
SIX UNCONVENTIONAL THEORIES

ABOUT PARTICIPATION
Bernardo Kliksberg

I.  PARTICIPATION AT CENTER STAGE
Until recently, community participation in economic and social development was a contentious issue, the focus of intense controversy, and easy prey to hasty ideological labeling.  A frequent criticism was that it was unrealistic and belonged to a utopian kingdom”.  It is now emerging as a new consensus.  Most leading international organizations have included participation as a strategy for action in their declarations and projects and, in some cases, it has been incorporated into their official institutional policy.   For example, in 1996, the World Bank published its authoritative work on participation, which it professes to present "the new direction of the Bank in support of participation,” and emphasizes that "the people affected by development initiatives must be included in the decision-making process."  Its Policy Department prepared long term strategies and an Action Plan which establish specific guidelines.  Among them: the Bank will support initiatives by borrowers promoting the inclusion of participatory methods in development; community participation will be explicitly addressed in dialogue with the country and in Strategies for Assistance to the country; and, the Bank will promote and fund technical assistance to augment the involvement of low income people and others affected by the project. 

Several years ago, the United Nations system made the promotion of participation a focal point of its technical assistance programs in the social and economic spheres.  The Human Development reports, which have been published since 1990 to examine fundamental social problems affecting the planet, consistently point to participation as an essential strategy for tackling these problems.   In 1997, the Inter-American Development Bank published a Handbook of Participation, whose introduction states that "participation is not just and idea, but rather a new form of cooperation for development in the nineties."  It also emphasizes the importance it will have: "Participation in development and its application reflect a transformation of the way the Bank’s programs and projects approach development."  The Organization for Cooperation and Development (OECD) (1993) observes that "broader participation of all people is the main factor in strengthening cooperation for development."  The United Nations Development Program (UNDP) (1993) points out that: "participation is an essential component of human development" and that people "want lasting progress toward total participation."

Other international, regional, subregional, and national assistance agencies are joining the new consensus.  But the process is not confined to donors of development assistance and loans.  It goes far beyond that.  Latin American societies are experiencing a groundswell of pressure for genuinely participatory structures.  The population is demanding participation and one of the main reasons that people are interested in, and support, current decentralization processes is that, if well implemented, they have the potential to broaden the space for participation.

As with all major shifts in how reality is perceived, this revised view of participation as a master plan for development is anchored in real needs.  Latin America is approaching the end of the XXI century with an extremely fragile social panorama.  As the presidents from across the continent expressly declared during the recent Santiago Summit (1998):

"Overcoming poverty continues to be the greatest challenge confronting our hemisphere."

The reference to poverty as the main overt problem is based on facts.  According to a report on the subject by a special commission chaired by Patricio Aylwin (1995), nearly half of the regions population lives below the poverty line and 41 per cent suffer from some degree of malnutrition.  According to UNICEF, 60 per cent of children are poor. The average educational level is 5.2 years (less than a complete elementary education).  According to the World Bank (1996), 2.2 million children are born to mothers who deliver with absolutely no medical care, with the attendant impact on maternal and infant mortality rates.  Moreover, the region is recognized worldwide as the most unequal in the world.  There are sharp inequities in income distribution, access to productive resources and credits, and the opportunity to obtain a decent education.
  This panorama of deep-rooted poverty and injustice, which is unacceptable in democratic systems such as have been achieved in the region after protracted struggles and an obstacle to development, cries out for urgent, imaginative responses.  It has been the prime motivator behind this new interest in community participation.  One benefit has emerged from the failure, or limited results, of policies and projects to combat poverty: the realization that community participation might have considerable potential to achieve significant advances and, simultaneously, increase equity.

Participation has always enjoyed moral legitimacy in Latin America.  Broad sectors of society consistently referred to it as a basic right of all human beings, a view supported by the region's dominant ethical and religious cosmovisions.  It also has consistently enjoyed political legitimacy.  It is compatible with the historic, libertarian agenda of the region's founding fathers and adheres faithfully to the democratic ideal.  Now, a different kind of legitimacy has emerged to join, rather than replace, the others.  Participation has macroeconomic and administrative legitimacy.  It is regarded as an alternative with net competitive advantages in producing results, relative to traditional public policy approaches.  This shifts the focus of the debate over participation from that of previous decades.  It is no longer a matter of utopians vs. anti-utopians, but one of leveraging the most effective tools to address the social problems engulfing much of the population.  In this context, participation emerges not as "an imposition by some sector, but as an opportunity."
As with all opportunities, its effective mobilization faces strong resistance from different directions.  This is manifested in Latin America by the immense gap between the "discourse" on participation and the reality of putting it into practice.  At the level of discourse, there appears to be total consensus, and tremendous will, to promote participation.   But in the practice, this has not been followed by serious, systematic processes for its implementation.  One of the main reasons for this gap is the silent presence of substantial barriers to advancing participation.

This work seeks to contribute to the frank reflection that must take place in the region today to help make the promise of community participation a reality for vast disadvantaged sectors.  To this end, it sets forth a series of theories concerning key aspects of the subject in an attempt to: elucidate the substance of this new legitimacy of participation, highlight it as part of a broader movement to reassess participation in the context of cutting-edge management, pinpoint some of the main areas of underground resistance to participation, and suggest strategies to confront them.   

The main goal is not to exhaust any of the subjects discussed, but rather to help define a contemporary agenda for debate and encourage collective analysis on this subject.

II.  First Theory:   PARTICIPATION PRODUCES RESULTS
Practical experience shows that excellent management techniques are crucial to the promotion and implementation of genuinely participatory models.  Participation produces vastly superior results in the social sphere than other, traditional organizational models including bureaucratic or paternalistic approaches.

Among the most significant recent research on the subject is a World Bank study of 121 potable water projects in rural areas, which were carried out in forty-nine countries in Asia, Africa, and Latin America (1994 and 1995). Eighteen international agencies supported the projects.  Water was chosen as the evaluations main focus for several reasons: the lack of access to potable water is a problem that affects vast sectors of the poor; it is the highest priority; and there is a long tradition of programs in this area.

The study compiled methodical data on the projects and performed comparative quantitative and qualitative analyses of the data compiled.  It simultaneously monitored the evolution of the projects, in some cases for more than ten years.  A total of 140 variables were examined and various methodological safeguards were incorporated to prevent "halo" effects and other potential biases. 

