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REPORT SUMMARY
INTRODUCTION

-...

TO INTEGRATED

CONSERVATION-DEVELOPMENT

PROJECTS

The protection of natural ecosystems in parks and reserves is the
single most important method of conserving biological diversity.
In the tropics, many of these protected areas are currently
experiencing stress as a result of human activity.
Efforts to
minimize human impacts have historically focused on patrolling by
guards and the imposition of penalties to discourage encroachment
and illegal activities. Most national parks reflect this emphasis.
However, the viability of relying totally on traditional
enforcement activities is increasingly being questioned as a longterm solution to the protection of many critical ecosystems.
Recognition is growing that the successful management of protected
areas ultímately depends on the coôperation and support of local
people, and that it is often neither politically feasible nor
ethically justif iable to exclude poor people with limited resources
access from parks and reserves without providing them with
alternative means of livelihood.
A new generation of projects is attempting to link the conservation
of biological diversity in protected areas with local social and
economic development. The targeted beneficiaries of these projects
live in communities near, or sometimes wi thin, protected area
boundaries. The projects aim to achieve their conservation goals
by promoting development and providing local people with
alternative income sources which do not threaten to deplete the
flora and fauna of the protected area.
These projects range considerably in scale and scope. The smaller
projects include biosphere reserves, mu.l, tiple-use areas and a
variety of initiatives on the boundaries of national parks,
including buffer zones; larger projects include the implementation
of regional land use plans with protected area components as well
as large-scale development projects with links to nearby protected
areas. For the purposes of this study, all of these approaches
will be grouped under the heading of Integrated ConservationDevelopment Projects (ICDPs).
Most ICDPs aim to stabilize land use outside park boundaries and
to increase local incomes, wi th the objective of reducing the
pressure for further exploitation of natural resources within the
protected area. In addition to their development and conservation
components, many ICDPs emphasize conservation education. AlL of
the projects are based on the premise that protected area
management must reach beyond traditional conservation activities
inside park and reserve boundaries to address the needs of local
communities outside.
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This study was initiated to analyze these new proj ects and to
consider whether the lessons from existing ICDPs can effectively
be translated into projects and programs which will make a
significant contribution to the conservation of biological
diversity. Twenty-three case study projects at 18 protected area
sites in Asia, Latin America and Africa provided the basis for our
analysis.
TBE PROTECTED AREA AND TBE TBREATS
The case study protected areas vary in terms of their management
objectives
as
well
as
their
physical
and
ecological
characteristics. They can be divided into two groups, traditional
parks and multiple-use areas. The first group consists of parks
and reserves which totally excluded local people from consideration
when they were originally1established, mainly as national parks.
The ICDPs have generally been directed towards villages close to
the park bounqaries.
In these cases, the authority of the park
management agencies rarely extends beyond the protected area
boundaries to include local people. Legal jurisdiction over the
lands adjacent to the park is usually shared between several
ministries and local governments.
The second category of protected area includes parks and reserves
which were established either after or to coincide with the
beginning of the ICDP. Some of these protected areas specifically
permi t natural resource utilization by local people, including
settlement, within multiple land use areas which include fullyprotected zones. Others were originally established as traditional
parks but with express provision having been made for local social
and economic development outside the protected area boundar ies.
While a few countries have passed legislation which establishes or
permits the establislunent of multiple-use conservation areas, new
legislation would be required in most countries.
Local threats to protected areas principally consist of hunting,
agricultura! encroachment, burning, logging and the collection of
f orest products.
However, this partia! list provides 1 i ttle
insight into the underlying factors motivating the people carrying
out these activities. These vary widely between and even among the
individual sites, as the case studies show. Analysis of the case
studies suggests that it is extremely difficult to generalize on
the extent to which local communities represent a direct or
indirect threat, orno threat at all, to parks - this is a sitespecific judgement.
ICDP design must therefore be based on a
reasonably sophisticated understanding of the local context.
Detailed site-specific social, economic and cultural studies would
appear an essential prerequisite to the design of ICDPs. However,
very few of the case study projects began with any more than a
superficial understanding of the local context.
2
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A CONCEPTUAL
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FRAMEWORK

FOR iCDPs

We identified three basic strategies available to ICDPs, at least
one of which was implicitly adopted by all of the case study
projects: buffer zones; compensating or providing substitutes to
local people; and promoting local social and economic development.
Establishing and maintaining buffer zones
Buffer zones are designated areas on the periphery of parks or
reserves where limited resource exploitation by local people is
permitted. The principal objective of buffer zones is to protect
the park; providing economic benefits to local people is a
secondary objective.
Despite their intuitive appeal, the role of buffer zones has not
been adequately d~fined and there are few working models. we were
unable to finda single operational buffer zone example in any of
the case studies. The principal reason was that most protected
area management agencies lack jurisdiction outside park and reserve
boundaries and have no authority to establish or regulate buffer
zones.
We found that buffer zone definitions in current use
contain logical inconsistencies and overlook practical problems.
F~r example, the fact that many potential buffer zone areas are
already being exploited considerably reduces their potential value
to local people as compensation for lost access to a park.
Compensating or providing substitutes to local people
Five of the case study projects have attempted to provide
compensation or substitutes for the natural resources to which
local people had been denied access. Again there are substantial
obstacles to practical implementation. For example, it is not
clear who should benefit (i.e.,
which individuals and/or
communities), by how much and for how long.
Specific
compensation/substitution
agreements
with
local
communities were reached at two projects.
At the f irst, the
agreement has been maintained over severa! years only through a
series of delicate political negotiations.
At the second, the
government failed to keep its side of the agreement.
Promoting local social and economic development
Most of the projects included development components designed to
address the identified needs and constraints of local people. This
strategy aims to mitigate poverty and improve living standards,
based on the premise that the rural poor have little alternative
but to deplete their environment and thereby increase pressure on
protected areas. This strategy implies a principal focus on people
and not on the protected area, as is the case with buffer zones and
with compensation or substitution approaches.

/
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This approach bears comparison with the rural development projects
emphasized by international development agencies during the 1970s,
although
on a smaller scale.
The results from these earlier
projects have been disappointing,
although the reasons for their
lack of success are now reasonably well understood.
Evaluations
of these programs have suggested that the design and implementation
of rural development projects ~an be expected to be a lengthy and
difficult process, with a reasonably high failure rate.

ICDPs cannot necessarily claim to - be successful based on the
criteria applicable to rural development, i.e., improvements in
indicators of poverty levels. The additional ICDP requirement of
establishing a linkage between project anti-poverty objectives and
the overall goal of conserving biological diversity adds another
layer of complexity. In other words, it is necessary to ask what
linkages there are between the planned realization of social and
economic~ benefits -by people living outside park or reserve
boundaries and the necessary behavioral responses in terms of
reduced pressure on resources inside the boundaries? This guestion
underlies the entire ICDP strategy and has yet to be satisfactorily
·answered.
LOCAL SOCIAL AND ECONOMIC BENEFITS PROM THE PROJECTS
The three ICDP strategies each involve the generation of social
and economic benefits for local people, directed either towards
increasing incomes or improving living standards. The case study
proj ects generally concentrated their eff orts to provi de local
social and economic benefits in the following areas:
1.

Improved natural resource management outside core protected
area,
particularly
in
agro-forestry,
forestry,
irrigation/water central and wildlife utilization.

2.

Better productmarketing opportunities, e.g., through improved
road access to markets and the establishment of producers'
associations.

3.

Employment of local people, in most cases either directly by
the projects or by the protected area.

4.

Greater participation in the benefits from nature tourism.

5.

Provision of community social services, including schools,
health clinics, and family planning and nutrition programs.

The objectives of efforts to improve natural resource management
outside core protected area are twofold. The first is to increase
incomes while protecting the natural resource base. The second is
to encourage the substitution of more intensive production systems
for existing extensive systems, with the intention of reducing the
4
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need for natural
cultivation.
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ecosystems

to be further depleted

and cleared

for

In some c~ses .appropriate technologies for improved resource
management were already known and used on a limited basis.locally;
in other cases new technologies were needed. Technical options
employed by the case studies included: irrigation works; new crop
varieties and cultivation methods; · soil treatments to reduce
erosion, increase infiltration and restore fertility; contour
planting and maintenance of vegetative cover; energy-saving
measures to reduce fuel consumption; production of tree seedlings
to provide fuelwood and construction materials; wells and boreholes
for livestock in arid areas, and stall-feeding in wetter areas; and
selective logging.
. The provision of community-level social services had multiple
1 objectives. These included responding to the expressed needs of
a community, contributing to a compensation package provided in
exchange for setting aside lands as a protected area, or providing
an incentive for local communities to co-operate with the
conservation objectives of the project.
The benefits from
community development proj ect components tend to be widespread
within but not between communities.
Social services can be provided to communities under a variety of
different arrangements. They may be given 'free' by the project
.oras part of a specific agreement. Alternatively, a nominal fee
may be assessed on those taking advantage of the services provided.
Finally, the services may represent the outcome of a joint venture
between the project and the community, requiring the community to
contribute cash, labor, or other goods and services.
The effectiveness of ICOPs does not depend solely on whether the
projects can generate economic benefits for local people.
Questions remain as to the adequacy of the benefits which have been
generated, their distribution, and even their specific purpos~.
One of the most important lessons from rural development projects
has been that intended beneficiaries cannot be expected to endorse
and sustain projects which they had little orno involvement in
identifying or designing. There is now more than two decades of
development experience suggesting that project success is rarely
achieved without local participation.
LOCAL PARTICIPATION

Local or community participation viewed as a process goes well
beyond simply sharing insocial and economic benefits.
Atone
extreme are those projects which perceive local peoples'
involvement as that of passive beneficiaries - adopting what we
will refer to as a beneficiary approach. At the other extreme are
5
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those projects which seek to involve people in the process of their
own development, adopting a participatory approach.
ICDPs with a beneficiary orientation generally set their goals in
terms of readily-measurable indices, e.g., treés planted, income
levels, crop production levels, infant mortality, literacy, etc.
The objectives of a participatory approach are more difficult to
measure. They include increasing the capacity of beneficiaries to
take responsibility for project activities, facilitating cost
sharing through local contributions of land, money or labor, and,
most
important,
involving
stakeholders,
i.e.,
intended
beneficiaries, to give them a vested interest in, and presumably
greater commitment to, the achievement of project goals.

'
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We concluded that local participation in ICDPs implied the
consistent involvement of local people in strategic project issues
rather than their occasional or limited involvement in daily
activities.
Despite substantial · rhetoric to the contrary,
effective local participation was a consistent theme of only three
of the projects, and the beneficiary approach was prevalent.
Severa! of the case study projects featured occasional or limited
participation. Five projects successfully encouraged participation
in information gatherinq, six in consultation, and three in
decision making. Only one project had beneficiaries independently
initiating action, and only one project included participation in
evaluation.
Two principal approaches to organizing and sustaining local
participation in projects can be identified: employing field
workers (also known as change agents or extension agents), and
building local institutions which can serve as a focus of
mobilization among local people andas a link between local people
and externa! organizations.
Some of the ICDP case studies, while committed to the principle of
local participation, recognized that building the càpacity for
people to make their own decisions and initiate actions can be a
long term prospect. This need for patience can be in conflict with
the concern that rapid changes are urgently needed in arder to
change or stop destructive patterns of resource use which threaten
parks and reserves.
THE ROLES OF DIFFERENT ORGANIZATIONS
li

The case study projects were implemented by government agencies and
by national and international NGOs. Funding was generally provided
by international conservation NGOs, by international development
agencies and, less frequently, by national governments.

6
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Governments
Few of the government agencies responsible for park or reserve
management have adequate resources to carry out this role
effectively.
Many lack the necessary technical capacity,
expertise, or equipment, and their staff tend to be strongly
oriented towards a policing or enforcement role. These factors
strongly inhibit the participation of park or reserve management
agencies in ICDPs, even with funding and technical assistance from
international organizations. They are frequently compounded by the
absence of jurisdiction which would enable these agencies to take
a lead role in or contribute effectively to ICDPs.
Government agencies have taken significant roles in seven of the
case study projects.
In some of these projects international
conservation NGOs provided extensive technical assistance anda
substantial portion of the total funding.
Nongovernmental organizations
The NGOs participating in the case study ICDPs can be divided into
a few principal categories. The simplest distinction is between
national and international NGOs. All of the NGOs tend to be either
development- or conservation-oriented but not both. National NGOs
played principal roles in six of the projects. They were rarely
involved in· protected area enforcement, tending to place greater
emphasis on development and education activities in local
communities. Some of the national NGOs have extensive resources
and project experience. Other national NGOs, particularly in Latin
America, were established to focus on a specific protected area and
its surrounds, and have more modest capabilities.
The international NGOs are predominantly widely-known and wellestablished conservation organizations. International NGOs were
rarely involved directly in project implementation, working either
with government agencies or local NGOs. Their principal role was
to contribute or raise funds and to provide technical assistance.
The conservation NGOs have highlighted environmental issues and
concerns, devised effective education and awareness programs, and
lobbied governments and international agencies. They have also
made substantial contributions to establishing and managing
protected areas through the mobilization of funds and providing
expatriate technical assistance.

.•

Many of the case study ICDPs irnplernented by NGOs have been
tolerated rather than encouraged by government.
This does not
preclude occasional successes, and may in fact facilitate an
approach which facilitates local decision making, is sensitive to
local
community
needs,
and
is
independent
of
ponderous
bureaucracies.
However, three problems have become apparent .
First, conservation and development NGOs working alone rarely have
the necessary expertise to identify, design, implement or evaluate
integrated projects. Second, they are unlikely to be permitted by
7

government to reacha significant scale in their operations to make
a significant difference to the conservation of biological
diversity. Third, without the active participation of government
in establishing a policy and legislative environment in which ICDPs
can take place, the prospects for success seem limited.
In
addition, it could be argued that without the basic services which
in some cases only government can provide, such as education,
health care, and infrastructure, there is little chance of
instigating
significant
change
in
remate
and poor
rural
- communities.
The case studies we analyzed have revealed li ttle convincing
evidence that either governments, conservation NGOs or development
NGOs working independently can effectively plan and implement
ICDPs. Partnerships may therefore be appropriate. Two types of
partnership can be envisioned: first between development and
conservation NGOs and,
second, between NGOs and government
agencies. International development agencies can play an important
role
in
facilitating
and
encouraging
these
partnerships,
particularly in encouraging government·agencies to participate.
Lenders and donors
Many lenders and donors have become increasingly interested in
funding ICDPs as part of their expanding environmental mandates and
growing interest in links between conservation and development.
For the case. study projects, principal funding sources have
included multilateral organizations (the World Bank and the EEC),
bilateral agencies (A.I.D., GTZ and the Netherlands Development
corporation),
a German foundation
(Agro Action),
and the
international NGOs (which in turn have a variety of their own
funding sources, including private foundations).
MEASURXNG THE SUCCESS AND EFFECTXVENESS OF ICDPs
Very few of the case study projects have systematically rneasured
or rnonitored the impacts of their developrnent activities on local
people.
As a result, it has not been feasible to produce an
economic or financial evaluation of any of the projects.
our
evaluation of the social and economic changes which have taken
place among local people since the individual projects began has
therefore
been based on informal sources and interviews,
supplemented by project reports and very limited quantitative data.
There has also been very little systematic monitoring of protected
area flora and fauna at the case study protected areas. Despite
this lack of scientific data, informal sources suggested strongly
that
destructive/illegal
activities
inside
protected
area
boundaries have diminished at several of the case study sites since
the ICDP began. These improvements appear to have been associated
with four factors:
8
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1.

More eff ecti ve enf orcement and the resettlement
formerly living within the park boundaries.

of

people

2.

The successful introduction of measures designed to mitigate
the impacts of' foreign tourism.

3.

As a result of agreements with local communities,
investments
in
local
development
would
follow
establishment of the protected area.

4.

continuing (illegal) use of the natiQnal park by the
indigenous population, which has effectively discouraged
others from poaching.

that
the

At the remaining project sites there is little evidence of change
in what, in some cases, appear to be dangerously high levels of
destructive and illegal activities.
The ICDPs at these sites
appear to have had little impact on the protected areas.
AN OVERALL

EVALUATION

OP THE CASE STUDY ICDPs·

Table S-1 (on page 16) summarizes our evaluations of the case study
ICDPs. The overall findings of this study correspond with decades
of rural development experience, i.e., that stand-alone projects
seeking to mitigate poverty and initiate change in remate rural
communities take a significant amount of time and are likely to
have a reasonâbly high failure rate. Very few of the case study
projects show signs of having benefitted from the disappointing
results of the rural development programs. These painful lessons,
which have been available for several years in the development
literature, now appear equally applicable to the first generation
of ICOPs.
Some of the case study projects showed signs of promise, and some
included successful components. In general, however, there is
little evidence that project development components have been
effectively able to substituta for, or even co~plement, approaches
which emphasize the strictly-enforced exclusion of local people.
Most of the case study projects were too small or spread too thinly
over a wide area to have a significant impact on the overall
dynamics of the protected area and its surrounding population (this
was not true in the case of the very smallest parks and reserves).
Those ICDPs designed as pilot projects have played an important
role in highlighting the need for such initiatives, but are
generally unconvincing as a basis for large-scale replication.
Reductions in the incidence of illegal park use which can be linked
to some of the ICDPs appear primarily attributable to intensified
enforcement, i.e., the deployment of additional guards. In some
cases hostile relationships between park personnel and local
9

communities were substantially improved by exceptional leaders
among project field staff performing a role of mediation.
Although several of the projects have generated social and economic
benefits for local people, it is questionable whether many of these
benefits have led to improved park security. The argwnent that
conservation will automatically be enhanced by improving the living
standards or increasing the incomes of people outside park
boundaries
is an appealing one,
and forros the principal
justification for the ICDP approach. However, the experience of
the case study projects suggests that this argument is simplistic.
Explicit linkages between development components and their
conservation objectives are necessary.
These disappointing findings can at least partly be explained in
terms of: (1) the relatively short history of some of the projects;
(2) a lack of clarity in defining objectives; (3) ~a failure to
appreciate the difficulty and lengthy time periods required to
induce change in poor rural communities; (4) some strategic design
and implementation flaws; and (5) a lack of sustained conunitment
from local and national governments,·and from lenders and donors.
Comparisons of the results of our review with some of the reports
and literature emanating from the projects and their sponsoring
organizations suggest some confusion between what has·been planned
and what has been achieved. In some cases the public relations
effort has been set in motion . too early.
This has severa!
undesirable effects: (1) it suggests that the ICDP approach is
relatively quick and easy, when in fact i t will be slow and
difficult; (2) it overrates some poor projects, rather than
concentrating on needed improvements; (3) it places unrealistic
expectations on some promísing projects at early stages of
implementation; (4) it inhibits the experimentation and learning
process which is essential in such innovative and difficult
ventures; ( 5) i t can lead to large numbers of visi tors, all
requiring extens~ve time from project managers.
Few of the goverrunent agencies cparged with protected area
management have shown a serious interest in adopting ICDP
approaches of their own based on the pilot project experiences.
This is largely attributable to the fact that most of these
agencies lack the resources and capacity to effectively carry out
their original mandate, i.e., protected area management focussed
inside the park or reserve boundaries. Expansion or reorientation
of these poli tically weak agencies would be a substantial and
lengthy task.
This study found no justification for relaxing park protection, or
failing to establish such protection in the case of criticallythreatened protected areas, at least in the short term. It would
be very unwise to rely too much, too soon on community development
as an alternative to enforcement.
There is a need for careful
10
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and phasing of enforcement
and development
country- and site-specific judgments.

efforts,

THERE ALTERNATIVES?

Increasing resource demands from growing rural populations, the
rapid colonization of marginal areas, and continuing large-scale
conversion or degradation of natural ecosystems all suggest that
parks and reserves will come under
increasing pressure.
Traditional enforcement will continue to have a critical role as
this pressure mounts. However, it is difficult to imagine that
many governments will be prepared to protect parks with what, in
some cases, will amount to military force. It would be difficult
to justify such an approach on ethical and humanitarian grounds.
Since protected areas are a critica! and irreplaceablé method of
conserving biodiversity, approaches must therefore be developed
which address conf licts of interest wi th local people. An approach
which constructively addresses local people-park relationships
seems essential to the maintenance of tropical biadivers i ty. ICDPs
are an innovative attempt to do just that. While ICDPs are just one
of many necessary components in national biodiversity strategies,
their role is fundamental and there do not appear to be viable
alternatives.
Based on the examples examined in this . study, the initiatives
currently under way require substantial modification and expansion.
A paradoxical situation has arisen - a risky and costly
expansionary modif ication of an unproven approach, about which
substantial doubts exist, appears to be the most viable approach
to a rapidly deteriorating situation.
FUTURE DIRECTIONS

r.

At this early stage of implementation, no convincing models have
emerged to f orm the basis of large-scale rep1ication. In fact, the
case studies suggest that a diversity of approaches will be
required to respond to the variety of social, economic, biological,
cultural and political contexts in which protected areas are
located.
Projects adopting different approaches and probably
involving a range of organizations should therefore be encouraged,
but with more effective monitoring and evaluation to identify and
benefit from lessons and experience. Coordination and facilitation
ata national level may be appropriate but we do not advocate a
central project design and management function.
Before outlining the steps that might be inferred from the findings
of this study, it is important to recognize that ICDPs are directed
towards a specific set of problems in and around the boundaries of
parks and reserves. As a means of conserving biological diversi ty,
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the approach itself has at least two inherent limitations.
The
first is based on the argument of that it will not be possible to
adequately conserve biodiversity in networks of parks and reserves
- even if these protected areas are well managed and if all threats
could be mitigated.
As a result, all types of land use, but
particularly agriculture and forestry, must be evaluated for their
biodiversity impacts.
The second ICDP limitation is a tendency to view local people as
'the problem', when in many cases the building pressure on natural
ecosystems ultimately derive from laws, policies, social changes
and economic forces over which poor rural people have no influence
and which can severely curtail their options. These limitations
suggest that the conservation of biological diversity cannot be
regarded solely as a park management issue.
Biadiversi ty cuts
across many other sectors and will be affecte~ by a wide range of
initiatives and policies.
Given these limitations, there appear to be five principal
constraints
to increasing the effectiveness
of ICDPs and
replicating promising pilot projects on a scale which has the
potential to be effective: (1) The limited effectiveness of the
agencies responsible for protected area management; (2) A lack of
commitment from developing country governments and from lenders and
donors; (3) Inadequate availability of financial resources for the
types of expenditures which are needed;
(4)
Inappropriate
legislative frameworks; (5) Limited capacities to identify, plan
and implement projects among responsible government agencies and
among conservation NGOs. These issues will be considered in terms
of the organizations with a participating role in ICDPs.
Protected area manaqement agencies
In many of the countries where parks are under pressure, national
government agencies responsible for protected area management are
both politically weak and ineffective, having
insufficient
resources, equipment and trained personnel.
In the short term,
there is li ttle prospect of many of these agencies making a
meaningful contribution to ICDPs without substantial assistance.
Strengthening these institutions to enable them to manage protected
areas adequately would require long-term investments in: expanding
park and reserve networks; establishing conservation monitoring
programs; training field staff and their managers; purchasing and
maintaining equipment; and improving salaries, working conditions,
and career prospects in arder to attract more and better educated
employees. The agencies also require support in increasing their
capacity to absorb funds from foreign lenders and donors, and to
coordinate their responses to the diversa interbsts and priorities
of these organizations.
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Finally, and of critica! importance in the ICDP context, these
agencies need to change their basic orientation from a purely
policing and enforcement role to one which is substantially more
sympathetic to the needs of communities living in and around parks.
This will require not only changes in perception and attitude at
all levels throughout the agency but also the acquisition of
completely new skills in such areas as extension, education and
mediation.
Institutional strengthening on this scale will bê difficult to
bring about, expensive and take a long period of time. Without
it, however, the prospects of conserving tropical biodiversity on
an adequate scale appear bleak.
In the short term, two options may be considered for park
management agencies, both based on the identification of a small
number of protected ar'éas which are of the greatest biological
significance within a country and which are also critically
threatened. The first is to seek additional funding for emergency
protection, i. e. , enforcement. The second is to encourage lenders,
donors and NGOs to initiate ICDPs at these sites, with the
participation, facilitation or at least approval of the park
management agency. It may be possible, or even preferable, for
other government agencies to work with the people living outside
parks.
Experience has shown that project components limited to financing
the preparation of park management plans or providing equipment
without adequate provision for future use or implementation are
unlikely to be helpful in the long term. These short-term measures
should therefore be recognized as 'holding actions' and should not
be mistaken for programs capable of bringing about some of the
fundamental changes described above.
Needed actions from national qovernments
1.

Commit to strengthening the agencies responsible for park and
res~rve management, and their involvement in ICDPs. Direct
a gradual reorientation of these agencies towards a 'peoplecentered' approach.

2.

Pass legislation which will either specifically establish or
permit the establishment of: (1) newmultiple-use conservation
areas; and (2) buffer ~ones outside the boundaries of existing
parks and reserves.

3.

Clarify or modify the jurisdiction of national and local
government agencies and ministries outside park boundaries.
Where appropriate, establish new and empowered management
structures which can the represent different national and
local interests involved.
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4.

Clarify or establish secure land tenure for individuals and
qommunities living adjacent to park boundaries.

5.

Encourage ICDP initiatives wherever possible within regional
development programs.

6.

Support, or at least endorse and explicitly authorize,
appropriate NGO development initiatives linked to park
protection.
Consider delegating limited park management
authority to NGOs.

7.

In cases where nature tourism is of significant value, provide
for a share of park entry and concession fees to remain in or
be returned to the parks system, or through an ICDP to local
communities.

Needed actions~from nongovernmental organizations
1.

In preparing for ICDPs: (1) Specify how project development
components are expected to lead to the achievement of project
goals;
(2)
Establish realistic project monitoring
and
evaluation capabilities; (3) Establish more effective working
relationships with protected area management agencies, both
at project sites and at policy-making levels.

2.

In implementing ICDPs, do not: (1) Assume communities can be
induced to change their use of park lands rapidly; (2) Assume
superior technological options are available to intensify
agriculture, or if they are available that people will
automatically adopt them; (3) Assume that local institutions
for resource management can easily be established; and (4)
Expect to bring about significant change without serious
government involvement.

3.

For conservation NGOs with expertise in lobbying, fund
raising, awareness building, environmental education, etc.,
either: (1) seek the involvement of national and international
NGOs wi th rural community development exper ience; or ( 2)
strengthen internal capacities to manage and implement smallscale rural development components of ICDPs.

Needed actions from lenders and donors
1.

International agencies can play a key role in encouraging
governments to adopt the necessary steps to facilitate ICDPs,
especially in establishing appropriate legislative frameworks.

2.

Given the prevalent weakness and lack of resources among
protected area management agencies, consideration will have
to be given to supporting core operating budgets - an area so
far rigorously avoided dueto concerns with inefficiency and
corruption, and the belief that this is the national
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government's responsibility.
There currently seems little
prospect for persuading developing country governments to
commit significant core budget funding to parks and reserves,
particularly where there are little prospects for rapid
economic paybacks from tourism or hunting.
3.

The case studies we have examined suggest that there are
serious disadvantages to projects which are either: (1)
implemented solely by NGOs, emphasizing grassroots community
approaches, or (2)
implemented solely by governments,
emphasizing centralized decision making and large investments
in infrastructure. The need for partnerships between
governments and NGOs, and between conservation and development
NGOs, is one of the few clear messages which has emerged.
Lenders and donors should take a leading role in encouraging
and facilita,ting these partnerships for the design and
implementation of ICDPs.

4.

A serious, long term commitment from funding organizations and
agencies will be essential. ICDPs will require long-term,
gradually-accumulating and carefully monitored investments in
areas such as building institutional capacities, training
field staff to be community 'change agents• and in risky pilot
projects
which
experiment with
different
approaches.
Investments in equipment and other 'hardware', or one-time
preparation of park management plans should be avoided.

5.

Donors supporting ICDP implementation by NGOs should: ( 1)
ensure that the organization has adequate development
expertise; (2) be prepared to make a long-term funding
commitment; (3) not anticipate project financial selfsufficiency within a few years.

.•.

f,
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Table

s-1.

A summary

evaluation

of the case study

PROJECT

~CDPs

DESIGN

Most projects lacked a good understanding of the socio-economic
context in which
they were operating. Although useful·knowledge
was gained by capable field staff
during project execution, it was insufficient to compensate for lack of baseline
data collection.
Even 'quick and dirty' approaches such as rapid rural appraisal
were rarely used.

The ICDPs bave given comparatively little attention to monitoring and evaluation.
This complicates the task of assessment and precludes the preparation of useful
financial or economic analyses. Many of the projects are ata relatively early
stage of implementation, making measurement of progress even more elusive.
Few projects translated their overall conservation goals into specific objectives
against which subsequent progress and achievements could be measured. There was
a general failure to specify exactly how ICDP development activities were
expected to lead to enhanced protected area management.
The popular 'l>uffer zona' concept currently has little operational value,
particularly in the absence of specific enabling legislation.
Although
conceptually attractive and potentially useful, it remains vague and ill-defined
in practice.
TIIE GEHERATIOH OF SOCIAL AND ECONOMIC BENEFITS

Tbe sustainability of social and economic benefits beyond the life of the
projects as separata entities is questionable. Deriving significant economic
benefits from areas which lack tourism potential (or special opportunities, such
as safari hunting in Africa) has proven extremely difficult.
Few projects have identified viable alternatives to extensiva resource
utilization practices in order to improve natural resource management practices
around protected areas. There has been little use of indigenous knowledge and
technologies, and few of the projects have carried out systematic experimente
to identify new agricultural or agra-forestry options. As a result, there is
a lack of site-specific packages to provide alternative methods of resource
exploitation, particularly in drier areas.
The social and economic benefits flowing to local people as a result of ICDP
activities are difficult to identify and unevenly, sometimes very narrowly,
distrihuted.
There is little convincing evidence that those benefitting
represent threats to the park, and few examples of those threatening the parks
(usually the poorest and the landless) receiving benefits which reduce their
threat potential.
Product marketing has received much less attention than production. Road
construction at several of the sites has provided considerable economic benefits
by improving access to larger and more stable markets. Yet it has also opened
up areas of forest for migrante, thereby exacerbating the original situation.
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Despite the persistence of optimistic claims that nature tourism cau finance
conservation and provide benefits to local people, examples remain limited. Most
biologically important areas have little potential for levels of tourism adequate
to support conservation. At some sites tourism revenues are high and have earned
the countries considerable foreign exchange. However, the benefits tend to be
captured in major cities or by central treasury funda. It is rare for visitar
entry fees to be used to support a protected area and there were few examples
of significant local benefits from tourism.
When projects have provided or subsidized community services, such as schools,
health clinics, etc., the link between the service and protected area management
objectives are rarely clear. If these services are intended as an incentive,
which is not altogether clear, the question arises as to whether they will still
be perceived as such by the community the following year, or five or twenty years
later. A single-step initiative will presumably fade from mernory and becorne lese
persuasive over time. The sanctions, if any, are not olear. It is inconceivable
that, for example, a school would be closed if poaching continued.
Pew of the projects systematically addressed questions of land tenure, presumably
because they foresaw little chance of progress. Lack of secure tenure appeared
to be a major constraint in efforts to persuade settlers or recent migrante to
adopt a long-term perspective towards land management and to consider intensive
cultivation practices outside protected area boundaries.
LOCAL PARTICIPATION
Eliciting local participation in íCDPs appears likely to be a long and slow
process, contrary to the initial expectatious of many of the projects. Some of
the case studies adopting a participatory approach have shown some signs of
prornise in terms of: (1) winning the trust and confidence of local people; (2)
eliciting the participation of community members in project-initiated activities:
and (3) starting institutions for local resource rnanagement decision-making.
These projects may offer the greatest potential for eventual 'success'.
Unfortunately, there is currently little evidence that these steps are achieving
project goals or likely to lead to sustainable improvements in local communities
once the 'pro~ect' has finished.
Most of the field staff of the case study projects, whether expatriates or
nationals, were extremely impressive: e:x:perienced, well-trained, energetic,
knowledgeable. Positive relationships had been developed with local people, many
of whom had been suspicious and distrustful, if not outright hostile, when the
projects began.
These field workers frequently appeared to personify the
projects frorn the local perspective and their leadership and counsel were
obviously valued in rnany of the targeted communities. Not surprisingly, there
were several examples of new dependencies being created and it would be difficult
to imagine sorne of the projects continuing without these key personnel (at least
two of the projects have recently been set back by the loss of key individuals).
The prospecta for sustainability beyond the project period in these cases may
be lirnited.
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The projects
bave not so far been effective
in establishing
strong
local
institutions.
While the institutions which have been established have attracted
a certain amount of local support, very few are functionally
independent
from
the projects.
Intended project beneficiaries
have had little orno
real input into project
design or evaluation.
Only three projects effectively encouraged participation
in project design or evaluation,
and only one project seriously attempted to
carry out participant
evaluations.
The few evaluations which were carried out
tended to be done by teams of expatriates making short visits.

SCOPE AHD SCALE
The scale of most projects has been too small in relation to either the protected
area or the surrounding population to have a significant impact. Severa! of the
projects represent pilot initiatives and, as is reasonable with experimental or
demonstration projects, are operating on a small scale. However, apart from
small-scale replications within individual ICDPs, few of the organizations which
initiated or implemented these pilote have shown the inclination or capability
to promete replication beyond their immediate project site.
severa! of the case study ICDPs have proveu vulnerable to a variety of externa!
events or 'shocks'. These externa! impacta usually threaten to have a profound
impact on the future of the parks and reserves they are trying to protect (e.g.,
commodity price collapses Ln severa! countries, guerilla warfare in Peru,
kerosene shortages in Nepal, land price escalation in Thailand anda debt crieis
in Kenya). While in most cases these impacta were probably unavoidable, they
reveal the fragility of some of the projects. This can sometimes be linked to
the small scale of the projects, the lack of sustained commitment by government,
lenders and donors, and the modest capabilities of some of the organizations
implementing the projects.
'l'HE ROLE OF GOVERNMERT
Jurisdiction over lands outside park boundaries is frequently unclear and
provides a barrier to ICDP implementation. Legislativa reforro will often be
necessary to either: (1) give park management agencies authority outside the
boundaries; (2) establish a multiple-use area; (3) clarify overlapping local and
national government powers which can paralyze a project (particularly NGO
projects in Latin Amarica); ar (4) delegate government authority.
Government agencies responsibl.efor park and reserve management face considerable
constraints in illlplementing ICDPs, even with funding and technical assistance
from international organizations. The traditional orientation of these agencies
towards a policing or enforcement role, combined with inadequate skills, training
and resources frequently preclude them from effective communication with local
communities. However, serious commitments by the governments of Indonesia, Niger
Tanzania, and Zambia to individual ICDPs demonstrate that these constraints are
not irrevocable.
National and local governments have tolerated rather than encouraged some of the
smaller projects implemented by NGOs.
This does not preclude occasional
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euccesses, and may in fact facilitate a 'bottom-up' project approach independent
of ponderous bureaucracies; however, it is unlikely to lead to initiatives on
a large enough scale to make a significant difference.

.•.
..•.

TllE ROLE OF

N'GOS

Conservation HGOs have made substantial contributions to establishing and
managing protected areas tbrough the mobilization of funds and providing
expatriate technical assistance. This role is particularly important where the
responsible government agencies are unwilling or incapable of reacting. However,
most of the national and international NGOs involved in funding and implementing
ICDPs have made little progress in the rural development aspects of the projects.
This suggeet a degree of caution in assessing the capacity of these NGOs to
execute ICDPs unassisted.
TBE ROLE OF DONORS

Pressure from or the perceived expectations of donors sometimes led projects to
predict financial self-sufficiency within a few years. Such predictions have
turned out to be exceedingly optimistic, particularly in areas where there is
no access to funde spent by foreign tourists. Many of the projects and/or donors
have adopted time periods which seem unrealistically short in terms of
establishing new institutions for conservation or resource management, or in
eliciting behavioral changes among resource users.
I>onor requirements have, in many cases, reduced the likelihood of ICDPs being
effective in achieving their conserv~tion goals. Donors tend to require funde
to be expended rapidly over short periods of time, to require frequent reporting
of tangible project achievements, to limit their financial commitments to 2-3
year funding cycles, to have inefficient and overly-bureaucratic mechanisms for
transferring funds to field staff, and to invariably support 'projects' rather
than core activities of either goverrunent agencies or national NGOs •

.
,,
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CHAPTER

1: INTRODUCTION

The protection of natural ecosystems in parks and reserves is the
single most important method of conserving biological diversity.
Many of these protected areas are currently experiencing stress as
a result of human activity. Efxorts to minimize human impacts have
historically focused on patrolling by-guards and the imposition of
penalties to discourage encroachment and illegal activities. Most
national parks reflect this emphasis. However, the viability of
relying totally
on traditional enforcement
activities
is
increasingly being questioned as a long-term solution to the
protection of many critical ecosystems. Recognition is growing
that the successful management of protected areas ultimately
depends on the cooperation and support of local people, and that
it is often neither politically feasible nor ethically justifi~ble
to exclude poor people with limited resources access from parks and
reserves without providing them with alternative means of
livelihood.

,e

A new generation of projects is attempting to link the conservation
of biological diversity in protected areas with local social and
economic development. The targeted beneficiaries of these proj ects
live in communities near, or sometimes within, protected area
boundaries. The projects aim to achieve their conservation goals
by promoting development and providing local people with
alternative income sources which do not threaten to deplete the
flora and fauna of the protected area.
These projects range considerably in scale and scope. The smaller
projects include biosphere reserves, multiple-use areas and a
variety of initiatives on the boundaries of national parks,
including buffer zones; larger projects include the implementation
of regional land use plans with protected area components as well
as large-scale development projects with links to nearby protected
areas. For the purposes of this study, all of these approaches
will be grouped under the heading of Integrated conservationDevelopment Projects (ICDPs).

,,
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Most ICDPs aim to stabilize land use outside park boundaries and
to increase local incomes, wi th the obj ective of reducing the
pressure for further exploitation of natural resources within the
protected area. In addition to their development and conservation
components, many ICDPs emphasize conservation education. All of
the projects are based on the premise that protected area
management must reach beyond traditional conservation activi ties
inside park and reserve boundaries to address the needs of local
communities outside .
This study was initiated to analyze these new projects and to
consider how or whether the lessons from existing ICDPs can
effectively be translated into projects and programs which will
21

make a significant contribution to the conservation of biological
diversity. Twenty-three case study projects at 18 sites provided
the basis for our analysis.
In addition to ICDPs, other approaches are being taken to link
conservation wi th development in the tropics, two of the most
important being social forestry and extractive reserves. Although
these approaches overlap with ICDPs, they are not within our
present scope. This study f ocuses exclusively on proj ects adj acent
to protected areas.
BACRGROUND
The national parks concept originated in North America during the
19th century. The goal of the North American parks system was the
preservation of scenic beauty and the protection of natural wonders
as a source of enjoyment and inspiration for visitors. The means
of achieving this goal was to draw boundaries around "special
places" so they could be "set aside" from the "ravages" of ordinary
use (Hales 1989). The theme of protecting natural phenomena from
human exploitation for public enjoyment served as a model for the
development of protected area networks worldwide (Machlis and
Tichnell 1985).
Many parks in the tropics were originally
established to protect the larger mammals which had captured the
imagination of Europeans and North Americans, particularly in
Africa and Asia (Hales, 1989).
Ouring recent decades there has been a growing appreciation of the
much broader contribution that parks and reserves can make to
society. Protected area functions have recently been described as
including the following: the maintenance of ecological processes;
the preservation of species diversity and the genetic variation
within species; the maintenance of the productive capacities of
ecosystems and the safeguarding of species ' habitats; and to
provida opportunities for scientific research, education, training,
recreation and tourism (McNeely et al. 1990).
Protected areas vary according to their management objectives as
well as their basic functions, and the World conservation Union
(IUCN) has developed protected area categories based on these
different management objectives (Table 1-1).
Protected areas
established primarily to maintain biological diversity and natural
formations are referred to as "strictly protected
areas"
(categories I to III). These include national parks, scientific
reserves and natural monuments. In contrast, other categories (IV
to VIII) focus on controlled resource exploitation while retaining
a commitment to maintaining biodiversity. ICDPs have been linked
to parks in several of these categories.
The global network of protected areas has expanded dramatically
during recent decades, with more parks and reserves having been
22
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TABLE

1-1.

PROTECTED

AR.E.A

CATEGORIES

AllD MANAG~

I .

