encourages stake-
holders to clarify their concerns and possibly develop a sense of owner-
ship in the initiative. For the managers of the initiative, the process
provides an opportunity to gain insight into the perceptions and inter-
ests of local actors and to identify common interests and potential
conflicts.

Some stakeholders will not be organized into any sort of group. Bring-
ing them together with others who have common interests can take
time and there may be some resistance to discuss matters in an open
way when people do not know each other. In such circumstances a
facilitator may be needed to call a meeting and make sure that the
agenda brings out the common interests of the group. Where there are
migratory or erratic resource users, bringing these groups together can
be a time-consuming exercise.

The way the meetings are conducted is important. In general, the staff
of the conservation initiative should not participate, but should be
available to provide any information the stakeholder group may need.
It should also be clear that the management of the initiative looks
forward to an open and constructive relationship with the organized
stakeholders.

For further reference See Question 1.2.5, Volume 1; Information Gathering and Assessment in
Section 5, Volume 2; and Examples 6a-f in Section 6, Volume 2.
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Helping stakeholders organize

Where there are power differences that disadvantage some stakehold-
ers, the balance may improve if such stakeholders organize themselves
in formal or informal ways. Help such stakeholders to organize (e.g., by
offering information, training in managerial and financial skills, access
to credit, opportunities to meet with organized groups, opportunities to
discuss issues with specific bodies, access to technical, organizational
and legal advice, etc.). In particular, non-organized resource users could
be assisted to represent themselves in discussions regarding the conser-
vation initiative (travel support, per diems, etc.).

Every stakeholder will have different information, concerns and inter-
ests which need to be considered and developed. Making sure that all
stakeholders are able to develop their own position and form of repre-
sentation may initially result in more challenges to the initiative. In the
longer term, however, through mass mobilization or putting local
knowledge to good use, the initiative can greatly increase the level of
local support and provide an effective counterbalance to destructive
outside forces.

In providing such assistance, it is important that the approach is
compatible with the culture and practices of the stakeholders con-
cerned. Whenever appropriate, work within existing social gatherings
by adding the conservation issue to existing agendas, rather than
holding separate meetings. Avoid setting up new organizations unless
there is no alternative. Where some stakeholder groups are particularly
vulnerable and have little influence with other stakeholders and deci-
sion-makers, you may consider providing support to an umbrella or-
ganization, which would group the same interests from a variety of
communities (see Example 7a). An umbrella organization may be very
effective in attracting funding and expertise to assist stakeholders, and
to thus increase their bargaining power.

The duration and scale of the initiative will affect the extent to which
stakeholders need to organize (e.g., as informal groups with a common
interest or as a formal representative system). It must be remembered
that building organizational skills among a disparate group is always a
slow process. People need to feel that being part of an organized group
is necessary to protect their interests.

Option for action 1.4.7

See Questions 1.2.3 and 1.2.5, Volume 1; and Examples 7a-d in Section
6, Volume 2.

For further reference
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Option for action 1.4.8 Meetings and workshops to build bridges
among stakeholders

Organize a series of meetings or workshops with representatives of as
many stakeholders as possible, to discuss the need for the initiative and
to encourage them to share their views. Start the meeting on a neutral
tone, e.g., provide information about the environment and the aims of
the conservation initiative. Where there are conflicts among stakehold-
ers, such an approach will help people settle into the subject and feel
more comfortable with each other. If necessary, sensitive aspects (such
as local causes of environmental damage, or disproportionate benefits)
can be dealt with in follow-up meetings.

Be sensitive to when people are ready to come together. They won't
cooperate if the meeting is imposed on them. Build on concepts of
mutual assistance and common interests. Be aware of power structures
within communities and institutions which may inhibit some stake-
holders from contributing. Work on avoiding this as much as possible.

If appropriate, invite local authorities, local leaders, etc. to the meet-
ings but make sure their presence does not make people feel uncomfort-
able when they are expressing their opinions. Pay attention to timing,
so that everyone can attend (e.g., women who are busy with household
chores). Note who attends and who does not. In planning subsequent
meetings, think about how to better contact and attract those who did
not attend.

Hold meetings in the local language. Document the discussions and
make sure that all participants know when and where they can see
copies of these records and copies of any conclusions reached.

The facilitation of these meetings is crucial to their success. If meetings
are well-managed, they can provide an opportunity for each stakeholder
to hear and appreciate others' views and concerns. This is the basis of
constructive interaction among the various interests. If meetings are
poorly organized and facilitated, then some stakeholders may not be
heard or may be intimidated by others, losing resources and goodwill.
When meetings are not successful, positions tend to become entrenched
and parties become less, rather than more, trusting of one another.

For further reference See Question 1.2.4, Volume 1; Concept Files 4.10 (Local knowledge in
conservation) and 4.15 (Conflicts in conservation), Volume 2; Participa-
tory Planning in Section 5, Volume 2; and Examples 8a and 8b in
Section 6, Volume 2.
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visits to similar Initiatives with strong
participatorf components

Organize visits to similar conservation initiatives where local people
are successfully and positively involved. Stakeholders can be offered
travel support to meet with similar groups and discuss their methods of
participation and problem-solving. In preparation for the visit, you may
discuss what they should look for, what they can expect to learn and
who should go. Follow up with a shared debriefing on lessons learned.

Such visits can be very encouraging for local people, provided the area
to be visited has similar problems, a similar culture, and a similar level
of resources. The visits provide visible proof that the environment can
be improved and that stakeholders can play an important part in the
process. Hearing positive information from people like themselves and
being able to see concrete results is usually much more convincing than
information given by officials or the staff of the initiative. It also pro-
vides people with a realistic picture of what is involved in participating,
as they talk to people who have been through similar experiences and
analyze the problems they encountered and the mistakes they made.

The visits can also assist in building bridges among stakeholders as
they share the experience and establish personal relationships. Long-
term networks can be established with the people in the demonstration
area so that both groups continue to share information and support.

An important point to note is that the area visited must be comparable
in terms of natural resources, issues, culture and language. This may
not be easy to find in the vicinity. If greater distances are involved, the
time and cost involved may decrease the enthusiasm and interest of the
local stakeholders and/or funders of the initiative.

There are several issues that need to be considered for this option.
Avoid looking only at successes; much can be learned from groups who
are experiencing problems. Problems will alert visitors to the potential
pitfalls of an initiative. Make sure that a broad range of stakeholders
join the group, not just those who are already positive about the conser-
vation initiative. And beware of visiting one area too frequently. Ex-
plaining their programme to too many visitors without receiving recip-
rocal benefits can become a burden to 'model communities'.

Option for action 1.4.9

See Examples 9a-d in Section 6, Volume 2.
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Option for action 1.4.10 Strengthening local institutions for
resource management

Whether local institutions for resource management (e.g., a forest
management committee or a fisherman's group) have a long tradition or
are recently established, they can be positively involved in the conser-
vation initiative through specific roles. They can be helped to streng-
then themselves by being provided with technology, credit, training (in
administrative, managerial and technical skills) or through links with
other organizations. But avoid disrupting the local economy, undermin-
ing self-reliance or altering social relations, all of which may bring
unexpected negative consequences. The initiative should not act in
ways which create or worsen disharmony between local interests. For
instance, while the power of anti-conservation groups can at times be
broken by external interventions, this may not be wise in the long run.
They will still be part of the community and may disrupt conservation
in many ways. It is better to involve them than to antagonise them.

Enabling local institutions to strengthen their involvement in resource
management increases local autonomy, decreases dependency on na-
tional and international institutions and funding, and increases pros-
pects for effective local participation in the initiative. Because commu-
nities may be stratified, and because there are usually many stakehold-
ers in a conservation initiative, local institutions can become important
mechanisms for integrating and mediating between various interests.

In some countries (especially post-colonial ones) local institutions may
be weak or nonexistent in significant policy areas, including conserva-
tion. It will not be easy to establish new institutions or build up weak
ones in such cases. Much time and expert personnel may be needed. It
will also take time for any new institution to gain legitimacy. On the
other hand, the approach can result in lasting benefits for local commu-
nities and the conservation initiative, as local organizations develop the
capacity to promote, manage and monitor environmental measures.

The mere existence of local institutions is not enough. They need to be
supported by policies and/or legislation which recognizes their right to
be involved and to undertake specific tasks (see option 1.4.14).

For further reference See Questions 1.2.5, 1.2.7 and 1.2.8, Volume 1; Concept Files 4.2 (Indig-
enous Resource Management Systems) and 4.3 (Local Institutions for
Resource Management), Volume 2; and Examples 10a-e in Section 6,
Volume 2.

44



Section 1: Involving the People

Conservation Councils

Set up a Conservation Council and include representatives of all major
stakeholders. A council can provide a key advisory (not decision-mak-
ing) role and serve as a forum for discussion and consultation among
stakeholders. It can identify and discuss resource use, management and
tenure; interpret national laws and legislation; draft relevant regula-
tions; identify research needs and needs for infrastructure support,
services and policies; and propose specific activities. The council may
also be called on to approve/endorse the operating plans of the conser-
vation initiative. But a council, unlike a Collaborative Management
Institution (option 1.4.18), is not usually a decision-making body.

Membership in the council will give stakeholders the chance to build
skills in procedures policy and negotiating, and will provide an over-
view of environmental concerns. Members and the groups they repre-
sent will likely gain a greater sense of responsibility for the initiative.
Over time, if appropriate, the council could provide the basis of a
collaborative management institution with decision-making authority.

Because of the council's importance in protecting local interests and
disseminating information, members must be representative and
accountable, and discussions must not be dominated by a few individu-
als or groups. All members should have a clear understanding of the
council's purpose, roles and powers. They should represent all major
stakeholders and both genders. Take care to balance interests; if com-
mercial activities each have a representative, so should each environ-
mental group). Most of all, ensure that less powerful stakeholders with
prior rights (e.g., marginalized ethnic groups) do not lose those rights
by being subsumed into a group dominated by more powerful players.
The council's convenor should be 'neutral' (an NGO or a respected
community leader). A chairperson should be elected early on.

Be cautious where there are many stakeholders and diverse interests.
The more members there are, the more difficult and expensive it can be
to bring them together regularly. The more diverse the interests, the
harder it will be to reach agreement. Give thought to paying members
who incur expenses or undertake significant responsibilities. Frustra-
tion with the system can undermine local support for the initiative.

See Questions 1.2.4, 1.2.7, 1.2.9 and 1.2.10, Volume 1; Concept File 4.16
(Collaborative Management Regimes), Volume 2; and Examples 11a-c in
Section 6, Volume 2.

For further reference
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Option for action 1.4.12 Institution for conflict management

Ask local people about traditional methods of conflict management
(mediation, negotiation, etc.). Build on what exists, identify a relevant
new body (e.g., a local council) or nominate an individual to mediate
and deal with conflicts between stakeholders and the initiative's man-
agement, or among stakeholders. This body or person should be widely
respected, and have the trust of all parties involved, particularly indig-
enous groups. Keep gender issues in mind; both men and women should
have confidence in the system adopted. The mediating body must be
sensitive to power imbalances between stakeholders (users, regulators,
etc.) and be able to maintain a neutral position in the conflict.

Conflict can undermine the viability or sustainability of an initiative.
Establishing a formal conflict management system acceptable to all
parties prevents conflicts from developing to the point where they are
unresolvable and/or violent. Setting up such a system is very complex,
however, and should be done only after lengthy public discussion and
an exhaustive survey of existing mechanisms (courts, rituals, etc.). Any
mechanism established by a short-term project is not likely to be sus-
tainable. Staff must ensure that any new mechanism complements
existing systems and doesn't compete with them or the authorities that
run them (be they local shamans or police). The initiative can really
suffer setbacks if the staff don't involve the full range of stakeholders.

There are two main kinds of conflict: conflict among users, and between
users and managers/regulators. Each may require a different approach.
Conflict among users is often resolved by a commonly accepted media-
tor. Social and community pressure for compromise can also help. With
major power differences it is more difficult; even more so when users
and a regulating agency disagree. Often there is a strong sense of
mistrust between them, the sides are not equal in strength, community
pressure is ineffective and there is political pressure to settle issues
quickly and without compromise.

Several factors are particularly important. The conflict management
institution must not be seen as being aligned with any party, including
management. Those entering into agreements must have the authority
to represent their groups. And the conflict management institution
must have some power (coercive and/or moral) to enforce agreements.

For further reference See Questions 1.2.4 and 1.2.9, Volume 1; Concept File 4.15 (Conflicts in
Conservation), Volume 2; Conflict Management in Section 5, Volume 2;
and Examples 12a-d in Section 6, Volume 2.
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Training and incentives for staff to fill gaps
in skills

Initiate training for the expatriate, local and/or counterpart staff in
social communication skills and participatory methods of appraisal,
planning, monitoring and evaluation. Emphasize the attitudinal change
needed to promote local participation in the initiative and to orient
work towards a more "enabling/promoting" role rather than a "control-
ling/providing" one. You may also consider establishing a system of
incentives for the staff of the conservation initiative to reward those
who succeed in promoting local participation. This option is not always
appropriate, however, and may actually result in 'fake' participation.

It is important to train the staff who actually work with the local people
and other stakeholders. Those at management level should also be
trained so that they appreciate and endorse the new approach being
adopted in the field. This kind of training not only builds skills, it also
raises awareness of the abilities and resources of local people and how
they can be utilized to make the project more successful. It builds the
confidence of field staff in being able to deal with problems with stake-
holders so they are more likely to respond in a helpful, constructive way
rather than by simply imposing their authority. Training and incentives
encourage the staff to become more interested, creative and dedicated
to their work.