 The conclusions can be observed in the chart below: 

Effectiveness based on the level of community

participation in rural Water projects
	Variable


	Degree of Participation by the Beneficiaries



	
	
	Low
	Average
	High
	Total projects

	Degree of project effectiveness
	Low
	21
	6
	0
	27

(22%)

	
	Average
	15
	34
	5
	54

(45%)

	
	High
	1
	18
	21
	40

(33%)

	            TOTAL Projects
	37

(31%)
	58

(48%)
	26

(21%)
	121

(100%)


Source: Deepa Narayan.  The contribution of Peoples Participation: 121 Rural Water Supply Projects.  World Bank, 1994.  

As can be observed, the chart classifies projects based on the level of beneficiary participation into low, medium, or high participation projects.  This is also correlated with a breakdown of the projects based on their low, moderate, or high degree of effectiveness in accomplishing their stated goals.  Just 3 per cent of low participation projects were rated high for effectiveness, while 31 per cent of projects with moderate participation were rated highly effective; in other words, the latter projects were ten times more effective.  High-participation projects achieved peak effectiveness, with 81 percent of these projects rated highly effective.  This level of effectiveness is 27 times that of low participation projects and 2.6 times higher than projects with moderate levels of participation. 

Community participation radically changed the degree to which projects achieved their goals.  The following were some of the findings reported by the study:

· Maintaining installed water systems in good condition (a crucial factor in this field)

· Increasing the percentage of population served

· greater equality of access

· overall economic benefits

· environmental benefits

Moreover, the researchers report that participation played a fundamental role in empowering the community.  It had a strong influence on:

· community members' acquisition of new organizational expertise and water management skills.

· strengthened community organization.

The findings indicate that participation should not be limited to certain stages of the project.  Effectiveness increases when it is present at every stage of the project.  This explains the serious problems encountered by water projects designed without consulting with the beneficiaries, and those which expect the disregarded community to eventually take responsibility for their operation and upkeep.

Changes in the amount of participation produced substantial variations throughout the life of the projects.  Among the cases examined, Phase 1 of the Aguthi Bank project in Kenya was implemented without community participation.  It was plagued by problems such as construction delays, budget overruns, and discord over consumer payment methods, and it came to a halt. It was redesigned and local leaders organized themselves into the Aguthi Water Committee.  They galvanized community support working in conjunction with the project team.  Community members began to contribute labor and financial support.  In this way, Phase 2 of the project was finished on time and within the budget. The community pays the monthly bills established for the service and system maintenance, co-administrating both with the government. In the Wanita project in Timor, Indonesia, Air Dan Sanitasi offered to assist community groups in funding and administrating their own water system.  The groups were formed but the government team’s arrival was delayed. The groups increased their participation and began to work on their own.  They negotiated water rights with a neighboring group, obtained construction materials, and built water tanks with minimal technical assistance.

The option for participation over other possible models is also regarded as the main reason for the success of the World Banks Rural Water Project in Paraguay.  This project supported a government agency, SENASA, in its mission to facilitate the organization of boards in each community and enter into contracts with them for the construction and maintenance of water systems.  This alternative was chosen over the less time-consuming one of contracting a private company to build the systems quickly.  The results reaffirmed the choice made.  The project exceeded all expectations.  The communities contributed 21 per cent of the total construction costs (6 per cent more than the original estimates) and the project serves 20,000 people more than originally estimated.  The systems are adequately run and maintained.  The community boards are highly motivated, run the systems satisfactorily, honor their financial obligations, and have little difficulty collecting payments.  

Dharam Gai (1989) arrives at conclusions similar to those of the study described earlier based on an examination of nine experiences with grassroots participation in work with poor rural communities.  Some of these involved credits for the poor such as those issued by the Grameen Bank; others involved organizing poor producers, self-help and mutual support groups.  The researcher reports that effectiveness was high in all cases and that they also contributed significantly to improving equity.  He emphasized that:

These experiences demonstrate that, besides permitting ample individual and group initiative, a development model rooted in grassroots participatory organizations promotes relatively egalitarian income distribution and access to public services and facilities.

Numerous experiences in motion in Latin America indicate that in the most diverse fields community participation can elicit outcomes beyond the scope of other approaches.  We will briefly examine three initiatives, from very different areas, which are currently considered international prototypes: Villa El Salvador in Peru, Family Consumer Markets in Venezuela, and the Participatory Municipal Budget in Porto Alegre, Brazil.

In the early seventies, 50,000 poor families settled on a vast sandbank on the outskirts of Lima, deprived of resources of any kind and cut off from access.  Other disadvantaged families began to join them and the population swelled to 250,000.  They adopted a very unusual, highly decentralized urban plan. The municipality is divided into blocks and each cluster of blocks has its own central park and areas for community consultation, recreation, and culture.  The residents organized themselves using a highly participatory model, with councils representing each block cluster and more than 1,000 organizational spheres in which the Villa's basic activities take place.  In two decades, and under extremely difficult socio-economic conditions, much of the physical infrastructure was set up through the combined efforts of community members.   They built 38,000 houses, sixty community centers, sixty-four educational centers, twenty-two community libraries, forty-one integrative health, education, and nutritional recovery service units, and four health centers and pharmacies.

This community effort enabled them to attain ambitious social objectives.  Illiteracy is 3.5 per cent, substantially lower than the national average.  Virtually all children attend primary school and the percentage attending secondary school exceeds the national median.  Infant mortality is significantly lower than the national levels as is the overall death rate.  Notable achievements have been made in agriculture and an industrial park for micro-enterprise was established.  A rich productive, social, and cultural life evolved in the midst of extremely adverse economic conditions, with outcomes that contrasted sharply with other disadvantage groups.  The experience has been consistently lauded around the world.  UNESCO paid tribute to it as one of the most challenging experiments in popular education. The United Nations recognized it as an exemplary proponent of community living models.  Spain awarded it the Príncipe de Asturias Award as a model for social development.  Peru accorded it the National Architecture Award for its urban design.  With the support of civil society organizations, it recently became one of the first municipalities in the region to incorporate information sciences in the service of democracy. Public computer terminals have been installed, together with a closed-circuit television network.  Residents use these services to receive information concerning subjects on the Municipal Council agenda and to continuously transmit their opinions.
 

The experience, in its entirety, is already extremely complex; but, despite the inevitable advances and setbacks, its accomplishments have been remarkable.  Lasting community participation has been a cornerstone.  One outcome has been increased individual and group self-esteem, a force with enormous potential.  As Carlos Franco, a discerning analyst of the experience, put it: 

When one attends residents’ meetings with some frequency and converses with the "founders" of the community or its leaders, it is not difficult to notice recurrent expressions of collective self-confidence, a sense of certainty derived from having organized power, a certain belief in the community’s ability to set its own objectives and unite to achieve them. 

