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Working with Local Partners:
Communities and NGO'’s

Green Empowerment

Green Empowerment
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~ Why a Local Partner?

« Continuity & long term commitment:

— They are there before we come

— They select communities and projects

— When we leave, they will be there to help
* They are closer to the culture
* Local leadership leads to sustainabllity

* Funding: They are able to mobilize funding
from the local community, local
government and national sources.
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Green Empowerment Green Empowerment,s ROIe

What we can do to help the local NGO

— Financial assistance: . o _
matching funds, capacity building, feasibility studies and start-up
activities

— Organizational development: _
administrative development, long range planning

— Technical assistance: _ _ _
project design, sourcing of equipment, implementation

— Technical training on renewable energy

— Networking _
assistance with other NGOs, founding sources, and technical resources

— Recruiting volunteers and interns
— Media and public relations: web presence and other media

— Organizing group tours - generate unrestricted funds and broaden
exposure
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Green Empowerment

Introduction to
Cultural Characteristics &
Inter Cultural Communication
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Green Empowerment CUItu ral ICe berg

anguage, Food, Clothing

Conscious / visible Al’tS, Folklore

Beliefs

Unconscious

Perceptions Assumptions
Non-verbal communicatio

Expectations  Attitudes
Preferences

Behaviors
Values

World view
Stereotypes

Adapted from S. Freud and lots of others
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e BEWAre of generalizations:
Social norm vs. individual

preference

e.g.
Reserved VS Demonstrative

S S~

PersonY Person X
Country A Country B

The social norm / average preference in country A is more reserved than in country B;
Person X from A is a “cultural deviant” in country A, but more comfortable in country B.
However, X grew up expecting and knowing how to deal with the norm in country A
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e Collectivism - Individualism

Accountability /responsibility is stronger to

community / society

Individual / self

PAN SK  Hk BRZ
GUA 1o AF-E  MEX

e.g. “born to the clan X”

Source: G. Hofstede
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croen Empoement Territoriality

Space is rather

Territorial / “bubble” communal (close contact)

DS

e.g. physical proximity

Source: E.T. Hall and otheg
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Green Empowerment F O rm a.I Ity

Communication /protocol:
Casual VS. Formal

)
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Green Empowerment

Task - Relationship

Project - People
Impersonal - Personal

i

e.g. meeting structure, business lunch
10
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Green Empowerment

Conflict - consensus

Confrontation Harmony

O Solidarity
/V}l\p
@,

e.g. “never invite again”
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Green Empovermont Direct - Circular

« Communication - Explanation:

“simple” / linear - “‘complex” / indirect

e.g. “simplistic” vs. "what’s your point?”
12
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e Universalism - Particularism

Truth (& Law) are rather

fixed / universal - fluid / particular
(“it depends” )

/\

OO

e.g. “who do you trust?”
Source: E.T. Hall and others
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Groen Empowsrment And more....

Main Cultural Dimensions & Values

Flexibility-Stability

Uncertainty Avoidance

Direct - Circular
Low - High Context

Universalism-Particularism|

Specific - Holistic

Facts - Ideas

Adapted from Hofstede, Hall, Trompenaars & othegs I
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Intercultural Communication
Skills & Mindset

Know/learn your own cultural values & expectations
Tolerate ambiguity

Dialogue & listen actively — be mindful of interaction
Communicate respect

Relate to people

Be open & non-judgmental — question your questions
Use Flexibility

Empathy

Persistence
Observe - Describe before Interpreting — Evaluating

Adapted from Denise Austin

Use “Cultural Bridges” and Alsushi Funala
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«meemes DEVEIOPMENtal Model of

Intercultural Sensitivity
“Iit's a journey”

Ethnocentric
Denial
Defense
Minimization

Ethno-relative

Acceptance

Adaptation
Integration

From Milton Bennett, 1986, 1:9@3
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Green Empowerment

Date:

Partics:

Topic:

Memorandums of
Understanding

Sy
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Préfapnun p: ma ~ If SO

EnerGreen Foundation
--Serving people and Saving

the savironment with

renewable energy

MI:MORANDUM OF UNDERSTANDING

September 22, 2005

I'undacion Natura (“Natura™)
Green Empowermen (“GE™)
EncrGreen Foundation (“EnerGreen™)

Cupircity Tunding for Fundqcion Natura

This Memorandum of Undersusnding (“MOU™) is made among the pariies listed aboye (the

“Parties™) for the puraose of assisting the capacity of Natura in the area ol renewable energy and
more particularly, loviards rencwable energy projects with the indigenous communitics of the

Ecnadorian Amazon region.

