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Foreword

The translation of this book into English comes at a very appropriate time as the government in South Africa is trying to come to terms with the challenges of rural development and rural poverty in particular. An Integrated Sustainable Rural Development Strategy (ISRDS) was launched early in 2001 to create a broadbased approach to improve the quality of life of the rural population of South Africa. Many of the principles discussed in this book have already assisted the thinking behind the design process of the ISRDS and we argue that the success of the implementation of the strategy will, to a large extent, be assisted by some of the tools and principles discussed in this book. There are also a number of the other initiatives, such at the Kellogg Foundation’s Integrated Rural Development Programme, which are also trying to extend the message of integrated development and decentralised/localised planning to other countries in southern africa. Kellogg’s IRDP is a true example of the application of planning and diagnostic processes (some of the aspects discussed in Part One of the book) at local level to assist the implementation of programmes to improve the conditions of communities in specific localities in six countries in Southern Africa.

The translation of this book into English has opened the way for many students in East and Southern Africa to learn from the wealth of experience with rural development, farming systems research and various interventions in rural communities. As such this effort will certainly make a major contribution to capacity building in this part of the world.


 Professor Johann Kirsten 
Head of the Department of Agricultural Economics, 
Extension and Rural Development 
University of Pretoria 
Pretoria, South Africa




Introduction:

Local development vs. globalisation: seeking the match for southern Africa’s rural areas

In the context of southern African rural areas, key issues face the local people, development operators, as well as decision and policy makers.


 Firstly, a number of these issues are inescapable:



	Southern Africa’s rural areas face severe backlogs in infrastructure, services, human capacity and self-confidence, access to information, markets, and so on (owing to former dispensations), often along with poor access to natural resources.

	Globalisation is taking place with its national and local implications: the state’s withdrawal from its former commitments and controls, the liberalisation of markets, decentralisation, the transfer of competencies to local management and decision structures. Local government structures or emerging private management structures are seldom prepared for this quick handover process.

	Policy makers are struggling to strike a proper balance between a pure rights-based, gap-filling approach, and a productivity oriented approach.


Secondly, the rural environments undoubtedly bear the marks of diversity, complexity and dynamics:



	Activities and livelihood systems are diverse as are land use patterns, people’s strategies, farmers’ practices and so on. The so-called homogeneity is a myth. Addressing and understanding this diversity is a prerequisite to any step towards the further development of rural settings.

	Human relationships (at household, community and small region levels) are complex, as are local institutional arrangements (laws, rules, socio-cultural norms), and the entanglement of institutions and decision levels acting upon local settings.

	Dynamics exist, as all the systems developed are always adapting to constraints, taking advantage of new opportunities, and then shifting to new strategies or activity systems.


The globalisation process as described above is likely to reinforce these traits. It is crucial to create awareness and to support the stakeholders with proper tools, methodologies, examples and illustrations.

Relying only on notions such as income maximisation, optimum decisions, normative economic theory and the like appears highly illusive and unrealistic. The idea is to avoid further normative, homogenous and ultimately blind initiatives for rural development (failure to extend the Green Revolution to most rural areas was a serious warning).

The authors of this handbook support the idea that the rural environment and circumstances have to be taken into account for development purposes, be they planning at regional level, policy making, targeting research efforts, designing training and advice for capacity building, or promoting technical change, just to mention a few.


 Such concern is derived from the following facts:



	Rural people are increasingly likely to become the main participants of their own development.

	However, they do not have the information needed to make proper decisions. Furthermore, they often lack the skills and self-confidence to make change happen.

	Their activities and desires are limited by poor access to most markets (land and resources, product markets, credits, inputs, and so on), and often by the absence of actual local democracy (so-called participation and empowerment are still more often talked about than really implemented).

	Nevertheless, rural households often show great flexibility, and develop a number of objectives and activities.


This handbook was initially based on West African experiences. It has been decided to translate it into English, and to adapt it, as it is likely to prove useful to most development operators and local rural managers throughout sub-Saharan Africa, as it addresses key issues in a very open, simple, comprehensive and convenient way.