Training must be relevant to the tasks staff are expected to perform.
Most staff members welcome the chance to increase their skills; this in
itself is an incentive to better performance. But promises of training
that are not kept, or omitting some people from training, can make staff
resentful. At best, training should be carried out by people working on
similar tasks in similar initiatives who have the capacity to impart
knowledge using specific examples. It should be backed up by a period
of supervision in the field and by ongoing support until staff are confi-
dent with their new roles and skills. A professional may need to be
recruited on a temporary basis to perform this role (see case study 13d).
At times, it may be necessary to hire a person (e.g., an applied social
scientist) specifically to deal with social concerns. He or she would
ensure that participatory processes were adopted when identifying and
responding to key issues, writing management plans and monitoring
and evaluating results.

Option for action 1.4.13

See Question 3.2.6 and Option 3.4.3, Volume 1; and Examples 13a-d in
Section 6, Volume 2.

For further reference
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Option for action 1.4.14 Promoting an efffective legal basis
for participation

Assess the legal basis (legislation, policies and guidelines) for participa-
tion of local communities in the conservation initiative. Include an
assessment of the status of local institutions for resource management,
recognition of communal property regimes, status of local groups (ver-
sus governmental agencies with jurisdiction over the body of resources
at stake), women's rights to property, etc. Where the legal basis for
participation is unclear and/or ineffective, consider hiring a legal
councillor to draw a proposal for policy change to submit to the appro-
priate authorities.

The existence of rights in law is not enough in itself. If the process for
claiming those rights is expensive, complicated or slow, the stakehold-
ers, especially the poor, are usually not able to take advantage of them.
Such aspects of legislation need to be assessed.

Where changes are needed, more appropriate policies and laws can be
promoted via national/regional workshops, national/regional reviews of
laws, submissions to the national or local government and political
campaigning.

For further reference See Question 1.2.8, Volume 1; Concept Files 4.3 (Local institutions for
resource management) and 4.17 (Governance and the rule of law),
Volume 2; and Examples 14a-d in Section 6, Volume 2.
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Assisting local communities to develop
their own conservatlon initiatives

Through participatory processes, identify which conservation initiatives
are already being undertaken or planned in the area, either by the
community or by others. Ask local stakeholders which activities they
would like agency assistance for, or with which agency operations they
would like to be involved. Discuss with them appropriate ways by which
this involvement could be achieved.

This option reflects a belief in the value of bottom-up development.
Listening to local people and letting them determine the appropriate
areas and levels of involvement by outsiders will build self-esteem in
the community, and assist in the establishment of constructive interac-
tion between the local community and outside agencies. If the wish for
involvement and/or the need for an initiative have come from the
community, the commitment to joint planning and management proc-
esses is likely to be sustainable.

Option for action 1.4.15

See Question 1.2.1, Volume 1; Social Communication, and Planning in
Section 5, Volume 2; and Examples 15a-f in Section 6, Volume 2.

For further reference
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Option for action 1.4.16

For further reference

Facilitate participatory appraisal exercises (also called participatory
action research) by a variety of stakeholders. Deal with the local bio-
logical and socio-economic environment, with specific reference to
existing interests, capacities and concerns relating to the conservation
initiative. Facilitate the development of specific proposals (participatory
planning) which can be then submitted to the judgement of the local
residents at large (e.g., via referendums, open meetings, etc.) and/or
further discussed by the authorities in charge. Ask community groups
for suggestions on how they can use their own management systems for
the conservation of an area. Compare their suggestions with the ideas
of the staff of the conservation initiative. Identify and discuss ways of
integrating proposals from different sources. Look out for conflicts and
discuss ways of accommodating these.

This process safeguards against technocratic planning being imposed
from outside, which too often ignores the interests and capacities of
local communities and other stakeholders. Involving affected parties in
identifying relevant issues and potential activities can increase their
knowledge and appreciation of the initiative and give them a sense of
ownership in its future direction. It can also help to reduce the poten-
tial for conflict in the implementation stage. In turn, involving the staff
and management of the initiative in the exercise gives them a greater
understanding of the concerns and capacities of various stakeholders.

Several issues need to be considered before adopting this strategy.
First, the process requires the time and involvement of facilitators with
experience and training. Such expertise may not be readily available.
Also, if the stakeholders do not anticipate substantial benefits, they
may be unwilling to commit time and resources to the exercise.

Second, consider the commitment of the decision-makers to take into
account the results of the participatory exercise. Failure to do so will
create frustration, disappointment and distrust among the participants,
which could be very damaging to the initiative. Related to this is the
need to ensure that the inputs from the stakeholders are properly
recorded, interpreted and utilized so all parties concerned gain the
maximum benefit.

See Questions 1.2.1. and 1.2.7, Volume 1; Information Gathering and
Assessment, and Planning in Section 5, Volume 2; and Examples 16a-h
in Section 6, Volume 2.
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Collaborative management agreement

Support the development of a collaborative management agreement
(also referred to as joint management, co-management, participatory
management or round-table agreement) in which representatives of all
key stakeholders agree on objectives for the conservation initiative and
accept specific roles, rights and responsibilities in its management. The
process of formulating the agreement should ensure that conflicts are
expressed openly, acknowledged, and dealt with.

A collaborative management agreement ensures that the trade-offs and
compensations for the stakeholders are clear and that all parties are
aware of the commitments made by the other stakeholders. This pro-
vides a good structure for internal monitoring and stakeholder account-
ability. If necessary, identify an external facilitator to assist in mediat-
ing and negotiating among stakeholders until a management plan has
been agreed upon. Support the plan's implementation and follow-up.
Make sure that clear priorities are set for monitoring and evaluation of
the agreed activities, and for enforcement and ongoing management of
conflicts, as needs arise.

Formulating an agreement among parties with diverse interests re-
quires time, patience and specific skills. Stakeholders will be reluctant
to participate if they feel they have nothing to gain by compromising
their interests. A collaborative management institution (e.g., a manage-
ment board, a specific authority, etc.) may need to be established to
implement the agreement.

Option for action 1.4.17

See Questions 1.2.4. and 1.2.9, Volume 1; Concept Files 4.15 (Conflicts in
conservation) and 4.16 (Collaborative management regimes), Volume 2;
Conflict Management in Section 5, Volume 2; and Examples 17a-f in
Section 6, Volume 2.

For further reference
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Option for action 1.4.18

Establish a Collaborative Management Institution (e.g., a management
board) to develop a management agreement and plan for the territory of
the conservation initiative. The institution would also have responsibil-
ity for implementing the agreement and the management plan, and for
reviewing them, as needs arise. If necessary, the institution could hire a
professional facilitator to help negotiate the agreement and plan.

The principal difference between a Conservation Council and a Collabo-
rate Management Institution is that the latter has the power to make
decisions. This is essential if the institution is to ensure that the col-
laborative management agreement is effective. It therefore needs to
have some form of legal and/or political status that enables it to enforce
its decisions.

The institution would include representatives of all the major stake-
holders in the conservation initiative. This would include the govern-
mental agency in charge of management; the local residents in their
capacity as users of the resource and/or citizens interested in conserva-
tion and/or citizens with unique knowledge and management skills; the
local authorities; relevant development and conservation NGOs; and
relevant businesses and industries.

As a multi-stakeholder body with an overall knowledge of the initiative
and strong local representation, the Collaborative Management Institu-
tion provides a most valuable option for the long-term sustainability of
the conservation initiative. It may not be easy or inexpensive to set up a
new institution, however, even if it can be developed within or alongside
an existing one.

For further reference See Questions 1.2.7, 1.2.8, 1.2.9 and 1.2.10, Volume 1; Concept File 4.16
(Collaborative management regimes), Volume 2; and Examples 18a-e in
Section 6, Volume 2.
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Devolving the initiative to local institutions

If and when appropriate, and in a way which is compatible with the
national political, legal and institutional conditions, devolve the conser-
vation initiative to local institutions. They then become the agents in
charge. With necessary initial support, devolution can reduce local
dependence on outside assistance, build local confidence and strengthen
local management systems, thereby increasing the long-term sustain-
ability of the initiative. And because the people who belong to local
institutions live close to the resources concerned and their livelihood
typically depends on these resources, they often have an intimate
knowledge of the resources and their uses. This knowledge is best
tapped if local institutions are given formal authority and security of
maintaining authority over time. Devolution can reduce the cost of
managing the initiative (at least in the long term) while increasing
accountability to the community, since the staff and decision-makers
live among those affected by the initiative.

Devolution should not be undertaken until a local institution that can
equitably represent local interests and competently carry out conserva-
tion tasks has been identified, agreed upon and found willing to take on
the relevant responsibilities. The assistance required by the community
to undertake the activities expected of them should also have been
identified and provided. Such assistance may include training, funding,
legislative support and even a degree of ongoing managerial support.
Political support for the devolution of authority is essential. Devolution
of responsibility will not work if the authority to make decisions is
retained at the regional or national level.

A further note of warning: devolving management to the local level can
make the initiative more vulnerable to takeover by powerful local or
outside interests. This is a particularly serious risk when major busi-
nesses and industries are involved.

Option for action 1.4.19

See Questions 1.2.7 and 1.2.8, Volume 1; Concept File 4.18 (Decentral-
izing and devolving government), Volume 2; and Examples 19a-d in
Section 6, Volume 2.

For further reference
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Option for action 1.4.20

With the stakeholders, and, if appropriate, the donors, undertake reg-
ular participatory monitoring and evaluation to review objectives, ap-
proach, activities and results. Monitoring measures progress or compli-
ance; evaluation reflects on the past to make decisions about the future.

Monitoring enables problems to be identified and solutions to be sought
at an early stage. It can be carried out on a formal or semi-formal basis
by both local people and staff of the initiative. Establish a system to
record the results over time; the resulting data can then be part of the
evaluation process. Aspects to be monitored could include effectiveness
of information systems; regularity of staff visits to communities; main-
tenance of park boundaries; compliance with meeting schedules, etc.

Stakeholders could be given authority to monitor the quality of service
provided by the initiative, e.g., interactions between the local commu-
nity and management; follow-up to complaints, etc. If stakeholders are
responsible for monitoring, there should be a process for feeding results
back to management and a commitment on their part to take these
results into account. Failure to do so will create frustration and distrust
among the stakeholders, which could hurt the initiative. Keep a record
of monitoring results, including recommendations to improve the
initiative's design, management and scope. Establish procedures and
responsibilities for ensuring that decisions are acted on.

Evaluation should reassess the design and objectives of the initiative
and assess its impact on the environment and the affected communi-
ties. This can be done at planned intervals, when there is a crisis, or if a
problem becomes apparent. It should be conducted in open meetings
with as many stakeholders as possible. Solicit suggestions for improve-
ment and discuss openly the pros and cons of several courses of action.

Prepare stakeholders for evaluation by providing them beforehand with
a list of items. Seek their suggestions on matters to be included. Evalu-
ate not just the initiative but also any changes in the communities since
it was implemented. Keep questions broad so as not to confine the
analysis. Appropriate questions include: What is getting better? What
is getting worse? Who is gaining from the initiative? Who is losing?

For further reference See Questions 3.2.5 and 3.2.6, Volume 1; Monitoring and Evaluation in
Section 5, Volume 2; and Examples 20a-c in Section 6, Volume 2.
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Many years of experience in development and conservation initiatives
have shown that conservation and the needs of local people cannot be
addressed independently of one another. Development work that ne-
glects the sound management of natural resources is building on shift-
ing sands. Conservation work that attempts to take precedence over the
individual and communal concerns of local people is likely to be as
successful as the proverbial refrigerator sale in the Arctic.

Combining the two — by pursuing conservation and providing for local
needs through the same initiatives and activities — calls for great
ingenuity, sociocultural sensitivity, sound economic judgment and
sufficient time to develop the optimum solutions that work in unique
contexts. Importantly, it also calls for the active participation of the
relevant stakeholders. Only local people, in fact, can effectively identify
both their needs and the specific compromises that would satisfy them
while safeguarding conservation. Only local people can bring to an
initiative the wealth of local knowledge and skills they possess.

As a start, the management team could consider local livelihoods in
relation to the area's environmental resources. Several of the questions,
indicators and options for action in this section will explore this topic
and set it within a specific socio-political and cultural context. By
fitting into existing livelihood systems, the initiative will stand a much
better chance of being owned by local people. At best, however, socially
sustainable initiatives go beyond this, and provide new opportunities to
generate benefits and economic returns. These, in turn, can help to
address local needs and provide incentives to conservation. Non-eco-
nomic benefits should not be underestimated. They may relate to social
status, security of tenure, political autonomy, cultural and religious
values, and overall quality of life. In some instances, safeguarding
indigenous territories from exploitation by newcomers may be a suffi-
cient incentive for local support.

Two basic approaches have been used by conservation initiatives to
respond to the needs and interests of local people:

1. 'De-coupling' the interests of the local residents from the natural
resources to be conserved. Thus, projects in buffer zones promote
alternative income-generating activities, such as a plantation of
fast-growing trees that relieve the pressure on forest timber, cash-
crop initiatives, poultry farming, etc. This is meant to shift the
economic interests of local people away from the exploitation of
resources in a protected area. Similarly, the construction of a
road, school or clinic may be offered to the locals as compensation
for loss of access to natural resources. Also, better farming prac-
tices may be promoted in the lands surrounding a conservation
initiative, so that local people are less dependent on its resources
for their livelihood. This approach, which often calls for substan-
tial investments from outside, has been the one most commonly
adopted.

