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Proyecto de Desarrollo Microregional San Cristóbal A.V.


Name of Project: San Cristóbal Microregional Development Project

1 General Project Information

	Country:
	Guatemala

	Name of program:
	San Cristóbal Microregional Development Project

	Fiscal Years:
	FY03, FY04 & FY05

	Executing agency:
	Vecinos Mundiales Guatemala
Centro Socio-Cultural "La Cúpula", 2. Nivel, Of. 15
7a. Av. 13-01 Zona 9. 
Tel / Fax 332 5045 y 331 5309 / vecinos@vmgua.org

	Person responsible:
	Edi David López Santiago, National Coordinator and

Juan Daniel Villatoro, Program Coordinator

	External program partners:
	Proyecto de Desarrollo Santiago (PRODESSA)

	Local and government partners involved:
	Microregión San Cristóbal PRODESSA



	Geographical area of the program:
	6 communities in San Cristobal (Villages of Aquil, El Zacatón, Vista Hermosa, La Independencia, Rexqui´x and the hamlet of El Alfiler)

7 communities with ICP International Coffee Partners in San Cristobal (Aquil, Baleu, Queja, Sac Ixim, La Providencia, Santa Ines Chicar, San Lucas Chiacal) and 3 communities in Tamahú (Chimolon, Naxombal, Chiquim Guaxcux).

	Number of program participants:
	Year 1   (150)
Year 2   (175)            Year 3   (200)






	Total population benefiting from the program:
	Year 1  (900)
     Year 2  (1050)
Year 3  (1800)

              
              

	Date that WN participation began:
	March 2001

	Date of preparation of program plan:
	February-April 2002


2 Personnel

	Name
	Post
	Nationality
	Sex
	FT/PT
	Salary
	Volunteers

	Juan Daniel Villatoro
	Coordinator /

CCB Technician
	Guatemalan
	M
	PT
	Q. 2,456.66
	

	Larry Paul Fuentes
	Sust. Ag. Technician
	Guatemalan
	M
	PT
	Q. 2,185.00
	

	
	
	
	
	
	
	

	
	
	
	
	
	
	


FT=Full time; PT=Part time.

3 Introduction and Context

National Context:

Development in Guatemala is largely concentrated in metropolitan areas and in the male, ladino population. Poverty and food insecurity is widespread and largely concentrated in rural areas, affecting mostly the indigenous population. The conditions that this sector of society confronts are deeply troubling. 93 percent (corresponding to 52 percent of the total population) live in poverty. This is reflected in problems of food insecurity and low levels of health and nutrition. 57.8 percent of children between the ages of 3 and 36 months and 50 percent of children older than 6 years of age suffer chronic malnutrition. The rapid growth of the population – 2.9 percent annually – contributes to a stalling of development. In the last few years, this grim panorama has not changed substantially.

Poverty and food insecurity in Guatemala are structural problems that are related to high indices of underemployment. Among other factors that tend to concentrate poverty in rural areas are the unequal distribution of cultivatable land (65% of land is owned by 2.2% of the population). Other important factors include the fragmentation of lands into small properties, the high percentage of the population that lives in rural areas, a lack of education for rural inhabitants, a lack of interest in public investment or social spending in rural areas, limited access to technology and financial resources, etc.

The context of the municipality of San Cristóbal

The municipality of San Cristóbal is located to the southwest of the city of Cobán, Alta Verapaz. It is made up of 6 villages and 81 hamlets and covers 192 square kilometers. It is located 204 km from Guatemala City, and 22 km from Cobán. Altogether it has about 40,000 inhabitants.


The principal source of family income in the region is the production of coffee. In addition around 3,000,000 lb of cherry, 80,000 lb of pepper, and 2,500,000 lb of pacaya. Also important are subsistence farming of corn and beans and additional products such as avocado and orange, and artisanal production of ropes.


The principal tourist centers of the microregion include the Lake of Chichoj, El petencito, El Calvario, the hill of Cac Coj, Quinich Hill, Los Soldados Hill, the stones of Najilabaj, and the stone of Mexabaj. 

Slash and burn agriculture is a traditional method in the region, practiced on soils that, because the land is on a steep incline, are highly susceptible to water erosion when the natural topsoil is removed.  Additionally, the soils in the hills and the base of the hills are not very fertile.  For this reason, natural vegetation is eliminated to facilitate more fertile soils and dedicate them to the cultivation of corn, beans, cardamom and coffee.

Of these crops, corn and beans are the most important to satisfy the basic necessities of the growing number of families in the region.  They also represent the biggest threat to the watershed because the production of these crops results in complete removal of the existing tree cover to produce new areas for crops.  

