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Al .  The Prqiect Setting 

The natural resource base of much of Central America is rapidly eroding and 
environmental problems are increasing in kind and severity. The capacity of thc legion to 
meet human needs and aspirations on a sustainable basis is decliriing and per capita 
productivity and incomes are stagnating or diminishing. 

Inequitable access to natural resources and economic opportunity, land pxulation, 
poor land use, high demand for tropical timber, inappropriate policies, and inadelqua& 
government response are the major causes of resource degxadation, environmental. 
deterioration, and the detrimental impact on the quality of human life. 

Within this regional context, Costa Rica is an anomaly, with generally less human 
population p m s m  on the landscape and its rcsourccs, stronger government institutions, a 
rdatively long history of democratic governance and political stability, and more trained 
p e r s ~ ~ e l .  

Nevertheless, basic human needs are not being met adequately on a national1 basis and 
poverty persists in many rural and uhan areas. Furthermore, Costa Rica has one (of the 
world's highest rates of deforestation outside of its protected areas. Deforestation has caused 
soil erosion, water supply reduction, accelerated siltation and sedimentation, and the loss of 
wildlife habitats. Due to the exceptionally high degree of biodiversity in Costa Ric;in forest 
habitats, the actual and potential loss of innumerable species is a major concern. 

During the 1980s Costa Rica underwent major structural changes in the economy and 
was severely affected by the international debt crisis. The conventional government 
structures were not adequately addressing the mounting problems and the existing 
nongovernmental structure was not suficiently equipped. 

The high rate of deforestation and associated land and natural resource degradation 
compromise the ability of Costa Rica to achieve and maintain sustainable development, and 
there are serious concerns that the socioeconomic and environmental gains that the country 
has achieved could be rapidly lost. 

The ~ n ~ u ~ ~  af owh &n&f&g &e uMrmous 
need to conceptualize new resource managememt strategies and institutions. From these 
special situations, the Forest Resources for a Stable Environment (FORESTA) project was 
conceptualized. 



The U.S. Agency for Intmational Development (USAID) Mission in Costa Rica 
approved the FORESTA Project Paper on April 10, 1989. The mission and the Government 
of Costa Rica (GOCR) signed the Technical Agreement shortly thereafter. USAID 
contracted Price Waterhouse to assist in establishing the Foundation for the Development of 
the Central Volcanic Cordillera o E C O R ) - - a  private nongovernmental foundation with 
a government-appointed board--to execute FORESTA. The Cooperative Agreement to 
permit FUNDECOR to implement the FORESTX project in close collaboration with the 
Ahistry of Natural Resources, Energy, and Mines (MIRENEM) was not signed until June 
1991. A Project Anticipated Completion Date (PACD) of March 31, 1996 was established, 
reducing the original seven-year life of project to less than five y m .  Thc PACD now fglIs 
just before the closure of the USAID mission in Costa Rica. 

The project provides for combined resources totaling $22.5 million, including $7.5 
million ftom USAID and the equivalent of $15.0 million in local currency from the GOCR. 
The project provides for the creation of a $10 million endowment fund (the major portion of 
the GQCR contribution); the interest on this endowment is t.xpecsed to provide the core 
operating costs of FUNDECOR upon FORESTA's completion date. 

The FORESTA project focuses on the Area dc Conservacidn de la Cordillera 
Voldnica Ccntral (ACCVC)-the central volcanic highlands of Costa Rica. The ACCVC is 
a critical ecological region and economic zone for the development of the Central Valley and 
is adjacent to the major urban centers, including the capital city of San Jod. It is the major 
source of water, for example, for a majority of the population. L 

A3. Goal and Purpose of FORESTA 

According to the Project Paper, the goal of the project is 'to support Costa Rica's 
long-term economic development by conserving and developing its renewable natural 
resources u p n  which sustainable economic growth depends. * 

The purpose is 'to develop forestry and agmforcstry as economically and ~ l o g i d y  
appropriate land uses in the buffer zones around the Braulio Camillo, Pods, and Iraztl 
National Parks and other natural protected areas of the Central Cordillera, and to support 
management of these pmtected areas. This is be accomplished by supporting the 
development of an independent private foundation ImJNDEeOR] which has been created to 
provide direction, technical assistance, coordination and funding to (a) improve the 
management of the national parks and other natural pmtected areas in the project area 
(ACCVC), (b) promote the sustainable management and production of the natural forests of 
the buffer zone around the parks, and (c) assist the rcsidcnts of the area to improve their land 
by i n @ m w  t r e e  intn 

According to the bilateral assistance agreement (1989), FORESTA would 'help to 
impmve the management and use of Costa Rica's protected areas and of the buffer zones 
surrounding them through improved land use management and planning, enhanced integrated 



forest industry, and expanded community awareness md participation in the Central 
cordillera." 

The mission of FUNDECOR, the implementing ;mtitution, is the 'consemation, 
development, and sustainable use of the natural and cultural m o m  of the ACCNC." 

The! underlying philosophy of FORESTA is long-term sustainable development in a 
critically important ecological and economic region of Costa Rica. Particular emphasis is 
directed at consawtion of forests and associated natural resources (biodiversity, soil, and 
water), as indicated by the title of the project, 'Forat Resources for a Stable Environment." 

A4. Objectives of the Evaluation 

The objectives are twofold: 

To assess the progress toward achieving the F Q m A  outputs as expressed in the 
Project Paper logical framework and the revised FUNDECOR logical framework 
of June 1993 to review the strengths and weaknesses of each and develop the most 
appropriate ou~u t s  to be achieved by FUNDECOR during the remaining project 
period. 

To assess the institutional development and implementation capability of 
FUNDECOR and to develop a set of threshold indicators that the mission may use 
to determine when FUNDECOR is institutionally mature to qualify for its local 
currency endowment. 

B. Project Components of F'ORESTA 

B1. General Operations 

This component supports the establishment of FUNDECOR as executing institution 
capable of influencing natural resource management in the ACCVC, the development of an 
overall strategy for the ACCVC, improvement of the forest and park protection system, 
establishment of multi-use operations centers for forestry and park activities; in strategic 
locations throughout the project area, and the development of an environmental education 
program. As part of the institutional development of FUNDECOR, the GOCR and USAID 
have meailed a $10 million endowment fund to ensure the financing of FUNDECOR'S core 
budget needs once the FORESTA project has ended. 

B2. Management of Protected Areas 

This wrnpnmt nT FnEESTA is & g d  @ giiiric arrd sqpm ~e management of 
the protected artas of the ACCVC to ensure the long-term stability of their 
ecologicaYbiologica1 values and to enhance the economic benefits derived from improved 
park management (chiefly visitor facilities and services) to local people. 



The activities planned for this cornponeat include prepring management plans, 
marking protected area boundaries, purchasing private land through national and intunafional 
fund-raising, improving visitor facilities and services, promoting natumriented tourism, and 
integrating local communities into protected area management activities. 

B3. Management of Nahral 'Fonests for Production 

'iilis component includes assisting in the prepaxadon and implementation of forest 
management plans by developing guidelines for all aspects of forest harvesting operations 
(tree selection, logging practices, road construction, and postharvest silvicultural treatments 
to promote natural regeneration and growth). It dso includes support for conbracts for 
applied research to test selwtive cutting and strip cutting systems and to improve forest 
management guidelines. Finally, it provides technical assistance and financial incentives for 
the establishment of one or more private forest enterprises. 

B4. Integration of Trees on Farms 

Through this component FUNDECOR will encourage reforestation and agroforestry 
on deforested lands and promote the participation of community and grassroots organizations 
in the conservation of the natural resources of the ACCVC. 

FUNDECOR will also provide technical and material support for the establishment of 
communal, family, or commercial nurseries and ensure the availability of good quality seeds. 
It will arrange for short courses for tree planters and nursery operators and will contract two 
teams of extensionists to promote agroforestiy. 

FUNDECOR will include biological diversity and the creation of wildlife habitat 
among the criteria for selecting the species to be promoted in reforestation and agroforestry 
activities. 

C. Assesrment of Progress is M)IUBTA Components 

The project has established FUNDECOR as a strong and respected institution with 
excellent management systems and exceptionally creative approaches to the conservation of 
the forests and d t e d  m u r c e s  of the ACCVC. The strategic management document is 
nearing completion. FUNDECOR has provided funds for the purchase of equipment for 
park protection activities and for the construction of operations centers in the field. 
Protection violations have incxead  but judicial actions languish. There are excellent 
collaborative relationships and contributions by MIRENEM and the National Park Servicc 
S d C- D t  & w e  @ G .  A amiduairie mount of time was 
devoted to negotiations related to the mdowmcnt, but much remains to be done. 



a. Mansgemen: of Protected Areas 

FUNDECOR made significant changes in the logical framework of FORESTA that 
resulted in a much more manageable set of activities and more realistically achievable 
outputs. They also resulted in the reallocatbn of varying mounts of funds among different 
lint-items. 

The technical management and administration of national parks progressed admirably; 
there is a strong working relationship with the SPN in support of park planning, 
management, protection, and financial self-sufficiency for the parks; an integrated 
management plan for national parks is nearing completion; visitor facilities and services have 
been substantially improved; research p!ans covering biodiversity and cultural resourccs have 
been prepared; some initial collaboration with other institutions in research efforts and other 
activities has begun. 

Innovative financial anangements related to user fees and concessions for park 
facilities and services have created a trcnd toward self-financing for the national parks, which 
has rarely been achieved anywhere. 

Current activities in training, environmental education, community participation, and 
field marking of critical park boundaries are progressing. However, additional focused work 
must be done to achieve PACD outputs and the broader FORESTA objectives. 

C3. Management of Natural Forests for Production 

Since the intensive program review of FORESTA by the board and staff of 
FUNDECOR in 1992, FUNDECOR has concentrated heavily on the management of natural 
forests. It is not surprising, therefore, that the most impressive achievements have been 
made in this component. 

These achievements include the large amount of natural forest under a form of 
management that is probably sustainable, the pxeparation of logging guidelines, the 
streamlining with DGF of the pmedures for preparing and apprcjving management plans, 
and the sale of timber from managed forests through an innovative system of auctions. 

FUNDECOR has, at least temporarily, abandoned attempts to develop an enterprise 
based on integrating timber harvesting and wood processing. They have, however, 
proposed an innovative enterprise based on ecotourism that wouM ensure that large tracts of 
forests are left intact and that many of the economic benefits of ecotourism would accrue to 
the owners of these tracts. 

FUNDECOR has taken innovative actions to implement this component. It is using 
Organhation for Tropical Studies (OTS) research to develop a native species plantii~g 
program and has an agreement with OTS to select and test seed trees, pay seed tree owners 

vii 



to protact their tree., and collect seeds. Other activities include technical and financial 
support for fledgling nursery businesses, collaboraiive arrangements with local oqpnhtions 
for reforestation, and assisting landowners in arranging for refmtation and obtaining DGF 
approval and subsidies. 

Little progress, however, has been made toward achieving the broader objectives of 
the component through oiher activities related to the r e f o ~ o n  of land not capable of 
sustaining agricultural production, the introduction of agroforestry on a growing number of 
farms and ranches, and the participation of a significant percentage of the ACCVC &dents 
in activities to incorporate trees on farms and other deforested arms. 

FUNDECOR'S accomplishments in organizing landowners and other residents of the 
zone to develop the native species reforestation program are impressive. However, even 
though FUNDECOR has established good collaborative relationships with ,several community 
organizations, i t  is the evaluation team's view that a systematic program wtivity, similar to 
what is observed in other FUNDECOR activities, is now needed to help facilitate broader 
conservation and improved land use practices. 

D. Overview Assessment of FUNDECOR 

A broader review is now needed to judge progress towards achieving project purpose. 

Given the major challenges FUNDECOR leadership initially encountered, the 
evaluation team was impressed with the extremely quick fashion in which a professional 
organization was created and set about doing very innovative, business-oriented, and cost- 
effective activities in the ACCVC. FUNDECOR has well-trained and highly qualified staff 
to carry out its natural rtsource consexvation activities. The high level of cxccutive 
leade&ip resonates throughout the organization, which is prc&ely why FUNDECOR is so 
effective in project implementation in the field. The new GOCR is already learning much 
from FUNDECOR as it pursues its aggressive p r o a n m t i o n  agar&. 

FUNDECOR is also characterized by a high l m l  of imagination and creativity in 
project design and problem solving. The methods and techniques used in managing natural 
forests for production are among the best and most imovative that the evaluation team has 
observed in tropical forestry. The methodology used to define 'critical ecological areas" is 
indicative of the skills and intellectual rigor within the institution. The 'Eco-CampsW 
proposal, which will ensure that large fomted areas are left intact and that locat forest 
landowners will benefit, is a truly innovative fonn of emtourism not observed elsewhere. 

Although these are undeniably significant accomplishments, particularly in light of 
what we now know about programs with similar objectives, these same achievements must be 
pnt 1- & ~ b &  &$gj-&3 v m  a & rnrajm =me (jf the F m A  expaience. 
They concluded that 'the most important accomplishment of the project will bc the 
strengthening of FUNDECOR to become a permanent self-sustaining private organization 
primarily responsible for the control and use of the natural resources of the ACCVC." To 
best achieve this objective, the evaluation team strongly believes that a select number of 



targeted efforts must be quickly mobilized to generate a s e a m  financial base. While an 
endowment will create the important core structure, FORESTA ~bjcc~tives and the daunting 
challenges obsuved throughout the ACCVC requin: that a series of selected activities bc 
pursued. 

The recommendations listed below are designed to help establish the financial base for 
a sustainable institution and stimulate the development of a series nE targeted stxategies more 
directly compatible with the b d e r  FORESTA objective. ?Ve based these nxommcn&tions 
on budget calculations that indicate that sufficient resources exist to initiate some of the 
proposed activities described in Section VII of this evaluation. This ,?ppzuach will also 
generate more interest by numerous donors, research centers, PVOs, businesses, etc. The 
team is concerned that unless significant progress is soon made, a unique opportunity to truly 
re-establish the permanent structure for achieving FUNDECOR'S mission statement will have 
been lost. 

E. Recommendations 

The recommendations of the evaluation team are treated in two categories: (1) 
highest priority activities and (2) strengthening of existing outputs: new outputs. A reduced 
number of outputs fmm the original project paper and the FUNDECOR strategy document is 
noted. 

El. Highest IPriority Activities 

That FUNDECOR continue to wlktborate in discusions and negotiations with 
USAID and GOCR to finalize details to transfer the endowment to FUNDECOR. 

That FUNDECOR begin to engage seriously in the search for long-term project 
funding through the preparation of proposals, the formation of institutional 
partnerships for joint ventures, and networking in national and international donor 
circles. 

That FUNDECOR takje a leadership role in the preparation and implementation of 
a comprehensive, integrated research pmgram with institutional partners in support 
of sustainable development activities within the ACCVC, focusing on conservation, 
management, and monitoring. 

That FUNDECOR prepare and begin to implement a long-term training and staff 
development program for FORESTA personnel-from the board to the park ranger 
and the small forest manager in the field. 

'IlrIt -FUN'S- =4 it p b k  a d  secoor coiiaborators devdop and begin 
the implementation of a strategy and pgmm for community participation in 
FORESTA activities in the field and for environmental education. 



That FUNDECOR hire or se& to have assigned three staff members to take lead 
responsibility for these priori. ty activities, including a f u n d - ~ / m a r ~ g  expert, 
a research and training coordinator, and a social scientist in commuity 
participation/social rnarketing/environmental education. 

EZ. Stmngtheuhg of Exist@ Outputs New Outputs 

Global operations. Strategic planning for FUNDECOR operations beyond the 
PACD, creation of a technical advisory board (TAB), improved forest protection 
system. 

0 Management of protected areas. Consolidation of park management plans, 
increased marking of park boundaries in the field, strategy for exploiting area's 
cultural resources. 

o Mhagement of natural forests for produdion. A system for continual 
improvement of forest management standards and logging guidelines, maintain 
projected levels for both natural forests under management plans, development of 
forest-based enterprises-including "Eco-Camps," mearch and monitoring of 
management impacts. 

Integration of trees on farms. Native tree plantations, community organization, 
agroforestry , and secondary strategic plan. 

F. Conclusions and a Special Opportunity for USAID 

Significant priority activities and strengthened outputs have been indicated as essential 
targets towards achieving the project purpose. These recommendations should be viewed by 
FUNDECOR and USAID in a very positive and constructive light. FUNDECOR will also 
likely serve as a model for other conservation and development activities elsewhere. There 
is great potential and the lessons and approaches developed in Costa Rica should have 
applications to other areas, other donors, and to the broad nongovernmental organization 
(NGO) community. 

It is the team's conclusion that during the next tweyears, a time when mission staff 
resources will further erode, USAID should give special sustained and systematic support to 
FUNDECOR. A critical transition period during which FUNDECOR must prepare for the 
post-USAID era is now underway. Guidance and support, along with targeted assistance to 
make the smoothest and most productive transition, is needed. This is still a somewhat 
fragile structure and USAID guidance and assistance will be critical. Unfortunately, 
examples of successful ht;o~t;na h1-n~ pqje ~f ee7 y-J ~8 m; f l ~ ~  hm 
of none. 

While we recommend that USAID treat this project in the best light possible, we 
recognize that staff resources are declining, We have suggested USAIDJW and 
USAID/ROCAP-based projects that might be mobilized to provide special assistance now and 



- - - beyond the PACD. FJNDECOR has brought outstanding creativity to the task of linking 
consemtion and development, the two essential dements of any sumhab1e development 

- 

strategy. Much is at stake and the hope is that this special experience is appropriately -- 

- supported during a critical period. 



This Section provides an overview discussion for this comprehensive assessment of the 
Forest Resources for a Stable Environment (FORESTA) project. It includes the: (1) 
background for the project and evaluation, (2) purposes of the evaluation, (3) methodological 
approaches undertaken by the team, and (4) special environmental, economic, and policy 
conditions observed in Central America and Costa Rica during the lae1980s, when 
FORESTA was designed. The convergence of these special external conditions created a 
series of problems that helped generate this highly innovative and comprehensive response. 

A. Project Background 

The FORESTA Project Paper was approved by the U.S. Agency for International 
Development (USAID)  Mission in Costa Rica on April 10, 1989. The Technical Agreement 
with the Government of Costa Rica (GOCR) was signed April 28, 1989. The FORESTA 
project focuses on developing and introducing economically and ecoiogiczdly sound forestry 
and agroforestry programs under a new operational mechanism facilitated by the project- 
created, nonprofit organization, the Foundation for the Development of the Central Volcanic 
Cordillem O E C O R ) .  Due to numerous delays in completing the conditions precedent, 
the Cooperative Agreement to permit FUNDECOR to implement the FORESTA project was 
not signed until June 3, 1991. A Project Anticipated Completion Date (PACD) for March 
21, 1996, was established. 

The project focused on an ecologically diverse and strategically important region of 
2,280 square km, known as the Area de C o n h 6 n  de la Cordillera Voldnica Central 
(ACCVC). (See Figm 1-1 at the end of this section for a map of the ACCVC region). The 
ACCVC includes Costa Rica's two most popular national parks plus three additional parks 
served within the ACCVC with an area of 66,752 ha. In addition, the ACCVC includes 
three forest reserves with an area of 46,772 ha, four forest protection zones with an area of 
7,200 ha, oce national monument with an area of 218 ha, plus 290,187 ha. for the 'buffer 
zone" area. The area contains the country's principal tourist area and watersheds, valuable 
coffee production areas, and considerable exotic plant and fauna. The interrelated physical, 
economic, biological, and sociocultural aspects observed within and around this conservation 
area make it a region ideally suited for introducing the consenration and development 
strategies FORESTA embodies. 

The project ori-Wly budscted for m m b d  U.S. anA GCYX rsesxiicss & $22.5 
million. Conceptually, the project was the start up phase to develop a long-term institutional 
mechanism to support conservation and development activitia in the ACCVC. Support 
includes $7.5 million from USAID and an equivalent dollar investment of $15 million 
colones from the GOCR, and provides for the creation of an endowment fund of $10 million, 
the major portion of the GOCR contribution. The interest generated from this fund will 
permit mTNDECOR to have a permanent means for financing its basic optmtional costs after 
the PACD. FORESTA's overall activities and objectives as described in the Project Pspr 
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would be financed from projects developed from other sources to include user fces, the 
GOCR, Costa Rican and foreign foundation and private sector institutions, and other donor 
sources. 

Thc first project evaluation was scheduled to be initiated 30 months after project sign 
up. However, due to the extensive delays associated with the project's start-up, it was 
delayed until thir. year. In April 1994, USAID's newly created Environment Center in the 
Global Bureau requested the Development Stntcgks for Fragile Lands (DESFIL) project to 
aecruit a team to undertake this evaluation. Chemonics International, which manages the 
DESFIL contract, engaged a team of consultants through a buy-in to conduct the evaluation. 
The following persons comprised the team: 

David Bathrick, institution development specialist and team leader 
Edgar Briceno Rosales, financial analyst 
Howard Daugherty, intmational conservation and development specialist 
Robert Mowbray, foresthgrofores try specialist 

The team's principal contacts with the USAID Mission were project officer Michael 
Maxey (who is also their program officer) and the mission's technical Uson, Froylan 
Castaiieda, the forestry and park management technical advisor employed under FORESTA's 
technical assistance contract with Rice Waterhouse. Mr. Castaiieda accompanied the team 
throughout most of the assignment and participated actively and substantively in team 
deliberations. 

B. Pu~pose of Evaluation 

The two major purposes of this onornonth midterm evaluation were to (1) 
FO-s o m  

d e v w  of . . and (2) iJsesuE . During July 1992, 
new FUNDECOR leadership had developed a revised project logical framework; to conduct 
the first objective, USAID requested the team to review the project "outputs" generated from 
this exercise. Pcrsuant to these reviews, USAID requested the team to develop the most. 
appropriate outputs and activities for best accomplishing the project's purpose during 
FORESTA's remaining two years. 

To most effectively accomplish the multiple purposes of this midterm evaluation, 
deemed critical for helping guide U S A . ,  GOCR, and FUNDECOR during a crucial period 
of project evolution, the team adhered to the very comprehensive work developed by USAID 
(see Annex A). In effect, it required that five discrete products be developed: (1) review 
and assess status of FORESTA ]Project Paper outputs; (2) review and assess status of the 
FORLWA ,mi *-*ask c i i tp ;  <3j &v&p tI-re most outputs and 
activities to guide the project to PACD; (4) conduct an instibtional analysis of mJNDECOR; 
and (5) develop the most appropriate criteria and control mechanisms to guide USAID's 
release of the endowment. 

The challenging exercise was complicated because of the dramatically changing nature 
of the USAIDIGOCR biJateraI assistance program. All of the mission's programs arc 
scheduled to terminate six months after the FORESTA PACD in September 1996. USAID's 



capacity to prwide the usual follow-up to help guide post evaluation activities and related 
nurturing usually associated with institutional development projects, would be limited. In 
prqraration for the future, the missian was alrcady downsizing its staff and program 
responsibilities. 

C. lMethodology and Approach 

The evaluation was conducted between June 29 and July 30, 1994. Prior to departing 
Washington, D.C., the team leader met with individuals with recent experience with 
FORESTA including, Gary Hartshorn (vice-president for science at the World Wildlife 
Fund), Phillip Church (team leader of a USAIDIW Center for Development Information and 
Evaluation (CDIE) global progfam which had just completed an impact evaluation of 
FORESTA), and Albert "ScafF Brown (team I& cif the recently completed Regional 
Environmental and Natural Resource Management (RENARM) project evaluation, completed 
for USAIDIROCAP by Chemonics International). 

Upon arrival, the team embarked on a series of briefings and follow-up intexviews 
with an extensive list of USAID, GOCR, FUNDECOR, Price Waterhouse (the project's 
technical assistance contractor), private sector, nongovernmental organization (NGO), land 
owners, university, and research center representatives in San Jose and in various field sites 
in the FORESTA project area of opations, the ACCVC. See Annex B for a list of the 
team's contacts made during the evaluation: see Annex C for the bibliography of materials 
reviewed. 

Fourteen person-days were spa t  throughout the ACCVC gaining invaluable 
perceptions fiom program leaders and workers, collaborators, and with actual program 
beneficiaries and participants in the major action areas within the ACCVC. Prior to leaving 
Costa Rica, the team shared their draft report with USAID, GOCR, and FUNDECOR 
officials. Pursuant to a comprehensive review in San Jose, the report was finalized in 
Washington. The report benefited from the oral observations and written comments provided 
by USAID, GOCR, and FUNDECOR officials. The final report and ~mmendat ions  
reprcscnt the collective judgement, and wherever possible, the consensus of the evaluation 
tcam. 

D. Mid-1980s Project Setting and Current Policy Environment 

This portion provides a background description highlighting the major environmental, 
economic, and structural changes that defined the two principal parameters driving 
FORESTA's implementation: (1) the strategic execution of activities that 

dm- and (2) the formulation of a new private self 
sustaining foundation to effectively v a  . . 

WQ& in the ACCVC. 

Dl. Central American Natural Resource Management Dynamics 

Central America is dependent on its renewable natural resource base to meet the basic 
needs and aspirations of the human population of the region. This resource base is rapidly 
being eroded-figuratively and literally. Environmental problems are rapidly mounting in 



kind and sevetity. The capacity of the region to meet human needs is declining and per 
q i t a  productivity and incomes are also stagnating or diminishing. 

Poor land use practices and over-exploitation arc most frcqutntly the causes of 
resource degdation, environmental deterioration, and the concoxnitant m t a l  impact on 
the quality of human life. The limited ability of governments to respond to ~apidly changing 
anditions is a significant contributing factor, as well as the Lack of an appn,priatc 
international response. 

Although the 1980s were also a period of intense political turmoil and civil strife 
within the Central American region, environmental concerns increasingly were coming to the 
attention of the regions political leaders. The principal @Onax response to such 
developments was USAIDLROCAP's KENARM projcct, a $60 million, 10-year activity that 
was authorkd in 1989. 

D2. Sustainable Development for Costa Nca 

Within this general regional context, Costa Rica is an anomaly, with lea human 
population pressure on the landscape and its resouces, stronger government institutions, 
more capable political leadership, and an area where a large number of national and regional 
centers of excellence reside. Neverthelw, basic human needs are not being met adequately 
and poverty pemhts in many rural and some ur&an arras. Furthermore, Costa Rica has one 
of the world's highest rates of deforestation outside of its protected areas. The country lost 
more than half of its remaining forests between 1970 and 1990. Forecasts indicate that Costa 
Rica will be a major net importer of timber before the end of the century. Associated with 
the deforestation has been serious problems of soil erosion, reduced water supply, accelerated 
siltation and sedimentation, and the loss of wildlife habitats. Because of the exceptionally 
high degree of biodiversity in Costa Rica a major concern is the actual and potential loss of 
innumerable species. 

