INSTITUTIONAL ARRANGEMENTS FOR INVESTMENT
IN COMMON PROPERTY RESOURCES. EXAMPLES FROM INDIA

William Stewart
Department of Forestry and Resource Management
145 Mulford Hdll
University of Cdifornia, Berkeley
Berkeley, CA 94720

Abstract

Nearly half of Indias productive land is under some combination of open access,
state or common property resource regimes. Many of these resources are degraded and
require controls on use or new investment to maintain productivity. Historicaly, local
ingtitutions managed these resources with a hierarchy of protection, use regulaion, and
development rules. A comparative study of eight different common property resource
regimes illustrates some of the major determinants for more "successful” approaches.
Under low leves of externa involvement, the evidence suggests that relatively
autonomous village ingtitutions are the most effective approach. If higher levels of
external involvement are required for capital investment or over-riding social gods, more
sophigticated ingtitutions are required.
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In the broadest sense common property resources (PR in India
could cover nost of the non-private land not under year round
control . Hstorically, the control of nmuch of this land was
domnated by definite groups of users such as villages, specific
tribes, specific castes, and |ineage groups. Over the past century
many of these arrangenents broke down as successi ve gover nnents and

i ndi vidual s appropriated parts of the resource.  During the past
decade there was a resurgence in interest in reviving conmon or
local control of resources — especially if they had becone

seriously degraded from use by ever expanding rural and urban
popul at i ons.

Aw de array of institutional arrangenents have been tried to
assure a sustainable flow of products from non-private lands in
India. From the fanous Chipko novenent in the Hnalayas to the
t housands of community woodl ots initiated under social forestry
projects local and external |eaders have initiated nmany different
forns of managenent and control. In nost cases, the traditional
nores have not sinply been revived and new arrangenents have been
tried. To date the success of these new institutions has been
m xed. Wile many community woodl ots have grown well, there have
been serious difficulties in transferring responsibility to | ocal
institutions which will be efficient and equitable (e.g Arnold and
Stewart 1990, UWSA DWrld Bank 1988). The failure of many
projects and P0|ICI es to live up to expectations has led to a re-
examnation of what forns of local institutions can be effective in
managi ng |l ocal forest and grassland resources.

_ Wil e issues ranging fromconstitutional |law (S ngh 1986) to
i ntra-househol d al l ocation of rights (Agarwal 1988) are useful for
anal yzing the situations, this paper focuses prinarily on the
institutional arrangenents necessary for naintaining a sustainable
flow of goods fromthe commons. |In the [ast decade there have been
numerous external prograns to "“induce" the creation of new
institutions to nanage CPRs. In other cases, villages or sub-

groups wthin villages have organi zed to defend and protect common
property resources. The follow ng eight case studies illustrate a
range of approaches used in a variety of government and non
government prograns. By conparing the exanples it is possible to
shed further light on the questions of what types of institutional

rules wll support common property resource mnmanagenment under
di fferent circunstances.

The larger franeworks - history, aaqroecol ogy and | egal tenures

During the colonial and post independence periods, the
uncul tivated |ands of India which had been used as conmon property
resources progressively shrank. Mich of the better quality |and
has been privatized for agricultural crops or pastures. Forested
areas were brought under the control of the Indi an Forest Service,
first by the British and later by the post colonial government.
Many of the formal or infornal™ institutions governing common
property resources (CPRs) which remained after |ndependence have
weakened or collapsed due to increasing population pressure,
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greater commercialization, certain public policies, technological
change, and floods and droughts. (Qpen access rather than
effective conmmon proper'fai/ rrana%ement has becone the nore typical
pattern of governance. t hough the area nanaged under effective
common property resource nanagenent regines is small the area that
could be is not. The conbi ned area of open access, state forests,
and true common property resources nakes up 46% of the cultivabl e
land area in India. Athough there are different estinates, a 1986
publication lists 142 mllion hectares (mha.) of cul tivabl e 1 and,
67 mha. of forest and 55 mha. of fallow culturable waste,
pastures and fallow (G 1986).

- Athough degraded, C(PRs still play an inportant role in the
l'ivelihood of rural Indians, especial Idy those with little or no
private land (Jodha 1986). Recent droughts and a decade of
anbi tious social forestry projects have focused attention on CPRS
and revived interest in increasing their productivity. Wi | e
there is general agreenent that known technologies coul d
significantly increase the yields of many products there is
fﬁnSII der Iablly I?ss agreenent on howthis process coul d be nanaged at

e local |evel.

_ Before dealing with the local level institutional aspects it
Is useful to briefly summarize sone of the larger franeworks

wi t hi n whi ch these snmal | resources and villages Tit (see Arnol d and
Sewart 1990 for nore detailed sunmaries of these frameworks). The
role and inportance of resources harvested from CPRs varies
substantially across the different agro-ecological regions of
India. Four of the case studies come fromsem-arid regions where
rainfed agriculture and ani nal husbandry are the dom nant PI |lars
of the local econony. Irrigation is typically only available on a
limted scale and risks of crop failure and loss of aninmals is
relatively high. Two of the four case studies from forested
reg| ons are in areas where the villages are surrounded by forests
and two come from areas where the forests abut predomnantly

agricultural areas.

How "common” the resource is varies and is closely related to
the strength of state clains to different forns of government
| ands. Uhlike nmany other countries the Indian governnent has
exerci sed significant control over non-private |lands for decades.
The codification of rights and privileges for villagers to
resources dates back to British and princel y admnistrations. S nce
IndeFendence t hese powers have been passed on to various state and
| ocal departnents. Forest departnents, revenue departnents and
| ocal governnents often enploy professional staff and Iguards or
| ease out what were once conmons to contractors. Challenges to
state control on site and through the courts are common and
sonet i nes successful (e.g. Brara 1987, S ngh 1986), but the general
trend has gone against local control.




A Local Institutional Paradiam for (PR

Athough land use patterns, |egal standing and economc and
denographi ¢ trends are probably the nost inportant factors
i nfl uenci ng OPRs across India, the specific institutional rules are
nore anenable to experinentation and change. Fol lowi ng the
appr oach of Jodha (1 92, institutional rules aregrouped inthree
maj or categories —protection, use regulation and devel oprent .

Protection rules refer to securi_tty_of tenure rights to a
specific group of users. Innost cases it involves the demarcation
and defense of the boundary of the resource and the protection
against privatization of "the basic physical resource. The
legitinacy of the organization responsible for designing and
i npl enenting rules is also considered as part of the protection
rules. These rules nust identify the S|i)eC|f|c rights of users or
nmenbers and define what if any access will be all owed to outsiders.

Wse rules cover quotas, user based fees, royalties, and
quantity based fees for all products that are harvested. The system
of use rules nust also address how to punish infractions, howto
di vide coomercial and long termbenefits and how to address equity
I ssues. A key asloect of use regulations is the ability to design
and alter use rul es when necessary.

Devel opnent rul es Involve concerns  for long term
sustainability. In sone cases the only devel opnent rul es necessary
are a control on the level of annual harvest — and |eaving
sustainability to natural regeneration. In other cases,

significant anounts of labor or capital are required. For new
projects, these are the rules which should acconpany any new
Investnents if the state departnent plans to turn over long term
managerrent responsi bilities.

Many external projects begin with an investment package
acconpani ed by a pre-desi gned set of devel opment rules. Procedures
for devel OPI ng appr OPI’I ate use regulations are often non existent
and many of the |egal changes necessary for protection |ag behind
the anbitious hectare targets (Anold and Sewart 1990). In nost
cases, this |eads to serious problens in terns of l|long term
managenment and sustainability. Areviewof formal and inforrmal CPR
management systens suggests the need for a different approach. All
successful systens have well defined protection rules ensuring
security of tenure. Systens of use regulations are not always
full evel oped but the capacity to alter the rules if they are
Ineffective is there in nost cases. Developrment rules are the
| east common, in many cases because natural regeneration is the
mai n method of "investnent".

