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ABSTRACT

Este trabalho visa analisar as relacbes e a comunicagao inter-organizacional entre diferentes
administracbes de baldios (Conselhos Directivos). Por outras palavras, procura analisar a
importancia do estilo organizacional no estabelecimento de parcerias e na cooperacdo de
trabalho com outras entidades. Para este estudo foram inquiridos os Presidentes dos
Conselhos Directivos dos Baldios incluidos nos concelhos do Perimetro Florestal da Cabreira —
Cabeceiras da Basto; Mardo e Meia Via; Vila Real e Ordem; Montemuro; Ribeira da Pena e
Barroso e Mondim de Basto. Com esta inquiricdo procura-se obter uma perspectiva acerca da
capacidade de gestdo dos territérios comunitarios e da relevancia da comunicacao inter-
organizacional entre os Conselhos Directivos de Baldios e as entidades com quem lidam.
Tendo conta os referidos objectivos analisamos as parcerias, a comunicacdo e as
colaboracdes existentes entre as organizacfes e as entidades que tém filiacdo, positiva ou
negativa, com as Associacgdes de baldios.

Keywords: Administracdo, cooperagdo, comunicacdo interorganizacional, rivalidade, e
territrios comunitarios

INTRODUCTION

The paper addresses interorganizational communication and relations considering aspects such
as communication, coordination and conflict between regional or local organizations involved
with the work of the Associacdes de Baldios. These general apsects are analyzed based upon
an adapted instrument constructed by [10]. The interest for the exploratory study (case study
survey) is to strengthen interorganizational stragtegic planning as well as determine how to
improve capacity building and administrative competencies in managnement and governance of
rural community territories and their natural resouces.

The improvement in relationships among rural organizations in the same sphere of interest is
related to the integrated rural development approach that attempts to permit organization to
“‘mutually reinforce one another” or in other words create synegy among all the institutions in
management of forestry, natural resources and the landscape. Organizations in the sphere of
influncence within an integrated system require coordination activities and minimization of
conflict [17,10]. Position or power imbalances between organizations can permit the stronger to
ignore the weaker in strategic negotiations. In addition, distrust by one organization can disrupt
communication channels and the sharing of information. The paper will discuss ideological and
consensus domain in the section that discusses strategic planning.

In this section, the paper will justify aspects attributed to the means and density of
communication and cooperation between agencies in the same sphere of interests. Webb and
Svakoti, 2008 and Kang, 1984 identify additional aspects with some duplication of ideas such as
the maintainance of linkages to the local level and residents, devolution of authority through
institutional overlap, conflict reduction, financial support, administrative support, preocupation
with differences in organizational performance, the relevance of natural resourrcemanagement,
governance, capacity building, collective action, market forces and clusters of interest. These
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aspects can be improved through a strategic planning process that increases the participation of
stakeholders at all levels of governance, while minimizing decision making inequalities between
governmental and non-goverenmental institutional leaders and local residents concerned with
improving their livelihoods [3,12].

The results and discusion will present information surroundiing the 5 point scale ratings by the
presidents of the associations of common landss and next an interpretation of the information
will be discussed. The paper will also identify respnses to two open questions concerning
organizational objectives and projects implemented in the community. The paper will also
describe the strategic planning process and close with a conclusion to identify improvements for
the performance of these associations as well as the network.

METHODOLOGY

The exploratory research study used a case study survey design that has been recommended
by [14,9,7]. The purpose of the research was to describe and assess interorganizational
communication and relations by focusing on the answers by the Presidents of Baldio
Associations. The case study questionnaire collected qualitative and quantitative data about
orgnaizational structure, finance, formal and non-formal communnication methods and the
perspective of the President of these associations on various factors and aspects related to
coordination, cooperation and conflict or rivalry.

The presidents of these associations were asked to rate using 5 point scales various aspects of
interorganizational communication and relations by considering the influence of other rural
development organizations in the sphere of the management of territories such as the Ministry
of Agriculture (MA-DGDR) that has the final authority with the “autroidade florestal nacional”,
Forest Sevices or “autoridade florestal naciaonal” , Natural Park de Alvdo guided by the
“Instituto de Conservacdo da Natureza”. It should also be stated that the “Sitio Alvao/Mar&o” a
protected area is made up of 59,000 hectares and approximately 60 to 70% is made up of the
baldios in this population. We interpret that the Natural Park might be considered an authority in
the eyes of the presidents for these protected areas. Governo Civil, Municipal Governments
and Non-Profit Oganizations (NPO) or Local Development Associations (LDA) are also a part of
the governance system. The questionnaire did not request the perspective of these
organizations such as Forestis and Secretariado dos Baldio de Tras-os-Montes e Alto Douro
(SBTMAD), although the questinnaire permitted the respondents to include other organizations
in their assessment. As this is an exploratory study, the non-inclusion does not restrain them
from considering the recommendations in this paper.

