Support the spread of good practice in generating, managing, analysing and communicating spatial information

Module: [M07- Project Structuring and Initial Reconnaissance]
Unit: [M07U01 - Assembling a Core Team]


Exercise No. 1: Assembling and Coordinating Project Teams
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Developed by: Mac Chapin, Giacomo Rambaldi and Natalia Martens
Objective:


To enable trainees to list pitfalls and explain good practice in setting up and managing project teams  
Time:


1½ hours 
Materials:


Beamer, computer, flipchart, three pin boards (or wall space), push pins or large sheets of craft paper and masking tape, one copy of the case study background assignment for each trainee, A5 sheets of paper in two colours (metacards), marker pens and highlighter pens
Procedure:

1. Draw three large tables (see example below) on craft paper measuring indicatively 1.20 m x 1.60 m and attach these on pin boards or on the room wall. Write each of these headings in the category field on one of the tables: (i) organisation/administration, (ii) technical / human resources, (iii) finances.
2. Distribute one copy of the Assignment “Case study background” to each trainee and invite them to read the document. Allow 15 minutes to read the document.
3. Flash the following task on the wall with a beamer or write it on a flipchart. “What were the major strengths and weaknesses of the Mosquitia and the Darién mapping projects?  Break these down according to the following categories: (i)organisation/administration, (ii) technical / human resources, and (iii) finances.”
4. Invite trainees to start considering the category “organisation/administration” for the Mosquitia case and to write weaknesses and strengths on metacards (e.g. write weaknesses on yellow cards and strengths on light blue cards); ask them to write only one issue per metacard.

5. Gather the cards and display them on the appropriate table, under the heading “Mosquitia” either in the Strengths or Weakness column. Calling on inputs from the participants, cluster similar items together. 
6. Repeat the process for the Darién case. 

7. Repeat the entire process (i.e. Steps 4–6) for the remaining two categories.

8. Refer to the results displayed on the three tables in the next task.
9. Flash the following questions with a beamer on the wall or write them on a flipchart: “How might some of the difficulties experienced in the Darién project have been avoided?  What role did project administration have in the Darién?  How was it that the project managed to make it through to completion, despite all of its problems?”
10. Ask the questions one at a time and facilitate the discussion. 
11. Wrap up the discussion and ask the last question: “What can be said about the importance of planning for complex projects of this sort?”  
Tips and options: 

· Prepare three large tables to fix on the wall or on the three pin boards. Produce one table per category.

	Category: .......................... 

	Project in Mosquitia
	Project in Darién

	Strengths
	Weaknesses
	Strengths
	Weaknesses

	
	
	
	


Reflection and discussion: (notes for the trainer)
Project coordination is perhaps the most critical element in projects of this sort. In Honduras, the institution in charge – MOPAWI – was efficient and capable of managing project activities. The roles of team members were clearly defined and the lines of authority were understood and accepted by all, Decisions on important and trivial matters were made without fuss. There were no confusion regarding the administration of funds, and there was a minimum of confusion and delay on logistical matters. Most important, there was a high level of trust and respect among team members. Conflicts were easily resolved and things moved along with relative ease.

In Panama, by contrast, there was no clear structure to the project team. No specific institution or person was in charge of operations. Put simply, a situation arose in which all of the major actors on the scene emerged, in one way or another, as pretenders to the throne, but no one was crowned. As a result, decision making was murky, contentious and ineffective. Pressures built up on several fronts until antagonism among project staff almost brought the project to a halt. Although the maps were produced in the end, the entire enterprise was saturated with ill feeling. Today it seems somewhat baffling that no attempt was made at any time to bring all of the parties together, hammer out a coherent description of duties and responsibilities and write it down in a joint memorandum. This should have been done right at the start, when the team was being formed. But it wasn’t, and any attempt to sort things out once the project was rolling would have been risky and difficult, if not impossible — especially after polarisation had set in.

When a strong institutional framework is in place, the different components – the administrative team, the technical team and the community team – can be given a certain amount of autonomy. The technical team will have its own particular constraints and needs and will have to work within the context of the country and the region in which the indigenous people live. The community team must be designed to deal with local political, social and cultural realities, something that can only be done by local people (with assistance from other members of the project team). At the same time, all of the teams must be synchronised with each other. This is most effectively achieved with an efficient, coherent leadership structure.

