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FIRM
Putting communities at the centre of their own development process is a cliché
commonly used amongst the development fraternity.  Multi-sectoral and/or inter-
sectoral support to community-based organisations (CBOs) is another customary
dictum of service delivery organisations.  Namibia’s Programme to Combat
Desertification (Napcod) has gained considerable experience in developing and
testing a model for integrated resource management at local level.  This model,
the Forum for Integrated Resource Management (FIRM), has been developed
and being implemented since 1996 in the #Khoadi //Hoas Conservancy in north-
western Namibia (Kruger, Gaseb, Klintenberg, Seely & Werner, 2003).

This booklet shares experiences gained by Napcod in the establishment and
operation of FIRM in the Grootberg area.  It comprises six (6) main sections
starting with a general background overview on Namibia and it’s variable
environment, followed by a description of Napcod.  Section 3 focuses on
establishment of FIRM in the Grootberg area , fo llowed by section 4 on
achievements and challenges of FIRM, as perceived by the community and major
service providers.  The fif th section of the booklet describes the process of how
the FIRM approach can be introduced in a new community.  The final section of
this booklet emphasises major challenges this approach is likely to face in future.
This booklet does not try to prescribe to the reader how to establish a FIRM, but
rather tries to share the Napcod experience at Grootberg and how interested
parties spearheading similar initiatives somewhere else,  might use this experience.

1 Preface



2

FI
RM

2 Background

NNNNNamibia is an arid country with low and variable rainfall combined with a high
percentage of sandy soils, resulting in naturally low agricultural productivity.
This situation creates the impression that drought is a permanent phenomenon in
the country leading to a general confusion amongst farmers and natural resource
users about the dif ference between aridity and drought.  Coping with aridity is a
way of life for almost 80% of the population largely dependent on this very
vulnerable natural resource base (Schachtschneider, Bethune, Jensen & Seely, 2002).
Even though Namibia is amongst the least populated countries in the world, with a
density of 1.7 people per km2, its population is growing rapidly.  The total population
in Namibia was less than 800 000 in 1970 and has increased to more than 1,8
million in 2001 (NPC, 2002).  At the current growth rate of 3.1% a year, the population
is expected to double in the next twenty years.  In more densely populated areas
and in marginal drylands adjacent to the Namib and Kalahari deserts, natural
resources on which so many depend for their livelihoods are already under pressure.
Prior to independence natural resources were managed by separate government
entities, without appropriate coordination between them and no clear cooperation
with non-government organizations (NGO ’s) and local communities.
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Cooperation betwe en government agencies, local communities and NG Os
improved as many sectors adopted the more participatory approach of Community
Based Natural Resource Management (CBNRM) focused on wildlife and tourism.
The farming community at Grootberg has taken this a step further, where the Forum
for Integrated Resource Management, FIRM, aims at Community Driven Natural
Resource Management.  FIRM also strives to better coordinate the services and
assistance required by the community, be they from government extension officers,
the private sector or NGOs (Schachtschneider et al., 2002).

2.1 Environmental and socio-economic overview

Namibia is one of the most arid countries south of the Sahel, covering an area
slightly larger than 800,000km2.

Rainfall increases from the coast, where less than 20 mm of rain falls a year, to
the north-east, which can receive over 500 mm of rain a year.
This spatial variation in climate means that the ways people can make a living
also vary greatly throughout Namibia’s landscape.  These basic characteristics
of the Namibian climate have wide ranging implications for natural resource
availability and resulting land use and management (Ibid ).
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Seventy per cent of Namibia’s population is involved in subsistence agriculture.
Livestock husbandry by means of free range grazing is the major productive
agricultural land use.  Rainfall variation, in both time and space, forces farmers
to be flexible in their land management systems.  Flexible practices include
movement of livestock to alternative or emergency grazing areas, de-stocking
in drought years and re-stocking af ter good rainy seasons.  For many Namibians,
opportunities to successfully practice flexible land management are limited by
financial and social constraints. Given the vulnerability of a live lihood so
dependent on such a variable natural resource base, many farmers resort to
income diversification through measures such as migrant labour, where family
members move to towns to earn wages to send home, and more recently
through tourism, craf t sales and leasing of hunting rights especially in the more
scenic, arid parts of Namibia.  In some households, old age pensions are of ten
the only cash income on which entire families depend (Ibid).
M a n i f e st a t i o ns o f  l a n d d e gra d a t i o n in c lud e  d e f or e st a t i o n (n ort h e rn
areas), deterioration of range lands (throughout), widespread soil erosion,
bush encroachment (centra l areas) and loca lised so il sa linisation ( Q uan
et a l. , 1994; Wo lters 1994).

2.2 Post independence legislative framework.

Since Independence, several natural resource -related policies have been revised
and as a result now either directly or indirectly provide support for more
integrated land and water management for sustainable development.  These
include, inter alia, Article 95 of the  Constitution, the Agricultural (Commercial)
Land Reform Act (1995), the National Agricultural Policy (1995), the Community
Based Natural Resource Management Policy and Regulations (1997), The
National Drought Policy and Strategy (1997), National Land Policy (1998), the
Swapo Manifesto (2000), the Communal Land Reform Act (2002), the Water
Policy (2000) and the draf t Water Resources Management Act (2001).

The Agricultural (Commercial) Land Reform Act (1995) takes into consideration
varying rainfall and quality of farmlands throughout Namibia.  Indeed, the pattern
of commercial farmland acquisition by the government tends to confirm this.
The act takes neither the next step of addressing farm management to cope
with aridity and climatic variability nor the growing phenomenon of absentee
farm management, a common response as farmers are unable to make a living
solely from farming.  Of ten, the male head of household takes on a salaried job
in a distant urban area, yet maintains decision-making powers over the distant
f a rm ,  l e a d i n g t o  p o or ov e r a l l m a n a g e m e n t  a n d l a n d d e gr a d a t i o n
(Schachtschneider et al., 2002).
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The National Agricultural Policy (1995) goes a long way toward supporting
sustainable development in Namibia, and should the various components of
this policy be implemented, agricultural development would be enhanced.
Similarly, the National Drought Policy & Strategy (1997) specifically addresses
the arid and variable climate of Namibia.  The policy points out that “disaster
droughts” requiring external intervention are infrequent in Namibia, yet dry
periods are common occurrences that make sound planning and preparation
essential to ensure the flexible, adaptable, integrated and rapid response vital
to good land management (Ibid).