The principal causal factors of deforestation have bccn the demands for agricultural 
land, the conversion of f k t  to pasture, and the high demands far tropical timber-both 
internally and in@naatidy. During the 1980s, thexe was increased agreement that the high 
rate of deforestation and associated b d  and natural resource degradation was compromising 
the ability of Costa Rica to achieve sustainable development. Radical stmtegies and new 
operational systems needed to be expeditiously introduced to assure Costa Rica's future 
growth and well being. 

D3. Economic Situation and Changing Policies 

3imiiar oo orRer Udn American countries during the 19809, Costa Rica directed 
significant policy and structural =forms toward the transformation from an econo~mic 
development strategy driven by import substitution to a more export market driven strategy. 
Also, due to debt problems, public sector expenditures had to be reduced-particularly staff 
positions. To help f.acilitate the new market oriented approaches, public sector institutions 
had to be streamlined to function more as facilitators of change. 



Within this context, the forest sector was identified as seriously handicapped. 
Outrnakd policies, had, in retrospect, reduced incentives for assuring the most appqxhte 
land management pfac!icts and growth investment ogpo~ t i es .  Under this legacy, no logs 
could be qmrted. There was a very high import tax on finished wood products (1,230 
penxnt). Saw milling and procashg opaations were notoriously wasteful and inefficient. 
Consequently, land owners and pfocessors had little incentive to efficiently manage forest 
T~SOUI-CCS and products. 

Further, the land cleaning activities of the 1970s and 1980s promoted by other 
misguided subsidies prompted deforestation and forest conversion to open pasture and 
agriculture land. Later, many of the new enterprises observed productivity declines due to 
changing markets and resource management practices. However, f~ destruction and 
overexploitation of avaiiable h d s  still occurred, due in major part to more limited 
renumcrative employment opportunities and low lev& of family income for a relatively 
small, but still significant, number of rural residents. For this segment, low productivity 
agriculture and related land clearing activities were an important option. Concurrently, the 
new interest in ccotourism was helping foment a tourist boom. Tourism now ranks second as 
a source of foreign exchange and is expected to expand to soon be number one, as coffee 
prices revert to traditional levels. These complex developments, combined with the 
in- costs Costa Ricans pay for imported wood products, have forced economists, 
foresters, and policy makers to seriously reconsider the established policy framework. 

A USAID financed draft policy study ('Incidencia del Comercio Intemacional Sobre 
la Econornia del Sector Forestal Costarricensew by Rigoberto Stewart) concluded that policies 
had evolved to the point that landowners and wood proasson received 50 percent 1:s for 
their products when compared with the prices observed on the intemational rnarkts. These 
and other 'incentivesw contributed to alarmingly high deforestation rates, with immense 
economic and social costs. Some thought more market liberalhation practices were needed if 
the sector was to make its appqniate contribution to the nation's economy. If properly 
executed and the level of value added activities incnased, forest conservation objectives 
would also be f8cilitated. 

D4. Strategic and Institutional Responses 

Within this dramatically changing policy context, major structural and new 
institutional approaches began to be considered. While very dedicated public sewants were 
undertaking heroic conservation/protection activities, most government agencies dealing with 
natural resources were notoriously inefficient, not respected by local land users, and (due to 
the prevailing system) certain controls w a  not =forced. 'Policew practices in and of 
themselves would not be the solution and might even be part of the groblem. Inmasin&, 
a r m  kjp w ccmdmk that bi.estry devdopmmt strategies had to embrace the working 
precept that in addition to the policy com*ionr, inequitable access to economic opportunity 
is a major cause of deforestation. Therefore, opportunities for increasing sources and 
renumeration for local employment must also be pursued. 

Although new forest and land management strategies to accomplish this objective had 
to be devdoped and rapidly introduced, in light of GOCR budget limitations, the national 
treasury would not be the sole solution. An i n d  number of NGOs had becomc more 



directly involved in park and associated resource management activities and were generating 
funds from a variety of foreign and local s o m .  While some of these organizaticons w m  
paforming well, increasingly in the late 1980s, some were encountering considdble 
difficulties for confronting the new wave of pressing problems. Other N W ,  wex suffering 
financial management problems. While many of the NGOs offered contributions, none were 
sufficiently prepared and equipped to confront the daunting emerging challenges observed in 
the ACCVC. 

R m t  development dynamics required that new strategies and technologies and 
special operational mechanisms for accessing a variety of specialized public and pri.vate 
sector institutions be brought together. The country's highest priority conservation area was 
@cularly vulnerable. Within this crisis like setting, FTJNDECOR was founded. 



FIGURE 1-1 

CENTRAL VOLCANIC MOUNTAIN RANGE 
CONSERVATION AREA 

PROTECTED AREAS WITHIN 
THE CONSERVATION AREA 

1. CENTRAL VOLCANIC MOUNTAIN RANGE 8. LA SELVA PROTECTION ZONE 
FOREST RESERVE 9. CHAYOTE PROTECTION ZONE 

2. GREClA FOREST RESERVE 10. TlRlBl RIVER PROTECTION ZONE 
3. BRAULIO CARRILLO NATIONAL PARK 11. CARPINTERA PROTECTION ZONE 
4. POAS VOLCANO NATIONAL PARK 12. GUACIMO POCOCl AQUIFERS 
5. IRAZU VOLCANO NATIONAL PARK PROTECTION ZONE 
6. TURRIALSA VOLCANO NATIONAL PARK 13. GUAYABO NATIONAL MONUMENT 
7. JUAN CASTRO eLmco PROTECT!ON 

ZONE 
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SECTlON I1 
M)RESTA PROGRAM DESIGN 

This section provides an overview description of the project's goal and purpose and of 
the four components (including budgets and the expected outputs): (1) global operations, (2) 
management of protected areas, (3) management of natural forests for production, and (4) 
introduction of trees on f m s .  In addition, due to the redesign exercise initiated by 
FUNDECOR'S second Administrative Junta (the governing board as required by the GOCR 
legisliiiion for foundations), a background discussion of the revised proposed project outputs 
for each activity is also presented. A brief comparison describing tht: major diffmces 
between FORESTA's original outputs and the revised FORESTA outputs is also included. 
This section concludes with a description of the technical assistance activities financed under 
the FORESTA project. This section provides the basic inventory for the assessments 
provided in Section III. 

A. Project Goal and Purpose 

The FORESTA project is a response to a series of complex interrelated environmental 
and economical changes, which if not addressed with the highest degrce of commitment and 
imagination, would produce irreversible problems afkcting Costa Rica's well being. The 
difficult process of reversing rates of deforestation had to be urgently attacked. For this 
undertaking, a more permanent structure-bringing together more technically proven 
approaches and practices and operating under flexible, market-based operational 
principles-was needed. After extensive analysis, the FORESTA Project Paper design team 
concluded that a comprehensive series of new forest based land management practices needed 
to be introduced. 

The Project Pa3per (1989) defined FORESTA's goal and purpose as follows: 

"The project goal is to support Costa Rica's long-term economic development by 
conserving and developing its renewable natural resources upon which sustainable-economic 
growth depends. " 

"The project's purpose is to develop forestry and agroforestry as economically and 
ecologically appropriate land uses in the buffer zones around the Braulio Carillo, Poas, and 
It-cfll National Parks and other protected areas. This will be done by strengthening an 
;n,lpnenA-+ -&--*- I '  

p l x V ~  x --Fu~~ECX3R, which will provide direction, technical 
assistance coordination, and funding to address the project's four components. " 

"Achievement of the project's purpose will be demonstrated by the following 
conditions upon the completion of the project: 

- The most important accomplishment will be the strengthening of FUNDECOR as a 
permanent private organization primarily mpnsible for the control and use of the 
mtuxal m u =  of the Central Codillera. - - 
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Effective management through FUNDECOR of the protected areas and their 
buffer zones in the Centd Cordillera. 

Creation of at least one efficient forest enterprise integrating forest management 
with wood processing and marketing. 

End of rampant deforestation in the Central Cordillera and support for active 
reforestation programs. 

Supporting area residents for land-use management and agmC--try practices on 
their own lands. 

Increases in local incomes through improved forest management and new jobs 
created by FUNDECOR and the forest enterprise." 

FUNDECOR's revised logical framework presented to USAID in the fall of 1992 is 
somewhat similar to FORESTA's as it relates to the goal statement, but differs regarding the 
project purpose statement. Whereas the FORESTA purpose is broad in scope and embraces 
consexvation and development objectives, FUNDECOR'S embraces these objectives and goes 
beyond. It focuses on FUNDECOR's institutional development as the means to address these 
same objectives related to conservation, development, and sustainable use of the natural and 
cultural patrimony within the ACCVC. 

B. Global Operations Project Component 

B1. Brief Description 

The GOCR established FUNDECOR in 1989 as the 'implementation unit" for 
undertaking FORESTA activities. This component provides resources to help FUNDECOR 
become "responsible for implementing most project activities." Technical assistance in 
forest and project administration would help EUNDECOR to execute its tasks by 
'performing most of the natural resource management functions now dispersed among 
several government agencies. " Project resources were provided to prqmre an overall 
development strategy for the ACCVC. In addition, a series of crosscutting support services 
were included within this component: (1) new park infrastructure to include various 
'operations centersw and visitors centers within the national parks; (2) new park protection 
infrastructure programs and approaches for acquiring and improving the ranger and 
protection staff; and (3) an educational and extension program to begin changing land use 
attitudes and behavim h u m e c W  kdd. e-jj b &e iqw 
budget, most of the resources are focused on crosscutting sumn,rt activities implemented by 
other GBCR units with specific mandates. 



B2. Budgetary Support Leveb 

Table 11-1. Global Operations Component 

*Figures do not total exactly because of slightly different conversion rates. 

B3. Project Paper Outputs 

The life of project outputs for the global operations component are the following: 

An overall development strategy for the Cordillera Central and the buffer zone that 
includes management guidelimles for all land categories and plans for land 
acquisition. 

Strategically located and adequately equipped operations centers. 

An efficient control and protection system for ACCVC with long-term financing to 
prevent illegal interventions and the removal of other forest products. 

An environmental education and extension program emphasizing local 
communities. 

In comparing this component with the descriptions from the same component in the 
Cooperative Agreement, far less money was provided for overall strategy development and 
forest protection activities. Addstration, a new activity, was included in the Cooperative 
Agreement and although not budgeted, provision was made for a biodiversity inventory. 

B4. FUNDECOR Outputs 

The proposed life of project outputs revised by FUNDECOR for the global operations 
activity that significantly differ from those listed above are: 

FUNDECOR'S actions embrace and continue the conservation and development 
strategies for the ACCVC. 



* FUNDECOR's administrative systems and procedures are established, correctly 
applied, and functianing efficiently. 

FUNDECOR'S world level advisory council is established and is regularly 
meeting. 

Endowment fund is established and financing FUNDECOR'S basic opaational 
budget. 

FLTNDECOR is executing its mission with funds generating from different projects. 

FUNDECOR identifies changes required in the environmental legislation so that 
biodiversity conservation is favored in the ACCVC. 

The major diffmnce noted between the FORESTA and the EUNDECOR outputs is 
the increased attention directed toward strengthening FUNDECOR'S capacities and roles. 
This is a product of the changes observed earlier regarding the revised project purpose 
statement. A series of specific new outputs deal with FUNDECOR'S future status as they 
affect institutional, funding, and political activities. FUNDECOR'S new leadership 
concluded that one means for achieving FORESTA's conservation and development 
objectives within the ACCVC was via a strengthened FUNDECOR. FORESTA's and 
FUNDECOR's versions both embrace the need for a stmtegy document and environmental 
education program and as such, are the only two listed activities that are in both documents. 
No provision is made for the park operations centers and new park protection systems within 
the FUNDECOR outputs. 

C. .Management of Protected Areas Project Component 

C1. Brief Description 

The management and protection of national parks and equivalent reserves is a critical 
dimension of long-term sustainable development in the ACCVC. Protected artas play k y  
roles in the conservation of biodiversity, the maintenance of ecological processes, the 
stability of regional hydrology, a carbon sequestration, and a buffer against climate change, 
particularly at the local level. 

There are five national parks within the ACCVC (Po& Volcano, I& Volcano, 
Braulio Carrillo, Tumalba Volcano, and Juan Castro Banco), two forest merva, fdnr 
prokction zones and one national monument (Guayabo). (See Figure 1-1 for a map 
overview.) These areas have a total area of 146,000 ha. All have legal status, but some 
land remains under private ownership (including all of Juan Castro Blanco). 

This component is designed to guide the management of these protected areas to 
e n s u ~  the long-term stability of their ecologicaVbiologica1 values and enhance the economic 
benefits for local residents fiom improved park management and related business and 
employment opportunities. 



The activities planned for this component include the prtparation of management 
plans, the demarkation of p r o W  areas boundaries, the purchase of privately-held land 
holdings through private fund-raising nationally and inteanationally, the improvement of 
visitors fmties and services, the promotion of nmm-oricnted tourism, and the integration 
of local communities into protected areas management activities. 

C2. Budgetary Support ]Lev& 

Table II-2. Mmqement of Protected Areas USAD and GOCR 
Budgetary Support levels 

The only difference between the Project Paper and the Cooperative Agreement is that 
the agreement provided an additional $52,000 to the visitor services activity, resulting in a 
total USAID contribution of $734,200. 

C3. Project Paper Outputs 

The preparation of an integrated management plan for protected aneas in the 
ACCVC that is officially approved by the Ministry of Natural Resources, Energy, 
and Mines (MWENEM) and is available and accessible. 

The boundaries of protected areas are legally established in mmdznxe with p r k  
management plans and the critical segments are marked in the field. 

The ownership of private enclaves within three parks are transferred to GOCR, for 
those properties designated for acquisition in the management plan. 

The services and physical infrastructure, including those needed for interpretation, 
are in place to attend to park visitors without detriment to the environment. 



.%,n efficient system of services to visitors to natural areas is in place and long-term 
finanpig is assured. 

Lccal commuirities are participating in the management of protected areas and 
receiving income and other benefits as a result of this participation. 

C14. FUNDECOR Outputs 

Technical management and administration of the national parks within the ACCVC 
are irtnoduced. 

An integrated management plan for national parks is prepared and put into 
practice. 

Critical boundzries of the national parks are defined and marked in the field. 

An efficient system of visitor services is utilized in the national parks of the 
ACCVC, and is generating funds to help defray the operating costs. 

An efficient system of protection and vigilance for the consemtion of th=; natural 
resources of the ACCVC is prepared and executed. 

A research plan for the conservation of biodi:usity and cultural resources of the 
ACCVC is prepared and put into practice. 

The communities adjacent to the parks arc participating in management and 
benefitting from improved management. 

CS. Comparison 

The FORESTA Project Paper outputs and the FUNDECOR outputs share the 
fallowing: (1) an integrated management plan for the protected areas of the ACCVC; (2) the 
delineation and demarkation of protected areas boundaries; (3) services and infrastructure for 
visitors to national parks; and (4) community participation in, and benefits from, the 
management of national parks. 

There arc several significant differences in the outputs as described by the Project 
Paper and by FUNDECOR. Although both include the prepamtion of an integrated 
management plan for national parks within the ACCVC, FUNDECOR emphasizes the actual 
implementation of changes in the technical and administrative management of the parks, 
whereas there is no mention of implementation 51 the Project Paper log frame. 

In addition, the following observations arc made: FORESTA's outputs include the 
transfer of private land in the national parks to GOCR and EUNDECOR's does not. 
Further, FUNDECOR includes a research plan for the conservation of biodiversity and 
cultural resources of the ACCVC and its implementation; whereas FUNDECOR'S does not 
mention research. FUNDECOR emphasizes protection (guards, patrols, etc.) to achieve 
conmtion  objectives and the FORESTA document does not. 



D. Management of Natural Forests for Reduction Component 

Dl. Brief Description 

Under the FORESTA plan, the two more buffer zonddevelopment orientated 
components are described here and in Section m.E. This component will be impleziented in 
both primary and secondary forests, where forestry activities a .  legally permitted, the land 
is classified as capable of sustainable production of timber products, and whew natural forest 
cover is the predominant land use. Component activities will concentrate on the three 
remaining areas in the ACCVC with sizeable areas of forests with commercial potential: Las 
Hoquetar, La Virgin del Socorn, and Rio C o ~ t o .  (See Figure 1-1.) 

As proposed in the Project Paper, FUNDECOR would develop guidelines for all 
aspects of forest harvesting operations (tree selection, logging practices, road construction, 
and postharvest silvicultural treatments to promote natural regeneration and growth). 
FUNDECOR would also support contracts for applied research to test selective cutting and 
strip cutting systems and to improve forest management guidelines. Finally, FUNDECOR 
would provide technical assistance and financial incentives for a commercial enterprise that 
would link timber processors with the forest that produces it--.to maximize the return to the 
owners of the forest. 

02. Budgetary Support Levels 

Table 11-3. Natural Forest Management 

The Project Paper breakdown differs somewhat from the Cooperative Agreement, 
which shows $98,000 in local currency under the 'Forests Under Managementn activity 2nd 

noi inchcie fie G W R  contribution for the "Investment Incentive Fund." The 
Cooperative Agreement shows a total of $288,000 ($30,000 and $258,000 in local currency) 
for this component. The Cooperative Agreement does not mention any GOCR contribution 
to support any project activities during the life of the FORESTA project. . 



D3. Project Paper Outputs 

The Project Paper calls for the following outputs for the Natural Forest Management 
component: 

Practical guidelines, regulations, and conb-ols for lagging under various conditions 
to encourage regeneration and optimum utilization and to mitigate environmental 
impacts. 

Technical standards for forest management to serve as a foundation for the 
preparation, implementztion, and control of management plans. 

One or more functioning enterprises or other types of asmiations that combine 
forest management with its utilization so that the forest contributes sustained 
benefits to the local population. 

At least 5,000 ha of forest with commercial potential under sustained management 
based on approved plans. 

0 One or more industries integrated with the new forest enterprise, utilizing the 
maximum possible range of species and dimensions to produce a range of products. 

D4. FUNDECOR Outputs 

The outputs prepared by FQNDECOR groups natural forest management and the 
integration of trees on firms under the heading of "Private production activities that are 
ecologically, economically, and socially sustainable are implemented in the buffer zone of the 
ACCVC's national parks." One of the outputs, "Actual area of forest cover maintained or 
increased," applies to both components. Those outputs that arc associated with natural forest 
management are listed below. 

Practical illustrated guides on forest management that teach and promote efficient 
forest harvesting and management arc prepad and used. 

Technical guides for the preparation of forest management'plans are imnproved. 

One or more forest enterprises or other types of organizations are benefiting from 
the sustainable management of the forest. 

At least 10,000 ha of forest under management agreements with FUNDECOR and 
5,000 of them with approved forest management plans. 

Ecotourism is developed as a productive alternative to allow the conservation of 
large areas of forest. 



Whik none of the outputs in the logical framework prcparcd by FUNDECOR is 
exactly the same as the outputs in the FORESTA Project Paper, the i i  four outputs in each 
list are similar. The closest matches are outputs three and four, dealing with the 
establishment of one or more fonst enterprises and the area to be covered by natural forest 
management agreements. FUNDECOR'S output number four is much more ambitious than 
its analog in the PPoject Paper. 

Outputs one and two are also similar in the two versions of the logical framework. 
The FUNDECOR version of these outputs is more specific, but, perhaps, less ambitious than 
FORESTA's Project Paper version. Output number five in each version calls for the 
development of enterprises that will benefit from forest management and provide benefits to 
local populations (similar to output 3), but the Project Paper had the manufacture of forest 
products in mind whereas FUNDECOR calls for a more benign forest w+ewtourism. 

E. Introduction of Trees on Fanns Praject Component 

El. Brief Description 

Under this component, FUNDECOR will encourage reforestation and agroforestry on 
deforested lands and promote community participation in the conservation of the natural 
resources of the ACCVC. 

Much of the land in the ACCVC that has bem convutcd to pasture or agriculture is 
not capable of sustaining such uses. FUNDECOR will encourage appropriate land use and 
reforestation of land that is not appropriate for agriculture and the incorporation of trees with 
crops and pastures on agricultural land. FUNDECOR will also create or fortify local 
grassroots organizations to promote these activities. Preference for participation in 
reforestation and agroforestry activities will be given to cooperatives and other groups. 

FVNDECOR will provide technical and modest material support for the establishment 
of communal, family, or commercial nurseries and will also assist with the aquisition of 
quality seeds and the provision of short courses for tree planters and nursery operators. A 

- - collaborative agreement with the USAID/ROCAP Tree Crop Production project will help 
monitor demonstration plots and cany out research on growth and management practices. 
FUNDECOR will contract two teams of extensionists to promote agroforestry. 

- FUNDECOR will include biological diversity and the creation of wildlife habitat 
- among the criteria for selecting the species to be promoted. 



E2. Budgetary Support Levels 

Table II-4. Introduction of Trees on Farms 

Both the FORESTA project paper and the USAID Cooperative Agreement with 
FUNDECOR include reforestation, agroforestry, and community involvement in this 
component, but the budgetary levels for the activities vary in the two documents. The 
cooperative agreement budget for this component is much larger--4700,000 despite the fact 
that no GOCR support is included. Almost 60 percent of the budget ($400,000) is for 
community involvement; $150,000 is budgeted for reforestation and $150,000 for 
agroforestry . 

E3. W e c t  Paper Outputs - 
- 

The Project Paper calls for the following outputs for the Introduction of Trees on 
Farms component: 

- - 
Establishment of an economically productive fomt cover on those non-forested - 

lands classified as incapable of sustaining agriculture. - 

The integration of multi-purpose tree species into agroforcstry systems on those - - 

lands classified as appropriate for agricultural use. 
- - 
- 

Communities in the project am1 have grassroots organizations active in furthering 
- 

appropriate land use in areas that influence the community. 

E4. FUNDECOR Outputs - - 

The logical framework prepared by FUNDECOR groups natural forest management 
and the integration of trees on farms under the heading of 'Private production activities 
which are ecologically, economically, and socially sustainable are implemented in the buffcr - - 

zone of the ACCVC's national partc * &s ~f es 'hi:&& &? 

maintained or increased," applies to both components. Those outputs that are associated 
with reforestation and agroforestry are listed below. 

- 

Reforestation and agrofomtry are developed as productive activities capable of 
reducing the pressure on the natural forest. - 

- 



Silvicultuml guides and technical knowledge for efficient reforestation are 
developed. 

Ranchers, landowners, and project beneficiaries are tm.ined in the conservation of 
natural resources. 

ES. Comparison 

With the exception of the number of tree seedlings to be produced and planted, the 
indicators for the FUNDECOR outputs are much less ambitious and put much less emphasis 
on agroforestry and community outreach than does the FORESTA Project Paper. 
FUNDECOR'S outputs emphasize working with individual landowners to produce tree 
seedlings and establish plantations, while the Project Paper puts the emphasis on working 
with community organizations and large numbers of farmers to improve land management 
and introduce agroforestry practices in pastures and with crops. 

The FORESTA Project Paper also calls for the establishment of plantations on at least 
half of the Class VIII and IX land in the ACCVC not covered by forest-an objective that is 
probably more ambitious than FUNDECOR'S goal of 1000 hectares. FUNDECOR'S goals 
of 1000 hectares of plantation an3 production of 3,000,000 tree seedlings do not appear to be 
consistent, since 3,000,000 seedSi~.gs are enough to reforest almost 3,000 hectares at the 
spacings normally used in the ACCVC. 

F. Technical Assistance Support Activities 

Given the numerous challenges this newly formed foundation would confront, 
particularly in the development of pioneer 8pproaches and opaational systems, project 
designers programmed targeted technical assistance to FUNDECOR. As soon as practical, 
and prior to the GOCR legislation that actually ratified FUNDECOR, a contract was to have 
been negotiated. The purposes were to provide technical and administrative expertise to 
support FUNDECOR, assist with initial implementation actions, and actually handle the 
project funds. The consultants were to be key facilitators for getting things going as early as 
possible, on all h n t s .  

On March 7, 1991, a $1,175,000 technical assistance contract was signed with Price 
Waterhouse to provide 198 person-months of long- and short-term advisory support in three 
major working areas: (1) institutional development, (2) administrative and finance, and (3) 
forestry and natural resources management-through a subcontract with the Central American 
Institute for Agricultural Research and Education (CATIE). Since the Project Paper 
requested the assistance to be provided as early as possible, particularly for the development 
of the financial management manuals, a smaller contract signed in late 1992, permitting the 
fust advisor to do important start up work. 



SECTXON m 
ASSESSMENT OF COMPONENT PIPOSRESS 

The scope of work for this evaluation emphasizes the evaluators' description and 
malyses of the progress made toward achieving FORESTA's outputs as described in the 
original Project Paper and FUNDECOR'S subsequent revision. This section builds from the 
desaiptive material in Section XI, and presents the evaluation team's assessment of the 
progress observed towards achieving End of Project (EOP) targets for each of the four 
FORESTA project components (1) global operations, (2) management of protected areas, (3) 
management of natural forests for production, and (4) introduction of trees on farms. To 
more easily assess program progress, a series of tables for each component is provided, 
followed by a brief summary of the various observations. 

The FUNDECOR program review exercise, which included a comprehensive 
reassessment of a l l  activities that occurred with the arrival of FUNDECOR'S second 
Administrative Junta, generated new outputs. Progress made for each of these is also 
assessed under each of the same components. 

- 

Although general observations are provided for both series of outputs, where deemed - 

appropriate, more specific suggestions are provided to the various new PACD outputs 
- contained in Section VII. 
- 

- 

This section closes with a discussion of the technical assistance support contract and 
how these senrices facilitated overall progress. 

- - 

A. Global Operations 

A l .  Status of Projet3 Paper Outputs 

Table XII-1. Summary Overview-Global Operations 

21 Operations centers I Some significant pmgrcu. Some fully completed 
constructed I 
Protection system in place Partially in place 

required 

Environmental education & Not yet started Strategy and program 
extension program d e v e l d  



A2. Comments and Observations 

A number of activities are now under way under FUNDECOR. However, there are 
major shortfalls in some of the activities, principally because of budgetary constraints due to 
the major reduction of almost all GOCR counterpart funds. Soon after project start up, 
counterpart funds were slashed, significantly aff&g this component. Compared with the 
other FORESTA components, FORESTA'S two largest budget activities for counterpart 
monies are from this component-(1) the opexations centers (C104,660,000) and (2) the 
fomt protection (C113,638,000). 

As originally conceived, the BCCVC s- was to be the overall "master 
plan" for guiding the new conservation and development strategies and activities within the 
ACCVC. As such, this was originally planned to be completed early, but such progress did 
not occur. The newness of FUNDECOR, the complex nature of the task and the new 
collaborative working relationships that had to be developed did not facilitate the production 
as originally planned. Instead of a quick push to produce "the document," a more 
methodical approach was employed emphasizing consensus building and institutional 
collaboration. 

