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SECTION I11A: PROJECT RATIONALE

Al.  Project Setting

From the perspective of natura resources management, Guatemala today is a land of stark
contrasts. Increasing population pressure driven by an annua growth rate approaching three percent ina
country where mogt people mugt il find sustenance and liveihood in aland characterized by the fragile
resource base of broken topography and highly sengtive lowland tropical ecosystems. A distorted land
tenure Stuation contributes sgnificantly to the current environmentaly destructive land-use equetion: large
holdings concentrated in the hands of the few engaged in extengve agriculture and livestock practices on
the better lands; mini-fundio predominantly geared to subs stence agriculturewith basic grain cropsonthe
steep dopes of the highlands; and, the widening scourge of dash and burn agriculture on fragile soils of the
lowland tropics.

The overdl effect is dramaticaly and exponentialy degrading the natura resource base on which
the dedtiny of the nation and its people must be built. Erosion, loss of vegetative cover, increased run-off,
decreased infiltration, sedimentation, destruction of natural areas and loss of biologicd diversty are
increesingly foreclosng some of the most important development options for the future.

The impacts on the hydrol ogic regime are undermining the potentia for irrigation and hydrodectric
energy generation-- both of which must be harnessed to modernize the productive sector. Water and
energy linked to indudtrid development must eventually provide the off-farm employment opportunities
which will get people out of the ecologicaly fragile aress.

Sudtainable agriculture and forestry production systems on lands suited to these purposes will
enable people to maintain aviable and dignified lifestyleintherura sector. They will also generatetheraw
materids (food and forest products) for an expanding and diversified industrial and export base. Thiswill
in turn dow down the exodus to the capital and other over-taxed urban areas (there are some towns that
could absorb more people) dready papably suffering from the litany of ills associated with undirected
urban expansion-- water and energy shortages, environmentd pollution, lack of adequate housing, crime
and traffic. It will aso help to dow down the migration to the lowland tropics of the Peten where
gpontaneous colonization is dready wresking havoc in this ecologicaly senstive area

Despite countless congtraints (not the least of which is the insatiable wave of violence from a
protracted politica and ideologica struggle which has spurred significant violations of human rights and
undermined effortson dl fronts), there arereasonsfor optimism. The considerable projectized experience
with natural resources management interventions such as tree-planting, and more recently soil and water
conservation and agroforestry over the past 15 years, provides a reasonable technological basdline for
future sector development. Small-scaeirrigation schemes (mini-riego) have beeningdled in many places
and tangibly contributed to the well-being of the small-holdersinvolved. It isimportant to note, however,



that this promising agriculture sector achievement is now being compromised by the negative effects of
agrochemica use and the continuing degradation of watershed stability. Soil and water resources employed
in agriculture are, nevertheless, increasingly being seen a many levds as important, if not fundamenta,
essentias to the nationa natura resources and environmenta strategy which was previoudy focussed in a
more limited way on forestry and protected aress.

Thereis dso widening recognition that cresting the policy, legidative and inditutiona framework
to dlow rurd people to manage their natura resources in sustainable ways may be just as important as
further technologicd gains. Naturd resources policy in Guatemalais presently expressed largdly through
aseries of sub-sector laws, for example, the Protected Areas Law and the Forestry Law, the draft Water
Resources Law and the draft SoilsLaw, dl of the latter three now working their way through the Nationa
Congress. These laws have been developed without a clear understanding of the long-term economic
consequences-- winners and losers- and often without consideration of the impact of one set of policies
(laws), for example, as related to agriculture, on related sectors (forests and water). They are dso
increedangly and disturbingly normative in nature, seeking to impose natura resources management and
conservation through redtrictions and pendties without the attendant incentives for sector development.
This normative gpproach fliesin the face of the persstent ingtitutiond inability of the GOG agencies charged
with their implementation.

Natura resources management as can be seen in many other countries, requires reasonable levels
of both consensus and popular participation which in turn can only be fostered, developed and achieved
through collective efforts and community organization. The present prospects for peace and the climate
for politica change should enable accd erated progress through community organization and action.

The gpplicability of these natura resources activities and their acceptance by rurd inhabitants has
underscored the importance of sound land-use and resources management as the bads for sustainable
socio-economic development.  In Guatemala, the potential of and the need for natural resources
management have converged.

A2. Government of Guatemala Plans and Sector Activities

In the last eight years, the Government of Guatemaa (GOG) has demonstrated a much higher
priority for natura resources management and sustainable agriculture. During the previous administration,
the Nationd Environmental Commisson (CONAMA) and the National Council on Protected Areas
(CONAP) were egtablished and joined with the Ministiry of Agriculture (MAGA) to enhance GOG
commitment and capability for addressing natura resources policy, strategy and programs.  These new
inditutions were attached directly to the Office of the Presdency to give them higher paliticd profile and
clout. While the mandates of these entities are different, their natural resources priorities (as articulated in
annud planning documents and position papersin internationa environmental fora) encompassthreemajor
themes:



1 Effective and sustainable naturd resource management must be "baanced,” emphasizing
both increased production and resources conservation.

! Greater reliance should be placed on decentrdizing and privatizing the management of
natural resources.

I Successfully addressing the country's chronic resource degradation problemswill require
focusing increased attention on management of both watersheds and protected aress.

In its (....the diagnostico document ???? - source??? included in our briefing books...), the
Government of Guatemaaunequivocaly expressed its concernsregarding the Stuation in the highland areas
of the Altiplano where degradation continues to undercut the long-term sustainability of small farmer
agriculture and thus threatens the food security of the nation. Also of note is the recommendetion in this
same document caling for the rationaization and/or eimination of the regulationsand reform of the policies
which are obstacles to the efficient commercid operations to satisfy the nation's demand for fuelwood --
its predominant domestic energy source. The....... aso provided avery forthright analysis of the resource
management problems in the Peten, highlighting: the relationship between out-migration from other areas
of the country with the uncontrolled colonization and resultant destruction of the vegetative cover,
unsustainable timber extraction and contamination from the petroleum exploration.

The GOG a0 joined forceswith the donor community (including sgnificant support from USAID)
interested in natural resources to produce, through a concerted multi-year effort of analysis and diaogue,
the Forestry Action Planfor Guatemda (PAFG). Thefollowing principles enunciated in the PAFG, dbeit
withemphasison theforestry sector, represents aclear and forward-looking statement on the management
of naturd resources in the country:

I increasing the productivity of the forests as well as the goods and services it provides to
Guatemaan society will condtitute the basic principle for their conservation;

! the need for a more concrete identification, by both the public and private sectors, of the
importance of the forests in protecting soil, water and biodiversity-- the basic natural
resources on which the economy of the country rests;

! the necessity for promoting sustainable management of the forest resources by increasing
the understanding of their red value in terms of both goods (the production function) and
services (the protection function);

! the participation of the rura communitiesin both the activities and benefits of sustainable
managemen;



1 the conviction that the public sector should promote and orient sector strategy, improve
the technicd management and provide a regulatory environment conducive to stimulate
legdl private sector management;

1 the need to promote the participation of NGOs, particularly as concerns working with
margindized communities; and,

! the coordinated participation of both the public and private sector, seeking flexibility and
efficiency in the sector development Strategy and in clarifying the established regulatory
framework.

The PAFG hasdso specificaly identified the periodic review of theimpacts of sector policy aspart
of its priority action agendafor the remainder of the century and is actively seeking donor support for this
purpose and awide range of additiona and specific natural resources management programsand activities.

Despite these achievements, there gppears to have been a certain erosion of both the resolve and
support within the higher levels of the GOG for dedling with the country's pressing environmental challenges
and opportunities. In part, this uncertainty can be atributed to the policy and regulatory framework and
the internd debate about how to proceed. Concerns are still openly expressed about the proliferation of
government bureaucracy, poorly articulated and sometimes contradictory laws and regulations, and the
atendant disincentives this Stuation engenders for private sector development of natural resources
management. These uncertainties have without doubt contributed to the continuing chronic wesknesses
(lack of adequatdly trained staff, poor budgetary support, and uncoordinated intra-sector approaches and
programs) among the GOG indtitutions respongible for field implementation of the natura resources
management policy and srategy.

A3.  USAID Involvement in Natural Resources Sector Development Activities

For more than a decade now, USAID/Guatemaa has supported natura resources management
as part of its agriculture sector development Strategy and overal program. Experience with natura
resources management activities has contributed to the evolution of the USAID program in Guatemala
With the advent of the new AID program focussed drategic planning system, Sustainable Naturd
Resources Management, and more recently, the more focused Improved Management of the Natural
Resources Base, gained prominence as one of thefive strategic objectives (SO) of the USAID/Guatemaa
Action Plan.

The other Strategic objectives, whichit should be noted offer high complementarity with the NRM
SO, are: hedth, bas ¢ education, commerce and private sector development, and theexercise of indienable
rights. USAID/Guatemala expectsits Action Program to become even more focussed in the near-term,
with emphasis being given to three specific strategic objectives where AID has competitive advantage:



population, environment, and democratic ingitutions. The Community Naturd Resources Management
Project will be part of thetrangtion to thismore focussed orientation of the USAID program in Guatema a.

The Small Farmer Diversfication Project (SFDP) (520-0255) begun in 1981 sought to
improve the well-being of the rurd population in the Western Highlands of the country through improved
gamdl farm management and in particular by promoting a shift away from basic grain crops to agricultura
commodities saleable on both the domestic and internationa markets. A key and gpparently quite
successtul output of SFDP wasthewidening use of small-scaeirrigation which has substantialy contributed
to rasing the productivity and returnsto smdl holder farming.

Bulding on the achievements of SFDP, USAID funded the Highlands Agricultural
Development Project (HAD) (520-0274) beginning in 1983. Inaddition to continuing theemphasison
agricultural improvement, the HAD Project was aso intended to address some of the problems identified
as critica for consolideting the farm diversfication gains, including: more attention to conservation and
sound agronomic practices, credit needs and mechanisms, and marketing congraints.

INn1988, afiveyear Phase |1 Amendment of the HAD Pr oject was approved to continue work
onincreasing farm productivity and rura incomes. Aspart of itsefforts, and conditioned on the recognition
of thelimited amounts of prime agriculturd land and the direct relationship between irrigation capability and
watershed ability, theHAD |1 Project added awatershed management component, building on previoudy
promising agroforestry and conservation activities begun under HAD I. Phase Il of HAD was approved
subject to the performance of an Environmenta Impact Assessment (EIA) which was completed in
November 1988. The EIA recommended specific mitigative measures aimed at contralling the negative
effects of pesticide use and for ensuring the sustainability of agricultura yields on irrigated aress.

Severd other projectsin USAID's portfolio were aso targeted at fostering greater capability for
amore modern and commercidly oriented (in contrast with the subs stence orientation) agriculture sector.
Theseincluded: the Agribusiness Development Project (520-0276), the Cooperative Strengthening Project
(520-0286), and the Private Enterprise Development Project (520-0341).

In 1990, Phase |11 of the HAD Project was authorized, and under its auspices, a grant to
CARE/Guatemda was gpproved with the specific intention of developing pilot integrated watershed
management models, in many cases, linked directly to small-scaeirrigation schemes devel oped previoudy.
CARE was chosen to carry out these activities because of its proven track record in-country with
agroforestry, tree-planting and natural resources management amed at smal holder farmers.

Asmentioned above, these HAD project amendments a so coincided with asubstantive rethinking
of USAID/Guatemdds dtrategic objectives and reflected clearly increasing Agency and LAC Bureau
attentionto theimportance of natura resources management asakey dement for sustainable devel opment.



In 1990, USAID/Guatemda aso started up the Maya Biospher e Proj ect (520-0395), known
asMayar ema, to specificaly address both nationa devel opment needs and opportunities and to respond
to the AlID-wide, Congressiona mandates (Sections 118/119 of the Foreign Assstance Act) related to
reducing the rate of globd tropica deforestation and to controlling the loss of biological diversty.

The Maya Biosphere Reserve, located in Guatema as remote northeastern Peten Department, is
part and parcel of the largest contiguous block of intact tropica forest in Centrd America This area,
however, is experiencing severe deforestation and destruction resulting from high population growth.
Pervasve and uncontrolled colonization with the massve ondaught of dash and burn agriculture is
accompanied by widespread ingppropriate forest exploitation -- high-grading of vauable hardwood
species, the spread of penetration roads and a total lack of forest management. The Maya Biosphere
Project is amed at promoting more environmentaly sound management of the full complement of the
natura resources within the 1.8 million hectares of the Reserve through the strengthening of public and
private ENR inditutions and the development of community participation.

In early 1991, USAID/Guatemalaembarked on an analytica and planning exercise intended to be
the vehiclefor addressng, over thelong-term, the full range of program results necessary deemed essentid
to the achievement of its NRM Strategic Objective:

! land under improved managemernt;

1 inditutions implementing environmentally sound plans and activities,
! policy reform and implementation; and

1 people employing sustainable land-use practices.

With the assstance of the LAC Bureau and the DESFIL Project, A Concept Paper for
Sustainable Natural Resources Management in Guatemala was prepared in March 1991. This
comprehensve overview of sector needs and opportunities gave rise to the development of a Project
Identification Document (PID) for the Community Natural Resources Management Project
(CNRM).

Although the CNRM Project was initidly conceived as a medium term (seven-year LOP) effort,
aseriesof circumstancesintervened and dtered the Mission's perception of thefeasibility of such aproject.
These circumstances included:

1 start-up delays associated with the new watershed management (COMPDA) and private
sector agriculturd extension (FEAT) components of the HAD 111 Project which had been
intended to provide sound operationd field experience on which to proceed;

1 arecognition that the policy reform initiatives were both complex and highly palitica and
that the indtitutional framework and process for addressing policy concerns needed
sgnificant srengthening before more ambitious objectives could be targeted;



1 that the current GOG support had dightly eroded with the emerging nationa understanding
that the progressive pronouncements of the previous government would be more difficult
to implement then origindly thought;

1 that the decentraization initiatives conddered vitd to achieving the drategic objective
would firgt requireingtitution-building and more operationa experience at the departmenta
and municipd levels, and,

I that the ability to promote popular participation and community organization as key
approaches to successful NRM in the Highlands were much dependent on the process of
peace and reconciliation in the country.

Accordingly, adecison was made, with the concurrence of AlD/Washington, to proceed with the
design and preparation of the present project-- an interim Community Natura Resources Management
Project amed at further strengthening the bass for long-term USAID support for natura resources

management in Guatemaa.

Despite its interim nature, this project is dill fully consstent with the Misson's NRM Strategic
Objective: Improved Management of the Natura Resource Base. Its design and preparation have
specificaly addressed the achievement of the strategic performance indicators (mentioned above) and in
particular, the refined policy agenda developed by the Mission as part of its Action Plan, which is as
follows

! Creating and applying incentives for local community management of natural
resour ces, by

- promoting community participation in regional GOG devel opment councils, and
- promoting municipa use of decentrdized public funds for NRM activities.
1 Improving legidation and institutions that promote mor e effective NRM, by

- modifications to the Protected Areas and Forestry Laws to define clearer
indtitutiona mandates and responsibilities in managing natural resources.

A4. Problem Statement

People who livein poverty with insufficient meansto accessfood, fuel or income, will do whatever
IS necessary to survive in the short run, even if the result is dedtruction of their natural resources.
Consequently, thisfinite resource base is being depleted a an darming rate in Guatemala. For example,
deforestation has accelerated over the past decade from 60,000 to 135,000 hectares/year according to



data from Guatemala's Tropica Forestry Action Plan. Thisis principaly aresult of the population's need
for new agriculturd land. The continuing loss of forest and vegetative cover ishaving sgnificant impact on
environmentd stability, particularly as concerns highland watersheds and biodiversity inthelowland tropics
of the Peten. Because of ingppropriate agricultura practices, soil eroson rates in the highlands are
estimated to range between 5 and 35 tons per hectare annualy. There is concern that erosion, together
with increasing deforestation and agrochemica mismanagement are likely to causeirreversble declinesin
agricultura productivity, quantitative and quditative losses in water supply and the loss of biodiversty.

Asisevident, there are an array of serious resource management needs and opportunities facing
Guatemaatoday. The USAID-sponsored NRM Concept Paper concluded that this range of issues can
be synthesized into one overdl and focused problem statement, as follows. the present unsustainable
use of natural resourcesis serioudy jeopardizing the country'slong-term economic prospects.

For severd decades now, this perceived problem has been addressed in avariety of ways-- inthe
early years, dmost exclusvely through forestry sector interventions, primaxily reforestation, but of late, dso
induding more attention to soil conservation and even more recently, integrated pest management-- usudly
as part of projects primarily oriented toward increased agriculturd production. These interventions have
had varying degrees of success, on alimited scale and despitetheir promise have asyet to resultinamore
comprehensve development model that could be replicated on a more widespread bass. Thisisin part
because these projects were not designed to address the fundamenta, underlying causes of the natura
resource management problem, which in Guatemdaare:

rapid population growth

inequitable land digtribution

inadequate policy and their implementation

wesk naturd resources ingtitutions

lack of education and awareness

limited loca community participation in the decision-making process of development
activities

The intent of the Community Natura Resources Management Project is to make a more
comprehensive attempt to address the problem stuation, building on past technologica successes while
adding important dements of work intheingitutiond (at the community and sub-nationd levels) and policy
arenas (starting with issues emanating from the field experience of past projects). This more integrated
goproach is essentid if long-term and sustainable progress is to be made in arresting the trends of rapid
resource destruction in the country.

A5.  Project Goal and Purpose

The Project Goal isasfallows to improve the long-term economic well-being of Guatemalas
population through the rationa management of natura resources.



TheProject Purposeisasfollows: to develop and replicate sustainable, community-based natura
resources management capabilities and activities in key watersheds.
SECTION I11B: PROJECT DESCRIPTION

B1. Overall Project Strategy

Overwheming documented experience and evidence from field projects show that natural resource
management is the long-term key to sustainable rurd economic development in Guatemaa  Thisevidence
a so showsthat successful natura resources management depends upon theright policy framework, human
and indtitutiond capacity, and, mogt of dl, the full support and participation of the people who use the
resources.

With thisin mind, the CNRM Project will be focused on people and communities who are using
the resources and contributing to the degradation of the environment. These communities will be the
primary actors in implementing the Project's watershed management activities. They in turn will be
supported financidly, technicaly, and adminigratively by NGOs, municipdlities, public line agencies, and
local interest groups.

At another leve, but directly linked to the needs perceived in the field, attention and resources will
be directed a strengthening the nationd capacity for analyzing and reforming the policy infrastructure
surrounding natura resources management in Guatemaa. Significant project resourceswill dso be devoted
to monitoring and evauation, in order to provide a structured linkage between the watershed and policy
components, and to ensure that the project is moving forward towards achieving itsimmediate objectives.
Demondirated initiative and capacity and counterpart resources will be required of al participating
communities and inditutions.

The mgor activity areas of the CNRM Project, i.e,, the watershed management component, the
policy component, and the monitoring and evauation activities have been specificadly chosen to ensure
progress on the various critical fronts essentia to achieving the project goa and purpose.

The Water shed M anagement Component will continueto consolidate the gains made under the
HAD Il Project in asssting rura people to identify and implement awider range of appropriate land-use
technologies (sustainable agriculture, soil and water conservation, agro-forestry, fruit tree planting, forest
tree planting, and forestry management) more compatible with the resource conditions of the Highlands.
Building on past technologica experience, it will aso adopt more intensive community development and
planning structures at the loca level in order to better broker the understandings required to address the
full array of chalenges and opportunities for watershed management.

Community participation in the diagnosis of needs and in making choiceswill providetherationde
for assgning action priorities, resources and responghilities for the project. In many cases, sustainable



watershed management can only be achieved if there is a high level of community participation and
reasonable consensus. A farmer's willingness to accept production tradeoffs, for example, by using a
SHective forest management system instead of clear-cutting, for both his or her own benefit but aso to
protect watershed stability, and thus benefit those involved in mini-riego, should not be undermined by
others poaching timber or being cardesswith fire. Theintentionisasoto utilize the vehicle of an organized
community to provide field-informed inputsinto the policy component thusensuring thet itisaddressing red,
nesr-term congtraints.

The Policy Component isintended to accelerate the implementation of promising technologica
interventions by releasing them from the condraints imposed by the NRM policy context in which they
operate. It will attempt to rationdize the present policy apparatus by beginning to systematicaly address
policy congraints born of field experience. It will provide afoca point for debate and dia ogue and added
inditutiona and analytical capability to provide decison-makers with better documented policy options.
By ventilating policy issuesin public, it will further legitimize the policy choices which today often ssemto
have been adopted in response to specid interests or incomplete andysis.

TheMonitoring and Evaluation Activities are of particular importance in a project attempting
to address more "process-oriented” development objectives such as enhancing participation, community
organizationor policy andysss, didogue and reform. Theincluson of sector and project objectivesrelated
to popular participation and community organi zation adds an e ement of heterogeneity previoudy unknown
and little tested in the more narrowly targeted NRM strategies and projects of the past. Getting people
involved and brokering their wide-ranging views of their needs and aspirations necessitates adding adegree
of flexibility to both project conception and implementation. A sound and effective monitoring and
evauation system is heeded s0 as to ensure that this flexibility does not become too ad hoc and tifle the
efforts to detect cause and effect, make course corrections in project implementation and move forward
toward reaching project objectives.

Although each of these activity areas can and will be implemented separately, the combination of
their complementarities will greetly increase the chances for replicability of NRM activities -- a first and
fundamentd step towards sugtainability.

