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National Forest Programme Facility

Participatory Forest Management:

Improving policy and institutional capacity for development

PROPOSED NATIONAL CAPACITY-BUILDING STRATEGY
TRINIDAD AND TOBAGO
1. Project background
This capacity-building strategy for Trinidad & Tobago (T&T) is an output produced under the regional project entitled “Participatory Forest Management; Improving policy and institutional capacity for development”, which is a three-year project being implemented by the Caribbean Natural Resources Institute (CANARI) with support provided by the Food and Agriculture Organization of the United Nations (FAO) through its National Forest Programme Facility (NFPF). Project countries include Barbados, Dominica, Grenada, Saint Christopher (St. Kitts) & Nevis, Saint Lucia, Saint Vincent & the Grenadines, and Trinidad & Tobago. 

The overall goal of the partnership is to support the improvement of the socioeconomic and environmental benefits that can be derived from forest management by analysing, promoting and building capacity for participatory planning and management of forest resources at the regional, national and local levels.  
2. Rationale

This strategy is a response to the need to build the capacity of stakeholders for participatory policy analysis, policy formulation and forest management through effective training, technical assistance, and regional and cross sectoral dialogue. It is one of the outputs of a consultative process aimed at determining the capacity needs for effective stakeholder participation in the forest sector. Selected activities are to be supported within the funds available for capacity development in Years 2 and 3 of this project for T&T. 

3. Methodology
A consultative process was used to analyse policies and capacity barriers to participation in the forest sector. Research methods included interviews with selected stakeholders and key informants, and a national forest sector stakeholder consultation which brought together representatives from a cross section of backgrounds including the public sector (forest management agencies and other government and public companies in sectors that relate to forestry and forest resources), the private sector (traditional forest users, forest-based businesses and private sector bodies), and civil society (non-governmental and community-based organisations). The main results of the review of national policy and institutional arrangements are contained in a separate report.
The assessment of the capacity of the various stakeholders in forest management is presented in section 4 and is based broadly upon the framework presented in CANARI Guidelines 3
, and this information was distilled according to:
· Identification of target group (according to public sector, civil society sector, private sector).
· Which groups need capacity built?
· What capacity needs to be built?

· How can these needs be met?
Potential priorities for capacity building under the NFPF project are identified in section 5.  Priorities would need to be finalised in collaboration with key stakeholders before a detailed workplan for implementation of the capacity building strategy can be developed.

4. Capacity needs assessment
	Target group
	Barriers to participation
	Capacity needs to meet barriers
	Major capacity building strategy objectives identified

	All stakeholders
	· Incomplete understanding of the contribution of forest resources to national development, and a development model that instead emphasises industrial development and exploitation of non-renewable resources.
· Absence of a strategic vision that enshrines multi-stakeholder participation, and of a national policy and plan to implement and realise the vision.
· Lack of buy-in to participatory approaches partly due to insufficient data demonstrating the positive impact of participatory approaches in forest management on livelihoods and conservation of forest resources

· Inadequate understanding of how to implement participatory approaches
· lack of information on: appropriate models of participatory forest management; guidelines for assessing the applicability of these in different contexts; mechanisms for adapting models.
· Insufficient experience, knowledge and skills in facilitating participatory processes

· Absence of policies, systems and instruments to institutionalise participatory approaches in forest management 
· Conflicts around land tenure and resource use (including between formal and informal, legal and illegal) 
· Disagreements between government and civil society regarding management approach because of different world views about participatory management
· Difficulty in mobilising and involving informal and illegal resource users in processes
· Poor information sharing, communication and collaboration among stakeholders within and between and sectors

· Partisan politics influencing technical and national development decisions

· Generally poor implementation of policy decisions
	World view

· Understanding of the linkages between forest management, national socio-economic development and sustainable local livelihoods, particularly in relation to poverty reduction and community development strategies 
· Acceptance of the value of participatory approaches to good forest management and socio-economic development

· Building a culture and process of integrated planning and management
Knowledge and skills

· Information on models and processes for PFM and mechanisms for adapting these to local contexts
· Processes for developing innovative governance arrangements for equitable involvement of key stakeholders, including communities and community organisations

