
 

Edinburgh Papers In South Asian Studies Number 12 (1998) 
___________________________________________________________________________ 

 
 
 

Muddles about the Middle:  
NGOs as Intermediaries in JFM 

 
 

Neil Thin, Neeraj Peter  
and Prafulla Gorada 

 
Social Anthropology 

School of Social & Political Studies 
University of Edinburgh 

 
 
 
 

 
 

For further information about the Centre and its activities, please contact the Convenor  
 
 
Centre for South Asian Studies, School of Social & Political 
Studies, University of Edinburgh, 55 George Square, Edinburgh 
EH8 9LL. 
 

 
e-mail: South.Asian@ed.ac.uk 

web page: www.ed.ac.uk/sas/ 

 
 
ISBN: 1 900 795 12 4 
Paper Price: £2 inc. postage and packing 

 

 



 

 

2 

‘Muddles about the Middle: NGOs as Intermediaries in JFM’  

Neil Thin, Neeraj Peter and Prafulla Gorada 

 

ABSTRACT 
This paper concerns Joint Forest Management (JFM), looking at the diversity of roles 
played by various kinds of NGO involved in JFM in four states  It examines this 
diversity in terms of government policies and expectations, and the NGOs’ ideologies 
and levels of intervention. It is based on research conducted in Orissa, Andhra Pradesh, 
Gujarat, and Madhya Pradesh from 1995 to 1997. The research addressed social and 
ecological dimensions of forest use and management, investigated the historical 
background as well as contemporary developments, and had focussed particularly on 
institutional aspects. The paper concludes that future planning of effective partnerships 
among village organisations, NGOs, Forest Departments, and other interested parties 
such as other governmental agencies, private business agencies and academics, would 
benefit from much clearer and contextual definition of why NGOs are to be involved if 
at all. NGOs and Forest Department staff at various levels will need to improve their 
ability to understand the comparative advantages and weaknesses of different kinds of 
agency in different contexts.  It will be essential not only to define complementarities in 
relation to numerous different contexts, but also to recognise that comparative 
advantage changes very rapidly and therefore needs to be regularly re-appraised. If a 
Forest Department recognises the comparative advantage of a particular NGO in 
working with particular villages because of its long history of partnership, it will need a 
clear strategy either to becoming gradually less dependent on the NGO for access to the 
villagers or to leave the villages in the hands of the NGO. In either case, the 
implications of these decisions will need to be carefully thought through. 

 

This paper aims to further our understanding of institutional relations in Joint Forest Management 

(JFM) by looking at the diversity of roles played by various kinds of NGO involved in JFM in four 

states: Gujarat, Madhya Pradesh, Andhra Pradesh, and Orissa.  It looks at this diversity in terms of 

government policies and expectations, and the NGOs’ ideologies and levels of intervention. It is based 

on research conducted in four Indian states (Orissa, Andhra Pradesh, Gujarat, and Madhya Pradesh) 

from 1995 to 1997. The research addressed social and ecological dimensions of forest use and 

management, investigated both the historical background as well as contemporary developments, and 

had a strong focus on institutional aspects.1 

 

INTRODUCTION 

By ‘JFM’ we refer to a set of policies (at central government and state levels) and associated 

ideologies, attitudes, strategies, projects, and expectations. Collectively but in diverse ways, these 

propose radical transformation of the ability of the world's largest forest bureaucracy to work in 

partnership with the people who live in forest areas. They propose to do so through both Community-

Based Organisations (CBOs) and external but locally active Non-Governmental Organisations 

(NGOs). The policies, projects, and processes involved offer fertile ground for analysis of the role of 

NGOs as intermediaries promoting new partnerships between government and people.  Worldwide, 

the dramatic rise in participatory approaches to development has closely paralleled the rise of NGOs 
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as valued partners in development planning and implementation.  In India, these two trends are visible 

in both national and state-level charters for JFM, all of which refer to the potential roles for NGOs as 

intermediaries and as agents of change.   