In the San Cristóbal microregion, agriculture accounts for 90 percent of the workforce.   The small land parcels that the majority of small farmers own create low levels of employment and chronic problems in production and/or income for family consumption.  The majority of these producers live off of complementary income that they receive for temporary work on estates that cultivate coffee and/or cardamom for export.  Women also participate in rural activities, although their work is not always recognized. A high percentage of these women are the sole heads of the household and must sustain their family with their earnings while also caring for their children.  The average time that a woman in the region works is 15 hours/day.  Gender differences are also evident in levels of illiteracy. Only 38 percent of adult women can read and write, in comparison to 62 percent of adult men.  The low education of the rural population remains an enormous challenge.

The Poqomchi’ population in the area has one of the highest growth rates in the country, and their problems with food insecurity are chronic and growing. 

Natural resources and the potential for development:
The diverse climates, soils and patterns of precipitation create favorable conditions for the development of a great biological diversity and permit the existence of indigenous communities.  Nevertheless, these communities confront hostile conditions, low standards of living and lack of basic services. In these areas, access is very limited, plots of land are very steep, the soils are shallow and susceptible to erosion and the climate is unpredictable.  In addition, biodiversity is fragile upon this human contact.

Natural threats and vulnerability of the microregion  

The San Cristóbal microregion is an area inhabited by more than 40,000 people who have established themselves over the last 500 years.  

The micro-watershed shows signs of a rapid deterioration due to the destruction of forest, farming on steep land utilizing inappropriate technologies.  In intermediate zones where the large coffee and cardamom-producing estates lie, pollution of water sources is common due to the deposition of waste products from cardamom and coffee pulp.

The production of coffee and cardamom on small land parcels constitutes the most important form of generating income for families in communities in this region.  However, these crops also limit development for the families that farm them for the following reasons.

· Generally these crops are grown as a monoculture and access to food depends exclusively on the sale of coffee.  When the market price is low, as it currently is, the small producers do not generate enough money to buy other food products, affecting family nutrition. 

· The low yield of plots of coffee along with the low prices that intermediaries pay (even in times of good prices in the international market) result in low income for the producers and chronic poverty for their families. 

· The complete lack of any infrastructure for the processing of coffee and cardamom is a threat to rural economics since the small farmer cannot add any additional value to the crop.

· The production of food crops for family consumption besides being centered on the production of a single crop – corn – is carried out utilizing farming practices that degrade the soils due to the use of chemical treatments and the practice of slash and burn agriculture, which causes environmental damage.

Another factor that has contributed to disasters in the region has been the change in weather patterns over the last decades.  Some of these catastrophes were caused by periods of excessive rain and others by extensive drought periods.  Massive loss of the vegetable layer due to the spread of permanent agriculture, burning practices, the use of chemicals, cutting of the forest, and extensive cattle grazing has increased substantially. More than 1000 new inhabitants have moved to the region in the last 30 years.

Hurricane Mitch unleashed a wave of unprecedented agroecological destruction that worsened problems in the microregion. Massive landslides and the loss of soil as a result of the torrential rains destabilized the region’s agroecology.  Many analysts argue that the magnitude of the disaster was a consequence of deforestation, unsustainable agricultural practices, soil erosion, and other forms of environmental degradation throughout the country.  Certainly, the last decades have produced a massive loss of flora, due to the spread of permanent agriculture, the practice of burning, chemical pesticides, deforestation, and extensive cattle farming.  These actions have resulted in the displacement of poor farmers to “frontier” areas and steep land parcels.  The loss of flora and more generally the inappropriate use of natural resources contributed to massive landslides and the loss of productive soil as an effect of Hurricane Mitch’s torrential rains.  Statistical information collected by World Neighbors in a post-Mitch study show that landowners who practiced conservation, agroforestry, covering crops and other practices of sustainable agriculture suffered less damage than landowners who practiced conventional agriculture.

World Neighbors and PRODESSA are convinced of the necessity of looking for better models for the management and use of natural resources.  These models should take into consideration the sustainable use of natural resources and the protection of the environment and biodiversity.  This strategy implies promoting changes in the productive culture of populations inhabiting marginal lands by introducing practices of sustainable agriculture with a focus that integrates other important aspects of human development such as health, education and the development of community capacities.

In the social arena, the needs of the community only can be overcome with a strategy of long-term integral development.  Conditions of basic hygiene are precarious which generates a high incidence of illness, especially in children.  The system of waste disposal – both garbage and feces – is inadequate.  Access to health service, especially for pregnant women and children, is deficient.  There is little access to education for children, adolescents and adults.  Community organization and capacity for negotiation at the local level are still weak, and although there is good potential for leadership, it is underdeveloped.  There exists a strong tendency to paternalism, abetted by development proposals imposed from above by the government.

4.1 Geographical area of the program and the communities

The program will cover six communities: the villages of Aquil, El Zacatón, La Independencia, Vista Hermosa, Rexquix and the hamlet of El Alfiler.

One of WN’s long term objectives in the area is to participate with other community, governmental and non-governmental organizations in this microregion to promote alternatives for sustainable development. The strategy of WN and PRODESSA is to work initially in 6 communities initially in order to promote development processes that may play a role as models for other organizations and communities in the area. 

