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Introduotion
Ageume the gosl of offoris to put Toxda Faxh

(Gays Arrondissement, Niger) on & sustained.yield mnnasament
basis is user popnlation invelvement in and yesponsibility

for developing and implementing use regulstions (with Forest
Service bagckstopping lecal efforts on tevhmieal questions os
woll as 4n certain oritieal rule enforoement stiuations).
Cortain kinds of information theon become indispensable to
delibevate efforts to move as fuy as foasible towards achieving
this idesl. This report outlines infermation investigators
must uneaver. It presenis a framework for structured interw

views whigh will deal with a series of relevant political,

administrative, ecenomic, financial and legal issues,
RBmning through this series of interview toples i &

doaign for popular, sustained.yield managemsent activities: st
Tenda are ito ausceed.

It should alse permit analysts and praject personnsl to
understand management successes and failures further down the
rosd in the project!s development, so testing thyeugh practioal
experfiences of origimal management hypoetheses oan he fTully
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oxploited, not only to solidify achievements, but to profit
fyom initial failures, by rectifying errors through a more
informed underystanding of what went wrong. HNew sifferts at
institutional demign muat not constantly reincerparate erronsous
pelicies of the past, which provoked failure of earlier insti.
tutions. DImproving capacity to gradually corrvect institutionsl
weaknesses should permit progressive advance towaxdstlhe goal
foxr Tenda Forest set out ahove. In should alse, in conjunetion
with Guesselbodl Forest dats along the same lines, aid Bureau
Teahnigue Forestier (BTF) personmel substantially in their
contiming search for a (rengs of) feasible approsohes to
involving usey populations as participents - respousible parti.

eipants - in management of resources upon which theis welfare
depends, ' '

BYF is trying to set up popular management institutions
without knowing either the fexm(s) they should take oy the
ways they should operate. It is in othor werds designing
ingtitutions under cenditions of uncertain informhtion, not
omnisciornce, The stmg&f/- wilil be io overcome Oy &t loapt
reduce uncertainty sbout feasiblo memngement institusions
and sotivities te the point where the Bureau can outline
generally rolevant approaches ito design amdt/er ingtitutionnl
fornme, and then involve looal people in appyepriately sdapting
these approfohes in light of loocal corditions,
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Thogse whe want to0 craft effeotive forms for popular
paxticipation in resource management need to low roughly
what they¥re losking for if they ave to pyopose feasible
institutions, They a&laso need & sonse of constzmints which
designs mmat respect 1% propoesed Lorms are to he sunocoessaful,

Admisaion of uncertainty in this entexrprise is the
heginning of wisdon,

BI¥ is tyying to shift from the top-dewn model of resource
panagemant (and admintetration in general) prevalent in Nigoer
over At loast the past eighty years te & bettom-np approach.
Intoruation peoessary to respopd Lo unanswered guestions
congeyning hoth fnstitutional forms and technical isasucs is
availahle only at the looal level.

Prinoiples inherent in top-down and bottemwup models of
administpation sre not the same, Dusign eloments must be
fanhioned, in each cage, to sccomplish diffeyent tasis in
oxrder to achieve the same goal of rescurce mammgement., In
the top-down model, control is imposed on events in an
enviranment - things peeple do, the evolution of matuyel
phenemens - hy field agents of the mdministretion. The
prodblen for designers of such forms is o build in mears hy
which these who hsad organimations can monitor and effectively
Aiyeot activities of their agents to achiove desired goals.
The administration has finmal responsibility fer initieting
ool murduring setivities which premote the public good.

