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Abstract

The commons is well represented by cases in which the commons is a source of raw
materials harvested by the commoners and than consumed directly or marginal
surpluses sold through a commodity chain to buyers, processors and marketers. Such
indigenous, or peasant households, it is assumed, are rarely able to undertake the
collective action necessary to undertake other functions in the commodity chain of a
product. This has firmly framed the commons as an area of administrative interest in
how a commons is managed by individuals, households, collectivities and states and
how the benefits of such commons are allocated. However can an enterprise also be
considered as a commons?

In this paper we consider a case in which both the enterprise that purchases, transforms
and sells the products of a commons is owned by the commoners. We argue that the
impetus for such a strategy is one way to confront internal and external pressures on a
commons. In order to understand this case we found it necessary to utilize literature
regarding social and community-based enterprise to understand this form of a
commons. Community-based enterprises are a specific form of social entrepreneurship
in which a defined community uses the entrepreneurial process and collective action to
identify and establish a venture or enterprise, using, whenever possible, available
common property resources to generate local social value for the common good.

We present our results in considering the distinctive features of a long standing (28
years), indigenous community-based enterprise, San Juan Nuevo, and its role in
commons governance and management. Through an iterative process of reviewing
existing literature and empirical fieldwork we develop an analytical framework that
considers the internal characteristics as well as the inspiring and enabling factors of
community-based enterprises. We use this framework to organize our empirical findings
specific to the San Juan community-based forestry enterprise. Much of our findings
extend current literature. We add to the literature in identifying the importance of
entrepreneurial leadership grounded in collectively held core cultural values and the
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challenge of succession that faces community-based enterprises in transmitting such
values between generations of leaders.
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Introduction

The commons is well represented by cases in which the commons is a source of raw
materials harvested by the commoners and than consumed directly or marginal
surpluses sold through a commodity chain to buyers, processors and marketers. Such
indigenous, or peasant households, it is assumed, are rarely able to undertake the
collective action necessary to undertake other functions in the commodity chain of a
product. This has firmly framed the commons as an area of administrative interest in
how a commons is managed by individuals, households, collectivities and states and
how the benefits of such commons are allocated (Dietz et al. 2003; Ostrom et al. 1999).
The question of the rights of the commoners is paramount and if trade and commerce
are analyzed it is in the context of how such activities have displaced the commons with
production systems that allocated the resources and benefits to individual actors
(persons or firms). In contradiction to this theoretical framing by scholars some
indigenous and other rural societies have used enterprises as a form of collective
organization as a means to counter the threats from states, markets and their fellow
commoners to a commons system (Peredo 2005; Peredo and Chrisman 2006).

The purpose of this paper is to draw upon the literature of social and community-based
enterprises to understand the linkages between such enterprises and the commons in
an effort to bring these disparate sets of literatures into dialogue. We utilize the existing
literature on social and community-based enterprises to create a frame of analysis and
then use that frame to discuss empirical findings obtained through research with the San
Juan Nuevo Forestry Enterprise located in the State of Michoacan, Mexico. We attempt
to ground our analysis in the commentary of two key initiators of the enterprise by
bringing forward their perspective on the key items identified in the analytical framework.
This is a case well know in the commons literature rooted in community forestry (Bray
and Merino 2004). We conclude with a discussion of key characteristics of community-
based enterprises and challenges that they face in appropriating the benefits of
resources and markets for the good of the commoners of the enterprise.

Background of the San Juan Case

The San Juan forestry enterprise (http://www.comunidadindigena.com.mx/) is a 28 year
old enterprise created to exploit timber and non-timber forest resources present in the
communal land of a Purhepecha indigenous community. The enterprise is comprised of
more than 20 productive areas with total annual sales of up to US$11 million,
approximately 1,400 employees of which about half are direct employees and half part-
time and seasonal employees, and thousands of beneficiaries. The communal forest
management system in Nuevo San Juan has received national and international
recognition for its vertical integration of forest production (use of product and
byproducts), scale of operations, innovative management system and use of profits,
among other achievements. The forestry enterprise of San Juan, initiated in the early
1980s, represents one of the most important large-scale socially driven forest
exploitation initiatives in Mexico. At the first stage of its development, in the late 1970s,
San Juan exploited its communal resources through a Union with other communities




and ejidos, but subsequently, because of management challenges in the Union, San
Juan withdrew from the Union to start its own community-based strategy at the
beginning of 1981. This same strategy soon helped the community to establish its own
community-based forestry enterprise in 1983. In the process of establishing the
enterprise, the renewal of the community’s resource use and management rules also
took place. These progressive steps were also reflected in the community’s success in
maintaining its resource base in the face of increasing pressure from surrounding
communities that were systematically engaging in illegal logging.

Methods

This case was part of a larger initiative led by the Canada Research Chair in
Community-based Resource Management based at the Natural Resources Institute,
University of Manitoba
(www.umanitoba.ca/institutes/natural_resources/nri_cbrm_projects.html). The initiative,
funded by the International Development Research Centre, focused on winners of the
Equator Initiative Prize (www.undp.org/equatorinitiative/) given to community initiatives
that focused on conservation and development. San Juan Nuevo was one of the
winners and became the focus of the research presented in this paper. Field research
was carried out in the community of San Juan Nuevo, Michoacan, Mexico, by A.
Orozco-Quintero, over a period of three months. The research primarily involved the
gathering of data through semi-structured interviews on various aspects of self-
organization, cross-scale and institutional structures characterizing the emergence and
consolidation of community-based resource management initiatives. Upon returning
from the field an analytical framework was developed through a review of the social,
community-based and indigenous enterprise literature to provide an analysis of San
Juan not simply as an administrative undertaken but as an enterprise. In this paper we
draw on interviews with the lawyer Francisco Ruiz Anguiano who, together with the first
Community Commissioner for the Forest Exploitation, the engineer Salvador Mendez
who were key leaders in the development of the community-based enterprise.
respectively. We now turn to the literature out of which the analytical framework was
developed and than turn to the results of this process.

Social Enterprises

Social enterprises (SEs) are distinguished from other enterprises in that their internal
management strategies and governing structures are founded upon a social and/or
cultural mission and collective objectives. SEs combine market and non-market forces to
achieve their mission-related impacts and goals (Alter 2004; Orozco-Quintero 2007). In
this regard, the central criterion of social enterprises is the investment of profits or
created wealth to generate social and/or cultural value and achieve collective social
development/empowerment. Borzaga and Solari (2002, p 335) addressing the hybrid
nature of European Social Enterprises state, “... neither the public sector, the for-profit
nor the non-profit literature on management provides models and approaches which can
account for the specific nature of social enterprises.” As indicated by Defourny (2002),
the general concept of social entrepreneurship has been partially adapted from and



embedded in the definitions given to third sector organizations®. Social enterprises, for
their social nature and particular institutional and organizational arrangements, certainly
present features common to the third sector (Borzaga and Defourny 2002). However,
they can be distinguished from third sector development approaches by the following:
their particularly diversified resources and sources of funds, which can include not only
revenue from market transactions, but also public funding and donations/volunteerism;
their innovation in institutional arrangements, both in multi-stakeholder governing bodies
and organizational rules, which are born from and supported by collectivities with shared
aims; and, their brave nature to tackle unfavourable conditions and fulfill new or largely
neglected demands (Borzaga and Defourny 2002; Seelos and Mair, 2005; Orozco-
Quintero 2007). Borzaga and Defourny (2002) mention economic decline and new
policies trends as possible factors inspiring the creation of social enterprises in Europe.
They explain how the economic crises faced by European countries in the 1970s, and
the new policy trends on service provision and decentralization and privatization of
public services arising as a consequence of such crises, affected the generation of
employment for disadvantaged and low-skilled people and increased the gap between
met and unmet essential public demands. Social enterprises then, together with private
service providers, emerged to fulfill such demands. In addition, they indicate that
disappointment with labor policies could also have been the reason workers started new
development initiatives.