B2. Integrated Water shed Management Component
B2a. Introduction

This component of the Project is primarily intended to consolidate and improve the
watershed management activities funded during the last two years by the Highland Agricultura
Deveopment Project Phase [11 Amendment. The activities to-date have been carried out by DIGEBOS,
Peace Corps and CARE/Guatemda, with funding from USAID provided through a Cooperative
Agreement with CARE. Although these watershed management activities were originaly conceived asa
five year effort, funding from USAID will run out a theHAD Project PACD in September, 1993. USAID
will sgn another Cooperative Agreement with CARE before that time in order to ensure no break in the



provison of services and fidd activities. Continuing support from the Peace Corpsis being sought and is
expected to be agreed.

The choice of CARE in conjunction with its GOG partner implementing ingditutions -- DIGEBOS,
and under this project, DIGESA, was and continues to be based on an excdlent track record and
predominant capability with field projects in Guatemaa related to natural resources management. CARE
has more than 15 years of project experience in forestry, soil conservation, and more recently has
pioneered much of the agroforestry work in-country. USAID has provided funding for anumber of these
projects. Although afind evauation of the HAD Project to be carried out in July 1993 may add additiona
specific recommendations related to the future conduct of watershed management under this component,
CARE and USAID have aready identified a mutualy agreed set of operationa principles for the design
and implementation of this component; they include:

! continued reasoned expansion of the range of activities towards a more integrated
approach to watershed management, to include technicd assistance and support to the
people of the watershedsfor the implementation of more sustainable and productive land-
use technol ogies gppropriate to the dope and soil conditions of their lands,

1 the integrated approach must be guided by careful planning to identify clear priority targets
of need and opportunity which offer the best chance for both impact (effectiveness) and
efficiency (cost/benefit congderations at both the macro and micro levels);

I relatively amplified packages of watershed specific technological interventions identified
based on a brokered participatory set of priorities;

! community organization amed at achieving reasonable loca consensus and higher levels
of participation amnong the watershed inhabitants;

I concerted efforts to involve locd NGOs, municipdities, and community organizations in
watershed planning, decison-making and project implementation at the locd levd;

! arrangements for the active involvement of the local stakeholders through the vehicle of
community organizationsin the policy formulation and review processrelated to watershed
and natural resources management;

! continued emphasis on addressing the needs and opportunities for sustainable agriculture
and natura resources management among those segments of the watershed population
(both men and women) most vulnerable and likely to cause degradation;



1 the need to confirm the environmenta soundness of project activities, with emphasis on
agrochemicd use but aso including the match of technologica interventionsto theinherent
land capatiilities in the watersheds;

1 asound human and natura resourcesinformation and data basdline and the capacity to use
it asan andyticd tool, as part of the planning process and for the purposes of monitoring
and evduation;

1 greater involvement, commitment and coordination between CARE, DIGEBOS, and
DIGESA centered around clear project objectives and strategy and smplified operationa
plans which facilitate replication, genuine popular participation and the achievement of
dated ingtitution building objectives and benchmarks;

! continuing emphasis on human resources development, with training for Saff at dl levels
and for extengonigts, promoters and the participants; and,

I good articulation with projects and activities in other sectors (hedth, education and
democratic initiatives) wherein the organizationd development efforts a the community
level will dlow them to more efficiently access the services available from these other
projects and government services.

These principles are currently under discussion between CARE and its GOG partners as part of
the preparation of a proposa to USAID to carry out the implementation of the watershed component of
the Community Natura Resources Management Project.

B2b. Immediate Objectivesfor the Water shed Component

The badic rationae behind the decison to include this integrated watershed management
component in the CNRM Project is to continue the promising development work begun under the HAD
Project. It should therefore not be surprising that the immediate objectives of the component continue to
reflect the quest of a purpose common to the two projects-- the development of sustainable community-
based naturd resources management capabilities and activities,

Thus the primary objective of this component isto increase the productivity and with it the
socio-economic well-being, using sustainable agriculture and NRM technologies, of the people
(up to 4500 households) resident in the selected pilot watersheds (up to 30 watersheds).

This primary objective will best be accomplished by pursuing the secondary objective of
developing a working community-based, participatory watershed planning and improvement
model, which will dso serve as aguide for replicating the gpproach esewhere in the country.



B2c. Site Selection

Hereagan, logicdly, the sarting point for thiscomponent will bethe present 20 watersheds
(seeFigure ) inwhich the HAD-financed watershed activities have been carried out. Aspart of thefina
evauationof the HAD Project, an overall assessment of the progress made in each of the watersheds will
be made. It isforeseen that project support for certain of these watersheds may be withdrawn because
of lack of progress for various reasons-- related to community interest and participation or the inherent
resources conditions or limitations of the area.

The selection of new watersheds, if any, to beincluded in the CNRM Project activitieswill follow
these criteria

I ease of access and high vighility in order to favor the demondration effect;

I watersheds adjacent to existing pilot watersheds whose addition will contribute to the
dtabilization of alarger contiguous areg; or,

! watersheds known to require immediate attention because conditions therein are such that
they are experiencing significant out-migration to more ecologicdly sengtive aress of the
country (e.g., the Peten Region).

I ncons dering Sitesel ection, theimplementingingtitutions(CARE, DIGEBOS, DIGESA, and Peace
Corps) will aso assess the potentia for increasing their efforts and support in each watershed so asto be
able to include larger numbers of participants per watershed and a wider array of innovative sustainable
agriculture and naturd resources management interventions.  Community organization and genuine
participationare cond dered keysto facilitating the multiplier effect of the project's promotiond, educationa
and extengon activities.

The present percentage of participantsin each watershed (ranging from 10% to 40%)* should be
increased to reach athreshold of impact adequate to ensure watershed stability over thelonger-term. The

1 Thesefigures are taken from the Watershed Diagnosisfiles and additiona information furnished to
the project paper team by CARE which provide a range of information on the conditions of the
pilot watersheds (both agro-ecologica and socio-economic) and on popular participation in the
project (for more information of this nature, see the Socid Andyss, Annex iv. to this project

paper).
Percent participation was caculated by multiplying the number of participants by 6 to
incdlude each participant asthe representative of ahousehold and then dividing by thetotal
population. These caculations do not, however, reved the actud levels of participation.
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mgority of the achievements in terms of areas treated under the present project are related to the
restoration of vegetative cover -- mainly tree-planting in either smal woodlotsto rehabilitate denuded areas
or in ample agroforestry configurations. The potentid for stabilizing the watersheds will only be achieved
if more attention is given to sustainable agriculture and soil and water conservation interventions.

Successful implementation of arange of sustainable agriculture and natural resources management
activitiesby acore group within agiven watershed is expected to induce othersto join and copy the efforts
of their peers.

The scaled expansion of the component activitiesinto new pilot watersheds must be conditioned
by a careful assessment of the success -- in terms of both participation, community development
organization and development aswell as areatreated and production gains. It will be preferable to secure
locdly driven working modds of watershed management in the initid watersheds before moving on to
others. The achievement of a viable modd, as pecified above, is an immediate objective of this
component. The monitoring and evauation activities (see discusson below) will be specificaly designed
and gructured to provide the information essentia to rendering a judgement as to whether this objective
has been achieved.

B2d. Component Activities

The activitiesto be undertaken under the Integrated Watershed Management Component
of this project must be seen as and acted upon with a "process’ rather than an "output” orientation. The
"process orientation” is characterized by the completion of aseries of stepsor sub-component activity arees
which build the community understanding, consensus and capability for watershed stability improvement.
The design of these activities is intended to build upon the experiences under the HAD Phase 1, to
maintain the present rhythm of technology transfer and areatreatment but to incrementally and subgtantialy
increase both the level of participation and impact in the pilot watersheds through a consolidation and
revamping of the overall approach.

In order to maintain the present momentum of project activities and the engagement of the loca
people dready involved, this design contemplatestwo parallel but conver gingtracks. Ontheonehand,
project personnel will continue to carry out the present gpproach (with the addition of inputs and
participation from both DIGESA and FEAT) of watershed management extenson in the on-going
watersheds. During a mobilization phase for this project, however, CARE and its prime partners will be
engaged in developing the Community Organization and Diagnos's and Watershed Management Planning
approaches which will conditute the detailed implementation planning for the sub-component activity aress
described below.

Thefull array of the sub-component activity aress, including the two mentioned immediately above,
will be asfollows:



B2e. Community Organization, Diagnosisand Training

The activities to be undertaken under this sub-component are intended to provide the
structure essentia to enhancing genuine locd participation, establishing a medium for communications
between participants and project personnel, and a framework, where necessary, for collective decision-
making related to project support for watershed management initiatives. It will dso serve to improve the
understanding of the socid and economic circumstances which affect how and why people use, and often
abuse, their land and natural resources -- a fundamentaly important dimenson of the watershed
management modd.

Asthismoreintensve gpproach to participatory natural resources management hasbeenlittle tested
in Guatemala, the discussion below can only be consdered as tentative and indicative. In addition, the
characterigtics of the communities are as or more varied than the biophysica characteristics of the
watershedsinwhich they resde. Accordingly, during the mobilization phase (see Implementation Planning
section below), CARE in conjunction with its prime partners in this project, DIGEBOS, DIGESA, and
Peace Corps, will devote resources and time to developing the Community Organization and Diagnosis
Approach. To enhance and guide their capabilities in doing so, they will require advisory services from
individuals and ingtitutions (both local and expatriate) with experience in Guatemala related to rura
sociology and community organization and devel opment.

A sdlected, representative watershed (possibly two, one in the Altiplano and the other in the
Oriente) will serve asthe pilot for developing this gpproach. The personnd involved in eaborating and
field-testing this gpproach will possibly serve as a core project unit for community organization and
diagnoss. Having developed the approach, they will then train watershed extension and promotiond staff
in its use and implementation so that it can be used as abags for operations in other watersheds.

It is dso likely that this team will be amagamated with a Smilar group of individuas who will
develop the watershed planning approach, from the biophysica and agro-ecologica viewpoint, (see
discusson below) as a project operations development and training team. As part of their duties, and
during thisfirst phase, the team will dso be charged with developing atraining and operations manua for
community organization and diagnoss.

In developing (and eventudly implementing) the community organization and diagnos's gpproach,
the following techniques may be used:

rapid rurd appraisa at the community and watershed levels,
amplified socio-economic survey tools,

household, community and watershed socio-economic profiles,
gender andysis,

inditutiond andyss of loca organizations;



1 edablishment of basdine data and information essentia to planning and monitoring and
evauation; and,
1 case studies and more intengve focused interviews.

Theintention of this gpproach isto provide arationd and analyzable understanding of the socio-
economic dimensions of watershed management. Many projects of thistype have erred in the collection
of such data, some dliciting exaggerated amounts and detall thet | atter proved to be unusable while others
collect too little to be meaningful. The amount and quaity of the socio-economic datafound in the present
COMPDA watershed profilesisagood start but ill inadequate for the purposes of focusing project efforts
in ways likely to have the maximum benefits for the participants. This gpproach will enable the project to
target technologicd interventions that will leed to red achievement in terms of improving the well-being of
the participant implementors. Direct tangible benefits, over the near-term, is consdered an essentid
condition to achieving sudanability.

B2f. Training in Community Organization and Diagnoss

The discussion above has aready mentioned the need to train the extension and promotion
gaff in the techniques of community organization and diagnosis. It remainsto be seen, however, whether
these activities should be the respongbility of staff a these levels. Thisproject iswidely viewed as setting
the stage for alarger and more long-term NRM activity funded by USAID. The project must, therefore,
make every effort to see that this more innovative dimension of its gpproach is thoroughly designed and
field-tested.

Rather than entrugting this very important activity to field personnd at themost basiclevd, i.e, the
present extenson and promotion staff who have ether little or no training in these people-oriented sKills,
it might be better to consder congtituting a specidized community organization and diagnossteam. This
team could be responsible for carrying out the initid work of this nature in each of the watersheds,
perfecting their gpproach asthey go, and returning at predetermined intervasfor briefer visitsto reinforce
and further encourage the work of the community organizations.

An important part of their activities in initiating community-based watershed management in each
watershed would be to explain the project, its objectives and approach, and then to train interested
watershed resdents in community organization and then work with them in carrying out the diagnoss,
cumingting in the formation (or adaptation of an exigting community inditution) of acommunity watershed
management committee. Loca promotional staff and possibly extensgon personne assigned to the
watershed would st in on the training program and thus be better equipped to nurture the committee. In
order to be mogt effective, these initiation, organization, training and diagnoss activities should be
synchronized with the agricultura cum project activity caendar. Extension and promotiona personne
could then carry on with the next step -- watershed management planning -- an areawhere by training and
experience, they will inherently have more competence.



It is likely that community organizations will aso need more training in skills related to thar
indtitutiona development once they get operationa and their activities become more sophisticated. This
could be another judtification for ateam dedicated to this purpose.

It will be vitally important to the success of the CNRM Integrated Watershed Management
Component that field personnel thoroughly understand and are able to explain to ther farmer clients the
parald tracks on which the project is proceeding. Early effortsto explain this dua operationa approach
may help the project to make further decisions on watershed selection -- based on the reaction, interest
and continued local support for the more contrite watershed extension approach as under COMPDA.

B2g. Watershed Management Planning Activity

The present project (COMPDA) operations aready include an dement of watershed
planning. The range of activities has been more limited, however, because the capatiilities, indtitutions and
resources available to CARE and DIGEBOS, the principa implementing agencies, has, not surprisngly,
been geared to tree-planting and agroforestry. While DIGESA has aso been funded under HAD 111, to
carry out soil and water conservation and improved agricultura practices, ther efforts have not been fully
linked or coordinated within the COMPDA pilot watersheds.

The intention now, however, is to provide a full range of agricultura and natura resources
development capabilities to address the full spectrum of the chdlenges to watershed sability. Given the
conditions in the watersheds -- steep lands and high popul ation densities -- the list of what "could” be done
is very long. The objective of the watershed planning activities is to decide what "should" be done to
achieve both the production and protection objectives essentid to sustainability.

The essence of watershed management planning, thus, isto assessthe production potential and the
protection needs of the areaand to identify acourse of action leading to abaance between land capability
and land-use. This planning necessitates a comprehensive view of the land, its present uses, the rate and
causes, if any, of its degradation and the range of technologica interventions which could be adopted and
adapted to correct ingppropriate land us or to maintain areas ill intact. Despite the wide ranging
capabilities of CARE, DIGEBOS, and DIGESA and the possibility of seeking technica assstance from
other agencies, not every problem can be addressed nor should attempts be madeto do so. A limited set
of the most promising interventions targeted at those problems which occur most widdly isabasic recipe
for both success and impact.

Many projects of this nature have failed because they attempted to do too many things --
overwheming their own technology transfer capabilities.

Severa useful techniques will need to be developed as the result of watershed management
planning and as the basisfor action. They include:



I large scale mapping (1:50007) to assessin red terms the magnitude of the problems and
land-use changes which will be necessary;

! a basic sat of technica prescriptions related to dope (%) and soils (quality and depth)
which guide both extensonists and participants in the choice of options for a given piece
of land,

! adetailed yet concise watershed management focused technica manud detailing the steps,
inputs and timing of the different technologica interventions,

I an annud planning format (and instruments) that alows planners, extension personnd and
participants to ensure that the necessary elements of an intervention arein placein atimely
manner (e.g., seeds, plant materids, technicd assistance, other inputs, training, credit, etc.);

Here again, aphased gart-up to the moreintensve watershed planning for integrated management
will be fundamenta. There has been a good ded of experience in the Centrd American Region with
watershed planning athough it is necessary to recdl that some of it is much too sophisticated for the
purposes of this project. There hasbeen acertain tendency towards "pardysisby andysis' because of an
instiadble appetite for data and information on the conditions of the watershed. This must be grictly
avoided in the implementation of the watershed planning activities under this component.

CARE and DIGEBOS (Watershed Management Department), with the advice and participation
of DIGESA as concernsthe agro-ecological dimensions, should set up aWatershed Management Planning
Team (Smilar to the Community Organization and Diagnod's Team mentioned above). Personnd with the
ills and experience to carry out this work may or may not be available in Guatemaa but can dmost
certainly befound inthe Region. They should work in close collaboration with the Watershed M anagement
Department of DIGEBOS in order to help strengthen its capability for watershed planning. Depending on
the outcome of the preiminary planning and modeling efforts, it may be possible to pass this project
respongbility for watershed planning to this Department. In the event that such is not the casg, it islikely
that some members of this team will have to be recruited as part of the long-term staff to join the Project’s
Technicd Development and Training Unit.

Thisteam will be charged with deve oping the preiminary watershed planning modedl. Therr efforts
should be focused on one (perhaps the two) of the watersheds being targeted for the development of the
Community Organization and Diagnos's approach. In any case, the choice of test watershed should be
fromone of the high profile watersheds currently under COMPDA. Thiswill enable the respective teams
to jump-gtart the data collection efforts by building on the exising COMPDA watershed diagnogis files.

For the purposes of planning amore integrated watershed management component, whilethe basic
information on the biophysica features (soils, topography, climate and vegetation) is fundamenta, much
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more information is needed on man's interaction and impact on natural resources. This latter type of
information articulated with that from the socio-economic diagnosis will provide the basic ingredients for
the choices of interventions to be included in the Watershed Management Action Plan.

The initid watershed planning activities should only begin in the field once the Community
Organization and Diagnosis Team has achieved a satisfactory level of community participation and sdf-
diagnogs in the test watershed. Hence these activities will only commence towards the middie of the
mobilization period (see Implementation section below). In the interim, this Watershed Planning Team
could begin to assemble the more Static resources data and information sets currently available. The
guestion of up-to-date aeria photography and its conversion to a scale useful for watershed planning
(2:5000 ?) will dso beresolved during this period. Both DIGESA and DIGEBOSwould aso be engaged
incompiling the prescriptiveinformation on the various technologicd interventionsin sustaingble agriculture,
s0il and water conservation, agroforestry and forestry management at thistime.

Because of the more highly developed technological demands of watershed planning, it will be
necessary thet this sub-activity be carried out by a speciaist team, working in each of the watersheds with
the extenson/ promotion personnel and the community participants. They will also no doubt have to
provide regular intermittent training opportunities to extension personnd to reinforce their understanding
of the requisite conditions needed to gpply the technol ogicd interventions and ensure thet they achievetheir
production and protection purposes.

B2h. TheRange of Technological I nterventions

The following is an indicative lig of technologies which could be gpplied to widen the
impact, both in production and protection termswithin the targeted watersheds. Many of them are known
and have been fidd tested in Guatemala, however, their adaptability, in both agro-ecol ogica and economic
terms, needs more Site specific experimentation and demondtration. The time, however, is now to begin
working with them; thewel-known paradigm of watershed management applies: prevention of degradation
will require less investment than rehabilitation -- in both agro-ecologica aswell as socio-economic terms.

P Sustainable Agricultural Practices:

- improved plant spacing

- no till farming

- composting and the use of manure

- appropriate crop rotations

- improved crop varieties

- gppropriate irrigation practices

- enhanced falows using cover crops

- improved harvesting techniques which avoid soil disturbance
- improved field organization and lay-out including access paths
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P Soil and Water Conservation Practices:

- contour farming

- contour hedgerows (live barriers)

- dead barriers

- muiching

- grassed drainage way's

- gde hill ditches and smilar enhanced rainfal infiltration techniques

- cover crops for soil fertility and organic matter content enhancement
- individud terraces and bench terracing

- tied ridges as part of contour farming

- gully plugging using gabions, check dams and vegetative means

P Agroforestry Practices:

- dley cropping with multi-purpose tree Soecies
- windbreaks

- living fences

- live tree supports for climbing crop plants

- intercropping, with nitrogen fixing tree species
- ghort rotation tree falows

P Forestry Practices:

- woodlots and plantation forestry

- natural regeneration

- coppice based fuelwood and post/pole production systems
- multiple purpose natura forest management

P Other Technologies:

- improved stoves to reduce woodfuel consumption

- fruit tree orchards on doping areas using individud tree terraces
- samplified improved pasture management

- gdl feeding linked to fodder banks on margind soil/dope aress

Under the COMPDA activities to-date, CARE and DIGEBOS have been supporting thefarmers
implementing technologica improvements as part of individua farm management and forest management
plans. The effectiveness of that gpproach, given its intensve levels of farmer/extensionist interaction,
especially as concerns farm management, should be carefully reviewed as part of the upcoming find
evauation of the HAD Project.
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Asandternaive, CARE, DIGEBOS, and DIGESA extension personnd assgned to the watershed
would be better advised to attempt the extension of a watershed specific package of technological
interventions based on the participatory planning efforts. Such an approach facilitates field operations and
training and technical assstance for thefarmer clients. It dso providesafocusfor training the promotiona
g&ff in arational manner and in accordance with the needs in the areas in which they work. Itislikely to
prove to be more effective in the early years because it will focus an otherwise dmost boundless array of
interventions that the integrated watershed management strategy implies. This more structured gpproach
may aso be easier to convey to loca NGOs and/or local organizations who wish to take up similar
operations a the community level.

B2i. FEAT: Private Sector Extension Services Activity

A private sector extension services component, known as FEAT (Fondo Especial de
Asistencia Técnica) was initiated under Phase 111 of the HAD Project. Origindly designed asafiveyear
effort, sart-up and mobilization needswill limit the present experience and accordingly, USAID/Guatemda
has decided to extend the activities for another four years under the Community Natura Resources
Management Project. The intention is to entrust the financia management and implementation of this
activity to CARE as part of the Cooperative Agreement discussed € sewhere in this document.