Environmentally sustainable land use is incorporated in the National Land Policy
(1998) in both urban and rural contexts, yet, some sections, such as the one on
land enclosure, ignore environmental considerations and focus on spatial
planning and consultation with users.  Although this policy document confirms
th e  tre nd o f pay ing a t t e n t ion to susta in ab l e  d eve lopm e n t in po l icy
development, this has yet to be backed by appropriate legislation, regulations,
strategies, training, and capacity building (Ibid) necessary for realizing sustainable
development objectives.

Similarly, the draf t National Resettlement Policy (2000) addresses resettlement
that is ‘institutionally, socially, economically and environmentally sustainable
and which will enable settlers to become self-supporting’, yet there are cases
where resettlement has instead promoted inappropriate land use .  For
resettlement and redistribution to be successful, political and social goals must
be amalgamated with the harsh environmental realities of an arid and variable
climate.  This amalgamation is dif f icult when decision-makers do not have
suf ficient information on the realities of farming in Namibia, nor give adequate
recognition to the variability and vulnerability of the environment (Ibid).

The draf t Water Resources Management Bill (2001) supports sustainable water
resource development in Namibia and is based on the constitutional principle
that all water belongs to the state.  Riparian rights, i.e. exclusive rights for
people living along a watercourse and the allocation of water rights with land
rights are deliberately ommited from the policy document.  However, the draf t
Act does promote community involvement and decentralization through the
appointment and training of community-based Water Point Committees,
responsible for local-level water resource management, and the establishment
of Basin Management Committees to facilitate a more integrated approach to
planning and natural resource management of each surface or groundwater
basin.  No resource protection is af forded as policy does not  recognise  an
environmental water reserve for providing basic allocation to ecosystems (Ibid).
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In summary, concepts of environmentally sustainable development, explicitly
or implicitly including integrated land and water management, are found in
many recent Namibian policies.  However, as long as long-term sustainable
development is seen in opposition to the immediate needs and development
of the formerly disadvantaged population, the current legislative framework
will unfortunately not ensure sustainable use of natural resources in practice.
As yet, these approaches are not developed strongly enough to overcome
constraints such as the capacity, interest and willingness to change by farmers
and land use planners (Ibid).

2.3 Integrated land and water resources management.

The dawning of Independence provided an enabling environment for the revision
of policies and adoption of concepts such as community based natural resource
management. This further ushered in a generally more integrated approach to
land and water resource management.  It also coincided with the United Nations
Conference on Environment and Development (UNCED) held in Rio Janeiro in
1992 and the development of Namibia’s Green Plan (Brown, 1992), based on
national needs, for presentation at Rio.  This gave impetus to important national
environmenta l programmes, such as Namibia ’s Programme to Combat
Desertification (Napcod), a programme that strives to integrate activities of
environmental, agricultural and water sectors, as well as those of communities
and NG O ’s to better understand, monitor, contro l and prevent further
degradation of vulnerable natural resources (Schachtschneider et al., 2002).

Many dif ferent natural resource management projects grew out of this enabling
environment.  The more successful ones follow a similar adaptive, flexible and
participatory, community-centred philosophy like Napcod. This approach is well
suited to the Namibian setting because realistic deve lopment goals are
determined by the people directly dependent on these natural resources for
their livelihoods.  If people, who are familiar with the limitations of their
environment, are supported and guided by the government and other relevant
service organizations, they can, within the confines of long-term environmental
sustainability, develop capacity to plan for and manage their land and water
resources themselves.   Active participation of all stakeholders, be they individual
farmers, community organizations, government extension services or NGO ’s is
a central feature of the more successful projects promoting sustainable land
and water resource use.  In the past, due consideration was of ten not given to
the needs, experience and aspirations of rural communities (Ibid).
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3 About Napcod

NNNNNamibia’s Programme to Combat Desertification (Napcod), initiated in 1994, strives
to incorporate a more adaptive, participatory, community centred approach whilst
remaining scientifically reliable and without losing sight of the environmental and
social vulnerability of farming in a country as arid as Namibia. TTTTThe Forum for
Integrated Resource Management (FIRM) was  initiated to coordinate support from
four independently-funded national projects in the Grootberg communal area.
(Seely 1998).

The overall goal of Napcod is ‘to combat the processes of desertification by
promoting the susta inable and equitable use of natura l resources suited to
Namibia’s variable environment for the benefit of all Namibians both present
and future .’

N a p c o d is a  p ar t n e rsh ip b e tw e e n s e v e ra l g ov e rn m e n t s e c t ors ,  s e rv i c e
organisations, non-governmental organisations, as we ll as community- based
organisations and individua ls. The implementing government ministries are
the Ministry of Environment and Tourism (MET) and the Ministry of Agriculture,
Water and Rura l Deve lopment (MAWRD).  Externa l support for Napcod has
be en provided primarily as bilateral funding from the German Government.
To date , Napcod has be en implemented in thre e dist inct phases.

Napcod Phase I, (1994),,,,, started with community mobilisation and culminated
in a work shop , a tte nd e d by 225 na t iona l and in terna t iona l stake ho ld ers,
ranging from government, NG O , private organizations, farmers unions and
c o m m u n i ty re pre s e n t a t iv e s .   Th e  w ork sh o p d e s i g n e d a n  a p pro pr i a t e ,
dyn a m i c ,  f l e x i b l e ,  n a t i o n a l pro gr a m m e ,  t h a t  w o u ld pro m o t e  o n g o i n g
par t ic ipa t ion a t a l l leve ls throughout th e proc ess. Th is na t iona l workshop
was imbedded in a one-year planning and awareness-ra ising phase , during
wh ich re l eva n t sta k e ho ld ers w ere  w id e ly consu lt e d on d esert if ic a t ion in
Namibia and the ne eds to be addressed in the programme were identified
(Schactschne ider e t a l. , 2002).