· Information on the linkages between forest management and poverty reduction and approaches to build these linkages, including opportunities and strategies for forest-based business development
· Skills in facilitating participatory processes, including negotiation, conflict management and dispute resolution
· Political will and institutions for integrated planning and management

· Skills in monitoring and evaluation of impact of management on the resource and on livelihoods
Linkages

· Linkages between natural resource management and social and economic development sectors in both government and civil society
· Formal and informal mechanisms for communication and coordination within and among government agencies, civil society organisations and the private sector on forest management issues
	· Facilitate development of a nationally shared vision and agenda, translated into an explicit policy and a strategic plan for forest management, including a focus on participation, shared management responsibility and authority, livelihoods and economic linkages
· Build recognition by decision-makers that forest resources are important in national socio-economic development 
· Undertake pilot projects and case studies of existing projects in PFM, evaluate impacts on forest management and on socio-economic development and disseminate lessons on policy and institutional requirements
· Provide training and technical assistance to build knowledge and skills in PFM

· Facilitate development of process for systematic of monitoring and evaluation to assess impact of management interventions and build capacity to undertake systematic monitoring and evaluation of the impact on management on forest resources and on livelihoods
· Build on and facilitate initiatives for integrated and decentralised management 

· Raise awareness on initiatives in, models for, and benefits of PFM 
· Facilitate forums and mechanisms for information exchange among sectors and stakeholders



	Public sector

	Public sector stakeholders generally
	· Prevalence of “turfism” and reluctance to share power

· Ability to adopt and experiment with new management approaches hampered by inflexible and hierarchical structures and systems

· Limited culture of collaboration between agencies

· Limited understanding of organisational culture of private sector and civil society
· Prevailing model of managing natural resources is highly centralised and focused on sectoral management, with general absence of monitoring and evaluation to assess impact of management interventions and low willingness to engage in innovative models and systems of management 


	Culture and world view
· Culture of adaptive and participatory management and inter-sectoral and intra- and inter-agency collaboration
Structures
· More team-based horizontal governance structures
· Systems for adaptive management in organisations and institutions.
Knowledge and skills
· Understanding of organisational culture of private sector and civil society

· Skills in packaging and delivery of information to influence decision-makers  and inform partners
· Skills in designing institutional arrangements, change management and adaptive management
Linkages

· Linkages between natural resource management and social and economic development sectors 
	· Conduct long-term intervention to raise awareness about the value of participatory approaches targeted at senior policy and decision makers (Ministers/Secretaries THA) as well as senior technical level (Permanent Secretaries/Directors THA) 

· Provide training and technical assistance for technical staff in packaging and delivery of information to influence decision-makers
· Provide training and technical assistance for technical staff in strategic planning, designing institutional arrangements, change management and adaptive management in the context of PFM 

	Cabinet of Ministers, Secretaries in the Tobago House of Assembly (THA) and other senior policy makers
	· Incomplete understanding of the existing and potential value of forest goods and services to national socio-economic development
· PFM not high on the political agenda and thus is not a key driver in decision-making
· Government agencies lack confidence in the value of NGOs and CBOs and are unwilling to designate a decision-making or management role to them
· Recommendations on key needs and management responses by technical staff (including on PFM) are not always adopted by political directorate


	World view

· Increased understanding of the linkages between forest management, national socio-economic development and local livelihoods
Knowledge 
· Understanding of organisational culture of private sector and civil society

Linkages
· Reasons for decisions taken at a policy level are not always clearly given to the technical level or the general public
	· Identify and use Permanent Secretaries and Advisors to the Ministers as “champions” to advocate for participatory approaches with their Minister

· Identify and use line Ministers as “champions” in Cabinet and Assembly to raise awareness of other policy-makers about PFM


	Technical staff in Forestry Division, DNRE and other key government agencies
	· Insufficient skills in facilitating participatory processes
· Reluctance to share power either intersectorally or with civil society (often citing latter’s inability to perform at high levels)
· Absence of policies, systems and instruments to institutionalise participatory approaches
· Narrow focus on forestry and weak linkages with other sectors such as tourism, social development, community development, agriculture, planning
· Stasis and resistance to change
	Culture and world view

· Stronger commitment to participatory approaches at all levels 
Skills
· Skills in participatory forest management, conflict management and communication
· Skills in integrated ecosystem management