Scientific reserve/strict nature resl~ve.
Protect nature and maintain natural processes in an undisturbed atate.
Emphasis on scientific study, environmental monitoring and education, and
maintenance of genetic resources in a dynamic and evolutionary state.

II.

National park.
Protect relatively larga naturil ,: and scenic areas of national or
international significance for scientific, educational, and recreational
use.

III.

Natural monument/natural landrnark.
Preserve natíonally signifícant natural features and maintain their unique
characteriatics.

IV.

Managed nature reserve/wildlife sanctuary.
Protect nationally significant species, groups of species, biotic
communities, or physical features of the environment when these require
specific human manipulation for their perpetuation.

v.

Protected landacapes.
Maintain nationally significant natural landscapes characteristíc of the
harmonious interaction of man and land while providing opportunities for
public enjoyment through recreation and tourism within the normal lifestyle and economic activity of these areâa.

VI.

Resourçe reserve.
Protect the natural resources for future use and prevent or contain
development activities that could affect the resource pending the
establishment of managément objectives based on appropriate knowledge and
planning.

VII.

Natural biotic area\anthropological reserve.
Allow societies to live in harmony with the environment, undísturbed by
modern technology.

VIII.

Multiple-use management area/managed resaurce area.
Suatained production of water, timber, wildlife, pasture, and outdoor
recreation.
Conservation of nature oriented to supporting
economic
activities (although specific zones can also be designed within these areas
to achieve specific conservation objectives).

From: IUCN (1985) •

.
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OBJEC!l?IVES

established
since 1970 than in all previous periods.
By 1989,
about 4,500 sites covering 4.8 million km2 (3.2% of the earth's
land surface) had been designated as protected areas. Of these,
2,253 sites covering 2.4 mlllion km2 are located in the tropics;
national ~arks comprised .;792 of these sites and occupied 1. 3
million km (Reid & Miller 1989) •

Many of these protected areas, particularly those in the tropics,
are experiencing serious andincreasing degradation as a result of
large-scale development projects, expanding agricultura! frontiers,
illeqal hunting and loggi'hg, fuelwood collection and uncontrolled
burning.
With a cont:inuation of current trends, biological
diversity in many critica! conservation areas seems certain to
diminish dramatically during the next few decades.
Protected area management agencies do not have adequate resources
for effective management. Their autonomy and political influence
are usually very limited. Many lack the necessary financial
resources, technical capacity, expertise, or equipment to carry out
their mandate. Field staff are often isolated from theír families
and from local communities. They tend to be poorly paid and
trained, to lack opportunities for advancement, and have low
morale.
The management ?f protected ~reas in the tropics, particularly in
the case of nat1onal parks, 1s usually oriented towards a policing
or enforcement role, unsympathetic towards local people. Most of
!he m_anagement agencies lack the inclination or capability to
1dent1fy or address local people-park conflicts (see for example,
Hough 1988b). As a result, local people are subject to fines or
imprisonment if they are caught breaking the park regulations.
Machlis and Tichnell (1985), among many others, have argued that
this
"preservationist
approacb .•.• requires
an
essentially
militaristic defense strategy and will almost always heighten
conflict".
This 'fortress' mentality has increasingly been
questioned as a viable or appropriate long-term solution to the
protection af critical ecosystems.
Within the conservation community, realization has grown that
conununities occupying lands adjacent to protected area boundaries
frequently bear substantial costs - as a result of lost access while receiving few benefits in return.
People in these
communities tend to be poor, they lack political influence, and
they receive few government services. A large part of the costs
of conserving biological diversity are therefore being borne by
those least able to pay, even though the benefits are increasingly
recognized as global. Local people often perceive protected areas
as restricting their ability to earn a living. It is therefore not
surprising that growing populations and unsustainable land use
practices outside protected area boundaries frequently lead to
illegal and destructive encroachment within these areas.
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The 1980 World Conservation Strategy emphasized the importance of
linking protected area management with the economic activities of
local communities
(IUCN 1980).
The need to include local people
in park planning and management was adopted enthusiastically
by
conservationists
and protected area managers at the 1982 World
Congress on National Parks in Bali (McNeely and Miller, 1984) .
This Congress called for increased support for communities adjacent
-to parks, through measures such as educátion, revenue sharing,
participation
in decisions, compatible development
schemes near
protected areas and, where compatible with the protected area's
objectives, access to resources.
ICDPs have originated directly
from this evolution in thinking.
INTEGRATED

CONSERVATION-DEVELOPMENT

PROJECTS

(ICDPS)

Descriptions of the overéxploitation of renewable natural resources
in the tropics have increasingly been linked with a sympathetic
appreciation
of the constraints facing impoverished
people who
depend on these resources.
A growing awareness of the complexity
of the links between poverty, development and the environment has
led to a search for ways to "link conservation with development",
to
operationalize
"sustainable
development",
and
to
make
11people-oriented11
conservation
(see, for example, McNeely 1988).
Herein lies the appeal of ICDPs.
Efforts to.link con~ervation and development at project and program
levels have featured prominently in the discussion of sustainable
development
which has blossomed since the publication
of the
Brundtland Report (WCED 1987). As a result, the initiatives which
we have grouped under the ICDP heading have received considerable
attention
among
conservation
organizations,
international
development
agencies and pri vate f oundations.
ICDPs have been
funded and/or implemented by many of these organizations, including
the World Bank, the U. S. Agency for International
Development
(A.I.D.), and the World Wildlife Fund/The Conservation Foundation
(WWF-US).
The World Bank's 1986 policy on wildlands (defined as natural areas
relatively untouched by human activities) recognized the importance
of wildland management
as a part of development
proj ects and
requires that wildland management be considered in economic and
sectoral planning (Ledec and Goodland 1988) • Implementation of the
wildlands policy has resulted in increasing numbers of development
proj ects wi th a conservation or protected area component.
The
Wildlands Policy specifically emphasizes the need 11 ••• to include
local people in the planning and benefits [of wildland management
areasJ".
It also points out that "rural development investments
that provide farmers and villagers in the vicinity of [wildland
management areas with] an alternative to further encroachment" can
contribute to effective conservation in parks and reserves.
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WWF-US launched the Wildlands and Human Needs Program (WHNP) in
1985, with financial support on a matching basis from A.I.D .. This
program consists of about 20 protected area projects throughout the
tropics which have been planned to give egual emphasis to
conservation and development.
The program aims to minimize the
impact of local people on significant wildland areas through
community development initiatives. It is an experimental program,
the first of its type to be launched by a conservation
organization.
A.I.D. funding for the conservation of biodiversity has increased
steadily. Am.endments to the Foreign Assistance Act directed AIO
to support initiatives designed to conserve biodiversity and
tropical forests. A broad range of NGO efforts are currently being
supported as a part of the agency•s Environment and Natural
Resources Poli~y and other instruments.
ARE THE NEW APPROACHBS WORKING?
. Despite the increasing popularity of ICDPs, little evidence has
appeared to indicate whether they are achieving their goals. Field
experience is limited, since many projects are barely beyond the
conceptual or planning stages. Previously completed or existing
projects have not been systematically evaluated and the criteria
for measuring success or failure have not been clearly identified
o~ tested~ The extent to which investments in ICDPs potentially
represent cost-effective, sustainable or replicable approaches to
the management of protected areas and certain categories of
forested lands is therefore largely unknown.
An evaluation of the ICDP approaches is particularly important at
the present time for the several reasons. First, the conservation
of biological diversity and the protection of tropical forest lands
have been given high priority by many countries.
An increasing
number of ICDPs are being initiated. These and future projects can
benefit from an understanding of experience to date and an
identification of the approaches which show potential for success,
particularly since there is virtually no analytical literature on
this area. Second, effective implementation of ICDP concepts will
require current approaches to the management of protected areas and
certain other forested lands to be substantially modified.
Finally, a failure to initiate and maintain more effective
approaches to managing protected areas and other forested lands
will result in the continued rapid degradation of critica! natural
ecosystems. New and effective approaches need to be adopted during
the 1990's in arder to avoid substantial, possibly catastrophic,
further reductions in biological diversity.
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SCOPE AND PORPOSE

.

OF STUDY

This study was initiated to consider how, or whether, lessons from
. existing ICDPs can be translated into projects and programs which
i will make a significant contribution to the conservation of
biological diversity in protected areas. Principal emphasis has
been placed on IUCN conservation area categorias I and II (Table
1-1), i.e., national parks and scientific and nature reserves, plus
biosphere reserves; categories IV through VIII were only considered
where they comprised the lands surrounding protected areas in the
former categories.
Other approaches to community-based exploitation of natural
resources were excluded if they did not include a protected area
and did not have the conservation of biological diversity as their
principal objective. Examples of such approaches include social
forestry (e.g., Gregersen 1989) or extractive reserves (e.g., WWF
1990). our scope is broader than the related work of Poole (1989),
which was limited to the consideration of indigenous peoples living
in conservation areas, principally in Latin America. Additional
ICDP case studies may be found in the work of West and Brechin
{1990),. who also consider protected areas in industrialized
countries.
CASE STUDY SELECTION

Wé attempted to select from existing ICDPs those which appeared to
have the greatest potential to generate useful 'lessons' for the
case studies. Candidate sites were identified through discussions
with representatives from the World Bank, Asian Development Bank,
A.I.D., WWF-US, WWF International, the u.s. Peace corps, IUCN, the
Inter-American Foundation, Wildlife Conservation International
(WCI), Conservation International, CARE, Catholic Relief Services,
and other organizations with knowledge and experience of developing
country conservation and development issues.
Preliminary case study selection was limited to projects with
social or economic development components linked to protected areas
which had been operational for at least three years.
About 30
projects which satisfied these criteria were identified. Most of
these projects had been operational for 3-5 years. Fewer than ten
had been operational for more than six years.
Final case study selection reflected a desire for representation
from each of the Asian, African and Latin American regions.
It
also reflected a subjective assessment of what were felt to be the
most interesting and varied projects, as well as logistical
feasibility in visiting and evaluating the projects during the
period of the study. Preference was given to eight countries where
ICDPs had been initiated at more than one site. Most site visits
were conducted between September 1989 and February 1990. A small
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number of additional site visits were made to important
areas which, although critically
threatened,
had not
ICDPs.

protected
initiated

Of the 2 3 case study proj ects, 19 were visi ted by one of the
authors, usually for 1-2 weeks.
Four proj ects were visi ted by
other WWF-US or World Bank staff or consultants.

METHODOLOGY
The analysis of the case studies was based on a variety of sources.
Project proposals, progress reports and evaluations were reviewed.
Site visits provided extensive information on project design and
implementation.
Wherever possible, discussions were held wi th
representatives from the following groups: (1) Past and present
project managers and their staff. (2) Protected area managers and
their staff. (3) Senior representatives of national agencies
charged with protected area administration. (4) Senior staff of
national NGOs participating in the project. (5) National staff of
international NGOs participating in the project. (6) Targeted
beneficiaries of the development and education components of the
projects. (7) Individuals in the.particular countries with relevant
knowledge and experience.
Some of these discussions took place informal meetings, others in
informal settings. Discussions with the targeted beneficiaries of
·projects located in Asia and Africa required interpreters; wherever
possible these discussions were carried out informally without
project or government representatives b~ing present.
The agenda for the case study reviews was flexible and varied in
accordance wi th the scope and scale of the proj ects.
It was
recognized in advance that only limited quantitative information
would be available concerning any of the selected projects.
The
limited time available for site visits effectively precluded the
collection of original data. Most of the information collected was
therefore qualitative.
Brief descriptions of the projects at each case study site are
included in Box 1-1 and their locations are shown on Map 1-1 [next
draft]. Two-page sununaries which describe and analyze each of the
case studies, together with maps, are included in the Appendix.
Extended versions of these sununaries have not been included in this
report but are available from the authors.
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MAP-1-1

[MAP SHOWING CASE STUDY SITES]
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BOX 1-1.

SUMMARY OF TBE CASE STUDY PROTECTED AREAS SITES AND PROJEC~S
(see Appendix 1 for more information).

..•
Annapurna conservation Area, Nepal:. A 2,600 km2 mu1tip1e use area established
in 1986 under the jurisdiction of Nepal's leading NGO to mitigate the impacta
of tourism on the environment and to promete local development. The 1986-1989
cost was $450,000; $2.4-million is available for expansion during 1990 - 1994.

•
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Dumoga-Bone National Park, Indonesia: The 3,000 1an2 park was established in 1982
to protect the rivers supplying two irrigation projects used by 8,000 farmers
to grow paddy rice. Funding was provided by a $60 million World Bank loan.
Gunung Leu ser National Park, Indonesia: The 9,000 km2 park is acutely threatened
by agricultura! encroachment and logging, both facilitated by road construction.
Buffer zones have been delineated but not implemented. Enforcement has been
ineffectual.
Khao Yai National Park, Thailand:
The 2,200 km2 park, an important tourist
attraction, is seriously threatened by logging and hunting. Two Thai NGOs began
a project in one of 150 villages on the park border in 1985 to promete
conservation through development, later expanding into severa! other communities.
The 1985-1989 cost was $500,000.
Royal Chitwan National Park, Nepa~: The 900 km2 park, established in 1973, is
a premier tourist attraction surrounded by a rapidly growing population. Park
officials permit villagers access to collect grasses once a year for house
construction and thatching.
Lat.in Amarica
Central Selva, Peru: Site of the 1,220 km2 Yanachanga-Chemillen National Park
and forest and indigenous reserves. A $22 million A.I.D. funded project (19821987) was initiated in an attempt to maximize sustained productivity of the
watershed and increase local income soas to reduce inappropriate development.
Monarch Overwintering Reserves, Mexico: A series of 5 mountain-top reserves,
each about 8 ha.2, protect butterflies. A Mexican NGO ia working to promote
tourism development and education in local communities and reduce the high level
of illegal logging which threatens the reserves. The cost is
osa Península, Costa Rica: This 1,750 km2 península includes numerous protected
areas threatened by intensive logging. A project initiated in 1987 by WWF-US/CF
supports incarne generation through local organizations. The project funding has
been $200,000 in 1988-1989, $250,000 in 1989-1990, and $400,000 in 1990-1991.
Sian Ka'an Biosphere Reserve, Mexico: This 5,200 Jan2 multiple use area includes
land and aquatic habitats. A local NGO supports the reserve and its residente
through small-scale development activities and publicity with less than $100,000
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annually. The nearby Pilot
improve forestry practices,

Forestry Project, works with local
with an annual budget of about

communities

to

Talamanca Region, costa Rica: The region includes numerous wildlife, indigenous
and forest reserves. A Costa Rican NGO has initiated small-scale
development
activities to promete region-wide sustainable development practices since the
early 1980s. Funding of $1.2 million during 1984-1988 •

..•

Africa
Air/Tenere National Nature Reserve, Niqer: This 77,000 km2 game reserve was
established in 1988. A 1982-1986 WWF/IUCN/Govt. of Niger conservatipn project
was the forerunner to a 3 year $2.5 million dollar project emphasizing
conservation, protection, and rural development in and adjacent to the reserve.
Amboseli National Park, Kenya:
A 1977 World Bank loan supported tourism
development, water point development, and community services to compensate local
people for loss of access to the 600 km2 park- The separate community-based
Wildlife Extension Project has an annual budget of $50,000.
~
Burundi: The Bururi Forest Project prometes enforcement, education and forestry
near the 20 km2 Bururi Forest Reserve with A.I.D. funding of $1.2 million from
1983-1987. Replication is underway at Rumonge, Vyanda, and Kigwena Reserves,
which total 58 km2, with funding of $500,000 for 5 years from 198_.
East Usambara Mountains, Tanzania: A patchwork of 18 forest reserves covering
16 km2 has been threatened by logging and shifting cultivation. A Tanzanian
Government project with IUCN technical assistance has worked in 15 villages to
promete conservation and development since 1987. Funding for 1987-90 was $~~
Beza Mahafaly and Andohahela Reserves, Madagascar: one Malagasy and two American
universities helped local people establish the ~ km2 Beza reserve in 1985, have
implemented local development and conservation··:programs
and recently expanded
to include the 760 km2 Andohahela. Funding for 1977-89 was $450,000.
Nazinga Game Ranch, Burkina Faso: A 940 km2 ranch was established to protect
dwindling wildlife populations and provide local communities with benefits from
employment, safari huntung, tourism, meat culling, etc. Government and Canadian
CIDA funding totaled $3.l million for 1979-1989.
South Luangwa National Park, Zambia:
A 9,050 km2 park surrounded by game
management areas. The Lupande project, replicated as the ADMADE program, prometes
return of safari hunting revenues to local communities, job creation, and antipoaching. Annual funds are $50,000. The Luangwa Integrated Rural Development
Project, initiated in 1988, is a large, regional project with funding of $25
million for 5 years. Both projects are implemented by the Government of Zambia.
Volcanoes National Park, Rwanda: The 150 km2 park is surrounded by intensive
agricultura. WC! initiated a project in 1979 to protect the Park's gorillas and
to promete tourism. Externa! funding had risen to over $250,000 annually by the
late 1980s.
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CHAPTER

2: THE PROTECTED

AREAS AND THE TBREATS

This chapter concentrates on the situation~ which confronted the
case study ICDPs in their initial plannirvg stages, where a wide
variety of ecological systems, socio-economic conditions and
institutional arrangements were represented. These factors can be
considered first.in terms of the protected areas (Table 2-1) and
second in terms of the threats to the prot~cted flora and fauna
resulting from the relationship between the park and local people.
In some cases these local situations proved to be no less complex
and diverse than the biological systenis which the projects were
trying to protect. Subsequent chapters explore the implications
of these variations in context for the design, implementation and
overall effectiveness of the projects. The role of the government
agencies responsible for managing protected areas and their
participation in ICDPs are discussed in Chapter 7.
THE PROTECTED AREAS
The case study protected areas vary in terms of their management
objectives
as
well
as
their
physical
and
ecological
characteristics. They can be divided into two groups, traditional
parks and multiple-use areas.
The first group consists of parks and reserves which conform to
the traditional park model. These protected areas totally excluded
local people from consideration when they were originally
established, mainly as national parks (i.e., Chitwan, Khao Yai,
Andohahela, Usambaras, Gunung Leuser, Luangwe, Volcanoes, Bururi,
Rumonge, Corcovado).
The ICDPs have generally been directed
towards villages close to the park boundaries. In these cases, the
authority of the park management agencies rarely extends beyond the
protected area boundaries to include local people.
Legal
jurisdiction over the lands adjacent to the park is usually shared
between severa! ministries and local governments.

•

Some of the protected areas corresponding to the traditional model
are bordered or surrounded by areas of forest which have been
designated for timber production or watershed protection, and where
permanent settlement is technically illegal as, for example, in
Indonesia and Thailand. Many of the communities located outside
park boundaries and targeted by ICDPs occupy these restricted
areas.
In Thailand, for example, it has been estimated that
several million people live and farm illegally in national forest
reserves. Many of the Thai national parks are bordered by villages
occupying these reserves.
Government agencies are frequently
unable or unwilling to support, or even condene, development
activities directed towards these illegal settlements.
such
situations, or others where land tenure is insecure, considerably
complicate any attempt to begin ICDP initiatives.
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TABLE

2-1.

THE CASE STUDY PROTECTED

AREAS

Protected Area

Gunung Leuser, Indonesia
Dumoga Bone, Indonesia
Annapurna, Nepal
Royal Chitwan, Nepal
Khao Yai, Thailand

Size (km2)

National Park
Nà"tional Park
,li"
Conservation Area
National Park
National Park

9,000
3,000
2,600
900
2,200

,.,

-

Latin America
Corcovado, Costa Rica
Gandoca-Manzanillo, Costa Rica
Monarch Overwintering, Mexico
Sian Ka'an, Mexico
Central Selva, Peru:
Yanachanga-chemillen
Yanesha
San Matias-San Carlos

National Park
Wildlife Refuge
Reserve
Biosphere Rese~ve

5,280

National Park
Communal Reserve
Protection Forest

1,220
350
1,500

400
50

.s

Africa ·
Nazinga, Burkina Faso
Bururi, Burundi
Burundi:
· Rumonge
Vyanda
Kigwena
Andohahela, Madagascar
Beza Mahafaly, Madagascar
Air/Tenere, Niger
East Usambaras, Tanzania
South Luangwe, Zambia

Game Ranch
Forest Reserve
Forest Reserve
Forest Reserve
Forest Reserve
Integral Reserve
Special Reserve
Natura Reserve
Forest Reserves
National Park

1,000
20
10
8
40

760
6

65,000
160
9,000

Management plans existed for most of the •traditional model' parks
included in the study. Many of these plans had been prepared when
the parks were originally established, with expatriate funding and
technical assistance. Some of the more recent plans emphasized the
importance of incorporating local perspectives into park management
but rarely provided guidance on how this might be dane.
Implementation of the recom.mendations made in these management
plans has in· many cases been negligible.
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The second category of protected area includes parks and reserves
which were established either after or to coincide wi th the
beginning of the ICDP (i.e., Annapurna, Sian Ka'an, Air/Tenere,
Amboseli, Dumoga-Bone, Beza Mahafaly).
The protected areas at
Annapurna, Sian Ka'an and Air/Tenere all specifically permit
natural resource utilization by local people, including settlement,
within a multiple land use area which includes fully-protected
zones. Beza Mahafaly, Amboseli and Dumoga-Bone were established
as traditional parks but with express provision having been made
for local social and economic development outside the protected
area boundaries. While a few countries have passed legislation
which. establishes e;,r permits the establishment of multiple-use
conservation areas (Box 2-2), in most countries new legislation
would be required.
BOX 2-2:

CASES WHERE LEGISLATION
BSTABLISHED

ENABLED

MULTIPLE-USE

COHSERVA'rION AREAS TO BE

Air/Tenere:
Legislation
in Niger permita three types of protected areas: (l)
'total' game reserves, ·where access is generally limited to researchers;
(2)
'partia!' game reserves, in which hunting of specific species is permitted; and
(3) national parks, where exploitation
is forbidden but tourism is allowed.
Legislation passed in 1988 provided legal support for a conservation project in
the Air/Tenere region (underway since 1982) and established a total game reserve
(the Addax Sanctuary) of 12,805 km2 within a partial game reserve of 77,360 km2.
The Addax
Sanctuary
was established
in unused
areas.
The remainder,
the
Air/Tenere National Nature Reserve, was designed to promete the continued use
of natural resources by the indigenous population.
Resident populations
were
assured of the rights to settle, move freely throughout the reserve, collect dead
wood, medicinal
planta, etc. although, hunting and the 'needless' damage of
vegetation are forbidden.
Annapurna:
In 1985, the King of Nepal issued a directive to manage tourism
while safeguarding
the environment
in the highly stressed Annapurna
region.
Surveys of local residents revealed that a national park designation
would
generate a negative local response, similar to that experienced
elsewhere in
Nepal where national
parks have been associated
with resettlements
and a
significant Army presence.
The 'Conservation Area' concept was recommended. In
contrast to national parks, the Conservation Area was divided into zones, some
of which specifically allowed hunting, collection of forest products, allocation
of visitar fees for local development, and delegation of management
authority
to the village level. Legislation was passed in 1986 to establish the Annapurna
Conservation Area and initiate the Annapurna Conservation Area Project (ACAP).
Sian Ka'an: In 1982; the state of Quintana Roo (SOQR) aaked CIQRO (Center for
Studies in Quintana Roo) to identify an area suitable for a biosphere reserve.
CIQRO, a state-funded research institution, completed their studies in 1983 and
recommended the area which is now Sian Ka'an.
In 1983, SEDUE (Secretariat of
Urban Development and Ecology) was created by the Government of Mexico.
SEDUE
became the primary agency responsible
for the reserve at the national level.
In 1984, the Governor
of Quintana Roo convened
an interagency
commission,
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composed of SOQR, SEDUE, and CIQRO, to resolve field-level problema, develop a
management plan, and create a Council of Representatives.
A Presidential Decree
created the Sian Ka'an Biosphere Reserve in early 1986.
The core area (240,000
ha.) is zoned for total protection; 40,000ha. are marine and 200,000ha. are land
based.
There is a 200,000 ha. buffer zone, half marine and half terrestrial.
Because no management plan has yet been approved, it is unclear what uses are
permitted in the buffer zone.

·~
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THREATS TO THE PROTECTED AREAS
What are threats? They have been defined as "activities of either
human or natural origin that cause significant damage to park
resources, or are in serious conflict with the objectives of park
administration and management" (Machlis and Tichnell 1985). Local
threats to protected areas in the tropics principally consist of
hunting, ?gricultural encroachment, burning, logging and the
collectioruof f orest products. However, this partial list provides
_little in~ight into the underlying factors motivating the people
carrying out these activities. These vary widely between and even
among the individual sites, as the case studies show.
The few studies which have attempted to measure and compare
different ·types of threats to protected areas on a global or
regional scale have been unsatisfactory (Box 2-3). The categories
used in these studies are difficult to analyze. They give little
insight into the underlying causes of particular threats and do
not distinguish between the seriousness of different threats.
BOX 2-3. STUDIES OF THREATS ~O PROTECTED

AREAS

A study by IUCN summarized the kinds of threats facing 43 of the world's most
threatened protected areas. The top ten reported threats were: (1) inadequate
rnanagementresources; (2) human encroachment; (3) change inwater regime or hydro
development; (4) poaching; (5) adjacent land development; (6) inappropriate
interna! development (e.g., reade); (7) mining and prospecting; (8) livestock
conflicts; (9) military activity; (10) forestry activities (IOCN 1984).
A subsequent survey of 135 parks in more than 50 countries reported the most
common threats as: (l) illegal removal of animal life; (2) lack of management
personnel; (3) remova! of vegetation; (4) soil erosion; (5) local attitudes; (6)
conflicting demande on management; (7) fire; (8) human harassment of animals;
(9) loss of habitat; (10) vegetation trampling (Machlis and Tichnell 1985).

One of the reasons for the difficulty in analyzing site-specific
threats is that many of their fundamental causes lie well beyond
protected area boundaries. The tendency to view local.people as
'the problem' is an inherent limitation of the !CDP approach, when
in many cases the building pressure on natural ecosystems
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ultimately derive from laws, policies, social changes and economic
forces over which poor rural people have no influence and which can
severely curtail their options.

.

A süfiplistic characterization
of threats can easily lead to a
misdiagnosis of the underlying causes and inappropriate actions.
For example, illegal timber cutting could have multiple causes,
including migration into regions with undeveloped labor markets,
changing agricultura! practices, high population growth, new access
to forest product markets, government pricing policies, the need
to donvert savings to cash, etc. Oifferent groups - whether based
ort ethnic origin, social class, or other characteristics
- may
respond differently
to any of these changes.
Such levels of
complexity were common among the communities targeted by the case
study projects.

The most evident proximate threats to the case study protected
areas are shown in Box 2-4, although these descriptions do not
describe the underlying causes (further information is, however,
included in the Appendix). The threats to at least four of the
case study sites are partly attributable to the collapse of
formerly-dominant natural resource industries.
The demise of
bananas near the Osa Península, and cacao and bananas at Talamanca,
all in Costa Rica, coffee and then tea in Tanzania' s Usambara
mountains, and mahogany at Sian Ka'an, Mexico, all led to
substantial local changes. The resulting loss of j obs and the lack
of alternative employment opportunities in these regions then led
to increased rates of conversion of forested 1-and to agriculture
and intensified logging for timber.
BOX 2-4: PROXIMATE

Annapurna:
Dumoga-Bone:
Gunung-Leuser:
Khao Yai:
Royal Chitwan:

TBREATS

TO TBE CASE STUDY PROTECTED

AREAS

Deforestation for fuelwood, water pollution, poor sanitation,
littering.
Poaching, agricultural encroachment.
Road construction, logging, agricultural encroachment.
Agriculture, poaching, logging, inappropriate
development.
Fuelwood collection, livestock grazing.
Latin America

Monarch:
Osa:
Central Selva:
Sian Ka'an:
Talamanca:

Logging, agriculture, cattle grazing.
Logging, gold-mining, agricultura! expansion.
Colonization,
agricultura! expansion, cattle-ranching.
Logging.
Road contruction; agricultural expansion.
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Africa

.i

Air/Tenere:
Amboseli:
Bururi/Rumonge:
East Usambaras:
Beza Mahafaly:
Andohahela:
Lupande:
Nazinga:
Volcanoes:

Tourism, poaching, livestock grazing during droughts.
Livestock grazing •
Fuelwood gathering, grazing, agricultura! encroachment.
Agricultura! encroachment, logging.
Livestock grazing.
Poaching, agricultura! encroachment, burning.
Poaching.
Poaching.
Hunting, agricultura! encroachment.

Comparison of the case study sites has suggested that it is
extremely difficult to generalize on the extent to which local
communities represent an ultimate, proximate, direct or indirect
threat, orno threat at all to parks - this is a site-specific
judgement. Having accepted this constraint to generalizing about,
or even understanding, the ultimate source of threats to protected
areas, i t seems clear that ICDP design must be based upon a
reaso.nablysophisticated understanding of the local socio-economic,
political and cultural contexts.
The areas surrounding parks and reserves have generally been
characterized as poor, marginal for agriculture, remete from
markets and employment opportunities, lacking services, roads and
infrastructure, and with little political influence.
While the
case
study
sites
reveal
a
measure
of
truth
in
such
characterizations, they are simplistic. The communities occupying
lands adjacent to the case study parks are not homogenous.
They
vary significantly in terms of their social and political systems,
economic activities, institutions and authority structures, history
and longevi ty at particular sites, and linkages wi th regional,
national and international economies (Box 2-5).
Variations in
these characteristics within particular areas are in some cases as
significant as variations between different areas. The interaction
of these variables provides a background for understanding the
local threats which face the case study protected areas. We see
no viable alternative to detailed site-specific social, economic
and cultural studies as a basis for designing ICDPs.
BOX 2-5:

CASE STUDY EXAMPLES OF VARIATIOHS IN COMMUXITY CHARAC:rERISTICS

Ethuicity: Local populations vary from extreme ethnic heterogeneity (Usambaras,
Annapurna) to areas with several prevalent groups (Dumoga-Bone, Talamanca, Khao
Yai, Volcanoes} to relative homogeneity (Beza Mahafaly, Amboseli, Air-Tenere).
Numbers: Population densities ranged from very high (Chitwan, Monarch, DumogaBone, Volcanoes) to very low (Annapurna, Sian Ka'an, Amboseli, Air/Tenere).
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Length of residence:
Some communities are well-established
in the area (Sian
Ka'an, Arnboseli, Annapurna, Beza Mahafaly, Air/Tenere), while others consist of
recent migrants (Chitwan, Monarch, Dumoga-Bone, Talamanca, Boscosa, Usambaras).

••

Local organizations: Responsibility for decision making rested with elected
officials (Beza Mahafaly, Monarch), government appointees (Usambaras, Nazinga),
traditional leaders (Air/Tenere, -Arnboseli, Lupande/ADMADE), as well as
combinations of these.
Some communities appeared to lack decision-making
mechanisms. (See Chapter 6.)
Location and access: Most sites are remote from cities and markets, although
recent road construction has made some areas accessible (Khao Yai, Talamanca,
Gunung Leuser, Dumoga-Bone). (See Chapter 6.)
~ourism: Some areas draw substantial numbers of tourists (Chitwan, Annapurna,
Air/Tenere, Arnboseli, Monarch, Volcanoes). More government services are found
in areas with good access or tourists, although these facilities are oriented
toward tourists, not toward communities. (See Chapter 5.)
Land and resource use:
Most areas were heavily dependent on the land and the
natural resource base for subsistence.
Predominant use patterns were:
pastoralism (Arnboseli);
mixed agriculture and pastoralism (Air/Tenere, Beza
Mahafaly, Andohahela); mixed agriculture and forestry
(BOSCOSA, Sian Ka'an,
Talamanca, Monarch, Usambaras, Volcanoes, Bururi, Rumonge, Beza Mahafaly);
agriculture (Dumoga-Bone). These ranged from traditional systems for subsistence
production to both subsistence (Amboseli, Central Selva) and commercial sectors
in the sarne area (Talamanca, BOSCOSA). (See Chapter 6.)

THE NEED FOR INFORMATION GATHERING
Three of the case studies carried out particularly effective
surveys.
In Nepal, a three-man survey team spent six months
collecting information on what became the multiple-use Annapurna
Conservation Area, and developed a provisional management plan
based on discussions with community leaders and villagers
throughout the region. At Khao Yai, the Population and Community
Development Association of Thailand (PDA) carried out extensive
interviews among the people of Sup Tai village, revealing the
extent to which local moneylenders had a stranglehold on the local
economy.
In Costa Rica, the Boscosa project carried out socioeconomic surveys, land use studies, and forest inventaries. The
results of these surveys were used to initiate a planning dialogue
with the local community and to provide baseline data for the
project. Other ICDPs started with substantially less information.
Several techniques for gathering knowledge on communities prior to
planning and initiating development projects have been described
(e.g., Gregersen 1988, Carruthers and Chambers 1981, Kumar 1987,
Molnar 1989, Noronha 1980, NES et al. 1990). However, with the
exception of the three projects described above, the case study
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proj ects
did
not
conduct
_ socio-economic
assessments
of
their
targeted,beneficiaries
and few àppeared_to
recognize
the importance
of gathering
systematic
informa~io~
on local
people.
_Most of the
projects
therefore
began
with
little
'more than
a superficial
understanding
of the threats
facing
the parks
and reserves
which
they were seeking
to protect.
··
··
Having emphasized
_the variety
in the initial
sit(iatlons
the projects,
subséquent
chapters
dêscribe
t}J.e'i;;·rbjects
and their
attempts
to adapt
to this
variety.
·
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CHAPTER

.

3:

THREE CASE STUDIES

The previous chapter described how the different case study
projects faced a wide variety of local conditions as they began
their work. These variations.in context added to the complexity
of what was already a challenging task, to reconcile local people
to the existence or establishment of a protected area. In this
chapter the focus shifts to the projects themselves.
We found a variety of approaches to project design apd
implementation, and no projects which could be described as average
or typical. Our assessments of the projects were substantially
influenced by an appreciation of the subtleties and variations in
local context, many of which only became apparent from site visits
and from interviews with proj ect staff and with members of the
local communities who were the intended proj.ect beneficiarie~.
Some of these subtleties became lost as the case study analyses
were compressed (two-page analyses are included in the Appendix).
To compensate, we have selected three of the case study projects
for more in-depth treatment in this chapter: Khao Yai in Thailand,
the Talamanca region in costa Rica, and the East Usambara Mountains
in Tanzania.
These cases illustrate some of the issues and
challenges encountered by the individual ICDPs. In Chapter 4 we
will propose a conceptual framework to encompass all ICDPs and
their varied elements.
The experiences of the three ICDPs which follow are consistent with
the general conclqsions from this study: that variations between
the projects, combined with the complexity and diversity of local
situations, defy simple analysis and mad~ it difficult to
distinguish success from failure; and, partly as a consequence,
that very few of the projects can unreservedly be described as
successful.
KHAO YAI NATIONAL PARK, THAILAND
The context
The 2,200 km2 Khao Yai National Park is located about 200 km
northeast of Bangkok. It includes some of the largest remaining
areas of tropical moist forest in mainland Asia, and has
exceptionally diverse flora and fauna. For many rare species it
represents one of the last remaining viable habitats in Thailand.
The park also contributes to the hydrological cycle of Northeast
Thailand, containing the headwaters of four major rivers and
supplying two large reservoirs. Khao Yai attracts 250,000-400,000
Thai and foreign visitors annually who spend 150 million baht ($US
5 million) on admission, lodging fees, transportation, food, and
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other services within the park.
The annual budget for park
management is approximately 3.5 million baht ($US 125,000).
The area surrounding the park has been almost entirely deforested
during the last three decades. The park itself is currently under
pressure from illegal hunting and logging, as well as large-scale
development projects which are incompatible with its protection
function, including tourist facilities and golf courses.

...
•

About 53,000 people. live in 150 villages which surround the Park
boundaries. Most illegally occupy 1reserved forest1 (a situation
shared with over 7 million Thai villagers). Limited a~d sporadic
park enforcement measures have resulted in hostility and armed
clashes between local villagers and personnel of the National Parks
Division (NPD) of the Royal Forest Department (RFD), with loss of
life on both sides. However, illegal activities within the park
have continued, principally poaching and the remova! of timber.
The project
In 1985 two Thai NGOs began working together in sup Tai village
just outside the park boundaz'y , the Population and Conununity
Development Association (PDA) and Wildlife Fund Thailand (WFT).
PDA is the largest NGO in Thailand and has been organizing rural
development programs with an emphasis on community participation
since 1974. Its activities have reached more than 16,000 villages
and led to improvements in health, family planning and income in
many poor rural conununities.
WFT, which was founded in 1983 and
is now a WWF-US affiliate, is a relatively small conservation
organization which has achieved prominence by attracting attention
to some of Thailand t s most important environmental issues. WFT had
no previous experience in project implementation •

..

An initial survey found that the Sup Tai villagers were poorer than
average and heavily in debt. Health and sanitation levels were
low. There were no formal village institutions, literacy was rare
anda third of the village, mainly recent inunigrants, had no legal
land title.
The survey revealed that 1middlemen1
(loan sharks)
controlled village economies, providing credit to farmers at an
exorbitant 5% per month and then taking over the lands of those
unable to make repayments. In conunon with many other rural areas
of Thailand, the debt situation of villagers, who had no access to
alternative credit sources, appeared to be the major constraint to
change.
Many villagers acknowledged participation in illegal
hunting and logging in the park.
The sup Tai Rural Development for Conservation Project began in
1985. The project aimed to find ways of conserving the natural
resources of the park while promoting new or improved means of
livelihood for the villagers. The project was built around a new
village-level institution, the 1Environmental Protection S0ciety1
(EPS). An elected village conunittee administers the EPS with
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supervision from a full-time PDA project manager.
The EPS was
established as a vehicle for the villagers to make decisions and,
eventually, to become financially and organizationally selfsufficient from the 'project•.

.

The most important project activity has been to provide loans to
EPS members from a revolving loan fund, in exchange for commitments
not to break park regulations. Interest rates on the loans were
set ata level comparable to commercial bank rates, i.e., 1% per
month. From 1985-1989, 436 loans totalling about 2.1 million baht
($US 75,000) were made to Sup Tai residents. These loans have been
repaid in full and on time almost without exception.
Early in
1990, the Bank of Agriculture and Agricultura! Cooperatives (BAAC)
agreed to provide credit directly to Sup Tai farmers on an
experimental basis.
A variety of other conservation and development activities have
been promoted, including soil conservation, raising livestock and
fish, growing fruit trees, cooperative stores, improved sanitation
and health practices, and a small park trekking progrâm for
tourists.
Education programs have been designed to improve
environmental awareness and to
inform villagers
of park
regulations.
Trees have been planted in the hills above the
village to mark the boundary of the park.
In 1987 WFT withdrew from the Sup Tai project to initiate the
EnvirorunentalAwareness and Development Mobilization (TEAM) Project
in 10 villages on the opposite side of the park, with conservation
education activities in a further 40 villages.
PDA continued
working in Sup Tai, expanded into two nearby villages during 1987,
and plans to extend into three more during 1990. Both WFT's TEAM
project and PDA's expansion are all based on the Sup Tai 'model'.
The National Parks Department has had very little involvement in
any of the projects.
A PDA project manager has been on-site at Sup Tai since 1985,
employing a small number of local staff. Since 1987 thi~ individual
has also supervised project activities in the nearby villages of
Non Kradong and Sok Noi. WFT has two on-site project managers, one
responsible for each group of five villages where the TEAM project
is focussing its most intensive efforts.

.