The questionnaire was adapted from a survey research study carried out by [10] to understand
the factors influencing interorganizational relations between extension agencies and other
agricultural development agencies in Asia. The study assumes that the interorganizational
relationship are similar.

The population for this study are Presidentes dos Conselhos Directivos dos Baldios including
the counties within the Perimetro Florestal da Cabreira — Cabeceiras da Basto; Mardo e Meia
Via; Vila Real e Ordem; Montemuro; Ribeira da Pena e Barroso e Mondim de Basto. The study
sent a mailed questionniare to 44 of these assoications or councils from the above perimetros
florestais and 25 responded and returned a questionnaire. The response rate for this study is
57%.

The study was completed to identify clues to improve organizational management, strategic
planning and decision-making by the actors or stakeholders involved in the management of
common lands and community territories. In this endeavor, the paper addressse aspects
associated to the following questions rated by the presidents using numerical five-point scales:
1) To what extent are the goals of each of the following agencies compatible or complementary
to the goal of your organization?; 2) How well does each of the following agencies perform their
respective tasks in assisting or in carrying out rural developmet/reforestation/protection? 3) How
important is it that your organization coordinate its work with each of the following agencies? In
other words, is it important that each of these other agencies coordinate their programs and
activities with your organization? 4) How much higher or lower is your position as a director in
relation to the position held by the head of each of the following agencies? 5) When your
organization meets with highest level representatives of each of the following agencies to
discuss issues of mutual concern, how much influnece does your agency have on the process
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and the decisions reached? 6) How often does your organization have contact with each of the
following agencies? How are the contacts made - be specific? 7) There may be some
competition or even conflicts between your organization and each of the following agencies over
possible problem areas such as overlapping responsibilities, competition for the same scarce
resources etc. Concerning these competitions or conflicts, answer the following questions? a)
When there are overlapping interests between your organization and each of the following
agencies, how often does each of the following agencies attempt to interfere with the attainment
of your goals or claim credit for the work of your organization? b) The following agencies may
distrust your organization when there are opportunities or important reasons for the agencies to
work together?

The paper presents the means and weights that these organizations use to communicate
formally and informaly with other entities and organizations in the sphere of interests. The
manner used to finance the assoication is presented and described, while considering the
organizational structure.

To be redundant, the questionnaire permits the respondent to identify other organizations in this
sphere of influnence outside those listed within the questionnaire. The respondents did not
identify other institutions, for example, Forestis or the Secretariado dos Baldio de Tras-os-
Montes e Alto Douro (SBTMAD). Nevertheless, the SBTMAD supports these associations in
the process of decentralization and governance, while Forestis can be contracted by the
associations in an outsourcing role for those presidents with little experience in forestry projects,
fire control, honey production or mushroom production and marketing, although unlikely
because they are part of the perimentro. In other areas with less influence by the forestry
service it does not negate the possibility of problems of conflict, particularily when forest
projects outsourced are destroyed by fire.

FINDINGS, DISCUSSION AND IMPLICATIONS

In this exploratory study, a preliminary descriptive analysis is discussed, while further thought
will be required to elaborate a more sophisticated statistical analysis. The findings are
presented by descriptive means and in the open questions a selection of the contextual
responses was chosen by the researcher.

The presidents constirbuted information as to the sources of financiial support to carry out their
activities involving the governance of community lands. The percentages are the result of
calculating a mean from the 25 returned questonnaires: Self-finances 77%,
Governamental/Nacional support 19 % , Municipal 3,3% , and Fundos Europeus 0,7%. The
activities that contribute to the community revenue are the exploitation of community forest
products such as timber, resin, nuts and fuel wood, while also including income from the rent
received for the installations of wind power and mineral water property rights. It also includes
indirect livelihood benefits to the residents of the community such as pasture, beekeeping,
mushroom harvesting and hunting and fishing rights. These are the means to capture local
revenue by these associations and the members.

The presidents use all of the above funds for activities such as maintaining community roads,
reforestation, clearing brush, fire prevention and other activities. As the decisions for the use of
these funds are decentralized, the funding decisions are criticized at other levels if the funded
activities do not relate to their mission or the area of support by the governmental organizations.
The respondents were asked to identify their organizational (common land associations)
objectives. Some of the responses were the following: protect the “balldio” and administer the
community forestry space, while conforming to local customs and traditions; prevent forest fires;
manage finances and community funds; implement community projects with forestry income;
support reforestation projects and value conservation of nature. Only one response established
their objective as the conservation of nature. It should be noted that 60% of these “baldios” are
part of a protected area.

