
The International Fund for Agricultural Development (IFAD) financed the second Cordillera Highland Agricultural
Resource Management Project (CHARMP2), in areas where poverty is most severe among indigenous peoples in the
highlands of the Cordillera Region in northern Philippines. The aim is to reduce poverty and improve the livelihoods of
indigenous peoples living in farming communities in the mountainous project area. The indigenous peoples consist of
many tribes whose main economic activity is agriculture. The project demonstrated how development can be supported
and sustained without adversely affecting the cultural values and practices of the Indigenous communities through
community-driven innovations in the area of watershed management, forest conservation and promotion of
agroforestry.

In this Good Practice Note, Marie-Aude Even and Mary Ann Botengan reflect on the lessons learnt from the successful
implementation of the community-driven innovations in Forested Uplands in the Cordillera Administrative Region (CAR).
The authors highlight the importance of influencing the enabling environment, the need to forge partnerships, the
intensive efforts in capacity development and the community-driven process used for engaging a wide range of
stakeholders to achieve sustainable and scalable impacts.
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CONTEXT  

The Cordillera Administrative Region 
(CAR) is a mountainous landlocked area 
with poor road access, steep slopes, and 
a poverty rate of 12.2 percent 
(Philippine Statistics Authority 2018). 
Two-thirds1 of the population in CAR is 
comprised of indigenous tribes who 
manage ancestral domains. The CAR 
watershed and its forest cover, 
constituting 80 percent, provide 
important biodiversity and water 
services to 13 major river basins 
irrigating 70,000 hectares of farmlands, 
and contribute to the Main Power Grid. 
However, deforestation, land erosion 
and climate disasters (such as 
devastating typhoons) are reducing the 
production potential and ecosystem 
services, further affecting the livelihoods 
and living conditions of rural 
communities.  
 
The second Cordillera Highland 
Agricultural Resource Management 
Project (CHARMP2) was implemented 
between 2008 and 2021 in six provinces 
of CAR to reduce poverty and improve 
the livelihoods of 60,000 indigenous 
peoples (IPs). The project invested 60 
million USD and had four components: 
 

a. mobilization of communities, 
participatory planning of 
investments and land titling;  

b. community watershed 
conservation, including forest 
management and agroforestry 
development;  

c. development of agriculture and 
agribusiness, promotion of 

income-generating activities 
(livestock, home garden, 
processing, etc.) and diversified 
livelihoods (flowers, rice banks, 
trade, etc.) through training on 
improved agricultural practices 
and development of business 
plans, and provision of a 
revolving fund to invest in such 
activities; and  

d. investment in community-driven 
and owned Rural Infrastructure 
Development (water, roads, etc.).  

 

PROJECT IMPLEMENTATION 

The project was implemented by the 
Regional Field Unit of the Department of 
Agriculture recognizing CAR as a distinct 
region with decentralized governance2.  
It developed a strong partnership with 
the National Commission for Indigenous 
Peoples (NCIP) and developed a multi-
stakeholder steering committee that 
met regularly to facilitate joint planning 
and review. 
 

  

Cover photo: Sharing the results of the Socio-Economic 
Impact Assessment to representatives of tribal communities at 
Bangaan (Barangay), Sagada (Municipality), Mountain 
(Province) ©CHARMP2 
 

Figure 1: Presentation from CHARMP2 Mission 
Source: Project Completion Report 

----------------------------------------- 
1PSA. 2010. Ongoing PSA updates on IP population. 
2The International Work Group for Indigenous Affairs held a workshop in Sagada in 2003 that highlighted a range of 
recommendations for improving IP-Local Government Unit approaches. 
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----------------------------------------- 
3The ‘green covenant’ arose from the ‘co-management’ approach in the community-based forest management strategy 
adopted through the 1995 national Executive Order 263 as The Philippines’ national strategy for sustainable forest 
management. The approach ensures ‘community and local ownership’ under a ‘co-management’ arrangement between 
indigenous peoples' communities and LGUs of watershed management and conservation activities within ancestral lands. 

