
CIAT 

Methodologies for Decision 
Making in Natural Resource Management 

9 

Developing Local Organizational Processes 
tor Natural Resources Management 

COSUOE 

", " . 'V. i 

Jorge Alonso Beltrán 
, Dominga Tijerino 

Ronnie Vemooy 

CIIO BID 



The material contained in these pages can be reproduced by any reprographic or visual 
means for non-profit purposes. CIAT thanks the users for includíng the correspondíng 
instítutional credit in the documents and events in which it is used. 

I nternational Center for Tropical Agriculture 
Cali, Colombia 

ISBN: 958.0694-021-7 
95S.0694..()12-8 

April,1999 
Printed in Cali, Colombia 
Production coordinalíon Vicente Zapata S., Ed. D. 

Beltrán, JA; Tíjerino, D.; Vernooy, R 1999. Developing organizational processes at local 
level for collective management of natural resources. Guide 9. In: Decision making for 
sustainable natural resource Management: Nine tools that help. International Center for 
Tropical Agriculture, Cali, Colombia. 147p. 

Includes 48 paper originals fortransparencíes. 

1. Community organization. 2. Participatory planning. 3. Agreement. 



Methodologicallnstruments for Making Decisions in 
Natural Resource Management 

1. Participatory method for 
identifying 
and c/assifying local indicators of 
soil quality at the mícro-watershed 
level 

2. Phato-topographical analysis 
(PTA) of land use trends in hillside 
areas 

3. Partícipatory mapping, analysis, 
and monitoring af natural resources 
in a micro-watershed 

4. Methoda/ogy for analyzing the 
stakeholders ínvolved in co/lective 
land management at the micro­
watershed leve/ 

5. Identifying levels of well-being in 
order to construct local profiles of 
rural poverty 

6. Atlas of Yorito and Su/aco, 
Department af Yoro, Honduras 

7. /dentifying and assessing market 
apportunities for small rural 
producers 

8. Use of simulation mode/s for 
eva/uatíon 

9. Deve/9pment of local 
organizational processes for 
ca/lective management af natural 
resources 



The figure represents the set of tools for use in decision making in natural resource 
management. The tools, represented by the green sections of Ihe figure (Participatory 
method for identifying and classifying local indicators of soil qua/ity at the micro-watershed 
level, Photo-topographical analysis (PTA) of land use trends in hi/lside areas, and 
Participatory mapping, analysis, and monitoring of natural resources in a micro-watershed), 
help idenlify, analyze, and priorilize biophysical components, such as natural resources al 
farm, m icro-walershed, or sub-basin levels. 

The lools in blue (Methodology for analyzing the stakeholders in volved in col/ective land 
management at the micro-watershed level and Identifying le veIs of wel/-being to construct 
local profiles of rural poverty) help identify relationships between Ihe differenl users of nalural 
resources. By idenlifying standards of living, Ihe socio-economic components can be 
classified at rural communily, village, and regionallevels. 

The 1001 in yellow (Atlas of Yorito and Sulaco, Department of Yoro, Honduras) helps 
standardize inlegralion, analysis, and presentalion by mapping dala generaled by Ihe lools 
in green and blue. 

The lools in orange (Identifying and assessing market opportunities for smal/ rural producers 
and Use of simulation mode/s for evaluation) help facilitate the design of alternative 
scenarios lo plan produclion al Ihe farm and micro-walershed levels. 

Encompassing Ihese eighl decision-making lools, Ihe purple 1001 (Development of local 
organizationalprocesses for col/ective management of natural resources) helps (a) define 
Ihe colleclive use of Ihe olher lools, and (b) disseminales results oblained from Iheir 
applicalion. This 1001 is useful for organizalional communilies lo improve their decision­
making processes during colleclive managemenl of nalural resources al Ihe walershed 
level. 
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Introduction 

This guide has been based on Ihe work ot Ihe CIAT HiIIsides Project leam, in the 
development of organizational processes at sub-watershed level in Honduras, Nicaragua 
and Colombia. The problems encountered during the project have provide an Ideal basis tor 
the development of this guide. 

There is a lack of documentabon about the dynamics of the organizational process. This 
makes the process of reflection and analysis difficult. Another limitation, of a more technical 
nature, has been Ihe lack of coordination wilhin Ihe govemmental, non-govemmenlal 
agencies and the base communities involved in the process. This lack of coordination has led 
to disjointed policies, Slate programs and rural populatíon interests. 

Another weakness has been the lack of participation of local organizations in the decision 
making process. In many cases local organizations have no! had sufficienl time Of been given 
enough information lo be fully aware of Ihe consequences of this process. Lastly, planning 
limitations exist, particularly of a participatory nature because local organizations lack the 
experience and ability to apply short, middle and long term policies and strategies Ihal 
respond to the needs of the people in rural zones. 

The concept of collective management of natural resources raquires community agreement 
about exploitation conditions. The section in the guide about the analysis of the stakeholders 
for the collective managem ent of natural resources in the m icro-watersheds contains various 
strategies to help with Ihe development of agreements aboul land management, thus 
avoidíng any conflict 

This guide is a discussion document tor people who have orwill in the future be involved in the 
deveiopment of organizational processes. The guide provides an opportunity to exchange 
experiences which can Ihen be used in its development 

Favorable conditions 

Currently, conditions tor community participation in wider decision making processes are 
favorable. Political and administrative reforms adopted by most Latin American countries to 
toster decentralizalion, have produced important changes in municipal life. One of these 
changes has resulted in a decision making environment in which the people have an 
opportunity lo take an active part in agreements and decisions that affect the management 
and use of resources. led the municipality lo become a harmonizing space to make 
decisions, where civil society has the opportunity to assume responsibilities, and be an active 
par! in agreements and decisions on resources use and management. This leads to 
developments within their communities and municipalities. 
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Onepremise 

In order lo slrengthen the organization of the community, the following premise is lo be taken 
into consideration: a community organization is no! built on entilies with traditional grouping 
techniques. A dynamic organizalíon, localiy rooted, results from much more complex social 
and cultural processes !hrough which local people have the floor and the criteria to choose 
the best altematives. 

There are 'communíly organizatíons' and 'organízations with the community'. The former are 
generally the result of local cultural, social and political processes, and are the ones that have 
been proved to be sustainable through lime. The latler emerge as ínstitulíonal initiatives lo 
support developing processes, Nevertheless, Ihey often disregard the feelings, convictíons 
and priorities ofthe individual communities, (Vidal, M. 1995). 

Community organizations inleract with inter-instítutional organizations in a mutually 
supportive way in search of increased relevance and sustainabilíty of locallevel actions, 

Community development bodies might play the role of information, methodological and 
technologícal facilítators, This means that the communities, previously limited socialiy, 
economically and politically, may have access to valuable informalion, melhod and 
technology, 

Content ofthe guide 

This guide is structured as follows: 

1. ,Introduction: outlines the uses ofthe guide, 
2. Different organizational processes: looks closely at the four case studies 

Honduras, Nicaragua and Colombia (two cases). 
3. Organizational planning and evaluating tool5 
4. Methodological 5teps: the various methodological steps required to form an inter­

institutionallocal organization to suit zone needs. 

Didactic Materials 

This guide is accompanied by the "Water Murmur" video, The video documents an 
organizational experience in the Cabuyal river sub-watershed, Cauca (Colombia), A guide, 
with open queslions for the audience, is included, Also, there are four case studies about 
organizational experiences in Nicaragua, Honduras and Colombia. 
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Users ofthe Guides 

The series of nine Guides for decision making in Natural Resource Management is directed 
al two specifie users. 

The first is made up of professionals and techmcians who work ter organiza!ions and 
instilutions in the private and public sectors. They are dedicated to research, development 
and training in renewable natural resource management. This type of user should take 
advántage ofthe guides to support planning, execution, follow up, and evalualion. We expec! 
that this group, once trained in the use of the methodologies, will exercise a role as facilitator 
for the hundreds of other professionals, technicians, vOlunteers, and producers by 
promoling, analyzing and adaptíng these methodologies for use in the deeision making 
proeess in natural resouree management al !he local, regional and nalionallevels. 

The second group of users is made up of inhabitants of the walersheds and portions of 
walersheds in tropical America. These people, Ihrough training, consulting and support from 
a variety of non-govemmental organizations and agencies of the State, will be able to make 
the methods and strategies presented herein their own. They will be able to actively 
participate in the management and conservation the natural resources in their area. 

These materials are especially dedicated lo the teachers in the facul!ies and schools of 
agricultural and environmental scíences and those in natural resources. These are the 
professional and technical people who will work with agricultural communities towards the 
maintenance and regeneration of the natural resources. 

Leaming Model 

,( I nformatio n 

• Technologies 
• Strategies 
• Tools tor 

decision 
making in 
natural 
reaouree 
management 

3 In_ction 

.... v 

Practice 

• Abilitiea 
• Skilla 
• Decision· 

making 
attitudes 

.... , . 

Feedback 

• Clarifieation 
• In-ctepth 

knowledge 
• Reinforcement 



The series Training Guides over Methodofogícal fnsfruments for Decísíon-Makíng follows an 
educational model based on leaming by doing. The model outlines a traíning process for 
traíners and facilitators that uses fíeld research results as material for developing skills, 
abílitíes and attitudes that are requíred for effective natural rasourca management decision­
making. 

The users of these guides will observe that the methodologícal components differ from other 
materials. Each section contains desígn elements forthetrainer's use. 

The guides include a set of objectives that enable the teacher and participant to direct the 
leaming process. This is achieved through exercises that use fíeld case studies or realistic 
scenaríos to prectise the processes of analysis end decision making, using walks, 
simulations, dramatizations, and the application of different instruments for information 
collection and analysis. 

Other components include the feedback sessions. Here, the training participants and traíners 
review the completed exercises and consider the aspects that need reinforcement. The last 
part of each session is for feedback. Here the participants consider how they might develop 
their own methodology. 

In summary, the model is made up ofthree elements: 
(1 )Technical and strategic information: this is the product of research and constitutes the 
technological content necessary for decision making. 
(2) Practicals: these are presented in the form of exercíses in the training site and fíeld 
activities, aimed at the development of abilities, skills and altitudes for decision making. 
(3) Feedback This formative evaluation ensures the particípants master the underlyíng 
theoretical principies and their proper application. 

The practicals are central to the training process. They simulate decision making situations. 
Through the exercises the participants use the instruments presented in this guide. They can 
experience the difficulties tha! may arise in their individual communities, as well as the 
problems of application at the local level. Similarly, the participants may recognize the 
benefits that the process may have for the particular environments (local or regional) of theír 
country. 

The exercises included were extracted from case studies conducted in small watersheds in 
Honduras, Nicaragua and Colombia. However, the trainers from other countries and regions 
will be able to use the examples together with their own experiences to redesign the 
practicals and adapt them to a local context. Each trainer has guides that can be adaptad to 
suit the needs of different settings. 
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Uses and adaptations 

It is important that the users of these guides (trainers, facilitators) understand the functional 
role offered by the didactic structure so that the participants benefit. The participants are the 
ones who will be using these instrumen!s in Ihe development process at a localleveL 

In order to achíeve this, we emphasize the use of flow diagrams to help the trainers in the 
presentation of the different sections. We include: orientation questions lo establish a 
dialogue and motivate the participants before the introduclion of any theoretical detail; 
originals for transparencies Iha! can be adapted to suit different needs; appendices cited for 
research purposes; recommended exercises and practícals Ihal can be adapted or 
substituted with more relevan! scenarios; feedback sessions to exchange local, regional or 
national data to make them more relevan! and may help lo reinforce; didactic appendíces 
(post-test, evaluatíon of the trainer, evaluation of the event, evaluation of the material, etc.) 
help to com plement the Iraining activities. 

Finally, the central idea ofthe training model presented in this guide is based on Ihe premise 
that practica I experiences are Ihe essence of the learning process. Therefore, training should 
provide enough time for the participants lo develop abílilies, skills and altitudes, Ihal reflect 
the training objectives, through a practical approach. This is essenlial for Ihe training lo be 
successful in facilitating effactive natural resource management decísion making. 

General Structure of the Guide 

1. Different 
Organi:zational Process 
-Honduras 
-Nicaragua 
_Colombia 

! 3. Steps for an 
organi:zational Process 
at watershed Level 

_ .. _-~-- ....... _"------~ ~----- "--------

5 Introduction 

/ 

¡ 2. Methodologicallnstruments 
for planning, organizing 
and organizatíonal process 

_Intemal Norms 
- Basic collaborationlcommunication principales 
- Participatory Planning 
-Indicators to evaluate the process 
_ The flowchart technique 



Explanation 

The figure aboye shows Ihe general strueture of the guide. This figure shows the various 
topies and sub-topies and how they Inler-relate. 

The first topie refers to identifying similarities and differenees among the organizing 
processes, using the analysis of four different case studies trom Honduras, Nicaragua and 
Colombia. 

The seeond topie eorresponds to methodologieal instruments for organizing, planning and 
evaluating organizational proeesses, that include: internal regulation; partieipalory planning 
by objeetives (PPO); basie collaborationl communication principies; and, the evaluation 
indieators. 

The third topie is m ade up of Ihe principies and characteristics of an organizatíonal process. It 
deals with definition, purpose, strategy and expected results. It explains the roles of those 
involved in the process, and eslablishes so me methodological steps to eneourage local and 
inter-institutional organizatíonal development, for the collective management of natural 
resources. 

Self-evaluation 

This seclion introduces some questions aimed al helping the Iraining faeililalors lo determine 
prior knowledge of the partrcipants. At Ihe same time, Ihe questions introduce the general 
theme. Although this guide has been designed to train technícians, sometimes there may be 
community organízation leaders participaling. In thís instance, il is neeessary lo adapt the 
language used ín the questíons. 

The main objeellve of these questions is to delermineknowledge levels of the participants 
priorto training. The trainers and facilitators ean administer a similar evalualion posl-Iraining 
lo establish Ihe suecess ofthe training process. 

Orientations forthe Instructor 

The participanls are to form a circle. This allows everyone ínvolved better visual eonlaet. 
Each person wears a clearlywritten identity card Ihal can be seen from a distance. 

Two facilitators are required to complete the self-evaluation. One of them is responsible for 
posing each questíon lo the audíenee in a plenary sessíon, whífe the other one writes on a flip 
chart the answers. A varialion to this exercise is to ask Ihe participanls lo wrile Ihe answers on 
cards. These answers are Ihen collecled and the informalíon Iransfered to Ihe flipchart for 
colleetive analysís and reflection. 

The answers must be wrltten exactly as they are given by the particípants. One facílitator is lo 
lalerfield a brief discussion about Ihe responses. 
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Questions 

1. V\lhat is the importance of a local organizatíon in a 
community? __________________________ _ 

2. V\lhat are the advantages of the local organízatíon (communíty partícípation) in 
making decisíons al municipal level? 

3. V\lhal are some of Ihe conditíons necessary to stímulale and consolidate the 
participation of community organizatíons al wider levels? 

4. How does the lack of inter-instítutional coordination affect local development? 

5. V\lhat type of límitatíons, with regard to the internal operation and the external 
projectíon, are faced by so me local organizatíons? 

6. V\lhat would you do lo promote the development of a local and inter-instítutional 
organizational process al watershed level? 



Self-evaluation Feed back infonnation 

Orientations forthe Instructor 

During the plenary session and wilh aid of some over head Iranparencies one facililator is to 
present the feed back information generated by the questions from the self-evaluation. The 
answers may vary dramatically. However, the answers listed below are typical responses. 
Different answers are lo be added to the lis! and discussed. 

Emphasis any responses thal are in keeping with Ihe objeclives of the guide. 

Close this selt-evaluation session with Ihe transparency aboul the various perceptions of 
reality (DPO-1.1 O), which can be found in the set of original tor transparencies (p.15 ). 

Answers 

Toquestion 1 

• Allows the idenlification and quick prioritization of comm unity needs. 
• Identifies, collectively, alternative solutions to community problems. 
• Facilitates coordínated and harmonized actions. 
• Develops communícation within the communily. 
• Involves the populalion in performing concrete activities for Ihe benefit of the communily. 
• Promotes the development of community leadership. 

To question 2 

• Allows the communityto establish priorities 
• Helps the project's objectives to respond lo community expectations. 
• 15 guarantees that programs and projects formulated satisfy communily needs. 
• Allows the formulabon of achievable and measurable targets, since the communities 

have more understanding of their own siluation. 
• Offers support and slrengthens Ihe actions ofthe municipal government. 
• Demonstrales viability of community projects and encourages other co-financers lo 

follow sui!. 
• Allows the municipal government to make a betler use of invested resources (proper and 

co-financed) . 
• Encourages the proper use of resources. 
• Supports follow-up evaluation of projects. 

To question 3 

• Creates opportunities for discussíon and exchange of ideas, opinions and 
suggestions. 

• Enables communities lo access information sources. 
• Supports local organízations in strengthening self-managemenl capacily. 
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To question 4 

• Reduces efficiency in the use of human and economic resources. 
• Does not develop complementary institutional aeUons. 
• Does not allow the identificatíon of ínstitutíonal strengths and weaknesses. 
• Limits the exchange of inter-instítutional experienees. 
• Limíts the integration of very diverse ínformatíon sources, from primary and secondary 

origíns. 

Toquestion 5 

• Lack of ínternal organizaUon. 
• Shortage of economíc resources. 
• The compositíon is no! representative of interests. 
• Insufficient stafftrainíng. 
• Laek of medía communication. 
• Excessíve zeal for their own aetivítíes. 
• A non-cooperative attitude with other local organizatíons. 