2. 'Coupling' the interests of the local residents with the conserva-
tion objectives. Ecotourism, for instance, brings revenues as long
as the local environment is well preserved and worth being
visited. Selling game trophies to hunters is viable and lucrative as
long as the local habitat is capable of sustaining an abundant
wildlife population. Medicinal plants can be collected in the wild
and sold as long as they are not over-exploited. And so on. With
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this second approach we can also include initiatives such as
game-ranching or wildlife-raising projects (such as crocodile,
iguana or butterfly farms). Raising a population of a wild and
possibly endangered species in captivity may be a positive contri-
bution to maintaining that species in the wild.

Whether a 'coupling' solution is to be preferred to a 'de-coupling' one, or
whether a combination of the two is best, can be established only within
a specific ecological and socio-economic context. Yet, in all cases we can
be sure of one fact: it is not easy to identify ways in which conservation
initiatives can produce benefits and economic returns (the 'coupling'
approach).

For millennia, rural communities have evolved careful ways of produc-
ing from the land while caring for its integrity and thus sustaining
production. Today, changes in technology, population dynamics and the
widespread shift from subsistence to market-oriented production have
strained many of those relationships. For protected areas, in particular,
generating economic benefits to be shared among local stakeholders is
the exception rather than the rule. Yet, in most situations these ben-
efits must be apparent — locally and non-locally — to obtain support
for the conservation initiative. This is the most daunting challenge
facing social sustainability in conservation. Some responses to the
challenge will be explored in this section of the resource set.

Such responses can only flourish within a favourable political and
economic environment. People have to feel secure in terms of access to
resources (security of tenure), and confident of being able to benefit
tomorrow from investments made today (political stability). People
need to have access to financial means (e.g., credit) and, ideally, to be
allowed to use as collateral the natural resources they safeguard with
their work. There have to be fair and intelligently-regulated markets,
which use incentives and disincentives to assign values to natural
resources for their long-term and functional returns, as well as to the
health, welfare and culture of people. This section will consider these
issues.

This section will also touch on the matter of equity in conservation.
Many conservation initiatives involve a range of costs and benefits that
are too often unevenly — and inequitably — distributed. Frequently, for
instance, local communities with customary rights are forbidden access
to resources, and later see such access signed over to commercial com-
panies. Too often, restricted use for pastoralists brings them hardship
while agriculturalists gain from an improved water supply from the
protected area. Situations such as these are at the root of many failures
in conservation.

An effective legislative and regulatory framework would help to prevent
inequities by assigning the costs and benefits of conservation in more
equitable ways. This could be done by recognizing existing and custom-
ary rights; decreasing rather than increasing socio-economic differen-
tiation; and distributing benefits in proportion to both costs sustained
and effective inputs of labour, land, capital, etc. A sustainable initiative
would carefully regulate this equitable distribution of costs and ben-
efits. Fairness to individuals, not only to user groups or communities, is
important to stimulate people to engage in a conservation initiative and
to promote long-term investments.

By fitting into existing livelihood
systems, the initiative will stand
a much better chance of being
owned by local people. At best,
however, socially sustainable
initiatives go beyond this, and
provide new opportunities to
generate benefits and
economic returns.
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2.2

Key Questions

Key question 2.2.1

How do the natural resources of the
conservation initiative contribute to the
livelihood of local people?

• How dependent are local people on such natural resources in terms of:
food (e.g., by hunting, fishing or using land for agriculture)? Water?
Shelter? Fuel? Medicines? Income? Employment? Basic resources in
times of emergency? Credit? Other survival needs (as defined by local
people)?

• Who actually harvests and uses the natural resources? Are some
specific groups more dependent than others on the use of local re-
sources? Which groups (e.g., consider groups of different gender, ethnic-
ity, wealth, education, age, employment status, residence with respect
to the boundaries of the conservation initiative)? Are they all dependent
on the same resource(s) or on different ones?

• Do the professional team members consider these stakeholders as
being different or the same (e.g., women in a community versus men in
a community, fishermen versus agriculturists, and so on)? How so?
Why?

• Is local livelihood put in jeopardy by the conservation initiative? Are
some groups particularly at risk? Are resettlements involved? If so, how
does the initiative protect or compensate people? Does the compensa-
tion provide for a sustainable livelihood strategy or only for a tempo-
rary satisfaction of needs? Does it create a dependence on external
resources?

For further reference Concept Files, Volume 2

Biodiversity and rural livelihood
Local knowledge in conservation
Social actors and stakeholders
Gender concerns in conservation
Population dynamics and conservation
Indigenous peoples and protected areas
Primary environmental care
Social concerns in resettlement programmes
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How do the natural resources of the
conservation initiative help meet people's
cultural, religious and identity needs?

• How dependent are local people on the natural resources in terms of
social customs? Cultural practices? Religious and ceremonial practices?
Wealth and status? Security? Privacy? Recreation? Other identity needs
(as defined by local people)?

• Are some specific groups more dependent than others? Which groups
(e.g., consider groups of different gender, caste, wealth, education, age,
employment status)? Are they all dependent on the same resource(s) or
on different ones?

• Do the professional team members consider these stakeholders as
being different or the same (e.g., people of different religious back-
ground)? How so? Why?

• Do sites or species have particular cultural/spiritual significance? Are
these protected in the indigenous or customary system of resource
management (e.g., sacred groves, ancestral domains)? Do some groups
consider themselves owners or custodians of given habitats or re-
sources? Are there specific myths, rites and cultural habits related to
the natural resources?

• Is the local culture or social structure significantly affected by the
conservation initiative (e.g., by altering resource sharing patterns)? If
so, is the management team discussing with people a way of
re-planning the initiative or compensating them?

Key question 2.2.2

Concept Files, Volume 2

Social actors and stakeholders
Local knowledge in conservation
Applied ethics in conservation
Indigenous resource management systems
Indigenous peoples and protected areas
Local knowledge for conservation-
Population dynamics and conservation

For further reference
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Key question 2.2.3 Do local people perceive any need to
conserve natural resources, specific
species, habitats, etc.?

• What are the key problems currently concerning the local people? Is
the conservation initiative contributing towards solving these prob-
lems? Is it making or will it make any problem worse?

• Do local people perceive any resource/environmental problems? For
instance, is there recognized pressure on land or other resources? Is any
local resource becoming more scarce (and/or more expensive in local
markets)? Are specific species and habitats in danger of disappearing?

• If so, what do local people see as the causes of these problems? Do
they see them as being of local or non-local origin? Do they see them as
sudden (e.g., a natural disaster) or as structural and ongoing? Do they
see them as related to poverty, or related to wealth and power? Do they
see them as being at all associated with population dynamics (natural
increase or decrease, migration to and from the local area)?

• Do the local people accept that they can/should do something about
the problems or do they only see it as a government responsibility?

• Do local people implement/promote/propose/prefer some specific
solutions to the resource/environmental problems they perceive?

• Do local people perceive any barriers to solutions? What specifically?

• Is there any local debate on trade-offs between conservation and
human needs? Are there any major interest groups? If yes, which ones?
Are some in agreement or in open conflict with the conservation
initiative?

• Is the local environmental situation perceived differently by different
social groups/stakeholders?

For further reference Concept Files, Volume 2

Biodiversity and rural livelihood
Indigenous resource management systems
Population dynamics and conservation
Poverty, wealth, and environmental degradation
Equity in conservation
Economic valuation in conservation
Local knowledge in conservation
Primary environmental care
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Are or were there indigenous or customary
resource management systems in the area
and are they being affected by the
conservation initiative?

• If yes, what do (did) they regulate? Access to resources? Decisions
over access? Resource-use patterns and limits? Seasonal use? Fallow
systems? Types of use? Distribution of products? Negotiation of rules
and management of conflicts? Other?

• Who is (was) in charge of making important decisions (e.g., resource
allocation, labour sharing, conflict management practices)? Are (were)
there traditional chiefs, councils of elders, elected councils? Are (were)
social sanctions part of traditional management systems? Are (were)
there social incentives for sound management and use of resources?

• Are (were) these systems effective? Do (did) they include some special-
ized knowledge of biodiversity (e.g., relationships between soil types
and crop varieties, uses of medicinal plants, inter-cropping patterns)?
Do (did) they include zoning to distinguish acceptable land uses? Do
(did) they include ecologically-damaging practices?

• Are there evident trends affecting the indigenous or customary re-
source management systems? What are they? Are they favourable or
detrimental for conservation?

• Does the conservation initiative incorporate/support the indigenous
and customary systems of resource management (in part or entirely)?

• Are there major differences in resource management knowledge and
skills among different stakeholders? How could these affect the conser-
vation initiative?

• Is there a local conservation ethic? Is there a sense of moral obliga-
tion to protect the land and other resources for future generations?

• In general, is the conservation initiative consistent with or in contrast
to the aspirations of stakeholders and local communities?

Key question 2.2.4

Concept Files, Volume 2

Local institutions for resource management
Indigenous resource management systems
Applied ethics in conservation
Indigenous people and protected areas
Biodiversity and rural livelihood
Poverty, wealth and environmental degradation
Local knowledge in conservation
Sustainable use of wildlife

For further reference
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Key question 2.2.5 Does the conservation initiative affect
access to land or resources and the
control over them for one or more
stakeholders?

• What is the ownership status of the body of resources at stake in the
conservation initiative? Is it state property? Is it under the jurisdiction
of a central or local administrative body? Is it subject to more than one
form of legal status (e.g., national park and indigenous people's re-
serve)? Is any part of it private or communal property? If yes, is expro-
priation foreseen? With what compensation?

• Are there differences of view about who owns the land and resources?
Are there any unresolved boundary conflicts or conflicts over rules of
access?

• Are there traditional patterns of resource use by local groups that will
be restricted or stopped by the conservation initiative? With what
compensation? Are alternatives provided?

• Whatever the ownership status, is it respected? Are there problems of
encroachment and illegal use of resources? Is tenure secured? Are
inheritance patterns clear or controversial?

• Does the country have a system of recognized rights and regulations
regarding access to and tenure of resources? Is 'communal property' a
recognized ownership regime, or are only state and private property
recognized? Are 'indigenous territories' recognized?

• Are there land registries or other records of access rights to re-
sources? Are there specific courts and tribunals where disputes over
access and tenure can be discussed and resolved? If conflict over access
to resources predated the conservation initiative, how will that be
affected?

For further reference Concept Files, Volume 2

Equity in conservation
Common property, communal property and open access regimes
Indigenous resource management systems
Indigenous peoples and protected areas
Governance and rule of law
Primary environmental care
Biodiversity and rural livelihood
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Are there major economic activities
(e.g., mining, timber extraction) in the
area which do or could affect the
conservation initiative?

• What are these activities? What is their time horizon (short-term
exploitation or sustainable exploitation, processing, etc.)? What is the
attitude of the people or companies in control of the activities towards
the conservation initiative?

• What costs are involved in protecting the conservation area against
the negative impact of the economic activities?

• Are the economic activities clearly beneficial to local people and
groups? In what ways? How many jobs do they provide (directly and
indirectly)? Are there any negative impacts on human health and/or the
social environment (e.g., frequent instances of violent behaviour, boom
and bust in the local economy)?

• If the activities benefit some stakeholders and affect others (and
conservation) in a negative way, are the relevant issues and conflicts
well-known and understood? Are they dealt with in an open manner?
Who decides on the key matters?

Key question 2.2.6

Concept Files, Volume 2
Poverty, wealth and environmental degradation
Economic valuation in conservation
Incentives and disincentives to conservation
Conflicts in conservation
Jobs in conservation
Social actors and stakeholders

For further reference
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Key question 2.2.7 Are there incentives or disincentives to
conservation in the local context?

• What types of incentives exist to encourage local stakeholders to
support and contribute to the conservation initiative? Are there finan-
cial incentives (e.g., taxation, matching grants, subsidies, credit
schemes, compensation programmes), social incentives (prestige, use of
facilities, access to services), or others? Are these incentives known and
available to all without discrimination? Can they be enhanced, made
more widespread, made better known?

• What types of disincentives prevent local stakeholders from support-
ing and contributing to the conservation initiative (e.g., are there
commercial pressures that prompt people to see conservation as eco-
nomically damaging; is there any law assigning rights to people who
'opened up' land by cutting down trees and shrubs)? Can the disincen-
tives be minimized or eliminated?

• Can people afford to contribute to conservation? Do they have access
to credit, in particular credit that values the management of natural
resources in a sustainable way? Do they have access to technical assist-
ance, training or technology inputs when they need them?

• Are political incentives (gaining a share in decision-making power)
likely to encourage stakeholders to contribute to the conservation
initiative?

For further reference Concept Files, Volume 2

Incentives and disincentives to conservation
Compensation and substitution programmes
Jobs in conservation
Primary environmental care
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What are the actual costs and benefits of
the conservation initiative and how are
they distributed among the stakeholders?

• What is the economic value of the resources and products lost to users
because of the conservation initiative (loss of access, loss of trade,
damage by wildlife, etc.)? What are the other costs suffered by them
(e.g., loss of employment opportunities, loss of land, constraints on local
business and family income)? Are these felt by all or by some groups in
particular?

• What are the economic (and non-economic) benefits accruing to
stakeholders because of the conservation initiative (job opportunities,
social services, soil protection, clean water, abundance of wildlife, etc.)?
Are these distributed to all or to some groups in particular? Do the local
people see these benefits as real and/or easily achievable?