The Project Support Office at the 
regional level and the provincial 
Planning and Development Office 
served as critical hubs for project 
operations and coordination with 
multiple stakeholders at the local level, 
including collaboration with NGOs and 
Local Government Units (LGU).  
 
At the local government level, the 
project empowered municipal and 
provincial LGUs to conduct and manage 
the procurement processes for 
infrastructure sub-projects through 
their LGU engineering offices, thereby 
also increasing ownership and 
prospects for operations and 
maintenance of infrastructure. While 
the project initially worked with NGOs 
for local activities, in a second phase, 
the LGUs directly hired community 
mobilizers, thereby further increasing 
LGU ownership. 

 

At the community level, the project 
supported Social Mobilization and 
Participatory Planning through the 
Barangay Participatory Project 
Investment Plans (PPIPs) and the 
process to obtain Free, Prior and 
Informed Consent (FPIC) from 
communities to ensure an entirely 
community-driven process. The project 
established 1,204 People’s 
Organizations (POs) that could identify, 
administer and monitor the various 
community projects and overall 
monitoring of investments (170 
Barangay Participatory Monitoring and 
Evaluation Teams [BPMETs]). 
Intensive capacity development of LGUs 
was crucial and 9,942 community 
workers/volunteers, 9,211 government 
officials and staff, and more than 28,000 
people were trained in community 
project management.  
  

Consultation with stakeholders at Belwang @CHARMP2 
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----------------------------------------- 
3The ‘green covenant’ arose from the ‘co-management’ approach in the community-based forest management strategy 
adopted through the 1995 national Executive Order 263 as The Philippines’ national strategy for sustainable forest 
management. The approach ensures ‘community and local ownership’ under a ‘co-management’ arrangement between 
indigenous peoples' communities and LGUs of watershed management and conservation activities within ancestral lands. 

KEY AREAS OF INTERVENTION  

The project supported various 
investments to promote watershed 
conservation, forest management and 
agroforestry. The project promoted a 
community-driven process and planning 
that was crucial to bring on board 
community institutions. It also worked 
on securing tenurial rights, notably 
supporting communities to secure 
certificates for their ancestral domains.  
Undeniably, securing IP rights to 
manage their ancestral domains and 
stronger land tenure is very important 
to enable investments in agroforestry.  
 
Watershed conservation 
 
The project invested in the identification 
by the communities of relevant 
community watersheds, and in 
supporting community partnerships and 
dedicated POs to plant seedlings and 
manage afforested areas. It developed 
the ‘green covenant approach3 that 
provided a crucial framework to 
recognize and formalize the role of 
indigenous communities as the 
protectors and managers of watersheds 
within their ancestral domains. The 
green covenant includes an oath and 
commitment of communities to 
sustainable resource management 
driven by indigenous systems and laws. 
The covenant pledges communities to 
taking care of their natural resources in 
perpetuity and also formalizes the 
agreement with the LGUs as 
stakeholders of the program. 
 
Forest Management 
 
The project supported the development 
of 212 POs, focusing either on 

reforestation, agroforestry or both (for 
98 POs). POs played a key role in 
supporting monitoring of the forest and 
agroforest plots, developing nursery, 
enhancing knowledge and capacities of 
members, and strengthening social 
incentives for villagers to engage in such 
activities or to promote practices that 
protect forested areas (e.g., local fencing 
and signs to deter grazing practices, 
forest fire line, and adoption of ‘no 
burning’ practices).  

 
Agroforestry 
 
The project also promoted agroforestry 
on idle lands, training farmers through 
194 Agroforestry Farmers Fields School 
(AFFS) implemented by the project-
trained Local Government Unit (LGU) 
extension workers. It also documented 
six indigenous forest management and 
conservation systems (IFMS). 
Participatory agroforestry field school 
and recognition of local practices helped 
communities address local challenges 
by experimenting and adopting relevant 
indigenous agro-ecological innovations. 
 