The purpose of the FEAT activity is to promote the development and establishment of a market
driven extenson services sector which will make available qudity technical assstance at reasonable fees
to smal to medium szed famers. FEAT will aso promote the utilization of private sector extenson
sarvices in order to reduce the demand upon public ingitutions and dso to further encourage farmers to
make the trangtion from subsistence or traditiona agriculture to diversified commercia agriculture,

Farmerswill utilize FEAT extensonigts because they can rey on the quality and timeliness of their
services and because they anticipate atangible payback intermsof production andincomegans. Theearly
experiences with the FEAT agpproach have been promising but there is till a need to consolidate the
program and to provide documented evidence asto its replicability, its acceptance by the farmers and its
effectiveness as any extenson model.

Pending the results of the HAD Project evauation, the FEAT activity will be continued following
the exigingmodd. FEAT will Sgnagreementswith individua extensonisiswho, in most cases have e ected
to leave government service to try this goproach. The FEAT extensonids is expected to negotiate
agreements with groups of farmers (12 farmers as a minimum in each group) within a given watershed or
its vicinity to provide them with technica assstance. The present modd involves weekly vists to each
group (40 vists per year). The extensgonist may visit no more than 3 groups per day. The total number
of farmersisadso limited to 144. Eachindividua farmer will agreeto pay the extensionist Q.500 per year.

Giventhe pilot nature of the FEAT program, project funds have been used to subsidize thefarmers
payments to the extensonist on adeclining basis. During thefirst year, the project covers 80% of the costs
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(Q.400); the farmer is respongble for paying the remaining 20% directly to the extensonist. Each year
thereafter, the amount of the subsdy declines by 20% so that by the fifth year the farmer is paying 100%
of the cost.

The FEAT extensonigts will provide technicd assstance to their clients on the following topics:
agronomic practicesfor NTAES, irrigation techniques, farm and financid management, marketing, and most
importantly, on the use of agrochemicas and the prevention of human and environmenta contamination.
Because of the importance of the latter topic in combatting the pervasive spread of the negative effects of
agrochemica use, FEAT will continue to provide a strong training program on this subject.

It is possible that other project personnd as well asthe staff of nearby agro-services stores could
beinvited to participatein thistraining. The GOG FEAT Program Coordinator and his Technica Assistant
could aso be asked to provide training for the watershed extension personnd o that they can introduce
improved agronomic, agrochemica and irrigation practicesto the many farmersthroughout the watersheds
now involved ininformd mini-riegos and NTAEs.

An important activity of FEAT to-date has been the training of extensonists to provide critica
state-of-the-art technica assistanceto farmers. It isenvisaged that DIGESA and FEAT extensonistswill
work synergigticdly to raise the overdl level of the extenson and promotion personnel. Training
opportunities will be shared by both groups.

B2j. Component Outputs

The specific objectives of this component are to develop and implement integrated
watershed management activities and thereby raise the productivity and income of the participants. It is
aso important, however, not to lose sight of the "process orientation™ associated with the fact thet thisis
an interim project. It isdesigned to lay a sound foundation for future large-scale efforts to be patterned
after the community organization and participation in watershed management diagnoss, planning and
implementation. Accordingly, the outputs listed below reflect the tangible and intangible outcomes of the
CNRM Project:

! a working community organization, sdf-diagnosis and training approach adapted to
integrated watershed management in Guatemalg;

1 apractica integrated watershed management planning and decision-making modd!:

I a st of diagnostic and andytical tools and methodologies which facilitate watershed
planning -- from both the socio-economic and the biophysical perspectives,

! deff a various levels and promoters and participants trained and experienced in the
techniques of community-based integrated watershed management;
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B2k.

training and operations manuas for al of the above;
an extensive series of farmer managed experimentation and demondtration plots,

an effective monitoring and evaduation system built on the foundation of a comprehensive
and redligtic, watershed level socio-economic and biophysical basdine;

sgnificant numbers of households (50 - 75%), with activities focused on both men and

women, participating in community-based integrated watershed management in 2% of the
pilot watersheds; and

Component | nputs

Funding for this component from USAID/Guatemda will be provided by means of a

Cooperative Agreement with CARE similar to that agreed upon under the HAD 111 Project. The CoAg
will cover the following inputs: (an indicative list based on project preparation team'svision of the
requirements, must be discussed and further elaborated with CARE)

PERSONNEL:

quarter-time of CARE/Guatemda Agriculture and Natural Resources Program Manager
(expat): 12p/m

full-time CARE/Guatemda Project Manager (locd):  48p/m

full-time Agronomist Advisor responsible for sustainable agriculture, agrochemica use, ag
marketing and the FEAT component (expat): 24 p/m

ful-ime Community Organization/Diagnoss Team Leader; community development
gpecidig or rurd sociologist (locd):  48p/m

full-ime Watershed Planning Team Leader (natural resources management specidist, not
aforester) (loca or expat- could be an ex-PCV with experience in the project):48 p/m

haf-time Training Specidist; shared with other CARE NRM projects. 24 p/m

short-term consulting services in dl areas of project endeavor (loca/expat): 36 p/m
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1 locdl specidigt personne: assistant project manager, additiona personnel for Community
Organization; Diagnosis and Watershed Planning Teams, adminidrative, secretarid and
support saff: ~ ?2? p/m

COMMODITIES:

vehicles 77?

field equipment

aerid photography interpretation equipment
S0l testing equipment

forestry management equipment

office equipment

OPERATIONAL FUNDS:

Operationd cogts of FEAT activities

vehicle operations and maintenance
purchase of materids and supplies
office operations

per diemsfor travel by project personnel
participant and aff training

contingency

There will dso be substantid Government counterpart resources necessary for the smooth
operations of DIGEBOS and DIGESA in the project. This GOG funding must come out of clearly
identified existing funding sources such as PL-480 or other earmarked monies and not out of the general
fund. GOG funding will cover both salaries and operationa cogts for designated counterpart personnel
(project management and technical level) as well asfield extensonists (one DIGEBOS and one DIGESA
extenson agent for eechwatershed) and promoters (one or two per watershed) and the operationa costs
(per diems, gasoline and vehicle operations and maintenance, office operations, others???).

The Peace Corpswill aso supply up to 20 volunteersto work either as extension personnel ineach
watershed or possibly, depending on their training and background, as part of the two specidist teams
mentioned above.

B3.  Policy Component

Seefollowing section, Illc.

B4. Monitoring and Evaluation Activities
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B4a. Background

The monitoring and evauation activities have been given especidly high profile in this

project for anumber of reasons.

The importance of thepr ocess orientationimplicitin thisinterim project which isintended
to lay the foundation for larger-scde efforts in the future. At both the component levels
(integrated watershed management and policy), the objectiveisto create the capability for
addressing the condraints to natural resources management in Guatemada  Building
community level organizations cgpable of diagnosing their watershed management related
problems and working together to resolve them will lead to greater efficiency and
effectiveness (impact).

The importance, however, of finding the right operationa approach to matching the
development interests and resources of the public sector (GOG/donors) with the interests
and resources of the community will provide the basis for replicability-- the first step
towards sustainability.

Measurements of treated area, athough important, will not be enough to gauge the
achievement of the project purpose. The project needs as well to be sure that the
technologica interventions it is supporting as part of sustainable naturd resources
management are leading to direct, tangible and short-term benefits for the community
participants. Thiswill be a prerequidte for their maintaining their continuing interest and
participation and will likely lead to other community members joining the effort, i.e, the
multiplier effect.

Process will aso be important for the policy component. Analyss and additiond studies
must lead to a greater understanding of and capability for both decision-making and
implementation on policy issues.

Theingtitution-building objectives of both components need to be carefully monitored
to ensure that they are on the right track. Organization, training and activity needs to
proceed dong a series of benchmarks which corroborates that the requisite ingtitutiona
srengthening is indeed taking place.

Another important achievement of this project will be to ensure that there are sound
linkages and feedback mechanisms between thefidld component and the palicy review
and andysis. Thepotentid policy agendafor natura resources management in Guatemaa
isvery large; feedback to and from thefield, emanating from the community based reviews
of their needs, opportunities and congtraints will provide the rationde for choosing the
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policy themes to be addressed and thereby ensure their relevance in terms of moving
towards the project purpose.

! By definition, monitoring and eva uation will dso provideasignificant contribution tothe
oper ational dimensions of the project'simplementation. It will facilitate annual planning
(a monitoring function) and provide the judtification for course changes if any are
necessary. It will dlow project, government and USAID personnel to track effectiveness
(amonitoring function). 1t will dso providethewherewithd for evaluating efficiency issues:
cost/benefit andysis of technologica innovations, production and income gans a the
household level, and estimates of project internd rate of return (evauation functions).

! The monitoring and evauation activities will aso provide the direct inputs necessary to
USAID to ensurethat it isachieving itsNRM Strategic Objective.

Figure ___ provides an overview of the NRM Strategic Objective Tree adapted to include the
Program Outputs and Performance Indicators resulting from the CNRM Project.

B4b. Objective of the M& E Activities

The development objective of these project activitiesisto develop and inditutiondize afully
functiond, effective and efficient monitoring and evauation system capable of tracking and evaluating
physica changes (impact), indtitution-building and policy achievements related to natural resources
managemen.

B4c. Operational Arrangements

A project monitoring and eva uation unit is envisaged, to be staffed by personne provided
by the contractor and by CARE, DIGEBOS and DIGESA. In addition, each component will have a
designated M& E coordinator who will work with the unit s&ff to facilitate the two-way flow of data and
informetion.

The contractor will provide an experienced long-term expatriate NRM monitoring and evaluation
gpecidis who will act as Head of the M& E Unit. The local subcontractor will provide along-term rurd
sociologist/socid andlyst familiar with monitoring and evaluation to ensure that the socio-economic
dimensions of natura resources management are properly accounted for in the work of the Unit.

Monitoring and eva uation will take place a severd levelswithin the project: locd level, component
level and nationd level. In each case during the mobilization phase of the project, a specific Scope-of-
Work will be prepared for each leve to link them together in a coherent and effective system. These
SOWs will be based on the indicative list of monitoring and evauation activities described below. Find
preparation of the detailed implementation plan, especidly for the watershed component for a which a
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proposal leading to a COAG is expected, must necessarily occur before the M& E system activities can
be completely designed.

B4d. M & E Activities

Within the Integrated Watershed Management Component, the firsd and most
important step for theM & E system beginsat thefield level with the development of the basdine dataand
information essential to understanding the needs, opportunities and congraints to improved natura
resources management. The Community Organization and Diagnosis activity to be carried out
progressively in each watershed will provide a wedth of data and information for the socio-economic
dimengons of this basdine.

To thiswill be added the biophysicd, land-use and NRM problem analysis data and information
compiled as the result of the Watershed Management Planning activities, aso to be undertaken
progressively in each watershed. Thisdataand information will be used to expand and enhancethe exigting
watershed profileinformation currently availablewith CARE under the COMPDA component of HAD 111.
Asthis data and information becomes available, the following more specific activities are foreseen:

I Not dl of this primary data and information can or should be used for theM & E system.
Therefore, one of thefirgt steps of the Unit will be to examinethis dataand select the most
important parameters for theM & E moddl.

1 There is dso some posshility that a great ded of information gathered under the HAD
Project and currently stored in SPSS software files might also be useful tothe M & E
sysem. This data must be accessed and reviewed.

1 Based on the data compilation and andysis, aprdiminay M & E system modd will be
developed and an operationa manua for its use prepared.

! Traning programs for field-level staff and component managers in the gpplications and
implementation of the M & E mode will be carried out.

1 Copies of the aerid photography and the large-scae watershed base maps prepared as
part of thewatershed planning exercise may be used to establish aproject level geographic
information system.

1 Periodic M & E reports and a summary report at the end of the implementation year, the
latter as the result of the community level evaluation exercises will be prepared for each
community and summarized for each watershed. The M & E system will be specificdly
designed to track progressin accordance with the project field implementation year.
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The watershed level M & E reports will serve as abasis for an overdl component M &
E report to be submitted to the Project Committee and USAID/Guatemda.

Given the progressive nature of the watershed management planning activitiesforeseen as
part of the phased-in implementation of fidld activities, theM & E Unit will find the means
to improvethe M & E system modd over the life-of-the-project.

Short-term consultant specidists will be brought on-board as needed to further anayze
certain monitoring parameters and corroborate their usefulness. Every effort will be made
to make the system both user-friendly, feedback responsive (two-way) and efficient. It
should carefully avoid the burden of datalinformation collection not directly relevant to the
needs of the project.

For example, specid atention will be given to developing a disaggregated system of
reporting on area treated -- distinguishing (as recommended in the Shonder report) types
of interventions and avoiding mideading double/multiple counting on ngoverd| area
impacted. The overdl objective will be to estimate the progress made in achieving
improved natura resources management, in this case, theimpact of sustainable agriculture,
s0il and water conservation, agroforestry, forestry and other interventions, which in the
aggregate provide a gauge of the progress in bringing stability to the watershed. To do
otherwise, isto compare gpples with oranges.

Additiondly, as part of the verification of achievement of the NRM Strategic Objective,
and to corroborate the development of local community based capabilities, the percent of
targeted users gpplying improved NRM practiceswill bereported. A particular objective
of this more integrated and community based watershed component under CNRM isto
rase the percentage of watershed residents applying such techniques well above the
modest numbers obtaining under COMPDA.

Here again, however, adisaggregated and weighted performance indicator system should
be developed s0 as to avoid mideading impressions of the levels of achievement of this
important objective of participation. For example, rather than smply counting the number
of heads of households participating, the system must attempt to develop an approach to
sample their overdl commitment to NRM, say by ng the percentage of their
individud holdings benefiting from new practices. In this same regard, gender
disaggregated datawill berequired to ensurethat al ssgmentsof the communitiesarebeing
reached and their potential as participants redized.
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The monitoring and evauation activities rdated to the Policy Component should follow the
procedures described in the Shonder Report (USAID/Guatemada NRM Program Monitoring and
Evaluation Plan by John A. Shonder, pages 17 - 20).2

B4e. Formal Project Evaluation

Only one forma evduation of this project is proposed -- to occur towards the end of the
third year of implementation with the intention of providing the information necessary for the design and
preparation of the follow-up project. This comprehensive evauation should be a tripartite like exercise,
involving representatives of the GOG, USAID and an independent evauation team. The independent
evauation team should be comprised of both socid and ingtitutiona analysts as well as personnd familiar
with the technological dimensions of natura resources management.

Thetiming of the evauation should be linked to the activities of the project'simplementation year,
i.e,, hopefully to take place during the same period when the community watershed management
committees are carrying out their own annua sdf-evauation exercises. This will enable the combined
evauation group to obtain direct information and inputs from the participants (men and women) about the
work of the project, it achievements and its problems. It will also provide afirst hand opportunity to
observe the effectiveness of the community organization and participation process.

B5. Cost Estimate and Financial Plan

Theoveradl cogtsof thisproject are estimated at U.S.$ 0.0 million. Funding sourcesfor thisbudget
may be broken down as follows:

1 USAID $ Grant $
! GOG Counterpart budget $
! Care Matching Funds $
! Peace Corps $
1 ROCAP Service $
! Watershed Communities: Participation and Labor $

This cost estimate may be further broken down by component and principa activities asfollows:

USAID may wish to use these passages from the Shonder Report adapting them to the redlities of
the policy component asfindly elaborated. An important part of the evauation will be assessing
the degree to which the policy review and analysis process is of relevance to the congtraints
experienced in the implementation of integrated watershed management a the field leve.
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B5a. Integrated Water shed Management Component

CARE will receiveaU.S. $4.0 million grant under a Cooperative Agreement. Theamount
is expected to cover the following budget lines and amounts:

! International Personnel $

! Loca Personnel $

! Commodities $

! Traning $

! Operating and Adminigtrative Costs $

! Travel and Per Diem $

! Adminigtrative Support- Overhead $

! Evauations and Audit $

! Inflation and Contingencies $
TOTAL $ 4,000,000

Inaddition, CARE will contribute matching fundsin the amount of $ over thelifeof the

project. The GOG contribution in the form of in-kind personne services for DIGEBOS and DIGESA
personnel involved in the project and operationd expenses related to their participation will be
Q , equivalent at the present exchange rate of Q5.3/U.S$to $ . The Peace Corps
will provide up to 20 volunteers over thelife of the project (80 person/years) equivaent to $
Community resdents will aso make asignificant in-kind contribution to the implementation of the prOJect
intermsof their time and labor for local level program management and implementation. Although difficult
to estimate with exactness, this contribution will be on the order of thousands of person/days
which at the present opportunity costs ( /day rural wage) has avaue equivdent to $

B5b. Policy
USAID/Guatemdawill procurethe services of aU.S. based contractor (profit/non-profit)
with a local subcontractor to provide technical assstance and adminigtrative, implementation and

management servicesin support of thiscomponent. The estimated costs of the contract services associated
with this component by category are asfollows.

1 Long-term technicd assstance. Senior NRM Policy Advisor/Chief-of-Party. 4
personlyears: $800,000

! Short-termtechnica assistance. Specidized consultants (expat/loca). 24 person/months
@ avg. cost of $10,000. per person/month: $240,000

22



Operationd funding:
! in-country training and dissemination (50/75/75/100): $300,000

! policy studies (local contractors). 10 to 20 studies at $30-50 thousan@sa6:000
Offshoretraining. 2 M.Sc.: $80,000

Administrative (loca hire Senior Project Administrator and two secretaries):  $80,000

Office Rentd (Project Office): $96,000
Commodities (1 vehicle, computers, office equipment, furniture, etc)®: $300,000
TOTAL $2,396,000

Inaddition, CONAMA will be asked to provide the services of 1-3 officersto work aspart of the

secretariat to the Policy Working Group. These GOG in-kind costs, amounting to an estimated 8
person/years tota plus some operationa funding for the component are estimated to be equivalent to

$

3

It may well be possible to use much of the equipment purchased under the HAD Project for these
purposes.
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B5c. Monitoring and Evaluation Activities
The same contractor mentioned above will also provide technica assstance and
adminigrative and implementation services to daff and support a project monitoring and evauation unit.
The locd subcontractor will provide dl local hire services required for this unit. The estimated codts of
these activities under the contract are as follows:
! Long-term technica assstance. NRM M & E Specidist (expat). 4 person/yebff0,000
! Long-term technicd assstance. Socid Andys (locd). 4 person/years. $160,000

! Short-term technical assstance. Specidist consultants (expat/loca). 18 persorymonths

@ $10,000. avg. cost per month: $180,000
! Operationd funding: $100,000
! in-country training

! andytica sudies
! publication and reports

! Administrative/Secretaria Support: $48,000

! Commodiities (1 vehicle, computers and office equipment, furniture, etc.):  $150,000.

TOTAL $1,438,000

The GOG will be encouraged to designate an officer from both DIGEBOS and DIGESA to work

with the Monitoring and Evauation Unit. The costs of thesein-kind personnd contributions amounting to
8 person/yearsis estimated to be equivaent to $

B5d. Management Support

Adminigrative, financid management and secretarid services will be required to provide

some support to the watershed management component and in generd to facilitate the smooth

implementation of the project asawhole. This Unit will be patterned after, at a much reduced scale, the

present UAP of the HAD Project and will undertake smilar support functions. The following codts are

foreseen:

! Adminigtrative, Accounting and Secretarid staff. 12 person/years (local): $72,000
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GRAND TOTAL USAID $FUNDING $7,906,000
Tablel
Budget Summary and Financial Plan ($000)

USAID Total GOG Funds
Component | LC USs USAID LC Total
1.
Policy
2.
Watershed
3.
M&E
Tablell
Summary Expenditures by Fiscal Year ($000)
Fiscal Year USAID GOG Total
1994
1995
1996
1997
Tablelll
M ethods of Implementation and Financing (US$)
Method of Implementation | Method of Payment Amount
1. Technicd Assstance
Prime Contractor Direct Payment
2. Cooperative Agreement
CARE/Guatemda Grant
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B6. Implementation Plan

As has been mentioned e sewherein this project paper, this project'simplementation calendar will
indude a mobilization period expressy dedicated to putting in place the more intensive integrated
watershed management gpproach -- emphasizing community organization, locd level watershed
management planning and the wider array of technologica interventions essentid to full participation and
high levels of impect.

However, and most importantly, the on-going efforts begun under COMPDA must continue
without pause in order to maintain project momentum and keep the interested watershed residents fully
engaged until the new gpproach can be brought to bear in their particular watersheds. During this period
aswdl, DIGESA personnel will join the CARE, DIGEBOS and Peace Corps extension and promotion
field gaff to begin widening the array of technologicd interventions available to the resdents.

The expected outcome of the mobilization period, asrelaesto integrated watershed management,
and for which CARE will bring on board specidist consultants, isto e aborate the preliminary mode of this
new more intensve gpproach. Community Organization and Diagnosis and Watershed Management
Panning Teams, acting in a synchronized way (as discussed above) will do the following:

a Prepare the basic promotiona materids for explaining the new approach to community
residents.

b. Develop the community organization and diagnosis methodology and field test it.

C. Compile socio-economic and community data and information for the planning basdine
and to use with the monitoring and evauaion system.

d. Acquirelarge-scae agrid photography (1:5000) for afew samplewatersheds asthebasis
for watershed management planning.

e Develop a smple land-use cgpability classfication system.

f. Develop the watershed management planning methodology and fidld test it.

s} Acquire the necessary additiona equipment and commaodities.

h. On the basis of the outcome of the test watershed management planning exercises, carry

out more detailed planning of the working relationships between CARE, DIGEBOS,
DIGESA and Peace Corps.
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I. Prepare adetailed work plan for the continued development of the new approach and its
incorporation and use in the other project watersheds.

B7. Summary of Project Analyses

To be prepared by USAID once dl the analysis have been performed.

