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1 Introduction 
It should be clear that participatory mapping projects are not mere technical exercises in cartography. While projects may differ in size and complexity, all of them should be viewed as multi-disciplinary, social-organisational undertakings that just happen to have technical components. Such projects include much more than cartography and/or GIS because a number of non-technical (i.e. non-cartographic) tasks must be conducted to enable the technical components to function. Above all, projects involve coordinating, supervising and managing different types of people. Seen in this light, mapping projects are the same as most other projects at the community level. A small Core Team needs to coordinate the project.
2 THE CORE tEAM 
The size and composition of the Core Team depends on the magnitude and complexity of the project. If the project area is small and involves few communities, the Core Team can be correspondingly small. If a larger region with multiple communities and ethnic groups is involved, the Core Team must be larger and more complex. No matter the size, however, it must be inclusive – representing the communities and leadership of the project area and the technical unit – and efficient, so that decisions can be made in a clear and timely fashion. Projects with strong administration generally succeed, while those with loose, weak administration run into problems and frequently fail. 
The Core Team includes the Team Leader or Coordinator, Administrator, Lead Cartographer or GIS Specialist, Community Leaders and Subject Matter Specialists. 
3 Team Leader or Coordinator
Someone needs to be designated clearly as the leader of the project team so that decisions can be made in a timely fashion. This person is responsible for the smooth functioning of the project and for coordinating the various project participants. Team Leaders or Coordinators may be respected community leaders or they may be outsiders, depending on the skill level and leadership abilities of the people whose lands are being mapped. Whoever they are, they need to have agreeable and all-encompassing personalities and be able to work with the different members of the project team, i.e. communities, government agencies, NGOs and funders.

Team leadership will vary within different cultural and political contexts. At times, it will consist of a leader who is surrounded by a small body of close advisors; in other situations there will be some form of shared leadership. Each ethnic group has its own style of leadership which must be respected so that leadership is appropriate – in other words, leadership should not be imposed by outsiders. Whatever the leadership structure may be, it needs to represent the interests of the communities and must operate efficiently so that the mapping project can proceed efficiently. The team leader will be contracted for the length of the project – from early ground preparation through production of the final maps and design of the way they will be used.
4 Administrator
The Administrator is in charge of project finances, logistical arrangements and bureaucratic project details. For simple projects with small budgets, one person may work part-time; for more complex projects, the Administrator might work full-time and even have an assistant. 
5 Lead Cartographer or GIS Specialist

The Lead Cartographers or GIS Specialists will be in charge of the technical unit. In most projects, even the most rudimentary, there should be at least two cartographers and/or GIS specialists. Larger projects that involve an extensive territory, multiple communities and on-the-ground surveying will need as many as three or four cartographers and/or draftspersons.
The Lead Cartographers or GIS Specialists are responsible for gathering all of the cartographic materials and equipment, setting up the laboratory (if this is needed), selecting the technical staff and supervising the technical work for the duration of the project.

When mapping is done using participatory 3-D models (see Module M10), cartographers need to prepare the base maps and digitise information visualised by the knowledge holders. Scattered inputs by one specialist may suffice for the duration of the project. When data are entered using online applications (see Module M13), specialised inputs may be required, depending on the complexity of the entries and the desired effects.
The Lead Cartographers and their technical staff may belong to the same cultural group(s) who are doing the mapping; this is preferable, if qualified cartographers are within the group(s). If they are not members of the group (which is common), the cartographer(s) should have the following characteristics:  
· sound technical skills. This includes having proficiency with GIS and the ability to work with pencil or pen and paper or online;  

· attention to detail. Participatory mapping projects involve many small details – physical features, subsistence areas, place names – far more than are present on most standard maps. This demands considerable patience in eliciting information from villagers and recording it accurately on maps or 3-D models;
· special interest in working with indigenous or traditional people. They must have a real concern for the issues the maps are addressing (e.g. land tenure, history, economic planning) and a desire to be of use to the people whose lands are being mapped. Ideally, the cartographers should have direct prior contact with the indigenous people;
· excellent interpersonal skills and a facility for working with people from different cultures. In many project areas, indigenous participants might not speak the national language well. If the cartographers are outsiders, they will have to work with respect, patience and tact;  

· knowledge of the region being mapped. This is not always possible, but it should be sought. Those who are familiar with the landscape being mapped will immediately feel at home; those who have some familiarity with the maps of the region will have an advantage from the start.
6 Community Leaders
Community Leaders are an essential part of the Core Team. They represent the interests of the people whose lands are being mapped. Their primary responsibility is to coordinate with those participating in the project directly at the community level and to communicate with villagers. Without their active participation as members of the Core Team, the project will lack credibility with villagers. Beyond this, Community Leaders serve as a bridge between the communities and the outsiders (i.e. non-community members of the team) and protect the interests of the communities. They also coordinate villagers who are responsible for gathering information on sketch maps or participatory 3-D models.
It is important that these Community Leaders are not selected by outsiders; they should become members of the Core Team by consensus in the communities. In other words, they must be leaders recognised by villagers. 
7 Subject Matter Specialists

Depending on the focus of the participatory mapping exercise, other people with certain skills may be welcome on the team. These include professionals in natural resource management, biodiversity, agriculture, forestry, anthropology, sociology, linguistics, community development, communication or another relevant field. It is important, however, that these “experts” do not take over or overwhelm the project, eclipsing the input of the community members.
8 Conclusion

These elements of the Core Team are suggestions, not absolute requirements. Each group has its own way of organising and making decisions and the shape of the Core Team needs to conform with local rules for appropriate behaviour. The Core Team should not be imposed on the communities; it should be assembled democratically and openly. The goal is to have an effective mechanism for managing the project that contains diverse representation from communities and technicians and outreach to government agencies. Whether this is accomplished solely with local talent or with outsiders, or with a combination of the two, depends on the realities of the situation. 
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