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RIO DE JANEIRO WATER FUND

The Guandu Watershed supplies 80% of the water used by the 10 million residents of the city of  
Rio de Janeiro. It is also an important site for conservation and for rural development, located in an 
area that harbors significant remnants of the Atlantic Forest and rural communities that need alternate 
income sources. The Nature Conservancy works with local organizations and government agencies  
in Rio das Pedras to create an inclusive project that pays local landowners for conserving and  
restoring forests on their land. Over the last four years, 62 landowners (who own more than half of  
the local area) have joined the project, receiving $110,000 in payments for protecting 7,649 acres  
of standing forest and reforesting 533 acres of degraded pastures.  
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RIO DE JANEIRO WATER FUND

PHASE Design
COMPONENT Multi-Stakeholder Governance
STEP Steering Committee

How many people collaborated to complete  
this step for this water fund? 
10 people

How much time was required to complete  
this step? 
12 months



WATERFUNDS NETWORK OLYMPICS  MAY 2016 The Nature Conservancy | nature.org             4

PROCESS

1. Engagement and mobilization of  
local governments.

2. Engagement and mobilization of Watershed 
Committees in relation to the natural resources 
conservation agenda.

3. Partner Engagement with potential synergy  
objectives and water fund shares.

4. Diagnosis of operational capacity / technical / 
governance of municipalities.

5. Training of the involved municipalities.
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SYNTHESIS
The institutional arrangement is the step that, if successfully imple-
mented, enables the continuation and expansion of a water back-
ground. The commitment of the partners is essential for a water 
conservation project has positive impact. Establish relationships with 
partners is complex and sometimes time-consuming task, but it’s the 
differential for a conservation agenda can be implemented. O engage-
ment of the different spheres of government, civil society institutions 
and the private sector in achieving goals common is the main chal-
lenge: aligning expectations and develop a rhythm of work that every-
one is aligned and committed is a very arduous process, but effectively 
brings good results.

Understanding the operation of each institution, and build an arrange-
ment that enables the optimization of actions and resources, reversing 
on direct results and scale for the conservation of water resources is a 
key point. For example, to understand the bureaucratic procedures for 
the approval of the allocation and use of financial resources for con-
servation of water resources by an entity of government, it is possible 
to identify better ways to work and establish how each partner can 
act aimed at facilitating the process. If at the state level the process 
is slow and complex, it can be simplified when transferred to the mu-
nicipality of scale. For example, by 2011, the funds transfer agreement 
Guandu committee for farmers (PSA) was concluded by AGEVAP. 
However, that year, the Rio Claro municipality enacted the Munici-
pal Law 514/2010, and the following year regulated by the Municipal 
Decree 931/2011, for which now authorizes the municipal executive (in 
the figure of mayor or the Secretary of Environment) to provide finan-
cial support to participants of the PAF project. This promotes a closer 
monitoring of the implementation of project activities, also establishing 
a relationship and trust between the farmers involved.

The change in the field of AGEVAP for the municipality of payments 
mitigated the risk of generating employment relationship between 
payer and payee. Payment has to be proven by issuing a simple receipt 
by the owner who, before the change, subjected to the payment of 
income tax and contributions to the INSS due to the receipt of payment 
to Standalone (RPA).

This allows a gain in scale and brings more landowners to the theme of 
water conservation.
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The existence of an extensive network of private 
partners, public in different spheres (municipal, 
state and federal) and the third sector (NGOs)  
is favorable to the investment of financial and  
human resources and brings diversity in points  
of view, which is desirable. However, one should 
also consider an instance of mediation, it  
clearly can occur divergence of views between  
the partners. Establishing the responsibilities of 
each partner is essential for the smooth progress 
of the project, but it is also necessary monitoring 
and review these functions so that the project can 
be adapted to the extent that any change occurs.

LESSONS LEARNED #1
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LESSONS LEARNED #2

It is necessary to create conditions for local  
authorities to mobilize in the vicinity of PSA-water 
projects - local institutions (municipalities, local 
agencies of rural extension and NGOs operating 
locally) tend to be more flexible and have  
easier access to landowners. For these reasons, 
they should be ahead of PSA-water projects,  
assuming, for example, the role of borrower of  
the resources of the committees and other  
sources and setting-up of technical projects of 
PSA. It is almost consensus that projects to  
landowners tend to be sustained, in time, only 
when local authorities take the lead. It is  
therefore necessary to create conditions for  
local institutions to take the PES projects, either 
through training or the establishment of public 
policies to stimulate and financial incentive. 

An alternative is to make the UGP develop initially 
a central role in the progress of the project, but, 
over time, transfer its deliberative role to munic-
ipalities. It is also important to demonstrate to 
local authorities that an initiative based on the 
PSA tends to be an investment, not a cost to the 
municipality. Besides the environmental bene-
fits, these projects leverage resources obtained 
through various partnerships and funding for ap-
plication in the region.
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LESSONS LEARNED #3

The composition of a legal framework regarding 
environmental services of the municipalities is 
also an aspect that can make a difference in the 
implementation arrangements and longevity of 
water funds. The municipalities have peculiarities, 
either in terms of vocational and economic profile 
of the municipalities, the degree of engagement of 
its citizens, but to establish local law, the city  
becomes the agent of change to encourage  
other levels of government and society so that  
conservation projects can become effective.
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LESSONS LEARNED #4

The presence of a technician with exclusive  
dedication in the water fund local level is essential 
for the institutional arrangement may occur.  
The coach needs to make links between the  
partners, and the facilitator of the understandings  
between them, seeking affinities and also  
assisting in the identification of assignments.  
It helps set the pace of the dynamics related to 
the project, since it can understand how each  
institution can help to establish goals and  
promote their reach.
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