Borzaga and Defourny (2002) suggest the following as critical factors in European SEs:
trust generated by their ‘re-distributive’ role; social capital generated through their
innovative engagement of affected people in local development processes; and, the
direct impacts on employment and other areas of local social and economic growth.
Identifying the challenges being faced by these new forms of collective development,
they highlight: the lack of conceptual and legal frameworks signifying and attending to
their unigue nature; misconceptions on their role as development agents; the inadequate
and/or outdated policy environment limiting or hindering their potential to be legitimized
and consolidated; lack of awareness on their important role; high governance costs;
limited size; and, isomorphism. In the face of these challenges Borzaga and Solari
(2002, p.339) identify the importance of maintaining “a close relationship among values,
missions and organization” in order to promote transparent decision-making, real
leadership and committed ownership among the various stakeholders, including
workforce and beneficiaries.

Social enterprises as such, are not just a new representation of a set of characteristics
belonging to one or another of the for-profit, public or non-profit sectors, they emerge as
new community-based or group-based initiatives with similar forms but innovative and
representative internal characteristics. Among the exponents of these new forms of
entrepreneurship are indigenous and peasant communities, whose impacts from
colonialism, and political and economic oppression from mainstream governments, have

% The definition of the third sector includes both organizations belonging to the Social Economy and to the
non-for profit sectors. These two sectors - comprising a diverse group of organizations - variably differ on
the kinds of goals being pursued, the constitution of governing bodies and the profits distribution
constrains (Defourny, 2001).



often left them in conditions of poverty and social, cultural and economic
disempowerment, but have also triggered their interest in leading their own development
processes (Peredo and McLean 2006).

Community-based and Indigenous Enterprises

The idea of community-based and indigenous enterprises has emerged as a specific
form of social enterprises (Anderson, Dana and Dana 2006; Paredo and Chrisman
2006). Similar to other social enterprises they utilize market and non-market strategies
to improve socio-economic conditions and generate social value for their members.
Often the membership of such enterprises is based upon a mechanism by which an
individual is recognized as a member of a collective. In many indigenous cases this
means they have legally recognized membership in an indigenous community as
specified by the State of which they are a part. This issue of membership is important
but at the same time will be specific to each case and not something that can be easily
generalized outside of a specific context.

More general characteristics of community-based and indigenous enterprises are that
they are often seen as a mechanism of autonomous grassroots development. Such
enterprises often emerge out of a social mission in which cultural values are mixed with
socio-economic objectives and where profits are the means to achieve social and
cultural goals and not simply a return on investment (Anderson, Dana and Dana, 2006).
The social missions and objectives of such enterprises address the social and financial
needs of diverse groups within a society while embracing values integral to their cultural
identity and recognizing their dependence upon specific resources necessary for their
collective survival in a specific place (Cornell, 2006; Anderson, Dana and Dana, 2006).
The organizational structures and institutions of such enterprises are directed to
strengthening cultural practice and achieving socio-economic empowerment. Such
enterprises recognize the linkages between institutional, political and administrative
empowerment, and, trade and commerce. As such, implicit to the mission of the
enterprise is the goal of legitimizing their appropriation of resources for both subsistence
and trade (Cornell and Kalt, 1998). Given that the inputs needed by the enterprise are a
common good its success is dependent upon its ability to create or strengthen the
institutional structures and trust needed to collectively organize for its internal operation
and growth while maintain the political control of the resources (Cornell and Kalt, 1998;
Orozco-Quintero, 2007). The enterprise can be seen as the means by which the society
organizes its interactions with other actors while maintaining its collective identity and
the resource base it needs for its survival through both direct consumption and trade.
Community-based enterprises are increasingly been considered by rural and indigenous
communities as a way to maintain autonomy by decreasing their dependence upon
transfer payments from central authorities and as a way to negotiate with corporations.

Long term research on socio-economic development, carried out in Indian reservations
in the USA, has provided insights into factors that are important for enterprises to be a
successful mechanism for development rooted in collective action. As Cornell and Kalt
(1992) have found, Native American enterprises have been successful when the
following factors are present: they build upon collective institutions (governing bodies)



rooted in cultural values and individual actions based upon rules that serve common
aims; the partial or total control over land and/or resources; create their own human
capital; and, draw upon their own systems and strategies for economic success. Other
external factors that can influence the success of an enterprise are: the political and
legal jurisdiction over land and resources; assets for economic success such as linkages
with existing or emerging markets; and access to other resources, such as financial and
in-kind capital (Cornell and Kalt, 2002). Through over ten years of research Cornell,
Curtis and Jorgensen (2004) have concluded that practical and capable local community
governing structures emerge when there are conditions of effective sovereignty and a
cultural match between governance institutions and local conceptions of political power.
Such institutions combined with strategic leadership that searchers out diversified
sources of revenue, instead of depending upon transfer payments from the central state,
and pursues the expansion of decision-making jurisdiction over resources, will provide a
favourable environment for autonomous community development.

In reviewing literature we drew out what seem to be the important internal and external
enabling conditions for community-based enterprises in Table 1. We than utilize this
analytical framework to organize our presentation of the empirical data from the case
study of the San Juan Nuevo Forestry Enterprise.



Table 1. Factors for success — identified in the literature — which generally comprise community-based or
indigenous social enterprises, and some of the key challenges enabling/hindering the emergence and
consolidation of CBSEs or ISEs.

Main Features of
Community-based Social
Enterprises

Factors Increasing changes for success

Challenges

Holistic Vision, Mission and
Values

strong connections with land and traditions, and
shared values strengthening cultural practice
and collective memory, long-term holistic goals
(Cornell, 2006; Anderson, Dana and Dana,
2006)

Institutionalized ~ vision and  goals,
independent of politics (Cornell, Curtis
and Jorgensen, 2004)

Institutions, ~ Governing and
Managerial Structures

Governing institutions emerged from culture and
traditions and have genuine decision-making,
Institutional  bodies exercising “de facto”
sovereignty, bodies overseeing nations’ political
issues and long-term goals without interfering
with management tasks (Cornell and Kalt, 1992;
Cornell and Kalt, 2003; Cornell, Curtis and
Jorgensen, 2004; Cornell 2006);

Establishing  culturally ~ harmonized
bodies (Cornell and Kalt, 1992; Cornell,
Curtis  and  Jorgensen,  2004);
establishing effective self-governance
mechanisms, including accountability
measures, achieving internal and
external legitimacy (Cornell and Kalt,
1998; Cornell, Curtis and Jorgensen,
2004)

Skillful management supported by visionary
indigenous institutions (Cornell and Kalt, 1998);
Effective accountability measures (Cornell,
Curtis and Jorgensen, 2004; Cornell 2006)

Separating politics from administration,

establishing  effective  accountability
measures  (Cornell, ~ Curtis  and
Jorgensen, 2004, Cornell, 2006);

developing human resources capabilities
(Cornell and Kalt, 1992)

Culturally supported standards to moderate
peoples’ behaviour (Cornell and Kalt, 1992);
Clear, agreed upon verbal or written set of laws
or constitutions (Cornell, Curtis and Jorgensen,
2004)

institutions ~ of
Curtis  and

Establishing effective
governance  (Cornell,
Jorgensen, 2004)

Capitals and Capacity building

Partial or total jurisdiction over land and/or
resources, material capital, skilful workforce
increases chances for success; important to
develop market relations, the ability to establish
legitimate institutional structures and acquire
external financial support (Cornell and Kalt,
1992)

Diversification of sources of funding,
reaching new or established markets,
ongoing training; improvement  of
workforce skills (Cornell and Kalt, 1992)

Regulatory Framework

Increased legitimacy attracting investors and
public and/or private funding (Cornell and Kalt,
1992);

Influencing policy to more effectively
support  indigenous  development,
developing relations with investors
(Cornell and Kalt, 1992)

Regulatory framework influenced by internal and
external legitimacy, practical sovereignty and
effective governing institutions (Cornell and Kalt,
1992);

Establishing competent bureaucracies,
dividing nations’ political matters from
entrepreneurial endeavours (Cornell and
Kalt, 1998)

Land and Resource Tenure

Jurisdiction and control over land and resources
Increases chances for economic success
(Cornell and Kalt, 1998)

Acquiring legal jurisdiction (Cornell and
Kalt, 1998); establishing legitimate land
and resource use and management rules
(Ostrom, 1999; Orozco-Quintero, 2007)

Informed Leadership

Having a “strategic orientation”, good leadership
an asset for good institutional performance
(Cornell, Curtis and Jorgensen, 2004);

