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SUMMARY

- Introduoction

This report analyzes feasibility of herder associations

in the Nirer Mange and Livestock (NiLL) project's pastoral zone
arca. It comprises two brnad sub-scctions:

1. institutional analysis of rationales for and conditions
governing feasibility of herder associations in the
project areaj; and

2, alternative institutional designs for such groups, in
terms both cf internal organization and relationships
to the Governrent of Niger (GON) administrative

nierarchy.

Ingtitutional Analysis

After a brief introduction (Chapter 1), the first section
identifies three broad prublers which may face project zZone
herders. These are:

1. possibly inadequate ranse nanacement;

2., insufficient service levels; and

3. lack of orsanizational canacity necessary to represent

herder interegts effectivelvy in relations with other

and GON officials, and to enzage in self-help activities

which would improve range maragewent and gservice orovi-
sion at the local level within the project area (Chan-

ter 2).

Range Management

The need for range ranagerment is problematic., Oninions

v



divide on existence and extent of rangz degradation in the
pastoral zone, as well as on need for and feagibility of pasture
up-grading. ilange management, throughout this report, is
treated ag if it were a problen, in order to then thinik through

instituticnal izplications of trying to do something about 1it.

Service Levels

Service levels within the project area are more generally
conceded to be inadequate = although the txtent of inadequacy
continues to inspire debate. A range of potential services are
considered: provision of improved iuman and animal health care,
staple grain and basic necesgities supnly, predator control, etc.
Herder Representation

and Self-llelp

vleed for representation of herder interests and exploration
of gself-help possibilities have become increasingly evident in
years since the devastating 1970s drought struck the pastoral
rone. GO now vlans to inprove herder welfare and upgrade live-
stock productivity. Success of actions along these lines will
depend on developrent arong rastoral groups of associations
able and willing to present views on proposals, not just of a
well-connected elite, but of the mass of herders. Sirmilarly,
associations appear indispensable to organize nastoral zore
residents either for self-help activities or joint efforts with
outside assistance which will improve conditions of life in
the area and promote greater productivity of herder enverprises.

vi



Agsociation Goals
and Constraints

Problems outline above defiue potential organization

purposes.

feasibility of achieving these zoals 1is conditioned by a

nucber of eoustraints (Chapter 3), srouped here in fivo cate-

gories:
Critical

1.

2.
3.

S.

technical, econorrio, financial, legal and political.
anongz them are:

need to preserve herder mobility as a tested and indeed
indispensable range rnanagzement stratezy in good times
and bad;

provlem of agricultural expansion in the nastoral zone;
difficulties of financing orcanizationral activity on
the basis of voluntary contributions, and of organizing
to provide reliable credit guaranrtees as a congition
for acquiring loans to finance, e.g., herd reconstitu-
tion and local hydraulic infrastructurs improvements;
character of the legal nrocess in the nastoral zore,
and laws governing voluntary association orzanization
and pastoral zone azriculture; and

a series of GO policies concerning conditions of popu-
lar participation, food self-sufficiency, control of
staple grain markets, centralization, status of tradi-

tional chietrs, national unity, etc.

In the second section of the renort, frequent re fercnce

ig made to these constraints in considering advisability of
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adopting one or another elerent in designing herder associa-

tion inatitutions.

Institutional Designfs}
for llerder Associations

This section breaks into thrce parts: basic constitu-
tional theory; apalysis of alternatives for herder association
internal organization; and analysis of possible relationships

to GON.

Constitutional Theory

Chapter 4 begins with some introductory comments about
constitution making, in particular concerning advisability of
avoiding both too creat dispersion and excessive concentration
of power within the association. There follows a brief review
of the NRL project zone political-organizational context. A
quiclk outline is then offered of basic decision rules available
for use in designing association constitutions, and probable
effects of each. tilext analyzed is the issue of pernitting people
liberty to start local-level orcanizations at their own initia=
tive, as opposed to imposing a single organization limit (e.gz.,
one local herder association, or one local mutual). A brief
overview of a basic two-tiered model for herder associations
concludes Chanter 4.
Internal Orzanization:

Desizn Options
Chapter 53 investigates bases for herder association

jurisdictions and criteria for defininz membership in those
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associations, at the local and pastoral association levels., It
also examines alternative approaches to creating and dissolving
organizations at both jurisdiotional levels.

On major significancse here are decisions concerning

character of iurisdictions. Should they bhe non-geographic,

tribally-based organizations, or geogr&nhicallv-based? If the
latter, should they be small-scale, large-scale, or complex,
two-tiered affairs involving doth small and large units? It

is concluded the two-tiered, zeographically-based jurisdiction

offers the best framework for herder associations, eveu though
this conflicts with current cooperative legislation, which 1is
phraged in terns of non-geographic, tribally-defined mutuals and

cooperatives.

fembership criteria will also fundanmentally affect

character of herder associlations. Advantages and drawbacks

of relying on either kinship or geographic proximity to define
who's in and who's out at the local unit level form a central
problem. Another critical issue, discussed next at some length,

is whether vocational criteria should be taken into account 1in

according or refusing association pmembership. In other words,
should herders-turned-farmers in the pastoral zorne, as well as
thoge still living as full-tisze pastoralists, be included? What
about southern farmer or agro-pastoralist'immigrants who have
created peasant farms in many parts of the project zone? Should
they be excluded? Can they be excluded? Particularly for pur-

poses of pasture management, it is recormended herder associa~-

ix



tions be open to all pagtoral zone farmers and agro-pastoralists,

whatever their heritage (pastoral, agricultural or agro-pastoral),

ag woll as - obviously - to herders.

This snme analysis is ropeated for the pastoral unit herder
asgnciation (larger jurisdictional level). Membership there, it
ig recomrended, should be acquired only through membership in a
local association. It is also recommended members be ullowed
access to pastoral unit basic gervices outside their home asso-
ciation areas, although they should be restricted to voting only

in their home association. Any range manacement efforts even-

tually undertaken by herder associations will only he successful,

it is asserted, if associations are attributed control over use

rizhts to water and pacsture in their jurisdictiors.

Chaepter 6 takes up the issue of relationships between
members and officials, and apprnpriate decision rules for making

operational and congtitutional decisiong.

Officials and Elections

After a brief examination of appropriately simplified local
leadership structures, a major gection of Chapter 6 analyzes
vartous elesction systems. It begins with the system incorpo-
rated in the herder agsociation model constitution pronoged by
the Niger Centre Est livestock project, and then surgests several
alternative means by which associntion elites can be encouraged
to represent theilr followers' interests rather than their own.
0f fundanental importance here are solutions to problems of

ethnic and geographic representation,

X



Operational and Constitutional
Decision Nules for Associations

The middle section of Chapter 6 concentrates on rule
options for handling day-to-day business (service nrovision,
jgsues of herder oninion representation, range management),
and constitutional issues (decisions to change the decision
rulas). Immediately thereafter attention turns to terms under
whicL roles of local '"congeillers” and local service provider
roles might be develorped within the associations to facilitate
contact with GON officials and technical agents.

Underlying the entire chapter is an emphasis on using
decision rules to make leaders sufficiently dependent on
followers that the former are prevented from "capturing the
association game". The point is to compell leaders as far as
possible to run asgsociation affairs for the benefit of followers,
rather than trying to capture the agsociation and run it for

their own benefit, at members' expense.

Rules in Practice

Chaster 7 tries to 111ustrate how the suggested systems
of rules would work when applied to questions of service pro-
viston and range management. DIiscussion .focuges on three
central questions:

1. Who should decide what ought to be done by way ot

service provision and/or range msanagenent?
2., At what level - local or pastoral unit - ought various

activities be carried out?
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3. On what terms should such activities be undertaken?

Participation and Finanéing

Chapter 8 explores issues surrounding problems of
obtaining financing and participation to support aggociation
activities. It Legins with a reconsideration of difficulties

piaguing voluntary organizations. Reasons for non-participation

are canvassed:

1. members unenlightened about benefits of associaticn

programs (the Animation thesis);

2, programs which repell instead of attracting because
members find they cost more than they're worth in

terms of time, effort and money invested for results
obtained; and

3. inadequate institutional designs, which permit some
to benefit from association activities without bearing
their fair share, in time, effort or money .comtributed
to support programs in question.

Possibilities of obtaining financing to run association

procrams are then analyzed. They include:

1. inspired talky:

5. informal coercion (based mainly on social pressure) -
which reduces the voluntary character of associations;

3. outside funding; '

4, indigenous funding mechanisms; and

5. separable benefits (medicines, basic necessities,
watering rights, etc.) to the sale price of which can

xid



added a charge to finance association activities.
Each means is assessed in terms of its probable feasibility,

advantages and disadvantages.

Fxternal Nelations: Ties between
Assocliations and GON Agzencies

Chapter 9 considers how herder asgociations should be
connected to GON administrative structures. A geries of op~-
tions are reviewed, including autononous status (subject only
to the general registration requirement imposed by GON on all
voluntary associations) and tutelary relationships under various
administrative agencies. Among the latter: techmnical agenaies
(Livestock Service, UNCC), GON territorial administration, and

livestock projects (NRL). A tutelary relationship tying herder

asgsociations directly to the NRL project-seems most jugtified,

gince it would provide for a broad-gauged approach to asgoclation
problems, and would keep channels of communication epen bevween
associations and all relevant technical agencies.

In this context, it is suggested that Animation and Adult
Literacy agencles be closcly involved in training association
members, both in organizational techniques and in literacy skills.
Finally, the details of the tutelary relationship are examined.
Suggestions are offercd about composition of the association
regigtration committese, with an eye to assuring adequate herder

representation in the process. Next, means bv which the tute-

lary relationshin can be gtructured so that NRL nroject nersonnel

geek to create autonornous asgociations, capable of panasing their
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own affairs, rather than creating organizations dependent for

initiative and activity jmmnlementation on etforts of tutelary

gersonnel.

Coning with Trouble: Agsociation
Disputes and Digpute Resoluiion

Chapter 10 talkes up questions surrounding disnutes which
will predictably arise in the normal course of association
management and gervice provision activities, and the judicial
and quasi-judicial courts which might conceivably assist in
resolving such disputes. Particular attention is directed to
problems of resolving constitutional disputes, since constitu-
tional litigation offers a potentially valuable resource for
merbers sceking to prevent association leaders from capturing
the agsoclation game,

Potential dispute resolution institutions include the
Nigerien civil court system; the administrative court system,
including the "conciliation" proceedings run by tribal and
group chiefs; independent Islamic clerics swwho function as
vjudicial entrepreneurs”; and the Wodaabe customary moot. Two
other fora which might be developed are ad hoc arbitration
commissions and NRL dispute resolution. Advantages and disad-
vantages of last alternative in particular are subjected to
extensive discugion, since assertion of NRL quasi-judicial
authority for association dispute resolution has tremendous
negative implications for the future autonomy of those argani-

zations.
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viaior Appendices

Several critical appendices complete the report. They
treat several themes of major significance, not easily integrated
into the main body of the report concerning ingtitutional analysis

and design of herder aggsociations.

Appendix 1 treats various aspects of Nigorien land tenure

and water law and practice as these bear on use of pastoral zone

renewable natural resources,
Appendix 2 invesiigates principles and evolution of the

Development Society proposals put forwvard Ly President Seyni

Kountché as a new framework for efforts to create greater levels
of popular participation in planning and implementation of
development activities in Niger.

Appendix 3 gsketches out background, nandates and current

policies and possible evolution of eight technical agencies

whose missions relate in one way or another to herder association
activities.

Appendix 4 provides a very brief review of activities
currently beins undertaken DLy itwo other range ranagement projects

)

now operating in Wiger: the FED-financed Sud Tamesna project

and the Torld Bank-financed Niger Centre Est project.

Appendix 5 lists individuals consulted in field investiga-

tions undertaken in preparing this report.

A bibliozranhy concludes the docunent.
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I. INTRODUCTION: INSTITUTIONAL AMALYSIS
OF HERDER ASSOCTIATIONS

Organizations are instruments. Like other tools, their
forms shiould be deternined by the tasks they are mea: t to
accomplish and the context within which activity will take
place. Those who want to create effcctive organizational
tools face a critical preliminary tagk: institutional
analysis. This preliminary gtep involves defining goal(s)
of the organization to be created, and ennstraints which will
influence feasibility of various cganizational designs.
Definition of goals and constraints depends, in turm, on
jdentification of problem(s) to be solved through creation of
new organizations or modifications of exigsting onms. The
gteps then, are:

A. institutioral analysis

1. problem gtatement
2, stipulation of organizational purposes
3, identification of relevant constraints

B. institutional design

4, fashioning of organization constitutions in 1light
of probable consequences of various different
kinds of rule structures.

This framework organizes the following report. An initial
gtatement outlines notential problems. These are: (a) range
degradation; (b) inadequate service levels (health, credit,
marketing facilities, cereal grain supply, eto.) available
to project zone herders; and (c¢) inadequate herder organization

which hinders both effective defense of herder interests and

1



2

promotion of gelf-help activities to help improve service
levels in NRL project zone communities. ..

Next, potential organizational purposes (range management,
provisicn of various sorvice packages, effective organization
to promote herder interests and facilitate self-help activity)
are stipulated.

Constraints influencinz feasibility of range rnanagement,
gervice provision and herder organization are then reviewed.

Finally, alternative institutional designs are canvassed
in a gsearch for those most likely to resolve the initial

problematic situations.



1I. POTENTIAL PROBLEMS AND
ORGANIZATIONAL PURPOSES

Potential Problemg

A range of potential problems can be identified in the
NRL project zone. Project regsearchers and herders opurating
in the zone will determine what actual problems exist in any
particular subsector. One can however sketch the potential

range of problems.

Natural Resource Management Questions
1. In the limiting case, no long-term pasture degradation
exists. Therefore no pressing need exists to organize
management practices to maintain a renewable natural
resource.

a, Even in the limiting case, it may be possible to
organize ianagement practices to upgrade the value
of the resource (e.g., by increasing perrenial
grasses 1in a predominantly annual grasses pasture).
The relevant question in this situation: igs the
game worth the candle.

2. Pasture degradation exists.

a. Tt is not serious enough (yet?) to warrant investing
time, money, blood, sweat and tears in creating
organizations which can stem of reverse the process
of pasture degradation and so productively oanage
the renewable resource,

3



4

b. It is serious enough to justify organizirg manage-
ment efforts.

3. No pasture degradation exists, but strategies now
underway will permit some few herders and/or absentee
stock owners to establich dominant control over zoud
pastures, to the detriment of many stock owners/herders
now operating in the area.

a. One of these strategies may involve establishing
exclusive contrel over sub-areas by converting
selected parts of the total common property pasture
lands into privately appropriated agricultural fields
and gardens (the much discussed "remontée vers le
nord de l'agriculture"), Pastoralists diversifying
into mixed farming, as well as farmers and agro-
pastoralists fron the south, can all play this game,
A common strategy is to surround valley bottom well
points with fields, and threaten litigation to
recover conpensatory payments for crop damages if
others don't keep their stock out of the area [see
Appendix I, Pastoral Zone lLand lLaw, pp. 184-85, for

further discussion].

Service Provision Difficulties

A second set of issues, independent of or interdependent
with and partially supportivs of pasture management associa-
tions in some cases, turns on herders' relationships to GON

(Govermnuent of Niger) technical services, as well as the
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existence of a fundamental set pf problems. Among these:

1.
2.

9.

10.

11.

12.

Veterinary care for project zone livestock.

luman health care for zone populations, most
particularly those living away from the zone's
gcattered administrative centers.

Access to ccreal grains now esgential to the local
diet.

Access to other items essential to local life-
styles (tea, sugar, etc.).

Access to 1ivestcck food supplements (cotton seed
cake) and salt.

Access to credit for purposes of increasing herd
gize.

Access to credit for ourposes of avoiding stock
sales unticely in terms of prevailing market prices.

Access to credit for purposes of well construction
(and other livestock enterprise improvements which
might be envisaged).

Asgistance with predator control.

Access to primary (secondary, etc.,) education for
zone children on terms acceptable to herders.

Access to literacy training for zone adults on
terms accentable to them.

Access to enlightened counsel concerning gtrategies
to adopt in seeking inproved services, either
through 1lncal self-help cfforts or thirouzh access to
public services provided by the governnent.

The above list is only suggestive, not exhaustive, of

activities which might justify costs of organizing herder

asgociations.

Herder Organizational Problems

A third set of issues turns around questions of herder

organization. These nnderlie, in a very fundamental way,



6
range managemnent and service level problems. XNRL project zone
pastoral societies are currently structured by two quite
different of organizations: informal local institutions

(patron-client relations, democratic camp, clan, etc. assecn-
blies); and the bottom end of the GON natinnal administrative

hierarchy, i.e., chefs de tribu at the lncal level and chefs

de groupement at the digtrict level.

The former institutions, although intimately involved in
herders' daily lives, are not especially authorized to
publically defend herder interests. They also lack any
authorization to use coercive powers in trying to organize
local self-help activities.

nPraditional™ chiefs, styled collaborateurs of GON

administrators, do exercise at laast quagi-cuercive powers,
but not to promote local initiative or self-help activities.
They function primarily to execute prograus (taxation, etc.)
conceived and implemented from the top down within the
administrative hierarchy, Although there arc exceptions,
chiefs do not by and large spealk with an independent voice
in discussing herder problems with their superiors. Insti-
tutional pressures tend to prevent this: they depend on

administrative superiors, not herder administrés, for

continuation in office and advancement. - Thus they frequently
hesitate to speak out or to undertake activitics at the local
level which would improve herder welfare, and which are within

effeatively within the capacity of local communities to
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undertake as self-help operations if the appropriate frameworx

for collective action exists at that level., Those frameworks

do not now exist. Thus herder interests, e.g., in control of
agriculture within the pastoral zone, or organization of more
adequate provision of basic necessities, are not very adequately
defended.

GON administrators and technical agents sece the sane
problem of inadequate organization from aslightly different
perspective: chey have difficulty finding reliable pastoral
soclety representatives with whom they can work on a regular,
sustained bagis. In the context of Development Society
initiatives [see Appendix 2, Development Society, for details,
pp.195-200] administrators are geeking to promote a "change
of mentality" on the part of herders as well as of other
Nigeriens. As President Seyni Kountché:recognizes, this
cannot be achieved by hortatory rhetoric alone: appropriate
local frameworks for self-help activity must be organized,

As things stand now, existing state institutions disguade

people from acting' to help themselves.

Potential Organization Purposes

Problems specified above under pasture manazement, service
provision and herder organization sub-headings suggest the
potential range of organizational purposes. A herder asso-
ciation might be a single-purpose outfit focusing on range
ipnprovement ..r provision of more adequate millet supplies or

defense of hurder interests., It might be a multi-purpcse
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organization desirzned to incorporate natural resource manage-
ment and defense of herder interests in controlling access to
zZone resources (vater and pasture), with efforts to acquire
more reliable supplies of credit, cotton sced cake ard to
train local paraveterinarians and parahealth workers.

hat herder association roals will be in any particular
cage should be, in the last analysis, a decision for those
involved in and affected by orzanization activities, i.e., the
residents of the NRL project zone. Awareness 1s widespread
among both project personnel and GON officials, as well as

among zone populations, that marked geographic differences -

as well as commonalities - exlst across various sub-seotors

of the project area. These geographic differences will
correlate with substantial variation in herder association
purposes from area to area. The political, economic, social,
historical and cultural differences which define the changing
mogaic of human groups inhabiting the zone will also influence
the range of organizational purposes which will make sense and
appear feasible to gpecific communities within the project
area,

These variable purposes and interests can be expected to
strongly affect people's perceptions of the need for organi-
zation, what constitutes legitirate forms of orzanization,
and advantages and disadvantages of paruicular activities.

In conseguence, groups should be accorded leeway to define

organizational purposes and formats for their communities, and
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to experiment with these in the local context, modifying
them when this appears advisable. Tehcnical counsel on such
matters should seck to enlighten people about possibilities,
not to impose ready-made, preconceived solutions.

similarities in organization purpnses and structures, it
should be stressed, will exist, despite roegional and local
variations. There obviousaly will be gimilarities because
the same problems are shared by mamy local groups throughout
the project area. It is important nonetheless that a range
of herder association purposes and constitutions be envi-
saged, among —<hich local associations will have the option to
choose, in function of their own needs. By inplication, a
single, immutable constitution and definition of agsociation
goals would be inadequate, because in many parts of the zone
such a blueprint simply would not fit the local gituation.

It should be stressed here that certain range nanagement
practices will require coordination among agsgociantiors, €.8.,
azreenpents limiting access to assonciations' territories,
authorization to transit throush territories during periods
of transhumance, etc. This need not mean however that the
entire project area and its environs must be simultaneouslty
organized as mutually exclusive herder associations for range
managenent to be feasible. Indeed, the process of organization
initiated in some areas ay stimulate cooparable assocliations

in adjacent areas as & matter of self defense.



III. CONSTRAINTS: PARAMETERS ON DESIGN
OF HERDER ASSOCIATIONS

Introduction

Constraints are multinle. Frequently they reinforce each
other. Certainly they imnose limitations on gorts of herder
associations feasible under project zone cironmstances.
Limitations are reviewed below in five general areas:
technical, economic, financial, legal and policy constraints.
Their influence will exert jtself generally throughout the
zone in gome cases, in others, only in particular areas.

They relate differently to questions of range management,
service provision, defense of herder interests and self-help
activities. These nuances will be analvzed more fully in
gome of the attached appendices. Certain constraints may have
been overlooked., Readers are urged to consider this point and

complete th. list if they identify missing elements.

Technical Constraints

1. Stockraisers!' mobility wmust be nreserved, Given the

current state of (non-)control over Sahelien rainfall patterns,

one can only predict (A) every year some project zone areas
will experience inadequate rainfall and (b) some years much
or all of the area will suffer from inadequuate rainfall.
Until and unless alterrative fodder sourées can be assured
(importation, feed sunplements on a massive scale, haying
overations, etc.), the mobility especially characteristic of

10
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some VWodaabe grours is an inportant, tested traditional
technique to reduce forage demand in deficit areas.

Transhumance patterns practiced hy moat project zone
herding people provide an important technique to exploit
forage areas beyond reach in the dry season. At the same
time transhumance reduces demand on dry season pastures
sufficiently so they can recorstitute themselves during the
summer rains.

2. The water table in some zonec sub-sectors is so shallow
and puiserd cnnstruction so easy that technical difficulties
of water supply do not operate as an automatic, self-
actuating mechanism controlling access to pastures, Under
such conditions, regulating grazing pressure by governing
access to water depends upon prior creation of appropriate
"political” structures, i.e., associations enpowered to make
and/or aoply rules concerning aecess to vater in the asso-
ciation's jurisdiction [see Appendix I, pp.185-87 Je

Both of these factors have a bearing on herder association

membership regulations [see below, pp. 40-42 ].

Economic Constraints

Recent droucht years inpoverished many NRL zone herders.
They have turned to farming, frequently in the pastoral znne,
to support themselves, aaﬁleast temporarily. For some it may
be a long-term commitment to diversifying thelr economic base:
gome family members will continue, or go back into herding,

while others stay in farming. Agricultural and intermediate
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zone farmers and agro-pastoralists have immigrated into the
pastoral zone from the south, where because of soil exhaustion
and thc spread of field agriculture, they can no longer pro-
duce adequate crops and/or find adequate fodder for their
animals. Destruction of southern pastures through spread of
field agriculture has also forced many herders to spend the
dry season further north than they previously did. These
various groups represent a substantial increase in demand on
the pastoral zone resource base, particularly during the dry
season when it is most vulnerable.[for details of these
population movements in the context of relevant land law, see

Appendix 1, pp. 177-81],

Financial Constraints

4, Local associations are not authorized to impose taxes
on members. Dues can be collected [Ordonnance 75-11 of 13
varch 1975, Art. 3] to finance organizational activities, but
members of private voluntary associations (in this instance,
iherder associations or cnoperatives) remain free to avoid dues
by quitting the asscciation [ordonnance 75-11, Art. 5}. There-
fore financing activities with local funds will be difficult
unless surcharges can he levied on gome private good(s) sold
by the association to its merbers and/or non-members. Proceeds
of the surcharges could then be uscd to finance activities,

5. GON technical service budgets will remain inadequate
to finance extensive contacts with rural project zone popula-

tions. Pressures will remain heavy to concentrate expenditures
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in southern, non-pastoral zone areas, where returns to money
and effort invested are superficially higher (hetter physicel
and institutional infrastructures, higher population
densities).

6. If credit is to be extended to herder-associavions,
or to mutval grouns through cooperatives, repayment levels
must be high and reliable [See Brah Manamane, then Minister
of Rural Development and vice president of the National
Commission for the implementation of the Development Society
(cNsD), "Réflexions sur la Soci1été de Dével-ppement,” Sahel
Hebdo, Mo. 214, 25 February 1980, 26]. This raises the issue
of group solidarity: when a loan recipient fails to meet an
installment, what sort of existing unit seems most likely to
either apply pressure to exfract »aymeni from recalcitrants,
or contribute voluntarily to cover debts of the needy in
order to protect the group's credit rating? UNCC investigators
think it may be the campement, They believe gamnement members
interact with each other much more intensively on a variety

of levels thaa do individuals who share tribu or croupement

affiliations but do not reside together. It would be worth

exploring the structure of sub-campement grouns, to see

whether in some settings stronger cooperative ties exist at
that level. If they do, they may provide an even rore anpros-
priate frarework for credit allocation, providinz they
include ennugh members to form a nutual (ten family heads).

This would however require mndification of existing legisla=-
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tion on cooperative organizations: at the moment, the rule
is that there can he no mnre than one (1) mutual per village
or tribe (which frequently includes more than one camp) of less
than 100 producers [Décret 79-05 of 18 January 1979, Art. 2].
[See Appendix 3, pp. 243-52 for dctails of cooperative organi-

zation].

lezal Constraints

7. Currently there is no effective ban on farming in
pastoral zono areas. Account must therefore be taken of
presence of agriculturalists in organizing pastoral zone land
use patterns,[Details concerning relevant lezislation and its
non-application are canvassed in Appendix 1, pp. 181-871].

§. Cooperatives and herder associations will normally be
constituted, under existing Nigerien laws and practice, as
private or quaai-public voluntary agsociations, characterized
by free entry and exit. Such organizations would predictably
encounter various difficulties in sustaining operations
(a) based on self-financing [unless conditions stipulated
above, p. 12, no. 4, are met; for further discussion of key
aspects of this issue, sce the section below on herder asso-
ciation financing, pp.117-31], and (b) designed to enforce a
series of regulations bearing on range management within the
associatinns' jurisdictions. Tules can be avoided by the
simple expedient of quitting the organization. The combination
of economic and social pressures mntivatinz herders to maintain

membership will have to be extremely powerful to counteract
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the tendency of some to zxploit for their own benefit sacri-
fices others make (e.g., DY reducing the size of their herds
to avoid overgrazing in the association's Jurisdiction).

9. Traditional chiefs (tribe and group hecadmen) and
administrative personnel (subprefccts, administrative post
hcads, Republican Guards, etc.) are not formally authorized
to impose binding judgments 1in legal cases. They may conci-~
liate parties in a dispute, but cannot formally impose
judgments. Working or jrformal rules almost certainly
diverge from formal regulations in resolution of many cases.
Prestige or power of some courtholders will inevitably con-
gtrain some litigants to accept a proposed "conciliation",
not because they can "live with" the judgment, but because they
consider appealing it too risky. Issues surrounding the herildex
associations' potential legal status, and the possibilities
for legal reaourse ara discussed below [see pp. 156-76 ].

10. Traditiopal chiefs are elected for l1ife, conditional
on gzood behavior. This gives them some leemay to resist
pressure from subjects who may be dissatisfied with their
performance,

11. Individual subjects (commoners) can remove themselves
from one headman's census rolls-and have themselves inscribed
on those of another by physically removing from one jurisdic-
tion.to another, ‘hether herders can shift their allegiance
from one headwman to another, without changing their habitual
range areas, is a more delicate question [discussed below,

P - 20, no. 19].
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Policv Constraints

12. The concept of the Société de Développement or

Development Society [see Appendix 2, pp. 191-200, for details]
apparently imposes two limits, one broad but firm, the other

perhaps narrow but flexible (as emphasized in my Fabruary 4,

1981 progress repoxrt, statements about gpecific content of

Develonment Socilnty policies and institntions will remain

conjectures only until final recommendations are presented

by the CNSD to President Kountché in early 1982).

The first constraint concerns emphasis on cooperativi-
zation of Nigerien snciety. The general scheme strongly
insists on cooperatives as the framewnrk for productive
activity. This may require some years to achieve, but 1t
appears likely to persist as an overriding policy goal.
Cooperatives will thus be the GOM-preferred vehicle for
collective organization in the project zone. At what stage .
they can or must be introduced remains at present a nego-
tiable item.

Nore important, no firm ban has been imposed on other,
potentially allied forms of organization, e.g., herder
associations. Thus, pending notice to the contrary, such
groupings appear politically legitimate. They may thus
be created before, along with or after cooperatives in an
area.

The second constraint involves the organizational bhasis

of the samaria, the youth associations which are to have,
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ultimately, resvonsibility for initiating local projects
and enterprises. There is considerable emphasis on individual
gacrifice for the common good, in the form of voluntary in-
vestment in self-help projects, etc. It is conceivable, bnt
probably inadvisable, that this condition be applied to
herder association officers: the option to pay them using
local fuuds, as one means of retaining member control over
organization officials, should be loft open if possible.

13. Food self-sufficiency policies advocated by GON may
make it politically infeasible to control farming in the
project area, much less exclude it from the zone. [see
Appendix 1, .p. 185 J.

14. OPVN (Office des Produits Vivriers du Nirzer, Nigerien

Staple Grains Office) policies im post-drought years have
tended towards agssertion of ever-increasing degrees of control
over staple grain markets within the courntry. The upshot
this year has been a hold-back by many grain producers.

OPVN has thus been unable to buy anything like the amounts it
formerly did in the "bread basket" departments of Marsdi and
Zinder [Abdoulaye Bourelma, "Produiis vivriers: le seuil de
...tolérance," Sahel, Thursday, 28 May 1981, 3]. In conse-
quence, OPVN's recently appointed director, Adamou SOIINA
(named in October, 1980), hopes to shift the agency's
marketing policies back towards the original conception of
OPVN as a market equilibrating mechanism. If this new

orientation is realized [Abdoulaye Bourelma, "Produits vivriers:
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le seuil de...tolérance," Sahel, Thursday, 28 May 1981, 3,
suggests President Kountché may be considering a reduction of
subsidies currently devoted to OPVN operations; an earlier
speech by the president also indicated rural communities wonld
be expected to progressively take over gpain storage functions:
Preaident Seyni Kountch4, "Message & la nation", Nigerama
Spécial, Tuesday 15 April 1980, 62], inter-cooperative
exchanges on terms attractive to both herder and farmer
cooperatives may well become feasible. This could open the
wey for self-help effnrts at providing adequate grain supplies
in the project area, through activity of herder associations
or cooperatives,

i5. Thile difficult to assess, it appears likely many
public servants may be hesitant to accord increasing degrees
of autonormy to locel organizations (including herder associa-
tions and cooperatives), despite apparent pressure in this
direction from the highest GON circles, on grounds this will
promote abuses of power by those best placed to seize control
of such vnits. In some cases this may constitute a serious
hurdle to progress towards self-management at the local level,

16. Many civil servants hold attitudes which favor
centralization of control (at least at their level) over
service activities in the countryside, and nromote an inter-
ventionist, statist, top-down aprroach to development rather
than a collaborative orientation which foster autonomous

inditiatives and action by rural residents.
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17. GON regulation: tacitly reinforce this centrist

orientation by imposing central (Ministry of Interior) author-
ization as a condition for legitimate constitution of private,
quasi-public and public organizations [0ordonnance 75-11 of 13
\arch 1975, Art. 6, spells out the procedure for registration;
the agsociation must be listed with the jurisdiction where 1t
has its official seat, and be approved by the Minigtry of the
Interior, after which an announcemont to this effect must

appear in the Jourmal officiel]., This need not create an

ipsurmountable barrier to collective organization, but it
does amount to a "political"™ cost of organization in a society
where many individuals are illiterate and relatively unfamiliar
with official forms and processes.

19, .At present, herders frequently lack recnurse when they
disagree with official policies and/or officials' activities
in the project zone. Autonorous cooperative unions and gamaria
(youth) associations may help to remedy this lack, by creating
new channels of cnntact with government authorities and new
relationships between public servants and citizens, aother
possibility is to promote judicial recourse for agsoclations,
go that disputes with officials could be gubmitted to (rela-
tively) impartial third parties for reviéw (considerations
influencing the decision to opt for judic¢ial recourse are Con-
sidered below, np.1l60-67 ].

One of the explicit goals of the Development Society

policies will probably be to move those people who currently
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occupy the category of passive citizens into that of active
citizens, concerned with the process of development, and by
extension, with the defence of their rights. [see Appendix 2,
pp. 202-04 ]. Realization nf this zoal would help reduce the
povwer gap which currently scparates administrators and tech-
nical agents from common people. It might well contribute to
motivating improved public servant performance,

In the meantime, and while the power gulfl persists, many
herders will likely remain highly ambivalent about contacts
with officials and suspicious of the activities of some.

This imposes a serious block to open comiunication and full

confidence, which are probably necessary conditions for

mutually beneficial interaction between herders and officials.
19. Whilz chiefs are elected for life, on good behavior,

and are thus difficult to dislodge when they have once attained

office, their hold over their administrés is weakened in some

times and in some places by the facility with which individuals
can transfer their allegiance from one headman to another, or
jndeed create new tribal groupings under newly appointed
headmen. The dezree of facility with which jarisdiction
switching or hiving off occurs in any given situation depends
upon attitudes of the district administrator (administrative
post chief or subprefect). Such citizen initiatives (which
may take on the character of informal referenda on a headman's
performance) are thus uncertain but, when available, powerful

means of counteracting a headman's potential or actual abuses



21
of power, On the other hand they may constitute citizen
attempts to escape certain duties (payment of taxes, among

others) imposed by the government.

2Q.. The GON commitment to creation of a common, national
identity among all Nigeriens might conceivably be interpreted
as discouraging herder associations based on ethnic grounings.
However ethnic groupings - the camp unit - seem an appropriate
format for mutual groups. Indeed, the uni-ethnic mutual
groups of the agricultural zone, based on (typiocally) uni-
ethnic rural villages, provida an appropriate precedent. And,
l1ike the sedentary zone mutuals, those of the project area
could be organized in multi-ethnic cooperatives or herder
aggociations at the pastoral unit level [see below, pp. 38-T4 ]

21, Compensatory payments frequently imposed on herders for
crop damages their animals cause in fields north of the "farming
1imit", in direct contradiction to the 61-05 legal text,
constitute an obvious encouragement to spread agricultural
activities deeper into the pastoral zone. Given frequent
interests of chiefs imposiug compensation in developing local
gources of staple grains and in consolidatineg control, either

directly or through their administrés, over parts of the pro-

ject zone by individual appropriation, it appears highly
unlikely any new line to 1imit the northward extension of
agriculture will be respected 1if enforcement procedures
remain unchanged. This is particularly true in cases where

individual farmers are ex-herders impoverished by stock losses
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during the drought. Frequently they prefer to remain in the
pastornl zone, They might have difficulty in acquiring access
to land in the agricultural and intermediate zones to the
south. To deny compensation for crop damage to an individual
whose survival depends upon it would leave many o project area
chief feeling very uneasy, and might also meet with disanproval
from a substantial part of the local community [for a more
detailed discussion of the causes underlying the northward
advance of agriculture, see Appendix 1, pp. 177-87T ].

22, Decisions on well sitings, both in the case of tradi-
tional ones and of those constructed by OFEDES, do not now have
a public character. VYet such installations strongly affcct
possibilities for pasture management in many parts of the NRL
project area, since water availabillity regulates access to
pastureg_[for further discussion, see Appendix 1, pp. 187-90 J.

These various kinds of constraints are inportant factors
to be taken into account in designing herder associations.
Few are imnutable - they are subjcct over time to manipulation
and modification - but they are likely to be difficult to
change. In the discussion of herder association constitutions
which follows I suggest occasionally that it might be worth-
while to attempt to modify a constraint. Vhen I do, I try to
suggest the probable costs as well as benefits of such an
action. Others are of course welcome and encouraced to nake

their own calculations.



Iv. HERDER ASSOCIATION CONSTITUTIONS:
DES IGN ALTERNATIVES AND MODELS

Introduction

In designing constitutions one should avoid two extremes:
the "captured geme" and the "P lish Parliament" syndrome.

The former denotes a const .tution whose rules permit over-
centralization o power in the hands of too few individuals.
They then control play of the game = they m"capture" it - and
run i1t to suit themsalves, vften to others'! serious detriment.

The latter denotes a eonstitution whose rules so disperse
power among many individuals it can never be gotten together
again to make necegsary decisiors. Neither constitutional
solution adequately addresses problems humans coufront in
trying to use collective power productively.

This and the next four chapters outline a logic of consti-
tutional design, in terms of basic decision rules (Chapter IV),
and options in elemental constitutional building blocks: defl-
nitions ¢f jurisdictions, conditions of membership, creation
and dissolution of associations, entry and withdrawal (Chapter V)i
officials, elections, operatioral apd constitutional decision-
making rules (Chapter vI); allocating authority for gervice
provision and range management (Chapter VIi1); and financing
(Chapter VIII). '

Some may be struck by the complexity of certain options,
and by the boldness with which rule consequences are projected.

As for complexity, balancing institutiomal powers in a

stable equilibrium is no gimple . aatter as generations of
23
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constitution writers have rediscovercd time and again. To
disperse power without destroving it, so it can be used by
many, together, in a controlled fashion to solve common pro-
blems is often a neat trick. It may he simple in small homo-
geneous communities where interests are generally allke or
compatible., It will usually be nuch mnre diftficult to
successfully control power in more complex communities where
interests compete, perspectives vary and levels of mutual
confidence among groups are low, In such situations using
power in a controlled, productive manner over the long term
often required recnurse to a variety of constitutional
mechanisms, the-sum total of which may indeed be complex,.

Complexity mayv be used by some as an argument in rejecting
attempts to balance powers, to create and maintain an open
game, in favor of simple rules easily understood. The rejoinder
in this cage is, I think, two-fold. First, those who are meant
to choose and use these rules are not simpletons. Both Fulbe
and Tuareg have known fairly complex political institutions.
Some of these cohtinue to function. The issue 1s rather
whether some theoretically workable combination of alternatives
proposed below will work for, can be transferred iniov, Tuareg
or Fulve society (or Tubu or Arab society). That is an issue
I cannot decide. It is one for people hetter informed about
workirzs of Sahellen pastoral soclieties, including first and
foremost, Tareg and fulbe (and Tubu aund Arabs).

Second, simple rules easily understood do not necessarily
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create a decisior-making process which operates in the interests
of those who have to live within those rules,...which i3, in a
fundamental sense, an important test of any constitution.

The boldness with which rule consequences are projected
is partly a pedagogical device: exargeration ta highlight
major trends, but also to bring out nuances. But the cnnse-
quences predicted should follow as predicted, with the fol-
lowing caveat. Constitutional rules do not function in
jgolation. They interact. The blend which results is subtle
and to some extent unpredictable. The local variability
remarked on throughout this essay inevitably gets mixed into
the blend. Assuming a herder association gets off the ground,
attains the status of a Zoing concern, it will most likely
require repeated adjustment and amendment of the association
constitution over time to achieve a set of rules which controls
power while avoidinz both a captured game outcome and the
Polish Parliament syndrome.

The options described below then are a set of starting
propositions. They are meant to be commented on, discuésed,
argued about, accepted, rejected and modified by people who
are searching for a decision-making framework which will

redound to herders' benefit.

The Settianz

All societies use some sort of decision-making processes.
In some, such processes take the form of explicitly formulated

procedural and substantive rules which serve as reference
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points in judging legitimacy of actions., 1In others, the
decision-naking process may amount to a highly informal,
unstructured set of discussions. in some societies, many
hold power and participate in decision-making. In others, power
is closely held byv a small group, and participation in decision-
making by non-power holders 1is minimal.
It seems establisched that:
a. political organization varies from ethnic groun to
ethnic group (principally Tuareg and Fulbe) in the
“RL area; and
b. political organization varies within ethnic groupns,

e.2., the Tahoua cronpenents present a structured

form of Tuareg society versus looser arrangenents
elsewhere in the project zonej; or the substantial
size of ardo'en followings in the west (Abala) con-
trasts with the "min;sCule groupings" characteristic
of the Tahoua—*gadez boundary area.