It is not clear, though, whether the concept of  'jointness' in JFM, as manifested in the Government 

of India's 1988 and 1990 policy statements and in subsequent state resolutions and planning 

processes, necessarily involves NGOs.  The essential partnerships in JFM are between Forest 

Department staff and villagers, with NGOs sometimes being offered temporary and ill-defined roles 

to facilitate these new partnerships.  Nor is it clear that the diverse category of agencies defined 

negatively as non-governmental offers a meaningful basis for policy or procedural guidance. 

The circular from the GoI Ministry of Environment and Forests on 1st June 1990 promotes 

involvement of NGOs in JFM in the following terms: 

Committed voluntary agencies/NGOs with proven track record may prove particularly well 
suited for motivating and organising village communities for protection, afforestation and 
development of degraded forest lands, especially in the vicinity of habitations.  The State 
Forest Departments/ Social Forestry organisations ought to take full advantage of their 
expertise and experience in this respect for building up meaningful people's participation in 
protection and development of degraded forest lands.  The voluntary agencies/NGOs may be 
associated as an interface between State Forest Departments and local village communities 
for revival, restoration and development of degraded forests (Government of India 1990: 
Section 3). 
 
The Circular goes on to specify that although NGOs may be involved as mediators in arrangements 

between village organisations and State Forest Departments, NGOs must not be given ownership, 

lease, or usufruct rights over the forest land. (Villagers may be entitled to a share in usufructs but not 

to ownership or lease rights).  From this text we may glean the following about GoI expectations of 

NGO involvement: 

• there is a (legitimate) concern that NGOs may be hastily created in order to take advantage of 

new opportunities offered by the policy, or that NGOs without appropriate expertise may try to 

play a part 

• there is recognition of the need for (‘committed’) intermediaries to bridge the gap and promote 

trust and understanding between public administration and people’s organisations 

• it is the villagers, not the Forest Departments, that NGOs are expected to ‘motivate and 

organise’, and NGO roles are therefore envisaged at the local and pragmatic level, rather than at 

higher levels affecting policy and structural relations 

Following this policy statement, State governments established a new set of State Resolutions on 

JFM that offer varying degrees of explicitness about their preconceptions about NGOs, their 

capacities and potential roles.  The resolutions in each state vary, and each in their own way has 

outlined the roles of NGOs along with those of the Forest Department, the village forest protection 

committees.  An analysis of these various Resolutions, and various project designs (often supported 
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and authored by foreign donors) for implementation, suggests the following expectations of NGO 

roles, which are notably broader and more ambitious than those suggested in the GoI Circular: 

• Acting as mediators between the Forest Department and villagers where mutual trust is 

lacking, particularly at village level but also to a lesser extent at higher levels too, through 

regional networking. 

• Educating Forest Department staff, other NGOs, and village communities about the potential 

forms of development that might ensue from JFM agreements (e.g. by running awareness-

raising and discussion workshops, facilitating study visits to areas where participatory forest 

management or other relevant forms of participatory development have been practised.) 

• Training the Forest Department staff, village communities and NGOs (in participatory 

planning and learning methods, conflict management, and community organisation) as well as 

providing resource persons for such training sessions which are organised by the department 

itself; and preparation of training manuals etc. 

• Research and documentation of the programme as well as communication through newsletters 

etc.  on JFM.   

Although pointing towards potentially fruitful partnerships, none of the Resolutions offers clear 

guidance on distinguishing different kinds of NGO and NGO role which would help Forest 

Departments understand potential pitfalls and advantages in forming new partnerships with NGOs.  

Nor do the Resolutions acknowledge potential roles of larger NGOs in advocacy, policy development, 

and inter-state learning, despite the fact that NGOs have been instrumental in helping JFM to emerge 

in policy dialogue and practice.  Nor, perhaps more important still, do they offer a dynamic view 

showing how NGO roles may change over time as community-based organisations develop their 

capacity to act independently. 

