Stakeholder analysis in a community-based forest and wildlife resources management project in northern Mozambique
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INTRODUCTION

The strategy adopted in 1995 by the Government of Mozambique in its National Programme for Forestry and Wildlife, and later consolidated by the Policy and Development Strategy for Forestry and Wildlife (Government of Mozambique, 1999) provided an incentive for the inclusion of Mecuburi Forest Reserve as one of the pilot areas in a high-budget project titled “Support for Community Forestry and Wildlife Management (1997 – 2002)”. The strategy was defined in function of six objectives. Two of these objectives are of special relevance to Mecuburi Forest Reserve:

“(D) Improved protection, management and utilization of conservation areas and forest and wildlife resources with a view to contributing to sustainable development, appropriate land use and the conservation of biological diversity; and

(E) Increased participation of rural people and communities as the direct agents and beneficiaries in the integrated management, utilization and conservation of forest and wildlife resources” (Project GCP/MOZ/056/NET, 1996:4).

Mecuburi was proclaimed a forest reserve according to Government Gazette number 29/8459 Series 1 of 27 July 1950 (Macedo, 1968) with the main objective of supplying construction timber for the two cities of Nampula and Nacala Port in northern Mozambique. The forest reserve, described by the triangle whose vertices coincide with the villages of Mecuburi, Imala and Muite, is situated in the lowland plateau area of Nampula Province, with altitudes varying between 300 and 500 m.a.s.l. This plateau is broken in certain areas by a mountainous zone of altitudes ranging between 500 and 1200 m.a.s.l. and stretching in a NE-SW direction above the 14o 30(S parallel. The highest points in the reserve include Mount Nipuco (1182 m.a.s.l.), Mount Ritchê (1028 m) and Mount Marravi (1014 m), all of which are granite inselbergs. Mean annual rainfall in most of the lowland plateau ranges between 800 and 1400 mm while that in the mountainous zone in the interior ranges between 800 and 1200 mm. 

At the time of proclamation, the reserve extended for 230600 ha. Twenty years later some 35000 ha in the northwestern corner were de-gazetted to give way to cotton growing and a further 200 ha were set aside for the establishment of a Catholic mission station at Muite (Costa, 1998). From the time of proclamation, there were people residing in the reserve and, like most forest reserves in Africa, Mecuburi has a resident human population (estimated at approximately 40000 in 1999 (Mushove, 1999)), Figure 1.
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Figure 1. Human settlements in Mecuburi Forest
Reserve




PROJECT DESIGN

At the time of its implementation from June 1997, Project GCP/MOZ/056/NET was a tripartite agreement involving the Government of Mozambique (host and recipient of development grant), the Government of the Netherlands (donor supplying project grant) and the F.A.O. (subcontracted by the Dutch Government to design the project in the first place, and to offer technical assistance during the first phase of the project). The basic project design was a LOGFRAME made up of two development objectives and three components in order to achieve these two objectives:

1) “Improve the standard of living of rural communities through increased access to forest and wildlife products for household needs and marketing, as well as the generation of income from employment, small industries and hunting fees.

2) Resource base of forestry, wildlife, agriculture and animal husbandry protected, managed and utilized in a rational way by local communities.

i. Implementation of pilot activities concerned with community forestry and wildlife management in (initially) two provinces, aiming to be replicated in the other eight provinces;

ii. Capacity building within the National Directorate of Forests and Wildlife, Provincial Services and collaborating non-governmental organizations;

iii. Support  for formal education on community forestry and wildlife management and the promotion of adaptive research related to and supporting field activities,” (Fisher, Zambon and Gêmo, 2001:4).

The process of defining stakeholders depended much on the visualization of Mecuburi pilot project area as a programme subdivided into three components, namely the socio-economic development sub-programme, the conservation sub-programme and the policy sub-programme. The socio-economic development sub-programme aimed at engaging the communities living in and around Mecuburi Forest Reserve in income-generating activities in order to improve their standard of living. Logically, this sub-programme was intimately linked to the other two sub-programmes, which are equally indispensable for the successful implementation of community based natural resources management (Mushove, 2001a). The conservation sub-programme deals with what may be termed “hard science” to gain a better and informed understanding of the resource base before proposing relevant interventions for maintaining or improving the ecological and socio-economic values of that resource base. 

Table 1. Stakeholder analysis in Mecuburi pilot project area

	Stakeholder
	Stake
	Comments

	Farmers living inside Mecuburi Forest Reserve
	Arable land; spare arable land; basic needs for survival; cultural value of the forest
	High migration indices due to the civil war that ended in 1992; Some farmers “own” land outside the reserve



	Farmers living next to Mecuburi Forest Reserve
	Construction material; bush meat; cultural value of Mecuburi Forest
	Not much interested in the proper utilization of the resources in the reserve



	Cotton and tobacco merchants
	Cotton and tobacco produced by farmers living in the reserve
	Promote cotton and tobacco cropping through  credit schemes aimed at supplying basic inputs including technical advice

 

	Merchants dealing in construction material
	Construction material (poles, bamboo, rope, thatch) in the forest reserve 
	Most extract these materials illegally



