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Introduction: The debate on the importance of territorial management in the Alliance

In the proposal to structure the sectoral path of the Alliance, a chapter was devoted to the management of territorial entities.  In September 1997, on the occasion of an international conference organized in Canada, the NIKAN conference, the first international meeting of the Workshop was held.  The following text is an outgrowth of that meeting. 


I. The challenge: territory is the touchstone of a radical change of perspective on development

The coherence of the technical and economic development we have experienced over the last two centuries was mainly based on companies and markets.  Companies, which are systems capable of transforming scientific knowledge and various techniques into production processes and products, have gradually shaped the world and imposed their vision and system of management.  They have proved to be capable of tremendous adaptability but remain organized around production and the sale of products and services.

The market imposed commercial trade as virtually the sole model of social exchange and has organized trade on an increasingly wide and now planetary scale. The specific features of societies and territories, barriers and walls of all sorts are all obstacles to the development of companies and markets.  They therefore try to replace particular territories by uniform areas, widely open to "progress", economic globalization and material development. 

In this schema of world integration, states and the territories that compose them are assigned the role of ensuring the framework of competition, providing “services” that are themselves increasingly segmented and commercial -education, health care, transport, security, leisure activities, water and purification, etc. - and of remedying the most blatant shortcomings of the system, particularly by taking charge of those who are rejected by the system.

The globalization movement has disconnected space and society.  "Territories", the traditional places for the construction of coherence in society and the privileged place for the organization of exchange within society and between a society and its ecosystem, have lost their integrating function.

The development pattern we know, based on companies and markets, remains very efficient in its own sphere of mobilization of science and techniques, organization of trade, ability to adapt and material growth.  Unfortunately, it has become the sole references on a worldwide scale by proposing a complete, coherent system of thought linking individual acts of production, consumption and saving to the global system.  However, it is undergoing a profound crisis: it does not satisfy the primary needs of human beings, nor guarantee social insertion for everyone, nor achieve a long-term balance between human societies and the biosphere.  This crisis is especially visible at the local level: unemployment, weakening of ties and social cohesion, air, water and soil pollution, high energy-consuming dwellings and cities, the accumulation of waste and the juxtaposition of wealth and poverty.  Territories are subject to the impact of world movements that transcend them. 

What role can territories play in the changes to be undertaken during the next decades?  Should it be a secondary role, of adapting and managing the social and ecological consequences of development planned and implemented at another level?  Is it the role of offering a local anchorage point for "global" thought coming from somewhere else?  Or, on the contrary, should it have a major role?  Will territories be brought to play a role in managing the planet as important as the one they once had, thereby turning the period of massive industrial development into a parenthesis in human history?  That is where the challenge lies.

Our Workshop concluded that the management of territorial entities is destined to play a major role in the changes to come.  Territories constitute the building blocks of planetary governance.  It is at the local territorial level that an integrated management of society and its relations with the biosphere can be reinvented.  It is also at this level that citizenship is learned, spreading next to the nation, the region and the entire planet.  But we speak of “building blocks of governance" to indicate clearly that the territories we are talking about are not a more or less nostalgic return to a bygone past, to territories closed in upon themselves, exchanging little with the outside world.  The territories of the future will participate fully in managing the planet and will be part of an interdependent, solidary system.  Instead of being merely a space in which uncontrolled economic and social forces without any territorial connection are exercised, placing every territory in fierce competition with others to attract business activities and wealth and reject pollution and waste on their neighbors, the territories of the 21st century will recover an autonomous ability to will and to act and the local society occupying the territory will become a social actor with the same importance as companies in the 20th century (see note of Sixto Roxas).

Historically, we have gone from a mosaic of rival territories to a set of companies in competition.  We are on our way to a “matrix” society built of networks of cooperation.  A “matrix” society, that is, a society characterized by two-fold coherence: the coherence of territories ensuring social ties, social cohesion and the relationship with the other societies and with the biosphere; the coherence of companies that ensure the links between science and technology and production and organizes production processes.



II. Is a radical change of perspective possible?


We are describing here a radical change of perspective.  Is it conceivable?  Is it realistic?  We unhesitatingly answer yes. 

There is a distinction between two types of change in companies: adaptive changes and structural changes.  The first type consists in doing a slightly different, but substantially the same, thing in a better and more efficient way, according to the same methods.  Adaptive changes require rigor, dynamism, authority, control, time and money but nothing else.  The second type, which some people describe as a “change of paradigm”, a concept used in the sciences, implies above all a change in the representation of the world.  Reality is not looked at with the same eyes and an entirely different design appears.  It is such structural changes that we need to undertake for territorial entities.