Phase II, extending from 1995 – 1999,,,,, focused on eight objectives identified at
the national workshop in Phase I.  This included a study entitled ‘policy factors and
desertification – analysis and proposals’ (Dewdney 1996), aimed at informing
decision makers, such as politicians, senior and mid-level public servants, of the
impact of policy instruments on desertification and made recommendations for
reform. Several of these recommendations were taken into account in recent policy
revisions.  Napcod served as a secretariat for development of Namibia’s Drought
Policy and Strategy.
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Phase III, currently in progress (2003 - ), is addressing national and local
level monitoring and aims to strengthen capacities of service and community-
based organisations to combat land degradation and desertification.  O n a
local scale , Napcod is now mainly operating at pilot sites that were involved
in the Susta inable Anima l Range Deve lopment Programme (Sardep) of the
MAWRD since the early 1990’s.  Sardep sought to bridge the gap betwe en
commun ity-base d orga n isa t ions a nd serv ic e  orga n isa t ions in support o f
susta inab le agricu lture .  N apcod cont inu es to support th is ob je ct ive and
bu i ld on succ esses o f Sard e p , to e nsure  con t inu ity and u lt ima te ly, long-
term susta inability (Schachtschne ider e t a l. , 2002).

Asp e c ts f ro m t h e  p o l i cy a n a lys is a n d e xp e r i e n c e  g a i n e d d ur i n g
implementation of Napcod were incorporated into the drought po licy.  As
p ar t o f  th e  c a p a c i ty bu i ld ing e f for ts a nd th e  s tre ng th e n ing o f  e x is t ing
structures and inst itut ions, N apcod , toge th er w ith oth er re la t ed pro je cts,
was involved in publication of resource materials and handbooks addressing
In te gra te d La nd a nd Wa ter Resourc es M a n a g e m e n t in N a m ib i a .  Th ese
re so urc e  m a te ri a ls t arg e te d d e c is io n m a k e rs a nd te chn ic i a ns in se rv ic e
org a n isa t io ns , t e a c h e rs , stud e n ts a nd sc h o lars , c o n tr ibu t ing to g e n e ra l
awareness and assisting service providers to better understand and explain
to the communities they serve , the links among natura l resources, climatic
variability, relevant policies and sustainable use of these vulnerable resources,
be they  water or pastures (Schachtschne ider e t a l., 2002).
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4 FIRM in Grootberg

An already well-organised and active CBO , the Grootberg Farmers Association (GFA),
represents the community and surrounding farmers on many environmental and
developmental activities related to farming. The GFA voiced concern that although
projects operated simultaneously  in the area, they did so without any clear

cooperation and that by
work ing toge th er th ey
could better interact with
t h e  G FA a n d su p p or t
needs identified by the
community.  These pro-
jects were Napcod, Sus-
t a i n a b l e  An i m a l a n d
Range Develoment Pro-
gramm e  (Sard e p), th e
Communa l Are a Wa ter
Supply (Caws) project and
t h e  w i l d l i f e -or i e n t e d ,
c o m m u n i t y - b a s e d ,
natural resource manage-
ment  prgramme, Living in
a  F i n i t e  Env iro n m e n t
(Life).  These , toge ther

with the GFA, invited numerous other institutions that were at that time involved in
natural resource management and development in the area, including traditional
leaders, community-based organisations such as the  #Khoadi //Hoas Conservancy,
government extension of f icers from Rural Water Supply and the Ministry of
Environment and Tourism as well as NGOs, such as WWF and the Namibian Nature
Foundation (NNF).  It was agreed to “pool projects and programmes that have a
common philosophy and approach to focus on developmental issues in the
Grootberg area with the GFA as the local structure” (Kruger, 2001) and at the first
meeting in March 1996 FIRM came into being.

This founding meeting agreed that the overall goal of FIRM is to improve the welfare
of rural Namibians by promoting sustainable management of renewable natural
resources.  Its purpose is to develop a replicable model of inter-sectoral co-operation
by implementing integrated management practices in a manner that ensures that
renewable natural resources produce sustainable and equitable flows of benefits
to communal area resource user groups.  All meetings are chaired by an elected
community and GFA representative and the GFA decides when and where meetings
are held (Schachtschneider et al., 2002).
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In 1998, the Grootberg communal area, served by the GFA, became one of
th e  f irst four commun a l are as to b e  d e c lare d a conserva ncy. Th e  n am e
chosen was the #Khoadi | |  Hôas, or “Elephants’ Corner”, conservancy (Jones
1999).  #Khoadi | |  Hôas is a pure ly community based organisation, whose
in te res ts a n d b o u n d ari e s c l os e ly ove r l a p w i th th e  G FA o p e ra t i n g are a .
Conservancies are formed under an amendment to the Nature Conservation
O rdinance , that a llows a geographica lly de f ined commun ity to establish a
governing body for management, conservation and utilisation of its wildlife
and other natura l resources on previously open-access, state-owned lands.
It grants people rights to manage the ir own resources in ke eping with the
Co ns t i t u t i o n  (Turn e r 1996) .  Th e  r i g h ts a n d re sp o ns i b i l i t i e s o f  th e s e
c o ns e rva n c i e s ar e  m o d e l l e d o n  s im i l ar l e g is l a t i o n  f or c o ns e rva t i o n  o f
c o m m e rc i a l ( f re e h o l d t e n ure ) f a rms .  Co ns e rv a n cy m a n a g e m e n t
c o mp l e m e n ts tra d i t i o n a l f arm ing , a l lo w ing in c o m e  d iv e rs i f ic a t i o n , a nd
provides a strategy for coping in dry periods (Schachtschne ider et al., 2002).