In the betiomeup model, by contreat, the point is, erudely,
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to get people to think for thamselves and t¢ define public
goods and mctivities in light of their own refloctions about
problems. This &ssumes that people oan be brought, under
cexrtain aonditions, to exhibit effective convern far their
long-run self-interest, or enlightencd self~interest, e.g.,
preporving renewable resources frem destruotion, as woll as
a legitimate ooncern with shori-term selfeinterest,

Policies promoting popular puwsuit of enlightoned self.
interest, as here defined, do not just happen. They depand
upan oertain kinds of institutions which make it possible to
think - reasonably - in those terms, Inevitadbly, uncertainty
will oharactorise design offorts no mattey how inaightful
thease efforts: we oan not know the fuiure, nor make reliabls
predictions aboul events which 1lie moye than a 1lititle bit beyond
the present. PFor example, we gannoi Imow whe will invest
what, and when if ever it will beoome relévant and available
foxr an aption of concorn to BYF rosource menagetient effbris
(esg+, mantpulation of bee ohromosemos enabling a Bew varieby ot boe
to exploit fiowers whose honey was hitherto useless for honoy
production).

Bottom-nup institutions then must oncourage people to
think for themselves, to seek information, and to use it in
publie offorts to achieve goals dictated by enlightened sgelf-
interest, This is pm riieipation in the lapge sense. People
nust ¢owe to see the necessity of designing and ryedesipgning
institutions in an evolving, partially dynamio situation, to
meet thelr interests in the short, but alse in the long rum.



Management of Rasounroes

- Management of rernewable matural resources means apportioning
demand to supply if there are shortages, and if this be the
gase, ineressing supply in the long yum where it is not possible
te do so in the shortmm. By implication, no management is
noeded when available supplles eweeced current and forseceable
demand,

For mapmgement to oocony ander conditicons of poaroidy,
certain behaviors, e,g., reforestation or bhush bhurning, mst
be shaped Ly institutions so more appropriate motiong lead to
preferred outogmes. Thege laitter are usually particular evenis
in the environment such & more yeung, healthy, growlng and
protected tyees, or controlled, cool, preccoious bush fires
instend of laite, hot, wild ones.

. ordering behavior means, quite simply, chanmelling it by
lmposing effective yules which lead pecple to do cartain things
and not others, [Those confused by)the term *instituttonal
design® C8n think of that activity as simply) oreating sots of
rules which work to get peuple affected by the rules to do
things somehody wants them to. Institutions are patterns of
humag astivitys rules or laws arc the bones whioh male up the
skelotons ahaping those patterns,.

Like boans without caletum, rules without snfoycement
procedures take on the wiggly sharaoter of cartilege: they
den't really structure beeause thoy hend under pressure.

Means to assure enforcesent - efficient ami swre imposition of
§ ot etens
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for vioiation of rules - are an indisponsable element of
institutional design. Somebody -~ officials ~ has te be led
by a backeup set of rogulations to enforvce the primayy rules
governing members! conduct,

Impesition of sancitions implies capacity to affeei somelmo's
seli-interest, generally by an unﬁeaixﬁﬁgi!aotian reduo ingk
wolfare, i.e., & punishuent or deprivation of some advantage.

d- ay n_ B —| A ) ..E.,.‘. t& 3m L 31 h3cd agamt the mtﬁﬂf'ﬁ “11.

Otherwise laws simply will not be respected over the long »mm.
Byt eapacity to do nasty things to people in oxder ts get
them to hohav§ in desirable ways, ways which promote ébievement

of the enlightoned self-interesi of an individual or group,

Thus the geym of oppressien is always contained in tho power
to sanction necessary to uphold rulea. o B
- Insiitutional yules san also be designed to gencourmge

insure that those who work, who lnvest time and effort in
resource management and productivity, will be rewarded for
their actions, either through payments finanoced by monies
gcllectod from the user commmmity, or by protection of their
rights to particular resources ~ individual trees, or henoy,

or #dyeble fields ~ for orettion of whieh they hive been respon-
sible.



Nocegsary Data.