4

It is the intention of the Parties to maintain a minimum capacity for Natura to success(uily access
long-term tunding sources for implementing renewable energy projects among the Shuar and
other indigonous groups of the Amavon region (“Minimum Capucity™). Such long-term funding
is expected to replage the contribution of the Parties. The Parties agree and make the following
specific commitments: i ;

The financiol Conmiiiiont Par i KAz ot g e e =

18
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Local NGO:

Green Empowerment

To here:
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ereen Empowerment  COMMUNItY INVOlvement at all stages of the project

Various stages
overlap

Harvest season,

etc. not
favorable

20
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.  Feasibility Stage

Surveying the Community
— Energy/Water Resources
— Energy/Water Needs/Demand
a. Current
b. Future
— Potential Revenue-Generating Usages

Letting the community decide on the best match
between their needs and resources

Site Selection F“‘
Environmental
Considerations

S 21



o crsonmen .  Community Plan

» Assess What the Community Can
Contribute

* Develop Local Management Structure
* Determine Residential Rate Structure

* Plan for Revenue-Generating End Uses to
Ensure Economic Sustainability

* Develop and Sign Community Contracts

22
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Green Empowerment

23



ot Il. Design Stage

 Civil Design-The Physical Structure
Distribution System
Electro-Mechanical Design

Cost Estimating: equipment, materials, labor,
transportation

Most design decisions need political & cultural
Input + research on local availability &
expertise

24



oot IV. Funding Stage

* Fundraising Research
* Fundraising and Grant Writing Assistance

* Funding Solicitation- Letters Of Inquiry,
Grant Applications

« Secure Funding

Show $ value of Community or local
government contribution — cash, labor,
transportation, etc.

25



£

S

Green Empowerme

Budget for Community Development
Component of the Project

Costs of community survey, organizational training, community
benefits evaluation, training, rate structure, and post-completion
work of the NGO

Include these costs within the budget

If you don’t budget for the non-technical issues, they either will
not get done or will be done in arushed and incomplete
manner. Frequently as these costs are not considered, it means
that the local NGO ends up bearing many of these costs as an
Invisible demand on their limited internal resources.

Potential sources of funding? _ _
local sources, local government, international agencies, etc.
Consider timing of grants

26
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V. Pre-Construction

Green Empowerment

Place the Electro-Mechanical Order

Ship Equipment

Define Equitable Labor Input and
Construction Timeline with Community

Community Mobilization: set clear
goals and expectations

Obtain Legal Status for the
Community-based Organization
Skills Trainings for Community
Members

Complete Power Use Agreement and System Rules

Clarify Project Management Roles of Community, NGO, and
International Operational Partners

Shipment & receiving of Electro-mechanical Equipment

27



—

&S

VI. Construction

Needs to be scheduled to allow for maximum participation / sweat equity

« Ground Breaking Ceremony

« Transportation of equipment to
site

« Civil Construction

« Erection of Distribution System-
Transmission lines & House
Wiring,
or distribution pipes, tank, taps;
Safety Issues

* Electro/Mechanical

Installation
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Green Empowerment

29
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- VII. Commissioning
& training

« Commissioning and Testing the System
* Training of Operators & Community

« Completion of Power Management Structure
a. Bill Collection

b. Bank Accounts

c. Money Management- Operation &
Maintenance, Operators, Reserve
Fund, Loan Repayment (if any)

 Opening Ceremony

30
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~====_\/IIl.  Ongoing Support

* Necessary Ongoing Support
a. Community technician
b. Non-governmental Organization
c. Green Empowerment
d. Manufacturer.

* Project Review and Evaluation- One Year and
more after Beginning Operation

32
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Green Empowerment

Involvement of the NGO after
completion of the project

« Upon completion, how will the NGO evaluate the project against the
goals and budget? Will this summary be provided to the community
and other participants in the project?

* What possible needs might the community have for the NGO for
technical or organizational help after completion of the project?

* Isthe NGO prepared to provide such help? Can the NGO afford to
provide such help?

33
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wmee - Working with the Community

34
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= \Who is “the community™?

« School group,
school leaders?
Parent’s group?

* Entire community?
Mayor or
committee?
Informal leaders of
Influential families?

* Local government?
Does the ministry of
education own the
property?