Thus, political institutions of pastoral zone groups are
variable. If one assumes no central, single service package
solution will adequately address prefereuces and prioritics
of people in millet-surplus and millet-poor, water-rich and
water-poor areas, then by implication provision of services
must be flexible and tailored to local needs and perceptions
of problems. Similarlv, one area, or a groun in an arca, has
a higshly centralized structure dominated by a sinzle individual.

Another grouo in the same are: or elsewhere in the project zone



has relatively little effective political hierarchy.
Presumably herder agsociation constitutions for the two
groups ought to be tailored to take account of these diftfering
gituations, and perhaps modificd again to fit constroints
inherent in the orsanization of other grouns.

An interesting issue is involved here: how is the
tailoring to be accomplished? Through state intervention?
At what price in local participation, autonouy, assoocfation
efficacy? Through local group discussion? At what risk to
efficacy and local participation if it means local notablecs
control proceedings through the discussion?

Nigerien civil servants frequently assert Tuareg nobles
in some parts of the project zone so domipate their entourages
that all GON benefits which flow into local communities are
captured by leading nobles/patrons. Votes and signatures are
said to be manipulated by these local leaders to divert loans,
or stock or food distribution designed to aid the least well
off, Civil servants' perceptions may well be influenced in
some degree by ethnic and racial antagonisms, but it seems
likely such assertions are not totally unfounded.

Baier [1980] for instance argues Tuareg £ ~ial structure
functioned as a mechanism determining access to resources
and among other things was deliberately fashioned to buffer
thnge highest in the hierarchy from adverse effects of major
cezlamities such as drought. Given the geverity of the 1970s

drouzht, one can assune nany Tuareg noblesare still in the
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process of reconstituting their holdings. Thevy will nnt likely
allow much to slip through the cracks to lower status individ-
uals until they are again confident of their own resource
position. Whether at that point they will begin again to
distribute surplus resources to clients rcmains to be seen =
and 1s 3 crucial question,

Others indicate that, within the contemporary Tuareg
community at the local level there is little to distinguish
between a tribal chief and the individuals he ostemmibly "cortrols"”
[Mouhamadoune Abdourabahi, "Rapport de fin de tcurnée avec la
section socio-économique," Projet Gestion des PAturages/Maradi,
Ibécéténe, 8/15/80].

NRL efforts and strategy hinge on positions adopted
concerning acceptability of perpetuating these master-servant,
patron-client relationshirs, if and where they dn exist. It
is not self-evident what the project position should be in
this case, because it is not obvious what the outcome would
be once nobles regain their pre-drought levels of resource
control. One should, in this regard, consider the possibility
that Tuareg nobles could move to drive harder bargains with
subordinates, reducing them to powerless dependents able to
make very few if any claims to important resources.

Where coercive locnl political structure is minimal, on
the other hand, as anparently among most Wodaahe groups, and
fluid® [Angelo B, Maliki, "Etude socio-démographique sur la
population Wodaabe et Fulbe de la région du projet NRL,"

Projet Gestion des PAturages (NRL), n.d. (2/81)], probabilities
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are poor that nssociations will continue to function once it
becomes necessary for members to contribute something towards
supporting them, in the absence of clear and pogsitive bene-

fits available only through membership in the association.

Members can hive off, move to other groups, or simply with-
draw. If remaip’  members cannot sustain the operation as
a going concern .t will eventually fold.

It should he noted here that groups whose pre-existing
control structures are least capable of enforcing compliance
with group regulations are compelled by the Develooment
Society's general emphasis on voluntarism to confront
organizational problems under what are for them very difficult
circumstances. Potential leaders cannot rely on existing
control structures in other arcas of local 1life to undergird
efforts to form new associations.

In the situation under consideration then, substantial
differences characterize power distribution and degrees of
participation in decision-making amonz Tuareg and Fulbe gromuﬁ
including Wodaabe. Furthermore, neither ethnic groun may
have much sxperience with formal voting rules of the sort
discussed below. But constitutions are sets of rules. If
herder association constitutions begin aw irrelevant legal
forms in terms of local exverience, they 'vill either have to
be modified to make them relevant to the gituation, or dis-
carded in favor of a new approiach., Evidently UNCC confronts

the same problem in s arting cooperatives in the NRL zone,
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Theoretical Remarks

Constitutions define rules of political games. They ocan
be written, but they don't have to be: African villages,
Mafia organizations, Russian communes all have constitutions,
just as surely as does the French Fifth Republic., Constitu-
tional rules stipulate who can play, under what conditions,
what is fair and foul play, and penalties for breaking the
rules. These rules may or may not be informed by a sense of
equity; they will unquestionably establish a certain *rig" to
the game, which will enhance the power of some and diminish
that of others, e.g., elites versus non-elites, technical
agents versus herders, majority versus minority ethnic groups.

Biases particular rules introduce into the play of the
game can be roughly estimated. At one exireme a unanimity
rule creates a bias against collective action: it authorizes
any single player to frustrate action by exercising his veto.
At the other extreme, an anyone rule creates a situation where
collective action is hipghly likely to occur because any single
individual can commit the groun. DPstween the extremes, as one

moves Irom anyone to upanimity, time and effort costs required

to- secure a winning coalition progressively rise. Note that
anyone rule is not one man rule. The latter doea not fall on
the anyone-—uranimity continuum. Wkile one man rule is useful
in certain situations, such as warfare, it would not appear to
be very helpful in the context of herder associattons. It will

therefore be disragarded in the remainder of this analysis.



31

A second set of biages relete to potential deprivation

cogts - the undesireable consequences contingent upon collec-
tive action, such as having to pay taxes or dues to support
those activities, or comply against one's will with legisla-
tively-imposed restrictions on behavior. However, one man's
deprivation may riean another's advantage, e.g., when a public
well, open to all, is comstructed next to a private well
whose owner previously controlled access to area pastures
through control of water rights. Those who exmect to benefit
by collective action will prefer rules - those from the middle
(simple majority rule) towards the anmyone end of the scale -
which facilitate action (and they may prefer one man rule it
they are convinced the dictator will always decide in ways
which favor them).

Those who expect to lose conversely argue for more
restrictive rules, &ssuming reasorably the requirement that an
extraordinary majority - two-thirds, three-fourths, or even
unanimity - authorize an action will permit them either to
block it altogether or extract concessions mitigating the
potential deprivation costs to them,as a condition for theil
support.

This principle implies homogeneity within a croum:.increases

likelihood all members will bear similar effects of general

decisions, and so reduces risks of action heing taken against

interests of some (minoritv) of members. Therefore, less

restrictive rules, e.zg., simple majority, which facilitate.

collective action, can be used to make operational decisions
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concerning gservice levels, dues, etc., with less risk of unac-
ceptable deprivation costs being suffered by some in the com=
munity. Conversely, heterogeneous grouns might reasonably
adopt more restrictive rules, which tend to protect those who
favor the status quo on a glven issue at the expense of those
advocating change. Or such groups could adopt less regtrictive
rvles, facilitating change, but at the risk of imposing serious
deprivation costs on the losing coalition in any decision.

If a group, heterogeneous in comwposition, is consistently
divided over all issues into stable sub-grouns of have and
have-nota, or powerful and powerless, the political biases of
those voting the constitution will determine whether change-
impeding or change-facilitating rules for operation decisions
are desireable. If a heterogeneous grour is subdivided into
stable sub-groupe, but wins and losses vary over issues, or if
unstable, shiftir; coalitions prevail, peoples' positions on
desireability of more or less restrictive rules will depend on
their preference for risk and estimates of the.r caances, and
the benefits, of winning, as well as their exvosures to the
donsequences of losing.

In summary, more restrictive rules mean higher decision~
making cnsts and lescen the likelihood collective action will
occur. The impact of those same decision' rules in terms of
deprivation costs is uncertain, and will be strongly influ-
encegyaetails of power distribution in particular local

gsituations. For that reason, it seems highly appropriate
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to encourace local participation in selection of decision
rulcs governing herder association activities. On the other
hand, encouraging local participation at the constitution-
making stage risks consolidation or reinforcement of existing
povers and privileges alrcady cnjoyed by local power elites.

Therein, as noted, lies a serious dilemma, Imposing a
constitution risks creating an irrelevant structure, or one
which elicits active opposition from local notables who
fear a threat to their power position. Encouraging partici-
pation may open the way for such individuals to reinforce the
rig of the game in their favor. This dilemma suggests some-
thing of the magnitude of the task extension workers will
fcce when it comes time to create herder association consti-
tuti-ns in the field,
Hiving 0ff: A Competitive Option

To Encourage Official Responsiveness

Another element can be intronduced here: facility with v
which organizations can be created. If those already members
of a herder association, hecoming dissatisfied with its per-
formance and unable to modify it from within, have the option
of hiving off to create an organization of their own, people
may gradually sort themselves out into relatively homogeneous
local groups. The mere threat to entrepreneur a new group,
moreover, may vnrovide original grouvp "losexrs" sufficient
leverage so tiny can obtain redress swithin that group and

avoid trouble and risks associated with forming a new one.
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Dy contrast, imposed association forms may fail to provide
for exit and constitution of competinz grouns, insisting
instead that fairly large groupns of people work with each
other on a permanent basis in the lowest-level units. This
solution may inject such tensions into orzanizaticnal life
that losers simply withdraw, belileving non-participation
preferable to the net negative balance of costs and benefits
agsociated with membership,

It seems important to stress this point, since the obvious
purpose of trying to experiment with herder aggociations is
to arrive finally at ones that work, Substantial adminis-
trative costs will accompany a decision to encourage associa-

tional entrepreneurship and to permit constitution of com-

peting groups. 3ultiple groups will be harder to control and
may be more difficult to service than single large units
(although this is by no means a foregone conolusion), At some
point, hiving off may degenerate into a large number of micro-
units whose very diminutive size renders them ineffectual for
service provision or pasture management. Variable degrees of
intra-groun homogeneity may mean appropriate si es will vary
from place to nlace.

UNCC (Union Nigérienne de Crédit et de Coopération, Nigerien

Credit and Cooperative Union, the agency with tutelary authority
over cooperative activities in VNiger) annears likely to choose
the canmp as the basic mutual unit, on grounds camps are the

largest units in pastoral societies where solidary ties recally
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exist [sen above, p. 13, no. 6]. This reflects a perception
that camps are in fact voluntary associations, composed of
family units which enter and leave at will. If this is true
preferences within a camp may already be quite homogenoeous,

One might then congider starting with the camp unit as
the basic onc, bLut permit fission if 1ocal people judge it
advisable, down to a level of perhaps five to ten families
per association unit [Project researchers will have to make
judgmendd - about appropriate sizegs in different areas; note
also that hiving off is not now permissible...a point con-

sidered below, pp. 54-58, and pp. 247-48].

Herder Associations: An Overview

Remarks above imply NRL personnel may, by astute manipu-
l1lation of rule structures, rig the game at least marginally to
increage chances herder associations will persist and succeed.

It is assumed, as already stated [see above, pp. 7-9],
that gozls of such organizations are potentially multiple. They
could defend herder interests generally. They could promote
herder welfare, including but not limited to provision of sﬁch
services as cereal supply, human and animal health care, pre-
dator supnression, livestock food supplements, education live-
gtock marketing, loan financing for herd reconstitution and
well creation (the last three probably thfough a UNCC frame-
work) and range management. An association could be get up as
a single-purpose organization, or as a multi-purpose one. New
functions could be added subject to explicit aporoval by the

membership [see below, pp. 90-92, concerning decisien rules],
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Two-Tiered Association }lodel Outlined

A two-tiered associational model underlies remaining dis-
cussion in this section on herder association constitutions.
This model, thec most compleX one, and several simnler variants
are examined below. A quick outline of the two-tiered model's
major elements and functions at this point will help orient
readers in subsequecnt analysis.

The complex two-ticred associational model would involve
some form of local group at the tribe, camp, or sub-camp
level, to deal with local (self-help) provision of services
mentioned above (cereal supply, human and animal health care,
etc,). It would also involve a larger, supra-local unit to
(probably) participate in some aspects of service provision,
defend herder interests in contacts with GON officials, and
eventually coordinate pastur: management activities.

A simple, three-man leadership group (president, secretary,
treasurer) is envisaged at the local level. Locally-elected
delegates would represent these basic units at the supra-local
npagtoral unit" level, where a more complex leadership group
would function.

Decisions at the pastoral unit level would concern broad-
scale pasture nanagement. DecisionSwould include not only
coordination of pasture evnloitation within the jurisdiction
by association members, and possibly drought-year decisions
imposinz liquidation by proportioral percentages of local

herds, but negotiations with other pastoral unit herder asso-
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ciation to evacuate local herds in fodder deficit years and
host foreign herds in swrplus fodder years. The supra-local,
nagtoral unit herder aggociations would also handle some
aspects of service provision, and wonld organize most rela-
tions with GON officlals and technical agents.

From this simple model a fairly complex structure can
be developed. By varying decision ruies at various points,

a number of interesting alternatives can be dehieved.

Sumnary

This chapter has briefly reviewed some of the gross dif-
ferences between Tuareg and Fulbe /WWodaabe political structures
(while recognizing the existence of intermediate variants be-~
tween some highly structured, hierarchical Tuareg units and
the zenerally more egalitarian, democratically organized
Wodaabe groups), which form the setting within which herder
asgociations will operate. Next, some theoretical remarks
developed a set of basic terms: unanimity, any one, one nan
simple majority, extraordinary majority decision rules; time
and effort costs associated with achieving decisions under
different types of decision rules, and potential deprivation
costs which may be associated with decisions taken under such
rules. Thereafter, a short section cons;dered advantaces and
disadvantagzes of permitting grouns within a camp to hive off
as gseparate local herder associations (intra-grouo honpzeneity
and ease of action versus higher administrative cngts poten-
tially involved in having to deal with a multitude of small

units). Finally, a two-tiered association model was outlined.



Y. GETTING STARTZD: JURISDICTIONS,
MEMBERSIIP.....AND DISSOLUTION

Introduction

In designing herder associantions,constitution-making -
choice of approprilate decision rules - will be necessary in
several areas, This and the three following chanters will
analyze, in order, the following five topics:

1. processes of association creation and dissolution,

including jurisdiction definition and membership
oriteria, at both local and:pastoral nnit levels;

2. selection of officers at both levels, and of
delegates from local to pastoral uait levels;

3. determination of services to be provided through
the association;

4. determination of range management activities, i.e.,
control of pastoral zone land use; and

5. financing of association activities.

Jurisdiction and Membership
Criteria Options

Three zeocraphic jurisdictions of different scale offer

themgelves as possible frameworks for herder associations:
the simple (small-scale) camp, the gimple (large-scale)

pagtoral unit, and a complex, two-tiered jurisdiction composed

of a pastoral unit encompassing several (many?) camrs.

An alternative, non-geogranhic jurisdictional framework

would be the nomadic tribe or groun, i.e.} a jurisdiction
defined essentially by reference to the GON administrative
criterion of membership in a tribe, or in an agssociated gset
of tribes sharing a common superior representative, the group

chief.
38
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Membership in herder agsociativns could be based on any
of three different criteria: geographic location; kinship
(which would corresmnond, with the exception of the odd, non-
related immigrant incorporated into a tribe, to the adminis-
trative criterion of tribe or group membership); or vocation,
e.z., herder, farmer, artisan, etoc.

The combination of jurisdicXtional and membership ocriteria
results in a complex set of potential bases for herder asso-
ciation groupns, e.gZ., geographic (small-scale) camp with no
vncational restrictions on membership, in which kinship would

croup-hased units where

be irrelevant; or non-geographic, g

neither geographic location nor profession bore on nembership
eligibility; or again, a zeographically-defined, two-tiered

pastoral unit, membership in which would be limited to those

herders residing in camps within the pastoral unit, as helow.
DIAGRAM I: Some Organizational Bases for Herder Asgsoclations
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Rather than run the changzes on the entire set of possibi-
lities it seems more useful here to essay some general comments
on advantages and disadvantages of different arrangements, and
then suzgest in a note concluding this section those which seem
most appropriate.

Controlling Assumptions
Reiterated

The ensuing discussion assumes three purposes guide choloces
about associatinn framework and memberships.

1. Agsociations should promote a reduction in dry season
herding movements [RN/MDR/PDE, 3/80: Art. 2; and the nicely
nuanced position of Dr. Ari Ibrahim, RN/AMDR/DSEIA, 12/78: 3],
consonant with the availability of fodder and water in the
jurisdiction, to facilitate better access to services, proante
investment in range managenent over the long term, and streng-
then herders' joint clairs to pasture and water rights [Con-
cerning the last, see pacticularly RN/EDR/DSEIA, 12/78: 4].

This is not an argument favoring sedentarization of herders,
or even of restricting movements when normal resronses of the
most mobile elements (some Wodaabe grouns) would be to flee
gtricken areas and thus felicitously reduce grazing pressure
on already over-taxed fodder sources., Instead, it is a cal-
culated attempt to bring herders into mnre manazeable units -
more manageable, certainly for GON officials, but most

importantly, more manageable by herders themselves, in light

of newly relevant goals. Self management, and a reasonable
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degree of unity as a prior condition for self management,
appears indispensable to defense of herder interests and
ultirately, to fulfillment of goals established for the
pastoral zone by tho Five Year Plan (1979-83), i.e., produc-
tion of a surplus to improve nutritional standards in Niger
and to supply livestock nroducts for export [sce Appendix 3,
Elevags, pp. 222-23].

2. Herder associations will be fragile organizations
under the best of circumstances. In oxder to attract and
hold members, znd to mobilize them to pursue appropriate
goals, herder aggsociations must provide herders ways to
address real problems and find effective solutions on an
acceptable cost basis. Given the straitened circumstances
of many herders, "acceptable cost bagis" means as inexpen-
sively as possible in terms of combined decision-making
costs (tire and effort, plus potential deprivation costs).

3. To achieve 2. above, herder associaiion forms must
foster and promote herder participation in local self-
management activities. This follows from arguments already
set out, In particular, costs to herders of organization
can only be driven down 1if they have ways to openly express
their assessments of association activities and, when these
are negative, to grt redress either by mndifying internal
organization and/or decisions, or by starting new agsocia-
tions of their own, under rules which facilitate creation

of homogeneous entities in which decision-making costs are
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reduced.
Given these assunptions, let us proceed by excluding

less appropriate jurisdictional and membership criteria.

Jurisdictional Bases Evaluatecd

Administrative Tribe/Group Complex
The least appropriate basis for herder association
jurisdictions seems to bs the adminiatrative tribe/group
complex [see Diagram IIA., below, pr Y4GCfor-UNCC!s.adaptation].
Relying on administrative census data as a critericn
does have three advantages. First, this is the criterion
adopted by currently ccrtrolling cooperative legislation in
the country for extension of cooperative organizations into
the pastoral znne. Time and effort costs would be involved
were an attemnt undertaken to modify that legislation,
However, the attempt may already be underway, at the initia-
tive of UNCC (cooperative tutelary agency) officials.
Second, if herder associations work well enough to be
worth entering, herders currently off the census rolls will
have themselves put on in order to benefit from membership.
GON will thus have mores reliabie figures on the country's
nonad population, which may strengthen herderg' claims to
a proportional share of services.
Third, using census rolls avoids hard questions which
arise wihen jurisdictions are geographically-based aad proxim-
ity is the criterion ofi.membership.

BY

Serious dlsadvantages accompany adoption of administrative
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groups as the herder agsociantion basis. This rigs:the game
from the start in favorof a framework which:

a. 13 defined in power terms, strongly associated with
top-down command and taxation systems rather than bottom-up
participatory systens, and would be reinforced by giving it
jurisdiction over herder associations, thus hindering
achievement of Development Society goals;

b. is unrealistic in the sense that even at the lower =
tribal - level, to say nothing of the group level, little
feeling of group unity exists [see Appendix 3, UNCC, pp. 247-48,
and sources there cited]; and

¢c. is inanprnpriate because it makes no reference to
geographic bases of organization, e.g., individuals inscribed
on census rolls in Madaoua Arrondissement may habitually

spend the entire year (not just the rainy season) in the

high steppe area between Tahoua and Agadez, and would be
automatically excluded from activities centered elsewvhere on
localcs where tne bulk of the group habitually operate.
Geographically-Defined, lLarge-
Scale Jurisdiction

Geographical jurisdictions based on a large-scale terri-
tory - the pastoral unit - seem jl1-acdvised for some of the
same ressons the administrative tribe/group complex fails:
while it deals with the issue of geographic proximity at one
level, it does not address the issue of croun unity. This is

a major weakness in a situation where characteristically a



44
large-scale pastoral unit would include individ' 1l9 of at
lcast two ethnic groups and possibly three or mr e (as ethnic
divisions are understood by Wodaabe, Fulbe, Tuareg of various
confederations and regions, Dugaaje, Arabs, etc.). Large-
gcale territorial jurisdictions by themselves therefore seen
inadequate as an association framework [see Diagram IIC, p. 74].
Geographically-Defined, Small-

Scale Jurisdiction
Geographical jurisdictions based on a small-scale terri-
tory - the camp - seem ill-advised over the long run. The
canp generally meets the need for unity and sone form of pre-
existing local framework useful for decision-making, but lacks
the scale necessary to address broader problems effectively,
e.g., range management, representation of herder interests, some
aspects of service provision. In the short-run however, the
camn might well open a useful avenue of approach to herder
association organization.
Geographically-Defined,
Complex Jurisdiction
Over the long term, a complex jurisdiction composed of a
pastoral unit encompassing several, or even many camps, seems
the solution best adapted to local circumstances, and second
most consonant with currently conntrolling cooperative laws.
It offers the advantage, on the one hand, of a small juris-
diction potentially capable of managing scrvice deliveries

and water source development and use, and on the nther, of a
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larze jurisdiction potentially capable of handling aspects of
gervice provision, representation of herder interests and range
management issues which exceed boundaries of any small camp unit.
Wote however that certain (unavoidable) drawbacks, notably
tileir nulti-etlnic character, will harmper smnoth oneration of
such complex jurisdictions. This point will be considercd

once mexbership criteria have bceen examined[see Diagram IIB.p. 74].

\viembership Criteria Evaluated - Local Associations

vembership by kinskip (administrative tribe/group member-
ship) or by geographic proximity" (we iznore for the moment
the issue f vocation as a basis for detcrmi%ﬁ neribership)?
Atterpts to develop new organizations and new ruies governing
membership will inavitably create problens, particularly
acceptability of proposed solutions and feasibility of their
apnlication. As a basis for membership, both kinship and
geographic proxicity criteris have tleir advantages, but also
their drawbaclzs. There will be no costless solution in this
regard. The problenm is not to tind the no-cnszt, but the least-
cost solution, and then arrive at some realistic estimates of
feasibility of imnlementing it. If one concludes the best
(least-cost) proposed solution is infeasgible, ore ﬁay then be
driven back to accepting the unrcgulated’common nronerty
status quo arrangenment as the best available, even though it
nay be inadequate.

iXinship corresponds with few exceptions to the criterion

of administrative membership in trihes and grouvs. It wounld
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automatically exclude farmer-immigrants to the pastoral zone
from herder association membership, a serious drawbaclk (see
below, pp. 352-54].

It &g inanpropriate as well for reasons mentioned above,
in particular, because kinshin in no senso connotes hahitual
residence within the area wherc the bulk of a kin group
normally pastures its animals. Substantial dislocations would
accompany deliberate attempts to encourage regrouping along
kinship lines, which a kinship membership criterion would
automatically lead to if herder associations began to provide
valuable gservices to their members.,

Nothing guarantees present distribution of herds through
the project zone ~ a product as it is of years of experiment,
of major and marginal colonization moves, and mutual adjustments
among officials, local groups and newcomers - is not preferabls,
in terms of efficient pasture exploitation, to sending peonle
"home", The latter strategy risks over-grazing some areas and
understressing others, with obvious short- and long-term
wagte of carryinz capacity.

Moreover, forcing people off their traditional dry season
ranzes wastes the fund of knowledge and human relationshing
they have built up ip intervening years, and imposes (unneces-
sarily) upon them the necessity of developing local knowledgze
and relations all over again in a new "home" range.

One final point seems relevant: it may be extremely diffi-

cult to defire the "home ranges®™ of some groups: they may be
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divided into two or mnre relatively equal units, or lines of
kinship may be disputed, etc. Thy burden creation of herder
agssociations with a potentially exnlosive series of struggles
about who has the right to stay, who has to go, and where?

Nota that regroupning along kin lines is not excluded.
But it should occur, if at all, on the traditional hasis nf
voluntary movenments undertaken by herders convinced they will
£ind sufficient pasture for their aninals in the new kin
group "homeland”.
Geographic Proximity as

Membership Criterion

Geographic proxinity as a basis for merbership avoids many
problems agsociated with reliance on kinship as the criterion
for membership in a herder agsociation. It also goes directly
to the most apparent problem in the short run: service provi-
sion at the local level. Since gervice provision can be |
undertaken independently of range management, and since most
camps seem to he uni-ethnic, the rgervice first, range
management second" sequence wins ti—e for further experimen-
tation and adjustment at the local level before difficult
jsgsuesof range management are tackled.,

In cases where local groups are multi-ethnic, or sinply
not closely related enough to aqualify as' kin, thougn clearly
of the same ethnic grnup, sinply permitting everyone access

to services on thelir habitual dry season home rance avoids

problems associated with forcing out those defined as "inter-
lopers™ by a membership rule based on kinship. Such tensions

are better avoided in the early stages, if the experinent
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is to have a chance for success.

Geographlc proximity,,defined as the unit wherc individuals

have habitually pastured their gstock during the dr, season over
the last five years, seems to offer a reasonable benchmark.
Ethnographers will have to consider whether five yecrs is a
reasonable period of time to establish "residence", and whether
those who have been in an area less than five years can be
reasonably expected to return to their old home range. Should
ten or twenty years be taken as the minimum period to establish

residence, assuming first dry season occupation of an area

that long ago, and generally continuous residence during each
intervening year, i.e., a steady pattern of return to the area,
local drought years excepted? The advantaze of the shorter
time period woul.! presumably be less .-bickering about the fact
gituation (what happened over the last twenty years can be
reconstructed, but will be difficult); on the other hand,
perturbations provoked by the 1970s drought (exodus from tradi-
tional home ranges during the worst drought years, gradual
returns only in the last couple of vears) might produce inequi-
table results for some groups. This point merits close attention.
A question arises here: why not take the present year as
status quo, vesting rights of occupation in thoss currently in
the area? One would thus avoid all the nasty quesvions agso-
ciated with determining and applying a residence criterion.
However, using some form of historical time criterion would

saggeat from the start that a move to vest rights was under-
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way. This would be, in the first instance, vesting of use
rights only. Eventually perhaps more full vested, inheritable
- alienable? - property rights would be accorded, subject to
restriction only through overriding state eminent domain
claims. This development will certainly susocitate resistance
by soma, ccmmitted to common property pasture norms, and
attempts at land grabs by others who see advantages agsociated
with clearer title to water and pasture resources. These
fundamental issues will arise eventually; in the interests
of equity, they are better raised openly when and if a decision
is made to move from service provision to pasture management
schemes, so those least likely to be informed will not learn
too late they weren't there when pastures were allocated,
Geographic Proximity - Kinship/
Marital Relationship Conflicts

Another interesting issue must be resolved in this context:
to what extent do (a) marital residence patterns and (b) ficti-
tious kinship relations vitiate a membership criterion based
on proximity alone? This question might be finessed, as far
as marital residence patterns in exogamous herdiﬁg societies
are concerned, by simply stipulating anyone who rarries into
a group by that act automatically acquires membership and
rights to services, water and pasturage [Ethnographers: would
this solution suffice, or are there additional difticulties?].

Fictitious kinship relations, which appear to be more

prevalent among Wodaabe than among Tuareg, pose a perhaps more
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gserious problem in the sense that they can serve as a vehicle
to mobilize political coalitions. If, in a single camp area,
there exists only onc herder association, then one can rely
either on a unanimity rule - if nobody objects to a newcomer,
he acquires membership on an equal basis with all others - or
1f that is deemed too restrictive, some sort of extra-ordinary
majority, e.g., three-quarters,..or nine-tenths., ©Either of
the latter two would appear to give ample protection to rights
of those already grouvp members, without permitting a single
individual to frustrate immigrations genurally anproved by the
group.

The situation becomes much more comnlicated 1if more than
one gzroun exists in a caan area. It will be argued below that
neasy constitution” offers considerable advantage in terms of
encouraging dissident political entrepreneurs to articulate
opposition to current leadership. Indeed, such an outlet may
offer the only feasible form of redress against a strong and
tyrannical leader, if long-term mobility (as opposed to short-
term, drought- or disease-induced nigrations) is curtailed.

If faction leaders see such customary recruitment of fol-
lowers, through either distant or fictitious kinship, as a
way to create sunport for themselves, a competitive dynamic
may arise which would male a nockery of 'vested rights of those
individuals alre.dy in the camp. Tach (or all) side(s) would
be forced to recruit outside adherents to maintain parity

once one side initiated the process., JAssume geographie
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proxinity is to serve as the mecberahip criterion, coupled
with constitutional authorization to establish new grouns once
a leader can mobilize the (constitutionally-required) minimum
number of followers. Some sort of intra-camp, inter-group
decision-making mechaaism concerning immizration ruotas wonld
then have to be envisased to control competitive immigrant
recruitment which:cculd, if pushed too far, overstress the local
resource base.

One could avoid this issue by setting the minimum member-
ship required to form a herder association so high that camns
would automatically be limited, by ingufficient population,
to one association. Ome could likewise avoid it bv stipulating
only one association per camp [the UNCC's preferred solution,
evidently]. In either case, one creates the framework for a
powerful local leader to consolidate his control of the local
asgociation and then exploit association merbers; this seems
the sreater danger to be avoided.

Dispute resolution mechanisms - an'immigration cormission -
could be elaborated either at the local level, or within the
larger pastoral unit association. But these would be costly
to operate., It might be simnler to merely stipulate that a
camp area, once defined, could permit only a fixed npumber of
immigrants per years, immigrants slots to be divided within
zronps on some locally acceptable basis, e.gz., lotterv, or
demographic factors (daughters or sons of marriageable age,

conflicts to be resolved by a lottery proceedings), etc. The
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immigration quota could be divided among groups on a rule of

pronortionality, i.e., the quota of immigrants determined by
the group would be distributed among camp associations propor-
tionally to existing association nopulations. This would in
effect defuse the competitive dynamic, since no group could
hope to gain a relative advantage ovor the others by strate-
gically encouraging imnigration.

fA question -remains here: can Tuareg and WWodaabe social
(and kiashin) patterns be adapted to fit this sort of framework,
or will the consensus within some or all groups be that such
restrictions are intolercble, leading to a situation of popular
disregard for the system of rules governing immigration, and
thus the necessity of.coming up with an alternative, acceptable
solution? Or is the problem not subject to solution on any
such basis? Or is the probklem of immigration simply not a
real problem, now or in the foreseeable future? Ethnographers?]
Vocational Criterion for

Association Membership?

The essential question here is whether farmers should or
should not be admitted to herder associations as fulli voting
members. Two factors condition the answer. First, can one
define "herder" in such a way as to exclude only non-native
immigrants to the pastoral zone who are farming there? Second,
can such farmers, however defined, effectively be excluded from
the pastoral zone? The answers to both questions are probably

negative [see Appendix 1, pp. 181-85]. If farmers cannot be
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effectively excluded from the pastoral zone, including them
in decisions about pasture management (and in scrvice provision)
apnears more likely to induce cooperative hehavior designed to
maximizxe the join¢ (agriculture plus livestock) production
potential of the pastoral zone than do attemnts to oither
ignore them or confront them. One would in any caso certainly
want to include herders who are farming because they have lost
most or all of their animals and have to in order to survive,
and herders who are farming because they want a source of
support in addition to stock raising....wouldn't one?

Including southern irmigrant farmers and agro-pastoralists
as members of herder associations may also be politic in the
sense that this would underscofe the formally non-ethnic
character of such associations. It would also conform to
current cooperative legislation which stinulates village
mutuals should ineclude all producers (farme.s, herders,
fishernen, rural artisans) [Law 78-19 of 12 Octcber 1978, Art.
3].

If farmers are to be included, then presumably membership'
would be determined on a hasis of geographic proximity: most
immigrant farmers would not be related to herders, and would
therefore automatically be excluded from an association beosed
on kinshivn. Associctions based on administrative enrollment
mizht however incornorate farmers by the expedicnt of regis-
tering them for census and tax purposes with nomad tribe and

group chiefs,
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Permitting multiple assoclations within a single camp
anpears advisable for rensons set out below, but this opens
the way for a herder association composed entirely of farmer
or mixed farmer immigrants to tho area. This might lead to
some commetitive diffiocunlties - the sedentary association might
achiceve hetter access to certain services by reason of ethnic
affinitiez between those nroviding and those consuming the
gservice.

As far: #a® land use management goes, however, such
seden.ary associations would not necessarily pose difficulties
if land use decisions were made solely at the pastoral unit
level., It is pvoblematic whether they should be. If one
takes account of pastoral zone cocmmunication difficulties,
much is to be gained if such issuc3 can be resolved on a
consensual bagis at the camp level. Inevitably, disnutes
would arise; those which conld not be resnlved locally would
go on appeal to the nastoral unit lcvel,

Local Herder Association Creation:
Alternative Base Rules for Constitution

Several approaches are possible. OCne might simply stipu-
late a minimum number of families, chosen in accord with one
of the membership criteria noted above, as the smallest size
unit permitted to constitute itself as a local herder asso-
ciation. l‘embership would be limited to those who expressly
request to be enrolled and commit themselves formally to organi-

zation goals., Several such local associations might exist in



55
a single camp.

One might stipulate that a simple or extraordinary’majority
of families in a camn would have to vote in favor of consti-
tuting a local association, which would then be the soie
recognized unit for that camp and would cither include auto-
matically all camn members (or adults, or adult males,
depending upon local decision-making customs), or only those
who request enroll@ment and express commitment to goals.

Allowing a minimum number of adults to constitute them-
selves as {potentially one of geveral) local herder associa-
tions offers the advantage of assuring some intra-association
homogeneity of opinion from the beginning. Reduced intra-
group tensions should facilitate functioning of such asso-
ciations.

The following example will perhaps illustrate the utility
of such a rule. Assume a rule of one association per camp (or
even more restrictive, one per tribe of less than 100 family
heads) is adopted. A locally important patron foundg a growp,
relying on his clients to muke up the minimum membership
required (less than a majority, simole or extraordinary
majority), and then runs the association to meet his own needs.
Others in the camp who are not clients of the founder refuse
to enter because they can see no point tb putting themselves
under the patron's cnntrol.

Oone could axrrivs at the same outcnme by merely assruing
two factions in a camp, one of which manages to found "the"

camn association first. Members of the other faction refuse
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to join.

In either case, the single associatior per caap rule tends
to prevent complete organization of the local population.
Allowing the crention of additional agsociations would over-
come this problem.

The counter-argument favoring the single agssociatinn per
camp rule, based on arguments of administrative convenience,
cannot be dismissed out of hand. As we have seen, 1t would
avoid certain problems which would arise unde;; a multiple
association rule, e.g., immigrant farmers constituting them-
selves as a competing "herder association”, and difficulties
of aligning =»xistinz - multiple - associations around a single
UNCC-organized mutual, as well as inter-association competition.

Another weakmeas of the multiple association rule conncerns

credit guarantees necessary to secure CNCA (Batsse Mationale

de Crédit Agricole, National Agricultural Credit Bank) lecans.

UNCC-CNCA credit arrangements seek to guarantee loan repaynents
by securing a collective guarantce, Loans to individnals are
accorded only when the local mutual ayproves the request, as

a first step. Arrears in loan installments are covered first
from any money the mutual may have on deposit with crcA, It
funds do not suffice to cover the amount owing, CNCA can refuse
further credit to the mutual in quesiicn,’ In effect; the
system tries to motivate the defaulter's peers to pressure him
intc naying his debt by cutting off additional inorements of

financing for the neers[details of the system are discusgsed in
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Appendix 3, UNCC, pp. 043-46, and CNCA, pp. 219-20].

If multiple associations are permitted, it is feared
defaulters, or those who have stood collective surety for them,
would skip from a debt-burdened mutual to a debt-free one,
thereby destroying the collective guarantece.

This argnuent may have some merit. On the nther hand, it
associations are created whose members really will share the
burden of debt repayment because they are fundamentally in
agreement with each other, the guarantee might in fact be mnre

agfective. [interview, Director Laoualy Adamou, Recon Cheptel, 121/81].

Advantages of Easy Entry,
it and Competition

In the early experimental stage of herder associations,

accurate data must be acquired on general quality of association
operations. For that reacon, facilitating entry and exist, and
creation of competing associations, appears desirable. Exit,
entry and constitution o? new associations zraphically express
ipdividuals' assessments of particular organizations' perfor-
mances, and of the value of the general type of organization.
Those who wish to enter an association should be allowed
to do so, contingent upon making a formal commitment to organi-
zation goals. Those who do not wish to be associated should
not be put involuntarily at risk, since this threatens group
unity. Non-members (or ex-members, or members of an associa-
tion who will exercise their legal right to withdraw) desiring

to create another association in the same camp could be allowed
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to do so whenever they could mobilize some mwinimum numbel of
members (ten? five? twenty?).

This threat to hive off might be much more creditable
than intra-association electoral challenges. The prosyect
of proposing an alternative candidacy, losing and then being
forced to continue operating in the same association might
well be enough . to dissuade dissident condidates from
challenging local association elites. The latter, free from
effective evaluation and effective ganction, might be
tempted to abuse their powers.

Conclusions abonut Membership
and ultiple Associations

1. Geographic proximity appears on balance the most
helpfui criterion for defining membership, but it does run
counter to current cooperative legislation, which adoots kip-

ship (defined in practice as membership in a tribe/group com-

plex) as the agsociational norm in pastoral areas. Geographic

proximity as the basis for membership will still conflict even

1f cooperative legislation is mciified in accord with UNCC
kin group

apparent preference for recognizing the,camp, instead of the
tribe or group of camps, as the basic mutual unit.

2. For pasture management purposes, it seems apnropriate
to include farmers (of either "pastoral", "agricultural" or
"agro-pagtoral® heritage) in herder associations. EKinship
and administrative tribe/group membership criteria would in

all but exceptional cases exclude immigrant, but not local

"herders" who are farming, from association membership.
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3. In crafting an appropriate solution, designers should
keep in mind permitting creation of multiple associations in
a single camp will put NRL associational policy in conflict
with UNCC policy concerning cooperative mutual organiza%ions
in the pastoral zone. This would presumably complicate future
efforts to transform herder associations into cooperative
mutuals, or even to pair existing associations with newly

created GMP's (Groupement Mutualiste Pagtoral, Fastoral Mutual

Group), unless UNCC legislation [ordonnance 78-19, Arts. 3, 65
Décret 79-05, Art. 6] 1s modified.

4. Sticking with the UNCC rule of a single unit per tribe
(or a single unit per carcp, if TICC nbtains legislative changes
it apparently wants) will facilitate administration of the
scheme from a purely technical administrative viewpoint. This
factor cannot be neglected because administrative technicians
constitute a powerful constituency. However, this option will
foreclose certain aspects of potentially valuable local con-
petitive processes.

5. Allowing the option to frecely create multiple local
associations will encourage associational entreprencurship
and providé existing association members a mechanism to convert
negative evaluations of association performance at the local
level into an effective sanction by launching conpeting groups.
The mere threat to do so may ioprove performance sufficiently
that a competing agsociation is not warranted.

6. If credit is to play an irvportart role in herder
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association activitics, and even assuming MIL is willing to
finance it (since CNCA would legallyboprecluded from dealing
with muliiple local associations, at least in tribes for
campg, 1if lepislation 1is modified] having less than 100
heads of householdk risks of default are involved,

Digsolution: Local
llerder Associations

Merbers should always be allowcd to withdraw as individuals
from a local association, upon sinmple notification of leaders
to this effec [members legally have the option of withdrawing
fron existing associations at any time; see Nigerien hasic law
of associations, Ordonnance No. 75-11 of 13 ‘arch 1973, Art. 5].
Those who have incuired debts through the local association,
either as individuals or on a collective basis should remain
liable after withdrawal for the amounts due, on a pro rata
basis (e.g., in :“e case of a collective loan for well con-
struction, the individual should pay a proportional share for
the number of years he has henefitted from the well.