The special catalytic institutional mechanism developed early on was the "Gmpo 
Base." The project created this multi-institutional planning and program strategy planning 
and coordinating entity, comprised of leadership of the ACCVC, National Park Service 
(SPN), General Directorate for Forestry (DGF), FUNDECOR, and the USAID project 
officer to meet weekly to review all aspects of FORESTA activities. This group has 
approved the last draft of the strategy document. The draft contains the basic products listed 
in the output statement and more. Employing this longer process, a finn base of mutual trust 
and interdependence has been created and mutually agreed activities have been initiated. 
Given the newness of the FORESTA multi-agency structure, the longer process employed has 
helped generate a very solid working relationship for guiding FORESTA and solidifying an 
institutional structure for possible operations beyond the ACCVC, according to the new 
GOCR sector leadership. 

Due to the counterpart reductions, a smaller number of a c t r w  
. .. 

were undertaken than originally planned. Since many of the activities intended here are also 
listed under the Management of Protected Areas Component, refer to Section III.B., for a 
thorough discussion of function and degree of completion. 

Budgeted initially at $2.7 million, foresttecu is FORESTA's largest activity. 
This is the principal element of the project that deals directly with the large number of forest 
and animal poaching activities that increas;ngly have been observed within the ACCVC. The 
*DO& of me resources has been used to acquire vehicles, radios, camping equipment, training, 
and other benefits to the SPN forest guard and ranger staff. The number of rangers has 
increased to 20. The Project Paper target of 40 will probably not be reached. 

The guard and ranger personnel and their new rapid mobility and effective radio 
communications have considerably in& the rate of inspections and violation reports. 
Although this progress is noteworthy, the system is only partially in place. Improved 
operational effectiveness, including better personnel and operational supemision and 



management and a more professional career development system, are areas that need 
immediate attention. Such actions, plus a much closer follow-up and coodination with the 
judicial system, is required to full advantage of this investment. M t l y ,  there is very 
little follow-up on any of the violations reported, so few are fined or d v e  jail sentencing. 
This approach does not provide the needed behavioral changes since the legal controls and 
punishments are not tasked; in addition, it creates a debilitating attitude for the rangers and 
guards involved. 

The education has not yet been initiated along the lines 
described in the Project Paper. While a series of guide books and education materials are 
now being finalized-and technical reports have ken published, project designers and USAID 
project officers envisioned a much more comprehensive program. At the same time, limited 
resources were budgeted for this activity. Within EUNDECOR, there has not been much 
support for the broader definition as conveyed in the Project Paper. This year, $12,000 was 
budgeted to develop a plan from which new strategies may be introduced prior to the PACD. 

A3. Status of FUNDECOR'S Outputs 

Table III-2. Summary Overview-M)RESTA's Global Operations 

Planned LOP Output I Status, June 92 I Probable EOP 

ACCVC Strategy Approved Almost finalized GOCR Implements 
documents 

FUNDECOR implements this Presently doing Other areas 
strategy document incorporate document 

Administrative systems developed I Presently being 1 Constantly improving 
I implemented I systems 

- - 

I 

Technical advisory body Being discussed In placc and 
established functioning 

Endowment fund in place Much discussion under A must do! 
way 

2 new projects added No prospects in sight A must do! 

Pro-biodiversity legislation None yet Should not be 
developed encouraged 

i 

Environmental education plan I Plan budgeted I strategy and program 
started I I u e v e i ~  



A4. Comments and Observations 

With much interest, the evaluation team notes the special emphasis on the number of 
significant FWNDECORdirected institutional strengthening activities proposed. The 
evaluation team observed some progress in many of the proposed outputs but also observed 
that significallt PACD outpul are unlikely to occur. 

Regarding the first two outputs, ACC_VC -v d- and the 
of, recent progress on both fronts was observed. A quality strategy document 
will soon be formalized and the interesting process employed in generating the document, 
particularly as it relates to the SPN and ACCVC, was facilitated by this approach. 

The Price Waterhouse technical consultants developed and modified the highly 
regarded 

. . that deal with all aspects of FUNDECOR'S 
core administrative and management systems. These are an essential part of mMDECOR's 
operations. To a major degree, FUNDECOR serves as a facilitator for others-private 
contractors, special employment agreements, and agreements with governmental agencies-so 
reliable and transparent systems are essential. 

The team is supportive of recent efforts for helping to ensure that the long-term 
technical and strategic direction be provided via a new technical bodx. There are 
numerous strategic approaches for accomplishing the project's goals, but the one presently 
employed, with relatively minor adjustments, is one that will require time to evolve. The 
advisory body is one mechanism to help assure program continuity. ahis mechanism is 
further discussed in Sections Vn and VIII. 

The team places the highest priority on the quick establishment of the endowment 
&ad and the signing of N o  new ~r9iex:t con-. Regarding the first activity, much work 
at the highest institutional levels was invested last year and based on that experience and the 
suggestions provided in Sections VII and VIII, quick closure is possible. There is urgent 
need to ad* this output to initiate new contracts. 

While a laudable output, the development by the FUNDECOR of 
is not one seen as a high priority activity, at least at this juncture. Recognizing 

the long time and extensive efforts usually associated with the legislative process and the 
higher priority activities that must be accomplished before the PACD, the team does not 
strongly encourage much FUNDECOR effort in this area. 

As mentioned above, the output has been 
implemented in a variety of ways via upcoming publications and technical manuals. It has 
mt *- irslyierPrend within the context of a strategy and working plan as was intended 
initially and does not reflect the identifiable indicators provided in this reprogramming 
document. The team hopes that the scope of work for the upcoming education study to be 
done later this year will encompasses this broader thrust. Additional discussion on this 
theme is provided in Sections VII and VIII. 



B. Management of Protected Areas 

B1. Status of Project Paper Outputs 

Table IJI-3. S- Ove~iew--management of Protected Areas 

332. Comments and Observations 

Substantial progress has been made in most dimensions of the "management of 
protected areas* component of FORESTA, although this progms has not always been 
achieved through the processes originally anticipated and planned. This indicates a capability 
on the part of mMDECOR to respond and adapt to rapidly changing conditions, which is 
one of the key indicators of the strengths of an effective organization. 

The preparation of the for for was begun 
through an initial contract with Price WaterhousefCATIE. This contract was terminated 
before the project was completed for reasons that are not entirely clear, but apparently due to 
financial limitations. At the same time, The University of Costa Rica's Research Foundation 
(FUNDEW) was contracted by the Institute Costamicense de Turismo to prepare a 
management plan for parks based principally on the income-producing potential of the parks 
through increasing tourism. The SPN and the ACCVC b y e  b. wc5sg G? zim&gzirisrit 
plms for individual parks, reflected in annual work plans and budgets. 

The task of integrating management concepts and data from the above sources now 
rests with the ACCVC. A second revision of the FUNDEVI documents has been submitted 
in response to directives from the ACCVC. The ACCVC expects to complete the overall 



management plan before the end of 1994. This management plan will be ksed on inputs 
from a variety of sources, but will rely on the FUNDEVI plans and secondarily on the Price 
Waterhouse/CATIE documents. 

The -and- . . has been completed for 
Braulio Carrillo, Po&, and W National Parks. No equivalent definition of critical 

has been done on the Tavrialba Volcano National Park nor on the recently 
declared Juan Castro Blanco National Park. Tunialba has not been a priority for reasons 
that are not entirely clear; it may be related to distance, lack of sufficient personnel, or the 
precepts of less pressures on its borders. Juan Castro Blanco is indeed a critical area with 
considerable peripheral pressures, and delimitation and field demarkation of park boundaries 
must begin soon. Although some important initial work has been done with a local 
association, major work has not begun on this park because Braulio Carrillo has been 
correctly perceived as the main priority. Also, because Juan Castro Blanco is outside the 
terms of reference of FORESTA because its status as a national park was declared afm 
FORESTA was in progress. Nevertheless, the critical importance of Juan Castro Blanco is 
perceived by FUNDECOR and ACCVC, and some adjustments in activities may be made. 

The field demarkation of critical park boundaries will not be completed by the PACD. 
Of a total of 628 km of boundaries around all protected areas, 160 km are natural boundaries 
and require no additional marking, The critical portions of the remaining 468 km of 
artificial boundaries that must be marked in the field have not been identified and mapped in 
their entirely. Of the artificially-marked boundaries, 38 km have been done through 
FORESTA and 34 km by the Organization of Tropical Science (OTS) at La Selva, 
independently of FORESTA. 

The Project Paper identified the transfer of m y - o w n e d  . . 
to as an important EOP output. Only $18,000 in the FORESTA budget is 

allocated for land purchase; the rest of the finds to be raised from the international donor 
community. This has not been seen as i priority by FUNDECOR because of the limited 
resources available for undertaking an activity of this magnitude. Therefore, virtually no 
progress has been made on this output, and none is expected by the PACD. FUNDECOR'S 
logframe eliminated this output from its activities. 

Substantial progress has been made in upgrading . . ... 
and constructing I 

new ones at the three major national parks (Po&, M, and Braulio Canrillo), Bosque del 
Niiro in the Grecia Forest Reserve, and Guayabo National Monumect. The renovation of an 
impressive visitors' center is nearly completed at P& Volcano-one of the most dramatic 
tourist attractions in Costa Rica. The facilities at POAS have been emphasized because Po& 
has the highest visitation rate of all Costa Rican national parks and the greatest potential for 
generating tourist-derived, income both for the ACCVC and for the adjacent communities. 
There is also an informative visitor's center at Guayabo National Monument . 

I 
There are picnic facilities at Pobs, IraA and Bosque del Nifio, and picnic/carnping 

facilities at Guayabo. There are trails at Po&, Braulio Canillo (Zurquf and Quebrada 
Gonzalez), and Guayabo. The trails and interpretative guides are best at Guayabo, which has 
a nature trail through a part of the primary forest and a 'cultural heritage" trail through the 
archeological mounds (the "Montlculosw). There are well-designed written guides for these 



trails, which are clearly marked and well maintained. The trails at Guayabo illustrate both 
the natural heritage (primary forest) and cultural heritage (a major archeological site) of 
Costa Rica. There are also simple, but informative brochures available at Po&, Irazil and 
Braulio Carrillo. Although these brochures are bilingual, the English is poorly writtetl. 

The planned lwk-out points on the San Jose-Guapiles highway in Braulio Carrillo 
National Park have not been built because of objections by the Ministry of Public Works, 
which feels that look-outs on a winding, often foggy road pose a safety hazard for vehicular 
traffic. 

. . . . 
An efficient self-financed svstem for p m d l n g  to has not been 

designed nor implemented in its entirety. Nevertheless, there are plans for public use of 
individual natural areas. There are few trained guides and rangers readily accessible to 
visitors at any of the sites. The training of a cadre of guides and rangers at each park will 
not occur with the current strategy. There are, however, plans for granting concessions for 
some visitor services (video viewing, cafeterias, restaurants, parking, sanitation) that should 
be put into gperation between late 1994 and PACD in 1996. The Project Paper's logical 
framework is redundant and overlapping in that it separates visitor facilities from a system 
for providing visitor services and the same activity is addressed in the global operations 
component. 

The main verifiable indicators of . .  . . 
are being met. More than 25 percent of the temporary and permanent 

employment created by FORESTA activities in park management is filled by local inhabitants 
adjacent to the parks. There are many volunteers working iF, h e  parks, but it is impossible 
to calculate a total number at any given time. More than 100 volunteers-the target 
number-are working in the parks during at least a part of the year, normally during school 
vacation periods. The concessions of visitor services will be given, whenever possible, to 
the private sector (mainly micro-enterprises) of adjacent communities. One aspect of the 
community participation output that will not be achieved is the creation of three local 
advisory boards. 

The concessions of visitor services will be given, whenever possible, to the private 
sector (mainly micro-enterprises) of adjacent communities to increase income in these 
communities. This was an arduous but important activity directly linked with the objectives 
of generating a series of valued added activities from the ACCVC's natural resource base. 
Considerable time was devoted to achieving this requirement in the actual contracts due to 
the new legal concepts it implied. 



B3. Status of FUNDECOR'S Outputs 

Table IIf4. Summary Overview of FUNDECOR'S Management of Pn,tected Areas 

B4. Comments and Observations 

FUNDECOR made significant changes in FORESTA's logical fmmework, beginning 
with the appointment of the second Administrative Junta and a new executive director in 
1992. The changes in the "management of protected arcas" component of the project arc 
noted in detail in Section II.C5. These changes resulted in a much more manageable set of 
activities and more realistically achievable outputs. They also resulted in the reallocation of 
funds among different lineitems. 

The revised EUNDECOR logframe emphasized organizational and operational 
changes in the of . . 

within the 
ACCVC. Significant changes have successfully been introduced and will continue to be 
implemented. FUNDECOR is a fully coIlaborative partner in the planning for SINAC and 
iis iegisiadve approval, which is anticipated before the end of 1994. 

FUNDECOR revised the output for Dark from 1100 percent of 
critical areas to 50 percent. This revised target is still nct likely to be achieved, primarily 
due to the high costs. The technically required expansio~rs and contractions of park territory 
will have been identified by the PACD. 



The output for the preparation of an is 
the same as the FORESTA Project Paper. As noted earlier, the plan is nearing completion 
by ACCVC and relies significantly on the FUln>IEVI plans. Annual work plans are being 
implemented in accordance with emerging guidelines. 

The revised mJNDECOR logical framework combines the two sets of outputs fiom . . 
the Project Paper related to the provision of 

... . The revised 
output is more coherent and integrated. Significant progress has been made in renovating 
existing physical infrastructure and constructing new ones. m s  is discussed in Section 
III.B2.) This output will be achieved for the most part, except for the training component, 
which is a pervasive weakness throughout FORESTA activities. 

A critical output to achieve long-term sustainability within the ACCVC is the . . preparation and execution of an efficient for the 
conservation of the natural resources of the region. Patrols have been equipped with 
appropriate vehicles and radios. In fact, all of the activities within the ACCVC are linked 
with twu-way radio communications, a major accomplishment of the project. Some training 
was provided to some of the staff consulted, but in many technical and operational areas they 
did not appear to be as prepared as they should for their job. This same observation was 
made regarding others assigned to the projezt. The real limitation to achieving adequate 
protection, not only of the national parks but also of the natural resources of the ACCVC, is 
the lack of followup in the judiciary system to ensure that cutting and lumber violators W 
be punished once ticketed by guards and ranger patrols. 

m o  Separate cov- 
. . 

have been 
prepared. The first is the Five-year Scientific Research Program of the ACCVC, which is 
more of a strategy document emphasizing policy, objectives, wd goals than a detailed plan 
lFor conducting specific research. The importance of continued archeological excavation and 
restoration throughout the five-year period is recognized; however, the research methodology 
is not specified and the desperate need for scientific expertise for archeological research is 
not cited. Other important research topics and appropriate research methodologies are not 
specified. The second is the document by Hazlett and Lehmkuhl(1994), 'Development of 
Programs to Inventory and Monitor Biodiversity in the ACCVC." FUNDECOR intends to 
use this as a guiding framework for implementing much of the biodiversity monitoring 
program* 

FUNDECOR'S approach will essentially be one qf co-sponsorship, collaboration, 
some cost-sharing, and coordination of research programs, ratha than conducting research 
itself. FUNDECOR will also not hire consultants to do inventory and monitoring, but will 
rely on cooperative agreements with existing research institutions. This is the appropriate 
way to do these tasks. Such examples have already begun, as in the case with OTS. 
Dialogue has begun with the National Institute for R&ivwdty ,%%i~), iii WL Lkausc oi 
the high costs associated with biodiversity inventory and research. 

There is an important component of . .  . in FUNDECOR 's 
logical framework. The emphasis of this output was focused on local job participation within 
the concessions financed under the various bids for the new tourist services to be developed. 
There are a variety of innovative efforts FUNDECOR is introducing to help stimulate local 



employment, including special incentives in the bids for the services under licitation. Many 
of these are now in the process of public bidding. Some important contributions responsive 
to one of the principal aspects of this output are anticipated. In addition, some interesthg 
consentation/development activities in the ACCVC facilitated via local o ~ o n s  are 
underway. The Asociacidn para la Crmcidn del Panque Nacional Juan Castro Blanco is a 
community-based organization that was instrumental in having the park officially deckired. 
Donations were provided to help consolidate the park and purchase privately held land (C15 
million). Another effective community-based group is the Aqufferos de Guapiles, which 
received a C20 million grant from GOCR to pcrchase land for aquifer protection (CIC 
million are for land acquisition within the ACCVC). 

C. Management of Natural Forests for Production 

C1. Status of Prqject Paper Outputs 

Table III-5. Summary Overview-Management of Natural Forests for Production 

Integrated industries 

C2. Comments and Observations 

As an introductory observation it is important to nok that FUNDECOR directed 
considerably more attention to this component, and overall, the achievements are noteworthy. 
The FORESTA Project Paper mentioned that at least 5,000 ha of forests would be under 
sustained forest plans. Following the program review exercise, FUNDECOR 
has placed special attention on the fox.: management activities as being one of the most cost 
effective means to begin reversing deforestation rates. They established a medium-term 
objective of bringing 30,000 ha of the 97,000 to 137,000 ha of natural forest in the ACCVC 
buffer zone under sustainable management for production or protection. EUNDECOR 
currently has 64 Lidowners with approximately 9,200 ha signed up to participate in the 
forest management program. 

FUNDECOR should be congratulated for the high priority given to this activity. This - 

achievement would not have happened without the utilization of the favorable land use policy 
incentives, innovative management systems, and cost effective approaches employing the 
latest technologies-all managed by a small, permanent, highly dedicated field staff. Some 
of the most interesting of the many special features employed include: (1) the contracting via - 

- a rapid system of FUNDECOR tsanedlproject proven experts to develop management plans 



using standard models, (2) the use of GIS to help prepare the actual plan to include tree 
identification and property line verification, (3) extensive computer applicati~;ns to Wtate 
quality control and cost reductions on all aspects of the management plan, (4) the use of para 
professionals and training courses for loggers, (5) special assistance in facilitating more rapid 
reso1ution and acquisition of land titles, (6) the enthusiastic dedicatiorl the forestry staff 
maintains to achieGng these objectives, and ('7) the overall management controls introduced 
to assess costs and interject appropriate improvements. 

However, given the newness of the management approaches and systems employed, 
the small ngular staff already heavily employed, and the large in-11 number of hectares 
projected to be brought under this activity, special attention should be d i i  to ensure 
systematic inspectic~n is provided. Landowner adherence to the plan, as fonmalized in the 
signed contract, is crucial to overall objectives. The team suggests that ?he periodic 
monitoring of FUNDECOR'S forester managers contemplate this expanded inspection 
required under each plan. The evaluation team found no evidence that such inspection was 
not happening, but c~uticns that this could be a special issue soon and as a consequence, 
additional forestry staff would have to be hired. 

FUNDECOR has worked with the DGF to stteamline the process (of preparing and 
approving The DGF has agreed to changes that eliminate unnecessary 
requirements while improving the quality of the approved plans. As a =iult of this effort 
and the compukrbtion of portions of the management plans and the use of technologies 
such as GIs and GPS, FUNDECOR reduced the costs of preparing the management plans 
from C7,000 in 1991 to C4,500. 

FUNDECOR has developed technical standards for management imd developed 
practical . . . At FUNDECOR'S initiative, including ~ . W E C O R ' s  
sponsorship of three workshops to analyze DGF's forest management guidelines, the DGF 
has modified its forest management guidelines. Improved procedures are! now in place. 
CATIE, through an agreement with FUNDECOR, has established plots to monitor harvesting 
impacts in one of the managed fomt tracts. Additional research and monitoring will be 
needed to further refine both the management and logging guidelines and to assess 
the impact of management on biodiversity. This research and monitoring will need to 
wntinue after the FORESTA project has ended. 

FUNDECOR has, at least temporarilly, abandoned attempts to develop an 
based on integrating timber hawesting and wood processing along the: lines outlined in the 
Project Paper. The project's objective of establishing a wood produc;ts based enterprise in a 
short project with no funds budgeted to support investments by the enterprise was probably 
overly optimistic given the fragmented nahre of forest ownership in the ACCVC. However, 
given the important mMDECOR strategic efforts to add value to fcmt and land resources, 
FUNDECOR should continue to explore opp-rtmitk fix i rss&~;g 'Us %&ie of firc i%& 
to its owners and the residents of the ACCVC. The ecotourism proposal appears to be one 
such opportunity. 

Other examples related to the difficult challenges associatsd with increasing local 
incomes and the generating of greater value from forest products have been mentioned. A 
new effort related to "carbon sequestration" initiatives that would link U.S. energy generators 
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with forest land purchases is only the most rccent proposal in this area. However, one of the 
most notable ongoing examples relates to FUNDECOR'S forest auction system. 

Starting in 1993, FUNDECOR began advertising the availability of timber for hivvcst 
and requesting scaled bids for the rights to harvest timber from participants' forests. So fhr 
these timber auctions have increased the stumpage price paid for timber to cover 
FUNDECOR'S costs for the management plan preparation and approval pmass (costs 
normally assumed by the logger) as well as marketing costs. This innovative timber 
marketing system has resulted in increases of approximately 45 percent in the price paid for 
standing timber in its first year. FLJNDECOR actually recovers most of its costs from the 
forest management subsidy that the government pays to the landowner while the landowner's 
income is incrtased as a result of the increased stumpage price and the efficiencies that 
FUNDECOR is introducing into the system. This new system is now being studied for 
application in other parts of Costa Rica and Central America. 

C3. Status of FUNDECOR'S Outputs 

Table DI-6. Summary Overview-FUNDECOR'S Management 
of Natural Forest for Production 

C4. Comments and Observations 

As in the case of the for loeerne . . and the f i  
discussed in subsection C2., above, FUNDECOR, in collaboration with other institutions, 
will publish practical guides to forest management and improve the technical guides for 
preparing management plans by the end of the year. FUNDECOR is moving forward and 
coming to closure on these important activities, building on more than ten years of work 
done by other Costa Rican institutions. However, as in the case of the logging guidehes 
and the forest management standards, FUNDECOR wlll nPPA b cAkibzz~ wit.% miis cf 
these same institutions in research and monitoring activities. This is an important follow on 
research and monitoring activity that should continue after the FORESTA project ends. 

The different focus of the forest activity as originally planned was altered. 
FUNDECOR has developed a plan to engage the owners of 20,000 ha of natural forest in the 
ACCVC in an ecoto- that will provide the participants with increased income 
derived from their forests. Under this plan, "wilderness refuges" will be constructed in three 
regions within the ACCVC and a designated tourist route or routes will connect these sites. 



Participants in the project will share in the project's income on the basis of one share per 
hectare of forest subscribed to the program. Initial participants will be drawn largely from 
the participants in the natural forest management program. FUNDECOR would invest 
$200,000 in the construction of refuges and trails and would m c r  its costs during the first 
three or four years of operation according to the business plan. The proposal is now being 
reviewed by USAID. 

While the principal beneficiaries of this activity would be the members of the 
enterprise (the landowners), residents of the ACCVC would also benefit from employment at 
the Eco-Camps (guides, research assistants, care&, etc.), increased economic activity in 
the area, and the opportunity to become involved in tourism enterprises (restaurants, raft and 
canoe rentals or trips, cmft sales, sales of agricultural products, medicinal and ornamental 
plants, etc.). The evaluation team is of the strong view that this activity has some very 
important complementary merit related to the FORESTA ubjectives. Further, given the 
limited "value added" opportunities observed in the forest area, this pilot activity has 
significant merit and should be rapidly reviewed and endorsed. 

D. Integration of Trees on Farms 

Dl. Status of Project Paper Outputs 

Table III-7. Summary Overview-Integration of Trees On Farms 

D2. Comments and Observations 

As discussed earlier, the Project Paper provides for a select number of targeted forest 
cover retentionlbuffer zone development activities in this component. Due to the relatively 
limited resources provided this component, the inherent challenges associated with each 
activity, and the decision by the second Administrative Junta to focus FUNDECOR'S efforts 
on more immediate impact activities described in III.C., the output indicators are not at the 
level originally planned. 

The project paper called for at least half of the C h s  VIII and IX land not covefed by 
natural forest to be covered by forest by the end of the pmject, 32 e.~&stki 
wim was not a5Ie to obtain an estimate of the area of deforested Class VIII and IX in the 
ACCVC, but assumes that a very large percentage of the 98,000 ha in pasture, crops, 
"sharral" and plantations in 1992 does not have the capacity to sustain agricultural 
production. Under an appropriate regime of land use and forest policies, much of this land 
would be more productive if converted to forest use. A conservative estimate is that at least 
35,000 ha of deforested privately owned land in the ACCVC should be converted to forest 



uses to protect land and water resources. To date FUMDECOR has been responsible for 
establishing over 822 ha of largely native species plantations in the ACCVC via a very 
effective private sector seedling and plant stock development project. The Sarapiqui 
Cantonal Agricultural Center (CACSA), with very strong support from FUNDECOR, has 
been responsible for the reforestation of about 400 ha. CACSA has agreements with its 
members to plant another 152 ha this year, and FUNDECOR plans to plant 164 ha. Earlier, 
FUNDECOR provided financial and technical asistance to UPAGRA in Guacimo to develop 
a reforestation program that continues to function with only technical assistance from 
FUNDECOR. UPAGRA's program is not included in the numbers cited above. In addition, 
FUNDECOR is now assisting the Siquirres Cantonal Agricultural Center (CACSI) to develop 
a reforestation program. By the end of the year approximately 1,100 ha will have been 
reforested through FUNDECOR'S efforts. 

While this number is very small when compared to the needs, FUNDECOR'S 
accomplishments in organizing landowners and other residents of the zone to develop the 
native species reforestation program are impressive. First FUNDECOR worked with the 
Organization of Tropical Studies (OTS) to base their plantation program on the eight years of 
native species research carried out by OTS and the DGF at OTS' La Guaria station. 
F i E C O R  entered into an agreement with OTS to select seed trees for the eight species 
selected for the rcfoixstation program and for OTS to conduct progeny trials on these seed 
sources. FUNDECOR developed a program where they pay the owners of seed trees not to 
harvest these trees. When these payments are cambined with an annual payment for seed 
collected from the trees, the trees are worth more to the owner standing than felled. 
FUNDECOR has a contract with an individual to collect seed from these trees, and with 
OTS has trained the seed collector to understand the flowering and fnritirig cycles of the 
selected species. 