4.1 The area and its people.

Th e  #Khoad i | | Hôas Conservancy consists o f som e  362 000 h e ctares o f
semi-arid rangeland.  Key biophysical characteristics of the area are its extreme
aridity and high tempora l and spatia l variation in ra infa ll.  Average annua l
ra i n f a l l v a r i e s b e t w e e n  240 a n d 300 m m a n d dro u g h t  is a  c o m m o n
occurrence.  Water resources are mainly subsurface, although two ephemeral
rivers, the Hoanib and the Huab, pass through the area.  Aridity makes the
area totally unsuitable for crop farming and even large-scale livestock farming
is dif f icult.  The area is home to a noteworthy wildlife population, including
an est ima ted 200 e lephants.  Ava ilab le na tura l resourc es, inc lud ing water
points are shared among people , livestock and wildlife populations (Jones,
1999).
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The conservancy area previously consisted of farms held by European farmers
under freehold tenure; these were bought by the South African government
a n d r e d istr i b u t e d a s p a r t  o f  t h e  D a m a r a l a n d N a t iv e  R e s e rv e  u n d e r
recommendation of the 1963-4 O dendaal Commission (Kamwi 1997).  Since
the n it has be e n sta te-own ed land used primarily by Damara and Herero
farmers for subsiste nc e pastora lism. Th e conservancy is home to some 3
000 - 3 500 pe ople many of whom were se tt led in th is are a under South
Afr i c a ’s a p art h e id a dm in istra t i o n . Th is p o pu l a t i o n is sc a t t e r e d in sm a l l
se ttlements of approximate ly 2-5 families clustered around water points of
the previous fre ehold farms. Some fencing and many buildings, boreholes,
windmills and farm dams from the fre ehold farms are still standing.

The two largest population centres are the semi-urban settlements of Anker
a nd Erw e e , e a ch w i th severa l hundre d se m i-p erma n e n t res id e n ts. Ea ch
settlement has a clinic, a primary school with hostel and several small shops.
O n e ma jor grave l road c irc les th e are a , l ink ing a f e w o f th e sett le m e nts
with the larger towns of Kamanjab and Khorixas, while most farms are linked
by irre g u l a r ly m a i n t a i n e d tra c k s .  Wa t e r is su p p l i e d t hro u g h  n u m e ro us
boreholes and should the water qua lity decline to a unacceptable leve l or
th e  so urc e  dr y o u t ,  a  n e w b ore h o l e  is dr i l l e d by g ov e rn m e n t
(Schachtschne ider e t a l. , 2002). The ma in economic act ivity in the are a is
subsiste nc e l ivestock farm ing , supp leme nted w ith a varie ty of a lterna t ive
income sourc es, inc lud ing sma l l busin esses, o ld-age pe nsions, se l l ing o f
garden or wild food products, and part-time or casua l labour in such tasks
as building houses or repairing cars. Remittances from wage-earning family
m e mb ers in larg er towns are  a lso a sourc e  o f incom e . Very f e w p e op l e
keep savings accounts, and only minimal amounts of cash are kept at hand
for basic purchases.

Livestock are sold only when cash is needed, usually for weddings, funerals,
sc h o o l a nd h ost e l f e es a nd m e d ic a l c ar e . N o n e th e l ess , i f l iv esto c k ar e
a cc e pte d as a f in a nc ia l resourc e , ma ny conserva ncy resid e n ts cou ld b e
considered quite wealthy. Wealth is mainly stored in goats around Grootberg
(with re lative ly few cattle and she ep), and a given household may own
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s e v e r a l h u n dr e d g o a ts .  Th is k i n d o f  w e a l t h  is n o n e t h e l e ss e x tr e m e ly
un eve n ly distributed (Ib id).

Interviews and community meetings indicate that human capital is a relatively
sma ll but growing resource in the are a . Young people espec ia lly have the
in itiative and could provide the labour to address issues of environmenta l
management and economic deve lopment. However, access to information,
through both formal education and other methods, is currently a constraint.
Although a strong ora l trad it ion exists through wh ich most young pe op le
l e arn l iv e st o c k a nd f arm m a n a g e m e n t , a c c e ss t o o th e r lo c a l ly r e l e va n t
information is genera lly limited.

Many f arm ers comp la in e d o f having no acc ess to in forma t ion on rights,
laws and policies, particularly on the national leve l. Policies which have the
potentia l to sign if icantly af fect f armers’ lives directly, such as the Nationa l
Drough t Po l icy, N a t ion a l La nd Po l icy, a nd Trad it ion a l Authorit i es Act , are
generally unheard of. In many cases, even traditional authorities, Conservancy
a nd GFA c omm i t te e  m e mb ers are  un aware  o f fram e work s w i th in wh ich
th ey op era te . More  impor tan t ly, th ey have  no re ady m e ans o f acc essing
information to further the ir understanding.  Disputes over user rights and
acc ess o f te n occur tha t are b eyond th ese le ad ers’ le ga l know le dg e , and
disputes can remain unsettled indef inite ly. This ne ed for information access
by the community is one of the main issues to be jointly addressed through
FIRM (Ibid).

N a t ura l c a p i t a l , wh i l e  sc arc e  by m os t s t a nd ards , is th e  m os t b as ic a nd
necessary set of resources for these communal farmers. Most of their activities
a re  d ire c t ly d e p e n d e n t  o n  t h e  n a t ura l re so urc e  b a s e ,  m a k i n g t h e m
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par t icu larly susc e pt ib le to na tura l shocks, such as drought . Key resourc es
include westward f lowing ephemera l rivers, underground aquifers, areas of
h igher qua lity so ils and be tter gra z ing, uncu lt ivated foods and medic ines,
and a re la t ive ly p l e n t ifu l wood supp ly.  It is impor t an t to re m e mb er tha t
these are among the most arid and marginal farms in an already arid country,
subject to variable rainfall. The area is extreme ly susceptible to drought and
has an inherently low biologica l productivity (Ibid).
The predominant issue re lated to natura l resources use , however, does not
se em to be ava ilability but rather access.  Espec ia lly for poorer community
members, rules and laws concern ing resource access and use are unc le ar.
In many of th e sma l ler and more physica l ly marg ina l commun it ies (those
separated from larger towns by greater distances, poorer roads, and a lack
o f  tra nsp or t a t i o n) ,  w e a l t h i e r f a m i l i e s h av e  t a k e n  ov e r a  “p a tro n ” ro l e ,
contro lling land and water resource access on some farms. In these cases,
confusion over tenure status and re lated resource rights has allowed one or
a f ew people to take de facto contro l over large tracts of productive land,
including exclusive rights to water points and graz ing (Ibid).
Any large shocks, including drought, outbreak of diseases among livestock ,
large-scale cattle thef t or the death of a pension- or wage-earning adult, can
be extreme ly damaging to families who keep only a minimal financial safety
margin.  Strong informa l soc ia l networks serve a number of purposes, and
both kin- and non-kin-based re lationships of reciprocity serve as safety nets
for subsistence farmers in face of these threats.
Farm ers ove rc om e  n a tura l d isas ters a nd soc io-e c onom ic thre a ts through
networks of strong socia l contracts that exist for:

⇒ provision of funds for funera ls,
⇒ gra z ing of livestock ,
⇒ lending of stock (for bre eding) and money
⇒ holding and informing ne ighbours of lost cattle
⇒ urban and rura l remittances of money and food,
⇒ transportation , securing sa laried jobs
⇒ child care and adoption.

Inde ed, informa l socia l networks se em to be one of the ma in assets these
communal farmers have at the ir disposal and can be used not only as a last
resort in e m erg e ncy situa t ions but a lso to bu i ld up o th er k inds o f asse ts
(Ib id).
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4.2 FIRM initiatives.

In order to operate e f f iciently, the GFA, now ca lled the Grootberg Farmers’
Union, and the conservancy committee serve as the community mouthpiece
to address identif ied ne eds at FIRM me e tings, where the stakeho lders are
approached to he lp with tasks re levant to the nature and function of the ir
project or service organization.  Where finance is needed, those involved in
projects serving as executing donors to the community, critica lly assess the
a ctua l n e e d o f investm e n t a nd provid e  jo in t f ina nc ing .  Th e  commun ity
contribut es to e ach investm e nt in k ind , for examp le through fre e labour
and fundraising.  This cooperation has made it possible to organise visits to
other commun it ies to share experie nc es in na tura l resourc e manageme nt
(Schachtschn e ider e t a l . ,2002).

Training programmes within FIRM address livestock issues, such as improved
goat production (Sardep), integrating wildlif e and tourism into commun ity
live lihoods (Conservancy, NNF, WWF), improved water supply management
a nd more  e f f ic i e n t in forma t ion excha ng e  as w e l l as n etwork ing . Sard e p
and other partners have assisted with training courses in livestock and range
management and facilitated sharing of experiences among farmers through
farmer exchange visits.   Attention has be en given to incre asing ava ilable
fodder through supplements or enhancing local fodder production, reducing
f o d d e r i n - t a k e  d ur i n g dro u g h ts t hro u g h  i m prov e d a n i m a l h e a l t h  a n d
introduction of bre eds we ll-adapted to loca l conditions.

Furth ermore  th e  d eve lopm e n t o f l ivestock move m e n t stra t e g i es such as
rotationa l graz ing, adaptive marke ting of anima ls and improved marke ting
opportunities and incentives, diversif ied and improved on-farm production
and the deve lopment of supplementary and alternative of f-farm enterprises
is addressed (Ib id).

Al l conservanc ies requ ire an adapt ive manageme nt p lan , to e nsure long-
term susta inab l e  a nd in te gra te d resourc e  use  w ith in th e  are a .  Be fore  a
management plan is accepted by the Ministry of Environment and Tourism,
base  maps show ing boundar i es, ro ads, in frastructure , r ivers, bore ho l es,
vegetation, geo logy, habitats and land use zones and resource inventories
of the area are ne eded together with Strategic Management and Land Use
P l a ns , pro c e dur e s , r e gu l a t io ns a nd d e t a i ls o f  inst i tu t io n a l stru c tur e s t o
implement the overall plan. To meet this demand, baseline surveys of wildlife,
v e g e t a t i o n ,  l iv e s to c k ,  ra n g e l a n d c o n d i t i o n  a n d l iv e l i h o o ds h a ve  b e e n
under take n by commun ity members togeth er with partn ers such as WWF,
MET, Napcod, Sardep, veterinary and agricultura l extension services, wh ilst
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All stakeholders and partners in development, sit on one platform on request of one
focal community, addressing the variety of issues raised by that one focal community.

FIRM puts communities in the lead of their own development.

more techn ica l tasks such as mapping were done by re levant pro jects. To
e nsure  f l ex ib i l i ty a nd adap t ab i l i ty o f th e  ma n ag e m e n t p la n , mon i tor ing
systems for a ll pert inent informat ion ne ed to be established. Appropriate
training is provided for environmental shepherds to monitor wildlife, livestock
a n d r a n g e l a n d c o n d i t i o ns a s w e l l a s o t h e r e nv iro n m e n t a l p a r a m e t e rs
considered re levant for e f fective management of natura l resources with in
the area .  While environmenta l shepherds are required to record data in a
simple , ye t scientif ic format, the ir knowledge of the area , socia l structures
and typical environmental conditions are valuable contributions to monitoring
of events within the conservancy. These daily monitoring results are compiled
month ly by a sup ervisor w ith in th e conservancy comm itt e e and use d by
the chairman in the annual report.  Results will thus feed directly into future
revisions of the conservancy management plans (Ibid).

