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LAYING THE GROUNDWORK
INTRODUCING THE COMMUNITY LAND PROTECTION PROCESS TO COMMUNITIES 

Once communi�es have self­defined and the facilita�ng
organiza�on has selected communi�es to work with, facilitators
should convene large first mee�ngs with each community to
introduce the land protec�on process and describe all the
ac�vi�es that the community will undertake. This first mee�ng
sets the tone for the rest of the community land protec�on
process, so it is important to approach it carefully and skillfully. 

It is important that a very high propor�on of community
residents a�end the first mee�ng. Facilitators should be explicit
and clear with community leaders that they will only visit to
begin the work when the leaders are confident that they can
convene a mee�ng with at least 50% of community households
represented. If facilitators arrive at the first mee�ng and find
only a handful of community members, do not have the
mee�ng. Explain the community land protec�on process to the
people who have convened, as well as why it is important for
the first mee�ng to have a very high a�endance, and ask the
leaders to reconvene the mee�ng on another day when more
people can a�end.

SOLUTIONS FOR LOW PARTICIPATION

Early in the process, some people may not a�end mee�ngs
because they have been frustrated or disillusioned by failed
a�empts to deal with land disputes. Others may feel that
their work or other ac�vi�es are more important. Some
may not see the importance of a�ending or inves�ng
energy into community land protec�on. Nama� and
partners have found that it can help to:

• Ask community leaders and members to create a
mobiliza�on strategy for their community. Encourage
crea�ve strategies for mobiliza�on from mul�ple angles.
Announcements heard in mul�ple places — in church,
on the radio, on signposts, at events and gatherings, in
clan mee�ngs, and door­to­door — are more likely to
be heard and considered as legi�mate. 

• Encourage people to “bring a friend next �me.” Task
regular a�endees to bring someone new to the next
mee�ng, such as a family member, friend, or neighbor.

• Support a�endees to spread the message. Ask
par�cipants to discuss how they can spread the
informa�on from mee�ngs to those who did not a�end.
A discussion of how to talk about the mee�ng can help
community members feel prepared to tell others about
the mee�ng and what they learned in their own words.
This can help prevent the spread of misconcep�ons
among those who did not a�end.
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Facilitators should be extremely careful about which leaders
introduce the field team and the community land protec�on
process. Facilitators will have met with leaders during
community defini�on and selec�on and should ask all
community leaders to a�end the first mee�ng in their
community so that leaders can introduce the organiza�on and
the community land protec�on process. Being introduced by
a trusted leader is crucial to the work’s success. Facilitators
should also do research to understand which community
leaders are trusted and take steps to align themselves with
these leaders (see the chapter on Working with Leaders). 

Ask community leaders to arrive at the mee�ng an hour before
community members. During this hour, reconfirm that
community leaders are commi�ed to the goals of the community
land protec�on effort, that they understand the basic steps of
the process, and that they are aware of the poten�al challenges
involved. Confirm the mee�ng agenda with them and ask that
they jointly introduce the facilitators to the community. 

HOW TO FACILITATE THE FIRST 
COMMUNITY�WIDE MEETING? 

Step 1: Ask community leaders to open the mee�ng and
introduce the facilitators and facilita�ng organiza�on, including
an explana�on of why the leaders invited the facilitators to the
community to support the community’s land protec�on efforts.

Step 2: Outline communi�es’ legal rights to their lands, under
both na�onal and interna�onal laws.

Step 3: Describe broader na�onal and interna�onal trends
that threaten community land tenure (increasing compe��on
for water and natural resources, land specula�on by corrupt
na�onal elites, interna�onal investment deals/concessions,
climate change, etc.). 

Step 4: Briefly explain the community land protec�on process
from start to finish (see the “Summary of the Community Land
Protec�on Process” box at the end of this chapter), including a
descrip�on of the aspects related to governance, gender,
conflict resolu�on and natural resource conserva�on.

Step 5: Ask community members to brainstorm and discuss
the poten�al benefits of community land protec�on efforts
(ask community members to “shout out” the benefits that may
result from the work). 

Step 6: Emphasize that the community will drive the pace of
the process, but that the goal is to complete the work in 12
months or less.
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It may be necessary to emphasize that the facilita�ng
organiza�on does not have any interest in acquiring or
using the community’s land and natural resources and that
the facilitators are only there because the community’s
leaders have requested help to protect the community’s
lands and natural resources. 

DEMONSTRATING HOW COMMUNITIES 
MUST SET THE PACE: 

“WE WILL WALK OR RUN BESIDE YOU 
AT THE SPEED THAT YOU CHOOSE, 

BUT WE CANNOT CARRY YOU!”