Indigenous leadership (Cornell, Curtis
and Jorgensen, 2004); establishing
internal and external legitimacy (Cornell
and Kalt, 1998)




Analytical Framework: Key Features of the San Juan Community-based Enterprise

Holistic Vision, Mission and Values

The perception of belonging to and being part of the land embedded in the vision of San
Juan elders allowed the community to maintain a close relation with their communal
territory after the eruption of the Paricutin volcano in 1943. This same holistic vision
reinforcing indigenous livelihoods, community cohesion and cultural practice three
decades later, became instrumental, together with the increasing gap between poor and
rich and the mismanagement of the communal resources by a few, in triggering the
interest of community leaders to establish a community-based forest management
system. As indicated by the engineer Salvador Mendez, whose knowledge and
expertise directly contributed to the establishment of the enterprise, «.. then, it /s when a

arge division appears in the community, where a group advocates for the re-appropriation o e lan

tﬁrou‘gﬁ the establishment of /or/’vatc loropcrtﬂ —~ as a way of /73v//7g access to credit and therefore
d@v@/olomcnt and progress, and another Sgroup, which was the one / a/waﬂS identitied mﬂse/}f W/Z'/J, the
one supporf/hg the [/gure of common /Drolocrty fand tenure, as a way of advanc/ng all at the same time,
the /oolou/at/on as a whole. And this was our /Drea/om//?ant Pos;f/b/v to establish and maintain the

cnterpr/}se for the first ten years.. 7

This process of the community appropriation of the forest exploitation, faced by
numerous challenges, is particularly remarkable for its primary goal of generating social
cohesion and development through the capture of economic value. Economic objectives
were seen as a means of promoting community well-being more than as an end
themselves. As the lawyer Francisco Ruiz, the community representative leading the
creation of the social enterprise, indicates, “our strategy with those community members
/b’@/ﬁ/@/’/zg themselves with the /Dr/va te property sector was to negotiate, 5/70W/ng them the bounties of
bc/on‘g/n‘g to the communal regime, of maintaining the fand as communal our way of life as a forest

Commun/fy and the /m/oorta/?cc of gcncrating cm/o/oymcnt and collective a/cvc/o/omcnt.” In this

manner, even opposing community interest groups were still being considered part of
the project, acknowledging in this way the multiplicity of actors and interests at the local
level and, with this, the multi-stakeholder nature that such a large communal project had
to recognize and embrace. Similarly, engendering a “sense of ownership” became the
instrument of achieving entrepreneurial success, as Ruiz indicates, “7 he o@‘ccf/ves were,

first, to show to the P@op/@ that we know how to work— /)av/ng after a year Poshf/ve results, Prof/ts,
even iF f/?cfﬂ were minimal- to create a real source 0[/’0[)5 with all the /cga/ benetits, but we First had to
create a work c//lscfplinc, which was at that time still )[orc{gn to our community, tﬁrou‘gﬁ maé/ng /:760/:7/6
conscious little bﬂ [ittle...it was necessary, because what we were alofng was for us, we c/@vc/o/ocd the
sense ofown@rs/wp which was vital to survive.” In the organic process of implementing the
economic strategy and foreseeing the long term implications of the community project,



as the Iawyer Ruiz indicates: .. we also unc/ersi’ooa/somctﬁ/}?‘g else, the need to train ana/gu/c/c

our own /ocolo/c, in our Pcop/@ there was no /ong~term vision of saving and acqul’r/ng new Lnow/ca/‘gc.

A[tcr we started ta/k/n‘g to t/mm, t/n'ngs started to C/lange, t/zey started to /'mprove their /70m65, make
/ong~tcrm P/ann/hg, /'m/orove /yg/ene, health, etc. Mean/ng, we were aalc/ressfng the other /'mporfanf
aspect of our Prcject, to promote social dcvc/o/oment, which was what we wanted from the [)cg/nn/ng,

notjust /mlorovc economic conditions, but also gcncra/ //v/ng conditions, education, training, all of that.

We started Prowb//ng training on our own native /anguagc to avoid /05//75 it, because it Com/or/565 our
own /na’/g@nous /a’cnt/}fy. é/m[ortunafe/y it was almost lost at this time—new generations are not as

Prouc/ as we were of our /hc//gcnous or{g/ns, 7

Because of the increasingly bigger national and international markets for products such
as avocado and peach, the San Juan community, as many other communities in
Mexico, has also experienced a continually growing pressure to modify land use
strategies, particularly to convert forests to farm land. However, guided by the same
values of promoting collective instead of individual or family development, the
community has maintained the position of protecting the forestry nature of the communal
land by exploiting timber resources in a sustainable way and promoting natural
regeneration and reforestation to maintain the forest cover. In this regard, as one elder
and member of a community institution indicates, “.they — private property owners and

overnment programs keep trying to make us change our forest for avocado farms, but with avocado
S Pres P uyng 'S

trees you Iorov/a’c fora [am//ﬂ, with a forest you provialc fora commun/'tﬂ‘ ?

In visualizing the importance of separating the political from the managerial aspects, the
Commissioner for the forest exploitation, the engineer Mendez, and the Community
Representative, the lawyer Ruiz, put in place a synergic partnership to allow economic
growth to be framed but not handicapped by the communal nature of the enterprise. As
Ruiz indicates, “../t was that way, we committed ourselves to work without o/)struct/ng cach other’s

work, but with coordination to have Pos/t/vc results in the short term, but we also decided to meet to

a/evc/op a /OIg-ferm vision.”

The implicit principles of the above quotations, which extend what has been addressed
in the reviewed literature, give account of a holistic vision regarding maintaining a close
proximity to land, community cohesion, and traditional livelihoods activities, and with this
cultural identity. In this manner community socio-economic development and
empowerment became the instruments to generate social value. The primary conception
of the community as a whole with very different factions that could work as a team was
reinforced in three ways: by acknowledging the multi-stakeholder nature of the
community and the enterprise and by gaining the trust both of direct beneficiaries and
also of opposition groups; by maintaining unity of purpose but also independence
between communal political matters and productive matters; and by engendering a
strong sense of ownership through particular labour arrangements and linkages with
local businesses. In addition, core cultural values and intellectual inputs also structured
what would eventually become both a successful collective development model and one



of the largest business ventures almost entirely run by indigenous peoples in the world.
The subsequent sections elaborate on the way in which this same holistic conception of
the community-based management system became the guideline to follow in the
development of the necessary structures and approaches to strengthen the enterprise
during the first decade.

Institutions, Governing and Managerial Structures

The San Juan community organization process, shaped by community inspired values,
is characterized by three particular aspects: local leaders acknowledged, supported, and
submitted to local governing and decision-making bodies framed within legal
parameters, in order to establish the necessary synergy between managerial structures
and institutional structures, achieve internal and external legitimacy and subsequently
the community development goals. As the Community Representative, the lawyer Ruiz
indicates: “we had a structural model that was small but very c[[ectfv@, and in that same way we

Prcscntcd it to the government, trying to cxp/a/n all detail and under the parameters established [%g
faw, but aa/apt/ng /cga/ frames to our local institutional structures, that is w/y we created the
Communa/ Counc/[ as an organ re/o/‘esent/ng cach neg/z/)our/yooa/ of our commun/ty, clected [75 the
Communitﬂ, to be able to have a consultative bodﬂ that can be called at any time and that rc/orescnts
the views of all the sectors of our community. [ hat way we did not have to tire our main decision-
maé/ng éodﬂ, the (General Asscmé/ﬂ, making them to have 6xtraora//harﬂ meetings to decide emerging
matters but still /73v/ng their go ahead’ at the same time not 511pp/anthvg the (General Assemb/ﬂ,
whose Lcy role was c/car/y detined and also carried out. [ hat is W/Zy we devc/oloec/ a successtul
structure, and etticient system where we maintained transparency and had the regu/rcc/ ‘go ahead"’

