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Local context

Local needs
(local problems, priorities, knowledge)

National and Local actions
(studies, pilot projects, policies, cases, research)

Swiss context

Actors
(Public – Private – Society)

Successful System(s), 
Experiences, Cases

(Knowledge, expertise, research)

Cultural elements

Interests and Motivations

Expertise, experience

Roles and Responsibilities

Limitations

?
?
?

??
?

Sustainability depends on Empowerment, and 
empowerment is achieved by engaging stakeholders 

involving from project conception to project design 
and implementation, and during project monitoring

We want 
sustainable 

projects

Pérez Zeledón

Organizan: Alianza para el proyecto «Gestión sostenible de residuos orgánicos en la Municipalidad Pérez Zeledón»

Costa Rica:

Suiza:

Participatory Action Research: Kurt Lewin 1946; Paulo Freire 1982; Orlando Falls Borda 1977 …; Systems Thinking: … Idealized design: Russel Ackoff

1974 (CW Churchman - student), SSM, Peter Checkland, 1984 …; Sostainable Development: U.N.’s Agenda 21 ...; Community participation-
empowerment: White A 1981, …; Stakeholder Theory: Edward Freeman 1984, …
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We can find:

Local actors with untested ideas due 
to lack of resources

To avoid misunderstandings, 
make it clear from the very 
first dialogue that:

✓ We have a co-financing model (50%)

✓ It is possible that most of Repic's resources 
enable the transfer of Swiss expertise to 
strengthen local empowerment. 

… so they commonly 
think that they have now 
found the resources 
they were looking for!

Local actors with pre-feasibility 
studies and designs not 
implemented due to lack of 
resources

Local need is usually the convening 
point for dialogue!

✓ post-Repic: The sustainability and 
replicability of the project must be 
visualized and demonstrated

✓

✓ The solution must be found at least in pilot 
phase, concrete proof of concept
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Sometimes it is considered that local 
knowledge is already sufficient and that 
there is no need for foreign expertise

Local actors often fail to identify 
opportunities and needs for local inter-

sectoral or inter-institutional cooperation

It is important to make explicit the interest 

of knowing and respecting local knowledge.
Propose a mutual strengthening of capacities 
through the sharing of knowledge both of Swiss 
experts and of the various local experts and 
actors

An external actor              can help identify and motivate 
by facilitating dialogues during the project conception, 

mobilising local networks from the very beginning
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High-level supportReliable Local Coordination

o Is it recognised in the context?
o Does it have experience in the field?
o Are its motivations aligned with the 

potential impacts of the project?
o Does it have decision-making capacity?

In addition to identifying risks and 
proposing actions to address them!

✓

These two aspects apply to generating local 
empowerment and post-Repic actions

Unexpected situations such as pandemics       , 
changes of government or changes of 
representatives in the project team

Brouwer, et al. (2015): 30; GDI (2015): 22; Künkel, et. al. 
(2016b): 44; OECD (2015): 36; Pattberg & Widerberg (2014): 

17; Tennyson (2011): 20 - Cited by Partnerships 2030

Leadership 
logic

Organisational 
logic

CEO

CEO

Involve people at various levels within the 
organisation (e.g. within a ministry or a mayor's office)
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Project

Sustainable organic waste 
management in the 
municipality of Perez Zeledón, 
Costa Rica

2019 - 2022

Pérez Zeledón

Organizan: Alianza para el proyecto «Gestión sostenible de residuos orgánicos en la Municipalidad Pérez Zeledón»

Costa Rica: Suiza:

Pérez Zeledón

Pérez Zeledón

Organizan: Alianza para el proyecto «Gestión sostenible de residuos orgánicos en la Municipalidad Pérez Zeledón»

Costa Rica: Suiza: Switzerland :

Costa Rica:

Organic waste collection:
3000 Ton/Year (Av.)

