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LAYING THE GROUNDWORK
ESTABLISHING TERMS OF ENGAGEMENT

ESTABLISHING 
TERMS OF
ENGAGEMENT

Before facilitators begin land protec�on efforts in a
community, experience has shown that it is best to establish
“Terms of Engagement” to guide how the community and
facilita�ng organiza�on will interact with one another. Clear
Terms of Engagement can help to:

• Clarify Roles.

• Empower the community to see itself as the central
driver of the community land protec�on process and take
ul�mate responsibility for its success and comple�on.

• Define and clarify the specific roles and responsibili�es
of the facilita�ng organiza�on, the Community Land
Mobilizers, the Interim Coordina�ng Commi�ee (ICC),
and community members. 

• Establish Expecta�ons. 

• Establish clear expecta�ons that will reduce confusion,
inefficiencies, delays and misunderstandings. For
example, se�ng clear rules about mee�ng �ming,
a�endance and cancella�on policies can help avoid
“failed mee�ngs” that waste �me and resources.

• Clarify that the community land protec�on process will
likely change how land and natural resources are
governed in the community, and ensure that exis�ng
local leaders are prepared to support the crea�on of a
diverse, par�cipatory Land Governance Council, as well
as the implementa�on and enforcement of new bylaws.
(See the chapter on Crea�ng Land Governance Councils.)

• Agree on Target Outcomes.

• Ensure agreement on the expected and desired
outcomes of the community land protec�on process –
as well as what outcomes should not be expected.

• Ensure that everyone is working toward the same end
goals. For example, if the facilita�ng organiza�on places
a clear value on stewardship of the environment, it may
ask communi�es to commit to not make decisions that
will lead to the destruc�on of their forests or pollu�on of
their waters. Similarly, facilitators may require that
communi�es commit to making increased protec�ons
for women’s land rights an explicit outcome of the work.

• Govern interac�ons between the community and facilitators.

• Clarify how the community and the facilita�ng
organiza�on will interact throughout the community
land protec�on process.

• Set criteria that communi�es can use to hold facilitators
accountable, in the event that the organiza�on is not
fulfilling its responsibili�es.

• Set criteria that the facilita�ng organiza�on can use to
hold communi�es accountable, in the event that
community members are not taking sufficient
responsibility for the work. 

• Set clear grounds for termina�on.

• Establish specific criteria for when the community land
protec�on process has successfully reached it goals,
and set out a process for community exit.



Inclusive, par�cipatory, accountable local governance is the
heart of the community land protec�on process. Facilitators
should be clear that by the end of the process, there will be
new, communityagreed rules for the use and management
of land and natural resources, and a new “Land Governance
Council” that will include exis�ng leaders as well as elected
men, women, youth, and members of minority groups. 

Some organiza�ons are wary of discussing these
governancerelated goals out of fear that making them
explicit will turn exis�ng local leaders against the effort.
However, experience has shown that obscuring intended
local governance outcomes may lead to conflict with leaders
who may poten�ally stall, obstruct or undermine the en�re
process once they understand the full extent of the
governance changes. While being upfront and clear about
the intended governance outcomes may put off some
leaders, it will also allow facilita�ng organiza�ons work with
only communi�es and leaders who agree with these goals
and are fully commi�ed to posi�ve land and natural resource
governance changes. (For more informa�on, see the chapter
on Crea�ng Land Governance Councils.)
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• Establish specific criteria to govern unexpected
termina�on of the work before the community land
protec�on process is complete and expected outcomes
have been reached. (See the chapter on Community Exit.)

• Create a process through which the facilita�ng
organiza�on can withdraw its services if a community
does not abide by the Terms of Engagement.

HOW TO FACILITATE THE DRAFTING PROCESS
FOR TERMS OF ENGAGEMENT?

Dra�ing and signing Terms of Engagement should be completed
during the 3rd or 4th community mee�ng. To ensure that
community members and leaders truly understand the
commitments in the Terms of Engagement, this ac�vity should
come a�er the introduc�on of the project, the community
visioning ac�vity, and the valua�on exercise. The mee�ng about
Terms of Engagement should also include the introduc�on of
the process for choosing the Interim Coordina�ng Commi�ee
and Community Land Mobilizers, because the Terms of
Engagement will help to define the desired characteris�cs, roles,
and responsibili�es for these posi�ons (see the chapter on
Selec�on and Training of Community Land Mobilizers and
Interim Coordina�ng Commi�ees).