Goinf Concerns Whioh Make
o Enforoe Resowrce Rules

This brief review of fundamentals of institutional ﬁeaign
suggests the kinds of data investigators should pursue. These
include indiocators of, or descriptions of existing tns&;tuttans
{going concerns) which now do or potentially euuld.huve-gn
erraef_nn lo0al rosource management effortas. Suoh tm#t!in;tanu
inglude national, prefecteral, subprefectoral, cantemal amd
Joou) (village and hamlet) geneys
They inelude the Forest Service at these vartoua lavala, as
its parsunnal make and enforce resource management rulas.

ng like the Samaris way be important as well,

Eand and Tree Tenureg
Judicial Proossaes

In studying those institutions, 1t (s partioulayly iﬁﬁ#&t&nt
to find out the roles they play, if any, in est&blishing rights
in trees and land, and in protecting or weakening them thxoﬁsh
settling cases which involve dlsputes over thase righ*#..
Pogtive Motivations o

Hbly in thauannnt Effoxrta

Investigators need to detect and detail the extent and
range of users' desires for forest products and by«prbdﬁﬁts.
Opportunities to farm, or pasture smimals, or set up hes hives,
or ocut wood, oxr oollect Andropogen grass for mat-making anﬁ
other fuseless bush" by-products, or fire the bush are all
axamyi«ﬂbf goods or aotivities people apparently desire
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concerning Tmnda Forest, These can all be used aa bargaining
counters in negotliations to decide on rasource management
goals and prioritios among thmese goals, and in Jdefining how
1peal people will participate in or contridute to aahieveﬁnnt

of these goals.

Finanoing Posaibilitios

Remorrchers nee¢d to study these user desfyes for possibi-
litien ithey may involve to finance resource mmnagement dotivin
tion, eithexr by generating taxes or through usera' inveatment
of laboy in matntaining and developing cerxrtain resourvess
Promoting Usor Groups Partiocipation

in Resource Mamagemont Undertakings

Control of bargaining counters and ability to rmise taxes
or labor anntrthutinné Trom these activities may offer oppor-
tunitios to inoreame populay participation in resource NANALO-
ment by motivating usey group vepresentutives to publioly
defend or advovate extensfion of their gzaugsf.ﬁightsg Fron
this debate may come A heightened public congern for and
interaest in ways te improve resource produativity,

Settling Contraot Pruvisions

Finally, investigators should seek evidence of any exiwting
contractes concerning resoures oxploitation, e.z., details of
Tarming ayvangements within the forest, which might serve ém
useful models for resource mamagement contracts, or might give
clues and insights about provisions to aveid in establishing
such lagal arrangewents in the future.



Interviaw__élem
A. Identify yelevant jurisdiotions and going concexns. What

is the papulation oY mamberahip of sach, and how aan

they he identified for purposes of establishing usexr
communities? Who does one have to/ban/might rely on for
resolution of forestry cases?

This inquiry st developtinformation about!

1. adminjstyative jurisdiotions and their interrola
tionships;

2, looal voluntary assoociations whioh already exist
(what are their aotivities? how are they orsanimed?
what sorts of powers oan they exerecise? whe exere
oisss the power? what ave the weaknesses nf these
organizations? how frequently do they function?);

3. possibilities for oreation of new local organizations
specifionlly tatlored to manage sesources, o.g., men
who are now farming adjmcent fields ani who will werk
together for purposes of planting trees, maintaining
them, ato. (what will vreation yequire? how will
we know if they will be viable? what ave tlw
argémzsmpgagﬁs of metivation and control?)

Daouds, suggests almost all forest users {posaible

exception: wsome Pulbe herders) from looal aven- are

administratively enrclled on the Gaya eanton ehioﬁs
1iats, This sust be verified,

4. This leaves unresolved the lssue of Niamey Cirewood
merchante, woodeuttexrs (where de they come frem?).
Are there other users we don't yet know about whose
demands represent a potentially important impact on
wood and wood producis supply produced by Tenda?