In June 2002, a cooperative accord with International Coffee Partners (ICP) was begun to support the Coffee-growers Association of Tamahú and San Cristóbal (ACTASA), an association with members in the 10 communities of Alta Verapaz described previously.  The support of World Neighbors will include technical assistance in the transition from conventional production methods to ecologically-friendly management of the crop.

3.1 Local partners

· SANTIAGO DEVELOPMENT PROJECT (PRODESSA): A development organization with various programs and countrywide coverage.  One of the programs is a microregional development initiative in San Cristóbal.  The vision of PRODESSA is to function as a consolidated, sustainable Mayan organization that strengthens rural organizations and communities, especially Mayan ones, so that they better their quality of life and have impact on political decisions in the country, through education, organization and community negotiation. Its mission places an emphasis in solidarity work with the rural communities to achieve community-based development while promoting the construction of an equitable and just intercultural society.

· SANTIAGO INDIGENOUS INSTITUTE (IIS): a bilingual, intercultural educational community that promotes the value of Mayan culture. Forms a part of PRODESSA. Aids in the preparation of teachers who, during their training, return to their communities as agents of change to promote development from academics and work in the fields. Students graduating from the IIS receive the title of Primary Education Teachers and Livestock technicians with emphasis in sustainable agriculture.

· ACTASA: Association of Coffee-Growers of Tamahu and San Cristóbal.  Association made up of producers of 10 associations, founded because of the need to find better markets for the high-altitude coffee produced in San Cristóbal.

· VECINOS MUNDIALES Guatemala (VMG): its purpose is to contribute to the strengthening of marginalized communities so that they can satisfy their basic needs.  It seeks to initiate and maintain a development process in which all who are involved in the process will benefit.

To achieve this objective in the San Cristóbal microregion, VMG has established a cooperative relationship with a community-based organization, supported by a Mayan vision, in order to promote community development. 

There is also a relationship of technical cooperation with International Coffee Partners (ICP) in which Vecinos Mundiales provides training to groups of coffee producers in 10 communities.  The effort centers on the creation of a technical packet accompanied by a training process, in order to strengthen the ecological production of this crop and take advantage of an ecological bonus that the buyers pay.  The commercialization is guaranteed by Sertinsa, a local ICP partner that offers a better than market price.

4.3 Participants

Participants are ethnically Poqomchi’.  They live in rural communities and have very few opportunities for access to basic services: health, education, potable water, and salaried work. Community leaders are designated by Community Councils and the group participants are organized by common interest.  Participation is open to all and there are no limitations to group membership.

In community groups focusing on sustainable agriculture, the majority of the participants are male while in the groups focusing on family gardens, most of the participants are women, generally married.

4.4 Beneficiaries 
The beneficiaries are small rural families that produce coffee and basic grains in the 6 communities that the program works with in coordination with PRODESSA. For advice and technical training in cooperation with ICP, 10 communities are benefited. The majority are large families with an average of 7 members that practice subsistence agriculture.  It is estimated that the program will involve 120 families directly in activities of sustainable agriculture, health and strengthening of community capacity.  Because of the integral focus of the actions of the three components and the family unit as a point of entry, it is not possible to quantify precisely direct participants by group (children, women, etc.)  While a water program, for example, will benefit the entire population, other program aspects, like soil conservation or food production will only involve some of the producers who may be interested in the theme. Additionally, students and teachers of the IIS will be benefited.

3.2 Role of government and other agencies: 
The presence of the government in this zone is limited to works in coordination with the ALA project, an alliance between the European Union and the Ministry of Agriculture, Cattle and Nutrition.  As a result of the project,  various local organizations were formed, including ACTASA, which will continue to work with coffee farmers and in cooperation with importers and coffee roasters in Hamburg.

Recently, in March 2002, a new multi-million Quetzal program was begun called the Program for Development in the Verapaces (PRODEVERE) carried out by FONAPAZ and financed by FIDA. The program covers the municipalities in both Verapaz departments (Alta and Baja Verapaz).

4 Justification for Program Implementation 

5.2 Criteria for selecting the area: 

The selection of these work areas was made on the basis of the following criteria

· Indices of Human Development: The Poqomchi' populations in the department of Alta Verapaz have the lowest human development index and the highest social exclusion index of any department.  Basic services such as education and infrastructure such as roads and markets are limited or non-existent.

· Lack of programs for international cooperation in the area.  

· Presence of local organizations. 

· Small-scale coffee producers.

5.3 Criteria for selection of groups or communities:
The most important criterion to determine the communities to target was the low human development index.  Alta Verapaz’s human development index is 0.355, which puts it last among all of Guatemala’s departments.  The national average is 0.596, compared to the index in Guatemala City of 0.829.

Remote communities are attended by very few organizations.  Mostly, organizations that work in the area are conservation organizations that seek to limit access to areas of biological fragility.

