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This POLICY BRIEF is a product of the Environnental and Natural
Resources Policy and Training (EPAT) Project funded by the United
States Agency for International Devel opment (USAID). It is part
of USAID s effort to provide environmental policy information to
deci si onmakers and practitioners in devel oping countries. The
objective is to encourage the adoption of economc policies to
pronot e sustai nabl e use of natural resources and to enhance
environnental quality.

EPAT PCLI CY BRIEFS are witten for devel opnent professionals and
pol i cymakers in devel opi ng countries who are responsi ble for

est abl i shing and i npl enenting policies on the sustainable use of
natural resources and for civil servants, project officers, and
researchers who are directly involved in the inplenmentation of
devel opnent activities. This POLICY BRI EF reviews issues rel ated
to increasing the effectiveness of social forestry progranms in
devel opi ng countries. Since growi ng rural populations in those
areas rely heavily on forest products for their |ivelihood,

devel opnent professionals working with social forestry prograns
need nore information on inproving program effectiveness.

Several organi zati ons have supported this work. The contribution
of USAID toward witing, printing, and distributing this docunent
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countries. W will assess its effectiveness by soliciting the
views of recipients and encl ose an eval uati on sheet with each
mai | i ng of EPAT publications for that purpose.
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The I nportance of Social Forestry

Most rural people in devel oping countries rely on trees for fuel
buil ding materials, food, fodder, and nmedicines for their own use
and for sale. Traditional systens to nanage forest resources can
be effective.

However, increasing popul ations, grow ng external demand for
wood, and changing | and tenure systens can severely inhibit these
traditional managenent systenms. As a result, many mllions of
peopl e face a declining forest resource base, a critical scarcity
of forest products, and intensified rural poverty.



To reverse these trends, rural dwellers need better ways to
manage existing tree resources and to create new sources of
forest products. Social forestry [note 1] (see box 1) prograns
significantly contribute to hel ping rural people neet these
needs.

"Social forestry" means that rural people and community groups
control local tree and forest resources. People use tree- or
forest-related activities to provide products for their own use
or to generate incone.

Sonme progranms have been particularly effective. They have hel ped
peopl e improve the availability, quality, and use of resources.
Unfortunately, these successful efforts normally reach only a
smal | portion of those in need.

In this policy brief, we exam ne the issues and | ook at policies
af fecting the expansion of social forestry programinpacts. W
al so di scuss how to assess expansion strategies [note 2].

Limted Program | npacts

Because social forestry involves decentralized activity at the
community and farmlevel, small |ocal nongovernnenta

organi zati ons (NGOs) often carry out these prograns nost
effectively. They usually have extensive |ong-term experience in
the conmunity, using |ocal personnel

Conmuni ty organi zations have credibility in the area and in-depth
know edge and under st andi ng of nei ghborhood conditions. Their
flexibility and adaptability pronote innovation and creative
probl em solving. And their organi zati onal autonony and relative
i ndependence | ets them be nore accountable to the conmunity.
VWil e | ocal organizations can successfully inplenment conmunity
prograns, these activities seldomcontribute significantly to
regi onal or national devel opnent needs.

Reasons for |ack of |arge-scale success are their:
* di spersed and isol ated nature,
* limted resources and organi zati onal capacity,

* restricted scal e of operations because of geography and
prograns, and



* |lack of conprehensive prograns.

Even t he conbi ned i npacts of many independent small-scal e
prograns usually do not have | arge-scal e i npacts.

Enl arging the size or operational scale of |ocal organizations is
one option to expand program i npacts.

Large organi zati ons have several advantages over smal

organi zations. They include a w der resource base, greater
organi zati onal capacity and depth, and an ability to operate

| arge-scale projects. In addition, they can capture significant
economni es of scale.

Yet, large centralized organi zati ons often have conpl ex

hi erarchies that prevent efficient flow of information and
resources. They often adopt top-down decision-making strategies
that directly conflict with |ocal authorities and power
structures. They usually do not incorporate the advantages of
smal | - scal e organi zati ons.

In many cases, large centralized organi zati ons design standard
prograns that discourage |ocal participation and are insensitive
to |l ocal needs and conditions. Thus, prograns often do not fit a
communi ty's uni que context. Not surprisingly, |arge-scale,
centrally-run and dom nated social forestry prograns often do
poorly at the local level. Both small- and | arge-scal e prograns
have weaknesses and strengths.

