
SUMMARY
The Federation of Canadian 
Municipalities (FCM) leads many 
local and global initiatives in the 
fields of community, economic, and 
sustainable development. The CISAL 
program was initiated in 2014 and 
aims to empower and strengthen 
the capacity of rural municipalities 
in four regions of Peru and Colombia 
that have been influenced by mining 
activity. Having volunteered as a 
planner in Peru on two volunteer 
missions over the past two years, 
Rukshan shares his experience 
working with rural Peruvian 
municipalities to build capacity 
through mentorship and advocacy 
for community-led strategic 
planning that is rooted in a sound 
understanding of local context, as a 
means to improving quality of life in 
these communities. 

RÉSUMÉ
La Fédération canadienne des 
municipalités (FCM) dirige de 
nombreuses initiatives locales et 
mondiales dans les domaines du 
développement communautaire, 
économique et durable. Le 
programme CISAL, lancé en 2014, 
vise à renforcer les capacités des 
municipalités rurales de quatre 
régions du Pérou et de la Colombie 
qui ont subi les effets des activités 
minières. Après avoir œuvré 
bénévolement comme urbaniste 
au Pérou dans le cadre de deux 
missions de volontariat au cours des 
deux dernières années, Rukshan 
partage son expérience de travail 
auprès des municipalités rurales 
péruviennes qui visait à renforcer 
les capacités par le mentorat et à 
promouvoir des plans stratégiques 
menés au niveau local et fondés 
sur une compréhension solide du 
contexte pour améliorer la qualité de 
vie de ces collectivités.
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PLANNING PERU FORWARD 

A s planners in Canada, many of 
us are fortunate to practice in a 
nation where our work plays an 

important role in improving quality of life. 
Canadian planners are fortunate to practice 
long-term strategic planning in systems 
that prioritize public engagement. They 
are fortunate to have the knowledge, skills, 
and resources to plan our communities 
to be livable places supported by resilient 
economies, a protected natural environment, 
and characterful neighbourhoods, along 
with the infrastructure and public services 
that are needed to support growth. With 
this fortune comes the opportunity to look 
beyond the communities in which they 
practice and empower those who are less 
privileged, both at home and abroad, through 
mentorship and advocacy for community-led 
strategic planning that is rooted in a sound 
understanding of local context.

THE CISAL PROGRAM
The Federation of Canadian Municipalities 
(FCM) initiated the Sustainable and Inclusive 
Communities in Latin America (CISAL) 
program in 2014 to empower and strengthen 
the capacity of municipalities in four regions 
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of Peru and Colombia that have been 
influenced by mining activity. While mining 
has resulted in much foreign investment in 
Peru and Colombia, economic benefits have 
been unevenly distributed and accompanied 
by an array of social and environmental 
consequences that have been most heavily 
felt in communities within the areas of 
influence of the mines. 

Having volunteered in Peru on two 
missions over the past two years, I have 
been part of the team that is providing peer-
to-peer technical assistance to municipal 
politicians and staff in Mancomunidad 
Municipal del Valle Fortaleza y del Santa 
(MANFORS), an association of 11 rural, 
remote, and mountainous municipalities 
in the Ancash Region of Peru, each with 
a population of just a few thousand. The 
association of MANFORS was established 
by Antamina Copper Mine to coordinate 
consultation with the many small 
communities within its area of influence.  

The purpose of the missions has been to 
provide technical assistance to MANFORS 
in the field of community-led strategic land 
use planning through capacity building, 
knowledge sharing, and experiential learning.

GETTING TO KNOW MANFORS
The communities of MANFORS have little 
knowledge, skills, or experience in land 
use planning. The communities do not 
have municipal planners, nor do they 
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have municipal plans. The needs of these 
communities are so fundamental that 
satisfaction of basic needs often trumps any 
effort toward strategic planning. Although 
agriculture is the primary industry in 
MANFORS, the area struggles economically 
in that agricultural activity is predominantly 
for self-sustenance and local sale, with 
very few agricultural operations focused on 
export. Through the CISAL program, FCM 
provides expertise and resources to support 
long-term strategic planning and economic 
development, which until now has been the 
missing link.

The communities of MANFORS experience 
a number of challenges that negate their 
ability to conduct long-term strategic 
planning and economic development. 
These challenges include tensions between 
national agendas for economic development, 
environmental protection, and corporate 
social responsibility; the unaligned planning 
approval processes of federal and regional 
ministries; a political system that limits 
local mayors to a single term in leadership 
where long-term planning is not prioritized; 
and significant setbacks to municipal 

administrations with each turnover in 
political leadership. Furthermore, poor 
diversification of the local agricultural 
economy in this area results in reduced 
resilience during economic downturns and a 
high level of vulnerability to climate change, 