On the one hand, then, we have a certain number of defined and limited roles for NGOs in JFM, as 

understood by government.  On the other hand, there is vast diversity in the ideology and structure of 

NGOs and roles performed by NGOs involved in JFM, and in the management of natural resources 

more broadly.  Some function through advocacy, others through implementation, while some work as 

facilitators.  Their functioning is often a combination of these three areas and sometimes includes 

research.   

To understand the diversity of roles NGOs might play in JFM (as in any other kind of 

development) we need to look at the extent of variations in some of their key features. This would 

include looking at their size; their length of experience; their funding source (particularly for core 

funding); their level of operation; the nature of their partnerships with community-based organisations 

and government agencies; their missions and sectoral specialisms; and the relative emphasis they put 
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on different functions such as advocacy, facilitation of change, and direct implementing roles. 

The literature on JFM emphasises the strengthening of village institutions and the restructuring of 

the Forest Department, paying less attention to NGOs.  Ironically this is in part because so much of 

the research and training has been carried out by NGOs, who are less likely to scrutinise themselves 

than other kinds of organisation.  Even the National Support Group Network organised by the Society 

for the Promotion of Wastelands Development (SPWD), which has formed thematic learning and 

research networks on such topics as ecological, training, and gender dimensions of JFM, has not so far 

promoted detailed collective self-reflection among its many NGO members.  Similarly, many of the 

contributors to Poffenberger and McGean’s edited volume Village Voices, Forest Choices (1996) 

themselves played important parts in the development of JFM policy and guidance. Yet they did not 

clearly articulate an insider’s view on the negotiations that went into the making of JFM policy at 

national or state levels.   

Within a few years of the 1990 Circular, sixteen states have passed JFM Resolutions, and several 

thousand forest protection committees had been set up.  These dramatic changes cannot be attributed 

to a single cause.  Some point to the pioneering example set by the Forest Department staff in Arabari 

in the 1970s, where local villagers were promised a share of the benefits in return for keeping off the 

Forest Department's experimental plot.  Some cite experiments by NGOs like the Aga Khan Rural 

Support Programme in Gujarat, and the pressure they put on the Forest Department to recognise 

villagers' interests.  Others attribute it to a mixture of the right people being at the right place in the 

right time—both within the government and influential bodies in Delhi like the National Wastelands 

Development Board, Ford Foundation etc.  Although Arabari was an important experiment, it may not 

have achieved such fame had it not been taken up by the Ford Foundation and documented (Khare, 

pers.  comm.).  Similarly had there not been senior ex-officials like Anil Shah, and V.B.  Iswaran (as 

then Executive Director, SPWD) who had started working in the NGO sector, there might have been 

no NGO involvement in the framing of the 1990 GOI resolution on JFM.   

At the state level, NGO involvement has been significant through their presence in the state-level 

steering committees on JFM.  The Steering committees in each state periodically review the progress 

of implementation of the programme (wherever funds are available).  In order, then, to get a more 

accurate understanding of the inception and progress of JFM nationally and in different states, it is 

important to have a clear map of the NGO scene.   

This paper looks primarily at state-level and local-level NGO involvement in the four states that 

we have studied (Madhya Pradesh, Gujarat, Orissa and Andhra Pradesh). However, it is difficult to 

isolate such NGO roles from the influence and support of the national-level NGOs such as the Society 

for Promotion of Wastelands Development (SPWD) and Ford Foundation. These national NGOs have 

played crucial roles in networking, co-ordinating policy dialogue and research, and supporting 



 

 

6 

training, publication and information dissemination on different aspects of JFM to NGOs, 

Government and other institutions and individuals.   In this paper we focus mainly on one NGO per 

state—AKRSP(I) in Gujarat, Vasundhara in Orissa, Samata in Andhra Pradesh, and Samaj Pragati 

Sahyog (SPS) in Madhya Pradesh, though other NGOs are brought in for comparison.   