SECTION I11C: PROJECT DESCRIPTION

POLICY COMPONENT

C1. Introduction
Cla. Problem statement

Guatemdas rich natura resource base, composed of land, water, forests and
fisherieslaquacuture, contributes over 80% to the GNP and provides employment to 70% of the
population. Disturbing trends have occurred over the last decades including serious soil erosion,
deforestation, watershed degradation, lossof biodiversity, and pesticidemismanagement. Accel erating rates
of natural resource depletion are contributing to adeclinein productivity and increasing poverty especidly
intherura areas which if dlowed to continue may serioudy jeopardize long term economic and politica
development.

To date, efforts to address these problems have come in the form of technica interventions such
as forest plantations and soil conservation and targeted programs like watershed and protected area
management. These responses have produced mixed results, especialy when viewed from the perspective
of thedramatic growthin total areadegraded or deforested irrespective of theseinterventions. At the same
time an unsupportive policy environment, week ingtitutional arrangements and a lack of awareness
contribute to a situation where even the best designed interventions often do not achieve their resource
management objectives.

Guatema as resource management problemsare smilar to those found e sewhere in the devel oping
world. Increased attention to these problems by scientists, economigts, ingtitutiona and policy specidists
from academia and the international donor community suggests thet there are a number of specific issues
which require immediate attention. These include:

I. the establishment of legd and policy development process which adequately

accounts for the value of resources under a system where there are many users
and multiple benefits,
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i. the building of indtitutiona capacity through human resource development and the
edablishment of clear guiddines for policy implementation, monitoring and
enforcement; and

il decentraization of authority and decision making over resource management to the
municipa and community leve.

The Guatemalan Congress and the Office of the Presdent play a centrd role in natura resource
policy development and implementation. (See organigram 1.) To alarge extent this processis based on
the design of a body of law (i.e, Ley Forestal or Ley de Proteccién y Meoramiento del Medio
Ambiente), reglamentos or pecific rules governing the use of resources based on technicd input (i.e,
prohibitions on tree cutting), and di sposi ciones municipal es, which alow municipditiesthe right to manage
resources such as water and publicly-held lands.

The formulation of legidation takes place on an ad hoc bassand with little"andytica” or "popular”
input into the process. Those interests with the access and power to influence the process are the most
important input into the design of laws. For example forest sector policies are often designed without
reference to the role of forestsin watershed protection or as acomponent of a broader ecosystem which
provides numerous non-timber benefits. Policies designed to support resettlement or colonization often fall
to evaduate the suitability of the land for agriculturd purposes.

Clb. USAID Interest in Natural Resource M anagement Policy

Insupport of the LAC Bureau'soveral development objective of broad based economic
growth, the Mission has consolidated its various natura resources management activities into a focussed
program defined by its Strategic Objective of Improved Management of the Natural Resources Base
for Productive and Conservation Purposes. The key policy areas to be supported by the Misson
include: (1) theidentification and application of gppropriate incentivesfor local community management of
natura resources and (2) assisting in the process of legidative reform and inditution building at the nationd
leve.

Ongoing project activities like the Maya Biosphere Project (MAYAREMA) and the Highlands
Agriculturd Development Project (HAD) are examples of activitieswhich addressthe Strategic Objective.
The Misson has dso defined three specific outputs deriving from the Strategy:

P People: increased use of NRM plans and practices.

P I ngtitutions: increased use of environmentaly-sound plans and activities.

P Policy: improved NRM policy environment.
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The Community Natura Resources Management project (CNRM) will undertake a series of
activities which build on the Mission strategy and are targeted towards the key policy areas. The policy
component representsanove approach by establishing the conditionsfor participation by different interests
at the nationa and locd level in order to:

P improve policy diaogue and policy avareness,

P define a policy agenda,

P edtablish aprocess for policy andys's, and

P undertake education and training for policy implementation.

C2. Component Overview
The objectives of the CNRM policy component are to:

I. encourage policy didogue, andyss and implementation in natura resources,

i. encourage the inditutiondization of the policy process and improve coordination
among participating organizations,

. provide opportunities for wider participation in policy didogue;
V. edtablish apolicy agendawhich reflectsthe diverseinterests of resource users, and

V. where appropriate, encourage the decentralization of resource planning and
management to the local level.

Therewill bethree mgor activities undertaken during the policy component of CNRM: (1) Policy
Inventory and Agenda, (2) Policy Andysis, and (3) Policy Implementation. Although these activities will
be interactive and iterative from the outset of the CNRM, they help to organize sub-activitiesand suggest
aproject structure required to carry them out. (Seefigure 1.)

Theinitid gructure of andydsisestablished by the policy inventory (problem identification, policy
identification, indtitution and stakeholder andlysis, policy assessment, and policy dternatives, and analysis
priorities). Theseare continuous categories of activitiesaswell aswaysto provide asystematic information
format throughout project implementation. There will be four key eementsto al project activities:

I. adaptation and refinement of RENARM Green Book tools to the Guatemalan
context,
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. participation by Guatemaans in the design, implementation, and review of the
assessment, analysis and implementation activities,

il adud/interactive set of activities a the nationad and community levels, and

V. monitoring and evauation indicators integrally incorporated into al project
activities.

C3.  Project Activities
C3a. Padlicy Inventory and Agenda

The initid phase or activity of the Policy Component will be a Natural Resource Policy
Inventory which includes the following steps: (1) Problem Identification, (2) Policy Identification, (3)
Indtitution and Stakeholder Identification, (4) Policy Assessment, and (5) Identification of Policy
Alternatives and Andlysis Priorities* Each of these steps is described in more detail below.

This phase should take the first sx months of the project and be performed by a policy inventory
team composed primarily of Guatemalans. The team leader should be a naturd resource economist or
policy expert. This team will be composed of specidists from policy areas which are likely to be the
focussed on during the andlysis and implementation phases. The team will dso work closdy with key
members of the" Core Implementation Team" whose activities are detailed in the following section.®

The process should be highly participatory and include community level policy assessment activities.
The outputs of thisactivity will be acomprehensve description, assessment and ranking of policy andyss
to be performed throughout the CNRM. The document can be called the Guatemal a Natural Resource
Policy Assessment and Analysis Agenda.

The document will aso include a compendium of laws and policies, the roles of different GOG
inditutions in the lega/policy process, and the initid policy agenda to be addressed during the policy
andyss phase. Thisdocument can also serve asastructure which can be updated asthe CNRM produces
andyss improving our understanding of problems, policies, etc. Scopes of work for policy anayss
activities a the nationd and community level will result from this activity.

4 A detailed description of the methodology to be utilized in this phase of the component can be
found in Attachment | of this section.

®  The DESFIL team's recommendation for the "Core Implementation Team" is detailed in the
Ingtitutiona/Adminigtrative Andyds (Annex i.) of this document.
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The initid phase will dso st in place a process for the policy analysis and policy
implementation phases. A key dement of the process will be the identification of members of the
"Technicd Andyss Committeg" (TAC), the development of criteriafor the selection of activities based on
the Policy Inventory and Agenda, and the specific administrative requirements for selected activities.

C3b. Policy Analysis

The policy andysis agendaidentified abovewill beimplemented after theinitid sx months
of the CNRM. The TAC, composed of gppropriate and interested members of the participatory
assessment process, should have a review role over scopes of work and anadysis results.  Participant
working groups should be organized for each andyss activity. Each andyss should have as dements
induson of basdine indicators delineated in the policy inventory and a dtrategy for dissemination
(workshops, seminars, publications).

As mentioned above, asummary of the results canbeincluded in periodic (annud) revison of the
base document. This can aso dlow for overal review of priorities Snce the initid structure of problems
and policies can be expected to change over time aswe learn more (in part from anays's) and the Situation
changes. Activities a the national and community levels should have overlapping design or mandates and
perhaps have team members in common between the two activities.

The range of problem and policy issues suggests that andysis will be performed by alarge and
diverse st of individuas, expatriate and Guatemaan, government, private, and NGO. The Core
Implementation Team will be responsble for management of process and outputs, but will farm out actua
anadysis activities to agppropriate entities based on criteria such as cogt, inditutiona interest and capacity,
past performance, etc.

Over time, andys s activities may become concentrated in those entitieswith superior performance.
The core team should have a base in both the public and private sector in order to facilitate participation
and ownership by both inthe CNRM Policy Component. Whilethiswill makeinitial implementation more
complicated, it provides for a more flexible long term Structure.

C3c. Policy Implementation

From a donor point of view, policy didogue will be greetly facilitated as information
relevant to the Strategic policy objectives becomerefined by CNRM outputs. Clearly at some point inthe
future, policy changeswhich promote sustained resource management at the community and resource-user
level will need to be identified and implemented. In order to achieve this goa, the CNRM, by adopting
a highly participatory approach to setting the policy andyd's agenda and reviewing the results, will build a
demand for the outputs of policy andyss.
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Educationd activities based upon the Guatemalan Natural Resource Policy Assessment and
Analysis Agenda and its periodic updates (perhaps on the desks of newspapers) aswell asmore focused
specific outputs of andys's, will broaden the base from theinitid (and evolving) set of direct policy andysis
participants. The adaptation and refinement of the RENARM Green Book tools (anays's, manua, and
decison maker workbook) into Guatemalan-specific contexts will dso dlow for wider dissemination
activities of those Guatemalan oriented products into classrooms, libraries, etc.

The CNRM project with its highly participatory gpproach to setting the policy analysis agenda
addresses some of the key bottlenecks in the current policy process. inadequate and incomplete
information/analysis on the role and impact of GOG policiesin resource sectors (land, water, and forests),
and lack of participation by resource usersin policy diaogue, reform and implementation. In other words,
the approach attemptsto take a highly centralized top-down process characteristic of thelast few decades
and increase the "inputs’ (information/analys s/participation) into decison making.

Thisis not to suggest that CNRM will reverse the process (bottom-up), but will attempt to build
on some key GOG and donor agency interests (decentraized public investment and management and
democratization), which encourage the growth of aboarder spectrum of ideas and approachesto resource
management than was previoudy the case,

C4. Key Elementsof the Policy Component
Cd4a. RENARM Green Book

Usethe RENARM Green Book as a foundation and launching vehicle as well as a
process and structurefor project activities. Past work for ROCAP/RENARM by Abt Associatesthrough
APAP I, and currently through DESFIL, will provide information and a process which can be readily
adapted and refined to the Guatema an context. This adaptation can range from anarrow use of the Green
Book documentsto perform apolicy inventory to amuch wider usein policy anadysis and implementation.
This structure implies a use of the concept and tools known as the RENARM Green Book, but does not
require involvement by Abt or DESFIL in Project implementation. Continued interaction with on-going
RENARM activities will be mutudly beneficid.

C4b. Participatory Approach

Useaparticipatory approachto build aclientde, definethe agenda, increaseinditutiond
capacity, etc. Participation should be an integrd part of the policy inventory process (problem
identification, policy identification, ingtitution and stakeholder identification, policy assessment, and policy
reform and research design).  Subsequent andysis activities should have systematic review of research
design and results (at both the community and nationd level).
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Both the use of policy andyds and participation in the policy making process are rdatively new
activities which will need support by the CNRM. Initid participantswill include representatives of public
and private inditutions as well as sakeholders a the nationd and community level. In the policy andysis
activity, thisgroup will be expanded through working groups focused on the more narrowly defined areas
of anadyss and more specific stakeholders. In the policy implementation phase, the educationd tools
resulting from the andlys's and working group activities will be disseminated to the broader public which
will result in more potentid participants for future analys's activities as well as building a demand for the
results of andyss.

C4c. Interactive Activities

Major component activities (policy inventory and agenda, policy analyss, and policy
implementation) will each havedual and inter active sub-activitiesat both the national and community
levels. For example, the policy inventory will include policy oriented participatory rurd appraisas.
Ingtitutional mapping can address Smilar issues a nationa and community levels, as can stakeholder
andyss aswell asempirica observations about policy effects desegregated to community and aggregated
at nationd level. Thisshould beviewed asanimportant experimenta e ement in the project Sncethenotion
of community input into the policy making processin Guatemaais at an early stage. Indeed, an important
dement of the analys's agenda should be how locad communities and government can better interact for
improved resource management.

Membership on loca committees may be but one eement of this solution. The design of andlys's
activities and working groups and the kinds of information produced under policy implementation should
be judged on whether they meet the dud/interactive national and community objectives of the policy
component. The CNRM project should not rely solely on input from the CARE watershed management
activities as the source of interaction between the policy component and their activities, but should
encourage input from other Mission supported (i.e., Mayarema and GPS) and donor-funded projects.

C4d. Monitoring and Evaluation

Monitoring and evaluation (M & E) will be incorporated into the policy component
design from the outset in the policy inventory and henceforthin policy analysisand implementation activities.
Specific indicatorsfor policy and ingtitutiona change will be defined within the project asthose policiesare
identified. Guatemdas relevant definition of biophysica and socio-economic indicators will occur in the
policy inventory process. Indicatorsof improved natural resource practices can deidentified and assessed
in the palicy inventory with input from the HAD and CARE watershed management activities.

The objectives of the policy component will require an M&E system which establishes a set of
"processindicators.” The indicators will measure a specific set of goals as described under each activity
(Inventory, Analysis, and Implementation). The methodology for the policy inventory described in
Attachment |. provides an initid set of goas and results on which to base the system. The interactive and
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iterative nature of these activities will dso require the definition of "evauation indicators' for the subset of
activities undertaken in the Anadysis and Implementation phases. The M& E component of the CNRM
Project should develop with the Core team, and in consultation with the TAC, a plan to define the
indicators, measure the results and recommend adjustments during the life of the component.

C5.  Prgject Outputs

Eachoutput isan input into the next activity to creste an expanding indtitutiona demand for and/or
supply of andysisand information in policy formulation. The outputs are tied to the components objectives
and activities and can be specified asfollows:

Cbha. Poalicy Inventory and Agenda Outputs:

CSb.

Chbc.

the updating of the policy inventory and the establishment of a policy agendaand
scopes of work for analysis,

the establishment of a Technicd Advisory Group;

the establishment of working subgroups (water, forests,sustainable agriculture);
and

the establishment of ingtitutional and adminigrative arrangements for carrying out
Policy Andysis and Policy Implementation activities.

Policy Analysis Outputs:

iv.

andysis of priority policies based on the policy agenda;
workshops for key ingtitutiona players,
natural resource policy awareness, and

annud updating of the base document (loose leaf inventory and analyss).

Policy mplementation Outputs:

digtribution of revised document;
educationa programs based on policy andyss,
increased demand for andysis by ministries and other public sector agencies,
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V. increased supply by the private sector and the CNRM project;

V. results of analys's covered by media; and

Vi. improving the opportunity for other donor participation in the policy process.
C6. Project Inputs:

The project inputs detaled beow are consgdered the minimum necessary for achieving the
components objectives detailed above.

The mgor inputs into the policy component include:

Long-term technica assistance $ 800,000
Short-term technical assstance 450,000
In-country education/dissemination 400,000
Policy sudies 500,000
USThird-country training 150,000
Commodities 50,000
TOTAL © $ 2,350,000

This component will require goproximately 48 person months of long-term technica assstancefrom
a natura resource economist/policy andyst to support the activities summarized above. This TA will be
atached to the " Core implementation team” . As presently conceived, the policy andys will dso st
on the "Technica Advisory Committeg” and provide input to the working subgroups as necessary. The
estimated cogtsfor thisactivity are $800,000. Approximately, 24 months of short-term technica assistance
will be financed to support specific training and policy analysis activities directly related to specific policy
areas identified during the inventory or assessment process. The estimated codts for this activity are
$450,000.

This project will dso support a range of in-country environmental education and dissemination
based upon the Guatemalan Natural Resource Policy Assessment and Analysisintheform of courses
and workshops et the national, municipa and community levels. The estimated costs are $400,000 .

Approximately, 8-10 grants will be provided for specific policy studies and dissemination at an
estimated cost of $500,000.

6 Notethat this figure includes the costs of a contractor to administer the contracting process.
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Over thelong-term, efforts to improve policy didogue and stimulate policy reform will be directly
related to improved human resource capacity. The project will support on alimited basis:

a travel and tuition grants for short observationd trips to the US and other Latin American
countries, and

b. 2 long-term scholarships for master's level study in Resource Economics a a US
universty. Qudity programs in this are can be found at the University of Michigan,
Universty of Cdifornia(Berkdey), Oregon State Universty, University of Rhode Idand,
and Duke University. Thetota cost for thistraining is $150,000.

Findly, the component will require the purchase of computer hardware and software for use by
the core implementation team. Other communications and audio-visua equipment will be required for
training and dissemination. The estimated cogts for this equipment is $50,000.
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ATTACHMENT I.

A METHODOLOGY FOR POLICY INVENTORY AND AGENDA

A. POLICY INVENTORY COMPONENTS
There are five mgor components to conducting the palicy inventory:
1. Problem Identification

The identification of socio-economic and biophysica problemsrdated to the use of natura
resources and the environment establishes in part the scope of the subsequent policy analysis. Theinitid
range of the problemswill result from thefocus of the CNRM on watershed management and related i ssues
of agriculturd, forest and protected areas management. Identification of problems aso provides a
framework for organizing the policy assessment and facilitating the steps which follow.

Problems might also be organized around resource types (soil, water, trees, etc). It will be
important to define problems both & the nationa and locd levels and define to whom and how they are
problems since one person's problem may be another person's benefit. In addition, resource use problems
often have atime or intergenerationa aspect where current use deprives future use.

Participation at both the national and loca level should commence from the outset by having
reviews or a draft problem description by participants before information gathering commences. Initid
participants will should be public and private interested parties as well as stakeholders from nationd and
community levels. The inventory team would then gather information from existing secondary sources as
well asfrom resource usersa variouslevelsand provide adraft problem description for participant review.

Participantswill review andinitidly rank problems. Initid policy groupings can aso be established
usng the RENARM Green Book taxonomy. In effect you create a matrix where columns are the
problems, the taxonomy established the rows and theinitial content of the cellsis provided by theteam and
participants in the form of Guatemdan palicies (and ingtitutions).

Bio-physical and socio-economic indicators and the stakeholder groups so affected should be
sketched at this point and elaborated and detailed throughout subsequent activities.

2. Policy I dentification

This gep identifiesde jure and de facto policies and regulations of both public and private
inditutions &t the regional, macroeconomic, sector, subsector and community level which affect the naturd



resource base and problems identified above. The main objective(s) and/or outcomes of the respective
policies and regulations will be stated. The anadytic structure and questions guiding the inventory are
provided by the RENARM Green Book.

The team should aso identify and incorporate Guatemaan experience and amend or expand the
taxonomic structure of the RENARM Green Book as appropriate. Using the taxonomy the team will
sysemdicdly identify the content of mgor policies through an examination of secondary sources and
interviews with stakeholders in the public and private sector. A series of questions keyed to the andysis
of the RENARM Green Book can facilitate field activities.

At the sametime as policies are being catal ogued, the team should devel op and implement apolicy
oriented participatory rurd gppraisa (PRA) seeking to understand the on-ground effects of nationd
policies. ThisPRA should be targeted at the AID project sites, CARE and MAYAREMA, and work
closely with closdy with other project personne. The team will dso need to be aware of the
interdependencies between policies at both the nationd and community levels and describe those
interactions through brief case studies. Aswith problem descriptions, the stakehol ders (winnersand losers)
should be identified with the policy.

The results of this cataoguing process should be reviewed by participants for accuracy and
completeness at both nationad and local levels. Again, a ranking process on more and less important
policies should occur. Tables summarizing key policies by problem area can then be prepared and
henceforth serve as a basdline description of the policy Stuation for a given problem.

3. Ingtitution and Stakeholder Identification

At the same time as policy identification, the identification of the public and private
inditutions which make or implement the respective policies and regulations should occur. Thisdescription
outlinesreativerolesand responsbilities of relevant government and private sector indtitutions. Inditutiona
maps for both policy categories and problem categories can be prepared by appropriate members of the
inventory team which describe the ingtitution, its composition, its role, key actors and key stakeholder
groups affected by the indtitution.

Moreover, detailed descriptions of the most important ingtitutions should contain historica
background, an assessment of the strength or weakness of theingtitution with respect toitsrolein resource
use issues, and other empirical evidence of relevance likely to arise in the information gathering process.
For example, governmenta and parastatal forest operations have been sgnificant and costly eements of
forest policiesand the background and performance of these may beimportant enough to describein detail.



Particular atention should be paid to inditutiona bottlenecks and conflicting mandates. This
information can be reviewed at the same time and using the same methods as the policy identification
process. Smilarly, inditutiona mapping activities should be implemented at the community levd and a
comparison made between nationa and community level Situations, as well as across communities.

4, Policy Assessment

It will be necessary to make a preliminary quditative assessment of the impact of these
policies and regulations on each of the naturd resources. The assessment should identify and discuss
linkages, intentiond and unintentiond, between policies and inditutions identified in steps (2) and (3) and
the problemsin step (1). The assessment should a so identify the important trade-offs between short- and
long-term economic, welfare, and environmental impacts of the current policy regime. The effects of
policies or policy changes on different stakeholders should aso be addressed.

The RENARM Green Book provides a summary andyss which can facilitate initid policy
assessment. It will, of course, be necessary to adapt and refine the assessment to the Guatemal an context.
Itislikely that the current understanding of policy/problem interactionsmight at best be one of identification
of the direction (positive or negative) of the rdaionship. The team and participants jointly may have to
address the magnitude (and hence priority) of the relationship.

The inditutionad mapswill help the process of identifying the cumulative effects of aset of policies
ontheresourcebase. (Thenext draft of the analysis part of the Green Book will have an andyticaly driven
index which will help to identify cumulative effects. Clear identification of stakeholderswill be needed to
make policy analyss and reform priorities trangparent.