 Dr Sylvain Perret

CIRAD / University, of Pretoria




Presentation

1. Objectives

In the specific area of local rural interventions and support to small-scale farmers, this handbook strives to achieve two objectives:



	It attempts to summarise the basic components (whole or part) of one field of intervention with the aim of providing the most suitable support to the farmers’ needs; each chapter corresponds to one of these components (diagnosis, monitoring and evaluation, training, organisation, management, financing, and so on),

	For each component in a chapter, the handbook strives to underline the main issues to be borne in mind (specific objectives, principles, methods, tools) when working with small-scale farmers and rural people.



2. Target market

The handbook has been produced for two types of people:



	Firstly, it targets development agents, extension officers and the rural area external operators who, while working with the rural people, wish to adapt and upgrade their working methods and support in order to address the needs expressed by the farmers and other rural people. It also targets the technical staff from the public sector, NGOs, parastatals, research and co-operative organisations who are involved in projects.

	Secondly, it targets stakeholders in charge of rural and agricultural organisations who organise and manage the support to their members. Although such organisations are not very common in sub-Saharan Africa, some do, however, already exist, and their leaders have made requests regarding operational methodology. The recent tendency towards the professionalisation of agriculture linked to the emergence of rural organisations and to the local and regional dynamics (decentralisation and the emergence of local governance systems) should result in the proliferation of professional agricultural organisations, which would take charge of diverse mechanisms of support to the farmers (water users’ associations, small-scale co-operatives for marketing support or access to inputs, local agribusiness, and so on). The number of this calibre of professional is expected to increase in the years to come.



3. New context leading to specific choices

This handbook has been produced during a period of tremendous change in sub-Saharan Africa. Although these changes are well known (state disengagement, decentralisation, transfer of responsibilities, changes in the development organisations), their operational consequences have not yet been analysed. In fact, while most African governments are disengaging from their previous functions, other role-players are emerging. Rural organisations are being created or reinforced, private economic role-players are now operating publicly, and local public authorities are emerging or are gaining more autonomy in the management of local affairs. Each of these organisations has its objectives, its own strategies and is defining itself as playing, as is right and fair, a role in the development process.

However, this raises some questions regarding the new relationship between these different role-players: What will be the role of each in future? How will this role be defined? How will the tasks be shared and what collaborations may be established?

The authors of this handbook are of the opinion that the answers to these questions cannot be dictated from outside. If they are expected to be appropriate, such answers must arise from consultation between role-players.

Constructive negotiation (which will take into account the expectations and interests of everybody) is necessary. It must allow convergence to a consensual compromise accepted by all the role-players involved.

This will necessitate a review of the role of the extension officer, who might appear as both an advisor and a mediator in



	supporting the establishment of contracts (by analysing and explaining the objectives and the expectations of the farmers during the negotiations), and

	facilitating access to information and to training.



4. Proven tools and methods

This handbook cannot be considered a package of propositions for new types of local interventions in rural environments. While reading it, one may gain, for good reasons, the impression that the contents have been said or heard before. However, two important points have to be mentioned on this subject:



	The handbook strives to summarise the different aspects of a successful intervention in the field; in this respect, the authors have considered the existing literature and their own experiences. Whenever certain principles, or the proposition of methods and tools are considered as crucial, the risk of repeating them has been taken, especially when they have not yet been translated into common practice.

	The proposals (approaches, methods, tools) herein formulated have already been applied here and there in real situations. Therefore, they are not vague intentions to be tried out but actual operational indications whose reality and efficiency have already been proven. As an illustration, some examples are provided to stimulate the creativity of the field role-players, who are always confronted with specific realities and who must therefore adapt their methods and forge their own tools.



5. Contents

The handbook is divided in three major parts:

• PART ONE: Procedures

This first part comprises four chapters that correspond to four permanent components of support to the farmers:

I. Local planning

Local planning is the means by which the local role-players (smallholders, artisans, rural role-players, etc.) define firstly their priorities regarding the question of development, and secondly the multi-sectorial action plans in the short, medium and long term. The role-players have to discuss these with external partners (technical services, NGOs, financial partners, administration) located on other geographical scales or other levels of decision making.