The association itself could be disbanded whenever the
nenbers collectively decide to take this step, on condition
that they too remain liable, as individuals, for any debts
contracted through the association. It might be stipulated
that the association would automatically be disbanded as soon
as menbership fell below sore predetermined numnber (e.g.,
that minimum required to start a local group). Or a small

agsociation might be allowed to persist so long asmembers,
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however fow, were willing and able to kcep it funntioning.

It night be provided that the association could be
terminated upon investigation and decision by the tutelary
authority that it was nct conforming to purposes for which
it was originally established. The general ordonnance
csoverning associations in Miger, No. 75-11 of 13 March 1975,
Art. 13, provides that the Minister of the Interior can dis-
golve any association which fails to conform to the regime
established by law, after being notified of this fact and
failing to take the necessary corrcctive measures.

Given this reserve authority lodged in the Yinister of
the Interior, it would be unnecessary to authorize the herder
asgociation tutelary authority to take such steps. This
option would in effect strengthen the autonomy of local
agsociations.

This apparent advantage -~ in the context of Development
Society erphasis on autonory and self-help - involves a cost:
an agsociation might be misused by certain individuals., The
question then is whether herder members should make that
decision, or supervisory authorities? Presumably herders
shauld be responsible for the risks they take, and willing
to deal with the oonscqﬁences. In return, they are somewhat
freer to defend their own interests. '

The rore comrion aporoachh to this question in Niger is
to provide both for member initiative to dissolve and for

supnression by the tutelary authority [see, e.g., the Niger
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Centro-Est project's model herder association statutes,
RN/ADR/PDE, 3/80: Art. 24; cooperative laws, Décret 79-05/
PCMS/ADR: Art. 24]. In effect power to suppress is delegated
from the Interior Ministry to the tutelary authority. This
has the advantage of making suppression casier, in cases
where association members or lcaders are scen to be operating
outside the specified constitutional goals-of the organization.
It has the disadvantage of providing very little quasi-
juridical redress to disinterested parties {presumably GON
Interior Ministry officials, including prefects and subprefects.

Pastoral Unit Association Creation:
Alternative Base “ules for Constitution

Introductory Remarks

Pastoral units seem the most appropriate level for global
decisions about land use management., At some future point a
sophisticated institution may evolve. It would have the goal
of regulating grazing pressure in light of annual pasture
variations. It would presumably also exercise soze control
- though not exclusive control - over additionz:ofomajor new
increments of water supoly in the pastoral unit's jurisdiction,
aince these would have an obvious impact on potential grazing
nressure. Given these two functions (to‘which would presun-
ably be added herder representation and narticipation in some
aspects of service provision), the pastoral unit would have to
geographically of a scale to encompass at least normal-year

variations in rainfall and accompaying variations in fodder
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availahility. If the jurisdiction is large enough, stock
could be moved from poor to good nasture, and herd levels
kept relatively more constant than if pasture managenent is
basced on a small-scale jurisdiction, in which, because of
variable rai.fall, stock in some years cannot eat all of the
abundant fodder, and in others must be sold oif or die off
for lack of it.

From a geographical perspective then, enlarging the
pastoral unit land base as much as possible is desirable:
the larger the unit, the greater the variation encompassed
and the likelihood deficits in one part can be conpensated
for by surpluses in other parts. Dut pastoral units are not
merely terrain. They are human institutions, which will re-
quire maintenance if they are to operate smoothly. ‘aintenance
in this situation means, above all, contact and nutually pro-
ductive negotiations among pastoral unit residents or their
representatives.

veans of comriunication thus set an effective limit to
pastoral unit sized if distances are so great that people
traveling by animal - camels or horses, in most of the NRL
zone - cannot, or will not, atiend pastoral unit meetings,
then the unit residents will not be able to discuss and concert
their offorts. The institution will fai} ton -.chieve purposes
for which it is designed. The question which arises in this
context of estimating appropriate sizes for pastoral units 1s

then quite simple: "how far will a man go for a neeting?"
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The answer to the question will probably vary from place
to place in the zone, and it may vary as well with ethnicity,
or stock types held by certain herders. If people are accus-
tomed to traveling two days out and two back to get provisions
at a rogional market, the unit can probably be larger than if
people usually do their marketing in the space of a single
day.

Br. Ari Ibrahim has suggested an area roughly gixty kilo-
meters on a side would permit delegates from the most distant
local units to come to a central place in one day's ride
[RN/AADR/DSEIA, 12/78: 3]. Ethnographers and GON officials
«will have to make estimates about appropriate sizes for various
parts of %ite zone, adjusted for local geogranhic variations
(population density, home range distribution, probable rainfall,
number, distribution and neriods of accessibility of different
water point types, etc.).

Probable Ethnic Composition
of Pastoral Units

Pastoral units on the scale appropriate to pasture manage;
ment operations will probably encompass home ranges of more
than one ethnic group. A unit night well include territory
normally frequented by members of different administrative
tribe/gronp complexes. Thus people from'diverse grours, and
quite pussibly from distinct ethnic sroups, will be operating
within the context o2 a single institution - [Niger Centre-Est

has assumed, in designing a model pastoral unit nonstitution,
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that this will be the case; that nroposed constitution
specifically calls for menbership without regard to ethnicity,
but nrovides, as we shall see, for ethnic repregentation in
leadership positions; RN/MDR/PDE, 5/80: Art, 2]

Given the reasonable probability of multi-ethnic pastoral
unit populations, it would scem anpronriate to construct the
large-scale unit on the basis of a network of local herder
agsociations which among them would include the entire popu-
lation of the zZone - or, more precisely, which would be
available to the entire population of the zone, if people
wished to join. Thus the pastoral unit once created, every-
one would be notentially included.

Total coverage is important: lahd management decisions
would be greatly impaired whenever only part of the nopulation
adhered to regulations governing pasture and water resource
exploitation. Indeed, the effort would hardly be worth under-
taking if those who remained unaffiliated with the pastoral
unit felt free to use the range without rezard to pastoral
unit policy.

Creation via Imposed
Administrative Decision

Pastoral unit: ‘'ould be constituted by an imposed adminis-
trative decision. This would ostensibly.reduce time and effort
costs involved in taking the decision. Potential depnrivation
costs on the other hand might be extreme. Such a decision

could be imnlemented despite popular resistance if enough
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policenen could be put into the field to enforce compliance,
but it seems unlikely GON has any long-term interest in anta-
gonizing herder sopulations by heavy-handed methods.

I'owvever, it would scem unjust to allow a single local
herder association or a few such groups to Prustrate develon
of a pastoral unit if, in the oninion of members of most other
herder associations in the area, advantages of creating a
pastoral unit outweighed disadvantages.

Creation via Extraordinary Majority Vote
of Area Local Herder Associations

To agsure a solid basis of popular support for initiation
of a pastoral unit and agsociated land management practices
(as well as herder representation and participation in service
provision, if these are envisaged), a rule of, e.g., anproval
by three quarters of the local herder associations could be
adopted. If subsequent experience indicated the rule was
either too restrictive or permissive, it could modified accord-
ingly. Furctions undertaken by particular pastoral unit asse-
ciations will undoubtedly influence perceptions of appropriate
rules., If the unit does no land management and engages only
in non-exclusive provision of services, non-participants may
be totally unconcerned about its existence. Thus & very per-
nissive rule of constitution would be in order.

Creation via Voluntary Adherence by
Interested Local Herder Associations
An alternative anproach to pastoral uirit establishment

would be to authorize constitution on a voluntary basis by



67
those local herder associations interested in creating such a
unit for nurposcs of facilitating local service nrovision,
e.z., of pgrain, health care, etc. Such a developrent would
probablyv flow naturally oncc some local associations were
operating in a largely auwtonornus ranner and could begin to
exnlore vays to improve their nerformarce thronsh joint under-
talkincs.

If successful, such cooperation would, over the long run,
create a basis for nore intensive interaction, e.g., in maling
and implementing land use decisions. If such decisions are to
be effective, liowever, they must be binding on all users of the
pastoral unit's resources, If they are not, thc usual hold-out
stratezy will be adopted by scue to frustratc the entire cffort.
They will put cattle into restricted zones, or refuse to with-
draw anirals from overgrazed areas or to consolidate fields in
gpecified sections of the pastoral unit territory.

In consequence, & unanimity rnle is clearly unaccentable

as a hasis for deciding to move into nastnre ranagenent. At

the same time, it is unavoidable: the nastoral unit would be

lezally a voluntary association; no one could he compelled to
join, or to remain a member if he decided to withdraw [Nigerien
basic law of associations, Ordnnnance Yo. 75-11] of 13 Iarch
1975: Arts. 3, 5]. .

The way out of this geeming dilemma involves naxing pastoral

unit rmembership indisnensable for all. If pastoral units are

to successfully manacge their natural resnu.ces of pasture and
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water, incentives have to he devised which are sufficiently
strong that all hcrders (pastoral zone residents) will want to
voluntarily adhere, even though they will then he bound bY asso-

ciation rules. It bears emphasizing that gervice nrovision,

if adequate, will enhance nropensity to adhierc....bnt in the

end associations at c¢he pastorul unit lecvel will have to havo

at least land and water use rights vested in the collectivity

if they are to overcone the holdout stratezy and encage in effec-

tive; binding, land-use management.

Membership Criteria - Pastoral Unit
ferder Associations

Assuning the two-tiered framework of local and pastoral unit

herder associations is adopted, merbership in the nasto=21l unit

should be acquired through, and orly through nembership in a

local herder as.,ociatiop. If on the other hani only the larger-

scale jurisdiction, the pastoral unit, is established - as Niger
Centre-2st proooses ~ thin menbership would be aocquired directly
by irdividuals in the larger association, [IW/}DR/PDE, 5/80:
Art. 9].

If membership is acquired through adherence to a local
association, then the reasoning and conclusions presented above,
pp. 45-54, 58-60, apply. If only the larger-scale jurisdiction
is involved, the geographic proximity criterion of memhership
scens indicated., .\dopting kinghip or membe.3hip in a tribe/zroup
complex as the basis for pastoral unit merbership risks severe

dislocations where tribes, groups and ethnic groups are intermixed.
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Niger Centre Est, in its model constitution, has opted for
zeographic proximity as the membership criterion [nN/*DR/PDE,
5/80: Arts. 2, 6].
vembership Limitations -
Pastornl Unit Level

Should herders be allowved to be members cf rnore than ons

association, or limited to membership in a single one? DT, Ari

Ibrahim proposed restricting herders to membership in a single

association and restricting thew to receiving services within

that single jurisdiction [RV/MDR/DSEIA, 12/78: 4]. Such
restrictions would not prevent mobility, it was argued, but
would define limits of GON technical services activitics [an/
WR/DSELL, 12/78: 2, 4]. DY implication, however, herders
would be encouraged to stay within their own pastorzl unit in
order to tenefit from goods and services provided by GON agencies.
jeveral comcents are relevant here. First, the attempt to
localize herder novements to increase their stake in, and there-
fore concern with gustained yield managenent of a defined area
of renewable pastures, seems reasonahle. Indeed, the mere fact
of vesting in pariicular groups rights over a jurisdiction's
water and pasture resources #ill almost certainly intensify
herders' already substantial desire to remain on their known
home range whenever possible, Attachment ta home ranges is
indisputable [AN/.DR/DSEIA, 12/78: 3; Maliki, NRL, n.d. (2/81);
interview, Mohamed Sidi, Chief, Kel Fedey Tuareg, Ingall,

2/13/61]. 1If to this is added the incentive of availability
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of loczlly-desired services, motivation to remain on the home
range will be very strong.

liobiiity however is an important part of Sahelien herders'
response to climatic vagaries and accompanying local c<r regional
fodder shortazes. If herds can be spared unscheduled stock
roductions or liquidation through orderly evacunation agreements
which authorize shifting amirals from deficit to surplus pastorai
units, this would dampen fluctuations in hder gize and maintain
pastoral zone productivity close to or at iis peak potential.

Pastoralists will in any case - with or witlout evacuation
azreements - move with their herds, as they have done for cen-
turies (particularly the Wodaabe). Since the system cannot
stand complete sedentarization, it would seem appropriate to
continue raking at least certain essential services available
to herders operating outside their home pastoral units. This
is particularly true when non-provision of services can be
expected to have negative consequences for a community of people
which exceeds just the herders directly involved. Among such
services would certainly be animal and huran health care, in
order to stem disease outbreaks, avoid epidemics and prevent
hurman suffering and loss of human productive pstential. Access
to cereal grain supplies and other basic recessities, if
nagtoral units can male them available to non-local herders
temporarily present in a jurisdiction, also seems reasorable,
lLivestock rarketing facilities - though not rebates - could

also be offered to non-local herders. Other services as well
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might fall into this category.
fowever, herders shonld indeed bhe restricted to a single
home ran e, and permitted to vote for and serve as officials
only within a gingle pastoral unit. They should be restricted
to credit facilitics through a single hono pastoral association

as well.

Dissolution of Pastoral Unit
Herder Associatlions

If a majority of member associations voted against continuing

the pastoral unit, or <oue sphere of its activities, e.g., land
use nanagecrment, that decision would lead to termination, either
of the narticular sphere of activity, or of the unit altogether.

The alternative would de to insist that an association at
the pastoral unit level, once created, could continue to operate
so long as enough local association (or members of ths pastoral
unit, were a single-jurisdiction system in effect) continued to
adhere to the pastoral unit to make 1t Punction effectively.

An advantage of providing for termination on a negative
majority vote is that it clears the ground for a new start.
‘This would provide a dissatisfied majority of members who were
(a). committed to the pastoral unit as a concept but (b) had lost
control (or never had control) of the agsociation, e.g., to a
dominant patron or a run-away nresidential clique, to provoke
dissolution as a last resort. This would clear the ground for
reconstruction of a more satisfactory association - more satis-

factory in the sense of being more responsive to wishess of a
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majority of the members. This would be a drastic remedy for
a rigged game, but one not out of place, if the final nurnose
is to achieve herder-associations which mernbers themselves can

manage for productive ends,

Sunnary

This chapter examined pnossible jurisdictional bases for
herder associations and posgsible criteria for membership in
them, as well as prodedurcs for creation and dissoiution of
herder associations. In <ach instance, analysis focused on
probable consequences of different rules and their lixely
advantages and disadvantages, in terms of interactions they
should zenerate within associations and in terms of their fit
with existing Nigerien laws.

Jurisdictions could be geographic and simnle in character:

only small-scale, camp-level associations, or only large-scale,

pastoral unit associations. They could be zeographic and

complex, involving hoth small-scale camp units and an over-
arching, larce-scale pastoral nnit association. Firally, they

could be non-ceographic and defined by GON administrative

tribe/group complaxes. It was concluded that, despnite draw-
backs, a comnlex, two-tiered geographic jurisdiction offerad
nost advantages,

Membership could be defined by ceogranhic nroxinity, liinship

(or, rouzhly conparable, by census enrollercient in a GOYN tribe/
group complex), or by vocation. The last is particularly

critical because it raises the issue of including pastoral zone
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farmers in herder associations or excluding them. Geographic
proximity withcut regard to vocation geemed the most proferable
membership criterion.

An assessment of the advisability of permitting more than
one local herder assoclation per camp was then nresented; 1t
led to a recormendation favoring authorizatiaon of multiple
local associations. This reconmendation was based largely on
perceived utility of "hiving off" as a strategy to keep local
officials c¢apendent in soms degree on their followers at the
camp level, and to prevent elites from capturing the local
agsgsociation game.

In a concluding section, herder association creation and
dissolution, entry and withdrawal at the local and pastoral
unit levels were discussed, as well as the legic and extent of
membership limitation and access to services outside the home
association. It was found that over the long run the neces-
sarily voluntary nauvure of these processes - in accord with
controlling Nigerien legislation - would frustrate attempts
at range management unless large-scale, pagstoral unit asso-
ciations exercised control over use rights to water and
pasture in their jurisdictions. Service provision and herder
representation would not necessarily require adherence to the

association- by all herders in the jurisdiction, however.



DIAGRAM II:

B.

KEY: =~

nm—

T4

Pastoral Zone Cooperative ard Herder Association

Jurisdiction and Membership Mules Projected Onto

Constant, Multi-Ethnic, Multi-Kinship Group Zone

Population

UNCC Pastoral Zone
GMP and CooperatIves

No more than one GMP
per tribe of less than
100 families; mutuals
only for individuals
in Arrondissement of
official census reccrd;

voluntary creatong
kinship relevant.

Two-Tiered Hexrder
Association - NRL?

Geographic jurisdic=
tiong: local herder
agsociations based on
camps, multiple units
permitted (minimum
gize: 10 families);
vocation irrelevant;
voluntary creation;
kinship irrelevant.

Niger Certre Est
Pastoral Unit Herder
Association

Geographic Jjurisdic-
tion (pas*oral unit
oniy, no local units);
voluntary creation;
vocation irrelevant?

kinship irrelevant.

T = Tuareg (or Tubu)
= Wodaabe
= non-kin

<
1

¢

herders (10 families)
= farmers (10 families)

official census juris-
diction outside of honme
range jurisdiotion

UNCC GMP boundary

UNCC pastoral coop-
erative”boundary’

pastoral unit herder
agsociatirn boundary

local herder
agsociation boundary

ten (10) persons, as
individuals, adhere
to pastoral unit
herder agsociation



VI. OFFICIALS, ELECTIOMNS A!D DECISIONS

Introduction

The last chapter dealt with the framework and foundation
of herder organizatiom. This one deals with the actors who
might operate within those jurigdictional frameworks, In
particular, it examines ways they might be chosen, and pro-
bable consequences of these different eleotoral formulae in
setting the association up for capture or opening the game
there to a broader spectrum of interests. It consgiders:
differences between constitutional and operational decisions,
and tries to relate those as well as electoral formulae to
the assumed multi-ethnic character of pastoral unit herder
asgociations. Desirability of quorum rules, remuneration for
officials and the potential role of local conseillers techniques
and service providers are then analyzed in the concluding por-
tion of the chapter.

Local llerder Assoclation
O0fficials

Simplicity seems degirable here, Those who are members
should, in general assembly, annually elect a president, a
seEretary and a tresurer (the latter two offices could well be
dispensed with if they have no function‘§n light of aasociation
activities). 1In addition, local membars shouid elect a repre-
sentative for every ten menbers in the local association to

participate in meetings at the pastoral unit level (the ratio

75
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of representatives to members should be manipulated to provide
the maximum of representation consonant with the capacity to
maintain structured discussion and debate at the pagtoral unit
level. Let us agsume pastoral unit assemblies will not meet
with great frequency (quarterly at the most?). They are there-
fore unlikely to adapt any claborate rules of parliamentary
procedure. Given this constraint, fifty (50) persons appears
about the maximum number of individuals who could reasonably
discuss issues [ethnographers?]. Certainly little purpose
would be served by creating, af the pastoral unit level, a
general assembly open to all local unit merbers. Debates at
the higher level would degenerate into demagogy because too
many individuals would be present and the assembly could be
mcontrolled” in no other way. [Evhnographers: 1is this con-
sonant with Twareg, Wodaabe and Fulbe standards of democratic
participation? How many people, for instance, agsemble for
hearings on violations of the Wodaabe Way? Does the institu-
tion (relationship) of "representatiom" as used here have an
analogue in Tuareg, Wodaabe, Fulbe, Arab societies? If not,
is there positive resistance to representation in those gocie-
ties, e.g., a8 norm which implies that each man has a right te
spealk for himself? If this is the case, then ideas about
association scale may have to be drastically scaled down:
only one person can speak at once in an assembly if his words
are to be meaningful instead of mere noise.]

Delegates could be elected for one year, renewable terms,
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This election formula would encourage delegate responsiveness
to voter interests. It also creates the possihility of extra-
ordinary turnover and intezruption of institutioral continuity:
a good systen for "throwing the rascals out!", if one 1is sure
one (and the vogers) can jdentify the rascals.

Representatives could be clccted for two-yoar terms to
encourage constancy of perspective in pastoral unit decisions.
Wherwe local assoclations select more than one representative,
terms could be staggered, again to promote constancy in per-
spective. This is important particularly if nastoral units
are to have responsibility for land nanagement issues. In
that domain especially, frequent, radical nolicy shifts shonld
be avoided if unit members and others are tuv give real weicght

to decisions taken by the unit.

Pastoral Unit Officials

Intrcductory Overview

A relatively standard form exists in Niszer for associational
leadership. It is based on a single general assembly, having
plenary powers, conposed either of ordinary voting members or
ot delogates from subordinate units. The general assembly

typically votes into office a board (comité directeur), which

in turn selects, by vote froo its own rembershin, a get of
executive officers (burcau), including a president, one or
more vice presidents, a gecretary-general, a treasurer, and

sometimes additional officials for spenialized functions.
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=ither the president or the secretarv-general may exercise
effective execucive leadership. Authority may be delegated
from general assembly, to board, to officers. All officials
are frequently eleccted for rerewable annhuanl terms.

Nizer Centre Est proposes this model (minus the treasurer,
plus an official responsible for "oxternal affairs®) in its
herder assoclation statutes [RN/!DI/PDE, 5/80: Arts. 14-23].1

While there is no point in gratuitously modifying this
common ~nd familiar form of association government gstructure,
certain problematic features and possible alternatives to then
are worth noting.

This nodel is parliamentary in tradition, i.e., leadership
is drawn from the legislative assembly, and is concentrated in
an ever-smaller number of individuals (board, executive
officers, president or secretary-general). The rig of the
game here favors domination by the leacing executive officer
since, once elected, he is likely to control various incentives
(credit allocation, livestock food sunplements, etc.) to build
and maintain a majority faction with the bureau, board and
general assenbly. Insofar as the lecading executive beconres
the point man in cont? Js between the herders in the pastoral
unit and GON officials, technical agents and project personnel,

he will be positioned to influence , or control, and benefit

llf this or another set of model herder association statutes

is pasged into law, provisions governing creation and registra-
tion with the tutelary authority will supnlant the otherwise
controlling general law of associations (Ordonnance 75-11 of 13
‘arch 1975) as far as herder associations are concerned. The
tutelary authority would presumably inform GON, in accord with
provisions of Ordonnance 75-11, Art. 6, of creation of each new
pastoral unit and local herder agsnciation.
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from inforiation flows within the organization and nerhaps
outside of it (Niger Centre Est separates the role of leading
cxecutive from external affairs official; this tn a certain
extent counters the concentration of powers, but it does not
rule out self-interestecd collahorintion botween the two offi-
cials).

Niger Centre Est: Model Constitution:
Rlie Inherent in Proposed Statutes

The Niger Centre Est proposals envisage at least one (1)
general assembly nceting per annum; more are possible if
individuals desire them, and provision is made for extraordinary
assernbly meetings upon request by a majority of members L\rt.
22]. However, given distances involved, and difficulties of
conmunication, the general assembly will probably not meet
much more than once a year. If this assumption is correct,
the bulk of association business will be transactced by the
board, the bureau ard the leading executive, In its annual
neeting the general assembly will likely have so manv measures
(1f it ever anproaches a full-service organization in charactor)
that it is likely to function as a rubber stamp, further conso-
lidating power in the collegial and individual exscutives,

Time and effort involved in running a pastoral unit
governuent may remain minimal if few services are provided and
littlc is done corcerning nasture management. Ifowever, if
services are increasingly channelled through the pastoral unit,
and if pasture management projects arise, leadership will be

a time-consuming chore,
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Leaders are thus likely to be wealthy individuals or their

clients, because such individuals‘can overcome labor constraints
involved in the herding enterprise and free themselves for
extensive participation in herder asgnciation affairs. Thus
group chiofs or members nf their entourayges, and pastoral

zZone entrcpreneurs who have branched out into other, incorme-
producing activities, will have a comnetitive advantage in

bearing the costs of office holding.

Rieceinr a Fair Game:

System T - Lthnic Representation

Are there ways to counteract this notential concentration

of power in a few elite individuals? The Nizer Centre ZIst
proposals attempt to do so by providing for ethnic representa-
tion in pastoral unit offices. The bureau (composed of the
unit's four (4) executive officers) must contain at least one
representative of all "tribes or ethnic gr~1ps" which are
members of the pastoral unit association [Art. 15]. Thus the
board must also include onc representative of each zroup, since
bureau members are selected from among board merbers,

The terms "tribe or ethnic groups", employed without
further definition in Art. 1 (or elsewhere in the model
statutes) are ambizuous. Are the Wodaabs a senarate ethnic
zroup? Or do all Fulfulde-spealirz peoples count as one ethnic
group? Are the {el Ferouane and the el Feday one trihe or
two? 1Is every 'ardo head of a tribe? These noints must he

clarified if in many NRL projcct zone sectors suitable for
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reccognition as pastoral units more than four tribes, defined
ag theae minimal administrative grouns, operate. (Ethnographers
will have to give attention te this point on a cross-ethnic
pasis, to identify (a) most annropriate croup units which are
(b) roughliy similar in sizn across major ethnic divisions, if
adherence o the pastoral unit level is to be on the basis of

kinship or administrative tribes rather than ge-graphic units.

DIAGRAM III: Niger Centre Est Proposed Pastoral Unit Gov't.

EXECUTIVE OFFICERS: Pres. V.P. Sec*y, Gen'l, External
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Rispine a Fair Game:

System II: Geographic Representation

Geographic subdivisions within the pastoral unit might be
adopted as another basis for selecting board and executive
officers. If the number of local associations were limited,
these could gerve as voting districts for pastoral unit cleo-
tions. If they were numerous, they could be grouped into a
series of intervening jurisdictions betweoen the local associa-
tiona and the pastoral unit. In either case, delegates to the
general assembly of the pastoral unit from each jurisdiction
(1ocal or intervening) would vote to select an individual
board member from among their number.

By imposing this framewnrk on the voting procedure, geo=
graphic representation is assured, so that all subsectors of
the nastoral unit association . would have a voice in the inner
councils of its government. This would not nccassarily be the
case in the Niger Centre Est ethnic system: representatives
could all be drawn from one or a few geographic sub-sectors,
so long as the ethnic oriterion was respected [see Diagram III,
p. 81].

Dividing the general assembly into geographic voting
districts, instead of having each board member voted on at
larce, would render it harder for an absp}ute rnajority of one
ethnic zroup, or a4 multi-ethnic majority coalition, to dominate
bocard member selection and thus pack this critical decision
making unit with representatives who would be constantly able

to mobilize an unbeatable majority. While this unhapny out-
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come could still occur through the geographic voting proceadure -

if the same ethnic group or multi-ethniec coalition had a majority

in every jurisdiction - it would be less likely:

the smaller

ethnic groups might well be dominant in some bus-sectors, and

certainly in local associations based on camps,

DIAGRAM IV: Two-Tiered Herder Association, Geopgraphic Repre-

sentation to General Assembly, Doard, By Delegatss
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The Fairest of Them All?
ystem IIl1 - fybr Geo-Ethnic Representation

Finally, one might want to introduce a hybrid, System III,
providing oxplicitly for both georraphic representathna&ystem
II) and minimum ethnic represerntation (Sygtem I). To make
this system wnrkabie, difficulties outlined above concerning
definition of othnicity in System I would have to be resolved.
It they were, the ethnic criterion could be applied, as Niger
Centre Eat does, to both the board and the executive, providing
- particularly in the case of the exsecutive nfficer posts -

that there are few enough ethnic divisions.

Limitiny Executive Tenure

An interesting modification of any of these Systems I-III
would be the introduction of limitations on terms of office.
Modificetion 1. would provide, for instance, that an individual
could be nresident (or secretary-general, if the latter 1is the
leading executive sfficer) for a singie term of office, after
which the individunal would no longer be eligible for election
either to the board or to rfny executive post. Let us indicate
this by the following supisrscript convention: (System) Il,
(System) IIl, (System) art,

Similarly, one could set the limii on terms in the chief
executive officer rnle at two, three, folir or more, e.g.,

13, 11%, 1112, It would probably be wise fo set a total of

four years in the presidency as the maximum tenure, since

beyond that period the restriction would have little limiting
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effect on development of local "political machines” centering
on the presidency.

There are several costs to this modification: insisting
on rapid turnover in office reduces the conmparative advantage
through control of information, etc., enjoyed by an incumbent
vig-d-vis outside technical agents and officials tenporarily
representing GON administration and agenciesin the area. It
also creates the incentive to jockey for office, and might be
expected to exacerbafe ethnic tensions during electoral cam-
paigns.

Advantages can also be Zoreseen: constitutionally insisting
presidential incumbents relinquish the post after a fixed
number of years may nmotivate non-delepgates to become delegzates,
and the latter to become board members and officers, in order
to have a shot at the reai prize - the leading executive office
which would periodically become available.

Since nobody could hope for life tenure by "capturing the
cape", there shonld flow from this a greater interest in parti-
cipation, perhaps, and clogser attention to board and officer
activities by delegates and common voters. If furthermore,
ex-presidents were permitted re-election to the general assemnbly
their expertise and detailed knowledge of ascociation govermment
mizht generate a legislative counter-halahce to thz weight of

the presidency in the system.

Limiting Incumbancy by Ethricity

Stipulating that the presidency would-have to circulate
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amony majnr "cthnic groups" - "Catch x", denotesd by convention
as LIT™ - opens the zame cven further, since each major ethnic
rroup, howcver these are in the end defined, could expcct
eventually to nlace a ropresentative in the nregidency. The
offoct nf thia nrovision counld bhe salutory: if vou Know the
others <7ill later have a chance to «(n unto vom as vou have
dore unto them, there i3 greater incentive to do nnto thern as
you <would have them do unto you. The ethnically-shifting
presidency might, of course, dercnerate into a spnils systen,
but the logic seems to work against it, particularly if the
restrictive rules proposed below in System B were adonted.

It should be clearlv stated that tie "Catch x" nrovision
does not guarantee an ethnic incurbent re-elcction to otfice.
If an individual lost a re-electinon contest, soreonc fron his
own cgroup could replace him, if electecd, for the duration of
the zroup's claim to office, or he could be replaced by a
renresentative of another ethnic cronn, which would then begin
the period of its "Cateh x" clair to office, subject to the
sane restriction.

Finally, in light »of the above limits on tenure and ethnic
incumbencv in office, length of terms of office mizht be

extended, e.v., from one to two years. This could he conven-

4x

n
[~

tiopmally indicated as a subscrint number? III (i.e., a total
of eizlt vears (2 x 4) in office with nandated ctinic rntation),
or If (a total of two years (1 x 2) in office with no mandated

etiinic rotation). The effect of lengthening terms oZf office
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would be generally to strengthen incurbents, and to allow them
to spend less time soliciting sunporters and more time attending
to the functions of their offices.,

Let us surnarize these comments with saveral examples.
System I (parliamentary cxccutive, unlimited renewablc one-
year terus of office, ctliinic representation to executive
offices), as propsed by Niger Centre Est, would create a rig
of the game encouraging (but note, not guaranteeing) develop-
ment of a political machine cnetered on the leading executive
officer. Using resources at his compand by virtue of his
office, he would have a substantial edge in controlling other
officers, the board and the general assembly. If an incumbent
did manage to capture the game in this fashion, hec wounld be
able, presumably, to impose deprivation costs on sonme members
of the association to the advantage of others, at least in the
short run. Tensions generated by this strategy night lead
either to scrious conflicts within the orzanizatinn and a
break-down of consensus necessary to engage, €.Z., in ranze
managecent, or exit fron the association (and from the jurig-
diction?) by members of the exploited minority.

Systen II% (parliamentary executive, geogranhic represen-
t-tion to the general assembly and board, but no provision
for ethnic representation, either tn boartd or among executive
officers, one-year terms nf oftice for the leading ec:ccutive
officer, twice-renewable for a total of three years) would

cenerate a fairly open gane, but no guarantee that a single-
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ethnic or multi-ethnic majority would not dominate bnard and
executive oifices. This would depend on ceogranhic digtribu-
tion of cthnic groups, and the extent to which any one wAas
dominant in all geographic voting jurisdictions.

System III%X, finally (parliamentary executive, peographic
representation to the general assembly, geographic and (minimal)
ethnic representation to the board and cxecntive offices, two-
year term of office, once renewable for a total of four years,
mandated ethnic rotation of the leading executive office after
a maximum of Iour years, but earlier depending on elcction
outcomes) wonld produce an even more open game, with some
fairlv firnm restrictions on the extent to whicnh dominant ethnic
coalitions could impose denrivation costs on niporities.

Note that System II as modified in the above example would
work reasonably well in a pastoral upit jurisdiction essentialiy
uni-ethnic in compositiom System III as nodified above would
probably be more appropriate in a complex cthnic jurisdiction.
Direct Electior of

Leading Executive

A last cnmplication could be introduced here: direct
election of the leading executive (or of all exccutive officers)
by the assembly delegates, denoted by convention "D", e.%.,
DIl' This wonld desiznate the MNiger Cenire Fst svstem, modi-
fied only by the requirement that delecates, rather than
board irembers, elect the lending executive (or all executive

)
officer). DIII‘éx would impose the same modification on the



last examnle but onc.

'"™is prevision would have the probably salutory cffect of
exposing an incumbert president to challenge from delegate
candidates not alrecady board rnemhers, and would thus reduce
a president’'s tendency to abuse his nowers once his hoard were
under conetrol. In effect, LY freeing dolegates to vote
direcly, rather than having to rely on board rembers, this
system increases bargaining costs (time and effort) to the
president of consolidating a winning coalition, because he
has to deal directly with each delegate. It might have the
undesireable effect of catapaulting into the nregidency an
inexperienced, newlv-elected delegate....but that has rarcly
been a problem in parliancntary gystens. The tendency there
has been to select an old warhorse whose betavior in nolitical
skirmishes as well as 1in times of peace is thought to be well
know and reliable.

One further drawback of this system: it would complicate
the ethnic representation calculations somewhat, by increasing
the potential £ield of candidates to innlude assembly delegates.
It might, for that reason, be better applied in those nastoral
units (if any such exist) where multi-cthnicity is not a
problem).

Direct “lectiion of Executive by
nrdinary Voters Instead of by Delegates?

One night, finally, consider direct electinn of the leading
executive officer, or the entire 1ist of executives, introducing
thereby a separation of powers system in nlace of the parlia-

pentary base discussed in all exannles above. Such a system
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wonld, in princinle, introduce a bi-nartite system to the
covernance of herder associations, and would theoretically
incrcase governors' responsiveness to rgoverned by multinlying
avenues of contact and influence oven to the latter. Physical
linitations on conmrunication would secm to counsel aminst
this systcm, however, because thc neccssity presidential
candidates would face of appealing to voters throughout the
pastoral unit might be so time-consuning that most would
sinply be unable to campaign. Indeed, this system might
autoratically weight things in favor of farmers in the zone,
i{f they were included in herder associdtions, and if elections
swere held during the (ry season when they had more free tire
on their hands (or exclude them, werc elections held during
summer rains).

Operational Decision
Votins Rules

Systenm A

Nirer Centre Est proposes - simple majority as the sole
rule for decision-making on all issues which come before the
psstoral unit association's general agsembly. Adoption of this
rule offers the advantage of simplieity, which is not nesli-
~ible. It also opens the road to a winngr-take-all strateey,
bv which, if a dominant ethnic zroup (or coalition) could
control all votes, it would be nossible for them to deternine
outncomes on all decisions and thus shift the bulk of notential

deprivation costs to the minority.
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System B

An alternative system would divide operntional decisions
(e.g., tynes, lovels and distribution of services, investment
decisions, including self-help efforts, range managcrent
activities) into crude categories. Those least likely to
cause dissel.sion (by convention, Bl) could be handled by a
sirple majority vote, e.g., 8 decision to solicit authoriza-
tion to constitute a cereal stock for the pastoral unit
association, or to set dues(?). Those likely to involve
nore disagreement (by convention, Bz) could be handled by a
two-thirds (three-quarters) majority rule, e.g., decisions to
set dues (?), seek a loan or to site a new well. Finally,
decisions which conld be expected to cause serious dispute
‘if they were not tailored to take account of many peonle's
interests and sense of equity (B3) could be handled by a
special form of extraordinary majority rule coupled with a
necessity for majority aprroval in a spccified mroportion of
zeographic subsectors, e.g., six of twelve, cight of twelve,
ten of twelve, etc., depending upon how restrictive one wished
to be (but remember, at some point this strategy could convert
a herder association into a Polish Parliament), Included in
this category of decisions might be such things as range
management decisions (where farming would'be allowed, to whet
extent and how herds would have to be reduced (sale or tempo-
rary enmigration) or scarce pasture resources shared, whether

to nermit non-association members to nasture animals in the
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jurisdiction during a given year, etc,), and really nasty
igsues like distribution of primary school student quotas
among congtituent grcups, etc.

System B does not have the advantage of simplicity that
System A does. It provides however better protection for
minority rights, and would thus tend to keen potential depri-

vation costs within bounds and tensions manageable.

The Quorum Question

Is it necessary to have a quorum rule for general assembly
meetings? Probably. Several factors bear here, but their

combined effect in terms of an anpropriate quorum rulec is

ambiguous. Favoring a quorum rule would be concern that a
small group of delegates, perhaps in collaboration with execu-
tive officers, or some of them, would call an assembly meeting
when most other delegates were widely dispersed, e.g., because
of local droucht conditions. Delegates abroad with their
herds and short-handed would be unlil:ely to return for an
agsembly meeting. This would pernit the collabora ting grouo
to make decisions against interests of absent delegates, and
those they represent, without having to face their onposition.
It would be better, one suspects to recove the termptation
such strategies involve by constitutionally stipulating some
minimum number of delegzates must attend to muster a duerunm
capable of taking binding decisions.

If it is agreed a quorum rule is anpronriate, then one

must decide at what level to set it. Falf the delegates?
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A quarter? Three quarters? If it is get too low, the above-
mentioned dangers are not avoided. Setting it too high, on
the other hand, permits a minority to frustrate action by
girply boycotting aggembly meetinzs.

Shall wo say half®? Two-thirds?

Note that a auorum rule would be unnccegsary in a uni-
athnic pastoral unit association where decision making norms
commonly accepted by the group in question would reject as
illegitimate decisions taken by 8 subset of the full voting
group. Quorums probably are more necessary where ethnic
conmposition is mixed, and potential for aggressive, quick-gzain
gtrategies within the asgsembly are greater. This sort of thing

can all be avoided, of course, if a deus ex machina in the form

of a technical agent will constantly be available to keep play
of the game honest and open., But such a provision foregocs the
nossibility of self-mansgement in terms-of Development Society

principles.

Constitutional Decision Rules

Projections ahout rule consequences are being advanced bere
at a great rate: every constcitution has to start somewhere.
Experience may well show however that ina particular pastoral
unit association, certain operationa1~isques were, €.5e, Bl
(zeneral consensus exists) or By (seriously disputed) instead
of Bz (noderately disputed) as originally expected. oxperience
night also reveal flaws, e.g., in the B3 forzula. It could
turn out that approval of an issue by a majority of only seven

of twelve instead of ten of twelve geographic subgectors wa3s
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adequate to protect minority rights, and therefore preferable
to the more restrictive rule hecause it would reduce time and
effort costs of doing assembly business. Such experiences
should be translated into rule changes. \oreover, movenents
might develon to change the manner of selectins board or
executives, or to redistrict geographic subsectors. These

gsorts of constitutional issues, i.e., changes in voting rules

or representation formulae, should be handled as a separate
category of decisions, governed by quite restrictive rules.
These rules might impose the requirement of an extraordinarxy
majority among delegates to the asgembly, coupled with majority
approval of chanzes in two-thirds (three-fourths) of the local
herder associations or specially convoked, geographic sub-
sector constitutional amendment asgemblies. Such a procedure
might be used, indeed, to design constitutions for later
pastoral associations, if initial efforts prove workable.

Payment of Delezates
and Officials

The Niger Centre Est herder association model constitution,
Art. 18, expressly prohibits payments for board members and
executive officers. It is mute on the issue of payments for
delegates, but it 1is probably fair to assume Niger Centre Est,
in line with Development Society principles on this question,
opposed remunerating delegates as well, In the present context,
means to control abuse of powers by a majority of delegates or

by elite members of the agsociation, payment of costs and/or
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compensation to officials and delegates, poses a delicate
question.