 
 

Establishment of nursery at Talifugo (Barangay), Conner (Municipality), 
Apayao (Province) @CHARMP2 
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42014 outcome survey. 

Though the initial design of agroforestry 
and afforestation interventions did not 
consider sufficiently the nutrition values 
and economic values which are key to 
maintaining community interest beyond 
project life, the participatory 
approaches enabled households 
themselves to strengthen such 
dimensions by intercropping suitable 
and locally available tree/forest species 
that compensated for high mortality 
rate, strengthened ecosystem services 
and provided additional income and 
nutrition benefits. The project also 
supported dedicated analysis of 
deforestation drivers, intercommunity 
dialogue, and the development of 
integrated watershed management 
plans.  
 

RESULTS 

CHARMP2 managed to serve 72,424 
households (of which 92 percent were IP 
households and 78 percent women 
headed households) and yielded an 
economic internal rate of return (EIRR) 

of 25 percent.  For agroforestry, specific 
impacts were as follows: 
• Two hundred and twelve (212) POs 

implemented either reforestation, 
agroforestry or both (for 98 POs), 
contributing to 8,490 ha of 
reforestation and 2,471 ha of 
agroforestry plots. This represents 
47 percent of the targeted 
reforestation in the area. Unit cost 
of reforestation was P21,642.45/ha 
and it was 40 percent cheaper than 
the Department of Environment 
and Natural Resources (DENR) cost 
norms, while also showing higher 
survival rates; 

• 5,901 beneficiary farmers graduated 
from the AFFS. Ninety-seven 
percent of them adopted AFFS 
technologies and 277 participants 
expanded agroforestry in their own 
plots4;   

• Socioeconomic benefits included 
decreased seedling mortality, 
reduced expenditure, higher quality 
and market price (+11 percent for 
coffee), improved nutrition 
(inclusion of fruit trees and inter-

Counting the number of seedlings as part of monitoring the performance of reforestation projects © CHARMP2 
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5End of Project and RIMS Thematic Study, p. 99. 
 6As per Project Completion Report (PCR), challenges were largely due to the extreme upland gradients, poor soil, changing 
climatic conditions and competing land use in the CAR localities.  Pressures on land use have intensified with urbanization. 
Farmers face multiple challenges – deforestation, climate change, isolation from markets, amongst others. Calamities due 
to natural disasters such as floods and landslides are frequent. 

cropped staple, nutritious 
indigenous species) and higher 
income; 

• Environmental benefits included: 
increased soil fertility and 
diversified forest cover, reduced soil 
erosion, fire and surface runoff, 
which in turn contributed to 
enhanced water supply, micro-
climate and resilience to typhoon 
and drought5.   

 

Additionally, project sustainability was 
rated as ‘satisfactory’ with strong 
beneficiary and government ownership. 
CHARMP2 showed the added value of 
an integrated approach that combines 
strong institutional and technical 
investments with market and 
infrastructure incentives. Barangay 
sustainability plans were developed and 
signed by local organizations during the 
completion phase, contributing to 
demonstrating and formalizing local 
partnership and stakeholder 
commitment. 
 

CHALLENGES 

One of the most important challenges 
faced by the project was the increase in 
costs and time (in comparison to costs 
and time originally envisaged) taken for 
implementing the interventions. The 
remoteness of the region and the 
fragility6 of the project areas contributed 
to high transaction costs and there was 
very limited private sector interest in 
developing a market strategy.  
The project also experienced difficulties 
in supporting communities to obtain 
Certificates of Ancestral Domain/Land 
Titles and it had to drop this activity at 
the scaling up phase. The main 
challenges encountered were: i) policy

changes did not allow communities to 
pursue both domain and land titles and 
put a moratorium on land titles (often 
preferred by communities); ii) conflicts 
over boundaries; and iii) limited 
capacities of the National Commission 
for Indigenous Peoples (NCIP). 
 