Toquestion6 

Some particlpants' answers might include someactívíties, such as: 

• Identifylng social stakeholders. 
• F acilitating the development of new local or community organízational forms. 
• Strengthening existíng local organizatíonal forms. 
• Promoting the formation of networks or associations of local community groups. 
• Facilitating ínter-ínstitutíonal coordination. 
• Establishing verticallinks between 'the locallevel' and regional, national and internatíonal 

levels. 
• F acilitatíng participatory planning. 
• Clearly explaining ¡he purposes, strategies and outcomes. 
• Facílitatíng monitoríng and evaluation. 

Note: Tñe instructor is to accept a/I answers and comments, but must not go into anyexplanation since thís ís Ihe 
purpose ofthe training. 
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Objectives 

General 

At the end of Iraining ¡he participants are expected lo be able to facilítate the development of 
an organizalional process at watershed level Ihrough lhe ínteraclion of various stakeholders. 
The main objective of this is to improve the natural resource management decision making 
process. 

Specific 

In order lo suitably comply with Ihe general obJective menlioned above, the participants are 
expected to: 

• Recognize similarities and differences among different organizatíonal processes 

• Identify appropriate tools (adapted to the local context) for organizing, planning and 
evaluatíng organízalional processes. 

• Idenlify the basic components of an organizational process al watershed leveL 

• Formulate a plan lo develop a local and inter-instilutional organízation al watershed level. 

Introductíon 10 





Originals for Transparencies 
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GUIDE STRUCTURE 

1. Dlfferent 
Organizatlonal Process 
-Honduras 
-Nicaragua 
-Colombia 

i 2. Methodologlcallnstruments 
. for planning, organizing 

and organizational process 

-Internal Norms 

- --- _._-
3. Steps for an 

organizational Process 
at watershed Level 

- Basic collaboration/communlcatlon principales 
-Participatory Planning 
-Indlcators to evaluate the process 
-The flowchart technique 

DPO.1 -1 





GENERAL OBJECTIVE 

To facilitate an organizational process 
watershed level that: 

• Involves the interaction of the various local 
stackeholders, 

• aims' to perform joint actions, 

• Improves decision-making processes related 
to the managemet of natural resources 

DPO,1 - 2 





SPECIFIC OBJECTIVES 

• To determine the similarities and differences among 
the various organizational processes. 

• To identify proper tools (adapted to the local context) 
tor organizing, planning and evaluating organizational 
processes. 

• To identify basic components tor an organizational 
process at watershed level. 

• To develop a local and inter-institutional organization 
at watershed level. 

DPO,1 - 3 





SELF-EVALUATION 
1. How important is the existence of local organization 

within a community? 

2. What are the advantages of community participation 
(local organizations) in the decision-making process 
at municipallevel? 

3. Name the conditions necessary to stimulate and 
consolidate the participation of community organizations. 

4. How is local development affected by the lack of 
inter-institutional coordination? 

5. What do you think are the steps to promote a local 
and inter-institutional organizational process at 
watershed level? 

OPO.1 -4 





SELF-EVALUATION - FEEDBACK QUESTION1 

• Allows a quick identification and prioritization 
of community needs? 

• Identifies alternative solutions to community 
problems 

• Facilitates, coordinates and collaborates actions 

• Develops communication mechanisms within 
the community 

• Involves the population in activities that benefit 
the community 

DPO.1 - 5 





SELF-EVALUATION - FEEDBACK QUESTION2 

• Inclusion of community priorities in municipal 
development planning 

• Allows project objectives to meet community 
expectations 

• Supports and strengthens community 
organization 

• Demonstrates viable community projects to others 

• Allows the municipal government to make 
better utilization of resources to be invested 

• Suitable follow-up and evaluation of the various 
on-going projects DPO.1-6 





SELF-EVALUATION - FEEDBACK QUESTION3 

• Creating opportunities at various levels, 
for the exchange to ideas, opinions and 
suggestions 

• Facilitating community access to information 
resources 

• To have local organization supported by 
institutions in order, to strengthen their 
capacity to self-manage. 
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SELF-EVALUATION - FEEDBACK QUESTION4 

• Ooes not allow efficient use of human 
and economic resources 

• Little development in the complementary 
nature of institutional actions. 

• Fails to indentify institutional strengths and 
weaknesses 

• Limits the integration and exchange of 
primary and secondary information 
sources 

DPO.1 ·8 





SELF-EVALUATION - FEEDBACK QUESTION5 

• ldentifies social stakeholders 

• Facilitates the development of new local 
or community organizational forms 

• Promotes the formation of networks or 
associations of local community groups 

• Makes bonds between local and regional, 
national and inter -institutional organizations 

• Formulates purposes, strategies and outcomes 

• Facilitates participatory planning 

OPO.1 -9 
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Yoro, Honduras 
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(Figure) Tascalapa Riverwatershed, Yoro, Honduras. 
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Developing Organizational Pl'OCé$$es at Local Level far Collective Management of NatuJ'a1 Resources 

Section Structure 

A 
Interínslitutional Commiltee 

for reforestalion al a 
Microwatershed in 

Nicaragua 

e 
Municipal Council for 
Rural Development 

Colombia 
(CMDR) 

B 
Local Committee for 

sustainable development 
in a watershed 

(CLODEST) Honduras 

Similarities and 
Differences of 
case studies in 

relation to: 

• Extemal Context 
• Structuring 
• Coordination 
• Objectives 
• Activities 
• Resources 
• Results 

D 
Consortium for 

sustainable agricultural 
in HiUsides - Colombia 

(CIPASLA) 

The case studies differ with regard to context, formation, levels of coordination required, 
objectives, activities, resources and achieved outcomes. Each of the case studies 
(Honduras, Nicaragua, Colombia) address these components. 
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Deve!opíng Organizational Processes at Local Leve! for Collective Management of Natural Resources 

Objective 

To establish the similarities and differences ofthe various organizational processes. 

Orienting questions 

• How useful it is to knowand share the organizational experiences of other countries? 

• How ean we take advantage of the various organizational experiences al local, regional 
or nationallevel? 

• What basic principies need to be considered in the development of an organizational 
process? 

Introductíon 

To develop a loeal-Ievel community and inter-institutional organizational process, it is 
necessary lo know lhe existing socio-economic and political context This con!ext dictates 
the options and the opportunities available to the people women and men for organizing and 
coordinating plans, and actions forthe collective management of natural resources. 

Forthis to happen, local settlers (social stakeholders) must have good relevant information, 
so tha! they can consider the vanous alternatives for managing their resources. It is also 
necessary for these individuals (through common-interest groups or user associations) to 
manage and control the resources. 

Therefore, il is not only Ihe identification and adoption of technological alternatives tha! 
enables beller management, but rather the search tor and the creation of suitable social and 
organizational procasses that will allow Ihe stakeholders to strengthen their management 
capacity. 

Reaching this objective means searching for an answer lo these questions: 

1. How can the ways currently used by the people to interact with natural resources (eíther 
índividually or collectively) be changed? 

2 How might the stakeholders (in thís case, the users ofthe resources found in the hillside 
zones) playa meaningful role in developing processes or projects? 

Similarly, il is essential that the social stakeholders have ownership of the organizational 
process. Without this, or the active participation of the people, the organizational process wíll 
fail. 
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Developíng Organizationel Processes at Local Laval for Ce/lectiva ManagsmBnt of Natural Raources 

Current situation challenges 

Allhough local contexls vary consíderably, making comparíson ís a good starting poinl for Ihe 
development of an organizational process" 

Al locallevel, some people, particularly small producers and more often women, continue lo 
be excluded from involvement in the developmenl process, 

There is a gulf between the peasants and local government organizations who have access 
lo Ihe professionals and resources, Currently there is room for more organizatíons, 
programs, professionals and systems lo serve as a link between Ihe local governmenl 
agencies and the peasant communilies, 

Little is known about the processes through whích research outcomes (information, 
alternative scenarios) might reach!he slakeholders and become accessible knowledge, We 
need to link ideas orprinciples, and practices, 

Gaographical forms such as a walarshed or sub-walershed nol only need bio-physical 
analysís, bul also need developing, 

In order lo build new social communities and the corrasponding new organizational forms, il 
is importantto: 

- know Ihe users of the natural resourcas, This requires an analysis of the stakeholders, 
from a gender perspectiva, 
- create conditions that anable these users lo organiza themselves and to discuss their 
interests and possible conflicls, This is referred lo as the formation of an organizalional 
structure, 
- define objectives, expecled outcomes and the new rules of the 'gama' (the sustainable 
management of local resources), develop joint actions or activities and overcome 
possible conflicts" 
- monitor Ihe organizalional process al local and participatory levels, as well as the use of 
the natural resources" 
- contacl all participants from Ihe watershed, in order lo have a wider influence on their 
agendas and policies, and also to requesl direct services: II is important lo create local 
demand (e,g: Iransforrning the offered technical assistance, and the capital, into an 
investmentwhere local needs and perspectives can be taken into aceount)" 
- bear in mind Ihat in a community's social fabric there' are issues of kinship, and co­
paternity and other very informal relationships linking the people from various social 
groups, Often these links are not visible lo the change agents who are generally external 
and lemporary, It is necessary, therefore, lo consider these relatíonships when 
developing successful initialives related to the management of natural resourees, 
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Developlng Organízational ProcessGS at Local Leve! for Col/active Managément of Natural Resources 

Organizational experiences in Latin America 

In this guide there are examples of tour organizational experiences carried out in Colombia 
(two cases), Honduras and Nicaragua (see the map on the cover of this seclion, and 
transparency DPO 1.1 j. The case studies can be found in Annex 6.1. The prefiles contain a 
summarized version of the elements indicated in the previous section: local context, 
formation, coordination, objectives, activities, resources and expecled achievemenls, As 
already mentioned in the general introduclion lo Ihis guide, reflecting, analyzing, and 
exchanging experiences on the various organizational processes, can be meaningful. 

We can leam from the successes and failures of these case sludies. Recognising and 
analysing Ihe diversity of organizational experience is worthwhile. II offers an opportunity to 
avoid similar mistakes and conversley, to leam from the successes. In short, based on these 
process reflections and analyses, it is possible to build some basic organizational principies 
lo stimulate, develop or strengthen organizational processes al many levels, 
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Developing OrganizationaJ ProClJSSes at Local Level 10r Collective Management of Natural Resources 

Experience A: Inter-institutional Committee to Reforest 

the Calico River, San Dionisio, Nicaragua 

1.1.1 Socio-geographic context 

Grande de Matagalpa River watershed, located in !he Department the river is named afier, 
comprises three sub-watersheds. One of them is the sub-watershed of the Calico River, with 
a 170 km 2 sUrface, that encompasses the entire municipality of San Dionisio, and small 
territories adjacenl lo the municipalities of Matagalpa, Esquipulas and Terrabona. The 
municipal head is the village of San Dionisio, locatad 165 km. from Managua, capital of 
Nicaragua, and 40 km. from Matagalpa, Ihe departmental haad (Baltodano el aL, 1997) 
Figure 1.1. 

í--···· 
Villages in Vorito and Sulac~~ __ ---¡ 

Figure 1.1 Víllages in Yorito and Sulaco sub-regions 
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Developing Organizafional Procesa .. al Local Level for Collectíve Manageml/lllt o, Natural Resources 

Municipality ofYorito 

Municipality of Sulaco 
warning: 
The víllage limits do not represent the official informatíon; they are only fortraíning purposes. 

The clímate ranges between dry and semi-arid, with the rainfall regime ranging between 800 
and 1,100 mm/year. Heights vary from 350 m (outlet of the Calico River) up to 1,265 meters 
overthe sea level (m.o.s.I.). 

According to the 1995 national population census, the total population is 16,003, 86% of 
which corresponds lo Ihe rural population. The zone is noted for the small-scale basic grains 
productíon (1 to 4 blocks) and, lo a lesser degree, by double-purpose cattle raising, and 
coffee crops in the hígh parts. There are some soU fertility loss problems, as well as 
deforestation and conlam ination of Ihe potable water. 

There are several non-governmental organizations (NGO) in the municipalities who are 
independenlly devoled lo promoling soil conservation activitíes, peasant experimenlaban, 
eredíl and training. Tha municipal mayor's office, in turn, supervises Ihe execution of 
infrastrueture projeels. 

1.1.2 Formation 

By m id 1997, six monlhs after Ihe arrival ofthe C IAT -H iIIsides Projectto San Dionisio zone, a 
reforestation initiative for Ihe Calico River on Ihe part of the mayor's office emerged, which 
was channeled through the Peasant-to-Peasant (PCaC) program, a local NGO. 

For Ihe reforestation initiative, the Calico Ríver inter-institutional committee was formed, 
coordinated by the Municipal Mayor's office, and integrated by the Municipal Development 
Committee (MDC), a member of the Local Agricultural Research Committee (CIAL), one 
farmer from the fertile low land {proposed reforestation site),a representative of a 
development pole (re-insertion Project ofthe Social Action Ministry), a representative ofthe 
Governor's Ministry, and arepresentative from CIAT (Reforestabon Committee, 1997). 

1.1.3 A Participatory diagnosis 

Within the framework of this project, a participatory diagnosis was conducled in the study 
area, supported by the producers from the areas close to the river. The producers thought 
that the agro-foreslry systems, or the agro-sylvi-pastoral systems, combined with various 
systems, with or withoul the presence of pastures were preferable for conducting the 
diagnosis. Many producers referred to!he importance of reforesting. 

A transect from the Calico River fertile low land, of some 5 km, locatad lo the North of San 
Dionisia, in the middle part of Ihe sub-watershed was chosen for the reforestation activily. 
Due to ils centrallocation, thís transect was selected as a demonstratíon area. 
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Deve!oping Organizatíonal ProC8$$éS at Local Lave! for Ca/lectiva Management of Natural Reaourcés 

General objeetive of the project 

To contribute to the sustainable management of the natural resourees, and improve the 
qualíty of life ofthe munícipalíty's inhabítants, 

Specific objectives 

~ To reforest the fertile low land of the Calieo River, to form agro-forestal systems tha! 
serve to improve soil eoverage, recover its fertility and provide an ineome for the 
produeer. 

To aetively involve the population from the munieipality, specially the youngsters, in 
the sustainable management of the natural resources, 

The number of beneficiaries is 10,000 people, The direct partieipants of the projeet will be the 
producers and young students, 

1.1.4 Aetivities 

To begin the projeet, a calendar of activities was drawn up for the first year, which included: 

- Between November, 1997, and May, 1998: The establishment and maintenanee of a 
plant nursery; the traíníng of Ihe atlendants lo Ihe project and the students, 
- June, 1998: Trees were sown; produeers were trained, 
- Between July and November, 1998: Tree re-sowing and mainlenanee activities were 
performed; follow-up workshop; eneounters with producers from other areas were held, 

1.1.5 Resou rees 

Once the aid to the project was approved, the local institutions and members of the 
Reforesting Committee commilted their time to the supervision, monitoring and evaluation of 
the project The participation of young students was supervised by the representative of the 
Ministry of Education in San Dionisio, 

CIAT Hillsides Project committed eeonomic, human and transport resources lo complete the 
diagnosis, and also offered counseling if required, 

The Reforesting Committee received initial economic resources provided by CIAT HiUsides 
Project, lo establísh a plant nursery, and to hire some people for ils management and 
surveillance. Currently, Ihe Reforestíng Committee is tryíng to gel some additíonal economíc 
resources from Ihe National Program for Rural Development (PNDR) for the amount of 
US$35,000, over a three-year period. 
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Developlng Organízational Processes at Local Level for Conective Management of Natural Resourees 

1.1.6 Expected results 

• Obtaining a greater variety of agro-forestry systems in the zone. 
• Improving water quality. 
• Obtaining additional ineomeforthe produeers. 
• Reducing water erosion, 
• Improving environmental educatíon for the youngsters, 

1.2 Experience B: Committee for the Sustainable Development of the 
Tascalapa River watershed (CLODEST) Vorito, Honduras 

1.2.1 Socio-geographic context 

The Tascalapa River watershed ís eomprised of the munieipalities of Sulaeo and Yorito, 
in the Department of Yoro (Honduras), with a population of 13,000, and a territorial 
extension of 231.4 square kilometers (Figure 1,2), 

Figure 1.2 Sub-watershed of the Tascalapa River, Honduras, 

The topography in Yorito is noted for its mountainous hillside zones, ranging between 400 
and 1800 m,o,s.!" with middle and low zones eorresponding to narrow valleys between the 
mountains of the Tasealapa Riverwatershed, 

Basie grains production systems prevail (eom and bean), coftee on the mountains, and sylvi­
pastoral utilization with an extensive management of cattle-raising nsar the waterbeds, In 
the hillside zone, there are wide migratory agricultural areas (clearing and burning) with 
'guamiles' (fallow) and isolated ploughs near the water sources, 
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1.2.2 Formalion 

The Local Committee for the Sustainable Development of the Tascalapa Ríver INatershed 
(CLODEST) ís made up ofgovemmental institutions, NGO, regíonal institutions, international 
research centers and local organízations. A total of 38 people who represent 20 
organizations, plus the technícians working for CIAT-Hillsides projects, IICA-The 
Netherlands/HiIIsides, and the Participatory Research Project in Central America (IPCA) 
make up the committee. In September, 1996, the representatives from these institu!ions 
developed the "Join! Actions tor the Sustainable Development of the Yoro Sub-region: 
Tascalapa INatershed", and constituted CLODEST, which is defined as a coordinating and 
consulting mechanism involving most sectors and stakeholders in the watershed. During the 
workshop, the maln socio-economic and environmental problems obstructing development 
were discussed and carefully prioritized. 

