CASE STUDY

Ministry of
Natural Resources and
Immigration

Ministry of Natural Resources and
Immigration — Government of Belize

Land Registration Framework

BELIZE TENURE SYSTEMS:

Programme cost:

- LAND REGISTRATION ACT — TORRENS USD $2,125,000
. There are currently 126,360 parcels registered under the Land Registration Act. .
- The Land Registration Act is a property registration statute with properties displayed Number of employees impacted:
- andidentified according to a unique Parcel Identification Number (PIN). 350+

Number of users:
220 internal users — 50+ daily
‘walkup’ users to public kiosks

- CERTIFICATES OF TITLE — NOT TORRENS

- Currently 2,659 properties with a Certificate of Title. Certificates of Title are part of

=~  the General Registry ownership records. This includes both First Certificates of Title
and Transfer Certificates of Title. Customers:

Governed by the General Registry Act and Law of Property Act. CitiZGﬂS rea| estate iﬂVGStO rs
land surveyors, land lawyers,
lending institutions, government
ministries and agencies

COMMON LAW CONVEYANCE (DEEDS)

There are currently 20,776 deeds under the common law system.
Governed by the General Registry Act and Law of Property Act.
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overview

Belize land reform programme — 2006 and 2013

The Trimble team began working in Belize in 2006 to develop
and implement a land information system. Trimble implemented
landfolio to automate and integrate Belize's public land records
and cadastral maps in the Surveys and Mapping, Valuation and

Land Registry Departments, under a single software platform.
Trimble then expanded its landfolio solution to the departments

Location
Belize

of Physical Planning, National Estates, and Inland Revenue, as
well as to six district offices located throughout the country.

CHALLENGES

The land tenure clarification activities generated additional work for
Land Registry in terms of maintaining records and providing various
services to the public. Land Registry didn't have the capacity to
handle the increased workload derived from the urban adjudication
activities, as well as managing the new business processes and
procedures of the land administration environment implementation
(Trimble® landfolio®). This meant that the Ministry of Natural
Resources and Immigration! needed to hire more staff but as budget
resources were not readily available, this took additional time.

The client had not anticipated from the onset of the project, that
ongoing capacity development and staff training was needed.
This meant that a rigorous and repeated training programme was
required. The work ethic of some of the staff was lacklustre, and
there was very little accountability by the supervisory team. As
such, participation in the training curriculum provided by Trimble
was sporadic. This had a negative impact on the speed with which
the solution was integrated into the daily operations. The client
did instigate management changes which provided much-needed
structure and oversight, however, this did not occur until late in the
project lifecycle.

The corruption within the Survey and Mapping Department

was pervasive and some of the staff found the new system and
incorporated controls to be an unwanted obstacle in their activities,
and as such focused on how to prevent its implementation. This
internal divisiveness was not addressed until the management
change within the Ministry.

1 Formerly known as the Ministry of Natural Resources and Agriculture

TRANSFORMING THE WAY THE WORLD WORKS

OUTCOMES:

Trimble worked with the client’s existing team to support them in
operating the system — Trimble also scheduled additional on-site
time to assist the client in the day-to-day operations. As the client’s
team expanded the amount of time required on-site by the Trimble
team was reduced as confidence and capacity in the system
increased.

OUTCOMES:

Trimble worked with the client and the Inter-American
Development Bank to source and allocate additional funds for
supplementary training. To deliver the training cost effectively and
to embed greater sustainability, Trimble revised the original training
approach to include a train-the-trainer programme. This resulted
in “super-users” who provided training and also Tier 1 support to
the user community — both of which increased confidence in the
system. The addition of supplemental resources also provided the
Ministry with the opportunity to revamp the workflow strategy
within the Department. Trimble also worked with the Ministry

to create specialised work groups with knowledge of particular
aspects of the land administration business. This has been one

of the most impactful reorganisational efforts and has led to the
ability to deliver simple title transactions in as little as three days.

OUTCOMES:

Trimble worked with the Ministry to further enhance security of
the data, the system and the overall operational environment
so as to prevent manipulation of the system. By leveraging the
Trimble landfolio environment, audit reports were easily created
which identified the actions of particular users and/or system
administrators. This facilitated Ministry decisions to remediate
the points of corruption. Additionally, Trimble helped prepare
“Procedures Manuals" to create a standard for utilising the
system appropriately.
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Project Outcomes:

lands in Belize.

working days to seven days.