• Do local people see these benefits as related to conservation efforts?
Do they see them as linked to investments and costs related to the
initiative?

• As a whole, who benefits and who loses? Are trade-offs known and
clear to all? Have the trade-offs been negotiated and agreed upon in any
way? Are alternative opportunities provided to affected stakeholders?
Are new social conflicts present/expected as a result of the initiative?

• Is the initiative worsening social inequalities (e.g., making poor
people poorer, marginal people more marginalized, women less power-
ful)? Or is it, on the contrary, attempting to compensate for such in-
equalities?

Key question 2.2.8

Concept Files, Volume 2

Equity in conservation
Gender concerns in conservation
Incentives and disincentives to conservation
Economic valuation in conservation
Social concerns in resettlement programmes
Jobs in conservation
Biodiversity and rural livelihood
Social actors and stakeholders

For further reference
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Key question 2.2.9 What contributions can the stakeholders
make to the conservation initiative?

• Can the stakeholders offer unique local knowledge and skills for the
management of the resources included in the conservation initiative?
For instance, do they have their own ways of classifying and qualifying
natural resources and habitats? Do local people possess their own ways
of monitoring resources?

• Can the stakeholders offer skilled and/or unskilled labour? Can they
contribute as a community or as a group, (e.g., by monitoring local
biodiversity, surveying for unauthorized access, fire and other hazards)?
Can they provide resources and facilities (e.g., for storage, transporta-
tion, etc.)?

• Would stakeholders be willing and able to take on the responsibility
of providing the conservation initiative with some knowledge, skills,
labour or resources, and formalize that responsibility in an agreement
with other stakeholders?

• Where outside destructive forces exist, would local stakeholders be
willing and able to provide a counter to them (for example by mass
mobilization in support of the conservation initiative)?

• To date, has the management team adequately considered/acted on
any inputs provided by local stakeholders?

• Can/would stakeholders be able to manage the conservation initiative
independently?

For further reference Concept Files, Volume 2

Local knowledge for conservation
Indigenous resource management systems
Collaborative management regimes
Primary environmental care
Applied ethics in conservation
Local institutions for resource management
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Are there solid social and economic
opportunities to link conservation
objectives with providing for local needs?

• Is the conservation initiative compatible with the sustainable use of
natural resources (e.g., timber and non-timber forest products, fisher-
ies, fodder, agricultural land, wildlife, etc.)? Has the initiative identi-
fied/incorporated such sustainable use options? With what results?

• Where conservation objectives and existing resource uses are not
compatible, are there viable alternatives to the latter? Are they accept-
able to the stakeholders? Can these alternatives help to retain/encour-
age a stake in conservation?

• Is the conservation initiative compatible with the creation of local job
opportunities and income generation activities (e.g., jobs in park man-
agement, ecotourism ventures, local business, primary environmental
care projects)?

• Will compensation (e.g., economic or via complementary programmes
in health, education, adult training, credit schemes) and incentives be
likely and sufficient to make the conservation initiative appealing for
local stakeholders? Are the links between the incentives and the initia-
tive clear and well-established? Are the economic options provided by
the conservation initiative financially attractive compared with the
immediate profits from resource exploitation and/or other non-
conservation options?

• Are there factors that prevent stakeholders from deriving an income
from the sustainable use of resources (e.g., trade restrictions, animal
rights legislation, etc.)?

•Are there economic conditions (e.g., international market prices of a
locally-produced commodity) affecting local choices that have an envi-
ronmental impact? Can anything be done to buffer or minimize such
external conditions?

Key question 2.2.10

Concept Files, Volume 2

Biodiversity and rural livelihood
Primary environmental care
Sustainable use of wildlife
Sustainable farming, forestry and fishing practices
Compensation and substitution programmes
Ecotourism
Jobs in conservation

For further reference
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2.3
Indicators of
local needs
being addressed

Indicators
Percentage of local people (or
porportion of stakeholders) who
see the conservation initiative
as acceptable and/or convenient

All indicators of socio-economic
and health status, including in-
come per household, literacy,
employment rates, morbidity
and mortality, etc.

All of the above in gender-specific,
age-specific, ethnic-specific, or
class-specific terms (e.g., socio-
economic and health status of
men versus women, ethnic
majority vs ethnic minority, etc.)

Extent of socio-economic
differentiation among local
groups

Local prices of basic foodstuffs
and products

Local prices of natural resources
which can be extracted in the
conservation area

Trends of all the above indicators
with respect to the conservation
initiative. Are matters improving
or getting worse since the
establishment of the initiative?

Warning flags

People willing to face sanc-
tions and fines to oppose
the conservation initiative
(e.g., encroachment on
protected areas)

The majority of local people do not
see any need for the initiative

Strong antagonism or distrust
among stakeholders (e.g., local
people and project or government
agents) based on past experience

Severe poverty and poor health in
some sectors of society while
economically valuable resources
are protected by the conservation
initiative

Some local people and groups are
benefiting from the conservation
initiative, while others are missing
out entirely

Endangered wildlife from the
conservation initiative can fetch a
very high price in local markets

Access to the resources comprised
in the conservation initiative is
denied to locals but permitted to
exploiters with strong economic/
political connections (e.g., the
government signed a contract with
a commercial company)
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Indicators Warning flags

69

Changes in local land availability
and resource use to accommodate
the conservation initiative

Forced resettlement of
people is envisaged/
planned/carried out

People migrate out of the
area due to reduced access
to resources

Indicators of local population
dynamics (migration, fertility,
mortality). Trends of such indica-
tors versus availability of land
and natural resources and with
respect to the initiative

Increasing population (because
migration and/or natural growth
in the face of stable or decreasin
economic options for an acceptabl
quality of life

Extent of local knowledge,
skills and other contributions
incorporated in the conservation
initiative

Strong contrast between some
management practices recom-
mended by the initiative and
customary/traditional ones

Adjustments of the initiative in
response to needs/expectations
expressed by locals (e.g., regarding
rules of access to resources)

Economic (and non-economic) value
of benefits from the conservation
initiative directly accruing to local
stakeholders

Land uses in conflict with the
conservation initiative are con-
tinued and/or intensified
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2.4
Options for
action

The following options for action offer some ideas on how to provide for
local needs in a conservation initiative. They need to be considered in
the light of particular circumstances, depending on which they may or
may not be appropriate. You will undoubtedly think of other options as
well. It is important to remember that the list of options for actions
should not be viewed as a step-by-step procedure, although it is subdi-
vided in the order in which options would be logically considered (for
instance, you may want to develop a compensation programme only
after having completed an assessment of social impact). Also, some of
the options below are alternatives to one another and need to be com-
pared in terms of appropriateness to the particular context.

The list of options is subdivided into four groups according to the type
of activity. These are:

Understanding local management systems, local claims, needs and
potential conservation impacts

2.4.1 Review of indigenous/customary systems of access to
resources and resource management

2.4.2 Participatory review of customary claims to land and
natural resources

2.4.3 Review of national policies and laws affecting resource
management

2.4.4 Assessment of local uses of natural resources
2.4.5 Social impact assessment

Planning to integrate conservation and the meeting of local needs

2.4.6 Open meetings among stakeholders
2.4.7 Special events and 'ideas fairs'
2.4.8 Visits to successful conservation/development initiatives
2.4.9 Building upon local knowledge and skills in resource

management
2.4.10 Participatory planning to integrate local needs
2.4.11 Zoning to separate incompatible land uses

Generating benefits for local stakeholders

2.4.12 Primary environmental care (PEC) projects
2.4.13 Jobs for local people
2.4.14 Local distribution of revenues from the conservation

initiative
2.4.15 Compensation and substitution programmes

Enhancing the sustainahility of benefits to stakeholders

2.4.16 Feasibility studies
2.4.17 Linking benefits with efforts in conservation
2.4.18 Supportive links with relevant services and programmes
2.4.19 Monitoring land tenure and land values in sensitive areas
2.4.20 Incentives to conservation accountability
2.4.21 Biodiversity monitoring and area surveillance by local

people
2.4.22 Integrating the conservation initiative with local

empowerment in welfare, health and population dynamics
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Revieiw of indigenous/customarf systems
of access to resources and resource
management

Carry out a comprehensive review of past and present systems of access
to resources and resource management. Pay particular attention to
uses of resources for local livelihood; established rights of use; local
institutions in charge; demarcation of territories occupied and used by
indigenous residents; and mechanisms for negotiating agreements and
managing conflicts. Involve local people in the review, and discuss with
them ways to integrate the effective components of the indigenous/
customary systems with the conservation initiative.

The review may provide both a sensible basis for conservation decisions
and a set of baseline data for monitoring the benefits and impacts of the
initiative. This type of review is best carried out by people who are
trusted by and have a mandate to undertake the work from the rel-
evant communities. Indigenous people may be rightly reluctant to
release information about some of their customs and traditions to
people whom they do not know or trust. The team should also have a
sound understanding of the culture, language and traditions of the local
communities, to be able to interpret the information provided.

Option for action 2.4.1

See Questions 2.2.4 and 2.2.5, Volume 1; Concept Files 4.2 (Indigenous
resource management systems) and 4.10 (Local knowledge for conserva-
tion), Volume 2; and Examples 21a-c in Section 6, Volume 2.

For further reference
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Option for action 2.4.2

Organize a participatory mapping session. This exercise can be used to
identify land tenure boundaries; areas and resources used by the local
people for different purposes; and/or areas where the local people
estimate there are environmental problems. (The latter can be focused
on afterward to discuss how the problems can be addressed.)

In some cases, the people themselves can draw a map of the intended
area and features (see the "Participatory Mapping" tool in Vol. 2). In
others, a simple drawing or an aerial photo can be provided by the
management of the conservation initiative, to which the people can add
as they see fit. Each person present can contribute and identify what-
ever information is required. It is important that the map contributors
include different stakeholders (e.g., women, the elderly, youth, different
ethnic and religious groups, land-owners and the landless, business
people, local authorities) and that several sessions are held, so that
different groups have the time to review and discuss the claims of
others.

For further reference See Questions 2.2.4 and 2.2.5, Volume 1; Information Gathering and
Assessment in Section 5, Volume 2; and Examples 22a-c in Section 6,
Volume 2.
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Review of national policies and laws
affecting resource management

Carry out a review of national and regional laws and policies affecting
national resource management (e.g., laws regulating ownership and
access to resources; codes establishing what types of local institutions
can have access to credit or enter into partnerships with the govern-
ment; market regulations, etc.). Assess the stability, compatibility and
degree of enforcement of these laws and policies. Involve local stake-
holders in the review and, as necessary, in identifying policy changes
that would favour both them and the conservation initiative. Make the
results of the review available to all stakeholders.

The review will provide key information on the capacity of current
policies and laws to integrate local needs with conservation objectives.
It will also highlight areas where changes are needed, and whether
contradictions exist.

Involving the community in the review process — even if mostly
through dissemination of the resulting information — will increase the
level of knowledge and awareness among local people of relevant poli-
cies and laws, how they are affected by them, and how they can use
them.

Too often, policy and legislation concerning natural resource manage-
ment are both vague and poorly known. On crucial matters, it may be
advisable to seek legal interpretation and advice.

Option for action 2.4.3

See Questions 1.2.7, 1.2.8 and 1.2.9, Volume 1; Concept File 4.17 (Gov-
ernance and the rule of law), Volume 2; and Examples 23a-d in Section
6, Volume 2.

For further reference
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Option for action 2.4.4 Assessment of local uses of natural
resources

Prior to setting up the conservation initiative, undertake an assessment
of the local uses of natural resources in the area and estimate their
ecological impacts. Assess whether the area can absorb these impacts,
or whether they are actually or potentially damaging. The assessment
should be done in a transparent manner, involving both local users and
independent experts. Wherever possible, use research techniques in
which local people can actively participate. This will help to build
knowledge and awareness about the environment and increase local
skills. It will also increase the local community's sense of ownership of
the study's findings and recommendations.

The study will help to identify the true causes of environmental dam-
age; the local activities which help to retain/enhance biodiversity; the
activities that are compatible with conservation objectives; and the
activities that are not compatible and therefore need modifications/
alternatives.

The study described in this option can be technically complicated,
especially if several local uses of a resource have combined or contradic-
tory effects. In such cases, singling out the effect of any one such use —
and thus assessing its impact — may be quite difficult.

For further reference See Questions 2.2.1, 2.2.2 and 2.2.3, Volume 1; Concept Files 4.9 (Biodi-
versity and rural livelihood) and 4.14 (Common property, communal
property and open access regimes), Volume 2; and Examples 24a-f in
Section 6, Volume 2.
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Social impact assessment

Prior to implementing the conservation initiative, undertake a social
impact assessment (SIA) involving the various local actors potentially
affected. The assessment should provide a basis for integrating the
initiative with the resource use practices and values of the local com-
munity; build on traditional systems of resource management and
decision-making; identify expected costs and benefits and their recipi-
ent groups; and design effective information and consultation processes.

Include an analysis of local resource users; local knowledge and prac-
tices in relation to resources; scope and capacity of decision-making
structures; and local wealth distribution, health status and literacy
levels. Specifically include an analysis of the initiative's potential
impacts on local health, nutrition and population dynamics. Consider
gender/age/ethnic/class matters and vulnerable groups (e.g., refugees).

The assessment should help clarify the initiative's objectives and the
means of achieving them. It should also form a strategy for ongoing
participation of stakeholders, for developing commitment and capacity
at appropriate levels, and for mitigation plans where adverse social
impacts are expected. Recommendations should be discussed with the
affected groups to ensure that they are appropriate and acceptable. The
SIA should include details on implementing and monitoring the recom-
mended measures to reduce the adverse impacts on local groups.