35
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Participatory Survey
Technigues

Green Empowerment

 Consider house-
to-house vs.
Groups

« \Women

« Asking questions
(one to many,
many to one) and
comparing
answers.

36
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Green Empowerment
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INTFERINSTITLTTIONAL RELATIONSHRIPS

THMsTITUTIONAL RELATIONS Hirs

Communityt Laguanapambo

Conducting thiz exercise was guite complicated for ¢he farmers, as ac fest they found it
difficulr to know how m place the circles: maide, outside, small, ke, closs o for away.
Afler m practical explanafion, they revealad they had clear knowledge of the kind of
relationships thul exise bevwern the community and government, NGO, or ofer insmeions.
1t ook an hour and & balf W complet: the cxercise,

LK Parsnipmory Weead Arproveal md Masaung JET
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Green Empowerment
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Green Empowerment
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Green Empowerment
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=  Transparency / Managing
expectations

* When questioned, answer with known facts.
Be clear with your intentions, where the money
comes from, who you are. Your presence will
generate a lot of questions (stated or unstated).

* Avoid promises other than “we will do our best”.

Lots of things can change, including timeline and
budget.

45
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Green Empowerment
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The Right Community

Green Empowerment

* Need and Desire for the project
« Strong Community based Organization or Committee to work with NGO

« Available Resource (Water for example)

« Critical mass / grouped houses vs. dispersed

- Commitment of Local Resources for Project Development, including
unskilled manpower, access to skilled manpower, capital and locally
available materials.

» Ability to pay for and manage the project in the long term
« Willingness to protect critical watersheds and other natural resources

« Potential for project replication

a7



Community Issues to
Address

Is the community ready?

Interest, organizational resources and
determination to complete the project and
ensure its sustainability?

Previous experience with social projects?
Experience with outside NGOs?

In-kind contribution?

48
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e Community Leadership

« Existing organization in the community?
leadership groups, churches, mosques, women's groups?
Existing committee to handle water or electricity concerns?
How will one be created?

«  Who are the community leaders and how are they chosen?
The real leaders are not necessarily those who hold the positions of
leadership.

» Are there individuals available for project management, technical
operation and maintenance and financial management?

« How are women involved in the leadership of the community?
How will their needs be addressed and their participation
encouraged?

49
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S Community Benefits

« What benefits do community members expect from the
project?
(community survey.)

 What social and environmental benefits do the
organizers think might be achieved from this project?

« Are needs and wishes of women and children
adequately considered and addressed?
(interviews, participation)

« Who will benefit from the project? And who will not?
How will the community address inequality problems? .,
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e COMMUNity Management

Who: Management is ideally linked to traditional leadership, represents

all sections of the community and has ability to mobilize

What do they Do?

How will this group function to mobilize community members at the
survey, construction, and operational phases of the project? How
will the labor necessary to complete the project be mobilized
equitably?

Assist In community surveys

Determine how much power each house gets, rate structure, etc.
Develop Project agreement with each house

Develop Project rules

Operational leadership once the system is constructed - managing
system operators, ensuring physical maintenance of the system,
spare parts inventory, maintenance and repair schedule

Management has to consider environmental impacts

52
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Green Empowerment Tr al N | N g N eed S

Technical training, social training, management training
« Training to do the surveys and other preliminary work

 Training in specific organizational skills to run and
maintain the project

« Technical training for operation & maintenance

Who will provide this training, how will it be done, how long

} r
. v ‘
s ',,_f,,.'i', W W
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“»™ Example of Management of Solar Power Systems in Peru

Green Empowerment

Mayor/Beneficiaries

!

— Makes a resolution that systems are for the community and

insists that they are maintained by the committee.

eAdministrator

Manag_ement Committee: N — Determine Rules of Equipment Use
e President: Rep of Authorities Determine the tariff (by household per month,

(like member of overall
community committee)

fundraising activities (movies), annually, by fee-for-use
by outside groups, etc)
“Gestionar” (fundraise, operate and maintain)

eSecretary: Rep of User Coordinate which days the centers are going to be
e[reasurer: Rep of School used so that they don’t discharge the battery
eOperator completely the day before it is to be used.

!

Operator and Administrator physically maintain system and collect fees

!