The model to follow was both conceived and overseen by institutional and managerial
leaders, as the head of the forest exploitation venture, the engineer Mendez indicates:
“Gt the /Deg/hn/ng / also Par‘tfcfpa ted in the direction [76/}7‘5' given to the community, in terms of creating

the Communa/ Counc// and /Jc/P/ng the Genera/ Asscm[)/y to meet regu/ar/ﬂ‘ Bc[ore 19817, t/;eﬂ
used to mectjust to C//angc re/orcscntativc.s ~ who gencra//ﬂ were [Dccom/hg Wca/t/y bﬂ mismanaging
communal resources, or to attend to slocc/a/ visits from government agencies. 7 hen, we established
them as ordfnarﬂ and r@gu/ar meetings, without Cﬁang/ng what was established 53 /c‘glls/at/on. We
/Dart/a/'oal'cc/ in generating that kind of commitment that was emerging at the community Jevel”

In relation with the inherent characteristics of the social enterprise and its separation
from political structures, Mendez, its mastermind and first manager indicates <./

established the rules of a /Dr/vatc cntcrpr/ﬁsq t/nsﬂ were not written but /oractfccc/ and j@a/ous(g
followed. [low do gyou realize that? Well with your control reports, registry, work time, sales criteria,

» o«

etc. T/Iat was Com/o/ete/ﬂ my rcspons/[?///ly“. 7_/7@rc is an element to ConSIb/er, the a’ﬂnam/'c, the

certainty that the money is going to be there for everyone the daﬂ it should be, to pay the chainsaws



olocrators, the /DCO/D/C Woné/ng at the sawmi/[ for everyone. A[tcr ten years of total Ccn‘a/hiy, when
there /s not a 5/’17‘g/c a/aﬂ of Jate Paﬂmcnts for the worker or for the ﬁami{g whose trees are go/ng to be
cuft, cvefyt/n’ng up to date, woné/ng like a bank. [ en years give that security, where everyone can start
t/7/n£/ng n /}nprovmg their homes, their social and economic conditions, then a circle of certainty and
confidence is g@neratcc/. Now, iF one ﬁappen to have the J’ud‘gement and the fortune of ma,é/n‘g well
balanced loaﬂmcnfs, based on Woné/ng Aours, r/isés, nature of /a[)our, etc, i the work P/ace remunerates
/oropcr/y and /}{gou are aé/@, as we were, to pPay 1.8 to I ratio of what was received in other parfs of the
state; /[ﬂou maintain cqu///ér/um, /Daﬂ/ng /DI”O/:)CF/ﬂ also to the less skilful but nevertheless hard Workin‘g
Pcolo/c, to give them also the oppori'un/}fy to construct their own WC//~£>6[I?§ 7 his was the system we
r/"gorous/y followed a/ur/ng the first ten years, because we had (ommunal (_ouncil [Deliberations —
functional and active institutional bodies — that maintained their /nc/e/ocna/cncc from the cntcrprise’s
administrative structures.”, “..the cmp/oyencmp/oycc interaction was also different in the cnterprise,
because the community members Woné/ng in cach management area had regu/ar consultations among
themselves and with the gcncra/ manager, and tﬁcﬂ Proposcc/ Cﬁan‘gcs when there were Pro[)/cms with
the heads, taé/n‘g the cnt@rpr/}se as theirs and therefore trying to ensure its success...Jocal transporters
and other Coopcrat/vcs and local businesses were better ogan/'zea/ and also /ntcgraf@a/ to the

cntcrprisc as Pari'ners and contractors”

The strategy of establishing independence between community governing and
managerial structures through putting in place a transparent organizational process,
becomes of particular relevance for a project that had strong opponents and needed to
be legitimized at the local and higher levels, as the lawyer Ruiz explains: “/~ven though

the opposftfon came from the local catholic institution and the 6COI'IOI77/C3/{9 Powcn[u/ small property
owners, who 5trong/ﬂ inHuenced /oco/o/c in different government agencies to make us stop our /orcjeci;
our (General Asscmé(g members Aﬂ ma‘orl’iy suloportca/ the continuation of the Ioroa/ucf/‘vc /orojcczf;
which left the opposl},‘/bn without much to do but to witness how our commurity was starting to drive
their own a’@ve/opmcnt‘,t/)eﬂ defamed us at /7{g/76r Jevels to force agencies to carry out audits, so we
had surprfsc auditors’ visits who were trying Aﬂ all means to find cracks in our system and stop us. At
one time f/76ﬂ were for a month /ooé/ng at each document and maé/'ng us to be sitting there to rcsponc/
to anﬁf/ﬁn‘g, then tﬁcy left to be rep/aceo/ [)ﬂ a second commission that after Fifteen c/aﬂs started to
accepl' that we had cv@rﬂi’/ﬁng up to a’af@, correct paymcnfs and proper bcnc[/fs, car@/u//ﬂ managed
financial resources, etc. 7—/76/7, t/lcy convened a mcef/ng of the G@nera/ Assemb/ﬂ in order to /Dresent
the result of the audit. 777@ﬂ Congrafu/atcc/ us, because our mistakes came from the kind of rc/oori'/ng
systems we sometimes used, but not from ml’smanagcc/ funds...we were i'r/um/oﬁant ] felt fu//y satistied,
because we demonstrated to our /oeop/@ that we were able to do t/llhgs,..bccausc of the way resources
were /7/5tor/'ca//ﬂ poor/y managca’ bﬂ our representat/vcs that at different Po/m‘s in time were more
incline to suploort/'ng the increase in Pﬂ'vatc property, or Pcrsona/ wealth, but not in i'mprowhg our

community as a whole, our Peo,o/e lost their faith in acﬁ/@whg any kind of /)nprO\/@m@nf. So, when we



start to sce that or Peop/c started to gat/nfr n /a/gcr numbers we were very Aappﬂ.../ook that in our
suéscqucnt /4556/77[7//@5 we started to use the local cinema. 7—/76 /Dcop/c around labelled us as "crazy”
for our decisiveness in what we wanted to accomp//s/;, and we were successtul...after 5@ncrat/ng prof/ts
in our first year we decided to distribute them to let them crjoy the results, tﬁ/}v,é/n‘g Jittle éﬂ Iittle to
/4640 them to sce the need of relhvestlhg..Peop/e congratu/ated us on the streets, even tﬁougﬁ many
were c/run,é, all were very ﬁappﬂ for the success. [n our second year our own /oco/o/e decided to
reinvest, after we showed them the other /Droa/uct/v@ Proj@cis that could accompany the forest

6xp/ofta tion.”

Local institutions, as a consequence of the demonstrated leadership, became strong.
The General Assembly passed from about 40 participants who decided to go ahead with
the communal exploitation to 400 in the second year of communal exploitation, even
before having the enterprise, but after having some positive results and profits to
present (at around the middle of 1982). In a similar fashion, the parallel process of trying
to engage community opposition groups eventually yielded fruits for the establishment
and consolidation of the communal enterprise. Highlighting the original positions and
interests of some of these groups, the engineer Mendez indicates, “/ here were powerful

community groups, such as the small sawmill owners, a/rcaa/ﬂ in existence before the creation of the
6/71’6/‘/0/7:56, which were very c/cmanc//hg and with total power, to the Po/nf that it was this group where
the Mun/cfpa/ F residents a/ways came )[rom; AOW@V@C there was a moment when t/wﬂ lost 5tr6/75t/1 and
were left aside, when the model of communal way of //v/ng rc~cmcrgeaf because this /DOWCU[U/ group
or /}73/@ advocated for the a/cve/olomenf of land titles...” However, the acknowledgement of the

multi-stakeholder nature of the community and the power and influence hold by the
various interests groups, as the lawyer Ruiz reiterates, helped in the establishment of
the enterprise and the reunification in the search for the common well-being: “7 hese

groups —~ interest groups in the commurity — can become a pro[)/cm when a//'rcct/hg a community,
because tﬁcﬂ can be /7g/7/ﬂ inHuential in undemocratic elections of communal representa tives, For their
cconomic interests, and that is what has sometimes /72/0/Dcnca/ here. But if these groups are Ioropcr/ﬂ
manag@a’ there is no Proé/cm; on the Confrarﬂ, these Sroups, Wc/Lmanag@d re,orcscnt a SU/DPOFL' and
we have /oroved that. YWe started the 6/7t6rlor/}>“6 with them around and instead of éccoml’ng a Proé/em
t/my were of suploorl‘. 7—/76 Proé/@m comes when these groups oversi'clo and one makes them
cconom/ca//y too /oowcnfu[ f/my will then defend their interests at any pr/cc, but it would also be a
Pro[)/cm iF one doesn’t attend to them within the parameters o)[just/ce, not too up not too down,
/hc:ll'cat/}g that t/wﬂ are /}nporfalvz‘, but the commurity is more /’mpor‘fanf, the collective interests over
the indiidual interests, but maéi’rlg clear to them that t/;cﬂ are also /}n/:)orfalvlf, because f/?@ﬂ are part of