Agro Action (a German foundation) provided 5 million baht ($US
180,000), and PDA one million baht ($US 36,000), for the Sup Tai
project (1985-90). A.I.D. provided WFT with a three-year grant for
the TEAM project of 5.3 million baht (US$ 190,000).
A.I.D.
discontinued its funding for TEAM in early 1990 after WFT declined
to increase the scope of the project to include more villages .
Sup Tai has experienced some major changes since the project began.
Soon after launching, the project began to attract national and
international attention, culminating in a visit from the Prime
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Minister in 1987. The announcement of this visit led the province
to improve an access road, making the village a 3-hour drive from
Bangkok. Two years later, in another significant event for the
village, Sup Tai was connected to the country's electricity
network.
These changes, which resulted from but were not
encouraged by the project, have already altered the economic
situation of the villagers. The construction of the road appears
to have contributed to the rapid penetration of a cash economy and
soaring land prices, both of which seem to be perceived as project
benefits by the villagers.
KBAO YAI:

••

EVALUATION AND LESSONS

1.
Villagers and officials both assert that illegal activities are continuing
throughout the Park, principally hunting and logging, although the projects have
led to improved relations between villagers and park personnel.
There is no
convincing evidence that the overall project goal of strengthening the protection
function of Khao Yai National Park has been achieved, even in the immediate
vicinity of Sup Tai or the other project villages. A signiflcant exception is
that agricultura! encroachment in the inunediatevicinity of Sup Tai ended after
trees were planted to mark the boundary.
2 •.
The EPS loan programa provide important economic benefits to villagers,
although the scale has not so far been sufficient for them to become independent
of the middlemen.
3.
Considerable emphasis has been placed on establishing the credibility of
the EPS as a viable organization separate from, if clearly related to, the
projects. To some extent the sustainability of the project depends on whether
the EPS will continue as a functioning organization after the NGOs have
withdrawn. There currently appears to be little prospect of even the Sup Tai
EPS becoming self-sufficient in the near future, contrary to earlier predictions.
4.
Funnelling the loans through the EPS was thé major incentive for villagers
to participate in the institution and to support the project' s conservation
goals. There is little evidence that villagers perce~ve or have responded to
the planned connection between the availability of credit through the EPS and
reduced illegal activities in the park. The implication is that the projects
have yet to establish an adequate and effective linkage between their development
activities and their conservation objectives. This is admittedly difficult to
assess because the role of villagers in illegal activities in the park,
previously or currently, and whether as instigators or agents, is unknown.
5.
Apart from the loans, other economic benefits flowing from the projects
are more difficult to identify andmeasure. Whether these benefits are on a scale
which reduces the need or incentive to use natural resources fromwithin the park
is highly questionable. Farrning practices which emphasize soil conservation and
new crop varieties have had some success, mainly in Sup Tai, but adoption has
not been widespread.
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6.
The partnership between PDA and WFT provided a valuable opportunity to link
expertise and experience in both conservation and development. PDA has been able
to draw on its well-established community development and family planning
programe, and could play a significant role in future replication of the Sup Tai
model at other protected area sites. For WFT, the TEAM project has considerably
stretched their organization and it is doubtful whether they have the inclination
or the capacity to replicate this approach on a larger scale elsewhere. The
split between PDA and WFT has unfortunately resulted in a loss of balance in the
projects, with PDA giving less emphasis to the impact of its activities on the
park and WFT making relatively little progress on the development aspects.
7.
PDA and WFT have both lea~nt that unsuitable staff ora rapid turnover in
personnel can set their projects back for long periods of time. PDA is a large
and well-established organization. It has an extensive supply of trained and
experienced personnel to draw upon; WFT, in contrast, has little experience in
project management and has an extremely small staff. WFT has experienced
considerable difficulty in finding, hiring and retaining suitable project field
staff. The-TEAM approach of tw9 project managers each covering five villages
appears to stretch their limiteü resources too thinly.

-

8.
With the exception of the loan program, the willingness of local people
tó participate in project activities is clearly closely related to villagers'
reactions to the project staff ata personal level. Both PDA and WFT project
personnel in place at the end of 1989 appeared to be capable, enthusiastic,
dedicated and highly respected by the villagers.
9.
Road construction and electrification have had a profound impact on Sup
Tai. Land prices increased by a factor of at least six from 1985 to 1989. Many
farmers have been unable to resist these prices and have sold their land, either
becoming renters or moving elsewhere. Others have been forced to give up their
land in lieu of debt repayments. They either remain as renters or hired laborers,
or join T~ailand's growing migratory and landless rural population. There has
been a considerable increase in the number of absentee landlords. This picture
appears to have been repeated at several sites around the National Park,
particularly those within reach of major highways. The future impact of these
trends on the national park and on the conservation objectives of the projects
are impossible to predict. In certain areas these impacta likely to escalate on
a scale which may swamp any economic effects the projects themselves have.
10.
Evaluations carried out by PDA's Research and Evaluation Division have
provided valuable inputs to the rnanagement of the various projects.
These
evaluations have included extensive interviews with villagers.
11.
Despite the widespread and favorable attention that the projects around
Khao Yai have generated, there is no sign that any Thai government agencies or
NGOs plan to replicate thís approach on a larger scale elsewhere. NPD is
desperately short of resources and its staff do not have the training and
experience which would be required in a cornmunity development or extension
program. They also lack the jurisdiction to operate outside national park
boundaries. RFD (of which NPD is a small part) is confronted by millions of
people living illegally on reserve forest lands throughout Thailand, only a small
fraction of which adjoins national park and wildlife sanctuary boundaries.
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12.
Many of the villages around Khao Yai have now been reached in one form or
another by PDA or WFT. Only in Sup Tai, however, have any of these activities

been operational for sufficient time to evaluate, and in Sup Tai they are in
danger of being overwhelmed by the impact of road building and the escalation
of land prices. Even in Sup Tai the precise nature of the project's 'successes'
and their implications for replication are still elusive. Project activities in
most of the other villages appear to have had little orno impact on uses of the
park. There are many impressive aspects of the ICDP initiatives around Khao Yai
National Park. Unfortunately, an improvement in the deteriorating state of the
park is not one of them.

TALAMANCA REGiON, COSTA RiCA
The context
The Talamanca region is located in the extreme Southeastern section
of Costa Rica, bo~dered on the East by the Atlantic Ocean and the
south by Panama. Ecosystems in the project area include beaches,
coral reefs, coastal plains, fresh water swamps and mangroves,
tropical moist forest and an inland mountaín area which rises to
nearly 13,000 ft. Talamanca has two national parks, one biological
reserve, one protected zone, five indigenous reservations, one
wildlife refuge and is next to La Amistad Biosphere Reserve.
A
variety of endangered species are found in the protected areas in
the region.
Commercial banana production is prevalent in the flat areas between
two rivers: Sixaola and Paradiso.
Smallholder agricultura,
_predominantly plantain and root crop production for export,
·:predominates in the rest of the Sixaola floodplain.
Elsewhere,
cacao was the principal source of income for many small farmers
until 1980, when monilia pod rot, a fungal disease, devastated
cacao production throughout the region. The Talamanca region is
one of the most racially heterogeneous zones in the country. There
are three primary ethníc groups: blacks, mestizos (mixed Spaniards
and Indians), and Indians.
Despite the long term history of plantation agriculture in the
region, many of the hillsides are heavily forested, although much
of it is secondary growth. Along the coast, coconut production and
fishing are the major economic activities.
The rapidly eroding
beaches near Puerto Viejo are increasingly becoming a recreation
resource for surfíng, fishing, and sun tourism.
In the last ten years, the Costa Rican Government has built
numerous roads throughout the region. Tourism grew in importance
and land prices íncreased rapidly once the travel time from t.he
Central Valley to the Talamancan coast was shortened.
A
significant impact of the road building has been deforestation
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along the new roads. Migrants looking for agricultural land and
timber contractors in search of lumber have increasingly cleared
the f orest where roads have provided access.
Costa Rican law
requires evidence of land improvements to establish property
rights. This law has lead to rapid depletion of the resource base
by farmers with insecure tenure.

•.

The project
The ANAI Association has worked in Talamanca since 1976 to
"integrate conservation of natural ecosystems with the development
needs of rural peoples".
CIDESA (the Development Research
Corporation for Socio-Environment), founded by one of the ANAI codirectors, works closely with ANAI on this project, especially on
issues related to conununity participation.
The principal objective of ANAI is to promete individual
responsibility for land stewardship, based on the belief that "the
most apt stewards of tropical lands are the peasants who have
committed their lives ·to them. Whatev.er aids these peoples helps
the tropical environment and visa versa". ANAI has initiated or
supported a variety of activities throughout the region.
These
vary considerably in terms of the type of activity as well as the
geographic location of the activities.
ANAI began a land titling project in connection with proposals to
establish the Gandoca-Manzanillo wildlife refuge. The 5,013 ha.
of land under discussion consisted of both private or unclaimed
lands, some of which was under cultivation and some in a wild
state. This meant creating a new category of protected area that
would allow private ownership subject to restrictions on use. When
a road was to be constructed through the proposed refuge, ANAI
asked the government to officially decree the refuge as soon as
possible.
This partially undermined the process of conununity
dialogue which they had initiated.
ANAI not only promoted
establishment of the Refuge, but has played an important role in
emphasizing its ,protection. ANAI f inanced protection until the
Costa Rican government took over responsibility in 1989.
Farmers occupying land in or adjacent to the refuge were assisted
in carrying out the extraordinarily complicated steps to obtain
title. Political and bureaucratic snags have made what was to be
a fast titling process last over five years. Two communities have
purchased farms on which they intend to retain primary forest on
70% of the land. Another conununity near the refuge has accepted
land use restrictions.
ANAI has also been active in protecting the four species of marine
sea turtles which nest on the beaches and have initiated research
on lobster and butterflies.
Field trials wi th ornamental and
medicinal plants are underway to test their adaptability to the
agroecology of Talamanca. They have also started two green iguana
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raising
projects
with
the
assistance
of
the
Green
.Iguana
Foundation.
Once underway, the program is intended to provide
local residents with a source of protein and/or income, relieve
pressure on wild iguanas, and justify maintaining the forest cover.
ANAI has nurseries operating in 24 communities in Talamanca with
nearly 600 small-holder
farmers participating.
There are severa!
emphases of the nursery: promoting reforestation,
improving soil
management,
promoting
environmental
education,
and
community
organization. ANAI promotes trees which can absorb surplus labor,
unlike slash and burn agriculture, and trees which will provide a
stable and di versif ied production base for local communi ties.
Cacao has been the most popular species. ANAI estimates that since
the inception of the project, over 1.8 million cacao trees have
been distributed throughout the area.
ANAI has two experimental farms, with 200 acres of tropical plants
and 300 acres of forest, that they use as a testing site for new
agro-forestry and agricultura! species.
CIDESA has also initiated
a small scale organic farming.plot in one of the local communities,
anda women's vegetable gardening project. In 1989, ANA! began the
community technicians program in order to develop local leaders who
can
provide
information
on
agricultura!
and
agro-forestry
development
and can ~ct as liaisons between their community and
outside agencies.
They also helped create a regional procurement,
processing, and marketing association.
Other acti vi ties include errv.íz-onmentieI educaz Lon and training;
support to communities on tourism development, and work with the
Indian groups in the area a variety of activities, including oral

histories.
TALAMANCA REGrON: EVALUATrON AND LESSONS
1.
ANAI has been active in the Talamanca region for over 10 years. Their
activitie.s do not constitute an integrated program but a collection of smallscale rural development activities or projects throughout the region.
2.
The national government has been supportive of ANAI's efforts, providing
financial and política! support. The head of the National Park Service cornmented
that ANAI and CIDESA have influenced the government' s perception of the
importance of promoting development activities in conjunction with protected area
management. This may have an important influence on Costa Rica's evolving park
management structure.
3.
Relations between ANAI and the Municipality of Talamanca (MOT) have been
strained over different views of development. The MOT would like to attract
large scale development; they feel that potentially large sums of money from tax
revenues have already been lost because of the conservation-oriented use
restrictions promoted by ANAI. The municipality sees conservation as thwarting
local economic development, rather than supporting it.
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4.
External impacts, such as road building and the delay of the government
in granting land title, have affected local perceptions of ANAI.
While the
refuge was protected, misunderstandings and uneven local support remain problema.
This has also eroded local confidence in ANAI and made them the target of
frequent rumors. Finally, the refuge designation has been insufficient to deter
development; ANAI is now promoting additional land purchases anda more stringent
designation, that of biological reserve, for the refuge •
S.
community participation in project activities is extensive, although it
is generally limited to implementation. There is some limited participation in
design and evaluation on an informal basis. There is no formal emphasis on
building local institutions, although ANAI is strengthening local leadership
capability through the community technicians and nursery programa.
6.
The community nursery prograrn is the most visible and well-established
program component underway, and successful from the perspective of community
participation in deciaion-making, the numbers of communities involved, and the
number of seedlings produced. However, cacao has been the predominant seedling
planted, which could lead to problema if prices continue to fall. ANAI notes
that the farmers themselves are most interested in producing cacao seedlings.
ANAI views themselves as technical specialists who can provide the farmers with
guidance; they are unwilling to dictate what should ar should not be planted.
This highlights the difficulty that exista in balancing participatio~ and local
decision-making with sound technical decisions.
7.
Despite the experimental nature of the project, ANAI has kept little
information to document their activities, obstacles, or to define issues which
have lead to their success, failures, or ways to replicate the project in other
areas. It will be difficult for them, or others, to assess which activitiea were
successful and why.
8.
While many of the development activities have a conservation orientation,
there is no explicit linkage between ANAI's conservation and development
activities. ANAI's activities do not focus specifically on any of the protected
areas in the Talamanca region, although they have had a vital role in the
formation of the Gandoca-M.anzanillo Wildlife Refuge and are interested in
protecting La Amistad Biosphere Reserve. This linkage issues was evident in a
1987 externa! evaluation of the project.
"Thus far ANAI has concentrated ita effort on immediate issues: agro-forestry
technology, appropriate roads, creation of the refuge, and land titling. Severa!
of these issues have been resolved satisfactorily and the others appear headed
for satisfactory resolution. Even if all are resolved, however, ANAI will not
have fully attained its dual goals of development and conservation.
In
particular the conservation goal will remain in jeopardy because population will
increase; lands will be sold to new farmers; existing farmers will intensify land
use and also bring more land into production; forests and wildlife products will
increase in value (McCaffrey and Landazuri, p. 32)."
9.
Lack of secure and consistent long-term funding has prevented ANAI from
increasing the intensity and variety of project activíties and from long-term
49

project commitments.
Additionally, a high proportion of the director's time is,
of necessity, spent on fund-raising and reporting rather than implementation.

EAST USAMBARA MOUNTAINS, TANZANIA

The context

.•

Located in northeastern Tanzania, the East Usambara mountains cover
about 32,000 ha with a high point of 1500 m. The mountains belong
to the Eastern Are, a comparatively old and isolated mountain chain
containing a remarkably high degree of biological endemism. They
contain high quality hardwood forests and are the principal source
of water for streams which supply urban and agricultural areas in
the surrounding lowlands.
The formerly extensiva lowland and submontane forests of the East
Usambaras have now been replaced by a patchwork of: (1) shrinking
forest remnants, many of which have been modified by human
activity; (2) tea estates; and (3) smallholder farms. The forest
remnants include 18 forest reserves, totaling about 16,000 ha, and
9,000 ha of public land which has not yet been cleared for
agriculture. Industrial logging (until 1987) and undercropping of
the canopy with cardamom have significantly degraded the area's
natural forests.
The forest reserves are under the jurisdiction of the Forestry and
Beekeeping Division (FBD) of the Ministry of Lands, NaFural
Resources
and
Tourism
(MLNT).
District
authorities
have
jurisdiction over the public lands and the estates. Local people
also have considerable rights overthe public lands, although these
rights are not clearly defined.
The East Usambaras population of about 40,000 consists almost
entirely of poor farmers from a variety of tribes.
Many are
migrants to the area who were attracted by wage labor opportunities
in private coffee and, later, tea estates. Tea and cardamom are
currently the area's principal crops. cardamum is a major export
crop for Tanzania and has been encouraged by the government. It
requires shade from the natural forest canopy but degrades the soil
after a few years of production, requiring further plots to be
cleared. Since industrial logging ended in 1987, in response to
international pressure, cardamom cultivation has represented the
greatest single threat to the remaining forests.
The project
The East Usambaras Agricultural Development and Environmental
conservation Project began in early 1987 with the goals of
" •.. improving the villagers I living conditions and the regional
resource functions, while adequately preserving the forests'
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biological diversity and envir.onmental value".
The Project was
integrated
wi th
existing
central
and
regional
government
institutions, being implemented by the Ministry of Agriculture and
Li vestock
Development
(MALD) ,
through
the
Tanga
Regional
Author i ties, in collaboration
wi th FBD and IUCN. The proj ect
received funding from the EEC through early 1990, although further
funding is uncertain.
In a separate
initiative
FINNIDA
financed
and conducted
an
inventory of the East Usambara forests in 1986 in collaboration
with FBD, leading to the publication of a forest management plan
in 1988. The management plan not yet been implemented, and its
future relationship with the project is unclear.
The Finnish team
summarized agriculture in the East Usambaras as"···ª combination
of decaying estates and ineffective, often unsustainable
small
scale farming".
Project activities are directed by the project manager, a salaried
employee of MALD, working with two expatriates, a technical advisor
and an agricultura! advisor. Additional Tanzanian agricultura! and
f orestry staff are provided as counterparts
by the respecti ve
ministries (MALD and MLNT).
The area selected for the initial project focus contains about
25,000 people, most of whom live within two days travel ·of the
project headquarters at Amani. To promete interaction with these
communities the project selected a village coordinator
(VC) from
each of.15 target viilages. The regional government in Tanga pays
the VC salaries and has guaranteed to maintain these positions on
a permanent basis. The VCs are the primary link between the project
and the villages. They are either trained by the project or sent
to attend short courses, and meet monthly as a group in Amani to
report progress and problems. Many of the VCs have established
agricultura! demonstration plots in their own villages.
The project began in 1987, with an emphasis on three activities:
an informal survey of villages, including extensive discussions
with local people on the objectives of the project; the promotion
of substitutes
for cardamom,
including
coffee, eleves,
black
pepper, cinnamon, pineapples
and sugarcane;
and boundary
tree
planting around the forest reserves.

....•
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Project activities have subsequently broadened to include a range
of agricultura! and rural development initiatives directed towards
protecting the forests, conserving soil and/or generating income .
These include: the establishment of severa! individual and village
tree nurser ies; contour planting, mainly with pineapples and
guatemala grass; promotion of women' s activities, including a
chicken raising project, shops in several villages, vegetable
gardens, anda sewing project; coffee nurseries in two villages;
attempts to organize village pit-sawing groups; establishment and
·stocking of severa! fishponds; assistance to villagers in road
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repair and maintenance; distribution of seeds and establishment,of
private vegetable gardens; stall feeding of livestock.
During the first two years of the project there has been relatively
little progress in encouraging people to work together effectively
in either planning or carrying out development
activities.
For
example, pit sawing is one of the most lucrative local enterprises.
Virtually
none of the economic
benefits
from pit sawing
are
captured locally, however, and the project has so far had little
success in encouraging local people to participate.
Communal cash
crop development
at nurseries and other small-scale
enterprises
have
also
failed
to attract
support.
This
unwillingness
to
collaborate may be because many of the villagers are comparatively
recent migrants and have little experience in cooperating on joint
ventures.
EAST USAMBARA MOUHTAINS: EVALUATION AND LESSONS
1.
This project has been operating for only two years, much of which was
occupied with building and equipping the project center and staff housing.
Implementation is therefore ata very early stage and difficult to evaluate.
2.
A strong endorsement of the project by the Tanzanian government has been
indicated by: (l) the participation of government line agenci~s (MALD and MLNT);
(2) the placement of their salaried personnel in key project posts; and (3) the
guaranteed pe~manence of the V~ positions. This commitment suggests that the
activities set in motion by the project have a good chance of continuing beyond
the life of the project.
3.
FBD has insufficient personnel to enforce regulations in the forest
reserves. There are no traditions of community forest management in the area,
which is not surprising given the historial patterns of migration and colonial
influence. It appears unlikely that any form of local institution could be
established to regulate these forests before they disappear. Without the rapid
development of a strengthened enforcement function it seems unlikely that the
public land forests will survive for long. The boundary tree planting activities
promoted by the project are an important first step in conserving the forest
reserves. By the end of 1989, 60 km of boundary had been planted out of an
eventual target of 100 km.
4.
An effective community outreach mechanism was essential given the large
target population and the lengthy travel time between villages.
The village
coordinator approach seems to be working well. The individuals selected for the
vc role appear to be dedicated and their active participation and high morale
is evident in both formal meetings and communal village activities.
With
substantial support from the project leaders, the vcs appear to have established
constructive relationships with other villagers.
The project appears to be
highly regarded and its personnel well respected in the Amani region.
5.
Local participation in the design or implementation of the activities
promoted by the project has been limited to fish pond construction, tree planting
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to rnark the forest boundaries, private nursery establishment
and the planting
of macro contour lines for soil conservation.
Widespread adoption of farming
techniques promoted by the project has not taken place.
6.
As a contrast to the wealth of data available on the East Usarnbara forests,
no comparable baseline surveys have been carried out to describe the adjacent
farming systems, which are one of the principal targets of the project. The
project 's original
agricul tural advisor carr ied out a few preliminary
and
informal surveys, but these are incomplete.
This lack of systematic agricultura!
and socio-economic
information causes two problema: (l) project personnel start
with inadequate data in attempting to promete changes in farming systems; and
(2) it will be virtually impossible to measure the type or extent of subsequent
changes
in agricultura!
practices
or socio-economic
variables
which
are
attributable to the project. Future project evaluations will be difficult without
this information.
7.
An external evaluation of the project was carried out in 1989 by ateam
which included representatives from IUCN, the EEC, MALD, FBD and the Tanga
Regional Authority. Recommendations included developing village woodlots as part
of village land use/resource management plans. This would require cooperation ·
and planning among villagers ata more sophisticated level than currently seems
feasible.
Part of the value in producing a land use plan can arise from
villagers' themselves recognizing the need for such a plan and in resolving the
issues arising in the plan development. Imposing a plan from the outside or
insisting that one be developed could be self-defeating. Villagers do not appear
to perceive fuelwood shortage as a major constraint and it seems unlikely that
this issue would catalyze interest in what would be a highly innovative
collaborative venture.

8.
The activities of the project appear to have dane rnuch to gain the trust
and respect of local people. This may not be 'development' but it seems to be
making a contribution to forging a relationship and creating an atmosphere which
will promete the credibility, and possibly adoption, of future project
initiatives.
9.
There is currently little evidence that conservation goals are being
achieved. With the benefit of hindsight, the time frame envisioned by th~ 1985
planning mission seems unrealistically short. By the end of 1989 the project had
probably dane as much, if not more, than could reasonably be expected .

.•
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4:

ICDP STRATEGIES -- A CONCEPTUAL

FRAMEWORK

We have emphasized the considerable variety in the size and type
of projects included under the ICDP heading, all linked by the
conunon objective of enhancing the conservation of biodiversity in
protected areas. The following sections describe the strengths and
weaknesses of three of the basic strategies open to ICDPs (Box 41), in order to provide a conceptual framework. We then consider
the extent to which the individual case study projects pursued one
or more of these strategies. Our analysis in this section focuses
on two questions: What are the case study projects trying to do and
how do they propose to do it? The logical next questions - What
did the projects actually do and how effectively did they do it? are addressed in the chapters which follow.
BOX 4-1.

THREE PRINCIPLE STRATEGIES AVAILABLE TO ICDPS

Establishing and maintaining buffer zones: Buffer zones are designated areas
on the periphery of parks ar reserves where limited resource exploitation by
local people is permitted. The principal objective of buffer zones is to protect
the park. Providing economic benefits to local people is a secondary objective.
Compensating or providinq substitutes to local people:
Compensation ar
substitution for the economic value of the natural resources of the protected
area to which local people have been denied access.
Promoting local social and economic development: Development initiatives designed
to address the identified needs and constraints of local people. This strategy
aims to mitigate poverty and improve living standards, based on the premise that
the poor have little alternativa but to deplete their environment and thereby
increase pressure on protected areas.
These categories are not rnutually exclusive and some case study projects pursued
more than one atrategy. Strategy choices were rarely articulated by the projects
but are implicit in the various approaches which were adopted.

BUFFER ZONES

••

The buffer zone concept is now a familiar one to protected area
managers.
Management plans for national parks and reserves
frequently make reference to buffer zones, and several national
conservation strategies have specifically promoted the concept.
Buffer zones have become so popular, in fact, that they now appear
as a component of virtually all plans and proposals for protecting
natural areas ar managing tropical forests .
Despite their intuitive appeal, the role of buffer zones has not
been adequately defined, and there are few working models.
The
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term has been used to describe almost any initiative
involving
people which takes place in the proximity of a protected area. As
a result, there is a lack of consensus on the location and status
of buffer zones, whether they should be inside or outside parks,
what their functions should be, and what criteria should determine
the area, shape and permitted uses (Wind and Prins, 1989). We will
proceed by tracing the recent. origins of the term and exploring
some of the definitions wbich have been suggested.

Buffer zones first received widespread attention as a result of the
UNESCO Man and the Biosphere Programme (MAB), which featured buffer
zones as a key component of biosphere reserve "models". MAB was
the first attempt to operationalize links between protected areas
and local social and economic development ata program level. As
explained in Box 4-2, however, the results from more than a decade
of implementation have been unconvincing.
BOX 4-2. TBE mmsco MAlf AND THE BIOSPBERB PROGRAMME (MAB)
The MAB biosphere reserve concept first appeared in 1979.
This approach
emphasized the value of incorporating the needs and perceptions of local people
in the establishment and management of reserves. The model biosphere reserve
was described as consisting of a protected "core area" surrounded by a "buffer
zone" and then·a "transition area". In the model, use of the buffer zone was
limited to activities compatible with the protected cor.e area, such as certain
research, education, training, recreation and tourism activities. Development
activities involving local communities were intended to take place in the
transition area (Batisse 1986). In subsequent versions of the model, the buffer
zone and the transition areas were renamed the inner and outer buffer zones,
respectively, although their functions remained essentially.unchanged.
There are now approximately 276 biosphere reserves worldwide. Comparisons between
particular reserves and the model usually show that: (1) the distinction between
the inner and outer buffer zones has blurred or disappeared, and (2) little
attention has been paid to promoting development activities in the buffer areas.
Although MAB has contributed to highlighting the need to consider the
relationship between protected areas and local people, the program has not
demonstrated how to implement workable approaches.
One reason for the program's disappointing resulta is that most biosphere
reserves were superimposed directly on existing parks and reserves (Hough 1988a).
The agencies responsible for managing these areas usually lacked the resources,
inclination and/or capability to modify their management approach. As a result,
the change of status to a biosphere reserve was in name only, with little obvious
change in emphasis or management philosophy.

Severa! buffer zone definitions have been proposed.
In an
influential book which emerged from the 1982 World Parks Congress,
MacKinnon and colleagues (1986)
offered the following: "Areas
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adjacent
to protected
areas, on which land use is partially
restricted to give an added layer of protection to the protected
area itself while providing valued benefits to neighbouring rural
communities11•
In a similar vein, Poore and Sayer (1988) defined

buffer zones as "areas peripheral to national parks or reserves
which have use restrictions to give added protection to the
reserve, and to compensate local people for the loss of access to
the resources of the strict reserve area". These authors emphasize
that first priority should be given to protecting the park or
reserve, second to providing benefits to local people.
Buffer zones tend to be conceived as relatively narrow strips of
land on park boundaries, within which the "sustainable11 use of
natural resources will be permitted. The activities envisioned for
buffer zones usually include hunting or fishing using traditional
methods, collection of fallen timber, harvesting fruit, cutting
bamboo, rattan or grasses, and seasonal grazing of domestic stock.
Activities forbidden in buffer zones generally include permanent
settlements, burning of veg~tation, cutting live trees, and the
establishment of plantations.
A variety of spatial patterns and arrangements for buffer zones
have been described (e.g., Lusigi 1981, MacKinnon et al. 1986, Van
Orsdol 1988). These descriptions are principally theoretical or
derived from plans, with very few being based on working examples.
Relatively little consideration has been given to the factors which
would determine how far specific buffer zones should extend outsid~
park boundaries, although conservation biologists have given
extensive consideration to the appropriate shape and size of core
protected areas.
Some of the biological and social benefits claimed for buffer zones
are listed in Box 4-3.
The biological benefits are relatively
clear. Most result from the fact that a buffer zone effectively
expands the protected area and increases the distance from human
impacts, both of which result in favorable environmental impacts.
For example, in cases wbere the original boundary demarcation had
resulted in a reserve which has subsequently been recognized as
being too small or of inappropriate shape for the survival of
particular species, buffer zones can mitigate these deficiencies.
BOX 4-3. BENEFITS OF BUFFER ZOHES
Biological benefits:

.

- They provide a physical barrier to human encroachment into the strictly
protected core zone.
- In small reserves they provide extra protection from storm damage and microclimate variation.
- They enlarge the effective area of natural habitat of the reserve and reduce
species loss through edge effects.
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- They extend the habitat and thus the population size of large, wide-ranging·
species.
- They enhance the environmental services provided by the reserve, for instance
by protecting watersheds and by contributing to climatic regulation.
Social benefits:
- They promote the sustainability of use of wild plant and animal species by
local communities, thus safeguarding supplies of medicinal planta and hunter
wildlife which rnight otherwise disappear under intensive agricultura! land use.
- They provide a mechanism by which local people can genuinely benefit frorn the
existence of a protected area and will thus foster local intertest in supporting
conservation programa.
- Local people are compensated for loss of access to the resources of the core
area.
From Poore and Sayer

~

(1987).

The social benefits from buffer zones (Box 4-3)
are more
questionable. The II sustainable use of wild plant and animal
species" would require a determination of sustainable exploitation
limits for a variety of species. In practice, however, determining
limits to sustainable exploitation is likely to be very difficult.
Tropical ecosystems are extremely complex and the impacts from
removing single species over Iong time _periods are _ not well
understood.
Even where sustainable exploitation levels can be
determined for a variety of species, complex regulatory and
enforcement mechanisms would be required to ensure that these
limits were complied with.
It is not clear who should be
responsible or how such limits might be enforced ..
Another potential social benefit, that of providing a "mechanism
by which local people can genuinely benefit from the existence of
a protected area" is also questionable.
It may be difficult to
convince
loc~l people that restricted buffer
zone access
constitutes a valuable benefit if (a) they had unrestricted use of
the area prior to establishment of the protected area, or (b) the
proposed buffer zone area has already been degraded. Both of these
situations are common on tropical park boundaries. Complex issues
also arise in determining the adequacy of the economic benefits
which might accrue to local people as compensation for loss of
access to the protected area.
overall, one of the most serious problems with buffer zones is the
implication that the limited and highly restricted benefits which
can f low to local people have the potential to change peoples
behavior, reduce pressure on the flora and fauna within the park,
and thereby enhance the conservation of biological diversity. Not
surprisingly, operational models are difficult to find. In a study
for IUCN, Oldfield (1988) found very few examples of successful
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buffer zone management programs that "can really claim to have
succeeded in establishing stable and compatible land use systems
around a protected area in such a way that local people are
genuinely reconciled to the conservation function of the area".
These are demanding criteria for a restricted use zone.
·
,.

In an attempt to increase the practical utility of the concept,
Wind and Prins (1989) recently defined park buffer zones simply as
areas "outside the park designed to protect the park".
This
approach gives renewed emphasis to park protection, firmly
relegating the supply of local economic benefits to a secondary
role, to be implemented wherever possible. Even using this simple
definition, the difficulties in establishing and regulating
appropriate exploitation regimes are still likely to pose
substantial constraints to implementation.
In the context of the present study, the ambigui~y surrounding the
concept sometimes made it difficult to distinguish buffer zones
from other development activiti_es around protected
areas.
Consistent with the conservation literature and the approach taken
in most protected area management plans, we have distinguished the
buffer zone approach from other ICDP strategies by (a) its
principal emphasis on park protection, and relegation of the supply
of local economic benefits to a secondary role, and (b) its focus
on specifically designated areas of land on or around park
perimeters.
Using this interpretation of the term, we were Únable to finda
single operational buffer zone example in any of the case studies
(buffer zones had been legally established within the Annapurna
Conservation Area, Nepal, on the borders of Gunung Leuser National
Park, Indonesia, and at the Monarch Overwintering Reserves in
Mexico, but none of these have been operationalized). This is a
surprising and disturbing finding. It is at least partly dueto
the f act that most protected area management agencies lack the
necessary jurisdiction for action. These agencies generally have
no authority to establish buffer zones inside park boundaries
(where there are also likely to be strong objections on biological
grounds), and rarely have the authority to operate outside park
boundaries. In the absence of appropriate legislation, it is
therefore extremely difficult, if not impossible, for buffer zones
supported by the force of law to be established. The governments
of Nepal and Indonesia are currently considering such legislation.

,,

Beyond the strictly legal issues, the buffer zone definitions in
current use contain logical inconsistencies and overlook practical
problems, both of which preclude implementation beyond a limited
set of circumstances.
The buffer zone concept, although
deceptively
simple and
intuitively
appealing,
thus
faces
considerable challenges. It remains, however, a high priority for
many conservation programs, a key component of park and reserve

management plans, and one of the potentially
available to an ICDP.
COMPENSATION

important

strategies

AND SUBSTITUTION

An alternative
ICDP strategy. attempts to either
(1) compensate
local people for the economic losses which they have suffered as
a result of the establishment
of a park or reserve,
(2) provide
substitutes for specific resources to which access has been denied,
or (3) provide alternative sources of income to replace those which
are no longer available dueto
the existence of the park.
The
approach can be justified on the basis of a simple equity argument
- why should local people make an economic sacrifice in arder to
protect a park which provides global benefits by conserving unique
and valuable genes, species and ecosystems?
Alternatively,
it can
be argued that providing appropriate cpmpensation
or substitutes
can remove
the economic
incentive
to continue
exploiting
the
natural resources
found in the park.
This latter argument
is
intuitively
very appealing
but, as we will
see, has proven
difficult for ICDPs to put into practice.
Project
components
designed
to
compensate
and/or
provida
substitutes
can be situated either inside or outside of buffer
zones.
The immediate objective is to reduce the economic burden
on those people who would otherwise have few alternative means of
livelihood beyond continued exploitation of the park's flora and
fauna.
These project
components
are· therefore -likely to be
oriented towards people living in the immediate vicinity of a park
or reserve rather than, for example, people living in regional
urban areas . who are accustomed
to buying and selling natural
products such as fuelwood which were originally collected from the
protected area.
Benefits are thereby directed towards actual or
potential agents of park depletion, and not towards intermediaries
or the ultimate sources of demand for park-derived products.
The idea of compensation is relatively simple, at
and could take the form of cash payments, goods or
could be provided in exchange for agreements by
relinquish
their former rights of access and
conservation goals of the protected area.

least in theory,
services.
These
local people to
to respect
the

Substitutes
can be targeted
on specific
resource
uses.
For
example, if a park area was formerly used as a source of fuelwood,
woodlots
outside
the
boundaries
might
provide
an
adequate
substitute.
If a park was formerly used to graze livestock, the
establishment of water points (in arid areas) or stall-feeding
(in
wet areas), for example, could substitute.
In some cases direct substitutes may not be available outside the
protected area, or may not be consistent with the objectives of the
protected area.
For example, if a park represents the only local
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source of construction materials, medicinal plants, certain fruits,
or rare animal species, substitutes probably cannot be provided for
individuals formerly earning a living from these sources. An ICDP
could provide alternatives, however, which attempt to either
increase incomes, reduce costs or provide access to new ways of
earning a living. These alternativas might include direct
employment, low-interest loans, fertilizer subsidies, improved
access to markets, promotion of non-rural enterprises, new skills
training, etc.
As with the compensation approach, serious
practical issues are likely to arise in determining what form of
substitution should take place, who should benefit and what the
total value of the substitutes should be.
As is the case with buffer zones, the compensation and substitution
approaches are intuitively appealing and have a certain simplistic
logic.
Also, unfortunately, like buffer zones, there are
substantial obstacles to practical implementation.
The key
questions for ICDP compensation and substitution strategies are who
should benefit (i.e., which individuals and/or communities), by how
much an~ for how long.
To address these questions it is necessary to identify the
appropriate local political forum for negotiation. Local people
are unlikely to share the conservation objectives of protected area
officials or ICDP sponsors and representativas. However, they may·
be persuaded to accept the argument that continued compensation
and/or substitution depends upon effective conservation of the
protected area, possibly ínvolving radical chariges in current
patterns of resource use.
In order for compensation or substitution to be effective, some
form of explicit agreement would seem essential. such an agreement
should specify the rights and obligations of the respective
parties, i.e., the ICDP or protected area managers on one side and
local people on the other.
It should also be supported by
enforceable penalties which provide a sufficient incentive for
compliance by both sets of parties. Although theoretically
plausible, such agreements are extemely rare in practice. Local
people, in particular, usually have little recourse available.

,,

Four of the ICDP case studies included components which employed
a compensation or substitution strategy (Box 4-4) .
Specific
agreements with local communities were reached only at two sites,
Beza Mahafaly, Madagascar, and Amboseli National Park, Kenya. At
Beza Mahafaly, the agreement has been maintained over severa! years
only through a series of delicate negotiations with both local and
national politicians. At Amboseli, the government has failed to
keep its side of the agreement for more than a decade.
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BOX 4-4.

CASE STUDY PROJECT COMPONEH'l:S
SUBSTITUTION
STRATEGY

WHICH

BAVE

EMPLOYED

A COMPENSATlON

OR

Chitwan:
once a year villagers
are permitted
to collect
tall
grasses
for house
construction
and thatching
from inside the national
park, which is nowthe only
remaining
local source.
This arrangement,
which is at the discretion
of the park
authorities,
reatores
a former practice
which was interrupted
when the park was
established.
While villagers
benefit
from this
arrangement,
rapid population
growth and an acute shortage
of resources
have led to increased
pressure
on the
park, which nowrelies
for protection
on 500 permanently-deployed
soldiers
from
the Nepal Army.
Beza Mahafalv::
An agreement
was reached
between the project
and the local
population/politicians
to give up land for a small reserve
in exchange for future
development
benefits,
including
an access
road,
an irrigation
canal,
and a
school.
While the canal
is not operative,
the other
activities
have been
implemented,
sorne after
very long delays.
Forest
guarda have been hired
from
local
villages
and the reserve
is adequately
protected.
Local people
have
supported
the
project's
conservation
goals
while
receiving
fairly
modest
development benefits
in return.
This appears attributable
to the complete absence
of government
services
in the area anda
ten year involvernent
of expatriates
committed
to developing
and maintaining
a positive
relationship
with local
communities
and an effective
dialogue
with government agencies.
Amboseli:
In exchange for relinquishing
access to the proposed
national
park,
Maasai pastoralists
we;-epromised compensation,
some concession
rights,
and water
points
for their
livestock
in an arid areà outside
the park.
After the park was
established
anda water piping system constructed,
cutbacks in government funding
ended both the compensation
payments and maintenance
of the piping system.
This
system has now been inoperative
for over a decade.
The pastoralists
have
continued
to bring
their
cattle
into the park,
particularly
during
the dry
season,
thus
competing
with
the
large
wild
herbivores.
Ironically,
the
continuing
Maasai presence
appears
to have had some impact in discouraging
poaching,
which has devastated
other parks throughout
East Africa.
Annapurna:
Tourism had resulted
in heavy fuelwood demanda for cooking
and
heating water, leading to rapid deforestation.
Following negotiations,
the owners
of the many small lodges in the Conservation
Area agreed to purchase
kerosene
stoves and to be bound by a regulation
that fuelwood collection
should be limited
to subsistence
use. All lodges,
as well as climbing
experditions,
were then
required
to purchase
and use kerosene
as a substitute.
This measure
has
dramatically
reduced the demand for fuelwood in the conservation
area.