(PRs_anongst _rainfed agricul ture

Comon property resources in sem-arid regi ons now occupy only
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a snal | percentage of village area in nuch of India. The breakdown
of nost of the institutional systens which historically had managed
these lands has resulted in nost of these CPRs being managed
essentially as open access resources. Detailed research by NS
Jodha (1986,1989) and others highlights the two nost inportant
functions of thése often degraded resources. First, they fill
crucial gaps in the resource and i ncone flows fromother resources,
primarily rainfed agriculture and ani mal husbandry. Wthout these
I nputs, such as oftf season fodder and dry season water squpI | es,
these other activities would be nuch nore tenuous. Second, the
are often a major source of support for the Poorest at tines o
reatest vulnerability, such as at the end of the dry season or
uring prol onged droughts. In his study of 86 villages across the
India™s sem arid tropics, Jodha estimated that poor villagers
(agricultural workers and households with |ess than 2 hectares of
l'land) got 66 to 84%of their fuel, 69 to 84%of aninal grazing and
14 to 22%of their cash income fromthe CPRs. Al other villagers,
on the other hand got less than a third of their fuel and grazing
and less than 3% of their cash incone from CPRs.

Wiet her these CPRs can continue to provide these resources
over tine depends strongly on the strength of the fornmal or
informal institutions which can control these resources. Jodha
(19%?2R probably provides one the best estinates of the percent afge
of systens which are effectively managed, as opposed to sinply

being used. In his study of 176 common property resources in 80
separate vil |l ages across the sem-arid region of I'ndia, only 10% of
t he 8“ inal rules governing CPRs were still in effect. He further
not ed t hat

the bulk of the managenent events are by-products of
ot her devel opnents such as factional quarrels in the
village or specific conditions of governnent grants to
the villages. Fromthis perspective, the nanagenent or
future of CPRs is tied to their utility for satisfying
other considerations rather than the interest in CPRs.
For instance to the extent CPRs help villages to qualify
for specific grants for devel opnent and drought relief,
they try to keep their areas intact. (Jodha 1989)

The nost inportant determnants of whether the CPRs were being
managed related to the relative isolation from socio-economc
change, market centers and governnent patronage. Better managenent
was also associated with villages that were able to marntain
traditional social sanctions, stay free from serious factionalism
within the village and have small and visible CPRs.

Unfortunately, it is often hard to find villages which neet
all of these conditions. It will be even nmore difficult to
maintain or pronote the factors which pronote nmore effective CPR
nmanagenent. Jodha (1989 also pointed out that only 10% of the
cases of (PR intervention were notivated by a genui ne concern and
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action to reverse degradation. The follow ng four case studies are
taken fromareas where narkets, external Intervention and caste or
soci o-economc differences within the villages are pronounced. The
experiences conpared in the follow ng cases illustrate sone of the
possible outcones when local institutions are "induced' to
strengt hen because of external pressure.

Al of the original authors reported simlar institutions in
villages other than the ones which were studied in detail. Wade
(1988) reported that every village on black soils in the area he
was working in had M| age uncils or at Ileast sone of
Institutional characteristics described inthe table. Brara (1987)
noted Coomttees of Mikhias in all 22 vill ages she surveyed in the
S kar district of Rajasthan. The fodder farns anal yzed by Shah
(1989) have been é)rom)t ed inthe nost of the major dairy districts
of Qujarat. By 1988 nore than 60 fodder farns were in operation and
the Government of Qujarat was devel oping a scheme to provide 50%
subsidy to new fodder farns. District dairy cooperatives will also
rovide financial and technical assistance. 1In 1989 the Aga Khan
ral Support Programe was suPportl ng 12 fodder farns and 15
wast el and devel opnent projects along the |ines summari zed bel ow

~Table 1 summari zes the basic characteristics of the four case
studies. Table 2 sunmarizes the generic institutional rules of
each study area. The nost significant grouping of the case studies
IS the level of external involvenent. In the villages studied by
Wade and Brara the state had no invol venent with the CPRs and the
villages took great lengths to keep this division. The two
exanples fromQjarat, on the other hand, exhibit a high degree of
external involvenent. In both cases, the external agencies are not
part of the state but do have access to significant technical and
capital resources. Mich of the actual noney the two organi zations
invested came from prograns funded by the state governnent.

Village Commons in the Shadows

Al though the legal status of the CPRs was quite different in
Wade's and Brara's areas, there are a nunber of inportant
institutional simlarities. The CPRs in Brara's village are
historic village comons. In a nunber of cases the state
governnment has attenpted to change the legal definition of the
parcels to state revenue lands. |In the villages studied by \Wade,

the commons were off season crop lands. In both sets of villages
the council or commttee is a parallel structure with no direct
ties to the official local governnent. Both organizations are

domnated by the elite and powerful households of the village but
are not strict caste panchayats as the menbershi p cuts across sone
caste boundaries to include nost najor |andowning househol ds.
Astute |eadership has been ver%/ |_nPortant in protecting the
benefits of the fromstate authorities but there do not appear
to be any direct financial rewards accruing from | eadership.

Conpared to official panchayats there seens to be a much greater
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| evel of awareness and di scussi on concerni ng actions to be taken by
the village. Vde (1983) comments that the "rules are sinple in
terns of the anount of infornmation they require, which nmakes them
easy to renenber and enforce" is applicable to both regions.

In both cases, no privatizable benefits are allocated by the
council or conmttee. Nunmerous checks and bal ances were used to
protect the relatively large suns of noney collected from the
auctioning of the right to harvest the CPRs. In Brara s case the
profits all go to coomunity assets, the |ocal school or religious
practices. The auctions for the |oong éhl ghly nutritious |eaves of
the kheiri trees which can be harvested when other green fodder is
in short supply) are hi %hly conpetitive and nost of the economc
sur ﬁl us over and above the val ue of resource goes to the commttee
rather than the purchaser. In Wde's exanples, the benefits of
ani mal manuring fromthe outside aninal herds are allocated through
highly conpetitive auctions open only to village nenbers. Funds
for guarding are raised from collective resources rather than
househol d or private property based taxes in both cases. On the
ot her hand, cooperative irrigation in Vde's villages is paid for
by a per acre tax collected at harvest when it is difficult for any
farmer to delay payment.

Fodder for Profit

The exanples fromQiarat represent a very different approach
to the nmanagenent of fodder resources. The major difference is
that these projects take coomon |ands and use themto devel o%_ an
increased flow of privatizable goods. Maintaining the equity bias
while producing privatizable goods is one of the nost unique
aspects of these two approaches. Fol |l ow ng a pattern devel oped for
organizing dairy cooperatives in Quarat. External organizers,
known as the spearhead teans, go into villages with the explicit
aimof creating newvillage institutions which will be able to take
over the project in a few years. The fodder farm and wastel and
devel opnent project are treated very simlarly to the devel oprent
of dairy cooperatives. The external organizers often get their
initial “entry into the villages through one or nore influential
| eaders but nmust rapidly burld a broad base of support anong
househol ds_of all socio-economc classes if the project is to
succeed. The relatively high investnent costs were not borne by
the villagers but mnainfenance, operation and reinvestnent costs
cane out of the net surplus of the project. The benefits of both
schemes was substantial and allocated by selling the right to hand
harvest grass or purchase bundl es of grass cut by the farns. This
approach was proportionally nore favorable to househol ds who did
not have their own sources of grown fodder crop or agricultural
residues. The managerlall?; sinpl er system of annual |eases to
relatively large tracts of the fodder producing areas was attenpt ed
and dropped 1n both fodder farns and wasteland devel opnent
projects. Wen this was attenpted the benefits were cornered b
relatively better off households as there were few bidders for




expensive yet difficult to estimate future yields.

~ The specific rules developed in each externally catalyzed
project vary trenendously. In all cases they were nore conplicated
than the rules in the villages described by Wade and Brara. Even
within one site, rules have often changed fromyear to year and
even wthin one year. The external organizations often play a
major role in 'suggesting or arbitrating rule changes. " In
~conparison, the ability to alter distribution rules for efficiency
and e_(1U|tdy gains is rare in nost governnent projects where the
benef i Istribution rules are fixed at the national or state
capital and are difficult to change by partici pants thensel ves even
i f the%/ are not working. Inthese cases, therigidity of the system
s that rul es nust be nmade, discussed and eval uated. There is great
flexibility in the size of the total project and the distribution
rul es thensel ves.