If nobody 1is paid, activity is entirely voluntary. If it
is intermittent and oxtremely limited in duration; i.c.,
occasional meetings at area marikets whi?h most would in any
case attend, this provision anpears reasonable. If however
the workload increcases (frecuency and duration of meetings,
frequent activities for executive officers), then demands of
the herding system may well work as an economic barrier ex-
cluding poorer individuals from office. In effect, the no-
pay rule would enahnce the pmarginal advantage already enjoyed
by wealthier asspciation members.

However, paying officials does not provide only the
benefit of a broader pool of candidates, and the creation on
the part of officials of a sense of their dependernce on
ordinary voters. It also involves the cost of financing those
payments. 1f money is provided by an outside source, the
stage is set for collapse of herder association organization
ag goon ag outgide funding is withdrawn: once individuals‘
know some non-herder 1s willing to pay them to serve, they
will rationally insist on their due, and may resist serving
until they get 1it. Outside financing thus seems undesirable.
But if members of the association decide’ they want to rerunerate
delegates and ,or officer(s), this option might well be left
open, assuning the association can nuster financing from 1its

own resources [these issues are considered below, pp. 129-31].



lHerder Conseillers Techniques

In addition to official posts outlined above it would be
appropriate to develop another position in the context of the
herder associations, that of "consciller technique”. The
essentials of tho job are this: tho incumbent should function
as an individual rooted in the local society but trained both
to promote self-help there and to operate in the ambiguous
area of contact between herders and GON techniocal agents as
an ipformation gatherer and advocate of herder association
positions and interests. Moreso even than the nresident,
the conseiller needs to be an individual capable of functioning
in two worlds, although tied to and committed to the welfare
of the pastoral soclety he represents.

The conseiller needs to be a political entrepreneur committed
to seeking ocut relationships which will benefit the nembership.
Political entrepreneurs, by analogy with economic entrepreneurs,
are individuals looking for opportunities upon wvhich to capital-
jze. Intra-zonal variability makes it quite uncertain at
present what those opportunities will be for certain groups,
in particular places at specific times. To discover them and
to exploit them, political entreprendurs in associations must
be encouraged to seek new ways to nrovide zoods and services
to members. Thev rnust be positively discoura~ed from persisting
with relationships and putative "onportunities" (e.z., a failed
human or aninal health program, a millet sunply progranm that

never produces millet, etc.) which do not redound to the benefit
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of the membership.

Yot this is frequently the case when a top-down schene

is imnosed via the cncadrement process. In effect, power

distributions.within programs encouvage those nominally seeking
well-belng of menbers to persiust in ewmply, useless activities,
blindly executing orders (or doing noth.ng, if rewards cone
desplte inactivity, or if posttive activity is not particularly
rewarded).

Self-management will work in the pastoral zore only if
herder association and cooperative members, officials and
ncopseillers™ believe they have leeway - and resoponsibility -
to experiment with ideas they think will work for them, and
can then confirm in practice this leeway for local initiative.
All trials do not have to succeed. All programs suggested
to ascociations do not have to have been pretested for fea-
sibility. Officials and members must however feel motivated
to risk new denartures, modifications, adaptions, to engage
their own intelligence in developing workable entreprigses if
herder associations are ever to become gzoing concerns inte-
grated in functional ways with the environments in which they
operate. Yet this 1s the condition; not just of herder asso-
ciation survival, bat of practical contributions to improve
herder welfare.

Associations should be organized as autonomous "holding
companies™ authorized to oversee various service-related

activities within their jurisdictions. The trick will be to


http:despi.te

98
attract canable neople to delegate and execntive nositions,
who can mnobilize pcpular opinion and participation as .a
counterweisht to "conseillers"”, to control their activities.
The latter, if they get effective programs going with parti-
cular GON agencies, or on an autononous bagis within asso-
ciations, will bave a tendency to use this political capital
to dominate association affairs. Once any mne, be he clhief,
imajer, ‘ardo, rich man, poor man, beggar man, thief, captures
the game in an agsociation, becomes the controlling power,
calls the shots, prospects for success over the long run are
gubstantially diminished: herders are likely to react. sooner
or later by withdrawing to cut their lesses, instead of remain-
ing in the association to be exploited.

To maintain tne association’s upper hand in decision making
about service provision, it should be given final control over
selection of association members to provide particular ser-
vices, e.g., veterinary health, millet supnly), in accord with
rules pronosed above, System A or Systenm B.(sinple wajority
rule for all issues or extraordinary majorities required for
gome issues as a function of their inherent dispute potential).
Associations should also clearly be empowered to dismiss and
replace member service providers who in general agssenbly or
local herder association estirates are not perforning adequately.
It would be advisable to subject both 'tonseillers™ and member
service providers to neriodic re-election, to create at least

a standard framework for confronting the issue of performance
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evaluation. This seems better than roliance on a rule of life
tenure ziven good behavior: rood behavior and good performance
are two wuite distinct issues, and neither automatically implies
the other.

To digcnuraze development of a prosidentialibonseiller" axis,
in which the two men having the most contact 'vith outside
agencies collaboratse, capture the game and split the spoils,
candidates for 'sonseiller"and service prnvider posts should be
proposed and approved by ihe . -—~der agsociation general agsembly,
not by, e.g., the board or the executive officers.

Outside GOli technical services should not be enpovered to
decide on association nersonnel. There is every likelihood
their informal influcnce on selection and disaissal will be
great, indeed too great in terms of maintaining an appronriate
dependence of local service providers on those they nominally
serve. The concern should be to counteract dependence on GON
agencies, to avoid imnosition of standardized solntions and to
allow associations thus to learn fronm their mistalzes through
autononous exnerimentation.

GON agencies will not he totally without bargaining power
in such contexts. If they totally reject (distrust, find
antagonistic) a particular merber appointed by an agsociation
to collaborate with them, they can refuse contact or service
delivery, thus forcing the association involved to reconsider
jts decision. The associations verdict might be compliance

with outsiders' wishes, determination to sunport the local
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service provider and scarca for other ways to secure the ser-
vice, or cessation of provision of that service.

Another nothod of controlling "conseillers™ and service
nroviders - as noted above for officers and delegates - 1a to
assurc the associatinn detersines salarv levels and contri-
butes to them. It would be ideal if remuncration for all
officials, "conseillers" and gervice providers could be
financed out of local resources, This point is discussed
below, in the section on "Financing Association Activitieg™

[see pp. 123=31 ].

Sunrnary

In what ways can institutional design enhance prospects
for an open game within the association? The series of consti-
tutional rules proposed above concerning alternative schema
for creation of local associations, election formulae,
operational and congtitutional decision-making, lay the ground-
worlk for either closed or open gancs, denending unon the selec-
tion rade amont alternatives. "

The option to freely constitute local herder associations
(with only a minimum menbership restriction instead of a one-per-
canp or one-per-tribe rule, and System DIII%x (geographic and
ethnic renresentation based on an assembly of delesates, rot
ordinary voters, direcct election by the assembly of the leading
executive for a possible total of two two-ycar terms, nandated
ethnic rotation of the presidency) coupled with Systenm B (issues

ranked by divisiveness, increasing majorities required to take
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action as issue divisiveness increases) would create pregsures
for an open ganc, althouzh it would not guarantee it.

-, Dy conuvrast, selecting a series of options which facilitate
capture of rthe game, C.C.«, only one local assnciation per camp
or - far more restrictive - per trihe, System I1 (etkric repre-
sentation based on an agsembly of ordinary voters, indirecct
election of president [1eading executive] through at-large (no
geographic 00nstituencies] election of board which then chooses
executives from 1ts own members, unlinited, renewable one-year
terms for all officers, no mandated ethnic rotation of lcading
office) coupled with System A (simple majority rule for all
issues) would enhance probabilities that a single individual
or small group would move into effective control of group
affairs without nuch exposure to competitive challenge.

Disnersing power within the association among a numbsr of
participants reduces likelihood that an individual or a small
winning coalition will capture control. This aim is desirable
so long as the Polish Parliament gyndrome 1is avoided. If the
asgociation game remains open, it will become a nolitical

arena for jockeying entrepreneurs concerned to build support
and backing by undertaking activities which enhance herder
welfare. It will not become a fief under the thumb of a
monorolist canable 0of running things to duit hirself. If pulti-
ple entrepreneurs are tied to outside GON arencles, at least
extent of being able to draw on them for sunport in internal

conpetitions, 1ikelihood of the game remaining open is better.



VII. SERVICE PROVISION AND: RANGE MANAGEMENT
This chapter delves into various aspects of operational
decision-making within herder associations. It tries to
develop a context of issues, and approaches to recsolving
them, which would flesh out the background "1ife of the
herder association", as a houristic aid to further snecu-
lation about rolez associations ought to play.

Deternination of Services
to be Furnished

This section considers three issues: who should decide
what services, if any, are to be provided through the herder
association; by what jurisdictions shonld they be pnrovided;

ard on what terms should various services be provided?

Services to Be Provided
Decisions have to be made about what services are to be

offered through the association.

Entirely Locally Produced

Those which the association(s) can produce entirely through
their own resources, either at the local or the pastoral unit
level, constitute a sub-set of the total. Local agsociations
for instance can handle shallow well siting and construction.
[Herders conld be left to male their own decisions »on such
issucs. DBut GON nolicies may tend to irpose provision of
certain services, even if che tocal community does not desire
them, e.g., public wells and roads. Often however, herders

102
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will be protccted against such undesired nrovision by GON's
lack of resources - especially if the pastoral unit agssociations
become recognized as representing the opinions of their members -
so 0.ly groups which want particular goods or services will
zet them, oither through their own or GON efforts. In this

situation, few problems arise,

Jolntly Produced

Another subset of services involves those which herders
cannot produce entirely on their own. They are dependent upon
governzent for authorizatiom, or for financing, sunnplies not
otherwise available, technical expertise, etc. Included here
are millet supply, construction of lined, wide-bore shallow
wells by & combination of self-help and state machines and
materials, loans for well construction and herd reconstitution,
etc. In all these cases, herders' interests are directly
involved and they may, by participating, become financially
liable as well. For this rcason it scems imperative that
herders' opinions be taken into account before delivery
decisions are made,

Pastoral unit general assemblies shonld be emvpowered to
decide on such issues. A negative vote [see above, pp. 90-92]
should constitute a veto of the project.'

The alternative is sinnly to imnose service nrovision.
nNoadways and wells have frequently been created in this manner,
to the subsequent dissatisfaction, especlally concerning wells,

of at least some herders native to the affected areas. Ferders
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excluded frou a voice in the decision nrocess, and saddled
with "services®" they do not want - disservices, really - may
withdraw their support from associations, provoking collapse.
This involves a serious cost, often recognized only after

the fact of breakdown: the whole structure of nublic -

herder - confidence and investmonts in institutions must be
recreated all over again before a participatory development
process can be revived. Creating participation the first

time around is almost always a slow, arduous process (which
explains why so many development projects, faced with planning
deadlines, evaluations and the need to move money, opt for
top-down, interventionist strategics which, instend of pro-
moting at the local level "development" as expected, frustrate
local people and provoke at least passive resistance to project
activities)., But if it has to be done after initial, 1ll-
considered operations have offended people and revealed to

them their vulnerability to deprivation costs through top-down
decision making, it will be much slower and nore arduous. Or,
as tho non-herding Mausa say, "Gokawa ta aihi naawaa" - hurrying

couges delays, the flip side of which is "Tahiya sannu sannu,

kwaapaa neesa" -~ travel slowly and carefully and you will go

far,

s v—

Entirely GON Produced

A final suhset of services includes those which herders
cannot produce at all: they must be furnished entirely by

outside sources, e.g., road construction, deep wide-bore well
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or bore hole consiruction, elaborate hospital and veterinary
facilities, etoc. Yet here argain their interests are at gtake.
The arguments in favor of obtaining meaningful herder partici-

pation in decisions concerning such projects apply here as well.

Jurisdictions Providing Services

The sccond question posed above, i,e., at what level should
gervices be provided, demands a complicated angwer. As a
start, one can say the gmallest unit capable of doing so should
provide the service. Promoting autonomy for local herder
associations, assuming nublic opinion in each is relatively
homogeneous because asgociations are structured along lines
set out above [see pn. 54-58], should reduce decision-making
costs (the combination of time and effort, and potential
deprivation costs) assoclated with achieving commitment to
an activity and then implementing it.

If a local association wishes to delegate someone for
human or veterinary health care training, or to take a loan
to construct a small-scale millet storehouse, or to purchase
millet to assure supplies for group menbers, it should be
allowed to do so, assuming its credit rating is adequate.
Problems which ¢ e large scale, e.g., deep, wide-bore well
construction, security for credit extended to herders or local
agsociations, etc., will have to be handled at the nastoral
unit herder association level. This increases decision-
making costs - time and effort - because the consensus may be

more fragile or non-existent, necessitating bargaining (log-
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rolling') before a decision can be reached; dependence on
outside participation which may or may not materialize;
higher communication costs imposed by longer distances; and
possibility of greater deprivation costs. Some of these
costs, unfortunately, may be unavoidable, ©.E., credit
gecurity through adherence to the larger groupe. Others are
a function of GON policies which envisage broader policy
goals, e.Z., food self-sufficiency for Niger and a regulated,
because GON-controlled,caereal grain market to guarantee
reasonable prices to consumers. Costs associated with these
policies may eventually be reduced if GON policies change,
e.g., termiration of subsidies to millet consumers, unifi-
cation of black market and controlled market prices in a free
merket price, jncreased production and greater grain gtores

available to pastoral zone regidents.

Terms of Service Provision

The third question, the terms on which various services
should be provided, imnediately raises questions:concerning
fipancing measures. These are treated below [see pp. 121-31
In general however it would appear desirable to avoid providing
gervices gratis and to provide them on a pay-ag-you-go basgis
whenever possible.

For instance, health care for humansor animals could be
provided free by volunteers. [lowever, if trained individuals
are to he expected to make efforts to learn more and to wake
their skills generally available to fellow members of the camp

group over a long neriod of time, they will probably need some
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remuneration, This could be nrovided in the form of a small
charge for services and medicines rendered, just as patients
tynically pay local bone-setters, charm-writers and others
who produce medical services. Obviously, where local mores
decree no reward, e.g., ad hoc nidwifery among the Wodanbe (?),
the issuc of compensation will have to be carcfully gcrutinized.
Willingness to pay small amounts for gervicos indicates,
importantly, that they are desired. This 1s one good indiocator
of worthwhile goods and gervices, and of performances that
merit reward. It also preserves the legitimacy of voluntary
action in those situations (short-term self-helpn, representation
of the camn community) where voluntarism is indispensable.
Demanding to often that some make voluntary gacrifices while
others - who don't often nake those sacrifices - get something
for nothing can in short order terminate civic consciousness

rather than strength it.

Range Management Activities

nCa, c'est un noeud de vipéres," to say nothing of a
Gordian knot. Range management involves decisions about land
use practices in the pastoral zone. land use practices turm
on siting of and allocation of contrnl over water sources and
pastures (in tirmes and places where water is not a constraint),
up-zrading of nagture resources, regulation of zrazing nressure,
and control of agriculture in the pastoral zone.

Again, the same three questions are relevant: who should

decide which of these activities should be undertaken by herder
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asgociaticusy by what Jurisdiction(s) and on what terms
should regulation occur? All the difficutlies associated
with attempts to regulate common property resources where
supply no longer covers demand are potentially present here.

These problems of pasture management can only be dealt
with in the long term, when and if some sort of viable
herder associations have taiken hold in daily affairs of the
pastoral zone. Pasture management issues thus will be
tackled in most project area-subsectors after service and
goods provision operations have proven themselves.

Several background comments will be helpful herc.

1. Herder associations and cooperatives will be voluntary
associations without powers to impose taxes, or coercive
sanctions, because the option of free exit will remain open.
Yet pasture management, 1if justified as an enterprise by
resource degradation or by pasture improvement possibilities,
will require enforcement of certain rules.

2, In some areas pasture management may be feasible through
control over water points. In others it will involve direct
enforcement of boundary rights (demarcation and maintenance).
It boundariés can be maintained, grazing rights might con-
ceivably be marketed, on a priority basis to association
members and then to outsiders if additional forage supplies
remain. As another ontion, grazing rights might be sold only
to outsiders (assuming a fodder surplus), all members having

a vested right to graze animals within the association's
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jurisdiction. Finally, surplu: grazing rights might be
traded to herders from fodder.deficient associations, as a
gtratcgy to reduce risks to which drought would exposge
members of the local association. Whatever options might be
developed alonz these l1ines or others, their value will
depend directly upon feagibility ot upholding relevant
agsociation rules and rights.

3. If exit remains a freely availabla option, motivations
must be intense for jpdividuals to remain members in good
standing of the association, by paying dues, resnecting rules
and abiding by terms of sanctions imposed for violation of
rules. llembers must remain in the association in the face
of constant temptations to play the role of holdout, and
benefit by withholding dues, putting more than one's fair
share of animals into the commons, etc.

4. Control over water, pasture, access to credit and to
assured supnlies of millet and bnsic necessities seem the
prima facie most interesting activitics through which asso=-
ciations could gecure members' commitment to common goals and
behavior necessary to realize them. These points will be
discugssed below.

5, Ingtitutional design of associations and of pasture
management programs shonld constantly seék to reduce possi-
bilities for internal and external confrontations: associa-
tions and programs will be too fragile to withstand more than

a very limited amount of tension.
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6. If tensions cannot be resolved within the political
process of an association or by recourse to impartial internal
or external arbitors or judges, they may end in violence,

\lore than a vory little violence may signal thoe end gf asso~
ciations, 1f they arc seen bv GON officials to he reagnonsible
for outbrecaks hecausc they are incapable or unwillinz to
contrsl their members: maintaining peace and order (eere,
no sword-play over pasture boundary rights) will remain one
of GON's very top, if not its top priority.
Determination of Range

Managewment Activities

lhe need for range management, as sugzested above (np. 3-4)
as well as the feasibility of range management (including up-
grading) in the NRL area remain problematic. Basic vegetation
patterns may not be degrading, if the ranze has been essen-
tially composed of annual grasses in this century. Iowever,
this has not yet heen demonstrated, and sore indications exist
that degradation is indeed occurring.

The advance of agriculture - or its gnot occurrence - in
the pastoral zone poses another sort of threat to range
maintenance, for several reasons: conversion of pasture to
field, effective privatization of parts of a formerly common
property resource, intensifying nressure on the remainder of
the common property, threct of wind erosion from both of these

major causes [for details, sce .Appendix I, pp. 180-81 .

Imnosed Management Programs?

The range manacgenent technical specialists will produce
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conclusions about evolutior. of range quality, and technical
feasibility of doing something about it if necessary. Experts,
or GON officials might noxt propose actions which herder
asgociations would then be expected to implement. This
anproach clearly risks uninformed decision-malking and unintended
gide effects. If wonld however have the advantazo of a cen=
trally-planned and -coordinated approach to managerent which
would settle by fiat many prickly issues which will inevi-
tably arise and plague other, less hierarchical decision-
pnaking processes concerning range raragement and water resource
development, It is conceivable such decisiors, once taken,
would be adanted to by =zore herders as fixed narameters if they
could be enforced. Difficulty of enforcement 1is clearly
a separate issue.

tnforcement feasibility is a function in part of the
extent to which herders perceive they can "live with" conse-
quences of imposed solutions. If herders believe measures
nroposed are eqnitable, and recalcitrants will be forced to
comnly, resistance might be minimal. This might permit
development of orderly, reciprocal evacuation agreements
between adjacent and even distant pastoral unit herder asso-
ciations, which would come into play when one or another was
struck by a localized drouscht and inadequate fodder supplies.

Autonoious Local Range
\anarenent Procrarms?

Another approach would involve allowing herder agssociations

to handle range management problems on their own, with their
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responsibility running across all issues, from control (elimi-
nation?) of agriculture to well-siting and exploitation, up-
grading pasturcs and contingency planning for Aroughts.
Associations could decide to handle problems cither at the
pastoral unit level, or at the loeal level, or not at all.
'hey could call on projecti resources for assistance Lf they
desired it.

This aporcach builds in - if decision rules suggested
above, Systems II or III, counled with System B, are adopted -
legal encouragement to herders to assume responsibility for
their own resource base, and a franewor! wwhich would nromote
considerable discussion of, and flows of information about
aspects of this set of problems which herders consider signi-
gicont. It would not, probably, guarantee rapid action, al-
though legal authorization to manage association lands and
to devoelop water resources in ways association members saw
£it would certainly operate as a nowerful incentive to herders
to (a) become members of the association and (b) to maintain,
or irprove, the resource, especially if nossibilitics of
reciprocal relationships with surrounding pastoral unit
herder associations corcerning nasture sharing in fodder
shortages were unclear. Along these lines, local associations
might, for instance, adopt some of the innovations nronosed by
Bud Rice [1981].

A note of caution should be sounded here: decisions are

likely to be taken slowly, given this organization of the
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rules of the game, but for several different reasons.

First, the rig of the game will promote congensual
decision-making. Because the decision-making matrix will

be quite complex, both within the pastoral unit and in 1its
external relations with other units and herders, and because
interests involved will be fundarmental, a long period of
exnerimentation with partial, and probably low-level,
svlutions will be necessary. Pe0ple will need to familiarize
themselves with consequences, loopholes and leeways inherent
in a set of decision rnles before they can begin to comnre-
hend realistic alternative possibilities of range management
and control, nuch less wake decisions among ‘them. And the
whdle system will probably require constant adjustments as

it evolves over time. In all probability, it will never
arrive at an equilibrium position which could be crystallized
into "The Grand Solution".

Second, action might not be forthcoming, not because of
complexity of decision-making involved, but because some, many
or all herders, or pastoral unit associatioms, simply do not
perceilve range degradation as a problem, or expect benefits
of up-grading to justify probable costs. In this case,
attempts to imposc range management practices through a
consensual nrocess will fail. DBut on the othcr hand, attempts
to impose such practices from the top down will predictably -
in licht of the divergence in perceptions between base and

apex - provoke passive resistance, or at least hearty non-
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cnoperation: arguing conservation to those who see no need
for it is a quixotic venture, despite its frequent occurrence.

Third, action might be hampered, not because decisions
involved are so complex, but simply because herders doubt
decisions can be fmnlemented. It would take time to build
confidence in new institutions: that horders did have
authority to control their own pasture and water resources,
that other herders, from outside the pastoral unit, would
respect those decisions and comply with them, and that in
cases of disnute, the association would be backed up by
administrative authorities sitting as judges and by judicial

ofticials, if apvoeals went that far.

Hybrid, Cooperative Approach

Finally, a hybrid apnroach might be essayed., It could
begin from the principle that associations had the final say,
but permit technical agents and other interested/qualified
parties to suggest solutions or engage in negotiations' under

pastoral unit herder association authorization.

Jurisdictions LEngaging in
Range Management

Here again, the aporopriate jurisdiction should be deter-
mined by scale of the problem involved. General 1linits, for
instance, on agriculture in a pastoral unit would presumably
involve a unit-wide decision: 1land converted from pasture to
field reduces overall fodder resource potential within the

unit, and so impinges generally on herders' interests if
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the entire pastoral unit is treated as a common pronerty
resource by all members of all camps within it. Hotwvever, on
this assumntion it would make sense to delegate to local units
authority over placement of fields within the local area.

If however the pastoral unit was subdivided into mutually-
exclusive pasture subsectors, each controlled by a particular
camp, then decisions could be taken at that level about
reasonable proportions of farmland to pasture, as well as
f£ield locations within the unit.

Negotiations with other pastoral units could be handled
either by the nastoral unit association, or by local hierder
associations, If it is thought advisable to fragment the
dispersion process, comparable to the manner in which evacua-
tion of droucht zones now occurs, then each local herder asso-
ciation could seek out its own contacts in all directions. 1If
it is thought advisable to regulate things at a higher level,
then the pastoral unit association would be the appropriate

vehicle for external relations.

Terms of Range Management Regulation

One could attempt to impose a solution, with or without
prior consultation (or subsequent consultation, to modify
rules jn light of perceived implementatign oroblens). One
could allow peonle to have recourse to their own devices:
they would know, or could discover, if reciprocal agreements
are workable, whether nayments need to be involved, whether

association could purchase "drought options™ to move stock
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into the territory of an unaffected association ("unaffected"
to be defined before the ontion is let), etc. ‘hese kinds of
deoigsions are intimately intertwined with cultuml docision=-
making patterns and mores, and would anpear to he a problem
area ideallv suited for herder association control, either

locally or at the pastoral unit level.

Sumnary

This chapter raised a series of issues, first concerning
garvice provision and then in the area of range management,

The intent, in specvlating about which issues shonld be tackled,
by whom and at what levels, was to nrovoke further reflection or
[ethnozraphers] reasonable goals for herder associations, but
also to indirectly suggest areas associations might be better
advised to steer clear of, because they are so patently fraught
with difficulty. Evacugation agreements at the herder association
level seem to fall into that category, at least for the nresent,
and until (if ever) the structure of herder associations and
their authority are very strongly established.

The fact that such developments are not likely to come
rapidly, given the proposed herder association decision-making
mechanisms, should not be taken - for reasons mentioned above -
as justification for a top-down, interven?ionist anproach. The
surer approach would evidently be to let people explore new
iastitutional possibilities for solutions once they clearly per-

ceive a problem, e.,g., range degradation.



VIII. FINANCING HERDER ASSOCIJATION ACTIVITIES

Introduction

This chapter flrst reviews the background of herder
association financing difficulties, throush a brief reiteration
of materials developed earlier in the report. It then exanines
conditions for overcoming these difficulties, and makes some
suggestions about possible approaches.

Herder Agssociations
as voluntary Associations

llexrder associations will be voluntary agsociations.
General policy prr:ferences announced by President Kountché,
detailed GON statements and decrees, the political theory
underlying the Development Society concept and the dogma of

Animation Rurele, as well as the Nigerien law governing volun-

tary associations, all combine to male this clear.

Two serious prob ems flow from the voluntary character of
future herder associations: insuring participation and
insuring financial viability. They are interrelated. Doth
must be confronted if herder associations are to heip bring
pastoral zone residents more fully into the mainstream of
Nigerien life. Let us begin with the thorny issue of

participation.

Insuring Participation
Development Society discussions and Animation heavily
emphasize benefits of improved comrunication between GON agents

117
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and rural nmasses in "chanzing mentalities” and motivating
individuals to do their bit for Niger and fellow Nigeriens.
Implicit in this reasoning is the assumption that peasants and
herders remain ignorant, to this day, of the value to them of
GON programs, Thereforo they remain inert, passive, non-
participants. But better information will change their
interpretation of events, reveal to them their own long-term
gelf-interest in cooperating with state programs, and presum-
ably, will encourage participation.

The argument stressing the need for consciousness raising
in this sense 1is offered almost as an article of faith by
Anization [interviews, Director Salao Xané, Rural Extension
Service, Niamey, 1/16/81, 5/23/81]. It is asserted that rural
Nigeriens, once aware of their own interest in collective acti-

vity, will participate effectively on a voluntary bagis as

levels required to achieve diverse goals, [However, the process
of consciousness raising is admittedly a long, slow one.
Another interpretation of non-participaticn is possible
however. It assumes comparative enlightenment among rural
dwellers about costs and benefits of GON programs, as these
appear in the context of real activities at the local level.
Examination of rural development efforts in other parts of
Niger reveals many comnonent nrograns have failed to achieve
(soretimes unrealistic) goals set for them in terms of modifying
conditions of 1ife in the bush. 1In this sense, individuals'

bottom-up calculation of the net value of participation to them
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may be more accurate than top-down ones.

It so, then non-narticipation is a highly significant
phenomenon: it suggests programs do not meet user needs and
shonld be modified to produce real bencfits for notential
particinant/consunmers.

Yet another internretation of non-participation is possi-
ble. !lere, weakness¢s in institutional desisn becoire the
focus of analysis. These weaknesses, it can be argued, vitiate
otherwise valid programs by encouraging at least some peasants
to purasue strategies which serve their own narrow gself-
interest, at the common expense.

This is narticularly the case where public goods have to
be provided or common pronerty resources manared on a voluntary
basis. Because of the nature of the goods produced - public
security, or better quality pastures, etc, - the unprincipled
can benefit from the contributions of others without bearing
their fair share. ihen the others, the voluntary sacrificers,
realize this, they have good crounds to be upset...and to
discontinue their own efforts for the common welfare.

One can criticize the unprincipled for their failure to
sacrifice, and try to "change their mentality". But it might
be more productive of desired behavior if institutional tinker-
ing were substituted, at least in part, for hortatory rhetnric.
The iuplication, in other words, of non-participation from
this perspective is: gains can be achieved by reducing possi-

bilities, through institutional redesign, that hold-out strate-



gies will work successfully.

A combination of these interpretations may best explain
some cases of non-participation. Others may be best under-
stood as consequences of nopular ignorance, or realistic assess-
ment of practical disincentives to participation, or failures
in institutional design which invite the clever and unscroup-
ulous to shirk legitimate burdens.

It behooves us to keep these possibilities in mind as
we try to design herder agsociations for the NRL pronject area.
Better nompunications about program goals, better benefits
and sounder institutlonal designs should produce greater rates
of participation. But can they be achieved, these communications,
benefits and design goals?

let us focus on the issue of institutional design. lany
Nigerien rural development pro grams have suffered from failure
to address the hold-out possibilities inherent in the rules
governing program operations. Such nrograms try to produce
public goonds (those in which the good, once produced, if freely
available to all, e.g., improved environmental quality, better
herd or human health levels) or improve common property
resources without restricting access to them (e.g., publioc
watering points on common range lands).

Individual users then ratiornally seel those goods at
bargain rates, In other words, if they don't have to nay for
them, they won't,

If the zoods in question depend for their quality in part
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on efforts of consumers to use them wisely and to naintain
them (e.z., rational nanacement of water points and asgociated
range lands, naintenance of environmental quality or herd
health, protection of satisfactory credit ratinrs as guaran-—-
teaa of access to crodit in the future at reasonrahle rates),
then hold-out strateglcs will lead cventually to ernsion of
the quality of the zoods involved, or perhaps they will just

no longer be produced, leaving the user comrunities worse off.

Overcoming Desi Weaknesses
of voluntary Essociations

To avoid this outcome, gtrategies to circucvent flaws of

voluntary organization rmust be found. Unfortunately, they
are fairly few in number. They includer
1) exhortation;

2) informal nechanisms of coercion adequate to induce
reasonable compliance;

3) outside financing
4) indigenous- financing arrangemnents; and

5) separable benefits,

Zxhortation
The first method, exhortation, lies at the heart of
Nigerien Animation theory and practice, and is clearly central
to Development Society thinking as well,'as has been noted above.
For NRL nurposes concerning herder associations, exhortation
is probably a low priority: GON agents can be relied uvnon to

nursue programs of public~information and enlightenment, and
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those associated with field lcvel developnent of associations
will certainly function in part as extension agents and infor-

mation relays.

Iinformal Coercion

The remaining strategics may be more rewarding 1f only
because they haveubeen pursued with less intensity than the
communications ploy.

Informal mechanisms of coercion may exist and may be ade-
quate to induce reasonable and necessary compliance with
asgociation rules concerning some activities, cnntributions
and narticination. Project ethnographers need to nursnte this
cuestion in great denth as they examine issues related to,
e.2., provision of health services, water noint and range
management, credit supply. Bvidence exists thati comnulsion
is feasible on some issues, in some contexts. Prudence sug-
gests some skepticism on this point however, }aliki's remarks
about erosion of the \Wodaabe Way, as well as the nossible
inability to ceneralize it to areas of herder association
activity, the frequently remarked facility with which Todaabe
shift allegiance from one camp to another, one 'ardo to
another (at least in some naris of the NRL project zone), the
rulaxation of imajeuren control over eklan in some settings,
and the converse suspicion in others that control has becn
reestablished, or never rcally lansed, all suggest informal
coercion mechanisms may be too weak in many cases to be

reliable, and too strong in some others to be relied unon in
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good faith. Thus the third through fifth strategies merit very
gserious consideration...of both their advantages and their

wonlinesges .

Financing Asgoclation Activities

Who should pay for what in converting herder agsociations
from an idea to a going concern? This question raises a host
of issues because modalitioes of fund-raising and payment can
be expected to influence behavior. What effect does funding
from different sources have, for instance, on member partici-
pation self-help and self-managment? What are chances of
associations functioning without outside assistance? What
are chances of subsidized herding associations continuing to
function once outside financing is reduced or cut off? How
do funding sources and terms affect performance of those who

may be employed by herder associations?

Outside Funding Cnly

One nossiblc solution to funding nroblemns is to rely
entirely on outside sources (GON, XNRL, etc,) In the short run
this solves financing issues, and would allow association offi-
cials to supplement voluntary activity with paid work. But
over the longer term outside firancing may create several other
serious issues, e.,g., total dependence on that source br
funding. If this sort of dependence develons, nf£ficials (and
members) nay, to maintain financing, abdicate criticism (or

even feed-back of any kipd) to avoid offending the donor. In
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ijts worst form, this kind of dependence develops into a
goneralized attitude that "the state will provide", not just
money, but ideas, programs, personnel vy implement, evaluations,
ete. The clichéd about '"lle who pays the piper calls the tune"
did not attaln proverbial status becausec it was a hon mot but
because it caught the essence of common cxnerience. If that
nroverb has any relevance for herder association nronosals,
it suggests self-management and se'f-help aspirations will
be gutted by entire reliance on outside financing.

One might reiterate, in this context, that there 1is clear
Development Society opposition to development as a hand-out
operation: self help is an important princiole.

Indigenous Financing
Arrangenent

An alternative to outside funding is the possibility of
indigenous financing arrangements. Do people take up collec-
tions for amny purposes? If so, what are they? Can these sorts
of accumulation institutions be extended to provide financing
for herder association activities?

Can other traditional forms of wealth constitution be
used, e.g., the Tuareg elkh habus (spellirg?) donation which
appears to be a sort of open-ended trust fund [Interview,
\fouharadoune Abdourabahi, road from Ibéqéténe to Edouk,
2/07/81]. Both of these suzgestions may be no morc than
straws in the wind, but nerhaps they will suggest other insti-
tutions which might be turned to advantage as a means of

partially financing herder assoclation activities,
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Separable Denefits

Another local avenue of financing turns on nossibilities
of adding overhead charges to costs of consumer goods, e.g.,
millet, salt and basic necessities, human and animal medi-
cines and treatments, animal food supplements, which nicht
be marketed throngch the association on cooperative principles.
If such sales were handled within a pastoral unit through
creation of a cooperative store under UNCC auspices, money
which would normally be rebated to cooperative members could
be allocated, upon vote of the cooperators, to financing opera-
tions and projects approved either by local or pastoral
unit herder asgsociations. The same of course would be true
i? the association directly marketed consumer goods, without
developing the UNCC connection.

If sales were handled directly through the association,
overhead could include what would in effect be a sales tax
to finance association activities. Under the Nigerien law
of associations, dues can be collected without prior authori-
zation [Ordonnance No. 75-11 of 13 March 1975, Art. 11].
Rebates are clearly authorized under UNCC regulations. The
sales tax to directly finmance association rfrtivities would
nrobably require special authorization.

Financial activity of this sort would also involve the
obligation to maintain adequate accounting records, so finan-
cial activity could be controlled by the administration
[ordonnance No. 75-11 of 13 March 1975, Art. 11]
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Millet supply, as suggested elsewhere, is a delicate topic
[Appendix III, OPVN, pp. 239-42 ]. UNCC may provide access to
millet-stores, if OPVN continues to face pressure to reduce
its costs, narticularly concerning subsidies to support low
millet prices and to finance a widespread distribution net-
work. This anpears to be the case, Faced with pressure to
reduce costs, OPVN may be happy to farm out part of the col-
lection/transportation/storage/transportation/distribution
business to cooperative organizations (or herder associations?)

Success of such an operation would depend upon two things:
first, authorization to the coops to buy/sell directly to/from
each other, without having to pass through OFVN,

Second, cooperatives (herder associations) must be
allowed to pay prices sufficiently attractive to the southern
millet producers that the southern agricultural cooperstives
will in fact be able to consiitute reserves/stocks from which
they oould allocate a percentage for sales to herders'! coopera-
tives or associationas.

This could occur either because cooperatives woulid be
speoially authorized to pay higher than going rates fixed by
the GON for cereal grain purchases and sales (unlikely, since
that makes OPVN's task the harder), or OPVN policy would
return to its origiral orientationmn. In' that conception, the
agency was to operate (1) as a famine reserve maintenance
organizaition; (2) to maintain a floor under grain prices to

prevent needy peasant producers from being explolted by
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speculators directly at (or even before) harvest time,- if
they must sell to cover pressing expenditurcs, at least they
would get a falr price; and (3) to prevent exhorbitant prices
to millet consumers, by dumping supplies on the market when
the price goes through a particular pre-established ceiling.
This reformati- of OPVN's activity, from one of trying to
fully regulat the market to one of merely trying to exercise
gome indirect influence on the range of real, market-made
prices, seems likely; it depends on the current director
of the agency, M. Adamou SOUNY', enjoying some success in his
efforts to redirect OPVN policy.

Note that in this context, OPVN pricing policies are not
determined by the parastatal alone, but by & staple grain
pricing commission.

Sale of watering rights and grazing rights offers another
possibility for local financing, if GON policy eventually
permits vesting such rights in collective herder agsociations,
Agssociation ole in

Controlling Services

The sorts of services, the nature of rebatea from market-
ing or consumer cooperatives (12 the latter should be intro-
duced through pastoral associations or cooperatives) and the
extent of service charges, total overhsdd or rebates to be
devoted to finamcing herder association activities would be
matters for the general assambly to decide.

These sources will generate meager funding unless prices
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demandod make the products and services attractive in the
local context, and supplies can be acquired to meet local
demand. If these two conditions can be met, such an approach
to financing offers interesting possibilities.

It also affords a measure of association performance, in

gituations where supnly 1is adequate to meet demand. If
peonle are willing to nay the prices, so much tho better.

If they are not, then either the products are not desired, or
competitive pressure exists in the area which may force
prices down to the point where no sales tax can be assessed.
At that point, another solution to financing nroblems will
have to be pursued.

Joint Local and
utsilde naing

Another solution, highly likely in fact to occur, would
combine funding from local and outside siurces, Looal sources
would be used as much as possible; outside sources would sub-

gidize in a limited tashion and for a limited time only.

Purse Strings and Control

Local narticipation in financing may be fundamental in
convincing herders they (a) have a stake in what their associa=
tion is doing - because they're paying for it. as well as
recelving benefits; (b) have a stake im'controlling their
officials' performances, because they're paying for them; and
(c) have a right to criticize proposals and programs suggested

and implemented by outsiders.
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Who should in fact receive compensation for efforts on
behalf of the association is a critical issue., It 1s one which
by right,interest and knowledge, should be decided by local
herders or their elecoted delegates to the pastoral unit
herder agssocilation assembly. There is much talk about the
neced for NMigerilens to volunteer and to sacrifico for the good
of their country, as already noted above. One suspects these
are not new concepts in the pastoral zona2, although in earlier
times the camp, the tribe, the clan, the confederation were
probably the foci of efforts and sacrifices lor the common
good. But it is difficult to call these concepts into play,
especially in a changing situation. \lost technical services
and development projects, in a hurry to achieve technical
goals, refuse to wait. Instead, they pay for short-term
results. Frequently people's willingness to volunteer
declines because they know such activities are remunerated,
if not in their area, then in neighboring ones. Et tu, NRL?

Short—term activities can be undertaken on the basis of
voluntary labor, for instance, well construction whe.e the
water table is reasonably shallow, perhaps millet purchaging
in snuthern markets, creation of holding pens for association
animals, attendance at pastoral unit general assembly meetings,
etc.).

Payment is probably inevitable when efforts must be sus-
tained regularly over a long time (operation of coopnerative

stores, maintenance of animals owned by the assoclation,
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provision of human or animal health services, relatively
constant contact with representatives of technical services,

etc.)

Remuneration levels ought to be determined by local herders

or their representatives, who have a much clearer sonse of
the local value of an activity than do outsiders. If local
people are not willing to fund an activity, several explana-
tions are possible: (a) it should be handled on a voluntary
basis, in terms of local customs; (b) the activity wonld
normally be paid, but 1t is not valued highly enough by locals
that they will pay for it; (c) it would normally be paid,
people value it highly enough to pay for it if they could, but
they lack the money to do so; or (c) it would normally be
paid, people value it highly enough to pay for it and they
can, but suspect that by refusing to, they can extract partial
or total financing from outsiders. In such a context it is
obviously difficult for outsiders to determine which nossi-
bility applies in a particular case, because hargaining
considerations iufluence people's private a.d nublic nositions.