flooding, and drought. These challenges are 
worsened by a lack of public consultation, 
as locals do not have a voice in shaping 
their collective future, which has led to low 
levels of public support and buy-in to local 
community development initiatives.
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A COMMUNITY-LED APPROACH
During the missions, public visioning 
workshops were facilitated in different 
communities across MANFORS as an 
integral component of the community-
led strategic planning approach fostered 
by FCM. The workshops sought to gain 
community input on local values, challenges, 
and visions for the future. While locals value 
their heritage, natural environment, and 
agricultural way of life, they experience 
day-to-day challenges that include a lack 
of technical agricultural training, limited 
access to water for irrigation of crops, 
limited funding for municipal infrastructure, 
and an inactivated tourism industry. Despite 
these challenges, the communities envision 
a stronger agricultural economy, investment 
in local tourism, and better infrastructure to 
foster an increased quality of life. Ultimately, 
the development of a strategic land use 
plan for MANFORS will be founded upon the 
community’s vision for its future.

UNDERSTANDING LOCAL CONTEXT 
To achieve the community’s vision of local 
economic development in agriculture 

and tourism, establishing a sound 
understanding of local context was integral. 
This involved conducting an inventory of 
the local environment, which provided 
insight to support agricultural analysis 
of the area of arable land in MANFORS, 
the availability of water for agricultural 
activity, and the agricultural crops most 
suitable for local environmental conditions. 
With a better understanding of the local 
environment, MANFORS will be able to shift 
its crops to produce those that are best 
suited to its context, thereby increasing 
agricultural productivity and revenues. 
This environmental inventory and analysis 
will also contribute to the beginnings of a 
strategic land use plan for the area. 

Similarly, to achieve the community’s 
vision of investment in local tourism, 
understanding of local context also involved 
an archaeological inventory that identified 
sites or landscapes of cultural heritage 
value in MANFORS that could form the 
backbone of a tourism industry. When 
paired with a regional tourism market 
analysis, the archaeological inventory 
will enable evaluation of the viability of 

tourism as a primary industry in MANFORS 
and provide insight into potential tourism 
opportunities that will generate the highest 
return on investment. These environmental 
and archaeological inventories were 
recommended at the end of the first mission 
in early 2017 and were completed during the 
second mission in early 2018.

IMPACTS AND OUTCOMES 
With the inventories completed, MANFORS 
now has a foundation to continue with 
the preparation of a strategic land use 
plan for the area, which will not only 
serve as a tool to guide local economic 
development, but will also provide a 
basis for environmental protection and 
ongoing dialogue and negotiations with 
Antamina Copper Mine. At the close of the 
second mission, local politicians publicly 
committed to completing a strategic land 
use plan for MANFORS. This demonstrates 
the success of these missions and the 
CISAL program, as despite the historical 
absence of strategic planning in MANFORS, 
political leaders in these municipalities 
now have a strong understanding of how 
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community-led strategic land use planning 
and local economic development can 
address many of the social, economic, and 
environmental challenges experienced in 
their communities. 

The public visioning workshops were 
particularly well received, as the interactive 
approach to community engagement in 
MANFORS empowered locals to participate 
in community development. Local politicians 
in attendance recognized this community-
led approach to strategic planning as a 
precedent that would be used to model 
public engagement for other municipal 
initiatives in the future. 

Through these missions, CISAL has 
emphasized the importance of a sound 
understanding of local context and its ability 
to serve as the foundation of strategic 
planning. CISAL’s work has been welcomed 
and well received in Peru, motivating 
both the public and political leaders to 
continue this process that will lead to 
increased quality of life in the long term. 
The community’s newfound support of 
strategic planning will ensure that incoming 
governments are pressured to prioritize and 

invest in the community’s long-term vision 
for the area. These missions conducted by 
FCM demonstrate the positive impact of 
knowledge sharing, capacity building, and 
experiential learning. 

BRINGING IT HOME
While this initiative took place in Peru, it is 
not necessary to look beyond our borders 
in order to apply these learnings. Despite 
the relative advancement of many of our 
planning systems and practices across 
Canada, we still have rural and indigenous 
communities across the country that share 
the challenges experienced by kindred 
communities in Peru. With increasing 
socioeconomic impacts of urbanization in 
communities across Canada, it is important 
that remote communities with isolated 
or declining populations, segregated 
economies, or limited access to resources 
and talent are not left behind, but are instead 
empowered to increase their community 
resilience, as is being done in Peru. 

As planners with specialized knowledge, 
skills, and experience, we have the ability 
to make a positive contribution to our 

local and global communities by seeking 
opportunities to support capacity building, 
knowledge sharing, and experiential 
learning. In this light, the learnings from 
this Peruvian case study serve as a valuable 
call to action for planners across Canada 
to empower less fortunate communities by 
mentoring and advocating for community-
led strategic land use planning that is rooted 
in a sound understanding of local context, 
as it is likely to provide the same community 
development outcomes as those envisioned 
and planned for in MANFORS. Although 
out of sight, MANFORS is not out of mind, 
as FCM’s ongoing partnership with these 
communities means that there will certainly 
be more to come. ¢
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