Besides the marginalization of these communities, the potential for collective action was considered.  Observations that were decisive included the closeness of the families, the existence of traditional organizations, the strength of a culture that had maintained its language, the sprit of solidarity and mutual support, etc.

5 Program Focus and Intervention Strategies

General Focus

The general strategy is to contribute to a broader development of the watershed thorough interventions at three different levels: community; cooperation with local organizations; and interinstitutional networks.

This strategy promotes strengthened community cooperation through alliances and networks.  It also allows us to promote changes in the management and utilization of natural resources, taking into consider their sustainable use and the protection of environment and biodiversity through the practices of sustainable agriculture with an integral focus that incorporates other important aspects such as the strengthening of community capacities.

Specific focuses 
The long-term cycle of programs that WN develops is beginning.  Generally, these programs have a duration of 6 to 8 years, with a focus on integral development that includes components of sustainable agriculture, health and strengthening of community capacities

· In Sustainable Agriculture World Neighbors focuses its efforts on strengthening the capacity of farmers, men and women, to achieve food security through the improvement of production of basic grains, the diversification of production, family gardens with traditional species with commercial varieties both for family consumption and for the market.  Additionally, programs focus on conservation and appropriate use of soils, forests and water.  Activities include participatory development of technologies for conservation of soils, agroforestry, management of microwatersheds, seed production, ecological management of agricultural production, ecological processing of coffee, small livestock projects.  These projects are carried out through community agriculture promoters with the support of the WN agricultural expert. 

· Strengthening of Community Capacities: This component centers on community organization as the basis for sustainable development.  Support of community organization is based on a recognition of the traditional forms of power in the communities, the identification of leaders, the designation of responsibilities to people designated by the Communal Council.  Leaders participate in the process of training and subsequently organize specific activities with groups of people with a common aim.  Activities are oriented to strengthen the organizing base of the communities, with a strong emphasis on the establishment of links for technical and financial cooperation among the grassroots organizations, the local government and other sources of external cooperation.  Activities are developed around workshops for agroecological promoters and community projects until Associations of Microregional Development are formed. 

Processes of training and strengthening local community capacities take place at the individual and group levels and include different forms including:

· Community Projects: Activities planned executed and evaluated in a participatory manner by promoters and community groups.  These activities are supported technically and financially by the VMG and PRODESSA programs, with the idea of promoting topics that interest the group (e.g. agriculture, soil conservation, agroforestry, etc.) as well as experiences of action learning. Through periodic systematization of the experiments and analysis of successes, the efficacy of the practices are validated (like agroforestry plots or experiences in community and reproductive health) that later are promoted in local communities and organizations.  The promotion of alternatives is achieved through farmer to farmer meetings, community meetings and intercommunity exchanges.

· Farmer to farmer peer meetings:  Visits of farmers to plots, farms, fincas, or other agricultural projects participating currently or previously in World Neighbors programs, in the region or in other regions of the country.  Additional development experiences carried out by other institutions or people in the country and other countries of Central America.  The meetings constitute a highly motivating element to promote attitude changes in rural producers.

· Thematic workshops: Workshops on specific themes for analysis of opportunities, processes or participatory searches for proposals.

· Training workshops: Learning opportunities with the participation of local producers, leaders and promoters on topics of health, negotiation of local development and sustainable agriculture and systems of internal oversight for coffee-growing associations.

· Participatory development of technology (Campesino experimentation).  In each participating community, agricultural leaders are identified who are interested in experimenting with new techniques.  They are given more intensive training, partial financing and technical support for systematization and learning.  The objective is the systematic and participatory generation of useful technologies for local producers.

· Educational Fairs: in coordination with other organizations and agencies, annual events are organized for the widespread promotion of specific topics such as agroecological management of natural resources, family health, etc. 

· Campaigns: Through the formation of support networks, coordinated activities are carried out including awareness talks, training, community projects, large-scale activities to confront regional threats caused by drought, landslides, catastrophic torrential rains and food shortages present in the region. 

5.1 Local participation

The community council designates leaders who will represent the communities.  Then interest groups take part in the participatory planning processes, execution and evaluation of community projects.  The groups for community projects are made up of only men, only women, and groups that contain both men and women.  Discussions with the community councils take place periodically.

Long-term strategy for Sustainability and Transition to more Autonomous Local Organizations

5.2 Stages of organizational development

The program involves diverse local participants including:

· Local leaders: people who are supported by the Community Council and legitimately represent a group of community members.  They participate in educational processes and gradually assume the role of volunteer promoter of a certain topic such as agriculture or community health.

· Community groups: small group of community members who share a specific interest and meet with the leader or community promoter to begin specific programs and “learn by doing.”

· Community Councils: these councils represent traditional community organization and are made up of elders and representatives of diverse local organizations of the community.

· Local Organizations: Local organizations such as improvement committees (responsible for water, schools and community programs), health committees, cooperatives, etc.  These organizations will be the means of promoting actions to benefit the community.  Agriculture groups and health committees are the community counterparts for the management of natural resources, food security, and the improvement of community and family health.