Facilitators have devised a simple but effec�ve physical
metaphor to help communi�es understand that the pace
and progress of their community land protec�on process
is truly in their hands:

• Ask for a volunteer from the audience. Select a male
who is of medium size and build.

• Explain to the community that the facilitators can only
go as fast or as slowly as the community can go. To
demonstrate, ask the volunteer to walk very slowly
across the mee�ng space. Walk next to the volunteer at
that same slow pace.

• Next, ask the volunteer to walk moderately fast across
the mee�ng space. Walk next to the volunteer at this
rapid pace.

• Next, ask the volunteer to run across the mee�ng space and
run alongside to show that the work can be done quickly.

• Finally, explain that facilitators cannot drag the
community through the process or force them to do the
work. To make this point, try to pick up the volunteer
and carry him around the mee�ng space. (He should be
heavy and large enough that this looks ridiculous — the
demonstra�on should cause the community to laugh.)
This final “carrying” demonstra�on is a good lead­in to
the discussion of how the community will do most the
work, not the facilita�ng organiza�on. 
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EXAMPLE GROUND RULES FROM UGANDA, LIBERIA, AND MOZAMBIQUE

1. Do everything out in the open. Nothing should be done in secret or by a few people ac�ng alone. All decisions should be
made publicly, and every household should have an equal chance to contribute in the deciding process.

2. Keep your eyes on the goal. Going through the land documenta�on process with so many people can bring up conflict
and disagreements. But don’t get distracted! Focus on finding posi�ve ways forward to help the community complete the
process and achieve the goals the community sets for itself.

3. Every type of person who uses the community land should be part of this process. For example, widows, child­headed
families, people who are sick or have a disability, divorced or unmarried women, and children born at home should all be invited
to mee�ngs to have their voices heard. If certain people are le� out, they may challenge what is done, causing confusion later.

4. All villages, clans, and groups in your community must be represented and ac�vely take part in the process. This includes
people from distant villages who come to graze their ca�le in the dry season, smaller clans, women who break stones,
shopkeepers, men who burn trees for charcoal, and people who live in the community but are not originally from that place.

5. Listen to, consider and respect everyone’s ideas and opinions. It is important that people feel free to speak and that their
ideas are listened to. Listen to people who do not always speak the loudest or are not the most powerful in the community like
women, strangers, and minori�es, because they may have useful ideas about how to best manage the community resources.

6. Make sure that your elected and customary leaders work together with your community, but do not make all the
decisions by themselves. Leaders are there to support the community to complete this process together as a group, not
to control the process on their own. 

7. This process will take a lot of �me and work, but don’t do this process in a hurry. Take �me on each step to make sure
everyone understands what is being done and agrees with it. It is be�er to go slowly and do each step well than to move
fast and have confusion at the end. Make �me for people to fully discuss everything and make changes when necessary.

8. Make decisions that are in the whole community’s best interest. Do not let people living outside of the community in
the city or elsewhere stop the community from making the best decisions for the community.

9. Resolve disagreements peacefully. If there are any disagreements when doing these ac�vi�es, stop and discuss the
disagreement and reach an agreement before moving forward. If there is no agreement, put it on the agenda for the next
mee�ng to give people �me to think about it.

10.Do not rely on others to do the work for you, but ask for help when you need it. If the community gets stuck in the
process, ask the Community Land Mobilizers or the NGO for help.

to indicate the value of the free legal services that the
facilitators are providing.

Step 8: Emphasize that all community members must
par�cipate ac�vely in every step of the community land
protec�on process, including and especially women and
members of minority groups, in order to avoid elite capture, to
promote equality and jus�ce, and to ensure that all community
members have a voice in the governance and management of
their community’s lands.

Step 9: Ask the community to set “ground rules” that will
ensure that all community land protec�on mee�ngs are
par�cipatory, respec�ul, and well­run. 

Step 7: Clearly explain that the community will be
responsible for comple�ng much of the work on its own.
Describe how the facilitators will educate the community about
what to do and how to do it, but then the community must
complete the work as “homework” between mee�ngs,
supported by the community’s Community Land Mobilizers and
an Interim Coordina�ng Commi�ee.

If there is a chance that community members will expect a
“si�ng fee” or some kind of monetary compensa�on for
a�ending mee�ngs, it may be necessary to make sure that the
community understands that the facilita�ng organiza�on will
not be paying any fees, as the effort is something the
community is undertaking for its own benefit. It may be helpful
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Step 10: Discuss the poten�al for challenges and obstacles,
especially the risk of sabotage by internal or external actors.
Include advice about how community members can ensure that
rumors do not spread or that saboteurs are not successful in
stalling or undermining the community’s land protec�on efforts.