NGO ROLES IN THE FOUR STATES AS DEFINED BY THE STATE 

ORISSA 

Orissa’s Forest Department has no foreign funding for its JFM programme, and since foreign donors 

are often keener to promote NGO involvement than recipient governments are, it is not surprising that 

Orissa’s JFM Resolution envisages relatively restricted roles for NGOs.  NGO involvement is 

anticipated at two levels: at state level the JFM Steering Committee appoints two NGO members 

selected by the Forest Department, and at village level the executive committee of the Vana 

Samrakshana Samithis (VSS) may include an NGO representative selected by the Divisional Forest 

Officer.   

Nonetheless, a number of NGOs in Orissa are supported with external funds to play more 

significant roles in JFM.  Professional Assistance for Voluntary Action (PRAVA) has been supported 

by SPWD to study vegetation status of community protected forest areas.  Vasundhara (supported by 

the Ford Foundation) has carried out training sessions in the state and is attempting to promote 

formation of federations in one district.  Similar efforts have being made by Regional Centre for 

Development Co-operation (RCDC) in Bolangir district.  Oxfam for a long time been providing 

support to small, village-level groups for the facilitation and advocacy of forest protection; such work 

is, however, perceived as different from the state JFM programme and it has proceeded independently 

from the Forest Department.  Other NGOs like Agragamee, though not directly involved in JFM have 

been involved in mobilising rural/tribal communities on NTFP collection and marketing issues. 

ANDHRA PRADESH 

Andhra Pradesh has substantial funding (Rs354 crores), for JFM from the World Bank.  In keeping 

with World Bank’s world-wide policy of involving NGOs wherever appropriate as facilitators of 

participatory development, the Andhra Pradesh JFM Resolution (1993) specifies NGO roles more 

comprehensively than any other state Resolution.  Still, their representation in the VSS is conditional 

upon 'need'.  The role for NGO involvement in JFM as outlined by the Andhra Pradesh state comes 

under three broad headings: 

i. Support role to the Forest Department and to other NGOs: organising orientation 

programmes; co-ordinating training for Forest Department, other NGOs and members of the VSS; 

preparation of communication packages on JFM for the Forest Department, other NGOs and VSS. 

ii. Village-level activities: disseminating information on government programmes; liaison with 
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government and communities for approval of the VSS so as to get access to land, access to funds and 

facilitation of implementation; arranging funds for JFM implementation from sources other than 

Forest Department; strengthening people’s involvement through capacity-building of VSS committees 

for democratic functioning and conflict management; organising events and activities such as 

women’s camps, tree nurseries, peripheral tree and fodder plantations, and promotion of biogas and 

fuel-saving stoves to reduce extraction from forest lands; and documentation of field experience to 

identify emerging issues 

iii. Research and networking with Forest Department and NGOs on institutional, economic and 

ecological aspects of JFM. 

NGOs involved in JFM in Andhra Pradesh have networked at the state as well as district level.  

Aranyika is an example of an older existing network, which with the initiation of the JFM programme 

and later involvement of and formation of SPWD'S national JFM network, became a member of the 

network though not all members of the Aranyika network are members of the JFM network. 

The Aranyika Network started functioning in 1988.  Now there are 16 active voluntary 

organisations as members and another 10 NGOs as participants and proposed members.  So far their 

network is limited to eastern ghats of Andhra Pradesh and Orissa.  The main objective is the 

development of ‘tribal’ society in the Integrated Tribal Development areas by reviving the traditional 

system and strengthening people's platform.  The Aranyika members have reached a consensus to take 

up JFM as a common action programme pooling all the resources available from among the tribals, 

NGOs and researchers.  There have been several meetings and training camps under this network. 

GUJARAT 

The Gujarat state JFM Resolution (1991) acknowledges the role of NGOs and assigns them special 

responsibilities to help people in forming village groups for forest conservation and enrichment 

activities and to provide people financial assistance where possible.  Certain features of the Resolution 

reflect intense NGO lobbying particularly by the AKRSP(I).   