Agroforestry and afforestation faced 
various local technical challenges 
affecting tree survival. These include 
inappropriate choice of species not 
adapted to local conditions, seedling 
quality, water shortages, degraded soil, 
forest fires, pest and disease, animal 
grazing, climate disaster - including 
typhoon etc.  
 

LESSONS LEARNT  

The project provided several lessons on 
implementing community-driven 
innovations in forested uplands and 
these are clustered under three 
categories, as given below.   
 
Creating an enabling environment 
 
Participatory and decentralised planning 
process: The mainstreaming of the 
project participatory and decentralised  

A reforestation nursery at Tulago East (Barangay), Tinglayan 
(Municipality), Kalinga (Province) @CHARMP2 
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----------------------------------------- 
7CHARMP2 Project Bulletin 8(1):20. 

planning process and services through 
LGUs was critical to improve 
prioritization, ensure more effective and 
efficient implementation and enhance 
ownership, and sustainability. This also 
facilitated co-financing and program 
convergence for some LGUs, notably to 
support expansion and sustainability of 
forest-related projects7.  Project 
proposals (business plans) were 
developed and submitted to the DA-
High Value Crops Development Program 
for potential funding. Local community 
facilitators and the community-driven 
approach (including Baranguay 
investment plans, Free, Prior and 
Informed Consent) proved crucial in 
ensuring project planning. Furthermore, 
implementation was culturally sensitive 
and responsive to local needs resulting 
in project ownership by participating 
communities.  
 
Building on the indigenous decision-
making process: With regard to local 
governance, indigenous decision-
making processes provide guidance on 
how stakeholder participation and 
ownership of the project’s returns can 
be improved. Their indigenous practice 
of deferring to their Council of Elders for 
final decisions was harnessed as a way 
to move project targets. The integrated 
watershed planning approach (SIKAME, 
referring to the three mountains of 
Sisipitan [SI], Kaman-ingel [KA], and 
Mengmeng [ME]) enabled the initiation 
of dialogue and in formalizing 
agreements between IP communities 
despite several prevalent boundary 
conflicts, as it respected indigenous 
dynamics and developed practical ways 
to proceed with development initiatives 
whilst acknowledging tribal concerns. 
The covenant is solemnized through

 traditional rituals and seeking guidance 
from ancestors for good 
implementation, protection and 
conservation of the given natural 
resources including the introduction of 
reforestation and agroforestry projects. 
 

 

Community engagement in monitoring 
and implementation:  This is crucial to 
strengthen social incentives for villagers 
to engage in such activities or to 
promote practices that protect forested 
areas (e.g., local fencing and signs to 
deter grazing practices, forest fire line 
and adoption of ‘no burning’ practices). 
The Barangay Participatory Monitoring 
and Evaluation Teams (BPMETs) was a 
positive innovation that has been scaled 
up in several LGUs. Engaging the 
community to monitor investments 
strengthened community ownership 
and supervision of forest and 
infrastructure investments. For instance, 
the Barangay officials, supported by the 
local people, regularly conduct 
monitoring activities, remaining vigilant 
and warning farmers not to damage the 
watershed, contributing to develop 
community policies and fines for 
seedling damage. 
  

Consultative Meeting with SIKAME Stakeholders @CHARMP2 
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Development of supply chain and 
economic incentives: This was crucial to 
sustain operation and maintenance of 
forest plots and to initiate economic 
activities that could strengthen 
economic viability of forest-related 
activities. POs received funding to invest 
in seedling plantation and specific 
payments are linked to seedling survival 
rate. This was key to obtaining high 
survival rate through attentive 
maintenance, but also in replantation 
efforts. Several POs managed to keep 
part of such funds to reinvest it in group 
activities including community and 
individual nursery that ensure 
affordable local access to good quality 
seedlings. Several enterprises 
developed included products from  

 
agroforestry, such as coffee, and value 
chain development had positive impacts 
on agroforestry. Apart from these, 
investments in community-driven 
infrastructure also helped address 
water constraints to afforestation as 
well as reducing community isolation 
and enhancing access to market 
through road and market infrastructure. 
 
