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INTRODUCTION

Turs PAPER-AND the research from which it draws its conclusions are based on the premise that
much of the problem with agro-ecosystem management in Kenya, and Africa in general, rests
with the processes of generating and utilizing ideas and innovations, and that much of the solution
lies in the local land managers’ abilities to understand their own collective capacities and actively
participate in decision making, It is about promoting practical discourse, critical reflection, and
communicative action among farmers involved in the management of small-scale gravity-
irrigation systems. It is informed by the literature on basic human needs, agrarian change, farmer
participation in agricultural research, and social theory (cf., Wisner 1988; Berry 1984; Farrington
and Martin 1988; Giddens and Turner 1987).
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" From the Ground Up

:*Qver the past year, the National Environment Secretariat (NES) of thie Minis
* and Natural Resources (MENR), Kenya, in association with the Clark Uniye
carried out a series of local-level studies on environmental resource 1
. program, From the Ground Up. From the Ground Up is a collaborative effort
" Aftica and North America committed to improving environmental resonrce i
Africa. The program is administered and coordinated by the World Reésources
The objectives of From the Ground Up are threefold: 1) to leam 'what
managerial elements contribute to effective environmental resource anage

. * . .

level, 2) to discover how community institutions and seif-help groups can

agents of resource management, and 3) to ascertain how communities can beter tifylmis-
term needs and opportunities for enhancement of the resource base and sustainable! resource use. -

Irrigation Development in Kenya: A Policy Shift

Various sources have estimated that Kenya has an irrigation potential
540,000 hectares (ha), and another 300,000 to 1,000,000 ha amenable
(FAQ 1986; Tidrick 1983; GOK 1989a; IBRD 1984). Despite this
investment in irrigated agriculture has been relatively low since
somewhere between 36,000 and 41,000 ha are currently under ir

prises (producing coffee, pineapples, eic.) and large public schemes operats
Trrigation Board and the Bura Irrigation Settlement Project on the lower Tana Ri%
5,000 ha are irrigated and controlled by modern and traditional small landhold
In the past, the emphasis on large-scale irrigation was part of abroader gov
stabilize food supplies on drier lands, to absorb the growing labor force, 41
cash crop production (GOK 1986). Recently, however, atention hn3
scheies and the agro-economic potential they hold. Size alone is no
sustainability of a system. Yet, smaller often does mean less tec
socioeconomically and environmentally manageable, particularly whe
involvement in decision making is high (Chambers 1988; Alila 1986; Uphof
1985). ' e
" The government’s new policy calls for the promation of small-scale; largel
socioecononically and technically viable irrigation systems. For this easo; A d

% The term sustainable is used here to mean the capacity of resomce-mmasemmgiu wboﬂleonwwc y _-3: i
local egro-ecological resources and ensure social and economic viability. : o B
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of the core elements affecting the performance of those systems and the development of realistic
approaches to improving their management were considered both relevant and timely.

Table 1. Irrigated area by type of scheme and crops in Kenya, 1988,

Type of irrigation Principal Arca
development crops Cha)

Large commercial schemes Coffee, pineapple, and horticulture 23,500
National Irrigation Board Rice, cotton, and horticulture 9,000
Bura Irrigarion Project Cotton and maize 2,500
Modern small landholder Rice, maize, and horticulture 2,500
(promoted by GOK or NGOs)
Regional authorities Maize, rice, and horticulture 1,200

Traditional small
landholder Maize, legumes, sorghum, and millet 800

Modem small landholder Maize, legumes, and horticulture 500
(farmer-managed)

Total 40,000

Sources: GOK 1989a; GOK 1989b; Ruigu 1988.

PARTICIPATORY RURAL-APPRAISAL METHODS

Rapid rural appraisal gained popularity among rural development specialists in the late 1970s as
a means to guickly mobilize resources to mitigate the problems of the rural poor (Carruthers and
Chambers 1981).

The From the Ground Up researchers at the National Environment Secretariat concur with the
view that smaltholder farmers must have a strong voice and countervailing power to hold
government- and external-support agencies accouniable and to ensure some measure of control
over their productive resources. The National Environment Secretariat believes local people must
be active and be equal partners in the research and development process, not simply ‘‘project
clients’’ or ‘*beneficiaries.”’