Early in the project, FUNDECOR identified several potential nursery opentors and 
sent them to a series of training courses, including a pest management course carried out by 
the Escuela Agrlcola Panamericana in Honduras. FUNDECOR provided technical and 
financial assistance to aid tight nursery operators, including CACSA, to begin small nursery 
businesses. FUNDECOR signs annual agreements with nvsery operators to purchase an 
agreed upon number of quality seedlings. Four nursery operators continue to participate in 
the program. FUmECOR had hoped to discontinue financial assistance (advance payment 
for seedlings) to nursery operators this year but found it necessary to continue support to 
CACSA and two of the operators this year. In fact, FUNDECOR now recognizes that 
nursery operators should insist on some advance payment to guarantee the seriousness of the 
purchaser. FUNDECOR'S nursery operators sell their excess production to other reforesters 
in the ACCVC and in nearby areas such as San Carlos and Limon. FUNDECOR'S most 
successful nursery operator recently expanded bA ntmery ed b s  !XXXXT& kdiid hi h i  
reforestation busbdess in Limon. 

FUNDECOR has concentrated its agroforestrv buffer zone forestry activities in the 
Canton of Sarapiqui. A small percentage of the ACCVC's farmers have participated in 
FUNDECOR'S agroforestry activity, partly due to the limited budget for this component, 
competing and changing priorities, the limited number of agroforestry experiences known in 
the region, and important constraints as viewed by FUNDECOR as they relate to the 
following socioeconomic factors: (1) employment activities in the zone make agmforestry 
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difficult, (2) low prices for agricultural products & agriculture and thus agroforestry 
unattractive leading to abandonment or reforestation of h s ,  and (3) agoforestry is 

in general, Costa Ricans prefer extensive methods. 

The evaluation team is aware of the inherent difficulties associated with agroforestry. 
In addition, many lessons have bcen learned since the time the Project Paper was developed. 
In f&t, to help guide its recommendations the team has referred to many studies, particularly 
the World Bank's technical paper by P.K.R. Nair, 'The Prospects for Agroforestry in the 
Tropics." The most salient points from this worldwide syntheses (albeit heavily Africa 
focused) have been condensed in Section V, which deals with global lessons learned. From 
these analyses the team concludes that there are numerous examples where sustainable 
agroforestry systems have been introduced in conditions similar to those observed by 
FUNDECOR in the ACCVC. The team concludes that while agroforestry will not be an 
easy task, they are in agreement with the recommendations presented in September 1992 
agroforestry study, "Evaluacibn de las Necesidades Agroforestales de las Fincas en un Sector 
del Districto La Virgen Canton de Sarapiqui" by the U.S. Forest Service team, that such an 
activity is needed. 

The bold biodiversity conservation and related deforestation ameliorating objectives 
FUNDECOR is confronting will q u l n  the widest range of land use options. The 
evaluation team believes that during the remaining portion of the project, this activity should 
receive more attention. The FUN1)ECOR staff needs to be armed with as many approaches 
as possible (including natural forest management, assisted natural regeneration, agroforestry, 
and the establishment of forest plantations). (One could also argue that more commercially 
viable agriculture practices also be developed.) Admittedly there are a series of legitimate 
issues related to appropriate strategies, capacity and costs, particuhly at this juncture of 
project evolution. Suggestions are pxvided in Section VI. 

The U.S. Forest Service team found some promising agroforestry in the La Virgcn 
district and the evaluation team saw agrofomtry in other areas of the ACCVC. One of the 
cattlemen near Horquetas had introduced trees into one of his pastures. He claimed that the 
leguminous trees he had introduced improved the performance of his pastures and improved 
milk production. Since the trees used by the rancher were from Guanacaste, his system 
could probably be improved by merely substituting a local leguminous species with 
commercial potential. The team also met with OTS researchers working with farmers in 
Sarapiqui to improve agroforestry systems. 

FUNDECOR has done some important m t  -, concentrating on those 
activities where specific FORESTA service could be improved. Earlier examples have been 
provided. Within this activity, FUNDECOR h~ prgvirfd ~ ~ a s g i ! i i i r t r i i  sd .Wdcal 
assistance to AGROFORSA (the Agriculture and Forestry Association of Sarapiqui), a group 
of ex-logging truck operators now transporting bananas as a result of the decline in logging 
following the rapid deforestation of the area following the opening of new roads. This group 
is promoting the planting of trees along the banks of the Sarapiqui and Sucio rivers to arrest 
bank erosion. Community leaders in and around Puerto Viejo certaidy agpear aware of such 
concerns and supportive of activities that address them. Articles about FUNDECOR have 
become a regular feature of the bimonthly magazine Sarcyliqui a1 Dia. This awareness is 
largely a result of RTNDECOR's activities and provides fertile ground for future progress. 
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These arc significant contributions, particularly given the relatively short duration of the 
- progmn. However, given the major challenges confronting the zone and the limited 

resources to ad- these, a broader, more strategically focused community outreach 
program is needed. This point is elaborated further in Section VI. 

D3. Status of FUNDECOR'S Outputs 

Table Ill-8. Summary Overview-FUNDECOR'S Introduction of Trees on Farms 

D4. Comments and Observations 

As the above table and the discussion in subsection D2., above, illustrate, 
FUNDECOR has taken innovative actions to implement some of the activities in this 
component. The use of OTS research to develop a native species planting program, an 
agreement with OTS to select and test seed trees, payments to seed tree owners, a seed 
collection contract, technical and financial support for fledgling nursery businesses, 
collaborative arrangements with CACSA and CACSI, and assistance to landowners in 
arranging for reforestation and obtaining DGF approval and subsidies are but a few. 
However for the reasons stated above, additional challenges remain. 

The goals in W L Q ~  were reduced during the program review 
try the Administrative Junta. Therefore, by the end of the year FUNDECOR will have met 
al l  but one of its goals under the reforestation and agroforestry output. Over 1000 ha of 
deforested land in the ACCVC will have been reforested, with important participation by 
CACSA and CACSI. Three or four nurseries will be producing over 1.5 million seedlings 
per year. The seed supply of native tree species is assured, at least for the time being. 
However, it is the team's opinion that the absence of a strategy or plan, based on the most 
relevant of current systems now being utilized and promoting their gradual introduction 
(including the introduction of a select number of promising models), will be a limitation for 
achieving broader FORESTA objectives. 

FUNDECOR and CATIE are collaborating to produce . . for at least 
two of the ACCVC's native species by the end of the year. Laurel and alder are used in 
FUNDECOR'S reforestation programs but neither is on the preferred list of native species. 
Both species are commonly used in agroforestry systems elsewhere in Costa Rica and Latin 
America. The Costa Rican National Museum and the National Herbarium have published 
several issues of Trces and Seedrjbm the Neotropia with financial support from 



FUNDECOR. In addition, FUNDECOR is participating in at least one network of 
researchers and others promoting native tree species plantations and research. 

FUNDECOR'S aining programs have been done on a onoon-one basis with a 
comparatively small but growing percentage of the ACCVC's landowners. Through such 
targeted interventions, some of the major productive inroads reported have occurred. While 
such an approach has had numerous activity-specific impacts, the increased body of 
international experiences indicates that there are more cost-effective and sustainable 
approaches that training can help facilitate. Givcn the pressing array of land-use problems, a 
broader range of beneficiary tfaining programs are warranted to more directly impact land 
use and conservation of natural resources in the ACCVC. Over the medium to long term, 
the team feels that such programs will need to be a part of the FUNDECOR program. 

. . 
To reverse deforestation rates and stabilize =d forestva within the 

ACCVC by 1997-a truly ambitious almost heroic objective-FUNDECOR has taken on 
many significant activities. As described above, a variety of well conceived activities, 
particularly in the forest management component, have been introduced. However, due to 
the magnitude of the task and the limited time and money remaining, the evaluators do not 
believe that FUNDECOR will achieve its goal of stabilizing the area's forest cover by 1997. 
Nevertheless, we are extremely impressed with the important progress that has been made. 

E. Operations and Management 

Recognizing the numerous challenges this pioneex institutional developmentlforest 
based consemtion and development based foundation would be required to address, project 
designers provided targeted technical assistance to FUNDECOR. As soon as practical, but 
prior to the legislation actually ratifying FUNDECOR, a contract was to have been 
negotiated to provide technical and administrative expertise to support FUNDECOR, to assist 
with initial implementation actions, and to handle funds. These very special "line like" 
responsibilities also include assisting the administrative board and the executive director with 
the selection of FUNDECOR'S staff. 

On March 7, 1991, a $1,175,000 technical assistance contract was signed with Price 
Waterhouse (who had a subcontract with CATIE) to provide 198 person-months of long- and 
short-term advisory support in three major tasks; (1) institutional development, (2) 
administrative and finance, and (3) forest and park management technical assistance. 
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SECTION IV 
COLLABORATOR COlWRIJ3UTIONS AND STAKEHOLDERS 

For FORESTA to achieve its vitally relevant program objectives, a series of 
collaborative relations must be established and maintained with a variety of key institutions. 
FUNDECOR recognizes that its small staff and mandate require that it facilitate 
coordination, provide management support, and mbcontract to obtain the most appropriate 
services. These relationships or partnerships, based on mutual trust and benefit, are 
essential, particuIarly during this initial phase of FUNDECOR'S growth. Also, similar 
relationships must be established with the principal stakeholders. This midterm assessment 
examined progress in establishing strong relationships with both FUNDECOR'S collaborators 
and stakeholders. 

During the evaluation, individuals from USAID, MIRENEM, and Costa R i m  
scientific and education institutions were consulted. A brief overview of the collective 
impnmions of their role in the program and suggestions to improve overall performance was 
collected. Given the terms of reference, special attention was directed towards USAID. In 
addition, a synthesis from the interviews with such FORESTA stakeholders as FUNDECOR 
participant clients, staff, and GOCR representatives as to how they view the FORESTA 
program is included. 

A* Collaborators 

Al .  USAID Role 

From the inception of the FORESTA concept, USAID has played a crucial role in 
advancing the FORESTA 'approach. " Many Costa Ricans enthusiastically endorsed 
USAID'S efforts. While some complained about USAID's bureaucratic process, which they 
got to understand better as time passed, most strongly agreed that one major reason for 
progress has been the combination of USAID'S interest, persistence, and flexibility. Further, 
the recently departed project officer was a key element in USAIDas management team for 
transmitting this interest. She had become a critical element through her involvement at all 
levels of FUNDECOR'S operations, including Junta and Grupo Base meetings. That constant 
information dissemination and program facilitation role has been recognized as a very 
positive contribution. 

While all interested parties know of USAID's departure and the down sizing operattion 
presently taking place. FUNDECOR and GOCR collaborators a .  concerned by the reduced 
USDH presence and what they perceive as reduced interest in FORESTA operations. 
k.zds% = d k i  many significant activities must be done prior to the PACD and look 
to USAID for support and in some instances, leadership. 
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A2. USAID Suggestions 

The team recognizes that these are not easy times due to declining USAID staff levels 
and competing project priorities. However, based on the accomplishments in Sections VI 
cnd VII and the tremendous potential for truly significant accomplishments that could be 
realized after the PACD, the project merits special attention from USAID. While this 
opportunity obviously must be examined in light of other needs, it is our view that USAID 
will be missing a rare opportunity to have a lasting impact on sustainable development in 
Costa Rica. Some initial thoughts are provided. 

Unless a highly committed USDH who can provide at least half time coverage over 
the next 20 months period is available, a special "USAID FORESTA Program Task Forcen 
should be organized. Currently, the mission program officer, supervisory agricultural 
development officer, and the Price Waterhouse technical advisor arc interacting. Clearly 
defined roles and responsibilities and systematic reporting functions to USAID and 
FUNDECOR management need to be developed. Responsibilities did not appear to be well 
defined and important information and perceptions covering operations and strategy did not 
seem to be with all principles. The team offers these specific suggestions. (1) Define the 
types of technical, process, and policy needs to be addressed and a definition of 
responsibilities for actions to facilitate proegress, This process needs to ensure that regular 
meetings take place from which follow-up monitoring activities and action responsibilities are 
delegated. The technical advisor should have access to email communications. (2) Hold 
meetings at least bi-weekly between the FUNDECOR Task Force leader and the mission 
director and also with the FUNDECOR executive director to review progress, determine 
priorities, assign responsibilities for priority and how the highest priority tasks can best be 
done. (3) Relieve USAID from the need to approval all purchase orders and contract 
approvals that are urgently needed. This is a Cooperative Agreement with an organization 
USAID wants to soon see operate on its own. Well structured and regularly monitored 
management procedures are adhered to. Precious USAD management time could be better 
spent by focusing on matters of greater importance to both institutions. The priority actions 
and revised outputs that the team proposed as essential for creating a sustainable 
FUNDECOR addressing the FORESTA objectives will require more directed attention and 
guidance. 

A3. MIRENEM Role 

The major collaborators within the Ministry of Natural Resources arc the National 
Parks Service (SPN), General Forest Directorate (DGF), and the Wildlife Service (SVS). It 
almost goes without saying that there is major collaboration between FUNDECOR and these 
major GOCR agencies. 

This has not always been the case. There were many false expectations within 
government agencies when FUNDECOR was created with an apparently large operations 
budget. Thuc were many disappointments and resentments when money did not flow easily 
and readily from FUNDECOR. There was an evaluation of what FUNDECOR and should 
do, and hcw to do it. A clearer understanding of the role of FUNDECOR emerged and the 
working relationships between GOCR and FUNDECOR steadily improved thereafter. The 
relationship with ACCVC, including SPN. is strong and consistent and is evident in the daily 
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operations of the ACCVC. Many examples of this working relationship are provided 
throughout this document. 

The joint activities with the DGF are less conspicuous, but no less important. Several 
emples  follow. FUNDECOR provided DGF (and SVS) with office space and computers at 
their field site in Puerto Viejo; it is now providing hardware and sofbme to the DGF offices 
in San Jose and Heredia. FUNDECOR has organized two recent workshops with DGF and 
pays for training of DGF personnel in Costa Rica and abroad. 

There needs to be much more collaboration with the SVS, particularly related to the 
impacts of forest management practices on wildlife, primarily those species that play ltey 
functions in forest ecosystems (such as pollination and seed dispersal). 

A4. Research and Educational Institutions 

FUNDECOR recognizes the fundamental importance of the role of research in 
scientifically based land-use management. FUNDECOR's approach will essentially be one of 
co-sponsorship, collaboration, some cost-sharing, and coordination of research programs, 
mther than conducting research itself. FUNDECOR will not hire consultants to do inventory 
and monitoring or other kinds of research, but will rely on cooperative agreements with the 
existing world-class research institutions in Costa Rica. 

FUNDECOR's collaborative relationships with some of these institutions are extensive 
and a detailed overview is provided in Annex D. With CATIE for example, there is a strong 
relationship that the team feels will continue to be a soum of mutual benefit to both 
institutions. Their relationships with OTS are becoming increasingly important and 
productive. With thf iosta Rican Institute for Technology VCR), technical assistance and 
assistance in forest and seed management are provided. Other significant linkages are 
maintained with INBio, EARTH, etc. These are all important linkages that serve as a good 
foundation for the expanded activities envisioned in the future. 

B. Stakeholder 

B1. M)IPESTA Beneficiaries 

Due to time limitations and the fact that many of the landowners participating in the 
project do not live on their land, the team's small sample of participants interviewed focused 
on those landowners participating in the project's forest management and plantation activities 
who live in the northern section of the ACCVC. Two absentee landowners (professionals .. working in San Jox) -participating in the CACSI pgm.~!  W V ~  i n t s r r k i ,  ;is weii as ~JI 
three of the nursery owners receiving assistance from FUNDECOR. Most of the persons 
interviewed appeared to be persons of modest means-living in modest homes (one, with 31 
ha of forest under management lives in a primitive cabin and speaks relatively uneducated 
Spanish). 
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All participants interviewed were pleased with the technical and financial support that 
FUNDECOR had provided to assist them with management of their land or with the 
production of tree seedlings. Landowners participating in the forest management program 
explained that they enjoy passing time in their forests and that FUNDECOR gave them the 
opportunity to haPvest trees from the forest without destroying it. They explained that when 
a landowner cantracts directly with a logger, without FUNDECOR assistance, the loggers 
destroy the forest. One landowner participating in the forest management program and 
another carrying out reforestation expressed interest in silvo-pastoral systems. 

All landowners expressed great satisfaction with FUNDECOR'S orderly approach to 
getting the job done. Forest owners were extremely pleased with the condition of their 
forests following harvesting, with the income received h m  the forest, the knowledge that 
they would be able to harvest again in a few years, and the fix% that FUNDECOR was 
willing to finance the cost of preparing management plans and other pre-harvesting costs. 

Nursery owners also expressed great satisfaction with the technical and financial 
support provided by FUNDECOR. All had participated in training programs arranged for by 
FUNDECOR, including training in pest management, Two did complain about the 
prohibition on the use of MIREX to control leaf cutter ants, an indication that they were 
abiding by pesticide use guidelines even though they may not have understood the need for 
them. 

B2. FUNDECOR Staff I 
At all levels, FUNDECOR personnel were observed to be extremely committed to the 

project's objxtives. All expressed a sincere interest and almost a sense of mission to this 
program, which they believe has the potential to have positive impacts on Costa Rica's 
future. They recognize that it is a very complex undertaking and that discipline and 
dedication are needed. Further, by working together with area landowners and residents, 
much good can be accomplished. All seemed very absorbed in their tasks and related them 
to higher objectives. The esprit is contagious! 

Some were concerned that the original FUNDECOR nrission was not being pursued 
as aggressively as it should be. Specifically, some opined that while it is a very important 
activity, to be responsive to this broader mission, their activities would have to go beyond 
the priorities given to the natural forest management activity. Also, since the endowment is 
far from being established, this threatened FUNDECOR'S long-term institutional 
sustainability and they would have to begin to look for employment elsewhere. They 
regretted this but at the same time felt that the experiences learned would serve them well in 
the current job market. 

I 
B3. GOCR Representatives 

Through numerous meetings held with a cross section of interested political and 
respected professionals, the team got the clear message that good things were happening ! 
under the FORESTA program. All w a e  appreciative of the progress made in light of major 
challenges that the program was confronting (due in part to their understanding of the limited 
progress made during a variety of past efforts with notable f8ilures) and the inherent 



Section IV: Collaborator Contributions and Stakehdhn DESFlL 

difficulties in starting with a highly experimental approach in such a politically charged 
sector. No one spoke negatively about the program or its administmion. Rather, given the 
sense of environmental crisis and their positive, even laudatory impressions of 
FUWDECOR's approach and performance, many felt that this was a project that needed to 
succeed. USAID was repeatedly praised for the leadership role it had provided in the sector 
and particularly for the FORESTA project. 
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SECTION V 
GLOBAJ, LESSONS LEARNED APPLICABLE TO THE MlRESTA EXFERENCE 

Before commencing this section of the midterm evaluation, which deals with broader 
strategic and institutional considerations, a brief discussion of recent global 'lessons learned" 
as they apply to FORESTA is provided. These should, however, not be taken as approaches 
that have direct application in all instances. Rather, they provide points for reflection and 
comparison. 

Although still relatively new, the pioneer efforts launched under FORESTA embraces 
the convergence between (1) conservation and development strategies and (2) public and 
private sector institutional strategies. Some aspects of these are now a little better 
understcvxl than they were a decade ago, and a base or' international experiences exists to 
better assess FORESTA. 

A. The Integration of Conservation and Development 

m e  team reviewed the book by Michael Wells and Katrina Brandon, 'People and 
Parks," a review of 23 highly acclaimed projects. The most important conclusions from 
their study is that the most successful progms combine the most difficult aspects of both 
runl development and conservation management. However difficult this may be, without 
such twinning, sustainable development will not occur. They further conclude that success 
within this strategic context is most likely to w u r  when three interrelated elements are 
introduced: ( I )  protected area management, (2) buffer zone development, and (3) local 
social and economic development. Beyond these strategic and operational recommendations, 
a series of common attributes to program suces  were identified. 

A l .  Stage Setting Preconditions 

To conserve biodiversity, larger geographic, social, and economic environments must 
be incorporated. Five facilitating preconditions were deemed important: (1) a serious 
political commitment to this effort must exist at the local and at the highest level of central 
government; (2) legislation and jurisdiction to permit agile management under various 
resource unit boundaries and land bse systems must be provided; (3) project development 
components should be coordinated with regional development initiatives; (4) secure attention 
to land ownership and other resource acccss rights of the project's intended beneficiaries, and 
(5) government institutions have to reorient their staff toward a more people centered 
approach that embraces all resource users. 

A2. Scale of Progect Operations 

Most of the projects reviewed by Wells and Brandon (1992) were operating on too 
small a scale to address the many immediate problems they are trying to resolve. Unless the 
scale of operations is substantially increased, prospects for biodiversity consemtion will 
continue to deteriorate. 



A3. Participating Organizations 

One of the clearest observations is that to address the enormously complex challenges 
cited, significant collaboration among governments, conservation groups, researchers, 
development agencies, and donors must be encouraged. The issues are complex and in many 
cases new biological processes and new operational systems are being introduced and 
relevant expixtise must be sought. 

A4. Local Participation 

The sustainability of project advances strongly depends on the effective partici~iion 
of local people in those activities that affect changed land use practices, economic incentives, 
and bdavioral adjustments. 

AS. Secure Financial Support 

Long perids are needed to develop appropriate operational and technological 
interventions and to elicit local participation for generating long-term support. Project 
funding needs should be phased over time. Financial self sufficiency will not be achieved 
after only a few years. 

B. AgroforesZry Situation 

It is only over the last decade or so that agroforestry has become such an important 
topic in natural resource management and development projects. There are numerus case site 
research reports and some project specific reports but few broader lessons learned synthesis 
reports. One exception, is the World Bank's report, 'The Prospects for Agrofomtry in the 
Tropics," written by P.D.R. Nair. The executive summary of this report is included in 
Annex E. 

While the report notes that agroforestry is widespread in almost all ecological and 
geographical regions of the tropics, several important other conclusions emerge: 

Agroforestry systems are as many and varied as their functions, roles, and outputs. 

Ample scientific evidence indicates that the benefits derived fiom agroforestry 
should be considerably increased by appropriate scientific intervention. 

Scientific studies in agroforestry have been limited, and thus the potential of 
agroforestry remains vastly under-exploited. 

e Thi cdritr'xt b i d  in agmforestry development shows an imbalance between large- 
scale development projects and inadequately low levels of research and educational 
support. 
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C. Private Nonprofit Institutional Approaches 

The multitude of complex activities and services related to implementing the two 
strategic thrusts highlighted in the introductory part of this &on must be aggressively 
promoted in cost effective and systematic approaches. These arc not activities that can be 
provided quickly by most public sector organizations exclusively. A series of 
nongovernmental, non-profit organizations have been acquiring experience to provide long- 
term continuity, relevant technologies, free-standing independence, agile market responsive 
services, and networking with a larger number of complementary service purveyors from 
government and nongovernment institutions. Since this form of institsltional development is 
so new, the forms so diverse, and universal applications so difficult to prescribe, several 
studies wzre reviewed to help assess FUNDECOR'S situation. 

Of the various researchers reviewed, Thomas Carroll's Intermediary NWs-rite 
Suppornkg Link in firasroots Development was the most relevant to the evaluation. He 
analyzed 30 Inter-American Foundation 'intermediary organizationsw regarded by the 
IAF as effective and competent. The opeiational and organizational attributes of the stronger 
performers are presented. While the team recognizes the multifaceted nature of such 
organizations does not always produce general conclusions and FUNDECOR is not exactly in 
the same category, there are some observations wc felt had relevance to FUNDECOR. 

Ci . Organizational Strategies and Approaches 

Functional specialty and a small size staff have proven to be important qualities. 
Organizations that implement a limited number of tightly connected projeca performed better 
than those undertaking a series of loosely connected or unconnected series of activities. 

C2. Fmancial Well Being 

Not surprising, a solid financial base is a basic requisite for performance; according 
to the study, this was usually a diversified portfolio with core costs covered. Access to a 
secure core finding source is a tremendous boost since most donors have project-focused 
investment policies. 

C3. Motivation and Leadership 

Both competency and commitment from staff are needed. In isolated project areas 
where personal and fsmily sacrifices are required, a higher sense of mission and common 
purpose are important factors. Successful organizations have creatively responded to this 
me!. b+r& c-s~tzd !&ship, pi i~u'kiiy during ihe d y  years, is a definite positive 
factor. Leadership that exhibits a strong personality, commitment, and drive to provide 
focus, and which demonstrates capacity for constntctively working external alliances are 
needed. The top organbations were able to weather serious internal strife and move on. 

C4. Organizational Dynamics 

While focusing on well defined goals and strategies are important, this attribute takes 
time to develop. A coherent agenda can be modified over time to include new or modified 



methods based on changing needs. The core programs of the better organizations were 
maintained instead of becoming too dispersed. Fine tuning was ever present. The best 
organizations responded positively to beneficiary input, usually via informal mechanisms, 
including day to day interaction. 

CS. Capacity Building 

There is a constant need to ensure that the most relevant and cost effective technical 
and managerial skills are being provided to project employees and intermediaries, including 
government staff. One of the inherent problems of all intermediary organizations and, in 
many cases, the NGOs themselves, is the need for appropriate training and related camz 
development activities. The provision and management of staff training to ensure that quality 
services are provided is an important characteristic of successN organizations. 



SECTION M 
INS'ITWTIONAL STRU- AND ANALYSIS OF FUNDECOR 

The mission's scope of work required the team to direct considerable attention 
towards assessing FUNDECOR'S institutional structure and its overall ~ t i o n a l  
effectiveness. Further, FORESTA designers concluded that 'the most important 
accomplishment of the project wiU be strengthening FUNDECOR to become a permanent 
self-sustaining private organization responsible for promoting, sponsoring, and collaborating 
in efforts to control and use the natural resources of the ACCVC." 

The team dedicated considerable efforts to this section and consulted a large number 
of manuals, internal documents (including the minutes of the Junta's meetings), legal 
references, interviews, and other information sources. This section presents the team's 
findings as they relate to (1) institutional, organizational, persorael management, and 
financial systems, (2) current financial situation, and (3) programming and monitoring 
systems. Observations regarding the team's reaction to each of these points are also 
provided. This review closes with an overall assessment of FUNDECOR'S institutional 
capability for receiving the endowment. 

A. Legal Mandate 

FUNDECOR was created in March 1989 under GOCR's foundation law. Its mandate 
is broad in scope, g, es beyond FORESTA's PACD and program objectives, and also beyond 
the geographic boundaries of the ACCVC. It was established as a "private entity." Its 
functions are: (1) plan overall land use in it!, geographic area of responsibility, with special 
consideration for sustainable uses that are compatible with the protected areas; (2) protect 
and manage the natural protection areas of the ACCVC; (3) promote sustainable forest 
management in the buffer zones around the protected areas, integrated with efficient 
industrial processing of wood; (4) control reforestation and promote deforestation; (5) carry 
out programs of extension, environmental education and training; (6) carry out administrative 
tasks necessary for management of the natural resources, such as contracting for permanent 
and temporary personnel, procuring equipment, supplies, and land, contracting the 
construction of infrastructure, purchasing goods and services, and allocating concessions; (7) 
contract national and international consultants; (8) contract scientific applied research needed 
to improve natural management; and (9) promote scientific and nature tourism. 