the communal /orojcct. 7

The organizational processes taking place in San Juan testify to the way individual
leadership achieves the institutionalization of community goals, for both the long-term
survival of the communal way of living and the satisfactory managerial performance of



the enterprise. To this testify figures such as the increase in workers involved in the
exploitation process from “about a hundred” before the creation of the enterprise (1981),
as Mendez indicates, to “more than six hundred” after just three years of existence of
the enterprise and six years of communal exploitation (in 1986). Similarly, in 1986 the
key productive areas that together, with the industrial sawmill, form part of the
communal enterprise, were already in place. These areas included the Technical
Forestry Services of the Communal enterprise of San Juan that, based on the legislative
parameters of the Mexican Forest Act, is required to carry out silvicultural studies, which
are required for approval of the exploitation of timber resources. To the entrepreneurial
success if added the commendable institutional performance that let San Juan to be
counted as one of a few communities that has been able, in the middle of a large
deforestation and illegal logging in the State of Michoacan, to maintain its forest
resource base by enforcing rules on locals and outsiders.

As indicated in the literature, harmonizing governing institutions with culture and
developing effective mechanisms for accountability and inclusiveness in decision-
making structures are among key aspects contributing directly to success. Among the
aspects more noticeable in the San Juan case are the important investment local
leaders made in strengthening local community and managerial structures and ensuring
their harmony with the community’s perception of decision-making chains and overall
structures for collective development. Again the separation between communal and
productive matters, together with the particular labour arrangements in which workers
were also owners gave impulse to a successful forestry exploitation venture. Of
particular relevance in this process, moreover, were the synergic linkages between local
businesses and the enterprise. These linkages worked in favour of both an almost
complete control of the production stages (from acquisition and transformation of raw
materials to distribution and commercialization of products), and to the improvement of
the local economy and the community’s social value through the economic
strengthening of local business This strategic direction, foreseen and carefully applied
by the leaders of San Juan, also contributed to establishing effective accountability
measures and managerial performance that in turn results in increased legitimacy,
strong management performance and consolidation of the enterprise.

Capitals and Capacity Building

Remarkably, a community faced by numerous challenges including serious constraints
to having legal jurisdiction over its own land and resources and opposition from
economically strong local interest groups, brought about a business venture at the
industrial scale by exploiting its main assets, its human and social capital. As the
engineer Mendez clarifies, “so, i the c;ucst/on /s ‘where did the money for our sawmill come [rom?j

we can say that about 95% of the amount rec]u/rcd to construct and opcratc it was gcncrat@c/ at the
/oca//cvcl money from ourpro)[/’ts from 1981 to Ju/ﬂ 1983, the other 5% came from the contributions

given éﬂ our majize )[arm@rs, from the advance payment made 53 our chents (l'/76 ones éuy/ng our



cellulose and fresh wood), and from the in-kind contributions made bﬂ the community interest groups,
whose communal labour contributed to the a/cvc/olomcnf of facilities and to the start of opcrai'/ons in
Ju/ﬂ of 1983...from there the industrial exp/oﬁat/bn of our forest was not /'ntc/‘ruptea/ a/ur/ng the next
twenty-one years. After the industrial sawmill was constructed we continued aa’a//ng new P/‘oc/uct/ve
areas.” Again Mendez exPIains, ”/47[ter receving the moral 5uploorf from the friends of the Commun/’tﬂ
to construct our sawmil], the community groups, Pa/‘t/(:u/ar[y the chainsaw operators owning or Woné/ng
for community small-scale sawmills, and the truck drivers, came and with their cxp@fﬁse built artlst/ta//ﬂ
carved pillars for the building structure.” Emphasizing the constraints, the lawyer Ruiz
indicates the merits of the venture when saying, “WWhy did we start to become famous at the
national and international level? Jt was not because of /73\///75 a successtul /hc//gcnous cntcrprfse,
because there were a/reaa/ﬂ other successtul )[orestry cntcrpr/’scs in Mexico at that time, but which
received financial 5upport from the govermnment and other external sources to start. Wc, on the
contrary, started with our own dead wood, with a system that consisted /h/'f/ia/[g in generating Jfobs
t/7roug/7 the use of the fallen branches and other dead wood to a paper company, and after [Dﬂ 56////75
timbers /055, which /7@406& to construct our communal cnt@rprfsc without external economic support
and without a [residential Resolution.” The strong human capital represented in emerging

informed leaders whose scientific training and traditional values would soon lead San
Juan to have an industrial community-based forest exploitation, strengthened, increased
and subsequently guided the generation of the community‘s social capital.

The social capital present at the beginning of the communal appropriation of the
exploitation was multiplied by hundreds after the first years of the creation of the
enterprise. This social capital was reflected in the improved performance of communal
institutions, in the increased number of small business ventures working in synergy with
the communal enterprise, in the voluntary work and communal labour that helped to
reforest exploited areas and land affected by the volcanic eruption, to materialize new
productive areas, to protect the communal forest from illegal timber extractions by
surrounding communities and from forest fires, and to construct facilities for the
Municipality's infrastructure development.

Another important asset for San Juan was the linkages it developed with key institutions
and individuals of almost any kind. These linkages allowed the enterprise to access its
resources without having official legal jurisdiction. In this regard Mendez indicates, “/ %e

Institutional Kevo/uf/onafy I arty 1s indeed a strong po//f/ca/ institution at the local level [t /Japlocncc/
since before the creation of the 6ntcrprfse and continued as part of a favourable //'n,éa‘ge. Tﬁroug/;
this po//i‘/}:a/ attiliation a aym[)/os/s started to take P/ace, where po//t/ca/ Jeaders and government
institutions benetited from the successes of the commun/'tﬂ Prcjcct, but also the Commum’tﬂ benetited
Coinc/c/cnta//ﬂ at the [7@5/}7n/hg 7 he Po//’t/ca/ institutions have been key in the c/cvc/o/omcnt of the
cnt@r/orfsc. Among the outsider friends of the commun/fﬂ, there was a 5115)[0r65t §ccrefarﬂat
d@/@gat@ that believed in our Proj@clﬁ f 7’6 was part of a stream of t/loug/lf that believed in /’7@//3//75 and



Prowbling all necessary tools to communities for them to manage their own forest resources, he
oloposcc/ to a//ow/ng the //70/u5ffy to cxlo/o/t commurity resources without benetits for
Commun/’t/'csmpeopfes from that /’c/@o/ogy were the ones support/hg our initiative, in the sense of
/76/P/ng to convince others, to advocate for the aloprova/ to cxp/o/t our forest, 5upport/ng in the Pat/;
taken bﬂ our community that wanted, in a rcs/cvons/[)/c way, ex/o/o/t jts own resources. | hen, fﬁcﬂ-—
agencies and of/ners—supporfea/ not ZDﬂ br/hg/}zg financial resources. / think i f/?@ﬂ would have done
that tﬁcy——(t/;@ Commun/fﬂ——wou/d have /Dul' me aside and started 7[/5/71?//7g to get as much as t/lcﬂ
Cou/d——comlo/ctc/y normal when you see a Commun/}fy that has come from total c/@/or/vat/on to almost
total c/epr/vat/bn, in such circumstances all you see Is avarice—. 7 hen, we were orp/lans of money but
not of pcop/c, i’/my were not the most /}nporfant Pcop/@ in their agencies/organizations but had
Posft/ons from which t/)cﬂ were able to facilitate processes. 74 then, outside institutions were
instrumental in our alopropr/aﬁon of the forest cxlo/o/tat/on. [Towever, at the First stage was the
[ederal government the one that f/?rougﬁ the [orest Sub-Secretariat... this office was our rc[ugc,
the hand from above that alopearcc/ for our /76/P, T/)C 5tate government, on the contrary, was
focused on creation a /argc @nl'@r/or/}se to centralize the cxlo/o/i’af/on of resources. [ hen the first
/D/Iasc was characterized 53 a )flg/ﬂ' with the state government and in gencra/ against the e ederal
governmcnt..t/zcn we had our heroic Pcnba/ in the commurity.” As the ones with political