  
In the Family Consumer Markets of Barquisimeto, community participation invaded rough economic terrain: marketing products for mass consumption.  This is a network of fifty organizations including farmers, cooperatives, civic associations, and parishes, which succeed in delivering vegetables and other products to Venezuela’s fourth-largest city at prices 40 per cent cheaper than market prices.  The Ferias pay small farmers fair prices for their crops, which they resell to the population during weekend open-air markets.  Started with $4,000 in capital, they currently sell U.S. $25 million annually in produce, with results that have inspired attempts to replicate the idea in other states.  They fulfill several purposes at once: organization of agricultural producers, support for grassroots production, nutritional education, and work skills training, and they play a significant role in reducing the cost of living of the working class.  Despite having to compete in the marketplace with highly specialized and financially strong commercial chains, they have secured a growing market share that has made them one of the leading food suppliers in the country.  Their accomplishments are based on an actively participatory organizational framework.  They identify their organizational basis as follows: weekly group planning meetings and evaluations, rotating responsibilities, decision-making based on consensus, making information available to everyone, collective discipline and monitoring, decentralization and integration, opportunities to come together in nonwork-related settings.  They regard the following as the pillars of their achievements: a tradition of training human and social capital, empowering social over financial capital, and creative management techniques.  They define themselves as a life venture, as opposed to a merely a productive one, guided by values such as solidarity, personal and group responsibility, love for work as a means of personal and community development, individual initiative, and respect.
 

In a very different area than those described above, an experience has evolved in Latin America that has become an international benchmark: the participatory municipal budget of Porto Alegre.
  In 1989, The mayor-elect of Porto Alegre (the capital of the state of Río Grande del Brasil with a population of 1.3 million inhabitants and severe social problems) inaugurated a process by which municipal budget expenditures would be determined in a participatory manner by all citizens.  Harsh criticisms presaged an uncertain future for the idea of incorporating participation into such a technical area.  The municipality set up a decentralized organizational system that allowed residents mass access to budgetary decision-making by joining neighborhood groups and by the subsequent level of representation of the latter.  In this way, residents received continuous information concerning the budget and its implementation, and identified their own priorities.  According to a description by the IADB (1997) this process enabled them to:

· Express their understanding of the crucial problems facing the city;

· Set priorities in terms of problems that merited the most immediate attention;

· Choose the priorities and devise practical solutions;

· Have the opportunity to compare solutions with those adopted in other parts of the city or in other subject areas;

· Decide, with technical support from the mayor’s office, to target expenditures on the least costly and most viable programs to maintain;

· Arrive at a final decision about whether or not to approve the spending plan; and

· Examine the successes and failures of the spending plan so as to improve the criteria for the following year.

Participation in the process has grown and it is estimated that, in 1995, more than 100,000 people had joined the city’s budget-making process.  The results defied the skeptical forecasts, exceeded expectations, and have become a matter of international scrutiny.  Mass community participation proved to be a more efficient means of allocating resources than the traditional methods.  Resources were redirected to target people’s real priorities.  Between 1989 and 1995, among other aspects, the population with access to water rose from 80 to 98 per cent; the sewage system was extended from 46 to 74 per cent of the population; public school enrolment doubled, and paving in poor neighborhoods was extended.  The population’s input enhanced budget design and management immensely, rendering it completely transparent.  What is more, participation had a far-reaching "empowering" effect. As the IADB points out: "The participatory process has also had an enormous impact on citizens’ ability to respond to challenges in an organized manner, as a community and on their ability to work together to improve the quality of public administration and, in turn, the standard of living."

The research findings described and the cases summarized, to which many more could be added, corroborate that participation produces concrete results that surpass traditional "top down" approaches.  The experiences presented share certain characteristics, despite the differences stemming from their different backgrounds and spheres of activity.  First, it can be seen that, in each case, attempts were made to implement forms of  "real" participation, rather than "simulated" participation. They did not call, as has frequently been the case, for erratic, occasional consultations, or seek input only to disregard it later.  Instead organizational models were actually designed to facilitate and encourage active, ongoing participation.  Second, in every case, the historic, cultural, and distinctive aspects of the population have been respected.  Textbook forms of participation were not "imposed"; instead, these projects endeavored to build models that were coherent with these aspects.  Third, each of these experiences, which are long-term, share an underlying value system in terms of the kind of society to strive for and the type of daily relationships that were being chosen.

Why does participation yield better results?  This is the issue to be analyzed in the next working theory. 

III.  Second Theory:  PARTICIPATION HAS COMPARATIVE ADVANTAGES


The best outcomes of participatory models in the field of social programs do not happen by magic.  They have a very tangible basis.  Regardless of their specific goals "reducing primary school drop-out rates, expanding immunization, water supply, credits for poor families, and so forth, programs in this sphere typically share what could be termed "supra-goals" that circumscribe the specific goals.  Desirable projects are efficient, in other words, they make optimum use of generally scarce resources; they contribute to improving equity, a crucial aspect for Latin America which, as already mentioned, is the most unequal region in the world; and, they are sustainable in that they help develop skills that increase the potential that, with time, the community will be able to keep them going.

Achieving these types of goals requires an organizational approach appropriate to its particular structure.   Moreover, the job will not be done by maximizing just one of the supra-goals.  The aim must be to achieve the maximum combined effects in the three spheres.  Thus, as has occurred in various cases in which resources have been used efficiently and the objectives met while, at the same time, a distinctly top-down methodology has been used, the effects may be regressive in terms of developing community skills, and the achievements short-lived.  There are many social development projects that achieve numerous goals during the period of the loan or international assistance which quickly recede once the period ends.  According to an analysis of World Bank initiatives (Blustein, Washington Post, 1996): "internal evaluations indicate that, in more than half of its projects, it is uncertain or improbable that they are 'sustainable'.  This means that after they have been finished, a process that usually takes five to six years, they may not continue to offer significant benefits to the recipient countries".

Neither is achieving the goal of equity a straightforward process.  The intention to allocate resources through projects targeting disadvantaged groups is not enough.  If the organizational models used are designed in such a way that only sectors with certain levels of previous training or skills can access the resources, then the programs may be co-opted by those sectors.  Middle class groups often end up as the beneficiaries of programs for the poor that include complicated bureaucratic procedures for access.

The difficulties described, and other identifiable ones, indicate that the goals of efficiency, equity and sustainability must be coherent with the "organizational style" adopted.  This is the practical basis for the comparative advantages of genuine participatory models.  Their structural features are more consistent with the combined achievement of the "supra-goals".

At each of the usual program stages: design, management, monitoring, oversight, and evaluation, community participation adds tangible "pluses" and limits the usual risks.