~ For both the fodder farns and the wasteland devel opnent
project the major benefit is dry grass or green fodder with a
significant collection cost. Sall fed aninmals are owned by
househol ds fromal | soci o-economc classes and are the prinary end
users in both cases. Wile richer farners use conparatively nore
grass or green fodder than poorer househol ds they do not dom nate
the project outputs as they usually have their own cheaper sources.
Srict rules are used in both cases to protect against an alternate
met hod of rapidly and crudely cornering the products - open grazing
by large herds of animals. A though the effective distribution
rules for grass are biased in favor of households with less private
resources, the organi zations provide other benefits in proportion
to the size of private resources. Household benefit from
menbership in mlk cooperatives is a function of the amount of mlk
produced. The AKRSP directs nmuch of its effort towards inprovi nP
the productivity of the currently degraded private agricultura
| ands. The subsidized services for land and water conservation,
input credit and group narketing all go up in proportion to |and
ownership. In addition the nost mature institutions were also
diversifying by investing in other assets such as fruit orchards
and tubewel I's for selling irrigation water. Both the fodder farns
and the wastel and devel oprment schenes exhi bited institutionalized
interdependency in a nanner broadly simlar to the patterns
exhi bited by successful dairy and sugar cooperatives in Véstern
India (Atwood 1988).

Common_property on state | ands

Indian forest |ands are legally owied by the governnent and
were classified by the British colonial forest service as reserved,
protected or unclassed (prinarily village) forests. Forth mllion
of Indias 75 mllion hectares of forest land (G2 1981) are
classified as reserved forests where the state has conpl ete and
exclusive rights over all products. 1In the protected forests (22
mllion hectares), villagers have rights to all products for which
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they Forest Departnent did not previously claim I‘I%htS: O the
renaining 13 mllion hectares the vast ngjority of the rights rest
w th househol ds, villages or panchayats. The actual rules in the
books and on the ground varg from r_e(fau on to region and exhibit
varying degrees of control by the different parties. Absolute
control” by one group is rare when all forest products are taken

i nto account .

Wiile the categorization was originally drawn up to provide
government revenues as well as neet local needs for forest
products, the on-the-ground situation is often quite different.
A though the Forest Departnent has rights to nost tinber, grass,
and ot her non-wood forest products in reserved and many protected
forests it nmay not enforce these rights if it is too expensive or
difficult. r nmany ?rotected_and village or comunity forests,
there is little control over which villagers harvest the resource.
No matter what the official tenure, many of these lands are nore
accurately descri bed as open access resources.

Across nmuch of India, the conbination of high |evels of state
approved extraction and | ocal use has led to significant resource
degradation. Social forestry prograns, which attenpt to draw of f
| ocal use by increasing the production on forest products on non-
forest lands (G2 1976), have inproved the situation sonewhat but
the comunity woodlots still exhibit nunmerous institutional
problens (Arnold and Stewart 1990, USAIDWrld Bank 1988, S DA

1987, S DA 1988).

The followng exanples represent the other end of the
spectrum where the forest department and specific wlIages
reorganize the de facto and de jure rights to forest |ands.
Al though the forest departnents naintain the domnant position in
terns of legal control over nost of the land and capital, rule
setting, and dispute resolution the situation is_intermediate
bet ween conmuni ty nanagenent and state nanagenent. To distinguish
these approaches from pure community nanagenent or pure state
managenent, the termjoint managenent will be used. In two of the
exanpl es, significant amounts of new investnent is nmade in the
forest area (but not limted to investnents in tree planting). In
the other two exanples, the m(aJ or change has been a devol ution of
control over the forest land. Tables 3 and 4 sumarize the
characteristics and institutional rules of the four systens.
Information was collected fromfield visits, governnental records

and ot her published research.

~_Athough each case is wunique there are a nunber of
simlarities. In all cases the forest departnment had | egal control
over Iaré;e tracts of degraded forests but was unabl e to increase
the productivity. Mllagers, on the other hand, had great
difficulty in securing the forest products they need for direct
consunption and as inputs to agriculture and ani mal husbandry. To
get out of the seemngly intractable probl emof too many denands on
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too limted a resource, local control was increased under
agreenents whereby villagers would get a nuch larger share of
future produce iIf they nanaged present use to allow for
regeneration. In sonme but not all cases, external funds and
assi stance were al so provided to assist the regeneration process.
A though successful in many cases, this approach is at odds wth
sone of the present forest policies. The village, rather than the
larger and official rung of local politics —the panchayat, was
chosen as the user group. In sonme respects new rights have been
created when protected and reserved forest land is involved in the
agreenents. Whlike rights such as N star which refer to specific
guantities of products, these newrights apply only to a share of
new i ncrenent al production. The Van Panchayats originated in 1930 s
and are a fully accepted |egal organization. The institutional
arrangenents in the other states are nore recent and |legal and
financial arrangenents are still being worked out.

Forests to the users

The Van (forest) Panchayats of the hills of Wtar Pradesh and
the Forest Protection Conmttees in Vst Bengal represent the nost
extensive exanples of joint managenent. In 1986 Van Panchayats
covered 628,000 hectares (Saxena 1987) and Village Protection
Commttees were active over 155,000 hectares in Vst Bengal (Palit
1989). In both areas, local systens of forest nanagenent often
predate or parallel these state approved agreenents ge. g. Qiha
1985, Gadgil 1985, Gadgil 1989, Mench 1988, Bnatt 1988, Chandra
and Pof fenberger 1989) The social and political rationale for the
creation of these AOI nt nanagenent schenes were considerabl
different. Van Panchayats were introduced by the British col oni a
civil governnent in the 1930's. The Forest Protection Commtt ees,
on the other hand, devel oped froma Forest Department pilot project
and were extensively pronoted by the Forest Department before state
and federal governnents approved of the changes (Banerjee 1989,
Arnold and Sewart 1990).

The challenge to scientific forestry

~ Van Panchayats were initiated in the 1930's in response to
hi gh |l evel s of social unrest towards a trend of greater and greater
state control of hill forests. Government plans to nmanage the
H nal ayas for tinber production were being seriously threatened by
an essentially unstoppable canpaign by villagers to burn the
forests (Guha 1990). In an attenpt to satisfy the state's cl ai mof
control and the villagers' need for fuel, fodder, fertilizer and
tinber |arge areas of the forests which had been nationalized a few
decades earlier were redefined as Van Panchayats, "forest
counci | s", which would be attached to specific villages.

Many authors have witten on the Van Panchayats and the
fol | ow n? isonly a sumary of the main points relating to aspects
of institutional " design (See Guha 1990, Vidyarthi 1987, Tri pat hi
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1987, Myj under-Bisht 1987, Ballabh and S ngh 1988, Gadgil 1985).
Wth the advent of Van Panchayats, villages were re-given
substantial control over forests which were usually isolated,
al ready harvested or of relatively poorer quality (Guha 1985) . The
better” quality and nore productive forests were kept by the
governnent as production forests (Guha 1985).

onpared to the plains, hill villages are nore honogenous and
have simlar needs for fuel, fodder, fertilizer and snall tinber
fromthe forest (GQha 1990, Saxena 1987). Wthin these newy
creat ed Van Panchayats, villagers of specific villages were al | oned
to harvest annual” products such as grass, green fertilizer for
their fields, fuel and some srmall tinber. |In addition many of the-
forests were still nmanaged for long rotation chir pines which are
tapped for resin. The contracting and revenue procedures for the
resin and tinber were control | ed by the Forest partnment with the
net profits going to the villages.

O all the exanples in this paper, the Van Panchayats have the
strongest legal foundation. Parcels and respective villages are
clearly denmarcated. @ However, weaknesses in village |evel
institutions coupled with a significant control of the revenue
generating aspects by the forest and revenue departnents often | ead
to less than effective managenent. Village | evel case studies seem
to suggest that the frequency of village neetings to discuss the
Van Panchayats is a good pr oxt/) for the actual effectiveness of the
local institution (e.g. Ballabh and S ngh 1988, Vidyarthi 1987).

The nore successful Van Panchayats exhi bit a w de range of use
regulations for different products (Ballabh and S ngh 1988,
My under - Bi sht 1987, Tripathi 1987). A though there appears to be
a strong correl ati on between a %ood physi cal resource and effective
use regulations, Tripathi (1987) 1llustrated a nunber of cases
where the villagers 1nposed strict harvesting restrictions which
will yield benefits only after a few decades. The distribution
systens seem to involve increasing |evels of nanagenent as the
resources get scarcer and all try to insure that resources are
distributed relatively equally. Al the successful Van Panchayats
have guards fpajd ingrain of cash) or rotate the responsibility
anong househol ds. Vi || ages whi ch can not support a guard have great
difficulty in preventing theft, open grazing and encroachnent. The
system of rotating guardi ng responsi bi I_|tP/ Is locally referred to
as Miasawari and was reported to be fairly common by Ball abh and
S ngh (1988).