The GOCR's governing legislation for foundations has directly impacted 
FUNDECOR'S operations. First, since USAID funds were provided to the GOCR for its 
creation, FUNDECOR was formalized not as an NGO but as a p-m!l-?rt of !!!s 0 X R .  
~ccording to Foundation Ley #5338 of August 28, 1973, the "administration and the 
orientation of foundations will be the responsibility of the Administrative Junta." Their 
powers include: (1) appointment of the FUNDECOR executive director, (2) approval of 
annual work plans and budgets, (3) regular evaluation of work progress, and (5) program 
coordination promotion. The five-person body, which is appointed in block for a thre!e-year 
period, includes one appointed by the executive branch, three appointed by the GOCR from 
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the Ministry of Planning, and one from the municipality where the foundation was 
established. These persons have come from both the private and public sector. 

OBSERVATION 

FUNDECOR'S mandate is sufficiently broad and this has allowed for program 
changes based on changing needs and priorities. 

The real potential concern rests with the temptation this government appointed body, 
with considerable powers and influence, might have over FUNDECOR'S future resources 
and program. There is ample opportunity for budget resources to revert to what the present 
Junta President terms a "petty cash fund for the area." (Although the team concurs that this 
possibility is indeed feasible, we note that we did not hear of such activities.) 

B. FUNDECOR'S Mission Statement 

As presented in their logframe and other documents, "FUNDECOR'S mission is the 
conservation, development, and use of the natural and cultural patrimony of the ACCVC." 

During the interview sessions with FUNDECOR staff, an explanation close to this 
same mission st-ment was heard at all levels. There might be a particular emphasis h a  or 
there, but al l  were able to combine this new conservation/development thrust. Many also 
embraced an almost personal sense of commitment to this 'special mission" they were 
facilitating. All embraced certain qualitative dimensions, including self sufficiency, cost 
effectiveness, biodiversity, soil, water, and forest conservation and other Aations within the 
broad context of the FORESTA mission statement. Within this context though, the staff 
rarely commented about the "cultural patrimony" of the foundation's mission statement. 

In our conversations with ail FUNDECOR staff about current issues and priorities, all 
would sooner or later comment on most of the same objwtivedpriority activities listed in the 
1W4 plan. Of these, the FUNDECOR objective related to promoting environmental 
legislation was never mentioned. 

Any confusion or possible disagreement about FORESTA's mission in actual practice 
relates to differmces on the best tactical approaches. For example, while most thought that 
the 60day focus exercise was necessary and was making substantive contributions, some also 
felt that if the same trends continued and were carried too far, FUNDECOR would restrict 
itself from addressing its broader mission. 

FUNDECOR'S missioil embraces the FORESTA objective and goes beyond. Given 
the heavy m y  of challenges fonrsed on the ACCVC, this is an appropriate mission. The 
staffers understand and enthusiastically embrace this mission. However, some field sMf 
were concerned that the present scope was going to restrict their future activities. 
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C. Organizational Structure and S w i g  

FUNDECOR was created to be a responsive coordinator, facilitator, and provider of a 
series of major new undertakings in the ACCVC. By design, the organization was intended 
to be small and responsive. A fairly 'flatw and straightforwad structure has developed that 
has facilitated field operations with San Jose-level coordination, principally with the 
MIRENEM agencies, USAID, and a growing number of similar institutions. Figure VI-1, at 
the end of this section, displays the organization and the staffing distribution. A brief 
description of some of the activities/responsibilities at the various operational levels follows. 

C1. Administrative Junta 

Since the Administrative Junta basically comes and goes together due to the 
implementing instructions contained in the GOCR's foundation law (although some have been 
reelected), we were able to meet with most from both past and present Juntas. The Junta 
members interviewed demonstrated great dedication in their charge and great diversity in 
professional backgrounds. The work of both Juntas has been considerable, particularly the 
first, as it had to get intecdvely involved to help comply with conditions precedent and to get 
things started with MIRENEM institutions. Both have tended to reflect the professional 
backgrounds of the president. Each president demonstrated high commitment and their 
personalities set the operational style of their board. Both Juntas have been involved in all 
phases of opemtion, ranging from responding to cornxsndence for assistance to major 
strategic reviews to the almost permanent effort to obtain approval of various approaches for 
establishing the endowment fund. The Actas Book of minutes shows that the Juntas have 
met on an average of once every six weeks since the first meeting was convened in August 
1989. This is only one indicator of the time spent, since both presidents have to sign checks 
and contracts on a regular basis and both are involved in regular and lengthy telephone calls 
and sessions with the executive director. 

OBSERVATIONS 

The team observed the numerous contributions both Juntas have provided. One 
concern, given the relative rapid turnover of the Juntas, almost as a unit, is program 
continuity. Given their broad mandate, there will be great proclivity to make major program 
shifts every three years. While we have seen the benefits some changes have brought, given 
the long-term technical underpinnings that must guide the FORESTA "process, " major 
changes at such short intervals will likely jeopardize FUNDECOR'S achieving the FORESTA 
objectives. For that reason, as suggested in Section MI, we propose that a high-level 
technical steering committee be installed. 

C2. Moravia 

Headquarter operations emanate from the San Jose suburb of Moravia. As observed 
in Figure VI-1, a very small staff of 19 (including a l l  professional and support staff) are 
providing major support to the Puerto Vijo field office (staffed by 6, mostly foresters) and 
the ACCVC office and also carrying out several program support activities with numerous 
key San Jose based institutions. Clearly defined position descriptions are developed for each 
staff member, including functions, requirements, and other skills and demands. Much of the 
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work done here evolves around program planning, management, and amdimlion activities 
since a large number of the actual activities under FUNDECOR are provided via individuals 
or firms under task-specific contracts. The management of thest contracts becomes an 
important part of some of the forest engineer here and in Puerto Viejo. All seem to be 
aggressively pursuing their current tasks. A high d e w  of collegiality seems to prevail, and 
many task forces were observed doing specific tasks in response to the latest issues. One 
group is working to assess the estimated future revenue generated by the forest management 
programs to ascertain if program costs could be covered under the banner of 'FORESTA 
11," while another group is working to reduce overhead costs. A highly energized exchange 
between Moravia and Puerto Viejo in support of field operations was observed. There was 
still great respect for position and expertise as defined in the organizational chart. The 
executive director is constantly consulting with the other directors and other staff in a way 
that appears to generate teamwork. 

C3. Puerto Viejo 

FUNDECOR'S original base was located at what is now their field office-the home 
base for the operations unit. The office is staffed by six experts in their particular areas of 
program concentration: reforestation, promotion, and forest management--each one assigned 
to the forest management area level programs. All are foresters, and all are knowledgeable 
of their activities. Due to the management support systems now in place, the constant use of 
radio, h, a d  phone and common linked computers, office support needs from Moravia did 
not appear wanting. Rather, program performance is at its highest level with only minimal 
additional staff. The work roles of the personnel are clearly defined, and when problcms are 
identified, actions seemed to be taken at this level or via quick channels from Moravia. 

OBSERVATIONS 

The organizational structure seems appropriate for this phase of program operations. 
Present staff resources appear fully engaged. There is one major vacancy, the director of 
planning, a key position. For the reasons stated later, the team suggests that additional 
activities be undertaken, and this will have some implications on future staff~ng levels. One 
significant observation, from the team's perspective, is the absence of a social scientist on the 
FUNDECOR staff. 

D. Procurement, Administrative, and Personnel Systms 

One of the earliest FUNDECOR expenses, even before the technical assistance 
contract was signed, was the short-term technical assistance from the Price Waterhouse to 
p v e  s t a n A a d i 7 4  f i ~ n 4 3 ~ ~ ~ 7 t  r n ~ i i s  fa- m u o n a i  d m .  T'js a 
conditions precedent requirement under the project. Given FUNDECOR'S newness and its 
unfamiliarity with USAID and GOCR operational systems, these manuals proved to be 
extremely useful in  getting the organization off to a good start, over time. 

These manuals became an important part of the FUNDECOR managelaent system and 
provide detailed guidance and quality control to all staff. The manuals also provide a basis 
for follow-up supervision by staff from the Department of Administration and Finances, 
FUNDECOR'S main staff unit. The four manuals are updated as needed, and changes are 
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sent to USADD for approval. During the annual external audits, these are used as reference 
handbooks to assess FUNDECOR'S compliance. 

The value of such systems to FUNDECOR is the time saved for procuring quality 
services in a quick and transparent fashion. When needed, standard open competition 
practices or even IQC-type contractual systems are employed. For example, there is no wait 
if the amount is under established levels if personnel senrices in special technical areas where 
pre qualifying lists have been developed. The General Services chief follows up as needed 
when delays are observed. For engineering construction projects, FUNDECOR'S contract 
inspection engineer is consulted. 

- 

- OBSERVATION 

- - In the Personnel Administration Manual, provision is made for a staff training 
- program. At the beginning of each year, each unit chief makes the appropriate 
- recommendations and final decisions go to the Junta for review. 
- 

7! Early on in FORESTA's development, a detailed staff development plan was prepared 
by Price Waterhouse. The team observed that this plan had not been used as intended. 
Although 9 of the current 25 staff received some training between July 1991 and April 1994, 
from the team's perspective, the training activity was not being fully implemented. One 
major explanation is that the small but high quality staff has much to do. 

- 
- FUNDECOR'S ageizda may become increasingly technically and managerially 

demanding. Targeted short-term training programs covering anticipated high priority areas 
where little skill base exists should receive more support. One obvious example is in social 

- promotion and community organization work. Due to the important role this skill has played 
in similar projects throughout the world and due to the heavy presence of technical degree - 

- holders in FUNDECOR, this would be an ideal investment activity. 
- 
- 
- - E. Financial Management 
- 

The team was directed to give special attention to this topic and to the following - point, 'Financial Situation." See Annex F for a detailed report prepared by the team's 
economist, 'Factores de Programacibn y Empeiio en el Camp de la Planificaci6n, 
Programacibn, y Administraci6n Financiers del Pmyecto FORESTA." This report serves as 
the basis for the information contained iri these two sections. It was based on intensive 
interaction with FUNDECOR financial management staff and director, USAID financial 
staff, and a review of audit report and financial records. 

El. Fmancial Controls 

Because FUNDECOR was a new organization when FORESTA was created, USAID 
and Price Waterhouse reviewed it before rrleasing USAID funds and giving it NGO status. - 

- 
- 

The work by Price Waterhouse under this contract (no relationship with the project-funded - 

technical assistance contract) served as one way to develop the financial manual that many 
agree was one of the best activities to occur, from an instihltional development perspective. - 

- 



All of the early financial control procedures developed were based on a close 
following of the USAD) system. During this early period, FUNDECOR was also in close 
contact with the regional inspector gend and through this oversight, additional useful 
knowledge was gathered about the USAID financial control system. Much has since been 
learned by FUNDECOR. 

Pursuant to our review of the external audits done in 1991-1993, each year the 
number of observations on financial control systems has decreased. Since 1992, the external 
auditors concluded that the observations have been "minor." Where recommendations were 
made, corrective actions to the observations were quickly taken. The USAID financial 
analyst assigned to the project is quite pleased with FUNDECOR'S performance. They are 
regarded as having a well developed control system and the team's expat was able to 
confirm that impression. 

E2. Financial Programming 

FUNDECOR has set a goal of approaching financial self sufficiency status by 1995. 
Although it is not likely that this important event will occur by 1995, the objective has 
resulted in controlling operational costs and pursuing profit making enterprises. These are 
laudable approaches. A series of planning and control measures have been introduced to 
help facilitate this objective, including a permanent effort to systematically review financial 
planning and the various operational plans prepared annually and quarterly. Financial 
planning is intimately linked with strategic plans. 

Employing this approach, FUNDECOR is constantly in a position to control costs in 
the "bestw way. From the systematic review process and the constant information flow, 
they are in a position to make good business driven, operational decisions. Employing this 
approach, sample standards to measure unit efficiency are often developed. The team 
observed how these have had positive effects on many field and Moravia-based operations. 
One earlier cited example was the 40 percent decrease in operational costs to produce a 
forest management plan and contract over a three year period. 

The systematic approaches employed surpass USAID's norms, as reported by the 
mission's financial analyst. This has had a positive impact on the organization's overall 
fiscal situation and helps create a more focused, business like operation. 

E3. Financial Administrat ion 

FUNDECOR employs a very rigid control systcm. During the period of the annual 
work p b  ~ ~ . f p ,  a&! cz,A is r"qiiik& to prepare h e  'budget for their particular activity. 
Included in each unit's plan are the required purchases for goods and services. These are 
reported to the General Services Department, where the request is evaluated. The estimated 
price determines which category of procurement system is employed. With purchases over 
C500,000 to C1 million, for example, a very rigorous competitive bidding procedure is 
followed, including an ad hoc review committee to rank proposals and make 
recommendations. Similar rigid controls on payments, receipts, and collections are 
employed, Here again, the system surpasses what USAD usually expects from such 
institutions. 
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F. mnanciaI Situation 

Fl. Present Status and Projections 

For budgetary and program management purposes, USAID has divided the $7.5 
million budget listed in the Project Paper into two categories. Of this total, $2.5 million is 
administrated by USAlD to cover the USAID advisor, Price Waterhouse, audit and 
evaluation, and inflation cost. Of this amount, remains almost $1 million remains (as of 12 
July 1994). $5.0 million goes directly for the FORESTA project to cover program 
components. As is shown in Annex F, page 10, the current balance is $2.1 million. Some 
of the FORESTA components are over or close to their budgeted amount with almost two 
years to go. The Global Operations budgeted is, however, most notable. FUNDECOR 
budgets their core operational budget from this line item, which has a remaining balance of 
almost $1.2 million. 

For pJanning purposes, taking into consideration the remaining balance and factoring 
over a two-year period estimated overhead costs, a $450,000 annual operational budget target 
planning level was established. Employing this figure and factoring the *forecastedw budget 
for the other components based on past trends (admittedly difficult given the newness of the 
foundation), very conservatively, there would be an estimated unspent balance of $400,000 at 
the PACD. This anticipated balance, plus the $1 million balance cunently unprogrammed 
for the technical assistance contract fund managed by USAID, generates a sizeable cushion 
from which significant investments could now be made. 

F2. Financial Sustainability After FORESTA 

At the request of the USAID, the team's financial analyst calculated the lilcelihoad of 
sufficient resources in 1996 from the endowment to cover core budget needs. The return 
provided by the endowment fund's interest rate and that which comes !?om reflow generation 
are factored. However, since FUNDECOR is also anticipating that it will generate revegues 
from recent revenue creating activities, that element exists as a possible supplemental 
resource. For example, from the Certificate de Bonos Forestales (CAI?) FUNDECOR 
receives a portion from the DGF based on the management se~ces owed for each approved 
forest plan. However, given the newness of this system @GF was just now making these 
transfers for the first time to FUNDECOR), this real revenue source was not factored in 
these calculations. 

Therefore, by just factoring in the endowment funds generated, will there be sufficient 
revenue during the last two years to generate the annual core administrative budget of 
$450,000. By early 1986, t.5~ arms: es5ixibkd in the endowment wiif be S10 million. 
These funds are at COFISA Bank and will reach a value of C1501.5 million on January 
1995, with an annual return rate of 25 persnt. To determine if the income flow provided by 
the endowment fund's return is enough to satisfy FUNDECOR'S core administrative budget, 
an annual based projection method was used. The following assumptions were made in 
making the projection calculations. 

The average between the expected inflation rate and the planncd inflation rate for 
Costa Rica is 15 percent. 



According to the mcst recent estimate from the Federal Reserve of Atlanta, 
Georgia, the estimated U.S. annual inflation rate will be 3.5 percent, with a 
trajectory at that same level towards the end of the century. 

e The long-term annual devaluation for the colon is 12 percent. 

The natiorial base rate is close to 23.5 percent annually. 

Under canditions such as those of FUNDECOR, the actual return is between three 
to four ~xm-:tage points above the passive base r a w l o s e  to 26.5 percent and 
27.5 percent. 

These elements take us to at least two different scenarios to obtain a real interest rate 
range between 8.5 percent and 9.5 percent. If the endowment fund had a level of $10.0 
million from 1995 at the beginning of 1996, then it would produce a gross return of at least 
$850,000 annually, maintaining the constant dollar value of 1995, to which a 1 percent 
administrative expense cost should be deducted. 

If the cost of financing the core administrative budget adds up to $450,000 and the 
depreciation expense of the assets adds up to $30,000, we can conclude that the return 
provided by the endowment fund is enough to cover not only the operation expenses and 
maintain the acquisitive power of the fund but also cover the reforestation deficit component. 
Again, this calculation does not factor in FUNDECOR'S other revenue sources. 

G. Strategic Programming and Planning 

The FUNnECOR mardate requires carefiel coordination and planning of resources. 
Soon, the ACCVC global striltegy will be released, and this will provide considerable 
opportunity for more specific ma wide planning, monitoring, and evaluation activities. This 
will be a major management tool for the ACCVC for which FUNDECOR can take major 
credit and future responsibility. 

Time and limited staff resources have not made it possible for FUNDECOR to 
formulate a specific strategy plan for future activities within the broader (soon to be released) 
ACCVC program. 

Strategic planning approaches were aggressively pursued to help assure that 
appropriate budget a:~d staff rrbsources in support of the new objectives are being provided. 
As a product of that exercise, new project outputs are regularly tracked by the Department of 

1 .  Planning. The syskm~ Lheao s :bay =!s& :G rpxifii: stz~tegia aid oojecinres. 

- - - 
However, additional approaches, rarely seen in developing country programs, are also 

- being introduced to facilitate strategic planning and activity prioritization. To help assure 
that objective means for prioritizing program initiatives are available in the most cost 

- 

effective approaches, FUNDECOR uses GIs technologies for its strategic pl;mning - 

operations. Within FUNDECOR'S Department of Planning, a unit employing this highly 
sophisticated equipment provides regular information for strategic planning and program 
operations. Management uses this system to chart changing deforestation and land use trends - 

- 
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and to identify critical priority areas from which more cost effective approaches can be 
in traduced. 

The half-time director of the Department of Planning will be departing won to study 
for .his Ph.D. It is the team's opinion that this position should be filled quickly by a person 
of the highest professional levels. It is very important that FUNDECOR develop its own 
strategic plan to perspective national and international institutions. Also, strategic planning 
and evaluation activities need to be intensified and assistance needs to be directed toward the 
development or the coordination of new proposals covering a variety of project development 
activities. 

H. Monitoring and Evaluating 

FUNDECOR planners have developed a very straightforward means to assess 
'progressn via the quarterly monitoring of progress reported in the annual work plans. 
Senior management is involved in this review and extensive reports are made. This 
mechanism would be sufficient to meet the needs of most projects. However, there are a 
variety of less mechanistic concerns that must be addressed if real progress towards 
achieving project goals are going to be realized. 

No systems are in place yet to monitor ecological changes within the ACCVC, except 
for one small effort being coordinated with CATIE scientists and the GIs deforestation 
monitoring system. Such a requirement was provided in the Cooperative Agreement. 
FUNDECOR'S 'beaconn evolves biodiversity but there is no systematic mechanism to 
evaluate and monitor changes. The extensive field work now being done by FUNDECOR, 
which by nature introduces change under the various management systems employed, 
requires some basic systems for monitoring change over time, at least in the areas of major 
field operations. 

Highly regarded Costa Rican institutions such as INBio are ideally suited to provide 
guidance. Within USAIDIW's Global Bureau, the Environment Center the Biodiversity 
Support Program has a mandate to assist missions with such tasks. More information on this 
is provided in Section VIT. In addition, socioeconomic factors related to the FORESTA 
approach need to be studied to assess impact, particularly in economic terms. The team is -- - - also aware that there are costs associated with these recommendations. However, to be 
counted in the international league FUNDECOR is destined to arrive, efforts must be made 

- 
(probably in collaboration with other institutions), to systematically develop approaches, set 
_priority activities, and t~ dmds~ pmps;;ls 'Us: &hers mighi fund. 

- 

- Monitoring programs to assess the impact of FUNDECOR activities on biodiversity, - ecological, and socioeconomic variables within the ACCVC, or at least at critical points, - 5 
a 

should be designed and hopefully implemented within the next few months. If FUNDECOR 
- and USAID did not have sufficient resources, if designed collaboration with other 
- organizations (as well they should), they could assist in identifying sources of additional 
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funding. This is a high priority topic within the broader scientific and donor community, at 
the highest levels. 

I. Overall Institutional Assessment 

Four years ago FUNDECOR was created as a special institution to do what others 
had failed to do, at least in Costa Rica. Very quickly, especially when the operational ancl 
technical challenges FORESTA encompasses are considered, a series of client-friendly 
programs and support systems were developed and introduced. Technical and support 
manuals were built around these new service delivery systems to include forest management 
and reforestation and other programmatic themes. A comprehensive series of management 
and administrative systems ars now in place. Their financial management process, the 
foundation of any organization, is functioning extremely well. Few opers)tional glitches are 
observed and t'le monitoring systems employed usually help detect issues oefore they become 
problems. For the first time in the critical geographic area covered by the project, a series 
of essential resource management services are being provided in a cost effective and 
bountiful fashion. 

Based on the high quality of people FUNDECOR has recruited and the confidence 
these people have in the FUNDECOR "system," including the technical and administrative 
manuals and the operational systems developed for monitoring project progress, a special 
spirit has been created. There is a high degree of professionalism observed across the small 
organization as people talk about their tasks with considerable interest and interact with 
clients. Their knowledge of many of the technical issues is also noted. 

Resources are being orchestrated wisely and prudently. There is some flexibility, but 
a "businessn focus permeates throughout FUNDECOR'S operations. Careful attention is 
given to make cost effective decisions. Resource allocations are directed in such a way that 
appropriate returns are sought. Decisions are based on a thorough review of the subject 
from a variety of impressive data sources. Careful attention is made to cost effective 
decisions. Risk factors are held to prudent levels, as there is opportunity for some 
experiment. Under this managed process, thoughtful change is encouraged. 

From this overview statement, many cf the basic qualities that any dynamic institution 
must possess for accomplishing its mission are now in place or in the process of soon being 
incorporated. At the same time, due perhaps to time constrains or conscious decisions to the 
contrary, there are problems that if not soon corrected will constrain and even detract from 
the institution's ability to implement its mission statement. These lie principally in the area 
of program focus over the next two years before the PACD. As discussed in greater detail 
in Section VII, Ware i~sti!utic?A ~ i i ~ ~ ~ b i l i i j i  a3G iitc achievement or' FORESTA's 
objectives will require quick attention in the critical areas of marketingtfund raising, 
community participationlenvironment education, and research coordination. In addition, 1 

more work is needed in other critical activities as defined in the new outputs suggested to 
guide the project in the remaining period. 

Apart from being basic elements for responding to the FORESTA purpose, these are 
also major areas which future new sponsors v~ill want to see in place to ensure that they 
would soon be embraced by FUNDECOR. As all know too well, little time remains. The 



next section provides more specific guidance to best position FUNDECOR for its future after 
FORESTA. 





SECTION MI 
OVERALL PROGRAM ASSESSMENT 

This section begins with a background discussion sf the major programmatic 
adjustments that have affected FORESTA. The discussion serves as the -sition point for 
the suggested high priority activities and outputs proposed for the next two years. These 
were developed to help prepare FUNDECOR for its new status beyond the PACD. The 
section closes with an assessment of the Price Waterhouse technical assistance c o n a t .  

A. A Background of Change and Uncertainty 

Since project approval, key financial and other underlying assumptions from which 
the FORESTA Project Paper evolved have dramatically changed. Almost none of the GOCR 
counterpart funds originally planned to cover specific operations was received. There were 
many delays in project start-up. Two years lapsed as the necessary legislztive approval for 
FORESTA was obtained. Due to the newness of the foundation and the learning curve time 
required to obtain the necessary skills in USAID and GOCR bureaucratic processes, 
additional time was required. The Cooperative Agreement provides for budget levels and 
activities different from what was proposal in the Project Paper. To the credit of project 
leaders in USAID and FUNDECOR, such delays and adjustments have not stifled program 
flexibility . 
B. FUNDECOR Reprogramming Exercise 

The GOCR legislation for foundations requires the total change of Junta membership 
every three years. In July 1992, upon entering their new assignments, FUNDECOR'S 
second Administrative Junta decided to undertake an exercise to "redefine" the project. This 
was a major turning point. 

Two imptant operational hypotheses emerged from this highly focused exercise: (1) 
land users will accept new resource management practices if these new systems are perceived 
to be remunerative, (2) if the profitability of park resources arc improved, the parks will 
become self sustainable and the ensuing economic and social benefits impacting the broader 
region will generate improved land use practices, If value added activities could be brought 
to the forest resources through a series of innovative market driven operational systems, 
sustainable development would occur. 

The strategic priorities employed by FUNDECOR to guide these operational precepts 
focused on achieving sustabnIhilig by z ~ s n g  &frdSSm iri tire namrai forests and by 
improving the facilities and management of the national parks. This exercise narrowed the 
program scope while also introducing new business orientated operating procedures. This 
major modification was done to consolidate the progress and to ensure that significant 
measurable impacts would be produced by the PACD. 



To help institutionalize this exercise, a new logical framework was presented to 
USAID. The mission subsequently approved FUNDECOR'S 1993 and 1994 annual work 
plans, which employed budget tracking systems for monitoring tho operations in the new 
log frame. 

The evaluation team concluded that while the process deviated somewhat from the 
original broader conservation and development precepts as embodied in FORESTA's project 
purpose statement, truly significant accomplishments were observed. Major recognition has 
been extended the program for the accomplishments observed. While this exercise alone can 
not take the credit for FUNDECOR'S achievements, it did provide the basis for the program 
to have a significantly greater impact. 

Now is the time to start preparing for the future, The original purposes of the 
FORESTA document are still valid and N l y  embrace the FUNDECOR mission statement, 
"the conservation, development, and use of the natural and cultural patrimony of the 
ACCVC." The suggestions geared toward this same objective will be of considerable 
interest to potential contributors. 