The inventory team should present this andysis for participant review of content. Particular
problem or policy subsets should be reviewed in detall by appropriate working groups of participants.
Those groups should reflect nationd and community level input.

5. Policy Alternativesand Analysis Priorities

This step identifiesthe main policy dternativesand both reform and andysisagendas. This
requires an aggregeate ranking of the problem areasin terms of relative importance and identifying which
exiding policiesif changed, or new policies if adopted, would have the greatest impact on the problems
identified. The process dso involves making trade-offs among multiple objectives. Participants, loca and
nationd, involved throughout the process can respond to a proposed ranking drafted by the policy
inventory team.

Thefind dement of the RENARM Green Book will be adecis on-maker workbook for designing
policy drategiesand identifying further andysiswill beavalableto useinthisactivity. Thistool can be used
for periodic review of progress and changes in the Stuation.



This step completes a process and a product. The process is designed to develop through a
participatory structure and joint nationa and community and field activities a coherent strategy for policy
andysis and Guatemaan demand for and ownership of policy andyss and reform. The product will be a
document composed of five chapters based on the five activities herein described.

This document can be disseminated in aloose-leaf notebook form and updated periodicaly with
the results of policy andysisor pontaneoudy asthe situation requires. Theinitid document (caled perhaps
The Guatemalan Natural Resource Policy Assessment and Agenda) will provide a format for both
keeping people informed and for tracking progress (through basdine indicators) of progress. In addition,
scopes of work for policy andysis activities will be prepared at the conclusion of the policy inventory
process.

SECTION IV: COST ESTIMATE

BUDGET SUMMARY: USAID FUNDS

A. I ntegrated Water shed Management Component

CARE will receive a U.S. $ 4.0 million grant under a Cooperative Agreement. The amount is
expected to cover the following budget lines and amounts:
International Personnel $
Loca Personne
Commodities
Traning
Operating and Administrative Costs $
Travel and Per Diem $
Administrative Support- Overhead $
Evauations and Audit $
Inflation and Contingencies $

& B B

TOTAL $ 4,000,000
B. Policy Component

1 Long-term technicd assstance. Senior NRM Policy Advisor/Chief-of-Party. 4
personlyears: $800,000

! Short-termtechnica assistance. Specidized consultants (expat/loca). 24 person/months
@ avg. cost of $10,000. per person/month: $240,000



Operationd funding:
! in-country training and dissemination (50/75/75/100): $300,000

! policy studies (loca contractors). 10 to 20 studies at $30-50 thousan@sag;000
Offshoretraining. 2 M.Sc.: $80,000
Administrative (loca hire Senior Project Administrator and two secretaries):  $80,000
Office Rentd (Project Office): $96,000

Commodities (1 vehicle, computers, office equipment, furniture, etc.)’: $300,000

C. Monitoring and Evaluation Activities

Long-term technicad assstance. NRM M & E Specidist (expat). 4 person/yeb860,000
Long-term technica assstance. Socid Andys (locd). 4 person/years. $160,000

Short-term technical assstance. Speciaist consultants (expat/locad). 18 person/months

@ $10,000. avg. cost per month: $180,000
Operationd funding: $100,000
! in-country training

! andytica sudies
! publication and reports

Administrative/Secretaria Support: $48,000
Commodities (1 vehicle, computers and office equipment, furniture, etc.):  $150,000.

TOTAL $1,438,000

D. Additional Administrative Support

Adminigtrative, Accounting and Secretarid staff. 12 person/years (local): $72,000

"1t may well be possible to use much of the equipment purchased under the HAD Project for these
purposes.



E. GRAND TOTAL USAID $ FUNDING $7,906,000
ANNEX i(a): TECHNICAL ANALYSS

INTEGRATED WATERSHED MANAGEMENT COMPONENT

A. I ntroduction

Logicdly, it is hard to take issue, from atechnicd feasbility standpoint, with a project which has
been specifically designed to do pilot work leading to a better foundation for larger scae activities.
Although many of the techniques need to befie d-tested under red life conditionsin close collaboration with
dient farmers, littleis S0 new asto give pause as concerns the overdl technicd feasbility of the integrated
watershed management component.

The issues are in essence ones of approach and strategy-- making the trandtion from the ongoing
agroforestry oriented watershed extenson project to a community-based, integrated watershed
management project. Theingitutiond willingness and commitment (seetheinditutiond andyss) among the
principa implementation agencies exists and that is half the battle. None of the matters discussed below
cdl into question the technical feasbility of the component. They are, in the main, suggestions and
recommendations about the gpproach or direction of certain activities anticipated under this component.

There are cartainly some unknownsinvolved in the implementation of thiscomponent of the CNRM
project but the only antidote is field experience. This is one of the reasons why the monitoring and
evaudion activities have intentionaly accorded such high profile.

B. A Vision of Watershed Management

Stable watersheds can be defined in terms of both their on-site conditionsand their off-siteimpacts.
Within the watersheds, themini-riego stes established to raise agricultura productivity and farmer incomes
will need continuing and reliable water supplies. Further upstream, loca users need economicaly and
ecologicdly viable agricultural and natural resources management technologiesin order to continueto earn
therr livelihoods, in a given year and for yearsto come on theland they own and occupy. Off-siteimpacts
indude declining or irregular water flows for downstream users or the socid disintegration among the
watershed communities who migrate to new areas or to the cities.

In many of the watersheds currently being treated by CARE/DIGEBOS/Peace Corps, under the
HAD Watershed Component, the negative correlation between potentid use (land capability) and actud
use clearly portends a continuing spira of erosion, disrupted water supplies, declining productivity,
gpreading poverty and socid tenson (seethe Figurein the Technicd Andysis Annex comparing potential
land-use and actua land-use).



Smilaly, population dengties in these watersheds range from 8 to 728 people per square
kilometer. The higher population densities are found in the better watered, volcanic soil areas of the
Altiplano while the lower figures come from the drier areas of the Oriente. Clearly, no Sngleintervention
or single sdlection of interventions can be gpplied acrossthe board. Increasesin population density do not
necessarily lead to degradation dthough there is certainly alimit. Rura people simulated by production
gans and motivated by the marketplace will be more than likely to gppropriately manage even margind
lands. Cohesve communitiesin a cohesive society tend to conserve their natura resources becausethey
are convinced that it isin their best interest to do so.

Tree-planting, ether to rehabilitate small areas or in agroforestry configurationsin agricultura plots
will not be enough. The land currently under agriculture is being cultivated using ingppropriate practices,
some highly productive, but leading to soil erosion, soil fertility losses, increased run-off, land dumps and
landdides, and to the inevitable need to seek new aress for clearing and cultivation, either within the
watershed or dsawhere. Although mini-riego development was targeted at the most productive, less
doping lands at the base of the watersheds, it isnow being pursued spontaneoudy and widdy in many mid-
dopeareas of thewatersheds. The economic and ecologica sustainability of these activities seemsdubious.
Short-term gains will likely lead to long-term degradation. In some watersheds, the spontaneous spread
of mini-riego inthe middle devationsisthreastening and curtailing the water supply to the presumably more
sugtainable mini-riego plots downstream, thus adding an € ement of heightened socid tensonstothe agro-
ecologicd drama.

Clearance for agriculture at the middle eevations, whether for traditiona or non-traditiona crops,
using irrigation or not, is acceerating the rate of degradation and creating the pressures which eventualy
lead to more land-clearing and eventudly to the destruction of the watershed function itsef. From the
market viewpoint, the expanson of NTAES on middle eevations may be increasing commodity supplies
and driving down prices thus jeopardizing the economic viability for al concerned.

It isvery unclear that these moreinformal, mid-dope NTAEsplotsand mini-riegos are receiving
technical assstance aimed a making them more sugtainable, even where such might be possble. While
some evidence of soil conservation practices are evident, much of these seem empiricd in nature and
inadequate to the chalenges of agriculture on steep dopes. The decison to hdt the socid payments for
s0il and water conservation has severely limited the acceptance of these practices and curtailed DIGESA's
former program impact in this area.

CARE and DIGEBOS activities and capabilities have been in large measure directed at tree-
planting and agroforestry. They currently have neither the skills nor the personnel to widen the range of
their assistance to cover the panoply of technological interventions up and down the watershedsto achieve
sudtanability and environmental stability. DIGESA'srolein addressing the need for sustainable agriculture
and soil and water conservation will thus bevitd to the success of the Community Management of Natural
Resources Project.



The choice of technologicd interventions must be maiched to the Ste conditions (mainly soil
condition and dope) and actud land-use patterns-- and very importantly to the socio-economic redlities
of production, consumption and marketing therein. In many cases, while it is possible to "push the
envelope'® in terms of raising sustainable productivity on certain sites, the application of thesetechnologies
will be conditioned by the costs involved and the benefits to be obtained.

C. Popular Participation and Community Organization

The emphasis on the participatory dimensions of the watershed model, one of the immediate
objectives of this component, will be pursued through specific project supported activitiesto organizethe
communities resdent in the pilot watersheds. The reasons behind this community organization approach
and what it can achieve are worth reiterating.

One important consideration is the question of efficiency and impact in technology trandfer. The
human resources trained and available to guide the watershed management process and to promote and
extend it among the watershed inhabitants are presently too limited to alow aone-on-onefarmer/extension
agent gpproach. Mogt extens on agents have been trained in agriculture and natura resources management
and will need much more preparation to work as agents of change within acommunity based participatory
development drategy.

More important, however, and more relevant to the Guatemalan Situation is the need to creste or
rebuild community and locd leve indtitutions that have been directly suppressed or indirectly discouraged
by the decades-long internd struggles, conflict and violence. A potentid spin-off of the community
organizationfor watershed management, if properly implemented will be arenewd of loca conviction and
cgpability among rura people that acting as a community they can themsdves diagnose and resolve
problems. The collective gpproach aso creates the logic for loca empowerment and provides a non-
threstening forum in which people can speak out about topics of concern, hopefully, in this context, for
example, on issues related to the NRM policy framework.

8 The present land capability assessment methodology being used in Guatemalaiis patterned after the
USDA sysem. This system isingppropriate for the highlands of Guatemda It failsto take into
account the wide variety of soil and water conservation, sustainable agriculture and agroforestry
options which makeit possible, again within limits, to utilize landswhich in the USDA methodology
can only be classified as forestry and/or protection Sites. For some time now, there has been a
proposa contained in the Tropica Forestry Action Plan for Centra Americato attempt to adapt
the Costa Rican Land-Use Capability Classfication System developed by the Tropicad Science
Center in San Jose for use in other countries of the Region. This may well be a decison to be
considered under the Policy Component of this project.
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As has adso been stressed repeatedly, natura resources management frequently can only be
addressed through callective decison-making by an organized community. Inmany communities, thereare
commund or community-based natural resources management and utilization issues (eg. water use for
irrigetion, fire prevention, grazing rights and practices, off-farm consequences of degradation) which need
high levels of loca consensus in order to be resolved. Then too, the pervasive spread of degradation
throughout the watershed even though it occursonindividud plots, will be additive and over the long-run,
affect dl of thecommunity resdent there. The destiny of thesewatershed communitiesisinexorably linked,
both individualy and collectively, to the destiny of the natural resources on which they depend.

Working together as a community can adso serve as afoca point for other community-based
collective or cooperative actions, such as communa infrastructure (potable water systems, access roads,
eectrification, hedth clinics and schoals), loca marketing initiatives and for soliciting the services from
government and/or other development projects.

Equaly important is the need for full participationin planning the watershed management activities
to be carried out withthe support of the project. Early and redistic input from participants regarding their
attitudes and interests vis-avisNRM and their expectations of the project can be the starting point for the
community based needs assessment vita to planning. This, in turn, will get the local people thoroughly
engaged and yidd: amore redistic planning baseline, lead to a better sense of the doable and the timing of
activities for both staff and participants, and help broker the choice of technological interventions to be
developed and transferred in the watershed. Once the package of interventions emerges, it will provide
the rationde for the divison of respongbilities and activities among the specidized agencies (CARE,
DIGEBOS, DIGESA, and Peace Corps) involved in the project.

Hndly, through their community organizations, rurd inhabitantswill have avehiclefor participating
inthe policy review processand in providing fie d-informed inputs (especidly quadlitative ones) to the policy
didogue and to the monitoring and evauation system.

D. Axiomsto Water shed Planning

In many watersheds throughout the country, and including some of those dready part of
COMPDA, the population density far exceedsthe potentia carrying capacity of theland. For thisreason,
both project personnd and participants, aswdl as nationa planners and decision-makers, must recognize
that long-term natural resources stability will need pardld efforts to develop off-farm employment
opportunities through the development of the industrid and service sectors of the nationa economy. Land
tenure and land di stribution based sol utions to absorb the excess popul ations of the more fragile ecosystems
will dso need attention.  Likewise, the development of sound land-use strategies for the lowland tropics
of the Peten in order to continue to recelve those interested in colonizing these areas will be necessary.

Failureto recognize these inexorable condraints will only postpone the find reckoning and lead to
greater socid disntegration and natura resources degradation. The cost of rehabilitation and the negative
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impacts on national development-- for both society and natural resources-- will be grester in the future
without affirmative remedid action now. Herein, lies some of the links with the policy component--
watershed management planning can provide quditative and quantitative inputs about rura sector
development options and the need for readjustments.

As has been mentioned e sewhere in this project document, many technologicd interventions are
at hand to increase the sustainahility of current agricultural production practices. Thereisalimit, however,
to what can be done. In some cases, the farmers landholdings may ssimply be too smdl to sugtain the
family, ether in subsstence or incometerms. Many rurd Guatemaans are presently dependent on their
earnings as migrant laborers in the coffee, cane and cotton sectors. Elsawhere, thelandsheld may betoo
steep to permit cultivation of any kind.

The expansion of mini-riego now becoming manifest on dope areas can only represent atrangtory
production gain, destined to sdlf-destruct for both ecological or economic reasons. Soil and water
conservation and sustainable agriculture practices are dso not universdly applicable. They are often more
labor intensive, compelling the farmers to increase their costs of production for crops that were only
magindly profitable to begin with, particularly with the rather disadvantageous marketing conditions
currently reigning in the highland areas of the country.

There are no easy solutions for these dilemmas. Properly executed watershed management
planning, however, can go along way in hdping to ded with them. While the planning activities of this
project must amogt certainly address the near-term, they must as well not loose sight of the medium to
long-term. It would be wise to avoid investing scarce resources (of either the project or the participants)
on areas which because of their inherent limitationsare likely to or should fal outside the future production
schemes of the watershed. The most effective watershed management programs worldwide have
endeavored to match investments to productive potential.

E. Watershed Action Plansand Time Horizons

The Watershed Management Action Plan will encompass severa years of project supported
activities, beginning withsimpler, lessdemanding interventions and moving into more sophisticated onesas
participants are able to absorb them. It islikdy that in most watersheds, the limited time-frame of the
project will not be sufficient to carry out dl of the changes and interventions necessary to bring it toastable
environmenta condition. Technologica imperdtives, nevertheess, should not override the choices by the
participants because of the worrisome condition of the watershed. Real and lagting impact and project
replicability can only be achieved by ahigh leve of community understanding, consensus and capability.

It is highly unlikely, for example, that participants will choose interventions at the outset whose
implementation entails significant production trade-offs to achieve soil and water conservation objectives.
Rurd Guatemdans have seen too many projects come and go without living up to their promised
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achievementsand benefitsto the community. Thishasfortified their naturd tendency towardsrisk averson.
The Watershed Planning Diagnostic Model and the information extracted in preparing a Watershed
Management Profile must take these consderations into account in salecting trestment options.

For example, while radical bench terraces may be the only long-term solution for sustainable
productivity on a certain Ste, loca people may be unwilling or unable to muster the necessary |abor to
ingdl them. Interestingly, off-farm employment opportunities or improved production and income from
amadl-scaeirrigation may provide farmerswith morefinancid resources on which to draw for implementing
agriculture on their more margina upsiream lands. Paradoxicdly, they may have less time to devote to
these lands.

Interim measures may be necessary athough these clearly need to be both agro-ecologica and
economicdly feasble. In many countries, both developed and developing, lands that were targeted for
improved, conservation oriented agriculture because of problems smilar to those of the highlands of
Guatemda, have now been withdrawn from the nationa production equation voluntarily by their owners.
They redized that life in the hills because of the inherent resource limitations was bound to be one of
hardship and bare subsistence, and fortunately, there were other options.

F. Refor estation, Other Optionsor Protection

It may be wiser over the long run, for al concerned, if more passive protection practices were
employed rather than more costly reforestation of dubious productivity and unlikely returns. Why replant
an areawith timber trees, if the dope or soil conditions are such that they should not be harvested in the
future, and if thewatershed function would be just aswel| served through protection. Thisisoften adifficult
concept to grasp for those accustomed to the typically action-oriented reforestation programs of the past.

In many parts of the watersheds, reforestation is being carried out on stes where in the future,
harvesting cannot be permitted. The issue is not so much the role of the treesin arresting the erosion but
therole of the forest. 1n most cases, it isthe understory (shrubs, grasses and leef litter) which protect the
soil and fosters water absorption and retention. Watershed function can more often than not be achieved
by protecting a deforested Site from fire and grazing, activities which in any case will be a necessary part
of thereforestation effort. Planting adense monoculture (particularly with some species such as Eucalyptus
Spp.) can actudly suppressthe understory and increase run-off and eroson. Why invest Sgnificant amounts
($300 to $750 per hectare) of either government or private money to replant a site which should not be
harvested in the future?

On other dtes, non-traditiond revegetation approaches would be more ecologicadly and
economicaly feasble. Direct seeding, planting by vegetative means (eg. "pseudoestacas’ of Gliricidia
sepium) or bare-root seedlings can be used to considerably reduce planting costs. An ideal scenario on
steswhich need reforestation but are margind in nature, would be direct seeding of nitrogen-fixing species
of fast growth which could be harvested on a coppice basisfor both fuelwood and poles, posts and crop
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supports. Throughout the world, projects are using species such as Leucaena spp., Gliricidia sepium,
Cadlliandra spp. and Sesbania spp., species which originate in Centra America, for just these purposes!
It may aso be possibleto rationdize the management and utilization of the middle devation Oak (Quercus
p.) coppices which are now being harvested indiscriminately for the same end products.

Thisfixation with traditiona reforestation (nurseries, containerized seedlings, plantation forestry)
has overshadowed the development of the full potentid of natura forest management. In dl of the above
cases, brokered understandings among the communities to achieve aloca consensus about the need for
protecting these secondary but potentidly productive forest formations will be the key to success.

G. A Comment on FEAT

Some of the early thinking about the role of FEAT as part of CNRM's integrated watershed
management component suggested the expansion of these activitiesto include forestry and natura resources
management extension services in other areas of the watersheds. For a series of reasons, this anadysis
recommends that the continuation, however, of the present focus of FEAT activities, i.e, working with
farmers engaged in the production of NTAEs in mini-riego Studtions, typicaly at the base of the
watersheds.

The importance of their work there including soil and water conservation measures as water
becomes more scarce, and particularly on agrochemica use, will dso have important implications for
environmentd stability. Improved marketing conditions for smal holder producers will dso be a ussful
objective of these activities so that the participants are able to capture the full income benefit of ther
increased production.

Theissueof agrochemical usedeserves specid attention here. The present arrangementsfor FEAT
extensonists working with small producers on the forma mini-riego plots to improve their agrochemical
use is one of the mitigation recommendations associated with the HAD 11 Project EIA and isaso part of
the EIA for this project. The technology transfer activities related to avoiding the negative impacts of
agrochemica use can be used as models to train extension and promotiona staff who will beworkingwith
other farmersin the upstream aress. 1t should aso provide the practica context for the training of agro-
service store personnd who sdll these products to the farmers.

One of theimportant reasons for this recommendation is dso the difficulty of linking paymentsto
extensonists with production/income gains fromthe dower gestating NRM type activities. An exception
might logically be private sector consulting services to forest owners in the preparation of forest
management plans. These planswould facilitate obtaining the requisite permitsfrom DIGEBOSfor rationd
but highly remunerativeforest utilization. Thisfield, itstechnology and the regulatory framework, however,
needs more development before it can be replicated by the private sector. CARE's efforts in forestry
management, both in CNRM and in other projects, may lay the basisfor amore substantive consideration
of the policy of private sector forestry management consulting services towards the end of this project.
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ANNEX i(b): TECHNICAL ANALYSIS

POLICY COMPONENT

A. Background

A consensus is emerging among policy makers and devel opment practitioners that recognizesthe
important role of policy development and implementation in natural resources management. \Well designed
technical interventions such asthose proposed in the watershed management component of the Community
Natural Resources Management Project (CNRM) require a supportive policy environment to achieve
resource sugtainability and a maximization of economic benefits over the long term.

At thesametime, most devel oping countries, including Guatemala, lack the ingtitutiond, human and
financid resources to adequatdly prepare laws, design regulations, and implement policies in support of
natura resource management. These condraints contribute to an ad hoc approach to policy making
characterized by the lack of asolid indtitutiondized process which lendsitsef to participation by resource
user groups, and a dearth of high quaity andytica inputs into that process.

B. Sectoral Policy Interestsand Natural Resour ce Sustainability

Recent efforts by enlightened policy makersin devel oping countriesto passlegidation designed to
enhance the public sector's role in environmenta and natura resource policy have often met with strong
opposition from traditional sectora interests. Interests such as those representing commercia forestry,
large-scade agriculture, and livestock producers have strong backing from public-sector ministries and
agencies whose primary focus is on the development and exploitation of renewable resources.