1.2.3 Mission 

CLODESTs mission was lo ensure that the interests of the Instítutions and the people of the 
Tascalapa Riverwatershed were both uniled and committed to the preservation of the natural 
resources of the area. Likewise, an intervention plan for the 1996-2000 period was identified, 
based on the common interests of the various institutions (CLODEST, IICA, 
Honduras/Hillsides, 1996). 

As can be observed in the organization chart (Figure 1.3), CLODEST is made up of an 
assembly, the general coordination (exerted by the Municipal Mayor's office), produclion and 
environmental commissions, Iradíng, health, eredit, micro-enterprises and social 
commissions. The cooperation agencies (lPCA, IICA, CIAT) make up the counseling or 
support group, with the power to vote bu! with no say in the discussions. A board of directors 
supports the general coordination, which includes an eX6Cutive director, the secretary, the 
treasury department, and the members ofthe counsel, 

CLODEST 
Or anizational Structure 

General Assambly 

I-------------~ 
~ 

Coordinator 

I I Board 01 Dírectors 1 

[ AgrícuHure and Credi! and smai Commercialí- [Educa!ion and Health 
Environment Enterprises zation i Social Work 

Figure 1.3 CLODEST organizational structure 
Assambly: Local Organizations, NGOs, Government.lnternational Centers 
Support Group: IPCA, CIAT-Laderas,IICA. The Netherlands Gov., SERTEDESO, \Norld Vision 
Coordination: Local Major 
Board of Direc!ors:Executive Director, Secreteriat, Treesarer, Vocals, (all voluntarias) 
Work Areas: Each with a coordinator and a secretary 
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Dlflveloplng Organizatíonal ProcI!lsses al Local Llflvlfl/ fOr Collectíve Management of Natural RlflSOurcu 

1.2.4 Objectives 

General 

To coordinate institutional initiatives and collaborate with local organizations, in order to 
analyze problems, propose solutions, plan activities, evaluate and orientatea sustainable 
development process for the natural resources management in the Tascalapa River 
watershed. 

Specific objectives 

• To promote sustainable management of natural resources on the par! of theproducers. 

• To prepare a municipal development plan and an investment plan. 

• To provide opportunity for consultancy, prioritization, collaboration, planning, managing 
and executing inter -institutional actions and projects. 

• To ensure the organized participation of rural communities in the decision- making 
process. 

• To look after the conservation, protection, reclaimatíon, use and management of the 
natural resources and the environment in the municipality ofYorito. 

1.2. Activities 

The El Salvador experience provided the opportunity for local organizations lo do the 
following: 

- Make contactwi!h natíonal and international agencies. 
- Organize an agricultural and liveslock products fa ir. 
- Offertraining lo strengthen inter-institutional teams, taking into account gender, human 
development, leadership and the decision making tools in the sustainable management 
of natural resources. 
- Form the Inter-institutional Coordination for the Sustainable Development of the 
municipality of Sulaco (SI DES}. 
- Submit a Report lo both producers and techniclans, on Ihe oulcomes derived from 
agricultural experiments carried out in 1996. . 
- Hold a workshopon participatory planning by objectives {PPO}, tha! results in an integral 
development plan forthe municipality. 
- Exchange organizing experiences. 
- Campaign against burning. 
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1.2.6 Resources 

CLODEST has its own resources, and those obtained through the eo-finaneing of national 
and toreign donors. 

1.2.70utcomes 

The main outeomes aehieved to date are as follows: 

-A 1996-2000-action plan was agreed. 
- A ealendarwas prepared, with the Board of Directors, tor assembly meetings and for the 
$Upport group meeting. 
-An offiee was assigned by the municipal Mayor's offiee. 
-Some soil conservation practices wara adopted by the farmers. 
- Awareness was raised about the proteetíon of water sources and forasls. 
-An integral development plan was prepared forthe municipalíty. 
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1.3 Experience C: Inter-institutional consortium for a sustainable hillsides 
agriculture (CIPASLA), Municipality of Caldono, Cauca, 
Colombia 

1.3.1 Socio-geographic context 

CIPASLA consortium operates in the northem part of the Department of Cauca, Colombia, 
within the municipality of Caldono, by the side of the Cabuyal river (Figure 1.4). This 
watershed comprises a 7,000 ha. area, with heights ranging between 1,100 and 2,200 
m.o.s.l., and is partofthe Ovejas River. 

Figure 1.4. 

Roads and Administrative, Hidrological map 
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The population in this area is made up of 6,500 inhabitants, many of which are indigenous 
dwelling in the highest part of the sub-watershed. The Pan American road passes through 
the area and allows the access to the markets in Popayán, Santander de Quilichao and Cali. 
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1.3.2 Agricultural activities 

The two most important agricultural activitíes within the area are coffee and cassava crops, 
although the farmers also grow bean, corn and several types of fruits. Cassava, bean and 
corn are sown in association. 

Cassava is used to produce industrial starch. While il provides an importanl market for 
producers and a source oi employmenl for Ihe poores! rural population, cassava processing 
also causes a great water contamination, Another common sources both of income and 
environmental degradation is the cutting of trees for firewood and charcoal production. 
Moreover, the cutting of trees to create new land for agricultural purposes also, increases 
deforestation. 

Seventy seven per cent (77%) of the agricultural land is made up of slopes, which causes 
serious erosiono Some produeers delay the immediate effects of erosion by applying hen 
manure, while others plow Ihrough the slopes Nevertheless, the currenl practices are nol 
suitable in preventing the progressive deterioration of soil qua lit y, which is facing an 
advanced stage of degradation. 

1.3.3 Setting up a Consortium 

The first important event when setting up the Consortium, was the inter-institutional 
cooperation workshop, held in November 1992, which was coordinaled by CIAT. This event 
gathered representatives from 20 govemmental and non-govemmental organizations, all of 
whom work in the Ovejas River watershed. The purpose of the meeting was to explore the 
feaslbility of establishíng a eonsortium lo focus local action to reduce poverty and stop Ihe 
degradation of the natural resources. 

The participants outlined the objectíves and functíons of the eonsortíum, and analyzed 
various organizing options, the critería to seleet the sites to be sludied, and Ihe need for a 
diagnostic survey of the target area. Also, the group established joint research and 
development efforts focusing on promoting farmer participation in creating incentives to 
preserve natural resources, and for developing methods to be used in similar environments. 

During the three following months, the diagnostic and planning phase of the consortium was 
organized. CIPASLA's organizalion chart was implemented (Figure 1. 5). 

The setting up of Ihe Consortium is Ihe Association of Beneficiaries of the Cabuya! Ríver Sub­
walershed (ASOBESURCA) was very importan!. 1I aimed to facililate communicalíon 
between the sub-watershed communilies, and all other bodíes from the regíon, that make up 
CIPASLA 
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ASOBESURCA represents the local organizations, and is made up ot the representatives of 
the 23 veredas (aldeas/comarcas) from the Cabuyal River sub-watershed, who are elected 
by the Assembly of each Community Action Board. Also, the following organizations are 
represented: Cooperatives, Teachers, Aqueduct Boards, Tribe Consul of the Lagoon, and 
Corfocial (Local Committees for Agricultural Researehj. During the election, the 
representatives participated in diseussions with the local eommunities, on lopies related lo 
the environment and resouree management. 

ASOBESURCA established its operabon structure, and has evolved into its current strueture 
(Figure 1.5 aj. The assembly elects ¡Is board of directors and tour eommissions tha! share 
funetions: al Work : coordinates the activities with the consortium teehnieians and 
institutions; b) Projects : reviews, evaluates and approves the projects submilted by the 
eommunities; el Surveillance : eontrols and supervises the administrative actions of the 
assoeiation and, besides, monitors and evaluates the projects under execution; d) 
Dissemination : gives feedback information to the community on the outcomes and 
activities performed. 

ORGANIZATIONAL STRUCTURE - CIPASLA 

General Assambly ~ 

t 
Board of Directors I 

Assambly: Osobesiurca, ONG's, Government Intemetional Centers 

Operational 
Committee 

Board olDirectors: ONG's or Govemment, International Centers, Asobesurca and Operatíonal Committee 

Figure 1.5: Organizational Slructure and CIPASLA 

1.3.4 Functions of the CIPASLA and ASOBESURCA's Board 

oIDirectors 

In February, 1993, the member organizations appointed their representatives to the Board 
of Directors Their main funetions are: 

• Defining policy and strengthening inter-institutionallinks. 
• Designing strategies to conserve natural resources. 
• Establish financial eooperation mechanisms. 
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ASOBESURCA's main objectives and functions are: 

• To serve as mediators or middlemen between the communities and other bodies, to 
coordinate actions and jobs for the benefit of the region. 

• To train the communities in order tor them to propose and accomplish projects on 
sustainable agriculture. 

• To act as a mediator in conflícts related to the use and management of natural resources. 
• To support, coordinate and accomplish a follow-up or control to the actlvities performed 

by the stakeholders in the sub-watershed. 
• To administerthe moneys obtained to support community projecls. 
• To Evaluate, monitor and follow-up the community projects. 

1.3.5 Participatory diagnosis 

Between February and March, 1993, CIAT's Participatory Research Project (IPRA) in 
cooperation with the Municipal Unitfor Municipal Technical Assistance (UMATA), the Cauca 
Regional Corporation (CRC) and Valley of Cauca Regional Autonomous Corporation (CVC) 
performed a participatory diagnosis aimed al ascertaining farmers perceptions about 
general and livestock problems, and the causes and solutions propased. Firstly, it was 
necessary to ensure that the objeclives of the consortium matched communily priorities. 
Secondly, il was importan! lo establish how these needs were inter -related. 

The outcomes indicated tha! the communities in the lower part of the watershed have water 
needs, The lack of available lhe water was atlributed to deforestation In the higher part of Ihe 
watershed. The people from the higher areas identified health, education and 
communication needs, Natural reswources were low priorityfor them. 

1.3.6 Planning by objectives (PPO) 

In March, 1993, a workshop on planning by objectives (PPO) was held, Eighteen 
representatives from institutions and six community leaders participated. This was another 
important stage in !he development ot inter-institutional identity II was also, another slep 
towards meeting community needs, A "problems tree" and an "objectíves tree" and a 
planning matríx were prepared to identify objectives, projects, progress indicators and 
methods to evaluate success, 

Once the autcomes fram the workshop were obtained, the consortium began lo prepare 
projects to address the most immediate objectives, Applications tor national and 
Intemationallevel funds were lodged, Thirteen projects were approved, that covered several 
components of the logical chaín of sustainability (organization, training, research, 
production, conservation of natural resources, trading and transformation). 

CIPASLA's objectives were compared lo Ihe sustainability logical chain to detec! consortium 
weaknesses, 
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1.3.7 Mission 

CIPASLA's mission is to develop joint actions with the communíty and with other institutions 
to ímprove the living standard of the population in the Cabuyal River watershed, through 
organized actíons and within the sustainability logical chain, whilst respecting the values and 
the local culture. 

1.3.8 Objectives 

CIPASLA's area of study has the following short-term objectives: 

• To strengthen community organízatíons' self-managing capacity (resources 
generation and projects formulation). 

• To develop community programs tor environmental and cultural education. 

• To develop technical and socio-econom ic training program s. 

• To introduce, reclaim and validate some practices tor the management of the living 
coverage, in orderto stabllizethe soil and improve water management 

• To recover and introduce some alternatives ensuring foad safety, and productíon in 
livestock systems. 

• To reduce deforestation in vital areas 

• To introduce soils conservation practices. 

• To Identify the supply and demand of the water resource and prepare some 
methodologies to identlfy potential risk zones on the híllside. 

• To improve Ihe efficiency of the current markets, and study !he feasibility lo create 
new marketing channels. 

• To coordínate actíons enablíng the executíon of infrastructure and basic sanitation 
projects. 

• To develop a methodological model tha! can be copied by other watersheds. 
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1.3.9 Activities 

With Ihe results of the 1993 workshop, the Consortium began lo prepare projects lo reach the 
immediate objectives and to search for funding. Thirteen projects were approved which 
covered various components within the sustainability logical chain such as; organization, 
traíning, natural resources, research, productíon, transformatíon and infrastructure. Table 
1.1 shows a summary of CIPASLA's outcomes and activities. 

Other aclivities ínclude the strengthening of the community organization through 
ASOBESURCA. This association emerged out oflhe CIPASLA's organizational process. 1I is 
made up of local organizalions, íncluding the Board for community aClion, the aqueduct 
Board, cooperatives, the indigenous associalion, a representative of rural private and public 
schools and rural schools. The training activities have involved tours, talks, method 
dissemination, country days, workshops and vaccination campaigns Television programs 
have be en produced tor national and regional broadcast. Papers have been written and a 
video has bee produced about the Consortium. 
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1.3.10 Resources 

Ouring the first stage of the Consortíum (1993 and 1995) co-financíng was obtained from the 
Inlernatíonal Center fer Ihe Research on Oevelopment (CIIO), from Canada; from the Fund 
for the Integraled Rural Development (ORI) and from the lntemational Center for Tropical 
Agriculture (CIAT). The money gíven to carry out the varíous projects totalled $US219, 1 OO. 

Goeds were contributed from variou$ ínstitutions and included feodsluffs and transport The 
value of these contnbutions was approximately $US227,700. The intemalional Center, Ihe 
NGO and the govemmental institutions gave in-kind contnbulions of approximately the same 
amount. 

Community contribution to the projects was significant. The contributíon in services was 
equivalent to $US 362,400, 56% ofwhich came from the community, the other 44% coming 
from institutions. 

The total inveslment for the first three years amounted lo $US 809,200. 1I is worth mentioning 
that goods and services accounted for 72% of the total amounl invested. The institulions 
working with the communities proved effective and resultad in community self management. 
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The second stage of lhe Consortium (1996 to 2001), has been assígned more co-financing 
sources. This has been possible due to the work of the Consortíum in obtaíning resources 
from other co-financíng bodies al nationallevel, such as the Natíonallnstílute of Waters and 
Lands Adaptation (INAT), the Minístry of Agriculture (MAG) and the Fund tor Departmental 
Co-financing (CODECO) 

Figure 1.7. CIPASLA's Budgetfor 1996-98 
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Tabla 12 CIPASLA outcomas 
COMPONENT 

1. ORGANIZATlON 

2. TRAINING, ANO 
INFORMATION 
OISSEMINATION 

3.RESEARCH 

OUTCOMES 

• Establishment of the Ñ>sociation of Beneficiaries of Ihe Cabuyal River Sub· 
watershed (ASOBESURCA). 

• Participation of 12 local orgaoizations io Ihe Association. 

• Establishment of the Legal persono 

• Approval of 23 communHy projecls, in the amount of U$$7,000, to beoefit 230 
families. 

• Consolidation of local organizations that have implemented Iiveslock producti on 
projects through some seed capital funds. (US$ 15,000 distributed in 126 credits). 

• Setting up lhe Assocíalion of Enlrepreneurs of the Cabuyal River (ASERCA), 
focused 00 lransformatlon processes for dairy products. 

• Formation of micro-centers, lo galher Ihe leachers from Ihe region, forlhe 
preparalion of an environmental cumculum. 

• TIle vanous instilutions making up tlle consortium have given training in several 
tllemes, such as: Organic Agricullure, Inlegraled Maoagement of Pests, 
Managemenl oflhe walershed, Agro·induslry, Managemenl of Imgalion Distlicl, 
Environmenlal Educatíon, Managemenl and Conservatíon of Soíls, and Inslilulional 
Organizalion, among others. 

• 52 Workshops Vaccination campaigns (3 for 300 beneficiaries); 20 lours, 13 talks. 
9 method disseminalion sessions. 5 country days, 

• Regional TV programs, (810 10 minutes each); 1 video about CIPASLA's activities 
(24 minules). 

• Regional. nalional and inlematiOnallevel press reports; publishing in magazines 

I 
and CIAT's annual reports. 

, 
. • Su ort lo the local radio stallon Ihrou h Ihe Consortlum s mSmUllons. 
• Participalory melhodology lO apply tri·dimensional models of hydrographic 

walersheds (Models) (Vidal, M; Rubiano, J.E. 1995). 

• Methodology far Ihe study of changes in Ihe use of land (GIS) (Urbano, P. el al. 
1995). 

• Melhodology lo idenlify potential risk zonas (De Frailure, CH, el al, 1997). 

• Validalion of agro-sylvi-pasloral systems (evaluaüon of gramineae, shrub-like 
arboreallegumes). 

• Evaluation of Ihe use of animal energy, with Arandioo, in cuttural and harvest 
practices (Serrano, M., 1994). 

• Evaluation of flVe produclion attematives: Lulo (So/anum guiloense), peas, 
blackberry (Rubus gaucus) , plantaio and string beans (Phaseo/us vulgarís) Ihrough 
the Local Agricultural Research commntees (CIAL). 

• Evalualion of organic technologies far Ihe managemen! of soil fertílity. 
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3. RESEARCH 

4. INTEGRAL I MANAGEMENT 
OF THE NATURAL 
RESOURCES 

• Parlicipatory melhodology lo apply lri-dimensional models 01 hydrographic 
watersheds (Models) (Vidal. M; Rubiano, J.E. 1995). 

• Melhodology for the study 01 changas in the use of land (GIS) (Urbano, P. el al. 
1995). 

• Melhodology lo identify polenlial risk zonas (De Frailure, CH, el al. 1997). 

• Validation 01 agro-sylvi-pasloral systems (evaluation of gramineae. shrub-like 
arboreallegumes). 

• Evalualion 01 the use 01 animal energy, with Arandlno, in cu~ural and harves! 
practicas (Serrano, M., 1994). 