C. Overview of Outputs Toward Achieving Overall h j e c t  Purpose 

Section 111 contains the team's comprehensive assessment of each of the 42 outputs 
for FORESTA's four main components under the USAID and RTNDECOR logframes. 
Significant progress has been made on some of these outputs and many will be achieved by 
the completion date. Many more require considerable work and a few should be deleted. Of 
the total list of planned outputs, 15 will not litzly occur by the PACD. For the 20 outputs 
listed under the Project Paper, 12 outputs will likely have been completed. For 
FUNDECOR'S outputs, 13 will have been completed. The component noting the greatest 
s h o w  was "Introduction of Trces on Farms" and the most important activities that did not 
occur were community participation and environmental education and environmental 
monitory and agro~orestry. 

The team observes that this tally explains only a part of what has happened. Some 
broader qualitative impressions and professional opinions need to be provided. Given the 
major challenges encountered by FUNDECOR leadership as they launched this new approach 
to control deforestation rates, the team was impressed with the extremely quick fashion in 
which a highly professional organization was created and o p t i n g  in the zone. Based on 
the effective relationships developed over a short period with the SPN and the DGF, a 
collaborative, almost united front has for the first time been observed in Costa aica. An 
impressive number of large and small landowners have committed 10,008 ha of land under 
the innovative forest management program. New, native specie nursery operations are 
supporting a new approach f ~ r  refowstation. 

The team further observed the very positive image directed towards PUNDECOR 
throughout many parts of the region based on a series of weU. administered services 
impatant to an increasing number of landowners and residents. The new Costa Rican 
adminisbration is placing natural resource management as a very high priority and is now 
meeting with FUNDECOR management to learn more of its system, as a possible model to 
help execute this policy. An extremely well managed FUNDECOR program, staffed by a 



highly committed staff and technical advisory team directed by exceptional leadership, have 
created an image of a highly productive team. Although there is much more that must be 
done, the groundwork has been prepared for even more rapid progress during the remaining 
two years. 

These are significant accomplishments that cannot be taken lightly, particularly given 
the complex challenges of the FUNDECOR mandate and the lengthy series of outputs and 
project success indicators expected at the EOP. However, without detracting from these 
notable accomplishments, much remains to be done before FORESTA's purposes are 
achieved. When the lessons learned section is compared with the midterm findings, much 
more which needs to be done. Given the information now known about the evolution of 
similar projects undertaken over the last decade, we now know that insufficient time and 
resources were allocated. 

This is literally "phase one" of a longer term activity. For that reason, USAD 
project designers wisely chose to create a permanent funding capacity to address FORESTA's 
purpose statement long after USAID funding terminated. Based on the impressive 
achievements recorded and the anticipated continued momentum, the evaluation team firmly 
believes that if FUNDECOR commits itself to the priority activities listed below and adheres 
to the bulk of the suggested targets discussed (most of which arc restatements of ongoing 
outputs) over the next two years, it is quite likely that most of FORESTA's challenging 
EOPS will be realized before 2000. Building from the present portfolio and the 
incorporation of he approaches suggested, a series of plans, field experiences, and new 
supporters will be in place generating new resources for confronting Costa Rica's forest and 
natural resource management crisis. 

The targeted activities and revised outputs described below are based on our firm 
belief that there will be continuing international donor interest for the 
conscmtion/development agenda iil Costa Rica, which is so effectively embraced by 
FORESTA. To more confidently be courted by donors, research, institutional environmental 
PVO's, businesses, etc., greater capacity building in targeted key within the broader 
FORESTA mandate is needed. Based on the team's extensive review of FORESTA's budget 
situation and future projections (as presented in Section VI.F.), sufficient resources for 
supporting many of the activities described should be available. 

The evaluation team notes that this will probably be the only period in FUNDECOR'S 
evolution when "soft moneyw of this magnitude is available from which targeted investments 
can create the strongest institutional base. However, unless major progress is made in the 
areas highlighted, a significant opportunity to truly establish the permanent structure for 
achieving FUNDECOR'S mission statement will have been lost. If such activities are not 
undertaken, FUNDECOR will not attract the interest to make effective use of the endowmefit 
i l i r iS i i t t  ^%irgeki w suppro operationd expenses. 

D. Highest Priority Immediate Activities 

To embark on this new and previously unanticipated phase of FUNDECOR'S 
evolution, five priority areas are proposed. Some work has already been done on all, but 
given the importance for creating the new experiences required, work will have to be! greatly 



accelerated and focused. For the reasons stated below, the team places the highest priority 
on the transfer of the endowment. However, since the other activities listed are also so basic 
for achieving FORESTA's overall objectives, the team feels that these should be ad- 
before the release of the endowment. Descriptions are provided to include indicators to 
assess progress for each. 

Dl. Transfer Endowment 

During the last one and one half years, leadership and staff from the key institutions 
have focused on establishing the fund. The team believes that the inability to come to an 
acceptable agreement has distracted attention from addressing other activities, which must 
occur between now and the PACD. This needs to be quickly established. The team 
recognizes the sensitivities and inherent difficulties associated with this recommendation and 
has offered suggestions for consideration. We strongly urge all parties to quickly arrange a Ei 

mechanism so that within the next six months, the new system can be in place. 

Reasons why this matter should be expeditiously addressed are listed. To assure 
prospective new donors and business clients the existence of FUNDECOR'S assets, it is vital 
that this permanent core budget mechanism be in place. The fund is needed to maintain the 
commitment and momentum with the long-term contracts FUNDECOR has already 
established with numerous clients, It is urgently needed to address the growing concerns 
among FUNDECOR'S excellent staff, who feel that there are only two ycars left. Further, 
to have a minimum trial period for evaluating the new system before USAID departs, the 
system should be established soon. 

Indicators of progress in this area should include some of the following: 

Section VIII provides USAID with a listing of verifiables that it should mnsider 
before transfemng the endowment. 

D2. Marketing and Fund Raising Campaign to Generate Program Support 

Very much linked to the above is an aggressive market campaign for generating a 
basis for future program activities in the ACCVC. Donor funding cycles are quite 
complicated, sometimes taking two years and more in gestation. FUNDECOR has 
undertalcen a variety of approaches to meet with possible sponsors. However, a more 
targeted and exerted effort to link with donors, business leaders, and foundations is now 
urgently needed. 

To facilitate this undertaking, a program strategy document statement that spells out 
FUNDECOR'S unique approach for conservation and development work in the ACCVC is 
r i  mi cmiy given its c*harter but as a marketing tool. Over the next three to four month 
period, a strategy (brief proposals/concept papers describing FUNDECOR'S needs and 
selected development and investment opportunities) is needed. Some of the suggested 
proposal topics are listed below. These represent areas that embrace FORESTA's objectives 
and will also interest possible future sponsors. FUNDECOR urgently needs to be on the 
offensive with "its" program promotion initiative. 



A designated person to work through various Costa Rican and Washinkton-based 
institutions on an almost full time basis is required. Quick work is needed to develop 
contacts, explore possibilities with research foundations, and establish a more permanent 
research exchange program. Many Costii R i m  institutions such as CATIE, UNCR, UNA, 
and INBio are highly regarded with established links to the donor community, and should be 
contacted. 

Indicators of progress in this area should include some of the following: 

Hire appropriately qualified person or assign appropriate individual to lead this 
effort. For example, the executive director is ideally suited for this responsibility, 
but FUNDECOR would probably have to be hired to assure continued momentum 
on the day-to-day activities in his absence. 

For the next annual work plan define strategy, plan and allocate appropriate 
resources. 

D3. Research and Training 

From the global lessons learned from sirnilah conservation and development projects, 
where so much is contingent on the most appropriate knowledge base, two of the keys to 
long-term success relate to resources devoted to technology development and adoption and to 
the continued development of the skills of its employees. Although a series of related 
experiences and institutional linkages have gradually evolved in these areas, FUNDECOR 
has not taken a strategic approach to the development of research and training programs. 

For FUNDECOR to develop into an institution that merits the support of other 
donors, it must immediately develop a collaborative research program that begins to address 
the priority technology gaps in its forestry and park management activities. Also, it must be 
able to provide the information necessary to demonstrate to itself and others that its activities 
are indeed having a significant impact on the forests and natural resources (biodiversity, 
soils, and water) and residents of the ACCVC. Also, it must take steps to develop a training 
program to ensure that FUNDECOR benefits from the many new approaches and 
technologies related to this rapidly expanding field. 

The team does not suggest that FUNDECOR become a research institution, but rather 
that i t  work with its existing partners and others to identify research priorities and the 
resources necessary to carry out such research. FUNDECOR'S conmation and 
development activities provide an ideal field laboratory for biological and social scientists 
interested in making practical contributions to the conservation of natural resources. The 
need to inwduce relevant programs in the buffer zone region from a wide range of 
e?rpsrisn~ ~qr;i;z ihiii reIeimi networks and technologies be developed. Through such 
arrangements, properly supported low cost knowledge bases and networks are developed. 

D3a. Research, Inventory, and Monitoring of Impacts 

There is a recognition at various levels of the vital importance of research in the 
sustainable development of the ACCVC and some research projects have begun to be 



implemented, e.g., the monitoring by CATlE of plots on one forest under management. 
FUNDECOR has initiated other dialogues with OTS and INBio and other centers as 
discussed in Annex D. These are important initid steps but are not placed within an 
integrated strategic approach to the design and management of an overall research program 
directly complementary to FORESTA's long-term objectives. Such a program which is 
based on collaborative links with other institutions that address numerous research issues, is 
important for the ACCVC and for FUNDECOR'S future as an institution. 

Probably most importantly, FUNDECOR must ensure that research is quickly put in 
place to support its ongoing forest management and forest plantation activities. As a recent 
U.S. Forest Service visitor put it, FUNDECOR is asking its clients/beneficiaries to take a lot 
of risks in establishing native species plantations. The USAIDICDIE report, "Forestry and 
the Environment--Costa Rica Case Studyw discusses many of the research needs for both 
native species plantations and forest management. For both of these components one of the 
most pressing needs are growth and yield studies on various sites. Other research areas 
include the impact of gap size on natural regeneration, seed storage and gemnination 
techniques, pest management, and the economics of silvicultural treatments for plantations 
and natural forests. 

There is need for a conservation of biodiversity monitoring plan. Such a plan could 
integrate research, inventory, and monitoring activities. Other sections of the report flagged 
the absence of such a plan. It is a topic of highest concern for it is directly related to 
FUNDECOR'S conservation objectives and therefore without some mechanism in place they 
cannot project the leadership commensurate with their mandate. Such information is also 
vital to assist them in their increased number of external dealings with organizations that will 
demand to assess impact over time. At the same time, the team is aware of the view that 
such systems can be quite expensive and there arc not many global experiences covering 
large areas. The Biodiversity Support Program with the World Wildlife Fund, which is 
managed by the Global Bureau's Environment Center, has a compcnent dealing with 
monitoring and assessing systems to develop appropriate methodologies based on human, 
financial, and information capacities. This next phase of RENARM, which will focus more 
directly on biodiversity themes, may be able to assist FUNDECOR (and if needed, 
appropriate national centers) to rapidly design a plan/proposal. 

A more comprehensive research program must also be considered, at least to the 
extent of entering into agreements with appropriate partners and beginning the process of 
preparing a u c h  strategy and appropriate proposals for funding. Fundamental to an 
understamding of the most appropriate tools and methods for achieving sustainability in the 
region is a research program that addresses the following areas: archeological preservation 
methodologies, agroforestry systems, logging guidelines, ecological and socioeconomic 
impacts of different management activities, ecological recovery after disturbance, secondary 
fbiai ~ i m f i s i o n  as an aimnative or a complement to reforestation, the impact of different 
types of vegetative cover on aquifer recharge, and the human canying capacity of national 
parks arid other natural areas. Some of these topics are currently being addressed in Costa 
Rica or in neighboring countries and would be easy to coordinate and share information 
through periodic workshops and report exchanges. 



There must be action-research and action-learning at the local level to empower 
communities to participate in resource management decisions that have a k t  impct on 
their well-being. The important initial activities only begin to scratch the surface of the 
social science research that needs to be done within the region. Research should focus on 
such needs as the direct and indirect social values of conservation, the social ccsts of 
envimnmental degradstion, social attitudes, and perceptions toward conservation, attitude 
change, behavior modification, and social science research methodology and evaluation 
techniques appropriate to local and regional conditions. 

Clearly, the mandate for biophysical and social science research goes well beyond the 
capabilities of any single institution, which necessitates close cooperation, wlhboration, and 
coordination of research efforts within the ACCVC. 

Indicators of progress in this area should include some of the following: 

Hiring a science coordinator to lead the effort to define FUNDECOR'S research 
needs, prepare a research strategy, and develop relationships with appropriate 
research and education institutions. 

Approval of a research and monitoring strategy and plan for this year's work plan. 

- - Signing of agreements to collaborate in research design, funding, and fund-raising 
- - - with two or more research and educational institutions. 
- 

- Inclusion of funds in the 1995 budge; to work with other institutions to design 
- research programs and collaborate on the funding and/or preparation of proposals 
- for funding. 

At least one joint proposal funded by the coIlaborators and a donor. 

- - D3b. Training 

FUNDFXOR has demonstrated imagination and creativity in developing its program. 
Much of this results from the experiences that FUNDECOR staff had elsewhere before 
coming to FUNDECOR. If FUNDECOR is to continue to grow and develop, it must 
systematically open itself to new ideas and similar activities must be done with its principal 
collaborators. The team observed a series of new institutional relationships that can serve as 
an excellent base built on relevant shared experiences. 

Building from this base, FUNDECOR needs to develop a training program for the 
entire organization-hm the Board of Directors to the small farmer planting native species 

hw., p-t g-wd piroiiing the iimits of the ACCVC's parks, and the parking 
concessionaire at Poas. 

FUNDECOR'S Administrative Junta and executive management, as well as high level 
MIRENEM and ACCVC officials, could benefit from observation trips to similar activities 
elsewhere in Latin America. Others could benefit from short courses and seminars in Costa 
Rica and elsewhere. CATIE, OTS, and others could be asked to design short courses that 



respond to FUNDECOR's n d c ; .  More park personnel should be sent to the park course in 
Colorado that some representatives of SPN ars attending this summer. One or more persons 
could attend the biodiversity monitoring course that the Smithsonian Institution sponsors 
every year. Office personnel could be sent to short courses to upgrade their computer and 
other office skills. Not only does FUNDECOR and its increasing number of collaborators 
benefit, but based on the team's interaction with the staff, its hlghly professional presence 
would create a positive image for enhancing FUNDECOR marketing. 

As in the case of the research plan, FUNDECOR needs to design a training strategy 
that is based on an analysis of the institution's needs. FUNDECOR'S employees and 
beneficiaries should participate in the preparation of a strategy and plan. The plan should 
include some training for almost every FUNDECOR employee and beneficiary every year. 
The goal should be to expand the horizons of everyone associated with the FUNDECOR 
program to challenge their imaginations to seek new and creative ways to ensure that the 
natural resources of the ACCVC are managed sustainably for the benefit of all. Cost for 
such activities have to be considered, but such investments will, the team strongly believes, 
generate considerable immediate and nedium-term returns. 

Indicators of progress in this area should include some of the following: 

Revise and approve FUNDECOR's training strategy and plan during the course of 
this year's work plan. 

Include funds in the 1995 budget to provide challenging training experiences for a 
significant number of FUNDECOR's employees and selected collaborators who 
have not participated in a training activity during the previous 12 months, including 
at least one observational tour for FUNDECOR board members, senior staff, and 
senior ACCVC personnel. 

Prepare a proposal, perhaps in collaboration with other NGOs and/or educational 
institutions, for funding to support training for MIRENEM personnel and 
participants in FUNDECOR sponsored activities. 

D4. Community Participation/Environmental Education 

WNDECOR is supporting a number of local groups and organizations in effective 
ways through individual project funding, training, and some networking activities (as 
discussed in detail in Section IV). From such efforts, significant good will and good works 
have been created. This is a major achievement for among other things it has generated 
good relationships. However, based on the team's collective experiences and the reasons 
stated in Section V regarding global lessons learned, there is increased evidence that the 
z m  swxsshi pugrams employ well developed approaches to better understand, engage, 
prepare, and involve land users and their neighbors. Not only do such programs run more 
efficiently and cost less, they create a more sustainable structure. What the team observed 
was a start, but it is not driven by a comprehensive plan of action that addresses the 
participation of communities, particularly women, in their own development activities, but 
represents more of an ad hoc response to selected local needs and opportunities. 



The recent World Bank publication 'Putting People First," by Michael (Sernca 
documents numerous approaches gleaned from such approaches. Similarly, the DESFIL 
project emphasizes the development of land use stratc;gies on the direct involvement and 
understanding of user resource base and incentives. A recent bulletin highlighting one 
participatory approach in natural resource management is included in Annex 6. 

One objective of such a program is to cmte at the community level an understanding 
and a keen awareness of the importance of sound natural resource management for human 
well-being and an appreciation of, and respect for, the natural beauty and 
ecologicaYbiological diversity within the ACCVC. Understanding leads to a sense of 
solidarity with nature, and is therefore critical for achieving long-term sustainable 
development that truly enhances the quality of the human experience. One effeztive teacher, 
for example, can produce more effective husbandry of natural resources than a cadre of park 
guards and vehicular patrols (which are much more expensive). 

FUNDECOR has allocated funds to various environmental education projects, e.g., 
the preparation of field gui.les to the birds and mammals of the ACCVC and nature 
interpretation materials for some of the parks. This kind of activity should continue, but 
more important is the design and implementation of action-oriented, environmental 
education program consisting of formal and non-formal educational experiences to 
accomplish stated goals. Such an activity could be done in collaboration with the Ministry of 
Education. 

It is the team's view that a broader range of behavioral patterns have to change. 
Increasingly, participatory targeted educational programs are being touted as one cost 
effective means to facztate more rapidly such changes. One new Global Bureau program 
that may be consulted for assistance in these arcas is the GreenCOM project. 

The linkage between environmental education and community participation is 
representative of the kind of investment in social capital essential for the development of 
local communities and their participation in directing their own destinies. That local 
community involvement is a cornerstone of sustainability is one of the critical lessons to be 
gained from past natural resource conservation efforts. Future contributors to the 
FUNDECOR program are also going to be looking for interest and commitments in this 
topic. 

Indicators to show progress in this area should include the following: 

The hiring of a broad gauges sociologist/social marketing person to work with staff 
and "clients" in the development of an appropriate strategy and plan. 

a nu... -VGI* - specific actions far this year's work plan *hit contribute to this effort. 

Develop training programs on community participation strategies and education 
programs. 

Develop a proposal, probably in collaboration witr4 an appropriate NGO 
educational center. 



DS. Staf'fii~~g Implications 

Based on the team's assessment of present needs and institutional demanddcapacities, 
FUNDECOR needs to provide additional staff to plan for, and initiate, action in the high 
priority activities discussed above. The addition of staff will indicate a commitment on the 
part of FUNDECOR to take these high priority areas seriously. There may be, in some 
instances, some eminently qualified in-house capacity to address the tasks identified. It is not 
the purpose of the team to make judgements in that regard. There are, of course, budgetary 
implications to any such action but funds did appear to be available and some of the activities 
will in effect generate future revenues, given the interest that foundations and donors have in 
the same topics. The team is fearful of foregone opportunities without such investments. 

New staff requirements include the following three positions: 

(1) Fund-raisinglmarketing expert. The principal responsibilities of this person 
would be to coordinate the preparation of project proposals to be submitted individually by 
FUNDECOR or, preferably, as joint ventures with other institutions. The project proposals 
would include research and training, environmental education, commurity participation, and 
ecotourism. 

This person would also network within the international donor and lending circles, 
and would create an imaginative program to market FUNDECOR in the public and private 
sectors, both fiationally and internationally. 

This is a critical position in view of the fact that the long-term institutional 
sustainability of FUM)ECOR is dependent upon securing outside sources of funding. 

(2) An expert to define research and monitoring priorities and integrate and 
coordinate the scattered research activities of FUNDECOR (including proposal preparation 
in collaboration with appropriate research and educational institutions) into a unified and 
comprehensive program of research that is focused on a specific set of welldefined research 
areas supportive of FUNDECOR'S major activities. This would provide not only a stronger 
base for more scientifically sound land use management, but also a greater degnee of 
leverage with major donor and lender institutions. FUNDECOR will have a strong 
competitive advantage in the fund-raising arena if it has an initial track record in sponsoring 
critical research and a strong research and monitoring plan in place to begin to address 
emerging issues. 

(3) A specialist in community participation and environmental education. Two 
of the critical lessons fiom past development activities are that local communities must 
participate actively in defining their own development paths. In addition, environmental 
&miion at aii ieveis, formal and informal, is critical for an understanding of local resource 
management issues and is an effective avenue for the empowerment of local people, 
particularly women. This individual should be a socia! scientist and should work closely 
with the group of foresters in Puerto Vicjo. 

FUNDECOR, again, has made some impressive achievements in promoting 
community participation, e.g., by ensuring that a local labor farce is utilized whenever 
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possible in project activities and by formulating plans for concessions for local people for 
national park services. Nevertheless, these activities are scattered and are not integrated into 
a comprehensive plan to address the major issues facing local communities vis-s-vis natural 
forest management, national park protection, and other FUNDECOR natural resource 
conservation activities in the ACCVC. Similarly, there is no integrated plan that holistidy 
addresses the need for environmental education at the community level in the ACCVC. It is 
all well and good to publish field guides to the fauna of the region, but this does not 
constitute an environmental education program that wi l l  produce direct benefits to local 
peo,n!t, rather it is an important part of a well thought out strategic environmental education 
Pr'X-. 

FUNDECOR needs a specialist to define priorities and design a program that 
addresses the fundamental needs and dimensions of community participation and 
environmental education to benefit local people and contribute to their sustainable 
development. 

E. Suggested Midterm Outputs for Addressing FORESTA Purpose 

As requested, the evaluation team developed a series of outputs using Section III 
assessments and the factors contained in the scope of work for the delivery order. In 
undertaking this task, the team determined that the database relevant to most of the factors in 
the scope of work were not sufficiently developed. Instead, the team employed factors such 
as: (1) relevance to achieving FORESTA objectives, (2) the current USAID and GOCR 
budget and projections for FORESTA, (3) the PACD and what could be done over a two- 
year period, (4) the impact information completed in the recent CDWFORESTA 
evaluations, (5) the global lessons learned from Section V, and (6) our own assessment of the 
situation. 

For program managers to better track what is being proposed as it relates to each 
component, these are presented within the components used throughout the evaluation. 
However in those instances where similarities exist among the activities originally listed, we 
have grouped them into one output. To further assist the assimilate of these various outputs, 
three categories were established per component: (1) modifications to existing outputs, (2) 
new outputs felt essential, and (3) reductions or eliminations of output. Though a numerical 
listing is provided, this was done only to facilitate identification. Further, it should be 
observed that by far the largest category is the "modifications to existing outpw~" category. 
For most of these we have proposed language to sharpen focus based on the present 
situations and challenges. Many of these directly complement the above listed priority 
activities. 

F. Global Operations 

F1. Modlfrcations to Existing Outputs 

Output 1. Before the PACD, a new conservation and development strategy for the 
ACCVC is developed and approved by the GOCR that serves as the baseline guide over the 
next five-year period. 
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Comments. Although the ACCVC strategy report is now W i g  finalized, this 
activity should continue so that it serves as the guiding beacon beyond this phase of 
FORESTA's development. Through such a mechanism a basis for maintaining the technical 
integrity to the process is better assured. This will be an important factor for guiding ovexall 
program direction after USAlD departs. This should appear as an activity in the 1996 work 
plan. 

Output 2. FUNDECOR'S administrative systems and procedures relating to 
personnel, financial management, purchases and contracts, and general administration arc 
developed and applied correctly. 

Comment. Excellent manuals prepared by Price Waterhouse are being used, and 
have been constantly revised and updated. This inclusion serves to highlight it as one b&c 
measure for quality control that should be mentioned. 

Output 3. Create a technical advisory committee formed by people with extensive 
knowledge of the FORESTA agenda to help to guide and monitor the program. 

Comment. Many concen~ed Costa Ricans commented with the team of their wcerry 
that the long-term technical integrity of the FORESM program must be assured. This is a 
very long-term proposition that cannot be seriously altered with out lading at the major 
consequences for such actions. To help assure continuity, a technical advisory committ,ee 
should be formed. This group would meet semi-annually to review program progress, 
assesses current activities and provide recommendations to the executive director and the 
Executive Junta. Such a group could, if the opportunity permits, assess quality of new 
project proposals, recommend improvements and collaborators, and assist with marketing. 
The function of this committee is discussed in Section VIII. At a different working level, 
another important means to help assure the technical integrity of the program is the staff 
training activity mentioned above. 

Output 4. Endowment fund established and financing FUNDECOR'S recurrent 
operational budget. 

Comment. Highest priority! See Section VII.Dl. 

Output 5. FUNDECOR executes its program objectives through new projects and 
grants generated by resources from new sources. 

Comment. Highest priority! See Section VII.D2. Program at least one new 
piqltir?r in acit annuai work plan. 

Output 6. Prepare a community promotion progrdm to help broaden support and to 
facilitate environmental awareness initiatives and appropriate behavior in park managemtnt. 

Comment. See Section VII.D4. 



Output 7. Improve forest protection system through a mcm professional managed 
and a more career focused program with direct information linkages to the court system and 
enforcement so that appropriate follow-up can be monitored. 

Comment. While the ranger and guard forces have improved their work and 
reporting of offenses has increased, professional incentives are minimal. Of special concern 
to the evaluation team was that although the reporting of offenses was increasing 
signiExntly, little happens to those tickted. Increased attention to protection will be an 
important .factor for PORESTA success. There is a need for developing an accredited career 
track progmn for ihe guards and rangers, to develop a program to involve the Justice 
Department mo.re directly in the enforcement program, and to advise the citizens a;id 
residents of this new 1eJ approach. This wore punitive approach could link nia;ly to 
complement community-level environmental education activities. A special study to assess 
the effects of current situation and present recommendation to address the problem is 
urgently ~teeded. A report covering these points and the actions to be @ken should be 
included in this year's work plm. 

E2. New and Essential Clutputs 

Output 8. FUNDECOR develops its own strategy document to facilitate the ACCVC 
conservation and development strategy. 

Comment. During this period of uncertain transition, FWNDECOR needs to 
strategize its response to ACCVC needs beyond FORESTA and through such an exercise it 
will help market FUNDECOR. Brief concept paperfproposals of future FUNDECOR 
perceived responses to this document should be developed and serve as materials for 
marketing to future potential contributors. Some of these would hqxSblly s.jpport some of 
the priority activities discussed. 

F3. Reduction or Eliminatiou of Output 

Output 9. FUNDECOR identifies required changes in the mvironmen: that favor 
biodiversity conservation, the good managemen, of the protected zones, and sustainable use 
of fomt murcxs throughout the ACCVC. 

Comment. While an important activity, this could be a major requirement of an 
already stretched staff. Perhaps in collaboration with INBio or other, this job could & done. 