By anticipating the potential effects, measures can be planned to
reduce or avoid the negative impacts while creating opportunities to
realize the potential benefits. Benefits can take a variety of forms in
addition to income-generating activities. Enhanced biomass, improved
water supply, recognized and secure access to some wild resources,
cultural respect and protection, social rewards and returns for tradi-
tional knowledge used by the wider community should all be explored
as potential positive effects associated with the conservation initiative.

A possible constraint to undertaking an SIA is that it requires a rela-
tively high degree of skill in social analysis and community consulta-
tion; it can also be time-consuming and costly. A potential problem is
raising community expectations which cannot be met by making recom-
mendations that are unrealistic (e.g., for political or economic reasons).
This problem can be reduced by involving decision-makers in the SIA.

Option for action 2.4.5

See Questions 2.2.1, 2.2.2, 2.2.8 and 2.2.10, Volume 1; Concept File 4.8
(Applied ethics in conservation), Volume 2; Information Gathering and
Assessment in Section 5, Volume 2; and Examples 25a-c in Section 6,
Volume 2.
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Open meetings among stakeholders

Organize a series of open meetings to identify the expected or current
costs and benefits (financial and otherwise) of the conservation initia-
tive. Discuss them and find ways to distribute them as equitably as
possible among the various stakeholders. For instance, a meeting could
be called to examine in detail a zoning system envisaged by the initia-
tive, as well as the limitations and rules regarding access to resources.
Promote the active participation of stakeholders by facilitating, rather
than controlling, the meetings. Intervene in discussions only if argu-
ments continue for too long, if some parties dominate the discussion, or
when the stakeholders run out of ideas or request further information.
If the discussion is going well, let it flow.

This process makes the costs and benefits of the initiative explicit; it
identifies potential and existing conflicts and gathers ideas on how they
can be resolved through alternative activities. Care must be taken not
to raise unrealistic expectations. People will usually place high hopes
on the benefits they perceive as 'promised' by the initiative.

Care must also be taken to ensure that the more powerful stakeholders
do not dominate the meetings, seeking to protect their interests at the
expense of others. Stakeholders who are vulnerable and/or discrimi-
nated against may be much less capable or willing to stand up so that
their needs are appropriately considered.

For further reference See Social Communication, and Information Gathering and Assessment
in Section 5, Volume 2; and Examples 26a-d in Section 6, Volume 2.
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Special events and 'ideas fairs'

Organize special events to elicit new ideas for initiatives to link local
livelihood with conservation. Establish prizes for the best ideas ('ideas
fair') and activities, and link the event with sports matches, market
occasions, religious celebrations, etc. to give visibility and spirit to the
occasion. Local newspapers and radio stations could promote the event
and support conservation awareness. Video shows on conservation
issues could be used as a stimulus to generating ideas. Competitions
and prizes — not only for ideas but also for concrete achievements (e.g.,
largest variety of seeds of a given food crop, most efficient irrigation
system, largest area reforested by a community) — would link the event
with a general promotion of conservation awareness and capacity.

Special events tend to attract a large number of people, especially in
isolated areas where gatherings are relatively rare. A special event
which incorporates fun, entertainment and competition is likely to
receive great visibility. Such an event would provide an opportunity to
inform and educate, and to gather and discuss local perspectives and
concrete options for action.

See Questions 1.2.9, 2.2.9 and 2.2.10, Volume 1; Concept Files 4.10
(Local knowledge in conservation) and 4.29 (Cross-cultural communica-
tion and local media), Volume 2; Social Communication in Section 5,
Volume 2; and Examples 27a-e in Section 6, Volume 2.

For further reference
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Option for action 2.4.8 Visits to successful conservation/
development initiatives

Organize visits for local people to areas with successful examples of
conservation initiatives that manage to meet local needs. The visits are
not to promote the initiatives but to help people come up with ideas on
how they could generate benefits from their own local conservation
efforts. It is therefore important to let the people control the discussions
and the focus of the visits.

Organize follow-up sessions so that those who took part in the visits
can tell others what they have seen and learned. Encourage discussion
(possibly with the help of audio-visual aids) about ways to adapt the
ideas in practice in the visited community to their own situation.
Encourage planning sessions to follow.

Seeing the successes of others is an excellent way to stimulate ideas
and action. Discussing the pitfalls that can occur with other communi-
ties can also avoid costly and disheartening mistakes. However, care
must be taken to avoid people getting carried away with enthusiasm
about the success of others and buying into models inappropriate for
their particular area.

In addition to stimulating options for generating benefits and meeting
their own needs, the visits can also provide the spark to establish local
or regional networking groups that pool resources and technical knowl-
edge to solve common problems. These networks, which are geared to
field-based experiences, can also get involved in advocacy and providing
key inputs for policy-making.

For further reference
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Building upon local knowledge and skills in
resource management

Organize retreats, information exchange sessions and development and
demonstration programmes to help local people build upon and improve
their current management of natural resources. Themes could include
enhanced sustainability and efficiency of use, enhanced productivity,
more effective marketing, improved control of marketing procedures,
product substitution, alternatives to destructive practices, agro-forestry
and agro-ecology practices, etc. Value local knowledge and skills, and
follow the inclinations and advice of the local people.

This approach increases the local community's sense of confidence in,
and willingness to cooperate with, the conservation initiative. It builds
upon the pride and self-respect of local people and is effective in mobi-
lizing local support for conservation. Most importantly, it may provide
some crucial added skills and capabilities that will result in concrete
local benefits.

A problem sometimes encountered with retreats is that they require a
considerable investment of time. This can limit the number of staff
from the initiative and the local people who can afford to participate.

Care needs to be taken not to follow local advice uncritically — not all
local practices are environmentally sound. Where local requests cannot
be met by the professional team (e.g., about allocation of budget re-
sources), a proper exchange of views and discussion should be held and
decisions should be made in a transparent way.

Option for action 2.4.9

See Questions 2.2.4 and 2.2.9, Volume 1; Concept Files 4.2 (Indigenous
resource management systems), 4.3 (Local institutions for resource
management), 4.9 (Biodiversity and rural livelihood) and 4.10 (Local
knowledge in conservation), Volume 2; and Examples 29a-e in Section 6,
Volume 2.

For further reference
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Option for action 2.4.10 Participatory planning to integrate
local needs

Carry out a series of participatory planning exercises with various
stakeholders, to identify ways by which local livelihood options can be
made compatible with and mutually supportive of conservation objec-
tives. Assist by offering facilities for the meetings, facilitation, examples
of options, literature, links with groups and institutions that can pro-
vide various kinds of support (legal, financial, technical, etc.) and so on.

These exercises are sure to enrich the planning of the conservation
initiative by increasing access to local knowledge, information and
skills and by ensuring the initiative does not neglect the perspectives
and interests of those people most likely to pay the costs of the conser-
vation initiative. In fact, participatory planning provides a powerful
mechanism to work out an equitable share of such costs and benefits.

The outcome of these meetings could vary from plans for primary
environmental care projects to recommendations for activities and
modifications of the conservation initiative to better harmonize it with
the requirements of local livelihood.

For further reference See Questions 1.2.6, 2.2.3, 2.2.8 and 2.2.10, Volume 1; Concept Files 4.19
(Primary environmental care), 4.20 (Sustainable use of wildlife), 4.21
(Sustainable farming, forestry and fishing practices) and 4.22 (Ecotour-
ism), Volume 2; Planning, and Conflict Management in Section 5;
Volume 2; and Examples 30a-e in Section 6, Volume 2.
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Zoning to separate incompatible land uses

Introduce a zoning system to provide flexibility in the land uses allowed
in different parts of the area covered by the conservation initiative. For
instance, different zones can define areas where certain species can be
hunted or harvested, and other areas where the same species are
strictly protected. Involve stakeholders in defining the boundaries of
the zones, the uses allowed in each zone and the conditions which will
apply to specific uses. Usually, a zoning plan is a crucial component of a
Collaborative Management Agreement among different stakeholders.

Combine this exercise with a review of customary resource manage-
ment systems and resource-use patterns. At best, the new system will
reinforce the customary system and minimize the detrimental effects of
resource protection on the livelihood of user groups. Stakeholders can
be granted different rights at different times even within the same
zoning system. For instance, indigenous peoples may be granted special
access to some resources in recognition of their customary rights and
sound use practices.

Option for action 2.4.11

See Options 2.4.1, 2.4.4, 2.4.10 and 1.4.17, Volume 1; Concept Files 4.2
(Indigenous resource management systems) and 4.16 (Collaborative
management regimes), Volume 2; Planning in Section 5, Volume 2; and
Examples 31a-d in Section 6, Volume 2.

For further reference

81



Beyond Fences: Volume 1

Option for action 2.4.12 Primary environmental care (PEC) projects

Help local people develop their own primary environmental care (PEC)
projects. PEC projects combine local environmental care with meeting
local needs. The projects would be run by local organized groups and
could be assisted by or linked with the conservation initiative in several
ways. For instance, some staff of the conservation initiative can act as
'matchmakers' to assist local groups in obtaining the inputs which they
themselves identify as being crucial for projects to succeed. Such inputs
may include credit, specific technologies, political support, training
courses, networking with similar projects or study visits, as well as
specific information and advice.

In some cases a rotating fund can be established to support the best
community-generated projects that meet PEC criteria. This is particu-
larly appropriate when capital is available (e.g., through a trust fund)
to support both environmental conservation and people's welfare.

PEC projects build local confidence and strengthen the capacity and
skills of local organizations. When they are closely associated with the
conservation initiative, they effectively enhance the local support and
thus the sustainability of the initiative itself.

For further reference See Questions 1.2.5, 2.2.3 and 2.2.10 and Options 1.4.15 and 2.4.10,
Volume 1; Concept File 4.19 (Primary environmental care), Volume 2;
and Examples 32a-f in Section 6, Volume 2.
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Jobs for local people

Provide jobs within the conservation initiative for local people, espe-
cially for those disadvantaged by it. If necessary, establish training
programmes for people to acquire the necessary knowledge and skills. If
not enough jobs are available in the conservation initiative, explore
whether they can be provided elsewhere, and facilitate the hiring of
local residents (e.g., by assisting them in obtaining information, trans-
portation, training, etc.). It may also be possible to create new jobs,
such as recycling waste or producing materials locally rather than
importing them.

As well as providing a means to replace income lost through restrictions
imposed by the initiative, creating jobs for local people can be good for
the long-term sustainability and work-force stability of the initiative.
Local people are usually more committed than outsiders to staying in
the area. Also, employment in work which is dependent on the success
of the initiative increases the sense of ownership of and commitment to
the initiative within the local community. Employing local people can
also increase local control of the initiative and promote the use of local
knowledge.

In areas where there is a shortage of employment opportunities, there
may be intense lobbying and competition for jobs among various local
groups. If not carefully handled, this may damage the relationship
between the initiative and the local communities. Managers should
avoid employing relatives and friends. Salaries should be compatible
with local pay scales to avoid creating major economic disparities in the
community and thus promoting envy and conflict.

Jobs established on the expectation they will be permanent (because
they are replacing other sources of income lost as a result of the initia-
tive) should be financially solid. Failure to sustain such jobs could leave
the local people worse off than they were before, and result in ill feeling
towards the initiative. Economic feasibility studies of any job-creation
projects should be undertaken before they are implemented and it
should be clear from the outset which jobs are expected to be only
temporary and/or seasonal.

Option for action 2.4.13

See Questions 2.2.1, 2.2.6, 2.2.9, 2.2.10 and Option 2.4.16, Volume 1;
Concept Files 4.19 (Primary environmental care), 4.22 (Ecotourism) and
4.24 (Jobs in conservation), Volume 2; and Examples 33a-d in Section 6,
Volume 2.

For further reference
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Local distribution of revenues from
the conservation initiative

If the conservation initiative is capable of generating an income flow
(e.g., via ecotourism or culling of wildlife), then identify, together with
the interested parties, a way to distribute a part of such revenues
locally. The distribution could be carried out in different ways. Rev-
enues could be shared equally among all the households in a village;
they could be shared proportionally to needs, or to damages suffered
because of the conservation initiative; or they could be used to build a
local "livelihood fund". The fund would finance local projects, in particu-
lar, projects to benefit the social groups disadvantaged by the initiative.
Whichever system is used must be transparent and accountable and
agreed to by all the stakeholders.

An advantage of this approach is that it directly links specific benefits
with the existence of the conservation initiative. The option should,
however, be approached realistically. Very few conservation initiatives
have the potential to generate large sums of money. Where revenues
are small, they may not be a sufficient incentive for people to partici-
pate (i.e., to spend time and resources) in developing communal initia-
tives. It also may not be feasible to share them equally among house-
holds. In such a situation, investing the revenues for some community
development project may be an interesting option, especially if the
project can serve the interests of local people in an equitable way.
Alternatively, when revenues are substantial, it may be difficult to
convince government authorities that the local people are entitled to a
sizeable share.

The management of the revenues should be carried out in a competent
and transparent way, following established rules. A written record of
how the funds are distributed should be kept, and made available to the
public.