These considerations have led the National Environment Secretariat to take rapid rural-
appraisal methods one step further by promoting the active participation of smallholder farmers
in the appraisal and amelioration of their local environmental resource-management problems.
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The resuit has been the development of participatory rural-appraisal (PRA) maﬂ{odsfm local o

level environmental resource-management assessment and planning. - : e e
Like rapid rural appraisal, participatory rural appraisal selectively combines methods from' o

formal surveys and detailed participant-observation studies in a flexible framework and seeksto . '
foster a constructive dialogue between the investigators and the localpaopie ' ;’apldrura} T

appraisal which generally relies on technical specialists to apply technigu
and select the proper course of action, participatory rura! appraisal brings the I¢
into the center of the diagnostic activities, working with them in thecntlcal 2 ;
of their own environmental resource-management problems and
them in their efforts to generate and implement viable plans of ac&on
- wtilization of their natural resources. This flexibility and grassrootsoricntationm
rural appraisal useful for conducting action-oriented research on farmers’ per
objecuves, and mchgenous knowledge sysiems, as well as on their intemc

local people to critically reflect on their own s1tuauons and needs and the obs 68 1
them, As the National Environment Secretariat wnncssed firsthand, such csﬂucﬂj n

activities that bear lasting results.
The information garmered from the participatory mral appraisals is used to cleate and

implement village resource-management plans (VRMPs). Each village resource-ii ment
plan is a realistic, community-based plan of action in which resource-managenic ong are -
clarified, priorities are identified, and roles and respongsibilitics are. cleat;l ‘out e
village resource-management plans are used by the communities -- with thea_ss xtemal
authorities and agencies where needed -- to develop, utilize, and conserve ﬂ:e;r ocal resource
base. '

Eight Phases of Participatory Rural Appraisal

The participatory rmal—appralsai methods utilized by the National Envxromnent Secretamt have o
eight well-defined phases.} . .

1. Site selection. Sites for participatory rural-appraisal (PRA) analyses arechosen mlher after

requests from community representatives are received or upon the fecommendations-of - -

government administrative and/or technical officers. Locations wndmbemvwhxch have. o
experienced prolonged ecological stress or declining productivity. =~ *- ; o
2. Introductory site visits and planning sessions. A PRA team of $ix researchers: ﬁ'om the .-
Nauonal Environment Secretariat (three physical sc;ennsts and ﬂlreqmcrﬁlmiwﬁsts in o

local community and government officers and conducts an mformal 1o _

t A detailed description of each of these phases cmbefoundmﬂwhmdbook,C‘o_ 4P s
Rural Appraisal in Kenya (1989), prepared jointly by NES, Egerton Umvemty, md Infversity, -
Write: the Director, NES/MENR, P.0.Box 67839, Nairobi, Kenya. B :
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site by vehicle and on foot. A considerable amount of time is spent describing the PRA
procedures and stressing the need to interact with a representative crosssection of the
community (e.g., women and men, poorer farmers and wealthier farmers, tail enders and
those close to the sources). To avoid misunderstandings or misconceptions, special
emphasis is given to clarifying what the PRA cannot do as well as what it can do. During
those initial meetings, mutually acceptable project objectives and field schedules are
developed.

3. Data collection. Data collection begins as soon as a commitment is made after the
diagnostic analysis of the site. It starts with the collection of all available documents and
secondary sources of data on the systems’ respective histories and performances to date.
Short background reports are prepared from this information. Following this, three basic
types of data are collected during the actual PRA:

a} Spatial. A natural resources map of the site is drawn by members of the National
Environment Secretariat PRA team and a group of farmers. The farmers identify
land-use patterns and problems, agro-ecological variations, and other physical,
economic, and social characteristics of the area. The map is further developed
over the course of the investigation. It provides a simple, yet accurate visnal
record of the resource-management activities occurring within the community.
With the aid of the resources map, anumber of representative routes or * ‘transects’’
through the area are selected along which the researchers walk accompanied by
small groups of farmers. The informal discussions held with the farmers encountered
during those walks were useful in highlighting resource-management problems
and opportunities on the spot, Similar transects were made with various technical
officers from relevant ministries (e.g., agriculture and water development). Their
insights and observations also contributed to a better understanding of local
activities and conditions. The bulk of the spatial data are typically collecied in one
to two days.

b) Temporal. Two days are generally spent working with small representative
groups of farmers. The focus is on temporal information and local institutions,
For these meetings, the National Environment Secretariat PRA team divides into
pairs (one physical scientist and one social scientist, one woman and one man),
Each pair of researchers leads groups of between § and 18 farmers through specific
exercises such as descriptions of seasonal calendars (land- and resource-use
practices occurring throughout an agricultural cycle), major historical events
within the community, long-term trends and changes in land-use patterns and
resource-management practices and local institutional capacities and their inter-
nal and external linkages and influences. Visual aids -- diagrams, charts, and
cutouts -- are used to direct the discussions. These help both the National
Environment Secretariat researchers and the farmers to keep the meetings on
course.