G. Management of Protected Areas 

GI. Modifications and Strengthening of Existing Outputs 
- 

Output 1. Consolidation of the various park marlagement plans inta a single, - 

comprehensive, integrated document that clearly delinee the vision for national parks and 
- protected arcas in Costa R i a ,  their role in national development, and specific obj&ves and c. 

tools for their protection and management. 



Comments. There appear to be a myriad of plans that are not consistent or 
integrated within the framework of a national policy for sus(ainab1e develcpment. This is an 
important task that should be done by the PACD. 

Output 2. Much greater emphasis given ta field dernarkation of p r o t e .  area 
boundaries, including those of the recently created Juan Castro Blanco National Park. 

Comment. There is a critical need for the general public and resource users within 
the buffer zone to know the precise location of protected area boundaries within which 
human activities are strictly controlled. Action in this area needs to be accelerated. 

Output 3. A specific research plan on the cultural resources of the ACCVC and 
their preservation must be prepared and initiated by EOP. 

Comments. The presemtion cf cultural values and murces arc also vital elements 
of sustainable development. This could be included in the research plan mentioned in Section 
W.D. 

62. Reduction or Elhimtion of Outputs 

Output 1. The transfer of privately-owned mclaves within the national parks to the 
GOCR. 

Comments. Although this objective must ultimately be met, this is an endeavor that 
requires considerable seed money and time to secure private sources of finding for land 
purchases. Involvement in this activity would diffuse FUNDECOR'S efforts at a time when 
consolidation of efforts is precisely what is needed between July 1994 and EOP. 

H. Management of Natural Forests for Production 

HI. Modifications Strengthening of Existiug Outputs 

Output 1. Technical standards for forest &gement, which serve as a foundation 
for the preparation, implementation, and control of management plans are prepared, 
published, and regularly updated based on collaborative monitoring and r e s e m h  programs. 
Standards are used as the basis for regular training programs for foresters and landowners. 

Comments. Existing f~rest management standards must be improved based on the 
results of an expa31 "cB collaborative tesearch and monitoring program involving 
FUNDECOR and appropriate research and educational institutions. FUNDECOR may need 
to work with its collaborators to identify additional sources of funding. Trainins p m p m  
sZlouid 'be aevdoped for foresters and landowners participating i~ FUNDECOR'S forest 
management activities. 

Output 2. Practical guidelines, regulations, and controls for logging under various 
cond''urls to encourage regeneration and optimum utilization and to mitigate environmental 
imp&. .re ~~blished and regularly updatal a d  used as the basis for periodic training 
prey 7w ; for loggers and foresters. 



Comment. Existing forest logging guidelines must be impmvtd based on the nsults 
of an expanded collaborative m h  and m o n i ~ g  pro* involving NfCDECOR and 
appropW rrwsrch and educational institutions. FUWDECOR may xucd to work with its 
collaborators to develop a proposal and to identifgt additional sources of funding. 
Supplemental training programs should be developed fm forcstcrs and loggers pkepating in 
FUNDECOR'S farcst management activities. 

Output 3. At least 10,000 ha of primary fomt under xnanagemcnt agrrxmats with 
FUM)ECOR, 5,000 ha with approved forest management plans. 

Comment. FUNDECOR has comctly identified the management of primary forest 
as a high priority activity. They are well along to meeting this goal and will probably 
surpass it, Considering the other i m m t  activities that also must be addmsd, the tcam 
sees no ~eed to alter this output. Again, FUNDECOR should be coagratulated for this 
innovative approach. If USAID and FUNDECOR feel it is qqmpiate, the target could be 
increased. 

FUNDECOR is currently discussing the possibility of adding secondary forest 
management to its activities. In 1992 there were almost 25,000 ha of secondary forest 
(16,694 ha) and charral (7,854 ha) in the ACCVC's baa ma. There was alsc a 
significant anxi of pasture with trees. Management of secondary forests for timber 
production or ether appropriate uses should be added to FUNDECOR'S land use portfolio. 
Management of xcondaxy forests is usually less cqmsive than the establishment of 
plantations on degraded land, more libcly to provide appro@& habitat for biodiversity, and 
is more W y  to attract ccotourists. If deemed approprb, this is an activity that could 
easily be included in this output, if so modified, 

Output 4. One or more functioning entaprises or other types of assochions such as 
the EccFCamp proposal that combine management of the forest with its u w o n  so that the 
forest contributes sustained benefits to residents of the ACCVC and non-&dart landowners. 

Rationale. This output merely combines a project papa output with its countupart 
in the FUNDECOR logical framework to make it clear that -ties must be sought to 
insure that both the landowners and the residents of the ACCVC rnust benefit from naQlral 
resource conservation activities if natural resource degmdation in the ACCVC is to be 
permanently halted. FUNDECOR'S Eco-Camp proposal can provide benefits for both 
landowners and residents of the area and should, for the reasons eatlicr stated, be supported. 
FUNDECOR should continue to use such imaginative appmwha to identi@ and promote 
other appropriate conservation and development activities. There may be an opportunity to 
increase the value of the forest by Westing orchids and other epiphytes from felled trem 
during the logging operation. 

Output 5. F'WDECOR agreement with one or more r#tarch and cd&m 
institutions to jointly seek funding to monitor the long-team impact of logging and 
rmagement on primary and secondary forcsts and suggest changes in silviculnual practices. 

Comment. The management of natural fohsts in a successful manner is a recent 
phenomenon in Costa R i a  (as well as elsewhere in the tropics). Much remains to be leamar! 



about the effect of gap size on natural regeneration, growth rates of tr#s left for the n u t  
harvest, pre- and postharvest silvicultural treatments, and the impact of Iwesting on 
biodiversity, soils and water, etc. CATIE and FUNDECOR am working together to research 
some of these questions at the El Corinto demonstralion forest. This effort nceds to be 
expanded as soon as possibk to include other sites, pmme&rs, and co-. Again, if 
additional funds are needed, FUNDECOR and its ~~Uaborators should work together to 
prepare proposals and seek funds. A related opportunity for collaboration would be for 
FUNDECOR to invite taxonomists (especially botanists, entomologists, arid herpetologists) 
from groups such as MBio, UCR, OTS to be present during harvesting operations to collect 
specimens of canopy species. Possibly some of these species, if me, co~lld be reestablished 
elsewhere. 

I. Introduction of Trees on Farms 

11. Modifications a ~ d  Strengthening of Eddng Outputs 

Output 1. FUNDECOR establishes 1,000 ha sf native species plantations, as an 
economically productive alternative, on those non-forested lands classified as incapable of 
sustaining agriculture, and provides training in plantation management to landowners. 

Comment. This is more specific than existing outputs related to the establishment of 
native species plantations and provides explicitly for the training of landowners participating 
in this activity. The number would be FUNDECOR'S original goal, which will be met by 
the end of the year. The team does not recommend a more ambitious goal because of the 
team's belief that this should be FUM)ECOR's lowest priority forestry activity after (1) 
management of primary and secondary natural forests, (2) promotion of secondary succession 
on degraded paslture and cropland, and (3) development of apprupriate agroforestry models 
for the ACCVC. Usually, the establishment of plantations is the most expensive means of 
establishing forest cover. Considering the unknowns and risks involved in native species 
plantations, this should not become a higher priority activity until much more is known about 
the pedormance of native species plantations and their impact ar biodiversity and soils. 
FUNDECOR probably already has all the ingredients (seed and seedling production and 
planting programs with CA4CSA, CACSI, and UPAGRA) in place to exceed this goal with 
little additional effort. 

Output 2. FUNDECOR collaborating with community development oqpnhticms 
active in the ACCVC and providing training and technical and/or financial assistance to 
grassroots organizations active in furthering appropriate natural rcsouroe use in areas that 
influence the community. 

Rationale. Probably the single most important elemeat to FUNDECOR'S c o n h ~ d  
sn- wiil be its ability to reach out and eventually include the majority of the residents of 
the ACCVC as participants in and beneficiaries of its programs. Only when the majority of 
the population understand their role in managing and benefiting from as management of the 
region's natural resources (forests, soils, water, and biodiversity) vlill conservation and 
da~efopment become truly compatible and sustainable. PUNDEXIOR must work harder to 
understand and rtspond to the needs of the ACCVC's residents. Before moving very fkr in 
this area, FUNDECOR will have to increase its ability to provide appropriate agrofomtry 



models for use in the ACCVC. A goal of 7 organizations is p u r p d y  set well within 
FUNDECOR'S reach because of the team's belief that (1) FUNDECOR has enough on its 
plate for the next two years, (2) FUNDECOR should spend time on developing an outreach 
program that includes a strong environmental education component, and (3) FUNDECOR 
will need to develop appropriate agrofomtry models (see below) as part of its grassroots 
program. CARE and PRODECO are two organizations with outreach programs in the 
ACCVC that might benefit from an association with FUNDECOR. O'IS is developing 
environmental education and community outreach activities that could contribute to 
FUNDECOR'S efforts. 

J2. New and Essential Outputs 

Output 3. RMDECOR, in collaboration with one or more research institutions and 
possibly other organizations, including community cutreacNdevelopment organizations, 
prepare a strategy and researchldevelopment proposal for pursuing agroforestry and 
promotion of secondary forests strategy in the ACCVC. Such a plan must address the needs 
of the ACCVC landowners currently involved in  unsustainable agricultural activities. 

Comment. There is much debate and discussion regarding what role, if any, 
agroforestry shmld take in the ACCVC. Some interesting prospects wrre observed. Some 
research is being done throughout the region. The team is of the view that there are 
oppomnities which for a variety of reasons are not being addressed. More analysis and 
smtegy development is needed. 

FUNDECOR should begin as soon as possible to work with other organizations to 
develop an appropriate strategy, including models for use in the ACCVC's varied ecological 
zones on land appropriate for agricultural use as well as land not appropriate for such use. 
As mentioned above, agroforestry and secondary models will be a necessary part of any 
natural rcsource management program designed to address the necds of the majority of the 
ACCVC's residents. While addressing natural resource management throughout the ACCVC 
will not necessarily guarantee the sustainability of the ACCVC's protected areas, it i s  the 
team's view that failure to address it will almost surely guarantee the eventual destruction of 
the system. Both CATIE and OTS are currently working on agroforestry and secondary 
forest models and have collaborated on agrofonstry activities in the past. 

The development of this plan to include the most r~ropriate models will be of great 
value for future strategy planning and to demonstrate to potential collaborators the careful 
thought that has been given to this topic. 

J. Technical Assistance Contract 

%*s ii.F. and ii1.E. provide an overview discussion of the technical assistance 
services provided ' J  NNDECOR under the FORESTA project through the Ria 
WaterhousdCATIE contract. This contract provides for three long-term advisors, and 
institutional development, administrative and financial management, and forestry and natural 
resour:= management expertise. In addition, short-term technical assistance to complement 
FOREZT'A's objectives has been provided. The discussion here will focus on contract 
performance and future ideas. 



J1. Contract Performance 

During interviews with appropriate m E C O R  and U S m  personnel, questions 
were asked about the performance of the advisors and overall Price Waterhouse management. 
In addition, a review of the expected contributions of these advisors as outlined in their 
contract was done, The impression gathered throughout this exercise is that in general, this 
was a successful technical assistance contract. Some extremely high quality personnek were 
provided, and most of the team was well integrated within the FUNDECOR system. Some 
volunteered that the advisors were solid members of the FUNDECOR team. The present 
executive director, Franz Tattenbach, the former institutional development advisor, is an 
example. He is also a good example of some of the high quality personnel recruited and 
assigned to the project. Froylan Castaiieda, the forest and natural resources management 
advisor, is a highly committed and extremely knowledgeable expert, and well regarded 
within the professional community and is key part of the FORESTA team. He has made 
important contributions to the forest management. He is presently serving as the project's 
technical liaison with USAID, in addition to his advisory work. 

A series of management systems/manuals covering al l  financial and administrative 
support services were developed and incorporated. According to the USAID financial 
analyst assigned to FORESTA, the accounting and financial management systems prepared 
are one reason why in a two-year period, the external audit reports have developed few 
major observations. All manuals appear to be well utilized. 

Ten short-term consulting services were provided under the project, including major 
assistance in the recruitment of the relatively new director for administration and finances 
and in the preparation of the development and investment plan for the ACCVC. There 
would have been additional short-term computer service work under this contract had the 
services requested been provided directly h m  the San Jose office instead of their Honduras 
office. 

Quarterly reports have generally been timely, although recently, some delays were 
observed. These reports are well regarded by the c u m t  USAID project officer and the 
team found them to be an informative reference. The Price Waterhouse contract supervisor, 
arl individual with extensive experience with U S m  contracts in Latin America, regards this 
poject and its initial accompiishments as one of Price Waterhouse's best. 

52. Future Directions 

Presently, there is a contact amendment under review in USAID Guatemala to make 
funding redistributions to cover previously incurred expenses. Major adjustments in the level 
of effort are not programmed. 

Dr. Casteiieda's contract terminates next year. He is an extremely valuable and 
respected resource, uniquely suited to help FUNDECOR move forward on the many fronts 
where progress must occur prior to the PACD. The project will require considerable help to 
address the above points. He is well suited to address the task and also well saved t~ help 
USAJD provide the targeted assistance mentioned in Section IV. The team strongly 
recommends that his services be continued either through the present contract or the most 



- 
- - - - 
B 
I - - 

appropriate means so that additional help to ID and FUNDECOR can be provided until the - - - - - 
project terminates. In that regard, a more clearly defined scope of work should now be 

- 
- 

- 

developed to reflect the recent modification of his work and more clearly define kiis work 
- 

responsibilities. = - - - - 
.? 
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- - 
- - SECTION VII I  
a 
- INDICATORS FOR ASSESSING READINESS TO RECEIVE ENDOWMENT 
- - 

A. Background 

The previous section provides, overall, a positive view of FUNDECOR'S institutional 
capacity to continue progress toward addressing the program's purpose statement. Many of 
the basic institutional development programs are in place, including: (1) dedicated and 
quality personnel, (2) exceptional leadership, (3) good management and operations systems, 
and (4) monitoring and databases that permit sound management decisions and program 
adjustments to be made. The evaluation team has a very good impression of FUNDECOR'S 
capacity to move forward, and we provided some targeted suggestions to accelerate that 
process. 

- The priority activities and outputs deweloped in Section VII, which we deliberated for 
- some time, are points that are achievable and vital for the future. When takm together, an 
- - excqtionally solid institutional base will have been provided, one that may serve as a model 
- for otkr countries. The stakes are high! For if such activities are not taken, a less - 

formidable system will be in place. 
- 
- 
- 

B. Project Purpose and Endowment 

According &I the Project Paper, The most important Eactor for appraising EOP status 
will be that FUNDECOR is a 'permanent self sustaining private organization." The 
endowment and the rapid expansion and focusing of the activities that FUNDECOR has 
already started on in the area of fund-raising, community participation and envimmmental 
education, and research a ~ d  training are some of the principle means to assure that this EOP 
will be achieved-particularly since new funds will be needed and these are the themes 
where much of the interest lies. At this juncture, the assurance of a secure funding source to 
mvm operational expenses is the highest priority, but all others must also be moved forward. 

During the past year senior leadership from the key insti&tisns directed considerable 
effort to create a structure that would secure a sure hnding source beyond the PACD. A 
tremendous amount of energy and emotion went into the process. While it is not the role of 
this team to judge, we believe that this proass did not facilitate the establishment of the 
close ties the team feels are vi'd, given the limited time remaining. This was an emotionally 
bruising period, but much was learned. We are concerned that we see no one picking up the 
pieces from that period and moving forward with a strategy for moving to closure quickly. 

C. Some Working Precepts 

The evaluation team does not have the expertise nor the mandate to develop that 
strategy or to provide suggestions on how it might function. However, we feel it is of such 
importance (and since we had the pleasure to talk with so many key actors of the process), 
we felt that our comments should be shared. 



C1. There Will Be Risks 

There is no system respectful of existing legal and institutional conditions that will 
permit the risk-free arrangements that all parties have sought. Consequently, for this effort 
to quickly succeed, much will depend on the quality of the systems developed and g o d  faith 
and integrity generated by pragmatic "partners." 

C2. Preserve Financial and Technical Integrity 

One institutional recommendation received by interested parties was that the 
separation of fiduciary from benefactor is an institutional concept that should be maintained. 
One of tht: commonly held views by leading professionals and govmment oflickls is that 
safeguards that do not include technical safeguards are ill advised. FORESTA executes a 
series of complex biological and socioeconomic processes which, in most instances, have not 
been tested. Monitoring systems must be installed to evaluate these experiences. Radical 
strategic and programmatic shifts that do not take into consideration these realities will 
threaten the success of the program. A long-term, technically focused program development 
strategy is crucial for FORESTA's long-term success. Therefore, for the same reasons that 
prompted leadership to look for special approaches to preserve the financial integrity of the 
program, fm technical direction must be developed. 

C3. Fiduciary Arrangements 

It is not within the team's capacity to make recommendations on such matters, except 
to observe that appropriate safeguards, managed in the most cost effective Man, form the 
basis for any institutional decision. The team's financial analyst can bc consulted further on 
such matters. However, we believe that fiduciary arrangements do not have the capacity or 
mechanisms for assuring that important technical judgements are provided during the annual 
budget review phase (at least in the subject matter FORESTA embraas). This limitation is 
of concern to the team. 

C4. Technical Advisory Board (TAB) 

Some discussions on the formation of a technical advisory body have been held. We 
support this effort, and, to help accelerate the process, offer some suggestions. A group of 
six to nine Costa Rican and U.S. notables, knowledgeable in the field of conservation and 
development (including biological xien tists, social scientists, development practitioners, 
foresters, and agriculturalists) with diverse international experiences should be sufficiently 
large to embrace the subject matux and small enough not to not be unwieldy. The Costa 
R i m  with the most yzafs on the Junta should be the individual on the TAB. 

f i e  TAB would meet perioclically-quarterly at a maximum and semi-annually at a 
minimum-to review and discuss progress. Their opinion would be sought on the selection 
of FUNDECOR'S executive directorship, when vawrdes occur, and to make judgements 
annually of the mJNDECOR yearly budget. The FUNDECOR budget would first bc sent to 
the Junta, who would make their recommendations and then forward them to the TAB. 
When reviewed and approved, a letter would be sent to the fiduciary, which would serve as 
the approval for the next annual tranche based on the annual plan. 



One approach for starting this process is to have USAID meet with MIRENEM, and, 
possibly, a representative from the W'iinistry of Foreign Affairs to discuss the respnsibilitis 
and qualifications of the TAB. FUNDECOR could nominate people for the TAB but the 
above mentioned would decide. An agreement based on the working arrangements would be 
signed by the four institutions (USAID, MIRENEM, FUNDECOR and the Ministry of 
Foreign Affairs). 

FUNDECOR would serve as the executive secretary for the Junta to provide logistical 
and information services. That position could be staffed by the director of plannir~g. 

D. Indicators 

We suggest the following measures. 

Dl. GOCR Commitment 

Indicators of political interest and support are essentirii, given the still small and 
somewhat fragile status of FUNDECOR. While ;;olitical changes take place regularly, to 
best assure some indication of present and future internst, USAID should request a letter 
from the Ministry of Foreign Affairs highlighting their interest and commitment towards 
FUNDECOR and the FORESTA objectives. 

D2. FUNDECOR Commitment to the M)RESTA Purpose 

While admitting that the suc@esses over the last few years have been formidable, the 
team has developed some reservations regarding the perpetuation on the current approach to 
sustainable management in the ACCVC. No efforts are presently underway to develop, over 
time, other conservation and development initiatives more in keeping ~ t h  the original 
precepts. If perpetuated, such a trend will not generate the type of outcomes anticipated and 
will not sell to other potential subscribers. One means to reassure skeptics would be to 
forward the ACCVC strategy document with a strong endorsement by FUNDECOR, 
incl  ding strategies for developing community participation and environmental education, 
research and training, and marketing and fund-raising in ACCVC during the next five years. 

D3. Subscriber Interest 

There have been some interesting efforts to obtain additionid funds and the Junta has 
made this a high priority item. Some activities are underway but there is no marketing 
strategy and the ir, ititutional commitment to put this at the highest l a d  is needed. Future 
program success goes beyond the endowment fund, and focused steps must now be taken. A 
strategy statement needs to be developed and should indicate potential su-porters. 
m%BECGX & i d  present this mated  to USAID. 

D4. Professional Interaction 

Small organizations with broad mandates need to update and expand their knowledge 
base via networks. Networking provides intellectual, financial, professional, and political 
support. Although FUNDECOR has made important efforts at networking with the large 



number of Costa Rican and global centers, it did not do this type of activity on a systematic 
basis. A review of their strategy in this area with USAID would be helpful, 

DS. Financial Controls 

Based on the team's review and consultations, very good financial management 
systems exist. To help assure continued compliance with these systems and appmpiaze 
oversight, additional efforts are needed. FUNDECOR should agree that the annual exttrnal 
audit review process be continued beyond the PACD, and so advise USAID. Further, the 
foundation law requires that the Controlaria review financial reports, including audits. In 
light of this mandate, after substantive convemtions with the Controlaria to asses their 
commitment to fully respect this provision, a letter from them to USAID stating this is 
recommended. 
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TERMS OF REFERENCE FOR 
A MID-TERM EVALUATION OF THE 

FORESTA PROJECT 

Forest Resources for a Stable Environment 
(FORESTA) 

PROJECT NUMBER: 51 5-0243 

LOP FUNDING: $7,500,000 DA Grant 
$1 5,000,000 ESF Generated Counterpart 
Equivalent 

LOP DATES: 
Bilateral Assistance Agreement signed: Apn'l28,1989 
Cooperative Agreement with NNDECOR: June 1991 -March 1996 

PACO: March 1996 

IMPLEMENTING INSTITUTION: The Foundation for the Development of the 
Central Volcanic Cordillera (FUNDECOR) 

II. p-OFoEVALYATlON 

This mid-term evaluation has two purposes. The Drst lburpose is to review the 
progress toward achieving FORESTA Project outputs at the mid way point of project 
implementation and to review the strengthens and weakness of all programs being 
carried out by the Foundation for tha Development of the Central Volcanic Cordillera 
(NNDECOR). The evaluation will examine progress to date against FORESTA Projed 
outputs as defined in the project logical framework, review original outputs and 
recommend if they are still valid, suggest new outputs not originally contemplated, and 
review new activities FUNOECOR has undertaken that were not originally part of the 
rri3jeCTi. 

The ~econd purpose of the evaluation is to assee:: 61, institutional development 
and implementation capability of FUNDECOR and develop a set of threshold indicztors 
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which the Mission may use to determiner when FUNDECOR as an institution is mature - - 
enough to qualify for its local currency endowment. One of the FORESTA project's main " 
outputs is to leave in place a strong regional environmental NGO which can work dosoly , 
with Government of Costa Rica (GOCR) institutions to coilserve and manage the natural 
resources of the Central Volcanic Cordillera Conservation Area As AID b looking to 

"- 

phase out its assistance programs h Costa Rica in the near future it is important to = 

evaluate FUNDECOR'S capability to administer and implement natural resources 
management projects without AID assistance. 

- 
L 

The evaluation will assess progress to date in the development of FUNDECOR, 
- 

its mission and objectives, its fu?ure sustainability, the effectiveness of its Administrative - 
Board, administration and technical staff. The ability of the institution to capture future 

- 

funding and other avenues contributing to the viability of the foundation should also bo 
addressed. 

- 

The evaluation report will provida empirical findings drected at quesb'ons and - 

issues described below and provide ~ecommendations to inprove implementation of the L 
fORESTA Project and the development of FUNDECOR. In addition, the evaluation 
report should provide lessons learned that may emerge from the analysis. - - 

This evaluation will be carried out by the Developml;;. s t  X'mtegies for Fragne Lmds 
r 

(DESRL) Project, through a buy-in to the DESRL cantrb:ct Given the nature of this I 
projoct and that USAID lmplernents projects similar to FGRESTA In various bureaus, the 
lessons learned from this evaluation should be of value and interest to many USAID 
missions. DESflL's ability to synthesixe, analyze and disseminate the bnclusions and 
lessons from FORESTA Project on a world wide basis, make it a natural candidate for . 

this evaluation. 

Ill. B Y .  

On April 28, 1989, All) signed a bilateral assistance agreement with the 
Govemment of Costa Rica to 'help to improve the management and use of Costa Rica's 
protected areas and of the buffer zones surrounding them through improved land use 
management and planning, enhanced integrated forest industry, and expanded 
community awareness and participation within the Central Cordillera'. Once the Costa 
Rican government met initial conditions to disbursement of funds (March 1990), AID 
mn+raqarl *..-T wv . P l i m n  *- . - -8- Wst~*nocn .---- !c &q &=bliching FQNDECQP, a 2 fid.qe&q3pa 
institution. Price Waterhouse, together with a 3-person FUNDECOR staff, developed all 
administrative procedures, manuals and computer systems necessary for FUNDECOR 
to manage funds and implement field activities. In June 1991, USAIDICosta Rica signed 
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a Cooperative Agreement directly with FUNDECOR for the implementation of the 
FORESTA Project. 

The FORLSTA Pr~ject hzs four components: 

General OwraHons inclt~des institutional strengthening of FUNDECOR, the 
development of an overall Strategy for the Central Volcanic Cordillera Consewation Area 
(approximately equal to the FORESTA Project area), improvement of the forest prctsction 
program, establishment of multi-use operations cerrfers for forestry and park activities in 
strategic locations throughout the project area, and the development of an environmcwital 
education program. As part of the institutional strengthening of FUNDECOR, the GOCR 
and USAlD have created an endowment fund of approximately $10,000,000 equivajent 
to ensure the financing of FUNDECOR'S core budget needs, once the FORESTA Prc/sa 
has terminated. 

pana~emerrt of Pmtecled Arrrap indudes the development sf park managsmsrat 
plans, demarcation of protected area boundaries in the field, improvement of the pa is  
protection program, and improvement of visitor services and infrastnrcture. 

jtlanauement of Natural Forest ibr PrWuctb~ includes assistance to landownas 
to prepare and implement forest management plans and establishment of one or mote 
private forest enterprises. 

t7eatafbn of Tmee en F3mg indudes reforestation of areas deforested that are 
suitable for forestry, development of native tree nurseries, and incorporating trees as a 
crop, windbreaks or live fencing on agricultural lands as appropriate. 

In 1992, the Minister of Natural Resources, Energy and Mines appointed a new 
FUNDECOR Administrative Board which reviewed the ongoing a w i e s  of the foundation 
and developed a new series of medium-term objectives. Some of these objectives At 
within the FORESTA Project Mils others do not. 7he new Board placed greater 
emphasis on management of remaining forest cover and developing ecotourism in the 
region, while playing down the importance of reforestation and agroforestry activities. 
Due to this new emphasis and to other factors, FUNDECOR has surpassed soma project 
outputs, while others are behind schedule. 