If (a)apolies, many people may still feel it would be nice

to get someone oun the outsiders' payroll, If (b) is the case,
the service may not be valued enough to fund it by local means,
but if subsidies are available, neither they nor the service
will be refused, Ixplanations (c¢) and (d), finally, are
extremely difficult to sort out.

The tendency in much development work has been to jump' to
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the conclusion that local rcsources are inadequate, or that
nothing will happen without outside intervention, Or that,
whatever the local considerations, they are overridden by the
controlling need to "move donor monies"., So projrams are
funded, often at the cost of foreclosiny any futurc forms of
self-help, self-financing and sclf-rmanaccrment.

A rule of thumb in this regard would be to refuse outgide
partial funding to any local program, some nercentage of the
cogt of which was not supported by local contributions in the
form of dir:ct donations, labor inmnt, collectively allocated
rebates or sales taxes, etc. Or activities might be categorized
into those which 1lncals would be exnected to totally or par-
tially finance, and those which outsiders would fund in toto

(e.z., road construction).

Sumnary

This chapter confronted issues of association viability
which flow from the inability of voluntary organizations to
coerce either particination or contributions (taxes). 1!eans
to overcome these weaknesses were reviewed. They include
exhortation, informal coercion, outside funding (including
loans), indigenous financing institutions and separable bene-
fits (nrivate goods or services) which are gufficiently valued
that association ~erbers will nurchase ther on a cost-plus
basis, with the "plus" heing used to finance asgsociation opera-
tions. ©Estirates of the nrobable value, advantages and dan-

gers of each of these sources were then disonussed.
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IN, JERCER ASSOCILATIONS AMY TUTELARY AGLNCIZES

Introduction

A dilemma generates thc discussion in this chapter. On the
one hand herder associations need autonomy to defcnd rembars!
jntercsts and to keep their own officials under cnntrol. Oon
the other, tlecy need a strunctured relationshin to the ((ON, to
secure a rccognized nosition within the politico-administrative
hierarchy and access to goods and services, as well as techni-
cal information, which they cannot produce themselves.

Herder Association Autonory

The first point needs little amnlification. It was dealt
in Chapter VI on "Officials, Tlections and Vecisions." To very
briefly restate those arguments, if a constitution is chosen
which concentrates power in the president, he will likely suc-
ceed in capturing the game, If, as in System I, executive
officers are chosen by a board selectcd by the nastoral asso-
ciation reneral asserbly, that individual who controls the
executive grovp will be rositiored to function as contact nan
between the aszonciatinn and GON officials and technical agents
(or to control whomever fulfills that role if, as in the Niger
Centre Zst proposal, there is an official for .xternal affairs.

Zven with the somewhat greater safeguards against execu-
tive autononry built into System II and even moreso, into
Systerm III, very real danger exists that tire top crecutive

officer will be able to rig the game in his favor.

132
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Once he does, his relative control of resources and outside
contacts will nrobably allow hir to extend his hold on the
office (through ranipulation of, or disregard of, constitu-
tional rules) [counters, either through anneals to the tutelary
authority, or through judicial nrocecdinss, are congidered below,
np. 156-76). The president might nsc the nrestige of increasing
yoars in the job to advance interests of his ncrbers; he could
as well use it to abuse those interests, while consolidating
his position as an important patron in the pastoral associatimm
jurisdiction.

Limitations on tenurc, of the sort nronosed as modifica-
tions of System I-III, would counteract this tendency. r'xis-
tence of scparately elected "conseiller" and member gervice
providers who constitutionally owe allegiance directly to the
general assembly rather than to the exccutive nfficers or to
the board would also help disconrage development of dominant
executive nower within the association.

ferder Association Nelationship
to GON llierarchy

The nther horn of the dilerma - the need for a secure placé
in the hierarchy providing channels to goods, services and
technical information beyond the self-nelp capacities of
associations - exists because of the poséibility of dominant

bureaucratic nower, This noint rerits attention.

Autononous Associations
It would Dbe possible to allow herder aggsociations to con-

stitute themselves and function without operating under the
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aegis of a specific azence de tutelle. Agencies wonld simply

reply to herder association inquiries for services once
agsociations had legitimized themselves through compliance
with recistration conditions established by terms of Art. 6,
Ordonnance Mo. 73-11 of 12 March 1975 (general law of asso-
ciations)., *~ach would then be onc of many autonomous, solf-
administerirg units, authorized to promote well-being of
their members,

To establish such associations is, in fact, the final
goal of Development Society initiatives.

Difficulties with this anproach are very clear., Fron
the civil servant persnective, such associations would be
suspect because not carefully controlled by an approprizxe
GON tutelary authority. This suspicion would easily translate
into hostility, and would srobably finish off chances of a
rnutually productive rclationship between the asgociation and
relevant GON technical services,

Second, just because things still do occur in Niger
through channels, and because most herders lack the contacts
necessary to get into those channels, asgociations would
probably be thrown baclk totally on their own nowers and
resources. It is not suggested here that an association needs
an adrinistraptive natron to succeed; but rmost herders would
not even know where to bezin lookirg for burraucratic nro-
viders of relevant services, nor would they be guaranteed a.

cordial recention if they went searching, at least in the
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initial neriod of an agsociation's existence,
Technical Agency Tutelage
of Agsociations

An alternative is to place associations under direct
tutelary authority of some (:0k line agency (Elevare,

Ani: ation, UNCC, gecneral administration). 'This develops a
clear line .of advice, counsel and agsistance for associations,
but risks as well their capture by the line agency, and
development of a suffocating dependency of associations on

the agency.

This is a serious drawback. It has been arcued above
that associations should be flexible and should seek to
creatively adapt their activities to local opportunities and
needs. Tying them to a single line agency, e.g., the Live-
stock Service, heightens possibilities that associations
(a) will be formed in the image of the tutelary agency and
(b) that other agencies will be excluded from the scene,
through normal processes of bureaucratic competition for
spoils and infighting, as strategies to advance fortunes of
the tutelary agency and undercut those of others.

(a) above follows 1if one assumes aggociation officers,
"oorseillers" and service nroviders will not initially have
much barcaining power to extract gervices from a line tute-
lary agency. Assoclation renresentatives can then have two
responses.

First, they can give up and withdraw without ewver having



136
become involved, or wait passively for whatever goods, infor-
mation and services are doled out by the tutelary agency - in
either case short-circuiting the entrepreneurial role of
officers and "conseillers" beforc it ever develons.

Second, they can attempt to becomo a captured clientele,
heavily dependent on wishes of narticular individuals fronm the
agency with whom they have contact. They will therefore be
apt to comply with those wishes, to ingratiate themselves

ad individual, reliable clients, in hopes of extracting, in

the long run, versonal benefits (some of which may be shared
around to build personal sunport within the aggsocdation).

In effect they would have sacrificed any advocate/defender
role vis-a-vis association membership, devoting their time
and energy instead tn psyching out wishes of tutelary agency
personnel.

(b) above - exclusion of other agencies if tutelary
authority is lodged in one - follows if one assumes associa-
tions might become useful channels of contact with nomads.

The service which brings that one off is going to be in for
a deal of praise ("They corralled the elusive herdersl™).
Presunably able bureaucratic politicians wili realize this
and will invest effort, if the agency-aagsociation relatiuvn-
ship begina to ripen into a fruitful oney in converting it

into a chase rardée. This means in turn that benefits which

mizht flow to associations fronm contacts with other technical

agencies will be foregone.
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GON Administration Tutelege
of lerder Associations

Asgociations could be subordinated directly to local GON
administrative officers, e.g., subprefects or administrative
post heads, This would offectively tighten up the tutelage
which such administrators would normally excrcise over voluntary
agsociations in the course of their normal duties as: Interior
Ministry officials. But these general administrators' manifold
duties are time consuming. Distanaes in the project area from
camp to camp are also sufficient to discourage administrators
from contacting associations on a regular basis, Administra-
tors furthermore have very few subordinates - a handful of
Republican Guards, in most cases - to whom they could delegate
responsibility for supervising association affairs., Republican
Guards, by activity and training, are ill-suited to encourage
and foster association attempts at self-mamagement.

A final point favoring separation of agsociations from any
direct dependence on the chief GDN administrative officer of
the jurisdiction: the latter, if he is not directly involved
with associations, may offer recourse in situations where
the association encounters difficulty with technical agencies
or individuals. Were administrators the tutelary authority
however, chances of appeal of disagreemepts or misunderstandings
between association representatives and the leading GON admin-

jgtrator are minimal. The subprefect or chef de nogste 1s the

most powerful person in the jarisdiction. Most others are

loath to challenge his decisions: the ohances of losing -
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badly - are grcat. That sort of negative prospect would not
cncourage independent entreprencurship by aggociation repre-
sentativcs-[see additional cocments on this point below, p
Livestock Project Tuteltge

of ilerder Agsociations

Maintaining an open game within a strone asuociation is
the goal. It cannot be over-cnphagized, The project format
ig the form of tutclary rclationship between herder associa-
tions and t..> administretion thus far adopted by GON. It is
common to both the agrizultural zone (productivity projects)
and to the pastoral zone (livestock projects). In effect,
as a result of donor-GON negotiations, project adoinistra-
tions (NRL, Niger Centre Est, Sud Tamesna) have been inserted
between the herding population and the Livestoclk Service,
the line agency with seneral authority over livestoclk questions.

Given this recent nistory, the project is probably
preferable as the tutelary agency. First, it is the currently
accepted form; mere inertia will suffice to lkeep it that way,
whereas substitution of any of the other tutelary relation-
ships outlined above would meet resistance. Second, while
the projects are headed and staffed to a large degree by
individuals whose technical training ies in livestock natters,
each of the above projects contains individuals able to deal
vith eco-socio-nolitical issues involved in development of
agsgsociations as gzoing concerns, Project mandates indeed

stress herder welfare as well as improved livestock produo-
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tivity. Thus more general frameworks rather than a narrowly
technical approach can predominate in the projects, as a
result of interaction betwecen differont perspectives.

The role of NRL then should be to run interference for
associations during both pilot and any subsequent phases.
It could deliberately encourage differences in association
structures. This would make the point that differences will
be accepted (actions speak louder than words), thus not only
tolerating, but legitimating entrepreneurial experiments by
agsociations. It would also permit NRL personnel and herder
assoclations through them to gain comparative experience
during the pilot and eventual subsequent phases concerning
programs that will work and conditioms contributing tc their
success, without the necessity of every asgscciation making
the same mistakes in its attempts to promote member welfare -
and increase herd productivity,

RBole of Animation Agency

The multi-disciplinary persncctive i-nlicit in Nigerien
pastoral zone livestock projects can be reinforced by calculated

reliance on the Service d'Animation in training local indivi-

duals to serve as "conselllers techniques" to herder asso-
ciations. Animation is particularly suited for this job.
First of all, Animation is the sole Nigerien line agency
without a vested interest in a narticular nrnduct (livestock
productivity and animal health, human health, education,

literacy, millet basic commodities, marketing, credit, eto.)
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Second, the agency's mandate stresses organization of
rural populations in particular. Aninmation personnel can
inform nerders about GOM structures, actual and potential
roles of other line agoncies, possibilities for contacting
and working with nersonnel fron these azgencios, ‘This can
facilitate etfective participation. Since the agency i3 not
comritted to moving a product, it faces no pressure to
narrow its focus to the domain of a particular line agency.
In the context of informing herders about opportunities and
options, Animation cou’d also be engaged to organize dis-
cussion in camps where the first (and subsequent) local
asgociations are likely to be founded, concerning the forms
of the constitutiong associations might adopt.

Third, Aniration 1is chronically underfunded. It finally
terminated, in May 1981, a truncated version of a national
consciousness-raising campaign planned to promote popular
awareness of Development Society objectives. The ocampaign
was originally scheduled to start in December, but lack of
funding first forced delays, and then scaling down of the
effort.

The extension service would probably be hanpy to cooperate
with NRL if overtures were made [Interview, Director Salao
Xané, Animation/Niamey, 5/23/81]. RL would have to provide
funding and stinulate goals; Animation would organize train-
ing sessions for herder "conseillers" and service previders,

and a series of follow-up activities which could be negotiated.
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Extension Service performance could be tested out in the
piiot phase of the herder agsociations. M. OusseIni Djibo,
presently head of the Animation training section, should be
contacted for further information. It would appear useful to
ingist he conduct trainingz sessions in the first trials, to
ascertain whether in fact such onerations, if carriedout by
qualified personnel, can contribute to launching and gradually

improving herder agsociation efforts to regsolve problems
critical in the eyes of association menbers.

In subsequent phases, NRL personnel would have to care-
fully control extent to which the training program is exgpanded.
Animation has been under something of a cloud since the lmtter
part of the Diori régine, and does not now have large numbers
of comnetent, committed cadres. Some indeed remain, and some
are beingz recruited. However “he agency's questioﬁable future
under the Xountché régime has reduced its c¢laim on quality
personnel. Undoubtedly, there is now ruch dead wood in the
Extension Service A rapid exvnansion of Aninmation herder
training programs under NRL auspices would very likely threaten
program quality (and herder associatio; performance) unless
additional qualified personnel were recruited in a timely
manner. This would require considerable advance planning
and possibly funding in addition to anounts devoted to training
sessions.

In suni, there is risk in relying too heavily on the

Extension Service because it (1) may not be able to supply
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quality training cadres and (2) because it may (till be in
some political disfavor at the central level. onetheless,
its nominal position as ar impartial provider c. information
designed to promote interests of rural populations, plus its
non-attachment to the lmral Development dinlstry (Aniration
is administratively subordinate to the Ministry of Plan)

nake it an appropriate administrative partner for MNRL.

Asdopciation Newspapers

It the project does become the tutelary agency for
nerder associations in the NRL project area, it would be

highly advisable on a number of grounds to invest in creating

herder demand for adult literacy trainine., Serious agsocla-

tions will be hard to run without literates to staff offices.
Associations will be taken seriously, on the other hand, if
they can keep notes, minutes of meetings, financial accounts
in their own languages.

The .operation could be farmed out to Alphabétisation

in two different parts.
Get Newspapers Out to Herders

Iiteracy training for herders now is pointless: they
xnow there would be nothing to read even i7 they did make
the necessary effort - a large one, under nastoral zone
conditions - to learn to read. Since it's now onointless to
learn to read, it shonld hardly come as a surprise that
demand for literacy training in the pastoral zone among

herders is roughly zero (0).
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To renedy this inadequate demand situation, NRL should
encage adult literacy cadres (or others who would be willing
to do the job) to edit and publish weekly newspapers in
Fulfulde (Vodaabe dialcct) and Tamashek. Papers should con-
tain plenty of cartoon-like prescntations, the point of which
would be self-evident or ncarly so, plus some text.

These papers should be given the widest possible dis-
tribution, on a regular basis, in target areas of the pastoral
—one. They should be printed (mimeograph will do fine) on
just one side of each sheet, to incite those literate in
Arabi: script or Tifanagh to hold onto them as statinrary.
Others would probably hold onto them to gtuff nillows or
trade to litexrates for stationary in exchange for othcr goods
or services (it is unlikely, in other words, that distribution
of papers would run afoul of USAID ecological guidelines by
cluttering up the zone...and this! without the necegsity of
Duy (ing) America(n) (wvastebaskets)).

Initially, readership would be zero. This will be a
rough period for the editors, so financial encouragement to
keep grinding away nust be adequate. Readership might well
remain zero for two years. Eventually, I think, interest
will rise if people are convinced there is a regular source
of reading naterial available to them at the end of the
ocffort. Project nersonnel could demonstrate paper quality by
#ziving occasional public readings in the camps, to further

incite herder interest in acquiring lit-macy skills. Local
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children who have had some exnposure to the écoles nomades

might also learn to read their mother tongues without great
difficulty, and could also play this role of nublic reader.
Initiating Adult

Literacy Training

Once interest was sufficicently aroused, Alphabétisation

could be engaged to handle general literacy training for
association members, first to read and write, and then to
serve as functional literacy instructors in their loca’ amps.

Details of NRL Tutelage
of Herder Associations

Establishing Associations
If “IL becones by statute the tutelary authority for herder
associations in the project area, provision will have to bLe
made for a process of formal authorization of new herder
associations. Niger Centre Est proposes an adninistrative
commitice to handle authorizations [R/:DR/PDE, 5/80: Art. 28].
It wonld include the following five official members:

1. a representative of tihe linistry of Rural Decvelopment,
more snecifically, someone from Livestock Service's
central office;

2, a representative of the local administrative authority
(presunably a subprefect, administrative nost chief, or
a delezated representative];

3. a representative of the local customary authority;

4. a renresentative of the Departriertal Commissior for
Creation of the Development Society; and

5., a representative of Niger Centre Est.

NRL might propose a roughly compara2ble committee. If
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project personiel wished, nodifications might be introduced to
rive a more "participatory" cagt to the committee's malke-un.
In particular, it would be useful to add one or two represen-
tatives of existiny; herder associations, once several have been
launched. ‘This wonld nrovide & channcl Cor herder oninion to
influence the dee'sion. ‘ore imnortantly, perhaps, it would
cstablish herders' general right, as a gronp, to narticipate
in administrative decisions of particular concern to them as
a group. Such meetings would also be a way of facilitating
contact with and exnosure to official milieux.

It might also be useful to add as well renresentatives of
Animation, Adult Literacy and UNCC, since these agencies are
likely to be involved in future association activities. It
those three agencies were in fact closely associate? with NRL
activities, they could be counted on in riost cases to consti-
tute part of a working majority in favor of authorization.
Such reetings, furtiermorc, could uve used to share information
about technical service nlans in the association's area.

It should also be stipulated that a delegzation of five
rermbers fron the candidate pastoral association be nresent
at the discussions, in part to foster contact with officials,
and in nart to assure that associatlons were not being fabri-
cated by local natrons. In mulii-etinic association arcas,
it nisht be stinulated tihat all ethnic srouns would have to
he renresented in that delegation; that condition should rendef

it a bit more difficult for a natrnn to pack the group.



Tutelage to What Extent?
Niger Centre Est also nronoses (RN/'DR/YDE, 5/80: Art. 27]

to intervene fairly directly in the start-up nhase of lncal
herder agsnciations. In particular, the project is to cncourage
formation of assnciations; supervise, with the help of herders
and other technical agencics, seclection of association hear'-
quarters locations; oversee nrovision of services to associations;
determine pastoral unit boundaries and arrange them so they
surround an administrative service center; have a controlliny
hand in any decisions about infrastructures to be establisher

in the nastoral zone arcas of Diffa, Zinder and Maradi [sic]
Departmnents; attribute to nastoral unit herder associations
nriority use rights to water sources in accord with traditional
water point manugement systems - improving these where necessary;
assist associations in establishing necessary documents (ninutes
of reetings - which seem to be legally required, though language
of Art. 10, Ordonrance No, 75-11 of 13 'arch 1975 on this point

is ambisunns - internal statutes, etc.) ; and, whenever nccessary,
to represent herder associations in contacts with national and
foreign parties,

Niger Centre Est evidently sceks to stake out a position
throuch these statues which will permit project personnel to
dominate a wh%e series of decision concorn;ng herder associa-
tion activities (even in laradi Pepartment). Included here
are not only decisions taken by hecrders, but by outside GON

technical agencies and other narties cnncerning association
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activities. Once control is established, it can be brought
to bear, relinquished, or exercised with a 1light hand depending
upon project personnel's sense of the gituation.

If project personnel consider it anpropriato, in light
of the situation, con.rol could he excrciscd with a heavy hand.
l'ere again a decision has to be made abont the orientation of
this project: would NIL trust themselves to give up power to
herders, to promote, in other words, the development of asso-
ciation self-management in accord with Development Society
principles?

Oor would there be a subtle tendency to keep tite reins of
power in hand, to congider, at crucial points, that "ass0=
ciations aren't yet ready"” to taice responsibility for their
own affairs? To ask the question is probably to answer 1it.

This point nust not be internreted as a naive belief that
working herder associations will snring up almost ready-nade,
like mushrooms (frﬁm Sahelien laterite...). Rather, it ex-
nresses a certain skepticism abou@ peonle's wilf&ngﬂess to
relinquish control over an srganization when they suspect
they may be judged by the organization's subsequent per-
formance. In that case, unless there are strong incentives
for officials to promote autonomy, they may well find it
preferable to avoid risks by retaining control over asso-
ciation affairs.

NRL has thus to decide about its policies on the issue of

herder association autonomy, and the extent to which NRL
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wants to commit itsel® to pronoting that zoal. If a decision
ig made to retain control, the Niger Centre Zst model nrovides
a reasonably appropriate framework [Art. 27] for thc arcas
over whichh control can apnropriately Lo asgerted.

If a decision is wade, on the other hand, to nronnte auto-
nory, it will nave certain nratical implicntlons [lor the design
of the relationship between 'RL as tutelary agency, herder
associations, and the individuals who bridge thc insititutional
gap betwveen the two organizations. A numter of these inplica-
tions are set out Lelow:

1. MN!L nerforrance siionld be evaluated on tiie nurher of

autononons lerder associationg it creates, not on the

———

nurber of associations it creates.

2, For this injunction to have any nractical impact, it
rust be translated into incentives for individual
project personncl to prormot association autorory, and
disincentives for fostering dencncence,

3. Therefore - insofar as it is nossible to o so - a
series of performance indicators nest be elaborated,
by which "autonorny" can be reasured.

4. These indicators rust be nsed to judge, not only
nroject personnel perforrmance, but that of .Aniration
nersornel and of others who —ay ik futrre bhe closcly
involwed in nroroting iiercer assnclations, €. ey
sdult Literacy, UN/°C/ClCA, liealth Service, Livestock:

Scrvice, etc.
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5. Indicators should, among other things, assess the

acquisition of skills (literacy in particular will be

a oritical accomplishement, since it will permit herders
to comply with record-keeping requirements concerning
assoclation meetings) accounting syvstems will be indis-
pensable if UNCC cooperatives are to become a part of
the herder association scene; recognition of human and
aninal diseases, and knowledge about appropriate pro-
cedures to fonllow (first aid, evacuation, quarantene,
etc.); sales of products (millet, medicines, basic
necessities) by local service providers to association
members; etC....

6. Indicators should also assess other things. On of these

will be information levels. If associations are to get

off the ground, herder members, not just the elite

leaders, must begin to get a sense of what things are
possible (and what are not). This in turn means they
have to sort out institutional competencies, acquire
information about what technical services are respon-

gible for what activities, and how far they are respon-

sible for them., It will mean much if herders can
progress to a clear sense of their rights and duties,

of the claims they can make, and of the costs of claiming,
in regard to a series of programs. And if rights and
duties are ambiguous, it will mean much if they can

get a clear sense of their leeways.
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Indicators should assess intra-agsociation political

knowledge. Capital points here: do agsociation members
understand the constitutional structure which establishes
the assoclation framework? Do they identify divergences
between formal and effective rulcs of association
governnent (what the constitution says versus what an
official or loca. patron does when he captures the
agsociation game)? Do they kmow what their options

are (e.g., hiving ofi, if that rule is accepted, and

the terms on which it is possible)? Do they have a
gense of what their recourses are agtinst someone who
captures the game or otherwise abuses purposes for
ahich the association was established? [Do we have a
sense of what their recourses are? See Chapter X for
cocments on potential reles of Nigerien judicial

systems in herder agsociation life, times and recourses.]

Indicators should assess intra-assnciation political

life. With what frequency are meetings held, for what
purposes, who attends, what is the character of poli-
tical interaction in the assembly? In the btoard?

Among executive officers? Is it possible to determine
who exercises dominant power in raking decisions? 1Is

it always the executive and/or board? Does the assembly
gometimegoverride, or provose its own ideas or critique
association performance?

To what extent are formal rules respected in practice?
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Are constitutional limitations e.z, on tenure, or on
board ethnic composition, or geographie representation
respected or not? Do reetings draw the required quorum
of members? Arc they held anyway, even if the quorum
is not mustered? To what extent do officies rotate,
either at the locnl association level, or at the
paatoral unit association level? Are eleoctions really
held in local agssociations? Are issues debated at that
level?

Indicators should a=sess.:the level of sclf-help activits

ieg. These may well be wound up with participation in
joint production of services, hut could involve, e.g.,
projects undertaken by local associations and pastoral
unit groups (Bud Rice-type improvements in local water
supply and fodder production...which would be one nice
way of strengthening claims to control over local water
sources), autonormous millet supply, creation of elkh
habus animal trusts, or Abala hold-for-marketing live-
stoclt producer cooperatives, joint efforts to paintain
acceptable credit ratings in the face of individual(s)
default(s), etc.

A methodological problem arises here. 1Is it possible

to collect data of the sort sugzested above without
totally influencingaiasing association 1ife and develop-
ment?

A partial arswer would focus on non-obtrusive indicators.
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of association activities. These might incl.*e asso-
ciation records, if these are ir. tact maintained by
local individuals; interviews with technical agency
personnel directly involved in servicing herder asso-
ciations (replies to be checked subsequently against
herder associa.lon mcmber and official responscs);
technical service agency records (UNCC/CNCA credit
operations, pharmacy and veterinary pharmacy sales to
associati:n members, adult literacy clags attendance,
association official contacts with technical agents
to gather information or to initiate projects, etc.
It mav be both possible and useful to risk obtrusive
indicators. Among these would be direct obaservation
of herder association meetings by non-project personnel,
local language speakers; in-dept interviews with random
samples of association members and with "conseillers”,
local service providers, all the executives (board
members?), and sample surveys of the members (to got
at information levels, perceptions of useful associa-
tion activities, comments and insights about road-
blocks to association activities, suggestions for
improvements).
Such investigations would be time-consuning and expen-
sive to mount, but they would enlarge herders' circle
of contacts with outsiders and demonstrate outsider
interest in association affairs and activities - not

perhaps a bad thing [ethnographers?].
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Results of these investigations could be used to
construct evaluation ratings of association perfor-
mancea. Project personnel whem associations scored
high could be appr.priately rewarded with project
funds, promotions, commendations in the tile, etc.
Herder associations might be rewarded for sterling
performance by a series of inexpensive prizes, e.g.,

reduction of interest rates on loans (bonnification

quoi, & 1'TMF) for construction of association wells,

or other forms of collective infrastructure; contri-
butions of stock to the association's collective herd,
ij? it has one (elkh habus, are you there?), etc.

The question of individual rewarda for local associa-

tion officials, particularly "conseillers” and Focal
gervice producers is a problematic issue. One thing
can be said immediately: if the associations decide
on some special form of reward, financed with asso-~
ciation funds, they should be allowed to allocate it
according to their own sense of what is appropriate.
Those service provision activities which involve sale
of services (medical, sales of basic necessities,
millet supply) can be designed on a per item commis-
sion basis, so that increased activity ig 1ts own
reward., Obviously this form of incentive cannot be
applied, e.g., to sale of water rights, since the

risk of overgrazing is involved.
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Re-election and/or promotion in off'ce should amount
to positive reinforcement for political activity within
the association. Benefits can unquestionably flow from
contact with outsiders - GON technical agents and others -
and these may be enough, when coupled with prestige
of holding office, to eliminate the need for further
direct reward keyed to official performance. One might
consider however assisting officlals to meet hospi-
tality expenses, when the arrival of visiting firemen
requires the slaughter of a goat, for instance. Those

expenses would be met from agssociation funds.

Summary
This chapter began with an examination of possible tutelle

relationships which might tie herder associations in with the
GON administrative hierarchy. These range from the minimalist
tutelege normally asserted over associations by GON adminis~
trators once they are officially registered and voluntary socie-
ties, to connections with specific line agencies, a stronger
dependence on GON, and development under NRL aegis. The con-
clusion favored the lagtcoption, essentially on grounds that
1t would provide a wider frame of reference for development
of the associations. Animation and newspapers were sxamined,
Questions were then posed about asso;iation approval
processes and the composition of the approval conmittee, leading
to further questions about NRL policies on association autonomy.
The chapter concluded with a consideration ofvperformance eval-

uation and ways individual achievements could be recognized.



X. HERDER ASSOCIATIONS AND JUDICIAL REGOURSES

Introduction

This chapter ocomes at the end partly because it deals
with unpleasant topics: trouble: disputes; dispute resolution.
Confliots of interest are difficult to handle, both in practice
-~ indeed, that's why they often escalate into disputes -~ and-at
the theoretical level of trying to envisage effective dispute
resolution mechanisms. Nonetheless, every socliety has to
confront this issue at some point or risk breakdown., Herder
agsociations will in all probabllity not finesse the first
exception to this rule,

The chapter also comes at this pc.nt because it's difficult
to discuss dispute resolution without a fairly clear idea of
agsociationa’ probable position in GON administrative structures,

Chapter organization is guided by one practical consideration:
how can herder associations handle trouble cases? This supposes
(a) projections about sorts of disputes which might arise in
associations' operations, are not amenable to political treat-
ment and so must be handled judicially; and (b) judicial or
quasi-jadicial recourses theoretically and practically open

to herder associations.

Dispute Types

They are three: control over renewable natural resources
and their exploitation; administrative and contract law lssues;
and constitutional law issues.

156



157
Renewable Natural Resources

A.k.a. water and pasture. Dispute over the latter will
only arise directly, if-ever, when assooiations go auriously
into range nanagement operations in areas where water avail-
ability is not the factor 1imiting access to pastures, e.g.,
regions with shallow water tables, and regions with deep water
tables where public boreholes, well-boreholes and wide-bore
public wells have been constructed, either in proximity to
existing private wells or in areas previously untapped.

In shzllow water table areas, an agssociation ban on
further well construction within its jurisdiction might put
a ceiling on pasture dispute levels, but if sufficient wells
already exist to overcharge pastures, range management would
require subdivision of surrounding pastires or imposed herad
reduoctions. Boundary disputes, infringement on others' pas-
tures, or proportiorally too many cows in the commons, 1if
surrounding pastures were not subdivided but managed as an
integrated unit, would form the primary sources of trouble |
in such situations.

In public-welled areas where watar supply exceeds pasture
capacity, the same problems of subdividing pastures or enforec-
ing imposed herd reductions would arise,’

Disputes over wells would involve ownership or control
rights, construction in defiance of association regulations,
e.g., in overwatered sites or in agrioulturally-promising

bottomlands which the association wants to preserve as pasture.
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Administrative and
Contract Law Casges

Potential disputes in this category would include, e.g.,
non-payment of nconseillers" or other local officials' sala=-
ries by associatlions, embezzlement of association (or asso-
ciation members') funds by agsociation offiocials (treasurer,
president, store keeper, etc.) or by technical service agents
(uNcC encadreur responsible for recuperating loan installments,
health service officials commissioned to replenish a local
camp's supply of medicives with association funds [or local
g2rvice providers! funds ]), arguments over costs of autono-
mous millet suppily operations (e.g., association projected a
sack purchase price of 4,000 CFA, millet buyer asserts price
was 6,000 CFA,. or commissions due millet movers), disputes
over UNCC rebate amounts, legality of allocating rebate funds

to association collective enterprises, etc.

Constitutional Law Cases

Whose constitution? The agssociations', of course., Skep-
tics will say, "That'll be the day, when they go to court..."
They may be right. But it will certainly be a convinoing sign
of association vigor if members éeek legal redress against
alleged violations of asgsociation consti%utions, in orderxr to
re-opan a game shut down or being captured by officials, or
others...instead of simply withdrawing from the association.
Simple situations, involving no complex constitutional reason-

ing, are most likely to attract attention in the beginning
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(if it comes). Included here might be, e.g., refusal of an
incumbent president to vacate the post (perhpas by refusing
to call elections) although his constitutionally-mandated
term of office had expired; or refusal by some members to
abide by association rules allegedly unconstitutional for
failnre to comply, in passing them, with the procedural
requirement that a quorum of ordinary voters or delegates be

mustered before the yeas and nays are counted.

Standing

Who could bring suits in such cases? Associations, once
formally constituted, would have standing to sue and be sued.
This would probably be irrelevant in camp or tribal moots,
administrative law courts and Islamic law courts. In such
ingtitutions, it is sufficient to appear with a prima facie
cage to be'assured of hearing. (The problem in such fora
would rather be whether they had jurisdiction to hear associa-
tion cases, not whether litigants had standing to sue. The
statist argument here would assert that assoclations would be
bound, because chartered under state law, to have their dis-
putes heard only by state courts. The counter-argument to be
adopted by those favoring local treatment of cases should
assert that bLrirging association trouble‘cases before such
lower-level courts and moots is a legitimate attempt to achieve
conciliation before moving to a "real" legal decision in the
state courts, in the event that negotiations fail. This argu-

ment swrould certainly find favor with Development Society advo-
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cates), GON administrators would of course have no legal diffi-
culty asserting jurisdiction, if it was clear the tutelary
authority had no objection.

Standing would however he an issue in the civil court
system, bu* resolved, as noted, by complotins the formalities
of registration (ordonnance 75-11 of 13 March 1975, Art. 3).
Association officials (or someone specially designated to the
post) could represent the organization in judicial proceedings.
Members with sgrievances presumably would have standing to sue
officials of the asswciation for non-conpliance with associa-
tion rules and constitution.-

Judicial Fora and
Quasi-Juricial Recourses

The Nigerien legal systens currently number four: civil
courts, administrative courts (which deal with civil law
matters, e.g., fanily and land law disputes), Islamic law
courts, and the Todaabe Way jurisdiction. The term "courts"”
is used here in the loose sense. In fact, only civil courts
have legal power to make binding decisions; administrative
and Islamic law "courts" are only authorized to conciliate
disputing parties, and cannot impose final, binding judgments.
However, "conciliation agreements" are not infrequently
imposed to a certain degree by a court-hnlder who can impress
his reasoning and will on the litigants. They are therefore
included as relevant disnute resolution mechanisms. Finally,

the Wodaabe Way moot, a proceedings about which I unfortunaely
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have very little information, is included because that bit
of information I do have suggests strongly Todaabe moots
do play an effective role in resolving ccrtain disputes.
The potential exists that the moot might he encouraged to
broaden its jurisdiction to handle, e.rs., natural resource

control disputes involving only Wodaahe litigants.

Civil Court System
The Nigerien Civil Court system begins, at the lowest
echelon, with Justices of the Peace. Some of these officials

are attached to Primaiy Courts (Tribunaux de premiére instance);

some may operate independently in small pastoral zore regional
centers (this point must be clarified). Their competence is
limited to relatively minor cases in terms of sums involved.

Primary courts are located in Tahoua and, I believe, in
Agadez, They are staffed with a full ranoply of judges
(magistrate, examining magistrate, Qrocureur) aenpowercd to
handle all civil law suits of relevance to herder associations.
Decisions are binding; appeals lie from these courts up
through the judicial hierarchy; most herder agsociation cases
which go that far likely will be resolved at the pricary court
level. Expenses of pursuing an appeal (lawyer fees, time and
cffort costs ard delays imposed on assocjation operations) are
likely to be heavy.

Judicial procedure in prirary courts (and in the civil
court system altogether) follows the French legal model. It

js formal in character; all argumentation is carried on in
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French. Interpreters translate remarks of non-francophone
parties and witnesses, but court proceedings are not trans-
1ated bacl into local languages on a systematic basis, to my
knowledze, On occasions when primary conrt judges gZo out on
field investigations (1and law cases = natural resource dis-
putes [?]) those able to converse with witnesses and par ties
in local languages do so.

In their rulings, primary courts apply rational legisla-
tion and, where relevant, local (Islamic) law and custom,
e.z., in family law, inheritance proceedings, land law dis-
putes, etc.

Primary court judges usually have access %o panels of
local judicial assessors, i{f thev wish to use them. Panels
include Islamic clerics of solid reputation on the local
gcepne, Assessors can be called upon to participate in case
hearings and resolutions, and are relied on for accurate inter-

pretation of either relevznt Islamic law or local custom.

Adnministrative Courts

The term "administrative courts" as used here denotes all
those quasi-judicial nconciliation" fora, from camp Or village
moots (the latter often presided over by village headmen)
through courts held by tribe, group or c§nton chiefs, to
judicial hearings carried on by adninistrative post chiefs and

subprefectse. Qutcocies nay be non-bindigg_conciliation attempts

which hold uvr come undone through anneals (either to a super-

jor administrative echelon or directly to the civil court

system. Or they may be in effedt binding resolutions of cases.




163

Which they will be depends on several factors. Anong
these are the nature of the dispute; values at stake (the
bigger the value the greater the incentive to the "loser"
to push the appeal process); the judge's judicial (and
perhaps politico-administrativc) reputation and reccord in
resolving cases, as well as his legal skills and talonts as
a conciliator; charseter of litigants (some get more help
from their friends, some can engage on their behalf indi-
viduals who.in effect function as "bush lawyers", some have
a greater sengse of appeal possibilities, some more respect
for authority, others obviously less); and possibilities
of bribing the judge to fix the case. Given this set of
faciurs, few generalizations are possible 2bout how a parti-
cular system will in fact functior in a given case: too
much depends on the set of individuals involved.

Administrative courts operate, particularly at the lower
levels, in an irnformal manner. Depending on the moot or
court character of the dispute resolution mechanism
(respectively, an open, democratic, kibbitzing approach to
dispute resolution and a somewhat more structured approach,
less open to public participation), the proceedings will be
either a community undertaking (moots) or a separate, quasi-
legal operation (courts). The former may lead to a fuller
treatment of all issues at stake, in the broadest ranner,
whereas the latter are likely to exclude some of that brosader

input.
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Such fora con1d handle natural recsource disputes, at
least in a first attempt at resolution. They would almost
certainly be willing to hear disputes between association
members concerning contract violations and related 1issues.
They would probably be loath to involve themselves in suits
brought against civil gervants, believing that such issues
concern rather individuals at the lcvel of administrative
post chief and above, If clearly invited to, they might
well be willing to hear associations' constitutional dis-
putes,

Subprefects and administrative post chiefs often engage in
dispute resolution while on tour in the bush. So apparently
do gendarmes posted in the pastoral zone. Individuals, at
least in the southern portions of the country, frequently
profit from the temporary availability of a "judicial" heavy-
weight to appeal decisions of lesser courts in the area, or
to leapfrog a forunm altogether: the administrative superior
is usually accorded the honor of trying cases by the resident_
inferior. Presumably thia pattern wmaintains to some extent
int'the pastoral zone. [ethnographers?]

It could be noted in this context that, from the perspec-
tive of local contr , both higher level administrative courts
and civil court cases have the distinetly annoying disadvantage
of opening up local, "internal!" situations to outside scrutiny.
Qutsiders are not only observing the washing of local 1line in

public...worse yet, they are doinz the launderins. This might
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be particularly critical in the pastoral zone, where judges'
differences of language, ethnicity, race and lifestyle may
leave herde=s concerned about or distrustiul of outsiders®
intentions, and hesitant to submit dispute to them for reso-
lution because of uncertainty about the rules which will be
applied in gsettling the case.

On the other hand, higher level administrative and civil
court systems are attractive because their decisions, once
reached, command greater respect and have a tendency to he
binding. For this reason in particular, the "outside™ fora
attract local society recalcitrants/misfits/rebels and those
with a gtrong sense of justice, or of possibilities the legal
gystem offers to overturn a local consensus, The terms
nracalcitrants/misfits/rebels?,are not used here in a pejora-
tive sense. They merely designate people out of step with
local mores or the local power structure. They may well
include, for instance, local officials who, because of their
greater familiarity with the judicial system, believe they
can attain their ends through judicial action more easily than
by bucking local mores.

On balance, the bulk of potential local litigants are
likely to be reluctant to escalate dispute resoluiion pro-

ceedings by appeal to such outside fora.

Islarmic Law Courts
Such courts are in effect dispute rcsolution instances run

by judicial entrepreneurs (who may also engage in related acti-
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vities, e.g., running Islamic schools, study zgroups, officia-
ting at important life ceremonies, selling Islamic medicines,
amulets, charms, etc.). These individuals have no explicit
authority to resolve disputes; their success along such lines
is a function of their learning and acquired judicial/nego-~
tiating skills. Mmong Tuareg, inislemen groups anppear to have
a special preeminence in these activities,

Procedures are likely to be comparable to lower level
administrative courts (not moots) and for reasons noted above.
Such instances conld deal with trouble cases concerning

natural resources, or indeed with certain contract law and
constitutional law disputes, assuming litigants agreed to
submit the dispute to them for urbitration. However, one or
both litigants may refuse to, on grounds either that Islamic
law judges have no particular competence in such matters, or
thet their decisions are not binding, and therefore not worth

having.