The example of companies also teaches us that of such structural changes, because they require time, are possible only if there is an anticipatory effort, if the change is undertaken before it is forced by events.  For when change is imposed by events, it is too late.  A company that has already been driven into a spiral of crisis rarely has the human means and time required for such a structural change.  This is also true for territories.

For the last twenty years at least, thinking on this issue, local innovations and technical and institutional transformations have been moving in the desired direction.  We are not proposing to dream up ex nihilo a world that would be contrary to the real world, but rather to join trends that are already at work, as the many examples gathered by Workshop participants show, in order to move faster, give them more coherence and strength and provide them with a theoretical foundation.  In the face of social crises, innovations are appearing, particularly to increase the value of local exchange and make it independent of the world market.  In the face of environmental crises, new practices and more partnership-oriented, cooperative management methods are being invented.

Companies themselves are rediscovering the value of territories.  The best illustration of this is the phenomenal growth of cities.  In spite of the importance of remote communication, companies and their employees need to be close to customers, suppliers, public authorities, research laboratories, health care services and education and the setting of life.  And all this requires urban concentration...

Within companies themselves, the need to manage a more and more complex technical and human world, the need to adjust to very varied demands, the need to adjust quickly to technical, commercial and political changes and rely on the everyone’s creativity have finally brought about the downfall of the large, cumbersome hierarchical systems of yesteryear.  Remote communication systems themselves, without getting rid of vertical communication channels, have imposed others that are more horizontal and interactive.  Finally, in the face of environmental challenges, a new philosophy of "industrial ecology" has come into being.  New partnerships between businesses are being invented to imitate complementarities that exist within natural ecological systems.  To limit the waste of energy and materials characteristic of the present industrial system, economic activity is tending to relocate nearer customers and services are replacing material goods.

All this constitutes for the moment merely a group of trends but they are going in the right direction.


III. Directions for a strategy of change

We have identified three directions for a strategy of change: local invention of development alternatives; the evolution of the governance; a new way of conceiving the relationship between local and global levels. 

1. 	To invent alternatives forms of development at the local level. 

The internationalization of sciences, technology and information and economic globalization inhibit us, make us believe that change can only come from the top down, from no one knows where.  We have come to the opposite conclusion.  It is necessary, on the contrary, to think with our feet, to think and undertake action while rooted being in time and space.  Reflection and action are the two inseparable faces of the joy of creation.  We propose four dimensions for this invention: questioning; measuring; rooting; undertaking.

* The questioning concerns present development models, the mental systems with which we grasp reality and the aims of development. 

It is at the level local that the pathologies of our present method of development can best be described.  We all have a number of examples in mind.  Starting from local reality, we are in the best position to call into question our categories of thought and change our outlook.  Our mental model is built on a set of opposites that are so familiar that we never question them.  Formal and informal economy: doesn't this refer to the idea that the official model of development is the one that defines the form?  Don't the very words lead us to disparage the creation of wealth useful to the community and the building of social ties when neither one nor the other fits into the framework of the market economy?  Doesn’t the assessment of wealth, at the level local and at the national level, simply involve consolidating the accounts of business activities and ignoring the rest?  Does the opposition we maintain between economic exchange and social exchange really reflect the way society works?  Is it necessary to continue to oppose the market sector and the non-market sector, work and non-work, productive activity and non-productive activity, goods and services, public and private?   to oppose natural ecosystems and industrial systems as if both did not participate in the same operating of the biosphere?

And it is again at the level local that we can question the reality of the needs that we claim to satisfy through development.  Governments are not yet capable of thinking of development other that in term of growth of the gross domestic product.  On the other hand, it is easy to observe at the local level that the accumulation of material possessions alone does not satisfy the essential needs of the human beings for esteem, love, meanings and social ties.

* Measurement also essential: experience has proved that we cannot manage what we cannot measure.  The current superiority of the market economy arises particularly from the efficiency of the operational tools of management created over the centuries.  For the management of territories, we need means of measurement corresponding to the new mental models to be promoted.  If we only have available means of measurement drawn from material development, we will only be concerned with that.  Here are some examples of measurement to promote: 
	
	 the measure of exchange flows within the territory and with the outside must not be limited, as is currently the case to commercial exchanges;
	
 we do not know enough about the exchange flows between the society and the biosphere: local exchange flows as well as exchange flows with the outside.  The concept of environmental impact, which measures the amount of natural resources consumed by a society, offers us a synthetic view: in the end, how many hectares of good soil does each one of us need to maintain our current way of life?  The environmental impact approach can be completed by a visualization of the places in the world where local society concretely takes the resources required to maintain its way of life;
	
	 the Natural Step movement proposes a good tool for diagnosis, questioning and measurement: is the amount of artificial output of humankind being discharged into the biosphere growing? Are new substances being dispersed in nature that has no experience with them?  Is biodiversity diminishing?  Are resources being used for real human needs?
	