Through FIRM , th e commun ity is ab le to requ est and re c e ive support to
d eve lop th e ir conservancy manag e m e n t p lan , and commun ity m e mb ers
are trained to ultimate ly take over and manage the plan on the ir own. FIRM
can also assist extension staf f from service organizations active in the area,
by ma k ing ava i lab l e  resourc e  ma teria ls d eve lop e d by Napcod and oth er
pro jects to provide information on natura l resources and the ir susta inable
use , re levant to farming commun ities (Ibid).
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Tra ns i t i o n  to  c o m -
plete se lf-re liance is
s l o w a n d m a i n ly
d e t erm in e d by th e
rate of change with
wh ich th e  c ommu-
n ity is comfortab le .
Th is r e q u ir e s c o n -
s id e ra b l e  p a t i e n c e
a nd f l ex ib i l ity from
a l l o t h e r st a k e -
ho lders, part icu larly

projects bound by a certa in time frame and rigid spending patterns.  These
stak e ho ld ers have com e to re a l ise and acc e pt tha t th e pac e o f progress
does not re f lect on donor or government performance , but is de termined
by the commun ity.  There are time limits that the commun ity is aware of ,
since Napcod, Sardep and LIFE do not have inde f inite lifespans.  However,
th e commun ity and servic e organ iz a t ions responsib le to th em shou ld , in
th e  t im e  re ma in ing , a cqu ire  sk i l ls to manag e  th e ir resourc es susta inab ly
and through ne twork ing attract new partners, where ne eded (Ibid).

The enthusiasm of the community, the wealth of organisations and projects involved
in the area and their commitment to the philosophy of FIRM has made the Grootberg
area an ideal testing ground for integrated resource management and what may
be called the FIRM approach. Although it has taken time, and there is some way to
go yet, FIRM has proved successful at Grootberg bringing together the farmers, the
conservancy, the donors, government service providers, NGOs and a variety of
projects working in the area to combine forces in implementing the development
vision of the community.  The ultimate goal is to successfully apply the FIRM
approach in other areas, within and outside conservancies (Ibid).

4.3 Achievements and Challenges.

The ma jor achievements of the FIRM approach to date include :

4.3.1 Greater sense of ownership over development agendas.

This is perhaps the most important achievement of the FIRM approach.
Communities are very of ten seen as the object of development and intervention
by outside service providers, instead of the mechanism through which
development is initiated and supported.  Although the term “community-based”
development is frequently used by most outside inter-vention agents, the true
essence of it is largely misconstrued. Even when develop-ment is based in the
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c o m m u n i ty a n d
c o m m u n i t i e s v e ry
o f te n par t ic ipa te  in
d e v e l o p m e n t  a n d
i m p l e m e n t a t i o n  o f
interventions (the so-
c a l l e d ”b o t t o m -u p”
approach), the success
of such interventions is
norma lly not shared
by communities.  As
soon as successes are
d i m i n ish e d a n d
failures start to surface, very of ten these community-based interventions
become failures of the intervention agents that initially introduced them.  If the
community forms the basis of the development process and agrees to “drive”
the process based on their own goals and objectives, the process becomes
community-driven and has a higher chance of succeeding.  Service providers
then become catalysts and the community takes the lead in the ir own
development process.  Successes and failures are owned by the community
and the desire to convert failures into successes is that of the community and
not of the development agent.

4.3.2 Clearer vision of future plans and their implementation

It is very dif ficult to implement someone else’s plans.  Very of ten communities
are expected to implement visions and plans conceived and devised externally
by development agents and service providers.  The FIRM approach focuses on
strategic planning and goal development by the community and how service
providers can contribute towards achieving it.

There is a general saying that goes: “if you don’t know where you are going,
any road will take you there”.  This is equally true for rural communities.  Poor
communities will always tend to be excited about any outside intervention,
because they expect to benefit directly from it.  This outside intervention,
however, might not even feature in the top ten priorities of the community, but
when asked whether it will address their real needs, they will always tend to
agree.  The FIRM approach makes provision for a strategic planning session
where communities are guided through a process of determining their own
vision and goals for the future.  Based on these goals and objectives, the
community is then guided through a process of developing plans that will
enable them to achieve those goals and objectives.  Through this process,
communities take the lead in indicating how they want to implement their
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plans and where they might need help from outside agents in pursuit of their
goals and objectives.  This places the community at the centre of their own
development process and makes it very clear to them where they are heading
and how they plan to achieve their goals.

Example of an Integrated workplan as developed by
Grootberg Farmers Union in 2003 within their FIRM.

)UFG(noinUsremraFgrebtoorG:nalpkroWdetargetnI

3002raeYehtroF

noitcudorPkcotseviLdevorpmI:1evitcejbO

rebmuN ytivitcA rentraPelbisnopseR :ybdetroppuS secruoseR latoT

nwO rehtO

1.1 hguorhtreddofelbaliavaesaercnI
noitcudorplacolrostnemelppus UFG DRWAMPEDRAS 00.000052$N 00.000054$N $N

00.000007

2.1 gnirudekatnireddoffonoitcudeR
sdeerbdevorpmihguorhtthguord UFG DRWAMPEDRAS 00.00005$N 00.00004$N $N

00.000009

3.1 dnaevitpada,gnizarglanoitatoR
kcotsevilfognitekramdevorpmi UFG DRWAMPEDRAS 00.000052$N 00.000054$N $N

00.000007

00.000001$N 00.000031$N 00.000032$N

sdoohileviLyinummoCotnimsiruoTdnaefildliWfonoitargetnI:2evitcejbO

1.2 evitpadanafotnempoleveD
tcnavresnocrofnalptnemeganam UFG ,TEM,FWW

,DOCPAN 00.00001$N 00.00005$N 00.00006$N

2.2 ,efildliwfosyevrusenilesaB
dnalegnar&noitategev,kcotsefil UFG,ATBOCAN FWW,TEM 00.00021$N 00.0008$N 00.00002$N

3.2 sdrepehslatnemnorivnefogniniarT
gnirotinom&noitcellocatadrof UFG DOCPAN,EFIL 00.00053N 00.00051$N 00.00005$N

00.00075$N 00.00037$N 00.00031$N

seitinummoCrehtohtiWgnikrowteNsulPytinummoCfoecnaileR-fleSetelpmoC:3evitcejbO

1.3 otegdelwonkdnaslliksforefsnarT
secruosereganamotytinummoc UFG,DOCPAN ,secivreSyranireteV

