
Key messages
• In highly complex watershed-scale initiatives, 

nested or targeted multi-stakeholder forums 
(MSFs) help to improve the implementation of 
outcomes on the ground and permit a greater 
participation of local actors.

• In this case, the coordination of actors at the 
national level was challenged by the need to 
meet various diverging interests: “Sectoral egos” 
among MSF participants hindered the platform 
from reaching a consensus, as each sector 
tended to prioritize its own needs and interests 
rather than finding solutions to manage the 
watershed collaboratively.  

• For small MSFs implemented at the subdistrict 
level, informal relationships built between its 
organizer, the community and the community 
facilitator proved to be effective in gaining the 
trust and support of participants.

The Integrated Citarum Water 
Resources Management Investment 
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The role of multi-stakeholder forums in subnational jurisdictions
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Summary
In 2018, Indonesia experienced the third greatest area of forest 
loss in the world (339,888 ha), mainly due to land clearing for 
agricultural activities (estate crops), illegal logging, forest fires 
and forest clearing for building settlements. Deforestation 
had repercussions for watersheds because changes to the 
water balance can greatly affect water quality and other 
environmental services. 

The Citarum watershed, located in the province of West Java 
in Indonesia, is one of almost 8,000 watersheds spread across 
the country. Its main river, the Citarum River, was declared 
a ‘national strategic river’ (sungai strategis nasional) by the 
national government due to the important services that its 
watershed provides, which include water for three hydropower 
dams, Indonesia’s capital city of Jakarta and irrigation for three 
key national rice production districts: Karawang, Subang and 
Indramayu.   

Despite the importance of the Citarum watershed in providing 
environmental, social and economic services, there was no law 
that specifically supported effective watershed management 
through regulation. As a result, management became 
fragmented, with each government sector focusing on its 
own mandate and targets, carrying out isolated interventions 
independent of other sectors. This lack of coordination in 
watershed governance was enhanced by the fact that even 
though the provincial government of West Java is, by law, 
responsible for the Citarum watershed’s management, the 
provincial government considered this to be a national 
government obligation. In addition, conflicting interests 
between districts along the watershed often arose, resulting 
in contestations between development and environmental 
protection priorities, as certain regions prioritized income-
generating activities despite being detrimental to the 
watershed. The expansion of industrial activities, coupled with 
a growing rate of urbanization, led to an increase in water 

pollution originating from industrial and solid waste as well as 
in the occurrence of “natural” hazards such as floods, droughts 
and landslides. 

In an attempt to improve the management of the watershed, 
which included restoring the Citarum River’s health, the 
government of Indonesia established the Integrated Citarum 
Water Resources Management Investment Program (ICWRMIP), 
which ran from 2009 to 2014 with funding from the Asian 
Development Bank. The program’s official objective was to 
improve watershed conditions by engaging all stakeholders 
who carried out activities in the watershed to collaborate 
on its management. For this, several inter-related multi-
stakeholder forums (MSFs), ranging from national to subdistrict 
levels, were formed, each having different specific objectives. 
While the national MSF was implemented for interministerial 
coordination, the subnational MSFs focused on solving 
problems on the ground. One of these subnational MSFs was 
developed in the Pangalengan subdistrict, a region located in 
the upper-stream region of the Citarum watershed. This region 
had been greatly affected by the expansion of agricultural 
activities, which resulted in sedimentation from soil erosion 
and landslides that affected the flood pattern in the central 
region of the Ciratum watershed, and further land degradation.

To explore the potential of MSFs in this context, we examined 
the Pangalengan subdistrict MSF (and,  briefly, the national 
MSF). The subnational forum was organized by the Center 
for Climate Risk and Opportunity Management (CCROM) 
of IPB University. The Pangalengan subdistrict MSF was 
established as part of an agroforestry project that 
aimed to build connections between farmers and the 
subnational government at provincial and district levels, 
and to obtain political and financial support to ensure 
the sustainability of interventions beyond the duration of 
the project. The MSF participants included the environmental 
agency at provincial and district levels, CCROM, representatives 
from a farmers’ group in Pangalengan, the head of the farmers’ 
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Figure 1. Location of study area: the Citarum watershed in West Java, Indonesia



shift from agricultural activities that diminished forest cover 
to agroforestry activities with coffee crops. Five different 
interviewees listed two factors as key in achieving this success 
and facilitating the local community’s acceptance of the 
project. First, past interventions had also introduced coffee 
as an agroforestry commodity in the area, which had been 
successful in increasing the income of farmers due to the 
high market value of coffee. Second, the local community 
facilitator – who was assigned by the provincial government 
of West Java to support the project – established an informal 
relationship with the local community that was essential for 
building trust and cooperation between the community 
and the MSF organizer, the CCROM. Furthermore, a series of 
discussions held as part of the agroforestry project outside 
the MSF sessions, between the local community and the 
organizers, offered farmers a chance to express their desires 
and concerns about the technical aspects of the program. The 
organizer also used the opportunity to provide the farmers 
with agroforestry-related technical training and assistance. 