	 industrial ecology is beginning to develop its own systems for measuring circulation flows of materials and energy within a given industrial activity or among several activities;

	 local thinking must be rooted in time and space.  The challenges of management that we are encountering today are very similar to those of pre-industrial societies.  By realizing that things have not always been the way they today, we can measure more fully how different they could be in the future.  And many examples have been found where, without any nostalgia for the past, we can find in the solutions of our ancestors sources of wisdom, knowledge and aspiration for the future.  Similarly, being rooted in space makes it possible to affirm, legitimize and highlight the diversity of cultures and the diversity of solutions, in the face of the informing pressure of governments and international agencies;
	
	 finally, inventing alternatives locally means rediscovering the joy of taking initiative, acting, innovating.  The local innovations that are moving in the desired direction are already innumerable and already include: communal management of forests in India; renewal of relations between cities and countryside throughout the traditional communities in Peru; development of local currencies; new forms of cooperation between businesses; local use of the media; innovating forms of public discussion; etc.


2.	To further the development of territorial governance

The current mode of territorial management is poorly adapted to the invention of development alternatives and our mental models prevent us from finding more satisfactory solutions.  Here are the changes we propose: 

* Territory must be understood above all as a system of relations between the human beings, between organizations, between society and the environment.  A territory has a historical, cultural, environmental, economic and social reality even before it has a physical and political reality.  It is the superposition of these measurements and relations that generates awareness of interdependence and the feeling of belonging.  It is inevitable that territories be delimited, if only as a basis for political representation or the action of public services, but all relations cannot be reduced to this scope alone and too often the political delimitation of territories breaks up relations of solidarity or complementarities and underestimates cultural traditions. 

* The governance needs leadership.  To get social or institutional transformation under way, it is not enough to apply management methods; it is necessary to start by lighting the fire of desire.  The strategy of change of any complex human organization includes: strong, shared perception of the need to change and of the possibility of doing it, therefore the awareness of a crisis; a diagnosis and aims shared by all the actors involved; real leadership, that is, the ability of one person or more to embody the will to change, to crystallize a common vision, to unite energies, to overcome fears; management of time associating long-term perspectives and concrete, immediate successes, that give everyone confidence in the ability to change. 

* Attention must shift from procedures to processes and from institutions to learning.  We must conceive of "learning societies", "learning organizations", of processes by which a society or an organization shapes, improves and adapts itself. 

Local society is at once training in democracy, training in responsibility and initiative (empowerment) and training in cooperation.  It is necessary to invent ways of talking to each other and of comparing interests that will allow new solutions to be found.  We must learn to move from conflictual dialogue, limited to presenting divergent interests, to a dialogue capable of bringing forth new solutions likely - not to conceal opposition (we think that the conflict is a part of the learning experience) - but to go beyond them in a creative way. 

The same effort of at learning must be made at the level of public structures: we cannot remedy the compartmentalization of public services through institutional changes; it is necessary to supplement them, and that is the main point, by new ways of working together and ongoing evolution. 

* In mature ecological systems, interdependence between the different parts of the ecosystem is fundamental. To manage territories in a new way, actors can no longer act separately within the framework of standards set by public power.  The model of the relationship between actors is association, contract, shared responsibility and the obligation to obtain results.  Workshop participants mentioned numerous forms of contractual relationships: between legal townships and communities, between administrations and the sector of associations, between businesses, between different administrations, between economic actors and communities and between cities and countryside.

* All this assumes a profound change in the ways of exercising power.  In a lot of countries, the feudal conception of power reinforces centralization and dissuades people from inventing well-adapted solutions at the local level.  Relations of patronage are established with those in power and the population thinks that the most efficient strategy for defending their interests is to depend on feudal chiefs that will be able to intervene at a higher level to defend their interests.

In a number of countries, the question of the credibility of public authority and policies also arises.  Corruption, patronage, incompetence and authoritarianism ruin public trust.  For public authorities, admitting the limits of their power and knowledge and the ability to discuss difficult problems are the first steps towards rebuilding credibility. 

Strengthening the partnership between communities of different sizes makes it possible to go beyond an illusory search for the "relevant territory" and learn how to share responsibility.  The legal definition of local councils in Peru, the institution of female quotas in local bodies in India and the introduction of development offices in which the associative movement is represented legally in the Philippines are all moving in the direction of such partnership. 