The mee�ng to dra� and agree to Terms of Engagement should
include the ac�ve par�cipa�on of the en�re community,
including all community leaders, women, youth, members of
minority groups and representa�ves of all stakeholder groups. 

Step 1: Explain the purpose of the mee�ng. Explain the
reasons why it is important to agree on Terms of Engagement
between the community and facilita�ng organiza�on, and how
these agreements will help to ensure that the community’s
efforts succeed.

Step 2: Review the purpose of the work and invite reflec�on
and feedback. Once again, explain the purpose of the project,
the role of facilitators, the role of community members and
community leaders, and the communitydriven nature of the
process. Make sure everyone understands the goals of the work
and answer any ques�ons that community members may have.
Create a space for an open conversa�on about what the
community hopes to achieve through the community land
protec�on program (see the chapter on Community Exit).
Facilitators might ask ques�ons such as:

• What do you understand the community land protec�on
process to be?

• What do you expect to achieve if the community land
protec�on work is successful?

• What do you understand the community’s role to be?

• What do you understand the facilitators’ role to be?

• How much �me do you think you will need to invest in 
the work?

• What are the risks involved in community land protec�on
work? 

• What fears or concerns do you have about the community
land protec�on process?

• What ques�ons do you have about the community land
protec�on process? 

Step 3: Clarify roles. Explain the different roles of the
Community Land Mobilizers, the Interim Coordina�ng
Commi�ee, and the facilita�ng organiza�on (see the chapter
on Selec�on and Training of Community Land Mobilizers and
Interim Coordina�ng Commi�ees).
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Step 5: Add facilitators’ desired Terms of Engagement. A�er
the community has “shouted out” all the agreements and
commitments that members think are necessary, facilitators
should look at the list and add any missing agreements they
think will help to ensure success (for example: do all
“homework” between mee�ngs, keep facilitators informed of
all developments, avoid violence if land conflicts arise, etc.).

Step 6: Discuss the Terms of Engagement. Make sure that
everyone who has something to say about a proposed
agreement has the opportunity to speak. Only add agreements
or commitments that everyone has agreed with. Facilitators
should also speak up and say which proposals they do not agree
with, because facilitators will also need to abide by the Terms
of Engagement.

Step 7: Read the final list aloud. The facilitator should ask a
community member to read the dra� Terms of Engagement
aloud. Both the community and the organiza�on should think
about the suggested agreements and commitments and
ques�on any terms that do not make sense to them, and revise
the list accordingly.

Step 8: Review and sign the Terms of Engagement. Write
down all the agreements and commitments that are agreed
upon by everyone, read them aloud a final �me, and then have
all facilitators, community leaders, and community members
at the mee�ng sign the Terms of Engagement or make a
commitment by vo�ng. If the community thinks it best, the
document can also be signed by other community members
not present at the mee�ng.

Step 9: Prepare for selec�ng Community Land Mobilizers and
the Interim Coordina�ng Commi�ee. Now that the
community has agreed upon clear roles and responsibili�es for
its Community Land Mobilizers and Interim Coordina�ng
Commi�ee, community members should prepare to hold
elec�ons the next �me they meet (see the chapter on Selec�on
and Training of Community Land Mobilizers and Interim
Coordina�ng Commi�ees). To allow the elec�on process to be
completed in one mee�ng only, facilitators may want to add
two more short exercises to this mee�ng: 

• Brainstorming and agreeing upon the quali�es that
Community Land Mobilizers and Interim Coordina�ng
Commi�ee members should have; and 

• Deciding what types of people will fill each role.

Ask community members to discuss the agreedupon Terms of
Engagement and the community land protec�on process with
their neighbors, friends, families and networks. Ask them to
think about and discuss which trusted community members
might be best for the roles of Mobilizers and Commi�ee
members. Request that individuals interested in taking on these
responsibili�es a�end the next mee�ng or send word of their
interest with others who can a�end. 

Step 10: Make and circulate copies. A�er the mee�ng,
photocopy the final Terms of Engagement and signatures and
bring back copies for the community to keep and refer to
throughout the process. It is helpful to post the list somewhere
visible during the all mee�ngs. Facilitators and the community can
then review the list periodically to hold one another accountable.

Step 4: Brainstorm an ini�al Terms of Engagement. Have
community members “shout out” a list of:

• Desired outcomes of the community land protec�on process
(see the chapter on Community Exit);

• Roles and responsibili�es of community members: what they
can commit to/be responsible for, how community members
should treat one another during mee�ngs and ac�vi�es, how
the community should address any conflicts that arise as a
result of the community land protec�on process, etc.;

• Roles and responsibili�es of Community Land Mobilizers;

• Roles and responsibili�es of Interim Coordina�ng Commi�ee
members;

• Roles and responsibili�es of the facilita�ng organiza�on;

• Criteria for “community exit” – clear criteria for “comple�on”
or reasons for ending the rela�onship early (See the chapter
on Community Exit); and 

• Any other agreements or commitments that community
members think are important to ensure success during the
community land protec�on process.