Although the ICWRMIP program succeeded in rehabilitating 
the lands in the upper-stream regions of the Citarum 
watershed, participants of the national MSF thought 
national-level coordination and collaboration had failed. 
They also highlighted that poor law enforcement, failing 
to address environmental transgressions in the watershed, 
overshadowed the achievements of the MSF at the subdistrict 
level. Interviewees manifested that the project’s impact on the 
Ciratum River had not generally been significant. As of early 
2018 – four years after the ICWRMIP project ended – the river 
was considered to be among the most polluted in the world., 
and there had been no improvement in the river’s condition. 
In response, the management of Citarum watershed was taken 
over that year by the office of the president. 

Was this MSF able to address 
inequity?
Almost all participants of the subnational-level MSF perceived 
the forum to have been equitable based on its outcomes. 
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group and a facilitator. Although they played a decision-
making role concerning the project’s financial matters, 
no national-level stakeholders directly participated in the 
subdistrict MSF. For this research, in-depth interviews were 
carried out 24 MSF participants and 10 nonparticipants, 4 
MSF organizers and 4 key context informants from different 
sectors with knowledge and firsthand experience of land 
use and land-use changes in West Java. 9 respondents were 
interviewed concerning the national-level MSF, while 33 
respondents provided information about the subdistrict level 
MSF. The study aims to:
1. identify the processes and outcomes that influence the 

MSF’s effectiveness in achieving sustainable land use 
2. examine how the MSF addresses issues of power and 

inequity in decision-making processes.

How effective was this MSF?
The Citarum project had different results in each of the forums 
held at different governance levels. The study indicates that 
in the national-level MSF, sectoral ego1 problems caused by 
different ministries, which prioritized their own programs 
over the ICWRMIP goals and the Citarum watershed’s 
condition, hampered coordination and limited the program’s 
effectiveness. Therefore, according to interviews with national-
level MSF participants, each actor involved at this level knew 
what the MSF’s plans and policies were, but there was little or 
no effort from the participating stakeholders to work together 
to implement them. On the other hand, participants from 
the subdistrict MSF considered it to be an effective platform 
for knowledge exchange and information sharing among 
participants.

Participants thought the ICWRMIP project’s participatory 
approach was successful in changing the behavior of 
farmers involved in the agroforestry project, promoting a 

1  Ego sektoral in Bahasa Indonesian can be translated as the feeling of pride of 
an institution that considers itself as the most credible institution to produce 
policies and regulations. This often leads government agencies to prioritize 
their institution’s needs and interests, thus refusing to collaborate in a program 
if it jeopardizes their institution’s priorities.

Figure 2. Coffee plantation part of an agroforestry system. Photo by Ade Tamara/CIFOR



Half of the participants from the farmers’ group thought that 
the program promoted equity because it provided a win-win 
solution for conservation while generating income, and because 
it supplied them with agroforestry inputs such as seedlings 
and fertilizers, covered planting costs and provided them with 
coffee-related technical assistance. Two representatives from the 
environmental agency at provincial and district level, who were 
also involved in the MSF, highlighted that the benefits brought 
about by the program’s inclusivity increased its equity. 

The subdistrict project organizer from CCROM, who also 
organized the Pangalengan MSF, reported that the project aimed 
to be inclusive by inviting farmers to participate in the discussions 
and by involving a gender specialist during the design phase 
to ensure the participation of women. However, findings show 
that only a few women got involved in the MSF discussions and 
trainings; others only took part in implementation activities, such 
as by helping their husbands to plant seedlings. 

The national MSF was mandated by the Asian Development Bank in 
order to achieve improved coordination for watershed management. 
According to interviews, a few actors dominated the process and 
outcomes, particularly the ministry responsible for fulfilling the project 
deliverables. Furthermore, as stated by one participant from the national-
level MSF, certain sectors could ignore others’ suggestions and opt to carry 
out their own plan regardless of the recommendations made in the MSF. 

Recommendations 
• Monitoring: To strengthen the MSF’s effectiveness, a monitoring 

system could be implemented to ensure that the tasks agreed 
during the MSF are accomplished in such a way that supports 
adaptive learning. Moreover, law enforcement is crucial to address 
problems in the management of the Citarum watershed. 

• Formulation of common objectives: Jointly setting more specific 
objectives that reflect the needs and interests of all stakeholders 
involved in watershed management would lead to a clearer 
measure of the MSF’s effectiveness.    

• Extending stakeholder representation: Improving the articulation of 
subnational actors in national-level processes is crucial to include 
their needs and interests, and thus equity, in the MSF’s decision-
making processes and its perceived legitimacy. 

• Recognition of capacity gaps: For a more effective participation, 
all MSF participants should have equal understanding of the 
objectives and technical aspects of the MSF as well as of the 
importance of cross-sectoral coordination and collaboration for 
managing the watershed. Capacity building should be part of 
the MSF’s processes, especially for those participants and key 
stakeholders who require further information to participate 
effectively, such as national government actors in the case of the 
subdistrict MSF. 
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Equity
The MSF was perceived to be 
equitable or very equitable by 
88.9% of its participants.

Effectiveness
The MSF was perceived to be 
effective or very effective by 75% of 
its participants.75%

88.9%
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