B. What should bo done about wood merchants? What ehout
woodontters? Can they be organized? Answers: depend
in part on who they are, administyatively.
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B, Identify relevant tree tenure rules. What is the effective
application of the Foresgtry Code in the Tenda area, both
ingide and outside the Forest, as opposed to the formal
provisions of the Code? What are the local, “ecustomayy"
tree tenure rules, 0.g., concerning control over neré
trees, in the various jurisdictions adjacent to the
Poxeat?
1. How much, 1f any, timsber stealing is going on in the
Torest?
'8, What does the ourrent Forest Servioce system of control
look like in practice, i,e., to what extent ami how
ie the Forestry Code applied infmnd out of the Ferest?
Are people satisfiod with this systew? Doesit have
any potential to motivate participatery management
schemos (§?iiingneas-to provisionnlly turn Cade ifmple-
mentation over to loocal jurisdiotions whieh would like
to mansge wood resources, so long as they met minimum
oriteria of tree capital preservation or inorease,
<might) become a bargaining point in negotiations)?
3. Do "oustomary® rules concerning tree temmure vary
fyom village to village? If so, how? 1Is 1t possible
to standaydize these regulations? e it necessary?
Bow could standardiged regulations he ashioved? What
are the rule-making procedures? If it is not ppssible
to establish uniforw rules, is it pessidle to funotion
without them?

C. Identify yelevant
tenure rulesy
1. Inside the Forest®e.g., how has avcess been affected?)
2. Cutgide the Forest
3. How do these affeot tree temare rules, if at &ll?
4. Do local people generally face a shortage of land,
eithor divectly productive field lamd or fallows?
How many people are concerned about this? Tpy to
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work out a rough estimate of what's at stake in terms
of future tronds. Have to develop at least an overall
crix 7. sx sketeh of political history of four(?))villages and
’;:;’:\ \  bamlets swrrounding forest am'rg@
Tonaiwm a, The political histories should seek 1o identify
Torv2a @i, historical confliocts which might genorally oreate
problems for now jurisdictions designed teo manage
Tenda Forest, either by making rules, by enforeing
ther, ox both.
t. Do settloment patierns of these communities (in.
eluding development of hamlets) suggest aceess to
Forest land is an fmportant bargaining counter?
¢, What does ithe answer to b. abuve suggest about
necessity of pursuing new/medified approaches to
soil fertility enhanocement outeide the forest in
order, as Ma guiﬁfiéé?. to assure long-tors
gtabliity of the asystem in face of growing populs-
tion pressure? If it is possible to armange things
so Tends is a teaching laberatory for peasants fronm
surrounding ocommunities, and to lead them through
partioipation in Tenda managoment activitiss: to
- varions reforestation activities on their own lamds,
_ it is an opporiunity not to be missed.

5. Do wo have to devise sowe gystem to contyol access,
not only to stop the bit-by-bit, nibbling-to-extinction
syndrome, but 46 work out the details of apocan?

&, How do we finesse defusing ol adcess to Tends lands:
ap a4 politisal resowree which the looally powerful
{chiefs, notables, presperous peasants) will other
wise exploit to strengthen their own poaltions or
eontrel over cliemts (sotual or potential) with an
eye to dominnting resource management activities?
1. lottery, with repeated rounds unitil guota of

forest farmers is filled, simply taking names

L



ii.

iii.