Table 1 shows the calculated percentages using the responses to the questions related to
formal and informal communication methods used by these presidents. The questionnaire
listed these methods and asked them to give a percentage of time that they used these
methods. The predominant formal method are meetings and telephone conversations. These
are the predominate type of methods that they use to communicate with governmental and non-
governmental organizations. These organizations in the same sphere of interest need in our
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opinion to improve communication methods that reflect a social process that associates more
strongly to a participative strategic planning process where all stakeholders have an equal
footing in decision making. There is a need to strengthen more joint programs and co-planning
methods that usually are associated to methods that strengthen networks and partnerships.
Further study should probe deeper to confirm if the informal methods are associated more
strongly to the local level contacts with the community residents.

Table 1: Formal and informal means to Communicate

Formal: Percentage: Informal: Percentage
Meetings 60,8 Informal Discussion 53,8
Telephone calls 17,0

Project Partners 8,0 Informal Contacts 46,2
Information exchange 8,0

Internet 3,2

Co-planning 2,6

Joint programs 0,4

The predidents were asked to respond to the following: To what extent are the goals of each of
the following agencies compatible or complementary to the goal of your organization? (1=No,
2=somewhat, 3=Compatible, 4=Very or 5=Very much). In the perspective of these presidents,
there is a tepid to warm compatibility with the gorvernmental and non-governmental agencies
identified for this exploratory study. Please see Table 2.

Table 2:Compatible or Complementary Goals

mean
MA-DGDR 2,3
Forest Services 3,3
Natural Park 2
Governo Civil 2
Municipal Government 3
LDA/NPO 3

The presidents were asked to respond to the following question: How well does each of the
following agencies perform their respective tasks in assisting or in carrying out rural
developmet/reforestation/protection? (1=Very Poorly, 2=Poorly, 3=Adequately, 4=Well or
5=Very Well) The local level stakeholders have a negative opinion concerning the assistance
that they share in carrying out task with these governmental and non-governmental agencies
(see Table 3). In general, these local associations are feeling isolated within their sphere of
interest. There needs to be improvement in the sharing of information.

Table 3: Perform tasks in Rural Development/Forestation/Protection

mean
MA-DGDR 1,8
Forest Services 2
Natural Park 2
Governo Civil 2
Municipal Government 2
LDA/NPO 2

Another question deals with the following: How important is it that your organization coordinate
its work with each of the following agencies? In other words, is it important that each of these
other agencies coordinate their programs and activities with your organization? (1=Not at all,
2=Somewhat, 3=Important, 4=Very or 5=Very much) As thses “baldios” are associated to a




COMMON ASSET MANAGEMENT | 17" APDR CONGRESS

5% Congress of Nature Management and Conservation

BRAGANGCA - ZAMORA 28 JUNE TO 02 JULY 20

“perimetro florestal” with the objective to implement a partial forestry regime, the high
coordination perspective with the Forest Services is important.

Table 4: Coordination with other Organizations

mean
MA-DGDR 2,6
Forest Services 4
Natural Park 2
Governo Civil 2
Municipal Government 3
LDA/NPO 2

The next question deals with the following: How much higher or lower is your position as a
director in relation to the position held by the head of each of the following agencies? (1=Much
lower, 2=Somewhat lower, 3=About the same, 4=Somewhat higher or 5=Much higher) In their
pespective, they believe that they have an equal footing with all the directors in the other
agencies. One could suggest that decentralization should place them in a better position to
negotiate with the regional and national organizations as they should reflect the interests of the
community residents.

Table 5: Position as Director
mean

MA-DGDR
Forest Services
Natural Park
Governo Civil
Municipal Government
LDA/NPO

WWWWwWwN

The directors or presidents were asked to respond to the following question ustng a 5 point
scale: When your organization meets with highest level representatives of each of the following
agencies to discuss issues of mutual concern, how much influnece does your agency have on
the process and the decisions reached? (1=No influence, 2=A little influence, 3=Some
influence, 4=Much Influence or 5=Very much influence) The directors responded as either a
little influence or some influence. Are they in a position to cooperate? The response does not
reflect a situation where there is a mutual reinforcement with one another.

Table 6: Influence on Process and the Decision Reached
mean

MA-DGDR
Forest Services
Natural Park
Governo Civil
Municipal Government
LDA/NPO

WWNNWN

The directors were asked a specific question related to inter-organizational communication:
How often does your organization have contact with each of the following agencies? (1=Never,
2=Seldom, 3=Sometimes, 4=0ften or 5=Always) The response established that the directors or
presidents of these associations often contact the forest services and sometimes with the
municipal government and local develoment associations. There was a follow-up question as to
the method of contact (see next question). This question was open and forced them to identify
the method most used. They made contact most often by telephone and further study needs to
be completed to determine the quality or density of these contacts (see Table 8). Do they
strongly link to equal negotiation for co-planning, joint programs and partnerships (see Table 7
and 8)? There is a tendency to believe it is not on an equal footing or a participative strategic
planning process that involves these organizations and even the local population.