• Evaluabon 01 five produclion alternatives: Lulo (Solanul1! quifoense), peas, 
blackberry (Rubus gaueus) , plantaln and string beans (Phaseolus vu/g8ris) through 
Ihe Local Agricu~ural Research committees (CIAL). 

• Evalualion of organic technologies for Ihe management of soil fertility. 

• Use 01 legume species tor Ihe coverage and lechnology adaptation for planlain 

Musa",sp"")é::' -:-;--::::-:~-;-: ::-:---:-----;--;-:-c------:---;;---;;------:-::---I 
• Between 1994-1995, 180 heclares wera isolatad, aspaciaJly in the areas protecting 

water births. wilh influence on veredas (aldeas or comarcas) aqueducts, wilh the 
participatian of 2,800 farmers in 58 journeys and 7 support entities. The 
contribution from lhe community lo thls aclivity represents sorne US 13,000. 
Between 1996 and 1997. 117 ha were isoleted, wilh the participation of 368 
farmers, wilhout Ihe presence of Ihe institutions. 

• Multi-purpose reforestation and sowing of 183,000 trees (172 ha) in 15 of the 22 
veredas in the sub-watershed, with the participatíon of 1,304 farmers in 23 
journeys, where bolh teachers and students have bean an active parto The 
reforestation is focused on: Ihe enargelic use (62%), native timbering yielding 
(32%) ornamental purposes (5%) and frulls (1%). 

• Establíshing líve barriers, wilh Ihe participanon afthe farmers. Sowing 75,000 
linear melers, The materíals for barríers Ihat were mostly accepted by the farmers, 
were: Pasto lelembi (Axonopus seoparius) 91%. Cane (Sscharum offlCinarum L) 
62%, Cilronella (Cvbopogon nardus) 48%. Pineapple (Ananas comusus) 30%, 
Limoncillo (Qm]bopogon citratus) 26%, Vetiver (Vetiveria zízanioidesl 14%. This 
selection is related lo !he double usefulness oftha barriers sinca, besides holding 
manure in soil, serves as foad lo Ihe animals aod does 001 compete with the crop5. 

• Lagooos reclaim. The community has contribuled 750 work days (US3,750) for 
cleaning and adaptation activities in two lagoon mirrors (los Quingos and 
Cabuyal) sowing ornamental trees and vegetal canopy. To lhis process sorne 
conlribution projecls hava been articulated wilh the World Food Program (PAM), 
and delivery of trees. 

• Floristic characterization, which has allowed lo identify between 1,850 and 2,100 
m.o.s.L, a total of26 families, 40 genus and 52 species. 6etween 1,200 and 
15.800 (sic) m.o.s.l., 16 families, 22 genus and 26 species were found, and this 
was lhe one wilh the lowest diversi indexo Dia o N.M., 1996 . 

• Preparation of a socio-economíc prolile of the Cabuya! River sub­
watershed, which serves as a general orientation source for the analysis 
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II is important to point out the increased co-financing providad by the State, and a sizeable 
reduction of budgetary contríbutions from the international agencies. 

1.3.11 Outcomes 

Duríng these five years, CIPASLA has succeeded in consolidatíng ils power to convene 
technícal and coordinating committees. It has also improved the general will to collaborate. 

ASOBESURCA has approved a total of 23 community projects, for the sum of US$24,OOO, 
which have benefited 200 families. The projects are evaluated by a commission made up, 
mostly, of representatives of ASOBESURCA, using the 13 criteria summarized in Table 1.3. 
The projects approved have been broken down like this: production (Livestock and 
Agricultural), (72%), conservation of natural resources (8%), Iraining (7%), transformation 
(Agro-enterprise " (8%) and school gardens (5%). 

Figure 1.8 Projects approved by ASOBESURCA, 1996-1997 

The activity of isolating water sources in forest zones occurs during the regulation of Ihe flows 
during critical periods, and through collaboration wíth the communilies. This has enceuraged 
Ihe farmers lo develop an autonomous organizational process with the communities in the 
sub-watershed. 

Through the organization of teachers from the public and private schools in the watershed, a 
currículum for environmental education has been designed fer and implementad In prímary 
schools and is gradually being extended into hígh school. 
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Table 1.3 Criteria for para la aprobación de proyectos comunitarios en la 
Asociación de Beneficiarios de la Subcuenca del rio Cabuyal (ASOBESURCA). 

Cmerion 

1 Who 15 the dired beneflCiary? 

The entire comarca, aldea o l/ereda. 
- 1001' more families 

Score for ""eh CriteriOlÍ welght I Total.core 
oplíon 

10 
5 

15 

i 

- 5: to 9 families 

t~ : 
: 

1 í 
Erosjon effect 

Negative effect 
i 

" No offeet l' 
- Reduces erosion a litt[e 
~ Reduces erosion a lot 

3 
5 
10 

5 
I 

3, Effect on soíl.,::le",rt",iIí",ty= ___ ----------t. --;E;.:q",ua::ilc7to~IW",C_.lt-__ 4'¡-__ +_ __ ----l 
4, Effect on water qualíty , Egual to 1W0 I 4 

""t-Éffecl on water quantíty ¡;qual to 1Wo' 5 
e. Effed on the fores! I E ual to two 4 
7, Etfect on the use of agrc..chemical I Equal to two 4 