LOCAL

SOCIAL

AND ECONOMIC

DEVELOPMENT

The final ICDP strategy consists of efforts to promete social and
economic development among communities adjacent to protected area
boundaries. While this approach may include buffer zone components
and efforts to provide compensation or substitutes, it is primarily
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aimed at mitigating poverty and improving local people's living
standards.
This approach is based on the premise that poverty
forces people in rural areas to exploit the environment in ways
which are only sustainable ~or short periods of time.
When combined with local population growth and rural migrations,
it is argued, patterns of resource misuse attributable to poverty
lead to a cycle of constantly advancing agricultural frontiers and
an escalation of pressure on the ecosystems which have remained
more or less in a natural state.
Without certain minimum levels
of incarne, nutrition, health care or education, impoverished people
have
such
limited
options
that
they
are unable
to modify
unsustainable resource use patterns.
Without the achievement of
significant reductions in levels of rural poverty, the argument
continues,
the
long-term
prospects
of conserving
biological
diversity in protected areas are extremely dim.
Approaches to overcoming or mitigating poverty vary according to
perceptions
of the underlying causes.
one such perception
is
described in Box 4-5.
A thorough discussion of the root causes of
poverty and its links to the environment go well beyond the scope
of this paper. It is important to emphasize here, however, that the
processes and linkages involved are complex, variable and not well
understood.
For example, the fact that poverty and environmental
degadation are often found in close proximity in the tropics should
not be taken
as evidence
of causality
in either
direction
(Jagannathan 1989).
This argues for humility and flexibility in
ICDP design and implementation.
Adequate knowledge of the locál
social, economic,
biological
and cultural factors which shape
resource use patterns would seem an essential prerequisite to any
attempt to change patterns of natural resource use.
Poverty_ is
obviously one of the potentially most important factors.
For the new generation of ICDPs, the two previous strategies, i.e.,
establishing
buffer
zones,
and
providing
compensation
or
substi tutes, are essentially
new and untried.
There are few
working models and there is little relevant experience
in the
development or the conservation fields. This is not the case with
a strategy which aims to reduce rural poverty through development
projects
in remote areas, however.
Such a strategy
figured
prominently
in the rural development
programs
emphasized
by
international
development
agencies during the 1970s, and to a
lesser extent subsequently.
In the following paragraphs we will
describe some of the lessons which have emerged from these programs
and explore the extent to which these experiences might contribute
to the design and implementation of social and economic development
components of ICDPs.
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BOX 4-5. TBE OVERALL

DEDRMINANTS

OF POVEltTY

A recent World -Bank !3Urvey of what
overwhelmingly
important determinante

is known about
of poverty,

the

poor

points

to two

" ••• access to income-earning opportunities and the capacity to respond. Where
households are confronted with opportunities to u~e their labor to good purpose,
and where household members are skilled, eductaed and healthy, minimum standards
of living are assured and poverty is eliminated. Where such opportunities
are
not present, and where access to social services is severaly limited, living
standards are unacceptably low. Even in generally favorable circumstances, but
especially in lese favorable ones, the living standards of many in th edeveloping
world are highly vulnerable to a variety of misfortunes ranging frorn illness to

drought. Inability to cope with shocks can render relatively well-off households
poor and lead to starvation and death for those already impoverished."
World Bank (1990).

Rural development programs led the World Bank and many of the OECD
bilateral donors to a dramatic expansion of project-based lending
in the 1970s. The targets of these projects were smallholders with
their own land, with only incidental benefits planned for the
"poorest of the poor" - laborers and the landless without
productive assets (World Bank 1988) .
The objectives of the
projects included "improved productivity, increased employment and
thus higher incomes for target groups, as well as minimum
acceptable levels of food, shelter, education and health" {World
Bank 1975). The basic objectives of the projects the~efore appear
comparable to ICDPs, even if the ultimate objective of an ICDP is
related to conservation.
Evaluations of these projects and programs began to emerge by the
late 1970s.
It had become apparent that many of the benefits
flowing from the projects were not sustained beyond project
completion. A disturbingly large number of the projects were
regarded as outright failures (Lewis, 1988) .
The World Bank
recently published an evaluation of i ts own rural development
experience. Some of the lessons drawn from the Bank's experience
are included in Box 4-6. This and other evaluations have suggested
that a phased approach, learning from experience through smallerscale operations, might have achieved more stable results in the
long run, and still has the potential to doso.
These findings suggest that the design and implementation of rural
development projects can be expected to be a lengthy and difficult
process, with a reasonably high failure rate.
This study will
describe the extent to which the case study ICDPs either benefitted
from or repeated some of these painful experiences.
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BOX 4-6. LESSONS

FROM THE WORLD

BANK'S ltURAL DEVELOPMENT

EXPERIENCE

- Rural development was more successful when government commitment to the
projects was strong.

.

- When appropriate national policies are absent, the ability to sustain even
successful projects is doubtful. The larger policy environment was perhaps the
single most important factor affecting the success or failure of projects.
- Sociological studies for use in rural development planning were inadequate,
especially in relation to the beneficiaries' characteristics.
- Many integrated projects were too ambitious and complex, often placing
impossible demanda on local leadership and institutions. As a result, they
performed more poorly than projects with simpler designe.
- Projects with independent management units outside regular administrative
structures sometimes helped achieve short-term objectives, but at the expense
of necessary long-term institution building.
- Reliance on expatriate technical assistance can enhance project implementation
but shifts emphasis away from human capital development.
There was a common failure ·to involve project beneficiarias in the
identification and design of projects. As a result, they had little stake in
sustaining the projects.
- Production componente require locally proven technical innovations, which are
often not available.
- Monitoring should be included in routine project management, with evaluation
conducted as an occasional special exercise.
From World Bank (1988, 1990).

It is important to bear in mind that ICDPs cannot necessarily claim
to be successful based on the criteria applicable to rural
development, i.e., improvements in indicators of poverty levels.
The additional ICDP requirement of establishing a linkage between
project anti-poverty objectives and the overall goal of conserving
biological diversity adds another layer of complexity. An ICDP
approach which aims at these additional goals is therefore highly
experimental, and there are few useful precedents or analogies.
The case studies which can be characterized as, mostly small-scale,
rural development projects include Khao Yai (Thailand), Talamanca
(Costa Rica) and the East Usambaras (Tanzania), which were
described in detail in Chapter 2, as well as Annapurna (Nepal),
Boscosa (Costa Rica), Monarch and Sian Ka'an (Mexico), Beza
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Mahafaly and Andohahela (Madagascar) and Air/Tenere (Niger), which
are ali described in the Appendix to this report.
The chapters
which follow analyze the relative effectiveness of these projects.
THE NEED FOR LINXAGES
The final ICDP strategy of social and economic development is
qualitatively quite distinct from the other strategies. It implies
a principal focus on people and not on the protected area as in the
case of buffer zones and the compensation or substitution
approaches. As a result, in order to achieve conservation goals,
linkages are critical.
We need to understand exactly how the
development components of ICDPs are expected to lead to enhanced
protected area management. A wide range of development activities
have the potential to increase local incomes and living standards.
What is less clear is how these and other proj ect development
components can be expected to enhance the conservation of
biological diversity.
In other words, what are the anticipated
linkages between the planned realization of social and economic
benefits by people living outside park or reserve boundaries and
the necessary behavioral responses in terms of reduced pressure on
resources inside the boundaries?
our attempt to answer this
question will guide much of the analysis which follows.
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CHAPTER

S: LOCAL SOCIAL AND ECONOMIC

BENEFITS

In the previous chapter we described three strategies which ICDPs
might adopt: buffer zones, compensation
and substitution,
and
social and economic development.
Each of these strategies involves
the generation of social and economic benefits for local people,
with the objective of deflecting or reducing pressure on the flora
and fauna of parks or reserves.
In this chapter we describe how
the case study projects attempted to generate these benefits.
We
also consider how the benefits were distributed (i.e., whether to
specific individuals, groups or communities) and whether there is
any evidence that realization of these benefits has contributed to
protected area conservation
- in other words h·as a link been
established
between local development
and the conservation
of
biological diversity.
The major
areas where
the case
study
projects
opportunities
or made attempts
to generate
local
economic benefits are shown in Box 5-1.

BOX 5-1.

either
social

had
and

LOCAL SOCIAL AHD ECOHOMIC BEHEFITS IH TBE CASE STUDY ICDPS

The case study projects generally concentrated their efforts to provide local
social and economic benefits in the following areas:
Improved natural resource management outside core protected area, particularly
in agro-forestry, forestry, irrigation/water central and wildlife utilization.
Better product marketing opportunities, e.g., improved road access to markets
(Beza Mahafaly, Gunung Leuser, Khao Yai, LIRPD, Dumoga-Bone).
Employment (Nazinga, and Lupande/ADMADE on a large scale, and almost all of the
projects on a small scale.).
Impraved participation in the benefits from nature tourism (Annapurna,
Lupande/ADMADE, Khao Yai, Monarch, Chitwan, Amboseli, Volcanoes, Air/Tenere).
Provision of community social services, e.g., schools, health clinica (Beza
Mahafaly, Khao Yai, Annapurna, Amboseli).

IMPROVED NATURAL RESOURCE MANAGEMENT OUTSIDE PROTECTED AREAS
Most of the ICDP case studies have attempted to encourage the use
of improved natural resource management practices in and around
their targeted communities.
In the case of national parks and
other protected areas with similarly restrictive objectives and
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regulations, these project components are focussed on the areas
adjacent to but outside park or reserve boundaries. In the case
of multiple-use areas they are concentrated in the zones where
resource utilization is permitted.
The objectives of these ef f orts to improve existing resource
exploitation practices are twofold. The first is to provide those
individuals, groups or communities possessing natural resource
ownership rights or access with increased incomes, while protecting
the natural resource base - whether soils, primary or secondary
forests, fresh water, wildlife, etc. The second is to encourage
the substitution of more intensive production systems for existing
extensive systems, with the intention of reducing future needs for
forests or other natural areas in parks and reserves to be depleted
of their biota and possibly cleared for cultivation. By extensive
systems, we mean any form of logging, collection of fuelwood or
nontimber forest products, hunting, livestock grazing, shifting
cultivation, slash-and-burn agriculture or other land uses which
rely on depleting the resources of an area and then moving on to
colonize new areas - a strategy which only appears sustainable in
the increasingly rare situation of population densities ·which are
both low and stable.

...
•..

In some cases appropriate technologies for improved resource
management were already known.and used on a limited basis locally,·
in which case the ICDPs have usually attempted to· encourage
adoption on a wider scale; in other cases new technologies were
needed. Technical options employed by the case studies included:
irrigation works; new crop varieties and cultivation methods; soil
treatments to reduce erosion, increase infiltration and restore
fertility; contour planting and maintenance of vegetation cover;
energy-saving to reduce fuel consumption; production of tree
seedlings to provide fuelwood and construction materials; wells and
boreholes for livestock in arid areas, and stall-feeding in wetter
areas; and low-intensity logging.
The next few pages (Box 5-2) describe some of the natural resource
management components of the case study ICDPs. We ,did not evaluate
whether or not particular technical approaches were appropriate,
except where such evaluations were evident from the experience of
the projects. We were more concerned with identifying whether the
technologies had been widely adopted, whether resource management
practices had been intensified as a result, the extent to which
local economic benefits had been generated locally, how these
benefits were distributed, and whether protected area conservation
had been, or was likely to be, enhanced as a resul t.
We also
recognized that while some of the case study ICDP activities had
no direct link to conservation, they played a valuable role in
generating local popular support for the projects.
The resource management emphasis of the case studies can be divided
into four groups: agro-forestry; forest management; irrigation for
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crops or livestock; and wildlife utilization, which was limited to
Africa, although several of the case study projects pursued more
than one approach.
Local community
participation
in African
wildlife conservation and management is the subject of a recent
World Bank report (World Bank 1990) and we have therefore given
more attention to the other ICDP resource management options •

••

BOX 5-2 •

EXAMPLES OF NATURAL

RESOURCE MABAGEMEHT

COMPOHENTS OF THE CASE STUDIES

Aqro-forestry
Talamanca: Small farmers throughout the region depended on cacao as a primary
source of income until monilia pod rot, a funga! disease, devastated cacao
production. ANAI promoted community run nurseries as a way to introduce improved
varieties of cacao and other agro-forestry species in order to provide a atable
and diversified production base for local communities.
·l\NAI reviews
characteristics of species grown worldwide to identify those that are suited to
the agro-ecological conditions in Talamanca. Testa for suitability are carried
out on an experimental farm, and if successful, they are transferred to the
nurseries. Local demand has been generated for one crop native to Brazil but
unknÓwn in Costa Rica which produces a refreshing juice. Creating such demand
and getting farmers to diversify is difficult however; most of the 24 communityrun tree nurseries primarily produce cacao.
East Usambara Mountains. Tanzania: Industrial logging had been stopped bafore
the project began, and the major resource managemant challenge has been to
introduca an effective substituta to the cultivation of cardamom, an important
local income source anda major export crop. cardamom requires shade for growth
and is usually planted at the forest edge. The soil becoma depleted after a faw
years and farmers then clear further strips of trees to plant naw crops, thus
continually advancing into the now-fragmented forests.
After the land is
degradad, and sometimes abandoned, there is minimal forest regenaration. One
of the principal strategies of the ICDP is to substituta agro-forestry for
cardamum. Demonstration plota have been astablished in severa! villages and
project staff hava worked directly with individual farmars to experiment with
a variaty of cash crops in combination with diffarent tree species. So far there
is littla evidenca that any of these options hava been widely adopted, although
the project has been operational for less than two years.
Annapurna Consarvation Area Projact (ACAP), Nepal:
The first stage of this
project concentrated on mitigating the environmental impacte of tourism and
astablishing community control over the forasts near the project headquarters.
Several nursarias have been established and seedlings distributed either free
or at low cost. Farmers have bean encouragad to plant trees to stabilize slopes
and to provide fualwood and fodder. Although the demand for saedlings has been
relatively high, which is in itself a reasonable indicator of 'success', there
is littla information on survival rates. It is therefore difficult to tel1 to
what extent the nurserias are an effective investmant or are baing employed to
their full potential. As predictions of local fualwood deficits become more
pessimistic, the successful promotion of high-altituda trea planting in the near
future assumes critica! importance. ACAP is also encouraging stall-feeding of
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livestock,
production

a major shift in land-use
of fodder trees.

which

will

focus

greater

attention

on the

The second stage of ACAP, starting in 1990, will emphasize community-l~el
agroforestry initiatives as the principal tool for boosting the incarnes of the poor
farmers who comprise the vast majority of the region's population.
Possible
technical solutions are to be worked out with assistance
from outside experts
anda local agricultura! research station.
This appears to be the best strategy
available
in the absence of adequate resources to invest in infrastructure,
particularly
hydro-electric
power generation.
However, very little is known
about the farming systems currently utilized or their potential for productivity
improvements.
There are few convincing examples of successful agricultura!
or
forestry development
in the Himalayas, either in Nepal or elsewhere.
There is,
however,
ample
evidence
of continued
population
growth
and environmental
degradation.
ACAP faces a formidable challenge in this area and at the current
early stage of implementation
there is little evidence
to suggest that the
project
will
be successful
in promoting
significa,ptly
improved
economic
conditions for these farmers. Without such progress, continued population growth
is likely to escalate pressure on the region's natural resources,
principally
through the demand for fuelwood and the·expansion ·of agriculture
into even more
marginal sites.

Bururi and Rumonge Projects, Burundi:
When the project began, logging and
fuelwood collection for local use had already degraded part of this very small
reserve and pine plantations had been established inside the reserve.
In an
attempt to provide substitute sources of wood, project activities initially
emphasized the establishment of nurseries and plantations to produce exotic tree
species, primarily pines. A 1983 project evaluation concluded that the trees
produced by the plantations were of little interest locally and could not satisfy
local timber needs, that the establishment of plantations inside the reserves
had little conservation value, and that illegal exploitation of the reserve was
continuing unchecked.
In response, the project reoriented away from exotic
plantations and towards community agro-forestry extension and stricter
enforcement. Eleven guarda and an agro-forestry technical advisor were hired
under the direction of a Peace Corps volunteer.
Nursery production shifted from plantation to agro-forestry species in 1985.
The guarda proved an effective deterrent and reserve encroachment was sharply
diminished. systematic monitoring of resulte has not been carried out; however,
project personnel report that the wood biomass produced as a result of the
project has started to make a considerable contribution as a alternate source
to the reserve. Funding from USAID ended in 1987 and, as planned, the Government
of Burundi assumed responsibility for the project.
At its conclusion, the
project had established 700 ha of exotic plantations on previously deforested
land within the reserve, distributed 250,000 seedlings to local farmers,
consolidated reserve management and enforcement, and marked the reserve
boundaries. Although the activities initiated by the project have continued,
government support for staff salaries has been reduced anda restricted budget
has affected the project' s ability to purchase basic items.
For example,
insufficient funda available to buy nursery seedling bags, leading to a reduction
in the seedling distribution capacity of the nurseries.
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Elsewhere
in Burundi,
the Rumonge Agro-forestry
Project
is attempting
to
replicate the Bururi experience around another three small reserves.
Project
activities began with nursery establishment and agro-forestry triale.
Through
1988, eight nurseries
had been established
and were producing
over 200,000
seedlings annually.
Six forest guarde were hired and 30 families relocated.

••

In both of these projects, local people appear to have benefitted significantly
from receiving ar buying the tree seedlings supplied by the project nurseries •
However, increased enforcement at the various reserve sites appears to have been
critical in reducing incidences of illegal tree remova! and fuelwood collection.

Forest Management
Central Selva, Peru: One of the goals of the project was to demonstrate that
sustainable management of primary tropical forests is technically and
economically viable. The project decided td use an experimental natural forest
management system, known as the strip shelterbelt system, as the basis for forest
management activities. Based on forest inventaries, long and narrow (20-40 meter
wide) gaps are cut through existing forest. Trees under 5 cm in diameter are
clearcut. Logs are extra·cted by animal traction to lessen soil compaction, and
all cut logs is used: small pieces for fence poste, larger sections for lumber,
scraps for charcoal. Because primary forest stands are left on each side of the
gap, natural regeneration, with high levels of species diversity, occurs. The
project began working with the Amuesha Indiana·, who formed a forestry cooperative
to begin using the system on their lands. Lumber has been sold both nationally
and internationally. The cooperativa has been able to demonstrate that the
system is technically viable. However, other factors, such as the civil war and
economic problema, have caused numerous delays and problema with implementation.
Sian Ka'an, Mexico {Pilot Forestry Plan): The objectives of the PFP are: "use
of the greatest number of species; social participation in the productive
process; to find the best land uses and harmonize the ecological equilibrium;
and improve and diversify horizontal and vertical integration of established
industry". The project involves the participation of 53 Ejidos with over 9,000
families, or half of all the rural households in the state of Quintana Roo. One
objective of the project is to increase the area in permanent forest to 1.2
million acres by 1990.
The PFP works with each ejido to develop a forest management plan based on an
inventory of species, their distribution and density within the ejido. They also
define a "permanent forest" area in the ejido and get the entire ejido to agree
to leave this area untouched. Ejido members are assisted by PFP engineers to
carry out inventory aampling. The results of this analysis is entered into a
computerized data base to produce sophisticated mapa and charts giving the
projected growth and potential extraction levels. The PFP has assisted other
ejidos in improving the capital equipment needed for forestry: trucks, saw mill
development, tractors, and small tools for timber extraction. The PFP bills the
ejido for their assistance as a percentage of each cubic meter of wood harvested
by the ejido. Although the concept is promising, the PFP has not yet been able
to realize its objectives.
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Boscosa:
Although Boscosa was originally conceived - focused on forestry,
especially natural forest rnanagement (NFM) it soon becarne apparent that the
natural resource degradation in the Osa, along with the complex socioeconomic
situation, dernanded a broader spectrum of activities.
The project began to
prornote rnanagernent of existing forest for timber as well as for lese traditional
products (medicine, ornamental plante, etc.), improved agriculture and agroforestry in areas already cleared- and capable of supporting agriculture,
reforestation, and ecotourism. Field activities within the first year and a half
of the project have not concentrated on NFM for two reasons. First, Boscosa gave
priority in the first stages of the project to offering alternatives to the
people of the Osa that would provide immediate and visible solutions to problema
identified by local communities.
Second, technical implementation of NFM
activities proved difficult under local environmental conditions, as it is
thr~ughout the tropice. More specifically, silvicultura! techniques for forest
management on steep slopes needs work. In this case, lack of clear technical
options has led the Boscosa project to significantly broaden its focus.

Irrigation/Water Control
Air/Tenere National Nature Reserve, Niger: This massive multiple-use areais
situated in an extraordinarily harsh environment on the southern fringes of the
Sahara Desert. Rainfall, although highly sporadic, averages lesa than 100 mm
annually. The population of about 4,500 is concentrated in two settlements with
year-round access to a sub-surfacé water table.
The project has established nurseries in each of the two settlements. A number
of windbreaks and tree stands to contain soil erosion resulting from water runoffs have been planted in and around village gardens. Six experimental darns were
constructed by project employees in 1986 to central soil erosion resulting from
water run-offs, and to protect gardens from water damage.
These were well
received anda further 662 dama were constructed during the following two years.
By 1989 soil erosion had stabilized, vegetation growth was enhanced and most of
the gardens of the village had benefited directly or indirectly from the
protection afforded by the dam system. Teams of locally-recruited laborers were
employed in the dam construction.
The project ha!!ll also attempted to restore two degraded pastures. At one of these
sites the activity involves the placement of barriers to water courses (similar
to long dama) in an effort to hold water over a longer period of time and to
reduce erosion.
This stabilization project was solicited by herders.
The
project has also promoted two energy-saving activities: fuel-effiçient cooking
stoves and woodless house construction.
The Air/Tenere conservation situation is unusual in that the threats to the
reserve have come from tourism and from poaching, the latter mainly by soldiers.
The indigenous population does not hunt and is tolerant of wildlife.
The
publicity surrounding the project, the legal prohibitions against hunting, and
the enforcement activities of project staff have largely eliminated poaching in
the area as the protected area boundaries have come to be recognized and
respected. Tourist activities are now controlled by recognized guides. Local
residente only pose a threat in drought periods when their livestock tend to
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destroy the sparse vegetation needed by the wild herbivores of the region.
The
restrictions
on destructive
grazing activities within the new protected
area
remain largely untested since rains in the area have been "normal" during recent
years.

.,

Beza Mahafaly and Andohahela Reserves, Madagascar; As part of the original
agreement to establish the small reserve at Beza Mahafaly, the project committed
to rebuild an irrigation canal.
For various bureaucratic, engiaeering and
financial reasons, this commitment has remained unfulfilled for more than a
decade. Small agricultura! demonstration plote have been established in one
village close to the reserve to stimulate the cultivation of new cash crops.
So far the resulta have been disappointing. Despite these setbacks, the reserve
is intact and there appears to be substantial local política! support for the
project. This support appears to derive from the provision of a school, the
continuing prospect of irrigation, and the intensiva cultivation of villagers
and both local and national political figures by the project staff and associated
researchers, both Ma1agasy and expatriate.
At An_dohahela, small-scale irrigation works have been introduced to expand
irrigated areas in valley bottoms. Individual farmers in severa! villages have
increased their incomes as a result of this program, despite some technical
problema with dam and water channel construction. The conservation implications
of this program and the question of whether it is leading to intensified
agriculture are unclear. In at least one case, expanaion of his irrigated rice
fields leda farmer to clear steep forested slopes adjacent to the reserve in
arder to be able to continue cultivating manioc and cassava.

,,

Oumoga-Bone National Park: The development component of this project in north
Sulawesi has allowed over 8,000 farmers to grow 10,000 ha of irrigated rice.
Establishment of the national park to protect the headwaters of the rivers
supplying the irrigation systems was a condition of the $60 million World Bank
loan for the projects. The benefitting farmers were almost entirely migrante
and transmigrants from Java and Bali who were already familiar with the
cultivation of paddy rice. They have derived considerable economic benefits from
the project and the region has recently become a net rice exporter for the first
time. This project has undoubtably been successful in increasing farrner incarnes,
stirnulatingthe regional economy, intensifying agriculture, stabilizing land use,
and linking a national park to an economic development initiative.
It also
representa one of the more impressive transmigration projects in Indonesia.
However, the effective protection of the park is primarily attributable to the
cancellation of logging concessiona and strict enforcement, the latter
facilitated by a substantial park operating budget and the cooperation of the
local government. The rice farmers presumably have little interest in clearing
forest land and have sufficient incarne to make encroachment unattractive; the
original Dumoga valley inhabitants, who lived in and around the forest, gave up
or were inadvertently forced off their land by the project. They were prevented
from clearing new agricultura! sites by the park guarde and ultimately forced
to disperse to other areas.
Arnboseli; An agreement with the Kenyan government to establish the park promised
a number of benefits to local Maasai pastoralists.
One of these promised
benefits was a water pipeline system in an arid region outside the park, thus
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eliminating the need for the Maasai cattle to compete with wild herbivores inside
the park.
This system was constructed
and operated
for a few years in the
1970's.
Government
funding cutbacks then prevented the necessary repaira and
maintenance
from taking p-lace and the system broke down.
It has not been in use
for the last decade and, as a·result, the Maasai have taken their cattle into
the park for grazing, particularly
during the dry season.
The nature of the
competition between cattle and wilcUife has been a controversial topic. However,
Amboseli currently contains more varied and numerous large mammal populations
than most other parks in East Africa.
This seems to be largely dueto
the
effective deterrent against poaching provided by the presence of the Maasai.

.

Wildlife Utilizatiop
[For a more detailed treatment of this topic, see World Bank 1990.]
Lupande/AJ)MADE: Natural resources development activities at Lupande involve
increased community control of wildlife resources, permitting the community to
capture benefits (employment and direct revenue) from both safari hunting and
local, small-scale wildlife harvesting. Revenue from safari hunting at Lupande
is derived from auction of the rights to hunt in specified areas of the Lower
Lupande Game Management Area. Under LDP, the terms of hunting concession auctions
included minimum levels of local employment. Revenues from concession auctions
were distributed according to the ADMADE formula described above. 1987 revenues
were $40,000, of which $16,000 was committed to community projects.
Wildlife h~rvesting at Lupande initially focused on sustainable utilization of
the hippopotamus, but beginning in 1990, other species are being tested for
production of hides, trophies, and meat. Culled within the GMA based on quotas
established by the NPWS. Under NPWS guidance, employees from local villages skin
and prepare the hides and meat. Hides are prepared by salting, meat is dried
on open racks. The project is also developing soap production for market and
local use. Revenue from wildlife utilization comes from sales of hides and dried
meat. Hides are sold to traders in Botswana, meat is marketed within Zambia.
Revenues from the utilization program are divided equally between the employeea
and the community and program maintenance.
In 1987, revenues from the
utilization program were $16,266, half of which was designated for community
projects (WWF, 1988). The hippo harvesting program had over 20 full- or parttime employees in 1987. This was of major significance in a community which
previously had almost no formal employment.
Since the LDP began, poaching has been substantially reduced in the pilot project
area and wildlife populations in the GMA have increased dramatically. The LDP
was expanded in 1989-1990 into nine additional GMAs in a national program ADMADE.
Revenue derived from these additional hunting concessiona (amounts for individual
chiefdoms ranged from ZK135,000 to ZK440,000) produced ZK2.3 million ($230,000)
toward local development projects in the GMAs. Over 400 village scouts have been
trained and employed. In 1990, the Government of Zambia agreed to divide the
revenue from trophy and license fees, previously paid to the central treasury,
between the central government and the communities in the ADMADE program. Thia
may effectively double community revenues.
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Nazinga Game Ranch, Burkina Faso:
The ranch was conceived to protect and
conserve wildlife through game meat production.
The ranch has been extremely
successful in managing the formerly-degraded habitat (principally through dam
construction and fire control) and in maunting anti-poaching operations.
This
has resulted in dramatic increases in the large mammal populations found on the
ranch. Game meat- production has not yet resulted in any direct economic benefits
to the local population, although hundreds of local people have been employed
by the project, particularly during its construction phase. Local participation
in revenues from meat production and from tourism have been planned but not
implemented.
Satisfactory economic analyses af the ranch operation have yet to
be produced.
Surprisingly, the single greatest benefit realized by the local population has
been a substantial increase in fishing opportunities.
The creation of numerous
permanent water points about the ranch has greatly increased fish populations.
The ranch has implemented a fisheries management program to control and regulate
access to fishing rights.
Permits are issued free for subsistence fishing or
to specially authorized groups such as a women's cooperative, and for a fee to
groups who wish to fish for commercial reasons.

Some general points emerge from the examples in Box 5-2. Local
physical, ecological and climatic conditions are obviously limiting
·factors in terms of available technologies. While technologies are
increasingly available to enhance productivity and to intensify
land use in wet areas (World Bank 1990), options in dry areas are
extremely limited (Nelson 1989).
In some areas land and resources have historically been both
abundant and readily accessible.
People living near parks and
reserves which at least nominally protect relatively large areas
of forest or other natural systems may well perceive this abundance
to have continued to the present day, despite the outsider's view
that only fragments of the natural biata remain. In these
circumstances, the conservation or intensification of land use
practices are unlikely to be attractive to farmers and other
resource users. In the absence of other incentives, merely
suggesting or demonstrating better resource management practices
is unlikely to bring about significant change.
For example,
farmers are unlikely to be willing to internalize the cost of soil
erosion and take mitigating actions, such as contour planting, if
they can burn and clear nearby forest land and continue extensive
cultivation practices.
Few of the projects have allocated significant resources to
carrying out systematic experiments to identify new agricultura!
or agro-forestry options, although some have established informal
linkages to research institutes. As a result, there is a lack of
site-specific packages to provide alternative cultivation methods
for the marginal lands at most of the case study sites. There is
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little evidence
been utilized.

that

indigenous

knowledge

and

technologies

have

In some cases, projects have promoted alternatives
before local
people felt they were needed.
Examples are the woodless house
construction technigues introduced at Air/Tenere.
This knowledge
may prove useful in the future~ but as yet people have not adopted
this construction technique.
overall,
there
is little evidence
among the case studies
of
widespread
adoption of environmentally
benign technologies
with
the potential to increase income and/or intensify land use.
It
may, however, be too early to evaluate those projects which started
comparatively
recently,
many of which
are emphasizing
agroforestry.
It is evident that an appropriate framework of incentives must be
established, to encourage the adoption of new technical options or
the continuation
of sound existing practices.
These ahou Ld be
principally
directed towards groups or individuals whose current
actions
threaten
the
protected
area.
Incentives
may
be
specifically designed to provide local people with income-earning
opportunities which are contingent upon respecting protected area
regulations.
They could include: improved access to markets; lowinterest
credit;
the clarification
or reform
of land tenure
arrangements; shares of revenue from tourism and/or safari hunting;
direct employment by the protected area and/or the ICDP; limited
access to resources from within the protected area; provision of
community services as a guid pro quo.
Subsequent sections of this
chapter considers some of these options.
To facilitate the identification,
dissernination and adoption of
sound technical practices,
appropriate
social and institutional
arrangements
must also be established. These can include: formal
arrangements with government agencies responsible for programs such
as agricultura!
research and extension, education, health care,
wildlife,
forestry,
etc.; the establishment
or modification
of
community organizations
which can both mediate between villagers
and outside bodies, such as government representatives
and ICDP
personnel, and also make local resource management decisions; the
mechanisms used by a project to interact with local communities.
This leads to the critica! issue of local participation,
which is
the subject of Chapter 6.
BETTER

PRODUCT

MARKETING

OPPORTUNITIES

Product marketing opportunities
in remete rural communities
tend
to be constrained by the difficulty of access to and from villages.

Crops are therefore more likely to be selected for subsistence use
and local exchange rather than for sale in small towns or other
regional markets.
In these circumstances, it can be difficult,
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perhaps impossible, to introduce new crops, new varieties or new
cultivation
techniques
which
are
less
threatening
to
the
environment, without improving market access. case study projects
attempted to improve market access through road construction, as
described
below,
and
through
the·
promotion
of
marketing
associations, as described in Chapter 6.
e

The provision of roads which provide or improve access to regional
product and labor markets are highly valued by many villages.
Although the distribution of benefits from improved market access
will vary by community, the economic situation of entire villages
is likely to improve significantly.
The construction or
improvement of access roads has had a substantial impact at severa!
of the case study sites. In some cases these improvements were
initiated by the projects, while in others they were unêonnected.
At Beza Mahafaly in Madagascar, villagers specifically agreed to
the establishment of a reserve in exchange for externa! support for
local development projects. Improvement of an access road to the
nearest market town was one of their highest priorities. On a much
larger scale, LIRDP in Zambia includes a substantial road
construction component.
In Indonesia, the irrigation projects
linked to Dumoga-Bone National Park would have had little value
without the improvement of a highway connecting the valley with
nearby towns, enabling local rice surpluses to be exported.
Roads also pose a special danger for conservation, as is readily
evident in the Brazilian Amazon.- Gunung Leuser National Park in
Indonesia has been cut in two as a result of the transformation of
a rough seasonal road through the park into an all-weather highway.
Settlers have expanded along the road from three small enclaves,
removing timber and other forest products, burning, and planting
annual crops. Gunung Leuser•s species-rich lowland forests have
now been degraded in a swathe stretching for severa! kilometers on
either side of the road, essentially bisecting the park and
threatening its ecological integrity.
As described in the Chapter 3, substantial road improvements at Sup
Tai village on the border of Khao Yai National Park have reduced
the year-round driving time from Bangkok to less than three hours.
As a result, the demand for investment and recreational property
has driven up local land prices to many times its former value,
forcing indebted smallholders off the land and adding to Thailand's
rapidly growing population of migratory landless. The impact of
these changing land ownership patterns on the national park are
impossible to predict.

"

Roads can provide badly-needed access to labor and product markets,
acting as powerful incentives to the adoption of more intensive
agricultural and forestry techniques, and changing behavior
patterns. Unfortunately, these roads also open the possibility of
increased inward migration, possibly by people attracted by the
77

ICDP itself, thereby adding to pressure on the land bordering parks
and reserves.
Roads
also facilitate
the transportation
and
marketing
of illegal product.s
from a protected area, whether

timber, fuelwood, construction materials or wildlife.
The
increased participation in the cash economy which accompanies
improved transportation links can thus have implications for
conservation which are not always easy to predict or control.

•

EMPLOYMENT
Employment with the project or with the protected area targeted by
the projects is the most direct source of income arising from an
ICDP. Virtually all of the case study projects created at least
some local employment, whether temporary or permanent. Positions
included game scouts (in Africa), park wardens and guards, guides,
community extension workers, administrative staff, cooks, manual
laborers and construction workers, carpenters, mechanics, etc.
Employment as a result of tourism is considered below.
The
distribution of these benefits is obviously limited to the
employees and their families, otherwise depending on where they
choose to spend their wages.
The Nazinga Game Ranch in Burkina Faso hired about 600 local people
for about two years dur ing the initial construction phase.
No
other project came close to matching this number of jobs, although
many provided longer-term employment.
The ICDP in the East
Usambara mountains hired·15 'village coordinators' and trained them
in extension work.
The Tanzanian government has commi tted to
taking on these individuals as permanent civil service employees
after the project finishes. Over 400 village scouts have been
trained in the Lupandé/ADMADE project in Zambia; these positions
are permanent, civil service jobs.

~

Many of the positions resulted from specific project needs related
to construction, maintenance, accommodation, etc., and were not
specifically
designed
to
generate
local
benefits.
Job
opportunities through the projects can create considerable local
goodwill and can make a substantial economic contribution,
particularly in the case of small conununities. If the period of
employment is limited by the length of the project, however, any
conservation benefits are likely to be temporary. There was little
evidence of increased employment opportunities arising from
stimulation of local economies by any of the projects.
NATURE TOURISM
The economic benefits which can be gained from tourism have long
been recognized as potentially significant for conservation. The
benefits from all kinds of tourism are of considerable interest to
governments badly in need of foreign exchange earnings. Tourism
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linked to national parks and other protected areas is of particular
significance to the economies of severa! developing countries (see,
for example, Boo 1990).

•

Nature tourism can generate severa! benefits. First, by providing
an economia return to the nation which justifies setting aside
large areas of land for conservation, second by as a source of
funds for park and reserve management, and third, as a source of
income for communities near protected areas, to compensate them
for loss of access to traditional resources and to give them an
incentive to conserve the flora and fauna of protected areas. Our
principal emphasis here is on the role of tourism in generating
local economic benefits and in providing funds to support park
management.
ln economic terms, tourism is the most important activity in or
around the lCDP case studies at Annapurna and Chitwan (Nepal),
Amboseli (Kenya), Volcanoes (Rwanda), Air/Tenere (Niger) and Khao
Yai (Thailand). The countries Ln which these case studies are
located, plus Costa Rica, all generate substantial foreign exchange
earnings from tourism associated with national parks and wildlife
reserves. Khao Yai and the Monarch overwinter ing Reserve also
attract large numbers of domestic tourists.

•

ln the traditional national parks model, tourism is the only
revenue-generating activity permitted within the park boundaries.
ln most cases tourism was well established at the case study sites
before the ICDPs began ( exceptions are Volcanoes and Monarch) • The
tourism components of the projects have focused on four areas: (1)
mitigating the environmental impact of tourism (Air/Tenere,
Annapurna), (2) increasing the economic return from tourism
(Volcanoes), (3) redirecting the economic benefits from tourism
towards local people ( Annapurna, Ambosel i) , and ( 4) promotion,
publicity and education for tourists (Monarch, Sian Ka'an). Case
study examples are described in Box 5-3.
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BOX 5-3.

MATURE

TOURISM

IH THE CASE STUDIES

Hature tourism as an ICDP component
Volcanoes National Park, Rwanda:
The park's mountain gorillas are thE main
tourist attraction. Prior to the start of the tourism component of the ICDP in
1979, the park received about 1,200 visitors annually. Visita increased to nearly
5,000 in 1983 and over 10,000 in 1989. This growth in visitation, combined with
an increase in gorilla viewing fees (from $5 to $200 per person), has led to a
30-fold increase in tourism revenue.
Project staff have habituated gorilla
groups to human presence, permitting the animals to be closely approached by
tourists. Current direct tourism revenue at the park is approximately $1 million
annually. A proportion of the proceeds are returned to conservation in Rwanda
but none goes to local people.
Annapurna Conservation Area Project (ACAP), Nepal: Since Nepal was opened to
foreign visitors in the 1950s, tourism has expanded rapidly to become the
country•s top foreign exchange earner.
Over 30,000 trekkers now visit the
spectacular Annapurna area each year (compared with the permanent population of
40,000). The growth in the number of visitors has led to- a proliferation of
small tea shops and trekking lodges along the trails but has had a substantial
negative impact on the natural environment. Large areas of forest have been cut
down to provide cooking, heating and lodging services to visitors.
An early goal of ACAP was to reduce the environmental impact of visiting trekkers
and to increase the local economic benefits from tourism. Training courses for
the owners of lodges and tea shops have upgraded ·the quality of service,
standardized menus and prices, and improved standards of sanitation and waste
disposal. These successes have greatly enhanced the status and influence of the
project locally. To conserve energy within the Conservation Area, lodges and
expeditions are now required to use kerosene, with fuelwood collection being
limited to subsistence use. ACAP has provided expertise, but not financing, for
lodgeowners to install 'back boilers', which heat recycled water during cooking
to further conserve energy, and solar panela. Lodgeowners have also contributed
to the cost of trai! upgrading and maintenance.
The value of the economic benefits being accumulated by lodgeowne~s has not been
estimated but is clearly considerable by local standards, and has dramatically
increased the average per capita income. The use to which this surplus is being
put has received little attention. There is some speculation that the additional
savings are being invested in livestock, although some herd owners (only a small
proportion of whom are lodge owners) seem anxious to reduce their herda. Some
lodge owners have bought land in the nearest town, Pokhara, while others send
their children to be educated at better schools in larger towns. The significant
local economic benefits from tourism have not been distributed widely, either
among or within villages. In the villages on the major trekking routes, about
100-150 families owning tea shops or lodges have experienced significant
increases in incarne during the last decade. Economic impacta do not appear to
spread far beyond these families into the local economy. Employment for nonfamily
members appears to be very limited and, with the notable exception of some
seasonal vegetables, the majority of supplies are purchased from Pokhara, many
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originating frorn outside Nepal. Sorne goods are purchased from traders who move
up and down the trails, and employrnent for porters has undoubtably
increased,
since all goods must be carried by hand. However, there appears to be very little
'trickle down' economic growth taking place locally.
An entry fee to the Annapurna Conservation Area has been collected from visitors
since 1989. The 200 NR ($US 8) fee, which required specific government approval,
is currently yielding revenue equivalent to an annual rate of 4 million NR ($US
160,000); this is equal to half the revenues from all of the trekking permita
issued in Nepal or over 40% of the revenues from all of the national parks put
together.
The revenues
collected
pass directly
to ACAP,
to be used for
environmental management.
Monarch:
The spectacu~ar display of the Monarch butterflies pravides a unique
nature tourism opportunity.
Yet only one of the six reserve areas is equipped
for tourism.
Facilities include and interpretive trail and visitor center.
The
community adjacent to the entrance of the reserve reseives tourism benefits from
a percentage of the entrance fees.
Nearly ~ visitors went to this reserve in
1989, generating revenues of ~- ($~->· The community also benefits from sales

and employrnent generated by a small store which Monarca, A.e., the NGO
implementing the ICDP, helped establish in 1986. Women from the community have
put up stands to sell food to tourists.
Tourism to the areais completely unregulated and disorganized. While the local
community receives benefits, they are unevenly distributed and insufficient to
act as an incentive to stop deforestation. As aources of employment in the area
continue to decline, putting further pressure on the resource base, the
unrealized potential value of tourism increases.