institutions and government agencies, there were an increasing number of linkages with
businesses and companies that helped the enterprise to develop strong market
relations, to diversify its productive activities and to be capitalized, in this regard the
visionary community representative, Ruiz, indicates «..we started to get to be known and to be

rcsp@cl'cd, because we demonstrated we can do tfz/n(gs. We started to be included in )[orestrﬂ and
other programs from the /: ederal Govcrnm@nlﬁ..W@ worked in every kind of Proa’uct/v@ act/v/zfy we
could...we even cxportcd charcoal to Gcrmalvy and we started to construct our various Proa/uct/ve
areas. At the time | left—because of sickness—we had a solid social cnt@rlorisc that had faced the
strongest attacks from the opposition groups.” He, again, clarifying the importance and scope of
political linkages explains, “thc Po//’t/ca/ atfiliation to the [K[ was somctﬁfng for convenience - [76//75
the main and almost 0/7@ po//t/ca/ party in Mexico, and ﬁc‘gcmonﬂ. QOur main Pro[)/cm has not been to
have had identitied ourselves with a /Do//l'/ca/ party, our major current Proé/@m is that now that we have
been able to obtain our F residential K@so/ut/on, it should be 6/70[15/’7 for us to become autonomous
and let our comuneros to vote their conscrence, we should base our decisions on /oco/o/c and ideas not

on Part/cs. 7

The San Juan leaders, moreover, identified the importance of ongoing training programs
as a way of strengthening its workforce and becoming fully autonomous from external
technical support. In this regard, its well-known approach of offering short term contracts
to outsiders in order to assign them a community member to accompany them in their
daily activities and to afterwards take over their activities allowed the enterprise to have
more than the 95% of the workforce coming from the community. In this respect Ruiz



indicates “..as part of our po//c/cs, we established permanent training of our commurity members, to
avord /73\///75 /rrclo/aceab/c /oco/o/c and arcas not managcal E)ﬂ our /Dco/o/c.” The control of

management process by locals, moreover, increased the number of local beneficiaries
and contributed to the establishment of a truly indigenous venture.

In agreement with what has been mentioned in the literature on the importance of
accessing varied resources and developing key linkages and human resources
capabilities, the steps taken by San Juan to strengthen institutional structures in
combination with the development of linkages and exploitation of all available resources
was of particular relevance for operationalizing the San Juan business venture. The far-
sighted strategy of establishing key linkages and exploiting all available capitals to deal
with the emerging challenges associated with community-based development initiatives
demonstrates the potential that such an approach has to contribute to empowerment
and the generation of wealth. In other words, to create a wealth that far from being
limited to the acquisition of financial resources and improvement of economic conditions,
also comprises the fostering of local networks of support to generate social
transformation and perhaps also a more holistic community development.

Regulatory Framework

There is no doubt among the founders and other members participating in the
community organization process about the venue and impulse that a friendlier legislative
environment gives to the community-based enterprise. Particularly at the state level,
Cuauhtemoc Cardenas, first as Forest and Fauna Sub-secretary and later as the state
governor, from the mid 1970s to the mid 1980s spurred the communal exploitation of
forest resources by authorizing ejidos and communities, many of them without official
documentation such as Presidential Resolutions of their property rights, to use and
manage their resources. This support given to communities and ejidos by the state
inspired many communities to organize themselves to exploit their resources in a
systematic way, among them the community of Nuevo San Juan. Such important
support coming from a government agency equipped communities with some of the
required instruments to develop institutional structures for the promotion of communal
resource management, and also to control the illegal logging that had been
strengthened due to earlier policies limiting or banning the use of forest resources by
communities. In words of the community representative that took advantage of this
window, the Iawyer Ruiz, ”/4)[tcr the commissions we formed to /'c/cntl}[ﬂ the current situation with

our communal land and resources, we were unable to do much more. /t /s when the government creates
a new program to facilitate the union of Ej/a/os and communities, with and without Presib’@lvt/é/
reso/ut/ons, in order to Prowb’e resources for communal cxp/o/taf/on..t/;af was the window we were
wasting for, we then met with the local institutions of San _Juan and other communities and decided to
form the (rion of EJ/G/OS and (Communities around 1977...before that not our commurity neither any
other without a Presk/@ntfa/ resolution was allowed to receive resource exp/o/taﬁon Perm/ts, but the

/Dr/'vate property owners were allowed to cxp/o/t the resources in their lands, because of their titles,



and to register the [and and receive the titles was not hard.” “ZScforc, while the Agrar/an Ketorm laws
established the aplorova/ of communities in order to make use of communal land, the [orest | aw on/y

requestec/ the Pr@sentat/on of titles in order to P/‘ov/a/e 6xp/o/ta tion Pcrml’fs, 7

As the above quotation highlights, the contradictions present in policies and legislation
from different government agencies and programs would represent a big challenge for a
community that sees itself immersed in a land ownership dilemma, where a sector of the
population developed more steadily through the privatization of part of the communal
land and another more economically dependent sector maintained the land without
titles. Such a complex situation, as the next section explains, would be approached by
learning to negotiate and developing partnerships.

An even bigger challenge the communal enterprise has faced in more recent years, as
has been identified by other authors, relates to the lack of a conceptual and legal
framework for indigenous social enterprises. The enterprise’s social and economic
impacts, which include its role as a primary source of employment in the Municipality,
the fact that it accounts for no less than 75% of the local economic growth, and that it
comprises more than a thousand beneficiaries, are being dismissed when applying
taxation rates comparables to the ones for the private industry. Even though the
enterprise is creating the social value that taxation is expected to be used for, because
of the lack of a defined legal framework, fiscal legislative reforms are actually weakening
and/or reducing the enterprise’s positive outcomes by capturing part of the profits. This
lack of a framework also obstructs the possibilities of strengthening its external
legitimacy as a social enterprise, which in earlier stages helped San Juan to develop a
large number of business and institutional partnerships. Under the new depiction of San
Juan as a private enterprise, moreover, its primary role of promoting collective
development is being ignored and the enterprise is being defined only based on its scale
of operations and economic success.

Other legal parameters constraining San Juan’s forestry enterprise include the policy
shifts increasing support to livestock and agricultural activities, which influence changes
at the local level and exercise pressure on changes to the communal land uses. This
has been identified in some of the land change patterns reported by Sanchez et al.
(2003) which indicates an increase in perennial crops passing from 192 ha to 1,974 ha,
based on comparisons of aerial pictures from 1974 and 1996.

While the communal forestry enterprise has a legitimate role in local socio-economic
development that has been widely acknowledge by agencies and organizations at
various scales, its numerous challenges resulting from the lack of a comprehensive
legislative framework actually limit, to some extent, the overall performance of San Juan
as a social enterprise. However, there is little doubt about the external legitimacy that
such a large communal project has acquired through the years in its primary role as a
social mission oriented entrepreneurial venture, even in the face of the fluctuating
support from regulating agencies. These same challenges, on the other hand, are
contributing to an increase in its level of adaptation and its potential for survival in
changing legal environments and variable external and internal sources of support.