Products , 

~~~E~ffe~'~ct¿o~n~d~!V?.~~~~{~PII~,.~rn~s,~a~n~ím~a~IS~)~~ ___ , ___ -r~E~q~u.~I,'~~1W~0_+_---4~--,~+_L-------_1 
9. TIme necessary to get productive benefltS ¡ 9! 

Short ' 2 
- Medlum i 4 

, -Long , 10 í í 
To-tíme to get productive benofits ~--------+--"lde::::'::m;--;;g--+i--"OCl o..---ir--~-----l, 

11 pr:::b'imy ofthe productive project l' ~40-'-- i-I

I

, ---1i'Ó2;- --+--------1
1 

"~_ u i 
• Low I 

12. Counterpart or community contributlon 12 I 

- Ves 
" No 

rrtlualily 01 the wori<íng plan 

1 ~ Ordered and complete 

, 
- De1icient and Incompleté 

~, =:;-" .::.Wi:::lh no working plan 
Total 

10 
O 

10 
5 
O 

12 

I 
í 

100 

For more informatíon about origin and critería to approve projects, see Guerrero, Pilar and H. Ravnborg 
(1997). Guide to forumulate projects in Asobesurca, CIAT, Cali, 

1 - 26 Different Organizational Prc)CeSSEtS 



Developing Organizational ProcIfllilSes at Local Lave! for Col/active Managamant of Natural Rasources 

1.4.1 Geographic location and agro-ecology characteristics 

The munícípality of Buga ís located on the spring of the central mountain range in Colombia. 
The hillside zone in this municipality comprises an area of 68,760 ha. The height goes from 
950 m.o.s.!., in the crossing pojnt of the water current with Ihe Pan American road 
(Guadalajara urban sector, in Buga) up to 4,000 m.o.s.l., in the Páramo Las Hermosas 
national park. This heighl variation favors a high díversity of climates. The temperature 
ranges between 12° and 24°C, and the rainfall, between 1,100 mm in the lower part, and 
2,500 mm inthehigherpart(ASIAVA, 1997}. 

The Municipality of Buga is divíded into the following catchments: La María, Dos Quebradas, 
la Zapata, las Frías y La Magdalena. The thermal floors areas follows: hol (153 Km'), medium 
(169 Km') and drizzle (172 Km'). 

According to the surveys made by the Valley of Cauca Regional Corporation (CVC), the soil 
use is as follows: introduced pastures (5,870 ha); natural pastures (40,000 ha); permanent 
crops(3,250 ha); lemporarycrops (1 ,570ha); natural fo re st (11 ,928 ha). 

The soils have a volcanic origin, with a presence of igneous rocks in the middle zone, fairly 
deep, well drained in the high middle parto There is erosion and lowfertílity, with low contents 
of phosphorus and organic matter. 

Tree cutting and fores! burning have resulted in the reduction of the flows and the lack of 
protection to the water springs and flows. The region does no! have irrigation systems. The 
Guadalajara River, in Buga, supplies water to 6,000 ha agriculturat land, for índuslry, 
recreabon and human consumption, through the municipal aqueduct. Currently, the ríver is 
affected by bío-physic, social and economic problems. 

1.4.2 Population 

The total rural population ís 12,200, with a 0.61 % growth rate. The rural zone ís dívíded 
among 46 veredas (areas orcommunlÍies) grouped in 18 corregimientos (micro-regions). 

Eighty two per cent (82%) of the economically active population live on livestock, agro­
industry jobs (6%), mines and construction (1 % J, while 6% is devoted lo other activities. The 
mast importan! agricultural products in the munícipality hillsides are: coffee, plantain, panela 
sugar cane, curuba, potato, tree tomato, bean, corn and vegetables. 
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1.4.3 Formation 

The Colombian government, through the General Act on Livestock and Fishing Development 
(101. 1993), created the Rural Development Municipal Councils (CMDR), to strengthen the 
municipal agrarian sector, and assure the rural population to be an active and direct par! in 
the execution of municipal public affairs (Ministry of Agriculture and Rural Development, 
1995). 

CMDR, within the decentralization and democratization scheme for public management, are 
a suitable space facilitating the participation of Ihe communities in those decisions affecting 
the economic, political, administrative and culturallevel. 

According to the above mentioned Act, the Rural Development Municipal Council is made up 
of: 

• The Mayor, who chairs il. 
• Municipal Councíl-appointed representatives. 
• Representatives of the public entilies with physical presence in the munícipality. 
• Representatives of peasants assocíations. 
• Representatives of the various sectors. 
• Representatives of rural communilies in the municipality, who are to constitute the 

majority ofthe Council. 

Needless lo say that this Rural Development Municipal Council is a deliberative instance. 
The functionality for making decísions líes in !he hands of the rural communities 
representatives, who submit Ihe;r concrete proposals lo such Council. 

1.4.4 Objectives 

According to the Ministry of Agriculture and Rural Development. CMDR has the following 
specific objectives: 

,f To coordinate the local demands, as compared lo the institulional offers in the flelds of 
livestock and físhing services. 

,f To evaluate, di seu ss and approve the munícípallivestock and fishing development plan, 
as par! of the municipal development plan. 

,f To harmonize the communities' priorities in regard with livestock and fishing public 
investment at municipalily's rurallevel, and those of the co-financing feasibility projects 
with other State institutlons . 

., To create workíng committees, according to the needs of the Rural Development 
Municipal Council. 

.¡ To coordinale public, private and community efforts, to identify solutions to the local 
livestock and fishing problems. 
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..¡' To accomplish a follow-up up lo the execulion of sector plans, programs and projects 
developed al local level. 

Through the municipal level discussions, Ihe operating structure of the CMDR has been 
adjusted lo the local needs. (Figure 1.8), 

Rural Development Municipal Councel (C.M.D.R.) 

Assembly 

1 L_._._~,-~_._._ 

I 

i 

I
'-'-'-~'-'--'--'-l 

, Working commíttee I 

I 
,-----____ J __ .~ 
. Agro-livestock ~ 

1 technícal assístance 1 

L._ commíttee . ___ j 

Assembly: NGOs, orgovemmental organizations, local organizations, private enttties, 
Teachnical committee: UMATA, NGO, govemmental organizations, sector, ANUC, three farmers,} 
Committees; Educatíon and development, research and projects, agro-livestock extensíon, nutural 
resouraces en control. 

1.4.5 Activities 

Since March, 1996, the representatives of the communities and the CMDR institulions have 
been meeting in the municipality of Buga, with the aim of consolidating the coordinated, 
harmonized and articulated work dealing with Ihe proposals made by Ihe instilutions and Ihe 
community organizalions. 

As a result of il, CMDR, in coordination with Ihe Association of Agronomic Engineers of the 
Valley of Cauca Buga Chapter (ASIAVA) and the inslitulions making it up, agreed lo hold a 
workshop on Participalory Planning by ObJectives (PPO). 

1.4.6 Participatory planning by objectives 

The ebjectives of the workshop were: 

..¡' Te define action objeclives al middle termo 

..¡' To Improve communication and cooperalion among all the groups involved . 

..¡' Te define responsibililies tor all involved. 
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" To obtain ajolnt vísion of collacoration betwean tha community and the institutions. 

" To consolidate the organízatíon oftha Rural Davelopment Municipal Council (CMDR). 

" To develop some proposals to insure community self-management and aulonomy. 

The workshop was attended by 17 representatives from níne local organizations, seven 
governmental representativas and five NGOs. During Ihe workshop, the participants 
analyzed social, economic, cultural and environmental aspects, with a view lo developing a 
collaborative livestock development projecl for Ihe municipality. 

1.4.7 Resources 

The Rural Developmenl Municipal Council of Buga is self relianl financially, deriving revenue 
from within and also from national government's appropriations (equivalent to US 1,000,000). 
These appropriations are due by 2001. The municipalities will eventuálly assume 
responsibility for Ihe operation and investment expenses in all areas and sectors from their 
ownbudget. 

The resources are broken down as follows: education, 30%; heallh, 20% ; potable water and 
basic sanitation, 25% : recreation and sports, 5% : agriculture and livestock, and watersheds 
management, 20% (Ministry of Agriculture and Rural Developmenl). 

Outcomes 

- Setting upworking committaes. 
- Establishing an internal regulation. 
- Holding Ihe workshop on participatory planning by objeclives. 
- Increasing and more dynamíc participatíon among the communílies. II is importan! 
lo point out tha! this is the most important outcome. Initially participation was 
constrained lo the Local Administrative Boards (JAL) bul now has extended lo all 
other community organizalion. 

1.5 Synthesisofexperiences 

The effectiveness of Ihe CMDR can in part be atlributed lo the existence of an organizational 
structure. Without this struclure Ihe outcomes may nol have been achieved as easily. The 
structure is now established in the communilies and can be usad tor the future introduction of 
new projects or initiatives. 

The inler-insli!utional organizational usad in the case study eliminatad raplication or 
overlapping efforts. 
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Exercise 1.1 Organizational processes Case studies 

Objective 

.¿ To identify six or more similarities and differences in the organizational principies, by 
analyzing the case studies in Nicaragua, Honduras and Colombia, 

Orientation forthe Instructor 

1, Explaln to the participants what the exercise consists of. 

2, Explain that four case studies will be presented, As part of a work group each 
participant will examine lhe case studies and answer a series of questions, 

3, Divide the larger group into three work groups, making sure each contain a mix of 
representatives (communities, institutions and municipal government), 

4, Distribute the case studies logetherwith the corresponding instruction guide, 

5, Provide the materials required for the task, Inslruct the groups lo record the group 
findings and responses tor use during lhe plenary session, Ask them lo consider the 
similarities and differences ofthe case under analysis 

6, Each group is lo appoint a spokes person and a scribe, 

7, During the plenary session the spokes person from each group will submit the group's 
outcomes, Duration ofthisactivity: 30 minutes, 

8. Place the flipchart in a prom inent palee so that everyone can see il 

Note: The Instructor may decide to substitute the case studies presented in the guide with 
more relevant scenarios 

Resources 

• Cases studies and instruction guide. 
• Questions 
• Flipchart 
• Markers 
• Rotafolios 
• Masking tape 
• Overhead projector 
• Overlays 
• Notebook 

Suggested time: 60 minutes 
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Exercise 1.1 Organizational processes Case studies 

Objective 

.¡ To identify six or more similarities and differences in the organizational principies, by 
analyzing Ihe case studies in Nicaragua, Honduras and Colombia. 

Instructions for the Participants 

1. Appoint a spokes person lo subm il Ihe outcom es during the plenary session. 

2. Share with the groupyour Individual response, analysis and reflection on the case 
sludy. 

3. P articipate actively in the work groups 

4. The group is lo try to reach a consensus when discussing the questions. The answers 
are lo be subm itted by Ihe spokes person during the plenary session. 

5. Use Ihe componenls in Ihe left hand column of your work sheet lo describe the case 
study you have been given. 

Questions for the work group 

1. lNhat advantages and disadvantages does the group identífy aboul formation and 
development of Ihe organizalional process as described in Ihe case study? 

2. lNhat role have the local communities played in the organizational process? 

3. lNhat role have the local organizalions played in the decision-making process? 

4. lNhat methodological instruments have been used by Ihe people involved, lo 
strengthen their organizational process? 

5. How do you consider the offer of incentives on the par! of the institutíons supporting 
these local organízational processes? 
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Exercise 1.1. Organizational processes Case studies Feedback informatlon 
Orientation forthe Instructor 
The comparative analysis of the case studies can significantly vary according to the casas sefectad. The simílarilies and 
differences appearing in the table provida an example of howthe particípants are expected to conduct the analysis. 

Once Ihe group work oulcomes have been submitted, summarize !he símílarilies and differences, and check ir the participants 
have analyzed Ihe seven kay elements identífied in the introduction lo Ihis section. 

Similarities and differences in the case studies 

r NICARAGUA HONDURAS COLOMBIA COLOMBIA 
f---

Calíco River sub-watershed Tascalapa River watershed Cabuyal River sub-watershed Guadalajara Rivar watarshed 
Context 

Surlaea 170 km', population Surface 231.4 km', population Surlaee 7,000 ha, population Surfaee 68,760 ha 
16,000 inhabitants 13,000 inhabitants 6,500 inhabltants Population 12,200 inhabjtants 

f-- .-
Municipal Govermnant, Municipal Govarnment, Governmental entities, NGO, Municipal Government, 

Formanon governmental entíties, NGOs, governmental entitles, NGO, I international C0nters, govarnmental antilias, NGO, 
international center. international centers.~ssociation 01 beneficiaries communities, 

Coordination Municipal Mayor's ollícs Local organizations supported i Inter-institutlonal Inter-instltutlonal 

f--
by_ internaüonal centers . __ 

I ReforestaUon Preservatlon 01 natural Managernent 01 natural Integrated rural developmant 
Objectives resources, health, educalion resources (sustainabillly Ingle (emphasis on infrastructure) 

and Infrastructure. chain) 
, 

Activities Nlunicipallevel Watershed level Sub-walershed level Municipal level 
Resourees and External Extemal Natlonal and Internatlonal Municipal, nallonal 
duretion 16 months 2ye8rs .5_years 2years 
Outeomes Belter water q uality , 1999-2000 action plan, Convening capacity, Formation of work 

introduetlon 01 egro-forestry i meetings calendar, offiee coordinated Institutional work, commiltees, internal 
systems, reducad erosion appropriation by the Mayor harmonizing aetions wilh the regulatlon, workshop on 

I communities. plannlng by objectives, 
participatlon 01 the 

. _____ J ___ communities. - --
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A 
Interinstitutional Committee 

for reforestation at a 
Microwatershed in 

Nicaragua 

e 
Municipal Council for 
Rural Development 

Colombia 
(CMOR) 

B 
Local Committee for 

sustainable development 
in a watershed 

(CLODEST) Honduras 

Similarities and 
Differences of 
case studíes in 

relation to: 

• Extemal Context 
• Structuring 
• Coordination 
• Objectives 
• Activities 
• Resources 
• Results 
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ORIENTING QUESTIONS 

• How useful it is to know and share the 
organizational experiences of other countries? 

• How can we take advantage of the various 
organizational experiences at local, regional or 
nationallevel? 

• What basic principies need to be considered in 
the development of an organizational process? 

DPO, 1 - 3 





Feedback on the case study on initiatives taken 
by the committeefor reforestation at 

sub-watershed level 

• Strengths: 
• Participation of institutions 
• Construction of nurseries 
• Frequent meetings in the committee 
• The result expected for the first phase were meet. 

Establishment of a nursery, a calendar of activities, financial 
reports 

• The project was an initiative of the local authorities 
• The project has been accepted by the farmers 
• Financial resources has been obtained 

DPO.1-4 





• 
• 
• 

• 
• 
• 

• 
• 

• 

• 

• 
• 

WEAKNESSES: 

Few people to take care of and to maintain the nurseries 
Insufficient follow up upon activities 
Low level of participation on part of other projects and 
institutions 
Moderate capacity to manage financial resources 
Low level of farmer participation in decision making 
Lack of diffusion of project activities, which are unknown to the 
population 
Lack of training and conscience raising of the population 
Low level.of integration of sorne of the members in the 
committee 
Low level of coordination and communication among members 
of the committee 
Sorne of the members do not comply with agreements and . 
promlses 
Lack of punctuality in the meetings DPO.1 - 5 

Lack of transportation for distant activities 





FEEDBACK ON THE CLODEST CASE STUDY: 

• Achievements: 
• Concerted action plan for 1996-2000 
• Establishment of internal rules and procedures 
• Registration of acts and agreements made in meetings 
• Periodical meetings between the assembly and the support 

group with the board 
• Allocation of an office to CLODEST by the municipality 
• Training received 
• Campaign against deforestation and burning of farest 
• Protection of water sources and forest 
• More effective institutional action 

DP01-6 





SHORT COMES: 

• Sorne institutions do still not participate in the development of 
shared agendas among the members of COLDEST 

• Low level of participation of local organizations 
• Low level of participation in the meetings on part of the 

municipality 
• Lack of information exchange between CODEM and 

CLODEST 
• CLODEST have no knowledge of the municipal development 

plan 
• Lack of diffusion of CLODEST activities 
• Limited capacity to manage resources 
• Lack of agreement between support institutions on the 

economic support offered to representatives of CLODEST 
• The population demands more concrete, tangible and visible 

actions from CLODEST as well as less meetings 
OPO,1-7 
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FIGURE 1.2 SUB-WATERSHED OF THE 
TASCALAPA RIVER, HONDURAS. 

Santa Marta • El PortlHo El Destino 

• "blo Viejo • 

Vall8(;illos 
La Esperanz¡y--¡' • • Yorito 
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CLODEST ORGANIZATIONAL STRUCTURE 

CLODEST 
Oraanizational Struct 

General Assambly 

suppoD 
Groups 

Coordinator 

1 Board of Directors ) 
~ I I I , 

Agriculture and Credit and smai Commerciali- Education and Health 
Environment Enterprises zation Social Work 

'\.._---~- '-- - -- ---- , --" ,-- ~- - ---" , , 
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ORGANIZATIONAL STRUCTURE - CIPASLA 

CG~~;ral-AS~arnbIY ) 

¡ 
CBo~-;:d of Directors I 

¡ 
r ~x~~tí~~Offi~~r ., 

Assambly: Osobesiurca, ONG's, Government International Centers 

Operational 
Committee 

Board of Directors: ONG's or Government, Intemational Centers, Asobesurca and Operational Committee 
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RURAL DEVELOPMENT MUNICIPAL COUNCEL 
(C.M.D.R.) 

Assembly 

Working cornrnlttee l Techn'c"' committee 

Assembly: NGOs, orgovemmentalorganlz8tions, local organizations, private entibes. 
Teachnical committee: UMATA. NGO, governmental organizations, sector, ANUC, three farmers.} 

I 
L_ 

Agro-livestock 
technical assistance 

cornrnlttee 

Commlttees; Education and development, research and projects, agro-livestock extension, nutural resoureces en control. 
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Structure for this Section 

I 
Organizatíon 

,Internal Norms 

I 
·Structure 
• Operations 
• Coordinalion 
• Decision Making 
• Meetings 
¡'Meetíngs and 
[-Minutes 

Basic Principies 
for Research 
and Development 
activities in NRM 

Explanation 

Instruments for the 
Development of Local 

Organizational Processes 

Planning J 

¡- Partícipatory 
Planníng by 
Objectíves 

-Flowchart 

I 
I Monitoring and 

Evaluation 

¡-Indícators for 
Evaluatíon 

• Communíty 
participation 

• Interinstitutional 
coordination 

:. Scope of objectives 
I Leadership 

The above figure shows the three essential components of the Methodologicallnstruments 

for Developing an Organizational P rocess at Watershed Leve!. 

Organization: II IS importan! lo note !he followlng: 

1. The internal regulations determine the functions of the various stakeholders in an 
organízational process. These regulations require use of the following operational 
críteria: composition, operation, coordinatíon, decisíon-making, meetings, timing, 
headquarters, and minute-taking 

2. Collaboration between producers and other interested parties is a key component in 
effective research and management of natural resources activities. 
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Planning: The followíng issues need consideration: 

1, Particípatory Planning by Objectives (PPO) is an ínstrument to analyze the causes and 
effects of a problem, It can be used to identify alternative solutions, Group work is 
essential when using this instrumenl. 

2, The fiowchart technique is a useful instrument tor conductlng effective meetings and 
discussions, 

Evaluation:, The índicators for use in the monitoring and evaluation process can be groupad 
as follows: 

1. Community participation 
2, Inter-institutíonal coordination 
3, Range of objectives 
4, Self-management 
5. leadership, 

Objective 

The main objective is for the participants to identify suitable instruments, thal can be adaptad 
for use al locallevel, to help organize, plan and evaluate organizational processes, 

Orienting Questions 

1. What methodological instruments for organizing, planning, evaluating and follow-up 
are you fam iliarwith or have used in your work? 

2. How useful do you find the application of organizational, planning, evaluating and 
follow-up instruments in organizational processes? 

3. What condilions are necessary for these instruments to be used in your work area? 

4. What are the advantages of joint planning and programming between communities 
and ínstitutions? 
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Introduction 

Community participation canno! be achieved ovemight. It requires !he exislence of certain 
conditions, Most importantly, an underslanding of some of the concepts, content and 
instruments relating to the participatory process is required, This is particularly importan! tor 
those who m issed Ihe 'decision-making processes at locallevel' Iraining, 

There is a fundamental need tor effective training within rural communities. This training 
needs lo cover the use of methodological instruments lo develop and strengthen 
organizational processes, Wilhout Ihis Iraining the people in the communities cannot be 
expected to participale actively in planning, programming, executing decision-making 
processes, adapting decisions lo mee! local needs, or monitor and evaluate the procass, 

The instrumen!s covered in this seclion of the guide are used al internal level by the 
institutions, but their use in rural eommunities is infrequent. This manual aims lo explicitly 
leach how lo use these instruments. 

The effeetive use of these instruments is dependent on an easily managed proeess, Also, it is 
essential to recognize the im portanee of adapllng the instrumenls lo mee! site needs, 

1I is not necessary for the inhabitants of Ihese rural communities lo becoma experts in using 
Ihase instruments, However, an understanding of the fundamental procedures of the 
organizational process is essential to ensure Ihe success of the process. 

2.1 Internal regulations 

Laws, norms and rules are importan! in the daily lives of human people, They provide slability 
in everyday relationships in that they guide human interaction, Knowing and abiding by these 
rules and norms reduces uncertainty and cosl, both in time and money (PRONATTA, 1997), 

The intemal regulations referred to in this guide, serve lo support and strengthen the 
organizational structure This struclure can help in the development of efficient decision 
making processes, and ensures tha! the process remains clear. 
Intemal regulalion, on Ihe one hand, relates lo issues of organizalional behavior 
(coordination, complementary nature) and, on the other hand, relates lo the communities 
themselves (equity, sustainabilily). Some of these principies are described below. 

a. Principies of equity, coordination, participation, complementary nature, cooperalíon, 
collaboration, suslaínability and solidarity. 

- Equíty allows various groups within a region, to have similar access to varíous 
resources; 9,g,: information and financial resources, It also considers gender issues, thus 
redefining work divísion, distribution of benefits and power relationships, 
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• Coordínation promotes collaboration among the various organizations in the region, 
This avoids repetition of efforts, and increases both the human and economie resouree, 

• Community partieipation is a social process that is more Ihan simple collaboration, The 
main objective is to involve the members of the community in Ihe various planning phases 
of development, e,g,: deeision-making, exeeuting Ihe actions, evaluating management. 
Communities are to be organized with minimum conditions in order lo encourage 
maximum participation, However, one essential condilion is lhal each communily or local 
organization is empowered lo appoint its own representative, In this way, both sector and 
territorial representation is assured. 

- Participation of the people is essential for the objectives to be achieved, 

- Complementary nature in the preparation and execution of plans, programs and 
projects, is necessary to assure their fulfillíng, and each institution provides, according to 
its technical, budgetary and logistic eapacity, the local level support to fulfill the plans 
proposed in ils specificfield, 

- Solidarity is identifíed, through management support, with the efforls made by lhe 
communities and the organizations, to protec!, preserve and have a suslainable 
management ofthe natural resources. 

- Cooperation obliges all institutions, communities and the municipal govemment, to have 
a joinl solidarity and common aclion lo fulfill Ihe various plans, programs and projects 

• Prioritizing, planning, exeeuling and evaluating all Ihe actions, mus! be done in harmony 
with eommunities, inslitulions and the municipal govemment 

- Sustainability is Ihe persistence of a long-lerm activily, once lhe external support is 
wilhdrawn. Al! aelions are lo be framed within the concepts of social, economic and 
environmental suslainabílity, 

b, An organizalional struclure shown in an organizalional chart enables group 
management and leads lo concrele resulls, 

<Iir' Methodologlcallnstruments for Developing an Organ;zatlonal Process at Watershed Level 2 - 5 



Deve/oping Olflanizatíonal ProC8SSeJII at Local Level for Collective Management of Natural Resources 

c. Operation criteria: 

Composítion 

As many stakeholders as possible within the region are required to fully represent the 
organization's collective interests. The stakeholders, through a process of eOllaboration, can 
prioritize and aet in a sound decision making way. 

Operatían 

The organízation operates with the support of work groups or committees, who prepare and 
submit specifíc analyses and proposals. Work committees are set up in areas tor specific 
actívities; e.g.: agrarian reform, agriculture and environment, health, edueation and trading. 

Coordinatían 

Inter-institutional community coordination aims a! eslablishing some mechanisms tha! result 
in agreed-upon aelion, both administrative and technical, and in keeping with the objectives 
dictated by the organizational strueture. In order to achieve reliability among all the 
stakeholders involved in these organizational processes, there must exist a coordinating 
team (representatives from all government institutions, NGOs, local organizations and 
producers) to ensure that the stakeholders remain faithful to the organizational process. 

Decision-making mechanism 

The organizational structure is broad therefore, it IS preferable to favor consensus decisions 
or majority decisions through a voting system. Decisions made by consensus have greater 
legitimacy and assure wider collaboration. Decisions made by ballot require close 
supervision by the organization so that democracy can be observed. 

Meetings, timing and headquarters 

To facilitate regular meetings, it is important to galher possible agenda items from inhabitants 
located in hard-to-access areas and are unable to attend meetings. This keeps Ihe meetings 
dynamic. The organization, according to operation regulations, will choose a suitable 
meeting place. 

Minutes 

Accurate minutes are lo be taken al all meetings. They are lo be written by the appointed 
secretary. The m inutes are then to be distributed before the next meeting or lo be read al the 
beginning ofthe nex! meeting for approval. 
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2.2 Basic principies for collaboration between producers and 
interested parties in research activities and management of natural 
resources 

Collaboration of all stakeholders ís an essentíal príncíple that underpins the management of 
research and development activities related to natural resources .. 

In the case of research projects, communication and collaboration wilh regard to the 
followíng areas is essential: basic or exploratory trials, regional, confirmation and validation 
Irials, and demo plots. 
The results of basic or exploratory tríals are subject to uncertainty and do not reflect the 
farmers' needs. Thefoilowing needs to be considered when planníng Ihese tríals: 

-Information to the farmer about trial objectíves and characterístics. 
- C larity about contributions (inputs and labor) 
- Selection of tours orfield-days (consider usefulness and if it is practical). 
-Insuring an average yield fortha producerfrom hls plots adjacent to tha trial sita. 

Regional confirmation or validation trials, includíng demo plots, ara risky and therefore, 
• 

the following needs to be considered: 

- Experimental design, discussed with farmers. 
- Defining the contríbution of inputs and labor. 
- Makíng demos, !ours or1ield-days. 
- Joint evaluation and harves! wilh the producers. 
- Disseminatíon of trial outcomes. 

The isolation or pro!ec!ion zones (buffer zones) need lo be considered when managing 
natural resource, particularly tha need for reforestation or forested areas. To protect these 
areas the following issues need consideration: 

-Agreement with the community in Ihe areas lo protecí. 
- Define with the community the labor and resources (wire, staples, trees, fertílizers, 
posting, among others) required. 
- Management and conservatíon of isolated or protected areas. 

Energetic forests are used for charcoal andlor wood. On average, a fam i Iy of five consumes 
80 trees each year. Consideration mus! be given lo the following: 

- Sowing rapid-growth trees. 
- Establishing plots awayfrom spring waters. 
- Using forestry or boundary areas. 
- Define resources needed (labor input, trees). 

i.'~lk MethodologicallnstnJmenfls for Deve/oping an Organizational Process at Watershed Level 2 - 7 



