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PROJECT BACKGROUND 

The Cagayan Valley Program for Environment and Development (CVPED), PLAN 
lnternat~onal - Phiilpp~nes and the Department of Environment and Natural 
Resources (DENR) in Regon 2 discussed the prospect of establlshing a 
Commun~ty-Based Forest Regeneration and Related Research Project at the 
lsabela State University's College of Forestry and Environmental Management 
(ISU-CFEM) In Cabagan, lsabela way back in March 1995 The project would 
compliment exlsting conservatton and resource management activities being done 
In the Northern Sierra Madre However, the long-term vision IS for ISU to become 
a 'Center of Excellence' in community-based forest regeneration in Northern 
Luzon 

PROJECT IDESCRlPTI1BN 

The Community-Based Forest Regeneration and Related Research Project is a 
joint undertaking beheen PLAN International and CVPED wth inlbal fund~ng for 
three (3) years from the United States Assistance for lnternat~onal Development 
(USA1 D) PLAN International, the pnmary reaplent, handles the project 
administration and infuses its own fund of US$ 350,000 00 to dovetail its regular 
commun~ty development activttres wth the research component of the project The 
lsabela State Unrversity's College of Forestry and Environmental Management 
and Le~den Unrversity, through CVPED, carry out the action-research part 
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PROGRAM ACTIVITY HIIGHLIGHTS 

The project is constantly undergoing a learning process where activit~es and 
Issues are reflected upon and analyzed In the hope that a better strategy and 
approach is developed Much has happened in the project during the last 18 
months such that what was determined at the beginning has evolved Into a more 
responsive and contextually appropriate strategy Yet, despite the changes and 
modifications that have occurred along the ~rnplementatron process, the spmt and 
objectwe of the project steadfastly remains The process has been dificult since 
the nature and approach of the project is unl~ke any other environment and 
development-focused project 

The current state of project activittes are now much in-lrne wth the basic 
framework that was initially developed (Appendix B Project Operations 
Framework) The backlog that resulted dunng the first 12 months of project 
implementation has been responded to wth retatrve success Much of the c r w  
and confltcts arrsrng from the field are now manageable The projed 1s now more 
capable of pursurng intensive communrty work as well as research act~vities 
Project actrvrties dunng thts penod may be understood in three major aspects 
Organizational set-up, Community Organizing, and Research (Appendix C T~me 
Line of Pdapr h j e c t  Act~vities) 

On June 1998, after almost a year of project implementatron, the project 
established its own project management office at the Environmental Information 
Center Prior to this arrangement, the project shared a des~gnated space wth 
another project making tt difficult to conduct project activrties The move into a 
separate of3ce allowed greater movement and coordination 

Followng the Execom's Fourth Meeting, a tnparttte body composed of 
representatives from USAID, PLAN, and ISU init~ated a thorough review of project 
activit~es and developments The revlew was brought about by existmg and 
potential project operat~onal concerns that had serious effect on the over-all 
project activit~es Discussions revealed the need to &Feet project management and 
Impose modtficattons on the over-ail projed management structure Hence re- 
structuring efforts were initiated on May 1998 which resulted in the re-definttion of 
key project pos~t~ons and the addrtlon of new personnel The new project 
organrzat~onal structure was presented and approved dunng the Execom's Fifth 
Meeting (Appendix A COMFREP's Organizational Set-up) 

The final selection of project sites was only accomplished 8 months after the 
project began As such, organizat~on efforts, capabil~ty building, and determining 
strategic prlortties were not immediately pursued This delay inhibited much of 
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project activities since it was prescribed that research and project act~vities be 
in~tiated by communities By April, the followng communities were selected as 
project s~tes 

+  lap^, Petiablanca, Cagayan 
+ Limbawan, San Pablo, lsabela 
+ Antagan I, Tumauln~, lsabela 
+ Campamento, Diffun, Qulnno 
+ Cabua-an, Maddela, Qumo 

The communities have submitted their resolution committmg the~r services to the 
project Areas for development have also been identified However, incons~stent 
project presentations and the lack of coordination between project management 
and field staff have inhibited effective organizing efforts This was a great concern 
in the case of Cabua-an where communities became confused as to the purpose 
and approach of the project due to contradictory interpretations presented by 
various project personnel The crisis, however, was properly managed and 
communities have regained their confidence in the project 