In designing a social program, the community may be the most accurate source for identifying and prioritizing relevant needs. The community is the most familiar with its needs and their relative urgency.  It can also provide critical input on the myriad requirements for a successful project, such as identifying cultural barriers, as well as the "opportunities" that can be derived from the local culture.

Community involvement in program management will have various effects on organizational effectiveness.  It can galvanize creative thought processes.  It can facilitate the retrieval of certain traditions and wisdom stored by the community which can be valuable contributions to the project.  It ensures the basis for "adaptive management", which experience has shown to be the management style most suited to social programs.  New, often unforeseen, situations are continuously emerging and they require on-the-spot management decisions.  The adaptive management style maximizes the connection between the design and implementation stages.  Project design must constantly adjust to situations that arise in order to achieve effective outcomes during implementation.  The community can facilitate adaptive management by supplying constant "feedback" in real time about what is happening on the ground and by continuously providing information that may help avert difficult situations.

Organized community participation can play an indispensable role in terms of monitoring the program’s effective operation and preventing corruption.  Social monitoring will compel complete transparency; it will serve as a safeguard against deviations, and lead to timely admonitions about undesirable developments so that these can be addressed.   

Lastly, the beneficiaries are the best judges of the real impact of social programs.  Contemporary methods of participatory evaluation and research action provide the community with a systematic format to identify the actual results, deficiencies, favorable and unfavorable unexpected outcomes, and key issues for future planning. 

Failure to use participatory models has a "cost in terms of opportunity" at all the organizational levels mentioned.  But it also produces "direct costs" that impede reaching the goals; the following are among the costs identified by the Participatory Development Group of the World Bank (1994):

· A lack of support and feeling of ownership that impedes utilization of the services, reduces the continuity of the benefit, and limits the project cost recovery;

· A feeling of apathy and dependence on the government when citizens see that they have little or no voice  in their own development;

· Discontent and resentment when projects or policies are imposed; and limits on learning and development of new alternatives by key participants;

· Costs in terms of the funds, time and opportunities necessary for the Bank and key participants to interact, identify with each other, and commit to each other.

· Difficulties in ensuring that key participants and their real priorities are appropriately conveyed by the people representing them; 

· The risk of deepening preexisting differences and conflicts between subgroups of the interested parties, which have different priorities and interests; 

· Creating expectations that are impossible to meet; and 

· The most powerful and best organized elites can take over and exclude low income people and disadvantaged groups.

All of the "pluses" of community participation that have been discussed, and others that could be added, contribute greatly to organizational efficiency.  But their combined effects go beyond that.  They have a far-reaching, profound impact on sustainability and equity.

In terms of sustainability, participation fosters a propitious climate for the community to develop a feeling of ownership and genuinely take on the project as its own. This will invigorate efforts to advance the project and create a feeling of protectiveness towards its achievements.  Participation also enables the community to learn, to become involved in planning and management, and to develop its capabilities, thereby reinforcing its ability to sustain the project.

All of these factors increase individual and collective self esteem which, in turn, can fuel tremendous amounts of latent energy and abilities.

Experience has shown the value that a participatory approach has for sustainability.  As asserted by the Organization for Economic Cooperation and Development (OECD) (1993): "For development to be sustainable, people from the countries involved must be the "owners" of their own development policies and programs". 

The risk that programs will not improve equity may be high.  In the view of the Canadian International Development Agency (1994): "The benefit of development projects was generally greater for those in better circumstances, those located in accessible areas, and those with better access to information."

Community participation at all stages of projects and conceiving their rationale from the perspective and culture of the poor, will bring them much closer to people’s reality and reduce the risks described. 

At the same time, participation itself, as a social process, changes those involved.  It empowers disadvantaged groups, increases their self confidence, and helps unify them.  All of these factors place these groups in a better position to struggle for their rights and advocate effectively. 

This array of comparative advantages accounts for the noticeable superiority of participatory experiences over traditional top-down or paternalistic organizational models. 

Today, there is broad consensus in other organizational fields regarding these advantages, as can be observed in the next theory. 

IV.  Third Theory.  PARTICIPATION IS A FOCUS OF MANAGEMENT IN THE YEAR 2000
The renewed interest in participation in the social sphere occurs in a broader context of changing perceptions about participation’s contribution to management.

At the end of the twentieth century, reform of the paradigm for obtaining efficiency in organization is in full swing, with far-reaching implications.  For much of this century, the dominant view of management, which is still very influential in Latin America, correlated quality management with factors such as precise organigrams, division of tasks, job manuals, detailed descriptions of tasks, procedures, formulas.  The vision was that formally "ordering" the organization, and subjecting most of its operations to norms and procedures, would produce successful outcomes. 

Scientific analysis of organizations that currently perform well indicates that the management styles they have adopted are totally different from the traditional paradigm.  Pioneer studies such as those conducted by Kotter at Harvard (1989) and Mintzberg (1996) at McGill University in Canada, concur in asserting that success is associated with factors such as capacity for systematic analysis of the context and its trends, detection of strategic problem areas, active communications, "horizontalness", participation, building organizational capacity, networking, and so forth.  The paradigmatic transition in process has been described as the "step from administration to management."
 

As normally occurs in history, changes in paradigms do not occur in institutions to the exclusion of people.  They have to do with profound modifications in real life that pose new demands.  In fact, historic structural transformations that have taken place in recent decades have presented qualitatively different demands in terms of how organizations are managed. Changes in fundamental areas such as technology, geopolitics, geoeconomics, and others, which took place simultaneously, over a short period, in the midst of an increasingly interconnected world system, created a context of frontiers of unprecedented complexity. One of its salient features is a high degree of uncertainty.  The impact on management has been manifold.  For example, most of these contextual variables can affect most any organization at any time.  Today, their contexts are, as they say in strategic management, "a world of meddlers" where intrusive variables of all kinds abruptly surface and influence.  Likewise, their characteristics have mutated over time.  In traditional management, training was geared toward making projections based on past experience and making decisions based on those projections.   Budget figures, market shares, and so forth, were extrapolated in this way.  Now, in an era of ultra-rapid changes, the past may be deceiving.  The present differs radically from the past.  The future, in turn, is not as far away as it used to be.  The present is changing rapidly, and swiftly becoming the future.  The boundaries between them are closing in.  Management cannot rely on past projections, nor on careful short- and medium- term planning. It must be highly adaptable and have a tremendous capacity for innovation.