Wodaabe Way

I am ill-equipped to speculate about the potential for
herder associations of dispute resolution processes indigenous
to Wodaabe society (nor do I know if similar processes occur
regularly among Fulbe groups). These judicial instances
appear to be moots in character, and to have some capacity
to coerce compliance by a generally-shared consensus that
rnot decisions are to be respected, on pain of ostracism.

If so, this would suggest Wodaabe noots asight well be
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useful fora for resolving inter-Wodaabe trounle cases about
water and pasture, or about contract matters, if litigants
feel inclined to submit cases to them. At the very least,
that is problematic, accustomed as Nigerien herders are to
thinking such issues fall within GON administrative court

jurisdictions.

Ad Hoc Commissions

A potentially interesting innovation for dispute resolution
would involve constitution of special, ad hoc arbitratior
commissions. This innovation would have to be approved by
associations, and might be included as a cons%titutional element
when they were founded. Members and officials would then be
bound to accept rulings reached by the arbitration commissions.
Rules governing commission composition would have to be
decided after discussion with association members.

The cormission might involve, e.g., an Islamic cleric
chosen by each party to the dispute, with those two responsible
for chooging between them a president of the commission, e.g.,
another cleric, chief, preiident of another associaticn, etc.)
Or, on the assumption that participants in associations would
be best informed and most concerned about such issues, it
mizht be stipulated that each party would pick an official
(or menber?) of a neighboring association, with those two to
pick, between them, a third such official, or an Islanic

cleric, or a chief, or some other individual judged to be appro-

priate for the post. Certain officials, e.g., group chisfs,
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might be named by statute as voting or non-voting members
of such commissiouns,

Careful attention would have to he given in this context
to ethnic composition of the commission, in situations: where
litigants would potentially be of ditferent groups.

Such commissions might also be useful institutions in
(eventual) inter-association disputes, e.Z., about pasture
boundaries. Such issues would presumably otherwise have to
be referred to officials whose jurisdiotions included both
agsociations (group chiefs, in the case of some geographic
jurisdictions, subprefects, admininistrative post chiefs and
civil court instanoces if herders were nrganized inteo agssocia-

tions based on kinship.

NRL Courts

The following 1s rank speculation. I include 1t because
_t raises a fundamental point. Ilerder asgociations will be
ncreated" by NRL personnel. I guess che following. Barring
considerable disucssion, persuasion and experimentation to
the contrary, faced with constitutional and administrative
lav disputes, members' and officials' tendencies will be to
rely on the project (a) to discover existence of same and
(b) to resolve them. This follows from‘the herders' reasonable
assumptions [is this a justified speculation on my part?] that
(1) associations "belong to NRL", and ¢2) one doesn't gratui-
tously tell others how to run their affairs. The positic-

will be, in effect, "the associations belong to NRL, so
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project personnel can handle association disputes any way
they please...if they please at all to be bnthered with
handling them. If they do (or don't) and we don't like it,
our option is to quit, not complain,”

What do we do about this one? Should NRL accept juris-
diction or refuse it? 'What consequences aro associated with
each option? To my mind, this ig a terribly serious problem
which needs to be thought through now hecause jurisdiction
over dispute resolution will be taken by herders, I believe,

as a fundamental indicator of whose action the aggociations

really are. [Ethnographers: contrary opinions and supporting
rationales?). In a funny, metaphorical sense, constitutional
cases arising in this context will be played out at a second
level (initially) as'property'law cases,..by which I mean
control over associations will be the prize at stake.

A, NRL accepts jurisdictior.

1. This brings us back to the tutelage question (see
above, pp. 146-55), The project then calls the
shots about what is and isn't constitutionally légal
activity in the association. This affords project
personnel the opportunity to mr ke sure herders
(and herders' officials, and other parties to the
dispute) get it right the first tien, set the appro-
priate precedents, remedies, penalities, etc, as
far as constitutional cases are concerned.

Capitalizing on this opportunity assumes, as a pre-
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condition, that NRL personnel kaow what is right.
Is it always bad if an imajer captures the game,
even if he then runs it with a firm sense of
ncblesse cblige? Can NRL predict whether associa-
tion constitutional cases, involving as they inovit-
ably will attempts to rewrite constitutional rules,
ghould be decided 1in a gtrict constructionist manner?
Or should local processes (thought and decision-
making) be allowed some sway here, in hopes that
such "reforme" will bring'the association more into
line with louil understanding of what it should do
and how i% should do 1t?
Can NRL afiord, or allow associations the luxury
of enjoying autonomy to work through to theitr own
constitutions, with the possible result that no two
would be just alike?
Is there merit, on the other hand, in insisting
that constitutions nean somethinz, and that, gince
modification procedures arec possible, changes should
be undertaken through apoproved constitutional amend-

ment procedures and not via ultra vires action?

This question suggests, it might be noted, the tre-
mendous icportant of informink notential agsociation
pecbers of fundamentals and details of their consti-
tutions...and of initial tailoring, in light of

local discussions, so that consensus is reached
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bef~') problems arise about how further proposed
chﬁnges should be decided upon, i.c., what is a locally
acceptable amendment process?

5. It will flow from thc above, whatever the constitu-
tional outcomes are, that NRL is the finally respon-
gible authority, and not herder associntions. The
jnitiative will then rest with NRL in ratters consti-
tutional, and herder menmbers will like as not adopt
a hands-off, vait-and-see attitude when a constitu-
tional issue arises. The same can probably be said
for administrative and contract law cases which nay
arise in the course of association affairs. It will
be NRL's responsibility to police, not only its own
personnel, but Animation, Livestock, OPVN, OFEDES,
atc., agents who have to do with XRL associations.

6. While contenplatingz a position on that ore, let us
move quickly to a related issue: NIL will be able
to police project and non-nroject nersonnel, insofar
as they come into conflict with or appear to infringe
unon association interests. This may be very helpful
in getting associations off on the right foot, and in
establishing that associations are not organizations
to be abused [while MRL is on the scene?].

B. Kssume now NRL refuses jurisdiction.
1. It will not follow automatically, without further

explanacion, that NRL is sinply saying the associa-
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tion belongs to herders, and sirce it's their thing,
they have the responsibility of running 1it, including
figzuring out ways to get redress against perceived
constitutional violations. This will probably have
to be exnlained (otherwise the conclusion may be that
NRL doesn't care about "it's associations").
It ray well be necessary to explorc with herders pos-—
sibilities of getting redress: what fora would be
legitimate, for what kinds of cases. In this regard,
several more speculations.
GON administrators wi.l not likely take kindly to the
additional work load renresented by responsibility
for resolving herder associction constitutional nis-
putes. They may well retort that NRL is the tutelary
authority, and such problems rest squarely in its
baliwick, %f this option is to be pursued, (a) the
cround should be carefully prepared by prior discus-
sion with GON administrators and (b) a rationmale must
be worked out, consonant with Development Society
principles, to convince administrators that such
cases represent attempts by herders to engage in
self-managenent and to sustain viable, autonomous
local associations.
If Islamic courtholders, lower-level adrinistrative
courtholders (zroup and tribe chiefs), ard the Vodaabe

moot (for intra-Wodaabe affairs) can be accepted by
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litizants as impartial third narties whose decisions
will be respected, it would be cxciting to let herders
take constitutional cascs to them., It would also be
risky: therc's no point in farning out authority
over dispute resolutior if ML personnel intend to

reach in, 4 la dens ex machina, to set fthings "right"

when a "wrong" constitutioral decision is rendered by
such a tribunal.

If and where this type of constitutional legal process
could be enmployed, it would reduce time and effort-
costs of constitutiornal litigation. It —nuld have

the rajor advantage of keepling things loccl in charac-
ter, with a judicial nrocess ppen to and understood
by litigants in their own language. It would give
meurbers - perhaps there will be bush l-wye.s among
them - a chance to confront ccnstitutional igssues
themselves. L‘hat is cne zood way of doing animation
and consciousness-raising all in one sell swoop:

such decisions would be long and rnuch ¢.--+.8sed in
cernps because they would maxe great items of local
interest [ethnographers: assumption justified?].

Tf loczl alternatives are not avaiable (because GON
decides they cannot exercise jurisdiction over such
cases, or because noone in the association is willing
to entrust dispute resolution to them), the civil

court aystem shonld be considered, Tts disadvantages:



174
foreign language proceecdings, probable difficulty
in getti.g the case on the docket, substantial time,
effort and money costs (repeated visits to distant.
court locations [Tahoua, Agadez], enhanced difficul-
ties of nmustering witnesses for the same reasons),

ruch less popular participation as a result., This

contrasts mariedly with conditions in the lower level
courts: courtholders there are there, in relative
proximity, and generally available to hear cases when
they arise, not six months later.

The primary court tribunal of the civil court system
would have the distinct advantage of putting consti-
tutional litigation before an inpartial forum, and
vesting decisions with considerable authority. Costs
involved in constitutional litigation at this level
would also discourage "frivolous™ suits. This is an
argument %ound to find merit with those who prefer to
keep the bx:l:cs on popular participation because it
generally opens the gate to demands that are "diffi-
cult or impossible to satisfy" and because it renders

their own decision processes nuch more difficult (but

this is, at least by implicaticn, a cost to be accepted

by those who favor Development:Society prirciples of
self-ielp and participaticn).
WTith NRL out of the litigation picture, associations’

disputes with technical assistants may simply never
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be taken into judicial fora; costs occasioned by
those disputes (loss of embezzled funds, eta.) will,
in other words, never be recovered, and will thus
burden association operations.
Jf herder association officinls do decide to press
charges, it will be a significant departure, and
probably a salutory one. NRL in such instances might
want to assist - because such cases would probably
be heard only by the civil court¢ system - as amicus
curia,..if such a move were thought not to involve
a general reassunption of responsibility for handling
association trouble cases.

Tn conclude, let me reemphasize the apparently critical
importance of responsibility for case resolution as a sign of
ultimate responsibility for association affairs. Anything which
moves herders into the positinn of accepting this responsibility
nust be highly valued...but also balanced against the risks of
forcing associations to fend for themselves in a world where
small predators are the least of the dangers - the arepa of
modern institutions and procedures. My suspicion - and it is
no more than that - is herders will become interested in and

committed to associations as self-help enterprises, rather

than merely as inproved pipelines to GON porkbar....oops,
largess, when they see they con take responsibility for asso-
ciation affairs.

At that point, associations will be well on their way
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to becoming going concerns. They will still have to prove
themselves, in the sense of overcoming financing and partici-
pation difficulties associated with their voluntary character,
and of showing a net return of benefits on tirme and effort
invested., Ilowever, attaining a critical mass of participation
wil)l imnrove chances, I think, that net benefits will be
realized. Conviction, in turn, that the association belongs

to them should improve participation rates.

Sumpary
This chapter canvassed the judicial context within

which associations might operate. It began with a review of
probable dispute types which would occur in association af-
fairs. It then quickly examined various juuicial and quasi-
judicial fora poetntially available to associations as dispute
resolution mechanisms for resource control, administrative and
contract law and constitutional law cases, considering in each
instance advantages and disadvantages associated with reliance
on particular courts, moots and arbitration commissions.

The concluding section of the ohkapter broached the
role of NRL project personnel in resolving association-related
trouble cases, and considered costs and benefits of staying

in - to exert jurisdiction over such cases - and staying out



APPENDIX 1. PASTORAL ZONS LAND LAW

Arid sahelien steppes which make up most of the NRL project
zone are ecologically best suited to extemsive pastoralism of
the sort practiced in the area for centuries by Tuareg, Arab
and Fulbe herde{s. But farming is also feagible in scattered
locations. Traditinonally it has sustained drought-devastated
pastoralists while they reconstitute stock-holdings.

In this earlier per:od agriculture served only as a tem-
poraxy alternative to pastoralism. When conditions improved
after a drought people shifted out ot farming to concentrate
on stock raising. Some northern Tuareg pastoralists did main-
tain serf-run agricultural estates in the south, but these did
not :aterfere with the desert-edge pastoral economy [Baier,
1980: 14-19, 26-29].

At present, disturbing evidence exists that agriculture
may become a permanent feature 0® pastoial zone life..-If so,
it will pose & significant problem, which GON and NRL proposals
to organize herders in a series of assvciations, mutuals and
cooperatives will have to cope with. Discussion below reviews

the background of this problem.

Pastoral Zone Farming: The Causes

Two major groups are cultivating in the zone: mpesidents
cf herding heritage and southern immigrants - farmers and
mixed farmers from the agricultural and intermediate Zzones.

The 1972-74 drought impoverished many herders., Herds may
have regained their old sizes, but ownership patterns seem to
have modified. Pastoralists who now lack sufficient animals

177
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to sustain themselves and their families have either become
hired shepherds or have turned nartially or fully to farming
ag their economic mainstay [Monhamadoune, 8/15/80: 13].
Agricultural activities of thcse pastoralists rcduce total
pastures in the project area, and they may at present
constitute the bulk of those farming in the pastoral zone
[Mouhamadoure, 8/15/80: 13] or at least a substantial part
of them [Interview, Pierre Inné, Director, Programme a'Encadre-
ment et Modernisation de l'Bspace Pastorale, Service de
1'Elevage/Niamey, 2/24/81]. Other families have deliberately
diversified their efforts, some members continuing to herd
and rebuild family stock holdings while othere have become
pure or mixed farmers, This is certainly not a ncw pattern
in Tuareg society [Baier, 1980: 26-29].

Pure farmers and mixed farmers who combine agriculture and
st&ck raising have undoubtedly migrated north into the zone
[Interview, Dakoro Subprefect, Dakoro, 2/20/81; interview,
Kinney, Kel Ferouane chief, Gadabedji, 2/21/81; interview,
Rea, Wodaabe chief, Gourbobo, 1/30/81; interview, Tannut
Subprefect Maf Moussa Dikouma, Belbedji, 1/31/8l; interview,
Mouhamadoune Abdourabahi, NRL researcher, Edouk, 2/07/81;
etc., etc.]. There are explanations for this northward
population flow. First, increnrsing occupation of fnrmer
bush and fallow areas previously available to pastoralists as
fodder sources has pressured herders to move north inte the

nore arid steppe regions of the project zone.
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Second, soil exhaustion in southern farming zones encourages
colonization of new fields in the NRL area, With each passing
year, the agricultural frontier moves further north. Aridity
will make farming infeasible beyond some northcern limit., But
this frontier may lie mnuch further north than is cowmonly assumed,
if farmers or gerdeners concentrate their etforts in valleys
and bottoms which most often collect sufficlent moisture to
permit agriculture. If these same bettomlands traditionally
constituted important pasture reserves and water sources for
gtock during the dry season, their anpropriation for agricul-
tural purposes may sharply reduce areas available for stock
ralsing.

These developments receive repeated stress in 1979-83
Plan aralysis. The northward movemeant is noted in a number
of separate chapters on individual departments and in the
gection on regional development perspectives [5YP: 518; 539;
548]. Figures indicate soil exhaustion is critical in many
formerly fertile southernm tarming regions. As Plan cormmentary
notes, southern soil exhaustion (reinf..ced by demographic
pressures and economic evolution breaking down extended
families and thus micronizing land holdings into smaller and
smaller parcels) has led farmers to (a) sunpress fallows:or
reduce them to insignificance, and (b) t; put more and more
land under cultivation, so pasture interstices between cul-
tivated fields have practically disappeared in many areas.

This has rendered stock raising in the agricultural zone ever
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more difficult [Interview, Tambari Liman, Fel Owe Tuareg Group
Chief, Mirriah Arrondissement, Zinder, 2/02/81; Sarkin Fulani
Brah Gourgoudou, Fulbe Group Chief, Mirriah Arrondissement,
Zinder, 2/02/81]. lerders thus take their stock through and
out of the region much more quickly than before. In cnnse-
quence less manurc is deposited on the local fields. This
phenomencn reinforces soll mining processes already well
underway.

When pushed to the wall, southern farmers and agro-
pastoralists (mixed farmers) who can no longer make ends meet
by coupling farming (and stock raising) ' .h dry season
activities have three choices: they can try to move perma-
nently to urban areas and new livelihonds, south to coastal
state agricvltural areas, or north to the agricultural frontier.
Those who cknose the last option almost always zo north into
intermediate and/or pastoral zones. Rainfall becrnes

Rainfall becopmes incre' sinzly less predictable as one
pmoves north. Farmers thus adopt an irndividually reoional hut
collectively destructive strategy to beat the odds 0of drought-
induced crop failures, e.g., @ "good crop, an average Crop
and three failures in five years" [interview, Pierre Inné,
Director, Programne d'Encadrerent et Moderni-ation de 1'Espace
Pastorale, Service de 1'Elevage/Niamey, 2/24/81]. They put
snhstantially rore land per working ~dnlt under cultivation
at the beginrcing of the rainy season than they would further

south, in hooes some of the total field surface cnltivate will
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receive enouzh rainfall to nroduce a cereal crop. Exceptional
years aside the resnlt is a small crop on sone fields and
nothing on the remainder. Productivity per hectare apparently
declines rapidly after the first few years of cultivation,
though most farmers seem to survive by putting more and more
pasture under cultivation. The long term outcome is predictable:
lands stripped of vegetablc cover lie open to crusion, and
harmattan winds, if not rainy scason waters, will gee to it
that erosion occurs. For pastoralists, the message is clear:
farming in the pastoral zone, because of its tendency to con-
vert existing pasture into barren, unprotected fields,

represents a terribiy real and growing threat [5YP: 548-49].

Northern Agricultural Limit

Lol 61-05 of 5 May 1961 established a formal northern limit,
not to farming in the pastoral zone above the line per se, hut
to imposition on herders of conmpensation for farmecrs whose
crops had been damaged bv animals belonging to the former. It
also stipulated that only herders would be permitted to culti-
vate north of the line. Loi 61-05 sets out no clear definition
of the tero "herder". Thus thcre are two possible courses of
action. Theoretically at least it would be possible to revert
to the reported colonial techmnique of discouraging agriculture
north of the administratively-defined lirit by torchirg crops
[Interview, Pierre Inné, Director, Program-e d'Encadrement et
Modernisation de 1l'ilgpace Péstorale, Service de 1'Elevage/

Niamey, 2/24/81]. But even this measure failed to effcctively
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dissuade attempts at agricultural on the arid steppes.

The other possibility would be to create a legal definition
of the term "herder" sufficiently precise to distinguish those
who are from those who aren't., Can onc meet the challenge of
establishing a definition which will successfully and ceffi-
ciently separate sedentary and intcrmedinte zone nurceand mixed
farmer immigrants to the pastoral zone from those who have
been born and raised, essentially as herders, in the pastoral
zone? The answer is no. Drawing up a definition which could
differantiate on any reasnnable basis founded in current voca-
tional activity between "real herders" or "pastoralists” and
"true farmers" or "mixed farmers" anpears extrerely ticklish
if not i=pogsible. But it is nrecisely "enrruent farming
activity" which promises fair to continue as future farming
activity that noses threats to the ecological balance of the
zone.

The nere requirements of the definition, just now set out,
may secen a. fir:st glance to snffice as the definition itself.
They do not. In the first place, siance at least the niddle
of the colonial period individuals who wanted to raise stock
in the pastoral zone have been allowed to. The area is defined
by Loi No. 61-)5 as a common property resource., As noted,
under terrs of that law farming was legally permissible in the
same arca only Ly peo-le who were "herders" and for nne reason
or another needed to farn to supplement (or temporarily replace)

their income from stock raising.
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This leads bacl: to the original dilemma: how does one
distinguish a mixed farmer, an agro-pastoralist, from a "herder"?
What percentage of the individual's support must be derived
from stock-raising fer him to qualify as a "herder"? It
thn individual must derive, e.f., at least fifty percent of
his support from herding, how does one quantify the value of
dairy products and meat which herders derive fron their
animals - or did derive, past tense, if we're talking about
individuals farming because they lost their stock? In any
jndividual case the answer to that question is an economic
anthropologists nightmare. To assuame such a criterion could
be equitabiy apnlied by administrators or technical agents
seems most unrealistiz, given time required for each investi-
gation.

Furthermorc, if such a criterion is established, one simply
mntivates those who aren't yet herding enough to put more
animals into the pastoral zone, This will not stop them
farming. If one were to apply the criterion selectively, only
to immigrants to the zone. tensions would swiftly arise: this
would amount to unequal .pplication of the law to pastoral
zone and non-~zone nati-es now pursuing the same vncational
activities. By implication, relieving pastoral zone natives
of the necessity tr comply with the criterion (e.g., fifty
nercert of sunport derived fror herding), would in effect
retroactively vest rights in contemporary herders for pastoral
activities they or their ancestors previously pursued. All

this suczests such a detinition wonld be unworkable in oractice.
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Another approach would shift the burden of crop protection
from herders to farmers who plant in the pastoral zone. This
ig in fact the solution provided for by Loi No. 61-05, which
bans forcing herders to compengate farmers (or agro-pastoralists
or ex-herders currently farming) for crop darases caused hy
animals belonging to the former. Calculated to make farming
an unprotected activity, exposed to hazards not only of climate
but of roving stock, the law would, if respected, quickly dis-
suade agricultural activity.

Instead, it is capriciously applied, according to many
accounts., It does not, therefore offer a politically feasible
basis for control of agriculture in the project area. ‘iherever
the law is disregarded and fines are assessed against herders,
those who want to farm realize they will be engaging in a
protected activity.

A combination of political and economic forces works to
favor continued agricultural colonization of the pastoral cector.

First, by astute placement of fields, e.g., in a valley
bottom where water is relatively abundant and where cattle are
accurstomed to graze, an individual may be able to establish
a quasi-private title to a surrounding area of pasture. By
aggressively prosecuting complaints against owners of cattle
which do damage in his field(s) he can motivate tlhem to leep
their animals out of the inmedinte. This relieves pressure on
local fodder resources, leaving more for his own animals.

While th*< strategy is by no means perfect, if a group pursues
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it in a cr.ordinated manncr they may eventunlly succeed in
clearing ncarby pasturcs of competition. In effect, they
wonld establish exclusive contrcl over a part of the common
property pastures in the pastoral zone,

Second, sore nastoral zone chiefs want farmers working under
their aegis, in the rational hope some nf the lattcer will pro-
duce some surplus millet some of the time, thus relievinz at
least part of their pastoral chief superiors' own ceral grain
supply problems [Kinney, Kel Ferouane Chief, Gadabedji, 2/21/81;
interview, Subprefect, Tchin Tabaraden 2/09/81]. Others want
them there for reasons of political prestige.

Third, many GON administrators and technical agents
consider farming in the zone either (a) a superior use of that
resource base, in terms of Nigerien food self-gufficiency, or
(b) inevitable, or (c) both. Overcoming the GON personnel-
chiefly coalition would be a formidable task and would consume
large amounts of goodwill capital, futilely, if the effort
failed, and probably pointlessly even if it succeeded in view
of the entire context of decision making about the pastorglb
zone. A successful campaign to exclude farmers would create
strong hostility to pastoral peopnles on the part of southern
Nigerien ethnic grouns possibly capable of frustrating herder
associations over the long haul if antagonized. Such an option
thus seems doubly inadvisable.

Under current conditions then it will be difficult to
discourage agricultural expansion in the pastoral zone. While

reflection of this issue 1s still in order, it now appears the



186

most feasible approach may be to allocate control of farming
within a project sub-zone to &-herder association exercising
jurisdiction over that area. Such an approach would require
special GON authorization. Illowever this may not be terribly
difficult to achieve: such an approach has heen actively
under consideration for some time [Dr. Ari T. Ibrahim suggested
this as Director of the Livestoclk Service, hefore being pro-
moted Minister of Rural Development; RN/ADR/DSEIA, 12/78: 3:
Lainé: 11 (citing SEDES, rapport sur la "Modernisation de 1la
Zonde Pastorale," Dossier général, 1978; interview, Brah
Mahamane, then-Minister of 2éveloppement Rural, Niamey/iDR,
1/21/81 (M. Mahamane's coaments indicated (a) concern about
possibilities of exploitation if pastoral zone lands were at-
tributed to individualsjy {b) the same concern, though to a
lesser extent, if lands were attributed to grouns; he per-
ceived vesting of "droit dtusage" as a possible long-term
goal, devendent upon effective functioning of cooperatives in
the pastoral zone)].

If a herder association did acquire vested richts in a
particular area of the pastoral zone, it could attempt to
engzage in at least "minimalist range management". This would
take the fnrm of preventing farmers, whatever their origins
or current sources of income, from scattéring their fields all
over hell and gone by grouning them together in specified sub-
areas of the association's jurisdiction. More snphisticated
range management schemes, if they ever becoma advisable, will

only becowme feasible if farmers cooperate with them at least
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in this passive sense of avoiding agricultural strategies which
lead to degradation [Mouhamadoune Abdourabahi, interview, road

from Abalak to Ibécéténe Ranch, 2/07/81].

Pastoral Zone Water Law and Politics

Pastoral zone water law and water politics constantly inter-
twine with land law 1issucs. This is inevitablc bccause water
in the dry season controls access to pasture (in the rainy
season by conirast, gurface waters usually guffice to meet
herder and sicck needs).

Three types of dry season water points exist in the pasoral
zone: natural springs (located mainly in the far northern part
of the zone), hand-dng wells - either shallow, temporary
constructions or permanent instzilations - and machine-dug
wells, borehole-wells and boreholes. Before the advent in
the zune of machine drilling and pumping techniques, only those
pasturcs could be exploited in the dry season which lay within
reach of a "shallow" water table - 60-70 meters at the deepest.
Thus in this period there existed a system of range management
partially determined by well placenent (and, in pre-colonial
days, partially determined by relative military power of
certain grouvs).

Colonial officials, as GON officialsddo today, accorded
nernits to those who wanted to construct wells using tradi-
tional methods. 1In most areas a sort of "prior anpropriation”
rule anpplied: newcomers either gecured consent from well

owners already established in tne immediate area, or sought



188

out bush tracts where they would not comnete with already
installed herding groups.

This rule created at leust a use right for the individual
who built a well, paid to have one constructed, or inherited
it [Gilles Lainé, "Lvolution du régime foncier dans une
société d'éleveurs nomades. Le cas des Touareg Kel DINNIK'
dans la région de Tahoua (NIGER)," paper submitted for the
Journdes d'détude sur les problémes fonciers en Afrique noire,
AFIRD-LAJP, Seplember 1980, p. 3]. The owner could determine
within limits who would water stock at his well. He therefore
indirectly exercised control over access to surrounding pas-
tures. Pasgsing herders were almost always cranted temnporary
watering rights, and relatives (however that term was defined
in particular caseg) usually enjoyed unlimited free access.
The latter thus had a right to exploit associated pastures
which could be reached by stock watering at the well in
question.

Passing herders who wanted to remain at a well more than
a limited period of time on the other hand had to obtain
special authorization from the well owner. If the latter
grantad permission, he might charge a fee, or he might receive
a voluntary zift of stock from the stranger herder when the
latter moved on,

In rece:t years, water use rights associated with wells
have firmed up into alienablec property rights, at least

according to informants in some zone areas [Interview, Issoufou
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Zangi, NIIL researcher, Gourboho/Tanout Arrondisserent, 1/30/81;
interview, Tanout Subprefect Mal Moussa Dikouma, Belbedji,
1/31/81; interview, Dakoro Subprefeci, Dakoro, 2/20/81]. Wells
are being bouzht and sold for substantial sums of money.

This development is complicated by GON policiecs concerning
water rights to wells constructed at public expense. In
effect, GUN advocates "riparian rights"; anyone who can come
to the well can water his stock there, and thus have access to
surrounding pastures. In consequence, there is no legal
regtriction on grazing pressure around public wells.

The nosition is maintained strictly in some areas, e.S.,
Tahoua Department [Interview, Departmental Chief \fapudé Foroney,

OFEDES (0ffice des Faux du Sous-Sol, Groundwater office)/Tahoua,

2/16/81] and Agadez Department [Interview, Consciller Technique
i) pron, OFEDES/Agadez, 2/12/81], altihough officials are aware
of overgrazing problems around wells,-  Instead of trying to
maintain legal controls - difficult to enforce - they are now
secking to use self-enforcirg technical barriars to prevent
overgrazing. JManual extraction wells and borehole-wells are
constructed, in that order of preference, to reduce water flow
rates from the well and thus herds in the area. TDoreholes are
now constructed only as a last resort, to tap fossil- waters
exploitable by no other neans, because onte available, it is
verv difficult to establish effective legal controls on access
to water. The same principle of public access to water remains

the rule in Tanout Arrondissement as well.
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In some areas however the "public access” princinle is
attenmated whenever a GON-constructed well is built next to
a traditional well. Whether or not the latter is operating
when the new well is constructed, the owner of the original
well right, according to the zoro Subprefect, auntomatically
exercigses the same managerial function over the state-bnilt
well, and other herders accept his authority [Interview,

Dakoro Subprefect, Dakoro, 2/20/81]. Thus water policies
are not uniform throughout the zone [for further details about
OFEDES operations, see Appendix 3, pp. 231-38].

Decisions on well sitings, both traditional and GON-
constructed, are talen without much public scrutiny. A small
croup of civil servants; regtricted to the OFEDES renresen-
tative, someone from the administration (subprefect or his
representative), and sometimes a Livestock Service and/or
Plan representative, usually gelect gites and well types.
Public participation is virtually nil, although some chiefs,
throuch subprefecture connections, may influence such decisions.
This may occur more frequently where the administrator alone
nakes the decision - in authorizing a traditioral well -
without concurrence of technical services personnel. It is
obviously the case when administrators tacitly or actively
delegate authority to authorize wells to canton or group chiefs,

In either case, well authorizations can he used as strate-
zic moves to dislodge groups established in an area by breaking

their control over local water sources.,
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APPENDIX 2: DEVELOPMENT SOCIETY PRINCIPLES AND VOCABULARY

The concept of a Development Sooiety lies at the center
of many contemporary policy debates in Niger. At stake,
finally, i3 the kind of society Nirserlens, led by Seyni
Kountché, wonld like to sce crcated in their country.

The idea of a "société de développement" wan apparently
first mentioned in one of President Lountché's early policy
speeches, delivered August 3, 1974, Ile there proposed,

+..39 an objective for the nation, the construction
of a morally healthy society, in balance with itself,
fundamentally unified; [whose people would he!l in
sympathy with and mutually supportive of one another,
tending towards the same ideal of justice and the
same will to progress. Social justice will have been
the central expression, voluntarily chnsen to set the
general tone, Within this phrase however was con-
tained a complex of social, economic and especially
hurman realitivs which will not have escaped your
attention [President Seyni Kountché, address deliv-
ered to tire first meeting of the Commission for
Creation of the Development Society (CNSD), Niamey,
3/17/80, p. 1].

MNational Commission for Creation
of the Development Society (CNSD)

The lational Coninission was establisheu in late 1979
(Lécret No. 79-165/PCHS of 29 October 1979]. Two cain objec-
tives are assigned the commission:

1) "define a framework adequate for a2 policy of accel-

erated, coherent and harmonious developnment ;

2) create new institutions bLased on the effective parti-

cipation of all levels in society [uécret lo. 79-165/
PC'S, Art. 2].

The CNSD is composed of fourteen (corporate) representatives
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from eacl departument and one or two representatives irom
each GON ministry. Uepartmental representatives are chosen
by nembors of similar departmental Commissions for Creation
of the Development spciety. 'The CL3D, at Kountché's sugges-
tion, has divided itself{ into a scries of worlking subcom—
mittees, each charged with responsibility for inveslirvating
a particular area and developing pronosals which will be
submitted to the -subcommittee resnonsible for producing 8
fipal synthesis of these different elements. The various

subcormittees, and their chairmen, are as follows:

Subcornittee Chairman
1. Cooperative affairs viinigter of Bural

Development; VP/CNSD

5., Anpimation activities to be vinister of Youth,
wndertaken through saparia Sports and Culture;
(youth) organizations"'at’ Pres./CNSD
all levels

3, Administrative ingtitutions Secretary of State for
between base and apex of Interior; VP/CISD
GON administrative pvranid

4. Connsciousness—raising and Minister of Informa-
information at all levels tion; VP/ClSD :

5. Social affairs, responsible \Minister of Plan;
for defining organization . vP/CNSD

and methods capable of

nchanging attitudes” in a

non-disruptive fashion

Since their creation these subcor:nittees have held a
series of hearings arovnd tie countrv, bLoth in towns ard in
rural areas [interview, Secretary-General Salao Barnou, CxSD,

\iamey, 1/14/81]. Thus far no definitive reports have been

submitted: the nrocess of investigation, consultation and
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reflcction 1is st1ll undervay. 'iie final report is due at

tiic beginning of 1962,

CNSD Mothodolofy

Judging by & geries of Sahel llcbda articles renorting

l.ountché snceches, ministerial discnsasions and civil gervant
esgsays concerning the Developrent Society, one nreliminary
set of recommendations offercd by CNSh ["Les Ntecommendations
de 1a grande commission - Société de développement™, Sahel
Hebdo, No. 240, 15 September 1980, 11], and field interviews,
the following conclusion 1is justified: Eountché knows
roughly vhat ne ants and has gicetched out the basic desighn;
others now have the job of working out details in ways con-
sonant with ground rules established by the president.
While much er:phasis has been laid on CNSD's responsibility
to produce its own reconzendations, there ig little reason
to believe they will conflict sharply - despite some possible
propnsals to modify grourdrules - with the president's per-
ceptions of appronriate forms and nrocrams. CXNSD is not an
autonomovs unit.

This said, careful examination of Kountché's pronounce-
ments -is in order.

First, the political context. Kountché has stated, in
quite priclly fashion, that tiils is a job for YNigeriens.
They, he says, have no interest in fitting into pre-existing

ideological frareworks:
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e are neither corporatists, nor self-nanagerent
adepts, nor socialists, nor capitalists, nor

lcgalists. We are Nigericns, aspiring to con-
ceive the l1ife of Nirgeriens by Nigeriens and for

Nizeriens. [Kountché, address to CNSD, Niamey,
3/11/80, p. 7]

CNSD members have heen adviged by the president to
adopt a constitutional perapective as they go about their
investigations. They areo to enquirc, listen and reflcct, not
as representatives of particular interest groups, hut as
jndividual members of a national forum, quasi-constitutional
by its terms of reference. However, the CNSD has heen
specifically warned by Kountché against trying to develop
a crand theory of the Deve loprent Society; the UNSD mandate
ig instead to come up with feasible pronosals hased on the
two folloring principles:

1) ",..the Nigerien individual constitutes the goal

of an entire develepment process through which this
jrdividual should organize hincelf, forge and shape
his own cornception of life."

2) "...the actual organization of dev010pmeht rests on
the tripartite process of consultation, werking to-
getber and participation” [Kountché, address to CNSD,
Niamey, 3/17/80, p. 4]

This process is to occur through the creation of a

series of institutions, fronm the bottox up, which will
fupc tion as "successive levels of management", T[ue bottom

level, the basic unit, is the ndevelopuent cell created

within the framework of the village, the quarter or the
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tribe" [Kovntché, address to ClNSu, Niamey, 3/17/80, p. 5;

my omphasis].

Developmcnt tell

The cooponents of the "dove lopment cell" are three: the
gamaria (youth) organization (policy initiative and mobili-

zation for self-help), the rutual group (economic productivity)

apd representatives of the cell to higher echelons. What

happens between that level and the national one is for the
CNSD to decide., "The essential thing is to insure, on an
efficient bagis, the effective narticipatior in decislons
concerning them of all the country's children." [Kountché,
address to UNSD, Niamey, 3/17/80, p. 6]. Yhis therme is
reiterated in Kountché's "Message to the Nation,” [Sahel
Hebdo, No. 234, 4 August 1980, p. 13]:

The Development Society, 1f it is pecessary to once

again remind you, 1is above all the responsabilisation
de chaque citoyen.

Mutuals
See the section in Appendix 3 qa U1EC {below, pp. 243-

52, esp. np. 244-46].

Samaria

The sanaria now ig the neo-traditiopal youth group
organization which Kountché has proroted since inmediately
after thel1974 coup d'état. It now has an nfficial home
under the aegis of the Ministry of Youth, Sports and Culture.

Kountché views the samaria's role as that of supplying



196
the youthful energy necessary to irnnlement self-help
programs. Samaria organizations are to be accorded at least
limited authority for policy initiative in their local com-
wunities. Projects such as town sanitation, construction
of gimple infrastructure (vells, youth centers, etc.) throusn

investissement humain, assisting with the harvest, ctc, are

well within their role.

The basis of samaria activity -~ voluntarism - is closely

and fundamentally related to Development Society rheéorio
stregsing the necessity of "changing mentalities."” Niger,

in the president's view, 1is afflicted by a plague of individ-
ualism, which appears as widespread unwillirzness to nake
sacrifices for tite common good. People are tuned into pork-
barrel politics. Every Nigerien may not yet have arrived at
the degradation of "me first" values, but the "us tool"

mentality is all too evident in Kountchd's view,

Consequence of "Individualism"

As a result, people don't make any effort as collectivities
to help themselves (everyone is perceived as heing too occupied
with helping himself and his own to have tire for concern
about the common good). Thus everyhody sits back and waits
for the GON to deal with public good nr?blems. People will
particinate, but they exnect to be rerarded now as individuals,
instead of only tbrough the benefits which they share in
common with others, as in the old days.

In analyzing this problem, Kountché harkens back to the
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solid traditions of yesteryear. lle focuses on the fact
that disorganization has replaced organization in many
local Niserien communitics. People, particularly youth,
"les bras solids", cannot be mobilized hecause there's no

gtrncture at the local levol through which to orranize

them.

Solutions

The major solution is to revive samaria units. To this
end: emphasis on vital traditiond and popular sports (bike
racing, running, traditional wrestling, etc. )y public
praise for youth groups who do practice self-help for the
common good; and administrative attempts to restructure the
country's youth by gettins up a special samaria unit, as
noted, in the Ministry of Youth, Sports and Culture.

To this end as well: the emphasis on bottom-up partici-
pation by peasants in development, and pointed criticism,
at least in some quarters close to the president, of those
who argue it can't work because peasants are too stunid,
benighted, or inert to deal with development issues [see
excerpts cited below, pp. 201-05' ], The rural rmasses are to
be included in the process of decision-making about develop-
ment activities.

liere is the crux of the matter: Kountché's analysis
agsigns the blame for the sel f-centcred malaise which has
hit Niger - in gonething of a question-begzing fashion - to

the spread of jndividualism. ile does not clearly confront
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the issue of administratively-induced individualisnm, i.e.,
the attempts by GON administrators to assert and retain
control, in accord with their traditional French administra-
tive system mandate, over a wide range of local activities.

The underlying concern which rmotivates this degire for
administrative control is apprehension that (a) activities
undertaken on an autonomous basis by local comnunities will
be done wrong by local incompetents, or (b) they will fail
to coordinate with overriding -nals in the larger jurisdic-
tion, thus upsetting administiative plans - relatively innoc-
uous worries, these two ~ or (c) unscrupulous and nowerful
locals, often suspected to be profit-seeking merchants at
that or other levels, will take over local organizations and
manipulate them to serve their own ends., This last concern,
as the text of this report brings out, is not without some
justification...though how much is unclear. Finally, (d),
autonomous local orsanizations can he turned to political
ends. ith Oadhafi unsubtly ' trying to incite anti=Nigerien
feeling among Tuareg, GON officials are concerned about pro-
moting pastoral zone local autonomy.

They want to include Tuareg in the national consensus -
the Febhruary 19681 cabinet reshuffle amply demonstrated that
by placing a total of three Tuareg in ministerial positions,
and a Tuarég,as the Lountché riégime's first civilian prefect,
at the head of Niamey Jepartment. liowever, GON inner circles

evidently want to count the Tuareg in at the national level
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where their participation in a nationally-centered policy
making process can be more easily controlled.

1t is problematic whether the willingness to count the
'uareg in extends to authorizing autonomous units at the local
level within the pastoral zonc.

Wodaake are seen as less threatening: & considerable
gtretch of time has elapsed since 1804.