Formalized partnerships contributing 
to sustainability and scaling up  
 
Partnership with the NCIP helped 
strengthen IP sensitive approaches and 
policy dialogue in line with the 
Indigenous Peoples Rights Act.  
 

Inspection of the communal irrigation system for rehabilitation by BPMET, municipal engineering office and project representatives at Ab-Abaan 
Barangay @CHARMP2 
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Steering Committee: The project 
Steering Committee facilitated the 
mobilization of various implementing 
agencies. The Reforestation Committee 
(REFOCOM) – created to oversee, 
supervise and monitor and conduct field 
validation of reforestation and 
agroforestry with members from the 
LGUs (such as agriculturists, 
environment officers, project 
development officers, and Agricultural 
Technicians) – was instrumental in 
sustainability as it utilizes 
data/information from other related 
projects while continuously updating 
the reforestation and agroforestry 
records within the LGU.  
 
The ‘green covenant’ approach provided 
a crucial framework to recognize and 
formalize the role of indigenous 
communities, and the 2018 Project 
Completion Report (PCR) highlights the 
green covenant for agroforestry and 

reforestation as well as SIKAME as 
prime approaches for scaling up. The 
green covenant approach elicited strong 
commitments among stakeholders, 
contributing to afforestation being 40 
percent cheaper than DENR norm costs 
through community, and contributing to 
bringing land owners on board, thereby 
contributing to 98% of beneficiaries 
feeling secure about their tenurial 
rights. Therefore this makes them 
confident about investing in long term 
tree-based activities. The covenant also 
proves that even when funding 
assistance ceases, the PO will resort to 
mechanisms by which they will maintain 
and expand the sub-projects in 
perpetuity.  
 
Value chain and watershed partnership 
enabled to increase economic 
incentives. Community based 
certification of ‘environmentally safe’ 
products is meeting consumers’ interest 

SIKAME Technical Working Group explaining the process to be undertaken for the second phase of the watershed management study to the 
Council of Elders at Baunang (Municipality), La Union (Province) @CHARMP2 
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and can provide additional value to 
farmers while being cheaper and 
simpler to implement than international 
certification. The concept of Payment 
for Environmental Services in forest 
plantations was explored and 
incorporated in the SIKAME watershed 
management plan. Apart from these, 
Barangay sustainability plans were 
developed and signed by local 
organizations during the completion 
phase, contributing to formalize local 
partnership and commitment of 
stakeholders. 
 
Capacity development 
 
The project’s success can also be 
attributed to intensive and prolonged 
capacity development at different levels: 
 
Intensive capacity development of LGUs 
was crucial and 9,942 community 
workers/volunteers, 9,211 government 
officials and staff, and more than 28,000 
people were trained in community 
project management. 
 
Comprehensive capacity development of 
POs enabled them to play a key role in 
supporting monitoring of forest and 
agroforest plots, enhancing knowledge 
and capacities of members and 
promoting agroforestry. The project 
supported PO to initiate the 
development of business plans to meet 
the sustainability objective and not only 
for the environmental objective. POs 
were encouraged to submit proposals 
to various government agencies, 
attaching PO certificates and 
accreditation to boost trust in PO 
capacities. Federations were also 
initiated at the provincial level to 
facilitate such linkages. The Abra 
Federation of Agroforestry and 

Reforestation Indigenous Peoples 
Organizations (AFAR-IPOs) has already 
received 1.8 million pesos from the 
provincial government.  Five hundred 
and sixty-six (566) producer 
organizations were also registered with 
the DA and other government agencies. 
  

 

 
Intensive participatory agroforestry field 
school and recognition of local practices 
helped communities address local 
challenges by experimenting and 
adopting relevant indigenous agro-
ecological innovations. Indeed, the 
participatory approach enabled 
communities to better adapt and react 
to the various shocks encountered 
(typhoon, drought, pest and disease 
etc). They could pilot the use of locally 
available species, made local drip 
irrigation with bottle and bamboo to 
address water scarcity, piloted local 
mulch and bio-input to address fertility 
and water issues. The AFFS module and 
guidelines were enhanced to consider 
such economic aspects, including 
profitability assessment and 
identification of major factors 
constraining or facilitating AFFS 
adoption. 
 