iv,
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off tax rolls and proceeding through a drawing
process (what are the administretive costs of this
procedure, particularly those involved in oentacting
individuals chosen but not present at the dyawing,
and perhaps allsent on labor migration?)
lottexry as in &, ahove, but drawing resiric ted
to those who volunteer their names, with winners
selected in a single round of drawing (does this
open the door to the locally powerful to prevent
noy@-oclients frem submitting their names?)
lottery, with winner's option to gell off his use
right to interested nom.winners, either for a
fixed fee or &t whatever makket will bear (would
this induce greateyr interest in uwse rights, moti-
vating villagers and others to devots btime and
onergy to forest management, and/oxr to take an
interest in what's happemdng in Tenda, physically,
and i&’breatzon and maintenance of rule systems.
governing use? Is the individual's probability
of wincing great enough to sustain interest? The
®oqual®; does 1t thus encourage
g partictpation among potential user
)
seme fomof socisl redistribution (those who are to
form forest must demonstrate peed for land,..this
implies extraordinary costs to verify applicant
need. If these are reduced by relying on looal
opinion to decide who most needs land, will locally
powerful see to it that thely olients are ehasé? _
Is this necessarily bad? How costly would this be
to program succesa? To rig things too strongly
in favor of egalitarisnism may lead locally powerful
to resiat, and to a stiliborn popular management )

effﬂl‘t)a
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D, What are the judioial processes which handle dieputes
conoerning these issues? Are there altsrnative forn
to which individuals can go with oases, in order fo
seek recourse/redress for rule violations? Do we want
to pronote one or some of these as opposed: to others?
¥hat are the issues which are not liable to redress,
i.e., what are the gxposureg under which users labor,
where they can expect no help (newf later?) if their
efforts fail or if they are bested by othera?

E. What are the positive irventives which can he used by BTP
to promote participation in and complimnce with vearious
managenent asctivitics? How many of these ave viable
now? Can any be strengthened, through technical or
institutional innovations? Which are too weak t¢
the future of the management program on?

1.

2.

3.

Bush fires: planning and execution under contyolled
conditions (authorization to burn might well be

traded in roeturn for compliance with ecologioslly
sourd {§arlyJ burn dates, back-burning preomutions,
eto, Son herders dhe laiﬁto greater efforis o oontrol
snimal damage to orops in return for & say in deoiding
what areas to burn {and so inorease looally-avatiabdle
pasture resoureces in the dvy ssason]?)

Agricultural usufyunet privileges on forest lands (how
long shoudd the uaufructory right last? one year? two?
wntil trees shade out crops? what are the implications
Tox popular interest in the aceess lottery or sther
acceas control mechanism [see above, €.8., pp. 11~12]
and willingness to care for trees alraady on the land?)
Beelroepingt oan hive placement be wegulated? ean the
bees be kmijfwithin 2 home range, or will they poach
nectar at long distances, reducing the valiue of BIF

or mamagement assooiation control over hive placement?
Can the negative effeots of current honey colleoting
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efforts (uncontrolled bush fires) be reduced?
(Critical issuest when do beekeepars burn? are they
likely to do so at partioularly dangerous periods of
the yoar? san things bhe done conoerning ocollectively
controllable goods, e.z., favorable hive sites, plan.
tation of certain flowering trees in favewahle sites,
which will improve honey off-take [the apiary oconsul-
tant's information about bhees?! neotare-cellecting
patterns may give us techniocal improvements, converte
ible into bargalning counters - separable inoentives,
which can be aocorded or withheld from individuals,
rather than oanly from an entire user group as & unit -
to cement beekeeporat adherence to local management
asaociations, 1)

Control over wood exploitation, What is the lscal
demand for firewood (villagers living in areas adja-
cent to the Porest, Sorko fishermen, Gaya woodouiters,
other woodcutters)? What is the non-local demand?

My position on this is that we want to encourage looal
groups to develop forest resources; there mmst almost
certainly be a quid pro guo for their efforts in this
regard, and we may find the most effiolent way to do

4t is to permit people to cut in there (or looal
groups, 0.8., samaria) to out and market wood in oxder

to raise funds for management aetivitie@%whiahfﬁﬁiinnly

be undertaken on a paid basig,

&, Teohnioal efforts to establish forest productivity
and to monitor success of efforis to improve forest
productivity will be critieal heye, Omee Tough
esatimatos oan be developed alang theane lines,
mEnagenent oan take the form of appmwtioning
barvesting righta to useyr graupé consonant with
tree capital preservotion or creation.

b. Methods by which harvesting quotas are distyributed
will constitute anothexr delicate issne, similar to
accoxding asccess to forest landa. Is a lottery
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indioated here &s well? Is this a declsion for
looal user groups?