· Intercommunity councils or Microregional Associations of Development: these organizations represent various communities and plan and execute plans for microregional development.  The community councils correspond to traditional organizations, which, unfortunately, have no legal standing in Guatemala.  These Microregional Associations do have legal status and their microregional character emphasizes their territorial jurisdiction.

· Municipal Government: Municipalities currently employ Municipal Technical Units (Unidades Técnicas Municipales, UTM) where different organizations present in the municipality meet, coordinate and promote specific programs for local development and for formal recognition of grassroots organizations that promote community development. 
· Governmental Organizations: Even though the central government has strikingly diminished its presence in the municipalities, coordination is sought with the few remaining institutions and opportunities for coordination.  Principally, this consists of participation in the Council of Municipal and Departmental Development.

· Non-governmental Organizations (NGOs): The principal coordination is between PRODESSA and WNG, with technical cooperation provided to International Coffee Partners (ICP).

· International Cooperation Agencies: The European Union’s ALA program, International Coffee Partners, and the Heifer Project.

· Networks: Organizational structures that represent microregional associations, cooperatives, NGOs, etc. Their purpose is to execute regional plans o make decisions at the regional level.

6 Program Information 

6.1 Fundamental problems to be resolved

The principal problems that the communities confront and which this program aims to help resolve include the following:

· The Poqomchi' populations in the Department of Alta Verapaz have the lowest index of human development in the country and the highest index of social exclusion.  Basic services such as education and infrastructure such as roads and markets are limited or non-existent.

· Agricultural systems and practices that rely on slash and burn approaches are unsustainable and cause the degradation of the natural resources inside the Biosphere Reserve of the Verapaces and in its buffer zone.

· Poverty and food insecurity, linked to the lowest food production are caused by various factors: Production systems and practices developed for valleys are improper for use on steep hillsides; thin and hillside soils are highly susceptible to erosion; slash and burn farming techniques generate low yields and degrade the soils.  Crops that generate income, namely coffee and cardamom, have reached their lowest prices in the last five decades and are projected to keep declining. 

· Even though a number of grassroots organizations exist in all of the communities, these organizations are relatively inactive, have little organizational development even when a potential for leadership exists.  The paternalism of the state has been the traditional model for resolving problems that affect the communities and this has become a means of manipulation for politicians in the major political parties.

· Although the coffee of Alta Verapaz (Cobán coffee) has international prestige, the small producers in the area generally use conventional production methods, with agrochemical processes that are increasingly expensive and make this crop non-viable.  The object of our intervention is to accompany ACTASA in its transition toward ecologically-friendly coffee production. 

Confronted with these problems, the program proposes to facilitate a change in the attitudes and conduct of the population.  It seeks a positive valuation of the soil water and forest resources to diminish the degradation of the environment through environmentally friendly agriculture.  This approach should also increase the production of food for family consumption, especially basic grains (corn and beans) and species grown in traditional family gardens in order to guarantee the food security of the participating families.  The commercialization of coffee and cardamom will be addressed in community initiatives.
In the medium and long term, the VMG will promote the active participation of the municipal government in making decisions, especially in negotiating with the central government to fulfill local needs.

In the framework of cooperation with International Coffee Partners, ACTASA producers will be supported in the introduction of practices aimed at the ecologically-friendly production of coffee as a strategy for economic and ecological sustainability.

6.2 Impact Objectives

· ORGANIC AGRICULTURE: Establishment of a sustainable production system compatible with the environment, which will better the quality of life for the communities, specifically that of 30 promoters and 60 followers.

Impact:

· Increase in production for food security

· Improved management of natural resources

· Exploitation of relative advantages in the production of high-altitude coffee

· Improved management of natural resources

· Members of the 10 ACTASA communites certified as organic coffee producers

· A perfected oversight system for ACTASA

· STRENGTHENING OF COMMUNITY CAPACITIES: six community groups strengthened organizationally and the creation of an intercommunity organization. 

7.3 Behavioral objectives 

· ORGANIC AGRICULTURE: Families from the six communities will better their nutritional level through the adoption of sustainable production practices. 

· Improvement of community production through the existence of an organizational structure responding to community interests.

· 380 small coffee producers begin to apply the techniques of ecologically-friendly production.

· Greater number of community members with an interest in the transition to ecologically-friendly coffee production.

7.4 Activities

· ORGANIC AGRICULTURE
Management and conservation of soils in 9 hectares, production and application of organic techniques, preparation of 270 M3 solid fertilizers and 600 gallons of liquid fertilizers, strengthening of production of traditional crops in the region (chipilín, hierba mora, quilete, bledo, cassava, sweet potato, malanga, etc.), work on the diversification of crops (family gardens), establishment of teaching plots.

· Management and conservation of soils totaling approximately 50 hectares of coffee.  Production of organic solid and vegetable fertilizers, planting of green fertilizers, management of vegetable crops.