The atmosphere summarized here requires different types of organizational design, management styles, and personnel skills.  Organizations that have been able to develop these are at the forefront of achievements in different fields.  The image of the ideal organization has mutated.  It no longer involves a rigorously ordered organization; necessity requires the creation of "smart organizations", immersed in their context, able to read the "signs of the times" and act accordingly.  Therefore, they must be "organizations that learn".  One of their essential abilities is that of “managing knowledge”.  This kind of organization is not viable without a committed staff.  Intelligence, learning, the administration of knowledge, and innovation, are not within the scope of one person no matter how skilled.  Only a group of people, operating through team work, can generate these things.  In the insightful words of Peter Drucker (1993): "The leader of the past was someone who knew how to give orders. That of the future has to know how to ask questions".  This leader is absolutely dependent on others.  As Goldsmith asserts (1996), today's successful executives must have skills such as the ability to listen and give continuous feedback; they must avoid the common tendency in top-down structures to "kill" those who speak out and must instead encourage such reflection.

The desirable model for the year 2000 is: smart organizations that learn, that are adaptable and innovative.  In recent years, managers, experts and researchers have turned consistently to participation in their quest to build such organizations.  Pioneer studies such as those by Tannebaum (1974) already had discovered evidence of this.  Analyzing hierarchical and participatory companies in different countries, a significant correlation was observed between high levels of participation and greater satisfaction, higher motivation, and even decreased frequency of ulcer symptoms.  Walton (1995) suggests that, since the seventies, different companies launched what was termed "the strategy of commitment" in order to increase active staff involvement.  Among the plants mentioned are General Foods, General Motors, Procter and Gamble, and Cummings Engine.  The benefits for productivity were readily apparent.  In Japan, quality circles were created with the idea of capitalizing on the input that workers from each of the firm’s divisions might have for improving the tasks they were performing.  These were held during the work day, they were strongly encouraged, and were accompanied by incentives.  It was estimated that they contributed nearly 60 per cent of improvements to productivity over an extended period of time.  They became a standard form of participation.  At the close of the century, the call for participation, from a managerial perspective, is couched in more sophisticated terms.  Thus, it is said that a shared vision” is the engine of an organization.  Peter Senge (1992) sees it as a key to productivity.  It creates the perception of a common bond, it lends coherence to activities, it motivates. In his study of exceptionally effective teams, Maslow (1965) had already anticipated that one of their central traits would be a shared vision. 

In these exceptional teams, he recorded that: "the task was no longer separated from the ego …instead, it identified so much with the task that, the true ego could not be discerned without referring to the task".

Participation is also required to create a much sought after atmosphere in contemporary advanced management: a climate of trust.  The figures suggest strong correlation between a climate of trust and output and, conversely, between the staff member’s perception of distrust and lower output.  The basic layout of traditional top-down administration is premised on the notion that staff should be distrusted, and the latter perceives this.  At the same time, trust is a two-way street.  The staff must feel that they can trust the organization; that matters such as promotion and access to opportunities will be governed by objective criteria.

Building "trust" requires participation.  That is its natural habitat.

Moreover, the current aspiration is toward a high degree of innovation without which it is impossible to be competitive in today’s markets.  Research shows that interdepartmental teams are more innovated, which entails horizontal structures.  Similarly, it consistently shows that some of the most important innovations in the organizational sphere in recent years have emanated from so-called "hot groups".  These are small, self-managed groups given an important challenge, absolutely participatory. (Leavitt, Lipman-Blumen, 1995)

Various analysts describe the organization of the future by envisioning a strong participatory component. For Jackman (1986), "The organizations of the future will be strongly based on the self-management of their members". Peters (1988) asserts that "organizations use multi-purpose teams and organize each function in self-managing groups of ten to thirty people". For Wilpert (1984), "Participation will be a central theme in organizational work…in all industrialized or industrializing countries".

The quest for efficiency through participation is also a central component of ground-breaking experiences in public administration. Kernaghan (1992) describes the broad experience had by Canadian governments.  The key to different successful experiments that are being carried out with the participation of Canadian public officials "is to release the talent of the employees, transforming the organizational culture into one that involves and empowers more, and changing the structure of the organization using empowered work groups".  The goal is not just the participation of individual employees, but also of teams, thereby reconfiguring the traditional organizational structure.  The author presents a vivid reconstruction of how the participatory process evolved, based on sixty-eight recent participatory experiences in the Canadian public sector.  Since it is extraordinarily insightful, we have transcribed it here in its entirety: 

"At the beginning of the process, the organization has the following characteristics: most managers operate following the order and execute style, but at least some support employee participation and group work; a small percentage of employees participate in group activities; only vague, rather than specific, plans exist to increase employee participation; the type and number of employee suggestions has been relatively stable in recent years; and improvements to the organizational environment and personnel management stem from employee suggestions and complaints.  The ensuing stages of the process show a gradual progression toward an empowered organization. By the end of this process, a remarkable transformation has been achieved."  

As the researcher observes, as the organization evolves from the traditional hierarchical model to a participatory one, it acquires the following characteristics:

· "The administration uses innovative, effective methods to increase employee participation and group work; there is a high level of trust and respect among employees, among managers, and between employees and managers.

· There is cooperation among groups responsible for different functions throughout the organization to meet the customer’s needs more effectively.

· Trends toward team work and other forms of employee participation make room for more suggestions and increase the number of suggestions accepted.

· Employees feel highly empowered; there is a feeling of group ownership of the work; employees show personal pride in the quality of the work, and the union and management cooperate to improve quality.

· Power, discipline, information, and knowledge are taken to the lowest levels possible, employee empowerment contributes to leveling substantially the organizational hierarchy.

· Improvements derived from employee participation are evident in systems, procedures, products, and services.

· A regular formal survey of employee satisfaction, follow-up to improve personnel management, and future plans determine how to sustain the momentum and enthusiasm."

Canada’s experiences with participation yielded numerous benefits.  These included: increased productivity, higher morale, cost reductions, better customer service, more innovation and creativity, reduced absenteeism and personnel turnover.  An additional advantage of organizations open to participation is that they demonstrate more ability to attract qualified, capable people.  The overall work package they offer makes them more competitive than their traditional counterparts in terms of recruitment.

Schelp (1988) describes an interesting case of public service in Sweden.  The participatory focus was used intensively at the community level in the area of accident prevention in rural municipalities.  The community was made aware that the local health situation did not depend on health services, but rather on the communities own joint efforts at prevention, even down to each home.  The principal causes of the kinds of accidents involved could not be prevented from outside of the community, only from within it.  Community working groups were formed that took increasing responsibility for prevention and were fully supported; they launched a project to disseminate widely information on the most frequent types of accidents and the measures needed to prevent them.  After three years, the accident rate had decreased by 30% and the number of community members interested in participating had risen considerably.  By adopting this strategy, the public sector transferred knowledge and experience to the community.  This was accomplished through basic community structures: the NGOs, businesses, unions, and individuals shouldered the bulk of the work.