	 Access to information must not be monopolized by the few.  Abuses of power are all the easier when information is monopolized by persons in charge or by experts.  The role of the media and of independent assessment organizations is to make available to the public information less suspect of partiality, even though they appear in the beginning too complex to be attractive, are the best guarantee of training in initiative. 


3.	To reinvent ties between the local and global levels

While insisting on the importance of reinforcing exchange inside local territories, we are convinced that neither our thinking nor our action can be restricted to the local level.  The integrated management of territories means nothing without a global vision of planetary management.  But how should the organization of the different territories be articulated?  How does one move from the local to the global level? 
Here again, the traditional institutional models of integrating the local into the global are poorly adapted in our view.

The first model is that of consolidation.  It prevails in the economic domain.  First, the accounts of one company are strengthened and then, the accounts of all the companies at the national level are strengthened.  These forms of aggregation ultimately take only financial data into account. 

The second model is that of the pyramid.  Territories fit together like Russian dolls, from the most local to the most global, and the passage from one to another takes place according to a hierarchical relation.  The pyramid is a hierarchical pyramid.  On top, the headquarters of the business or the government of the country that receive information and give orders; on the bottom, the levels of execution that provide information and carry out orders.  This diagram of the pyramid has as its corollary the partitioning of activities and the sharing of expertise. 

The third model is that of standardization.  The fewer specific features each territory has, the easier it is to exercise hierarchical responsibility. 

We propose to replace these models by three principles: 

* the establishment of horizontal relations.  Modern communication means have made the "local" level lose part of its traditional meaning.  We noted, for example, that Internet links small communities in Peru to the rest of the world.  The greater the facility of communication and data exchange, the more new forms of closeness and new relationships are created between the human groups located at great distances from each other.

* The establishment of alliances that transform the "local" into the "global."  The "local", left to itself, is helpless in the face of the "global" (big firms, state administrations, international agencies) but alliances between small actors transform them into major actors!  The case was mentioned of alliances between territories where operations of the same multinational business were located.  The allies of territories began to speak on equal footing with the multinationals. 

	 General rules for articulating the two levels of territories.  One of the most fruitful ideas is that of devising principles applicable to different scales.  Indeed, to have the same integrating power as the market, the hierarchical pyramid or national consolidated accounting, it is necessary to have rules that can be generalized.  We propose for of them: 
	
	 community accounting: this consists (Cf. note of Sixto Roxas) in applying to a given territorial community accounting tools developed by businesses but including all types of relationships and creation of wealth.  This accounting could then apply the same rules of consolidation as businesses;

	 the principle of active subsidiarity: it is the basis of relations between the two territorial levels, for example the urban agglomeration and the townships or communities that compose it, no longer on the uniform rules imposed by a higher level on a lower level, but on the organization of an exchange of experience between base communities, making it possible to define together obligations to obtain results that would binding on everyone.  This principle of articulation makes possible to move gradually from the small countryside level to the planet;
	 the calculation of the environmental impact of every community: it can also be used to consolidate and gradually visualize the impact of society on the biosphere; 

 the diagnosis developed by Natural Step, already mentioned: it applies in the same way starting with individual behavior all the way to very large organizations. 

In saying that, in the future, the tie between the local and global levels will be based on networks, cooperation and alliances, we are not trying to develop an abstract utopian ideal but simply to generalize the embryonic approaches already being developed in a number of places.


IV. The next steps

Here are the various strategic perspectives that we propose to Allies to promote the ideas presented above:

1.	Fight false ideas.  The historical work undertaken on the occasion of the Workshop should be pursued in greater depth.  The current single way of thinking presents itself as having been true for all eternity.  By understanding how it was built up historically, how we went, for example, from local territories to the construction of a uniform space, we can best help everyone to think about the new changes to be undertaken in the future.

2. 	Build networks.  The first meeting of the Workshop, in September 1997, while only a gathering of about twenty people, made it possible to collect a number of illustrations of innovations in progress or being developed.  If we want to "think with our feet" as we said, it is through networks of experience reinforcing each other mutually by their successes and their failures that we will be able to progress. 

3.	Develop concrete tools, tools of measurement, tools of management, tools of discussion.  We have mentioned quite a few of them: community accounting, measuring and visualizing environmental imprint, measuring flows between industries, methods appropriate for discussing issues, developing indicators relevant to the reality of needs, use the media to contribute to awareness, methods of building consensus and contracts between actors of different sorts.  All these paths need to be explored more fully. 