COMMON ASSET MANAGEMENT | 17" APDR CONGRESS

X CO
5% Congress of Nature Management and Conservation

BRAGANGCA - ZAMORA 28 JUNE TO 02 JULY 20

Table 7: Contact with Organizations

mean
MA-DGDR 21
Forest Services 4
Natural Park 1,9
Governo Civil 2
Municipal Government 3,2
LDA/NPO 3

How are the contacts made - be specific?

Table 8: Communication Methods

Telephone 46 %
Meetings 23%
Person to person 18%
Letters 9%

Protocol 4%

The next question probes for rivalries between agencies. It was the following: There may be
some competition or even conflicts between your organization and each of the following
agencies over possible problem areas such as overlapping responsibilities, competition for the
same scarce resources etc. Concerning these competitions or conflicts, answer the following
guestions? a) When there are overlapping interests between your organization and each of the
following agencies, how often does each of the following agencies attempt to interfere with the
attainment of your goals or claim credit for the work of your organization? (1=Never attempt,
2=Seldom attempt, 3=Sometimes attempt, 4=Often attempt or 5=Always attempt) In the
perspective of these Presidents that responded to the questionnaire, they believe that these
agencies below seldom attempt to interfere with the attainment of their goals (see Table 9).

Table 9: Overlapping Interests

mean
MA-DGDR 1,6
Forest Services 2
Natural Park 2
Governo Civil 1
Municipal Government 2
LDA/NPO 1

The last question to be presented looks at the question of trust. The following question attempts
to understand problems of trust: There may be some competition or even conflicts between your
organization and each of the following agencies over possible problem areas such as
overlapping responsibilities, competition for the same scarce resources etc. Concerning these
competitions or conflicts, answer the following questions? b) The following agencies may
distrust your organization when there are opportunities or important reasons for the agencies to
work together? (1=Never, 2=Seldom, 3=Sometimes, 4=0ften or 5=Always) The directors do not
perceive problems with distrust. They believe that the other organizations or agencies do not
distrust them when working together.

Table 10: Distrust your Organization

mean
MA-DGDR 1,3
Forest Services 2
Natural Park 1
Governo Civil 1
Municipal Government 2
LDA/NPO 1
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The data analysis and discussion has indicated that improvement in communicaation and
organizational relationships should be addressed. The next section discusses the relevance of
strategic planning to strengthen organizational relationhships as well as increase the
participation and mobilization of the residents as equal stakeholders in the governance of the
local level association or council. The social action process can contribute to improving co-
planning and joint programs.

STRATEGIC PLANNING

The strategic planning or social action process has been recommended as an important tool for
rural development since [2]. The interactive steps can be associated to the recent concerns in
Portugal to develop social development networks (advisory councils/municipal strategic
planning) within rural municipal governments in Portugal [12]. It also has been addressed in
other types of local organizations for involving local residents in the decision-making process
[11]. In this paper, it is considered an approach to improve interorganizational communication
and planning with organizations in the sphere of interests as suggested by [3,2] and others.
The planning process can be an instrument at the local level to improve the participation of the
local residents in the governance of these associations.

Beals and Hobbs (1964), Wood and Sloggett (1990) and others have identified basic reasons
for using strategic planning by communities as it: promotes efficiency of the use of scarce
resources by the stakeholders; strengthens coordination of the work of the all the entities; the
social action process permits greater consensual decision-making; gives the community a
greater competitive position in rural development; constructs a participative process and
mobilizes the residents and other stakeholders and improves community communication and
relationships with other entities in the sphere of interest.

CONCLUSIONS

Coordination does not happen naturally without some type of planning or effort by all of the
organizations in the sphere of interest. The study assumes that strategic planning or a social
action process can improve organizational performance of natural resource and forest
management. The need for additional capacity building and strengthening of interorganizational
communincation can be interpreted from the data collected and thus link to the need for
governments to enhance economic growth and stability in this sphere of interests.

The study addresses the importance to maintain and continuously improve linkages to the local
organization for decentralized governance. Further study should address the means to hear
and address the concerns of the residents in these communities. The social action process
directed at social groups in these communities is necessary in order to strengthen as well the
involvment and active participation of the local residents in the decision-making process in this
sphere of interest. The devolution by central gorvernment organizations to the collective and
local decision-making process does not imply that national governmental leaderes use this
situation to cut financial support for the management of community territories. It does assume
that all organizations cooperate to foster and plan means to strengthen organizational relations.
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