Developing Otganizational PrDCeS$es st Local Level for Collective Management of Natural RéSOUrces 

2.3 Participatory Planning by Objectives (PPO) 

Participalory planning by objeclives is a demanding process because il requires much infor­
mation and dedicatlon from aU participants. lis main objective is the creatíon of a community­
participation mechanism Iha!: 

• raises levels of management. 
• improves dialogue between all stakeholders. 
• improves community ability lo negotiate with Ihe Slate and with regional 

representatives. 

Participatory planning is a democratic process tha! considers the knowledge levels, 
community experiences, the different cultures, and the customs and traditions of the aU the 
stakeholders. Moreover, participatory planning recognizes the individual's right lo participate 
in the decision making process since the decisions made may directly impact on the 
individual's daily Iife. 

Particípatory planmng encourages the local communities to: evaluate their own resources, 
delerm ine the risk involved, and decide on ¡he best way to develop. 

Below are Ihe basic elemenls of Participatory Planning: 

• Slimulates community organization 
• Defines and reaches common objectives arrived at through consensus or bailo!. 
• Projects agricultural and livestock developmenl, as a part of Ihe general developmenl, 

thus facilitaling their integration within the region or nation. 
• Improves programs and projects designed for the region. This promotes Ihe active 

involvement and collaboration of all stakeholders. 

Participatory planning by objectives a/lows the various stakeholders lo: 

• analyze cause and effect 
• prepare an objeclives 'tree' lo solve problem s. 
• make alternative analyses lo select viable projects. 
• determ íne Ihe role of the stakeholders. 
• structure a framework for Ihe selected project to help determine general objectives, 

expected results, activities to be executed, monitoríng and evaluation indicators, and 
schedule and work plans (Saravia, 1998). 

lNhen prepanng short, middle and long term objectives, communities may consíder taking 
!he following actions: 
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- contribute lo State programs that interpret rural eommunities' basie needs. 

- col/aborate with all the stakeholders in the decision making process so thal Ihe decisions 
reflect the organization's and eommunity's interests. To assure that the actions to be 
executed in the region equitably benefit the population, in order to pursue social justice. 

- coordinate institutional initiatives and actions with local and non-local organizations. 
This allows for: an analysis of the problems of the region; solutions lo be developed; 
activities to be planned; !he development process lo be evaluated. 

- develop slrategies tor technological researeh, design and validation. A sustainability 
logical chain will be established lo inelude: organization, training, research, management 
of natural resources, production, trading/marketing and infraslructure designed lo 
improve living conditions. 

2.4 The Flowcharttechnique 

Flowcharting is a useful planning technique which promotes open dialogue among 
lechnicians and producers. This technique facilitates communication as a funclion of a 
particular objective, wilhout imposing the rigidity of a queslionnaire (Ashby 1993). 

Figure 2.1 is an example of a flowchart for a diagnosis. Three basie stages are shown in this 
flowchart: inception, development and closure. For each stage a series of logical sleps is 
suggested. 

When using this technique it is important lo establish the fol/owing: 

a. Clearexpeclations. 
b. Definition of the activity objectives. 
c. Tolal commitment of all the participants and the facilitators. 
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Toam 
Building results 

Clanlying Identificatlon Prioritization 

Expectating of research of topie for 
problems research 

Design of Príoritrzation Prioritization 

obíeelives of research oftopie for 
problems research 

Group Reasons Ior 

Dinamics thls Comrrntments 
pnoritization 

Closinf 01 
maaliog 

Figure 2.1 Flowchart Ior a daignosls 

2.5 Indicators to Evaluate Organizational Processes 

The can be defines as qualitative or quantitative attributes, highly relevan! and easy to 
measure, 

Indicators are instruments tha! can be used tor monitoring, follow-up and the evaluation of 
organizational processes. Through them it is possible to measure progress in each of the 
flowchart strands. However, il is important to remember tha! the reliability of any instrument 
depends on its use and application. 
Ideally, in a legitimate particípatory process the indicators come out of the community ilself. 
How do we know that the organizational process has complied wi!h the objectives? The 
indicators provide an answer to this question. We know that there are some indicators tha! 
have come out of organizational processes, and that il ls possible to validate and evaluate 
them. 
The indicalors should be balanced by preparing a list of factors and criteria representing 
needs, perceptions and expectations of most stakeholders, in particular the main 
beneficiaríes, the farmers, 

Establishing and having available a list of indicators, generated from the very heart of the 
local communities, allows these communities lo monitor their living conditions and available 
resources. As a result of their own analysis, they can also evaluate their organizational 
processes in an effectiva way. Basidas, information systems help the communities to 
improve the decision-making process. 

Tabla 2,1 shows some examples of indicators to evaluate organizational processes, and 
includas some suggestions for value ranges. 
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Table 2.1 Indicators to evaluate organlzational processes 

~ Themes I -- -'" Indicatonl Ta. 
• Terñtoñal representation ~ 

Community 
participatlon 

!-------- ----

Inter-instHutional 
Coordinatlan 

• Sector representation 
• Female participation 
• Deoision-making process 
• Communication levels 
• Problems - Identllication and solutíon 
• Preparation of jolnt proposals---- -~-' 
• Cammitments mede X 1,2,3 ... % 
• InlormeUon exchanges X X E-S-D 
• Canvening capacity X X 1,2,3... %E-S-D 
• Agreements reached X 1,2,3... % 
• Cooperation, solidarity and shared-responsibllity relationshlps ~X ~ LV % 
• Norms establishment and complíance X E-S-D 
1_ X _ E-S-D 

• Persans who know the project objectives X, 1,2,3". % 
• Dissemination X l.2J % 
• Projects accomplished X 1,2.3. % 

Scopa af the • Inhabitan!s served X U,L % 
objectives • Comrnunities servad X i 1.2,3.. % 
!---------l---;;;----:-:----:----:c---:--:----,----------f----"-X'---- -------L 1,2.3... % 

Managemenl and 
leadership capacity 

• Preparation of community proJects propasals X - - - ! --- - 1,2,L % 
• Rasources obtained X 1.2,3 .. , % 
• Responsibility and commitments meda X E-S-D 
• Education 01 new leaders '1 X 1.2,L % 
• Appropriation of group managamen! techniques and administrativa , 

management X I X E-S-D 

• Conflict resolution X E-S-D 
• functions empowarment l' X 1 E-S-D 

l' Motivatian X X 1,2,3, , % E-S-D 
_-'-::"" , __ , __ ~ __ , ,_, _, J_~__ _ _ ___ _ __ , ___ , __ ~_ 

Value scale for qua/itative índicators: E = Excellent S = Satisfactory O = Deficient 
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Exercise 2.1 Organizational processes: Intemal regulation 
The Quadrilateral 

Objective 

,¡ To identify some basie principies aimed al strengthening an organizational structure 
through an internal regulation. 

Instructions forthe Facilitator 

1. Explain the exereise lo the partieipants. Explain that Ihis is an open field dynamie. From 
the group seleet two helpers and four observers. 

2. Make sure tha! you conduct the exercise in a large area. 

3. The partícípants are to be blindfolded. Ask them to form a quadrilateral using a length of 
stríng. Eaeh person ís to keep hold of !he string. 

4. The helpers will help lo blindfold participants and wíll place the two ends of the piece of 
string In the hands of two blíndfolded participants. 

5. The blíndfolded group is lo organize itself into completíng Ihe task. During the exercise, 
it is expected that leaders will emerge from the group and they willlead the olhers in the 
completíon of the task. 

6. The emerging leaders will make sure that everyone partícipates in formíng the 
quadrilateral with each person's hand on the string. 

~ 
I 

• - ........ -.- .. _-. 
Figure 1. lIIustration lo show the human quadrilateral 

Instructions for the observers 

Observation guide 

During the exereise, Ihe observers are to use an observatíon gUlde to document Iheir 
observations about the following: 
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1 . emerging internal organization problams of Iha group in executing the lask. 

2. leadarship exarcisa. 

3. communicalion among the participanls. 

5. factors contnbuting lo the succass or failure of the jobo 

6. non-participatory people. Wny? 

Give 30 m inutes lo do this exercise. The observers then feedback their observations to Ihe 
group. The participanls are invitad lo comment on ways of improving the groups internal 
organization. 

Resources necessary 

• A thick rope (half inch) approximately 20 meters long. 
• Scarves/ blindfold for each participant. 
• Observation guide tor the tour observers. 
• A drawing of the quadrilateral. 
• Overlaywith feedback information about the exercise. 
• Flipchart 
• Markers 
• Masking tape 
• Overhead projector 

Suggestedtime: 60 minutes. 

Exercise 2.1 Organizational processes: Internal regulations The 
Quadrilateral 

Objective 
v To identify soma basic principIes aimed at strengthening an organizational structure 

through an internal regulation. 

Instructions for the Participant 

Actively participate in this exarcise 

Follow the inslructions 

The observers are lo use the observalion guide lo gather impressions about the following: 
1. The internal organization problems emerging within tha group. 
2. Tha leadership exercise. 
3. The communication among the participanls. 
4. The factors conlributing lo !he success or failure of the !ask. 
5. The peopla who did no! participale and why thay did no! participate. 
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Exercise 2.1 Organizational processes: Internal regulations 
The Quadrilateral Feedback information 

Instructions for the Facilitator 

During the plenary session collate the responses given by the observers together with the 
participants' perceptions. Stress the fo11 owing points: 

• Problems emerged within the internar organization of the group during the exercíse. It ís 
important lo mention that withoul role norms for each participant, agreements were no! 
reached, making Ihe goal difficult to achieve. 

• Leadership serves lo present options to the participants. An effective leader ensures full 
participa!ion from Ihe group. 

• In Ihe absence of good communication, organlzation becomes impossible. II is 
necessary lo estabhsh good communícalion in arder to develop confidence within the 
group 

• Certain factors contributed lo the success or faílure of the task. Some people did not 
participate. How did this affee! the general performance of the group? To ensure success 
the three principies mentioned aboye need lo be observed. 
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Exercise 2.2 Organizational processes: Communication principIes 
Socio"drama 

Objective 

-/ To identify criteria for reachíng a consensus when developing actívities related lo the 
research and management of natural resources. 

Instructions for the Facilitator 

1. Explain lo the participants Ihat this exercise is a 'socio-drama' or 'role play'. The main 
idea is lo assign conlrasting agendas lo each member attending a meeting in the Mayor's 
office. The meeting is being held to discuss betler management ofthe natural resources in 
awatershed. 

2. Six people are lo be selected from the group. Each will playa role in the socio-<lrama. 
The resl of Ihe group are lo acl as observers .. 

3. Each actor in Ihe socio-<lrama is to have in lo be given a 'hidden agenda'. Some of these 
agendas favor good management of the natural resources, while others favor individual 
interests that harm natural resources. The individual roles and agendas are to be kept 
secret unlil the meeting. 

4. The group of observers form a circle around the actors seated at atable. 

The Roles are as follows: 

- The Mayor, who has good intenlions, but has previous commílments with the owner of 
an illegal sawmill tha! has been operating tor some years in the high part of the watershed. 
- The manufacturer, owner ofthe sawmíll, has invited himselflo defend his interesls. 
- The parish priest is a mediator and concilialor. 
- The school principal, is willing lo organize Ihe communily in order to remove the 
sawmill, or to make i! pay for contam inating the com munity' s water. 
- The chairman of the association of aqueduct users, has a positive agenda but, is 
very keen to be re -elected for a further termo 
- An agro-livestock technician from Ihe Natíonal Institute of Extensíon, is responsible 
tor suggestíng possible solutíons. 

Note: The roles are not gender specific. 
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5. Eaeh actor is, where possible, lo be given hislher 'hidden agenda' Ihe day before so 
that he/she can prepare the role. 

6. Distribute an observation guide to the observers. 

7. The exercise facilítators have briefed the actors individuaHy so tha! they can role-play 
their agendas fultill their agendas as requested, regardless of their own ideas. 

8. Begin the sodo-dram a using the following scene-setting: 

'Here we are in a meeting room at Ihe Mayor's office in a munieipatíty very simílar to ours, 
The Mayor has called together several important people from the communíty. The aim of 
this meeting is to reaeh an agreement about the management of the munícípalíty's only 
importan! source of potable water. The people who have arrived lo the meeting are: Ihe 
Mayor, the owner of the sawmilllocated in the hígh part of the watershed, !he parish pries!, 
the sehool principal, the chairman of the assocíation af aqueduct users and Ihe 
teehnician'. 

9. The 'socio-drama' may lastfor 30 or 40 minutes. 

10. At the end of the exercíse conduct a plenary sessíon to analyze the dynam ícs af the 
exercise. 

11. Use the exereise feedback overlays. Refer to the flowchart techmque ta work out how 
one m ight plan a successfut meeting 

Resources necessary 

• H idden agendas for the 6 actors in !he socio-drama. 
• Observation guide tor the observers. 
• Flipcharts 
• Markers 
• Rotafolios 
• Masking tape 
• Overhead projeclor 
• 6-person table 

Suggested time: 60 minutes. 
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Exercise 2.2 

Objective 

Methodological instrument fororganizational 
processes: Communication principies 
Socio-drama 

,¡' The aim is for the participants to identify crltería and ski lis required to reach consensus 
when developíng actívities tor the research and management of natural resources 
activilies, 

Instructions for the Observers 

1, Observe very carefully the role of each actor in the socio-drama, 

2, Use the observation guide lo record your observations, 

3, After lhe socio-drama present your observations by answering the followíng focus 
questions: 

• How did the meeting develop (inception, developmenl and closure)? 
• How did each actor play his/herrole? 
• \Nhal issues affecled the success or the failure of lhe communication process? 
• \Nhat organizational principies were observed, and which were no!? 
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Exercise 2.2 Organizational processes: Communication principies 
Socio-drama Work sheet 

Hidden agendas for the Socio-drama actors 

Chairman ofthe Association of Aqueduct Users: 

You have been asked by !he Mayor lo altend a meeting lo discuss ways in which Ihe 
communlty can solve the on-going waler problem. The main issues under discussion will be 
water shortage and contaminalion of the water source thal serves the population. Your 
period as chairman of the users association expires next month, and you see Ihis meeting as 
an opportunity lo gain community support for you re-election. 

This is your agenda: you are to support the agro-livestock lechnician. You will emphasize the 
achievements made by yourself during your administration as chairman of the association. 
Allhough you do nol agree wilh the sawmill operaling wilhoul legal permits in Ihe high part of 
the hillside, you are afraid of Ihe owner's power in the municipalily. 

TheMayor 

As Mayor of the municipality you face a conflict You have organized an importanl meeting lo 
resolve Ihe on-going problem of contamination of the municipalily's only importanl water 
source, and the gradual reduction of its flow, due lo !he indiscriminate cutting down of trees. 

You have a conflicl of interest because the owner of the saw mili is your child' s godfather. He 
has been operating illegally for several years in the high part of the watershed but has made 
several financial conlributions to your election campaign as mayor. 

This is your agenda: You will continue lo allow your friend lo run Ihe sawmill because you are 
returning a polilical favor. Nevertheless, as the head of local governmenl, you mus! appear in 
favor of conserving the natural resources of Ihe area. This will give Ihe appearanee thal local 
government, albeit weakly, is succeeding in ils attempts lo address Ihewater problem. 

The Agro-livestock technician from the Nationallnstitute of Extension 

You have been asked lo ael as a counselor during the meeting, lo contribule to the discussion 
about the water source contaminalion problem. Due lo your relationship with other eolleges, 
you have known that an international agency wishes to perform a water sources 
reforestabon plan within the zone. You have also been informed tha! the Mayor is interesled 
in managing the reforestation plan funds on behalf of the munieipalily or, to se! as middleman 
in the mansgement of such funds. This would involve managing funds derived from 
international agencies. This would mean tha! initiatives related to the eonservation of the 
natural resourees could be undertaken. 
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You have observad tha! the Mayor and the sawmill owner are friends. You therefore, wifl Iry lo 
put pressure on Ihe Mayor lo offer funds for the reforestation project. You express your 
disagreement in the management of Ihe funds on Ihe parl of the Mayor because your 
perceive the Mayor lo be a poor adm inislrator. 

School principal 

Initlally you are willing to organize the community so tha! any decisions made reflec! the their 
wishes. You wish to comm il yourself to any agreement or decisions thal are made. You know 
that many settlers from the various communities are very unhappy about the management of 
the municipal govemment. The farmers are requesting immediate answers and are 
expressing their concem about the lack of effective adminislration by the municipal 
govemment wilh regard lo the water problems. 

Neverlheless, you are also willing to apply pressure in order to see the sawmill closed, or 
cause Ihe proprietor to pay for the damage he has caused to the water source. You perceive 
lhe problem organizational and administrative ratherthan politica!. You will propose thal the 
meeting focuses on improving organizatíon. 

The manufacturer 

You Invited yourself to the meeting in order to defend your own interests. You have brought 
with you a farmer who will testify thal the sawmill employs many people in the zone. This is 
the main argument you use lo justify your iIIegal operations and the water contaminabon. 

You are to createfalse expectalions by suggesting that some of the farmers who work for you 
will recaive funds to buy their own eleclric saws. This is a wonderful opportunity for you 
enabling you to associate wilh neighboring communities tha! produce. 

The Parish Priest 

Your main role is as mediator and concHiator. You are lo subtly support the school principal 
because he is very enthusiastic church-goer You try lo avoid a confrontabon between the 
latler and the owner of the sawmill, who contributes large amounts to repairing the priest's 
house and the church. 

Similarly, you try lo reconcHe the technlcian and the Mayor, wílh regard to peor fund 
managem en! and the possibility of future international fundíng. 
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Exercise 2.2 Organizational processes: Communication principies 
Socio-drama Feedback information 

Instructions forthe Facilitator 

" As a group review the answers to Ihe observers' focus questions. Analyze the similarities 
and differences of the observations made. Stress Ihe following points. 

How did the meeting develop (inception, developmentand closure)? 
Stress the fact Ihat effectívely organized meetings need lo be divided inlo lime blocks. 
Ideally, each time block has a clearly defined objective that results in an outcome 
(eommilment, aetion). Also, full partieipation is importan! in reaching agreemenl or 
consensus. 

How did each actor play his/herrole? 
Findíng a common objective is important in eliminating antagonism and eonfliet. Often, more 
than one meeting is requ ired lo resolve issues and secure outcomes. It is also im portant lo try 
to understand the view point and interests of others stakeholders. This helps 
communication. 

What issues affected the success orthe failure of the communication process? 
Point out Ihat it is neeessary tor the players in a meeting to undersland and raspee! differenl 
view points. It is necessary to find common ground in orderto define a common objective. 

What organizational principies were observed, and which were not? 
Reflect on the organizalional processes used in the meeting. What was used? \M1at was no! 
used? Were Ihe principies used successful in reachíng the objeelives? 
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Exercise 2.3 Identifying indicators to evaluate organizational processes 

Objective 

" To identify proper índicators lo evaluate the strengths and weaknesses in an 
organizational process. 

Instructions for the Facilitator 

1. Divide the participants into groups of 4 or 5. 

2. Ask each group to appoint a spokes person to submil Ihe groups findings at a plenary 
session. 

3. Using Ihe case studies previously shown in Seclion 1, Ihe groups are lo complete the 
task as outlined in Poin! 5. Give each group a different case study from Sectíon 1 (Annex 
6.1) 

4. Give each group a different case study. 

5. Ask each group lo reach consensus during the exercise: 

The task is as follows: 

Identify a sel of suitable indicators to evaluate the organizational process. 
Divide this sel of indicators by theme, community particípation, ínter-inslttutional 

coordínation, objectives scope, management capacity and leadershíp. 
Differentíate between quantitative and qualitative indicators. 
Decide the scale of values to be used to describe each indicator. 

6. Allow 30 minutes for this exercíse. 

7. Each groups' spokesperson is to subm it its findings lo the facilitator for use in a plenary 
session. 

Note: The facililalor may choose to selec! indicators to evaluate an on-going organizational 
process. 

Resources necessary 

• Case studies 
• Flípchart and markers for each group 

Suggested time: 30 minutes 
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Exercise 2.3 Identifying indicators to evaluate organizational processes 

Objective 

To identify effective indicators to evaluate the strengths and weaknesses in an 

organizational process, 

Instructions forthe Participants 

1, Each participan! is to join a work group, 

2, A spokes person is to be appointed for each group, Appoint a narrator who will be 
responsible forsubmitling the outcomes ofthe exercise during a plenary session, 

3, Complete the following tasks with the aid ofthe case studies (Annex 6, 1 ), Try lo reach a 
group consensus completing each task, 

Jobs: 

- Identifya sel of suilable indicators to evaluate the organizational process, 
- Separale this sel of indicators by themes communilies' participation, inler-institutional 
coordination, objectives scope, management capacíly and leadership, 
- Differentiate between quantítative and qualilative indicators, 
- Decide what scale of values (quantitative and qualitative) is lo be used lo describe each 
Indicator, 

• Once the tasks are completed, the spokes person is to submit the results dunng the 
plenary session, 

Exercise 2.3 Identifying indicators to evaluate organizational processes 
Feedback information 

Instructions for the Facilitator 

Check Ihat each group completed al! Ihe tasks, Conduct a plenary session, analyzing the 
responses of each group, \Nere Ihe defined indicators clear, relevant and measurable? Were 
Ihe selected scale of values suitable? 

Table 2, 1 shows some examples of a sel of indicators tha! may be useful. 
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STRUCTURE FOR THIS SECTION 

J 
Organization 

r-Internal Norms 

·Structure 
- Operations 
• Coordination 
• Decision Making 
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-Minutes 
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for Research 
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Planning 
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Planning by 
Objectives 
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Evaluation 
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• Community 

participation 

• Interinstitutional 
coordination 

• Scope of objectives 
Leadership 
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SECTION OBJECTIVE 

The main objective is for the participants to 
identify suitable instruments, that can be 
adapted for use at locallevel, to help organize, 
plan and evaluate organizational processes. 
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ORIENTING QUESTIONS 

1. What methodological instruments for organizing, 
planning, evaluating and follow-up are you familiar 
with or have used in your work? 

2. How useful do you find the application of 
organizational, planning, evaluating and follow-up 
instruments in organizational processes? 

3. vyhat conditions are necessary for these 
instruments to be used in yourwork area? 

4. What are the advantages of joint planning and 
programming between communities and 
i nstitutions? 
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FEEDBACK EXERCISE 2.1 

• Feeling of belonging to a group or community 

• I nterest or motivation to participate 

• Equal oportunities and rights between the sexes 

• Commitment to cooperate 

• Agreement among stake holders 

• Effective Leadership 

• Adecuate communication between participants 
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FEEDBACK EXERCISE 2.2 
QUESTION 1 

• Clarifying Expectations 

• Establishing Agendas 

• Problem definition 

• Organised discussion 

• Time planning 

• Participation of all stakeholders 

• Identification of possible solutions 

• Conclusions, commitments and 
future actions 
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FEEDBACK EXERCISE 2.2 
QUESTION 2 

• Establishing a common goal, helps to overcome conflicting and 
antagonistic positions 

.J ust one meeting is not enough to bring stakeholders together 

·Forming a voluntary committee to generate more information 
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FEEDBACK EXERCISE 2.2 
QUESTION 3 

• Establishing appropiate conditions 

• Open and constructive discussion 

• Respect for other opinions 

• .Equal opportunities in decision making 

• Consensus in decisions or options 

• No winners or losers 
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FEEDBACK EXERCISE 2.2 
QUESTION 4 

• Clarifying expectations 

• Defining Objectives 

• Using organizational methods 

• Time management 

• Establishing communication 

• Asigning responsabilities and commitments 

• Monitoring and evaluation 

• Action plan and future commitments 
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FLOWCHART FOR A DIAGNOSTIC SESSION 

Presentation of 
participants 

Clarifying 
Expectating 

Design of 
objectives 

Group 
Dínamics 

Team 
Building 

Identification 
of research 
problems 

Prioritization 
of research 
problems 

Reasons for 
this 

prio ritizatio n 

Presentation 
results 

Prioritization 
oftopic for 
research 

Prioritization 
of topie for 
research 

Commitments 

Closinf of 
meating 

OPO -2.9 





INDICATORS TO EVALUATE ORGANIZATIONAL PROCESSES 

TIlemes Indicators Quantltetive Qualitatlve Valuescale 

• Territorial representation X jjj % 

• Sector representation X 1.2,3" % 
Communíty • F emale participation X X 1,2,3.. %E-S-D 
partlcipatíon • Decisíon-making process X X 1,2,3.. % E~S-D 

• Communicalíon levels X E-S-D 

• Problems - idenlification and solution X X 1,2,3.. % E-S-D 
,- ' 

• Preparalíon of joiot proposals 

• Commitments made X 1,2,1...% 

• InlDrmatiDfl exchaoges X X E-S-D 
Inter-Instltulional • Convening capacity X X 1,2,3.. % E-S-D 
Coordination • Agreements reached X 1,2,1. % 

• Cooparatíon, sollderíty and shared-responsibility relatíonshíps X 1.2.3.. % 

• Nonns establishment and compllanee X E-S-D 
X E-S-D 

• Persons who know the project objectives X 1,2,3... % 

• Dissemination X UJ .% 

• Projects accomplished X 1,2,3...% 
Scope olthe • Inhabitants sarvad X L2,L% 
objectlves • Communitles sarved X U,L% 

X 1,2,3,., % 
--------- - - - - - - - --------------

• Preparation 01 community projects proposals X 1,2,L.% 

• Resoureas obtalned X 1.2,3", % 
Management and • Responsibilíty and commitments made X E-S-D 
leadership capacity • Educatioll of new leaders X 1,2,3..% 

• Approprlalion af group management technlques and administrativa 
management X X E-S-D 

• Funclions empowerment X E-S-D 

• Connlcl resalulion X E-S-D 

• Motivation 
X 1,2,3.. % E-S-D 

"""~~~"'---~, 

Value scale for qualítative indicators: E :;: Excellent S = Satisfactory D = Oeficient 
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Local Goals, 
organlzatlonal ----. Actors ----. strategles and t-

structures results 

r- Llnkages rt- Networks iIf- Planning ... 

..... Facilltate 4 Monltoring and ----. New organizationa 

coordination eva'uation forms (structures) 

Explanation 

The above figure represents the 9 logical steps in an organizatianal process. It is nat a linear 
process since the arder depends an the local siluation. There is na prescription tar lhe 
development of an organizational process The figure does not represen! a pre-determined 
order. 

Objectives 

-' To identify the basic components of an organizational process al watershed level. 

-' To plan a local and inter-institulional organizalional process al watershed level. 

Oñenting questions 

1. How useful is il tor communities and institutions to communicate and collaborate 
about joint activities? 