4.	Take action with regard to the media.  New communication techniques obviously open up the way to unprecedented concentration of the media, accompanied by unprecedented ability to manipulate information, but newspapers, radio, television and Internet can also be used as news forms of local democracy.  Once a territory is defined above all as a network of relations, the media must be considered as a major actor of change. 

5.	Form political, administrative and professional cadres for territorial management.  Participants at the Workshop noted the considerable impact of international agencies such as the World Bank in training the elite of different countries.  However, this model is unaware of territories.  We must enter into contact with those responsible for training elites in different countries in order to conceive of an alternative model giving enough room to our ideas. 

6.	Introduce these perspectives in national and regional discussions on governance.  At the present time, we are witnessing all over the world a twofold discussion on decentralization and regional integration.  These discussions are favorable to introducing new ideas.

7.	Challenge governments and international agencies.  The World Bank and the International Monetary Fund grant an increasing importance to what they call good governance and human resource development.  It is necessary to be able to enter into discussion with governments and the international organisms on these new ideas. 


V. Networks with which partnerships should be developed

The transformation of territorial management depends on a great number of actors: citizens, local governments, businesses, teachers, the banking system, states and research institutes.  It is necessary to develop an Alliance with each one of them. 

Citizen organizations.  These organizations, such as the GAP (Global Action Plan), circulate examples in which households or small groups of households take initiatives.  These networks can also contribute to popularizing and rendering indispensable ideas that seemed only utopian about twenty years ago, the way national networks have done for solidary credit and systems of local exchange.

Local governments are in the forefront of the evolution of local governance.  Three types of partnerships may be envisaged:  

- with international organizations of local governments, taking advantage in particular of the constitution of an international coalition of cities (CAMVAL) at the Istanbul Conference in June, 1996.  These international organizations are currently trying to reinforce national organizations of local governments.  This should offer a privileged opportunity to put forth for discussion the thinking that has been done within the scope of the Alliance;

- with networks of cities involved in sustainable development.  As an outgrowth of the Rio summit on the planet, a number of countries have promoted the development of "21 local agendas."  For example, in Europe, this gave rise to a European City Campaign for Sustainable Development, whose starting point was the declaration of Aalborg in Denmark.  Wherever they exist, such regional groups of cities already motivated by the topic of sustainable development should orient our partnerships;

- with organizations of town professionals: in a number of countries or regions of the world, there are training programs for cadres of local public administrations.  These professionals play a decisive role in the conception and implementation of governance.  It would be essential to introduce historical and prospective considerations on territories into these training sessions.


States have created, as an extension of the Summit on the Planet, national commissions on sustainable development (CNDD).  In most cases, they are commissions without much power, dominated by the ministry in charge of environmental protection that play only a secondary role in their governments.  Wherever this commission proves to be a place for genuine thought within the administration or with actors in associations or the economy, it offers a good opportunity to start up discussion, provided that it is not restricted to what by general agreement is called sustainable development, which would be a way of marginalizing the thinking carried out. 

Businesses have given rise to innovative movements.  This is the case, for example, in Germany with the BAUM organization: traditional companies restructure their production and agree to cooperate with associations.  Some important industrial groups have invested in environmental research and have begun the process of restructuring.  Other big companies use the process recommended by Natural Step.  Still others belong to the industrial ecology movement.  Finally, others have undertaken processes of internal restructuring to move from pyramid systems to network systems.  The awareness of the insufficiency of "vertical" consistency exists within companies themselves.  Some of them would like to behave a bit more like a "good citizen company" by developing new forms of partnerships with local actors.  All of them are have to face a crisis in meaning that has affected their own employees.  The idea of increasing the role of territories and inventing horizontal connections as strong as the vertical ones does not necessarily encounter systematic, widespread hostility within these businesses.

Teachers, finally, have a major role to play in rooting elementary education in local realities and reintroducing human sciences, first of all history, into the economy and the development of systemic approaches. 


VII. Combining integrated territorial management with the other Workshops of the Alliance

Starting with their local impact, all the ways of operating of a society have had to be examined to lay the foundations for a new conception of governance at the level local.  It is therefore not surprising that this Workshop overlaps with all the others major topics discussed by the Alliance, particularly: 

1. 	in the field of values and education: 
	
	the question of education
	the question of the media.

2. in the economic and social field: 

	the search for economic alternatives, in particular, of a plurality of economic forms; 
	alternative production modes; 
	alternative life styles.

3. In the field of governance
 
	the renewal of politics and democracy;
	a new conception of the workings of the state.

4. In field of relations between humankind and the biosphere:

Practically all the topics are concerned: water, energy, soil, biodiversity.  