The design of CNRM policy component takes full account of these indtitutiond redities. It
proposes a"Core Implementation Team" for the project, composed of the key public indtitution charged
with policy development and indtitutiona coordination in naturd resource management, CONAMA, and
the most experienced private-sector ingtitution in environmenta education and policy analyss, ASIES. The
use of these inditutions will insurethat the natura resource policy agenda, andysis, and implementation are
properly "profiled" and not subsumed as an dement of sectord policy.

This is a Imilar gpproach to that being undertaken in other developing countries with smilar

resource management problems and newly established public sector indtitutions which have amandateto
develop sustainable resource management polices and to coordinate their implementation across sectors.

(4313



C. Component Feasbility

The design of the policy component detailed in the Project Description (Section [11C) emphasizes
process, participation, and ingtitutional development. In this context, human resource development
through participation and training takes on grester importance than specific techniques or methodologies
for policy andyss. Therefore, the component's technica analys's, while important, should be viewed as
supportive of the points made in the Ingtitutional Analysis.

The policy component attemptsto addressthe important weaknessesin the policy making process.
The implementation gpproach emphasizesahighly participatory gpproach which dlowsfor andytica inputs,
grassroots participation, and government/private sector dialogue to support a policy agenda and policy
andyss. Furthermore, recognizing the inherent congtraints to policy development and implementetion, the
Misson's Strategy in support of improved natural resources management, and ongoing Mission and
ROCAP efforts (eg.,, MAYAREMA and the RENARM Green Book), the DESFIL consultants believe
that the recommended management structure, component objectives, and the sequencing and sdlection of
project activities are redidtic, cost-effective, and, above dl, capable of being implemented successfully.

The modest gains made under the RENARM Green Book in identifying components of a policy
inventory need to be consolidated and built upon through amore formalized ingtitutiona framework which
gives Guatemdan inditutions a ake in formulating the policy agenda

The policy component, through its participatory approach, permits and encourages inputs of data
and andyssfromthelocd leve through community organizations, NGO's, and municipa government. The
management sructure, including the compostion of the Technical Advisory Committee, will sdliat
informaly and formaly recommendations for support of specific analysss, training, and dissemination
activities. Participating organizations from the MICUENCA and MAY AREMA projects will participate
fully in dl stages of the policy component to insure that community level concerns are part of assessment,
andyss, and implementation.

Andyss of community-leve inditutions outlined in the Socid Analysis (Annex iv.) indicates that
locd-levd inditutionsin the CARE watersheds are poorly organized and will require increased efforts by
CARE to improve the environment for participation. Local-leve participation in the policy component by
MAYAREMA inditutions will likely be a a higher level over the short term. The project's management
structure asrecommended by DESFIL should minimize the possibility that implementation of the component
becomes characterized as "top-down".

The Monitoring and Evaluation component of CNRM can provide good basdline data on the

current status of locd-level inditutionsin the project areas and their changing role in resource management
over time. It should befully integrated into the policy component. The draft M& E Plan (January 27, 1993)
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suggests program outcomes such asthe ingditutiondization of CONAPsactivitiesand anincreasing amount
of GOG Funding for CONAP.

Whilethisisacrucid dement for the future biodiversty management of the biosphere, therole of
locd-leve inditutionsin identifying policy congraints and solutions should aso beincluded inthe monitoring
plan. The M & E component should a so identify opportunitiesfor locd NGO's, municipa governments, and
other stakeholders to participate in the policy component. Through their participation, a specific policy
agendafor the Peten will be defined.

Fndly, the Misson has gpproved a sx-month activity with the Bastarachea consulting firm. The
terms of reference for the activity are very ambitious and accomplishing dl the tasksin that time frame will
be difficult. While the report will no doubt shed agreet dedl of light on natural resourcesissues, it doesnot
address key issues such as participation (loca and nationd), policy didogue, and stakeholder andysis.

Efforts should be undertaken to target the output of that report to the short-term objectives of the
CNRM Policy Component. The suggestions madein the Socid Andysis (Annex iv.) concerning thefocus
of thework of the Indtitution Specidist arerdevant inthisregard. This consultancy should put considerable
effort into analysis of local indtitutionsin order to increase the likelihood of their participation in the policy
component.
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ANNEX i(c): TECHNICAL ANALYSIS

INSTITUTIONAL COMPONENT

A. Background

The development and implementation of awell designed policy component for the CNRM project
will require the participation of the Guatemaan public and private sectors dong with expatriate technica
assgtance. Politica developments over the last few years including the establishment of CONAMA and
CONAP and the gradua opening of the palitical processare causefor cautiousoptimism. At thesametime
asthe following andyss indicates, the ad hoc nature of the policy making process coupled with an under-
gtaffed and under-financed public sector and limited public participation are important congraints to the
development of well designed naturd resources policy. Inditutions at the nationd, regiond and community
levels need to be organized for policy didogue, policy analysis and policy implementation.

B. Public Sector
1. Congress, President, and Ministries

The Guatemaan Congress and the Office of the Presdent play a centrd role in natura
resource policy development and implementation. To alarge extent this processis based on the design of
a body of law (i.e, Ley Forestal and Ley de Proteccion y Megoramiento del Medio Ambiente),
reglamentos, or specific rules governing the use of resources based on technical input (i.e., prohibitions
on tree cutting), and disposiciones municipal es, whichalow municipditiesthe right to manage resources
such as water and publicly-held lands. The formulation of legidation takes place on an ad hoc basis and
with little "andyticad™ or "popular” input into the process. Those interests with the access and power to
influence the process are the most important input into the design of laws.

Nationd-level Minigries and Commissons are charged with the responsibility of implementing the
laws and enforcing the rules. However, these indtitutions are generally regarded as week and lacking the
necessary financia and human resources to adequately carry out policy. At the same time, when public
sector indtitutions do develop policy it often reflects narrow sectora interests which may work againg the
sustainable management of natural resources. For ingtance, agricultura policies which promote irrigation
may result in diminished supplies of water for household and industria uses.

2. Municipalities

Currently, municipaitiesdo not develop natura resourcespolicy, but do influence resource
use by being responsble for the provison of water and designating land use on publicly held land.
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Municipditiesaso receive an 8% share of government revenueto implement avariety of projects. In 1987
revenues derived from the 8% transfer accounted for over 55% of the total revenues received by the
municipdities. The extent to which these resources are used in natural resource related activities is not
known, but should be considered as an option in the future.

3. Public Sector Ingtitutions

Key public sector ingtitutions which could play arole in the policy component of the
Community Natural Resources Management Project include: The Ministry of AgriculturesPolicy Andyss
Group (PARAGRO), theComisién Nacional deMedio Ambiente(CONAMA), theComisiénNacional
de Areas Protegidas (CONAP), DIGESA, and DIGEBOS. These ingdtitutions have a mandate to
implement laws which support sustainable agriculture, water and forest resource management and
conservation of biologicd diversty. However, there is a compdling need to: (1) upgrade ingtitutional
capacity to andyze policy congtraints and bottlenecks and costs and benefits of policiesand programs, (2)
improve mechanisms for policy feedback from resource users a the community level, municipdities, and
regiond development councils, and (3) provide environmental education to different resource user groups,
particularly communities and municipdlities.

a. PARAGRO

Among public sector ingtitutions,the PARAGRO unit attached to the Minigtry of
Agriculture has received support from RUTA, a World Bank/UNDP/USAID funded effort to improve
policy andlyssin the agriculture sector. It has dso been active in the USAID supported HAD project. It
does not undertake its own research and andysis but rather commissions policy anadyss and feasibility
sudies which are undertaken by private firms. While PARAGRO has not undertaken work in naturd
resources palicy, it has a mandate to work on these issues. At the same time, natural resource policy
andysswill be ardativey smdl component of ther overal work plan. It does not have in house capecity
in the natural resource policy area.

PARAGRO is aso expected to have an important role in the execution of a World Bank sector
loan and may see its resources both stretched and highly focussed on production and marketing. This
would, of course, not prevent it from working on natural resources policy issues, but under this scenario
NRM isnot likely to be akey component of their work program.

b. CONAMA

CONAMA hasdeveoped adetailed work planincluding aset of internd policies
which address the key indtitutiona concernssuch astraining and itsrelationship with other GOG agencies
and the private sector over the short, medium and long term. The plan represents a step in the right
direction for an organization which has struggled to gain credibility in a less than supportive political
environment. One of the most interesting aspects of the plan is its recognition of the role of resource
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management at the locd leve and its dedire to link internationa funding to the identification of loca
solutions. CONAMA's mandate to coordinate environmenta activities of other governmental and non-
governmenta organizations across sectorsand verticdly to regiona, municipa and loca government clearly
placesit in an advantageous position to play amgor role in resource and environmental management.

C. Non-Governmental Organizations (NGO's)

Guatemda has a nascent capability for NGO participation in the policy development process.
Environmenta NGO's such as Defensores dela Naturaleza, CECON, and the Fundacion Mario Dary
are working to establish protected areas and encourage the development of the lega basis for the
preservation of biodiversty and the cregtion of information systems for environmental education.
Fundacion Dary is dso working with the Instituto Guatemalteco de Turismo to develop more
sugtainable tourism in Cerro Cahui.

1. ASIES

NGO's which undertake research and education activities like the Asociacion de
Investigacion y Estudios Sociales (ASIES) have undertaken awide variety of policy oriented economic
and socid studies. Since 1988, they have worked on anumber of projectsin environmenta education and
participated in the firgt inventory of laws, policies, and inditutions related to the development of natura
resources. ASIES is dso working on a series of regiona environmentd profiles.

ASIES isaparticularly gppropriate ingtitution to examine theissues of NRM policy from thelocd
through the nationd levels

It has carried out environmenta policy workshops in six regions of the country, which brought
together stakeholders from public and private and loca, municipd, and regiond levels. To our
knowledge, these arethe only actionsto date which attempt to integrate policy issues across sector
and other interest groups. (The results have been published as monographsand articles. See, for
example, "Politicas ambientales de la region centrd,” Momento, Afio 7, No. 5, 1992, "Politicas
ambientdes de la regiéon metropolitana," Momento, Afio 7, No. 3, 1992, and "Politicas
ambientaes: region Sur-oriente de Guatemala,” Momento, Afio 6, No. 7, 1991.)

It has carried out an excellent study on Guatemalan socia organization, from the local through the
nationd levels, which examines the condraints againgt and opportunities for the participation of
various units of socid organization in the nationa fabric. This analyss can be very hepful in
examining policy and itsinterface with locd indtitutions. (See Organizacién social: notas sobre
el pasado y lineamientos para el futuro. Guatemala, nd.)



2. CIEN

TheCentro de Investigaciones Economicas Nacional es (CIEN) is currently undertaking
two research projectsin the area of environmenta and natural resources management. With support from
CINDE, Panama, they are participating in an andyss of economic instrumentsfor pollution control. They
aso have a contract with the Guatemal an congress to provide economic analysis into the development of
the new water law. Thisgroup hasa so worked with the Democrétic Initiatives program of USAID. CIEN
has the experience and enough human resource capacity to play somerole in the policy component. They
are the only inditution which attempts to incorporate economic anayss into natural resource and
environmentd issues. Some of their younger policy andysts would be good candidates for graduate level
training in resource economics.

There are dso a number of recently established community based environmental NGO's. Their
capacity to participate in the implementation of internationaly funded projectsis uncertain. However, their
knowledge and experience at the grass roots level should make some of them good candidate for
participation in the training activities supported under CNRM. (See Annex iv., Socid Andyss, for more
details)

Despite the progress made by the NGO community in improving the information base on
environmentd issues and in advancing the cause of environmenta education, with the exception of ASIES,
they have not played asignificant role in the policy process, particularly a the community leve. Their are
no Guatemaan NGO's or private consulting firms exclusvely oriented towards policy sudies on natura
resources management.

D. Summary

The capacity of the Guatemalan public sector to undertake policy analyss related to natura
resources management is week. At the same time the prevailing politica environment has not given ahigh
profile to environmental issues. Nevertheless, awell designed project should encourage participation by
the key public sector entitiesand ultimatdly assst in simulating policy didogue and improving policy andyss
and implementation.

Nationd levedl NGO's mentioned above have more cgpacity to undertake policy andys's, education
and training related activitiesin natura resource management. In fact, the Guatema an Congress has begun
to utilizethe expertise of these organizationsinthedesign of itslaws and policies(iewater law). They should
play akey rolein palicy inventory, policy analysis and policy implementation activities.



E. Administrative Arrangements
1 Government of Guatemala/ Private Sector Responsibilities

The design of the policy component detailed in part B of the project description suggests
that a" coreimplementation team” beidentified for the management of the process and outputs, but actualy
commission or farm out actud andyssand training activities. This core team would have abasein both the
public and private sector in order to facilitate ownership and participation by both in the CNRM policy
component. Based on the ingtitutional analysi's undertaken by the DESFIL team, we recommend that
ASIES be the private sector base for this project.

A recommendation for the public sector base is more difficult. None of the entities andyzed are
idedly suited, and there are advantages and disadvantages to each. AID should, however, consder the
leve of "profile’ it wishes to give to the project. With this in mind and taking into condderation the
inditutiona assessments undertaken above, the DESFIL team believes that AID should give strong
congderation to making CONAMA the public sector base. From the point of view of the Mission objective
and long term god, CONAMA isthe best suited to assume the role as the public sector indtitution core
team member. Other public sector entities described above would dilute the resource management focus
of the policy component.

2. Corelmplementation Team and A.l.D. Responsibilities

The core team and USAID will be responsiblefor selecting the members of the Technica
Advisory Committee (TAC). The TAC should have representation from key public sector agencieswhose
policiesand programsimpact on natural resources, relevant USAID projects(MAY AREMA and CNRM),
the private sector and environmental NGO's.

The coreteam and USAID will also beresponsiblefor sdlecting thelong term technical advisor and
preparing a detailed scope of work for higher activities on an annua basis. The advisor should have a
strong record in natura resources management and understand the Guatema an public and private sector
terrain. Above dl he/she should be able to work closely with the coreteamin order to facilitate the policy
didogue, policy process and implementation of the policy agenda

3. Technical Advisory Group and Contractor Responsibilities
Once the policy agenda has been defined and the sequencing of activities established by

the Technical Advisory Group, the project contractor will be responsible for ensuring that administrative
requirements are implemented according to specific scopes of work.



4, A.l1.D. Responsibilities

AID'S contracting requirements will necessitate using a certifiable entity to manage the
contracting activities in the policy component. This could be accomplished through a buy-in to acentraly
funded project or through a direct contract to alocd private for profit or non-profit firm. The contractor,
through the long-term natura resources policy advisor, would work closely with the core team to insure
that contractua requirements are met by Guatemalan and US entities which participate in project's
execution.

Given the modest amount of funding for the initid phase of the policy component, the Misson
should give serious congderation to usng adminigtrative arrangements which keep the total costs of
adminigration including overheads to a minimum. Contracting a loca (certifiable) firm should minimize
these costs.
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A. SUMMARY OF ANALYSIS

If the congtraints reflected by the Recommendations are recognized and acted upon in Project
design and implementation, the impact on loca beneficiaries -- women and men -- and their community
indtitutions can be a pogitive one.

Socioeconomic benefitswill indudeincreased income opportunitiesfor both women and men; more
productive on-farm employment, reducing the need for off-farm wage labor and/or seasona migration; and
improved hedth, particularly in the area of pesticide use. In addition, the strengthening of community
organizations will result in locd-level socid inditutions which will assst the process of democratic
development.

B. SUMMARY OF RECOMMENDATIONS

1 SOCIAL SCIENCE INPUTS

-\

Carry out a Special Study of Natural Resource Roles and Responsibilities of Men,
Women, and Community Organizationsin the Project Area.

-\

A Social Scientist familiar with rural Guatemala, including issuesof community ingtitutions
and gender, should be a part of the Guatemalan team assessng NRM policy during the
first sx months.

-\

A Social Scientigt, familiar with rural Guatemala, including issues of community
ingtitutions and gender, should be a part of the Policy Technical Advisory Committee.

-\

Include a Social Scientist in the Monitoring & Evaluation Component of the Project.

2. BENEFICIARY PARTICIPATION

-\

CNRM should be planned around human needs, aswell as environmental needs, so that
it isin the best interests of local men and women as well as the natural resour ce base.
These plans should be based on socioeconomic knowledge.

-\

Men and women at the household level must be included as stakeholdersin design and
implementation processes.

-\

Community-level ingtitutions must be included as stakeholders in design and
implementation processes.
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-\

-\

-\

-\

-\

-\

-\

-\

-\

Project goals must include creating additional or alternative income sour ces for both
women and men.

3. GENDER

All human resour ce data, from the local level up, should be disaggregated by gender.
When appropriate, it should also be disaggregated by ethnicity.

Gender issuesshould beintegrated into technical training; for example, in workshopson
social forestry or sustainable agriculture.

The gender ratio of IWM C staff, from coor dinator sthrough promoters, should r eflect the
gender ratio of the beneficiary population, i.e., 50 per cent women.

CARE and DIGEBOS should provide training in gender analysis at the household and
community levd to its staff, from coordinator s through promoters.

4. MEN AND WOMEN IN THE HOUSEHOLD

Women, as well as men, should be included in training and technical assstance in
agriculture and forestry. It should not be limited to their " domestic" roles or special
micro-enter prise projects.

S. COMMUNITY INSTITUTIONS

The strengthening of local or ganizationsthrough technical assstanceand training should
beaprimary Project goal.

The Ingtitutional Specialist of PARAGRO'sConsultoria sobre el mangjo integral delos
recursos naturales renovables is responsble for an analysis of public and private
ingtitutions working with natural resource issues, including local organizations. It is
strongly recommended that this study pay particular attention to the following
"endogamous' and " exogamous' community institutions: Indigenous Communities
(cofradias, etc.), Local Development Committees, and Local NGOs.

6. USAID/ODDT SURVEY OF LOCAL PARTICIPATION

The resultsof thiswork should be examined by CNRM implementersto help shapeboth
the IWMC and, particularly, the Policy components.
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-\

-\

-\

-\

-\

-\

-\

1. MUNICIPALITIESAND REGIONAL DEVELOPMENT COUNCILS

The PARAGRO Ingtitutional Specialist should examinetheviability for community-based
ingtitutionsto work with Municipalitiesand Regional GOG Development Councils.

8. ALUMNI OF GUATEMALAN PEACE SCHOLARSHIPS

CARE and the Policy implementor should contact local alumni of the GPS Community
Leadership Program and work with them in the development of community-level
ingtitutions.

CNRM should coordinateitswork with local GPS alumni from such programsasNatural
Resour ce Management and Integrated Pest Management.

0. LINKING INSTITUTION: ASOCIACION NACIONAL DE
AGROFORESTERIA

Asthe WM Cimplementor, CARE should become a member of the Association, both to
contributeto its maturation and to useit as a networ king sour ce for local-level NGOs.

The Policy implementor should also establish links with the Association, investigating
ways of using it asa network for information flow up and down the system.

10. USAID STRATEGIC OBJECTIVES

CNRM presentsthe opportunity tointegratethe strategic objective of Natural Resour ce
Management with the other strategic objectives of Democratic Development and
Population, issues which substantially impact upon community participation and
environmental degradation. Thisintegration should be carried out wherever possble.

11. CARE AND DIGEBOS

It isstrongly recommended that CARE and DIGEBOStechnical and field staff participate
in gender training on working with rural women and men in agroforestry and as co-
participantsin community management.

It may beuseful for CARE and DIGEBOSto participatein trainingwith an ingtitution that

has had a high degree of success in community participation, such as Aldea Global in
Honduras.
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T It isstrongly recommended that CARE and DIGEBOStechnical and field staff reflect the
gender ratio of itsclientsin the Project, i.e., 50 percent female.

C. INTRODUCTION TO SOCIAL ANALYSIS

Attacking the environmenta problems of Guatemaa means involving people: if peopleare part of
the problem, they are aso part of the solution. And people are male and female; Spanish-, K'iche-, and
Mam-speaking; rich and poor; rurd and urban. In this Project -- because of its focus on community
natura resource management (CNRM) and on naturd resource management (NRM) policy from local
through municipa and naiond levels -- people are particularly important.

This Andys's examines socid-culturd issues which influence the opportunitiesfor and congtraints
againg participation of peoplein the Project, both in the Integrated Watershed Management aswell asin

the Policy components. It aso explores the benefits that will accrue to participant individuas and
indtitutions and the equitable distribution of these benefits.

1. PROJECT GOALS AND PURPOSES
The Andyss emphasis onloca people and indtitutionsis based on the Mission objective
of supporting improved natura resource management by "creating and applying incentives for local
community management of natural resources.”

2. SOCIAL INSTITUTIONS EXAMINED

In order to "creste and apply incentives for local community management,” it is first
necessary to understand:

P What are the naturd resource roles and respongibilities of local men and women?

P What are the community-based and other loca ingtitutions of which they are a part or which
represent them to the larger world?

P What are the congtraints againgt and opportunities for the participation of these men and women
and their inditutions in the development of community-based management systems?

To begin to address these questions, the Analyss examines four levels of Guatemdan inditutions,
garting from the ground up. They are:

a Households; Men and Women
b. "Endogamous’ and "Exogamous’ Community Ingitutions
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C. Loca Governmentd Inditutions: Caserigs, Aldeas, and Municipdities
d. Linking Inditutions  Asociacion Nacional de Agroforesteria

In Section G, it briefly examines the implementing ingtitutions of IWMC: USAID/Guatemda,
CARE, DIGEBOS, and Peace Corps.

In addition, the issues of beneficiary participation, including gender and ethnicity, cross-cut each
levd.