2. \lllhat is your opínion about coercing community members ¡nto participatíng in 
collective activities? 
3. \lllhat are the required strengths of an inter-institutional organizational process? 
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Introduction 

There is no formula or recipe for ensuring the successful development of an organizational 
process in a given place. However, based on the organizational experiences of the CIAT 
hillsides group(see case studies) some lesson have been leamed and some guidelines have 
been formulaled. 

Community partlcipation is an importan! condition for Ihe successful development of local 
projects, The results of several international and national projects indicate thal programs 
designed without lhe involvement of the community (men and women, both young and old) 
lend to be unsuccessful in meeting their expected outcomes. 

Participalion is necessary in developing a process and to specific projects. Community 
participalion is an importanl part of development processes. 1I is fundamental lo the 
formulation and execution of a collective management plan for natural resources. 

For this reason, the scope of participalion is determlned by a series of internar slakeholders 
relatad to Ihe following: informalion management, leadership, gender roles and self­
management capacity. 

Information management neads the support of the decision making process. Communities 
need training in the use of information for the common good. Therefore, the communities 
have an important role to play in decíding what needs to be done, how it should be done, and 
how lo get Ihe necessary informabon. Only in this way can communilies effectively 
participate in locallevel decision-making processes, 

Leadership is an art, not a science. Leadership aftecls the decision making process. To 
enable a community to develop the capacily lo assume responsibility Ihe leader mus! 
accommodate !his growth. This means that the leader is to decide how to fadlilate the 
group's growth and development, a process depending on ils development level and working 
needs (Brekelbaun, 1961). 

The role of women in a communily or group can often condilion how Ihey participate. It is 
importanl to reflec! on the roles of women in daily life and the problems they face when 
considering developing an organizallonal process. Particularly as the gender roles are 
different. Men and women perform different functions, ha ve different knowledge and assume 
different responsibilities. Therefore gender difference mus! be perceived as part of !he social 
dimension of human beings. 

According to Brekelbaun (1990), there are three fundamental capacities, on which an 
organization can develop ils self-management potential: They are the capacity tor training, 
the capacity for executing and the capacily tor planníng. The following limitations exisl in the 
self management of local communities: 

in the Organizatíonal Process at Watershed level 3 - 3 



Developing Organlztiíonal Proa_es at Local Level far Collective Management of Natural Resources 

a, Limited instilulional capacity: local communities often have insufficient finaneial 
resources lo hold specialized traíníng sessions on technieal, administrative and financial 
issues, 

b. Lack of coordination among the slakeholders links between eommunity organizalions 
al various levels (local, regional, natíonal and international) can be problematic and 
needs developing, 

e, Insuffieient time: generally, council bodies want lo see quick results from míddle and 
long term processes, Some specialists say that a minimum period of 5 years is necessary 
lo assure Ihe social suslainabilily ofthese organizational processes, 

Municipal govemmenls, non-governmenl organizalions and inlemational cenlers have an 
important role lo play in providing opportunitíes Ihal encouraging communily partícipalion at 
various levels, These crealed are reflected in a local administrative decentralizing process, 
Ihat in tum, strengthens the cooperalion and developmenl of local communities' 
management capacity, Vllhen the opportunities are not taken, Ihe exchange and 
development of experiences do nol take place and ínformalion does not filter back into the 
communities, 

The aboye suggests that organizational processes are based on pre-established condltions 
tha! mus! be observed and analyzed before making organizational decisions, Some 
exam pies of these conditions are as follows: 

• Identifying stakeholders (For a methodology, see Guide No, 4 of this series) and 
gender roles, 

• Education levels: Inviting people or groups to participate in discussions they have 
some knowledge aboul or are interested in. 

• Idenlity: People are tofeel tha! they belong lo a group or communily 
• Wilffulness: Social participation is lo respeet this principie, 
• Gender, sector and territorial representation, 

Steps in the Organizational Process at watershed level 

II is easy to develop an organizational slrategy for local development based on the logical 
steps delailed in this section of the guide, The user can be creative with Ihe sequence of the 
sleps, careful lo consider local conditions, experience and conlext. Therefore, some steps 
may be underlaken simultaneously, Cost generated in Ihe process can be compared lo the 
benefits and final results of the process: Annex 6.4. ' 

For each step, advice is given as to the instruments that may be used, based on the case 
studies, The reader is lo referto the annex for supplementary information. 
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3.1 Step 1. Formulation of the purpose, strategy and expected outcomes of ínter­
institutíonal work 

An inter-institutional consortium for híllsides sustainability agriculture represents an allíance 
among govemment, non-govemment organizations, intemational centers and local 
organizations. 

VVhen a consortium is formed, il Is important lo define its purpose. Similarly, the expectalions 
Ihe consortium has of the organizational process mus! be clarified. Defining the purpose is of 
paramount importance particularly when participants, people or institutions, pul! out of the 
venture. For those who remain in the venture, clarity, purpose and projected outcomes are 
vital. 

An example of a defined purpose mighl be to establish a collaborative institutional framework 
based on negotiating principies, within which Ihe members agree to perform socially 
desirable actions lo preserve the natural resources. 

3.1. t Strategy 

The strategy of a consortium depends on its objective to reinforce the economic benefits 
derived from sustainable agricultural practices in rural communilies, The consortium 
members can formulate a policy lo create social incentives for the ecological management of 
the resources, and in tum curtailing any harmful practices. This policy is implemented 
through community organization, environmental education and education of leaders as 
local-Ievel facilitators, 

The implementation of suitable use and management practices of me soils cen lead lo 
increased productivity. Trading and rural agro-industry support diversification, thus 
generating employment and income, and establishíng an economíc stimulus to the 
producers to useconservation practices (Figure3.1). 

3.1.2 Strengths 

The strengths of a consortium are: 

- Assessing local agricultural practices. 
- Multi-disciplinary team work. 
- Using the joint knowledge and experiences of their members. 
- Integrating the contributions into formal research. . 

The aim of an inter-institutional organizational process is to help rural communities to 
improve their quality of life, find new options to increase their income and improve their food 
safety, through joint, collaborative, and organized actions. These actions can be developed 
using the sustaínabílity logical chain framework, for example, the organization components{ 
training, research, production, conservation of natural resources, trading and 
transformation, and infrastructure). (Figure 3.2) 
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The sustainability logical chain emerged out of the systems concept, where reality is 
considered along with the ínteracting components. To achieve sustainability of the natural 
resources and of the managing organizations, proteclion and development, it is necessary to 
systematically link components from the various sectors so that they all fulfill the 
sustainability objective. When one of the chain links is broken, as shown in Figure 3.2, the 
process isweakened. -- e~ _._--. 
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3.2 Step 2: Identifying social stakeholders 
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Diverse composition ís fundamental lo forming an organizational slructure al sub-walershed 
level. For example, the highest possible number of social stakeholders in the region ís to be 
sought; the various collective interests are to be represented, so that príoríty actions can be 
collaborated. 

The partícipatory nature of the process is inclusive. Some times women or peasants without 
land are forgotten. This invitation must extended to: the municipal government (Mayor), 
representatives of the municipal council, representatives of the public bodies performing 
rural development achons in the region, representatives of the local organizations and of the 
sector present In the region. 1I is importan! the invitation made by the body leading the 
organizational process, is extended lo participants of the varíous sectors in the region. The 
representative of the State is lo encourage municipal decentralization and acknowledge the 
local participatory planning process and any resource management decisíons made. 

3.2.1 Methodological instruments 

Híllsides zones are noted for their diverse use of the natural resoufce. This ímplíes a conflíct 
of ínterest in the management of the resource. Therefore, it ís neCeSsary to use 
methodological instruments to identífy the various stakeholders, in order to collaborate for 
belter resource. The ínstruments referring stakeholder ídentificatíon are presented in the 
following guíctes: Identifying Levels ofWell Being to Construct Local Protiles of Rural Poverty 
(Guide 5) and Methodology for Analyzing Groups of Interest tor Collective Management of 
Natural Resources in Micro-watersheds (Guide 4). 

3 - 6 Steps In the Organízational Process at watershed level 



Developíng Ot'ganlzationa/ Proa_es at Local Leve! for Col/active Management of Natura/ Resourr:JJS 

Community participation mus! consíder gender, and sector and territorial representation. 
This means that the selection of community representatives is to inelude women, 
youngsters, elders, small producers and, where applícable, ethníc groups. 

Rural community representatives are essentíal partícipants of the organízational structure at 
sub-watershed leveL Community representatives are elected in assemblies, councils or 
olher partícipatory mechanísms, local organízalions, area, communíty, comarca or vereda 
exísting ín the regíon. 

3.3 Step 3: Facilitating the development of new local organizational 
forms 

Facílítatíng the development of new local or communíty organízatíonal forms, ís necessary 
to achieve local or regional development. It ís a stralegy aímed at establíshing minimum 
conditions lo promote community-participatíon development. The effective community 
participation needs organization. Wíthout this, participation becomes unstable and made up 
of a few scattered individuals. 

Before the inception of this process, it ís necessary to take into account the followíng 
elements: 

-Identifying stakeholders or regional representatives (see the previous section). 

- Local culture: beliefs, values and traditions of the inhabitants of the community, zone, 
comarca, municipalíty, region or watershed. On the one hand, it is a malter of recovering 
and consolidating community spirít and traditional values. On the other hand, history and 
identity need to be nurlured along wíth a sense of belongíng. 

- Socio-economic context. Existíng levels and/or welfare condítíons: availabílíty of 
resources at local level, comarca and region; demands from !he varíous populatlon 
groups. 

- Communicatíon channels for cítizens: opportunities where people can dialogue, 
express their opínions and be heard. 

The strategy forfacilitating the development of new !ocal or communíty organizatíonal forms, 
consís!s of generatíng autonomous organizational pracess wíthin Ihe community. By makíng 
available knowledge, and by facílitating access lo informatíon, technologies and 
melhodologies, rural communities can begin to develop autonomously (Figure 3.3). 
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Figure 3.3 Committee for Research on Local Agriculture: autonomous process for local organization. 
Campos Verdes Association, San Dionisio, Matagalpa, Nicaragua 

3.4 Step 4. Strengthening the existing local organizational forms 

When faced wilh Ihe las k of slrenglhening exisling local organizational forms, il is necessary 
lo make reference lo some essenlial characlerislics, e,g,: 

• II is nol necessary for all Ihe slakeholders to be linked lo every aspect of Ihe 
developmenl process, Some may nol be involve unlil resulls are generaled, while 
olhers wail unlil Ihey know who is participaling and who is not, and others wait until 
they are sure that their inleresls are going lo be addressed wilhin the organizational 
process, Participalion often increases over lime and as local organizalions address 
their needs through the development process, 

• Decision-making process: Ihe need for strengthening local organizalional capacily is 
evident, nol only wilh regard lo community decision making, but also public inleresl 
decision making, The laller requires a certain degree of decenlralizalion and 
slrengthening within municipal management. 

• Slrengthening local organization strengthens public sector managemenl and means 
that the communily members have a say in local, municipal and regional 
developmen!. 

• Vision aboul land use: creates Ihe possibility to use nalural resources more rationally 
in order to preserve the environm en!. 

• Forms or level of Companies: avoiding palernal or assisling praclices. 1I is importanl 
lo slrenglhen planning, programming, executing, and follow-up of the activities al 
local-leve!. However, Companies and other bodies can offer support. 
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• Generation and availabílity ot the information required: Access lo information is 
essential. Therefore, it is necessary lo improve: access for local organízations, lo 
aeeurate, up-to-date ínformation aboul municipal managemenl issues. II ís important 
forlhe communities lo be able lo new leehnologies, resourees and methodologies. 

3.5 Step 5: Promoting the formation of local networKs or associations of local 
community groups 

Local networks are valuable in strengthening links lo sustain enthusiasm for aClívities, 
exehange suceessful experienees and avoid already-made mistakes. Networks are a result 
of an organizalional maturation process and account tor better media and inter-institutional 
communication strategíes. 

The promotion of networks or associations of community local groups, is based on a 
conceptual framework integrating the following premises: 

a. The network IS to be regarded as a system of people joined by eommon interesls, who 
are voluntarily trying to strengthen their individual or collective aelions, in orderlo develop 
theireommunity. 

b. It is necessary lo define organizational strengtheníng for all the stakeholders. It is also 
neeessary lo offer incentives and edueation, such as technical assistance, training, 
developmenl and leadership. 

c. Developmenl is to be promoted beyond a territorial framework. However, il is important 
no! to trespass at the loeallevel. 

d. Minimum inslitutional support and resourees are required for operating local groups yel 
they allow for decision making, the choosing of alternatives and provide an opportunity lo 
practise self-management. 

E. Línks between peasanl organizations are lo be fostered, in order lo take advanlage of 
produetion forms, increase rural employmenl sources, access lo credit, transport of 
products and purehase of inputs. 
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3.6 Step 6: Facilitating inter·institutional coordination 

Experíences related to organízational developmental processes wíth links between various 
ínstítutíons and bodíes can be complex, To strengthen these Iinks, ít ís necessaryto establísh 
regular meetings tor institutions, local government, NGOs, associatíons and local 
organizations. 

Experience has shown that inter-institutional coordination helps Ihe organizalional process 
al local, regional orwatershed level. It allows for: 

- a betler knowledge of the objeclíves and activities of Ihe participating bodies and 
thereby reduces misplaced effort. 

- the promotíon of joínt work plans. 

- better access to work opportunities. 

- the creation of actions designed to effectively meet local needs. 

3.7 Step 7: Establishing links between locallevel, and regional, national 
and internationallevels 

Stimulating and developing links between locallevel, and regional, national or intemational 
levels is importan! in Ihe exchange of íntormation and experiences and the development of 
common interests. Links can be used for: 

- subscribing agreemenls on municipal brotherhood. 

- giving support lo slrengthen communíty associations and organizations. 

- supporting communities organizations by giving support to municipal development 

The establishment of local and nationallinks is lo em phasize training and counseling, which 
is ofien unavailable locally. These links include: 

- contacts for obtaining funds. 

- broader links to help with overcoming hurdles and resolving conflict. 

-Ieadershíp trainíng for community organízations and associations. 

- creating information channels between the various levels, 
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Unlike the national-Ievel link, regional-Ievel links look after the continuity of working plans, 
and strengthen communíty organizations, This involves: 

- stimulating mutual cooperation, and agreeing to perform technical training. 

- programming and performing activítíes, workshops and avents for tha benefit of the local 
population. 

- formulating and updating a portfolio of community projects, 

- Identifying and applying technical and methodological ínstruments, according to the 
local context, in order to strengthen the organízational process. 

3.8 Step8: Fulfilling participatory planning 

Partícipatory planning is a mechanism that enables initiatives to emerge from local 
organizations, governmental institutions, NGOs, and other stakeholders. Negotiation 
between Ihe various social stakeholders, wilh regard to the efficient use and equitable 
distribution of resources, is an integral part of this process. 

This Planning mechanism maans that local stakeholders, as both citizens and municipal 
authorities, have clearar vis ion. 

Participatory planning identifies the needs of rural communities' that provide the basis for 
planning and action. 

Participatory planning raquires effectlva information management and the involvament of 
community stakeholders in order lo enhanca decisíon -makíng procasses. If thesa conditions 
ara not mat, participatory planning lacks dynamism, and can become inaffactiva. 

Planning around a real problam or thame is useful. In the San Dionisio case study, 
reforestation of the fertile river low land emerged as a need. This startíng poinl generaled 
positive results, and developad into a much broader plan that íncludad various aspects of 
local devalopment. Participatory planning is not necassarily a process involvíng a sat of 
davelopment-relatad problams; and can arisa out of a specífic naad within sub-sectors. 

In this sensa, participatory planníng is a contínuous educatíonal, creative and raflactive 
process tha! involvas rural communities in their own developman!al planning. (Figure 3.4). 

Figure 3.4 Participatory planning workshop. 
Campos Verdes Association. San Dionisio, 
Matagalpa, Nicaragua 

In the Organizational Process at W8tI1rshed level 3 ~ 11 



Developing OrganizalionaJ ProcessN at Local Leve! for Col/eclive Management of Natural ResoUfCQS 

3.9 5tep 9: Follow"up and evaluation 

The follow-up and participatory evaluation within the community, is an important part of the 
seff-management and community organization strategy framework. Follow-up and 
evaluation are vital tools in developing leadership, promoting shared responsibílity in 
planning, and following through with action, 

Monitoring and evaluation instruments need lo be used al the early stages of the 
development process, 

Annex 6,5 showsan evaluation of a CIPASLA'sactivities (1997), 

3.9.1 Follow-up 

Follow-up or monitoring are mechanisms that allow for: information gathering; ¡he execution 
of activilies; input; working schedules; and, defined objectives, Monitoring is a procedure Ihat 
gives all the stakeholders an assurance that the objectives are being worked towards 
according to the guidelines, Monitoring checks the development process, in particular 
decision-making processes, 

3.9.2 Evaluation 

Evaluation uses experience to improve, It objectively determines the importance, efficiency, 
effectiveness and impact of the development as detined by the objectives. This allows tor 
improved on-going aClivities, and contributes lo planning, programming and decision­
making, 

Evaluation can be underlaken at any time during or afterthe developmenl. Post evaluation is 
a useful instrument to measure the impact of the project or organizational process. 

Organizational projects and processes can be improved and modified through the use of 
follow-up and evaluation practices, Nevertheless, lo make modifications, il Is important Ihat 
all stakeholders become involved in the follow-up and evaluation process in order to ensure 
thal the operating schedule is being followed. 

Al! follow-up and evaluation processes need to involve: 

-progress reporls of project or process progre ss, 

- an examination ofthe impact 

- the provision of feedback information in order to define new projects. 

Monitoring and evaluabon improve the flow of information at different levels within an 
organizational structure, 
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3.10 Table on methodological instruments and experiences 

Below is atable showíng the nine organizational steps wíth correspondíng ínstruments and 
experiences. 

Steps 01 the organizational Instruments Experiences 
process 

Forming the purpose, strategy Participatory Planning by , 
and results Objectives (PPO) CLODEST. CIPASLA, CMDR 

: CIPASLA 
, Identifying stakeholders. 

Identifying social participants Diagnosis 01 institutions and Reforestatíon Committee, 
, local organizatíons CIPASLA, CMDR, CLODEST. 

CIPASLA 
Facilitating the development of Idenlifyíng stakeholders. CIAL 
new organízatíonal forms methodology CLODEST, Reforestalion 

Committee, CIPASLA 

Strengthening the existing local Organizationallegitimization CLODEST. Campos Verdes 
! 

organízational forms (Internal regulation) Association, CIPASLA, CMDR 
Fosteríng links belween 

Promoting local nelworks and peasant organizations CIAL, Campos Verdes 
associations Association, ASOBESURCA 

Providing information on 
nelworks (what, how and when) CIAL future aclion 
PPO CLODEST, CIPASLA, CMDR 

, 

Facilitating inter-institutional 
coordinalion Organizationalleqitimization CIPASLA, CMDR 
Establishing links al local, Agreements Al! 
regional, national and Information channels Al! 
intemationallevels , POrlfolio of communily projects AII 

Scheme of planning by 
Participatory planning objectives CLODEST, CIPASLA, CMDR 

: Problems tree, objectives tree 
i and planning matrix 
• Pre-avaluation 

Follow-up and evaluation • Post-evaluation 

in Ihe Organlzational Proc9SS at WBtershed level 3 - 13 



Developing Ol!lanizational ProcNSes at Local Lave{ for Col/activa Management of Natural Resources 

Exercise 3.1 Key elements to form a Consortium. Video 

Objective 

Through viewing a video analyze the experiences of the Inter-institutíonal Consortíum for a 
Sustainable HíIIsídesAgriculture (CIPASLA, Cauce, Colombia) 

Instructions forthe Facilitator 

1. Explaín to the partícípants the objective of the exercise. Tel! the participants that they 
will be watching a video then, working in small groups they will address a set of questions 
analyze the process by answering a set of questions. 

2. Showthe video 'Watermurmur" (24 minutes). 

3. Form three discussion work groups. With the aid of an open-questions guide, each 
group 15 to discuss and analyze the video. Instruct each group to appoint a scribe­
spokesperson. 

4. Provide required resources to each group (flipchart, markers). 

5. Ask each group to present their analysís as a short presentation to be given al the 
plenary session. 

Resources necessary 

• TV se! and VHS 
• Orientatíng questions 
• Video Water murmur 
• Flipchart 
• Markers 
• Rotafolíos 
• Masking tape 
• Overhead projectors 
• Overlays 
• Notebook 

Suggested time: 1 hour 15 mínu1es 
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Exercise 3.1 Key elements to form a Consortium. Video 

Objective 

Through viewing a video analyze the experiences of the Inter-institutional Consortium for a 
Sustainable HillsidesAgriculture (CIPASLA, Cauca, Colombia). 

Instructions forthe Participant 

This exercise requires yourfull participation, 

• \tVhilst watching the video consider how the organizational process is developing. 

• Take notes about the process or anything that interests you. 

• Afler viewing join one of!he work groups. 

• Appoint a scribe-spokesperson for your group, 

• Discuss your findings and try to reach a consensus when answering the discussíon 

questions. 

• The spokesperson is to present the group's findings at a plenary session, 
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Exercise 3.1 Key elements to form a Consortium. Video 

Worksheet 

Discussion questions forthe group work 

lNhat is the purpose of form ing an inter -institutional consortium? 

lNhat Iype of conflicts or problems can be identified in an organizational process? 

lNhat type of incentives can be used lo motivate effective management of natural resources? 

The video mentioned some of the strengths in the management of the watershed. lNhat were 
they? 

lNhat methodological instruments have supported the organizational process? 
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Exercise 3.1 Key elements to form a Consortium. Video Feedback 
information 

Instructions forthe Facilitator 
Summarize the answers lo the five questions, and analyze them with the group, Clarify 
different intarpratations and points of view. Some of the answars given, could be: 

Answers 

To question 1 

• Performing communily-institutions collaborative actions. 
• Executing integral projects. 
• Having collective management of the economic resources. 
• Strengthening communication links, 
• Efficiency in the management ofthe resources. 

To question 2 

• Lack of motivalion and involvement of some community members, 
• Lack of sector and territorial representation from the local communilies, 
• Problems in Ihe management of natural resources. 
• Migration ofthe rural population, 

Toquestion3 

• Disseminalion of the activities ofthe consortium, 
• Country tours lo exchange experiences, 
• Training and lechnical assistance on the part of some institutions, 
• Promoting productive projects. 

To question 4 

• Assessing the local population's knowledge aboul their own environmenl. 
• Presence and efficiency of all stakeholders. 
• The knowledge generated by the research centers contributes lo a better 

decision-making process about the management of .the natural resources, 
To question 5 

• Methodology ofthe participatory planning by objectives, 
• Basic principies of collabaration between farmers and ather stakeholders in research 

activities for the management of natural resources. 
• Establishing and implementing aclions wilhin the framework of sustainability logical 

chain. 
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Exercise 3.2 Steps in the Organizational Process atwatershed level 

Objective 

./ The participants are expected to formulale a plan to create an organization at !he 
watershed level. 

Instructions forthe Facilitator 

• Divide the participants into groups of 5 or 6. Ask the group to appoint a scribe­
spokesperson tor the group The spokesperson will present the group's ou!comes 
during a plenary session. 

• Give each group a sel of ílluslrations showing Ihe methodological steps. Ask Ihe 
participanls to order Ihem in a logical form or sequence. They are lo be prepared to 
justify their decisions. 

• Ask the participants lo paste the steps in the chosen order on a fIípchart. This is to be 
displayed in a prominent position tor general viewing. 

• Allow 15 to 20 minutes forthe exercise. 

.. Invite each narrator to show hís/herflipchart, and justify the sequence of the steps. 

Resources necessary 

.. A se! of iIIustrations with the methodologlcal s!eps( one for each group) 

• Flipcharts 

.. Markers 

.. Masking tape 

Suggested time: 40 minutes. 
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Exercise 3.2 Steps in a Process of Organization al watershed level 

Objective 

./ The participants are expected to formulate a plan to create an organization al 
watershed level. 

Instructions forthe Participant 

• Join a work group. 

• Appoint a scribe-spokesperson who is responsible tor presenting the outcomes ef the 
exercise. and híslher observations en the dynamícs of the exerCiS6. 

• Each group is to refer to the sel of illustrations showing the methedological steps of 
erganizatíenal processes. 

• Assign a logical arder to the steps. Write down your justification tor choosing the 
sequence. As a group try to reach a consensus as to the sequence. 

• Paste your sequen ce of steps on a flipchart and display in a praminent position tor 
discussion during the plenary session. 

• The group ís to justify the legícal order af the presentatian. in order tor the group 
narratorto submil il, in íls due time during Ihe plenary sessíon. 
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Exercise 3.2 Steps in the Organizational Process atwatershed level. 
Feedback Information 

Instructions forthe Facilitator 

- Once the group presenlalions are completed review Ihe similarities and differenees in 
the sequence chosen. Ask the members of eaeh group to justify or explain their deeisions. 

- Emphasize the faet Ihat there are no magie formulas for developing an organizational 
process. 

- The logical order of steps shown in this Guide is as follows: 

Formulas purposes, 
Strategies and expected 
resuita 

--'~ " /\\ 

Identifylng Stakeholders 

Promoting me formation 
01 netwórks or associatlons 

Stregthening the existing local Inlennstttutionalof 
~~~i~;!..ro~rm;;.:'~ __ -=_.., communíty local groups 