Natura tourism unrelated to the case study projects
Royal Chitwan National Park (RCNP), Nepal: Chitwan has grown in importance as
a tourist destination since the first wildlife safari lodge was established in
1965. Seven high-cost tourist lodges now have licenses to operate inside the
park and more than 40 small ones have sprung up outside. The park entry fee is
currently NR 250 ($US 9). Trained elephants are used to transport people around
the park from both areas. The nu~er of visitors, has risen steadily and seems
likely to continue to grow.
With the exception of the annual grass collection (see page x), the benefits
flowing from the park to local people are minor. In contrast to Nepal's Himalayan
parks, local people are not directly involved in tourism in RCNP. While traders
benefit, most people face higher local prices as a result of tourism. As stated
by Mishra, " ••• the concept of selling the idea of a national park from the
benefits to the local people from wildernees-oriented tourism has not been
successful and is unlikely to have any positive impact within the next decade"
and " ••• our preoccupation with hopes that tourism will catalyze local support
or change public attitudes seem to be self-defeating since the benefits from
tourism
were
overplayed both by government authorities
and
tourist
organizations".
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Khao Yai, Thailand:
Khao Yai·has become a premier tourist destination
since its
establishment
in 1962 as Thailand's first national park. During the 1980s the
park attracted 250,000-400,000 Thai and foreign visitors annually. These visitors
have been estimated
to spend 100-200 million
baht
( $US __ ) each year on
admission,
lodging fees, transportation,
food, and other services within the
park, compared to the annual budget for park management
of 3-4 million baht
($US_).

The Sup Tai project includes a small 'jungle trekking' program for visitors. This
program attracts severa! groups each year to Sup Tai village but the economic
benefits generated are very modest, even for one village.

.,

Air/Tenere Reserve. Niger:
This area has become an increasingly popular
attraction ;or European and North American tourists who tour the desert in allterrain vehicles. The wildlife of the Air/Tenere is a primary attraction for
tourists and, therefore, an economically important asset. The development of
a locally based tourist industry is recognized by the project as a potentially
important long-term development strategy which, if properly controlled, may be
made to be compatible with conservation objectives. The project is promoting
increased local participation in the tourist industry which is currently
dominated by tour operators located in Agadez, about 300 kilometers to the south
of the reserve. The project has cooperated with local artisans in establishing
an artisan center where local arte and crafts may be displayed and sold.

Generally,
expenditures
made
by
visitors,
whether
on
transportation, food or lodging, or even park entry fees, go
directly to central treasury funds or to private corporate
interests who have been granted concessions. At popular sites,
protected area operating budgets usually representa very small
proportion of total revenues. It is unusual for any of these
revenues to be returned directly for park management and extremely
rare for a revenue share togo to local people. For example, the
value of visits by tourists to Khao Yai National Park in Thailand
has been estimated at $5 million annually, about 100 times the
national park budget, none of which goes to local people.
The
revenues from tourists visiting the mountain gorillas of Rwanda are
returned to Volcanoes and other national parks in Rwanda but local
people again do not participate in the tourism benefits. The only
case study proj ects where local people recei ved some share of
visitar entry fees or amounts paid to concessionaires were
Annapurna, Amboseli and Monarch. Local project benefits resulted
from employment opportunities linked to tourism at Chitwan,
Volcanoes and Nazinga.
Characteristics of sites attracting large numbers of tourists
include spectacular scenery, large mammals, uniqueness, reasonable
access, infrastructure, etc. The proportion of protected are as for
which tourism is a viable proposition is extremely small, however.
The potential for many tropical moist forest sites to attract large
numbers of tourists is limited. For example, Gunung Leuser and
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Dumoga Bane in the Indonesian outer Islands, which are biologically
among the most important conservation sites in SE Asia, are
unlikely ever to attract significant numbers of tourists.
In
Madagascar, the presence of rare and endangered species attracts
small numbers of visitors to several tropical forest sites. This
'eco-tourism' or 'adventure tourismJ can make modest contributions
to local economies but does not have the potential to match the
revenues generated at Chitwan, Annapurna and the Afric·an parks.
''"

PROVISION OP COMMONITY SOCIAL SERVICES
Severa! of the case study projects have either provided or
supported the establishment of basic social services in the
communities which they are targeting. These services have included
the construction of school buildings, support for teacher salaries
and equipment purchases, construction and support of health
clinics, family planning, sanitation and nutrition programs, and
a day care center. Although these types of services are provided
elsewhere by government, many of the communities targeted by ICDPs
are in very remate areas beyond the reach of existing national
programs.
As an ICDP component, the provision of community-level social
services can have multiple and overlapping objectives. They can
representa response to the expressed needs of a community, they
can contribute to a compensation package provided in exchange for
setting aside lands as a protected area, or they can provide an
incentive for local communities to co-operate, or continue cooperating, with the conservation objectives of the project.
In the case studies, the agreement reached with the people of Beza
Mahafaly, which included the provision of a school and support for
a teacher's salary, was the most explicit compensation 'package'.
At Amboseli a clinic was provided for the Maasai as part of the
agreement to establish the park, although alternate grazing lands
were the pivotal issue. ln the remaining cases, community-level
social services were provided as part of an overall attempt by the
ICDPs to improve local living standards.

•
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Social services can be provided to communities under a variety of
different arrangements. They may given 'free' by the project or
as part of a specific agreement. Alternatively, a nominal fee may
be assessed on those taking advantage of the services provided.
Finally, the services may represent the outcome of a joint venture
between the project and the community, requiring the community to
contribute cash, labor, or other goods and services. The latter
approach haa been adopted quite successfully by the Annapurna
Conservation Area Project in Nepal (Box 5-4).
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BOX 5-4.

LOCAL

CONTR:rBUTIONS TO THE PROV:rSION OF soc:rAL SERVICES

AT ANNAPURNA.

The Annapurna
Conservation
Area Project
in Nepal has avoided
investing
in
community projects
as 'free
gifts'
and has consistently
insisted
on local
participation,
in terms of cash or labor,
to any community project.
At least
a
50\ local contribution
is usually
targeted
and, wherever possible,
project
inputs
are limited
to contributions
in kind (i.e.,
purchased
goods).
The ideais
that
when local
people are sufficiently
interested
in a particular
venture
to make
an investment,
versus receiving
a perhaps unwanted gift,
they will have a greater
interest
in the ensuring
that the venture
is successful.

-
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Local people in Ghandruk raised
100,000 NR ($US5,000) as matching
funde for a
community health
center,
a process which took over a year.
For a hydro project
at Ghandruk, 900,000 NR ($45,000) were obtained
from a canadian danar and 350,000
NR ($17,000)
provided
by the project.
The panchayat
(the
local
political
organization)
obtained
and took responsibility
for a 5-year bank loan to cover
the remaining
550,000
NR ($27,000).
Finally,
the owners of small
tourist
trekking
lodges raised
50%of the cost of repairing
and cleaning
up the footpaths
and trails
in their
area.

Several questions arise when ICDPs provide community services.
What type of community services are appropriate in particular
circumstances?
Who selects the services, the project or the
conununi ty, and which individuals within the communi ty?
Who
benefits from the activities? Finally, cana link be established
between improvements in community services and improved protection
of parks and reserves? We will consider these issues further in
our discussion of community participation in ICDPs (Chapter 6).
LINKING BENEFITS TO CONSBRVATION
The case study projects have resulted in numerous benefits for
local people, principally through income gains and improved access
to social services.
some of these gains have been achieved by
innovative project components which have been implemented under
very challenging circumstances.
From a strictly development
perspective, severa! of the projects appear quite promising and one
or two very successful.
However, the objectives of many ICDPs are considerably more
ambitious than to provide social and economic benefits. The ICDP
approach has to be judged on the basis of whether development
initiatives have contributed to improved management and security
of protected areas, and whether local people have become reconciled
to the park or reserve. Unfortunately, in virtually all of the
projects, the critica! linkage between development and conservation
is either missing or unclear. There is also little evidence that
the individuals or groups benefitting from the projects' activities
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are in fact the same individuals or groups who constitute a threat
to the park.
It is therefore questionable whether any of the
projects have established sustainable means of generating local
benefits which have led to, or even have the potential to lead to,
reduced pressure on the park or reserve which they are trying to
protect.
The issue of whether ICOPs have been, or promise to be, effective
is clearly more complex than the issue of whether or not they can
generate economia benefits for local people. Many questions remain
as to the adequacy of the benefits which have been generated, their
distribution, and even their specific purpose. More fundamentally,
we need to ask to what extent local people have participated in
those ICDP components which they are intended to benefit from. As
discussed in Chapter 4, one of the most important lessons from
rural development projects has been that intended beneficiaries
cannot be expected to endorse and sustain projects which they had
little orno involvement in identifying or designing. There is now
more than two decades of development experience suggesting that
project success is rarely achieved without local participation.
The next chapter explores the concept and practice of community
participation and its relevance to ICDPs.

1~
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CHAPTER

6: LOCAL PARTICIPATION

While
the overall
goal of ICDPs
is to conserve
biological
diversity, project activities are principally focussed on people
and on changing human behavior.
Consistent with this theme,
discussions, proposals and plans for ICDPs frequently emphasize the
importance of the participation of local people, particularly
in
project development components.
Few of the projects have specified
what they mean by participation, however, anda certain degree of
uncertainty and ambiguity surrounds local participation both as a
concept and in practice.
In this chapter we address the question
of what is meant by local participation - in other words, what are
local people participating in, who is participating and how do they
get to participate.
We describe the attempts made by some of the
case study projects to elicit local participation and examine the
implications for park and reserve management.
The concern with community participation in development projects
is not particularly
recent (Midgeley 1986).
Its importance was
clearly highlighted
in the World Bank' s 1975 Rural Development
sector Policy Paper, although its absence has been criticized in
evaluations of unsuccessful rural development programs (see Chapter
4). Despite widespread articulations of support for participation
during
the last two decades,
Cernea
(1985)
has argued
that
participation
in rural development programs is still "more myth
than reality11•

WHAT DOES LOCAL PARTICIPATXON MBAN?
Local or community participation viewed as a process goes well
beyond simply sharing insocial and economic benefits as described
in the pr'ev.í.cue chapter.
In describing the "people-centered"
approach to agricultural development of World Neighbors, Bunch
(1982) has argued that "the primary goal of our programs should not
be that of merely increasing production, but rather of teaching the
people to carry on the process of improving their own agriculture".
Elaborating on this theme, local participation has been described
as "giving people more opportunities to participate effectively in
development activities. It means empowering people to mobilize
their own capacities, be social actors rather than passive
subjects, manage the resources, make decisions, and control the
activities that affect their lives" (Cernea 1985).
We can thus separate projects on the basis of their approaches to
and relationships with the individuals and communities who are
intended to benefit from the projects. Atone extreme are those
projects which perceive local peoples' involvement as that of
passive beneficiaries - adopting what we will refer to as a
benef iciary approach.
At the other extreme are those proj ects
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which seek to involve people in the process of their
development, adopting a participatory approach (Box 6-1).
BOX 6-1.

LOCAL

own

PARTICIPATIOH IH ICDPS

The beneficiary approach: Development ia perceived as providing benefits, without
depleting the biata of the protected area. People receive benefits which they
have no more than a limited role in generating; their role ia best described as
'involvement' than participation. End products are tangible economic benefits.

•

The participatory approach: Development is perceived as a procese of empowering
people and improving their ability to control their own lives and their use and
management of resources. The project acts aa a catalyst seeking to stimulate
a apirit of self-reliance among the poor and underprivileged. This approach
emphasizes the role of local institutions, both formal and informal, in providing
people with the means to take control over their own lives.

Projects with a beneficiary orientation generally set their goals
in terms of readily-measurable, indices, e.g., incarne levels, farm
producti vi ty, crop production levels, infant mor.ta li ty rates,
literacy rates, etc.
Improv~ments in these indices will be taken
as representing proj ect success.
The goals and measures of
progress in projects with a participatory orientation are more
elusive. Eventually they will be interested in achieving similar
goals to the beneficiary projects; however, they are oriented more
towards establishing a process leading to change which will be
sustainable beyond the life of the project.
Paul (1987) summarizes much of the literature by suggesting that
the objectives of a participatory approach to development projects
include increasing project effectiveness, increasing the capacity
of beneficiaries to take responsibility for project activities, and
facilitating cost sharing through local contributions of land,
money or labor. Others have pointed to the importance of involving
stakeholders, i.e., intended beneficiaries, in order to give them
a vested interest in, and presumably greater commitment to, the
achievement of project goals.
It is not easy to measure
achievements against these kinds of objectives, particularly over
short periods of time, while projects are still in process, and
before more tangible benefits have become apparent.
Which of the case studies have adopted a participatory as opposed
to a beneficiary approach? This is not an easy question to answer,
for several reasons. First, some of the projects have encouraged
participation in some components and activities but not in others.
Second, the ability and/or willingness of local people to participate in projects varies significantly both between and among the
case study sites.
Finally, participation implies at least some
recognition of empowerment through a democratic process. Many of
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the communities where ICDPs are operating are rigidly hierarchial
with strong local leaders.
In these circumstances, the
opportunities for participation among disadvantaged groups such as
women, the landless, ethnic minorities, etc., can be very limited.
Despite these caveats, three of the projects can be identified as
having adopted a consistently participatory approach.
The
Annapurna, Khao Yai and Boscosa projects each started with a
clearly stated goal of eliciting local participation. In each of
these cases, this commitment has subsequently been reflected in the
design and implementation of the majority of project activities.
Three other case study projects - involved lo~al people in
consultation before protected areas were established - Amboseli,
Beza Mahafaly and Sian Ka'an.
The specific form taken by
participation in these and some of the other proj ects is the
subject of the next section.
PARTICIPATION

IH

WHAT?

We have argued that participation in a project should be
distinguished from the passive receipt of benefits. This raises
the question of what participation in a project actually involves.
Box 6-2 includes descriptions of five areas where local people can
participate in projects: information sharing, consultation, decision making, initiating action and evaluation. These areas would
seem equally applicable to rural development projects and to ICDPs.
BOX 6""":2.

OPPORTUNITIES

FOR LOCAL PARTlCIPATION

IH DEVELOPMENT

PROJECTS

Information gathering: Project designer,s ar managers both collecting information
from and sharing information with inten~ed beneficiaries.
Consultation; Beneficiaries are consulted on key issues in the project cycle.
Beneficiariea have an opportunity to play an interactive role and provide
feedback during project design and/or implementation.
Decision making:
Beneficiary decision making in
implementation irnplies a greater degree of control.

project

design

and/or

Initiatino action: When beneficiary groups identify a new need in a project and
decide to respond to it on their own, they are taking the initiative for their
own development. This is different from acting or deciding on tasks or issues
identified by the project.
-~

Evaluation:
Participatory evaluation by beneficia.ries can provide valuable
insights and lessons for project design and implementation which are likely to
otherwise remain unknown.
Adapted from Paul (1987) and Cohen and Uphoff (1977).
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Also see Salmen (1987).

These different areas of project participation are not necessarily
cumulative or seguential. For example, there can be local decision
making without prior participation in information gathering or in
consultation.
A project may not have a consistent approach to
participation which stretches across all of its components or
activities.
To use Paul's (1987)
term, different project
components may each have their own 'intensity• of participation.
However, despite this potential for variability in approaches to
participation, most of the case study projects made implicit
choices at an early stage in the project cycle on the relative
emphasis which they planned-to give to loqal participation. Some
examples are included in Box 6-3.
BOX 6-3.

EXAMPLES OF LOCAL PAR'l'ICIPATIOH IH THE CASE STUDY PROJECTS

Annapurna: Prior to the proj.ect, a three-man survey team (two Nepali and one
expatriate) spent six months collecting informatio~in the area which eventually
became the multiple-use Annapurna Conservation Area.
This team developed a
provisional project design and management plan based on discussions with leaders
and villagers throughout the region. As a result, the survey team concluded that
a national park designation along traditional restrictive lines would generate
a highly negative local response. After consideration of various options, a new
legal designation was recommended, i.e., a "Conservation Area", specifically
allowing hunting, collection of forest products, allocation of visitar fees for
local development; and delegation of management authority to the village level.
Extensive consultations 'and local participation in decision making have continued
to be a feature of the project, and the project managers have, wherever possible,
resisted the unilateral imposition of regulations affecting local people.
At the outset the project ,recognized the need to establish the trust and
confidence of a skeptical l":Cal population, to convince them that they would
benefit (or at least not be harmed by) the project.
The second step was to
attempt to motivate people to take responsibility and participate in decisionrnaking. In any community projects, the project has avoided free gifts and always
insisted on local participation, in terms of cash or labor. At least a 50% local
contribution is usually targeted and, wherever possible, project inputs are
limited to contributions in kind (i.e., purchased goods). This approach is based
on the idea that when local people are efficiently interested in a particular
venture to make an investment, versus receiving a perhaps unwanted gift, they
will have a greater interest in the resulta.
Khao Yai: Prior to commencing the project at Sup Tai village on the border of
national park, the Research and Evaluation Division of PDA, one of the
implementing NGOs, carried out an extensive · baseline survey.
This survey
revealed that the inhabitants of Sup Tai were somewhat poorer than the average
for Thailand. About 80% of the households were in debt, health and sanitation
levels were low and rnalaria was common.
There were no formal village
institutions capable of serving as a vehicle for project activities. Literacy
was low and a third of the villagers were without legal land title, mostly recent
immigrants.
The survey emphasized the extent to which the welfare of the
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villagers was linked to and dependent upon "middlemen" (also referred to as "loan
sharks"), from whom they receive credit at 5% per month.
It was apparent that
the park provided an illegal source of incarne for many villagers.
This survey
had considerable influence on the design of the project.
Two subsequent surveys
have measured progress against these baseline resulte.
All of the surveys
included numerous interviews with villagers.

••

BOSCOSA:
BOSCOSA developed a methodology which they call a participative
communal extension process. This process emphasizes community involvement in
project design, execution, and evaluation. For example, in one pilot community,
Land tenure, actual land use, land use capability, and present agricultural
practices were evaluated.
Farmers were interviewed to determine their
experiences with and desire for alternative crops ar techniques. With BOSCOSA
help they formed ASOPRAQ, a local production association made up of 23
associates. With technical assistance from BOSCOSA, they decided what crepe were
appropriate to produce and they developed a communal nursery. As a result of
their involvement in project design and decision-making, the community has become
organized to undertake other initiatives. A recent evaluation of the project
concludes that the community "shows a more conscious approach toward forest
productive management and has a long-term planning outlook on aspects such as
resource use, developrnent of proposals, buying "forestry permite," 'and
development of a community-managed forest. The BOSCOSA project has actively
encouraged the fo:z:mation of a nurnber of local organizations and has provided
~echnical support to these organizations.

It is not easy to identify exactly how or to what extent local
participation took place in the case study projects. We concluded
that local participation in projects, as defined in this section,
implies the consistent involvement of local people in strategic
project issues rather than their occasional or limited involvement
in day-to-day implementation activities.
Using these criteria, we considered that local participation was
substantially incorporated in information gathering by the
Annapurna, Khao Yai, Boscosa, sian Ka'an and Arnboseliprojects, in
consultation by the same projects plus Beza Mahafaly, in decision
making by the Annapurna, Boscosa and Beza Mahafaly projects, in
initiating action by the Boscosa projects, and in evaluation by the
Khao Yai project at Sup Tai. While some of the other projects
featured occasional or limited participation, it did not appear to
be a consistent or principal emphasis.
HOW DO PROJECTS PROMOTE PARTICIPATION?
Two principal approaches to organizing and sustaining community
participation in projects can be identified: employing change
agents and building local institutions. Change agents or field
workers are also referred to as extension workers, communi ty
organizers, or animateurs.
Paul (1987) distinguishes two
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categories of change agents, field workers employed by the agency
implementing the project and workers or volunteers from among the
beneficiaries who act as community mobilizers.
Ideally, community workers do not act as leaders and do not tel1
the community what to do (Tilakaratna 1987). Their task is to
foster or catalyze grass-roots participation and to build local
institutions (Midgley 1986). Box 6-4 describes the use of change
agents by the case study projects.
BOX 6-4.

CBANGE AGENTS EMPLOYED BY TBE CASE S~Y

p

•

PROJECTS

Usambaras: The area selected for the initial project focus contains about 25,000
people, most of whom live within two days travel of the project headquarters.
To promete interaction with these conununities, the project selected a village
coordinator (VC) from each of 15 target villages. The regional government pays
the VC salaries and has guaranteed to maintain these positions on a permanent
basis. The VCs constitute the primary link between the project and the villages.
They are either trained by the project or sent to attend short co~rses, and meet
monthly as a group in Amani to report progress and problema. The vcs have begun
working closely with farmers in their own villages and most have established
agricultura! demonstration plota.
Khao Yai:
At Sup Tai village, the principal change agent is the full-time
project manager from PDA, the implementing NGO. This individual has hired a
small number of local staff but works directly with villagers on project
activities. PDA has been active in thousands of villages throughout Thailand
and its personnel are well educated and trained, with extensive community
development experience.
Zambia: The administrative structure of Lupande/ADMADE was designed to balance
national leve! management with systems of local participation·.
The most
decentralized unit is the Wildlife Management Sub-Authority (WMS), with one WMS
for each chiefdom. Members of the sub-authority include the chief and headmen,
head teachers, and party chairmen, as well as other local authorities. One of
the responsibilities of this group is ,to determine what community development
projects will be funded with revenue returned from wildlife utilization. Other
change agente are the village scouts. These are young men, selected by local
chiefs, who are employed by the National Park and Wildlife Service and trained
in wildlife enforcement.
Hiring game scouts from local villages has been an
effective way of generating community support for reducing poaching.
Talamanca: ANAI began the conununity technicians program in 1989, with
representatives from each of the 24 communities where they have established
community nurseries. The purpoee of the program is to develop local leaders who
oan provide information on agricultura! and agro-forestry development and can
act as liaisons between their community and outside agencies. Each community
selects a representative and an alternate to receive advanced training in
agriculture and agro-forestry on a bi-monthly basis for three years.
Representatives tend to be younger, better educated members of the community.
When they return to their villages, they train others in what they have learned,
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often on a farmer by farmer baeis.
Farmers work on the community technicians
land in exchange for the time they receive from the community technician.
Air/Tenere:
The project has eetablished a network of village representatives
among the pastoralists.
The selected representativee
are people recognized
locally as having authority within their herding groups.
Their taeks are: to
be well-informed
of the rulee, goa·ls and activitiee within the Reserve; to
eensitize others regarding these rules and goals; and to inform the enforcement
authorities of any infractions of the rules obeerved within their districte.
These representatives
receive no remuneration from the project, although they
attend an annual workshop sponsored by the project.

Most of the staff of the case study projects working in the field
essentially acted as agents of change.
In most cases these
individuals, whether expatriates or nationals, were extremely
impressive: ~xperienced, well-trained, energetic, knowledgeable.
Trusting rela~ionships had been developed with local people, many
of whom had . been suspicious and distrustful, if not outright
hostile, when the projects began.
These project f ield workers
frequently appeared to personify the projects from the local
perspective and their leadership and counsel were obviously valued
in some of the targeted communities. Not surprisingly, there were
several examp'Les among the case studies where it was difficult to
imagine
project
activities
continuing
without. these
key
individuals. In other words, new dependencies appeared to have
been created.
The second major approach to eliciting local participation is
through institution building.
Experience has shown that
participation through institutions or organizations is more likely
to be effective and sustained than individual participation (Uphoff
1987). Local institutions can act as a focus of mobilization among
local people and as a link between local people and externa!
organizations, whether government or NGO. Institution building has
been defined by Midgeley (1986) as "the creation of procedures for
democratic decision making at the local level and the involvement
of local people in these procedures to the extent that they (come
to] regard them as the normal way of conducting community affairs".
Severa! of the projects sought to build local institutions, as
illustrated in Box 6-5.
Few, if any, of these institutions have
become functionally independent of the projects .

•.

BOX 6-5.

EXAMPLES OF LOCAL INSTITUTION BUILDING IH TBE CASE STUDY PROJECTS

Annapurna:
The project promoted the establishment of a forest management
committee in one village and lodge management committees in some of the villages
along popular trekking routes. The foreet management committee has helped reestablish community control over local forests similar to that which had existed
prior to the nationalization of the Nepal forests in the 1950s. Both the lodge
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and forest
management
committees
have started
to make
some key resource
management decisions with prompting and support from the projects, although they
are not yet close to becoming self-sufficient
organizations
capable of surviving
independently.
Khao Yai: Project development
and conservation
activities at each village are
centered around the Environmental
Protection Society (EPS). These institutions
were created to enable villagers to take control over resource management
and
to encourage them to take on some responsibility
for safeguarding
the national
park. Considerable
emphasis has been placed on establishing
the credibility
of
the EPS as a viable organization separate from the project centers. Low interest
loanst funnelled
through
the EPS are the major incentive
for villagers
to
participate.
The training of elected EPS committee members, particularly
in the
administration
of loans, has advanced at Sup Tai but remains at an early stage
elsewhere. A 1989 evaluation of the Sup Tai project saw little prospect of the
committee members being able to take over the EPS in the near future.
Talarganca: ANA! assisted
in the creation of APPTA, a regional
procurement,
proc~ssing,
and marketing association.
The association was established
in 1987
and it is administered
locally by farmers involved in the ANAI Project.
It is
one of the few outlets that people in the Talamanca region have for procurement
of needed agricultura!
inputs or marketing assistance for products. As yet they
have not been involved in marketing local products, but have established a store
wher~ they are selling agricultura! inputs. They have also completed feasibility
studies on marketing and processing of major agricultura!
crops in the region.
APPTA is independent of ANAI, although they maintain_close
ties.
The community nurseries and the women's organic farming groups are user groups.
Households
in each of 24 communities decide if they want to participate;
about
600 households participate.
Each group decides how work will be organizedt what
seedlings to establish,
labor contributions
from members, where to !acate the
nursery, etc.
While these user groups are not formal institutions,· they are
often the only organized
groups within the communities.
It is impossible
to
predict how they might develop over time and what, if any, new initiatives they
might promete.
Boscosa: The project has helped establish ar strengthen numerous small, local
organizations
throughout the Península. Examples of these organizations
include:
CoopeAgroMuebles,
a locally organized cooperative whose ultimate objective
is
to process wood into low-priced furniture; and ASOPRAQ, APROFISA and APROCA which
are producers associations
in different communities.
The project has also tried
to strengthen
numerous
community
groups.
BOSCOSA staff have trained
local
communities
in fund raising, proposal writing, and program development;
over 14
proposals
have
been
written
by
communities
to
finance
agroforestry,
r~forestation,
forest products processing,
and other activities.
Several of
these have received funding and others are being reviewed by private foundations,
foreign governments,
and development
banks. Most of these groups have been
established recently;
nane have yet shown the capacity to assume responsibility
for local resource management.

Central Selva: The Amuesha Indiana formed a six-person committee to determine
the best structure for organizing a forestry activities. The committee consisted
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of one representative
from each of 5 communities
and the proposed
forestry
activities administrator.
A cooperative structure, similar to Amuesha communal
government
systems, was selected and shortly thereafter,
members
from the 5
cornmunities joined together to establish a forestry cooperative.
Decision-making
is collective
by the heads of working groups; members participate
in these
working groups.
Although the cooperative decision-making
is successful with
members, not all of the native communitiea have joined the cooperative. This may
be because the cooperative
has not yet been able to generate
revenue
for
participating
communities,
and because
the of the long dietance
between
cooperative headquarters and some of the non-participating
cornmunities.

Some of the ICDPs, while committed
to the principle
_of local
participation,
recognized
that building
the capacity
for people to
make their
own decisions
and initiate
actions
can be a long term
prospect.
This need for patience
can be in conflict
with the
concern that rapid changes are urgently
needed in order to change
or stop destructive
patterns
of resource
use.
This dilemma, which
is applicable
to manyof the projects,
was clearly
expressed
by the
principal
advisor
to the Air/Tenere
project:
"The intention
is to involve
local
people in the design of
projects
.••• however, while local communities may identify
the
problems which concern them (and which may or may not match
the
objectives
of
various
projects
or
donors),
true
participation
is often
only developed
after
a project
has
already
been accepted
and is under
implementation
.••• The
urgency of the region' s conservation
problems dictates
against
the
lengthy
process
of
developing
local
support
and
participatory
capacity,
however important
this
may be for
long-term
success.
. .. The proj ect' s philosophy
is that
popular
support
and, eventually,
voluntary
and internally
motivated
participation,
can only be achieved through a belief
in what one is doing.
Therefore,
the appr-oach which the
proj ect is taking
is to produce tangible
evidence
of the
beneficial
results
of its various
activities"
(ijewby 1989).
BOILDING LOCAL PARTICIPATION INTO ICDPS
Local participation
has been identif ied as a key component of
success
in rural
development
projects.
It
therefore
seems
reasonable
to assume that
participation
is also
an important
ingredient
of ICDPs, particularly
ICDPs following
a strategy
of
promoting
local social
and economic development
on protected
area
boundaries.
There appears to be ample evidence that proj ects which
focus
on generating
economia
benefits
without
effectively
encouraging
local
participation
in the identification,
design,
implementation
or evaluation
of development
activities
are less
likely
to be sustainable
once the 'proj ect'
as an independent
·enti ty has ceased to exist.
95

Despite considerable rhetoric to the contrary, most of the case
study projects have treated local people as passive beneficiaries
from project activities and have failed to involve people in the
process of change and their own development. As a result, local
people frequently have no stake in or commitment to the activities
promoted by the projects. The prospects for sustainability after
completion of the projects and the withdrawal of its externa! funds
are consequently limited. None of the case study projects which
adopted this beneficiary approach have clearly demonstrated that
significant improvements in local resource management practices can
be induced without a substantial emphasis on enforcement.

•.

On the other hand, some of the projects adopting a participatory
approach have shown some signs of promise Ln ·terms of starting
institutions for local resource decision-making, winning the trust
and confidence of a skeptical local population, and eliciting the
participation of community members in project-initiated activities.
so far, however, none of the case study ICDPs has convincingly
shown they can establish mechanisms of local participation whic~
are capable of operating independently of the proj ects and/or
conserving biological diversity in nearby parks and reserves. This
is at least partly attributable to the relatively short duration
of. the projects.
Proj ects adopting
a participatory approach to
stimulating
fundamental changes are likely to require serious commitments over
substantial períods of time before positive results can be clearly
identified. While generalizations are obviously inappropriate, the
limited experience to date suggests that a time frame of at least
a decade seems more appropriate than a couple of years.
Such
lengthy time periods can tax the patience of donors, of the
organízations
implementing the ICDPs, and of the intended·
beneficiaries.
They are also likely to be accompanied by a
continued escalatíon of threats against the protected area which
is the target of the project.

.

There are límits to the practical impiementation of local
participation.
As mentioned above, the authority structures in
many socíeties inhibit extensive participation in decision making.
Also, national governments may limit the extent of local
partícipation or empowerment, particularly where they perceive a
threat to their own authority or the possible encouragement of
opposition groups which they are not prepared to tolerate.
ICDPs also limit participation, by definition. Local people can
only be empowered in aspects of local resource management which do
not require exploitation of the protected flora and fauna. Some
of the case study projects have chosen to overlook this
complicatíon and have failed to address the fundamental issue that
there is likely to be a basic conflict of interest between rural
people Is perceptíon of their ability to earn a líving and the
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protection of nearby parks and reserves.
Such a conflict of
interest can be mitigated through education programs and through
promoting alternative income sources.
It will not disappear,
however, and the need for strict enforcement in many cases appears
inescapable.

~

To conclude, local participation appears to be another area where
ICDPs defy simple classification and analysis. We did not find
either the beneficiary or the participatory approach to ICDPs to
have been demonstrably effective in achieving ICDP goals.
The
former is unlikely to be sustainable and the latter takes a long
time to implement. Neither approach has the potential to replace
effective enforcement in the short term.
A balance between the approaches would seem essential. In the long
term, local participation, as defined in this section, should be
sought to the extent possible. However, the generation of short
term benefits is also likely to be essential in arder to establish
the credibility of the project locally, and to overcome distrust
and skepticism among the target population. The continuing and
probably intensified need for enforcement will need to be balanced
between these long and short-term goals. The appropriate nature
of this balance for individual projects will, once again, depend
on a thorough assessment of local social, political, economic,
cultural and biological factors.

,,
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CHAPTER

.

7:

THE ROLES OF THE DIFFERENT

ORGANIZATIONS

There are three principal roles for an organization involved in an
ICDP: as an implementer of the project, as a lender or donor
funding the project, andas manager of the targeted protected area.
Table 7-1 summarizes the various organizations involved in the case
studies in their respective roles. The case study projects were
implemented by government agencies and by national and international NGOs.
Funding was generally provided by international
conservation NGOs, by international development agencies and, less
frequently, by national governments. World Bank loans funded the
Amboseli and Dumoga-Bone projects and USAID grants supported the
Bururi, Khao Yai (TEAM), Madagascar and Zambia projects. WWF-US
participated in either funding or implementing the Annapurna,
Monarch, Boscosa, Sian Ka I an, Talamanca, Madagascar and Zambia
projects.
Severa! organizations involved in the case studies performed more
than one role, although none were responsible for all three. Some
interesting arrangements and partnerships emerged.
The ICDP at
Khao Yai National Park in Thailand started as a result of collaboration between a large NGO with rural development experience
throughout
Thailand
and a
small recently-formed
national
conservation NGO.
There are no national NGOs involved in the
African case studies.
The Usambaras, Volcanoes and Air /Tenere
projects are being executed by the governments of Tanzaniã, Rwanda
and Níger, respectively, with substantial technical assistance
(and, in the case of Air/Tenere, funding) from international
conservation NGOs. Most of the projects in Latin America are being
implemented by NGOs with little direct governmental participation.
This section analyzes the various organizational roles in planning,
implementing and funding the case study projec~s, identifying the
strengths and weaknesses of governments, NGOs and lender/donors in
their various roles.
GOVERNMENTS
Government agencies charged with protected area management are
generally found in the ministries responsible for forests (Asia and
Latin America) or wildlife (Africa). Their autonomy and political
influence are usually very limited. Very few of the protected area
management agencies have jurisdiction which reaches outside
protected area boundaries to include local communities, with legal
jurisdiction over adj acent lands usually being shared between
severa! ministries and local government.
Few of the park
management
agencies have adequate resources for effective
management. Many lack the necessary technical capacity, expertise,
or equipment. They are strongly oriented towards a policing or
enforcement role.
very few, if any, have the inclination or
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capability required to
conflicts (Box 7-1).
BOX 7-1.

identify

or

address

local

people-park

PROTECTED AREA CONFL:IC'rS WITH LOCAL PEOPLE

Gunung Leuser: National Park personnel appear to have had no impact on the rate
of forest destruction. Although they are underequipped and understaffed, the
critica! constraint appears to be local resentment towards the Park. After
reporting illegal practices to the police or to local govermnent authorities,
park officials have been subject to intimidation and threats. This is
understandable in Aceh Tenggara Oistrict, where 82% of the land area has been
set aside for conservation. Any new Park initiatives would appear doomed without
a fundamental shift in the relationship with the Aceh Tenggara government and
with local communities.

•

Khao Xai: Enforcement measures at Khao Yai have resulted in hostility and armed
clashes between RFD personnel and villagers, with loss of life on both sides.
Despite aggre~sive protection measures, illegal activities within the park have
continued, principally poaching .and the remova! of timber and other forest
products. In the first four months of 1986, for example, 258 poachers were
arrested in the Park. By the mid-1980s, at least 5% of the park's forests had
been lost to encroachment and perhaps another 5-10% degraded.

Government agencies can · participa te in ICDPs in one of severa!
ways. They can play a lead role in implementing-the project, they
can delegate their authority or they can facilitate the project
wi thout participating.
The principal participating agency is
usually, but not always, the agency charged with protected area
management.
As Table 7-1 shows, different national agencies can
be responsible for managing various categories of protected area.
Beyond the inunediate project context, the effectiveness of
government
programs
in providing basic services to rural
conununities, such as education, health care and road maintenance,
were important in determining the standard of living in conununities
targeted by the proj ects, and had implications for the type of
development strategy adopted by the ICDPs.
Governmemt agencies have taken lead roles in the projects at
Dumoga-Bone, Chitwan, Air/~enere, Amboseli, Andohahela, Burundi,
Usambaras, Volcanoes and Zambia.
In some of these proj ects
international conservation NGOs such as WWF, IUCN and WCI have
provided extensive technical assistance anda substantial portion
of the total funding.
The organizational structure of the
Air/Tenere project is described in Box 7-2.

•

•
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BOX 7-2.

ORGANIZATIONAL

STRUCTURE

OF TBE AIR/TENERE

PROJECT

The project is administered
by the Service of Wildlife and Fisheries of the
Ministry
of Agriculture
and Environment.
The on-site project
director,
a
Nigerien
forester,
is directly responsible
to the director .of Wildlife
and
Fisheries in Niamey.
Heis aided in-his administrative duties by the assistant

director, also a Nigerien forester. Other Nigerien nationals on project staff
include three foresters, three guides, four nurserymen, four extension workers,
two site foremen, anda garage staff of eight including drivers. Expatriate
participation includes, the IUCN/WWF Representative based in Niamey who is the
principal project coordinator/advisor, an advisor for conservation, an advisor
for rural development, a head mechanic (a German Volunteer), and two biologista
(Peace Corps Volunteers).

Financial sustainability after the project period ends has been
uncertain where government agencies have taken a lead role. The
Burur i and Amboseli projects encountered substantial problems after
the completion of the initial project period, when external funding
terminated.
In neither of these cases has the responsible
government agency made adequate resources available to continue the
activities initiated by the project. This situation may be avoided
in Tanzania, where regional and national government agencies have
allocated- considerable staff resources to the Usambaras project,
and have committed to creating permanent positions for the 15
village coordinators hired locally and trained by the project.
Governments may not always share the conservation priority of the
project, particularly when revenues from tourism are at stake. In
Rwanda, the Volcanoes project is financially self-sustaining due
to the high revenues derived from foreign tourists viewing the
gorillas.
However, the government is exerting considerable
pressure to increase the scale of tourism and thereby generate
additional foreign currency earnings. Conservation interests are
concerned that increased contact could have a detrimental effect
on the gorilla groups.
One of the earliest and most widely-reported examples of
cooperation between government officials and local people is at
Royal Chitwan National Park in the sub-tropical Terai region of
southern Nepal. This arrangement has provided what appears to be
only temporary relief, however (Box 7-3), and continued strict
enforcement now appears to be the only hope for Chitwan.
Some governments have delegated their authority over protected
areas.
The Nepalese government has relinquished most of i ts
authority over the multiple-use Annapurna Conservation Area to a
national NGO, while the University of Madagascar has been given
jurisdiction over the Beza Mahafaly Reserve. There were no other
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cases of effective collaboration between national NGOs and their
governments.
BOX 7-3.

GRASS COLLECTIOH IH ROYAL CBITWAH HATIONAL PARK, NEPAL

Prior to the Park's establishment in 1973, local people had used the area to
collect fuelwood, graze livestock and collect tall grasses used as building
material. For a two-year period following·the establishment of the park all of
these activities were banned. Several hundred armed guarda were deployed to
enforce the Park regulations, resulting in frequent conflicts and arreste. In
1976 the Park authorities responded to local pressure by allowing grass-cutting
for 20 days each year. Population pressure is such that local people have little
choice but to take their cattle into the park and to collect fuelwood illegally.
Chitwan appears only to have "bought some time" because the confl-ict will
increase with the disappearance of the few remaining patches of forest outside
the national park that have satisfied local needs for-fuelwood and grazing land.
Without the presence of the Army, Chitwan would have been lost as a park several
years ago.

Finally, governments can facilitate, authorize, or at least
tolerate projects without actively participating. As discussed in
chapter 2, one of the most important means of facilitating ICDPs
is the passing of appropriate legislation, to either establish
multiple-use areas {as in NE?pal and _ in Níger) or to clarify
jurisdiction outside the boundaries of existing protected areas (as
is being considered in Indonesia and in Nepal).
In the absence of enabling legislation, most government agencies
lacked the clear jurisdiction to take a lead role in the case study
ICDPs, even in the unusual cases where they had the capability and
adequate resources to contribute. As a result, in arder to work
in communities outside parks, some projects had to consult and work
with complex and frequently overlapping local and national
government agencies. Projects with activities in different sectors
(e.g., agriculture, tourism, forestry, education, health, etc.)
often had to reach agreements with a wide variety of government
agencies. This task proved to be a considerable burden in severa!
cases, especially in Latin America.
BOX 7-4.