The emphasis is on practical discourse and critical reflection. The National Environment
Secretariat investigators, acting as facilitators, encourage the farmers to critically assess their
resource-management situation and consider appropriate measures for improving conditions. To
encourage free and open debate, no local government, technical, or administrative officers are
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present during these meetings, Once the participants understand the format, ’
‘become generally lively, very informative, and occasionally heated.

" . ¢) Socioeconomic. During the transects, the farmers help the National En
. PRA teamtoidentify asocioeconomically representative cross-stc!
The heads of these households are later contacted and asked if they
interviewed. The National Environment Secretariat PRA team then spen
- - two days formally interviewing those farmers and drawing rough &
... :with their assistance. S
- Tocomplete this activity relatively quickly the PRA team splitsinto
_ pair interviews six to seven persons. Every effort is made to intér
women and men (approximately 20 in all). The informants are asked
supply and distribution, system maintenance, agticultural produ
disease management, forestry and agro-forestry, marketing-of ‘cagh:
tional capacity and linkages of the water users’ organization; and
matters, Theirresponses are later combined with the information o
structured group discussions to produce detailed lists' of ‘Jocal rés
problems.and opportunities. : el
Neighboring farmers are encouraged to listen quietly to the questons af

afier these are completed they are invited to take partin informal group d ons, These' -

 discussions are often useful for clarifying points raised during;the intetvie
4. Data synthesis and analysis. This diversity of appraisalis known as *‘iriang
use of various sources and means of gathering relevant information
of two central themes of rapid appraisal (McCrackin et al. 1988
The other theme is the pursuit of **optimal ignorance,’ which.
accuracy, timeliness, and actual use of information required to
effectively and efficiently (McCrackin et al. 1988). Working
acceptable range of ignorance and imprecision, the National Enviro
team, along with 8 number of farmer-representatives, synthegizes
m@neamnmydmumauofﬂwmmmymmnmgem&iﬁ voble
for possible action. It requires approximately two to four days-4o:
and prepare the preliminary document on probiems and opportun
Once completed, this document enables the investigators to tafgt
problem areas which are beyond the technical competence of both't
environmental scientists at the National Environment Secretariat
cash crops, the development of grain grinding facilities; etc.): Ush
researchers can request the assistance of the appropriate age he technical
generally participate ina workshop to analyze and rank the.problems and o
_ the farmers, local government officers, and the PRA team. "0 n7r o
5. Ranking opportunities, With the problems and opportunities inmind, comy
with the aid of the National Environment Secretariat PRA team, local-gov
(andothertechnical experts, when needed), analyze and rank the problemsa
identified during the course of the appraisal. Different ranking criteria
be employed to achieve consensus about the most feasible op) ortunitic
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group’s wishes.! In general, the farmers are encouraged to rank opportunities based upon
social suitability, cost-effectiveness, technical feasibility, and ecological sustainability.

A total of 40 to 50 farmers normally aticnd a workshop. They represent most of the local
institutions and self-help organizations in the community (e.g., the water users’ organization,
women’s groups, church groups, and the road-construction group). The National Environ-
ment Secretariat PRA team coordinates the discussions with the assistance of local farmer-
leaders and administrative officers. The local-government technical officers and technical
advisers are asked to address the group on their respective areas of expertise and answer
specific questions as the workshop proceeds. They play an important role in ensuring that
the selected opportunities will be feasible in economic, ecological, and technical terms,
Chalkboards and wall charts are utilized for listing important comments and considera-
tions,

The workshop lasts one to two days. Itis held in a centrally located community center.
Lunch is prepared by local residents and paid for by the government. Where possible,
transportation is provided for those farmers who live farthest from the meeting place.

6. Preparing the Village Resource-Management Plan ( VRMP). A detailed village resource-
management plan emerges from the workshop. In it, the major opportunities for solving the
primary problems are noted, roles and responsibilitics are spelled out, and required
resources and realistic time frames are identified. Before closing the workshop, all parties
must agree to the overall form and content of the village resource-management plan.

The workshop is particularly useful in bringing the farmers and officers face to face and
opening up lines of communication not nsed previously. Positions and perspectives can be
clarified on both sides. By the end, the participants are generally satisfied with the outcome
of the discussions. '

7. Adoption and implementation ofthe VRMP. The VRMP may be seen as a contract between
the farmers, the government, and external support agencies (where involved). While the
existence of the VRMP is not a guarantee that all objectives will be accomplished or that
differences within a community will be lessened it has been the National Environment Sec-
retariat’s experience that significant and tangible changes can and do take place - and in
a relatively short period. Moreover, those changes can be sustained largely with local
resources and local leadership,

Where external support is required the VRMP clearly states whatneeds to be done, when
the project should begin, where it will take place, and who is responsible. What remains is
how it should be done, and even that is discussed during the workshop and is outlined in the
VRMP.