II. Diagnosis

A sound knowledge of the starting point is a prerequisite to the support being adapted to the expectations of the farmers. While diagnosis is a preamble to action, it continues during action, allowing different role-players to acquire the knowledge necessary for action.


III. On-farm experimentation

In most agricultural African situations, technical changes are necessary. From the results obtained in agronomic research stations, experimentation in rural environments may help to design some adapted techniques.


IV. Monitoring and evaluation

Monitoring the actual running of scheduled actions, and frequently evaluating the results are two important functions necessary for the permanent adaptation of these actions and for addressing the needs and constraints role-players face.



• PART TWO: Tools

The second part of the handbook comprises three chapters corresponding to three main concerns that should be permanent in all programmes dealing with support to the farmers.

V. Training of farmers

Training farmers makes it possible for them to acquire the necessary skills for the implementation of their increasing responsibilities. This chapter discusses the information, technical training and management training respectively.


VI. The farmers’ organisation

For the farmers to take charge of their economic activities (input supply, credit, marketing, processing of products, etc.) and of their increasing role in activities of general interest (advice, management of natural resources, etc.), they very often need to improve the level of their professional organisation. This is crucial to enable them to defend their interests, and to increase their negotiation power.


VII. Contracts between role-players (discussing contracts)

Smallholders cannot do everything, nor is it advisable that they do everything. It is therefore important for them to enter into contracts with other economic role-players (artisans, shopkeepers, tradespersons, industrialists, agribusiness role-players, etc.) and other institutions (technical services, NGOs, local authorities, etc.).



• PART THREE: Fields of intervention

The third part consists of seven chapters that correspond to several key areas of rural development.

VIII. Extension services and farm management advice

How does one communicate innovations? Extension services, which are usually used to propagate simple and uniform themes, do not respond satisfactorily to this question. Is it possible to make some improvement by using new means of information and technical training, or should one encourage extension services to evolve towards a farm management advice system capable of helping farmers to take decisions that are adapted to their particular situations?


IX. Natural resources management

How does one create conditions for a sustainable agriculture that will use valuable resources without destroying them? Is it possible to define, with the farmers, some regulations related to the use of the environment, based on the maintenance and regeneration of natural resources, so that the entire system may remain compatible with both their short-term needs and their constraints?


X. Product management

The modernisation of agriculture increases the number of products to manage and the channels through which they must go. The quality of product management does impact upon production. Inputs must arrive on time, products must find a good market and they should be sold at the right prices in order to generate a profit, and so on.


XI. Management of collective assets and facilities

Social collective assets and facilities are put in place in the villages. They include water points, sanitary facilities, and so on. Village people also acquire equipment such as motor pumps, mills. How should such facilities be maintained or replaced? This chapter will attempt to answer such questions and provide some general methodological orientations, while also developing a case study.


XII. Financing local development

Local development always requires financial capacity and the sound management of financial resources. There are many discussions around the diverse modality and nature of such management. This chapter is an attempt to present the key issues, and from diverse experiences arrive at some methodological orientations.


XIII. Women and development

Women have always played an important socio-economic role in the rural society. Although in the past many interventions for development considered women as nothing other than mothers and spouses, their economic role has become progressively evident.

Some kind of specific support for women is necessary. However, this does not mean that the approaches leading to segregation based upon sex are valid. The support for women must always be taken in a general context where men and women have specific but interdependent roles to play.


XIV. The non-agricultural sector

Supporting farmers cannot be limited to agricultural and agribusiness sectors. Rural people are not only involved in agriculture, but also in some other sectors (like small, micro and medium enterprises and industries, local markets, etc.) that exist or may be developed. Specific approaches are necessary, but which ones? How should these activities be connected to the cropping system, animal production, and so on?