REOUIRED GOVERNMEHTAL COORDIHATION IH TBE TALAMAHCA PROJECT

ANAI has agreements with and receives funds from many central government
ministries, such as Natural Resources, Justice and Agriculture.
For the land
titling project, they have worked with numerous public and private agencies.
Separate government offices administer the Biosphere Reserve, the wildlife
refuge, the Indian Reservations, and Cahuita National Park. ANAI estimates that
in addition to these agencies, they rnust coordinate their activities with at
least 10 additional governmental agencies. The 1990 change of government will
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absorb a great deal of their time, since they will have to build a new set of
relations with representatives
of the incoming government in each agency.

The Dumoga-Bone project in Indonesia placed considerable emphasis
on incorporating the views of the many local and national
government agencies which hàd an interest in the irrigation
projects, the transmigration of farmers and the establishment of
a national park. Frequent on-site meetings with these agencies
contributed to the timely resolution of differences and helped to
prevent bureaucratic procedures from unduly delaying the project.
However, this was a $60 million project involving 8,000 farmers.
Smaller projects with less obvious economic significance may not
be able to attract this level of cooperation.
Government agencies working alone, even with funding and technical
assistance from international organizations, face considerable
constraints in implementing ICDPs. Their traditional orientation
and inadequate skills, training and resources frequently preclude
·them from effective communication with local communities. Their
capacity to promete development in these communities is extremely
limited. The ADMADE program in Zambia is arguably an exception
but, as explained in chapter 4, we believe that the success of this
admirable program depends on the specific set of co~ditions
associated with wildlife safari hunting in game management areas
outside national parks in southern African savannas.
NONGOVERNMENTAL ORGANIZATIONS
As several authors (e.g., Brown and Korten 1989) have pointed out,
the term NGO embraces such a diverse range of organizations that
its value as an organizational classification is somewhat limited.
The World Bank' s 1988 Operational Manual Statement on collaboration
with NGOs describes them as "private organizations that pursue
activities to relieve suffering, promete the interests of the poor,
protect the environment or undertake community development 11 ( Cernea
1988).
In this study we have encountered NGOs which fall into a f ew
principa_lcategories. The simplest distinction is between national
and international NGOs.
The national NGOs tend to be either
development- or conservation-oriented but not both.
The only
national NGO with extensive development experience in the sample
was the Population and Community Development Association of
Thailand (PDA) .
National NGOs played principal roles in the
projects at Khao Yai, Annapurna, Monarch and Talamanca. They were
rarely involved in protected area enforcement, tending to place
greater emphasis on development and education activities in local
communities.
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Another distinction derives from the scope of national NGOs. Some
of the national NGOs are truly •natiorial', with extensive resources
and experise gained through considerable project experience. These
include the King Mahendra Trust for Nature Conservation in Nepal
(Box 7-5) and PDA in Thailand. Other national NGOs, particularly
in Latin America, were established to focus on a specific protected
area and its surrounds. These include ANAI at Talamanca in Costa
Rica, and Friends of sian Ka'an and Monarca, A.e. in Mexico.
In
all three cases, it is impossible to clearly distinguish between
the NGO and the project;
activities such as fund-raising,
publicity, staff time, inter-governmental coordina-tion, etc.,
often overlap or contribute to both the project and NGO.
BOX 7-5.

•

TBE KING MABENDRA TRUST FOR NATURE CONSERVATIOH (ICM'rNC), NEPAL

KMTNC was legally established in 1982. It is the largest and most influential
conservation organization in Nepal. KMTNC has close ties to the monarchy and
to influential politicians, and has been given a remarkably autonomous and
significant role in the management of the Annapurna conservation Area. This is
probably a unique arrangement for an NGO in Asia, or for any NGO with respect
to an area of such global importance. KMTNC has the capacity to raise money
directly from overseas and has been able to lobby successfully for the new legislation required to guarantee its own autonomy. The Trust has been able to bypass
many of the inefficiencies and time-consuming procedures associated with government agencies and to execute projects with a relatively slim and flexible bureaucracy. RoyaJ patronage has contributed significantly to the Trust's success.

The international NGOs are predominantly widely-known and wellestablished conservation organizations, including WWF, IUCN and WCI
(part of New York Zoological Society). An exception was catholic
Relief Services, an international development NGO participating in
the Burundi proj ects.
No other international development NGOs
participated in the projects in our sample, although a small
number, particularly CARE, have recently begun to become involved
in ICDPs.
International NGOs were rarely involved directly in
project implementation, working either with government agencies or
local NGOs. Their principal role was to contribute or raise funds
and to provide expatriate technical assistance.
Both local and national NGOs have played an increasingly important
role in development and in conservation.
Development NGOs have
implemented numerous small, low-cost and innovative projects which
have benefitted poor people in remate rural communities throughout
the developing world. conservation NGOs have highlighted environmental issues and concerns, devised effective education and
awareness programs, and lobbied governments and international
agencies.
In the specific context of conserving biological
diversity, conservation NGOs have made substantial contributions
to establishing and managing protected areas through the mobilization of funds and providing expatriate technical assistance.
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The NGO approach in general has been associated with sensitivity
to local needs, flexibility, and site-specific solutions involving
appropriate technologies,
all of which can potentially
help to
avoid the heavy-handed top-down bureaucracies of central government
and the rigid blueprint designs of rural development
projects
sponsored by international development agencies.
A recent review of World Bank projects involving NGOs reported that
many NGOs perceive their goal as serving as an institutional bridge
between a project and its beneficiaries, linking project objectives
and acti vi ties to the needs and environment
of benef iciaries
(Salmen and Eaves 1989).
This study argued that involvement of
intermediary NGOs in World Bank-sponsored projects can help to: (1)
translate beneficiary needs and knowledge of local conditions to
the Bank and/or the borrower; .(2) translate project guidelines to

communities; (3) organize beneficiaries to take advantage of
project benefits;
(4)
deliver services to less accessible
populations; and (5) serve as intermediaries to other NGOs.
Given these roles, it seems natural that NGOs should play a
prominent role in ICDPs which are attempting to combine conser·vation and development at community levels. However, in addition
to their strengths and capacities, NGOs also have limitations (Box
7-6). Annis (1987-WD), among others, has argued that the very
strengths for which NGOs are acclaimed can also be serious
weaknesses, i.e., that "small-scale11 can merely mean 11insignificarrt.v ,
"politically independent" can mean
"powerless"
or
"disconnected", and II innovative" can mean simply "temporary" or _
"unsustainable".
BOX 7-6. NGO STRENGTBS AHD WEAKNESSES
Comparative advantages of NGOs:
Reaching the rural poor, particularly in remete areas.
- Facilitating local resource mobilization and promete rural participation.
- Delivering services at relatively low cost.
- Finding innovative solutions.

,..

Comparative limitations of NGOs:
- Limited ability to "scale-up" successful projects.
- Limited ability to develop community organizations that are able to sustain
themselves once special staff and resources have been withdrawn.
- They lack the technical capacity for complex projects.
- They lack strategic perspective and linkages with other important actors.
- Limited managerial and organizational capacities.
From Brown and Korten (1989).
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These potential weaknesses suggest a degree of caution in assessing
the capacity of NGOs to execute ICDPs unassisted, even those NGOs
with a principal orientation towards, and extensive experience in,
community-level social and economic development.
If caution is
needed in setting expectations for development-oriented NGOs, the
planning and execution of ICDPs by unassisted conservation NGOs
would seem to be outright risky.
NGOs have a challenging role in promoting social and economic
development, to "organize people to make better .use of their own
local productive resources, to create new resources and services,
to promete equity and alleviate poverty, to influence government
actions towards these same objectives and to establish new
institutional frameworks that will sustain people-centered or
actor-centered development" (Cernea 1.988) .
If this role is
difficult even for those NGOs experienced in managing povertymitigation and community development projects, it may be close to
impossible for (1.) national conservation or environmental NGOs
established to lobby governments, raise money for the establishment
of protected areas, and to raise conservation awareness through
education programs, and (2) international conservation NGOs with
little, if any, expertise in development issues and limited
experience in projects targeting poor rural peoples.
In most
cases, conservation NGOs appear to have little comparative
advantage in any of the three potential ICDP strategies identified
in Chapter 3.

...
•

There was an intriguing partnership between PDA and WFT in-Thailand
(Box 7-7).
This partnership combined PDA' s extensive project
management and participatory rural development exper ience wi th
WFT' s conservation expertise and knowledge of wildlife issues.
Unfortunately, as we have seen (Chapter 2), this partnership did
not survive for more than a few years. The current problems with
PDA's Sup Tai project (insufficient focus on the national park) and
WFT's TEAM project (relative ineffectiveness in promoting rural
development), to a certain extent, reflect the complementary
strengths and weaknesses of the two organizations.
BOX 7-7.

"

TBE NGO PARTNERSBIP AT KBAO YAI NATIONAL PARK, TBAILAND

Two NGOs agreed to jointly develop and implement the pilot project, the
Population and Community Development Association (PDA) and Wildlife Fund Thailand
(WFT). PDA has been organizing community development activities since 1974 and
is the largest NGO in Thailand. Its activities have reached more than 16,000
villages and led to improvements in health, family planning and incarne in many
poor rural communities.
PDA's approach is characterized by community
participation in decision-making, training of villagers, and the provision of
low-interest credit. WFT was founded in 1983 and has rapidly achieved prominence
by attracting attention to some of Thailand' s most important environmental
issues. It is affiliated with WWF-US.
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PDA and WFT started working together in 1~85 at the village of Sup Tai. Although
they now ·run separate
projects,
by 1989 PDA and WFT had expanded
their
'development for conservation' programs to 13 villages (PDA 3, WFT 10), and WFT
had reached another 40 villages with mobile conservation education units.
PDA
plans to expand into another 3 villages starting in 1990 •

As Cernea (1988) has pointed out, some governments and their
agencies resist NGO involvement in development projects. This is
equally applicable to lCDPs. Governments frequently feel directly
or indirectly threatened by the growth and empowerment of NGOs and
often react with suspicion and hostility to NGO activities. They
may regard some NGO activities as attempts to subvert government
policies and/or as an unwelcome involvement in politics. ln turn,
NGOs sometimes face the dilemma of accepting some government funds
and putting their credibility or full autonomy at some risk.
NGOs have played a valuable role in identifying and promoting
innovative project concepts and drawing attention to the need for
ICDPs.
This role is particularly important since many of the
responsible government agencies .are unwilling or incapable of
reacting. severa! of the national and international NGOs involved
in funding and implementing these projects have little experience
in rural development. lf they had, they might have been
considerably more cautious in setting project goals and in allowing
more time for their achievement.
LENDERS AND DONORS
Many donors have become increasingly interested in funding ICDPs
as part of their expanding environmental mandates and growing
interest in links between conservation and development. For the
case study projects, principal funding sources have included
multilateral organizations (the World Bank and the EEC), bilateral
agencies (USAlD, GTZ and the Netherlands Development Corporation),
a German foundation (Agro Action) , and the international NGOs
(which in turn have a var iety of their own funding sources,
including private foundations).

•

Smaller national NGOs can spend considerable time on, and sometimes
be overwhelmed by, requirements to write detailed proposals and
evaluation reports and meet regularly with donors.
Examples
include the TEAM project being implemented by Wildlife Fund
Thailand at Khao Yai, Talamanca project implemented by ANAl in
Costa Rica, and Amigos de Sian Ka'an in Mexico. ln the cases of
projects with more than one funding source, it was clear that these
tasks were substantially inhibiting the ability of the projects to
make progress. Donor requirements to frequently report concrete
results also led to some project analyses and interna! evaluations
which are best described as optimistic. ln other cases, donors
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. sponsored
evaluations
and/or
technical
assistance
which
made
important
contributions
to reorienting
and improving
projects.
This was the case at the Bururi project in Burundi.
Some of the projects
have been subject
to alarming
funding
bottlenecks and have only continued through remarkable persistence
of their field staff.
These .include Beza Mahafaly, Andohahela,
Usambaras, and TEAM at Khao Yai.
In some cases the delays were
related to the renewal of short-term grants, while in others they
were attributable to poor communications between the funding agency
and the project.

..
•

In general, many of the projects and/or donors have adopted time
periods which seem unrealistically
short in terms of establishing
new institutions
for conservation
or resource management,
or in
eliciting behavioral changes among resource users.
In particular,
pressure or the percei ved expectations
of donors sometimes
led
projects to predict financial self-sufficiency within a few years.
Such predictions
have turned out to be exceedingly
optimistic,
particularly
when there is no access to funds spent by foréign
tourists.

.,

•

The nature of the relationships between the donors and the projects
are highly variable.
However, with certain exceptions,
these
donors tend to share a number of characteristics
in terms of the
types of proj ects which they are interested in funding.
Often they
reguire funds to be expended rapidly over short pez Loda of time,

they require freguent reporting of tangible project achievements,
they limit their financial commitments to 2-3 year funding cycles,
they have inefficient and overly-bureaucratic mechanisms for
transferring funds to f ield staff, and they invariably support
1projects1
rather than core activities of either government
agencies or NGOs. This study suggests that these characteristics
tend to reduce the likelihood of ICDPs being effective in achieving
their conservation goals.
WHICH ORGANIZATIONS SHOULD BE INVOLVED IN ICDPS?
Reflecting a continuing debate over rural development project
design, there is an argument over whether ICOPs should be 'topdown' or 'bottom-up' in their design and implementation (see, for
example, Hough and Sherpa 1989). Top down tends to be associated
with governments and with international organizations, while
bottom-up tends to be associated with NGOs.
However, the case
studies we analyzed have revealed little convincing evidence that
either governments, conservation NGOs or development NGOs working
independently can effectively plan and implement ICDPs.
Goverrunent agencies interested in ar responsible for conservation
freguently lack financial resources, have insuff icient trained
personnel and have a fundamental orientation away from community
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participation in natural resource management.
difficult for them to execute ICDPs.

.•.

It is therefore

On the other hand, many of the projects implemented by NGOs have
been tolerated rather than encouraged by government. This does not
preclude occasional successes, and may in fact facilitate an
approach which facilitates local decision making, is sensitive to
local community
needs,
and
is
independent
of
ponderous
bureaucracies.
However, three problems have become apparent.
First, conservation ~nd development NGOs working alone rarely have
the necessary expertise to identify, design, implement or evaluate
integrated projects. Second, they are unlikely to be permitted by
government to reacha significant scale in their operations to make
a significant difference to the conservation of biological
diversity (the adequacy of the scope and scale of the case study
ICDPs is considered in Chapter 8) •
Third, without the active
participation of government in establíshíng a polícy and
legislative environment in which ICDPs can take place, the
prospects for success seem limited.
In addition, it could be
argued that without the basic services which in some cases only
government can provida, such as education, health care, and
infrastructure, there is little chance of instigating significant
change in remete and poor communities.
The respectíve strengths and weaknesses of NGOs and government
agencies
in carrying out ICDPs appear, to
some extent,
complementary.
Partnerships may therefore be appropriate. Two
types of partnership can be envisioned: first between development
and conservation NGOs and, second, between NGOs and government
agencies. International development agencies can play an important
role
in
facilitating and encouraging these
partnerships,
particularly in encouraging government agencies to participate .

•.
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~ABLE 7-1.

ORGANIZATIONS PARTICIPATING IH THE CASE STUDY ICDPS
(Fermat to be,revised]

•.

KEY:
a
b

e
d

e

National Nongovernmental organizations
International Nongovernmental organizations
Goverrunent agencies
Protected area management agency (if different from e)
Lender/Donor

•

Annapurna conservation Area, Nepal
a
King Mahendra Trust for Nature conservation
e
WWF/Netherlands Development Corporation
Dumoga-Bone National Park, Indonesia
b
WWF (planning only)
e
various
d
Directorate General for Forest Protection and Nature Conservation in the
Ministry of Forests (PHPA)
e
World Bank
Gunung Leuser National Park, Indonesia
d
Directorate General for Forest Protection and Nature Conservation in the
Ministry of-Forests (PHPA)
Khao Yai National Park, Thailand
a
The Population and Community Development Association (PDA)
Fund Thailand (WFT).
d
National Parks Division of the Royal Forest Department.
e
Agro Action (to PDA) and USAID (to WFT)

and Wildlife

Royal Chitwan National Park, Nepal
d
Department of National Parks and Wildlife Conservation.
Central Selva, Peru
Peru's Foundation for Nature Conservation
e
?

a

d

?

e

A.I.D.; World Wildlife Fund-U.S. and The Nature Conservancy

Monarch Butterfly Overwintering Reserves, Mexico
a
Monarca, A.e.
d
The Ministry of Urban Development and Ecology (SEDUE).
e
WWF

Ili

.•.
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Osa Peninsula, Costa Rica {Corcovado National Park)
a
Fundacion Neotropica.
b
The conservation Foundation (affiliated with WWF)
d
National Park service (parks and biological reserves); Forestry Directorate
(forest reserves); National Commission on Indigenous Affairs (Indian
reservations); and the Conservation Unit in the Ministry of Mines,
Energy and Natural Resources.
e
WWF
Sian Ka'an Biosphere Reserve, Mexico (Friends of Sian Ka'an)
a
Amigos de Sian Ka'an
d
?
e
WWF
Sian Ka'an Biosphere Reserve, Mexico (Pilot Forestry Project)
e
State of Quintana Roo and the Ministry of Agricultâre and Water Resources
(SARH).
e
GTZ
Talamanca Region, Costa Rica
a
Association of New Alchemists (ANAI)
d
National Park Service (parks and biological reserves); Forestry Directorate
(forest reserves); Wildlife Office (wildlife refuges); National
commission on Indigenous Affairs ( Indigenous reservations) ; and the
Conservation Unit in the Ministry of Mines, Energy and Natural Resources
(La Amistad Biosphere Reserve).
e
various foundations and international NGOs.
Air/Tenere National Nature Reserve, Níger
b
WWF
e
Service of Wildlife and Fisheries in the Ministry of Agriculture
Environment.
e
?
Amboseli National Park, Kenya
b
Wildlife Conservation International (WCI).
Wildlife Conservation and Management Department.
e
World Bank.
Amboseli National Park, Kenya (Wildlife Extension Project}
b
?
e
Wildlife Conservation and Management Department.
e
African Wildlife Leadership Foundation and UNESCO.

.

Burundi (Bururi Forest Reserve)
b
Peace Corps
e
National Institute of Nature Conservation (INCN)
e
USAID
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Burundi (Rumonge. Vyanda & Kigwena Forest Reserves)
b
Catholic Relief Services.
e
National Institute of Nature Conservation (INCN)
e
catholic Relief Services.
East Usambara Mountains. Tanzania
b
IUCN
e
Ministry of Agriculture and Livestock Development (MALD}, Regional
Authorities, andthe Forestry and BeekeepingDivision (FBD) of theMinistry
of Lands, Natural Resources and Tourism.
e
EEC
Madagascar CBeza Mahafaly Special Reserve)
a
Ecole Superiere des Sciences Agronomigues (ESSA) at the University of
Madagascar.
b
Yale University and Washington Univers1ty.
d
Service de la Protection de la Nature within the Direction des Eaux et
Forets of the Ministre de la Production Animale (Elevage et Peche} et des
Eaux et Forets.
e
WWF and USAID
Madaqascar (Andohahela Integral Reserve)
b
Yale University and Washington University.
d
Service de la Protection de la Nature within the Direction des Eaux et
Forets of the Ministre de la Production Animale (Elevage et Peche) et des
Eaux et Forets.
e
WWF and USAID
Nazinga Game Ranch, Burkina Faso
?
South Luangwe National Park, Zambia
?
Volcanoes National Park. Rwanda
b
Wildlife Conservation International (WCI).
e
Office of Tourism and Nature Protection (ORTPN).
e
WCI and other international NGOs.

•
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8:

MEASORING

THE SUCCESS AND EFFECTIVENESS

OF ICDPs

The goal of ICDPs is to enhance the conservation of biological
diversity in protected areas by iaddressing the needs of local
people.
As we have seen, the steps involved in attempting to
realize this goal can be complex.
Previous chapters have
considered the different approaches taken by the case study
projects and the extent to which their various activities and
components have benefitted local people and/or reduced pressure on
protected areas. This chapter addresses the issue of how to judge
the overall success and effecti"Venessof ICDPs in their efforts to
enhance the conservation of biodiversity and summarizes our overall
evaluation of the case study projects.
Evaluation of the success ar effectiveness of a project or program
requires a comparison of initial goals and objectives with
subsequent progress towards these goals and objectives. Ideally,
this would involve a comparison of baseline conditions with changes
in indicators of success as reported by project monitoring systems.
The steps involved in this assessment are summarized in Box a-1.
BOX 8-1.

MEASURING

TBE

SUCCESS AND EFFECTIVEHESS OF ICDPS

1. Make an assessment of: (a) ecological conditions inside the protec~ed area,
and changes in those conditions since the ICDP began; and (b) the impact of ICDP
activities on people outside the protected area {the focus of chapters 5 and 6).
2. Attempt to identify the causal links, if any, between changes in conditions
inside parks with project initiatives outside, in particular the extent to which
changes inside are attributable to project activities as opposed to exogenous
events and processes.
3. Assess the scale of these changes in conditions, both inside and outside, in
order to evaluate the adequacy of the scope of the project.

CHANGES INSIDE PROTECTED AREAS

.

In theory, monitoring the flora and fauna within a protected area
is not particularly difficult. Techniques for sampling, estimating
and monitoring the populations of many species of plants and
animals are readily available. However, agencies responsible for
park and reserve management in the tropics tend to lack adequate
resources for systematic monitoring, particularly in large
reserves. Exceptions include occasional studies associated with
the preparation of park management plans, periodic inventaries of
park arid reserve biota conducted by visi ting researchers, and
aerial counts of large marnmals in African savanna parks.
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Only one of the ICDP case studies {Lupande/ADMADE)
included a
component
designed
to compensate
for this
absence
of basic
biological data.
It is therefore very difficult to assess what
changes have taken plac~ in park flora and fauna, which of these
changes are attributable to human activities, and whether trends
are positive
or negative.
In the case of large-scale
f orest
conversion or agricultural encroachment, such as at Gunung Leuser,
Andohahela or Bururi, or in the case of very small reserves, the
trends are obvious even if·they are unquantified.
In other cases,
the estimates of illegal and/or destructive activities inside park
boundaries range from,.,,nonexistent,
through anecdotal, to informed
guesswork.
Measuring changes in the frequency of these activities
over short periods of time is frequently impossible.

•

While acknowledging the lack of scientific data, interviews at the
case study sites with villagers, with project personnel, with park
officials and field staff, and with visiting researchers suggested
strongly that destructive/illegal activities inside protected area
boundaries have diminished at severa! sites since the ICDP began.
These improvements appear to have been associated with four distinct sets of factors: more effective enforcement, mitigation of
tourism impacts, agreements with local communities, and the illegal
but non-destructive presence of the local population {Box 8-2).
BOX 8-2.

FACTORS ASSOCIATED WITB IMPROVEDCORDITIONS INSIDE PROTECTEDAREAS AT
THE CASE STUDY SITES

- More effective enforcement, achieved through the hiring of appropriately
equipped and supervised park guards, and the resettlement of people formerly
living within the park boundaries. This was the case at Chitwan, Dumoga-Bone,
Nazinga, Volcanoes, Lupande, Bururi and Air/Tenere. At each of these sites,
dramatic improvements in conditions inside park boundaries have been evident.
- The successful introduction of measures designed to mitigate the impacte of
foreign tourism. The Annapurna project has been able to bring about substantial
reductions in deforestation rates within the boundaries of the multiple-use
conservation area by successfully persuading the owners of small lodges to burn
kerosene instead of wood as their principal energy source. At Air/Tenere,
tourists were required to travel with guides to minimize their impact.
- Agreements between local communities and project representativas, that
investments in local development would follow from the establishment of the
protected area. Examples included repair of a road, construction of a school and
the promise of an irrigation project at Beza Mahafaly and land titling at
Talamanca.
- Continuing illegal use of a national park by the indigenous population which
has effectively discouraged others from poaching. In Amboseli, the government
failed to live up to its agreement to provide alternative grazing and the Maasai
have'continued to bring their livestock into the park.
The Maasai presence
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appears to have given the park a degree of protection
East Africa.

"

not evident

elsewhere

in

At most of the remaining case study sites there is little evidence
of change in what appear to be.dangerously high levels of destruotive and illegal activities. Gunung Leuser, where there is no
project, has already been badly degraded. With the exception of
Sian Ka'an, which is not experiencing significant degradation, the
other protected areas are reasonably intact but face serious
threats.
The projects at these sites appear to have had little impact on the
protected areas. The Boscosa, Rumonge and Usambaras projects are
probably too recent to have had an opportunity to bring about any
significànt change. The Khao Yai, Sian Ka'an, Talamanca, Monarch
and Andohahela projects appear to be too small in relation to
eith~r the park or reserve which they are trying to protect or the
surrounding population which they are hoping to·influence through
their activities.
CHANGES OUTSIDE PROTBCTED AREAS
The Khao Yai and Boscosa projects surveyed people living in the
target vi+lages to establish baseline data sets and measure
subsequent project impacts. However-, nane of the other case study
projects have systematically measured or monitored the impacts of
their development activities on local people. Even fewer carried
out baseline surveys.
Virtually no data has been produced to
quantify the project benefits which have accrued to individuals or
communities. The small number of externa! evaluations have all
been based on qualitative analysis. As a result, it has not been
feasible to produce an economic or financial evaluation of any of
the projects. Our evaluation of the social and economic changes
which have taken place among local people since the individual
projects began has therefore been based on informal sources and
interviews, supplemented by project reports and very limited
quantitative data.
Chapters 5 and 6 have summarized these
analyses.
LINKING INSIDE WITH OOTSIDE

.

The argument that conservation will automatically be enhanced by
improving the living standards or increasing the incomes of people
outside park boundaries is an appealing one, and forms the
principal justification for the ICDP approach.
However, the
analyses included in previous chapters demonstrate this argument
to be simplistic at best and frequently erroneous. our findings
strongly suggest that projects need to establish explicit linkages
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between their
objectives.

development

components

and

their

conservation

With the li•ited guantity of information available from project
monitoring and evaluation, it is extremely difficult for externa!
reviewers to establish ex-post causal relationships between events
inside and events outside pro~ected area boundaries. Of greater
concernis that few of the case study projects have effectively
made the connection either.

..
•

Chapter 5 describes how severa! of the projects have generated
social and economic benefits for local people, but it is
questionable whether many of these benefits led to improved park
securi ty.
Examples where linkages between changes inside and
changes outside the protected area, or their absence, appeared to
exert a strong influence on the effectiveness of the project are
1included in Box 8-3:
BOX 8-3.

EXAMPLES OF LINXAGES BETWEEH THE DEl7ELOPMEHT COMPOHEHTS OF PROJECTS
AND TBEIR CONSERVATIOH OBJECTIVES

Project componente that successfully linked 'outside' with 'inside':
Annapurna: The project persuaded (and subsidized) lodgeowners to invest in
kerosene stoves and restrict fuelwood cutting to subsistence use. This led to
a reduction in the deforestation rate.
Project componente where development benefits have accrued to local people but
where the conservation impacta are unidentifiable or ambiguous:
Khao Yai: Low-interest loans to members of village Environniental Protection
Societies have considerably reduced individual debt burdens. It is not at all
clear, however, that this has resulted in reduced poaching or ~ogging within the
adjacent national park.
Monarch: Local people receive gate receipts from tourists visiting the
butterflies. Yet this has not prevented them from logging within the reserve.
This implies that the incentive to take advantage of a development benefit did
not extend to being an incentive to reduce pressure on the protected area.
Contradictory cases where inadequate development componente are associated with
apparently healthy ecosystems inside the protected area:
Amboseli National Park: is apparently healthy, particularly in comparison to
other East African parks, despite the project's failure to achieve its objectives
over a 15-year period.
Sian Ka'an: One potentially significant threat to the Reserve was from lobster
fishermen, who were intent on earning additional income from farming. Amigos
de Sian Ka'an developed an intensive agricultura! farm to demonstrate that high
levels of production could be achieved on small parcele.
The fishermen lost
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their interest in farming, and the demonstration
farm is too far from local
communities to be useful for training them. The fishermen representa potential
rather than current threat.

,i

"

It might be argued that ICDPs following a general strategy of
promoting social and economic development in local communities
would not expect to observe specific links between individual
program components and improvements to the park-people interaction.
However, there is so far little evidence that any of the ICDP
development components taken as a whole have been influential in
reducing threats to parks. The ADMADE program in Zambia may be an
exception, although this program includes substantial increases in
patrolling by guards.
SCOPE AND SCALE
We would suggest that an assessment of the adequacy of the scope
and scale of an ICDP involves the consideration of five interrelat~d factors (Box 8-4). The first is the geographic scale of
the protected area itself, simply the _size of the tract of land.
The other factors are the project's geographic •reach' and
'diversity•, the 1intensity1 of its activities, and the time which
has elapsed since its inception.
BOX 8-4.

FACTORS RELEVAHT TO AH ASSESSMEHT OF TllE SCOPE AHD SCALE OF AH ICDP

Geographic scale of the protected area: Simply the size of the protected area.
The range of geographic scale of the protected area case studies was
considerable, from the 77,000 km2 Air/Tenere National Nature Reserve in Niger
to the 6 km2 Beza Mahafaly Special Reserve in Madagascar.
Air/Tenere was a
special case, in that no other protected area in the sample was larger than
10,000 km2. There were x case study protected areas of less than 100 km2.
Project' s geographic reach: This is the area enclosed by the physical boundaries
within which project activities take place. Reach need not be synonymous with
the reserve size. It will include lands outside the protected area boundary and,
sometimes but not always, some ar all of the lands within the boundaries. Reach
will depend on the location and distribution of the targeted beneficiaries and
the ease of access to them.
Project diversity:
The range of activities carried out within the project.
Increasing diversity may address a wider range of threats and increase the
possibilities of finding new solutions; however, it also adds complexity to the
project, complicating management and leading to a greater likelihood of
organizational failure.
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Intensity of project activities:
Intensity refers to the leve! of effort over
a given area or directed towards a given target population.
A project must
generally decide how thinly to allocate its finite resources.
For example, a
project with a full-time on-site project manager in each target village is more

'intensive' than a project where one worker covers severa! villages.
difficult, perhaps impossible, to measure.

This is

Elapsed time since the inception of the project: How far advanced is the project,
and has it reached its target scope in terms of the variables described above?
Some projects start off as pilot initiatives and then expand, while others reach
their ultimate scale very rapidly.

The total scale of a proj ect can be expressed in terms of i ts
reach, intensity and diversity.
The total scale is generally
subject to a number of limiting constraints. The first is funding,
not just the total funds obtainable but their pattern of_
availability over time and the extent to which lenders or donors
are prepared to commit their funds for future periods. The second
constraint is management capacity, the ability of the .implementing
organizations - whether government agencies or NGos· - to
effectively manage the project.
Third is the availability of
adequately trained an~ experienced personnel to staff the project.
Finally, the political acceptability of the project, both locally
and nationally, can also be a limiting factor.
For a project with a given total scale there are trade-offs between ·
reach, intensity, and diversity (Box 8-5).
BOX 8-5.

PROJECT TRADE-OFFS BETWEER REACB, IHTENSITY, ANO DIVERSITY

Three of the ICDPs might be compared as follows
L = low) :
Reach
Intensity

(H

=

high,

M

=

moderate,

Diversity

Khao , Yai:
Sup Tai (PDA)
TEAM (WFT)

L

H

H

M

L

H

Dumoga-Bone

H

H

L

East Usambaras

M

M

H

Khao Yai: This 2,200 km2 park is surrounded by over 100 villages. The original
project started in one village on the northern boundary, sup Tai, and was a joint
effort of two NGOs, PDA and WFT. All subsequent activities have been based on
some variation of the Sup Tai 'model'. WFT dropped out of Sup Tai and began the
TEAMproject on the park's eastern boundary. This project focussed on two groups
of five villages, with a headquarters and field manager located in one village
in each of the two groups.
Mobile education activities planned to visita
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further 40 villages. PDA continues at Sup Tai and expanded into two other nearby
villages, with plana for expansion into three further villages starting in 1990.
The Khao Yai projects reach only a small proportion of the villages which are
threatening the national park. The Sup Tai project has severa! full-time, onsite staff (intensity = H) and has attempted a diverse (=H) range of activities.

The TEAM project is similarly diverse but has fewer staff trying to work in more
villages (intensity = L).
Dumoga-Bone: The eastern half of this 3,000 km2 park drains into the Dumoga
valley. The park was established to protect the upper watershed of two large
irrigation projects. As a result, 12,000 farmers have been able to grow paddy
rice. The Dumoga-Bone irrigation projects reach throughout a large river valley,
impact virtually all of the land and the people in the valley (intensity = H),
and have a single objective, irrigated rice cultivation (diversity = L).
East Usambaras: About 40,000 people in 25-30 villages live among 16 small forest
reserves totalling 160 km2.
The forests have been degraded by logging and
shifting cultivation. The project is working in 15 of the villages close to the
reserves on a variety of small-scale rural development initiatives and promoting
more intensive cash crop alternativas to shifting cultivation.
The East
Usambaras project reaches almost half of the villages located among.the forest
reserves, has a paid coordinator in each village (intensity = M), and has pursued
a diverse range of activities (diversity = H).
Applying the sarne characterizing variables to some of the other case studies:
Reach

Intensity

Diversity

Annapurna:
stage I
Stage II

M
H

M
M

H
H

Sian Ka'an

L

L

M

Air/Tenere

M

M

M

Beza Mahafaly

M

H

M

WEP

H

L

L

Amboseli

H

?

L

Boscosa

M

M

H

Talamanca

H

M

H

This analysis has principally been included for illustrative
purposes. While generalizable conclusions are difficult to draw,
severa! implications for project design are apparent. First, that
with an inadequate reach, a project can have little hope of having
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a significant impact on the protected area which it is associated
with, simply because only a small proportion of the target population have even the potential to be affected by the project. Second,
wi th an extended reach a di verse proj ect becomes dif f icul t to
manage.
A range of vàried activities carried out over a large area
impacting many different communities will be very difficult to
coordinate.
Rural development projects along these lines had a
tendency to suffer organizational failures.
Finally, with limited
funds and limited staff resources,
reach and intensity
can be
trade-offs. For example, at Khao Yai, PDA has emphasized intensity
(working intensively in a few villages), while WFT has emphasized
reach (visiting and working in a much larger number of villages).

..

How far should a project's geographic ~each be, or how far should
activities extend beyond the protected area boundaries?
There is
no general answer to this question.
It will depend on a sitespecific analysis of the socio-economic context and the level and
intensity of threats confronting the protected area.
Some of these variables (especially intensity and diversity) cannot
be measured precisely.
They may, however, be useful conceptually
in assessing the scope of the case study ICDPs and evaluating their
adequacy, particularly in cases where projects differ substantially
in their spatial layout.
While an inadequate or over-ambitious
scope is unlikely to lead to an effective projéct, an appropriate
scope can be expected to be one of many necessary but insufficient
conditions for project success.
;

AN OVERALL

EVALUATION

OF THB CASE STUDY ICOPS

The findings
of this study correspond
with decades
of rural
development experience, i.e., that stand-alone projects seeking to
mitigate poverty and initiate change in remate rural communities
take a significant
amount of time and are likely to have a
reasonably high failure rate.
In fact, very few of the case study
projects show signs of havirig benefitted from the painful lessons
derived from rural development programs (as outiined in Box 4-6).
These lessons, which have been available for several years in the
development literature, now appear equally applicable to the first
generation of ICDPs.
Some of the case studies examined showed signs of promise, and some
included
successful
components.
In general,
however,
there is
little evidence
that project development
components
have been
effectively able to substitute for, or even complement, approaches
which emphasize the strictly-enforced
exclusion of local people.
Most of the case study projects were too small or spread too thinly
over a wide area to have a significant
impact on the overall
dynamics of the protected area and its surrounding population (this
was not true in the case of the very smallest parks and reserves).
Those ICDPs designed as pilot projects have played an important
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role in highlighting the need for such initiatives, but are
generally unconvincing as a basis for large-scale replication.

,,

"

Reductions in the incidence of illegal park use which can be linked
to some of the ICDPs appear primarily attributable to intensified
enforcement, i.e., the deployment of additional guards. In some
cases, hostile relationships - between park personnel and local
communities were substantially improved by project personnel
performing a role of mediation. This was usually brought about by
exceptional leaders among project field staff.
Comparisons of the results of our review·with some of the reports
and literature emanating from the projects and their sponsoring
organizations suggest some confusion between what has been planned
and what has been achieved. In some cases the public relations
effort has been set in motion too early.
This has severa!
undesirable effects: (1) it suggests that the ICDP approach is
relatively quick and easy, when in - fact i t will be slow and
difficult; (2) it overrates some poor projects, ràther than
concentrating on needed improvements; (3) it places Qnrealistic
expectations on some promising projects at early stages of
implementation; (4) it inhibits the experimentation and learning
process which is essential in such innovative and difficult
ventures; and (5) it can lead to large numbers of visitors, all
requiring extensive time from project managers.
These disappointing findings can at least partly be explained in
terms of: (1) the relatively short history of some of the projects;
(2) a lack of clarity in defining objectives; (3) a failure to
appreciate the difficulty and lengthy time periods required to
induce change in poor rural communities; (4) some strategic design
and implementation flaws; and (5) a lack of sustained commitment
from local and national governments, ·and from lenders and donors.
Few of the government agencies charged with protected area
management have shown a serious interest in adopting ICDP
approaches of their own based on the pilot project experiences.
This is largely attributable to the fact that most of these
agencies lack the resources and capacity to effectively carry out
their original mandate, i.e., protected area management focussed
inside the park or reserve boundaries. Expansion or reorientation
of these poli tically weak agencies would be a substantial and
lengthy task .

.

.
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CHAPTER

9:

FUTURE DIRECTIONS

ARE TBERE ALTERNATIVES1
Increasing resource demands from growing rural populations,
the
rapid colonization of marginal areas, and continuing large-scale
conversion or degradation of natural ecosystems all suggest that
parks
and
reserves
will
come
under
increasing
pressure.
Traditional enforcement will continue to have a critica! role as
this pressure mounts.
However, it is difficult to imagine that
many governments will be prepared to protect parks with what, in
some cases, will amount to military force.
It would be difficult
to justify such an approach on ethical and humanitarian grounds.
Since protected areas are a critica! and irreplaceable method of
conserving biodiversity,
approaches must therefore be developed
which address conflicts of interest with local people. An approach
which constructively
addresses local people-park
relationships
therefore
seems
essential
to
the
maintenance
of
tropical
biodiversity.
ICDPs are an innovative attempt to do just that.
While ICDPs are just one of many necessary components in national
biodiversity strategies, their role is fundamental and there do not
appear to be viable alternatives.
Based on the examples examined in this study, the initiatives
currently under way require substantial modification and expansion.
A paradoxical
situation
has
arisen
a risky
and
costly
expansionary
modif ication of an unproven approach, about which
substantial doubts exist, appears to be the most viable approach
to a rapidly deteriorating situation.
At this early stage of implementation, no convincing models have
emerged to form the basis of large-scale replication.
In fact, the
case studies suggest that a diversity
of approaches
will be
·required to respond to the variety of social, economic, biological,
cultural
and po Ld t.Lca L contexts in which protected areas are

located.
Projects adopting different approaches and probably
involving a range of organizations should therefore be encouraged,
but with more effective monitoring and evaluation ta identify and
benefit from lessons and experience. Coordination and facilitation
ata national level may be appropriate but we do not advocate a
central project design and management function.

.

Before outlining the steps that might be inferred from the findings
of this study, it is important to recognize that ICDPs are directed
towards a specific set of problems in and around the boundaries of
parks and reserves. As a means of conserving biological diversity,
the approach itself has at least two inherent limitations. The
first is based on the argument of that it will not be possible to
adequately conserve biodiversity in networks of parks and reserves
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- even if these protected areas are well managed and if all threats
could be mitigated.
As a result, all types of land use, but
particularly agriculture and forestry, must be evaluated for their
biodiversity impacts.
The second ICOP limitation is a tendency to view local people as
'the problem', when in many cases the building pressure on natural
ecosystems ultimately derive from laws, policies, social changes
and economic forces over which poor rural people have_no influence
and which can severely curtail their options. These limitations
suggest that the conservation of biological diversity cannot be
regarded solely as a park management issue.
Biodiversity cuts
across many other sectors and will be affected by a wide range of
initiatives and policies.