Community Mapping at Besao @CHARMP2 
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Quality guidelines and documentation of 
good practices also facilitated 
implementation and scaling as well as 
broader ownership and interest of 
stakeholders in the project. The 
enhanced FFS modules and monitoring 
tool are already embedded in the 
regular programs of the LGU agriculture 
training activities. The LGU staff that 
were trained in the FFS approach 
continue to provide support across the 
municipalities, covering both project-
supported and non-project Barangays. 
The updated IFMS modules, guidelines 
and knowledge management tools are 
available at the LGU level and have also 
been uploaded in relevant websites/ 
government libraries, and therefore 
have been officially recognized and are 
available for expanding agroforestry 
(http://car.da.gov.ph/category/knowledg
e-products-and-iecs/). The IFMS results 
have already been incorporated in 
elementary and high school curriculum 

through LGU resolutions. The project 
also organized several higher level 
publications and fora, including very 
recently the Visibility Forum held in 
January 2022 that showcased 
innovations and lessons learnt from 
CHARMP2 as part of a new approach 
towards a national strategy for upland 
agriculture. 
 

ENDNOTE  

The Project Completion Report 
encourages the CHARMP2 experience to 
inform more policy and good practice 
initiatives in upland agriculture and 
livelihood development. The approach 
has demonstrated how, with adaptation 
to the upland contexts, development 
can be supported and sustained without 
adversely affecting the cultural values 
and practices of the IPs.  Ensuring that 
communities were fully involved in 
identifying and prioritizing their 

Press Conference organised to inform stakeholders including champion farmers and the general public on best practices and innovations 
promoted by the project @CHARMP2 
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respective needs and monitoring 
implementation was a critical step that 
needs to be replicated for local 
governance. The participatory approach 
to develop tailored agroforestry and 
afforestation systems can be replicated 
and build further on the wealth of local 
innovation produced. In addition, 
greater strengthening of local capacities 
for in-depth analysis of the site 
characteristics and tentative cost-benefit 
analysis could inform the identification 
of best locally suited practices even 
further. 
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Women transplanting pine trees at Bobok Bisal (Barangay), Bokod (Municipality), Benguet (Province) @CHARMP2 
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Good Practice Notes Series 
The Asia-Pacific Islands and Rural Advisory Services  
Network (APIRAS), the Asia-Pacific Association of  
Agricultural Research Institutions (APAARI), in close  
collaboration with the Research and Extension Unit  
of the Food and Agriculture Organization (FAO) of the 
United Nations are committed to strengthen agriculture  
innovation systems in Asia-Pacific for transforming agri-food 
 systems. 
 
In 2020, APIRAS and APAARI carried out a Joint Rapid Appraisal  
(JRA) to scope the innovation environment to identify and document  
initiatives aimed at strengthening Agricultural Innovation Systems (AIS),  
in a context of the TAP-AIS project. 
  
The JRA study revealed three main barriers that constrain development  
of an effective AIS in the Asia-Pacific. These include: a) lack of sufficient  
partnerships among actors in the AIS, b) inadequate investments and lack  
of policies that could steer the research and extension agencies to engage  
with other AIS actors, and c) lack of sufficient capacity development initiatives  
aimed at enhancing functional capacities of AIS actors. Publication of this series  
of Good Practice Notes is an attempt by APIRAS and APAARI to document cases  
that have tried to address development of an effective AIS through addressing the  
above constraints. 

This publication was developed in the context of 
the TAP-AIS project (2019-204), funded by the 
European Union and implemented by the Food and 
Agriculture Organization of the United Nations.   
For more information see: 
www.fao.org/in-action/tap-ais  
www.twitter.com/TAP_G20  
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