COMFREPs Propet Manager Or Roger Guzman and 
Ptujecf staff parhmpabng ~n a d~scuss~an wrth Cabuaan 
community members 

COMFREPs F~nence Assstant Carfos Santos 
explatntng to communrty members financ~a! aspecfs af 
the Project Desrng Outfine 

CDS Judy Cazo fml~tating a meeting wrth barangay 
officfafs in Campamento 
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Much of the act~v~t~es during the last SIX months were pr~mar~ly focused on 
establrsh~ng the necessary organ~zat~onal element crucral for commun~t~es to 
conduct development and regeneration work Hence, durmg this per~od extenswe 
work with commun~ties have led to the establishment of the bas~c organ~zat~onal 
structure, pol~cy, and capital bu~ld-up In project s~tes The followng table presents 
bas~c aspects of established POs in project sites 

Three main research actrvlt~es were conducted during this penod commun~ty 
profil~ng, commun~ty mapplng and market scannmg Commun~ty profilmg 
proceeded durmg the ~n~tial phase of the project prior and after the select~on of 
project s~tes lntervrews and secondary data gathermg was conducted lnit~al drafts 
of the profile have been reviewed and data gaps have been ~dentified Community 
mapping act~vit~es have proceeded In all s~tes where forest and land resources 
were ~dent~fied as well as the communit~es' s~te proposal for development and 
management The actrwty was particularly ~mportant In the case of L~mbawan 
Exp~red pasturelands were located In the proposed project s~te Th commun~ty 
wanted to utilize the area for ther agroforestry and other development activities 
The commun~ty maps locat~ng the area of conflict was presented to the DENR by 
the commun~ty As a result, appl~cat~ons for renewal of the pasturelands were 
denied and the community was prov~ded a document recognlzmg the commun~ty 

as proper stewards of the area 
Market scanning act~v~t~es have 
been lnlt~ated In major busmess 
centers and local~tles pertment to 
the transport and processmg of 
goods and products near project 
areas The market scannlng 
activity w~ll be the bas~s for 
determ~n~ng the major elements 
and strategies In the commun~ty 
resource management plan 

Commun~ty members of Lap m a h g  sure fhat detarls and 
features of fherr area are camfully placed on the map 
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ESSC s Communrfy Mapprng Cowdinator, Mr Jofl Par& 
exflaming ihe commundy mapprng pracess dunng a 

presentat/on m Umbewan 

Communrfy members of Cabuaan putting 
the final touches on #)emf community map 

CDS Judy Lato trytng to get fnformation 
dunng a market scannmng adv~ty m Dmn 
Quinno 

CVPED Students The mvolvement of CVPED students In the research act~vltles 
began last June Although there 1s yet the need to clarlfy and Integrate CVPED 
research concerns with the project's act~on-research mode, an MS student 
interested In organizat~ons of commun~ty based forest management, chose a 
project site as one of his. case studies Mr Wlm Prins looked Into the various 
dynamics of organ~zat~on focusmg on conflict management as the key indicator 
Mr Prlns visited  lap^, Penablanca and ~nterv~ewed commun~ty members Also, so11 
samples were taken from identified areas in L~mbawan, San Pablo The so11 
samples wll be analyzed to determine fertlhty and other concerns regard~ng 
appropriate land use 
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COMFREP's Scholarship Project The project was a result of a commitment 
made by previous project staff to communities The schoiarship was intended to 
invite community members to parttcrpate in the project and at the same time 
realize the development of a 'cadre' of comrnun~ty based forest regeneration 
experts In the region The project IS support~ng 19 students coming from 
communities working wth the project The fund IS subsidizing the tuttlon fees, 
lodg~ng expenses, book allowances, and other pert~nent costs dlrectly related to 
their education (Appendix E Breakdown of Scholarship Fund) PLAN wll be 
subsldizlng the costs for the first year of the activity afterwhich, a revfew and 
evaluation wll be conducted All scholars are taking up BS Soaal Forestry at the 
College of Forestry and Environmental Management at ISU-Cabagan 