· STRENGTHENING OF COMMUNITY CAPACITIES
30 workshops for community leaders and promoters, educational trips and exchanges, 3 community diagnoses, elaboration of strategic institutional plans, administration and proposal of new projects, systematization of farmers’ experiences. 

SAN CRISTOBAL MICROREGIONAL DEVELOPMENT PROJECT

HIERARCHY OF OBJECTIVES 

Objectives of interinstitutional networks: San Cristóbal Microregion

	ACTORS

Partner orgs.
	PROBLEM
	IMPACT OBJECTIVE
	BEHAVIORAL

OBJECTIVE
	6.3 ACTIVITIES

	International Coffee Partners/ACTASA
	Coffee and cardamom prices are less than the cost of production in the Samilhá and Pueblo Viejo microregions.

· Tendency: Prices keep falling, with expectations that the trend will continue. 

· Causes: Supply in the international market has increased excessively, and small producers do not have the infrastructure or experience to commercialize their products.

· Consequences: Negative impact in the family economy, low income and lack of employment generate other social problems.


	Existence, by 2005, of an intercommunity organization with strategies for commercialization, using financial resources and an infrastructure for coffee processing.
	· Community organization existing in each community is strengthened.

· A network is organized around the two microregions.

· Alliances are established with aid and community organizations with the purpose of seeking funds for commercialization and constructing in infrastructure for coffee processing.
	· Formation and strengthening of community groups with the purpose of commercializing locally grown coffee.

· Workshops for the development and organizational strengthening of the communities. 

· Workshops on conflict resolution.

· Development of proposals.

· Soliciting of funds.

· Establishment of infrastructure.

· Commercialization experiences.

6.3.1 Estimated participation:

6 communities involved.

60 families directly benefited (including existing microregional organizations).

3 organizations involved.


OBJECTIVES IN THE STRENGTHENING OF PARTNER ORGANIZATIONS:
	Actors 

Partner orgs.
	Problem
	Impact Objective
	Behavioral Objective
	6.4 Activities

	Microregion: PRODESSA San Cristóbal  

6 communities
	The Microregion of San Cristóbal is an extensive area and the poor use and destruction of natural resources persists.

· Tendencies: the deterioration and continued exploitation of natural resources continues. 

· Causes: In this area, numerous communities exist that live precariously and use San Cristóbal’s resources in an unsustainable manner.

· Consequences: loss of biodiversity and development opportunities for the communities. 


	For 2005 PRODESSA & VMG develop a model for support of community progress which is replicated in two more microregions in the Polochic. 

	· PRODESSA  & VMG will plan, execute and evaluate community projects. 

· Identification of lessons learned and forms of promoting them in other regions.

· PRODESSA and VMG will promote the formation of an intercommunity organization. 


	· Coordination and planning meetings.

· Training on methodology of community projects.

· Exchange visits.

· Establishment and operation of projects.

· Experimental plots.

· Monitoring and evaluation.

· Systematization of experiences.



	
	
	
	
	


OBJECTIVES OF COMMUNITY STRENGTHENING:

	ACTORS


	PROBLEM
	IMPACT OBJECTIVES
	BEHAVIORAL OBJECTIVES
	ACTIVITIES

	Community groups and Community Councils
	Undeveloped abilities of community leaders to plan, organize, manage and execute projects. Weaknesses in coordination, commercialization and administration limit the effectiveness of development projects.
	The community groups and Community Councils will be strengthened and will increase their effectiveness in the promotion of community development.
	At least 50% of community leaders and directors develop the necessary abilities to promote and sustain local development processes.
	· Training workshops.

· Support of small-scale organic coffee growers to define and put into practice an organizational structure that will link them to alternative markets.

· Visits and exchanges with other communities.

	
	The loss of values, customs, traditions and identity weakens community unity.
	Communities brought together by principles, values and diverse culture expressions will promote processes of sustainable development.
	All communities participating in PRODESSA programs will promote local culture as a means to strengthen identity and solidarity and support the microregional development plan.
	· The six communities will carry out cultural activities that promote the recovery of customs and traditions.

· Organization of at least one cultural group in the communities.

· Three cultural events will be carried out in each community (ceremonies, meetings, educational fairs, etc.). 



	Microregional Associations
	The Microregional Association lacks experience as a development organization.


	Successful execution by the Association of a microregional development plan.

	The Association should develop the ability to promote and direct a long-term development plan, going from the current level 1 to level 4 on the tree analogy scale.


	· Training workshops for directors in planning, implementation and evaluation of development plans.
· Support in efforts to win funding for community projects.


	
	Successful experiences in sustainable agriculture generally remain isolated and are not passed on to other communities in an Action Learning approach that would amplify the impact of the work.
	By the end of 2005, the association will analyze and prioritize a plan for following up on the process of development and have a plan that includes representation, legitimacy and regional impact. 
	Structures, monitoring plans, tools, and leadership resources for the planning and execution of the work.