•

Given these limitations,. there appear to be five principal
constraints
to increasing the effectiveness
of ICDPs and
replicating promising pilot projects on a scale which has the
potential to be effective: (1) The limited effectiveness of the
agencies responsible for protected area management; (2) A lack of
commitment from déveloping country goverrunentsand from lenders and
donors; (3) Inadequate availability of financial resources for the
types of expenditures which are needed;
(4)
Inappropriate
legislative frameworks; (5) Limited capacities to identify, plan
and implement projects amo'ng responsible government agencies and
among conservation NGOs. These issues will be considered in terms
of the -organizations with a participating role in ICDPs.
Protected area manaqement agencies
In many of the countries where parks are under pressure, national
government agencies responsible for protected area management are
both politically weak and ineffective, having
insufficient
resources, equipment and trained personnel.
In the short term,
there is li ttle prospect of many of these agencies making a
meaningful contribution to ICDPs without substantial assistance.
Strengthening these institutions to enable them to manage protected
areas adequately would require long-term investments in: expanding
park and reserve networks; establishing conservation monitoring
programs; training field staff and their managers; purchasing and
maintaining equipment; and improving salaries, working conditions,
and career prospects in arder to attract more and better educated
employees. The agencies also require support in increasing their
capacity to absorb funds from foreign lenders and donors, and to
coordinate their responses to the diverse interests and priorities
of these organizations.
Finally, and of critica! importance in the ICDP context, these
agencies need to change their basic orientation from a purely
policing and enforcement role to one which is substantially more
sympathetic to the needs of communities living in and around parks.
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This will require not only changes in perception and attitude at
all levels throughout
the agency but also the acquisition
of
completely new skills in such areas as extension, education and
mediation.
Institutional strengthening on this scale
will be difficult to
bring about, expensive and take a long period of time.
Without
it, however, the prospects of conserving tropical biodiversity on
an adequate scale appear bleak.
In the short term, two options may be considered
for park
management agencies, both based on the identification of a small
number of protected areas which are of the greatest biological
significance
within
a country and which are also critically
threatened.
The first is to seek additional funding for emergency
protection, i. e. , enf orcement. The second is to encourage lenders,
donors and NGOs to initiate ICDPs at these sites, with the

par-t Lc í.pat.Lon , fq.cilitation or at least approval of the park
management agencf:.
It may be possible, or even preferable, for
other government ?gencies to work with the people living outside
parks.
Experience has shown that project components limited to financing
the preparation of park management plans or providing eguipment
wi thout adequate ·provision for future use or implementation are
unlikely to be helpful in the long term. These short-term measures
should therefore be recognized as 'holding actions' and should not
be mistaken for programs capable of bringing about some of the
fundamental changes described above.
Needed actions from national governments
::1.

Commit to strengthening the agencies responsible for park and
reserve management, and their involvement in ICDPs. Direct
a gradual reorientation of these agencies towards a 'peoplecentered' approach.

2.

Pass legislation which will either specifically establish or
permit the establishment of: (1) newmultiple-use conservation
areas; and (2) buffer zones outside the boundaries of existing
parks and reserves.

3.

Clarify or modify the jurisdiction of national and local
government agencies and ministries outside park boundaries.
Where appropriate, establish new and empowered management
structures which can the represent different national and
local interests involved.

4.

Clarify or establish secure land tenure for individuals and
communities living adjacent to park boundaries.

••
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5.

Encourage ICDP initiatives wherever possible within regional
development programs.

6.

support, or at least endorse and explicitly authorize,
appropriate NGO development initiatives linked to park
protection.
Consider delegating limited park management
authority to NGOs.

7.

In cases where nature tourism is of significant value, provide
for a share of park entry and concession fees to remain in or
be returned to the parks system, or through an ICDP to local
communities.

Needed actions from nonqovernmental orqanizations
1.

In preparing for ICDPs: (1) Specify how project development
components are expected to lead to the achievement of project
go~ls;
(2)
Establish realistic project monitoring
and
evah.uation capabilities;_ (3) Establish more effective working
re~ationships with protected area management· agencies, both
at project sites and at policy-making levels.

2.

In implementing ICDPs, do not: (1) Assume communities can be
induced to change their use of park lands rapidly; (2) Assume
super-Lor
technological options are available to intensify
agriculture, or if they are available that people will
automatically adopt them; (3) Assume that local institutions
for resource management can easily be established; and (4)
Expect to bring about significant change without serious
government involvement.

3.

For conservation NGOs with expertise in lobbying, fund
raising, awareness building, environmental education, etc.,
either: (1) seek the involvement of national and international
NGOs with rural community development experience; or (2)
strengthen internal capacities to manage and implement smallscale rural development components of ICDPs.

Needed actions from lenders and donors
1.

International agencies can play a key role in encouraging
governments to adopt the necessary steps to facilitate ICDPs,
especially in establishing appropriate legislative frameworks.

2.

Given the prevalent weakness and lack of resources among
'protected area management agencies, consideration will have
to be given to supporting core operating budgets - an area so
far rigorously avoided dueto concerns with inefficiency and
corruption, and the belief that this is the national
government•s responsibility.
There currently seems little
prospect for persuading developing country governments to
commit significant core budget funding to parks and reserves,
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particularly where there are little prospects
economic paybacks from tourism or hunting.

for

rapid

3.

The case studies we have examined suggest that there are
serious disadvantages to projects which are either: (1)
implemented solely by NGOs, emphasizing grassroots community
approaches, or (2)
implemented solely by governments,
emphasizing centralized decision making and large investments
in
infrastructure. The need for partnerships between
governments and NGOs, and between conservation and development
NGOs, is one of the few olear messages which has emerged.
Lenders and donors should take a leading role in encouraging
and facilitating these partnerships for the design and
implementation of ICDPs.

4.

A serious, long term commitment from funding organizations and
agencies will be essential. ICDPs will require long-term,
gradually-accumulating and carefully monitored investments in
areas such as building institutional capacities, training
field staff to be community 'change agents' and in risky pilot
projects
which
experiment with
different
approaches.
Investments in equipment and other 'hardware', or one-time
preparation of park management plans should be avoided.

5.

Donors supporting ICDP implementation by NGOs should: ( 1)
ensure that the organization has adequate development
expertise; (2) be prepared to make a long-term funding
commitment; (3) not anticipate project financial selfsufficiency within a few years.
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APPEND:IX
CASE STUDY SUMMARIES

.
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Annapurna Conservation Area, Nepal
Dumoga-Bone National Park, Indonesia
Gunung Leuser National Park, Indonesia
Khao Yai National Park, Thailand
Royal Chitwan National Park, Nepal

A-1
A-3
A-5
A-7
A-9

LATIN AMERICA
Central Selva, Peru
Monarch Overwintering Reserves, Mexico
Osa Península, costa Rica
Sián.Ka'an Biosphere Reserve, Mexico
Friends of Sian Ka'an
Pilot Forestry Project
Talamanca Region, Costa Rica

A-11
A-13
A-15
A-'l. 7

A-19

AFRICA
Air/Tenere National Nature Reserve, Niger
Amboseli National Park, Kenya:
National Park
Wildlife Extension Project
Burundi:
Bururi Forest Reserve
Rumonge, Vyanda & Kigwena Forest Reserves
East Usambara Mountains, Tanzania
Madagascar:
Beza Mahafaly Special Reserve
Andohahela Integral Reserve
Nazinga Game Ranch, Burkina Faso
south Luangwe National Park, Zambia:
Lupande/ADMADE
LI RDP
Volcanoes National Park, Rwanda

~·
.

A-21
A-23
A-25
A-27
A-29
A-31
A-33
A-35
A-37
A-39
A-41

Annapurna

Conservation

Area.

Nepal

Protected Area: The 2,600 krn2 Annapurna Conservation Areais arguably the most
geographically and culturally diversa conservation area in the world. There is
a unique mix of ecosystems, mostly unaltered by human activity, including subtropical lowland, oak, rhododendron and bamboo forests, high alpine meadows and
desert plateaus. The world's deepest.river gorge and some of the world's highest
mountains are located here. The Annapurna Sanctuary near the center of the
Conservation Areais a natural amphitheatre surrounded by severa! peaks over
6,700 m. The wet southern slopes support a rich variety of birds and mammals,
including Danfe pheasant, Himalayan tahr, barking deer, serow, geral, Himalayan
black bear, musk deer and the rare red panda. The dry northern slopes which
extend to the Tibetan border contain snow leopard and blue sheep.

..

Proiect: The Annapurna Conservation Area Project.
Project area and scope: The first phase of the Project (1986-1989) concentrated
on 800 krn2 of the southern slopes. An 1,800 km2 extension began in 1990.
Implementing organization: The King Mahendra Trust for Nature
(KMTNC), Nepal's largest conservation NGO, established in 198?.
Responsible government
authority to KMTNC.

agency:

The Government

of

Nepal

has

Conservatio_n

delegated

its

Funding: First phase (1986-89): $440,000, including $351,000 fromWWF and $85,000
from the UK trust of KMTNC; second phase (1989-93): $2.4 million, including $~~
from Netherlands Development corporation (NDV) and $
from WWF.

.
[MAP]

A-1

Annapurna

conservation

Area, Nepal

Context: About 40,000 people of diverse ethnic backgrounds inhabit the Annapurna
area, where agriculture and trade have flourished for hundreds of years in the
steep-sided Himalayan valleys. Most of the people are poor rural farmers. Over
30,000 foreign trekkers now visit the area each year, leading to a proliferation
of small "tea shops" and "lodges" along the trails. During the last two decades,
large areas of forested land have been cleared to provide cooking and heat for
visitors. Expanding agriculture, water pollution, poor sanitation and littering
of trekking routes have all accelerated, compounded by a rapid growth in the
resident population. This deterioration led to a royal directive in 1985 to
improve tourist development while safeguarding the environment. The King Mahendra
Trust for Nature Conservation (KMTNC) carried out surveys which led to new
legislation establishing the Annapurna Conservation Area in 1986, specifically
allowing hunting, collection of forest products, use of visitar fees for local
development and the delegation of managem~nt authority to the village level.
Project activities: The objective of the project is to help the inhabitants
maintain control over their environment, particularly the region's poor farmers.
Zones now permit varying degrees of protection and land use. A headquarters was
established in the intensive use zcne , with a Nepali, mainly local, staff.
Activities have included: community development, forest management, conservation
education, research and training. High priority was given to reducing the
environmental impact of visiting trekkers and increasing the local economic
benefits from tourism. A 200 NR ($8) visitar entry fee generates 4 million NR
( $US 160,000) annually for the project. Training courses for lodge-owners
upgraded the quality of service, standardized menus and prices and improved
standards of sanitation and waste disposal. A lodge management committee was
formed in Ghandruk to represent local lodge owners. Lodges and expeditions were
required to use kerosene inside the Conservation Area, with fuelwood collection
being limited to subsistence use. Reviving a traditional organization structure,
a forest management committee was established in Ghandruk, responsible for
enforcing regulations, fining poachers, controlling timber cutting, etc.

~'

Evaluation: The project started with four important advantages: (1) the personal
interest of the monarchy; (2) specific supporting legislation; (3) the autonomy
granted to KMTNC; (4) field surveys and extensive discussions with local people
preceded establishment of the Conservation Area. The kerosene regulation has
substantially reduced deforestation rates. Training programe have considerably
reduced the adverse impacta of tourism and improved the livelihoods of
lodgeowners. However, the significant economic benefits from tourism have not
been distributed widely. There is little evidence to suggest that the vast
majority of poor farmers will benefit from the project. The project has made
progress in motivating a sceptical local population to take sorne forest
management decisions, although local institutions are not likely to assume major
responsibility for severa! years. The project's capable and well-organized staff
have established a solid foundation for future expansion; to label the project
an unambiguous 'success' would be highly premature. Collection of fees from
visitors will contribute valuable revenues to the project, although forecasts
of financial self-sufficiency by 1993 appear optimistic.

A-2

Dumoqa-Bone

Mational

Park,

Indonesia

Protecteg area: Durnoga-Bon~ National Park is the most important conservation area
in northern Sulawesi and ranks as one of the highest conservation priorities in
Southeast Asia. The 300,000 ha National Park consista primarily of closed canopy
rain forest arnong rugged mountains reaching 2,000 m. The central Bulawan mountain
range runs north-south and two major rivers flow from the Park boundaries, the
Dumoga to the east and the Bone to the west. The establishment of the National
Park during 1982-84 was closely linked with the development of two irrigation
projects in the Dumoga valley

••

Responsible government agency: The Directorate General for Forest Protection and
Nature Conservation (PHPA) in the Ministry of Forests.
Projects: The Kosinggolan and Toraut irrigation projects in the Dumoga valley,
allowing more than 8,000 migrant and transmigrant farmers to grow paddy rice.
Proiect area and acope: The eastern regiona of the Park protect the upper
watershed of the Oumoga river, which now irrigates 11,000 ha of rice fields which
are cultivated by 8,500 farmers, mainly migrants and transmigrants.
Implementing organizations: Various rninistries of the goverrunent of Indonesia,
the government of North Sulawesi and the World Bank.
Funding; A $60 million World Bank loan (Irrigation XV).

(MAP].
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A-3

Dumoqa-Bone

.

,.

National

Park,

Indonesia

Context: In 1960, the population of the fertile 30,000 ha Dumoga valley was about
8,000. By 1980; migrants and transmigrants had increased this number to almost
50,000. This rapid expansion, linked with improved road access, land speculation,
absentee
landlords
and traditional
agricultura!
practices,
contributed
to
increasing pressure on the region's forests. The existing Kosinggolan irrigation
scheme was only partly functional in 1980 and interruptions in the water supply
were attributed
to deforestation
of the catchment area. The World Bank was
requested to provide a loan for the completion of the Kosingollan scheme and the
development of the Toraut scheme.
Project activities: Disbursements
from the loan were rnade conditional upon the
Government halting deforestation
of the catchment areas, to ensure a constant
water supply for irrigation. Deforestation was gradually brought to a halt by
strict enforcement and the National Park was officially declared in 1982. More
than 400 farmers were evicted from the Park in 1983, and each family was provided
with about 2 ha anda house. The estimated resettlement cost was Rp. 1,100,000
per family, about $240,000 in total.
The Kosinggolan
scheme was completed in
1984, irrigating 4,400 na and benefitting 3r700 farmers. Construction included
56 km of main and secondary canals, 259 km of tertiary and quarternary canals,
and 258 km of inspection roads. During the following six years, average farmer
incarnes and production
levels doubled or tripled.
The Toraut
scheme was
completed
in
1988, irrigating
6,600 ha and benefitting
4,800 farmers.
construction included 56 km of main and.secondary canals, 330 km of tertiary and
quarternary canals, and 355 km of inspection roads.
Evaluation: This project demonstrates how a strong linkage can be established
between effective
park management
and local economies
in a situation where
watershed protection is critical for adjacent agriculture. Factors contributing
to the success of the project included: (1) the collection of data on illegal
settlers,
which provided
an important
input to resettlement
plana and law
enforcement
action; (2) the provincial government played a highly supportive
role and continues to cooperate effectively with the Park management;
(3) The
loan funda included substantial budgets for patrolling and extension programa
to be carried out by teams of Park guarda and local government representatives,
respectively;
and .(4) forest concessiona at the Park borders were cancelled.
Some of the original Dumoga valley inhabitants were adversely affected. Being
accustomed to dryland agriculture and the periodic clearance of forest for new
land, they did not adapt rapidly to the more intensive and profitable irrigated
rice cultivation. While some were forced to sell their land, others voluntarily
sold their land for low prices and then attempted unsuccessfully
to re-enter the
protected forest.

e.

Effective enforcement has been the principal approach to protecting the park.
The immigrant wet rice farmers constitute little threat to the park since: (l)
they have no interest in clearing forest land and (2) presumably receive adequate
incarne to make poaching unattractive.
The original Dumoga inhabitants
have
inadvertently been dispersed and no longer threaten the Park.

A-4

Gunung Leuser National

Park,

Indonesia

Protected area: Gunung Leuser became Indonesia's first national park in 1980.
Five reserve areas were combined to create the 900,000 ha National Park, which
can reasonably be considered as one of the most important tropical moist forest
areas in the world. The Park is one of the last refuges for many threatened and
endangered species requiring tropical rain forest habitat. A wide variety of

•.

habitat types are represented, from coastal swamps through to alpine vegetation
on Sumatra's highest mountain. Mountainous areas predominate, however, and there
are relatively few lowland areas. The species-rich lowlands tend to be the most
important areas for the conservation of biodiversity and genetic resources. They
are also the areas most seriously threatened by illegal hunting, logging and
agricultura! expansion.
Responsible government agency: The Directorate General for Forest Protection and
Nature Conservation (PHPA) in the Ministry of Forests.
Project: There is no 'project' at Gunung Leuser. However, the case study
illustrates ~everal of the challenges faced by integrated projects seeking to
conserve biodiversity in critically threatened ecosystems.

[MAP]
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A-5

•
Gunung Leuser Hational Park, Indonesia
context: Gunung Leuser National Park faces serious threats in three areas:
(1) The Park has been bisected by the Kutacane-Blangkejeren road, which was
improved in the early 1980s (with USAID funding). As a result of the improved
access, the park's lowland forests within 1-5 km of the road (which contain the
greatest biological diversity) are being severely degraded by illegal logging
and
agricultura!' encroachment,
particularly
in
the
area
of
three
rapidly-expanding enclaves. The world-renowned Ketambe Research Forest may have
to be abandoned dueto illegal logging.
(2) Lowland forests inside the Park on the lower slopes of the Alas river valley
are also being logged and replaced by dryland smallholder farming.
(3) Encroachment and logging at severa! points on the outer Park boundary are
increasing.
The extensive logging and agriculture taking place within the Park includes some
very steep slopes. Illegal logging trails, poorly-draining roadsides and denuded
hillsides have all contributed to increasing soil erosion, landslides, heavy silt
loads in rivers, and floods following heavy rains. Illegal activity is obvious
from the road, with no attempt being made at concealment. Firewood is sold at
the roadside and no observation or enforcement of Park regulations is evident.
National Park personnel appear to have had no impact on the rate of forest
destruction. Although they are underequipped and understaffed, the critica!
constraint appears to be local resentment towards the Park, both at village and
higher political levels. After reporting illegal practices to the police or to
local government authorities, park officials have been subject to intimidation
and threats. This situation has been documented and reported severa! times during
the last decade.
Lack of local support for the park is understandable in Aceh Tenggara District,
where 82% of the land area has been set aside for conservation. Virtually all
of the land suitable for agriculture has already been colonized, much of it
within the park, and the expanding population may have little choice but to clear
further areas of forest. Any new initiatives to safeguard the park would appear
doomed without a fundamental shift in the relationship between the park and the
Aceh Tenggara government and local communities. PHPA officials drew up plane for
buffer zones at the park boundaries during 1989 but implementation is
inconceivable given the current situation.

.,

.
.

The Indonesian government is unlikely to support more rigorous enforcement
measures in the politically sensitive Aceh region; however, there are at least
two sites outside the national park boundaries which appear to have the potential
for the development of irrigated agriculture. These may offer the opportunity
for an integrated approach to development which can conserve the park. Gunung
Leuser is one of five national parks included in the current Forest Institutions
and conservation Project (FICP I) and forthcoming FICP II and III, or funded by
World Bank loans •
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Khao Yai National Park. ~ailand

•..

Protected area: The 2,200 km2 Khao Yai National Park is located about 200 km
northeast of Bangkok. It includes some of the largest remaining areas of tropical
moist forest in mainland Asia, and contains exceptionally diverse flora and
fauna. It has been described as the highest priority site for plant conservation
in Thai;l.and and for many rare animal species represente one of the last remaining
viable habitats in Thailand. Khao Yai attracts 250,000-400,000 Thai and foreign
visitors annually who spend 100-200 million baht ($US~_> on admission, lodging
fees, transportation, food, and other services within the park.
Responsible
Department.

government agency: National Parks Division of the Royal

Projects: The Sup Tai Rural Development for Conservation Project
Environmental Awareness and Development Mobilization (TEAM) Project.

Forest

and the

Implementing organizations: The Population and Community Development Association
(PDA), the largest NGO in Thailand with comrnunity development experience in
16,000 villages, and Wildlife Fund Thailand (WFT), a small but increasingly
influential NGO affiliated with WWF.
Project area and scope: About 150 villages surround Khao Yai. POA and WFT began
a project at Sup Tai village in 1985. In 1987 WFT withdrew frorn Sup Tai and
initiated the TEAM project Ln 10 villages, with conservation education activities
in a further 40 villages. PDA expanded into two villages close to Sup Tai in 1987
and plana to extend into three more during 1999.
Funding: Agro Action (a German foundation) provided 5 million baht ($US200,000),
and PDA one million baht ($US40,000), for the Sup Tai project (1985-90). USAID
provided WFT with a three-year grant for the TEAM project of 5.3 million baht
($_).

[MAP]
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Khao Yai National

..,
A

Park, ~hailand

Context: About 53,000 people live in 150 villages just outside the Park
boundaries. Most illegally occupy 'reserved forest' (as do over 7 million Thai
villagers). Enforcement measures have resulted in hostility and armed clashes
between park personnel and local villagers, with loss of life on both sides.
However, illegal activities (poaching and the removal of timber) within the park
have continued. Recognizing the need to address local concerna, PDA and WFT began
to work together on the park boundaries. Initial surveys revealed that 'middlemen' (loan sharks) controlled village economies, providing credit to farmers at
5\ per month and then taking over the lands of those unable to make repayments.
The debt situation of villagers was identified as the major constraint to change.
Project activities: The Sup Tai project was based upon a village 'Environmental
Protection Society' (EPS). An elected village committee administers the EPS with
supervision from a full-time PDA project manager. The project provides lowintereat loans to EPS members from a revolving loan fund in exchange for premises
not to break park regulations. WFT's TEAM project and PDA's expansion into
further villages are all based on the sup Tai 'model'. Project activities at the
target villages have included: park trekking for tourists; cooperative atores;
community forestry; environmental education; park boundary tree planting;
agricultural extension; and training village health volunteers. Sup Tai village
has experienced two major changes which resulted frorn, but were not instigated
or funded by, the project. First, a road was constructed which makes ~he village
a 3-hour drive from Bangkok, and then electricity was provided to the village.

••

Evaluation: Villagera and officials both assert that illegal activities are
continuing throughout the Park, principaÍly hunting and logging, although the
projects have led to improved relations between villagers and park personnel.
Clarification of the park boundaries around Sup Tai eliminated much confusion
and ended agricultura! encroachment near the village. The new road and the
provision of electricity to sup Tai are both regarded as significant economic
benefits by villagers, although the resulting increase in land prices threatens
the landless. Many Sup Tai farmers have aold their land. Others have lost their
lands to creditors, joining Thailand's growing landless population. The irnpact
on the park of rapidly changing land ownership patterns cannot be predicted.
The EPS loan programa are the most irnportant econornic benefits frorn the projects,
although the scale has been insufficient for the villagers to become independent
of the rniddlemen. By late 1989 there was little prospect of the sup Tai EPS
becoming self-sufficient in the near future. Other direct economic benefits
flowing from the projects are more difficult to measure. Farming practices which
emphasize soil conservation and new crop varieties have had some success, mainly
in Sup Tai, but even there adoption has not been widespread. Project personnel
are capable, dedicated and highly respected by the villagers, although the TEAM
approach of two project managers each covering five villages appears inadequate •
The split between PDA and WFT has unfortunately resulted in a loss of balance
in the projects, with PDA giving lese emphasis to the park and WFT rnaking little
progress on development aspects. Evaluations carried out by PDA's Research and
Evaluation Division have provided valuable inputs to the management of the
various projecta but, even in Sup Tai, project successes are still elusive.

A-8
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Royal Chitwan Hational Park, Nepal
Protected area: Royal Chitwan National Park is located in the sub-tropical Terai
region of Nepal. Chitwan had been protected as a Royal Hunting Reserve from 1846
to the early 1950s but was not gazetted as a National Park until 1973. The
original protected area of 54,400 ha was extended to 93,200 ha in 1977 and
designated as a World Heritage Site·by UNESCO in 1982. Vegetation is dominated
by Sal forests and the world • s tallest grasses, reaching 5-7 m. Grasslands occupy
about 20% of the park, supporting one of the most impressive large mammal
assemblages in Asia. The park is one of the last remaining habitats of the onehorned Asian rhinoceros and the Bengal tiger. Chitwan also contains wild boar,
gaur, four species of deer and the greatest diversity of birds of any park in
Nepal. The declining large mammal populations increased dramatically once the
Park was established and hunting strictly controlled. The Nepal Army provides
over 500 armed guarda for law enforcement and protection duties, funded from the
national park budget. The first wildlife safari lodge was established in 1965
and the park is now a popular tourist destination. Seven high-cost tourist lodges
have licenses to operate inside the park and more than 40 small ones have sprung
up outside.
Responsible government
Conservation.

agency;:

Department of

National Parks

.
.•

and Wildlife

Project: Although not a 'project', once a year villagers ar~ permitted to collect
tall grasses for house construction and thatching from the park, the only
remaining local source.
Project area and scope: Over 100,000 people from local villages take part in the
grass collection.

.

Funding: The grass collection activities have not received outside funding.

[MAP]
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Royal Chitwan

.,

Hational

Park, Nepal

Context: The Terai was largely unpopulated until malaria eradication programa
began to open up the fertile plains to agriculture in the 1959's. Extensive
immigration from the hills then led to massive conversion of thê Terai forests
to agricultura! land. About 260,000 people occupied 320 villages around the park
boundary in 1980. Immigration had contributed to a doubling of this population
during the 1970s and the population continues to grow at around 6% annually.
Rice, maize, wheat and mustard are the major crops. Many of the communities close
to the park boundaries lack fuelwood and grazing land. Local people, some of whom
had occupied the land for several generations, had formerly~uied the park area
to collect fuelwood, graze livestock and collect tall grasses for use in
construction. The forced relocation of several villages from inside the proposed
park area generated considerable local hostility and mistrust. Since the
establishment of the park, further tension and conflict has arisen from: (1)
injury and loss of life caused by bears, tigers and rhinos; (2) loss of livestock
to tigers and leoparda; (3) crop destruction by rhinos; and (4) park regulations
prohibiting grazing and collection of forest products. Enforcement is strict and,
during 1985 for example, 554 people were fined and 1,306 livestock impounded.
Initial hopes that tourism would provida significant local benefits now appear
unfounded, as local people have little direct involvement.
Project activities: Although not a 'project', once a year villagers are permitted
to collect tall grasses for house construction and thatching from the park.
Grass-cutting is not conaidered detrimental to wildlife because grasses are cut
at the end of the growing season when most plant material is dead, of poor
nutritional _quality, and unattractive as food for wildlife. A 1986/7 study
roughly estimated the total weight and value of all grass produqts· removed·to
be about 11 million kg., valued at 10 million Rps. ($US 450,000). Subtraction
of permit costa and an imputed labor cost yields a net value to the local economy
of about 5.5 million Rps. ($US 250,000). This is roughly equivalent to the annual
budget of the National Park. 57% of the 'visitors' had walked 3-6 km to the Park,
and an additional 32% had come 10-16 km. Cutters were asked what they liked about
the park. Thatch grass collection scored highest. Firewood collection, an illegal
activity, ranked second. It was found that there are few locally-available
alternatives to thatching grass for roofing purposes, virtually nane of which
are affordable to the villagers. The local fuelwood deficiency is serious and
illegal collection during the grass-cutting season is a threat to the future of
the grass program. Park authorities have estimated that the amount of firewood
taken from the Park during grass-cutting probably equals or exceeds the amount
and value of all grass materials that are removed.

••
,,

Evaluation: With the exception of grass collection, the benefits flowing from
the park to local people are minoras local people are not directly involved in
tourism. Although the benefits to the local economy from the grass program are
considerable, the park overall imposes considerable hardship on local
communities. Local people appear to have little choice but to continue illegally
taking their cattle into the park and collecting fuelwood. Preasure on the park
will increase unless alternatives can be found. Without the presence of the Nepal
Army it seems unlikely that Chitwan would have survived to the present.
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Central Selva Reqion, Peru

Protected Area: The Central Selva Resource Management Project is located in the
Palcazu Valley, in the central Amazon Rain Forest. Tbe valley lies at the base
of the Andes and is high in biodiversity; containing1over 1,000 different tree
species. Elevationa in the valley range from 270 metera to 3800 metera. The
1,220 km2 Yanachaga-Chemillen (Y-C) Park was established in 1986 as part of the
project. The Yanesha Communal Reserve, which acts as a buffer to the Y-C Park,
comprises 350 km2 of primary forest managed by the Amuesha Indiana. The 1,500
km2 San Matias-San Carlos Protection Forest provj,pes habitat for endangered
animal and plant apecies, hunting, touriarn, sciet;l'tific reaearch, etc.
Project: The Central Selva Resource Managernent Project
Project area and scope: The project has activities underway in different regiona
throughout the 70 x 20 km Palcazu Valley (Central Selva).
Implementing organization: Government of Peru: Flora and Fauna Directorate and
the Institute for National Development; the Peruvian Foundation for Natura
Conservation; Tropical Science Center; Amuesha Indian Communities.
Responsible government agency: Flora and Fauna Directorate.
Funding: $22 million from A.I.D. for activities from 1982-1987. One year (1988)
extension from A.I.D. totaling ~-· The Yanesha Forestry Component has received
from WWF-US since 1988.

[MAP]
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Central Selva Resoúrce Manaqement, Peru
context: In 1980, the President of Peru decided that the Central Selva region
could be transformed into the country's breadbasket through a large-scale
regional development program. This project became known as the Pichis-Palcazu
Special Project (PEPP). A.I.D.
agreed to fund one component of this project
(CSRM). Land-use studies, however, showed that much of the region was unsuitable
for intensiva agriculture and that the project would have a negative impact on
indigenous peoples.
The Government of Peru reconsidered their plan for the
region.
A.I.o.
agreed to support forest management and agro-forestry, a
protected area component, and local involvement. Conservation units created
include: Yanachaga-chemillen Park; the San Matias and San Carlos Protection
Forests; and the Yanesha Communal Reserve. When A.I.D. funding ended in 1988,
WWF became involved to support the cooperative and foreatry componente of the
Yanesha Communal Reserve, which belongs to the Amuesha Indiana, who have resided
in the area for over 1,000 years.
Project activities: In addition to establishment of conservation units, the
project also included an agricultural component to improve farming systems,
through research, extension, and marketing activities.
Forest production
activities, using the strip shelterbel~ system, were initiated by the Yanesha
Forestry Cooperative, which was formed by the Amuesha. The Amuesha were involved
in: establishing communal atores, marketing agricultura! products, and training
for local health and agricultura! extension agents. With WWF funda, the project
initiated: a valley-wide forestry extension program, training for both
cooperative members and non-members, vehicle purchase, and technical and legal
assistance. The Cooperative now has over 100 members.
Evaluation: By 1987, the CSRM had realized significant progress, including: the
incorporation of the Yanesha Forestry Cooperative, the harvesting of the first
two experimental strips, establishment of the national park and · protection
forests, and identification and mapping of forest production stands. The end
of A.I.D.
funda and increasing terrorism in the area have caused serious
limitations in what the project has been able to achieve in the past few years.
The Yanachaga-Chemillen Park, which remains vulnerable to encroachment from
loggers anda proposed road project. The initial design of the project was
problematic because local communities were not consulted and the design lacked
a strong social component. The project spent a great deal of time trying to
compensate for these early design flaws. While the cooperative has shown some
promise, it is still too early to tel1 if the strip shelterbelt system and
cooperative will be successful.
This is especially complicated given the
interna! problema, both economic and political, which face Peru •

•
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Monarch

Butterfly

Overwintering

Reserve

Protected
area:
Estimates are that over 100 million Monarch migrate from the
United States and Canada to Mexico for the winter. From mid-November
to midMarch, they rest in oyamel fir trees in the volcanic range of central Mexico.
Five reserves
were established
to protect the overwintering
habitat
of the
butterflies:
4,490 ha. in reserves and 11,619 in buffer areas.
The volcanic
range also forros part of the watershed for Mexico City and surrounding
cities.
Proiect:
Proiect

Monarch

butterfly

area and scope:

overwintering

reserve

Thirty one communities

protection

surround

the reserves.

Monarca,

A.e.

an NGO, began activities in the community adjacent to the reserve by
promoting tourism. They also provide information and education on the Monarch
butterfly both nationally and internationally.
Implementing organization: Monarca, A.e. is a private Mexican NGO established
in 1980, following a presidential decree to protect the butterflies.

Responsible goverrunent agency: Reserve management is the_ legal responsibility
of SEDUE, the Ministry of Urban Development and Ecology.
The Subministry of
Forestry, a unit of the Ministry of Agriculture and Water Resources (SARH), is
responsible for forest management and tree health and harvesting.
Funding: Funding for Monarca, A.e. and its activities, 198_ - 1989 have been
WWF has provided moet of the funding.

[MAPJ
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Monarch

Butterfly

OVerwinterinq

Reserves

Region: Thirty one jommunities
live around the reserves.
High population growth
in both rural and urban areas is increasingly leading to landlessness.
Cutbacks
at a nearby silver mine have led to a slump in the economy of the area,
increasing
the pressure
on the nearby forests as unemployed
workers
seek
alternative sources of incarne. Although forestry is the economic mainstay of the
area, it is inappro~iate
in many areas due to steep alapes.
Most wood is
processed outsid~ the region; peasants receive little income from the timber.
subsistence agrj.culture is prevalent throughout the region, although agricultura!
production is low dueto steep slopes, cold climate and poor soils.
Poverty,
scarce economic
opportunities,
low levels of agricultura!
production,
and
increasing population are leading to logging, agricultura!,
and cattle grazing
in the reserves and buffer zones.
The reserves are seriously threatened.
Project Activities:
Monarca, A.e. 's objective has been to protect monarch
butterflies.
They have lobbyied for the creation of reserves to protect the
monarch's overwintering
habitat and have: facilitated research on the Monarch
and its habitat; encouraged the development of one reserve for tourism; developed
educational materials and handled public relations about the butterflies;
and
initiated activities to protect the reserve and work with local communities.
Diverse national and state government agencies, and Monarca A.e. developed a
plan for integrated development activities in the region to reduce pressure on
the reserves.
The plan has not been implemented, dueto
lack of funda and/or
political
interest in the project.
Tourism
(to visit the butterflies)
is
increasing, but has not provided a sufficient incentive to local communities for
them to stop encroaching on the- reserves.
Monarca, A.e. has initiatéd severa!
activities in one community to help them receive potential benefits from tourism.
These include helping establish a community store to sell souvenirs to tourists
and lobbying to get the community a share of gate receipts.
They also have a
tree nursery and reforestation program.

•
••

Evaluation: Monarca, A.C. 's major accomplishments have been successful lobbying
for the creation of the overwintering reserves and promoting tourism. Their
rural development activities have not led to predicted resulta, in part because
the scale is too small and they lack critica! socio-economic information on
which to base project planning and implementation. Although local people receive
a portion of tourism revenues, which have been increasing, the revenues have not
been sufficient to halt deforestation. Local people have not been involved in
decision-making and no local institutions to manage the tourism have been
established. Monarca A.e. only maintains offices in Mexico City, to lobby the
government and for public relations on the butterflies and fundraising,
complicating their work in rural areas. The nursery has had technical problema
and has not been able to produce seedlings at expected levels. Threats to the
reserves are extremely high and have not been affected by the project. Virtually
none of the integrated rural development plan prepared by the government was
implemented, and the government has not had any significant enforcement role.
Monarca, A.C.s relationship with the government vis a vis reserve management is
unclear.
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Osa Peninsula. Costa Rica
Protected Area: The osa Peninsula, in the extreme southwestern section of Costa
Rica, iJ one of the few lowland tropical forests remaining intact in Central
Americ~.
Much of the 175,000 ha. península is protected; it includes the
Corcovado National Park, the Golfo Dulce Forest Reserve, the Guaymi Indigenous
Reserve, !sla de cano Biological Reserve, and the Golfito Forest Reserve.
Project:

•

·BOSCOSA Project

:!

Proi@ct Area and Scope: BOSCOSA is a pilot project, initiated in December 1987,
to "maintain forest cover on the Osa Península, including Corcovado National Park
and surrounding buffer zones."
Implementing Agency: The Conservation Foundation (affiliated with WWF) designed
and raised funde for the project. It is administered in Costa Rica through the
Fundaction Neotropica.
Responsible government agency: Numerous government agencies are involved. The
National Parks Service (parks and biological reserves); Forestry Directorate
(forest reserves);
National Commission on
Indigenous Affairs
(Indian
reservations); and·the Conservation Unit in the Ministry of Mines, Energy and
Natural Resources.
Funding:

[MAP]

"

A-15

•
Osa Peninsula, Costa Rica
Context:
Limited access protected the peninsula until the early 1960's. Now,
Corcovado National Park and the Golfo Dulce Forest Reserve are thre~tened by
farmers practicing slash-and-burn agriculture, uncontrolled hunting, small-scale
timber extraction, and small to medium size gold mining. These problema have
been exacerbated by the withdrawal o_f a banana company, which put thousands out
of work. Deforestation had been limited to flat area, but is increasing on steep
slopes, destroying watersheds and increasing soil erosion and flooding of
lowlands.
Although the rampant resource destruction is occurring for
subsistence, the level of living for many is declining. Agricultura! soils are
rapidly losing productivity, timber and gold revenues earn little on the
Península and there is little to reinvest. Government services have generally
been low. Confrontation between gold minere and park staff have escalated to
levels of personal injury.
Project Activities: BOSCOSA is a pilot project which ~~s been in operation for
a little over 2 years. The original focus on forestry activites has expanded
to deal with the complex socio-economic problema found in the region. BOSCOSA
activities include: natural forest ~anagement, improved agriculture and
agroforestry, reforestation, and ecotourism. These activites were devised after
an extensive planning phase including socio-economic surveys, land tenure, land
use, and land capability studies, all in one community which has served as the
focus for numerous project componente. From this community, the project has
recently branched into other areas. BOSCOSA's strategy has been to help create
or support local organizations that can help implement project activities and
to work with local communities in a process call "participative community
extension". In addition to work at the community level, BOSCOSA is fac_ilitating
the development of a regional development plan for the peninsula, in consultation
with government and local institutions.
Evaluation:

TO BE COMPLETED

"
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Sian Ka'an

Biosphere

Reserve

Protected Area:
The Sian Ka'an Biosphere Reserve (SKBR) is a 523,000 hectare
World Heritage site located on the eastern side of the Yucatan Peninsula in the
State of Quintana Roo.
It incorporates tropical forests, mangroves,
marshes,
and part of the world's second longest barrier reef.
The core of the reserve
(240,000 ha , ) is made up of marine and terrestrial
areas zoned for total
protection.
Buffer zones permitting
low intensity uses such as tourism and
agricultura! production comprise the rest of the reserve.
Few threats currently
confront the SKBR.
The greatest problema are lack of governmental
coordination
and consequent
ineffective management.
The reserve management
plan has never
been officially
adopted, leading to speculation that sections of the
reserve
could be sold and developed for tourism.
Turnover of park managers and guarde
has been high.
Projects:

Community development- Amigos de Sian Ka'an (ASK)
Forestry management and processiig- Pilot Forestry

Project

(PFP)

Implementing
Agency:
There _are two groups implementing
activites which could
potentially
affect the SKBR.
The first is the Amigos de Sian Ka'an, an NGO
created in 1986 to channel private support into the Reserve, and to develop and
promete sustainable development projects in the region.
The second is a German
government-sponsored
project, PFP, which was initiated in 1983 by the State of
Quintana Roo and the Ministry of Agriculture
and Water Resources
(SARH).
Project Area and Scope: ASK activities are concentrated
in severa! communities
in or near the reserve.
PFP project activittes cover approximately
ha.
of community forests outside the reserves.
Funding:
WWF
conservancy-has

provided
provided

to ASK between
GTZ has provided

1986 and 1990, and The Nature
$~~

to PFP.