	Professional hunters
	Wildlife for sport hunting and for meat
	Most hunt illegally or in collusion with corrupt Police officials



	Commercial timber logging companies
	Commercial timber (umbila, panga panga, chanfuta) growing inside the forest reserve
	Often illegally extend their concession areas in the adjacent public land to include the forest reserve



	Local government/

Administrative structures
	Rural development, revenue for the local authority
	Unlawful superimposition of authority in conservation area



	Provincial Forest and Wildlife Services
	Conservation, programme implementation, revenue
	Caught up in the paradoxical dilemma that requires them to perform the duties of the Police at one time and of the extensionist at another



	F.A.O. technical staff
	Capacity building, brokering cooperation among the main stakeholders in programme implementation
	Difficult role as non-government stakeholders label the technical staff as part of government while the government staff normally feels the technical staff are there to transfer part of government power to non-government stakeholders


In Mecuburi Forest Reserve there exist research opportunities to investigate the processes that led to the current status of the vegetation taking into account different disturbance regimes such as cultivation and periodic burning. With a programme approach being implemented, there was no doubt that Mecuburi would provide interesting answers to policy questions recurring in similar conservation areas throughout the miombo region: this is the reason why the first phase of Project GCP/MOZ/056/NET has been emphasising collaborative research initiatives with programmes such as the Global Environment Change programme (GECP), the Global Observation of Forest Cover (GOFC) programme, through the Miombo Network and various regional and overseas universities and research institutions. Table 1 presents an overview of the stakeholder profiles for the Mecuburi pilot area, which falls under component (i) above.

THE METHODS

On the basis of the two development objectives and the three project components mentioned above, the project participants use the participatory “action research” approach recommended by Fisher and Jackson (1998). The main justification for this choice is the belief that effective management of protected areas requires the cooperation and equitable treatment of various stakeholders, especially those people dependent on the resources included in the protected area. At the technical level, an annual work plan (AWP) is prepared every year in October at provincial level and then refined in November at national level in time for the tripartite approval in January or February of the plan’s effective year. All technical staff submit to their heads of office monthly progress reports and monthly work plans for the following month. In addition there are quarterly meetings in February, May, August and November of each year.  At the technical staff-farmer interface, the provincial plans are actually a compilation of the interest group action plans, normally produced in September or October, in time for the provincial planning meeting. 

The methodological philosophy adopted by the project is known by its Portuguese acronym IRAPISMu (Mansur, 1997; Mansur and Sambonino, 1999) for Identificação, Relação de confiança, Autodiagnóstico, Planificação, Implementação, Seguimento e avaliação, e Multiplicação, which roughly translate into IMSePIMER for Identification of potential project areas; Mutual trust building between the communities and the project protagonists; Self assessment by the communities; Participatory Planning;  Implementation;  Participatory  Monitoring and Evaluation; and Replication. The project has also developed a flexible M & E system that can be adapted to inventories of timber and non-timber forest products. SIPSA (Sistema Integrado de Planificação, Seguimento e Avaliação ) or IMES (Integrated Monitoring and Evaluation System) is based on the concept of ‘interest group’. The assumption is that in every community participating in a project of forest and/or wildlife resources management, there exist groups of individuals bonded by a common interest in a particular aspect of resource utilisation and management. These individuals constitute an interest group (Mushove and Chamba, 2001). Examples of interest groups that emerged at various stages of implementing micro projects in Nampula province included manual loggers, carpenters, charcoal producers, beekeepers, and mushroom producers.

OUTCOMES

It has to be emphasised that we have adopted an action research approach, which means that the learning process still continues. The project phase one comes to an end on 31 May 2002 and a seven-year second phase has already been approved. Foreign expertise (through F.A.O.) and project component three will not feature in the second phase. It can be concluded that stakeholders define themselves in function of geographical location, political mandates and socio-cultural and economic interests. In addition, stakeholder analysis in an inhabited conservation area necessarily assumes an environmental dispute resolution model in which stakeholders with initially opposing interests gradually engage each other in a negotiation process aimed at building mutual trust through various bargaining stages, eventually arriving at an understanding such that smart partnerships can be forged among the former belligerents. It is also concluded that political affiliation can be so strong an externality that the role of non-partisan mediation/facilitation becomes indispensable throughout the process of implementing the project.

Three lessons are drawn from this experience, focussing on stakeholder analysis. Firstly, and depending on the level of mistrust among prospective stakeholders before project implementation, proportionately more time should be invested in building mutual trust than in rushing to produce so-called tangible, physical deliverables (Mushove, 2001b.) Unfortunately, this has implications on the time management regimes on the part of conventional project-financing institutions. Secondly, project objectives used as the basis for negotiating partnerships should be maintained uniform for all stakeholders belonging to the same category, otherwise mistrust re-emerges once some stakeholders feel they are not receiving the same treatment as their homologues. Thirdly, in order to achieve a sustainable resolution, non-partisan facilitation should be withdrawn only after a local structure and local management arrangements have been formally instituted, accepted by the stakeholders and have gradually started taking over the functions of non-partisan facilitation. A corollary to this lesson is that the facilitation entity should give highest priority to local-level capacity-building even at the expense of producing immediate physical deliverables.
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