Province of San José
M. Pérez Zeledón: 

143,000 inhabitants (2017)

Costa Rica



Pérez Zeledón

Organizan: Alianza para el proyecto «Gestión sostenible de residuos orgánicos en la Municipalidad Pérez Zeledón»

Costa Rica: Suiza:

Pérez Zeledón

Governmental representation:
Municipal /  Inter-municipal / National

Academy
(and Laboratories)

Nationally and regionally 
recognised organisation 
(National Coordination)

2018-2050 2020-2050

2023-2050

Decarbonization Plan Composting Plan

Circular 
Economy 
Strategy

Scope of the project (2019-2022) To

✓ Enhance a sustainable composting plant operation
✓ Increase local empowerment
✓ Consolidate a case study with high replication potential

2019

2023

Pérez Zeledón

Organizan: Alianza para el proyecto «Gestión sostenible de residuos orgánicos en la Municipalidad Pérez Zeledón»

Costa Rica: Suiza:

Partnership:

Pérez Zeledón

Organizan: Alianza para el proyecto «Gestión sostenible de residuos orgánicos en la Municipalidad Pérez Zeledón»

Costa Rica: Suiza:

Swiss
Experts
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2019

Theoretical and Practical trainings were doing well ... 

The Project's local 
activities continued

Unexpected events

Solved!
The (empowered)
coordinators
engaged the new delegate to solve 
together the (well-argued) local need

The municipal 
responsible was changed 
during the participatory 
formulation of the 
outline!

Experim
ento Don Bolivar

Noviembre 16

Foto era de control, brócoli

Acá la foto

Foto era tratamiento 1, brócoli

Acá la foto

Hace una semana se sembraron las 

plántulas y se han regado

normalmente cada tercer día, 

aproximadamente 3 litro
s de agua en 

toda la era



Local empowerment 

for cultural change2019

2022

The municipal agronomy office

(created in 2021) promotes urban 

agriculture by providing seeds and 

compost (explaining the impacts of 

the source segregation)

The SWM Municipal 

Office mobilised 

more robust work 

with the municipal 

environmental 

education office



Local Academy role What was achieved
Joint research, 
students' involvement,
publication, 

support with laboratories

Technification of process and quality control

Nutrients, heavy metals, 
physical-chemical ps.,  

microbiological …

+ in-situ monitoring

✓ Adopted by the municipality

Last sample results expected 
at the beginning of December 2023



Other actor-related achievements

Successful Case 

Study

Perez Zeledón is 

currently receiving 

visits from officials 

from other 

municipalities

Additional Infos:

3 Inter-municipal
webinars (2020, 2021)

Turrialba officials, 
2023

Helping to exchange and 
strengthen local knowledge

https://www.repic.ch/en/skat-costa-rica/

Guidelines

Including experience of 

Perez Zeledón and 5 

additional municipalities

https://www.repic.ch/en/skat-costa-rica/


Main Learnings and Requirements

• To extend the duration of the project 
(between 6 and 12 months).

✓ With the same resources, which 
requires strong motivation and 
commitment from everyone

✓ Adapting activities and milestones, but 
without reducing scope

• Integrating new team members (due to local 
and Swiss changes)

• Adapting media for technological issues 
(local ICT constraints or "pandemics")

I have participated in three Repic projects In all three we have needed:

In short: Patience, re-motivation, 
permanent communication, among other 

qualities

My role: Expert

My role: Expert, support 
international coordination

My role: Expert and 
International Coordination



General Recommendations

• Understand individual 
motivations 

• Collectively build objectives to 
align them

• Be careful from the beginning 
      with the expectations 

• Use/create materials and 
communication channels in local 
language 

• Secure permanent communication  
(video calls, collaborative platform and 
joint document management, missions, 
etc.)

• Inform regularly on progress or 
milestones to all partners

• Constantly watch for potential risks or 
potential unexpected situations and act 
in a timely manner

By identifying and “setting up” allies

In the coordination (as such) 

From conception (outline development) 
to completion

• Promote local knowledge sharing

Motivating Being realistic

• Look for a reliable local coordination
• Constantly identify potential allies (public/private)
• (Really) Anticipate risks or unexpected situations

✓ Common: Changes of Government
Conflicts between local stakeholders
 Individual emerging opportunities (e.g. 

  new job)



Thank you
Vielen Dank
Muchas Gracias

Dr. Sandra Méndez Fajardo
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