(MAP]
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Sian Ka'an Biosphere

Reserve

Region:
The Sian Ka'an Biosphere Reserve region is one of strong contrasta.
Although located in Mexico's fastest growing state, Quintana Roo, there is little
evidence of rapid change in the Mayan communities which surround the Biosphere
Reserve.
Most of the growth is concentrated around the tourist resort of Cancun.
Approximately
25,000 people live in the communally-held
peasant landholdings
(ejidos) surrounding
the Reserve.
The majority of Maya on the ejidos are
subsistence
farmers.
Most have retained their language and cultura, despite
their constant contact with the Hispanic population.
Economic pressures are
increasingly forcing people, either individually or collectively, to cut timber
to sell or in arder to expand agricultura! production.
Ejido forests adjacent
to the reserve are currently subject to the greatest pressure. A small community
of fishermen (about 1,000 people) live within the reserve and depend on lobster
harvesting for their livelihood.
The current level of threat to the reserve is
low.
Project Activities:
ASK has promoted research projects designed to insure the
sustainable
harvest
of lobster and to preserve
palm species
used by the
fishermen.
They have developed
a demonstration
farm to show the lobster
fishermen,
who were claiming
large tracts of land inside the reserve
for
agriculture, that adequate production could be achieved on ·small parcela using
sustainable agr icul tural. techniques. ASK has also produced information pamphlets
about the Reserve and lobbied the government for improved reserve management.
The- Pilot Forestry Project helps ejidos implement improved forestry practices
and di versify forestry industries in the area. The proj ect works with 53? ej idos
with a population of over 9,000 families.
The forestry potent~al of each ejido
is defined after extensive surveys of forests. A management plan developed which
guides logging and reforestation.
__Instead of selling logs to middlemen, the PFP
helps ejidos increase employment and value added by processing the lumber at the
ejido.

••
•..

Evaluation: The ASK projects convinced fishermen to reduce the size of their land
claims within the reserve and to improve management of the lobster fishery.
Their rural development activities are both small and recent. Their agricultural
intensification
project has only been adopted by about 14 families.
Other
activities, such as crocodile farming, ecotourism, etc. have yet to show resulta.
Plans for expansion, even if successful, would still be too small to bring about
changes in the surrounding
communities
on sufficient
a scale to impact the
reserve.
ASK is working with local communities, but has not developed a strategy
for building local institutions.
ASK's relationship to the Reserve is unclear;
the Mexican government
has demonstrated
little interest in encouraging
local
participation or NGO involvement in reserve management.
Staff turnover has been
high and has undoubtedly
affected
their progress,
both as viewed
by the
communities and by other agencies involved with the reserve.
As conceived, the PFP could potentially have a major impact in maintaining
the
block of forest which surrounds SKBR. Project activities which stress building
local capacity, working with established
community institutions
and strongly
linking development and conservation are too new to have demonstrated
positive
resulta.
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Ta1amanca Reqion, Costa Rica
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Protected Area: The Talamanca region contains two national parks, one biological
reserve, one protected zone, five indigenous reservations and one wildlife
refuge, spanning diverse ecosysterns: beaches, coastal plaina, mangroves, and
tropical rnoist forest. The prirnary focus of project activities is the GandocaManzanillo Wildlife Refuge, whic~ has 5,000 ha. of contiguous private
landholdings, some under cultivation and others in a wild state. The Refuge also
includes 4,400 ha. of marine areas and has a 6,000ha. buffer zone between the
Refuge and intensively used agricultural areas. Endangered species found in the
Refuge include: manatee, cairnan, crocodiles, and tapir.
Project activities
include all of these areas as well as the adjacent La Amistad B~osphere Reserve~
Implementing Agency: ANAI is the Association of New Alchemists, founded in 1976
to "integrate conservation of natural ecosystems with the development needs of
rural peoples." ANAI works exclusively in the Talamanca region.
Project:

ANAI Talamanca Project
'

Project Area and Scope: The Talamanca region of Costa Rica comprises the entiré
south-eastern portion of the country. ANAI initiated activities there in 1976~
Responsible government agency: Numerous governrnent agencies have jurisdiction:
National Parks Service (parks and biological reserves); Forestry Directorate
(forest reserves); Wildlife Office (wildlife refuges); National commission o~
Indigenous Affairs (Indigenous reservations); and the Conservation Unit in the
Ministry of Mines,. Energy and Natural Resources (La Amistad Biosphere Reserve).
ANAI receives funding from a variety of foundations and NGOs. Funding
Funding:
1987:
has been as follows: 1984: $59,500; 1985: $215,600; 1986: $326,100;
$250,200; 1988: $350,90-0; 1989: $ __

[MAPJ
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~alamanca

Region,

Costa Rica

Context:
The Talamanca region is one of the most racially heterogeneous zones
in Costa Rica, with blacks, mes.tizos (mixed Spaniards and Indians), and Indians.
Most are small-scale farmers and many grow cacao as their primary cash crop.
Tirnber extraction and commercial banana planations also provide employment.
Reliance on forest resources by each of the ethnic groups is strongly related
to externa! factors such as timber and cacao prices and e~ployment opportunities
with the banana companies.
Resource exploitation is more intense cacao
production or prices fall or when companies lay-off workers. Both have been
significant problema in recent years. Road construction into the area has led
to high in-migration, increased tourism, land speculation, and deforestation.
Migrante and timber contractors have increasingly cleared forest land.
Project Activities: The philosophy of ANAI is to promete land stewardship and
individuaJ responsibility to the greatest extent possible. Initially, the focal
point foriproject activities was the Gandoca-Manzanillo area. Within the past
two years however, project activities have increasingly become widespread
throughout Talamanca. ANAI helped 24 communities in Talamanca develop selfsupporting tree nurseries and is training a representatrve from each community
in agriculture and forestry. A land titling program for farmers in or near the
Refuge was initiated in 198_. The project is also: (1) working with groups of
farmers to maintain sections of their farrns in forests; (2) sponsoring several
small research projects on wildlife and natural resources; (3) responsible for
creation of the Refuge and assist with its management and protection. ANAI
helped establish a cacao marketing association and has initiated numerous pilot
projects, ranging from iguana ranching to butterfly collecting.
Evaluation: ANAI has made progress in establishing self-sustaining community
nurseries, which have produced over 1.8 million trees, and in creating an
official wildlife refuge.
Their agroforestry activities may have increased
household incarne and land use by improving cacao production but few recorda are
kept, rnaking evaluation difficult. Other activities are too recent in origin to
show any clear resulta linking conservation and development. The area ANAI works
in is huge and they have numerous activities underway; consequently, their
activities are too dissapated within the region to have significant conservation
or development impacta. Activities are not based on a "project" cycle or plan;
they initiate activities as funda and staffing permit. As yet, no significant
local organizations have been created (apart from the recently established cacao
marketing association)-, and there is no formal process to involve local people
in project decision-making.

.,

.

There is virtually no way to differentiate between ANAI as an NGO and their
projects. ANAI as an NGO has a relatively low profile and seeks only to improve
the situation in the Talamanca region. Principally because of the interest in
unrestrained growth at the municipal leve!, ANAI has been unable to get local
government support.
However, they have succeded in convincing government
officials of the need to link development and conservation and provide local
people with benefits. To date, the breadth of their activities, coupled with
rapid regional changes have prevented them from clearly demonstrating how this
can in fact be done.
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Air/~enere

National

Natura Reserve,

Niqer

Protected Area: The Air/Tenere National Nature Reserve covers 64,000 km2 of arid
lands on the ~outhern fringes of the Sahara Desert.
The Air Mountains forma
plateau with peaks ·ris~ng to 2,000 m, extending into the sandy plains of the
Tenere region. This exceptionally harsh environment supports severa! rare mammal
species including the addax, dama and dorcas gazelles, Barbary sheep and ostrich.
The reserve was established as a rnultiple-use.area in 1988 by legislation which
banned hunting but specifically allowed the resident population to rernain and
protected their customary resource use rights, including fuelwood collection,
harvest of fruits and certain planta, and livestock grazing.
Project: The Air/Tenere

Conservation

and Management

of Natural Resources

Project.

Project area and scope: The project began in 1982. Conservation activities
reached throughout
the reserve.
More recent development
initiatives

have
have

i focussed on one of the two permanent settlements inside the reserve.
Implementing organization: The World Wide Fund for Nature (WWF) and the World
Conservation Union (IUCN).
Responsible government agency: Service of Wildlife and Fisheries of the Ministry
of Agricultura and Environment.
Funding: For 1982-85: $580,000.
1990): $2.7 million.

Phase I of the integrated project phase (1987-

(MAP]

•
•

A-21

•.
Air/~enere

Hational Mature Reserve, Hiqer

Context:
This massive multiple-use area contains only 4,500 people, all of
Twareg descent. The Twaregs have a benevolent attitude towards wildlife and do
not representa
serious threat to the reserve's flora and fauna. About half are
resident in two villages in which the major economic activities are gardening
and livestock rearing.
The remainder of the population practices transhumant
pastoralism.
Though rare and erratic, the area's short rainy seasons maintain
a sub-surface water table that supports animal and vegetable life and allows for
year-round irrigated gardening at the two settlements. Wildlife populations have
been adversely affected by recurring droughts since the late 1960s, compounded
by human activities.
As grazing resources d~ied up, trees and bushes have been
damaged by herders to provida browse for their camels and goats.
Soldiers have
shot game animals,which have also been harrassed by foreign tourists using allterrain vehicles.
Project activities: The objectives of the project includea reconciling the
sustained use of natural resources with conservation while promoting socioeconomic development in the region.
Initial conservation activities included
prevention of poaching, control of tree-cutting, surveillance of tourism anda
public awareness campaign.
Research activities included wildlife censuses,
resource inventaries and vegetation monitoring.
Development activities in and
around the permanent settlements have included efforts to rehabilitate degraded
pastures, the promotion of techniques allowing woodless house construction, fuelefficient
cooking
stoves,
and the establishment
of two nurseries.
Six
experimental small dama for flash flood control were well received and several
hundred more subsequently constructed.
A volunteer network of village representatives has been established among local
leaders.
Their responsibilities are: to be well-informed of the rules, goals
and activities within the Reserve; to sensitize others regarding these rules and
goals; and to inform t~e enforcement authorities of any infractions of the rules
observed within their districts.
Evaluation: Since the reserve was established, the publicity surrounding the
project, the legal prohibitions against hunting, and the enforcement activities
of project staff have largely eliminated poaching Ln the area.
Wildlife
populations appear to be gradually increasing.
There have been no recent
droughts and so grazing regulations are so far untested.
Efforts to restore
pastures have had limited success so far. Most of the villagers have benefitted
either directly or indirectly from the dams. Many have also benefitted from other
project activities.

.
••

This project is unusual Ln that local people are few in number and do not
representa
serious threat to local flora and fauna.
While their relationship
with the project has generally been on an employment basis, with limited
participation in decision making, the project appears to have made a promising
start towards achieving its conservation objectives •
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Amboseli
Project:

Amboseli

Activities:

Park. Kenya

Park Agreement

Community

Year Initiated:

Hational

water supply and tourism benefits

1977

Project Area/Scope:
The project addressed communities within severa! group
ranches around Amboseli National Park, primarily those within 10km of the park.
Protected Area: Amboseli Nationa~Park,
large marnmals and permanent water.

a 600km2 savanna park important

Implementing organization: The Government of Kenya,
assistance from the New York Zoological Society.
Responsible

Government

Agency: Wi~dlife Conservation

with part-time

and Management

.,

for its

technical

Department.

j

Fun.ding: ·The project was funded. primarily through a $37 million World Bank
conçessional loan, which benefited Amboseli as part of a larger effort to foster
wildlife and tourism in Kenya.

[MAP]
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Amboseli

Park Plan

The Amboseli basin is an area of perenial springs at the foot of Mount
l<ilimanjaro. Wildlife is abundant, concentrating around springs in the dry
season and dispersing to the outlying basin during the rains.
The people of Amboseli are Maasai pastoralists who have occupied the area for
severa! hundred years. The Maasai have traditionally relied on the springs of
Amboseli to wate:t." their stock.
The Maasai hold group tenure to the land
surrounding Amboseli and maintain open range, which is critica! to wildlife
dispersa!.
Amboseli National Park encorporates the largest system of springs in the basin,
an area of critica! importance to both livestock and wiidlife during the dry
season. Previous conservation areas (Game Reserve, 1906; National Reserve, 1948)
at Amboseli had permitted Maasai use of the area. This right was removed by
National Park establishment, with a complex set of direct cash payments and
development measures offered to the Maasai in compensation.

Project Activities
Major componente of the project were water supply, direct compensation, community
services, and tourism development on Maaeai lands.
water supply. A pipeline system was constructed to provide the Maasai with
access to spring water without entering the park.
compensation. The Government of Kenya agreed to pay direct compensation to the
Maasai, proportional to wildlife use of Maasai lands.
community services. Park headquarters were relocated adjacent to Maasai lands
and included a school and dispensary.
tourism development.
The Maasai were assisted in developing contracts with
tourism operators for camping concessione on Maasai land.

•

Analysis
Despite being one of the most cited examples of protected areai3 returning
benefits to local communities, the goals of the Amboseli Park Plan are still
largely unrealized. The piping system has not been fully functional for over
ten years. Compensation was terminated by goverrunent financial constraints in
the early 1980s. The dispensary is well-used, but the school is not. Tourism
development on Maasai lands has been minor. Because goverrunentcommittments have
not been honored, the Maasai still use springs within the park to water
livestock. The Maasai community retains willingness to respect the plan, if
government commitments are met. This may be dueto the participatory process
used in plan development. To date, however, the Maasai have recieved few of the
benefits promised in the plan and have done little to modify their use of the
park.
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Amhoseli
Project:

Wildlife

Extension

Activities:· Community

National

Park.

Kenya

Project

an:imation,

environmental

education

.

Chronology: Project activities initiated in 1984
Project Area/Scope: The project areais defined as the Loitokitok division of
the Kajiado District in southern Kenya. Loitokitok Oivision is approximately
4,626km2 in area, with a human population of approximately 30,000.
Protected Area: Amboseli National Park lies wholly within the project area.
Chyulu Hills and Tsavo West National Parks border the project area on the north
and east.
The project intende to improve· attitudes towards wildlife and
conservation in communities bordering all three parks.
rmplementing Organization: The project is an independent activity, designed and
managed by an ex-patriate zoologist with social science background.
Respousible Government Agency: The project works closely. with the regional game
warden and other representatives of government. There is no formal government
involvement, however.
Funding:
The project has recieved funding from severa! sources, with major
support coming from the African Wildlife Leadership Foundation and UNESCO.
Annual funding is on the arder of US$50,000.

•
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Wildlife

Extension

Project

The Wildlife Extension Project operates in the interface between Amboseli and
Tsavo West National Parks in southern Kenya.
The project addresses many of the
sarne Maasai communities affected by the Amboseli National Park plan.
Unlike the Amboseli Park Plan, the emphasis of the Wildlife Extension Project
(WEP) is on working with people, rather than on imlementing technical solutions.
WEP has focused on the needs of women, household conservation, and facilitation
of constructive relationships between wildlife officials and the conununity.
; Project Activities
WEP project activities
are based on an eight step process developed
by the
project' s designer
and first director.
Key elemente
in this process
are
educational workshops,
facilitation of government-community
interface, smallscale community development projecta and development of education and training
materials.
'

: education and planning workshops.
WEP uses workshops to elicit community
. interest in conservation. Community representatives attend workshops at which
community needs are discussed and means of project assistance are formulated.
community action projects. Growing out of the workshop process are small-scale
community conservation projects which WEP facilitates with technical assistance
and fund-raising.
govermnent-cqmmunity interface.
WEP works closely with local government
officials and wildlife officers to develop an extension (as opposed to
enforcement) approach to wildlife conservation.
education and training. The project has produced numerous educational materials
and assisted government and university training in wildlife extension.
Analysis
The WEP human-oriented approach has produced little tangible
evidence of
increased community appreciation of wildlife. This is due in part to the large
size of the project area and in jart to limitations in project approach. The
WEP project areais huge (4,626km) and project staff limited (one director and
two assistants). Volunteers intended to serve as the link between the project
and the community have not been easily accepted in the Maasai community, which
has a strong emphasis on traditional leadership. WEP has established good
working relations with local and central government and conservation NGOs, but
until project staff is increased or project areais reduced, project impact will
remain so diffuse as to be unmeasurable.
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Bururi Forest Reserve

Project:

Bururi Forest Project

Activities: Community Agroforestry
Chronology: Grant agreement signed 1982, project fully
operational 1983.

Grant terminated 1987.

Project Area/scope: approximately 100knl2
population 4,000-5,000

Protected

Area:
The Bururi Forest Reserve comprises abou~ 2,000ha.
Approximately 1, 600ha . of the reserve remains in natural forest, with the
remainder having been deforested and currently under pine plantations.
Imple.menting organization: The Government of Burundi, with voluntary assistance
provided by the United States Peace Corps.

Responsible Governaent Agency: National Institute of Nature conservation (INCN)
.of Burundi (equivalent of park service).
Funding:

The Bururi Forest Project was funded by a 5-year grant of $1.2 million
from the United States Agency for International Development.
The grant
terminated in 1987.
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Bururi

Forest

Reserve

The Bururi Forest Project focuses on a small patch of remaining highland forest
in Central Burundi. The forest has been preserved as a royal hunting area and
later as a Forest Reserve. Prior to project inception, the Bururi forest was
under threat from fuelwood gathering, grazing, and agricultural encroachment.
Land use surrounding the Bururi forest is primarily subsistence agriculture.
About 25,000 people live in the commune of Bururi, about 4,000 of whom live
within two kilometers of the reserve.
The forest is transected by several
footpaths which are important links between outlying areas and the village of
Bururi.
Project Acttvities
The Bururi Forest Project was the first donor-supported project of the Burundian
Institute National pour le Conservation de la Nature (INCN). The objective of
the project was to improve management of ~he Bururi Forest Reserve and to provide
alternativa sources of wood products to the local community. Project activities
included enforcement, education, forestry and agroforestry extension.
enforcement. The proj·ect upgraded the reserve forest guard contingent from one
to eight and marked the boundary of the reserve.
education. Project e~tension agents incorporated conservation messages in their
extension discussions with local farmers· and presentations and demonstration
plota were established in local primary and secondary schools.
forestry and agroforestry. Project activities initially stressed establishment
of plantations of exotic species adjacent to the reserve. Following an early
evaluation, plantation forestry wa$ de-emphasized and an agroforestry extension
program developed.
Analysis
The Bururi Forest Project has made a major contribution to the conservation of
the Bururi Forest Reserve. Project recorde record a dramatic decline in reserve
violations following the establishment of the agroforestry program. Reserve
boundaries have been marked and several families living inside the reserve has
been relocated. Projeçt extension has reached the majority of the people within
two kilometers of the reserve and the present project manager lists education
as the greatest success of the project. However, USAID funding phased out in
1989 and forestry programe have faltered as a result of very low levels of
recurrent cost support available from central government.
Agroforestry
activities have been turned over to local cooperatives because the project lacks
funds for even basic nursery supplies such as polyethylene bags. The long term
implications of these recurrent cost problema for project sustainability are
unclear.

A-28

Rumonqe,

Vyapda and Kigwena Reserves, Burundi

i

Project: Rumonge Agroforestry Project
Activities: Cormnunity agroforestry, education
Chronology: Pr'oject actlvities 'initiated January, 1986.
"
Project Area/Scope: The project works in·a villages surrounding
three protected areas. Total project areais over lOOJan2, with population of
over 3, 000 per sons.·
Protected Areas: Rumonge Forest Reserve, 10km2; Kigwena Forest Reserve,
~yanda Forest Reserve, 40km2•
Implementing Organizat~on: The Government of Burundi,
4.
Catholic Relief Services.

Skm2;

in association with

Responsible Govermaent Agency: Institute National pour le conservation de la
Environnernent et la Nature (INECN) [forrnarly INCN].
Funding: éatholic Relief Services has provided project funding through severa!
grants spanning five years and arnounting to approxirnately $500,000.
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Rumonqe

Agro-Porestry

Proiect

e

The Rumonge Agroforestry Project is a replication of the Bururi Forest Project,
located in the low- to upper-elevation forests of Burundi.
The project
encompasses three reserves near Lake Tanganyika. It attempts to improve reserve
enforcement while providing alternative sources of wood products, employment,
and incarne to local communities.
Important differences exist between the Bururi and Rumonge projects, however.
The total area of the Rumonge reserves is much larger that that of Bururi, but
they are biologically much more degraded. Sources of incarne in the Rumonge
communities are much more diverse, with prominent fishing and trading sectors
owing to the proximity of the lake. The potential for nature tourism at Rumonge
is also much higher, owing to the presence of chimpanzees in the reserves and
its greater proximity to the capital.
Project Activities
Rumonge project activities parallel those developed at Bururi. Major emphasis
is placed on reserve management and agroforestry, with secondary attention to
tourism development.
agroforestry. The project has established an agroforestry extension program
which has distributed over 500,000 trees to area farmers. Trees are distributed
through a network of extension agente and model farmers. Most project education
is undertaken through the extension system.
reserve management. Project activities have focused on consolidating management
and enforcement of two existing reserves and gazetting a third reserve
potentially important as chimpanzee habitat.
The project has relocated
approximately 30 families living illegally in the reserves with the assistance
of local goverrunent.
Six reserve guards have been hired by the project, the
first full-time guârds assigned to either of the reserves.
tourism development.
The project has established reserve trails, trained
guides, and developed tourism plana for the area. Tourism potential in the
project area is limited, however, and major development will depend on the
habituation of chipanzees for nature tourism.

.
••

Analysis
The Rumonge Project has shown rapid achievements, due primarily to its reliance
on techniques which had proven successful at Bururi.
The INCN was the
implementing agency for both projects, and the agroforestry and enforcement
techniques developed at Bururi were widely applicable at Rumonge.
Based on
these elemente of replicability, Rumonge was quickl.y ful.ly operational.. Project
managers at Rumonge are moving to counter some of the recurrent cost problema
encountered at Bururi by developing revenue-generating activities within the
project. Whether these actions will ensure the sustainability of this larger
and more ambitious project will become clear when donor support terminates in
1991.
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••

Bast Usambara Mountains. Tanzania
Protected areas: The East Usambara mountains in northern Tanzania belong to an
old and isolated mountain chain containing a high degree of biological endemism.
Rainfall exceeds 2,000 mm/year and the mountains, with a high point of about
1,500 m, are the main source of water for urban and agricultura! areas in the
adjacent lowlands. Topsoils are hi_ghly susceptible to erosion on the steep
slopes. Industrial logging (until 1987), pit sawingand undercropping of the
canopy with cardomom have significantly degraded the natural forests, which are
now limited to 18 forest reserves (totalling about 16,000 ha) and 9,000 ha of
public land. Forest gaps have been extensively colonized by an exotic,
Maesopsis.

•

Project: The East Vsambaras Agricultura! Development and Environmental
Conservation Project began in 1987. FINNIDA carried out a separate forest
inventory and prepared a management plan in 1988 which has yet to be
irnplernented.
Project area and scope: Based at Amani, the project has concentrated on 15
villages located· near forest reserves in the southern part of the East
Usmabaras.
Irnplementing organizations: The Ministry of Agriculture
and Livestock
Development (MALD), and ~he Tanga Regional Authorities, in collaboration with
IUCN and the Forestry and Beekeeping Division (FBD) of the Ministry of Lands,
Natural Resources and Tourism.
Responsible government agency: The forest reserves and the forests located on
public lands are under the jurisdiction of FBD. MALD has jurisdiction over the
nonforested public lands. Local people also have rights over the public lands,
although these rights are not clearly defined.

.•

Funding: From EEC.

[MAP]
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East Usambara

Mountains.

Tanzania

context: Formerly extensive forests have been replaced by a patchwork of: (1)
shrinking forest remnants, many of which have been modified by human activity;
(2) tea estates; and (3) smallholder farms. The East Usambaras population of
about 40,000 consista almost entirely of poor farmera from a variety of tribas.
Many
are recent
migrante
to the · area who were
attracted
by wage
labor
opportunities
in private coffee and, later, tea estates. Tea and cardamom are
currently the area's principal
crops. Cardamum
is a major export crop for
Tanzania and has been encourãged by the government. It requires shade from the
natural forest canopy but degrades the soil after a few years of production,
requiring further sites to be cleared.
Project
activities:
The project
began
in 1987 with
staff
seconded
from
government
departrnents and two expatriate
technical
advisers.
A village
coordinator
(VC) was selected from each of 15 villages.
The vcs employed as the
project's extension agents. The government has guaranteed to pay the salaries
for these positions after the project finishes. Major project activities have
included: the promotion of income-earning substitutas for cardamom which do not
degrade the soils; contour planting, road repair and maintenance;
60 km of
boundary planting around the forest reserves, for which villagers were hired;
establishment
of private and village tree nurseries; agricultura!
extension;
promotion of small-scale
cooperativa enterprises,
including fish ponda, pitsawing and chicken raising. There are plana to extend the project into villages
throughout the East Usambaras starting in 1990.
Evaluation:
Implementation
is at an early stage and difficult to evaluate. An
effective
community outreach mechanism was essential given the large target
population and lengthy travel times between villages. The vc approach seems to
be working well and the project managers have won the trust and respect of
villagers and local government officials. A few farmers have begun growing trees
and have adopted
new cash crops but there
has been
little progress
in
encouraging people to work together effectively on cooperativa income-generating
ventures such as pit sawing. Community participation in project decision-making
is limited. Prospecta for sustainability have been enhanced by the participation
of government line agencies (MALO and MLNT), the placement of their personnel
in key project poste, and the guaranteed permanence of the vc positions.

.

Adequate baseline surveys of the farming systems in the area have not been
carried out. Further progress will require viable alternatives to cardamom to
be widely adopted. There is currently little evidence that project conservation
goals are being achieved, although the ending of commercial logging in 1987 was
critically important and the boundary tree planting activities were an important
step in conserving the forest reserves. The forests on public lands, which
deflect pressure from the reserves, continue to be degraded. Without a
strengthened enforcement function, particularly to control pit-sawing, it seems
unlikely that the public land forests will survive for long, placing further
pressure on the reserves. By late 1989 the project had achieved as rnuch, if not
more, than could reasonably be expected, although the predictions of financial
self-sufficiency made by a 1985 IUCN planning mission now seem unrealistic.

A-32

Madaqascar:

Beza Mahafa1y

& Andohahela

i

Protected areas: (1) The 600 ha Beza Mahafaly special Reserve was established
in 1985. The reserve protects a small area of southwestern Madagascar's rapidly
declining riverine and spiny bush forest; (2) The 76,000 ha Andohahela Integral
Reserve in southeast Madagascar includes a unique transition zone from the
eastern rainforests into the southern spiny desert. Andohahela is believed to
be the richest center of biodiversity in Madagascar, which was established in
1939 and expanded in 1966. About 40% of the reserve has been deforested.
Responsible government agency: Both reserves are under the jurisdiction of the
Service de la Protection de la Nature within the Direction des Eaux et Forets
of the Ministre de la Production Animale (Elevage et Peche) et des Eaux et
Forets. The Ecole Superiere des Sciences Agronomiques (ESSA) at the University
of Madagascar has been granted responsibility for Beza Mahafaly.
Projects: The Conservation in Southern Madagascar Project was initiated in 1977.
The project primarily focussed on conservation activities at Beza Mahafaly until
1985, when it expanded to include: (1) development activities at Beza Mahafaly;
and (2) conservation and development activities at Andohahela.
Implementing organizations: ESSA, Yale university and Washington University.
Project area and scope: Villages in the immediate proximity of the reserves.
Funding: WWF provided: $120,500 during 1977-85 and $165,000 during 1985-89.
USAID provided: $170,000 for 1987-89, $70,000 for road construction (from PL 480
funda) and has committed $140,000 for a canal project.
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Madaqascar:

Beza Mahafaly

& Andohahela

Context: (l) In 1977, three collaborating universities sought a site in
southwestern Madagascar for conservation, training and research. People in the
Beza Mahafaly area expressed an interest in protecting an area of forest which
they believed sacred. There are eight villages within 20 km of the reserve, with
a total population of less than 2,000. The local Mahafaly people have taboos
against killing wildlife. Maize, manice, sweet potato and rice are the major
crops. Preliminary tests suggested that local soils can sustain agriculture for
2-3 decades after forest clearance. (2) About? villages and ?? people surround
Andohahela.
Project activities: At Beza Mahafaly the project aimed to provide people with
an incentive to support conservation effarts by making an agreement specifying
the obligations of villagers and the benefits which they would receive. The
project then sought funding to: (1) repair an important access road; (2)
renovate a 10 km irrigation canal; (3) build and equipa school; and (4) develop
a small-agricultural program. While the canal is not complete, the other
activities have been implemented, some after very long delays. Forest guarda
have been hired from local villages and the Beza Mahafaly Reserve is adequately
protected. The Andohahela project has hired 11 forest guarda· from local
villages, and has begun a series of surveys to formulate a development and
conservation program, which will build upon the Beza Mahafaly experience. Ten
small irrigation projects have been cornpleted, providing a total 40 ha of
irrigated land for 23 families. A variety of small-scale agricu~tural activities
have also been initiated.
Evaluation: The relatively small Beza Mahafaly Reserve has become an important
model of cornmunity involvement in conservation in Madagascar. The decision to
create the reserve was made by the entire population of the valley, in
anticipation of development activities to improve their livelihoods. These
benefits have taken over a decade to be delivered, and many of the activities
are focussed on the single village of Analafaly. The major benefit has come from
road repaira which have eased access to the nearest market town. Completion of
the canal project will probably result in a significant increase in incarne for
about 600 families. Local people have supported the project's conservation goals
while receiving fairly modest development benefits in return. This appears
attributable to the complete absence of governrnent services in the area anda
ten year involvernentof expatriates cornmitted to developing and maintaining a
positive relationship with local communities and an effective dialogue with
government agencies, and in persisting with the project in the face of some
alarming bottlenecks in funding flows. Several factors suggest that the Beza
experience would be difficult to replicate elsewhere: (1) the small size of the
reserve; (2) low population densities, stable agricultural systems and a
relative abundance of fuelwood in the vicinity of the reserve; (3) the
relatively large number of local people hired by the praject as forest guarda.
Andohahela is more than 100 times larger than Beza Mahafaly and is surrounded
by an equivalently greater population. It is currently too early to evaluate
this project component.
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Hazinga Game Ranch, Burkina Faso
Protected Area: The 1,000 Jan2 N~zinga Game Ranch.
Project: The Nazinga Game Ranch.
Project area and scope: The project· has focussed on habitat and anti-poaching
measures to restore wildlife populations for _safari hunting and the production
of game meat inside the ranch boundaries.
,
Implementing
organization:
The African
Wildlife
Husbandry
Oevelopment
Association (AWHDA}, an NGO formed by expatriates to establish and manage the
ranch, in partnership with the govérnment.
Responsible government agency: Ministry of Environment and Tourism.
Funding: 1979-84: 900,000 from CIDA and $800,000 in land value and the salaries
of officials. [+ whatever the summary table in _chapter 1 says.]
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Nazinqa Game Ranch,

Burkina Faso

Context:
The idea for the ranch originated during the 1972-74
although major funding did not become available until 1979.

Sahel drought,

Project activities: The original objectives of the project were to research,
design, and develop rational utilization of the wildlife resource in the region,
to increase the resource and to profit the local people. Anti-poaching measures
and the establishment of water points were an early priority.
Extensive housing
facilities
and 600 km of roads had been constructed
by 1984, employing
substantial numbers oflocal people. The project did not begin cropping for meat
production until 1989.
Tourism and safari operations, although quite successful as revenue earners for
the ranch have, as yet, brought little benefit to local populations.
In apite
of the central focus of the ranch on game production, the single-greatest
realized by local populations
has been a substantial
increase in fishing
opportunities.
The creation of numerous permanent water points about the ranch
has greatly increased fish populations both in terms of total numbers and in
terms varieties of species.
The ranch has implemented a fisheries management
prograrn to control and regulate access to fishing rights.
In late 1989 the Ministry of Envirorunent and Tourism assumed full control of the
ranch and the participation of AWHDA was ended.
Evaluation: The establishment of permanent water points and the routinization
of anti-poaching patrols were key factors in the reported three-fold increase
in wildlife populations between 1981 and 1984.
The project has been very
successful in improving wildlife habitat and increasing wildlife populations.
This success was the result of a sound research program and a two-pronged
approach to protection: anti-poaching activities and environmental improvement
(dam construction, pasture and fire management).
In other words, the project
has been very successful in devising and irnplementing technical solutions to
specific problema.
Benefits to local people have, however, been limited to
direct employment •
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Year Initiated:
The project concept was generated ata
regional workshop
in
1983.
By 1985, project activities were und_erway with minor donor funding.

Major donor assistance began in 1988 for nationwide expansion of the initial
pilot effort.

!

Project Area/Scope: The project addresses a comrnunity of 400-500 peraons in the
Malama area of the Lupande Game ManagernentArea, which is approximately 400km2
in area.
Protected Areas: South Luangwa National Park, 9,050km2;
Lupande Game Management Area, 4,840krn2·
Implementing organization/Responsible · Governmeú.t Agency s
Zambia, National Parks and Wildlife Servic·es.

The

Governmerit of

Funding: Multiple donors have provided funding to various components of the
prograrn.
The largest single donor has been World Wildlife Fund.
Project
budgets for activities at Lupande (e?Cclusive of Ílational expansion) have
averaged about $50,000 per year.

[MAP]
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The Lupande Development Project is located in a Game Management Area (GMA)
adjacent to Zambia's South Luangwa National Park. Safari hunting is permitted
in the GMA, as are human habitation and subsistence use of wildlife. The value
of wildlife in the areais high, and it is the purpose of the project to return
some of this value to the communities in the area which bear the costa of living
with wildlife.
Economia activitiy in the Lupande areais extremely limited. Infrastructure is
poor, roads are impassable through much of the rainy season, and there are few
opportunities for formal sector employment. Villages in the area engage in
subsistence agriculture, which is constrained by the presence of Tsetse fly and
crop damage by wildlife.
Project Activities
Project activities were initiated in 1985 and have been supported by a variety
of donors. Main project activities involve return of hunting fee revenues to
local communities, a wildlife utilization program, and hiring and training local
game scouts (the Vill?ge Scout program).
revenue return. The keysone of the Lupande approach is a policy change which
allows revenues from safari hunting concessions to return to local villages.
These revenues are the applied to local development initiatives at the
discretion of local chiefs.
wildlife harvestiha.
A second important feature of the Lupande project is
community harvest and processing of wildlife.
Harvesting focuses on
hippopotamus, the skins and meat of which are marketed inside Zambia. Revenue
from this program is lower than that from revenue returns, but employment
generation is high, which is of major significance in the Lupande area.
village scouts. Part of the revenues from safari hunting and wildlife harvest
are used to hire supplementary game scouts from local villages. These 'Village
Scouts' are trained and equipped by the project and patrol their home areas.
Analysis
Revenue return and employment have generated powerful incentives for communities
in the Lupande area to value wildlife. This is evidenced in strong community
support for the Village Scout program, where villagers had previously been
strongly antagonistic to government wildlife personnel. Early evidence from the
project indicates dramatic reductions in poaching levels, both in the Lupande
GMA and in adjacent areas of South Luangwa National Park. The Lupande approach
is now being replicated in over ten other GMAs nationwide in Zambia •
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Project: Luangwa Integrated Rural Development Project
Activities: Cornmunity revenue return, resource utilization
Year Initiated: Project co-directors began project start-up in 1987. 1988 was
the first year of full project operation.
Project Area/Scope: The project encompasses all of South Luangwa National Park
and the Lupandé Game Management Area, population c.30,000.
Protected Areas: South Luangwa National Park, 9,050km2;
Lupande Game Management Area, 4,840km2•
Implementing Organization: The Government of Zambia, special regional authority
specific to the project.
Responsihle Government Agency: The project is ultimately responsible to an
inter-ministerial committee chaired by the President of Zambia. Routine project
direction is provided by an advisory committee housed in the National Commission
on Development Planning.
Funding: Funding is primarily by NORAD, the development agency of the Norwegian
Government. The NORAD grant is for $25 million over 5 years.

[MAP)
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Project Activities
The Luangwa Integrated Rural Development Project (LIRDP) is an expanded
application of the principles of the Lupande Development project. The project
aims to return revenues from sustainable resource use to resource management and
community development on a regionai basis. While both LIRDP- and the Lupande
project operate in the southern Luangwa Valley, LIRDP covers a larger area and
draws revenues from forestry and other resource uses in addition to wildlife
utilization. LIRDP was initiated by the Goverrunent of Zambia in 1986.
The
project serves as a coordinating umbrella for all goverrunent action in the
valley. Project oversight extends to anti-poaching, road maintenence, agricultural extension, forestry and fisheries development, and wildlife utilization. Project activities are supported in the short-term by donor contributions
and in the long term by a revolving fund which accumulates revenues from
resource development in the valley. The primary project development initiative
is road construction, while anti-poaching law enforcement is the dominent
conservation investment.
road development. A major impediment to anti-poaching and economic development
in the valley is lack.of all-season roads. Over half of the project's budget
is devoted to road maintenance and improvement.
law enforcement. Project plana call for hiring and equipping 300 game scouts
by 1992. Roughly one-third of these scouts will be provided through the village
scout program. Salary, training, and equipment for guarda amounts to about 10%
of the total project budget.
administration. . Coordination of ·the diverse government programs which the
project directs requires a major investment in administration. The project has
two directors anda large staff dedicated to ensuring integrated and sustainable
development of the valley.
revolying fund. Project activities are supported by revenues from development
of a diverse set of renewable natural resources. Revenues are retained in the
LIRDP revolving fund and distributed to defray project costa and for local
community development.
Revenues from wildlife utilization are the greatest
contributor to the revolving fund presently, but forestry concession fees may
be important in the future.

.

Analysis
With only two years of full implementation experience, it is too early to draw
conclusions from the LIRDP experience. The project is diverse and ambitious and
dependa in large measure on unique management skills in its two directors.
Development progress under the project will come through improved access to
markets and inputs which will come with improved roads, and through improved
coordination of goverrunent development programa. Some conflict between LIRDP
and the Lupande Development Project has arisen because the Lupande project now
reporte to LIRDP rather than directly to National Parks and Wildlife Services
in Lusaka. The degree to which a regional bureaucratic authority can improve
the responsiveness of government programa to local needs is the key issue for
LIRDP.
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Volcanoes Park, Rwanda
Project: Mountain Gorilla Project
Activities: Tourism development, conservation education
.s:

••

Year Initiated: Project activities ~egan in 1979, and budgets havé increased
steadily through 1989.
Project Area/scope: Education activities focus on the Prefecture of Ruhengeri,
which has a population of over 500,000.
It has been estimated thàt up to
150,000 of these people live within 5km of the · park.
Most other project
activities focus within the 150km2 of the park itself.
Protected Areas: Volcanoes National Park, 150km2_.
Implementing Organization: .Wi~1:Uife Conserva:tion International (WCI).
Responsible Government Agency: Rwandan Office of Tourism and Nature Protection
(ORTPN).
Funding: A consortium of conservation NGOs provides funding to the pro·ject.
Project budgets have increa_sed from
Lead NGO in the consortiurn is WCI.
approximately $50,000 per year _at_ the outset of the project, to over $250,000
per year in the late 1980s.

[MAP]
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Rwanda's Mountain Gorilla Project (MGP) is one of the most celebrated
conservation/development projects in Africa.
The project has used tourism
development to focus government and local support for conservation of the
easternmost subpopulation of the African Gorilla (Gorilla gorilla berengei).
The project operates in the Volcanoes National Park and protects a gorilla
population shared by Rwanda, Zaire, and Uganda. The area surrounding the park
is densely populated by low-income subsistence agriculturalists. Forest Pygmies
living inside ar near the park engage in -hunting practice~ which jeopardize
gorilla survival.
The park also has a history of having areas annexed by
agricultura! development schemes.
In this setting, the project evolved a
strategy of eliciting central government support for gorilla conservation
through the development of tourism revenues, and reducing local threats to the
gorillas through improved enforcement and conservation education.

Project Activities
MGP activities center on tour~sm development, conservation education, and law
enforcement.
tourism development.
Project staff habituated groups of _gorillas to human
presence. This permitted increases in gorilla viewing and gorilla viewing fees.
Gorilla visitation increased from under 2,000 persons per year in 1979 to over
·6, 000 in 1989.
Revenues in the_ sarne period increased from a few thousand
dollars annually to about half a million dollars per year.
conservation education. Village and school presentations coupled with posters,
filma, and radio have spearheaded a multi-faceted conservation education effort
at MGP.
The project currently has _.a mobile education unit, two Rwandan
educators anda Peace Corps education volunteer.
law enforcement. The project increased the park guard contingent from 30 to 60,
and has provided equipment and training for all guarda.

Analysis
The phenomenal growth in tourism revenues at Volcanoes National Park is almost
wholly yhe result of the efforts of the Mountain Gorilla Project. As a result
of these revenues, both central government and local support for the park has
increased dramatically. Attitude surveys indicate that the majority of local
farmers now support the continued existence of the park, while most favored
converting it to agricultura before MGP.
The project .has not had a major
grassroots community development focus, and one of the interesting lessons of
MGP is that education and tourism development alone, without a strong rural
development emphasis, can generate considerable grassroots support for
conservation.
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