SWR,TEM 00.0543$N 00.0002$N 00.0545$N

2.3
otsrebmemytinummocniarT
eesrevo&tnemelpmi,ecived

plehticilosdnasnalptnempoleved

,UFG,ATBOCAN
DOCPAN UFNN,TEM 00.0516$N 00.0512$N 00.0038$N

3.3 nisrebmemytinummocfogniniarT
srettamyrategdubdnalaicnanif UFG,PEDRAS ATBOCAN,UFNN 00.0551$N 00.0052$N 00.0504$N

4.3
MRIFrehtootstisivegnahcxE

dnagnikrowten,seitinummoc
egnahcxenoitamrofni

BEDRAS,UFG DOCPAN 00.0516$N 00.0512$N 00.0038$N

00.00371$N 00.0088$N 00.00162$N

tnemeganaMylppuSretaWdevorpmI:4evitcejbO

1.4 tniopretawniartdnahsilbatsE
tniopretawhcaerofseetimmoc SWRD,UFG SWRD,DRWAN 00.0551$N 00.0052$N 00.0504$N

2.4
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&snoitaulaevesecruoser
tnemeganam

SWRD,UFG SWRD,DRWAN 00.0551$N 00.0052$N 00.0504$N

00.0013$N 00.0005$N 00.0018$N

3002ROFTEGDUBLATOTTNARG 00.002772$N
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4.3.4 Mechanisms to monitor and assess the process and impact
of development.

O f ten the planning process is blamed if very little progress in development is
ach ieved.  Sinc e a plan enta ils the care fu l deve lopment of ide as and
implementation strategies, there can be no such things as bad plans. It is usually
poor implementation of a plan that results in limited or lack of success.  The
FIRM approach not only makes provision for deve lopment of integrated
workplans, but also makes provision for regular integrated monitoring, evaluation
and adjustment (M&E&A) of workplans.  Communities hold regular quarterly
M&E&A meetings and all relevant service providers are invited to participate.
During these meetings progress with implementation of activities is assessed
and adjustments to plans are made, if needed.  This provides a very good
opportunity for the community (and service providers) to track progress in
implementation and it also exerts some pressure on all partners to deliver what

4.3.3 Improved capacity to identify development priorities and
solicit support.

Most communities have a clear vision of the developmental route they want to
take and the means to realise their vision.  The most serious obstacle they
usually face is getting the necessary support to help them achieve their vision.
Through FIRM, communities are supported to identify development constraints,
to find possible solutions and to put plans in place that will enable them to
address the constraints.  One of the best indicators of capacity in any community
is their ability to develop projects and then write and successfully negotiate
project proposals aimed at assisting them to implement their development
plans.  Napcod spends a lot of time in training and backstopping communities
to achieve this.
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was promised in the planning process.  It is important that FIRM makes provision
for participatory planning, sectoral service provision based on an integrated
workplan, and again participatory M&E&A.

4.3.5 Less duplication of service provision.

Resources (both human and financial) become scarcer by the day and everything
possible should be done to avoid duplication of services and infrastructure.
Many examples exist where services and products are provided without proper
consultation with communities and other stakeholders.  The FIRM approach
makes provision for involvement of all relevant service providers to sit in one
forum with community representatives and develop one integrated workplan
based on identified needs and priorities of communities.  Service providers can
consult each other on the nature and extent of services and products to be
provided, thus reducing chances of duplication.

4.3.6 Less conflicting services are provided according to agreed
policies and procedures

O f ten service providers and donors approach communities and negotiate
support based on their specific policies and procedures.  Since policies and
procedures of all donors and service providers are not the same, it can create a
lot of confusion amongst community members.  A good example is where
some donors expect a certain percentage of cash or other types of contribution
(labour, livestock or in kind) from the community for the delivering of certain
infrastructure (e.g. pipelines) or services (e.g. water), whereas government
institutions consider such basic services as part of their mandate and provide
them free of charge.
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This creates confusion, unhappiness and at times resentment in the community,
even leading to the community playing service providers of f against each other.
The FIRM approach establishes common policies and procedures, based on
common principles, for delivery of services and products by service providers.

A c h i e v e m e n tsA c h i e v e m e n tsA c h i e v e m e n tsA c h i e v e m e n tsA c h i e v e m e n ts Ch a l l e n g e sCh a l l e n g e sCh a l l e n g e sCh a l l e n g e sCh a l l e n g e s