The very first paragraph of the resolution mentions the existence of NGOs and recognises the role 

played by those like AKRSP(I), VIKSAT and Sadguru in the state.  The State Working Group on JFM 

includes representatives of four NGOs.  Further evidence of NGO influence is the inclusion of the 

name 'Mandal' or 'Gram Vikas Mandal' which is a typical village organisation constituted by 

AKRSP(I) in its operational areas, along with the village committee that would be formed for the 

protection of the forests.  This was a strategic move by AKRSP(I) to pre-empt confusion that might 

have arisen if separate village committees were formed for forest protection, as in its operational areas 

the Gram Vikas Mandal committee normally supervises forest protection.   

Another important issue has been benefit sharing, where the Resolution says that, if the scheme has 
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been implemented from state finances then the village would receive 50% of the net harvest.  In 

almost all of its villages in Bharuch district AKRSP(I) has carried out plantations under the JFM 

scheme and for most of these funds from external sources were used. 

MADHYA PRADESH 

In Madhya Pradesh, where funding for JFM has been recently put forward by the World Bank, the 

mention of involvement of NGOs is more cursory, and there is no space given to the NGOs in the 

state JFM Resolution of 1995.  The 1995 strategy paper of the Madhya Pradesh Forest Department 

(which unlike the Resolution has no official standing and is not an administrative order) mentions 

'that efforts will also be given to elicit the co-operation of the NGOs working in the area' (translated 

from the Hindi Madhya Pradesh mein vaniki vikas ki nai ranniti avum MP  vaniki pariyojana).   

The World Bank Appraisal Report of February 1995 visualises a role for NGOs in the Village 

Resource Development Programme ("VRDP") defined as a combination of JFM and activities or 

investments designed to create alternative incomes or resources in village areas in areas immediately 

peripheral to forest land.  It provides both incentives for communities to participate in JFM and a 

mechanism for reducing pressure on forest resources.  The VRDP team would include women 

recruited through NGOs or other institutions, it would provide introductory courses and practical on-

the-job training in the principles and practice of participatory village planning and programme 

implementation to Rangers, Foresters, and Forest Guards of the division (Section A, p.  44).  The 

report also mentions that "such institutions would be encouraged to work in partnerships between the 

communities and the Forest Department in formulating and implementing VRD plans.  In addition to 

the implementation of JFM, NGOs would have a role in training, monitoring, and evaluation" (Annex 

5, p.4).  The main emphasis of the World Bank is that a woman candidate external to the Forest 

Department should be involved in the VRDP.  The role of such an individual in this process would be 

as a facilitator.  Also such teams would be formed only at the division level. 

SUMMARY OF STATE POLICIES 

The roles specified for NGOs by the state JFM resolutions in the four states differ in each state.  

Andhra Pradesh, influenced by major World Bank funding for JFM, has outlined NGO roles in JFM 

in much more detail than is the case in the other three states.  The Orissa Resolution does not mention 

NGO role in any detail while at the same time it keeps NGO participation very much in its control as 

in both the steering committee as well as the village committee the Forest Department staff decide 

upon NGO participation.  The Madhya Pradesh Resolution and World bank reports are even more 

vague.  The Gujarat Resolution takes cognisance of NGO roles and in a sense encourages NGO 

participation in the JFM programme in the state. 
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NGOS IN THE STUDY AREAS 

ROLE DEFINITION 

Likewise, the actual roles and significance of NGOs varies across the four states.  The involvement of 

different NGOs at different levels ranges from the village to the State level through forming village 

protection committees to influencing state policy at the steering committee level.  For example, in 

Gujarat, the AKRSP(I) has been involved at different levels, from formulating the State JFM 

Resolution to implementation in the field.  In Orissa Vasundhara, deriving its existence from the JFM 

programme, has been playing a significant role in influencing JFM policy as well as training of Forest 

Department field staff on a large scale.   

Despite the restricted roles prescribed for NGOs by the government JFM Resolutions, they have 

been playing a variety of significant roles in JFM.  Their roles are influenced not only by government 

policy but also by factors like funding, organisational objectives, and location-specific issues 

involving specific NGO and Forest Department staff and villages.  We begin by examining how these 

NGOs are involved at the village level first, followed by the role played at higher levels.  