	· Preparation of a transition plan.

· Workshops on topics of administration and negotiation.

· Participation in community assemblies

· Elaboration of community diagnoses

· Workshops directed toward community leaders.



	Interinstitutional coordination
	The lack of interinstitutional coordination creates dependence and generates confusion in the populace with multiple focuses and duplication of efforts.
	Duplication of efforts with other institutions will be avoided in 100% of the communities involved with Vecinos Mundiales and PRODESSA.
	Coordination mechanisms are established with other institutions present in the area to work more effectively in the communities.
	Identification of institutions present in the area and definition of the terms of coordination.

Strategic planning.

Work meetings.

Establishment of coordination accords.




SUSTAINABLE AGRICULTURE OBJECTIVES:
	ACTORS


	PROBLEM
	IMPACT OBJECTIVES
	BEHAVIORAL OBJECTIVES
	ACTIVITIES

	6 communities located in the San Cristóbal microregion.
	The systems and practices of slash and burn agriculture are unsustainable in the microregion and lead to the degradation of natural resources.
	Increase agricultural production and protect natural resources through the adoption of intensive agricultural techniques and practices.
	· All promoters will not burn on half of their land in 2002 (with an annual increase in the participation rate of 5% of the population). 

· At least 30% of the farmers will put two soil conservation techniques into practice. 

· By June 2005, 30% of the population will be producing and applying compost.

· By June 2005, 30% of the producers will be using “green” fertilizer.
	· Training of agroecological promoters. 

· Establishment and monitoring of experimental parcels.

· Exchange visits between promoters and farmers.

· Follow-up visits by VMG and PRODESSA personnel.

· Identification of lessons learned.

· Identification of improved practices.

· Spreading of results.

	
	
	Decrease in the destruction of forest resources, soil and water through the introduction of technologies compatible with nature.


	50% of coffee producers in the program should adopt ecologically sound production and processing practices.
	· Ecological coffee project in coordination with International Coffee Partners.



	Promoters and their families living in the San Cristobal microregion. 
	Lack of food for families, due to low yields in home gardens and the failure to diversify crops.

	95% of participating families will increase production of food for family consumption 
	95% of participating farmers will introduce new technologies, try alternative crops in home gardens and on their land, and beginning raising animals with the purpose of increasing food production.


	· Promotion of sowing improved varieties of corn and beans.

· Promotion of family gardens with traditional, culturally appropriate local species with high nutritional value.

· Community projects with an emphasis on livestock production (chickens, turkeys, etc.) for the diversification of foodstuffs.




OBJECTIVES FOR THE STRENGTHENING OF THE SANTIAGO INDIGENOUS INSTITUTE:

	ACTORS
	PROBLEM
	IMPACT OBJECTIVE
	BEHAVIORAL OBJECTIVE
	6.5 ACTIVITIES

	Santiago Indigenous Institute (IIS)
	1. There is a great weakness in the food security of the Santiago Indigenous Institute (IIS).

Reasons:

1. Approximately 700 daily rations are needed.

2. There has not been a stepwise approach to the cultivation of vegetables.  

3. Production has been abundant in some times and lacking in others. 

2. Underuse of the resources of the IIS

Reasons:

There is sufficient land and soil to cultivate healthy foods for the entire population of the IIS and have additional foods to sell.

Much is wasted that comes from the farms.

There is no reuse of water.


	By 2005, a total of 100% of vegetables, 75% of basic grains, 25% of fruits should be self-produced in the total basic diet of the IIS.

By 2005 the total food budget of the IIS should be reduced by 60%. 

By 2005, income should be generated by the IIS from the sale of excess organic vegetables.

By 2005, 80% of dung produced by livestock should be composted.

By 2005, the fertility of the soil should increase by 20% and the amount of organic material by 50%.

By 2005, 75% of the water provided to the farm will be reused

 
	· Transition of the institute’s farm toward sustainable, managed production of vegetables.

· Transition of the farm for sustainable production of fruit.

· Transition of the farm toward sustainable production of basic grains (corn, beans, etc.)

· Production of organic seeds

· Manure use from the farm will be maximized. 

· Improved soil fertility

· Water will be more highly valued

· Greater conservation of forest resources
	1.   Vegetable production.

1.1. Ecological vegetable plan (crop succession).

1.2. Monthly sowing and harvesting.

1.3. Cultural control of plots.

1.4. Control of foods entering the kitchen and lists of necessities.

2. Fruit production.

2.1. Selection of fruit trees.

2.2. Purchase and sowing of a diverse range of fruit trees, according to necessity.

2.3. Use of fungi with the fruit trees (experimentation).

3. Production of basic grains.

3.1. Definition of the area.

3.2. Planting in association with winter crops.

3.3. Management of the crop.

3.4. Harvesting.

3.5. Post-harvest management.

4. Activities:

4.1. Defining an area for the production of seeds.

4.2. Storage of organic seeds. (Ijatz, Vecinos Mundiales)

4.3. Process of reproducing and collecting seeds

Estimated participation:

80 students involved each year.