8. Follow-up: monitoring and evaluation. Once the process is set in motion, the VRMP acts
asakind of baseline from which all future changescan be measured. Monitoring of progress
can be achieved by comparing a condition or situation today to that when the VRMP was
implemented. While few sanctions exist to take direct action against those who fail to fulfill

¥ The National Environment Secretariat has employed the ranking criteria developed by the International
Institute for Environment and Development (McCrackin et al. 1988) -- stability, equity, productivity,
sustainability, and feasibility -- with some success. It has also found pairwise ranking to be effective. Be
forewarned, however:ranking, no matter the approach, is a time-consuming and exhausting exercise.
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their roles and responsibilities, social pressure and opinion can ofien be usod to roprimand L
or motivate laggards, s =

Theentire processof diagnostic analysisand planning andimplementation fheVRMP

- provides valuable managerial and technical experience to local instituti RO
. their capacity to act meaningfully on their own. The essence of sustaing opment. .

s tohave locs! insticutions and responsible leaders in rural comunities whocan directthe .

- course of local initiatives as they see fit, Monitoring, evaluation, and{

can take place with litle extornal direction or major investuient of resources Hocasse local i3

- people have the capacity for follow-up.

PARTICIPATORY RURAL APPRAISAL AND FARMER-MANAGED
IRRIGATION SYSTEMS

The National Environment Secretariat used the PRA methods in its work in't mall-scale,

farmer-managed, gravity-irrigation systems, the Njoguini, Gitero andxnbati ' p Water '_ a

Project, Nyeri District in the central part of the country, and the Njukirii Iirigai
Taveta District in southern Kenya. A multidisciplinary tearm of six scientists
weeks conducting PRAs at the two sites. Emphasis was placed on the active
local people in the appraisal and analysis of their environmental resource-ms
and opportunities. The National Environment Secretariat team acted primatily
process, promoting a constructive dialogue between the local people and thereley
authorities, and among the community members themselves, S

With the National Environment Secretariat’s assistarice, the farmers aasesﬂd problems i

and opportunities relating to water supply and distribution, agricultural
ing, crop pests and diseases, livestock and dairy production, marketin
services, road ‘construction and transportation, trec-nursery impro
techniques, fish-pond development, public-health problems and services

Site-specific village resource-management plans emerged from diess The major
opportunities were selected, roles and responsibilities were agreed to, aind <esourcesand

realistic time frames were identified. In actuality, even befare written &

opicsofthé VRMPswero

made available action had been taken both locally and by the National Environment Secretariat

and a collection of ministries, parastatals, and external-support agenci
the more pressing problems. These included new crop-production
arrangements, engineering adjustments in water delivery, improvemént of
reconstruction of local roads, and the developmentof a grain-grinding facility. The sociale i
released during the appraisals and analyses had set the wheels in motion. Tdeas were:put into
action and actions led to results. ' ‘ ' :

Aecording t informal discussions with farmers, these actvitios area difegtresult of e PRAV

VRMP process of appraisal, analysis, and action in which they wers centinl Players. “They
expressed satisfaction with the ideas and information that had been gen ia
note of how the process had enabled them to better understand theirown
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SUMMARY AND CONCLUSIONS

It has been the experience of the National Environment Secretariat that, through a process of
practical discourse, critical reflection, and communicative action, participatory rural-appraisal
methods can help local people to identify their problems and opportunities and select strategies
that will help mitigate the situation. The National Environment Secretariat has now tested the
PRA methods in five different locations in Kenya and is continuing to monitor the progress of the
farmers at those sites, More time is needed before the longer-term effects of the PRAs and VRMPs
can be evaluated, Nevertheless, preliminary results indicate that the PRA holds the potential to;
1)intimately involve acommunity in the appraisal and analysis of its own environmental resource
problems and opportunities; 2) facilitate community mobilization and participation, particularly
of women; 3) move beyond the conventional sectoral approach to evaluation and offer a holistic
perspective on the factors that impinge on a community’s progress; 4) provide high-quality
information in a short period and at a low cost; 5) gencrate a clear picture of focal institutional
capacities and linkages; and 6) offer a simple, yet effective method of system monitoring without
the need for foreign experts or a large investment of resources.

After reviewing the National Environment Secretariat’s research in Kenya, the World
Resource Institute recently decided to initiate field trials of participatory rural appraisals and
village resource-management plans in eight other African countries involved in the From the
Ground Up program. This broad range of experience should further illuminate the potential
applications and limitations of those methods and plans,
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