NGOs at various levels 

In Orissa, Vasundhara is the only NGO involved in both state-promoted JFM and independent forest 

protection by villagers on their own initiative.  Vasundhara is involved both at the village level as well 

as the state level.  Vasundhara carried out training sessions on the concept of JFM including PRA 

techniques and micro- planning for Forest Guards and Foresters in the state.  At the state level 

Vasundhara is also a member of the state-level steering committee for JFM and is in a position to 

influence state policy.   

Vasundhara received external funds for the promotion of JFM through networking of NGOs, 

training of Forest Department staff and publishing a newsletter.  It is trying to support the 

development of federations of villages involved in forest protection, which had begun emerging in 

some pockets of the state.  In its field area it has been working with 15 clusters totalling 80 villages 

protecting forests in the Tangi/Ranpur area of Puri/Nayagarh districts, though this work is not yet 

clearly documented. 

Their strategy has been to identify villages protecting forests, to map protected sites and villages 

and then promote networking between these villages by holding meetings at village, cluster, block and 

district levels.  The ultimate expected outcome of this activity is the formation of a regional-level 

federation or 'Mahasangha' of villages protecting forests.  RCDC has already succeeded in the 

formation of 'Mahasangha' in Bolangir district, though as with Vasundhara’s work it is not 

documented.  

SAMATA in Andhra Pradesh is involved in the formation of Van Samrakshana Samitis (VSS) and 
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intends to carry out training programmes for the VSS in their operational area.  The organisation is a 

member of the district-level steering committee on JFM.  They have been instrumental in the 

formation of 17 VSS. 

 



 

Table 1: The Involvement of NGOs at Village Level 

Name Location Level Date of 

founding 

Total number of 

employees (1997) 

Total number of 

programme staff. 

Activities Funding 

VASUNDHARA Orissa, 

Nayagarh - 

Puri District 

State, Village 

cluster 

1993 6 3 Training 

Research Facilitation 

Networking 

Ford Foundation 

AKRSP(I) Gujarat, 

Bharuch 

district 

State, 

District 

1984 128 95 Implementation, 

Action research 

Influencing Policy 

C.E.C., AKF, 

CAPART, State 

Govt., Central Govt. 

SAMATA AP, Vizag 

district, Paderu 

(ITDA). 

State, 

District 

1991 22 20 Legal aid, Village 

institutional 

development, 

facilitation. 

Action Aid, Oxfam, 

IGSS, State Govt. 

SPS MP, Dewas 

District. 

Village 1992 13 12 Implementation, soil & 

water conservation 

policy research, 

advocacy, legal aid 

State Govt., Dept.  of 

Science 

&Technology 

 

 



 

Similarly, AKRSP(I) in Gujarat has representation in the state-level steering committee (along 

with VIKSAT, Sadguru) and on the other hand is involved in implementation of these policy level 

changes in the field also.  AKRSP(I) has been instrumental in bringing about sharing of a bamboo 

harvest from a village-protected Reserved Forest between the village Soliya and the Forest 

Department in 1992.  AKRSP(I)'s contribution in the formulation of the state JFM Resolution has 

been significant through the interest and direction provided to the process personally by Anil Shah, 

former Chief Executive of the organisation who played a leading role in drafting the national JFM 

policy statements.   AKRSP(I) has also provided training to Forest Department staff, NGOs and 

village communities not only in Gujarat but in other states as well like Orissa and Karnataka. 

Several other NGOs in Gujarat have played facilitating roles quite successfully.  VIKSAT has 

played a leading role through its state level seminars and workshops that have been held on JFM.  

Also it has participated in publishing manuals and reports that provide information and feedback on 

the process and progress of JFM in the state.   

ADVOCACY 

In all four states, the advocacy roles played by AKRSP(I) have been the most striking, particularly its 

important role in shaping the concept of JFM in national forest policy, as noted above.   