From September 1997 (actual start of project operations) to December 1998, 
funds movement amounted to only US$ 147,380 00, approximately 16% of the 
project's total project budget provlded by USAID or about 10% of the total project 
budget For the ?&month period, about 25% of the proposed budget have been 
utilized Of the total expenditure, 49% was spent on staffing requirements, 17% on 
equipment, 21% on maintenance and other operational costs, and only 13% on 
project f~eld actrv~ties Moreover, budget counterparts from PLAN International and 
CVPED has not been significantly utlllzed The agnlficant lack of funds movement 
has been recogn~zed as a major issue However, it is understood that the Issue IS 

part of a broader project lmpfementat~on concern Durrng the init~al phase of the 
project, before the re-structuring, funds movement amounted to about 18% of the 
total budget atlotted for that period There was a significant increase in funds 
movement after the re-structuring Followng the project's re-organ~zation, funds 
movement has increased dramatically and amounted to approximately 53% of the 
budget proposed for that period Of th~s, 49 2% were spent on staffing 
requirements, 14% on project activities, 8 5% on equipment, and 28 3% on 
maintenance (Appendix D Distribution of Expense per Major Budget Component 
and Appendfx E Project Budget vs Actual Expenditure) Nevertheless, there is 
still much work that needs to be done ~f more effective funds movement is desired 
For the coming period, as communitres wll be more capable in initiating project 
activities, a responsive funds movement system and capable administrative 
support mechan~sms wll be explored 

PROSPECTS AND FUTURE ISIRECT1OMS 

The general objectives for the next twelve months wl l  basically cover two major 
areas of actwities namely administration and operations Activities partrcular to 
administration wll prlmar~ly enable the necessary personnel, structural and 
systemic support project operat~on requires The matn objective of project 
operations for the coming year will be to initiate long-term and sustainable 
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actrvrtres In five key result areas Center of Excellence, Sustarned Peoples 
Organrzatlon, Enterprrse Development, Grassland Rehabrlrtatron and Forest 
Resource Stabrlrzation, Networkrng and Lmkagrng Specifically, the general 
object~ves for each operatronal key result area for the year are 

Center of Exce/lence To establ~sh lsabela State Unrvers~ty's College of 
Forestry and Envrronmental Management as an rnformatron and research 
center such that rnnovatrve and socrally responsive research approaches are 
developed that may be ut~lrzed by various rnstttutes, agenaes, and 
communit~es tn the reglon 
Sustarned Peoples Organrzation To enable and empower communities to 
initrate and rmplement resource management strategies such that a self- 
sustarnrng socio-economrc adrv~ty IS pursued 
Enterprise Development To facrtitate the communrtres' capabrlrty In 
partlcipatrng In a sustarnable market economy where resource management 
systems are both economrcally sound as well as ecologically vtable 
Grassland Rebab~/~fatron and Forest Resource Stabilization To ensure the 
proper use of forestlands by enforcrng proper land use management 
approaches and protectron measures 
Networking and Linkaging To estabtish and sustam proper worktng refat~ons 
wth agencles and rnstrtutrons crrtical to the regron's land use and forest 
resource management systems 

CONCERNS AND ISSUES 

One reason why project funds have not been moved as expected IS because the 
soc~al base from where project acttvltres must be inrtrated, has not been 
established Another cause for the current pace tn funds movement IS the 
contrnuous learnmg process the project has been experlenung especrally rn terms 
of determlnrng drrectron and strengthening rts organizational capabrllties However, 
dur~ng the last per~od, the project has been able to establrsh the capabil~tres of 
communities to rntt~ate and ~mplement project actrvftres It is important at thrs stage 
to ensure that community inrtratives are supported and sustained Movement of 
funds for the comlng period wdl have to be able to be more active and responsrve 
Hence, efforts will be drrected towards lookng rnto the proper structural, 
procedural, and personnel support mechanisms 

The present organizatronal structure of the project was developed primarily to not 
only ensure effectrve project rmplementatlon but to also operationalrze greater 
collaboration between key ~nstrtulrons Key to these objectrves IS the posrtton of the 
Project Manager The Project Manager IS the i~nk between lsabela State Unwersity 
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and the other partners especially concerning project implementation The posrtion 
thus requires the person to not only facrlitate proper workrng relations but to take 
greater responsibilrty In the administratrve and operational rmplementatron of the 
project In essence, tt 1s wth the Project Manager that varrous project d~rectrons 
are integrated However, there seems to be a relative lack of clarity in 
responsibiiitres and confusion regarding project accountability due to lrm~tations 
wthm the organizational structure and some aspects of the collaboration 
Bas~cally, what needs to be addressed is how lsabela State Universrty can gain 
greater responsrbilrty for the project Efforts in the cornrng perrod wll try to explore 
ways into artrculatmg the role and responsibilities of the Project Manager 

