
 

 

 

 

 

 

 

 

CAQUETÁ - ASSISTANCE TO 

RUBBER PRODUCERS:  

FROM RE-ENGINEERING TO 

COMMERCIALIZATION  
BRIEF 



BACKGROUND 

The Association of Reforestation and Rubber 

Growers of Caquetá, "ASOHECA", is a non-

profit, public interest association, with 

jurisdiction in the Department of Caquetá. It 

was created on April 17, 1996 to represent 

rubber growers and producers in the 

department, 

strengthen and 

organize the 

rubber guild, 

provide technical 

support and rural 

training in the 

rubber production 

chain as an 

alternative 

sustainable crop. 

Initially, producers 

decided to organize 

themselves as local 

Committees with 

the primary goal of 

improving their 

commercialization 

efforts and deal 

with buyers and 

not just intermediaries. Gradually all 16 

“Veredas” had a basic organization and the 

growers association was formed with support 

from the national government. 

Almost from the beginning, USAID was involved 

in supporting this association, as part of projects 

“Bosques para el Futuro” (Forests for the 

Future) I and II, which promoted the 

“Alternative Development” of viable crops and 

motivate communities to drop coca cultivation. 

Therefore, when CELI Central / Colombia 

Responde technical staff reached out there was 

interest to respond and collaborate. The 

association received grants, processing 

equipment, capacity building and technical 

assistance. new relationship were: a) a business 

process re-engineering of ASOHECA which 

enabled it to become a stronger and 

professionally managed producers association; 

and b) the development of new initiatives in 

rubber commercialization, partnering with 

private producers from the Department of 

Santander, resulting in the creation of Rubber 

Trading Company 

5RS METHODOLOGY 

USAID’s 5Rs Framework is a practical 

methodology for supporting sustainability and 

local ownership in projects and activities 

through ongoing attention to local actors and 

local systems.1  This framework helps to identify 

the key aspects of a system that are important 

for understanding how the systems work, its 

strengths and its weaknesses.  It encompasses 5 

dimensions: i) Resources (light blue arrow): it is 

the “fuel” and consists of the various inputs that 

are transformed into results. They can be 

financial resources (government budget flows, 

private sector investments, donor grants); 

natural resources (fertile soil, adequate rainfall); 

human/in kind resources (supply of trained 

teachers, labor). ii) Roles (colored dots): actors 

(organizations or individuals) that have specific 

functions. iii) Relationships (lines connecting the 

dots); type of interactions that occur between 
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ABOUT CELI-Central-

Colombia Responde 

The purpose of the Program was 

to advance USG and GOC goals 

and results related to the 

implementation of the Colombia 

Strategic Development Initiative 

(CSDI) and GOC’s National 

Consolidation Plan and 

Territorial Reconstruction 

(PNCRT). The basic premise of 

this contract was that armed 

conflict and the illicit economy 

were inextricably linked to weak 

state presence. Therefore, its 

activities sought to strengthen 

state presence as the GOC 

recovers territory and to create a 

minimum level of permanent 

territorial security. 



the actors playing particular roles. iv) Rules (red 

band): refers to formal laws, regulations, and 

statutes; and less formal norms, incentives and 

expectations that influence the structure of the 

system. v) Results (gray arrow): outcomes, 

outputs, measurements. 

Depending on the success or failure of the 

results (value of the expected results), the 

program will influence the inflow of resources to 

keep it sustainable. 

5RS - ASOHECA CASE  

RESOURCES 

- ASOHECA has administrative, technical and 

operative personnel that collaborate in the 

implementation of projects throughout the 

department of Caquetá. Especially the staff 

that is responsible for providing Technical 

and Socio-Business Assistance to the social 

base.  

- CELI-Central through its contributions in the 

projects directed to the rubber industry, 

linked approximately 40 professionals in the 

implementation of the projects. 

- The municipal and departmental 

administrations, and other projects partners 

also provided professionals in the 

implementation. 

- US $ 4.6 million has been allocated for the 

implementation of the projects, including US 

$ 1.8 million from Central CELI, US $ 1.2 

million from ASOHECA, US $ 800,000 from 

the government (National, Departmental and 

Local) and 700 thousand dollars from the 

private sector. 