Do not make the Terms of Engagement overly formal or
legalis�c. They should be wri�en in the local language and
should be simple, clear, and easy for all to understand. The
aim is to make the Terms of Engagement so clear and
logical that there is li�le to argue about.
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SAMPLE TERMS OF ENGAGEMENT

Desired outcomes of the community land protec�on process

     •   Formal documenta�on of community land rights, crea�ng greater tenure security for all community residents.

     •   Community bylaws that hold leaders accountable to good governance, integrity, honesty, and meaningful
     community par�cipa�on in local decisionmaking.

     •   Rules that support the community to sustainably manage and care for its forests, grazing lands, waters, 
     and all other natural resources.

     •   Strong protec�ons for women’s land rights and the land rights of minority groups; ending discrimina�on and injus�ce
     between community members.

     •   The peaceful resolu�on of land conflicts both within the community and between the community and its neighbors. 

     •   Clear protocols for how the community will interact with investors that come seeking community lands and natural
     resources. 

Roles and responsibili�es of community members

     •   A�end all mee�ngs on �me, at the decided hour. 

     •   Treat one another with respect during mee�ngs; listen to everyone’s opinions and ideas.

     •   If a mee�ng must be cancelled, the community must give the facilitators at least 12 hours no�ce.

     •   Par�cipate ac�vely in all mee�ngs and community land protec�on ac�vi�es.

     •   Make sure that all stakeholder groups are represented in all community decisions.

     •   Raise ques�ons, complaints and challenges about the community land protec�on process during mee�ngs. 
     Do not undermine or delay the process by spreading rumors.

     •   Hold leaders accountable to suppor�ng the community land protec�on process.

     •   Complete all community land protec�on ac�vi�es and exercises, including: mapmaking, agreeing on boundaries,
     dra�ing and adop�ng bylaws, and elec�ng a Land Governance Council.

     •   Undertake all ac�vi�es peacefully and work to solve all conflicts nonviolently.  

Roles and responsibili�es of the Interim Coordina�ng Commi�ee

     •   Be mo�vated, honest and trustworthy.

     •   Ensure that all community members are involved in the community land protec�on process.

     •   Ensure that all community members are informed in advance about all community land protec�on mee�ngs 
     (when and where), about the agenda for the mee�ng, and that their par�cipa�on is necessary.

     •   Inform all members of their stakeholder group/subunit about the ac�ons or decisions made at all community land
     protec�on mee�ngs.
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Roles and responsibili�es of the Community Land Mobilizers

     •   Be mo�vated, honest and trustworthy.

     •   Act as the link between the community and the facilitators; communicate all challenges, ques�ons, difficul�es, etc.

     •   Learn the community land protec�on process in detail and support the community to complete each ac�vity
     successfully.

     •   Support the resolu�on of all community land protec�on processrelated conflicts and alert facilitators when more
     help is necessary.

     •   Stay informed about all landrelated dealings within the community and make sure that all community members and
     facilitators are also aware of any transac�ons, discussions or conflicts related to community land. 

Roles and responsibili�es of the facilita�ng organiza�on

     •   Arrive on �me as planned for all mee�ngs. If a mee�ng must be cancelled, give the community at least 12 hours’
     no�ce.

     •   Promptly respond to all ques�ons and concerns from community members. Return any phone calls within one day. 

     •   Teach the community to undertake all community land protec�on ac�vi�es, provide informa�on, and support 
     the community to complete ac�vi�es on its own, at its own pace, according to its own goals.

     •   Whenever the community asks for help or informa�on, respond as soon as possible. 

     •   If the community desires, act as the link between the community and government officials.

Criteria for community exit

     •   The facilita�ng organiza�on will stop working with the community when the community has adopted it bylaws,
     elected its Land Governance Council, and mapped and documented its land claims. 

     •   The facilita�ng organiza�on will stop working with the community if more than 50% of the community members ask
     the facilita�ng organiza�on to leave in a communitywide mee�ng.

     •   The facilita�ng organiza�on will stop working with the community if the community is not fulfilling its responsibili�es
     (i.e., if more than three community mee�ngs are canceled without informing the organiza�on).
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NOTES