3. METHODOLOGY

To carry out the Scope of Work of the Socid Scientist, the following methodologieswere
used:

a Interviews with personnd of USAID/Guatemaa, CARE, and Peace Corps, as
wdl as other development specidists, about socio-culturd issues in natural
resource management in generd and in the project arealin particular. Particular
attentionwas given to the agricultural and forestry roles of men and women. (See
"Ligt of Persons Contacted.")

b. Collectionand review of materids, published and unpublished, on natura resource
activities of households, communities, and the indtitutions which represent them.
(See "References Examined.")
C. Feld trip to watersheds in Department of Chimatenango.
D. SOCIAL SCIENCE INPUT
The socid science input for CNRM has been very thin: there are more data on tree species and
s0il typesthan on the local men and women and their ingtitutions which are the make-or-bresk variables
of the Project.
The primary data bases for CNRM are the evaluations of HADs Il and 111 and the Watershed
Management Plansof CARE (Plan de manejo de microcuenca). However, severd problems exist with

this information:

P The informantsfor both the HADs and the CARE surveyswere overwhemingly mae. Thismeans
that only 50% of the local population was considered.

P The HADs socioeconomic evauations are huge data sets -- which include household- and
community-level data -- but they are currently in SPSS, a software system which neither the local
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HADs project nor USAID/Guatemaa has the capability of using (E. Nesman, persond
communication).

P The CARE informationisvery generd. In other words, it gives only asurface hint of what isredly
going on with loca people.®

If the Mission is to accomplish its objective of supporting improved natura resource management
by "creating and gpplying incentives for locd community management of naturd resources” it is firg
necessary to know the loca patterns of natural resource management by both men and women and the
attitudes and behaviors connected with those activities. In addition, if thisistruly to beacommunity natural
resource management project, much more needsto be known about community ingitutionswithwhichlocd
management projects can be organized.

Consequently, severd recommendations are made concerning socia science inputs to CNRM
components. They are:

RECOMMENDATIONS:
SPECIAL STUDY

i Carry out a Special Study of Natural Resource Roles and Responsibilities of Men,
Women, and Community Organizationsin the Project Area. (See Section F for details)

IWMC

1 Include a Social Scientist in the IWMC team managed by CARE. (See Section G for
mor e detail.)

POLICY
T A Social Scientist familiar with rural Guatemala, including issuesof community ingtitutions

and gender, should be a part of the Guatemalan team assessing NRM policy during the
first six months. (Seethe Policy Assessment section.)

®  CARE s currently beginning a study of women's participation in the project area, carried out by
senior Socia Work students at the University of San Carlos. It isassumed that these datawill be
incorporated in Project plans.
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i A Social Scientist, familiar with rural Guatemala, including issues of community
ingtitutions and gender, should be a part of the Policy Technical Advisory Committee.
(Seethe Policy Analysis section.)

MONITORING & EVALUATION

i Incdude a Social Scientist intheMonitoring & Evaluation Component of the Project. (See
Section H for more detail.)

The results will help ensure that:
al appropriate loca stakeholders are included in the IWMC, Policy, and M& E components;
the essentia issues of beneficiary participation, including women's, and of community-based
management are kept up front in dl Project components as an interactive and iterative process, not

addressed after the fact in project evauation; and

implementation decisions are based on accurate facts, not on suppositions or stereotypes.

E. CROSS-CUTTING ISSUES: BENEFICIARY PARTICIPATION AND GENDER

Two issues cut across dl inditutiond levels (1) the participation of the beneficiary inditution --
household, community organization, or other loca organization -- in project planning and implementation
and (2) the participation of women, aswdl as men, in these indtitutions.

1. BENEFICIARY PARTICIPATION IN PLANNING AND IMPLEMENTATION
a I ntroduction

A primary objective of current USAID projectsis inditutiond sustainability. In
other words, can aproject wean itsdf from the donor organization and survive? What will be left behind?

Thisentails project capability in mae and femde leaders, community support, management and
planning, and finances. Experience has shown that these capacities need to be built from the bottom-up,
which means induding loca women and men in problem diagnogs, planning and implementation and
technicd and adminidrative training. Information aso indicates that unless local residents see aproject as
intheir best interests, participation is not forthcoming. Inturn, it islocal resdents who -- with gppropriate
assistance -- can best identify their needs.

Asa Centrd American NGO summarizes,
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The falure of many development programs has been induced by the lack of adequately
trained local leadership. We have often seen that without proper training [and inclusion]
of the community and its leaders, programs tend to deteriorate and disintegrate once the
agency hasleft the area.

... it hasbecome exceedingly clear that development istruly along term commitment where
tangible change in peoples lives and thar living environment comes dowly, and endures
only when the processis owned, understood and managed by loca people.

(We) believethat development efforts need to be carried out ... where people can develop
and participate in programs, making use of their own taent and resources to meet thelr
expressed needs and improve their well being.*°

It is a0 crucid to plan projects around human needs as well as environmenta needs so that
projects are seen by locd resdentsasbeinginthar best interest. Including locd women and men and their
inditutions as equal stakeholders helps guarantee this. Community organizations should aso be a
development objective, whose needs are apart of implementation, monitoring and evauation. In addition,
Project goa's must include the creation of additiona or aternative income sources for both men and
women.

Many development organizationsgivelip serviceto participation but fewer put it into practice. The
magor implementors of the Integrated Watershed Management Component (IWMC) of this Project --
CARE, DIGEBOS, and Peace Corps -- have different track records vis-&vis beneficiary participation.
These are outlined in Section G.

RECOMMENDATION:

1 Men and women at the household level must be included as stakeholdersin design and
implementation processes.

Community-level ingtitutions must be included as stakeholders in design and
implementation processes.

-\

CNRM should be planned around human needs, aswell as environmental needs, so that
itisin the best interests of local men and women as well as the natural resour ce base.
These plans should be based on socioeconomic knowledge.

-\

10 Proyecto Aldea Globd. Reporte Anual, 1990-1991. Tegucigalpa, Honduras. Project Global
Village, 1991, p. 1.
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-\

Project goals must include creating additional or alternative income sour ces for both
women and men.

2. GENDER DIFFERENCES, GENDER ANALYSIS, AND DATA
DISAGGREGATION

a Gender Differences

Teking gender differences into account is another aspect of beneficiary
participation. It ensures that both women and men in the community benefit from a project and thet the
natural resource respons bilities and knowledge bases of both sexesare given equd congderationin project
design, implementation, and follow-up.

Agriculture and natura resource project planners are generaly more familiar with men'slivesthan
women's and, in turn, subconscioudy modd projects on men'sroles. Loca women are seldom consulted
or invited to participatein project planning, implementation, or follow-up. However, the success of people-
oriented projects depends upon the involvement of both women and men.

Urban resdents in Guatemala -- femae and male -- stereotype rurd women as passive, non-
participatory, having only minor rolesin agriculture, and being victims of apais machista. Although the
stereotype is based on data that are no more factua than persona anecdote and supposition, it appears
that it is conddered as "fact” by many professionds and that entire programs and projects have been built
upon the suppositions.

The "facts’ appear to be:

P The knowledge base about the natural resource roles and respongbilities of rura women and men
in Guatemalais very thin. However, existing data contradict the stereotype described above and
indicate that women, as well as men, haveimportant household and community rolesin agriculture
and forestry. (See Section F on Household Roles))

P The stereotype of women as victims of a pais machista may be somewhat true of the urban
professond-class, but the further a household is from this culturd modd -- in terms of both
geography and socid class-- thelessitistrue.

P What this means for CNRM s that since both women and men have agricultura and forestry
respongbilities, both should be included in  agricultural and forestry training and technical
assistance.

b. Gender Andysis
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In most agriculture and natura resource projects, "the household" is taken asthe
bottom-line unit of analys's, maes are assumed to be heads-of-househol ds and, thus, the principa decision
makers and sources of information. In Guatemaa, the person who represents the household in the public
sector isoften male. Consequently, the roles of other household members are frequently ignored, and the
assumption is made that household decisons are made unilaterdly by men.

This assumption is detrimentd to the project and to those it is meant to serve. In every society,
women and men have different roles, have access to different resources and benefits, and have different
responsibilities. Itisthat diversity indivision of labor and decision-meking that gender andysis addresses™

Gender analysis -- looking at the roles of both men and women and determining where they
overlap, where they are separate, and how to plan a project around these differences -- is atool which
gives us a better understanding of socioeconomic and technica factors. Gender is a socioeconomic
varigble that distinguishesroles, reponghilities, congraints, and opportunities of the peopleinvolved inthe
development effort. 1t considersboth men and women and thus should not be confused as being an equity
issue.

Inthe past, development activitiesfor women have focused on women's reproductive, hedth care,
and nurturing roles. While women will dways have these roles, they are concurrent with their roles as
agricultura producersand natura resource managers. Project activities must takeinto account the multiple
responsibilities of women, their farming and forestry roles aswell astheir "domestic" roles.'2

1 Inaddition, in many rural areas the number of female-headed households hasincreased, partly as
areault of politica violence. These households, which are generdly poorer than their neighbors,
must be taken into account in project planning. (In some areas, Comites de Viudas [Widows
Committees] have been organized, which are active socid change inditutions))

12 Women's agricultural and natura resourcerolesare asoignored because they generaly represent
unpaid labor. For example, in nationd census satigtics, the data show the mgority of rurd men
as"farmers™ while the mgority of rural women are"housewives." Y et, on-the-ground data show
that women's labor is directed dmost as much to agricultural activities as to domestic activities.

A new study by USAID/Boaliviais one of the firgt rurd surveys to collect equal information on
occupation and economic activity of male and female household members and to bresk down
activities by primary and secondary activities. This methodology gives a much clearer picture of
what actudly happensin rurd households. For example, in additionto being "housewives™ women
represent 75% of people engaged in anima husbandry astheir primary activity and 60% of people
engaged in agriculture as their secondary activity (Caro, et d. 1992). USAID/Ecuador will be
carying out asmilar survey in 1993.
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A caveat: Having awoman asthe head of an ingtitution or project does not necessarily mean that
gender issues will be automatically included. Consequently, gender must be buiilt into project criteria®®

C. Data Disaggregation: Gender and Ethnicity

The carrot: Good project data-- and their sensible use-- can give useful feedback
for rectifying design or implementation errors. In CNRM, women are as important as men as users and
abusers of the environment. Consequently, in order to understand the differences in impact and
participation between mae and female beneficiaries, it is essentid to disaggregate dl human resource
information by gender from the beginning, including project personnd at locd, regiond, and nationa levels.

The stick: Gender-disaggregated datais areporting requirement of AID and other mgor donors.

In addition, ethnic diversity is another essentia variable of CNRM. The "Indigenous’ are as
important as Ladinos * as users and abusers of the natural resource base; however, their participationin
the Project may be different than that of Ladinos. Consequently, datashould be disaggregated by ethnicity
wherever gppropriate. "Ethnicity” should be dso based on sdlf-identification rather than on an externdly-
determined measure such as language.

RECOMMENDATIONS:

1 All human resour ce data, from the local level up, should be disaggregated by gender.
When appropriate, it should also be disaggregated by ethnicity.

-\

Gender issues should beintegratedintotechnical training; for example, in workshopson
social forestry or sustainable agriculture.

-\

The gender ratio of IWM C staff, from coor dinator sthrough promoters, should r eflect the
gender ratio of the beneficiary population, i.e., 50 per cent women. (See Section G.)

13 However, having women as a part of the professond staff, from regiona coordinators to loca

promotores, can be amgor factor in encouraging the participation of women. (See SectionG.)

14 "Indigenous’ is used here to mean men and women who identify as "Indian," a category

characterized by forms of community organization, women's dress, and -- to some degree --
language. However, the most important variable is salf-identification.

"Ladino" is the term used in Guatemda for rurd resdents who are not Indian. Mestizo is a
comparable category in other countries.
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-\

CARE and DIGEBOS should provide training in gender analysis at the household and
community leve to its saff, from coordinatorsthrough promoters. (See Section G.)

F. BENEFICIARY INSTITUTIONS OF CNRM
1. HOUSEHOLDS: LOCAL MEN AND WOMEN
a Introduction

There can be no environmenta solution in Guatemda that does not give key
consideration to the participation of the men and women living in project areas. Because the success of
CNRM will be determined in large part by the changed attitudes and activities of local people, it isessentid
to identify these men and women and to learn about their natural resource rolesthrough interviews, surveys,
and case dudiesin order to have abass for planning and implementation.

Thefdlowing gives abrief summary of the natura resource activities of households in the project
areas. Because the roles of men have been identified in many documents, an emphasis is given to the
divison of labor and decision-making between men and women.

Intheinitid stagesof CNRM, thisinformation should be expanded upon in aSpecid Study so that
there is an accurate data base to use in planning project activities and monitoring and eva uation systems.

b. Demographic Profile

Attachment | showsthe variety of communities and ecologica zones covered by
the ongoing CARE/DIGEBOS watershed component of the HAD Project, from the pine and oak forests
of the Central and Western Highlands-- inhabited primarily by Mayan-speaking Indigenous -- to the more
arid hill regions of the Eastern regions -- whose residents are Spanish-spesking Ladinos.

Regardless of ethnic and ecologicd diversity, the entire project areaiis characterized by economic
poverty, low educationa levels, and environmenta degradation. Consequently, the primary beneficiaries
of the IWMC are defined as " poor farmers who survive by subsistence farming on margind stes' (CARE
1993, p.4).

C. Households in the Western Highlands. Division of Labor and Decison-Making
Asdiscussed in Section E, a stereotype exids that rurd Guatemaans "have very

traditiond bdiefsregarding the roles of women and men in forestry and agriculture [and that, consequently, |
the role of women in agriculture and forestry hastraditionaly been limited” (CARE 1993, p. 18). Dataon
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Highland households, and particularly on household roles in changing agriculturd systems, suggest

otherwise. The following highlights some of these findings.

P In "traditiona"” households -- those
whose economic base is milpa and migration
-- women have important roles in agricultura
production, work which neither the census nor
many extengonists acknowledge.

P The more the household economy is
dependent upon anew or changing economic
base -- for example, agroforestry or NTAE --
the more flexible and less sexudly segregated
are household roles and the higher iswomen's
participation in the new activity.

Smdl farms in the Western Highlands
which move into NTAE production
show anincreasein women'sagricultura
l[abor from 9% in corn and 25% in
treditiona vegetables to 31% in snow
pea production. (Children's labor
accounts for 6% in corn, 14% in
traditiona vegetables, and 10% in snow
peas.) (See Attachment Il, von Braun,
et al. 1989, 50)

In T'o) Nam, a traditiona Northwest Highland
village of Mam speakers, women help with the
harvesting and gleaning of maize (apre-Conquest
crop), but they do not take part in its planting or
cultivaion. However, it iscommon for women to

perform subgantid heavy labor in planting
potatoes (a post-Conquest crop). And both men
and women migrate to the coast (ardatively new
economic activity), where both work in thefields.
(Bossen 1984, 59-60)

A study of 318 rura householdsin the Central
Highlands indicates that household decision-
meking about finances follows the "separate
purse grings' modd of many other Latin
American areas. Depending upon the item,
women may pay for and buy it, or men may
pay for and buy it, or there may be shared
decison-making. For example, women pay
for and buy 36% of animds, men, 23%;
jointly, 18%. On the other hand, men pay for
and buy 83% of agriculturd equipment;
women, 1%; jointly, 5%. (See Attachment
11, Katz 1992, 19-20.)

A 1993 Peace Corps workshop on bare-root reforestation techniques -- a non-traditional
activity -- atracted more than 70 women in arura area of Quetzaltenango.
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d. Houscholds in the Eastern Regions

If information on the naturd resource activities of Highland householdsis scarce,
it isamaost non-exisent for householdsin the Oriente However, information from both CARE and the
Peace Corps illustrates that women aswell as men participate in natura resource and agricultural projects
when they are in their economic interest. In addition, a recent sudy in the Oriente shows that dthough
women are less involved in agriculturd production than in the Highlands, they are very involved in the
marketing of crops and in agriculturd wage labor. Infact, in the tobacco plantations, women's wage rate
is the same as men's (Bergeron 1993).

RECOMMENDATIONS:

i Women, as well as men, should be included in training and technical assistance in
agriculture and forestry. Inputs should not be limited to " domestic" roles or special
micr o-enter prise projects.

-\

Because solittleisknown about the natur al resour cer olesand responsibilities of men and
women and their linksto the community, a Special Study on Households, Community, and
Natural Resource Management should be carried out by USAID. It should identify and
analyze individual, household, and community motivational and decison-making factors,
including the domestic economy and the range of economic options that individuals
perceive.

It should also investigate the relationships between households and community
organizations, and theroles of men and women in these linkages.

2. "ENDOGAMOUS"' AND "EXOGAMOUS' COMMUNITY INSTITUTIONS
Jugt aslittleis known about how local households work, little is known about how loca
organizetions work. The politica violence of thelast decade has destroyed many "endogamous' (internaly

developed) and"exogamous' (externdly developed) community organizations and made many community
members very "closed” and leery of taking on the role of community leeder, particularly in the Highlands.
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Neverthdess, community-leve indtitutions do exigt, though weak and in need of nurturing. ™ Regiond and
other networking ingtitutions, such as federations, are much rarer.

However, most community ingtitutions are sectorized toward a specific task, such as Comité de
Agua (Water Committee) or Comité de Escuela, (School Committee) in the same way that the nationa
government is sectorized. For natural resource issues, thisissignificant snce NRM cuts across a number
of sectors.

The following briefly describes "endogamous' and "exogamous' community inditutions. ASIES
has produced an excdlent overview of Guatema an socia organization -- including loca-leve ingtitutions
-- but much more information is needed in order to link successfully the concept of community resource
management and community policy input.

Therefore, it is recommended that the Ingtitutional Specidist of PARAGRO'sConsultoria sobre
el mangjo integral delosrecursos naturalesrenovablesinvesigate in more detail the opportunitiesand
condraints for the participation of these indtitutions in the Project. This work should be included in the

Specid Study.
a Indigenous Communities, Cofradias, and Comuniles

M ost endogamousingdiitutionsare pre-conquest in origin, dthough beginninginthis
century, the government moved to replace them with "exogamous' structures such as cooperatives and
agricultura unions. Very little isknown about the contemporary functions of endogamousingitutions such
as cofradias. However, this information is exceptiondly important since, in many indances in the
Highlands, it is the community itself -- through inditutions such as the cofradia -- that manages the
communaly-owned natural resources. Consequently, these organizations are at the heart of developing
community-based management systems.

b. Cooperatives

5 Some interviewees commented that athough the violence destroyed many traditional community-
leve organizations, such ascofradias, new ingtitutions are emerging which are more sophisticated
about community organizing and nationd issues.

This presents new opportunities for linking community organizations with regiona and nationa
activities.

16 ASIES (Asociacion de Investigacion y Estudios Socides). Organizacion social: notas sobre el
pasado y lineamientos para €l futuro. Guatemaa, nd.
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Approximately 135,000farmersof small and medium-sized plotsreportedly belong
to cooperatives. Regardless, 60 percent of these coops areinactive because of problems of debt, scarcity
of credit, corruption, or political violence (GOG, 1992:10).

C. Loca Development Committees

Almost every community has a least one kind of development committee, some
authorized by the locad Municipdity, but few receive any forma support for their maintenance. Generdly,
they are organized around a specific purpose, such as congtruction of a school, road, or mini-irrigation
system. Though one of the most common forms of community organization in the country, despitethelack
of externa support, very little information exists about their organization and function (GOG, 1992:12).

d. Non-governmental Organizations (NGOs)

NGOs are essentia to both the IWMC and Policy components of this Project.
Because of the time condraints on the Social Andysis, adetailed study of local-level and nationd NGOs
was not possible. However, an important part of the work of the Indtitutional Specidist of PARAGRO's
Consultoria sobre el manejo integral delosrecursos naturales renovablesisan andyssof publicand
private inditutions, including NGOs, which work in the area of naturd resource use and policy.
Consequently, it is strongly recommended that this work be carried out as contracted and the results be
made an integral part of CNRM design and implementation.

Meanwhile, thefollowing information sources and ingtitutions can serve asaprdiminary database:
P FONAPAZ: NGO Andysis, 1992 %

In 1992, FONAPAZ (Fondo Nacional para la Paz) conducted an andysis of NGOs working
in nine departments of the country, as well as those working at a nationd level. In this, NGOs were
evauated according to adminigrative, financid, legd, "mord solvency,” and impact criteria. The NGOs
that passed the initid evauation were then analyzed using interviews and observations. Findly, the
inditution was given a numerica ranking. The andyssis not only the most recent one of NGOs in the
country, it dso gives potential donorsand/or collaborators useful information on which to basefuturework,
induding the geographica and sectord emphases of the NGO. Theandysisisavallablefrom FONAPAZ
or USAID/ODDT.

7 FabidnC., Edda. Seleccidn de organizaciones no gubernamentales - ONGs - Calificadas que
puedan eecutar proyectos conjuntamente con FONAPAZ. Informe Find Consultoria
Guatemala, Proyecto SAFLAC, FONAPAZ (Fondo Naciond paralaPaz)/UNICEF, November
20, 1992. Also includes annex.
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P

FUNDESA: Directory of PVOs, 1989 8

FUNDESA, the Guatemaan Development Foundation, published a directory of PVOs working

a locd and nationd levels. Although it has no andysis of inditutiona capacity, it does list PV Os/NGOs
by type of service and geographica digtribution.

RECOMMENDATIONS:

-

-\

-\

The strengthening of local or ganizationsthrough technical assstanceand training should
beaprimary Project goal.