Sander (1994) emphasizes the potential of participation in a very relevant field: improving education administration.  He points out that it is necessary in this area to "move from a critical evaluation of education’s organizational and administrative situation, to concrete proposals for action."  In his view, "participation is the most effective strategy to meet this challenge."

In his findings on this subject, Mintzberg (1996) calls attention to the fact that, concretely, health and education services "will never be better than the people providing them."  It is necessary to "release"  the potential of these people.  Participation clearly contributes to this. 

As observed, in both private and public management, indications favoring participation are gaining strength.  Today, participation is the master plan for excellence in management.

Given the outcomes achieved through community participation, its comparative advantages, and its legitimacy in management terms, what explains its limited progress in the region?

The next theory address this issue. 

V.  Fourth Theory:  PARTICIPATION FACES POWERFUL RESISTANCE AND INTERESTS

Participation has triumphed in Latin America at the level of "discourse".  References to the need to increase participation, its desirability in a democratic society, and its tradition in each society, constantly emanate from the highest levels of government and from elite groups in society.  In contrast to the recent past, voices explicitly opposing participation are almost never heard.  However, reality is not only a matter of discourse.  In fact, an enormous gap separates actual progress in community participation from the assertions in that regard.  Research on the use of participation frequently has encountered calls to participate unaccompanied by a real opening of doors; or experiences initiated with sweeping promises that remain "only on paper" and marked frustration in numerous communities. 

There are reasons for this division.  Community participation is unquestionably a process that involves profound social change.  As such, it predictably arouses resistance and, when it affects entrenched interests, the latter develop strategies to block it.

It is essential to pinpoint exactly where the main obstacles to participation lie in order to design appropriate policies to overcome them.

Some of these are included in the following non-exhaustive list:

A.  short-term "efficiency-ism"
A primary resistance to participation is that of questioning it in terms of cost and time.  The explicit rationale is that to set up a project with participatory components entails a series of additional operations over and above direct implementation, with their attendant costs.  At the same time, the fact that the time line for implementation will inevitably be lengthened by the input of community participants is reiterated.  Costs are generated and time periods extended. 

An analysis that goes beyond the shortsighted approach highlights serious flaws in this reasoning.  At first glance, participation does generate additional costs in many projects and the time periods will be longer.  But what is the impact of these "additional burdens" in the medium and long term?  The real choice is not between effectiveness in the short term and more costly effectiveness in the long term.

The evidence has consistently demonstrated that there are marked disadvantages to the short-term accomplishments.  In the first place, as already discussed, a central goal of social projects, their sustainability, is affronted by these arguments.  As already pointed out, internal evaluations conducted on the subject by organizations such as the World Bank are virtually conclusive. A significant percentage of projects, evaluated using the appropriate indicators, do not pass the sustainability test.  The activity in question was carried out in such a way that, once international assistance to the community was terminated, the foundations were not in place for the community to feel inclined or equipped to sustain the project.  Short-term effectiveness is thus transformed into high levels of ineffectiveness in the medium- and long-term. 

On the other hand, the efficiency argument involves paying a serious "cost in terms of opportunity".  The far-reaching potential benefits of community participation that were described earlier will never happen.  Consider, to give just one example, the PRODEL Project in Nicaragua (1998).  Its objective is to activate small urban infrastructure and equipment supply projects.  The choice was made to implement it using a joint administration model with the community. Evaluations indicate that the direct costs of construction and preventive maintenance for these projects were 20% lower than the costs of comparable projects implemented by local governments without community participation.  Among other things, the public contributed 132,000 days of voluntary labor.  

B.  Economistic reductionism 
Another line of reasoning consistent with the above regards the entire subject of designing and implementing social programs from the standpoint of a purely economic analysis.  The important relationship is the cost/benefit ratio measured in economic terms.  Participants will be motivated by purely microeconomic calculations and they basically seek to maximize their personal interests.  Getting them to produce is merely a question of the "material incentives" generated.  Evaluations from this standpoint only look at outputs measurable in economic units.  Many aspects of community participation do not, therefore, fit into this perspective of reality.  Participation produces outputs such as increased self-esteem and trust in the community’s strengths which have no place in this type of reasoning.  The motivations called for, such as collective responsibility, shared vision, and solidarity, have nothing to do with economic incentives.  Evaluations do not take into account progress in terms of social unity, a climate of trust, and the level of organization.  

By disregarding all of these factors, economics trips participation of  "legitimacy".  It is seen as an exercise of impractical people or dreamers detached from reality.  The facts, however, prove otherwise.  The factors that have been excluded are an essential part of human nature.  When they are discarded a feeling of oppression is created and people use various strategies to resist contributing.  Conversely, when these factors are promoted they can be a powerful vehicle for productivity.

Amartya Sen (1987) offers perceptive observations on the errors of economism: "the exclusion of all motivations and estimations other than those closely related to personal interests is hard to justify in terms of predictive value and appears also to have a shaky empirical basis".  Human beings have other types of ethically-induced behaviors, Sen continues, including: empathy toward others, commitment to causes, commitment to certain standards of conduct, loyalties, and interdependence.  "Cold rational typologies fill our text books, but the world is richer than that".  Human beings make mistakes, experiment, become confused.  There are Hamlets, MacBeths, Lears, Othellos.

Sen ponders: "It is extraordinary that the economy has evolved in a direction that construes human motivation so narrowly.  It is extraordinary because one would suppose that the economy is concerned with real people.  It is hard to believe that those same people are completely unmoved by the type of reflection posed by the Socratic question “how should one live?".  It is possible that the people the economy studies are truly unmoved by this penetrating question and exclusively follow the rudimentary rigid line of reasoning that the modern economy attributes to them?".

C.  The predominance of formal organizational culture
A paradigm described earlier has dominated organizational thought in the region: the formalist vision.  In it, the keys to efficiency are order, hierarchy, leadership, formally-regulated procedures, and a vertical, authoritarian perception of the organization.  In this approach, as Robert Merton observes, order, which is a means, tends to become an end in and of itself.  In this type of organization, the emphasis is transferred from the objectives to the routine.  Following the routine becomes more important than the substance.

This philosophy views participation as "heterodoxical" and intolerable.  Participation is based on cooperation, horizontality, flexibility, adaptive administration, and a clear vision of the objectives, to which administrative procedures are subordinated.  Inevitably, the two cultures clash.  Entrusting traditional bureaucratic and vertical organizations to implement participatory projects will be met with immeasurable opposition, expressed in various forms.  These opposing forces will create endless obstacles, use routine to smother effort, close the door on initiative, and constantly discourage community actors.  Without doubt, they will subconsciously anticipate the failure of the participatory process and use it to reaffirm their own formal bureaucratic model.