For further reference See Questions 2.2.7, 2.2.8 and 2.2.10, Volume 1; Concept Files 4.23
(Compensation and substitution programmes), 4.25 (Economic valua-
tion in conservation) and 4.26 (Incentives and disincentives to conserva-
tion), Volume 2; Planning in Section 5, Volume 2; and Examples 34a-f in
Section 6, Volume 2.
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Compensation and substitution
programmes

Carry out an economic evaluation of the resources to which some people
will lose access, or which could suffer damage as a result of the conser-
vation initiative (e.g., serious damage to crops and livestock can be
caused by wild animals protected by the initiative). Carry out an as-
sessment of potential compensation and substitution programmes (e.g.,
rotating funds for local development projects, systems to compensate
for actual damage, systems to replace a protected resource with another
local or non-local product). If the programmes are deemed feasible and
effective, implement them. The programmes should aim at increasing
self-reliance, compensating for damages and maintaining quality of life,
but should strive to not create a dependency on outside resources.

Compensating for losses experienced by individuals or a community as
a result of a conservation initiative reinforces the initiative itself.
Unfortunately, the mechanisms to provide monetary compensation to
individuals who have suffered specific losses (e.g., crop damage by wild
animals) can be cumbersome and difficult to keep transparent and
honest.

Substitution programmes can also provide a means of compensation.
Often, however, local people whose livelihoods or basic needs are de-
pendent on the resources to be protected will stop using those resources
only if and when an alternative is provided.

Initiating and establishing compensation and substitution programmes
can consume both time and energy and are demanding in terms of staff
time and skills. Ingenuity, social sensitivity and economic skills are
needed to design adequate provisions to balance major changes in life-
style and production systems consequent to a conservation initiative.

Option for action 2.4.15

See Questions 2.2.1, 2.2.2, 2.2.7, 2.2.8 and 2.2.10, Volume 1; Concept
Files 4.23 (Compensation and substitution programmes) and 4.26
(Incentives and disincentives to conservation), Volume 2; and Examples
35a-e in Section 6, Volume 2.

For further reference
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Option for action 2.4.16
Carry out studies of the practicality and economic viability of the
activities that have been proposed to provide for local needs within the
conservation initiative. Undertake thorough market research on the
demand for products, the likely income and the establishment costs.
Organize meetings to discuss and expand on the results of the studies
with all potentially affected groups. Make sure that the people who
start commercial activities associated with the conservation initiative
are supported by appropriate business training. Financial feasibility
studies backed up by appropriate training will ensure that all con-
cerned have realistic expectations.

Feasibility studies generally require a variety of skills and knowledge.
Depending on the venture to be examined, these may include market
and consumer analysis, business management, accounting, processing,
etc. Involving local people who have knowledge relevant to the proposed
production and tapping into voluntary expertise in the wider region
may lessen the need for expensive professional advice. Nevertheless,
relevant expertise is often needed; the conservation initiative may find
it appropriate to offer this type of support. The cost of failure for both
the local people and the initiative may be too high to warrant unneces-
sary risks.

For further reference See Question 2.2.10 and Options 2.4.12, 2.4.13, 2.4.14 and 2.4.15,
Volume 1; Concept Files 4.19 (Primary environmental care) and 4.25
(Economic valuation in conservation), Volume 2; Information Gathering
and Assessment in Section 5, Volume 2; and Examples 36a-c in Section
6, Volume 2.
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Linking benefits with efforts in
conservation

Identify mechanisms that proportionally reward the efforts of individu-
als or groups in the conservation initiative. Efforts include all contribu-
tions: labour, land, equipment, expertise, as well as costs borne, etc.
The mechanisms could be ongoing (such as assurance of tenure, or
payments for conservation tasks on the basis of the obtained conserva-
tion results), or time-specific (such as a prize or reward for particular
achievements). Explore culturally relevant mechanisms of rewarding
merit (e.g., ceremonies and public recognition may be part of the benefit
expected and desired). Consider linking benefits with zoning arrange-
ments.

This approach reinforces the message that the contribution of local
stakeholders to the initiative is important, noticed and valued. It also
creates a built-in positive reinforcement of good practices.

There are, however, two potential problems that need to be considered
before proceeding with this option. First, the contributions people make
towards the initiative need to be seen in proportion to what they are
able to give. For instance, while wealthy people may contribute a great
deal of money, this may only be a small sacrifice for them. A mother
who offers some of her time after working in the fields and looking after
a house and family contributes much more in relative terms.

The second potential problem is identifying who contributes what. This
is especially difficult in cultures where peopie work mostly in groups. In
such cases it may be more appropriate to reward a group or an entire
community rather than individuals.

Option for action 2.4.17

See Question 2.2.9 and Options 2.4.11, 2.4.12, 2.4.13, 2.4.14, and 2.4.15,
Volume 1; Concept Files 4.19 (Primary environmental care) and 4.23
(Compensation and substitution programmes), Volume 2; and Examples
37a-c in Section 6, Volume 2.

For further reference
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Option for action 2.4.18 Supportive links with relevant services
and programmes

Identify and pursue potential supportive links between the conserva-
tion initiative and programmes of various governmental sectors (e.g.,
health, education, agriculture, etc.) as well as NGO- and community-
based programmes operating in the area. For instance, link participa-
tory planning exercises for the management of natural resources to
participatory planning for primary health care, to projects promoting
women's and children's education and training, and to agro-forestry
training schemes, rural credit schemes, family planning services, etc.

The first purpose of forming these links is improving local livelihood by
all available means and methods; conservation of natural resources
cannot be sustained in the face of deteriorating living conditions. The
second purpose is to gain maximum benefits from the services and
resources available. Links will also ensure that other programmes and
services operating in the region are aware of the initiative and its
objectives.

The benefits of linking may be as direct and simple as sharing facilities
and means of transportation. They may also be major and forward-
looking, such as the conservation benefits of stabilizing local
populations when appropriate health and family planning services are
widely available.

The crucial importance of this option should not be underestimated.
There is little logic in trying to provide local people with incentives to
conservation when their most important concerns (health, education,
the local economy) are being neglected.

For further reference See Option 2.4.12, Volume 1; Concept Files 4.4 (Population dynamics
and conservation) and 4.26 (Incentives and disincentives to conserva-
tion), Volume 2; and Examples 38a-f in Section 6, Volume 2.
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Monitoring land tenure and land values
in sensitive areas

Establish a system to monitor land ownership and land values in
sensitive areas, such as buffer zones around protected areas. In territo-
ries undergoing rapid land-use changes, such as agricultural frontier
regions, land markets can be volatile and unpredictable. Speculative
forces often operate a step ahead of legislation, and can undermine
efforts at establishing protected areas, special management zones, and
community-based conservation. This is particularly important when
indigenous peoples are involved. Ongoing monitoring can provide the
conservation initiative with key information about the forces at work in
and around the natural resources at stake.

The principal aims of the monitoring system would be to establish a
baseline situation and ground rules in terms of access to and tenure of
natural resources. The system would be useful for highlighting existing
contradictions and conflicts when trying to reach mutually agreeable
solutions. Once solutions are found, the monitoring would help detect
violations of agreements.

The monitoring system can be run either by a local committee com-
prised of key figures of the region or community, or by an independent
technical entity. If available, a geographic information system (GIS) or
computer-based mapping technology may be used to store and analyze
information. The system may combine a review of public registries with
extensive field work, including workshops and participatory surveys. It
should be noted that a land tenure monitoring system can be relatively
expensive and time-consuming and is usually applied on a limited
scale, specifically in very sensitive areas for conservation, or in areas of
rapid land-use change.

Option for action 2.4.19

See Options 2.4.2 and 2.4.3, Volume 1; Monitoring and Evaluation in
Section 5, Volume 2; and Example 39a in Section 6, Volume 2.

For further reference
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Option for action 2.4.20

A number of mechanisms can be devised and established to link a
benefit or return to appropriate management practices. For instance,
tenure of a given piece of land and permission to use a certain resource
can be made conditional on the quality of resources on that land or on
the quality of the management of the resources. Obviously, reference
standards and guidelines should be well known to all the parties.

Care needs to be taken in adopting this option. In general, it works best
when the wish to manage resources in a sustainable way is internalized
(i.e., accepted wholeheartedly) by the users of resources. Incentives
which rely on project funds should be avoided.

For further reference See Questions 2.2.7 and 2.2.9, Volume 1; Concept File 4.26 (Incentives
and disincentives to conservation), Volume 2; and Examples 40a-d in
Section 6, Volume 2.
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Biodiversity monitoring and area
survelllance by local people

Discuss with local people whether they wish to take on the task of
monitoring local biodiversity in the territory covered by the initiative. If
they do, agree on procedures and responsibilities to ensure that, when
problems are identified, they are acted on quickly.

Monitoring biodiversity is one of the most interesting contributions that
local people can provide to a conservation initiative. Usually they have
both an interest and a comparative advantage in doing the work,
because of their easy and frequent access to resources, and because of
their detailed knowledge of places and local ecology. Many local resi-
dents, for instance, recognize signs of change that are not obvious to
non-local observers.

Indicators for the monitoring exercises would be agreed to by the local
people and the initiative's staff, as would the reporting schedule and
any compensation. In some cases, maintaining local biodiversity would
be sufficient reward; in others (especially in very poor communities),
explicit compensation may be needed; this can take a variety of forms.
In some cases, a community may be assured of access to harvesting a
given quantity of resources in exchange for monitoring biodiversity. In
others, an economic return may be given (for the whole community or
for a salaried individual). In general, it would be advisable to include
this option in a general discussion of roles, rights and responsibilities of
stakeholders regarding the conservation initiative (see option 1.4.17).

Local people can also effectively carry out surveillance of an area or set
of resources. For instance, they can watch for outsiders who try to
exploit resources in illegal ways (see example 41d). Surveillance may
also refer to phenomena such as fire, floods and landslides. Local
residents do have a comparative advantage (and often a direct interest)
in recognizing risk factors and early warnings of disastrous events such
as fire and floods. If properly supported by relevant social services they
can carry out valuable and effective work in disaster prevention.

In surveillance work, local residents should not try to apprehend the
violators (which in most countries would be illegal), but instead commu-
nicate quickly (e.g., by radio) with the relevant authorities. Specific
rewards may be agreed upon as an incentive.

See Question 2.2.9, Volume 1; Concept Files 4.20 (Sustainable use of
wildlife), 4.21 (Sustainable farming, forestry and fishing practices)
and 4.22 (Ecotourism), Volume 2; and Examples 41a-d in Section 6,
Volume 2.

Option for action 2.4.21

For further reference
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Option for action 2.4.22 Integrating the conservation initiative with
local empowerment in welfare, health and
population dynamics

Promote participatory assessment and planning exercises in which
initiatives in natural resource management and local welfare and
population dynamics are dealt with in an integrated fashion. Lobby
authorities to enhance local capabilities for income generation, job
training, basic education (especially for women), reproductive health
and family planning, and to facilitate a good measure of local aware-
ness and control of local migration phenomena.

Poverty, disease and rapid changes in local population (growth and
decline) have a powerful affect on the management of resources. If the
conservation initiative is not concerned with local welfare, health and
population dynamics, it may become incapable of dealing with phenom-
ena such as deteriorating quality of life and inequitable distribution of
resources. These are often at the root of the opposition and conflicts
that undermine the sustainability of conservation initiatives.

This option does not at all imply that the initiative become directly
involved with providing family planning services, health care or in-
come-generating opportunities. It does, however, suggest that the
initiative help local stakeholders (including government authorities) to
consider and discuss resource management issues together with issues
of local welfare and population dynamics. Once the relevant actors (e.g.,
government agencies or NGOs working with local people) have decided
what they wish to do about these issues, the initiative may support
them (in direct or indirect ways) to take appropriate action.

For further reference See Questions 2.2.1, 2.2.2 and 2.2.3, Volume 1; Concept Files 4.4 (Popu-
lation dynamics and conservation) and 4.19 (Primary environmental
care), Volume 2; Information Gathering and Assessment, and Planning
in Section 5, Volume 2; and Examples 42a-b in Section 6, Volume 2.
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3.1
Managing a
sustainable
initiative

This section considers how an initiative can deal with its most immedi-
ate social concerns: those of the people who work for it. Most conserva-
tion initiatives involve the long-term management of territories and the
natural resources they contain. This is the "environmental manage-
ment" we have so far discussed in this volume; have argued could be
carried out in a participatory manner (Section 1); and could meet
conservation objectives while providing for local needs (Section 2). The
initiative itself, however, needs to be managed and remain viable in the
long run, and the way in which this is sought after is a determinant of
social sustainability in its own right.

The skills, attitudes and commitment of the team in charge of the
initiative; the quality of the relationships among them and with stake-
holders and the community at large; the openness and fairness with
which the team deals with conflicts and change; the reconciliation of
personal and professional goals — all of these factors have an impact on
the initial success and long-term sustainability of the initiative. Using
the term "internal management" in regard to such an initiative thus
means the structure, practices, attitudes and work styles of the people
working for it.

In the case of a protected area, "internal management" would refer to
the ways in which the local branch of the government agency responsi-
ble organizes its work; shares tasks and responsibilities; hires, moti-
vates and rewards staff; facilitates internal communication among staff
and external communication with local stakeholders; evaluates its own
work; and so on. In the case of a project (e.g., a three-year support of
the rehabilitation of a watershed), or a programme (e.g., the develop-
ment of institutional structures and long-term management of a coastal
area) "internal management" would refer to the management style of
the team in charge. The details may differ from one case to the next,
but the principles for social sustainability are similar.