By imposing regigtration requirements, by organizing
public activities in an interventionist fashion, by funding
production of publir goods, and by making it very difficult
for local communities to finance their own activiiies through
a geries of fiscal regulations which effectively put tax
receipts beyond the control of rural communities, GON, like
the colonial regime it succeeds, has hamstrung local attempts
at org:nization. Given the power vacuum and the lack of
resoui'ces at the village level, it is difficult to bring
effeccive pressure to bear on individuals to participate.
fhe lack of consensus at that level makes it difficult to
sanction thuse who refuse or f£ail to participate in samaria
self-help activities for the common weal by public criticism
or even social ostracism. GON's response to this problem
has been to try to "change mentalities", and this continues
to be a major concern in CNSY planning.

Kountché does critically comment on the phenomena of
administrative elitism and administrative centralization,

which certainly contribute to loss of local organizational
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capacities.

The issue now is whether the president 1is preparcd to
coomit hiusctf to dccentralization and popular participation
to the extent of recognizing somne sort of right to local
autonomy, or whether decentralization will stop, c.Z,, at
the subprefectural lievel and popular participation will be
limited to expression of desires, as a right, before the duty
of self help implementation, while final decisions on major
issues remain in the hands of administrators.

For herder agsociations to succeed, I helieve, they must
be effectively under local control. In arguing for their
role as autonomous units, project personnel can gtress the
(at least nascent) pro-participation strain in Development
Society thinking. Remarks about appropriate language follow,

Vocabulary and Develonment
Society Principles

Articles and speeches concerning the Develonment Socilety
make frequent reférence to a certain number of terms und con-
cepts. These are worth keeping in mind when preparing propo-
gsals for submission to GON officials, because they form a part
of policy language now current in Niger (1981), Officials who
nave followed work of the various subcommittees of the CNSD
will cextaiily recognize these code wordé, which should facili-
tate effective comrunication between them and NRL personnel.
Lhey are presented below in tle original French, in context,

to avoid subsequent mistranslations.
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Development

Dr. Annou Mahamana, then }Minister of Plan and VP/CNSD, in an
ORTN debate published subsequently in verbatim form as
"R&flexions sur la Soclété de Développement,” Sahel Hebdo,
No. 214, 2% February 1980, 28.

n...A notre aens:[le développement] c'est la satisfaction
des besoins fondamentaux deo 1'homme, ce qu'on appelle courui-
ment les besoins de base et l'épanouissement de 1'homme; dono
en deux étapes. Dans le cas spéoifique de notre pays, ced
besoins consistent 4 une alimentation en quantité et en
qualité[,] en 2. une &ducation, et la sauvegarde, la couver-
ture sanitaire de 1'homme. Et 1'épanouissement ctest 1l'amé-
lioratiomr de condition de vie, les loisirs, 1'information
et 1la culture, Donc A partir de cette d47inition qu'eat ce
qu'on constate ou qu'est ce gu'on a constatd au Nizer jusqu'ioi
on a constaté cue le développement, 1a décision, on a l'impres-
sion qu'elle concern uniquement la sphére de la décigion alors

qu'en fait c'est l'ensemble des nigériens et particuliérement

la base qui doit particiver & la fois au développement et béné-

de ce développement. Pour pouvoir participer et bénéficier

de ce développement, il faut que cette base puisse apporter
sa contributbn d'aider la geule décision, précisément pour

prendre une honne décision. Il faut donc éclairer 13 sphére

de la décision., Certes gi le nouvoir noliticue a 1a resnonsi-

bilité d'identifter et de ddterniner des objectifs, que 13

société se gouhaite 3 elle-méme, i1 faut oue ce vouvoir poli-

soit correctement informé de d4sir et de souhait de ce qu'on

appelle courarment....Donc il 3s'agit de créer un cadre qui
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puisse collecter les souhaits, les voeux, les désirs et les
apbitions je diral méme de 1'ensemble des oouches sociales,
gynthétiser oes anmbitions ot de les dynamiser, éviter le

courant contraire et appuyer sur le courant positif."

n,,.En somms i1 faut se dire que 1l'homme ost A 1a fois

bdnéficiaire et acteur do développement et 1'homme nizdrien

en méndéral il faut, en tant qu'acteur qu'il vuisse exprimer

le sens de hénéfice qu'il voudrait profiter.® [My omphaais

throughout.]

Djermakoye Moumouni Adamou, the Minister of Youth, Sports and
Culture and Pres./CNSD, in an CRTN debate published subse-
quently in verhatim form as nRéflexions sur la Socibété de
Ddveloppement,” Sahal Hebdo, No. 214, 25 February 1980, p. 29.

n__.A savolr que nous ne cesserons jamais de 1le redire

que le dévelonppement est l'affaire de tous : touas les nigériens,

=

toutes les nigériennes. Et que jo sulB sur que les Nigériens

sont capables., XNous devons 8tre les meilleurs juges de ce

que nous avons 4 faire. Il y 3 un mats, ce mails c'est que

nous ne pouxrrions en réc1itéd rien changer g1 nous continunng

A igncrer cette cajorlté écrasante de nicdriens et de nicéri-

ennes sous le prétexte qu'ils n'y comnrendront rien du dévelop=-

pement ou parce que tout gimplement ils sonu lLecnorants ou pours

des raisons narfois personnelles c'est donc ce probleme de

ford qui est poséd. [My ecphasis throughout. ]

Développement narticipé

Salissou LMadougou, Director, Alphabdtisation et 1la Formation
Permanente, "Coumunication en milieu rural et Alphabétisation,”
Sanel llebdo, MNo. 224, 26 May 1980, p. a7 (commenting on the
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potential rolo of rural newspapers, unfortunately not yet
realized [\Madouzou's nositionl]).

"par contre les paysans ne savent pas ou n'osent pas se
gervir de la presso ruralc corn¢ un moyen privilégid .pour
faire entandre leurs voix,

nI1 s'exerce au nivean des villages corme 3 cclui des

arrondissements, une awto-ccengure gquasi automatique qui fait

au'on re parle pas de vrais probléres qui préoccupepnt [les]

paysans : abus ou incocpétence de certains cadres, difficul-
tés d'approvisionnercent, déficience ou incompétence des ser-
vices soit disant & la disposition du peuple ?

"par ailleurs, 1'information se fait souvent dans un

seul sens : des cadres, vers les paysarsg,.g"

"Or la presse rurale se différencie de la grande presse,
justement par le feed back qu'elle devrait permettre, en
donnant aux lectures 1l'occasion d'écrire pour contester,
aprouver ou arender une techinique. /n tel systeme do coumuni-
cation aurait facilité bien de chcses, en permettant

- d'éliminer la néfiance des uns et le complex de sunpér-
iorité des autres.

- de %*epir compte du savoir faire des paysans et au besoin
de l'ajuster.

- de corriger certaines idées précnngues des techniciens."

wivec 1'instauration de la future Société de ddévelonnement,

le Niger s'achemine vers un dévelnprement participéd. Les

infornations doivent nartir de la hase au sommet et vice-

versa. Il s'agit donc de permettre aux différentes couches
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socialcs, par la voix de lenr représentants élus, de faire
entendre leur opinion, d'exprimer leurs besoins. C'est 14

la meillcure voie nour réaliser un dévelopnement authentique.”

Coopédratives

grah Mahamane, tlien Minister of Rural DLevelopment and ve/
CNSD, in an OQTN dehate published subsecuently in vorbatim
form as "Réflexions sur la Sociétd de Développement," Sahel
ilebdo, No. 214, 25 Feoruary 1980, p. 26.

"Bt qui dit dynamisation de structures coopératives exige

une prise de responsabilité effective des paysans au sein de

leur propre structure.

"Dans la mise en place de cette politique de dvramisation

des structurcs coopératives, --— certains pensent que les

paysang parce qu'ils sont analnhabétes ou autre ne peuvent

AssBmer leurs responsabilités —- nécegsite la mise en place

de coopératives nolyvalente. Tt qui dit nise en place de

coopératives polyvalentes dépasse le stade de la simple
fonction de conmercialisation que nous avinns confide aux
coopératives nour faire en sorte que celles-ci soient
réellement le cadre de dévelonpement du crédit agricole.”
Ibid., p. 28

nSans stru.-tures coopératives, la régionalisation nour
laquelle nous avons onté dans le plan de la planification
serait pratiquement impossible. On planifie bien (sic;
mieux?] quand on a des structures arranisées que quand [sic;
on a?] 1 nillion de zens devant soi.” [My emphasis through-
out. ]
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Cohdsion nationale

Mahamadou Alilou, then Minister of Information and VP/CNSD,
in an ORTN debate pnblished subsequently in verbatim form

as "Réflexions sur la Société de Développement,™ Sahel Hebdo,
No. 214, 256 February 1980, p. 28.

n,,.ous sommes en train...de porter 4 la connaissance
des nigériens toutes les actions qu'on fait mals qui entrainent
la participation des populations et surtout toutes les initia-
tives qu'elles sodent privées ou publiques qui vent dans le

gens de la cohdsion nationale. Parce que, qul dit partici-

cipation commence par dire que les gens s'entendent."” [My
emphasis throughout. ]
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APPENDIX 3: GON AGENCIES - BACKGROUND, MAMNDATES AND CURRENT
POLICIES, POSSIBLE FUTURE EVOLUTIONS AS THESE
BEAR ON TIE POLICY CONTEXT WITHIN WHICIH HERDER
ASSOCIATIONS WILL DEVELOP

The following eight GON teclhinical services are examined,

in alphabetical order:

Service Pages
1. Alphabétisation et la Formation 207-10
Permanente
2, Animation 211-14
3. Caisgse MNationale de Crédit Agricole
(cnea) 215-21
4. Elevage 222-26
5. Reconstitution du Cheptel 227-30
6. Office des Eaux du Sous-Sol (OFEDES) 231-38
7. Office des Produits Vivriers du Niger 239-42

8. Union Nigérienne de Crédit et de
Coopération (UNCC) 24352
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APPEMDIX 3/1: L'ALPHABET ISATION ET LA FORMATION PERMANENTE

[Adult Literacy and Continuing Education]

Background

The adult literacy ecffort Legan in Niger in 1962, two
years after indpendence. Wthile 1t got off to a promisging
start, it has never really achieved a sustained impact in
rural areas for the following reasons.

First, external donor and GON funding has never been on
a scele adequate to attract and hold talented young people
in the agency. This reflects GON perceptions that adult
literacy is nice, but not really necessary in light of other
priorities.

Second, lack of cadres and funds have prevented attain-
ment of a critical nass of literate adults, who would become
a constituency for local language publications, ani would
also offer GON agencies a cheap, rewarding channel of commun=-
fcation with the rural world.

Third, adult literacy in local languages has been
regarded with great suspicion for a long time by sore GON
officials and by at least one important external donor.
Language 1is recognized as a neans of control and domiration
by this group, and they hesitate to perpit development of
alternative, local channels of con~unication.

fourth, the strategy frustrating adult literacy develon=-
ment has taken the form of putting of creation of a really
adequate (current, relevant, lively, interesting, abu:dant,

diverse) set of reading naterials in local languacges.
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Slizht interest in and derand for adult literacy instruction
reflects rural residents' accurate perception that there is
no point in devoting time and energy to developing a useless
akill. Meaningful written conmunications do not nccur in
local langupages...ut least not yet, Thus the Nigerien adult
literacy service has been unable, in recent years, to enroll
even as much as one percent of the country's illiterate
adults in courses. Within the group of enrollees, only six
(6) to eleven (il) percent actually achieve effective

literacy in a local language [SYP: 385].

vlandate and Current Policies

These figures must be improved if Alphabétisation is’

to contribute to Nigerien development efforts.

Several factors currently favor improved performance:

Pirst, the self-management theme explicit in many
Development Society discussions depends on greater adult
literacy in rural areas., Local people will not effectively
run cooperatives, for instance, without minimal literacy
skills.

Secord, the growing emphasis since the late 1960s in
Nigerien adult literacy prosrans on "fugctional" literacy,
i.e., attaining literacy in ways which would dircctly con-
tribute to improving individal gtudents' living standards,
seers to have been pretty clearly accepted.

Third, despite the fact of continuing state controls
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over output, loccl language publication capacities are slowly
growing. llowever, much of this development hos been confined
to sonthern regions; llausa and Zarma popnlations have bene-
fitted most from the increased production capacity. It
remains problenatic whether output in Tamashek and Fulfulde
will increase significantly. Finally, the fact that the GON
has agreed not to publish materials in tifinagh, but rather
adheres to the interpational orthography developed under
UNESCO auspices, has effectively excluded numerous Tuareg,
literate in their own script, from access to GON publications.
This is a known cost of a policy choice made earlier, on
reasonable grounds.

The Five Year Plan (1979-83) sets highly ambitious goals
for Alphabétisation: 2000 village literacy centers hy the
end of 1983, and 800 rural continuing education centers, to
sustain literacy and encourage more effective participation
in development activities. It remains to be scen whe ther
such gzoals can be achieved.

Of more direct interest in NRL, adult literacy activities
in the pastoral zone are largely restricted at the moment to
gettled communitioes [interview, Assistant [ead Idil ag AYAHA
Adult Literacy, Agadez Arrondissement, Agadez, 2/11/81;
interview, Department iiecad Abdoulraouf SIDI, Adult Literacy,
Tahoua Department, Tahoua, 2/17/8L].

In Tahoua Department, Alphabétisation does employ some




Alphabétisation

Tuareg instructors, but no Wodaabe or Fulbe. There are no

herders enrolled as herders (some who l:ave moved into other

occupations are involved, but enrollments are miniscule).
The national headquarters noiw encourages departmental and
arrondissement literacy agents to seek out new opportunities
to expand the program (principally through participation in
the various development projects being introduced into the
pastoral zone)[interview, Interim Director/Head of Pedago-

gical Unit Ousmane YAROH, Adult Literacy/Niamey, 1/16/81].

Evolution

For NRL purposes, Alphabétisation could be a useful

collaborating agency in the development of herder agsccla-
tions [see remarks above, pDp. 142-44]. Adult literacy has
reagonahly close working relations with Animation, and
these could be fostered to enhance the position of the two
agencies tozethe. However, in both cases, NPL funds .will
have to provide the bulls, the large bulk of financing
project-related activities. If the funds are available,
collaboration is probably agsured. It would require close
supervision, however, and an attempt to develop a workable
format for literacy activity in nomad camps. This has not
yet been achieved, if general lack of literacy activity in

pastoral zone rural areas is any indication.
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APPENDIX 3/2: L'ANIMATION

[Rural Extension Service]

Bnckground

Animation, GON's rural extension agencv, has maintained
a dual mandate since 1ts creation in 1962. It functions
gimultaneously as teacher and organizer in bush areas, and
is expected to mobilize rural dwellers to become enlightened
participants in various development schemes and projects
organized by 80N (Animation also operates in urban areas;
this aspect of the agency's activity is not here examined).
Ideally this occurs in a four-step process: enlichtenment,
consciousness-raising, organization and training., If the
process operated as intended, rural dwellers would take full
part in planning, executing and evaluating GON development
projects designed to improve living standards and quality

of life in rural areas.

Current Mandate and Policies

The Development Society idea, with its heavy enphasis
both on participation and local initiative under samaria
guidance, should agtensibly reinforce the rnle of the rural
extension agency. As the Five Year Pian has it,

The Service de 1l'Animation operates within the

———

framework of a development policy essentially
based on the willing participadion of the people.

But as the same document frankly notes, the technical

rural development agencies which should drawron Animation's
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pedagogical and communication skills to facilitate theilr
own contacts with villagers often view Animation as a para-
gitic organization which lives off the efforts of others
[see 5YP: 384-86, for source of information in this and
the two preceding paragraphs]. They thcrefor: minimize
their contact with the agency: Animation, excluded or
neutralized in the context of many projccts, simply lacks
impact. Its integration with the administrative hierarchy
under the Ministry of Plan rather than the Ministry of
lural Development further reduces its influence with
agencies of the latter ministry.

President Kountché's apparent suspicions about the
political reliability of Animation personnel ~ it was ths
Diori regime's one major ijnstitutional innovation in the
framework of rural development agencies inherited fvom
the colonial era - have also undercut agency effectiveness,
especially when he threatened to abolish the unit entirely
in 1976.

This state of affairs is confirmed by individuals both
at the field level and at national headquarters. A feeling
that Animation plays something of the role of chamber raid,
sweeping up other peoples' messes, nervades the agency.
Dismissed as "parasites" by others, Anipateurs counter that
thiey are rarely jonvolved from the beginning, when their

methods could be applied to advantage, in other agencies
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development projects. Instead, they nmust respond to agitated
calls for help when the authoritarian, top-down wethods of
other technical agencies end in failure and peasant disaf-
fection. Only then, when the damage has been done, when
resentnents have been established, do other technical arents
turn to them as a last resort, in Lopes they will be able to

gort out the difficulty. Dut, say the Animateurs with gome

justification, mobilization for development at that stage 13
much harder, if not imnossible.

Anirmateurs continue to express oral coomitment to the
agency's mission, Lut it is difficult to asscss in practice
what their contribution might be, particularly to the develop=-
ment of herder associations. 71Two factors suggest it may be
relatively limited: 1lack of funding which hamstrings the
agency's ability to take autonomous action, and probable
personnel deficiencies.

At a Service de l'Animation meeting held in 'aradi late

in Nowvember 1980, eleven tonics were explored:

1. migrant labor 7. anti-waste campaign

2. gambling 8. cooperatives and marketing
3. dangers of drug abusge 9. national nnity

4, anti-bush fire campaign 10. sararia (yvouth group)

5. co-cxxistence of herde:rs 11. .develonment Society

and farners

6. national security

Thiese were to form the iieart of a series of special
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discussions with Niger's urban and rural ponulations, to be
organized by the extension agency. In a nunber of urban
ceanters reetings were evenrtually held. ‘‘he program wag

cut back drastically in rural arcas, to only thrce villages
per arrondisscment, by lunding difficulties. This is indli-
cative of the conditions under which Animation has wor'.ed
during rougily the last decada.

President Kountché's opposition to the agency has done
nothing to dissipate the reputation Animation had already
gained by the late 1960s as a gservice with no future. One
can assume ambitious cadres have long since left, and that
new recruits are not generally of the highest qualicy. Souwe
of the first-generation idealists remain, Lowever, and night
provide a core of useable talent in the event that funds
could be made available to the agency from an outside

source like NRL.

Lvolution
Suggestiorns about the potential role of Anircation in
development of nerder associations are outlined above

[pp. 139-42]
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APDENDIX 3/3: LA CAISSE NATIONALL DE CREDIT AGRICOLD (CNCA)
[National Bank for Agricultural Credit]

Background

CNCA, the Calsse Mationale de Crédit Agricole, 1s an
autonomous banking establishment, formerly the credit arm
of UNCC [ser below, DD. 543-52 ]. It provides credit to
Nigerien UNCC mutuals for a variety of purposes designed
to foster agricultural development (short and mediumr term
loans, financing of UNCC agricultural cormodity buying
cappaigns, feasibility gtudies), but also furnishes loans
to irdividuals interested in agricultural enterprises.

CNCA attaired its separate hanik status in 1967 with
reorganization of UNCC coovperatives, to secure credit on
morc favorable terms than were available to UNCC from the
WWest African Central Bank (BCEAS), and to be able to accept
nublic deposits, thus to increase 1its financial resources
[syp: 3238].

Though now administratively autonomous from inee, the
two rnational headquarters share the same building in Niamey
and - rather uneasily - C)MCA works throuzh UNCC regional
offices and the UNCC agents subordirate to them in granting

and recovering cooperative loans. According to one source,
UMCC ficld acents are more apt to ernbezzle loan installments
naid by rural dwellers becatse they are not directly suhject
to sarction by C)NCA of ficials. Both UMNCC and CNCA face an

old problem in this regard, i.e., the difficulty of recover-

ing embezzled amounts if the culprit is fired. In effect,



216

CMNCA

they can only hope to regain stolen funds if the agent remains
on the payroll, since then his nonthly check can be docked
until the nmonev is recovered [intervicw, Mme. Kane, Loan Ser-
vice Ilead, CNCA, Yiamey, 2/23/81]. According to this source,
repaynent difficulties might well be avoided if mutual heads
were authorized to deliver funds directly to CiCA, since
mutual officials know they are immediately subject to legal

process and thus have less incentive to embezzle.

sandate and Current Policies

To achieve closer contact with the nopulation, CNCA has
set up recional offices in Zinder, Maradi, Tahoua and.Desso,
and the 1979-83 Plan projections call for extension of the

network to the arrondissement level [speech by CNCA Director

at Yay, 1979 UNCC seminar; "Compte Rendu", appendix, "Inter-
vention du Directen~ de la C.M.C.A..., p. 2].

Moreover, loans granted to mutual neobers through the
UNCC cooperative structure can now be authorized by the
regioral CMCA agencies (although CNCA national he. ,uarters
must still be notified after allocotion). Individual loans
still require prior CNCA national headquarters authopization,
Individual loans are granted on less favorable terms: non-
gsnbsidized interest rates and lcans enuivalent to only 70
percent of total amount involved, in contrast to 90 percent

of total which cooperatives are authorized to receive.



217
CXCA
The loan allocation process is complex and time consuning.

)utual members desiring loans must first have their requests
approved by the riitual general assembly. This involves
creating dossiers on financinl situations of potential reci-
plents. ‘Those approved by the nutual are transmitted to the
cooperative general assembly, which hands over approved
requests to the cooperative's administrative councii. After

furthe examination at that level, those approved are for-

warded to the UNCC arrondissement delegate, who submits then

to the COTEAR [Comité Technicue d'Arrondissement, Arrondigse-

ment Technical Committee] financial committee.

Upon approval by the COTEAR financial committee, the
requests are forwarded to the departmental CNCA agent. He
again reviews them with his UNCC counterpart and then presents

them to the COTEDEP [Comité Technique de Département, Depart-

ment Techrical Comnittee] financial committee for approval
[RN/’MF/CNCA, "Guide Pratique de Crédit Asricole," onp. 1=2;
interview, vepartmental Illead Chitou ABDOU, CNCA, Tahoua,
2/17/811].

Given the amount of writing involved, emphasis on loan
candidates' solvability and credit history, and the general
reliance in collective loans (herd recoristitution loans
excepted) on the level of rebates earned by the cooperative
ag the loan repayvaoent guarantee, two agsertiong are justified:

1. Applicants face substantial time and effort costs in
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CNCA
obtaining loans. These do not appear in the interest rates
charged. They arise from the imposed requirements of com-
pleting forms and securing approval from bankers and others
concerned to maintain if not expand a revolving fund for
agricultural credit, and thus oxtrecoly sensitive about the
possibility of default. To surmount these barriers, effec-
tive local organization and literacy skills are indispensable.

2. For the cooperative oredit system to become viable in
the pastoral zone, anirals and anipal products will have to
be marketed through producer cooperatives established accord-
ing to UNCC principles [unless some alterrative ig developed,
e.z., NAL financing]. This means (a) UNCC cadres will be
necessary at the local level and their absence will consti-
tute a bottleneck; (b)even when the administrative anparatus
is in place, cooperatives will have to pay their members
competitive prices to attract animal sellers who would
normally market stock to private buyers in rcgional centers.

Dy aralogy with UﬁCC staple grain purchases for OPVN, one
would expect merchants to increase their heef prices to
throttle down or eliminate sales to cooperatives. Herder
cooperatos will thus have to have a clear idea nf their long-
ternm self-interest in working through the cooperative struc-
ture, and be strongly comuitted to it, to justify foregoing
the short-term advantage of higher prices.

lerd reconstitution loans are available to either individ-
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uals or cooperative units; loan guarantees are afforded by
gale of offspring produced by purchased animals, Again,
substantial politico-administrative costs are involved in
achieving access to loans, and the process translating loans
into livestock is also quite cumbersome and in some respectis,
beyond control of cooperators [RN/MF/CNCA, "Guide pratique
de crédit agricole," Chapter II, I.3; Medium Term Loans,
31.700].

CNCA agents' concern for the financial solvability of
their bank will push them to grant loans to wealthier indi-
viduals and refuse them to poorexr ones. This bias can be
overcome in instances where poor individuals/cooperatives
establish a good credit record, but it is realistic to
project repayment difficulties: in 1979-80, only 52.24%
of all farm and livestock loan installments due in Tahoua
Department were repaid. \hile the FENU herd reconstitution
repayment rate was higher - 65% - such a figure would still
represent a considerable drain on CNCA resources if it
represented an average of repayment levels over, say, 8 five-
year period [interview, Departmental Head Chitou ABDOU,

CNCA, Tahoua, 2/17/81].

Evolution
In principle, CNCA loans could be granted to herder
cooperatives to finance construction of cooperatively-owned

wells, whether built directly by OFEDES [see below, pp. 235-38]
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or through some combination of OFEDES and self-help efforts.
However, unless water could be sold, authorization for the
loan would depend upon proper functioning of a herder
marketing cooperative.

1t is nossible that an alternative form of loan gusrantee
might be worked out for those herder association units not
organized also as UNCC mutuals and cooperatives. Rebates
awarded to cooperators who purchased products (staple grains,
basic necessities, 1ivestock food supplenents, galt, etc.)
through a cooperative store mizht be blocked in a UNCC/CYNCA
egcrow account, to cover loan defaults if they occurred.

Such an innovation would depend however on modification of
OPVN policies in favor of allowing cooperatives to enter

staple grain pmarkets in their own right as purchasing organisms
free to buy at competitive prices.

A final remark concerning probable patterns of CNCA
pastoral zone loan allocations is in order here. Given
attractive terms (by corcparlson with those available from
traditional rural credit gources), a struggle for CNCA credit
funds can be expected. Political pressures are at least
gometimes brought to bear to influence credit allocation
in favor of well-connected individuala [interview, lme. Kane,
Loan Service .iead, CNCA, Niamey, n/23/81; interview, Arron-
dissement Lelegate Maikibi lASSANE, UNCC, Dakero, 2/20/811].

While this is to be expected it does guggest credit allo-
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cation can foster development of local power constellations
in the pastoral zone as elsewhere if money goes by default
to those groups and individuals who already have contacts,
organizational power, and financial surplus to stand the
costs of the loan application process and where possible,
manipulate the outcome. Herders who want to compete in this
arena will require strong associations capable of bringing
countervailing pressure to bear on CNCA officials, sothat
the latter will have justification for allocating collective
loans and individual loans to improve the lot of poorer

herders in the NRL project area.
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APPENDIX 3/4: L'ELEVAGE
[Livestock Service]

Background

The Nigerien Service de 1'Elevace, successor to the

colonial livestock service, has traditionally been somewhat

less important than the Service de l'Agriculture in Nigerien

rural development efforts. Like Asriculture however it has

traditionally focused attention on narrow productivity goals.
It cannot claim to have a close working relationship with
stock-owning peoples in rural Niger.

Until very recently Llevage efforts focusod almost exclu-
sively on innoculation campaigns designed to improve live-
stock health and on attempts to control glaughter and export
of Nigerien animals and animal products. Essentially the
agency accepted extensive modes of livestoclk raising as
practised in the project zone by Tuareg, Fulbe and Wodaabe

herders.

\fandate and Current Policies

The 19708 drought forced a policy reevaluation [RN/MDR/
DSEL\, 12/78: 1-3]. Emphasis has since shifted to increasing
productivity within the livestock sector while respecting
natural ecological 1imits imposed by the need to manage
pagtures as renewable natural resources [3YP: 182-92]. The
goal now is to maintain or increase domestic consumption of

animal products (meat, milk, hides and manure) desgpite human
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population increases, and to continue exporting livestock
and animal products at a level comparable to th?t attained
in 1978 (and thus, somewhat below levels attained in 1968).

To achieve this goal, Plan project’ s call for fundamen-
tal reforus in Nigerien animal production strategies,
Envisaged here is the replacerent of extensive, transhumant
livestock raising by intensive, much more localized enter-
prises spatially organized to promote a north-south speciali-
zation in different stages of the production nrocess. This
is the much discussed calving-weaning-fattening sequence,

It is to take place respectively in the pastoral "zone
naisseur", the intermediate "zone de ré-élevage" and the
agricultural "zone d'embouche". In the last, animals may

be used for draft purposes before slaughter; tiiose fattened
specifically for slaughter would pass either through individ-
ual farm units or "industrial" feed lots.

Optimistic assumnptions are pade in the 7979-83 Plan
concerning Nigerien herders' willingness to proceed quickly
to accomplish these innovations, Little attention is given
in the Plan to how, or indeed whether, such changes can be
successfully integrated by herding people now heavily depen-
dent on the ir animals' milk nroduction for survival.

It night be noted here that Plan nrojections stressing
production zoals favors at least to some extent development

of a class of 'economic ranchers! who have the capital to
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make larre-scale investments in livestock scliemes., Since they
would not be dependent upon these animals for survival, they
could sell off large blocks of animals when rarket conditions
were good, and reinvest the profits amain in mranching" opera-
tions. 1If this projection is accurate, their ability to put
beef bodies on the market and so supply weaning and fattening
stages of the livestock production process shouid win a good
deal of political "capital®™ for them as well. Under such
circumstances, it may be difficult for herding peonles to make
good claims to renewable natural resources in the pagtoral
zone on anything like an exclugive basis.

Elevagze personnel needs are expected to be mat by cadres

now in training, and a shortfall is expected only at the low-

eat level (azents techniques). Personnel increases are ex-

pected to permit more thoroush penetration of the pastoral
zone by livestock service neople, in lkeening with increased
contact at the local level lLetween technical agenclies and
rural dwellers advecated in Plan and Development Society pfo-
posals.

whether those contacts will facilitate projected
reforms remains to be seen. It appears likely, in light
of the agency's past practies, thad enphasis will be laid
on narrow technical considerations, to the detriment of
associated socio-nolitico-~economic aspects which may condi-

tion success of such reforms. With a few exceptiows, Live-
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gtock personnel I interviewed showed little apnarent feel
for herders' problems. In light of their heavily technical
training, it must be said, nne can hardly expect their atti-

tudes and lntercsts to be nther than they are.

Evolution

The implications for NRL activities are serious, though
pot all negative, Elevage is undoubtedly the agency which
feels.itsei; most directly concerned by pastoral zone
developments. Within the Five Year Plan framework they have
been assigned some specific, and highly embitious goals.

The tendancy would normally be to pursue then in a top-down
manner, relying on agency personnel to handle the bulk of
the work.

llowever, Development Society principles stressing self-
managerent, probable attenpts by UNCC to set up cooperatives
in the pastoral zone, and tie very difficulty of transforming
herder production strategies in accord with Plan projections
place in question traditional Llevage methods.

If NQL can produce concrete proposals which will facili-
tate achievement of established goals, or indeed, nmerely
sucgest some stiategies to riove heruers in that direction,
ti.ere is some hope Zlevase nersonnel Till take them seriouslv.
There szerns little doubt tiat President ifountché is conmitted

to a fuller participation by herding people in develonment
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activitios ["Nowedew ileveurs," and "Cure salée ; la fin du
folklore," Le sénol, No. 1960 (lu October 1980), pp. 1,3, 4].
Iiwus tlhie Livestocl: Service faces, ir a recal sense, an unavoid-
able mandate to broaden its ap-roach. ‘he fact that the
currcnt Minist-v of lural Development was pronmoted from the
Livegtock Se .ce directorship reinforces President Kountché's

stress on integrating herders into the mainstream of tiigerien

society.



APDENDIN 3/5: LA _RCCONSTITUTION LU CHEPTEL

[1flerd Reconstitution Progran]

Background

The Nigorien ilerd Reconstitution nrogram, created after
the L¢70s drought to assist herders devagtated by stock
losses to re-cstatlish themselves in stoclc raising, groups
a variety of activities under Niamey headquarters super-
vision. These include breeding ranches designed to improve
genetic quality of Nigerien livestock and to serve as multi-
plication centers for zenetically-improved strains of cattle;
as bases for extension work with young herders; and as pasture
reserves in severe drought periods.(Ibécéténe, Dakoro, Sayam
and lelbedji). There are, in addition, weaning centers for
younz cattle (Dakoro, Sayam and Belbedji); the )Maradi goat
station; the Toukounous experimental station; and the Dosso
livestock extension station [5YP: 197].

. A UNDP credit progranm to finance sheep herd reconstitution
exists in Tahoua VYepartment, In its firs nhase, it involved
300 herder families. According to I'erd Reconstitution
Procraz Director Laouali :ADAYOU, these people represent "only
a drop in the bucket". A second nhase, nossibly to be
financed by the Nigerien Mational Investnent Fund, i8 cur-
rently under study, and may result in sone additinral loans
being cade to herders.

Finally, !lerd Reconstitution is interested, if not directly

involved in, CliCA-financed cattle loan operations currently
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underway and centered on the nine noma/ld groups of Tchin
Tabaraden Arrondisserent. A cooperative has been created

in cach zroup, with the object of sccuring herd reconsti-
tution loans. Loans have typically called for a two-yoar
grace neriod, so repayment levels have not yet Leen defini-
tively established [interview, Director laouali ADAMNOU, llerd
Meconstitution, Niamey, 1/20/81]. There is every lilkelihood
this sub-program will be continued (5YP: 181], as will the

other prosram comnonents, if funding is obtzined [3YP: 201].

Viandate and Current Policies

Even without GON activities promoting nerd recornstitution,
Nigerien herds would probably have recovered in very larze
measure by now from losses wrought by the 1970s drought
[RN/MP/Direction de la Statistique et des Comptes Nationaux,
"Annuaire Statistique 1978-1979," p. £8].

The question of post-droughi redistribution of herd owner-
shin is not answered by raw reconstitution statistic however
and there is reason to believe soze of those who su.~ rted
themselves in pre-drought years on nroceeds of their g tock-
raising have been seriously imnoverished by drought-related
stock losses. .

To date, the rultlipl.cation centers have not contributed
much to the reconstitution effort; this is partially explained

by the fact that they are just now coming out of the start-up

phase. They have begun, in recent years, to distribute small
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numbers of cattle to young herders (apparently almost all Tuareg,
and very few Wodaabe or Fulbe, if any, have participated) on
their completion of a training course at Toukounous ranch
[interview, Livestock Agent Inoussa OUMAROU, Multinlication
Center - Belbédji (Baté), 1/31/81; interview, dDirector Tahirou
ABOU, Multiplication Center - Ibdcéténe, 2/06/81].

There are also indications that creation of state-run
ranches (the multiplication centers) has not been welconed
by pastoralists who formerly occupied the raneh sites., Indeed,
there is plenty of evidence that individual herders view
ranclies as a threat to their own welfare. Organized lobbying
is likely to greet any rev attempts to extend the system
[interview, Livestock Agent Inoussa OUMAROU, Multiplication
Center - Belbédji (Baté), 1/31/81; Gilles Lainé, Ministére
de la Coopération, "Evolution du régime foncier dans une
société-d'éleveurs nomades. Le cos des Touareg KEL DINNIK!
dans la rézion de Tahoua (NIGER)", paper preented at the
Journdes d'étude sur les problédmes fonciers en Afrique
noire, AFIRD-LAJP, Paris, 22-24 September 1980, p. T].

The current Tanout Subprefect disputes this point. He
asserts herders (a) were compensated at his insistance by
the Herd lecorstitution Program for loss of water rights
i7hen their private wells-were expronriated in the course of
creating the Belbédji (Baté) ranch, and (b) that they were

inforned about reasons for the ranch and now believe it is
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in.thcir long-term interest [interview, Subprefect ai Moussa
DIKOUMA, Tanout Arrondissoment, Belbédji, 1/31/81].

Tho nosting of nomad guards at the ranch may indicate
all herders are not convinced of the value of the onera tiom,
altlhiough those few who lost most of thelr stock 1in the
drought and have since found positions as hircd herders in

the ranches may see things differently.

Evolution

In any ca=e, 1t seens likely herders in general will be
skeptical of ranching projects until and unless they receive
direct benefits from activities undertaken there. If ranches
remain the major thrust of Herd Reconstitution Program acti-
vities in the pastoral zone, 2s current expenditure levels
jndicate they are, then they represent a potential block,
as well as a potential venue, to productive comrrunication
with herders. From the herders' perspective, the ranches
have thus far merely subtracted land from the pastoral zone.
If in future they begin to make available large numbers of
genetically-improved stud bulls and cows, herders' attitudes

may become more positive.
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APPENDIX 3/6: L'OFFICE LES EAUX DU SOUS-SOL (OFEDES).

[Groundwater Office]

Backesround

Croated in 1963 and now an agency within thellinistry of
flydraulics , OFEDES (L*Office des caux du sous-sol) has
three main .tasks: construction of wells in rural Nipger
(agricultural, intermediate and pastoral zones), maintenance
of those same wells, and development and operation of muni-
cipal water supply systems in secondary urban centers
["L'OFEDES en bref," Nigerama, 18 December 1980, p. 36].
While OFEDES apparently engages to a limited degree in
prospectirg for groundwaters, main responsibility for that
activity rests with hydrogeologists attached to the Ministry
of liydraulics. Thus OFEDES' main job is developing and

maintaining rural and small town hydraulic infrastructures,

viandate and Current Policies

GON commitments to creation of adequate supnlies of potable
water throughout the country have imnosed on the agency ﬁ |
relatively heavy schedule of operations, w.ich it has been
unable to meet during recent years. Equipment inadequacies
and lack of personnel explain most of the delays ["OFEDES:

des moyens linités pour un progrance émbitieux," Sahel tebdo,

No. 227, 16 juin 1980, 16-18].
Priorities have therefore been established. In rural

areas, greatest emphasis presently goes to reglons wvhere
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the granite crust prevents easy penetration by traditional
methods into aquifers (Liptako, west of the Niger River,
southern part of Maradi Department, Damagaram around Zinder,
Mounio in Gouré Arrondisscment), and secondly, to the
Damerghou area around Tanout where water-hbearing strata
occur only at tremendous depths. llowever, well-drilling
operations continue also in sedimentary soils characteristie
of most of the rest of the country [("L'Tau n'a pas de prix,"
Nigerama, 18 December 1980, pv. 12-15].

OFEDES operates to implement water policy set out in the
1979-83 Plan, which is founded on "the right to water for
all" fL'Eau n'a pas de prix," Nigerara, 18 December 1980,
pp. 12-15]. Most, if not all, wells currently under con-
struction are being created by OFEDES employees. The agency's
mandate includes the possibility of self-help in well con=-
struction. But local-level political problems ["OFEDES:

des moyens limités pour un programme ambitieux,” Sahel Hebdo,

No. 227, 16 June 1980, pp. 16-18] and difficulties in mobi-
1izing necessary amounts of labor, which resulted in unac-
ceptable construction delays have caused the agency to rely
in Tahoua and Agadez Departments in well-drilling almost
exclusively on machine techniques instead of encouraging

investigsement humanin [interview, iiilpron, Conseiller

Technique, OFEDES, Agadez, 2/12/81; interview, Department
Head, Maoudé KORONEY, OFEDES, Tahoua, 2/16/81].
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According to OFEDES officials in Agadez and Tahoua, labor
difficulties are particularly acute in the:.pastoral zone,
because of herding people's mobility. In pricciple, however,
nothing formally prevents a return to reliance on self-help
in well constructionmy particularly if the formula of colla-
boration adopted between OFEDES and pastoral zone residents
- a contract, for instance - provided for OFEDES assistance
in creating adequate well-bottom reservoirs within the aqui-
fers once water has been struck [interview, Department Head,
Maoudé KORONEY, OREDES, Tahoua, 2/16/81; for comments on this

possibility, see below "Evolution" section, pp. 235-36 ].

Water Law and Politics
Cne point of critical importance here is the recommendation

contained in the 1979-83 Plan concerning the imperative need
"tp proelaim as soon as possible the state's monopoly over
water resources, and a coherent water policy"” [5YP: 419].
This is the conclusion planners have drawn from the principle
that "everyone has a right to water™ and its corollary that
costs of access to water should be equitably shared among
more and’less favored reglons. In practice, this should take
the form of gsubsidies paid to poorer by richer in the name

of social justice. This principle carries over into the
area of water politics President Kountché's oft-articulated
concern that staple grains should cost the same everywhere

throughout Niger.
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This policy may raise sonme politico-legal difficulties
for strategies designed to revive traditional pagture manage-
ment practices by vesting well richts in particular groups
or individuals. Among OFLDES technicians there oxists a
value commitment to providing free access to water for all,
When it takes the form of destruction of traditional well
rights, by creating cemented weels or boreholes 1in cloae
proximity to existing water points, technicians I inter-
viewed seemed to feel it was "a good thing". 1In their eyes,
guch a tactic breaks up the monopolies of well owners in
the area [interview, Hilpron, Conseiller Technique, OFEDES,
Agadez, 2/12/81; interview, Department Head, Maoudé KORONEY,
OFEDES, Tahoua, 2/16/81].