Wiere the level of annual use is kept to a reasonabl e |evel,
natural revegetation has led to significant inprovenents in the
productivity of Van Panchayats. |In many cases, however, the high
denand for forest products has sinply been shifted to other forest
areas. Devel opnent of Van Panchayats to increase the sustainable
level of production is necessary if the ever increasi n%
requirenents for local forest products are to be net. Al thoug
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significant funds for tree planting exist the physical achi evenents
aﬁpear to be far bel ow potential. The Forest Departnent naintains
the control over the scheduling of resin tapping and tinber
harvesting but nuch of revenue officially belong to the Van
Panchayats. Prior to 1976, 100%of the net revenue was su,oposed to
go the Van Panchayat. These rules were revised so that only 40% of
the revenue goes to the Van Panchayats. Furthernore, these revenues
are inmmedi ately deposited in bank accounts whi ch require nunerous
approvals by different governnent departnents for release. The
trend towards greater centralization and patronage appear to weaken
the ability of villages to enter into true jornt managenent
appr oaches.

Vst Bengal's land reformin the forest

The Forest Protection Coomttees of Vst Bengal have little in
coomon ecologically with the Hnalayas but represent the nost
recent exanpl e of bureaucratic innovation re?ar di ng comon pr opert%
resource nanagenent. The programme currently covers over 155,00
hect ar es, prlrrarll\éaln_the UBI and lateritic areas in the western
part of the state (Banerjee 1990) . Mst of the | and was previously
a sal domnated mxed forest but had been substantially altered b
heavy cutting and nore recent plantations. Over 71250 Fores
Protection Commttees have been organized in response to Forest
Departnent offers to provide preferential rights to certain tracts
of degraded forests to specific villages (Palrt 1989) . Qiginally
the villages were chosen by the Forest partnent al one but the
sel ection process has gradually given a greater voice to |ocal
panchayats who have gai ned consi derabl e power in recent years.

~ The success of the approach is visually apparent as the
jointly protected areas often have stands of sal and other trees
five or nore nmeters tall. The surrounding forests, on the other
hand, often consist of scattered one neter tall bushes. The success
of the projects stens froma conbinati on of new forest depart nent
olicies, existing concern and support from villagers, and the
pi ol ogi cal capacity of the forests to rebound. A though the program
Is relatively recent and by 1990 was not fully approved by state
and national governnents, a nunber of institutional |essons can be
drawn fromthe experiences to date.

The Forest Departnent has been nost successful with this
approach in villages bordering extensive tracts of degraded forest
| and where the ratio of forest |and to households is higher. Wiere
the forest area to household ratio was over 1 hectare, nost of the
projects appeared to be off to successful starts. Were the
ﬁopul ation density was higher and the ratio was less than 0.5
ectare per household, it was considerably nore difficult. The
For est partnent links specific parcelS of state forest to
villages or hantets. Qiarding is very necessary as nost of these
forests are accessible by road and hence commercial firewood
cutters. It is acconplished by rotating responsibility anong
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groups of villagers. As nore and nore of the forest goes fromopen
access or weakly guarded state forests to specific , conflict
bet ween different the newand ol d users are becom ng nore frequent.

e regul ati ons have evol ved significantly since the initial
experinent inthe 1970's. Qiginallythe use regul ations centered
on the village agree to "no use' for five years to allow
regeneration and then only limted fuel and fodder collection. The
benefit offered was wage enploynent within the forest. Wen the
Forest Departnent saw how significant the harvest of small tinber
was fromthis arrangenent, they offered the village 25% of the net
revenues. A list of all villagers who participated in the schene
was drawn up and each was supposed to get an equal share.

Duri ng the expansion phase, it became clear that the harvest
of non tinber forest products such as tendu | eaves for bidis, sal
| eaves for BI ates, tasar cocoons for silk, and sal seeds for oil
coul d al so be substantially increased wth controls on access and
harvesting. This devel opment increased the flow of benefits which
occur annually and go towards the poorer househol ds. Initial
information suggests that this approach could be nore productive
than the tinber based nodel in many regions (Chandra and
Pof f enber ger 1989).

ne of the nost uni cglue_aspect_s of this approach is that it was
acconplished with no additional investrnents. A though degraded,
much of the forest had significant root stock which responded
rapidly to the decrease in the levels of harvest. The critical
investnent was in the redefinition of security of tenure to
specific villages. The Forest Departnent did re-allocate
significant anmounts of staff time towards initiating the new
arrangenents and working with village |eaders to achieve the nost
basi ¢ use regul ations.

_ Thi s approach denonstrates a unique three way sharing of

I nvestment, responsibility and benefits. The Forest Departnent has
legitimzed greater local control over a significant portion of
their total Tands and has invested considerable staff tine and
| ocal prestige in pronoting the approach. The hi %hl y politicized
village and panchayat |evel |eadership (Palit 1989) often play a
major role in decidi r_lgf which villages wll be chosen for the
schene. Individual villagers, especially wonen responsible for
wood and mnor forest product collection, bear considerable
hardship in the early years when large tracts of forest are
essentially closed for a few years. Benefits, although not yet
legal |y assured, are to be disbursed both by household (long term
share of pol e ha_rvest% and according to individual s who are w lling
to engage in fairl ow return harvesting operations. _
The second type of benefits (albeit wth a much |ower profit
margin) nore commonly go to poorer woren who have both the | ocal
knowl ed?e and | ower opportunity costs to their |abor. A though the
nore valuabl e tinber related benefits are a nunber of years In the
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future, the inpressive guarding by villagers is evidence of the
considerable faith they have in the State, the local political
bodi es, and other villagers holding to the agreenents.

Investing to stabilize watersheds

Danmage to downstreamagricul tural |ands fromupstreaml|and use
?ractlces has been a najor inpetus for much of expenditures in
orestry around the world. sually these Pro; ects are undertaken
under fthe rubric of watershed nanagenent and usually involve
relatively large investnents ained at reducing erosion.
Sringent” neasures such as attenpts to depopul ate watersheds or
maintain plantations are difficult to support — socially,
politically or financial Idy. | ncreasi ngly, watershed projects use
‘carrots" to inprove |and use. Unlike other Asian countries such
as Thailand and the Pnilippines which have granted cultivating
rights within the upper watersheds, the Indian governnent has
limted new access to the collection of tinber and other forest
products. The followng tw exanples illustrate two different
approaches for creating newvillage institutions to alter |and use
practices in steep watersheds.

S ing the Shivaliks fromr LN

The HII Resource Managenent Societies (HRVB in Haryana are
an outgrowth of nearly twenty years of work by state departnents,
external organizations and poor villages in the hills behind
Ghandigarh, the capital of north Indian states of Haryana and the
Punjab.  The Shivaliks are a band of highly erosive hills just
north of the nvst_lorod_uctl\_/e agricultural areas of India. In an
attenpt to slow siltation into a I_arge lake in the state capital
government scientists offered to build snall reservoirs in certain
villages if they would st oga open %ram ngF in the watershed of the
capital's lake (Mshra and Sarin 1987) . Fromthe original concept
of social fencing "whereby villagers decide to protect the hills
fromgrazing through self restraint” (Mshra and Sarin 1987) the

I ocess g?radually evolved to one of joint nanagemnent.
raditionally, the forest departnent |eased out nuch of the
reserved forest land in the Shivaliks to contractors who harvested
t he bhabbar grass (used for rope nmaking) and sold the remaining
fodder grasses to local villagers. Begl nni n? in a few villages,
the forest departnent offered a nulti year [ease to neighborin

villages at the average of earlier three bids as |ong as they woul

strictly prevent open grazing. Instead of paying nonthly fees to
outside contractors the village now had to raise up front costs
w th a per household levy. Hand cutting fodder grass is nore | abor
I ntensi ve than open grazing but al so prevents erosion caused by the
aninals on the steep slopes. The ban of open grazing was not as
serious as it would have been a decade earlier because the
i ncreased availability of nore crop residues (fromirrigation from
the new reservoirs and other sources) had started a significant
shift towards water buffal oes which can not be grazed on the steep
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slopes in any case (Sewart forthcomng). After taking into
account the |abor costs, the net value of the grass collected in
1986 was fromtwo to four tines of what the contractor originally
Bal d the Forest Departnent (Chopra et. al. 1989|). In addition to
enefitting from the reduced fees, the villages have shown
considerable innovation in developing and revising the rules
overning grass harvesting. In Sukhongjri, for instance, the
hCIdethy walved fees for wdows and famlies facing economc
ar dshi p.