Linkages
· Enhanced communication and collaboration between the Forestry Division and other government agencies, the private sector, research institutions, NGOs and CBOs
· Continued and enhanced communication and collaboration between stakeholders in Tobago and Trinidad to share experiences and lessons learnt and facilitate the development of integrated and synergistic programmes and projects
	· Conduct sensitisation programme on the principles, models and benefits of PFM

· Design and implement a participatory process to develop a national forest policy and to formulate a new and up-to-date forest management plan 
· Facilitate revision of the Forestry Division’s strategic plan if needed
· Facilitate development of a strategic plan for the DNRE
· Conduct training on facilitation of PFM processes (including conflict management) and integrated ecosystem management

· Facilitate networking and development of joint programmes and projects with agencies involved in:
·  poverty reduction and social development, 
· business and entrepreneurial development
· Facilitate testing, adoption and dissemination of approaches and models for the design and establishment of participatory management arrangements
· Facilitate forums and mechanisms for information exchange among sectors and stakeholders, including between Tobago and Trinidad

	Civil society

	NGOs, CBOs and communities
	· Weak capacity in organisational management and development, especially with respect to financial sustainability 

· Challenges to organisational sustainability due to dependency on external support and funding, poor financial management, and weak governance systems 
· Limited experience in participatory forest management and insufficient awareness of potential models, approaches, methods, and institutional arrangements

· Poor communication and coordination within the NGO/CBO sector
· Some existing linkages with the private sector but these are not fully exploited to communicate and collaborate on a shared vision and strategies 
· Poor linkages between “environmental NGOs” and “social NGOs” and poor understanding of each of the role of forest resources in social development

· Unable to effectively negotiate formal and long-term partnership agreements with government agencies

· Absence of policies, systems and instruments to formalise and ensure the permanency of collaborative management arrangements, and to guarantee local benefits
· Funding opportunities difficult to access

· Many rural and urban communities lack social cohesion and belief in their ability to influence and participate in development 
· Difficult to rationalise strong advocacy voice with partnership role with government 
	Skills

· Skills in organisational development and management, including proposal writing and fundraising
· Skills in negotiation and conflict management

· Skills in communication and advocacy
Material resources

· Finance

Linkages

· Development/enhancement of networks and partnerships among NGOs and CBOs
· Development/enhancement of linkages with private sector and government agencies
	· Conduct awareness programme on the principles, models and benefits of PFM

· Facilitate networking and sharing of experiences among NGOs and CBOs, especially between environmental and social organisations
· Develop and adhere to standards for operation of NGOs and CBOs 
· Provide training and technical assistance in PFM, organisational development, proposal writing and fundraising and project management

· Develop mentoring and partnerships with other CBOs, NGOs and private sector
· Influence design of grant programmes to include technical assistance for CBOs (e.g. with proposal writing, mentoring through project management, etc.) and support for administrative functions
· Advocate for use of Green Fund for financing initiatives in PFM

· Build linkages between private sector and civil society

	Academics / researchers
	· Research being conducted not always responding to development challenges in T&T
· Insufficient experience in conducting participatory research


	Skills

· Skills in facilitating participatory research
Linkages

· Development of linkages and partnerships with government agencies and civil society
	· Develop internship and joint research programmes between government and academia
· Develop skills in facilitating participatory research



	Private sector

	Corporate private sector stakeholders
	· Low understanding in private sector of potential opportunities to engage in PFM, including through support of government and civil society initiatives 

· Few linkages between private sector and government and civil society

· Low awareness of how PFM approach can benefit livelihoods and link with corporate social responsibility objectives

· Some corporate stakeholders have poor understanding of civil society sector and lack skills in facilitating participatory processes
	Knowledge and skills
· Understanding of organisational culture of civil society

· Skills in facilitating participatory processes
Linkages

· Development of linkages and partnerships with government agencies, NGOs and CBOs
	· Evaluate and disseminate lessons from existing corporate social responsibility initiatives to encourage broader involvement from the corporate sector
· Analyse technical assistance initiatives in grant programmes (e.g. bpTT, UNDP, Poverty Reduction Programme) and share information on lessons learnt