Step 11: Confirm all informa�on gathered about the
community to date, including:

• The names and �tles of all community leaders;

• The community’s popula�on, including all languages spoken,
religions observed, livelihoods prac�ced, etc.;

• The approximate size of the community in hectares;

• The names of all sub­units (towns, villages, zones, wards)
within the community;

• Any major investments, concessions and companies
opera�ng in the region;

• Any large private land claims within the community;

• Any exis�ng land conflicts in the community, or between the
community and its neighbors (do not let the community get
into details at this point);

• Any shared access or use rights held by neighboring
communi�es or others who use the area (e.g. seasonal
users, renters, pastoralists, nomadic groups etc.) who should
be informed of the process and invited to take part as
appropriate; and

• Any exis�ng community­based organiza�ons, groups,
socie�es or coopera�ves – and how facilitators and
Community Land Mobilizers can work with those
organiza�ons to mobilize community members.

Step 12: Slowly explain each of the next steps in the “Laying
the Groundwork” phase and the purposes behind each
ac�vity. Discuss and confirm the schedule for when these
ac�vi�es will occur. 

Step 13: Ask the community to come to consensus about the
loca�on and �me of future mee�ngs. Include discussion of
which loca�on is most central and easiest for mee�ngs (if the
community’s area is very large, consider sugges�ng a rota�ng
schedule of loca�ons to fairly share travel �me). Discuss which
day(s) of the week and �me(s) of day are best to ensure that
women and people with various livelihoods can a�end mee�ngs.
During this discussion, make sure that community leaders do not
select a day and �me that is inconvenient for women or that
discriminates against a par�cular group or popula�on.

A�er covering all this informa�on, allow �me for community
members to ask any ques�ons they may have. Make sure to
manage community expecta�ons about what outcomes are
possible and the risk of obstacles along the way. Use this �me
to ensure that community members feel comfortable with the
process and excited to begin.
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SUMMARY OF THE COMMUNITY LAND PROTECTION PROCESS

1.  Laying the groundwork includes:

     •   A “visioning” exercise to help community members plan for the future and understand the benefits of seeking formal
     documenta�on of their land rights;

     •   A basic valua�on exercise to help communi�es understand the high value of their natural resources, as well as their
     replacement cost;

     •   Legal educa�on on all relevant laws and policies, such as na�onal cons�tu�ons, laws related to land, relevant
     inheritance laws, and environmental laws;

     •   Crea�on of an “Interim Coordina�ng Commi�ee” responsible for ensuring widespread par�cipa�on in all community
     land protec�on ac�vi�es as well as spreading informa�on throughout the community; and

     •   Elec�on and training of Community Land Mobilizers to lead their community through the land protec�on process. 

2.  Ensuring good governance of community lands and natural resources includes:

     •   Discussion and adop�on of by­laws for community land governance and natural resources management, resul�ng
     from a three­ to nine­month, intensive process that involves full community par�cipa�on in the prepara�on of three
     successive dra�s of by­laws and adop�on by community vote; 

     •   Crea�ng zoning plans that iden�fy areas of land that can be used for specific agreed purposes;

     •   Crea�ng systems for transparent financial management, to create systems for equitable and transparent
     management of revenue generated from community lands and resources; 

     •   Elec�on and training of a representa�ve “Land Governance Council” composed of exis�ng leaders as well as women,
     youth, members of marginalized groups, and all other stakeholder groups in the community; and

     •   Ensuring implementa�on and enforcement of the community’s new by­laws. 

3.  Documen�ng communi�es’ land claims includes:

     •   Par�cipatory map­making;

     •   Boundary harmoniza�on and land conflict resolu�on;

     •   Memorandum of Understanding (MOU)­signing and boundary marking, in which neighboring communi�es come
     together to plant boundary trees or other locally­valid markers of their lands’ limits, as well as hold large “MOU
     signing ceremonies” to create a paper record of all agreed boundaries, witnessed and signed by leaders from each
     community, relevant government officials, and hundreds of community members; 

     •   Recording of agreed boundaries and other spa�al informa�on using GPS, survey, or other techniques.

4.  Comple�on of formal government registra�on procedures includes:

     •   Communi�es and facilitators submit all necessary paperwork to government agencies and apply to receive a �tle, 
     deed or cer�ficate of registra�on for their community land claims. 

5.  Preparing for communi�es’ prosperity includes trainings on:

     •   Livelihood diversifica�on, to support communi�es to earn a sustainable income off their land; 

     •   Community planning, to support communi�es to plan for their own future development; 

     •   Nego�a�on, to prepare communi�es to nego�ate with investors or other outsiders seeking land; and

     •   Ecosystem regenera�on, to ensure a thriving natural environment and promote sustainable land and natural resource use.
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NOTES