Cogar_ed to other CPRMsystens in the hills, the approach of
the HRVBs invol ves the greatest use of auction values and fees to
legitimze user group control over a certain area. The total val ue
of the land leases is nuch less than the very large investnents
made by the Forest Departnent in irrigation projects in the sanme
villages. Regulation by the villages is closely linked to the need
to raise substantial suns of noney to pay the auction rel ated val ue.
of the grass. In addition to extracting significant anounts of
nmoney from relatively poor villagers, the high degree of
coomercialization is 'a mxed blessing as there are numerous
grobl ens in collecting the fees (especially for the nore val uabl e
habbar grass) and exanples of a few villagers organi zing to pay
the below narket rate fixed by the Forest Departnent and then
Imedi ately resell the grass cutting rights to outsiders.

~The original need for village |level organization was related
to irrigation nmanagenent. A najor innovation attenpted but not
always fully instituted was to replace the regionally typical
systemof warabundi (rotation of irrigation time according to |and
Parcel S) wth a systemwhere each household, no nmatter how nuch
and they owned, woul d have equal water rights. In actual practice
the patterns observed are a mx of the traditional systens wth
sone of the land poor households using their new found political
power to press for a better share of a variety of common property
resource rights wthin the village Sewart forthcom ng).
Institutional rules for managi ng a variety of forest based products
are still at a relatively inmmature stage conpared to the nore
successful Van Panchayats. = A significant newattenpt to strengthen
the forest product based |easing systemto villages, and in sone
cases even sub-village wuser groups, is currently underway
(Pof f enber ger 1990) . ‘

The integrated rural devel opnent approach

The Vill age Devel opnent Commttees (MDO of the |ndo-CGernan
Dhal udhar Project  in Hnpachal Pradesh represent a major
institutional experinment within an integrated devel opment project.
Wile the najority of the project focused on inproving private
resources, a significant attenpt was nade to induce | ocal
institutions which could nanage projects on degraded forest
departnent and village lands. = The state took over the |egal
owership of nost traditional village or user group lands in the
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1970's as part of a large land redistribution program (S ngh 1986)
and much of the land is under dispute. Under the project a w de
range of groups and commttees were organi zed and gai ned official
recognition. They are then e|IﬁIb|e_t0 recei ve governnent funds
for certain activities. Were these different groups had natured

the project also fostered the creation of an unofficial union of
these groups, the Village Devel opnent Conmttees. (ne function of
these organizations was to manage new projects on forest and
revenue lands where the villagers would take certain
responsibilities in return for a share of the new products. The
nost conmmon initial approach was to allocate grass rights egually
anong t he househol ds (simlar to nmost Van Panchayat rul es) and pl an
to use the profits fromthe potentially nore lucrative orchards
only for community assets like the villages described by Brara
(1987) and V\ade (1988). Institutional arrangenents for |onger term
forest products such as fuel and snmall tinber of if the user groups
wi |l be responsible for repayi ng sone of the investnent had not yet

been agreed upon.

_ Unli ke the other three case studies for forest areas, little
information exists on how local institutions are faring after the
initial pilot ?FO] ect stage. During the initial phase, only a
mnority of he villages achieved the desired level ° of
institutional naturity. e villages that organized typically had
a nore honogenous social structure and nore active |eaders (Czech
1986) . Howmany of the VDCs will survive after the renoval of the
extensi ve subsidies and organi zing i nput of the project will be an
inportant test of this approach.

Concl usi ons

| began this paper by exploring different common property
resource institutions which were created explicitly to preserve or
increase the flow of products fromthe base resource. Al of the
exanpl es illustrate a high degree of induced institutional change.
In this respect the exanples are quite different from the
situations in the 80 villages docunented by Jodha (1986, 1989) or
ot her exanpl es of traditional systens whi ch have weat hered t he test

of time without explicit involvenent fromthe governnent. In sone
cases informal institutions coalesced to defend |ocal resource
against the Sate or non-local groups. In other situations, the

State explicitly subsidized or inplicitly allowed the fornmation of
sem - aut ononous or gani zati ons whi ch then exerci sed greater control
over certain resources.

A hierarchy of rule sets for commbn property resource nanagenent

Devel o?i ng policies to inprove the sustainability of the
coommons will involve explicit or inplicit decisions regarding the
order in which probl ens nust be dealt with. Wen project financing
is avail able, the forest or grassland resource is visibly degraded,
and little is known about the local institutional situafion, it is
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often common for the first step to be large devel opnent
i nvestnents. Hopeful ly institutions will gradually devel op so that
the resource can be "handed over' when no external professional
I nvol venent is  required. The experiences of many comunity
woodl ots in India su%gests that this approach |eaves much to be
desired. Moreover, the exanpl es presented here suggest that | ocal
institutional strength may be a nore inportant g_lgr? than initial.
gronth rates of the planted trees or grasses. e problens and
successes inply a hierarchy of institutional rules, wth protection
rules being the nost inportant, followed by use rules and finally
rul es governi ng and supporting devel opnent and i nvest nent .

Protection rul es

Unquestionably the nost inportant rules relate to protection
and the security of tenure of a specific group to a specific
resour ce. This is what fundarmentally differentiates a common
Fr operty resource froman open access resource (e.g. Gstrom 1986).
n sone cases Vvillages are abl e to enforce these boundaries w t hout
the of ficial sanction or even know edge. In nost cases, security of
borders requires significant |egal and bureaucratic support. ile
barbed wire fencing is the typical project translation of this
"protection", physical barriers often do not radically change use
patterns by thensel ves. Delineation and protection of boundaries
requires explicit dealings with the Sate governnent who usually
has the legal tenure as well as various non-resident groups who
have interests in using the resource. This issue can be especially
probl emati ¢ where resources have been used by both local villagers
and nonadi ¢ or transhumant groups of grazers.

Use rul es

Once the security of tenure exists, the next nost inportant
set of rules relate to use. Wse regulations are key to any
managenent systemwhere the denand i s considerably greater than the
suppl'y of a product. Wil e independent users can coordinate fairl
sinply to defend the borders, a nore sophisticated institutiona
structure is necessary to define and revise use regul ations for
menbers. This is especially true as villagers have increasin
ability to market whatever surplus they are able to produce an
therefore have vera/_ ?ood reasons to want nore of any certain
comodi ty. The differences anong the case studies that is
i mpossible to a priori identify all good and bad use regul ati ons.
However, it is possible to nmake a nunber of conclusions regarding
the pattern of usage regulations. Mre conplex sets of rules
require nore investnment in managerment and are not invoked unl ess
necessary. The followng table lists comon usage regulation
patterns illustrated in these case studies in order of increasing

conpl exity.
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Increasingly conpl ex use regul ations for CPRs

1. No privatizable benefits, but significant collective benefits.
Protection is al so a collective responsibili tK'

2. Dstribution by househol d quota, collection by househol d | abor
and househol d guardi ng responsi bilities.

3. Charge a price for the product which is greater than the
margi nal cost of production but bel owthe narket rate. Use the
noney col lected to pay for protection and nanagenent .

Wien households have simlar needs, Jlabor and I|and
allocations, the equitable distribution by household of benefits
and responsibility seens to work well. Many authors (e.g. Quha
1990, Saxena 198§1 have suggested that this pattern is comon to
the H nal ayas. the other hand Jodha (1986) cites enornous
di fferences between the relative inportance of CPRs for poor and
non-poor in sem-arid regions. Anong the case studies used in this
paper, hill and forest commnities wth the were nore likely to use
the second option while villages in sem-arid areas illustrated the
| east conpl ex and the nost conpl ex sets of regul ations. Possi bl
this difference stens from the underlying patterns of wealt
distribution in the regions.