Why is internal management important? Promoting the participation of
local stakeholders without practising participation within the initiative
is at best contradictory and at worst hypocritical and ineffective. Man-
agement studies show how important the structure of an organization
is for the success of its goals — no matter what they are. For instance,
organizations that are 'flat' (non-hierarchical), friendly and supportive
of personal initiative and team spirit are more capable of responding to
demanding and complex tasks. Such organizations seem to be able to
make optimal use of the capacities of the staff and productively channel
the energy too often wasted in internal struggles, resentments and
bureaucratic red tape. No one model, however (not even non-hierarchi-
cal and participatory management), is good for all occasions. Every
initiative needs to develop its own approach, although awareness of
various approaches is invariably useful.

A few other points of general validity. First, the quality and commit-
ment of the initiative's staff is paramount for its success both in terms
of conservation achievements and communication with stakeholders.
Investing in the staff usually pays off. Second, the time horizon to
assess consequences and impact should be fairly long (several years or
so). Complex integration of biological and social resources does not
happen from one day to the next. Third, staff drawn from the commu-
nity, community volunteers, co-opted or elected community members of
working groups, etc. are also part of the conservation initiative. These
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people are perhaps the most vulnerable to exploitation. Too many tasks,
too little supervision, insufficient support and encouragement, poor
communication — all of these may contribute to such people feeling
undervalued and left out, especially when they may be the ones work-
ing in the heat and dust. They may also be the least educated, and yet
their need for training is not often recognized, even though the long-
term sustainability of the initiative depends upon their skills and
enthusiasm.

This section takes a professional team working for conservation
through some key questions, indicators, warning flags and options for
action to reflect upon and evaluate their own work style and effective-
ness. This can be a difficult and at times uncomfortable process. If
serious conflicts surface, it may be useful to bring in an independent
facilitator to guide the process in a constructive manner.

The skills, attitudes and commit-
ment of the team in charge of
the initiative; the quality of the
relationships among them-
selves, with stakeholders and
with the community at large; the
openness and fairness with
which the team deals with
conflicts and change; the
reconciliation of personal and
professional goals — all have
an impact on the initial success
and long-term sustainability of
the initiative.
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3.2

Key Questions

Key question 3.2.1

Is the initiative run as a project
or a process?

• Is the initiative run as a project (set approach, objectives, time limit)
or a process (ongoing and adaptable in response to lessons learned)?

• What is the time horizon of the initiative? Is there a balance among
long-term, medium-term and short-term objectives and activities? Are
work schedules and phases realistic?

• Who identifies the initiative's specific objectives, activities and dead-
lines? Is it the local staff of the initiative? Local staff and various
stakeholders? People not involved in running day-to-day activities?

• Is there enough flexibility in carrying out activities that opportunities
and constraints can be met as they arise and not ignored because of
prior planning?

• Are monitoring, evaluating and reviewing/replanning activities
carried out on an ongoing basis? Are mistakes acknowledged and
learned from, or do they go unrecognized and unacknowledged?

For further reference Concept Files, Volume 2

A project or a process?
Management styles
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What is the initiative's management style?

• Is the initiative run on a strict hierarchical basis? Are individual
ideas and endeavours rewarded or repressed? Are decisions imposed or
discussed? Are the bases of decisions generally known by the staff or
not known? Is there openness to new ideas and ways of working?

• Are all the decision-makers in the initiative accountable to someone
directly supervising them? Are they also accountable to staff at large?
How is accountability established and ensured?

• Is the initiative as a whole accountable to stakeholders?

• Are staff treated in a respectful and friendly way, or are they har-
assed and kept in fear and insecurity? Do managers tend to hide infor-
mation from staff and lie to them? Do staff tend to hide information
from managers and lie to them?

• Are internal bureaucratic requirements reasonable or cumbersome?
Can necessary changes be made quickly? How many people are in-
volved in making a decision of medium importance?

• Is the initiative's budget open to scrutiny? Are purchasing policies
transparent to all? Do staff discuss budget decisions with managers?

Key question 3.2.2

Concept Files, Volume 2

Management styles

For further reference
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Key question 3.2.3 How are the staff managed and motivated?

• How are the staff recruited? Is recruitment decided by one person or
by a team? Is there a bias in terms of gender, ethnicity, religion, caste or
other characteristic? Why is this so? Does this have consequences for
the conservation initiative?

• Are the local groups most affected by the initiative represented in the
composition of the staff? Are local people given employment preference
over expatriates of equal ability? Is knowledge of the local culture and
systems valued and reflected in the recruitment of professional staff?

• How is staff morale? On what basis are staff evaluated and rewarded?
Are they confident about job tenure? Are there clear (and flexible) job
descriptions? Are there opportunities for professional development and
capacity-building? Are staff overworked? Are staff often idle?

•Will salaries maintain families in decent living conditions? What is
the gap between the top and bottom salaries of the technical staff? Are
there differences in the salaries of technical staff among disciplines
(e.g., biologists and social scientists)? What is the salary and benefits
gap between local and expatriate staff and between national and local
staff? Are the gaps justified and accepted by everyone?

• What is the gap between technical staff members in terms of use of
vehicles, secretarial support, use of budget resources for travel, per
diems, etc.? Are these gaps justified and acceptable to everyone?

• For staff working in the field, is adequate provision made to compen-
sate or redress any lack of essential facilities in the area concerned?

• Where personal risk is involved, are staff provided with adequate
protection or security back-up? Are staff provided with adequate equip-
ment/facilities to carry out their responsibilities?

• Is there a staff association, union or some other organization to repre-
sent staff interests? If the need arises (e.g., attacks from vested inter-
ests), are staff and management willing and able to support each other?

Concept Files, Volume 2

Local knowledge for conservation
Indigenous people and protected areas
Management styles
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What is the quality of Internal
communication among the staff?

• Is information shared among the staff or is it kept and used by indi-
viduals? Are there regular staff meetings, bulletin boards and other
means by which staff members can inform one another about their
work, problems and opportunities?

• Is team work promoted or avoided? Do all staff participate in assess-
ing problems and opportunities, and in planning, monitoring and
evaluating activities?

• Are staff usually open and vocal in disagreements, and in suggesting
alternative courses of action? Are such suggestions sought and wel-
comed by the managers in charge?

• Are there groupings and alliances among staff, with some in opposi-
tion to others? Are instances of open conflict among staff frequent or
rare? Are there accepted ways of mediating conflicts? Who makes the
final decision in the case of persistent disagreements?

• Are managers credible in the eyes of the staff? Are staff professionally
valued by the managers?

• Are there opportunities for exchanges of ideas and experiences be-
tween staff working in different projects or between different sections of
the initiative?

Key question 3.2.4

Concept Files, Volume 2

Management styles
For further reference
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What is the quality of communication
between the staff of the conservation
initiative and the local stakeholders?

• Do the staff of the initiative speak the local language and interact
with local people in social terms? Are there social events in which both
staff and local people participate? Do staff show respect for local cus-
toms and values? Do local communities appear to value the professional
and personal qualities of the staff of the initiative?

• Do staff tend to generalize the characteristics of local people or of
certain groups of local people (e.g., "they are all too clever", "they are
lazy", "they are poachers", etc.)? Do local people do the same about the
staff (e.g., "they care only for animals", "they are corrupt", "they cannot
be trusted", etc.)?

• Are the managers and staff of the initiative credible in the eyes of
local people? Do they have something to offer that is valuable in the
eyes of the locals? Is their expertise generally recognized?

• Are local people entirely dependent for information on what the staff
of the conservation initiative pass on to them, or have they some means
of requesting information? Do local people often initiate relationships,
e.g., by asking for support, advice or by demanding some change in the
practices of the initiative? If yes, is the staff accessible? Are requests
handled promptly and fairly?

• Is there a way for stakeholders to transmit complaints regarding
their relationship with the staff of the conservation initiative?

For further reference Concept Files, Volume 2

Cross-cultural communication and local media
Local knowledge in conservation
Management styles
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Are the staff's capacities and work plan
suited to the initiative?

• When hiring technical staff, how is practical and local experience
valued compared to academic background or international experience?

• Is an appropriate variety of capacities represented among the staff
(e.g., physical and social sciences, local work experience, local lan-
guages, etc.)? Is capacity appropriately matched to roles and tasks? Is
the gender, age and level of education or ethnic background of the staff
appropriate to ensure effective relations with various stakeholders?

• Do any/many of the staff have special training in social issues in
conservation?

• Do the staff work in a multi-disciplinary way or is the organization a
collection of different professionals working in isolation? Are social is-
sues placed in a separate department, isolated from mainstream work?

• Is the monitoring and evaluation function cut off from day-to-day
work or is it integrated into ongoing activities?

• Is most staff time spent in the office on administrative tasks, or in the
field? Is the main office close to the field or in a 'convenient' town?

• Is the work schedule attuned to the timing of activities in the local
communities (e.g., major planning meetings scheduled for less busy
times of the year)?

• Are the managers and staff exposed to current literature and debates
on conservation?

• Is any ongoing research element incorporated in the work plan? Are
the results of such research (and/or the lessons learned in everyday
work) incorporated in the initiative's work plan?

• Ultimately, is the staff committed to the work? Do they believe they
are achieving the results they had in mind?

Key question 3.2.6

Concept Files, Volume 2

Management styles
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3.3
Indicators of
sustainable
internal
management

Indicators
Percentage of deadlines met,
results achieved on time

Instances in which the work
plan has been substantially
modified as a positive response
to lessons learned along the way

Efficiency with which staff are
able to deal with management
challenges/emergencies

Percentage of staff satisfied with
employment conditions, and
feeling professionally rewarded

Percentage of staff appreciative
of the professional qualities of
colleagues, and in good com-
munication with them

Variety of social characteristics,
background and capacities
represented among the staff

Frequency, openness and
effectiveness of staff meetings,
and meetings to plan/evaluate
ongoing work

Adequacy of lowest staff income/
benefits to provide a decent
living to an average family

Frequency and quality of
interaction (both professional
and social) between staff, local
people and stakeholders

Warning flags

Time horizon of the initiative
clearly unrealistic to achieve
expected results, frequent
delays

Frequent confusion of staff regard-
ing meetings, appointments,
schedules

Staff morale exceedingly low,
frequent verbal fights, lack of
cooperation

Disagreements about the goals of
the initiative among staff

Only men, only expatriates, only
biological scientists in senior
managerial positions

Some staff have incomes and
benefits clearly insufficient to
maintain a family

Staff say that they "have no time
to deal with local people", they
"have no time to go to the field"
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Indicators

Percentage of local people who
say they trust the staff of the
conservation initiative and
value their presence

Number of activities that
originated from suggestions
made by stakeholders

Warning flags

People in charge of key
decisions about the
initiative are not at all
familiar with the socio-cultural
reality in the area at stake

Major complaints by local people
about the attitude and behaviour
of the staff of the initiative (either
openly expressed or surfacing
upon questioning)

The staff of the initiative know
much less than local people about
local conservation and social
issues but still dictate
the rules

Reports that staff are offering
undue advantages to some local
groups, or even aiding parties who
undermine the initiative
(e.g., poachers)
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3.4
Options for
action

The following options for action offer some ideas on how the conserva-
tion initiative can deal with its most immediate social concerns — those
of the people it employs. The options need to be considered in the light
of particular circumstances, depending on which they may or may not
be appropriate. You will undoubtedly think of other options as well.
Importantly, the list of options for actions should not be viewed as a
step-by-step procedure, although it is subdivided in the order in which
options would be logically considered (for example, you may want to
have internal meetings among staff before calling for meetings among
staff and stakeholders). Also, some of the options below are alternatives
to one another and need to be compared in terms of appropriateness to
the particular context.

The list of options is subdivided into three groups according to the type
of activity. These are:

Options to improve internal relationships among staff, and build
upon their commitment and capacities

3.4.1 Staff review of internal management issues
3.4.2 Regular staff meetings to communicate and evaluate

ongoing work
3.4.3 'On-the-job' capacity building
3.4.4 Decentralizing decision-making within the conservation

initiative
3.4.5 Reviewing the initiative for timing and flexibility

Options to improve relationships among staff and local
stakeholders

3.4.6 Hiring staff from local area
3.4.7 Staff visits to the field operations
3.4.8 Cultural presentations for the staff of the initiative
3.4.9 Integrating local culture and traditions within the

conservation initiative

Options to sustain the relationship between the conservation
initiative and the local stakeholders

3.4.10 Extraordinary staff and stakeholder meetings
3.4.11 Ongoing communication programme
3.4.12 Monitoring change in the local communities
3.4.13 Networking with local leaders and opinion-makers
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Staff review of internal management
Issues

Appoint an individual or team from the staff, or set up a number of
groups or committees to review the internal management policies
regarding particular issues (e.g., hiring procedures, staff salaries,
opportunities for professional advancement, internal communication,
etc.). Tailor the size of the review team to match the size of the or-
ganization and the severity of the problem. Where there are tensions
within the project team, it may be helpful to bring in a skilled outsider
to facilitate the review process. Such a person should be able to look at
the operations and structures more dispassionately and to raise issues
which staff may feel uncomfortable in addressing.

Giving staff the responsibility of identifying not only problems but also
solutions means that the proposed changes are likely to be 'owned' and
therefore supported by the staff. For this reason, it maybe appropriate
to involve all staff in some way in the review process.

It is important that the results of the review are fed back to the staff at
large, and that they are all given the opportunity to respond to the
recommendations. This ensures that staff members have the opportu-
nity to check, and, if necessary, correct the interpretation of the infor-
mation that each of them provided to the reviewer(s) before or-
ganizational changes are made.