I do not now see great advantage in xigorously
asgesgsing overall actual and potential demand.
This would involve, for potential users, all
sorts of speoculation about who's likely to get
involved wixder such ami such & set of aussumed
circumstanceg, For scitnal users, it assumesg
ability to determine which ones satisfy how much
of their wood demand through harvesting Tends
Forest wood. This would be costly, in light of
necesgity to carefully train erumeraiors, aemirol
their notivities, eto,

It appears more useful to me, in light of the
popular sustained-yieid management goal foy all
forfts classdes in Niger, to work towards a
villager/herder system of assessing the evelution
of supply-demand relationships 4in any managed
forest. This will necessarily be a c¢rude meamure,
but 1t will encourage environmental awarenass
among userxs. Ideally, popular perceptiona that
wood demand is threatening to outstrip lupm&y'uill
prepare the way for efforts either to controel 1§
demand or inorease supply. _
It appears a priori justified to asmsume villagers
oan develop: reughly accowrate observations of wood

~ supply-demand trends, jusi as herders can tell

when pastures will or won't suffice in a given
year, Cortain indicators -~ developwent of wood
marketa and ovolution of local wood priees - will
provide a constant flow of date about suppiy;
demand conditions, assuming markeis are not being
artificially manipulated.
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B+ Grazing rightss these should provide & substantial
inoentive to encourage herder organization, if thes
becomes desirable.

5. Seko (Andropogen) grass narvestiug may provide an
{mportant ineentive to control a wider user sommnity,
if individuals come to the Forest from as far sway as
Gays Arrondissement Foresiry Sorvice head Daouda says
they do. L\r FerTe ur ConTASLLING ALCEI0 ]

F, Financing mapagement sctivities poses an interesting prohlam.
Tha bargaining counters retained by BIF over Ioroy
policy evolution should be deliberately exploited, vismés
vis both users snd those in the burewuoraecy who would
resist attempts to develop auntonomous hages of looal
activity which are esmentially self~financing, anid there
fare viable over the long run.

i. $he positive incentives discussed above may all
invelve posaible auto-Tinancing opvortunities. Thos«
who wish to bevefit fyom use of goods preduced by th
forest in ene fashion or ancther can legitimately be
sxpecied %o contribute to financing colleotive effor
neoessary to assure goods continue to be preducede

2, Farmors could be taxed, either in cesph, fex the priv
lege of cultivating forest lande, ﬁhraugh e aBme
sort of permit system, or in kind, b{m perdontage
of their barvests, or for the wood thoy produce in
olearing a given plece of land (1f this is found to
agronomionlly jJustifiable.) [It is wnoleayr to me
whether {(a) farmexrs durn wood they cut on the land
take it away for other uses, and (b) if they do bur
wood, as opposed to small brush apd branch residues
&8 well as grasses, whether the wood potash 1af§r

necesaary ingredient in forest epil fertility; thie
should be investigated, ]
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3. Beekeepers who wish to place hives in the forest
could be taxed for a part of the produce, If average
beekegpers are earning 100,000-200,000 CFA/annum on
the produce of their hives, they could he required
either to purchase a permit to install hives in the
forest, or to turn over a pewportion of tholr honey,
or a prop&i%iun of the recoipts te tho asseciation,

4. Woodeuttexs ocould be taxed for a proportion of the
wood they cut, or the proceeds they oarn from solling
forest-out firewood and construction materials.