This poses obviously a fundamental issue in those areas
where wells provide the basic dry season water supply. The
problematic question is whether insisting on free access
would protect less-powerful groups and individuals from
eventual de facto appropriation of dry season water points
by, particularly, powerful individuals., If not, then
weaker groups might well be better served by a policy
tfavoring attribution of dry season water rights to named
and known groups. Group members would “then be in nosition
to make appropriate decisions about size and membership of
the user community on whatever basis they chose (presumably

one which would take account of annual variations in fodder
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availability in their well ares[s]),

Note that the 1979-83 Plan recognizes disruption of
traditional pasgture management systems caused by creation
of easily accessible wator supnlies available to all conmers,
It speaks in laudatory terms of the benefits of sustained-
yield pasture managemont agsociated with the old system.
in consequence, OFEDES policy for well construction in the
pastoral zone gives first priority to wells, second to
well-boreholes, and third to boreholes.

vanual extraction wells are viewed as egstablishing a
natural limit on livestock pressure in the well's drawing
area; well-boreholes and boreholes are seen as potentially
much more dangerous innovations in terms of pasture management.
They are to be avoided except when aquifers can be tapped
by no other means (shallow, hand-dug wells or deeper, wood-
shored or cemented wells).

The rational for this policy is not, note, incompatible
with a position favoring attribution of wells to named and

known user groups.

Evolution

[Intormation contained in this section summarized renarks
nade by Department Head \apudé KORONEY, OFEDES, Tahoua,
2/16/81 in reply to several of my qnestions. They concern
QFEPES:nolicy only in Tahoua Denartment, but merit attention
insofar an they sucggest possibilities of fruitful collaboration
between NAL project and OFEDES/Tahouva. ]

OFEDES hasa moved natiomally, and M. KORONEY within Tahoua

Department, to establish OFEDES control over all cemented
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wells. *The motivation for this policy is largely technical,
according to M. KORONEY. Traditional well dimgers can exca-
vate at mogt tvo (2) meters helow water leverl in wells they
create, “hen the flow ra'® is minimal, such ghallow roser-
voirs do not mcet demands rade on thert. If traditional
wells are created without adequate reservoirs, they in a
sense amount to inefficient ucderutilization of the region's
groundwvater resources. On the other hand, with machinper 1t
is possible to construct ten-meter-deep reservoirs, which
expands a well's holding capacity by five times over the
amonnt possible using traditional techniques.

\Vonetheless, there is no question that traditional wells,
both deep-iined and ahallow ornes in valley Lottoms, contri-
bute tremendously tc meeting water dewand in the department.
Since M. KOROMEY's overriding corcern is assuring adequate
water sup-ly, not well owrershin, he in no sense personally
opnroges such wells,

Indeed he would be favorably disnosed to digging shallow,
cerent-lined wells in valley bottons. Collaboration with
herders, especially if organized in cooperatives or associa-
tions, would be highly appropriate. ilerders could supply

labor on investigsement humain or othéer bases, and OFEDES

would provide materials and a well-diczing snecialist who
wonld guide construction. <The indisnensable conrdition:

adequate labor snpnly pernitting normal construction rates
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to avoié tying up scarce technicians and eauipment for unrea-
sonable periods of tine.

In his opinion 1% wonld alsn he possible and desirable to
cstablish a standard maintcnanco contraci with such assocla-
tiong. This contract would nrovide for neriodic well cleaning
ard renmair operations to be executed by OFEDKS men and oquip-
ment,

At present, decisions on cemented well sites are rade by
a technical committee at the departmental level. M. KORONEY
has requested Tahoua Department subprefects subnit to him
lists of potential well sites; in the event funding becomes
available, there need then be no exploration delays belore
OFEDES can proceed to construction.

[This process e, idently does not include any direct publioc
input; whatever ,opular opinion finds expression there does
so only indirec.ly, through either (OFEDES or ELEVAGE) tech-
nical arents, GON administrators or traditioral chiefs who
may be involved in decision-making. ]

Those who wish to construct traditional wells usually do
gecure authorization from the local subprefect before start-
ing their dig.

(. [:ONUN:=Y noted in passing that twd private parties in
Tchin Tabaraden Arrondissement had relayed to him via the
Tchin Tabaraden subprefect a request for information about

OFEDES well-drilling techniques. Ile did not have the indi-
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viduals' narces.

[Following comments express my oninions only.] The
possibility of joint OFEDES-herder well enterprises would
offer herder associations & strong basis on which to Tound
at lcast priority use richt claims to water sources in whoso
development they narticipated. If operationg were loaan
fipanced, and herders committed themselves to reimbursing,
@.g5., CNCA pastoral development loans, they would havean
even stronger claim. One form of surety for such loans
would be the sanction of opening the well to all comers
if well "owners" fell behind on their installments.

This strategy of locunl participation in well consiruction
would provide herder associations as well wich standing to
request a role in well-siting decisions,

Given the fact that some individuals in the department
apnarently already see a notential onportunity to egstablish
claims to water (and associated pastures?) through invest-
ments in nodern well construction, it would appear highly
advisable that herders organize as collective associations
to defend their long-standing interests in area water and
pastures by stakirg out more certain claims to gpecific

nortions,
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APPENDIX 3/7: L'OFFICE DES PRODUITS VIVRIERS DU NIGER (OPVN)

[Nigerien Staple Grains Office]

Background
OPVN was crcated in L970 as a grain-price stabilization

mechanism., During the 1970s drought it took or a socond
function, that of providing famine reliof to MNigeriens unable
to feed themselves [James T. Thomson, "Food Politics at the
Loc.il Level: Niger and Upper Voita Approach Food Security,”
in Food and Climate Review 1979, ed. by S. K. Levin (Boulder,

Colo.: Aspen Institute, 1980]. It now has those two mis-
sions, and must also provide stanle grains in urban and
deticit areas (the pastoral zone, in particular) [5YP: 307;

interview, OPVN Director Adamou SOUNA, 6PVN, Niamey, 2/24/81].

Mandate and Current Polieies

SOUNA believes OPVN should avoid the impasse it has cur-
rently entered by attempting to nmonopclize Nigerien domestic
grain sales. Ile considers this impossibly expensive, and
advocates instead a sort of balance wheel function for OPVN.
It would begin buying quite early, to assure reasonable
prices to producers at harvest time when the market is
usually coft, and then hold stocks for eventual release when
amounts of privately-marketed grain shfink, driving nrices
up. The combined effect would be to reduce annual price
fluctuetions, and the profits to be made speculating in
millet.

Most sources agree the priee stabilization and urban/
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deficit area suppnly goals are not being adequately met
(5Y®s- .307, 312; interview, SOUNA, OFVN, Niamey, 2/24/81;
Abdoulaye BourelIma, "Produits vivriers - le seuil de...
tolérance," Le Sahel, 26 May 1981, p. 3 (reporting Presi-
@ent Kountchd's comments at a civil servants' conference on
the current food stock and cereal grain market situation)].
OPVYN has apparently managed to buy only ahout three percent
of total domestic grain production in recent years, which
constitutes about one-sixth'or domestic grain sales to con-
sumers. When this amount has been doubled by grain imports,
OPYN controls roughly one~third of the domestic markeu. In
the last several years imports have been just about eliminated,
but current grain shortages in stocks under GON control have
motivated a small amount of imports again.

With or without imports, the amount under GON control has
not been enough to stabilize brices. Farticularly in the
pastoral zone, current grain price fluctuations sometimes
exceed those ncmmon during pre-OPVN days. It is widely recog-
nized that private buyers pay better prices and have lower
marketing costs, which allows them to turn handsome profity
despite OPVN's efforts to regulate prices.

The current OPVN director believes this can be achieved,
in part by higher prices and in part by rore timely entry

into the harvest grain market. But he stresseg the need for

restricting OPVN'g activitieg and for greater cooperative

involvement in marketinz and supplving staple graing through-
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out the country; this opinion is shared by s me others

OPVN

[interview, Assistant Director E.l. Dantata ADAMOU, UNEC,
Niamey, 2/23/8l; inter lew, Departrmental liead Sani MAMAN,
Plan, Agadez, 2/11/81]. Presumably this would bring greater
volumes of grain onto the market, at prices more advanta-
geous to both pioducers and consumers because middlemen
would be excluded form the transactions.

Much depends however on details of buying and selling

campaigns [Thomson, Food and Climate Review 1979]. In

particular, cooperatives must be able to offer their members
and others competitive prices if they wish to purchase sub-
stantial grain stocks. If they are prohibited from out-
bidding merchants, at least in the eraly stages of the buy-
ing campaign, they will £ind themsalves in OFVN's current
dilemma: supplies inadequate to meet even a fraction of

the demand.

Evolution -

OPVN's future remains cloudy. Like other narastatals,
is is under presidential injunctiocn to cut costs, and many
of the more remote selling points in the pastoral zone have
been shut down [interview, Director Adamou SOUNA, OFVXN,
Niamey, 2/24/81; interview, Departmental iead Maman GARR\ ,
OPVN, Tahoua, 2/18/81; interview, Departmental Assistant
Head Abdou BANI, OPVN, Maradi, 2/19/81]. It seems likely

therefore that its activities will be curtailed .n the
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future.
On the other hand, President IKountché still exoresses
concern about the CMS commitment to protecting Nigeriens

from famine [Thomson, Food and Climate Review 1979]. If

greater cooperative activity in the grain marlket appearcd
to relieve necessity. for an OFVN monopoly by moderating
priee fluctuations, OPVN might well ba permitted to scale
down its attempts to control the market. If not, another
attempt at establishing a gtate monopoly on grain sales
might be undertaken, though without any greater prospects
for success than the current effort. This renewed effort
at monopoly seens unlikely however, in light of President
Kountché's current disenchantment with peasant hold-up of
grain sales to OPVN is a putatively surplus grain production
year, and asserted collusion between canton chiefs and mer-
chants in manipulating the grain buying campaign. Both
merchants and the traditional chiefs geem now to be under
suspicion, and UNCC cooperatives have yet to demonstrate
their capacity to accurulate important grain fesefves for
OPVN when they are constrained to buy at a controlled price
which falls well below the open [black] market level.

More cooperative participation in srain marketing and
distribution would be vastly more ad:.dntageous tfor herder
essociations, whether synonynous with coopesratives or con-

stituted as separate ontities. OFVN legal domination of
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official grain marketing, and a concomitant highly controlled
and (probably) non-competitive role for cooperatives and
herder associations, means (a) that grain supnlies officially
available in the.pastoral zone will remain inadequate. ‘This
promotes both speculative blacl: market activities and inten-
gifies pressure to engage in farming in the pastoral zone
as people seek to become gelf-supnorting in food grains.
It also deprives herder associations and pastoral zone
cooperatives of a powerful incentive through which =~ at-
tract new members.

Tf the .arket situation becomesmore fluid, with a magni-
fied cooperative/herder association role and possibilities
for cooperative/private gectnr comnpetition, then local units
might try to entrepreneur some favorable deals for them-
selves, e.g., either by purchaging via the cooperative net-
wor', dispatching member(s) south at harvest time to pur-
chase autonornously for association aeeds, or by contracting
with private suppliers to acquire necessary millet stores
in bulk purchases (at favorable prices).

It can be noted in this regard that the 1979-83 Plan
advocates decentralization of storage of security stocks,
and a zreater role for each neasant fadily in talting neasures
to assure its own personal security grain reserve. Pcasants
who are able to have of course been pursuing this strategy
for some centuries, skeptical ags experience has taught them

to be of long-term efficacy of state efforts to maintain anti-

faizine stocks.
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APPENDIX 3/8: L'UNION NIGERIENNE DE CREDIT ET DB
COOPERATION (UNCC)

[Nigerien Credit and Cooperative Union]

Background

UNCC cooperatives were first established in Niger in
1962 by the LCiori Government. National headquarters were

created, and colonial era, obligatory-membership Sociétés de

Prévoyance and their succesjors, the Socidtds \utuelles de

Développement Rural, were converted into UNCC units. Member-

ship was voluntary, and acquired on an individual basis upon
purchase of a share of social capital.

Four years later this systen was revamped to provide
cost-free, col.ective membership on the basis of village
mutuals which were open to all and theoretically included
all adults in the community.

Subsequent developments saw extension of the cooperative
tutelary adoinistrative network (UNCC structures and agents)
and creation of nunerous local cnoperative-associations
(ALC's) as cooperatives multiplied. These units, in fact
quasi-cooperatives under close GON control rather than auto-
nomous units authorized to pursue satisfaction of their
members' interests, played a somewhat larger role in market-
ing agricultural conmodities (peanuts;‘rice, cotton, cow
peas, some vegetables, etc,). Yuring the 1970s, ULCC coop-
eratives have also been integrated into OPVN's purchasing

network for stanle zrains [5YP: 307].



244
UNCC
Mandate and Current Policies

The most recent reorganization of UNCC actir.ities reflects

GON planning for implementation of the Development Soclety.
Ordonnance No. 78-19 of 123 October 1978 created enabling
legislation to promote cooperative salf-management., Décre$
No., 79-05 of 18 January 1979 implemented that ordonnance,

The ordonnance, the décret; and minutea (and associated

dooumenta) of the 28-31 Ay 1979 UNCC meeting to consider
details of applying the new legislation provide the currently
controlling framework for cooperative activity in Niger
Clearly stated is GON's aim of fully organizing the rural
Nigerien economy through cooperatives, As. indicated ulsewhere
in this repc~t, mutunals are to form the economic arm of
village and tribe (or camp) level development cells, the
most bagic of the new Development Society institutions.
The samaria youth organizations are to provide initiative
and labor inputs for a variety of self-help projects organi-
zed through the local development cells [see above, Appendix

2, Development Society Principles and Vocabulary, pp. 195-96 ]«

The main thrust of this latest UNCC reorganization 1s the
ostensible drive from UNCC-panaged, quasi-cooperatives to
member-panaged cooperatives,

UNCC thus has a mandate to move to full cooperative
prganization of the pastoral zome, along with other more

populous areas of the country. This mandate envisages
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creation of Groupements ‘utualistes Pastoraux (GMP's),
cooperatives probably tied to pastoral units, and a hier-
archical series of local cooperative unions (one per

arrondissement or nomad g;pnnement), departmental coopera-

tive unions (one per department) and a national coopecra-
tive union, all, in the end, self-managed,

UNCC sees cooperatives as potentially multi-purpose
organizations. In addition to functioning as producers'
marketing units, cooperatives should nrovide nroducer and
consumer credit, furnish supplies, operate cooperative
stores in some cases, etc.

UNCC officials, in public pronouncements and interview
conversations show sensitivity to the issue of feasibility
of installing cooperatives in the pastoral zone. Field
investigations by national-level officials, recently com-
vleted, reflect their sense that rnore information is needed
hefore final decisions on pastoral zone cooperative'struc-
tures can be taken. ithin the framework imposed by rele-
vant enabling legislation, they seem open to suggestion
and interested in gathering diverse noints of view.

At this point however, the general plan is that nastoral
zone conperative structures will conform to the standard
UNCC formait. At ti e local level, as suggested, UNCU GilP's
will group local adults in cooperative mutnal units. These

will be organized, in the pastoral zone, upon a vote of the
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tribe's (camp's[?]) "assembly". Yo minimum rule is estab-
lished, e.g., majority of those present or on the tax rolls,
for constitution. In offect, thosc who want to egtablish
the nutual are frce to do so. CUreation is authorized auto-
moctically when the tutualists furnish UNCC with a copy of
the minutes of the constitutive meeting.

The same process of constitution governs establishment
of cooperatives, with the exception that the-oongtitutive
(and general) assembly is composed of delegates from the

constituting nutuals. Groupements mutualistes, not mutualists

as individuals, join cooperatives. The arrondissement-level

nLocal Cooperative Union" (ULC) is constituted when a majer-
ity of the cooperatives in the jurisdiction vote to do soj
the "Departmental Cooperative Union" (vDC), when the majority
of ULC's votes its creation, and the "National Cooperative
Union" (UNC) when a majority of the UDC'S authorizes it
[Ordonnance 78-19, Arts. 4, 6-9].

By terms of Art. 17, Ordonnance 78-19, and of Art. 27,
Décret 79-05, quasi-cooperatives established before those
new framework laws were passed were to have been converted
to the status of self-managing cooveratives by Jarvary 1,
1981. The fact that these particular injunctions have not
been complied with by the prescribed time limit sugzests
that other elements of those two statutes may well also be

temporarily disregarded.
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Current legislation raises certain difficulties concerning
pastoral zone cooperatives. The pastoral zone ig distinctly
under-ormanized at presont. Orpanization thus constitutes
the overridirg goal. fiut anpropriate basos rerain under
discussion.

Legislation cited above mandates the use of tribes as
pastoral mutual groups (GMP's) and specifies nomad groups
(of tribes) as the framework for cooperaiives (at the rate
of one per group) uniting the GLIP'S. Subsequent investi-
gations fundertaken in the first quarter ot 1¢81) may have
convinced UNCC officiads that norad camns provide a more
adequate unit for GMP organization, particularly in licht
of the credit guarantee role assigned the GMP's [interview,
Agsistant Director E.Il. Dantata ADALIOU, UNCC, Niarey,
2/23/81]. ‘llembers of the same nutual will go surety, in
the first instance, for e,ch others' loars. UNCC officials
therefore want, ahove all, %o chocse as the GMP framework
that unit of everyday life which offers the greatest
guaranteé of mutual solidarity combined with a sense of col=-
lective existence, so that mutual rembers will feel compelled,
out of respect Tor group honor, to refuse to apnrove loan
requests of those thiey honestly feel w111l be urable to reet
reimbursenent installcents.

Michel I=ITA, in a three-part article, likewise argues in

favor of focusing mutual group organization on the camp,



248

UMCC

rather than on administratively-established nomad tribes
or groups, and for the same reason PProjet de mise en place

des unités pastorales au Niger Centre-Est," Sahel Hebdo,

No. 225, 2 June 1980, 30-32; No. 226, 9 June 1980, 28-30;
and No 227, 16 June 1980, 25-29,

Ari T, IBRAIIDM, Minister of Rural Development, in his
then-capacity as Nigerien Livestock Service Director, sug-
gested in December 1978 that the nomad tribe would in mamny
cases be an appropriate for cooperative and herder agsocia-
tion organization. Ilowever, he took thi3i position because
he felt the trihe met the criterion of a viable local unit
of organization [RN/MDR/DSEIA, "Exposé au Séminaire sur la
gestion des coopératives orzganisé par 1'ACCT ; Efforts
d'organisation des éleveurs au Niger (note completée par
les tentatives d'organisation des éleveurs produites par
le reconstitution du cheptel)".

Thus general agreement exists that the most viable unit
offers the best framework for the GMP's, It is an empirical
question, to be answered by research findings, whether tribe
or camp best meets thei criterion. Controlling legislation
will, or presumably could be, modified to take account of

..

relevant findings.

Potential Problems Inherent in
Current Cooperative Legislation

Unfortunately, model cooperative statutes proposed by
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the May 1979 UNCC seminar, as well as controlling legisla=
tion (Ordonnance 78-19, Décret 79-05) contain some additional
weaknesses. In particular, the statutes effectively pre-
gerve considerable centralized control by UNCC, the tute’?ry
agency), through develonment of a standard sot of statutes,
and a stardard set of accounting forms. These will undoubtedly
simplify tasks of UNCC field agents, but they suggest the
degree of gelf-management is not likely to be such that the
new organizations cou.d be characterized as "autonomous
cooperatives." UNCC agents can attend cooperative meetings
ag "observers" or counsellors, and are given a potential
role in preparation of neeting agenda and minutes (Arts.
20-21).

The Administrative Council of the cooperative, which has
responsibility for agenda setting, planning and supervision
of progran implementation by cooperative officials and ranra-
gers, can only act when all mewbers are present - a highly
restrictive rule (Art. 36) - and they cannot be paid (Art.
32). Other articles (43, 45-46) provide for a substantial
degree of financial control by the tutelary authority.

UNCC retains the right to dissolve cooperative (Art. 47).
Mote these model statutes ray be rnodified before INICC
finaliz~s tlen by adninistrative decision.

7rom a broader perspective, one of the serious disad-

vantages with UNCC tutelage of the pastoral zone coopera-



250
UNCC
tive movement lies in the lack of tield agents available
to provide technical assistance to groups interested in
forming their own cooperatives. This may result in inad-
equate suparvision of cooperative activities durins critical
initial stages; inannropriate policies and nractices night
then b2 entrenched, resulting in effcctive violation of
cooperative principles get out in Article 5 of Ordonnance
78-19.

One of these principles, furthermore, may occasgsion
seripus difficulties, not as it anplies to cooperative
activities per se, but rather as it relates to the possi-
bility of organizing range mnagement associations. If
UNCC cooperatives effectively monopolize possibilities for
collective organization in the pastoral zone, there may
be no way to enforce grazing restrictions so long as water
is freely available to non-coonerating herders: no one,
according to the terms of Article 5, can be compelled to
become a member of a cooperative against his will. 1If thls
principle is strictly maintained, thep oyriority water use
rights could not be attributed to cooperatives established
in particular areas of the pastoral zone, since this would
be tantamount to forcing non-members to join in order to
recain in the area: cooperators would evidently be within
their rights to refuse watering privileges to non-members.

If on the other hand the prohibition on forcing entry to
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UNCC
was interpreted loosely, as not precluding attribution of
priority use rights, then there would be no particular
conflict with range management programs. It seens unavoid-
able that any range management prosrom he based on some such
.ffective system of sanctions as refusal of stock watering
rights as a sanction for violating range management repgula-
tions.

Apnother problem of some consequence may haoper efforts
to establish cooperatives throughout the pastoral zone:
UNCC cadres are, at present, largely specialized in operation
of producer marketing organizations. They may have some
difficulty reorienting themselves to promote consumer
cooperatives (e.g., for the purpose of purchasing millet
for resale to members), and may offend pastoral zone resi-
dents if they place too much emphasis on UNCC cooperative
marketing functions, esnecially since the major product to
be marketed will obviously be livestock. If the cooperative
can obtain better prices Lor its members on animals they |
have to seel to finance necessary paycents or expenditures,
it will be appreciated. Ibowever, cooperative agents may
pressume people to sell more animals than they think wise,
as part of a drive to convert nomads from "...extensive
livestock raising based on prestige considerations which
inevitably lerd to the creation of large herds..,." "ty a

form of stock raising technically and economically moxe
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raotional in the given ecological context" [speech by the
Agsistant Director of the Livestock Service at the May 1979
UNCC seminar; Appendix "Philosophie d'approche du monde
rural, " p. 1]. 1In that case, nomads may begin avoiding

UNCC activities and organizations.



APPENDIX 4: OTHER RANGE MANAGEMENT PROJECTS IN NIGER

Two other range management projeots surrently function
in Niger: the Niger Centre Est project and the Sud Tamesna pro-

Ject.

Niger Centre Est

Niger Centre Est, a World Bank-financed operation, has
responsibility for realizing the common herder organization/
improved service provision/enhanced livestock productivity
goals which have been assigned the three projeots. The Juris-
diction covered by Niger Centre Esc includes the entire
pastoral zone &rea bordered roughly on the west by Tanout and
extending east to Lake Chad. The area inclvde Tuareg, Fulbe,
Wodaabe and Tubu herders.

Project Director AKILOU Abou has opted for a combination
of research activities and direct attempts to extend service
provision networks within the project zone. Research asgigtants
have been trained to participate in surveys of livestock produc-
tion activities. A series of pastoral service extension points

(relais pastoraux), providing for the moment a range of basic

necessities, have functloned gince 1980 with variable results.

Herder Associations

The combination of research and service provision, it
is expected, will permit development of a strategy which will
facilitate creation of herder associations, each based on or
related to a pastoral service extension point. The idea 1s

253
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in essence to organize herders through associations, facili-
tating thus determination of their opinions and needs, on the
one hand, and on the other, to facilitate technical service
activity in the preoject zone by staking out centers o{ contact
between mobile herders and technical agents responsable for
gervice provision. Once these extension points have been
established, it will be possible to motivate herders to re-
atrict their movements at least somewhat, it is thought, so
they remaln during the dry season within reach of the central
polnts.

Model Herder Asgociation
Constitution

Niger Centre Est Director AKILOU has, as a step prepara-
tory to creation of herdsr aasociations in the projeot area,
proposed a set of model statutes (in effect, a model constitu-
tion) for such organizations [aspects of the model are discussed
in Chapters 6 and 9, above] The constitution provides for a
single, large-scale jurisdiction, membership in which is to be
acquired by individual herders directly, without regard to
etinic, political or religious criteria.

The association jurisdiction will have to be geographic
in character (even if vaguely defined), according to AKILOU,
and not based on GON administrative tribe/group complexes
because many members of a tribe/group simply are nnt present in
the area where the leader is incorporated into the administra=-

tive hierarchy.
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Meetings are to be held at least once a year; the model
provides for a herder association board and officers, elected
annually. The board ard executives will talke charge of asso-
ciations affairs whenever the association's general assembly
13 not in session. To motivate herders to stay around these
centers, they are to be refused access to services by all asso-
ciations except theri home one.

Director AKILOU helieves it will not be inappropriate to
exclude chiefs over the long run from a controlling role in
the association, but he 1is extremely skeptical about feasibility
of a frontal assault on the power of traditional chiefs now.
Thus they will probably be adm'vted to leading roles in Niger
Centre Est associations, 1f they degire them and can muster the

votes.

Tutelary Relationship: UNCC

The model statutes provide an option for any herder asso-
ciation to vote to convert itself into a cooperative and series
of mutuals, under temporary tutelary aegis of UNCC, Agsociatior
which select that option lose their status as associations and
are from then on automatically organized and governed in accord
with cooperative legislation now in force in Niger (Ordonnance
73-19 of 12 October 1978 and Décret 79-05/PCMS/ADR of 18 Januar

1979).

pastoral Zone Agriculture

The director is disturbed by the extent of agricultural
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activity in the pastoral zone. To his mind, the pastoral zone
should be devoted solely to livestock production. Permitting
agricuiture in such a high steppe environment risks not only
restricting or eliminating liveatock production, but soil ero-
gion on a grand scale, Predictably catastrophic results for
preservation of that environment would follow. This is an even
more serious loss when account is taken of the substantial
amounts of livestock products currently produced in the project
zone,

In AKILOU's opinion, a new northern limit on agriculture
should be established after prior consultation with people,
traditional leaders, and GON officials. Once the new limit 1is
legally established, he advocates a total ban on any kind of

agriculture whatsoever in the protected zone.

Sud Tamesna Project

Financed by tne European Common Market's development fund
(FED) and operational since 1980, the Sud Tamesna project is the
smallest of the three GON-authorized efforts to promote herder
organization and increased livestock productivity in the high
sahelien pastoral zone, Sud Tamesna is located astride the
border between Niamey and Tahoua Departments, in a region to the
west of the citv of Tahoua. The project zgne is an ethnically-
cemplex locality. Information in the remainder of this gection

was supnlied by Project Director BADEMASSI Djariri.

Goals

Sud Tamesna's goal, which it shares with NRL and Niger
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Centre Est, is to organize herders. For Director BADEMASSI,
the sooner that goal is achieved, the sooner the project can
be phased out - because 1t will "have ach.aved its purpose -
and the better that will be for all concerned. He hopesa Sud
Tamesna will benefit from leasons iearned by both NRL and Niger
Centre Est, particularly concerning approaches to herder organi-
zation.
BADEMASSI conceives of the Sud Tamesna project as focused
on a specifio area, to achieve a specific purposes Herders'
needs are the factors which will determine project operations.
The first year of the project's activities will be devoted
to observation and to answering three specific questions:
1. How are local herding gocieties -and groups currently
organized?
5. How do herders wish to organize themselves in the
future?
3, What can the Sud Tamesna project do for herders in its

zone?

Final Objectives
The long-term goals of the nroject are four:
1. Organization of livestock production in the project
zone;
5. (rational) exploitation of groundvater and pasture
resources.

These goals suppssentwo other activities will be undertaken
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and maintained:

3. strengthening of veterinary and zootechnical programs;

and
4, development of the social framework of livestock pro-
duction, in the form of cooperative structures.

These goals are seen to fit rather closely with objectives of
the Development Socilety [see above, Appendix 2, pp. 191-205],

Sud Tamesna personnel are aware of differences which
exist between various parts of the pastoral zone, and are con-
cerned to avoid premature generalizations about appropriate
methods of achievinz the above objectives,
Technical Services and

Range lanagement

Director BADEMASSI expects to proceed in two stages; The
first, which is to some extent already underway in the initial
year of observation, focuses on improved provision of technical
gservices., Durin; a second stage, rance management activities
will be attempted. This anproach is corditioned, however, on
willingness of different herding peoples in the project zone
to participate.

ilerders must be organized, but it is not yet clear how
they will be. Taking the existing ethnic orgzanization as a
starting point anpears a reasonable way to begin, and a necessary
gtep in understanding current forms of indigenous organization,
Lut Director BADEMASSI expresses reservations about feasibility

of such an anproach over the long term given the ethnic complex-



259

ity of the area in whicli the project is operating. I'le feels
{t will be appropriate in the shert term to allow each group
gubstantial liberty to organize its internal activities in ways

it gees fit.

Pastoral Zone Agriculture

The problem of pastoral zone agricul ture he sees as a
complex one. lie considers diverse origins of pastoral zone
cultivators - some herders ruined by the drought, others immi-
grants from more southerly portions of the country, may impose
different responses in the two cases. Ie currently belileves
it will be difficult to exclude farming and farmers from the
pastoral zone [which iaplies some way must Dbe found to deal

with consequences of zonal agriculture, or at least to control

it].

Current Activities

Sud Tamesna is now pursuing four specific technical
operations:

1. distribution of cereal grains, via several pastoral

gervice extension pnints (relais vastoraux) in the

southern part of the project zone;

2. a campaign of anti-pardsite treatments for herds in
the arcaj:

3. corstruction of six (6) vaccination installatiorns,
to facilitate medical treatment of aniwmals; and

4. drilling of a well-borehole, which will restrict

grazing pressure by (technically enforecing) manual
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extraction of water. It wiil be open to any herder
willing to pull his own water. This well will be
located in soﬁe pasturc area within the zone, which
ig currently nnder-exploitcd for lack of water resour-
ces. The exact site will be determined throush dis-
cussions with local nenple and relevant adrinistrative

authorities.



INDIVIDUALS CONSULTED DURING FIELD INVESTIGATICNS

APPENDIX 5.
1981
LOCATION DATE
Niamey 1/09
" 1/09
" 1/09
n /14
" 1/14
n 1/16
" 1/16
n 1/16
n 1/16
" 1/17
" 1/17
n 1/20
n 1/20
" 1/21
\apadi 1/23
n 1/23
n 1/24
n 1/24
Niaumey @/08)
n 1/24

INDIVIDUAL INTERVIEWED

ORGANIZATION

Project Director ALI Darkin-
tafo

Agsistant Program Officer
Sidney Dliss

Assistant Project lDircctor
AHAMADOU Bourahima

Acting Dircetor Dr. ALOU

Secretary-General Salao BAR-
iou

Acting Dircctor Ousmane
YAROO

Director Salao KANE

Tutelle Director Malga Fiti
AIDLD0U

Head of. Political and Admin-
jstrative Affairs Bureau

Asgistant Director ©.H. Dan-
tata AMADOU

Personnel Section Head BAGNI-
BABA

Director Ali SEYNI
Director Laocualy ADAMNOU

Minister Brah MAHAMANE

rroject Rescarcher Bill
FitzGerald

Project Researcher Cindy
White

Project Director iAlil DANKIN=~
TAFO

Project Researcher Jim
Knight

Dr. Louils Loutan
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Nirer Range and
Livestock

USAID/Niger

Niger Range and
Livestock

Livestock Sor-
vice

National Commis-
gion for Crea-
tion of the
Development
Socilety

Adult Literacy
and Continuing
Nducation

Rural Extension
Service

{finistry of
Interior

\Ministry of
Interior

ONCC

Rural Extension
Service

Rural Engineering

Herd Reconstitu-—
tion

Ministry of Rural
Development

NRL



LOCATION

Maradi

"

Yirriah
Zinder

Tanout

Gourbobo

Belbedji

Baté

Belbedji

1/29
1/29
1/30

1/30
1/30

1/30
1/30
1/30
1/31
1/31
1/31
1/31

1/31

INDIVIDUAL INTERVIE™
PCV Dana Glazier

PCV Karen ilusgerl

Project Associate Bud Rice
Ad jutant Prefect

Conseiller Techniaque Daniel
Mignot

Project Assodiate Bud Rice

Project Research Bill Fitz-
Gerald

Project Researcher Cindy
White

Adjutant Prefect Hama AMADOU

Conseillers Techniques San-
dro Cerrato, Franco Tran-
quilli

Subprefect Rhony ISSOUFOU

Kel Owe Tuareg Chief Tambari
LIMAN (Mirriah)

Adjutant Subprefect

Tead Abdoulaye MAHAMANE

Conseiller Technique Patrick
Paris

Tanoat 76daabe Lamido REA
talam ADAMOU (REA Counsellor)

Two young Wodaae men from
Lamido REA's household

Tanout Wodaabe lLamido REA

Subprefect '@l Moussa DIKOU-
MA (Tanout)

Livestoclk Agent Inoussi OU..
VAAROU

Livestock Agent Ilagsane
HAROUNA

Tanout Subprefect Mal Moussa
HIKOMMMA
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ORGANIZATION
North Dakoro Ranch
Ibdcéténe Ranch
NRL

Departmental
Administration

Plan

NRL
NRL

~RL

Dem rtmental
Administration

UNCC

Arrondissement
Administration

Arrondissement
Administration

Arrondissement
Administration

OPVN

Niger Centre Est
Project

Arrondissenent
Administration

No nfficial affili-
ation

No official affilwr-
ation

Arrondissement
Adumlinistrati.on

Arrondissement
Administration

Baté Ranch

Baté Ranch

Arrondissement
Adninistration



LOCATION

Belbedji

011é1léwa

Zinder

Tahoua

Abalak

Tamaya
borehole

Road to
Ibécétdne
Ranch

Ibécétene
Ranch

Noad to
Ldouk

Edouk

1981
DATE

2/01

2/01

2/02

2/02
2/02

2/02

2/02

2/05
2/06
2/05
2/05
2/06

2/06

2/06

2/06

2/06
-2/08

2/07

INDIVIDUAL INTERVIEWED
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ORGANIZATION

Belbedji Canton Chief/Mousgou Arrondissement

Tuareg Tambari Samaro ALGA=-
BIT

Administration
(Tanout)

011&14wa Canton Chief Ibrahinm Arrondissement

MANO

Acting Director Ibrahim ABDOU-

SALAM
Director Akilou ABOU

Conseiller Technique Patrick
Paris

Fulbe Chief Brah GOURGOUDCU

\irriah Kel Owe Tuareg Chief
Tambari LI[MAN

Adjutant Prefect Malam KAFOU-
GOU ABBA

Departmental Head Dr. Abdou-
laye GOURO

Livestock A_ent Mouhamadoune
ABBOUBABAHI

Project Researcher Bill Fitz-
Gerald

Bodaado man

Livestock Agen\y Mouhamadoune
ABDOURABAHI

Director Tahirou ABDOU

Livestock Arent ‘ouhamadoune
ABDOURABAUL

n LB n n

Ita Warl Tuareg mc2

Administration
(Tanout)

Adult Literacy
and Continuing
Education

Niger Centre Est
Project

Niger Centre Est
Project

Arrondissement
Administration
(Mirriah)

Arrondigsement
Administration
(Mirriah)

Departmental
Administration

Livestock Service

Livestock Service/
NRL

NRL

No official affili-
ation

Livestock Service
NRL

Livestock Service/
erd Reconstitu-
tion

Livestock Service
NRL

" n "

No official affili-
ation
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1981
LOCATION DATE INDIVIDUAL INTERVIEWED ORGANIZAT ION
Bush, 2/08 Project Researchers Cindy NRL
Tchin White, Bill Fitzéerald NRL
Tabaraden Dr. Louis Loutan, Livee NRL
atock Agent Mouhamidoune Livestock Service/
ADDOURABAIL NRL
Pchin 2/09 Subprefect Arrondissement
Tabaraden Administration
Ibécéténe 2/09  virector Tahirou ABBOU Livestock Service/
Ranch lterd Reconstitu-
tion
Abalak 2/09 Project Researcher Bill Fitz- NRL
Gerald, Livestock Agent Livestock Service/
Mouhamadoune ABDOURABAHIL NRL
Tahoua 2/10 Conseiller Technique Gerard Sud Tamesnm Project
Roumier ,
" 2/10 Director Djajiri BADEMASSI Sud Tamesna Project
n 2/10 Adjutant Delegate Zakari UNCC/Departmental
CHEFOU Delegation
n 2/10 Departmental Head Dr. Abdou- Livestock Service
laye GOURO
Agadez 2/11 Departmental Head Ousseini Livestock _arvice
ZAKAPA
" 3/11 Adjutant Prefect Maman BAKO  Departmental
Administration
" 3/11 Departmental Head Sani MAMAN Plan
" 2/11 Adjutant Jelegate Mahamane UNCC /Departmental
Lamine TAHIR
" 5/11 Adjutant/Arrondissement Adult Literacy
Director Idil ag AYAHA and Continuing
Education
" 3/12 Departmental Head Zaidou OPVN
SEYDOU
n 3/12 Conseiller Technique Hilpron OFEDES
n 2/12 Arrondissement Head Mghsmed  Rural Extension
SALA Servioe
" 2/12 Departmental Head Ousseini Livestock Service
ZARKARA
Ingall 2/12 Administrative Post Head Arrondissement
Earouna KALLAM Administration
(Agadez)
" 3/13 Kel Fedey Tuareg Chief Arrondissement
Mahamed SIDI Administration

(Agadez)
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1981
LOCATION DATE INDIVIDUAL INTERVIEWED ORGANIZATION
Ingall 2/13 Administrative Post lead Arrondisgsement
Harouna KALLAM Administration
Wellys. ., 2/13 Wodaabe men No official affili-
Ingall ation
Road
Tamaya 2/13 Wodaabe men and three Wodaahe Official affilia-
borehole headmen (ardo'en) tion unltnown
Tanaya 2/13  Wodaabe ardo (headman) and Arrondissenent
bush son Administration
(Dakoro)
Tahoua 2/15 Ciady White Project Researcher NRL
bush 2/16 Project Affiliate Angelo NRL
Maliki
Tahoua 2/16 Departmental Head Harouna Plan
MAYAOU
» 2/16 Departuwent Head vaoudé KORO- OFEDES
NZY
" 2/17 Departmental Head Chitou AB- CNCA
Dou
" 2/17 Departmental Head Abdoulraocul Adult Literacy
SIDI and Continuing
cducation
" 2/17 Juge Alginy Hama AMADOU Civil Court Sys-
ten
n 2/17 Adjutant Prefect Malam Kafou- Departmental
gou ABBA Administration
" 2/18 Departmental Head aman GARBA OPVN
n 2/18 Departmental Head Louché Rural Extension
MAHAMANE Service
Mapadi 2/19 Adjutant Head Abdou BANI OPVN
Dakoro 2/20 Subprefect Arrondissement
Administration
" 2/20 Arrondissement Head Tahirou Livestock Service
ABDOURAHALUANE .
" 2/20 Arrondisscment Head KASSOUM  Rural ixtension
Agency
" 3/20 Arrondissement Jelegate ¥aI- UNCC Delegation
lkibi UASSANE
" 2/20 Arrondissement Dead Issoufou OPVN
Gadabedji 2/20 Ke! Ferouane Tuarrg Chief Arrondisgement
2/21 KINNEY Administration

(Dakoro



LOCATION

1981
DATE

Niamey

2/23

2/23
2/24

2/24
2/24

5/23

5/23

INDIVIDUAL INTERVIEWED

Asgistant Director E.H. Dan~
tata AMADOU

Lean Section lead Mme, KANE

Pagtoral Zonde Modernization
Frogram licad Pierre Inné

Director Adamou SOUNA

Training and Research Section
Head Ousseini DJIBO

Training and Research Section
Head Oussgseini DJIBO

Director Salao KANE
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ORGANIZATION
UNCC

CMNCA
Livestock Service

oPVN

Rural Fxtension
Service

Rural Extension
Service

Rural Extension
Service
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