Land and Resource Tenure

The changing government administrations and changes in land use rights in the country
caused significant changes in the Region of Michoacan, similar to the ones taking place
in other regions of Mexico. The shift from the appropriation of communal land and
resources by the government during the administration of Porfirio Diaz in the second half
of the nineteenth century, to the provision of land for large numbers of communities and
ejidos in the early twentieth century strongly impacted the region. These distinctive
policy trends on land and resource tenure have been characterized in the first instance
by a complete dismissal of the ownership rights of peasants and indigenous
communities inhabiting the land for centuries; to these expropriation of ownership rights
was added direct support to transform communal into private land; and in the third
instance by the reinstatement or redistribution of land to groups of individual defined as
ejidos, without providing direct support or recognition of ownership rights to long-
standing peasant and indigenous communities. These policy shifts affecting San Juan’s
legal jurisdiction over their land and resources, also contributed to awakening the
community members and helping them to start exploiting their resources without a
presidential resolution. In this regard, the community Representative Ruiz, talking about
the challenges resulting from the lack of official recognition of ownership rights states,
“Recause of the lack of a Fresidential Kesolution we were not q[]a//}qbd to receive bank credit or

/03175, neither to receive pcrm[ts tfo cxp/oit our owr resources, but the small Proloed:g owners could
because of their land titles...there were too mangy incidents with the small property owners and Pr/'vate
Compan/es, to the Po[nt that we decided to close our main road to give the message that it was enoug/;
of a/)us/ng our resources. 77731‘ 7z w/y we said yes to be Part of the U/?/b/? and cxp/o/t our resources
as a community.” “_after administrative c/%angcs in the ( Jnion that shitted the main focus of [76/’/75 for
the communal benehit, tﬁcﬂ ~ the community — asked me to be the community reprcscntaf/vc, and after
that San Juan decided to scparate itself from the ([Jnion and cx,o/o/i' /ts resources as a 5//75/@
commurity.” “Olur fortune derived from the a,o/ocna//ccs included in the a/oprova/ given to the ( [nion,
which stated that communities could cxlo/o/t their resources //7c7//vic/ua//y it t/n:y were to separate from
the (rion”. “First ég 5@///n‘g dead wood and after timber Jumber we started generating pro[/ts and the
ditferent cap/ta/s that would pretty soon /)640 to establish the cm‘erprise. 7

The large scale, community-based forest management initiative, as its first community
representative indicates, was partially triggered both by the mismanagement of the
communal forest on the part of outsiders and by small property owners, whose
exploitation was not generating benefits for the community: “.outsiders generated wealth

with the San Juan forest. [~ very time we came back from school in Mexico C/iy, we witnessed the
Pass/ng of fu/{y Joaded trucks com/ng down from our l[orest, but bﬂ then we were reason/ng more and
/éccom/n‘g more courageous, and we started (/Juestfon/ng ourselves if our education was not enoug/; to
change the situation..” And again the community representative, who directly contributed
to the formation and strengthening of the enterprise, states: “we started meeting ~ some of

the San Juan /Dro)[cs.s/onals —~and 0gan/zed commissions to evaluate of the current situation of San



“when we

Juan and necessary aspects to drive a communa//y~éascc/ cxp/o/tation of the forest..”,
Jearned that our communal land was a//saplocar/hg in the middle of so many small property titles |
informed our Ioeop/e and t/)cﬂ started to get worried. E ven t/70u5/7 we could see that such titles were
not /cga/ when a/er/v/ng from communal fand, we were still worried, because we knew t/zcy still
rc/orcscnted a threat to our communal way of Iife. We then agrcca/ to generate the necessary financial
resources to take the steps to receive our [residential Kesolution to /cga//zc the owncrsﬁilb of our
fand. 7_/75t /s W/y we turned to our [orest, our Predom/nant resource, to generate the necessary money
to /ega//ﬂ recover ourland”. “Jt was dur/ng my /Dracl'/ce asala wyer when [ realized that the main Proﬁ/@m
communities faced and face was the lack of /cga/ fand and resource owncrs/nlb r{g/ﬁs to secure their
Ivelihoods. Manﬂ of the communities, if not most, on/y had documents dated from the 1 J00s when the
5})3/7/5/7 K/ns/n’f) reco‘gn/zca/ their property /‘/gﬁts, but that were not 0)[)[/’6/3//5 rccogn/zec/ [75

government a‘gcncfes. ”

Aware of the importance of accessing communal resources as the key strategy to
survive as a community, the community representative Ruiz and the Engineer Mendez
consistently and systematically started to take the necessary steps to have official
recognition and jurisdiction of the communal land to generate the necessary financial
resources to recover the land already privatized. As Ruiz explains, “Our documents from

the 5/0317/5/7 K/hgs/wlb had to pass tﬁrou‘g/? a /Da/aco‘grapﬁfc 5tua/ﬂ and a juc//c/arﬂ process, to prove
both their aut/zcnf/c/iy and their /ega//i:g. 7 he idea was to come to an agreement with the /oeolo/c from
our community bc/ng identitied with the Pr/Vatc property sector, after receiving the [residential
Kesolution, that way without creating conflicts with our own /oco/o/c... i Practicc, we were ac/7/cv/ng the
Proloosca/ o[’jcctives, the economic, the social and the jua//cia/ aspects. As an cxamlo/c, instead of
going tﬁrou‘gﬁ J’ua’/c/ary battles with the Prl’vaf@ property owners, we started to negotiate /;uy/ng their
fand on Iocacezfu/ terms. We wouldn’t have been able to do that without money...” The community

started to appropriate its resources without a presidential resolution, but through the
help of the appendices in the contractual agreement of the Union with the Government
and by exercising de facto sovereignty, as Mendez indicates ‘the palacographic study

declared our documents as authentic and with that, [76/’/75 a de facto community and not/w’ng else we
started to enforce our r/g/;ts. T o otficialise our communal Pcrimetcr, we hired the most /mponfant
company on Pﬁoto(grammefr/c 5fud/@5, which came to make the necessary [//g/)f:; over the communal
fand and a/evc/opca/ the mosaic to /'a/ent/@ the boundaries of the communal land. VWe identified 82km
of communal Per/mctcr and after that we hired a topograloﬁcr to reorganize the information based on
topograp/ﬁc coordinates to be able to present Jt to the Agrar/an Ketorm Secretariat, t/;rougﬁ it we
established the foundations that @vcntua//ﬂ facilitated the acqufsft/bn of the land titles (Fresidential

Kesolution) and recognition of the community.”

As foreseen by the founders of the enterprise, the economic resources generated
through the communal exploitation allowed the community to start the process of



legalizing their ownership rights and to start negotiating the reacquisition of the land. At
the time of enactment of the Presidential Resolution for the comuneros of San Juan in
1991 recognizing their land ownership rights, in San Juan there were still 133 pieces of
land registered as private property, comprising something more than 4,000 ha. of the
18,138,323 ha. identified as communal land. The same presidential resolution identified
1,229 as the number of members of the San Juan community. As can be concluded,
the Presidential Resolution bestowed communal land rights, but also left to the
comuneros the responsibility to solve differences with the families opposed to communal
ownership of their land. In this regard, the comuneros, in the interest of recovering the
entitled communal land, have engaged themselves in a search for agreements with the
families owning private land appealing, whenever necessary, to judiciary processes to
recover parcels of land.

In agreement with the literature, the approach of re-establishing the communal
ownership of the land and the forest, the resource-base to support the communal
enterprise, and of putting in place clear resource use and management rules, was of
great relevance for the project. This strategic mind-set contributed directly to having
economic success and increasing the legitimacy of the community-based enterprise
before locals and outsiders.

Informed Leadership

Throughout the remarks made by the founders of the San Juan enterprise quoted in this
paper, a number of significant points related to the important role leadership has played
can be identified. Among the most important characteristics of the leadership
demonstrated by certain key members of the community of San Juan were the principles
guiding the actions of these leaders, the relevance of the core cultural values they so
firmly practice and proclaim, and the level of knowledge, expertise and experience such
leaders had to offer in order to put in place, make function and consolidate an enterprise
whose industrial scale of exploitation, labour commitment, regional socio-economic and
environmental impacts makes it stand out as a large-scale community driven collective
development process.