The use of pricing nechani sns appears to be a doubl e edged
sword. In many cases it is justified by project organizers to
recover the significant financial investments nade to increase the
productivity of a resource. The wel fare effect has, however, been
m Xxed. If traditional users of the conmons have other nore
pressing uses for their limted cash, they may not be able to 'bid
effectlveIY for the outputs. Attenpting to price the outputs of
fuel wood plantations has generally resulted in poorer househol ds
swtching to lower quality but still collectable fuels (Bhagaran
and Griappa 1987) or nost of the products being sold to urban
mar ket s. rly results fromthe harvests of comunity woodl ots in
Tam| Nadu showed that 91%of the total output was sold to urban or
I ndustrial purchasers and only 9% was collected or purchased by
villagers. (QOIN 1985).

_ The Qujarati exanples from areas where fodder is alread
widely sold give a nore hopeful view |f access to financia
credit and narketing channels exist for both the poor and the rich
It is possible for the poor to benefit fromnew resources if they
can make sone nonetary surplus through the purchase of them
Al though season-long |eases for fodder and other grasses woul d
entail |ower nanagenent costs they often turn out to be highly
inequitable in practice. Geater delays in returns, higher front-
end costs and greater protection costs can lead to nost of the
resources going to the wealthier households. To overcone these
problens both exanples from Quarat involved nore external
nmanagenent and use rul es which required daily or weekly purchases.
This increased the overall cost of managenent but did direct a
consi derabl e portion of the benefits to poorer househol ds. The
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| oner |evel of external involvenent in Haryana was associated wth
greater equity inefficiencies. In the final analysis, the overall
wel fare effectiveness of price based distribution is not sinply a
function of the use of external nanagenent (exanples of both
inefficient and inequitable external involvenent are common) but
how accessi bl e an efficient market is to poorer househol ds. _
This tentative concl usi ons suggests that we nust be very careful in
projecting the positive results of pilot projects which are often
In areas where capitalistic agriculture is nore devel oped and al |
households can interact wth the market in a relatively fair
manner. . ‘

Devel opnent rul es,

In sonme cases, securitly and tenure and appropriate use
regul ati ons can be a successful devel opnent strategy 1 n thensel ves.
If major maintenance or replanting is not required a CPR can be
treated like a textbook case of a renewable resource. Such
endeavors often depend on a high degree of |ocal know edge such as
where soil noisture lasts the longest during the dry season or how
different nedicinal plants regenerate. Success iS nost assured
where technology is well wunderstood but only thing |acking was
shift in political control. Wst Bengal FPCs are the nost
stunning exanple of howrapidly it appears that this approach can
begin to work. Many researchers and activists who have worked with
tribal and other resource dependent communities have pushed an
expansi on of this approach.

A less direct approach is to view CPRs as adjunct to other
resour ce and soci al systens, and invest inthose first. Reductions
in open grazing have occurred under a w de range of institutional
settings i1 n the neighboring states of Haryana and Punjab. In sone
respects the increased availability of crop residues associated
with irrigated agriculture rather than changes i n managenent of the
forests which is nost inportant in reducing the previously high and

destructive levels of open grazing. The creation of |evel
irrigation systens in foothill villages has been an effective,
al though of ten expensive, catalyst for change in the nanagenent of
degraded forests. Irrigation or drinking water devel opnent

projects are in great denand and can have very strong positive
effects on the status of CPRs. Brara (1987) docurented effective
village strategies for using the profits fromCPRs to get matching
grants for desired village infrastructure and social services. In
terns of governance, it appears that villages rather than civil
servants can choose the nost needed projects. External government
or non-governnent personnel have access to nore relevant new
technol ogi es and sources of funding but they rarely have better
site specific or organizational know edge than villagers.

An added benefit of this aplpr oach is that institutions and
institutional rules are often already in place and di verse groups
\tIJuth{"n a village wll often agree on significant collective
enefits.
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The final and nost difficult case is where first two
alternatives are either infeasible or insufficient to address
problens. This is the typical problem faced in nany watershed,
wast el and and regi onal devel olpnent projects. External investnent
such as wat ershed projects w || al nost al ways be acconpani ed by new
deci sion nakers representing another set of institutional goals.
In sone cases, this wll nean a need to produce a cash surplus
wthinthe life of the project. In other cases, it may only be a
difference in managenent and political styles. The Tundanental
issues that will need to be addressed are how to effectively
allocate responsibilities, costs, and benefits. Thiswll require

the enpowernment of institutions and systens to keep the new
institutions in check. Wen pricing is introduced the need for
rural institutions and nore rules increases dramatically. It is

Bossi bl e and apparently all too common for nost of the benefits to
e sucked off by those with initial access to capital. The two
exanpl es fromQy arat exhi bit offer sone approaches whi ch appear to
avoid this outcone. Unquestionably, this approach will require
nore pl anni ng, bookkeepi ng, accountability structures and dispute
resolution. In both cases the necessary support came from non
gov]§][ nnental organi zations with a significant core of professional
staff.

For forest areas, the approaches used in Qujarat woul d need to
be expanded. Frst the mx of products and %row ng patterns are
much nore conplex than for field crops. Mich of the conplexity
relates to the lack of know edge concerning soils, growh rates,
and plant interactions. Al though there have been many inpressive
smal | trials wth grasses and fodder trees in the Shivaliks and
Hnalayas (eg Mshra and Sarin 1987), nost of the extensive
pl antings in watershed projects have enphasi zed hardy pines which
can survive on harsh sites with little care (Mikherji 1985).
Whl i ke hand cut fodder, the outputs required by the villagers are
rarely efficiently or equitably allocated sinply wth pricing
mechanisns. And finally, the time and uncertainty of when the
project will produce net returns is greater.

Overarching issues; State defined tenure and external involvenents

A though it is possible to suggest a basic hierarchy of rules
necessary to run successful (PR managenent in the face of strong
external conpetition, the specific pattern of rules in each case is
closely related to the state defined tenure of the resource and the
| evel of external involvenent. Figure 2 segregates the eight case
studi es according to those two characteristics.
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Figure 2 Conparison of tenure and external invol venent
Level of external invol verent
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The broadest distinction in terns of tenure is whether the
land is wth the Forest Departnent or not. In nost cases, the
present |legal status is a proxy for decisions nade decades ago
concerning how productive the land was and whether it would
eventually be privatized. For forest lands the state and the
vil l agers have strong yet different relative interests on the types
of products. The forest departnent's nandate is typically to
produce tinber and prevent erosion. During conflicts 1t is quite
coomon for the pursuit of one group's goals to nearly totally
negate the returns which could accrue to the other party. (nh non-
forest land in sem-arid region, the focus of the four case studies
was on fodder. In these cases, the state governnent had neither
the expertise nor the interest in controlling these lands for
fodder producti on. The demands of official land distribution
schemes, social forestry schemes, grazers from outside the
villages, and other parties interested in appropriating the |and
often slowed their support for |local approaches which would
I ncrease producti on. Dysfunctional interaction rather than
opposi ng obj ectives characterizes the differences between the state
and the | ocal users.

A conparison in terns of the level of external involvenent
Fr ovides a set of |essons regarding local institutions and their
ransactions with state departnents. Wth a | ow | evel of external
I nvol venent and a resource base under hea_\/?/ pressure, it 1is
necessary to have a fai r_I(}/ strong systemof village |eadership if
ORen access is to be avoided. Brara (1987) and Wade (1988) suggest
that internal village governance structures can work well if all
the profits go towards col |l ective assets and privatization of the
benefits is not attenpted. On the other hand, the two forest
systens allocate nost of the out put throu%h househol d quotas or
househol d | abor limtations but do not exhibit a strong ability to
undertake long termor collective RI‘QJ ects. Very few of the Van
Panchayats have been able to use their share of the revenue from
resin tapping for other projects. In Vest Bengal, the relatively
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strong coomtnent of the state governnent to local control nay | ead
to F being in a f)osﬂtlon to both distribute quotas and be
involve in larger collective projects.

_ Conpari sons between the exanpl es with high | evel s of external
i nvol venent present a very different set of institutional |essons.
Al the projects involved degraded resources which required new
investnent if they were to becone productive. Wiile the sinple
control of grazing could have increased fodder yields in all the
cases, significant investnents were necessary to achieve
signiticant and long term increases in productivity. The two
forest based systens involve very high subsidies per village but
nost of the subsidy had little direct role wth managenent of the
PRs. Mst of the financial investnent went into irrigation
infrastructure in Haryana and agricul tural devel opment in H nachal
Pradesh. In Haryana, an analysis of the cost and benefits of the
different conponents suggests that the relatively |ow cost
I nvestnents in forest nmanagenment had a nuch hi gher return than the
investnents inirrigationfacilities (Sewart forthcomng). Across
the scores of villages involved in these prograns, extrenely
successful projects were the exception rather than the rule. In
sone cases, this was due to the lack of strong internal |eadership.
In other cases the problem was the cornering of nost of the
benefits by a handful of "leaders". Froma ?over nance perspecti ve,
the maj or weakness has been the inability of [ocal institutions to
mature and handl e the new responsi bilities.