6. How to use the handbook

The handbook does not provide answers to all the questions. As already mentioned, it is definitely not a collection of formulas and recipes, which in any case do not exist anywhere.

The diversity of situations encountered makes it impossible to develop one single method which might be applied everywhere.

Moreover, the debate has been left open on many issues (extension, saving and credit, collective management of productive equipment or privatisation, etc.) It has been necessary to report on existing controversy here and there. Who is right? Who is wrong? The differences in the reality are so great that no one can ensure that what has succeeded in one place will also succeed elsewhere. It is therefore advisable for the reader (e.g. extension officer, development operator) to reconsider and analyse his or her own practice in order to create his or her own methods of development and come up with some original approaches which will be well adapted to the situations he or she faces.

The handbook was not produced for reading from cover to cover. The reader is advised to select the most appropriate chapters, those related to the genuine questions arising from the nature of the work being carried out, its progress and the field of interest.

The following table serves as a reference to the 14 chapters:
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A sketch with comments is given at the beginning of each chapter. It refers the reader to the other chapters related to the issue in question. For example:


[image: e9782876145054_i0006.jpg]






PART ONE:

PROCEDURES


	I. Local planning

	II. Diagnosis

	III. On-farm experimentation

	IV. Monitoring and evaluation






Chapter I: Local planning

J. Berthomé, J. Mercoiret





 Chapter I may usefully be connected to the following chapters
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Nowadays planning is sometimes perceived negatively, since many past practices have contributed to its negative image. Planning has sometimes been imposed on the population, and bitter memories of this still remain. Indicative planning has not been more convincing and is equally disregarded by people because of its top-down approach.

Is the current context of economic liberalisation a reason to replace planning with spontaneous initiatives from the farmers and private economic role-players?

For several years, there has been the occasional interest in local planning associated with the concept of local development, for instance when there have been local decentralised authorities (e.g. a rural community in Senegal, a village in Rwanda). This is also the case in certain strong co-operative rural organisations that have a meaningful social and territorial basis (e.g. in Burkina Faso, Senegal; see Chapter VI: The farmers’ organisation). Similar cases exist with regard to some developmental projects whose objectives imply a long-term impact, for example, the projects of local territories’ management in Burkina Faso (see Chapter IX: Natural resources management).

Thus, in various cases, planning has been re-evaluated. Planning here means the way in which the local role-players formulate a local developmental project so that it will serve as a guideline for the project in the short and long term and will also be a reference for the co-ordination of the activities performed in different sectors.


In Senegal for instance, the Ministry of Planning has recently been removed, and at the same time, one can notice a proliferation of local planning initiatives



	For many years, a federation of NGOs (FONGS), which includes most farmers’ organisations and associations (see Chapter VI) has organised the training of rural managers in local planning.

	A large farmers’ group (Amicale des Agriculteurs du Walo, ASESCAW) in the delta of the Senegal River has developed a very ambitious triennial plan.






1. A methodological framework

Local planning is a process



	It involves local role-players (farmers, shopkeepers, rural entrepreneurs, small-scale industries, etc. living in a given territory) in the design of a mobilising project for the future , where both the natural and human resources are used in a sustainable manner.

	This helps people to translate projects for the future into action plans and programmes they can manage.

	It strives to create conditions conducive to negotiations between the local role-players and external role-players as well as with partners situated elsewhere or at a different decision-making level. The role of such negotiations is to provide the necessary support for the realisation of the local role-players’ projects and programmes.




If the intervention is to be applied to a wide area (a large agro-ecological or economic region), it would be of value if the process of planning was implemented at first only in smaller units resulting from a delineation that takes into account the agro-ecological, economic as well as socio-cultural criteria.

In most cases, it is preferable for the planning process to start at the village or community level. This may be determined sociologically or for legal and administrative reasons (as in the case of plot management in Burkina Faso). Grouping may be organised later, in order to discuss inter-villages issues (livestock management, land management, marketing and economic issues).