In regards to some of these basic principles Ruiz explains “when we invited the engineer
Mendez to Parﬁcll’oate in the /oroject - ear/y 19805 — he demanded certain conditions to work with the
commurity. We said yes and offered all the necessary support to start Proc/uct/vc activities. | hen

coes, the communities heads

number one, based on my Jittle cxpcr/cncc, in any community that one g

should be the local leaders. We are saﬂ/ng that he is born t/zere, Lnow/@a’g@a[)/c about ,écﬂ aspccts,
/Daf‘t/c/}:aa ting in communal atfairs, in ev@ryt/ﬁng,- honest in his actions, and iF ma,é/ng mistakes
apo/ogizlhg and at the next OP/:)ortU/vftﬂ correcting himself: Second, do not mix social and /Droa/uct/vc
aspects; my role was to glj/b/e and to orient the /DCO/D/C to par‘ﬁc/pat@ in the /Droa/uct/v@ pr?/'cct And in

that same way Mendez’s role was to be r@spons[ﬁ/@ for the economic aspects, of labour /ssues, of



generating results in a given time. We are /oo,é/ng at two f/7/'/7‘g5 that are basic for any c/evc/olomcnt
endeavour, but that should not be mixed, t/my should respect and support cach other. [ his is what
ﬁappenea’ in our Pat/; to establish the communal entcrpr/sc, Mendez knew his role and | mine, the
P€OP/€ addressed me because / was theirleader and Menc/ez was in c/)a/gc of the Proa’uct/ve Prcject 7

Not less outstanding was their demonstrated ability to reconcile differences with some
opponents, increase participation and commitment on the part of community members,
strengthen communal institutions and ultimately acquiring local legitimacy, by applying
key cultural values of reciprocity and honesty and by putting in place transparent
community and management structures. In this regard, Ruiz's words are self-
explanatory: “some of the commurity members /a/cni’/@/ng themselves with the private property

sector started to see that we were serious in exp/o/t/hg the forest resources and paﬂ/hg to the Pcolo/c
for the timber extracted from their lands, f/my then started to see us with respect. 7 hat is w/y / Lcc/o
tc//lhg Pcolo/c, a/waﬂs spcaé with the t/‘ut/), ,éeelo your woraf be honest and the peop/c will r@sponc/ in

mass.”

The leaders’ level of knowledge and expertise, moreover, contributed to what could be
defined as a locally driven efficient diversified forest exploitation process, where a
vertical integration of the productive areas takes places in order to reduce waste and
maximize profits; where new alternative areas for the exploitation of non-timber forest
products are created and; where productive processes are led by community members
with a clear sense of ownership. In addition, the community’s systematic institutional
empowerment came as a result of this same expert advice on legal matter and ways of
proceeding to strengthen local institutional arrangements and structures to acquire the
necessary internal and external legitimacy.

The conceptions and vision of the leaders of San Juan thus were founded as much on
traditional indigenous values calling for a more balanced generation of wealth and an
even collective social and economic development as on an extensive knowledge on
forestry and legal matters. Their clarity on the steps each one was to take in order to
steadily increase the chances for success emerge and seem to be based on their skills
to both implement communal and productive processes and to represent what they
predicate with honesty and transparency. The following strong statement by the
community representative and lawyer, Francisco Ruiz pictures some of the perceptions,
but also the convictions of one of the leaders of San Juan: “/ndigenous communities have

a/ways been the target of Mexican revo/utionary and post-rcvo/ui’/onary governments. 7—/765 have
tried to a’cstroy us, tﬁcﬂ have not given us what we rea/[g needed, t/;ey have not given us the
oloportun/fy, And for me, that was the /}nportant t/nhg, that the San Juan commurity demonstrated to
them that we can, and we moved forward without their money, without technicians from the government,
without their credit. /\/otﬁ/ng was given to us 5ﬂ the government. We demonstrated that we have the
sutficient Caloaé///ly and that we don’t want to receive l'/7//7g for free, all we ask is to also receive the
O/D/Dorl'un/ly 7



After the second decade of creation of the enterprise, the generational change taking
place in both managerial structures and community structures has considerably forced
the system to release a large part of its accumulated energy and resources. These new
leadership perspectives and management trends, not always in accordance with core
cultural values and interest in the common benefit, have deteriorated the role of the
enterprise as a promoter of collective development and decreased its legitimacy at the
local level. In this regard the first Commissioner for the Forest exploitation, Mendez,
explains: “Afterwards (after the first decade), we see a Po//i'/'cfzat/bn of the administrative structures.

,45 an cxamp/c, the managemernt mcctings became mcct/ngs to consult on communal issues..the
Communal (ouncil’s role is then sulop/antcc/, when decisions /)6/0/75//75 to them were taken at
mana‘gcr/a/ meetings...now it is easy to confound cnteqor/se with community, and at some moments
there is no difference between what is the community and what is the cntcr/cvr/"sc.‘,tﬁcn the Pro[)/ems
start when the heads of communal atfairs /}nposc their will on administrative matters, without /78v/ng

Lnow/edg@ on entrcpr@n@unﬁa/ jssues or of any market refated /ssues, It is then when we start to lose

»o»

our management institutions.” ... in more recent time the maintenance of the land as communal is still

t/76rc, our C/m//enges may be in that even t/70ug/1 the land and resources are for the common well 56/’/75)

It m/g/ﬂ' be éein‘g emp/oycd to further individual or group agcna/as and interests instead of communl’fy
interests.” The social capital and numerous social benefits being generated by the

community-based enterprise, and its increased external legitimacy have contributed to
the maintenance of productive activities and to the adaptation to new socio-economic,
political and environmental conditions. However, even in a situation of increased social
capital, local legitimacy and with it survival and adaptation seem to have been strongly
reduced because of the lack of informed leaders able to make holistic community
development into reality and to properly represent core cultural values to continue
generating social value. The decline, represented both in managerial and communal
institutions has affected the performance and profitability of the enterprise, but has also
triggered the emergence of renewed leadership perspectives that may one day bring the
enterprise to retake its positions as a leading system in the proper management of
commons or otherwise make it to shift to a new system.

Conclusions

This paper has advanced a multidimensional analysis of community-based initiatives for
commons management and development as social enterprises. First, by reviewing
theoretical and empirical perspectives to understand the social and commons-based
enterprise phenomena, the authors develop a basic analytical framework addressing the
nature, and the institutional and structural components of community-based enterprises
that can be used for both theoretical and practical purposes. At the theoretical level the
framework identifies parameters for the analysis of community-based social enterprises,
while at the practical level it can be used as a tool, for both institutional and
organizational heads, to reflect on necessary actions to increase legitimacy and improve
performance. While the analytical model address various major aspects identified in the



literature (mission, vision and values; institutional and organizational structures, capitals
and capacity building and the regulatory framework) it also gives primary importance to
two areas just narrowly emphasized by most authors recalled in the reviewed literature:
the linkage between a commonsl| (land and tenure), community-based enterprises and
the role of entrepreneurial leadership.

Secondly, the analytical model is put to test by examining field research findings on the
San Juan enterprise, a 28 year old indigenous community-based social enterprise in
Mexico. Much of the empirical findings directly support current theory. They dynamically
relate how holistic and integrative community-based enterprises can promote the social
and cultural well-being of a rural and/or indigenous community and its long-term survival
through securing resource tenure.

Commons literature has established the key conditions for the successful administration
of a commons. However, in considering a community-based enterprise as a new
commons and analysis such an enterprise through the lens of the community-based
enterprise literature a number of other factors emerge. Community-based enterprises as
a commons require governing institutions, managerial structures and institutional
arrangements that are cultural rooted, transparent and inclusive. This will ensure the
CBE develops a social mission that is seen as legitimate and provide the internal
conditions for entrepreneurial success. Other factors such as institutional and
organizational linkages across levels, the policy environment and jurisdiction over land
and resources are also identified as enablers and often catalysts of major importance for
the successful establishment and consolidation of the San Juan enterprise. On the other
hand, the research findings address — in a general way- the need of maintaining
coherence and balance between external perceptions and internal realities. The
presence of a large accumulated social capital and increased external legitimacy can
take place even when there is decreased local legitimacy — where mission-oriented
social objectives related to the even distribution of resources and the promotion of truly
collective development may be at risk.

In the case of CBEs social entrepreneurs are key factors in establishing and maintaining
the necessary institutions, structures and strategies of a commons in the face of internal
and external challenges that may prefer to privatize or pillage it for individual gain. As
most quotations in the paper imply, committed leadership, grounded in collectively held
core cultural values, is a primary contributor in the internal and external legitimacy that is
required for a CBE to generate collective benefits from the commons. Thus, what is
acknowledged as successful group or community-based actions are, based on our
thesis, initially and regularly guided by key individuals. The longevity of the San Juan
case draws attention to the importance of succession planning in CBEs. One of the key
challenges facing the CBE is the transmission of core cultural values between
generations of leaders. It is too early to assess whether the transition between
generations of leaders will lead to the adaptation and survival of the CBE or its demise.
However, it is apparent that this is a factor that has rarely been considered in either the
commons or the community-based enterprise literature.
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