The two exanpl es fromQ@jjarat, on the other hand, have a high
| evel of external involvenent and a correspondi ngly high degree of
internal institution building. Both use cooperative or project
nodel s which require significant local commtnent before |arge
technical and financial investnents are nmade. Failed projects are
harder to find sinply because they would not be started in the
first place. Pricing systens were designed which pay off the
I nvestment and nmanagenent costs and do not bias the outputs away
fromthe poorest househol ds. The nanagenent of these systens is
unquest i onabl y conpl ex and requi res the conbi nati on of professional
skills and political sophistication rarely found the average
governnent enpl oyee or local leaders at the village level. Both
external organizations are attenpting to have village |evel
institutions take over an increasing share of managerial control
fromthe external organization which consistently nonitors system
| evel perfornmance. The expansion of this approach would require
both a nmore flexible and results oriented approach from the
governnent and a commitnent to use nore 'professionals’ who
understand both the functioning of the governnental and narket
systens as well as being able to work wth the existing vi Ilaﬂe
institutions. Bromey and Cernea (1989) also suggest that the
investnent in hunman capital for organizing these institutional
linkages is crucial for better (PR nmanagenent.

In sum institutions that can devel op and enforce nunerous
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\t,\%pes of rules appears to be the key to effective CPR nmanagenent
ere both the demand for harvestable products and the government
are strong. The nost appropriate institutional rules, however,
seemto vary considerably dependi ng on the t_)(pes of products to be
distributed, how privatized the "profits" will be, the strength of
exi sti n? institutions, and the ingenuity of the representatives of
external organi zations. Punping 1n investnents wthout exploring
these aspects runs a high risk of failure.
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Table 1

Characteristics
and rules

Vill age Councils
Andhra Pradesh

Origi nal researcher

Robert Wade -
Original ecological partially irrigate
stat us black clay soils
Original land private off season
tenure agricultural Iand

owned by one maj or

caste
Soci al structure mul ti-caste villag
of village and dom nant caste con
organi sation counci |

her der
farners

stubble for
manure for

Mai n products

Legal and adm n private land
relation with unofficial village
state bodi es

Ability to raise sel|l grazing franc

d

e
trols

S

hi se

Commi ttee of Mikhias
Raj ast han

Rita Brara

catchments of
nat ural ponds

per manent
revenue or
forest land

pasture,

mul ti-caste village
repr of |ineages by
| ocal power, poor repr
of schedul ed castes

khejri fodder |eaves,
twi gs and branches
grazing and thatching
grass

gram panch or revenue
I and, unofficial

vill age bodies

coopt local elected
of ficials

auction khejri |eaf

fodder . auction thatching

grass

l'i quor

in

funds of private off season
field to outside
shepherds, resell
license, sell fish
tank. col | ect comm ssions
on grain sales

Ability to organi se and bri be

i nfluence other ensure good canal

gover nnent supply

activities

Ext er nal totally internal

or gani sati onal

assi st ance

External tech. and none

financi al

assi stance

Characteristics and

to use funds meet govt
irrig matching grant req. for
schenes
totally internal
none
institutional

Fodder far ms
Guj ar at .
Tushar Shah

grassl ands and
wast el ands

village grazing

land or revenue
| and

multi-caste villages

Patel domi nated Coop
external prof, mgt
poor are mmjor purchsers

green fodder
thru whol e year

usual ly attached to

state supported district

mi | k cooperatives
|and on 7 year
| ease from revenue dept

sell green fodder, sell
surplus irrig water,
sell fruit

eligible for govt
subsi di es and | oans
request irrig water

orig Dairy Coop ngr
appoi nted except few w
orig village leadership

consi derable financial
&tech support external
techni cal manager

renewabl e

Gram Vi kas Mandal s
Guj ar at

Aga Khan Rural
Progr amme

Support

grassl ands and
degraded forests

village pasture,
revenue land or

degraded forest |I|and

tribal or small caste
villages with limted
soci o-econ di fferentiation

seasonal grass
future tree yield

village land use appr

by sarpanch. revenue |and
| ease from revenue dept
devel opment funds from
Central NWDB. both by AK

sel | annual grasses anong
menbers or outside, take
AKRSP | oan against future
pl antati on harvest

AKRSP can organise to get
vill age oriented schenes
and grants approved

AKRSP spearhead org. team
consi derable AK-vill age
meetings.

grant, loan for guards,
seeds, tech backup and
moni toring

rules of community nanagenment approaches in dry regions



Table 2

Characteristics
and rul es

Village Councils
Andhr a Pradesh

Institutional rules

verbal contract with

herders and farmers on
providing or paying for
village appted. guards

Protection

Menmeber shi p, , Council consists of

| egitimacy and | eaders from powerful

out si ders famlies, all |andowners
have simlar interests,
strong rul es agai nst
free riding

Use regul ations herders must stay

on alloted field for
certain time. dif.
villages have different
rules

i ndi vidual |andowner
gets fields manured
and stubble renmoved
all financial benefits
go to village council
no private financial
benefits.

Payof f

Commi ttee of Mikhl as

Raj ast han

villagers watch for

of fenders and report
them for fines

inter village boundaries
by mutual agreement

Commi ttee nmembership
reflects village power
all land owning castes
wel | repr. poor SC repr.
el ected officers coopted
menbers to have ear on
govt actions, grazing by

Fodder farms Gram Vi kas Mandal s
Guj ar at Guj ar at

fenced, agreenents village guards paid
with trad, grazers in by loan or rotating

sonme areas to provide
themirrig fodder area
in lieu of lost grazing

responsibility

Any villager can become Open menbership to GVM
Coop menber. Any vill ager land access |limted
can purchase fodder by GVM and guards
fodder sold to outsiders

if surplus

outside animals by villagee

perm ssion

cutting of whole trees &
bushed forbi dden shadow

auction aftr nom nal amt
to gram panchayat . only
villagers bid for |eaf

fodder, fallen tw gs and
branches coll ected by
villagers. outsiders no
access unless rel ated,
certain areas closed for
harvesting and grazing
in certain years

rights to profit from
auction only if live in
village, funds only to
be used in village,
supports village stud
bull and paid for

di spenary and

domestic water system

buy green fodder by
bundl es, daily sales.
no open grazing or

only hand cutting of
grass in first few years
sone cutting by open

yearly |eases season, others by house
hold quota, some cut and
sold for GVM account

different m x between grass cut and sold or

cheap fodder, dividends

distrib in village first,
and reinvest ment i

surplus sold outside.wages
substantial in first year.
forced savings which can
be used as coll ateral

for inputs, land devel op.
& Joint marketing.



Table 2

Characteristics Vill age Councils Commi ttee of Mukhi as Fodder f ar ms Gram Vi kas Mandal s

and rules Andhra Pradesh Raj ast han Guijarat Guj ar at

Devel opnent Manuring increases Presently no reinvest- Fundsf orreinvest ment First claimon tree
farm productivity ment and few young trees set aside. Better farms harvest is loans, 2nd
Organi sation for coming up. Leaders would are diversifying into is reinvestnment, 3rd
irrigation nost import reinvest profits after fruit trees. Maintenance is profit to nenbers.
function high priority needs met fund also kept Use of savings for

private land devel op
is most inmp investnment

Broader agenda Al so act together to Devel op community assets Diversifying income AKRSP organi sing |ocal
get better canal Protects independence & sources Dairy Coop bodi es to coord actions,
irrigation links by coopting |ocal has broader agenda get status so GVM can

elected officials directly get loans and

govt. schemes. Dev of
private agricultural Iand
maj or priority

Equity rules Elite have scattered Al'l major strong |ineage vast majority of Chosen vill ages are
parcels so interest that groups repr. in mgt purchasers are |andless poorer than average. Any
herder grazing is 100% decisions. Wnen and and small farmers wo one can join. Oig work
protected. Only non schedul ed caste have private fodder or agr and | ater harvesting is
privatisable benefits so little voice. Profits by-products. Mst of | abour intensive so done
no chance for corruption go into widely desired benefit in cheap fodder by poorer. Landl ess get

communi ty assets rather than dividends first option on enploy-
ment and nursery contract

Expected government Major interaction is Mat ching grants, village State govt or dist. GVM still requires larger

role and effective- with Irrig Dept. Council schermes and drought Coop provides investment AKRSP to clear schemes and

ness . prefers as little govt relief programmes are ad Irrig or elec hookups | oans supposedly targeted
interference an possib. and sought by Committee often govt allocation to village organisations.