Thus, to achieve | arge-scale inpacts while being responsive and
effective at the local |evel, social forestry prograns need to
conbi ne the positive attributes of both |arge and snal

or gani zati ons.

The Chal | enge of Expandi ng Program I npacts

The challenge is "...to nultiply what are in nany cases
relatively small-scale initiatives...into |larger-scale rura
forestry prograns that will penetrate throughout the rural areas
as quickly as possible" [note 4].

G ven the effectiveness of small prograns, we need to ask, "How

| arge can small becone?" [note 5] That is, at what size or
operational scale do small organizations |ose their advantages of
smal | ness? How do we apply | essons |earned fromboth small- and
| arge-scal e successes to | arge-scal e prograns?

Li nki ng Macro and M cro Approaches to Expand | npacts

To expand programinpacts, we nust deal effectively with the



di  enma of organizational size and scale to nmeet |ocal needs.
"Even the | argest devel opnent program nust be broken down to the
size of the farm the city block, or the school, and be seen in
terns of the ultimate beneficiary. Macro and mcro approaches
are conpl ementary” [note 6].

Successful |arge-scale social forestry progranms in Haiti,

Bangl adesh, and Korea operated on a local level but within a

nati onal structural and policy framework. These prograns showed
that the conbined inpacts of small-scale |ocal successes resulted
in large-scale inpacts [note 7] (see box 2).

Box 2. Village Forestry Devel opnent in the Republic of Korea

The Republic of Korea's social forestry program inplenmented in
the 1960s and 1970s, partly owes its success to strong |inkages
bet ween conmunity NGOs and Korea's national |egal, policy, and
managenent franmework. Korea built this cooperative

i nterorgani zational arrangenent on the long tradition of village
cooperation and organi zati on. They bl ended t op-down and
bott om up pl anning and capitalized on the advantages of both
smal | -scal e NGOs and regi onal and national governnment agenci es.
They pl anted and managed hundreds of mllions of trees, resulting
in positive |arge-scal e ecol ogical, econom c, and social inpacts
[note 3].

Program desi gns need to capitalize on the organizationa

advant ages of both |arge and snmall organi zati ons, stressing the
advant ages of organi zati onal size and scale and m nim zing the
di sadvant ages.

Devel opnent efforts nust have effective |inkages between the
macro and the mcro, between major donor agencies, and between
organi zations inplenmenting | ocal progranms [note 8]

Ef fective |inkages and a positive institutional environnment can
ease and stinul ate expanded i npacts of social forestry prograns.
Qui di ng the Expansion Process Figure 1 provides an overview of a
process for assessing the elenents to consider in inpact
expansi on. The framework considers:

* the organi zation's objectives,

* relevant policies and contextual factors affecting expansion

* options for expansion, and

* other inportant factors that hel p devel op expansi on strategies.

Figure 1. Expanding Social Forestry Program I npacts: A Strategy



Devel opnent Mbdel

Organi zat i onal / Cont ext ual Assessnent
Expansi on Opti ons
Strategy Fornul ation

Figures will not transfer to the gopher format.

VWhat are the Organization's g ectives?

As a first step, we need to carefully assess the organi zation's
objectives. Do its mission and mandates |imt or encourage
expansi on? Does the organization really want to expand its
program i npacts? [note 9]

VWhat conditions are affecting the current situation?

W& need to understand the extent of unmet needs and opportunities
for social forestry. W need to determ ne how | ocal contextua
conditions favor or constrain particul ar expansi on approaches.

For instance, many capable rural NGO may exist. As part of a
| arge-scal e nul tiorgani zati onal arrangenent (an unbrella NGO
approach), we can ask these groups to carry out new progranms in
their comunities. O there may be few NG3s, requiring other
appr oaches.

We can determine priorities and general expansion approaches by
anal yzi ng the organi zation's objectives, the need for additiona
services, and the operational context.

How can program i npacts expand?

See box 3 for specific ways to expand inpacts. One option is to
i nprove the efficiency of existing programservices. W also
coul d encourage a positive policy environnment that renoves
expansi on obst acl es.

O, we can choose a structural approach (box 3, nunbers 3 to 7)
that fits existing contextual conditions. This approach should
enphasi ze the conparative advantages of both snmall and |arge
organi zati ons and avoid the di sadvant ages of each. Based on the
organi zation's priorities and the operational context, it can use
a conbi nati on of these approaches.