D.  Underestimating the poor
In many cases, the leadership and professional staff of organizations designated to implement projects using participatory methods underrate the capacity of poor communities.  They believe that these communities are incapable of participating in design, management, oversight, and evaluation processes. That they cannot make a significant contribution due to their educational and cultural deficiency.  That it will take a long time for them to overcome poverty.  That their leadership is primitive, their traditions backward, and their stored wisdom a burden. 

This perspective sets in motion a process known in sociological circles as a "self-fulfilling prophesy".  There will be distrust of the communities at all stages of the process, their real options for participation will be limited, there will be a marked tendency to replace participation with top-down” directives in order to "get the job done".  Moreover, the community will rapidly tune into this disparagement and this will create an unbridgeable gap between community members and those responsible for promoting their participation.  These circumstances converge to create a situation in which participation is doomed to failure.  This is when the "illustrious elite" leading the experience come up with a rational explanation.  They will argue that the communities were not interested in participating, which explains why the experience flopped.  The truth is that they created strong incentives for people to lose interest.  

The increasingly widespread notion of social capital” unequivocally shatters these myths about poor communities.  A community might lack economic resources, but it always has social capital.  All the elements comprising social capital are generally present in poor communities: shared values, culture, traditions, stored wisdom, solidarity networks and expectations of reciprocal behavior.  When this social capital is successfully mobilized, the results can be as significant as those observed in Villa El Salvador in Peru, or the Family Consumption Markets in Venezuela.  Moreover, as Albert Hirshman (1984) observed, social capital is the only type of capital that increases with use.

E.  The tendency to manipulate the community
In Latin America, repeated attempts to "co-opt" participation for the purposes of specific groups is a powerful obstacle to its advancement.  Clientelism is a preferred tool of manipulation; the discourse includes sweeping promises in exchange for short-term support.  Afterward, the situation is bleak in terms of genuine participation.  What is more, manipulative endeavors routinely sideline true community leaders and try to impede the emergence of genuine leadership.   Attempts are made to create "puppet leaders" who can be counted on to support the manipulative project.  There is immense frustration once the community realizes the actual intentions.  And the effects are extremely damaging.  Not only will the community resist by refusing to participate further and the project fail, but a strong predisposition will remain against future initiatives, even genuine ones.  

F. The problem of power
The Narayan study on rural water supply projects, mentioned earlier, confirms the presence of many of these obstacles to participation.  Among the problems identified were: resistance to ceding control of certain aspects of implementation, the lack of incentives for a community-based approach, and lack of interest in investing in improving the community's skills.

To these and other significant obstacles, must be added a formidable obstacle that often underlies the others.  

Mary Racelis (1994) notes that a core aspect of participation is conferring power upon the people instead of perpetuating the dependency-producing relationships so typical of top-down approaches”.  The idea is to truly share power.  This is what happened in the extremely successful experience of the participatory municipality of Porto Alegre.  As Zander Navarro points out (1998) it created a new framework for political relationships in addition to achieving a more equitable reallocation of public funds using a more just model that prioritized the poor.  The community was genuinely invested with decision-making power, facilitated by concrete mechanisms for input that were enriched along the way. The researcher asks whether these experiences can be transferred to other municipalities.  His response asserts that "the most important, decisive requirement to take into account is that the local authorities must have unwavering political will to share aspects of their power with their constituents".

A fundamental obstacle to activating participation is whether this type of will exists.  If there is a real willingness to share power. 

It is sometimes lacking.  The project being implemented may be tied to specific goals of certain sectors and granting real participation could present an obstacle.  In other cases, the estimation is that the power of the authorities would be diminished. 

However, participation could have very different outcomes.  In senior management, researchers like Harvard University's John Kotter's appeal for business enterprises more open to the influence of its members initially met strong resistance from traditional business leaders.  But years later, the author indicates that the actual experience went the opposite direction.  Those who shared organizational power were able to bring key areas of their organization up to date, increase innovation and productivity and, in doing so, increase "total available power".  Those who entrenched themselves and did not agree to share became the absolute owners of increasingly less competitive organizations, with the attendant diminishing "total power".

Experiences such as Porto Alegre and others suggest that similar processes take place in the area of community participation.  The municipal authorities responsible for the genuinely participatory project in Porto Alegre received the growing and increasingly broad based support of the city’s population, which recognized city-wide improvements.  Far from being reduced, sharing their power expanded it, and they were reelected on several occasions.

How should the significant resistance and obstacles to participation described here, as well as others, be handled?

VI.  Fifth Theory: ORGANIC AND ACTIVE STRATEGIES AND POLICIES ARE REQUIRED TO FURTHER PARTICIPATION. 

Progress in community participation is constantly pummeled by resistance and obstacles such as those discussed here.  But currently, powerful forces at play in the region favor such progress.  Transcendental progress in democratization in the region creates an objective framework of circumstances conducive to participation. 

In today’s Latin America, the population is pushing vigorously to make the hard-won democracy they have achieved increasingly proactive.  The goal is to replace "passive democracy" with "smart democracy" in which the citizen is well-informed, has multiple channels to convey opinions, not only by electing the highest authorities every few years, and has genuine, continuous influence over public administration.  Growing, positive initiatives toward strengthening civil society are in motion.  The number of grassroots organizations grows daily and their capacity for action is improving; the social fabric is being fortified.

This environment is conducive to attitudes and perceptions that see community participation as one of the main paths to activate democracy in real life.  

In addition, the social needs in Latin America are widespread and deeply rooted.  As the  region approaches the year 2000, wide sectors of the population lack potable water and basic sanitation facilities.  Rampant malnutrition is taking its toll.  It can be estimated that one third of Central American children under the age of five have growth deficiencies.  And 50% of the region’s children do not finish primary school; they drop out before completing sixth grade.  Grade repetition is 50% for first grade and 30% at each succeeding grade level.  As Puryear observes (1998), this means that an average child in the region attends primary school for seven years and, during that time, passes only four grades. Open unemployment rates are extremely high overall and the rates for youth even higher.  Urban violence has risen dramatically.

The family unit is overwhelmed by poverty and many families are falling apart. 

Revitalized public policies are needed to address the complex problems described.  Moreover, it is necessary to conceive policy strategies that take a comprehensive approach to social and economic issues and assign high priority to aggressive social policies.  The implementation of new policies and programs requires imagination in management.  More effective nontraditional models are necessary.  As demonstrated in the preceding sections, this is where community participation produces results and has comparative advantages.