Tradeoff between govt Legitim ze sharing arrange
provision of manager ment for degraded forest

and excessive domi nation dept land is major denand
on structure and control
after running



Table 3

Characterisitics and
Rul es

Nunmber
Original ecol ogical

stat us

Original land tenure

Ar ea/ househol d

Legal and admi n,
relations with state

Ability to raise
funds

Ability to influence
ot her government
devel opment projects

Governnent technica
assi stance

Van Panchayats

Ut t ar Pradesh

4000

degraded pine
and oak

village forests
with curtailed
rights in 1920's

0.3 -3 hal/hh

legal units
since 1931 or
format ion

per hh tax

for guards
auction certain
products with
FD concurrence

use of resin
fund supposed to
be shared by dif
I evel s of loca
govt.

accept or not
accept govt

pl antation plans

Forest Panchayat
I nspectors to
assi st but too
few and rarely
visit. Forest

Hill Resource
Mgt Societies
Har yana

40

degraded grass
| ands and acaci as

reserved or
protected forest

0.5 -2 hal/hh

Official or Informal
societies
wi th contractual

collect fees from
hh to pay for
grass contracts
charge &M fees
for irrigation

request and often
get preferentia

| eases for grasses

| obby for nmore irrig
benefits

of ficial Society
Increases ability

to get other infra-
structure funds

FD designs and
constructs dams

and lrrigation

syst ens

FD often implements

Village Protection

Commi ttees
West Bengal

1250

degraded sa

protected
forests

0.5 -1.0 hal/hh

inform
arrangements
with FD

standing only
with FD

FD officials
provi de consid
support and coord
policing with
VPC

Village Devel opment
Commi ttees
Hi machal Pradesh

53

degraded forest and
grassl ands

Forest, Revenue and private
| and

0.6 - 1.2 hal/hh

I nformal body supported by

I ndo- Ger man Dhal udhar Proj ect
Associated w regis. Manila and
Yuvak Mandals. agreements w
FD. Ward panchayat menber on
VDCexecutivecomm ttee

Rs 2-5/hh per month, fines
collected for illicit grazing
or cutting.

| GDP provides finances for
village assets if VDC functions
well and org vol |abour.

Signif |1GDP investments for
meny private and community
assets.

| GDP, FD and Hort. Dept provide
signif technical assistance

tree and grass large funding plans
planting in catchment under policy discussion

of ficers show
little interest

o Characteristics and institutional rules of joint forest managenent approaches



Table4

Characterisitics and
Rul es

Van Panchayats

Institutional rules

Member shi p,
Iegitinapy,
and outsiders

Protection

Use regul ations

Payof f

menber shi p

bY hh -

el ections and

2-6 neetings/yr
req by law

previ ous use by
other villagers
usual ly respected
for low val ue
products .

villagers pa
guardéJ w rrF‘:or){t hly
fee

FD resp for
encroach and id
of borders
boundari es bet
villages in '76

Closure to open
grazing full or
by conmpartments
specific time
for grass
harvesting rul es
for snail wood
products

Quotas and fees
for tinmber
protection of
fodder trees
fines for unauth
use by villagers
and outsiders

Resin and timber
revenue supposed
to be shared with
VP and used for
conmunity assets
annual products
are not
comerci al i zed
and used by al
resin Incone
actually very
rarely avail able

Hil | Resource
Mgt Soci eti es

menber ship

by residence
elections in
regi stered

Soci eties

previ ous users
were contractors
and few inter-
village disputes
over rights

some r ot ati onal
guar di ng

boundari es by
FD conpartnments

per hh fee for
fodder grass in
reserved forest
interested
villagers raise
funds for bhabbar
grass |ease

open grazing in
cat chment banned
FD allows fuel
col l ection

in reserved forest

cheaper fodder
grass |ease

bhabbar whol esal ed to
paper mi |l ls at good
profit or used to
make rope with

hi gh val ued added
but low effective
wage

Increased de facto
access to fuel if
keep ani mal s out

Village Protection
Commi ttees

member shi p

by hh head
beneficiaries

sign up on of ficial
l'ist

new rights
strongly defended
I'imt outsiders

rotational,
unpai d groups
of guards
village rights
to specific

FD tracts
boundaries by
FD compartments

fuelwood cutting
limted

outside cutters
guarded agai nst
[eaves still
collected
limted furl

pl anned >4 yrs

can take fuel
wood at cheap
rate wo FD
harassment
exclusive rights
to annual products
prom sed thinnings
prom sed 25% final
pol e harvest

empl oyment if FD
Jobs

DP facto

Village Devel opment
Commi ttees

Al'l hh In village can Join
Leadership is based on trad
council of elders with new

I nvol vement of wonen and youth
| eaders. Panchayat ward rep.
is also member. |CGDP supports
| egiti mcy of VDCs. Panchayat
or regional residents have no
rights to products

Sone village finance guards.
Vi |l agers watch nearby

resources. FD provides
protection for |arger forest
areas .

Draw by |ots or permanent

area distribution for pastures
Fines for Illegal grazing or
cutting. Gass In forest

arrangenents differ by village
I ncreased products on private
lands all to owners.

Orchard profits for comrunity
assets. Long term benefits
from forest resources not yet
fixed and FD expected to
devel op sustai nabl e managenent
rules in dialogue with VDC



Table 4

Characterisitics and
Rul es

Van Panchayats

Devel opment

Broader agendas

Equity rules

Expect ed gover nnment
role and effectiveness
good (++)

mi X good>bad (+/-)
m x w bad>good (-/+)
bad(--)

Hi Il Resource

2S0oul Village Protecti
Mgt Soci eti es

Comm ttees

reinvestment in

VP if ngt

pl an

drawn up and

approved,

rare,

new pl antations
financed 100% by

govt but poor
survival
natural reveg w

controlled use
mai n et hod of
I nvest ment

use potentially
significant resin

revenue for

| ocal

projects
use limted by
hh 1l abour, time

limtations, and
quotas so hard
or powerful to
overexpl oi t

f

stop encroachnent
(--) .
demarcation (+/-)
forest
I nspector visits

(--)

<)
_/+)
tat

us

boundary
panchayat

ngt pl ans

revenue

| egal
(+4)

bhabbar grass FD plans to

planting by FD pl ant treeless
in some areas areas
natural reveg w natural reveg w

controlled use
mai n met hod of
i nvest ment

controlled use
mai n net hod of
I nvest ment

Interested in
nmore empl oyment

related Irrigation
systens are nmjor

i nterest

often request further
I nvest ment or mal nt.

equal rights to irrig beneficiaries
water but diff to listed by name
enforce and will get

fodder grass used is
function of animals
owned but bhabbar. pol es, promotion
fish, aromatic plants of tend» and sal
and f uel wood | eaves benefits
have potential to be poorer wonen
managed by snaller col lectors

user groups with less

private resources

stringent equity

rules In nodel HRMS

bye- | aws

equal cash shares
of value of the

irrig i nvest ment s stop outside

on Village Devel opment
Commi tt ees

Recent significant Investnents
are supposed to be nmnaged in
sust ai nabl e manner.

Maj or 1GDP goal is to catal yse
strong village organisation
with traditional roots and
ability to interact with

govt. agencies and depts.

Annual benefits dist equally
by househol d. Large returns
from orchards for community

) assets. Initial work focussed
on villages with one predom
social group and limted
factionalismby caste

initial investments (++).

(++), less harassnment firewood cutters mai nt enance and protection
(++). fodder |eases (++) al l ow vi 1l age (++) run cattle pounds (++),
+/-). bhabbar |eases to decide policing | egal status (-/+). access to
-/+), irrig tech systems and annual govt grants and loans (-/+)
assi stance (--), stop product use rules (++),

I'll egal harvesting(++)legal status (-/+).

settles internal new investment (-/+)

di sputes (+/-),
status (-/+4)

| egal