	All forest resource users and other private sector stakeholders
	· Growing cultural preference towards urban lifestyles in some youth and overall decreasing interest in livelihoods based on natural resource use 
· Limited capacity and experience to realize the market potential of forest based resources and services

· Absence of opportunities for formal partnerships with Government in forest management
	Knowledge and skills

· Enhanced understanding of the requirements for the identification and promotion of opportunities for sustainable business activities based on forest goods and services

Linkages

· Improved linkages between the Forestry Department, private sector interests and the agencies that are mandated to support business development
· Formalisation of partnerships between the Forestry Department and private sector 
	· Conduct market valuation of  forest based products and services 
· Facilitate communication and collaboration between the forest sector and the business development sector to identify, test and promote sustainable business opportunities
· Provide training in business development and management for small entrepreneurs



5. Capacity building strategy under the NFPF project
	Target Groups
	Strategic Objectives
	Activities

	All stakeholders
	· Identify and evaluate case studies of existing projects in PFM to assess impacts on forest management and on socio-economic development 
· Raise awareness on initiatives in, models for, and benefits of PFM 


	· Adapt/refine criteria to evaluate the impacts of participatory approaches on forest management and on socio-economic development
· Identify PFM case studies in T&T and from the region
· Evaluate impacts of participatory approaches in case studies on forest management and on socio-economic development to identify policy and institutional lessons

· Disseminate results on models and lessons for PFM in T&T

· Facilitate workshop on initiatives in PFM in T&T

· Develop awareness materials on PFM and distribute to media and other key stakeholders 

	Decision-makers and senior technical staff in government, civil society and the private sector
	· Build shared vision and conceptual understanding of PFM

· Develop skills in facilitation of participatory management 
	Conduct a series of national workshops, covering such topics as:

· stakeholder identification, analysis and mobilisation
· conflict management and negotiation
· communication and advocacy
· facilitation
· participatory resource mapping
· community based tourism 
· participatory planning, monitoring and evaluation
· PFM
· valuation of forest resources

	Decision-makers and technical staff in forest and social and economic development sectors
	· Facilitate communication and collaboration between the forest sector and the business development sector to identify, test and promote sustainable business opportunities
· Facilitate networking and development of joint programmes and projects with agencies involved in poverty reduction and social development and forest sector
	· Hold national seminar on opportunities in the forest sector for small business development to facilitate organisations sharing information on forest products (including NTFPs), potential market opportunities, technical assistance and financial support available, and existing initiatives

· Facilitate joint field visits of forest sector and agencies involved in poverty alleviation and social development to case studies of PFM projects and facilitate joint analysis of impacts to forest resources and livelihoods (using criteria suggested by CANARI and additional criteria recommended by participants)

· Promote the development of multi-sectoral structures (e.g. coordinating and advisory committees) that facilitate communication and collaboration for integrated and participatory management of forest resources


	Forestry Division and DNRE
	· Build a shared vision and conceptual understanding of PFM

· Build skills and knowledge for the implementation of PFM


	Facilitate a 4 day workshop for the Forestry Division and DNRE and other key stakeholders in the forest sector to:
· develop a shared vision and conceptual understanding of PFM

· share results on models and lessons learnt from the evaluation of the impact of participatory approaches in T&T case studies on forest management and on socio-economic development

· develop strategies and mechanisms for implementation of PFM 

	Cabinet of Ministers, Secretaries in the Tobago House of Assembly (THA) and other senior policy makers
	· Build recognition by decision-makers that forest resources are important in national socio-economic development 


	· Develop awareness and sensitisation materials (e.g. policy briefs , audiovisual presentations, press releases) on the principles and benefits of PFM

· Identify and use “champions” in Cabinet and Assembly to raise awareness of other policy-makers about PFM
· Facilitate field visits (with media invited) to case studies of PFM in T&T



	NGOs and CBOs
	· Provide training and technical assistance in organisational development, proposal writing and fundraising and project management, and PFM
	· Conduct series of workshops in organisational development for NGOs and CBOs

· Provide technical assistance in organisational development and PFM

· Facilitate small grants assistance to NGOs and CBOs for PFM projects




� Krishnarayan, V., T. Geoghegan and Y. Renard. 2002. Assessing organisational capacity for participatory natural resource management. CANARI Guidelines Series 3.
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