6. Some adninistrativd lssues arise in making choisces
about tazmtion systems. Taking in kind instead of in
cagh might be preferable in many cases sinoe it would
reduce the advantage enjoyed by relatively wealthier
individuals in gaining priority acoess: te foresi
resources; this would appear to be a prima fzoie
argument against a permit system, since wesumably
only those with cash up front could get into the game.
Obviously this depends on permit fee levela, It mky
be that poorer members of the community are not only
not able to finance permits prior %o exploitatioen,
but that they oamnot even fund the &zplaitatlon, and
ao‘ﬁiadn't bo taken into eonsideration,

8. If hunting becomes a Hossibility in future, licenses
and/or taxes on kills could bo instituted, :

@« Potentiml epportunities for cgoperation between difforent
user comuunitics and the uxtontﬁisﬁiﬁich such evapeyation
can motivate user communities to ipnsigh other user oomimn-
itites regpect use regulations must be emamined, )
1. Ono potential oxample on these lines is ooordimation

of burning within the Forest, Three groups seem now
to be interested in legal burning: farmers, herders
end beekpppers. It may be two oy three of the groups:
oan wopk togethar for sertain purposes, e.g., bumning
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by berders to produce grasses during the dry scason
or burning by farmers to make sus herders don't get
into their orops befofe these are safely hayrvested
and etored. Careful placement of beehives might be
fitted intn this conrdinated appreach, which would
réduee dangey of hot seagon intemme fives if done
early encugh after the rains.

8, I these efforts are successlful, violation ol nego-
tiated agreements oould give rise to 1itigation between
ugey groups, or by one user gyoup against a weuber
or mewbers of another., This would be salutory if
violations wore somehow sanciioned on an egquitable
badss and if oase outoomes led users to see the value
of use regulation. Egtublishing and enforeing one
set of productive regulations might well give users
the confidence in their ability to carry off solf-
government necessary to go on to more alaborate, and
equally or more productive arrygngements concorning
other problems (what these might be I have &s now ne
ides or even inklingy such things may he dreamed up’
by local users if and when they Wegin to see value
in designing thoir own institutionsy -

H, Contracts betwesn users and user assosiations, #r betbween

users and the Forest Service, will have %o bo .theught
through. Phis will more likely bs a productive exercise
once necessary information hes been Golleoted and hasic
pelicilos regarding use have been (proviastonally) ohosen,
Hew detailed coniracis musi be, and whai details should
he, will depend on prior decisions concevming how {ncene
tives to partioipate in managemont sheould be st¥uctused,
Obviously there will be great leeway for itrial and error
hore; results will have to he olesely wmonitoved to
refine future contruets where necessaxy.
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If contracts are to be changed, and are being\tﬁktln,

users should be so informed., Otherwise; subsequent
modifications of terms of access might leave some
ugers feeling abused. This would bode no good for
gger willingness to abide by (still delicate) loczl
use regulations. _ :

BIF might initially make all contraots of one.year
duration, to preserve Ilexibility to readjust con-.
tract terms in light of new information. Users ocan
be expected to protest if terms are toughened; BIF
must be prepared Ho justify such changes to wwers!
satisfaction, in light of the latier's long.torm
intereste 1if not of their short«term ones.,

If users are pregered to partioipate on an expari.
mental basis, without contrvactual guarantees, this
possibility nust be considered az a way of waintaining
flexibility to shape institutions, BTF doea nat now
knmow with any certainty what consequences will flow
from technioal or popular management policies
{although of course educated guesses ocan be wade in
both areas), Priilmee suzgests keoping open as wany
eptions as possible. 8killful public relations and
commmication of project goals, and of BTF uncexiainty
aheout how to achieve them siight functien as an invie.
tation to users to participate in erafiing appro-
primte institutions., Whon and 1if they take that
initiative, probabilities suocessful approeaches o
gegtion populairve will be discovered should greatly
inoreaset users who are actual or potential menhers
or afficers of managenent jlurisdictions oan be expetted
to have more information about and feel for looallyw
feasible institutional designs than sutsiders, PExperts
can mike suggestions based on generel mincipless
local users will have to taillor the institutionsl
c¢loth to fit the forms of looal bodies politio.