As stated in the Terms of Reference for the team, the Institutional Specialist of
PARAGRO's Consultoria sobre el mangjo integral delosrecursosnaturalesrenovables
is respongble for an analysis of public and private ingtitutions working with natural
resour ce issues, including local organizations.

It isstrongly recommended that thisstudy pay particular attention tothe" endogamous’
and " exogamous' community institutions reviewed above:

I ndigenous Communities (cofradias, etc.)

L ocal Development Committees

Local NGOs

Thiswork should be one of the basesfor the Special Study on Households, Community,
and Natural Resour ce Management described in Section F.

e Survey on Loca Participation

USAID/ODDT is currently conducting a nation-wide opinion poll on attitudes

toward democracy and loca participation, including interviews in four Mayan languages. It aso
incorporates questions on natural resources. The data will be available June 30.

RECOMMENDATION:

It is strongly recommended that the results of this work be examined by CNRM
implementersto help shape both the IWMC and, particularly, the Policy components.

18

FUNDESA (Guatemalan Development Foundation). Directory of Private Voluntary

Organizations Serving the Guatemalan Community. Guatemala, 1989. Funded by
USAID/Guatemada.
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3. LOCAL GOVERNMENTAL INSTITUTIONS: CASERIOS, ALDEAS, AND
MUNICIPALITIES

a Municipaities vs. Caserios and Aldess

Themgority of Project participantslivein™unincorporated” rurd hamlets(caserios)
and villages (aldeas), but their formd palitica link with the nationa government is through the Municipdity
(Municipalidad).

I nexamining the objective of "creating and goplying incentivesfor local community management
of natura resources" one possble ingditutiond link for information and resource flow between loca
communitiesand the nationd leved isthe Municipdity. However, research indicatesthat thisiscurrently not
the best option.

Firg, the Municipdity isahighly persondigtic system in which decisons are very dependent upon
the Alcalde (Mayor), who answers primarily to urban resdents, not to rura ones. Second, athough most
Municipdities are very aware of their forest resources, few -- if any -- have showninterest ininvesting any
of their limited resources (including apart of the eight percent) in natural resources, or even potable water.
Most investment has been in community infrastructure such as streets and buildings. The Peace Corps
suggested to severd Municipaities that they work together on agroforestry resources. It received no
positive responses. (And, as of now, very few viveros [nurseries] given to Municipditieshave survived.)

USAID/Guatemaa's Office of Democratic Development and Training (ODDT) did a portfolio
review of the issue of decentrdization vs. municipd development and decided upon emphasizing
decentrdization, partly because of the economic "bottomless pit" represented by Municipdities. It dso
found that theMunicipd level isnot the gppropriate onefor decentralization of revenue generation because
of the lack of infrastructure and the high opportunity for fraud. Consequently, it is following a policy of
funding regiond rather than capitd-city or municipaly-generated activities.

RECOMMENDATION:

1 Thelngtitutional Specialist of PARAGRO'sConsultoria sobre el manejo integral delos
recursos naturales renovables should examine the viability for community-based
ingtitutionsto work with Municipalities and Regional GOG Development Councils. (At
this stage, theremay not beastructureand incentivesfor communitiestowork with these
ingtitutions.)
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b. Another Option: Guatemaan Peace Scholarship Program / Community/Municipa
Leadership Devel opment

USAID/Guatemaa has been training mae and femae loca leaders (from

municipdities, ddeas, and caserios) in community leadership development through the Guatemaan Peace
Scholarship Program (GPS). *°

Rather than spending scarce resources & this time on working through Municipdlities, it may be

more productive to work with the loca leaders who have been trained through GPS. The Municipa
residences of GPS dumni are given in Attachment I, %°

RECOMMENDATION:

-

-\

CARE and the Policy implementor should contact local alumni of the GPS Community
Leadership Program and work with them in the development of community-level
ingtitutions.

CNRM should coordinate itswor k with local GPSalumni from such programsasNatural
Resour ce Management and Integrated Pest Management.

19

20

The GPS Community Leadership Project has trained more than 250 femae and mae community
leaders in eleven technicd training programs targeted at building loca leedership in rurd aress
throughout the country. Women and men who have distinguished themselves in saervice to thelr
communities are selected to atend six weeks of technical training in the U.S. These programs
provide participants with applied practical training to learn how both eected and non-elected
officidsinloca communities can work together to resolve loca problems.

Locd empowerment and the role of the community leader is highlighted. Specific leadership
training is provided so that participants can learn different techniquesto motivate co-workers and
community members. Project planning and implementation skills are reinforced through case
sudies and group projects. The role of community-based organizations is stressed so that
participants can understand the function that these play in community development and the local
democratic process.

In addition, over 500 participants have been the recipients of U.S.-based short-term technical
traning in the fidds of Natural Resource Management, Integrated Pest Management,
Education Adminigration, Small Business/Artisan Training, and Advanced Extensionism.
Women represent 46 percent of personstrained in all areas during 1992.
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4, LINKING INSTITUTIONS: Asociacion Nacional de Agroforesteria

Given the gap between nationd- and local-levd activities-- in addition to the sectorization
of natura resource issues -- linking and/or umbrdlaingitutions will be very important. Thisisparticularly
true in the non-governmentd area, where no forma meansof communicationexist. (Sncelosingitsprimary
funding, ASINDES has not been active as an NGO linking ingtitution.)

However, anew association of NGOsworking in natural resources, the Asociacion Nacional de
Agroforesteria, isbeing organized. With the god of acting as a coordinating group, the first meeting of
about 16 NGOswas held in November 1992; the second was held in March 1993. The current president
is Basllio Estrada, Natural Resource Coordinator of the Peace Corps.

RECOMMENDATIONS:

T AstheWM C implementor, CARE should become a member of the Association, both to
contributeto its maturation and to useit as a networking sour ce for local-level NGOs.

-\

The Policy implementor should also establish links with the Association, investigating
ways of using it asa network for information flow up and down the system.

G. IMPLEMENTINGINSTITUTIONS: USAID,CARE,DIGEBOS,AND PEACE CORPS
1. USAID/GUATEMALA

CNRM presents an opportunity for the Mission to integrate the strategic objective of

Natural Resource Management with the other strategic objectives of Democratic Development and

Population, issueswhich subgtantialy impact upon community participation and environmenta degradation.

This integration should be carried out wherever possible. (See, for example, the recommendation on
working with GPS aumni.)
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ORGANIZATIONAL CHART:

IWMC IMPLEMENTORS (CARE, DIGEBOS,

PEACE CORPS)
Regional Chiefs Regional Coordinators
DIGEBOS CARE
4 men 3men

Technical Assistants
CARE

Sector Technicians
DIGEBOS
(in nameonly; very unstable)

no firm numbers 6 men/1woman

Water shed Technicians
(CARE funds, DIGEBOS employees)

10 men

Local Promoters Volunteers
DIGEBOS PEACE CORPS
22 men 4 men/2women

N =52 (49 men / 3 women)
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Sincethe beneficiary population of CNRM isat least 50 percent femae, thisgender ratio of IWMC
daff is not acceptable. In dl three implementing ingtitutions (CARE, DIGEBOS, and Peace Corps), the
gender ratio of implementing staff -- from regiond to locd leves -- should reflect the gender ratio of the
beneficiary population; that is, 50 percent.

The problemisnot that women arereuctant to participate or that they have only "home economics'
roles. The problem lies with the implementing ingtitutions.

Data show that when women are included as staff, the percentage of women as participants
ggnificantly increases. (See the roads project of USAID/Guatemda, for example.) This does not mean
-- contrary to some stereotypes -- that groups have to be sexually segregated by participants and/or
technician. Peace Corps experience showsthat men can work successfully work with women; and CARE
technicians report that for some activities, women prefer to work in integrated household groups "just as
we do when you're not here” These preferences need to be determined by the beneficiaries themselves,
femade and mde.

Therefore, avery strong recommendationis made to increase the numbers of femde saff -- at all
levels -- and to give training and technicad assstance in gender andysisto al gaff.

3. CARE
a Beneficary Participation: Community Ingtitutions and Gender 1ssues

CARE has been moving fromwhat it describes as"paterndistic’ modelsto more
emphads on "FPR" (Farmer Participatory Research) and "PCD," (Participatory Community Diagnogtic)
as described in the MICUENCA Proposa. As a CARE employee stated, "We have learned that
paterndism is not the solution. CARE is moving from ass stance to development.”

However, the current activities of CARE in the HAD Project do not demondtrate a Strength in
community organization. In addition, the numbers of participants is not overwheming. (And thereisa
sgnificant questions about how representetive participants are of the "poor farmers' inthe are)) Boththe
weakness in community organization and the numbers are dilemmas in a project which uses community
inditutions and community -- rather than individua -- participation asitsfoundation. (Seethe Indtitutiona
Andyssfor alonger discusson re CARE.)

Furthermore, CARE hasamagor weaknessin itswork to date with women farmers asbeneficiaries

of training and TA in watershed management. The number of women beneficiariesin COMPDA isvery
low. (See Attachment I: 18 percent compared to 70 percent of men; the remainder is children).
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In 1988, asurvey of the CARE Agroforestry Project showed that only 11 percent of participants
werewomen. USAID/WID funding encouraged afocus on women, and, by the end of 1990, participation
had risen to 17 percent. However, that funding has ended, and there is speculation that women's
participation hasfdlen again. (No dates are given for the 18 percent figure in Attachment 1.)

These gender ratios for beneficiaries and for CARE staff are not acceptable, particularly in a
project where 50 percent of the residents are women.

RECOMMENDATIONS:

i It is strongly recommended that CARE technical and field staff participate in gender
training on working with rural women and men in agroforestry and as co-participantsin
community management.

It may beuseful for CARE and DIGEBOSto participatein trainingwith an ingtitution that
has had a high degree of success in community participation, such as Aldea Global in
Honduras.

It isstrongly recommended that CARE technical and field staff reflect the gender ratio
of itsclientsin the Project, i.e., 50 per cent female.

-\

It isrecommended that a local-hire Social Scientist (sociologist or anthropologist) be a
part of the IWMC team managed by CARE so that the Project has internal technical
expertise onissuesof community participation and gender, expertisewhich iscontinually
fed into Project planning and implementation.

-\

4. DIGEBOS

DIGEBOS was not included as apart of the Socid Andysis. (See Inditutiona Andyss)
However, the organizationa chart above shows adisturbing anomay: al DIGEBOS promoters working
a the community level alemae. Thisbacksup anecdota evidencethat DIGEBOS has been very reluctant
to work with women farmers and that theinternd culture of the organization is hogtile toward women staff.

RECOMMENDATION:
i It isstrongly recommended that DIGEBOStechnical and field staff participatein gender

training on working with rural women and men in agroforestry and as co-participantsin
community management.
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T It is strongly recommended that DIGEBOS technical and field staff reflect the gender
ratio of itsclientsin the Project, i.e., 50 per cent female.

S. PEACE CORPS

The Peace Corps has been actively involved in community-based natural resource,
sugtainable agriculture, and environmenta education programsfor morethan 15years. It hashad Sgnificant
achievementsin working with women aswell asmenin natura resource projects, and maevolunteershave
aso had successin working with women.  Although more than 50 percent of volunteers are femaein the
watershed and agroforestry projects combined, there are currently more men than women (4/2) working
in COMPDA. We aretold that this number is flexible and will change with the new project.

H. MONITORING AND EVALUATION

The M&E component is described in more detail in other sections; however, following on the
commentsonthelow leve of socid scienceinput into CNRM, itissrongly suggested that aSocid Scientist
be included in the M&E team in order to provide continuing input on people-leve issues. In addition, the
socioeconomic basdine for M& E needs considerable improvement.

RECOMMENDATION:

i A local-hire Social Scientist (sociologist or anthropologist) should beincluded asapart of
the M&E component. The Scope of Work would include working with all Project
components to ensurethat infor mation about the natural resour ce and institutional roles
and responsbilities of men and women and about their community ingtitutions are
continually integrated into Project implementation, monitoring, and evaluation activities.
Experience should include a knowledge of rural Guatemala, with particular expertisein
community organization and gender issues, and knowledge of the use of qualitative and
guantitative data.

-\

Use the work of the PARAGRO Ingtitutional Specialist and the results of the Special
Sudy on Households, Community, and Natural Resource Management to establish a
socioeconomic baseline. Include in this, as much as possible, the existing data from
HADsand CARE.

CONCLUSIONS
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If the congtraints reflected by the Recommendations are recognized and acted upon in Project
design and implementation, the impact on loca beneficiaries -- women and men -- and their community
indtitutions can be a positive one.

Socioeconomic benefitswill include increased income opportunitiesfor both women and men; more
productive on-farm empl oyment, reducing the need for off-farm wagelabor and/or seasond migration; and
improved hedth, particularly in the area of pesticide use. In addition, the strengthening of community
organizetions will result in locd-level socid inditutions which will assst the process of democratic
development.
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J. LIST OF PERSONS CONTACTED

AmdiaAlberti
Socid Scientist

ASIES (Asociacion de Investigacion y Estudios Socides)
Roberto Moreno
Irma Raquel Zelaya, Director

BEST (Basic Education Strengthening Project)
Phillip Sedlak, Sociolinguist

Care International
LuisA. Lopez, Associate Chief, Agroforestry and Watershed Projects
Thelma Pérez, Assstant, Agroforestry and Environment
Ron Savage, Program Coordinator, Agroforestry and Environment

Conservation International
Conrad C. S. Reining, Director, Guatemala Program

Government of Guatemda
MAGA/PARAGRO (Minigerio de Agriculturay Ganaderiay Alimentacion Proyecto, Apoyo a
la Reactivacion del Sector Agricolay de Alimentacion
Jaime Carerra, Coordinator
Bestriz Villeda, Coordinator

Highlands Agricultura Development (HAD 1) Project
Richard Whitney Fisher, Pesticide Specidist
Maria Martorell-Machargo, Management Information Systems Specidist
John Nittler, Project Director

IDEAS (Interamerican Development Advisory Services, Ltd.)
Isabel Nieves, Applied Socia Science Coordinator

INCAP (Ingtituto de Nutricion Centro Americay Panama)
Gilles Bergeron, Socid Science Research Andyst

Oak Ridge National Laboratory, Martin Marietta Energy Systems, Inc.
John A. Shonder, Energy Division
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Julia Richards
Socid Scientist

Peace Corps
Baglio Estrada, Director, Naturd Resource Management

Univerdty of South Horida
Edgar G. Nesman, Sociologist and HAD Evauation Specidist

Universty of Wisconsin, Land Tenure Center
Ronad Strochlic, Program Coordinator, Guatemala

USAID/Guatemda
Stephen C. Wingert, Deputy Director of Misson

Office of Democratic Development and Training (ODDT)
Carmen Aguilera O., Project Officer, Adminigtration of Justice
Bambi Arelano, Director
Todd Soan, Project Officer, Democratic Ingtitutions

Office of Rurd Development (ORD)
Edin Barrientos, Project Manager
Blair Cooper, HAD Project Officer
William Goodwin, Project Officer
Keith Kline, Mayarema Project Officer
Alfred Nakatsuma, Environmental Officer
Paul F. Novick, Chief

Program Development and Support Office (PDSO)
Silvia Alvarado, WID Officer
Tom Ddaney, Deputy Chief
Elizabeth Warfidd, Chief

Regiona Contracting Office (RCO)
John P. McAvoy, Regiona Contracting Officer

MAYAREMA Project
Keith Kline, Project Director

USAID/PRESA
Fred Mann, Consultant

iv-27



USAID/ROCAP/RENARM
Ledie Lannon, NGO Advisor
Hilary Lorraine, Policy Research Advisor
Wayne Williams, Regiond Environmenta Advisor

World Bank, NRM Assessment Team
Theodore E. Downing, Anthropologist
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ATTACHMENT I.

SUMMARY OF 20 COMPDA WATERSHED AREAS %

DEPARTMENT WATERSHED MUNICIPALITIES * COMMUNITIES
Chimaltenango Paquip San José Poaquil La Cumbre, Palel, Paquip
Tecpan*
Xelubacya Sta. Apolonio* Pacul, Poaquil, Stn. Apolonia
Xepanil Tecpan* Paraybel, Xepac, Xepanil

Sta. Apolonio*

Guatemala El Molino Palencia* Buena Vista, Marillanos, Sacabastal
Los Cubes Palencia* Lo de Silva, Pie del Cerro, Tres Quebradas
Huehuetenango Batzolon Todos Santos* Batzolon
Esquizal San Sebastian* Caserio Tuiscusnaque, Chejoj, Tuisquizal
Rio Colorado San Sebastian* Skchim, Xelam, Xexap
Selegua Chiantla* Buena Vista, Cuatro Caminos, El Pino, El Rancho, Potrerillos, Quilinco,

Rio Escondido, San Pablo, Sibila

Tres Cruces Todos Santos* Chicoy, Tres Cruces, Zunil
Villa Alicia Todos Santos* Villa Alicia
Jutiapa Medrano Jutiapa* La Montanita
Monte Largo Jutiapa* Cuesta del Guayabo, El Limo
Tahuapa Yupiltepeque El Limon, El Sause, El Sillon
Tamazulapa Asuncion Mita* Aguas Finas, Animas Lomas, Buenos Aires, Girones, Las Crucitas, Loma

Larga, San Lorenzo

San Pedro Jutiapa* Chico Hilario, Encino Gacho, Huertas, Patios de Trigo, Patios Quebrada
de Agua
Quetzaltenango Talcanac San Martin Sacatepequez* Centro, La Estancia, Loblazan, Sta. Ines, Talcanac, Toj Alic, Toj Con,

Tuichin, Xecxuc

San Marcos Esquipulas Tejutla* Alta Vista, Buena Vista, Canoa de Piedra, El Rosario, El Tesoro, Rodeo,
San Sebastian, Vista H. Chiguachin,

La Democracia Tejutla* Cerro Serchil, La Democracia, LaUnion, Los Cerezos, Los Frutales, Los
Puentes, L.P. Serchil, Pena Flor, San Antonio, Serchil

Nahuala San Marcos* La Grandeza, La Laguna, Piedra G., San Andres Chapil, San Jose Caben

* Municipalities marked with *have been included in the Municipal Development Training of the Guatemalan Peace Scholarship. For names and locations of participants (from
municipios and aldeas), contact Mr. Scott Golman, Director, GPS (Guatemalan Peace Scholarships). Tel: 31.05.85/34.62.81.

2l Source: Luis A. Lopez, Associate Chief, Agroforestry and Watershed Projects, CARE-
Guatemala, March 1993.

iv-34



DEPARTMENT

Chimaltenango

Guatemala

Huehuetenango

Jutiapa

Quetzaltenango

San Marcos

WATERSHED

Paquip
Xelubacya
Xepanil

El Molino
Los Cubes
Batzolon
Esquizal

Rio Colorado
Selegua

Tres Cruces
Villa Alicia
Medrano
Monte Largo
Tahuapa
Tamazulapa
San Pedro
Talcanac
Esquipulas
La Democracia

Nahuala

TOTALS

PERCENT OF TOTAL PARTICIPANTS

AREA
(Km)?

412

312

112

6.80

9.20

5.92

19.20

812

18.20

6.00

2.76

27.08

19.68

30.68

2432

2392

28.60

25.00

19.00

30.30

TOTAL
POPULATION

3,000
1,124
1,850
1,000
1,002

235
2,189
4,500
4,874
2,714

495

3,200
913

200

64,143
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TOTAL

a5
45
145
45
28

15

144
215
74
25
12
15
25
52
67
257
200
304

135

1,954

100%

PARTICIPANTS

MEN

a5
26
145
23
12
15
69
144
107
74
25
12
15
25
a5
67
187
145

137

1374

70%

WOMEN

15

16

12

89

[

18%

CHILDREN

22

16

78

237

12%



ATTACHMENT II.

LABOR INPUTS FOR TRADITIONAL CROPSAND NEW EXPORT VEGETABLES %

22 Source: von Braun, Joachim, David Hotchkiss, and Maarten Immink. Nontraditional Export

Cropsin Guatemala: Effects on Production, Income, and Nutrition. Research Report 73.
Washington, D.C.: International Food Policy Research Indtitute (IFPRI), in collaboration with the
Ingtitute of Nutrition of Centrd American and Panama (INCAP), May 1989.
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ATTACHMENT III.

FINANCE AND PURCHASE OF MAJOR NON-FOOD EXPENDITURESIN A HIGHLAND AREA #

Expenditure % Mae % Female % Male % Joint % Other
Financed & Financed & Financed & Financed or
Purchased Purchased Female Purchased
Purchased
House Construction 83.3 3.3 3.3 6.6 3.3
& Repair
Agriculture Inputs 83.0 0.8 2.0 5.1 9.1
& Equipment
Bicycles 81.2 0.0 0.0 0.0 18.7
& Motorized Vehicles
Loan 80.6 9.7 1.6 3.2 4.8
Payments
Land 77.8 0.0 0.0 16.7 5.6
Men's Clothes 72.3 0.3 1.9 18.0 7.4
& Shoes
Prestige 51.1 10.4 10.4 15.7 12.5
Items
School Fees, Supplies 49.5 4.6 23.0 9.3 13.7
& Uniforms
Health 14.9 14.2 25.6 24.8 20.6
Care
Celebrations 15.9 6.3 317 27.1 19.1
Children's Clothes 31.9 5.5 14.9 32.6 15.1
& Shoes
Women's Clothes 10.5 20.1 26.8 34.8 7.7
& Shoes
Domestic 7.6 30.8 34.9 215 5.3
Technology

3 Source: Katz, Elizabeth. " Separate Spheres and the 'Conjugal Contact': Evidence from Highland

Guatemda"

iv-37




Animals

15.4

35.9

23.1

18.0

7.8
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