Assignment
Case study background 
Two projects are considered, one in the Mosquitia region of Honduras (1992) and the other in the Darién region of Panama (1993). They both had the same methodology and general objectives, and they were both overseen by the Centre for the Support of Native Lands (Native Lands). They both used the same lead cartographer. 
1. Honduras 

The Mosquitia Project was designed and administered by a single organisation, MOPAWI (which means “Development of the Mosquitia” in Miskito, the main indigenous language of the region), an NGO with its main office in, Tegucigalpa, the capital city. A Miskito federation named MASTA (which means “Unity of the Mosquitia”) was a partner in the enterprise, but had minimal involvement in project administration. Native Lands’ participation was limited to initial discussions about the project direction and it raised the bulk of the financing to cover project activities.

Five different ethnic groups were included in the project: Miskito, Garífuna, Tawahka, Pech and Ladino. The Mosquitia, with an area of slightly more than 20,000 km2, had a population of approximately 50,000 people living in 173 communities. 
MOPAWI provided the Lead Coordinator for the project, the administrative and logistical personnel and the infrastructure for the workshops in its field office in the Mosquitia and in its main office in Tegucigalpa. MOPAWI contributed considerable in-kind resources in personnel and facilities. Centralising the project within a single institution — one that was respected and moved easily among communities in the Mosquitia and among government agencies and NGOs — made management of the process relatively seamless and efficient. A geographer who had done work in the Mosquitia and had collaborated with MOPAWI was chosen to run the project’s Technical Team. 
The project team had clearly defined roles; it had sound leadership, a community team made up of indigenous coordinators and community representatives and a tightly run technical team that included two cartographers from the National Geographic Institute (i.e. the Honduran government mapping agency). All of the money to cover project activities had been raised in advance. Although the pace was somewhat frantic, it was controlled and the project moved along smoothly. The final maps were well done and proved to be useful to the people of the Mosquitia.
2. Panama 
The mapping in Panama was conducted in the Darién, a provincial region of 16,800 km2 with a population of 22,000 people and 86 indigenous communities (i.e. Emberá, Wounaan and Kuna). In contrast to the Mosquitia project, in the Darién no single organisation had overall responsibility for the project. The initial design phase lasted over a year and involved the Panamanian Centre for Study and Social Action (CEASPA), a respected NGO based in Panama City, and the Emberá-Wounaan Congress. Native Lands brought them together to discuss the possibility of carrying out a mapping project. During this period, Native Lands recruited the geographer who had worked on the Mosquitia project to be the lead cartographer, because he had conducted field studies in the Darién and knew it well. Bit by bit, the pieces started coming together, but it was a difficult process. The Emberá and Wounaan were not entirely at ease with CEASPA, and there was friction between the Emberá/Wounaan people and the Kuna, because they were traditional enemies. Everybody wanted to conduct the mapping, and this had brought them together; however, defining the roles of the different participants was an extremely difficult task which was never resolved. 

They ended up with three indigenous Coordinators, two Emberá and one Kuna.  Initially, CEASPA had assumed that it would administer the project, but it lacked consensus and became restricted to managing project funds. The lead cartographer, sensing the lack of leadership, stepped in and sided with the Emberá Coordinators against the Kuna Coordinator and CEASPA. 
The lead cartographer was on a tight schedule because of teaching responsibilities in the United States, and the rest of the project staff had to adjust to his limited presence. Preparation for the technical component was inadequate, which resulted in extra work and less time to draft the maps, and time in the field was restricted. Tension grew between the Emberá and Wounaan leadership and CEASPA, and between the lead cartographer and the rest of the technical team, and at several points the project almost broke down and came to a complete halt. 
As the project moved forward, it became clear that nobody had the authority to lead the project and make decisions. Tension began to rise. 
Financing for completing the maps was unavailable and everything was delayed for more than a year. Momentum was lost and in the end ill feeling had left an indelible mark on everyone, although the maps were produced and served the purpose of arming the indigenous people with a useful tool to protect their lands.
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