One of the challenges presented by the project IS the involvement of various 
institutrons involved In social development and forest resource management It 
was originally thought that the project would serve as the venue and opportunity 
for rnstitutions wlling to learn and explore non-tradrtional ways of doing 
participatory research, social development, and forest resource management The 
project has so far been able to establish the proper working dynamics However, In 
order to proceed more effectively, working relatrons among the project's drfferent 
institutronal counterparts must be strengthened in light of what the project has 
been able to achieve and what d~rections it has proposed, greater dralogue and 
artrcutatron of rnstrtutional commrtment, especrally In terms of finanaal and 
operational support, must be pursued For the comrng period, venue for chscussing 
mstrtutional concerns wll be inrt~ated 

COMFREP was orrgrnally desrgned as a three-year project rnarnly to equip lsabela 
State University In developing and applying innovatwe socrally based screntrfic 
research that wll be the basis for determinmg appropriate regeneration and other 
forest management strategies Unfortunately, the demands of the project, the 
maturity tt requires, and the cntrcal reflection rt necessitates, requires a longer 
period of ~mplementation This rs especially crucial gwen the backlog and 
unaccomplished expectattons that resulted in the project's tntttal stages of 
implementat~on, a learnrng process Hence, rt is approprrate that the project extend 
for another year at no extra cast It has been determined that there is much work 
and adjustments for the project to actually take root and stabrlrze ~tself in order that 
objectives are accomplrshed Over all, the events of the past 18 months have been 
a learnrng experience The fa~lures have not only disclosed the lrmttat~ons and 
difficulties of the project but have more ~mportantly opened up new challenges 
There is now a deeper appreciation of the process such that a sense of learnrng, 
openness towards evolution and the acknowledgment of culture In science and 
development are facilitated 
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SUMMARY 

It has been 18 months since the project began and much has happened in terms 
of clarifying project concerns and establishrng the structures and systems In 
support of operations It has been a contmuous learning process especially In 
terms of arttcufattng and operatronalrzrng the nature and ortentatron of the project 
exploratory, cornmun~ty-driven, and enterpnse based Durlng the last period, there 
were extensrve drscussrons on dar~fytng project drredrons and act~v~t~es on the 
f~eld proceeded mth greater awareness, reflect~on and integrat~on The 
experiences and learnings gained during the last 18 months have enabled the 
project to secure its capabil~tres and assess rtself rn light of what IS expected 

Critical to the project's operat~ons and prospects was the effort init~ated by the 
Executive Committee toward re-airgnrng the project accordmg to the spirit and 
directron of discussions held 4 years ago On May 1998, the project was 
restructured to not only rnclude new personnel but also to estabirsh greater darrty 
and rntegr~ty In project operations The field staff underwent a series of meetings 
and workshops assessing research and community organmng ad~vities as well as 
understanding PLAN polrcres The succeeding months were pnmar~ly spent on 
stab~lrzrng relatrons wtth communrt~es and sustalnrng institutional hnkages 

Now that the proper socral base has been establ~shed and 1s now capable of 
determining project activitres, it 1s imperat~ve that the necessary admin~strat~ve, 
financral, and operatronal support mechan~sms are In place Issues such as 
greater funds movement, project accountabtlity, leadership, and trust WH be 
addressed in order to sustain the previous perrod's accomplishments EfForts wrll 
now focus on greater operational efficiency ws-a-vis admtnrstratrve support to 
sustaln and strengthen community in~t~atives 
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APPENDIX A 

COUNTRY DIRECTOR 

EXECUTIVE 
COMMITTEE 

PROJECT ADVISER I I 

ADMINISTRATIVE 
OFFICER 

1 PROJECT H TECHNICAL 

COORDINATOR PROFFESIONAL 
ASSISTANTS 

I PROJECT TEAM 
LEADER I 

FINANCE PURCHASER/ 
OFFICER I I DRIVER I PROJECT 

SUPPORT STAFF 

DEVELOPMENT DEVELOPMENT DEVELOPMENT DEVELOPMENT DEVELOPMENT 
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APPENDIX D 

DISTRIWTION OF EXPENSES PER MAJOR BUDGET COMPONENT 

Fiscal Year 1998 

. . 

$6,656 21 

IB Staff Requirements (48 5%) 

U Equipment (26%) 

Fmt Half of Fiscal Year 1999 

0 Project Activities (1 4%) 

I3 Equtpment (8 5%) 
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