1m ,,;:, 

1 
~I 

1 

Facllitatlng the development 
01 new local o( community 
organízational forms 

Facllitallng the coordination 

Establishing vertical 
links al local, regional, 
national and intenational 
Iv Participatory Plannrng • Monitoring and fallow-up 

~~~--~~----~ 
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SECTION STRUCTURE 

Formas Propósitos, 
organlzativas Actores estrategias y 

locales resultados 

r-- Vfnculos ... Redes ... Planear cJ ~ ~ 

-. Facilitar .. Seguimiento y .. Nuevas formas 
coordinación 

.. 
evaluación 

.. 
organizativas 
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SECTION OBJECTIVES 

-í To identify the basic components of an 
organizational process at watershed 
level. 

-í To plan a local and ínter -ínstitutíonal 
organizatíonal process at watershed 
. leve!. 
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ORIENTING QUESTIONS 

1. How useful is it for communities and 
institutions to communicate and 
collaborate about joint activities? 
2. What is your opinion about coercing 
community members into participating in 
collective activities? 
3. What are the required strengths of an 
inter-institutional organizational process? 
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FEEDBACK 
QUESTION No.1 (VIDEO) 

• To carry out joint activities community and institutions 

• Carry out integrated projects 

• Joint search for founds 

• Strengthen communication linkages 

• To make an efficient use of resources 
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FEEDBACK 
QUESTION No.2 (VIDEO) 

• Lack of motivation and involvement on the part of some 
community members 

• Lack of sectoral representativeness of local communities 

• Natural resource management problems 

• Rural population migration 
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FEEDBACK 
QUESTION No.3 (VIDEO) 

• Dissemination of consortium activities 

• Field visits to interchange experiences 

• Training technical assistance by some institutions 

• Promoting business projects 

DPO - 3,6 





FEEDBACK 
QUESTION No.4 (VIDEO) 

• Appreciate the knowledge local people have about 
their environment 

• Garantee the presence and participation of all 
stakeholders 

• To contribute to better decision making by applying 
scientific knowledge to natural resource management 
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FEEDBACK 
QUESTION No.5 (VIDEO) 

Goal based: 

• Participatory planning methodology 

• Basic principies for consensus among farmers and 
other actors in research and natural resource 
management activities 

• Action implementation within a sustainability framework 
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FEEDBACK EXERCISE 2.2 
QUESTION No.1 (ROLEPLAY) 

• Clarifying expectations 

• Setting up an agenda 

• Defining the problem 

• Orderly discussion 

• Keeping time 

• Participation of all actors 

• Identifying solutions 

• Summing up, commitments and 
future actions 

OPO -3,9 
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