In Orissa, the foothold that Vasundhara has along with Agragamee in the state level Steering 

Committee enables it to provide feedback to the Forest Department and lobby for change in the JFM 

Resolution, with some amendments clearly attributable to their work.  Vasundhara have noted that not 

only the two tribal women members (who come from remote interior villages) but also junior Forest 

Department officers on the Steering Committee do not speak in the presence of senior officers.  The 

two NGO members may therefore have an important role in articulating both villagers and Junior 

Forest Department staff’s experience of local-level JFM to higher levels. 

Such NGO roles may however breed resentment among those who would rather not see NGOs 

having privileged access to government.  In Andhra Pradesh, particularly lower cadre Forest 

Department staff have complained that big NGOs usually have direct access to the higher-ups in the 

official circle, and say that they have been humiliated and harassed by their officers as result of the 

complaint lodged by the NGOs against them.  They are more well-disposed towards small NGOs with 

whom they have close and personal interaction.  For example, they applaud the work of the tribal 

youth who heads the NGO TERDS, which has initiated eight VSSs.    

In Andhra Pradesh, Samata, the nodal NGO for Paderu area, were originally attracted to the area in 

1991 to protest against destructive mining activities, which were being supported by government.  

Samata’s main activities were confined to legal aid, organising people, mass awareness camps, 

dharnas and rallies.  Samata is a membership organisation where the majority of the workers are local 

tribal youth.  In his initial period in Paderu area Mr. Ravi, the founder, had a tough time, being 
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simultaneously accused by government as well as anti-government militant leftist forces of supporting 

the other side.  Samata tried to maintain neutrality in their village work, but the over-riding need for 

poverty reduction led Samata to act as facilitator of government programmes like JFM, seeing this 

kind of work as a means to achieve the end goal of ending the destruction by mining companies.  

Samata is still entangled with a case against the Birla Company in mining issue in Araku Valley 

region.   

VILLAGE-LEVEL FACILITATION AND IMPLEMENTATION 

In Madhya Pradesh, SPS's involvement in JFM is very preliminary and small-scale, after they became 

involved in JFM indirectly in one of their operational villages.  The focus of their implementation 

efforts is the improvement of land and water resources by constructing soil and water conservation 

structures in the villages.  In one of their villages Neemkheda, after they had carried out soil and water 

conservation operations, they motivated the village for the protection of the plot and thus became 

involved in the JFM programme.   

SPS ran into problems in this their very first village.  Although largely due to disputes within the 

village, these problems are in part attributable to the lack of clear and legitimate roles for NGOs in 

JFM.  For example, there is no role for an NGO in the village-level protection committees, and all 

members of the village committee have to be residents of the village.  The state JFM Resolution 

specifies somewhat unrealistically that the formation of a village forest protection committee requires 

the consensus of the entire village. SPS feels this is not possible in every village as there are always 

notes of dissent.  SPS has therefore made little progress in its JFM work. 

In Orissa community forest protection has generating considerable interest within and beyond the 

state.  It is perceived as different from JFM.  It is largely a self-initiated process, and in some areas 

like Nayagarh and Mayurbahnj districts has evolved into federations of these self-initiated village 

protection committees.  Training sessions on JFM have been conducted by NGOs throughout the 

state, specifically for Foresters and Rangers, although there have been complaints—including one 

from the Conservator of Forests (Development)—that some of the divisions were sending dispensable 

staff close to retirement age for training, rather than appropriate people like field staff who would put 

the training into practice. 