1. Invo lv e s v a r i o us st a k e h o l d e rs w i t h
common interests.

2. S e rv e s a s a  p l a t f orm f or sh a r i n g o f
information and knowledge.

3. Provides a platform for integrated planning,
involving a variety of stakeholders.

4. Focuses on support where it is really needed.

5. Puts the community in the “drivers’ seat”.

6. Is c o n d u c iv e  t o w a rds i m prov i n g
understanding and development of long-
term visions.

7. Minimises duplication of activities.

8. Provides a holistic picture of challenges and
opportunities within a community.

9. Al lows opportun it i es for part ic ipa tory
monitoring, evaluation and adjustment of
planned activities.

10. Improves transparency with respect to roles
and responsibilities of different partners.

11. Ensures more efficient use of human and
financial resources.

1. Mainly driven by external service
providers.

2. A lack of buy-in from a number of
important partners in the field of
natural resource management.

3. A gap between the GFA and its
membership.

4. Still some one-sided competition
among certain service providers.

5. Inst i t u t i o n a l a n d f i n a n c i a l
sustainability not clarified for when
donors withdraw.

6. Irr e gu l ar a t t e nd a n c e  o f  som e
partners.

7. A l a c k  o f  c o n t i n u i ty a m o n gst
re prese n ta t ives from d if f ere n t
partners.

BoBoBoBoBox 1x 1x 1x 1x 1.....
A su m m a ry o f  a c h i e v e m e n tsA su m m a ry o f  a c h i e v e m e n tsA su m m a ry o f  a c h i e v e m e n tsA su m m a ry o f  a c h i e v e m e n tsA su m m a ry o f  a c h i e v e m e n ts
a n d  c h a l l e n g e s b a s e d  o na n d  c h a l l e n g e s b a s e d  o na n d  c h a l l e n g e s b a s e d  o na n d  c h a l l e n g e s b a s e d  o na n d  c h a l l e n g e s b a s e d  o n
p e r c e p t i o n s o f  a  v a r i e ty o fp e r c e p t i o n s o f  a  v a r i e ty o fp e r c e p t i o n s o f  a  v a r i e ty o fp e r c e p t i o n s o f  a  v a r i e ty o fp e r c e p t i o n s o f  a  v a r i e ty o f
p e o p l e  d ir e c t ly o r i n d ir e c t lyp e o p l e  d ir e c t ly o r i n d ir e c t lyp e o p l e  d ir e c t ly o r i n d ir e c t lyp e o p l e  d ir e c t ly o r i n d ir e c t lyp e o p l e  d ir e c t ly o r i n d ir e c t ly
i n v o lv e d  i n  F irm  a n di n v o lv e d  i n  F irm  a n di n v o lv e d  i n  F irm  a n di n v o lv e d  i n  F irm  a n di n v o lv e d  i n  F irm  a n d
i n t e rv i e w e d  d ur i n g  O c t o b e ri n t e rv i e w e d  d ur i n g  O c t o b e ri n t e rv i e w e d  d ur i n g  O c t o b e ri n t e rv i e w e d  d ur i n g  O c t o b e ri n t e rv i e w e d  d ur i n g  O c t o b e r
2 0 0 22 0 0 22 0 0 22 0 0 22 0 0 2 .
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5 How to establish FIRM
IIIIIn order to embark upon a process of establishing FIRM, the following few
steps cou ld be considered:

S t e p  3 :S t e p  3 :S t e p  3 :S t e p  3 :S t e p  3 : Establish FIRM.

A meeting between all stakeholders and the community committee should
b e  c a l l e d t o  e st a b l ish  F IRM .   Su c h  a  f o u n d i n g m e e t i n g is e x tr e m e ly
important in order to establish FIRM. During th is me e t ing an ana lysis of
th e prese nt organ isa t iona l landscap e is n e e d e d to id e nt ify curre nt and
potentia l service providers to the community.  O ther important issues like
t erms o f re f ere nc e  o f FIRM , m e mb ersh ip a nd by-laws a lso n e e d to b e
addressed during th is me e t ing .

S t e p  2 :S t e p  2 :S t e p  2 :S t e p  2 :S t e p  2 : Organise an exposure trip to an area where FIRM is
already operational.

Farmer to farmer interaction is certainly one of the best ways of introducing
n e w a ppro a ch e s a nd e f f e c t c h a ng e  in a ny c o mmu n i ty.  N a pc o d w as
extremely successful in spreading the FIRM approach by exposing potential
FIRM communities to the Grootberg FIRM.  These exposure trips can easily
d e v e l o p i n t o  u n c o ord i n a t e d l e isur e  t o urs w i t h  v e ry l i t t l e  b e n e f i t  t o
part ic ipan ts, if no t w e l l f a c i l ita t e d .  Upon re turn from such a trip , it is
extreme ly important to fac ilitate a f e edback and “lessons le arnt” session
in order to identify best practice and to plan ahead.

S t e p  1 :S t e p  1 :S t e p  1 :S t e p  1 :S t e p  1 : Introduce the concept of FIRM to the community.

Wh e n  i n t e ra c t i n g w i t h  a  c o m m u n i ty b a s e d s tru c t ure  ( e . g .  Fa rm e rs
Asso c i a t i o n  Co m m i t t e e ,  W a t e rp o i n t  Co m m i t t e e  a n d / or Co ns e rv a n cy
Comm itt e e) it is important to exp la in th e n e ed for int egra t ed p lann ing
a nd th e  s imu l t a n e ous invo lve m e n t o f severa l serv ic e  prov id ers in th e
process.  Apart from explaining the advantages of an integrated forum at
loca l leve l, it is very use ful to invite a representative from an area where
FIRM is operationa l and has achieved successes, as a resource person, to
a ddr e ss th e  c omm i t t e e .  N a pc od m a d e  us e  o f  a  r e pr e s e n t a t iv e  from
Grootberg (Gabrie l Goagoseb) when the FIRM approach was introduced
in the Oskop Conservancy.  During this presentation the resource person
shou ld f ocus on th e  si tu a t ion b e f ore  FIRM a nd th e  ch a ng e d si tu a t ion
a f t e r F IRM  w a s i n tro d u c e d .   V isu a l isa t i o n  t e c h n iq u e s to  i l l us tra t e
ach ieveme nts and be n e f its shou ld be used .
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Step 4: Interactive planning.

An interactive planning workshop should be he ld over severa l days to
produce a strategic plan for the community as well as an initial integrated
w ork p l a n  a n d b u d g e t .   M a j or st a k e h o l d e rs a n d s e rv i c e  prov i d e rs
identif ied during step 3 are invited to partic ipate in such a workshop.
Care should be taken to avoid outsiders from dominating the planning
(strategic and operationa l) process and thus imposing the ir ide as and
n e eds on th e commun ity.

Step 5: Regular M&E&A meetings

A plan is only as good as the implementation thereof .  Regular M&E&A
me etings where all partners are active ly participating, is the single most
important milestone for a successful FIRM.  Too of ten very good plans
and initiatives are ruined through a lack of commitment by those partners
that committed themse lves to the planning process.  Participatory M&E&A
m e e t ings w i l l “ expose ” those  partn ers tha t are  no t ab l e  “to put th e ir
money where the ir mouths are”.  This will lead to e ither “forcing” them
to cooperate , or e liminate them from the process to make way for other
more committed partners to step in.
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AAAAAn incre asing number of commun it ies is interested in app lying th e FIRM
approach to organ ise th e ir deve lopme nt age ndas.  Th is w i ll undoubted ly
i n cr e as e  t h e  d e m a n d f or s e rv i c e  prov is i o n , a n d w i l l c h a l l e n g e  s e rv i c e
providers to me e t the ne eds of loca l commun it ies.  As the FIRM conc ept
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