1.1 The importance of local level

As indicated by the name, local planning takes place at the local level. As there are many different situations, each case should be considered individually:



	Local planning may take place within an administrative entity corresponding to the lowest level of administrative demarcation and which is managed by a more or less autonomous public local authority (a commune in Rwanda, rural community in Senegal, municipality in South Africa). In this case the context is both a precisely delineated geographical area and an easily identifiable administrative area.

	Local planning can take place within rural organisations involving many federated farmers’ groups. The territory is then defined according to the level of involvement of the different villages in the organisations; its dimensions change depending on defections or new memberships. It is an economic territory with a developmental area, the boundaries of which are defined at a later stage, depending on the social basis of the organisation (see Chapter VI: The farmers’ organisation).

	When these two structures do not exist, planning can take place within a small region. The identity of this small region may be based on geography (e.g. a catchment area, a valley): in this case, resources or common interests may serve as the basis for a planning process, which will in turn contribute to promoting them. A small region may also be based on historical or socio-cultural characteristics: in this case it is a cultural entity composed of localities, values and social practices that are recognised “as theirs” by the inhabitants even if there is no agro-ecological homogeneity. These cultural entities may become developmental areas and the planning process may contribute to this development.



Generally speaking, local planning must take place in a designated geographic and social context that is small enough for local role players to understand and in which they are able to manage and carry out actions efficiently.




1.2 Who can take initiatives?


1.2.1 Two possible cases: a demand or a proposal


	The initiative may come from a local source emanating from elected local representatives, the leaders of a rural organisation, or similar. Although still rare, this does occur. It happens when there are well-trained and informed local leaders who are interested in long-term actions; their initiative, in this case, consists in demanding external support (be it methodological and/or financial).

	Or, it can be an external initiative: a technical or administrative service, a NGO, or similar, can suggest to a local authority or to a rural organisation that it conduct a planning process in order to organise a time frame for its actions. In this case, the external role-players make a proposal to the local role-players.



In both cases the planning process can only reasonably be conducted when those in charge of its implementation have made a preliminary analysis of the support proposal or of the support demand.


 The following questions may facilitate the analysis:



	Who is expressing the demand for support? What is the social, economic, administrative or political position of the group or the persons formulating the demand?

	What are the circumstances surrounding the demand; how did the demand come about?

	What are the reasons for the demand and the key issues involved? Is demanding local planning a way of adopting an existing project? Is it a way of realising the population’s or its leaders’ aspirations which have been dormant up to now? Is it a way of obtaining external funding?



The above analysis has many objectives. It makes it possible



	to identify the different local role-players who are (or will be) involved either in developing the local plan or in its future implementation.

	to evaluate the gap that can exist between the local leaders and the people. The local representatives and leaders of rural organisations may be fully aware of the necessity to define the orientation of work in the medium and long term. However, the people at grass-roots level may be preoccupied with the day-to-day problems (digging a borehole, obtaining a motor pump, building an area for drying products, or food supply).

	to see whether or not there are possibilities for real participatory work. (For instance, does the political and administrative context leave enough room for the local role-players to think and take real initiative?)






1.2.2 Co-ordinating the process

Co-ordinating the planning process is more often the role of those who initiated it:



	If the process of planning emanates from a rural initiative, it is the leader and the staff members of the organisation who will oversee the process with, if necessary, external support.

	If the initiative is from outside, in most cases it will be the agents of those institutions who will co-ordinate the planning process. It is however advisable for those agents to seek the support of the local workers who might need to be empowered through training.






1.2.3 Building collaboration

The external support’s first contact will be the local representatives or the leaders of a rural organisation, if the initiative started with them or is targeting them. If the context of the work is not institutionalised, the permanent contacts will be the officially recognised representatives (village chiefs, local leaders or any person delegated to this job).

However, in all cases, as many people as possible should be involved in the action without marginalising any social groups (women, youth) or other social minorities (small-scale entrepreneurs, shopkeepers, crop or livestock farmers, etc.). The permanent contact persons are the mediators between the support team and the population. It is really important for the population of the area to play an active role in the planning process because this will determine their future involvement in the implementation of the planned actions.