There are at |east eight ways to expand the inpacts of social
forestry progranms to provide services over broader geographic



areas to greater nunbers of people.

1. Increase the efficiency and or rel evance of current prograns
to i nprove program effectiveness and diffusion

2. Pressure for local, regional, or national policy reformto
strengt hen policies that encourage expansi on of inpacts on
exi sting prograns.

3. "Scale up" or internally "grow' an existing organization by
addi ng staff, resources, and infrastructure.

4. Link organizations using multi- or inter-organizationa
arrangenents (networks, unbrella structures, franchise
appr oaches).

5. Replicate the programthrough other existing organizations or

i ndividuals. A central group can plan or direct the replication
or it can spontaneously diffuse fromone existing organization to
anot her wi thout central control or direction

6. Miultiply the project's design or interventions in new areas by
newl y-formed organizations. A central group that facilitates the
devel opnent of new comunity organi zations usually controls and
directs multiplication. These new organizations then inplenent
the social forestry programin their own conmunities.

7. Decentralize authority and functions to |ocal autononous or
sem - aut ononobus organi zati onal units. This will enable I oca
deci si onmekers to make nore appropriate, equitable, and effective
deci si ons and program desi gns.

8. Centralize authority and planning through vertical integration
and consolidation to inplement prograns on a | arge scale.

How do other factors affect an expansi on strategy?

Factors such as | eadership, internal organizational systens, and
program may affect the rel evance and effectiveness of an
appr oach.

For instance, conmpetent |eaders may be scarce, limting inrediate
expansi on possibilities. Oganizational capacities may be

i nadequate to handl e increased adm nistrative and manageri al
work-1oads. O we may need to nodify the programitself to
operate on a |l arger scale.

We al so need to carefully review issues related to the

sustainability, equity, and efficiency of the strategy. Consider
all these factors before designing an overall expansi on approach

Pol i cy Needs



To expand inpacts successfully, policy and financial environnments
must encourage | ocal activities to conplenent and add to official
devel opnent progranms [note 10].

Expansi on strategi es should use the best features of small-scal e,
conmuni ty- based organi zati ons and | arger nore-centralized
organi zati ons.

For a strategy to neet both |ocal and national needs, public
policy should hel p:

* support and strengthen | ocal organizations,
* create |linkages, and

* identify and inplement new institutional arrangenents.

Devel opi ng and Strengt heni ng Local Organizations

Policies need to ensure access to necessary infrastructure and
resources, including training, research, and credit. These
resources enhance institutional capacity and hel p | everage
nati onal, nultinational, and private-sector support.

It is inportant to identify critical bottlenecks that inhibit

i mpact expansion and to design policies to renove them An
appropriate policy environment also will allow |oca

organi zations to innovate and serve as "social |aboratories"” to
test, refine, and ultimately transfer positive ideas [note 11].

Creati ng Li nkages

To expand program inpacts, experience shows that it is vital to
create and maintain strong horizontal |inkages anong | oca
communi ty groups. Vertical |inkages within regional or nationa
organi zati ons, networks, or government, are also essenti al

Such linkages help integrate bottomup and top-down pl anni ng,
policy setting, decision-nmaking, and managenent (see box 2).

They can inprove operational efficiency and program effectiveness
[note 12].

Li nkages al so hel p coordinate local activities so they directly
conpl ement and support national devel opment prograns [note 13].

Policies that help link | ocal organizations can enhance
cooperation, conmunication, and the sharing and diffusion

of ideas and innovations. They pronote |arge-scale replication
of key features of successful prograns.

Identifying and I nplenenting New Institutional Arrangenents



Wth strengthened | ocal organizational capacity and nore
effective |inkages, it may becone possible and appropriate to
transfer sone governmental field functions, authority, and
resources to | ocal groups.

Thi s can occur through informal channels or regul atory mechani snms
that formally transfer responsibilities. However, governnents
shoul d not give up responsibilities that are best retai ned by the
state. Nor should they use NGOs mainly as instruments of the
state.

Pol i ci es al so shoul d encourage new i nstitutional arrangenents
that capitalize on advantages of both small and | arge

organi zations. Such arrangenents (unbrella structures,

NGO gover nnent | i nkages, networks, coalitions) link [arge and
smal | organi zati ons and enable themto inplenment prograns jointly
on a |l arge scale.

Finally, policies need to ensure that |ocal decisionnaking is
conpatible within the existing national policy framework. This
will assure that all are working together toward common goal s.
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