0000

managed by Trimble) was found to contain errors — in some
instances the data was in positional error by several metres. This
delayed the integration of the numerous data sets to the parcel.

@ The parcel data that was created under a separate contract (not

that were accessing the system. The Ministry elected to utilise a
local contractor for the system implementation and did not follow
the specifications provided by the Trimble team. This resulted in
an under-sized environment being installed. The challenge for

the Ministry and Trimble was that users’ perceptions were that
“landfolio isn't working”, when in reality the issues were ICT-related.

@ The ICT infrastructure was inadequate to support the 200+ users
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The successful implementation of an integrated land tenure
system that provides a managed workflow environment for all

A reduction in the average time to register a property
transaction in the Land Registry, from 39 days to five days.

A reduction in the average time to add a parcel or complete a
parcel mutation in the Survey and Mapping Section, from 28

Standardising the Parcel Identification Number allowed for
data to be integrated among the three departments. This
facilitated data cleanup and remediation — a direct contributor
to achieving the outcomes described above.
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in ‘out-of-district’
customer
transactions.

70%

increase

in annual revenue
generated from
MNRA land
fees and taxes.

increase

OUTCOMES:

Trimble provided parcel-correction/remediation through field
survey combined with least squares adjustment, to the newly
acquired orthophotography, and updated the parcel identification
numbers (PINs) on each parcel. This then served as the primary
link to the parcel throughout the database.

OUTCOMES:

Trimble worked with the Ministry and the Inter-American
Development Bank to re-vamp the ICT environment. The Bank
provided additional funds to the Ministry to upgrade its technology
and communications framework which alleviated the bottlenecks.
Additionally, Trimble worked with the Ministry to develop a system
maintenance strategy to provide the environment with regularised
upgrades and enhancements through planned budgeting.,

Final Evaluation Report (2013):

2008 (base) 2008-10 2010-11 2011-12 2012-13

B Annual Revenue Generated (in millions) i~ Increasein revenue from one year to the next (3)

There is evidence of a significant
increase in revenue generation as a
result of the introduction of landfolio in
general and the latest deployment of
the system. Revenue Generation during
landfolio implementation period

(see graphic on the left)

@ Trimble.




Key Insights & Lessons Learned:

changes, elections, intragovernmental rivalries or other related issues. Whilst difficult to predict and/

0 Regardless of the size of the project, politics will have an impact. This could be a result of legislative
or identify, they should be included in the project risk profile.

Data quality, availability and accessibility can significantly impact a project — not only from a cost
perspective, but also from a project management/timeline perspective. It is important not to
underestimate the level of effort that will be required to remediate, integrate and/or ingest the various
and often diverse datasets that are held by the client.

workflows. It is important to learn “why" things are done in a particular way or “why" a change is being
implemented. Therefore, the inclusion of a diverse team of subject matter experts (both hardware and
software skilled) ensures that all aspects of a client's requirements are identified early in the project
lifecycle and incorporated into the strategy and the delivered solution.

e The business process analysis and requirements gathering is not just about technology and software

Client Benefits:

1. Afully functional and integrated national land 7. Greater security of land records thanks to a digital archive
administration environment was developed. and off-site disaster recovery plan.

2. 16 million privgtg and public paper Iajd records 8. Rural land holders of more than 16,000
converted to digital; mapped parcels linked to the ) .
correct land titles/deeds. parcels received secure ownership

3. Increased efficiency of land transaction processing. titles for the first time.

9. 7000 rural parcels were surveyed and declared as

registration sections (areas where it is mandatory to
5. Allexisting land records now scanned, indexed, register land transactions).

geo-referenced (as appropriate) and linked to their
corresponding parcels and/or legal instruments.

4. Significant expansion of the national tax base.

10. The broader land reform agenda was supported by the
production of community land use plans, delineation

6. Areductionin the time taken to conduct a of village boundaries and public consultations on key
land transaction. policy areas.

Trimble Land Administration Solutions

Trimble's Land Administration solutions automate and integrate land registries, cadastral mapping, and the permitting and licensing of
land for governments and businesses worldwide. Through the integration of a broad portfolio of technologies, Trimble provides a fully
configurable, scalable solution to help drive the efficient administration of land and its associated transactions, rights, and agreements.
With deployments in over 50 countries around the world, Trimble is transforming the way land tenure is secured and land-related assets
are managed.

For more information, visit: landadmin.trimble.com
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