These and other pro-participation demands and forces must be mobilized to confront resistance and obstacles.  To achieve this, appropriate policies and strategies must be designed and implemented to join the "fight for participation".

These include the following:

a. There is a huge amount of research to be done on the subject.  Action must be backed by systematic studies of relevant factors for maximizing training potential and solving the inevitable problems that arise during implementation.  Thus, the World Bank Study on rural water supply projects (Narayan 1994) concludes from its analysis of the 121 projects examined that the following are among the factors conducive to successful participation:

i.      in terms of project beneficiaries

· obtain the commitment of the beneficiaries prior to implementing the project;

· the beneficiaries' level of organization has an influence.

ii. in terms of  implementing agencies

· increased participation must be a principal goal of the projects;

· subsequently, the progress of "community participation goals" must be systematically monitored; 

· incentives for, and acknowledgment of, initiatives by staff members who contribute to increased participation;

· the agency must have a strongly focus of incorporating community expertise; 

· it also must focus consistently on investing in community training.

These studies, and many other pertinent ones, such as those examining existing organizational models for participation, their strengths and weaknesses, can contribute to a base of knowledge that will strengthen the actual work.

b. There must be an ongoing "learning process" from the successful experiences in the region.  There is an abundance of relevant experiences of this kind, such as those presented in the pioneer IADB Meeting "Social Programs, Poverty, and Citizen Participation" (1998) The work of documenting such experiences and extracting their lessons has been limited.  This "recovery of accumulated experience" is a broad area that must be pursued.

c. The implementation of new innovative experiences in this area must be supported.  Participation involves complex social experimentation.  It deals with multifaceted cultural, environmental, organizational, economic, financial, political, and demographic variables.  It is apt for the development of innovations at all stages, which can later be used collectively.  But, as in other fields, policies to support innovative experiences are essential.  To give just one example, the Canadian government awarded its 1991 Prize for Innovative Administration in the Public sphere to the subject of "Participation: Employees, Managers, Organizations".  The fact that such a prize exists inspired sixty-eight presentations of experiences from every level of the Canadian government.


The lessons derived from such experiences have led to numerous analyses which, in turn, are providing feedback to other experiences and projects.

d. It is necessary to forge a broad strategic alliance around participation.  Diverse social actors are intensely interested in its advancement, but their efforts are generally isolated.  Coordination at the sectorial and national level can lend renewed impetus to activities.  Some of these actors are municipalities, non-governmental organizations, universities, neighborhood associations, religious groups working in social services, various international agencies, and of course, the disadvantaged communities.

The combined efforts of these and other sectors to encourage participation, protect experiences underway, seek the involvement of increasingly broader sectors, obtain resources to support the work, strengthen research, and other action plans can increase its viability. 


e.  
A pivotal point to address, that could be a focus of the strategic alliance, is raising public awareness about the benefits of participation.  Given all of its implications, the subject must transcend the debate among specialists and become part of the public agenda.  Intensive media work on this issue is necessary.  Moreover, the debate must be enriched by detailed information at all levels: potential, foreseeable difficulties, international experiences, lessons from past, and ongoing, experiences.  Given the authenticity of the proposal for participation, informed public opinion could be a prime factor in its favor. 

VII.  Sixth Theory:   PARTICIPATION IS INHERENT TO HUMAN NATURE
The United Nations Report on Human Development focusing on participation (1993) states:

The increased participation of the population is no longer a vague ideology based on the good intentions of a few idealists.  It has become an imperative condition for survival.

This is clearly the case of participation in Latin America, in the general area of democracy-building as well as in that of addressing the profound social problems that harshly affect the majority of the population.

But there is more.  As Enrique V. Iglesias pointed out (1998) in his closing remarks at the IADB's magna meeting on the subject, participation entails restoring an inherent right to the population.

In fact, the need to participate is ingrained in the basic identity of human beings.  An expert on the subject, Juan XXIII, emphasized in his encyclical Mater et Magistra that the divine plan has created human beings in such a way that: "the nature of men involves the exigency that in the development of their productive activity, they have the opportunity to exercise their own responsibility and perfect their own being".  Involvement is an internal need inherent to human beings. 

As this discussion has shown, community participation is a potent instrument, but this should not obscure the fact that it is also an end unto itself.  Participation is part of human nature.

Participation elevates human dignity and creates the possibility for development and fulfillment.  To work for participation is, without question, to do so in order to restore a fundamental human right to the disadvantaged of Latin America, one which frequently has been silently trampled.

ENDNOTES

�.  Among other concurring views on the subject, Shadid Javed Burki, Vice-president for Latin America of the World Bank (1996) asserts: "The Latin American and Caribbean region has the most pronounced income disparity of all developing regions in the world;" the New York Times editorialized that Latin America is the region, "with the widest gap between rich and poor."


�.  See also, "Villa El Salvador: Municipio Cibernético," Diario El Comercio, Lima, June 23, 1997.  For more general information regarding Villa El Salvador, see: Carlos Franco. "La Experiencia de Villa El Salvador: del Arenal a Logros Fundamentales a través de un Modelo Social Avanzada." Cited in Bernardo Kliksberg (comp.), "Pobreza. Un Tema Impostergable.  Nuevas Respuestas a Nivel Mundial." (Fourth edition, Fondo de Cultura Económica, 1997).  See also: Gastón A. Zapata.  "Una Estrategia de Desarrollo Alternativa Basada en la Participación Social y la Organización Comunitaria.  Villa El Salvador." Cited in B. Kliksberg "Cómo Enfrentar la Pobreza?" Grupo Editor Latinoamericano, 1992.  See also, Carlos Franco, "Imágenes de Villa El Salvador," in B. Kliksberg, "Cómo Enfrentar la Pobreza" already cited.


�. For further information see: "Ferias de Consumo Familiar de Barquisimeto," (mimeo), and Luis Gómez Calcaño, "Las Ferias de Consumo Familiar del Estado Lara: una Experiencia de Organización Participativa." Seminar on "Social Programs, Poverty, and Citizen Participation," IADB, 1998.


�. The experience is systematically described in: Zander Navarro "La Democracia Afirmativa y el Desarrollo Redistributivo: el Caso del Presupuesto Participativo en Porto Alegre, Brasil (1989-1998)."  Seminar on "Social Programs, Poverty, and Citizen Participation," IADB, 1998.


�. The author offers a detailed analysis of the subject in "El Pensamiento Organizativo: de los Dogmas a un Nuevo Paradigmo Gerencial" (13a Edit., Editorial Norma, 1994).
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