In Andhra Pradesh, NGOs attracted by World Bank funding, have come forward enthusiastically to 

play facilitating roles in JFM.  Most of these NGOs, particularly in the Eastern Ghat Agency area, had 

emerged during 1972-1973 addressing the land alienation issues of the tribals, at a time of growing 

militancy among leftist organisations.  Very few were in an implementing role in forestry, except 

AWARE.  Thus, Samata, which is the nodal agency (in the Aranyika JFM network) in Paderu ITDA 

area, organises meetings, conducts elections/nominations, training programmes for the committee 

members and recently engaged in vegetation survey.   
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Initially, Samata was wary of becoming involved in JFM, perceiving wide ideological divergence 

between itself and the Forest Department on issues such as participation and favouring the poor.  It is 

also noteworthy that the Forest Department’s offers of direct material incentives for participation in 

JFM (funds for non-forestry village development) attracted the villagers more towards them than 

towards NGOs.  Now responding more positively to this opportunity for attracting funds for village 

development activities, however, Samata has recently been involved in the formation of every new 

VSS and has designated a staff member full-time to JFM activities.   

AWARE entered Paderu area being the only implementing NGO.  It mainly focuses on tribal 

health and sanitation, loaning and legal aid.  AWARE, based at Hyderabad, is known as the largest 

NGO in Andhra Pradesh.  It entered in to JFM agreement with the Forest Department in Kilagada 

village, the first village to implement JFM in Paderu division in 1994.  It has been instumental in 

facilitating JFM in 7 villages in Paderu division, but withdrew from its involvement because of the 

high-handedness among the Forest Department staff. 

AKRSP(I) in Gujarat is directly involved in implementation of state policy at village level.  It 

organises the village-level institutions, provides funds for village plantations and motivates villagers 

in voluntary protection of the planted site.  These efforts include the involvement of local-level Forest 

Department staff like Beat Guards, Foresters, Rangers and DFO.  Still collaboration of villagers with 

the Forest Department staff tends only to happen if there is agreement between NGO and Forest 

Department staff.  Currently, however, plantation work has stopped for the last two years and the 

NGO’s work has been reduced to maintaining protection efforts in their villages and linking up the 

villages with the Forest Department under the JFM scheme.   

CONCLUSIONS 

Policy documents at national and state levels imply that there will for the foreseeable future be 

important roles for NGOs in JFM, particularly as intermediaries between Forest Departments and 

village organisations.  The definitions of potential roles for NGOs offered by State Resolutions on 

JFM, however, are highly variable and most give only vague and restrictive views on the roles that 

NGOs might play. 

In particular, potential roles in advocacy and policy development tend to be overlooked in State 

Resolutions.  Such roles tend to be played mainly by large NGOs who have reliable sources of core 

funding which are not controlled by Forest Departments.  Striking examples include the role of the 

AKRSP(I) in drafting the national Forest Policy statements of 1988 and 1990, and the ongoing role of 

the SPWD in national networking among academics, NGOs, and Forest Department staff.  Where 

NGOs lack such funding, they are highly dependent on State Resolutions for definition of the roles 

that they may legitimately play in JFM. 

A key factor affecting relationships between NGOs and villagers as well as government agencies is 



 

 

15 

the perception of whose side they are likely to take in disputes.  Typically, NGOs are expected to be 

either pro-people or pro-government, making it very hard for NGOs to play genuinely non-partisan 

intermediary roles that facilitate better collaboration and mutual understanding between villagers and 

Forest Department staff.   

Future planning of effective partnerships among village organisations, NGOs, Forest Departments, 

and other interested parties such as other governmental agencies, private business agencies and 

academics, would benefit from much clearer and contextual definition of why NGOs are to be 

involved if at all.  Both NGOs themselves, and Forest Department staff at various levels will need to 

improve their ability to understand the comparative advantages and weaknesses of different kinds of 

agency in different contexts.   

It will be essential not only to define complementarities in relation to numerous different contexts, 

but also to recognise that comparative advantage changes very rapidly and therefore needs to be 

regularly re-appraised.  For example, if a Forest Department recognises the comparative advantage of 

a particular NGO in working with particular villages because of its long history of partnership, does 

the Forest Department envisage becoming gradually less dependent on the NGO for access to the 

villagers? If so, how will the NGO feel about this, and how will it go about redefining future roles for 

itself as this particular comparative advantage wanes? 
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