The other local role-players must also be associated with the action from the beginning to show, on the one hand, that their knowledge is valued, and on the other, to create an environment where their future contribution will be welcome. In fact, one should avoid the presentation of a fully developed and completed plan to the population, without any inputs, collaboration and validation from them. There are generally many potential local partners: local technical and administrative services, developmental companies, local offices of agronomic research, NGOs operating in the area or private economic role-players are just a few that can be mentioned.

In some cases, the planning process takes place in an area dominated by a small town. It will be necessary to take into account the town/village relationship and to involve those who work in the town but still maintain contact with the rural areas. These will include entrepreneurs and traders who sell agricultural products or secure supplies; small-scale industries and sometimes consumers.






1.3 Characteristics of local planning

The local planning process is not simply a technique for obtaining better knowledge of an area. It is meaningful only when it takes place in the context of a genuine decentralisation policy, for which the following conditions apply



	The local level must no longer be considered simply as a basis for implementing developmental plans decided upon by external operators (natives or foreigners) on the basis of both external analysis and macro-economic objectives defined at national and regional level.

	It must be recognised that the local community and its different social and economic role-players have the right to take over the initiative, whatever its origin, in order to define the methods and orientations of the economic, social and cultural development as discussed with the external role-players. This is possible only when a genuine decentralisation of certain decision-making powers is guaranteed by the legal and administrative dispensations in a democratic state.

	Local role-players must have enough leverage to take economic initiatives resulting in the emergence and development of profitable and sustainable projects. This requires an open market and liberal economic context in which, however, the state may act as a regulator.

	To implement their projects, local role-players must have access to new financial resources (credits, subsidies). This requires suitable financing mechanisms (see Chapter XII: Financing local development) and the decentralisation of public resources to local authorities (tax reform, autonomous management).



If these conditions are created and/or if there is a political will and dynamic to promote local development, the planning process can then be driven from a local level and become a means of



	defining an overall goal for the future, which should be built up according to the different role-players’ interests, the existing convergences and the negotiated settlement;

	having a pluri-annual programme, which should be negotiated with the decision makers and the external partners (see Chapter VII: Contracts between role-players).



For the planning process to be efficient, it should have the following characteristics:



	It has to be based on dialogue, whereby the population and its different groups may find the opportunity to analyse the local situation, define its own developmental objectives and identify the actions it should undertake and the resources it should mobilise.

	It must go hand in hand with a multi-sectorial development approach. This implies, firstly, that all the local role-players must be involved in the process, and secondly, that analysing and developing the plan of action cannot be limited to the agricultural sector only (see Chapter X: Product management and Chapter XIV: The non-agricultural sector).



It should be noted that because there are so many rural people and because they are the least prepared to conduct local negotiations with external partners, they need a particular kind of support. They should not be seen only as small-scale farmers and/or resource-poor people, but rather as economic role-players (capable of producing, purchasing, selling, transforming, signing contracts, etc.) as well as social role-players, citizens, members of a rural community, with their own strategies, diversified needs and numerous aspirations.

The local planning process cannot be compared to a withdrawal, or to the quest for an illusive self-sufficiency or autonomy. It is rather an opportunity to create the basis for contractual relationships between community members, other local role-players and role-players situated elsewhere geographically (region, national level and foreign partners), or with other centres where economic and political decisions are made.

In fact, it is not a question of focussing solely on local rural communities. The planning process is about helping the latter to discuss their own future with other involved external role-players, with institutions that can help in the realisation of a developmental plan (e.g. research, technical services, local and regional administration, agricultural credit, etc.) and with sponsors (see Chapter VII: Contracts between role-players).


 The planning process is about promoting thoughts and actions in the short, medium and long terms:



	The starting point for the process is the situation experienced by the local role-players and an analysis of the external and internal causes of such a situation.

	From this initial and consensual diagnosis, the planning process will identify some immediate actions (priority programme, emergency programme...
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