4 in charge of farm. 

5. Twice monthly production of fertilizers.

6. Application of fertilizers.

6.1. Application of organic fertilizers to the soil.

6.2. Initiation and incorporation of “green” fertilizers and crops.

7. Water resources.

7.1. Design of a water recycling system 

7.2. Collection of rain.

8. Forest resources.

8.1. Elaboration of a forest nursery (seeds).

8.2. Reforestation.

8.3. Management of reforestation.

8.4. Establishment of agroforestry systems.

Estimated participation:

50 students directly per year 

80 students directly per year 

6 people in charge of the farm.

1 technician in sustainable agriculture.

Water resource committee.

	Teachers and personnel of the livestock farm at the Santiago Indigenous Institute (IIS).
	1. The professors and others in charge of the farm have little knowledge of sustainable agriculture, methodological tools, or teaching resources.

Reasons:

1. The results of a self-diagnosis for those in charge of the farm reveal very little knowledge of sustainable agriculture.

2. The institute has decided to transform its teaching methods from conventional to sustainable agriculture, beginning in 2000. 

3. In spite of the recent decision, the IIS still does not have sufficient teaching resources to treat the topic with the depth that it needs.

4. Deficiencies exist in methodology.
	By 2005, the personnel of the farm should at least have reached level 4 in knowledge of sustainable agriculture.

By 2005, personnel and teachers on the farm should have at least 15 new educational materials.

By 2005, the teachers and those in charge of the farm should have at least 10 new methodological tools and 20 new group dynamics activities in their repertoire.

By 2005, the directors of the farm and the teachers should have knowledge about recycling. 
	Professors and those in charge of the farm at the IIS will share their knowledge with IIS students.

Farm personnel will modify conventional practices, gradually adopting sustainable, organic techniques. 

Professors will transform their approach to take a sustainable agriculture approach.

Farm personnel and teachers will enrich their methodologies, sharing them with students in future classes. 

Farm personnel will separate and classify garbage, recycle, and reuse resources. 


	6. Sustainable Agriculture:

6.1. Self-diagnosis of knowledge.

6.2. Compromise of Action Learning.

6.3. Heifer Foundation training (5).

6.4. Sustainable agriculture training (7).

6.5. Training in compost production (6).

6.6. Other training; invited by VMG.

7. Teaching resources:

7.1. Documents on sustainable agriculture (7).

7.2. Documents on preparation of compost (6).

7.3. Other documents. (10)

7.4. Definition of potentially transformable approaches.

7.5. Acquiring necessary resources for transformation. 

7.6.   Joint transformation of occupational profiles.

8. Methodological tools:

8.1. CEFE tools.

8.2. Working from the roots.

8.3. 80 tools.

8.4. Tools from the Methodological Basket

9.  Training in Recycling:
9.1. Integral management of solid waste.  The three R´s.

9.2. The problem of garbage and traditional responses.

9.3. Clean production and consumption.

9.4. Separation and classification of waste.

Estimated participation:

10 professors. 

6 farm personnel.



	1. Students from the IIS.


	Little student knowledge of sustainable agriculture.

Reasons:

The self-diagnosis revealed low levels of knowledge about sustainable agriculture among the institute’s students. 

The institute has not transformed its teaching of some topics from a more conventional point of view. 

Conventional agriculture practices by the students in their communities and on their plots.
	By 2005, teachers who are graduating from 12th grade of the rural livestock program should have a knowledge level of IV.

By 2005, graduating teachers should have 10 methodological tools and 15 group dynamic methodologies for the development of their activities. 

By 2005, graduating teachers should have knowledge of project planning and elaboration.

By 2005, graduating teachers should know methodologies for recycling that they can put into practice in their communities. 
	· IIS students should have knowledge of and practice sustainable agriculture.

· IIS students who know and utilize new methodological tools and group dynamics.

· IIS students with knowledge of project planning and elaboration.

IIS students practicing recycling using sound principles.
	10. Sustainable Agriculture:

10.1. Self diagnosis of knowledge

10.2. Compromise of Action Learning.

10.3. Heifer Foundation Training (5).

10.4. Sustainable agriculture training (7).

10.5. Training in compost production (6).

10.6. Diverse training provided by VMG.

11. Methodological instruments:

11.1. CEFE tools.

11.2. From the Roots tools.

11.3. 80 Tools tools.

11.4. Tools from the methodological basket.

12. Training in the elaboration of projects

12.1. Elaboration of fertilizer projects. 12th grade group.

12.2. Elaboration of culturally appropriate control of an ecological vegetable parcel. Agricultural group.

12.3. Elaboration of recycling project.

13. Replication of recycling training by trainers to students.
Estimated participation:

210 students in all.

70 graduates annually.
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