Users

54
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~rSolar Management Models

 Individually owned

(Sarvodia, Sri Lanka)

« Community owned and operated
(CTSHA-Ecuador)

« Small regional micro-enterprise
(SELF-India)

* Rent the service, not the equipment
(IDEAAS-Brazil)

« Large-scale government program
(BGET-Thailand)

* Private Utility Company + Community
(Fedeta-Ecuador)

55



Micro-Hydro Management
Models

« Community Business (micro-business +
community oversight + municipal ownership)
(ITDG-Peru)

 Community Committee Owned and
Operated

(Sibat-Philippines)

» Coordination with Electrical Company
(FEDETA-Ecuador)

56



% Rate Structure and Project
T Income Generation

What Is the community willing to charge
itself for the service provided?

* realistic

* meters, flat rate, per light bulb?)

 firm commitment on the community's part to pay
 Abillity to pay vs. willingness to pay

Compare rate structure to what community

members pay for nonessential items consumed
In the community or what would be charged by a
national utility
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Community Fund for
Operation of the System

Costs for the operation of the system:
Number of operators x salaries

Number of tariff-collectors x salaries

Costs of maintenance (small repairs,
replacements and cleaning)

Cost of repairs (parts, equipment and technician)

Green Empowerment

« Reserve fund for improvements and other
e« community projects

* Income
* Number of houses x average tariff per month
 Possible interest on micro-credit

58
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Green Empowerment

The fine print

Ownership Agreement
Adapted from Micro Hydro project in Borneo

(name of NG0), 2 non-profit chanty located m

{City/Fegion) and recognized under the laws of (couniry),
Federal ID # hereby give and imevecably cede to the
(name of commwmmity  ownership
commitize) all nghts, responsibilities and cwnership of all the equipment, materials, and
stucture for the (name of conmmmity) Hydro Powsr System
mn ilocation), inchading, but not linuted to the civil
works, the power houss, gensrating machinery, and Tansmussion system as more
specifically set forth in Schedule &, attached to and incorporated herein, for one dellar
(51.00) and other valuable consideration as 13 more specifically set forth below.

The (commumity ownership committes) in
consideration of the above described donation by (name of INGO) agres to
the followmg principles of a Sustainable Fenewable Energy System as set forth in
Schedule B, attached herete and imcorporated herein. In further consideration, and as part
of the total consideration given by the {comnmmity
ownership committes) for the (mame of comnmmity} Hydro Power
System, the (commmmity ownership committes] comumits,
promuses and agrees to develop and implemrent a Commumity Enviremmental Plan in
coordination and support of the (name of commumity) Hydro Power
Swstem, as set forth in Schedule C, attached herete and incorporated herein.

(NGO} and (commumnity swnership
comumittee), the Parties herein, further agree to do all such further actions and execute all
such further documents as are necessary to give effect to the above transfer of legal utle
to the {(commmmity ownership commuties) and all
equipment, machinery and facilities appurtenant to it.

The Parties, or any one of them, may execute this Agreement in coumterpart and the
signatres may be transmufted by fax.  When all Parties have signed the onginal
document or counterpart, the agreement shall mmediately be legally binding and have
full legal effect as construed by the laws of fooumiry).

Dated:

(signature) (slgnature)
r - r -
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e (Cross-cultural Engineering

Drawings, schematics and brainpower...

;]a n'n'l -] |
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Technical Assistance from

Green Empowerment

Green Empowerment

Possible levels depend on partner expertise & experience, project,
timing

Max: full design, vendor selection, procurement, purchase; + coaching
/empowerment for next time.

Training: documents, hands-on, workshops

Quality Assurance / design review / input : point out every potential issue
& parts needs

Always requires field data from partner, sometimes several passes

Some Best practices

Keep asking questions, various means of communication: mail, skype, etc.
Don’t expect all the answers

Use technical network / share information

Include spares in initial purchase

Details, details, details: prepare for everything - nuts, bolts, screws,
connectors, tools, etc.
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Local Resources

LABOR/TIME vs MATERIAL COSTS mindsets and
ways of life.

If you can't find it, make it!
There are a lot of machine shops, welding shops,
etc. (talleres) which can make a part you can't find,
or a good enough approximation
e.g. thread a piece of pipe into a nipple w/ custom
length.
Villagers are resourceful with machetes.