It is also important that the reviewer(s) have sufficient seniority to deal
with all the issues and levels within the organization. For instance,
focusing just on solving administrative problems at the field level will
not bring great benefits if the attitudes and practices of senior manage-
ment are the key issues undermining the morale of the staff.

Option for action 3.4.1

See Questions 3.2.1, 3.2.2 and 3.2.3, Volume 1; Concept Files 4.27
(A project or a process?) and 4.28 (Management styles), Volume 2;
Planning, and Monitoring and Evaluation, in Section 5, Volume 2; and
Example 43a in Section 6, Volume 2.

For further reference
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Option for action 3.4.2 Regular staff meetings to communicate
and evaluate ongoing work

Establish a regular schedule of staff meetings where people can discuss
all the issues they care about (with the agenda to be set by all the staff).
Make sure that time in the meetings is dedicated to updating col-
leagues on work carried out by individuals, and to ongoing evaluations
of the effectiveness of activities. Make sure that the climate is appropri-
ate for disagreements, discussion of alternatives and "replanning", as
appropriate.

Staff meetings can be very effective in building a sense of team spirit
and commitment among the project staff, from management to field
technicians. The process encourages staff to think about the conserva-
tion initiative holistically rather than just about the particular aspect
they are involved with.

Staff meetings also increase the chance that potential problems will be
identified and dealt with before they damage the initiative. As with any
meetings where problems/issues are identified, it is important to ensure
that appropriate responses are decided, processes put in place, respon-
sibilities allocated and agreed actions undertaken.

It is also important to watch out for boredom at meetings, and to pre-
vent one or a few people monopolizing the floor for their own interests.
The role of the chairperson in the meeting should rotate regularly to
encourage a sense of shared responsibility among the staff.

For further reference See Questions 3.2.4 and 3.2.6, Volume 1; Concept File 4.28 (Management
styles), Volume 2; Planning, and Monitoring and Evaluation in Section
5, Volume 2; and Examples 44a-b in Section 6, Volume 2.
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On-the-job capacity building

Assign part of the management budget to training and professional
enhancement of the staff. Make sure that staff identify areas where
they face professional problems and suggest ways to enhance their
capacities to respond to such problems. Encourage staff to present and
analyze their field experiences as part of ongoing training.

On-the-job training has two major advantages over more formal
courses. First, it is directed specifically at tasks required for the conser-
vation initiative; second, the lessons learned can be directly experi-
mented with and put into practice.

Providing staff with opportunities to increase their professional capaci-
ties will benefit the initiative through improved staff performance as
well as through fostering a greater sense of staff loyalty and commit-
ment.

It is important that staff are provided with training and professional
enhancement opportunities that actually match the needs of the initia-
tive. It is also important that there is no bias in the choice of staff being
provided with capacity-building opportunities. Favouritism — perceived
or actual — will damage staff relationships and team spirit as will the
feeling that the training needs of some staff are being neglected be-
cause their roles within the initiative are not appreciated.

See Questions 3.2.3 and 3.2.6, Volume 1; and Examples 45a-e in Section
6, Volume 2.

For further reference
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Option for action 3.4.4 Decentralizing decision-making within
the conservation initiative

Make sure that as many staff as possible are empowered to make
decisions at different levels within the management structure. In
particular, this should apply to decisions directly related to each per-
son's work, whether inside the agency or between the agency and the
local community. This empowerment will make the organization more
flexible and efficient in responding to needs as they arise, since deci-
sions will be made closer to the on-the-ground issues. It will also give
staff a greater sense of job satisfaction.

For decentralized decision-making to be successful, staff must have
clear guidelines on the extent and limits of their authority and feel they
are personally responsible and accountable for results to match that
authority. They must also have adequate capacity and support to be
able to make sound decisions and resist coercion from vested interests.

For further reference See Questions 3.2.2 and 3.2.3, Volume 1; Concept Files 4.18 (Decentral-
izing and devolving government) and 4.28 (Management styles), Volume
2; and Examples 46a-c in Section 6, Volume 2.
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Reviewimg the initiative for timing
and flexibility

Carry out regular reviews of the conservation initiative, with particular
focus on the timing of activities and the amount of flexibility allowed for
ongoing replanning and responses to specific opportunities and prob-
lems. Check that the schedule is realistic, that the human resources are
sufficient, and that all other resources required are available.

Conservation initiatives need to respond to change in the natural
environment, as well as change in the availability of resources, people's
priorities, technology, the political situation, etc. Regular reviews are a
way of assessing progress and evaluating how to respond to such
change. The reviews should be carried out on a regular basis (e.g., every
six months) so that problems which could undermine the effectiveness
and sustainability of the initiative are noticed and dealt with before
they cause damage.

Involve representatives of the local community in the exercise and, if
applicable, donor agencies as well. Involving the local people and
donors will reinforce their sense of ownership and commitment to the
conservation initiative.

Option for action 3.4.5

See Questions 3.2.1 and 3.2.5, Volume 1; Concept File 4.27 (A project or
a process?), Volume 2; Monitoring and Evaluation in Section 5, Volume
2; and Example 47a in Section 6, Volume 2.
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Hire people from the local area for jobs in the conservation initiative.
Specifically consider technical and managerial positions, and not only
support jobs. Give preference to people conversant with local language,
culture and conditions who do not belong to political factions or parties
which are in open conflict with some groups or sectors in the local
society. Local staff should have contact with local stakeholders but. at
the same time, be protected from pressures for undue favours.

This option offers an effective way of integrating local conservation
skills and knowledge into the initiative, thus making it more sustain-
able in the long-term. It is also likely to result in a more stable staffing
situation, especially in remote areas where outsiders are likely to take
a position only for a limited period. Also, the employment of locals is the
most efficient and effective way of reducing barriers between the initia-
tive and the local community due to language and cultural differences.
Employing local people can bring advantages to the local community as
well. For instance, it ensures that at least a part of the salaries and
wages is retained locally, as an immediate and tangible benefit of the
initiative.

Staff selected on the basis of being locals must be locally well accepted.
It is advisable to check out their history and standing in the community
with key community members prior to making any appointment. For
local staff, their level of credibility in the community is at least as
important as their professional qualifications.

To avoid creating disparities in the local economy, ensure that pay rates
and other benefits for local staff are aligned with those being paid in
other local institutions. At the same time, ensure that differences
between local and non-local pay rates are justifiable and accepted by
the relevant staff.

For further reference  See Questions 3.2.5 and 3.2.6, Volume 1; Concept File 4.24 (Jobs in
conservation), Volume 2; and Examples 48a-f in Section 6, Volume 2.
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Staff visits to field operations

Organize reasonably frequent field visits for all the professional staff
involved in the initiative, including managers and administrators, to
familiarize them with the area and meet the local stakeholders. If
appropriate and possible, include the donors of the initiative as well.

It is advisable that some visits be well planned, but that others be made
on the spur of the moment. The professional staff may wish to discuss
beforehand what to look for and what they hope to learn, so that their
observations and meetings will be focused and instructive. The team
should strive to meet those people who are members of local
decision-making groups such as Conservation Councils or major re-
source-user associations.

Option for action 3.4.7

See Question 3.2.5, Volume 1; and Examples 49a-b in Section 6,
Volume 2.

For further reference
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Option for action 3.4.8 Cultural presentations for the staff of the
initiative

Organize meetings, presentations and shows for the staff of the conser-
vation initiative (in particular, for non-local staff!) to learn about local
history, cultural customs and beliefs, and existing or past institutions
and systems for resource management. One approach that may be
appropriate is to help the local people to make their own video/slide
show, illustrating the environmental issues in their community and the
aspects of their environment which are important to them. The video
could record the development of the initiative and document environ-
mental improvements and community responses over time. Provide
ways of discussing the presentations together among staff and local
people.

If appropriate, the 'cultural' sessions could provide a forum in which to
consider how to deal with local customs that are at odds with conserva-
tion of local resources and/or with internationally recognized human
rights.

See Questions 3.2.5 and 3.2.6, Volume 1; Concept File 4.29 (Cross-
cultural communication and local media), Volume 2; Social Communi-
cation, in Section 5, Volume 2; and Examples 50a-c in Section 6,
Volume 2.
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Integrating local culture and traditions
with the conservation initiative

Look for connections between traditional beliefs and values and the
objectives of the initiative and develop these connections in the ap-
proach, objectives and information material of the initiative. Look for
opportunities to expand and enhance positive traditional activities.

For example, dedicate some resources to collecting background informa-
tion on traditional practices and activities. Discuss these in joint meet-
ings between local people and staff. In agreement with the local people,
record their stories and myths on conservation issues, and store them
in ways that provide easy access (e.g., cassette tapes). Present the
recordings to the community as a contribution from the conservation
initiative.

Option for action 3.4.9

See Questions 2.2.2 and 3.2.5, Volume 1; Concept Files 4.2 (Indigenous
resource management systems), 4.10 (Local knowledge in conservation)
and 4.11 (Indigenous people and protected areas), Volume 2; Information
Gathering and Assessment, and Planning in Section 5, Volume 2; and
Examples 51a-c in Section 6, Volume 2.

For further reference
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Option for action 3.4.10 Extraordinary staff and stakeholder
meetings

Whenever a decision must be made that will affect the local community
in a significant way, organize a special meeting to discuss the reasons
for the decision and its implications for staff and local stakeholders.

Ensure that the venue and time for the meeting are suitable for all
parties. Conduct the meeting in a way that encourages an open discus-
sion of pros and cons and, in particular, measures to reduce any detri-
mental impacts on stakeholders. Make sure that all the information
needed for staff and stakeholders to understand the issue is available
at the meeting and in a form which everyone can understand. As much
as possible, those affected by the proposed change need to understand
and accept the need for action.

The meetings can become a forum for resolving actual or potential
conflicts among stakeholders or between stakeholders and the initia-
tive. If this is a possibility, care should be taken in selecting a skilled
facilitator. It may also be appropriate for the meeting to be chaired by
an acknowledged and respected leader from the area.

For further reference See Questions 3.2.1 and 3.2.5, Volume 1; Concept File 4.15 (Conflicts in
conservation), Volume 2; Social Communication, and Conflict Manage-
ment in Section 5, Volume 2; and Examples 52a-b in Section 6,
Volume 2.
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Ongoing communication programme

Assign to capable, experienced staff the task of maintaining ongoing
relationships with local stakeholders and, in particular, assisting them
in primary environmental care initiatives and other projects to gener-
ate benefits and economic returns from conservation.

For instance, relationships could be maintained by a regular series of
events (such as a weekly or monthly radio programme, or a theatre
group performing at ceremonies or local social occasions) in which
people expect to hear news about the conservation initiative. Make the
events as interactive as possible (accept calls from listeners, read out
letters received, invite local speakers, ask the audience to comment,
intervene in the scene, etc.).

A regular newsletter in the local language is another possibility. Make
sure it is understandable by local people and addresses matters of
interest to them. Involve local people in the preparation of the newslet-
ter and other events, to enrich and 'test' the effectiveness of the chosen
communication tools and avenues.

Adopt other systems of communicating information as appropriate to
the area and the initiative. These could include pamphlets and posters;
presentations to schools and churches; guided tours of the conservation
area, etc. It is important that the methods used to communicate take
into account the needs of those who are illiterate. In this sense, posters,
guided tours and audio-visual displays are particularly appropriate, as
well as presentations to groups.

Ongoing communication is important for the maintenance of trust
between the parties. The links also facilitate a sharing of information
and the prevention of conflicts. However, being 'in touch' is not enough.
As issues arise, the management of the conservation initiative needs to
respond to local concerns and take action as appropriate.

Option for action 3.4.11

See Questions 1.2.6 and 3.2.5, Volume 1; Concept File 4.29 (Cross-
cultural communication and local media), Volume 2; Social Communi-
cation in Section 5, Volume 2; and Examples 53a-c in Section 6,
Volume 2.

For further reference
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Option for action 3.4.12 Monitoring change in the local
communities

Establish a system to monitor change in the status of local socio-eco-
nomic conditions and relationships with the conservation initiative.
Appropriate questions to address include: is there substantial change in
the capacity of local people to meet their own needs? Is there substan-
tial change in the impact on the ecosystem caused by local use of re-
sources? Are there substantial changes in the attitudes of local people
towards the initiative?

The monitoring system could form part of the ongoing participatory
monitoring and evaluation programme, if one exists, or it could be a
purely internal exercise for the benefit of management, based on
field-worker reports.

For further reference See Questions 2.2.1, 2.2.2, 2.2.3, 2.2.4, 2.2.5 and 3.2.1, Volume 1; Moni-
toring and Evaluation in Section 5, Volume 2; and Example 54a in
Section 6, Volume 2.
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Networking with local leaders and
opinion-makers

Organize a system (meetings, letters, telephone contact) of keeping
local leaders and opinion-makers informed about the conservation
initiative. Seek their input and advice as appropriate. This will reduce
the possibility that they will resent the conservation initiative and use
their influence to undermine its credibility.

Make sure that the individuals and organizations selected for network-
ing are those which have the support of the local community. In some
areas established traditional organizations may be more appropriate
than new organizations with less credibility and relevance to local
communities. In other areas the opposite may be true. There may also
be conflicts of power between the old and new with each trying to
establish or retain its power base. Consult with local people before
assuming which organizations have the most relevance and usefulness
to the management and implementation of the initiative. Strive to
remain outside local power struggles.

Option for action 3.4.13

See Question 3.2.5, Volume 1; Concept File 4.3 (Local institutions for
resource management), Volume 2; and Example 55a in Section 6,
Volume 2.

For further reference
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