ROLES: 

- The role of ASOHECA has been to represent 

more than 1,200 rubber producers in 

Caquetá and be the technical implementer of 

different projects that strengthen the 

different links in the chain. 

- CELI Central has financed initiatives that 

contributed to the organizational, social and 

business strengthening of the rubber sector. 

- Municipal Alcaldías as part of the public 

institutions, have provided financial resources 

for technical assistance to rubber producers 

in the field and plant material for expansion 

of planted area.   

- Caquetá Governorate has supported with 

financial resources the implementation of 

Productive Alliances and the research 

processes of new rubber clones. 

- Ministry of Agriculture and Rural 

Development has supported with financial 

resources the implementation of Productive 

Alliances. 

- CORPOAMAZONIA has financed through 

the Forests for the Future project, the 

expansion of areas planted in rubber and the 

implementation of a new technological 

package of Agroforestry Systems in an 

association between rubber, cocoa and 

plantain. 

RELATIONSHIPS 

- It has generated a dynamic of inter-

institutional coordination between public 

entities and organized communities in 

municipal caucheros committees and the 

ASOHECA guild, which has allowed greater 

coordination in the work of strengthening the 

rubber guild in the department. 

- It was possible to establish a commercial 

alliance between ASOHECA and the 

CAUCHERA COLOMBIAN COMPANY, 

which gave life to the international trading 

company Colombia Rubber Trading, which 

will mark out the rubber sector of Caquetá 

towards immersion in foreign trade.  

RULES 

- In each project, operational committees were 

established for decision-making, evaluation of 

progress and, in general, everything related to 

the implementation of projects, in compliance 



with Colombian regulations and donor 

policies and regulations (USAID) 

- The statutes where the rules and business 

practices of the Colombian Rubber Trading 

are defined, were structured. 

- ASOHECA carried out a statutory reform 

that meant the reorientation of the 

organizational course of the association 

through the implementation of a re-

engineering process. 

RESULTS 

- Quality Management System was 

implemented in ASOHECA. 

- Establishment of 682 new hectares of rubber. 

- Re-engineering process in implementation. 

- Creation of the international rubber 

marketing(trading) company Colombia 

Rubber Trading 

- Strengthening of 5 Municipal Caucheros 

Committees in organizational, administrative 

and commercial matters. 

- More than 300 families are benefited directly 

and more than 1200 indirectly. 

- Establishment and strengthening of 3 

nurseries for the production of plant 

material, as strategic business units. 

- Repowering of the rubber processing 

(transformation) plant.  

- Improvement of the physical infrastructure of 

the property (Finca) La Siringa, as a strategic 

business unit. 

- Implementation of school of scrapers for 

farmers and people in the process of 

reintegration. 

CONCLUSIONS 

SUSTAINABILITY & REPLICABILITY 

- ASOHECA members say “there is no going 

back”. 

- Rubber producers are convinced that they 

own their destiny and are prepared to 

confront the ups and downs of the industry 

going forward. 

- They reached and passed a “tipping point” 

and are now in a strong position to continue 

their development trend. 

Although local systems in other parts of 

Colombia may present different environments 

and conditions, it is evident that the CELI 

Central / Colombia Responde methodological 

approach works. 

LESSONS LEARNED & NEXT STEPS: 

 In spite of the difficult initial “barriers to •

entry”, having the appropriate conditions and 

enough support to overcome the not 

productive years, will allow growers of a 

perennial crop like rubber to establish a 

strong agro-industry base. 

 Growers believe that rubber (especially if •

combined with cocoa) can have 10 to 14 

times the profitability of the cattle industry 

and the capacity to generate 2 to 4 full-time 

jobs per ha. 

 It is important to diagnose the Local Systems •

and carefully listen to the actors’ vision of 

what the priority initiatives should be. Often 

trade or producers associations are formed 

simply to qualify for donor resources or 

government support, but little or no 

importance is given to how it works or 

whether it fulfills its mandate. The 

transformation of ASOHECA is a good 

example of the level of change that can be 

achieved. 

 The ideal project initiative should be •

comprehensive in nature (integrality 

approach) i.e. covering a number of fronts: 

enabling economic growth, social 

development, good governance and basic 

infrastructure improvement. Just focusing on 

one of these elements in the territory will not 

have the overall potential impact. The 

synergistic benefits have a multiplying effect.  