Labeling/Categories maybe different: form vs. function
in local language,
metric vs. British vs. local units and standards

To find items or services,
don’t ask for “a hardware store” (generic)
describe what you are looking for,
e.g. bolts sold in “la casa del perno”.
PVC pipes, sheet metal, etc. may each come from
a different place.




e 2XAMpPIle of finding the right part
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Specialized vocabulary:
photo dictionary example

Green Empowerment

L Cinta metrica Measuring
! | (Wincha — (Pe) | tape
L Ratchet y
llaves de dado
.. Puntas de Screwdriver
destornillador | tips
e+ Llave francesa | Adjustable
(Pico de loro wrench
(Pe))
"Llaves mixtas | Crenches
= Alicates Needlenose
(de electricista, | pliers
de puntas)
" Destornillador / | Screwdrivers
desarmador
(Pe) (de (philips or flat)
estrella o
planos
Taladros: Manual drill
de mano,
eléctrico
recargable Drill bit
Broca
Alicate Pliers
Alicate de Wire cutter
cortar
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Green Empowerment

Case Study: Philippines

Amgu-o Solar pump

year

GE role: Helped formulate budget and proposal from

grant application assistance partner.
Obtained $100,000 from GVEP for solar
pump + 2 livelihood projects. Lead time ~ 1

YAMOG role:

community selection & preparation,
needs & topographical survey
gravity distribution design/install

Changed from initial grant target,
settled for less water than WHO
guidelines,

great PC CAD design & BOM analysis
Revised TDH by 20% just before
purchase!
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Green Empowerment

Case Study: Philippines

Amgu-o Solar pump

GE role: Technical
consulting

Feasibility analysis, preliminary sizing.
Sent 3 international requests for quotes &
discussed offers;

coached, discussed & documented rationale for
choice

negotiated rebate when price increased,
got revised estimates when field data changed

YAMOG role:

hardware import,
receiving, logistics
community labor planning,
housing, etc.

Tried to get import tax exemption — 2 months delay
Navigated import & processing paperwork & fees

Inspected goods at pier, purchased all additional
parts,

Recruited skilled & non-skilled laborers
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Amgu-o Solar pump

Green Empowerment

GE role: Technical
implementation/ commissioning

Delivered tech training (refresh) to partner,
helped understand I, O&M manual

guided decisions on field implementation
specifics,

wrote site-specific user instructions &
troubleshooting,

trained local operators + informed
community

YAMOG: Consolidated reporting
to GVEP

GE: provided detailed SPS implementation
report
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Green Empowerment

Amgu-o report & photos

http://www.greenempowerment.org/images/Phil2007/amgu-0%20final%20report11-28-07.pdf

69



—_—

2y

Green Empowerment

Case Study:

Ecuador Solar Home Systems

Fedeta (NGO)

Community organizing, project proposal documentation,
technical design, procurement, installation, operator
training, technical documentation,

UOPGES (Community management
group)

Collects tariffs, provides local tech support, interface to
utilities and/or Fedeta

Provincial Utility

Book ownership of hardware
O&M like for other infrastructure:
stock replacement parts, answer tech support issues

FERUM (government entity)

Approve projects proposals and disburse funds

Conelec (government entity)

Planning of resources and oversight of utilities plans

Green Empowerment

Tech Assistance: guidance on design revisions, training
assistance

Organization development and planning w/ Fedeta
Help funding for special events, seminars
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~mmemes | LOCAlI DOCUMeENtation Example

fedeta Ingeniena tedeta Ingeniera

Sin Franteras . G ZERE Sin Frontera

DESCRIPCION
Azegurarse de gue los conexiones ¢ encuentren debidamente qpstodas y
El regucdor @5 un dispositivo Que controks ko electricidod que los pancles libres de oxidacidn coda seis meses.
generan. Cuida las baterias evitando que s conguen o gue se descanguen
demasicdo. Protege de corto circuito @ todo el sistema asegunando que el
volrqje de ks bateria no sec mayor ol permitido en oz eguipos conecrodos.

INDICADORES LUMINOSOS.
Indicodor de Funciomamiento de Panel

CONEXION Y DESCONEXION

Si ko iz estc encendida e
indica g e panel estd
enviando carga al regulodor.
* Este se cpoge por las
noches yo que o ponel o
recibe ningln tipo de energic

del so

Se recomienda la CONEXION de los clementos en bos termincles del
regulcdor en el siguiente onden:

- -
® &

Porc Ja.DESCONEXION del eguipo debend sequirse &l procedimiento

contrario: Estas hces se encienden y
apogan de couendo ¢ ke canga
disponible en ki bareris,
como se indica en ks

:> :> gnéficos reclizados @
continacidn
*CARGA
Selo etemi e PANEL BATEQIA
Indicodor de Fi amiento de Pane
MANTENIMIENTO
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