FUNDECORS main counterparts in the implemen?zitim cf &e FOREST$! Pr4* 
are the staff of the Costa Rican Park Service (within the Ministry of Natural Resources) 
who are assigned to the parks and protected areas of the Central Volcanic Cordillera 
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Area (ACGVC - Spanish acronym), and the landowners in Ule buffer zones sunoundinL 
the protected arms. - - 

z 

A S ~ c i f i c  Tasks 
- 

As mentioned earlier, this avaluation has two a bjeclives, hence two major tasks: , 
a mid-term evaluation of progress toward project outputs and a threshold instiMional 
assessment of FUNDECOR. In both regards, t7e C;ontrador will review dl project 
dacuments and files, visit project ofijces and field sites 2nd interview all relevant - 
FUNDECOR, MIRENEM, AID, and other personnel, 'taking into account the following 
series of questions and topics. - 

- 

1. Proaress Toward Achievino FQRFSTA Prcriect Outloutti .. 
The Evaluation Team will describe and andyze progress mado toward 

achieving FORIESTA project outputs. The team will use the original project l o g i d  . 

framework, the cooperative agreement and tha bilateral assistance agreements as 
guidelines. In ;addition, the team will evaluate the new modified logical framework to 
determine if it tl~tter fits the project purpose and current project implementation. The - 

team will also evaluate all the current project components and other FUNDECOR I 
programs to delermine which components or programs have been succ~ssful(i.e. have : 
reached their tiugeted benefiaaries, have made an impact in the field, have helped 

- 

maintain forest cover in the project area, etc.). Other aspects of Project outpits that the 
t e r n  will evaluate indude: originally designed or added acthities are no longer critid 
to the achievement of the project goal and objectives; activities which need to be 
redesigned; and new activities not originally contemplated undor the FORESTA Project 

- 

When assessing these activities the team should consider: 

a whether these activities have an appropriate balance betwesn 
coeservation of biodiversity and sustainable prsducti~n (i.e. can a direct 
link between the productive activities and conservation of biodiversity be 
shown?); 

b. whether there is synergy among the components; 

c. whether the resources invested in the activities are an appropriate, 
effective and efficient use of FORESTA resources; 
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d. whether gender issues have been appropriately considered in the design 
and implernmtation of project activzes; 

e. whether the investment is payi:~g off in terms of impact in the field; and 

f. whether the scale of t!!e project is appropriate (too big or too srndi) 

In considering the Project-wide Activities Component, particular attention should 
be given to evaluating the Global Development Strategy for the ACCVC, (does it make 
sense, is it implementable?), WNOECOR's environmental education program, 
FUNDECOR'S collaboration with other conservation NGOs, research institutions and 
GQCR agencies that operate in the ACCVC, and the degree of public participation in the 
design and implementation of ACCVC-wide activities. 

With respect to Protected Area Activities, the Evaluation Team should fccus on 
the effectiveness of the FORESTA Project's investment in the protection program, the 
innovative aspects of the programs jointly implemented with the Costa R i m  Park 
Service, and the functioning of the interagency steering committee (Grupo Base). 

slP 

In the natural forest management agroforestry, reforestation and ecotourism 
components, the Evaluation Team should examine carefully the links that these activities 
provide to maintaining biridiversity and natural forest cover in the ACCVC. Am the 
activities being developed in the 'buffer zones' reduting pressures on the pas or 
reserves they are trying to protect? Is there a direct link between me buffer zone 
activities and the protected areas? Are FORESTA Project beneficiaries the real source 
of pressure on the protected areas? Are project beneficiaries passive or active 
collaborators in maintaining forest cover and protecting parks? Has there been any 
multiplier effect? b e  the activities financially and environmentally sustainabie? 

AID Proiect Manaclemen$: The Evaluation Team will also assess USAJD's 
effectiveness in managing the Project Has AID been responsive to FUNDECORt 
needs? Do paperwork and approvals get processed in sufficient time so as not to affect 
project implementation? Is there direct, open communication between project staff and 
the USAID technical office responsible for project management? In which areas does 
USAID need to iri~prove its management of the project? 

Proiect Technical Assistance Team: The FORESTA Project and FUNDECOR 
have received technical assistance from a consortium of Price Waterhouse/CAllE since 
September 1990. The assistance includes an institutional developmenfinandal 
administration advisor (PW) and a forestrylnatural resources management advisor 
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- 
(CATlE). The Evaluation Team should evaluate the technical assistance team's 
performance in providing needed expertise in a timely manner, how well the team sewed " 
in its role as advisors, promptness of response, and finally possible technical assistance - 
priorities for the remaining 15 months of the TA contract. - 

- 

2. Institutional Analvsis of FUNDECOq 
- - 
- 

The Evaluation Team will carry out an organizational and management 
- 

assessment of FUNDECOR which will a~atyze the Foundation's organizational structure, ' 

and management policies and procedures to determine if they are appropriate and 
adequate to carry out FUNDECOR'S mission, goals and objectives. This part of the - - 
evaluation is intended to provide USAID with a threshold determination of FUNDECOR'S - 
viability and future sustainability. USAlD and MIRENEM will use the information and 
analysis from this evaluation as part of its determination of FUNDECOR'S eligibility as the - - 
beneficiary of a $10,000,000 dollar trust fund. 

- - 
- 
- 

I 

The Contractor will: (a) review all pertinent FUNDECOR documents, such as , -- 
the foundation's incorporating act the by-law of the Administrative Board, the : 
FUNDECOR Mission statement, the gods and objectives of the foundation as proposed - 

by the current Administrative Board, FUNDECOR'S operating principles, other 
- 

FUNOECOR policy documents, and any other document which articulates the functions, = 

purposes, obiectives and role of FUNDECOR vis-a-vis conservation and management I 
of natural resources in the ACCVC; (b) interview the founders of FUNDECOR, past and 
present Administrative Board members, key FUNDECOR executive staff, personnel from 

- 

the Ministry of Natuial Resources and USAlD to analyze the following aspects of the - 

institution: - 
-- 

A What is the nature of FUNDECOR as recognized under Costa Rim law? 
What are its functions and limitations under the law? Which aspects of FUNDECOR's 
stnrcture enhance its ability to carry out its mission? Which aspects 04 its stn~chrre 
detract from its mission? - - 

- 

6. What are the mission, purpses, goals and objectives of FUNDECOR? 
Are they expressed in written form? Are they clearly defined, and can the Administrative - 

Board and FUNDECOR staff articulate t!!em? Are they accepted by the Staff and the 
Administrative Board? Are they being carrisd out? Are they appropriate for 

r e  .mC-CIAIC. CI I. 8 n C A n A  L r w v c t v n  r h r m w c t w  n m  'a SSE sfid v t s a s  tapzibiky ia  e z q  6m 
- 

out? Are there systems in place to allow for reviewing FUNDECOR's approach to naturdl 
resources management and mechanisms for adapting the institution's structure and - 

programs to new approaches? Is FUNDECOR engaged in activities that are consistent 
- 
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wi!h the purposes and objectives set forth in its charter? Is FUNDECOR'S role in the 
conservation and management of the natural resources base in the ACCVC dearly 
defined and understood by all parties? 

C. Administrative Capability 

(1) Administrative Board' 

The Evaluation Team should describe and analyze the FUNDECOR 
Administrative Board addressing the following questions: . . 

How are the Board members selected? Is the selection process suffiaently 
open to allow broad participation? How long are their terms? Axe terms staggered so 
as to allow continuity on the Board? Does the Board maintain effective policy and 
administrative control of FUNDECOR? What type of decisions ate made by the Board? 
Does the Board actively partidpate in providing guidance to FUNOECOR Executive staff') 
M e  all Board deasions clearly documented both with respect to initial decisions m d  
follow through? What is the Board's style of operation? (8.g. how do they allocate #air 
time and attention to FUNDECOR's needs). Is the Board's style of management effective 
and is it appropriate for the type of institution it governs? 

(2) FUNOECOR Or~anizational Structure and Persorrne[ 

The Evaluation Team should describe and analyze the following ;as- of 
FUNDECOR's organizational structure and staff. Describe the organizational mcture  
of FUNDECOR. Is there a formal organigrarn of the institution? Is it adhered to in 
practice? Describe Ule levels of authority in FUNDECOR. 

Does the organizational structure facilitate or hinder FUNDECOR in obtaining 
its goals and objectives? Should it be modified to improve the functioning of 
FUNDECOR? If so, recommend alternatives for modifying the current structure. 

Describe the principal functions of the Executive Director and other key staff 
(office directors). How does delegation of authority function? How are decisions made 
and by whom? Are there problems due to lack of or excess of delegation of authority, 
poor administration, lack of defined responsibilities, poor operations? Is there consistency 
in understanding or implementing obiecrives? icre  ere gaps or confiicis in auihoriry 10 
make decisions that effect the functioning of FUNDECOR? Are there too many or too 
few persons involved in decision making? Is NNDECOR adequately staffed to carry out 
its mandate? Does it have specialized personnel that allow FUNDECOR to function 
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smoothly and effectiveiy? Is there a personnei development plan? Is it being adheref 
to? Does FUNDECOR provide sufficient training opportunitidls to its administrative and 
technical staff in order to develop and retain its m ' n g  edge1 skills in the sector? Does 
FUNDECOR need additional staff? Have there been lmg vacancies of key personnel, 
which contribute to the deterioration of the functioning of FUIVDECQW? Are there clear[- .- - 

personnel policies and procedures? Do executive staff and line staff understand the- 
supervisor/staff relationship? Are there clearly defined lines of responsibility? Does - 
FUNDECOR have adequate monitoring and evaluation systems which enable them not 1 
only to provide feedback to the operations division. but to also monitor the lorrg term 
impact of FUNDECOR activities on the protection of biodiversity and natural forest tree - 
cover? - 

- - - 
i 

(3) Manaclerial Ca~abilitv and Financial Manaaemenl 
- - - 
-. 

The Evaluation Team should describe and analyze the following aspects of - 
FUNDECOR'S managerial capability. The Evaluation Team should refer to the external -- 
audits of the Foundation for background information on the financial management aspects a 
of this evaluation. - - 

Briefiy describe the financid management role that FUNDECOR plays in the = 

management and conservation of natural resources En the A C Z K .  Ooes FUNDECOR - 
-- 

have a strategic plan? Does it match with a financial plarr? Describe tho types and 
number of accounts FUNOECOR maintains. Are each of the funds FUNDECOR 
manages directed for specific activities? Are the purposes of the funds dearty defined =~ 

and understood by NNOECOR? Is the administration organized in such a way and ;ve 
- 

"~ lines of responsibility clearly defined so as to facilitate the processing of procurement, 
administration of personnel, accounting, administration of finances, internal auditing and 

- 

other administrative functions? Are internal control systems adequate to achieve - 

FUNDECOR goals, objectives, and programs? Does FUNOECOR have the capabili to 
- 

-- 

award and administer contracts for the procurement of goods and senrices? - - - - 

.- 
- - 

Taking into account FUNDECOR'S current level of recurrent costs and the 
- projected annual income generations FUNOECOR will receive from its trust fund will 

FUNOECOR have the financial resources to enable it to perform normal recurring - 
functions and activities? Will FUNDECOR be a financially self-sustaining instiWon once 1 
FORESTA Project funds have run out? 

- 

- - 

- - 
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V. YETHODS AND PRQCEDURFq 

Act mentioned in the Scope of Work Section, the1 Evaluation Team will review a!l 
pertinent documentation, provided in advance of the evaluation by USAID and 
FUNDECQR, carry out interviews with key individuats in WNDEmR, USAID, MIRENEM, 
CATIE, Price Waterhouse, and others, and visit field sites. Interviews and field site visits 
will be set when h e  team arrives in country. 

Preferred timing for the evaluation to begin is Oata Apfil 1994. It is expected that fie 
team wiil have two and a half weeks of fieldwork, ofre wepk of report preparation, and 
three days of briefings in country. In addition the evaluatim team may have up to three 
work days in the U.S. to prepare for the field work ancl to read background materials, prior 
to arriving in-counw. FUNOECOR and US.ND will have three weeks to review the report 
and send comments to the, evaluation team, who will then have two weeks to finalize the 
report. USAlD will provide oftice space and computers for each team member. The 
Evaluation Team is authorized to work 6day weeks while in country. 

VI. EVALUATION TEAM COMPOSITION AND REQUIREUWTS 

The Evaluation Team should be composed ctf: 

- an jnstitutional devefo~rnent soecia!isf with development project experience with 
NGOs in Latin America, preferabfy in Costa R i a  This person should also 
have knowledge of administrative management and financing natural resources 
activities; 

- an jntearated conservation - develoment vrtiect IICDP) s ~ e c r w  . . 
with 

experience in Latin America in assessing protected areas/buffer zone projects, 
i.e. project that link conservation of Iriodiversity in protected areas with social 
and economic development This person will senre as the Team Leader. Thb 
person should have a naturaJ resources, forestry or related academic 
background or experience. 

- Tropical Foresty Smcialist with expefiencrr in natural forest management 
reforestation programs and comr,nercid forestry. 

The Evaluation Team should have experience in des:aning, implernmting and/or 
evaluating USAID-financed projects as wall as a Spanish lar.;~a;e capability of S/3-w3, 
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as most documents and interviews will be in Spaamish. Good writing skills and creative 
- 

thinking ability are also required. 
k 

The Evaluation Tern will submit a draft of the evaluation report to USAID prior to - 
leaving country. USWO and FUNDECOR will have 15 working days to review the repon T 
and subm't comments to the Evaluation Team. The Team will then have 10 working days 5 
to submit the final report, once it has received comments from USNO and RINDECOR. - 

. The report should be prepared in Spmish and in English and five copies in 6ach 
language presented to USAID. The Evaluation Team can contract translating services 1 
in country. if needed. - 

The format of the report should be as follows: 

Table of Contents 

Executive Summay: State the objectives of the project, purpose of the 
evaluation, findi~gs, conclusions and recommendations, and lessons learned 
about the design and implementation ~f these type of integrated conservation- 
development projects. 

Body of the Report: Discuss the purpose and issues of the. evaluation, the 
economic, political and social context of the project, team composition and 
~:~~1Iuation methods, findings of the study concerning the evaluation issues and 
questions, condusions drawn from the findings, recommendations based on the 
study findings and conclusions, stated as actions to be taken to improve project 
and FUNDECOR performance. The report should be no more than 30-40 
pages. Any additional detailed discussions of technical issues should be 
included as appendices. 

4. Appendices should include at a minimum a copy of the scope of work, the I 

current project logical framework, a list of documents consulted, and individuals 
- 
- 

and agencies contacted. - - 
- 



ANNEXB 
PEOPLE CONSULTED AND INTER- 

I. Nongovernmental Organizations, Universities, Resauth Centens 

Jim Barbod, Professor, Univdty for Peace 
Rebecca Buttefield, OTS 
Jose Camps, mJNDEVX, UnivePsidad de Costa Rica 
Jod Camps, Director, Fundaci6n Neotropical 
David and DetmmLn Clark, OTS 
Patricia Folgarait , OTS 
Manuel Guriguata, Forester, OTS 
Gary Hartshoun, Vice Fksident, World Wildlife 
Rodrigo Gomez, LMBlO 
Jeremy Haggar, Forester, OTS 
Ekxhm Lewis, Academic Programs, OTS 
A l a m  Matamoros, INBIO 
Edgar Ortiz, FUMDEVI 
Pia Paavy, Acting Director, OTS 
Jorge Rodriguez, Director, Plan de Acci6n Forestal de Csntro America 
Joaquin Radirguez, FUNDEVI 
Raul Salonano, Director, Tropical Science Center 
Chuck ScheU, Director, Organization of Tropical Studies 
Vivienne Solis, World Consemation Union 
Donald Stone, Executive Director, OTS 
Meg Symington, Biodiversity Support Project, WWF 
Joseph Tossi, Retircd President, Tropical Science Center 
Paula Tumapol, Information Coordinator, G~nComm-AED 
Rodney Vargas, Researcher, OTS 

Jod Campos, Silviculture Leader 
Phil Cannon, Director Magdalena Project 
Jonathor Connelius, Forest Geneticist 
Glen Galloway, Tropical Forestry Advisor 
Iak Hilje; PM 
Carlos Navarro, National Coordinator 
Carlos Reiche, Agroforestry 
Carlos Rivas, MRM Chief 
Rodolfo SaIazar, Forest Seeds 
Lawrence Scott, Forest Scientist 



Eduatdo Ar tad ,  Junta Board M e n k  
Mario Barenechea, Chair, Junta Administration 
Addberto Gorbitz, Director, ACCVC 
Oscar Moroto, Forester 
Edgar Ortiz blalavassi, Planning Director 
G e m  Bbando, Forester 
Alvaro Salas, Former Administrative JunQ Member 
Gusravo Solano Garro, Director of Operations 
Gustavo Solis, Promtion 
Franz apra  'I'attenbach, Executive Director 
GuiIBmo Vaxgas, Forester 
Ricardo Villal~ ~bos, Administrative Director 

N. FUNDECTOR Clients 

Isias Alvarado,, Nursry Owner 
Emilio Capecis, Natural Forest Management 
Jovel Flores, Natural Forest Manageinent 
Vicente Paniag ua, Plantation 
Isidro Quesada, Plantation 
Edwin Rodriguzz, Plantation through CACSI (San Josk resident employed by INFOCOOP) 
Pedro Rojas, President of the Board, Sarapiqui Cantonal Agricultural Center 
Rafael Rojas, Pliantation through CACSI (San Jo& resident employed by INFOCOOP) 
Carlos Salazarr, Ex-President Municipio Puerto Viejo 
Xinia Salazar, Itegiadora, Canton de Sarpiqui 
Carlos Luis Seblaja R., Natural Forest Management, Topographer, Rio Frio forest, Guacimo 
Cecilia Ulate, A,GROFORSA 

Y. Ministry of Natural R~ources, Energy, and Mines 

AlErsdo Blanco, Planning Ibixtor, ACCVC 
Herman Bravo, :Diputado 
Allen Carmona, Administrative Services 
Juan Carlos Carrmona, DGF 
AdaIberto Gorbitz, Admitlistrator ACCVC 
Carlos Herrera Axguedas, Director ACCVC 
Ronald Mora Vargas, Protection Program Coordinator, ACCVC 
ManfrPA Pd- s~.2%m~ ,",=j sc m-=J 2-, E-y, imes 
Juan Quijanilla, P iccountan t Advisor to Minister 
Rodolfo Tonorio, Chief of Research, ACCVC 
Edgar Villalobos, Diputado and Ex-Minister of M I .  
Carlos Zuiiiga, Umd Tenure and Deri~ocratization, ACCVC 



M. USAID and Costa Ricrnn Government 

Alexander Arias V., Financial Analyst 
W q u e  Barnu, Deputy Agriculature Development Officer 
David H-, Agriculture I>evdopment Officer 
A ~ l e  Lewandowski, hvironnental Officer 
htichael Maxey, FORESTA Project Officer, Program Officer 
R i c M  Wheldon, Acting Director 

W. USAID/Washlimgon, D.C. 

Phillip Church, PPCICDIE 
Jaime Ccarrea, BHREFT/.DP 
Dave Gardella, LAC/DR/RD 
Dave Gibson, G/RD/ENR 

United States Government Individuals and Organizations 

Walter Dunn, U.S. Forest Service, Sister Forests 
Jan Engert, U.S. Forest Service 
Francesc;~ Grifo, NTH 
Scott Lampman, U.S. Forest Service, Forestry Support Program 
Gary Wetterberg, U.S. Forest Service 

LX, Miscellaneous 

Fraylan Castaiieda, Principal Advisor, Price Waterhouse 
Carlos Brencs Castillo, Social Promoter, FA0 
Albert Scaff Brown, Consultant, Chemonics International 
Alvaro Jaikel Chadn, Price Waterhouse 
Josh Dickinson, Tropical Research and DEvelopment 
Paul Flores, Chairman, Pricc Waterhouse 
David Joslyn, Deputy Director, IICA 
Robert Peck, Consultant, Tropical Forestxy 
Rigoberto Stewart, Economicst, Stewart & Associates 
Henry Tschinkle, Forester, USAID/ROCAP 
Luis Zeledon, Price Waterhouse 



ACCVC, Plan de Desarrolllo e Inversi6n de las Axeas Nucleo en el Area de Conservacidn 
~de h Cordillera Voldnica Central-"Estudio de Diagnositico de la Situacidn Actualw 
-Arb01 de Problemas (undated). 

ACCVC, B o d o r  del Plan Emergente de eapacitaci6n (undated). 

ACCVC, Estudio de Diagnostic0 de la Situacidn Actual, Primera Parte, 8 de octubre de 
8993. 

ACCVC, Analisis Situaciond dde la Problemdtica del Manejo de las Zonas Nucleo del 
ACCVC. "ESTUDIO DE DIAGNOSTIC0 DE LA SrrUACION ACTUAL," 
Segunda Parte (undated). 

AID, Forest Resources for a Stable Environment Project, FOBESTA 5 15-0243, 
Slept.ember 1988. 

AID, FOREST RESOURCES FOR STABLE ENVIRONMENT PROJECT, 
Bnvironrnental Assessment, September 1988. FORESTA 515-0243. 

AID, COSTA RICA Project Paper-Forest Resources for a Stable Environment, Project 
Number: 515-0243. To develop forestry and agmforestry as economically and 
ecologicaliy appropriate land uses in the buffer zones around the Brauiio Carrillo, 
Pods and IranS National Parks and other natural protected areas of the Cordillera 
Central. 

AID, (FUNDECOR)-Evaluacidn del Progmna de Manejo de Basques Naturaies, febrero 
1994. 

AID, Country Report "Forestry and the Environment Costa Rica Case Study", June 1994. 

AID, Assessment of USAD Biological Diversity Protection P rogms  Costa Rica Case 
Study, June 1994 (Draft). 

AID, Naib~rsll R - m  ~ ~ z g c ~ ~ i i t  2i C a  Eim a srpa~gy for - ~ A ] [ D ,  

San Jod, Costa Rica 1987. 

AID, Strategy for the Conservation of Natural Areas, Third Approximation, 25 October 
1989. 



AL DM, Revista Mensual, Aiio 1- No.7 - Mayo-Junio 1994 Sarapiquf. 'I Subasta de 
madera en pie en Sarapiquf, " "Autosuficiencia en la producci6n de cqecies nativas. " I 

ASOCIACION AGRICOLA FORESTAL SARAPIQUI (AGROFORSA), Direcci6n 
General Forestal. 

1. SOTACABALLQ, "una especie forestal valiosa. " 
2. OJOCHE. "El sol de las tres csxxhas" 1993. 

CCT (Centro Ciendfico Tropical) "Asistencia a1 Sector Forestal Privado para la 
Aplicacidn de la Politics Forestal," Informe Final, enero, 1994. 

DESFIL Newsletter, Development Strategies for Fragile Lands, Fall 1992- Volume V I  - 
N03: In Mexico: A Shift from Concessions to Indigenous Community Fores#ny. 
Tenure Regimes: Key Issue in Forest Conservation. 

ENDOWMENT AG- (latest draft). 

Eugert, Jan, "Methodology for Developing a Global Stategy for the Conservation Area of 
the Central Volcanic Cordillera," April 1992. 

FIRST AMENDMENT TO THE PRICE WATERHOUSWCATIE AGREEMENT. Dated 
29 May 1991. 

FmST AMENDMENT TO THE TECHNICAL ASSISTANCE AGREEMENT - 
TECHNICAL ASSISTANCE AGREEMENT, dated: February 27, 1990. 

FUNDECOR, "El agua !para todosi, informaci6n bibica sobre la legislaci6n de 
aguas." (undated). 'Gobierno Local y Gcsti6n Ambientalw, consideraciones juddicas 
(undated). 

FUNDECOR, THE CONCEPT- folleto (undated). 

FUNDECOR, Estrategia de Ecoturismo. (undated). 

Fundaci6n Para el Daamllo de la Cordillera Voldnica Central, 
"Manual de Procedimientos Administrativos" , November 1990. 
"Manual de Compras y Contrataci6nW, November 1990. 
"Manual de Administraci6n de Personal", November 1W0. 
**am-..-* .J . m e -  

m a n -  & C-', iu'OW%i~k IYYU. 

FUNDEVI-ICT-SPN, Propuesta Plan General de Manejo Area de C o n d 6 n  
Cordillera Vol&ca Central-Version para Discusi6n Segundo Borrador, Elaborado 
por un Grupo Interdisciplinario de la Universidad de Costa Rica., Coordinaci6n 
Escuda de Biologfa, mano 1994. 



Humbleton, Anne, "A Survey of United State. Government-Funded Activities Supporting 
Biodiversity Research and Conservation in Costa Rica," WSAID/Cssta Rica, January 
1994. 

In J.M. Hagan III and D.W. Johnston, tds. Ecology and Consayation of Neotropical 
Migrant Landbirds. Smithsonian Institution Press, Washington, DC 1992. 

Incidencia del Comercio Intemacional sobre la Economfa del Sector Forestal Costarricense 
(Borrador para Comentarios), Stewart Associates, Enero 1994. 

Informe de Amce, Estrategia Global-"Area de Conservaci6n Cordillera Vo1c;Snica 
Central, by Edgar Ortiz, Diciembre 1992. 

Inquiry at the Grassroots, Edited by William Gladur, IAF Charles A. Reilly. 

Institutional Sustainability in Agriculture and Rural Development- 
A Global Perspective, edited by Derick W. Brinkerhoff and Arthur A. Goldsmith, 
1990. 

Intermediary NGOs, The Supporting link in Grassroots Development. Thomas Carroll, 
Kamanian Press. 

Ministerio de Rccursos Naturales, Energfa y PvIinas Servicio de Parques Nacionales Area de 
Conmaci6n Cordillera Vslc&ica Central, Programa de Protecci6n, PLAN 
UINQUENAL, e l a h d o  por: Ing . Ronald Mora Vargas, Jefe Programa PnotecciBn. 
San Jo&, 19 de abril de 1994. 

MIRENEM, PLAN QUINQUENAL, Programa de Turismo y Recreacibn. 

MIRENEM, Programa de Proteccibn-INFORME DE AVANCE (junio 1992 a septiembre 
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OVERVIEW OF ACTIVITIES WITTI RESEARCH AND - - - - 'EDUCATION INSTITUTIONS 
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% - CAIIXE 

- FUNDECOR is already monitoring landscape change at the regional level, e.g., 
deforestation, forest fragmentation and land use change using satellite imagery and GIs. 
CATIE was instrumental in setting up this kind of monitoring by helping to establish 
FUNDECOR'S GIs and training their personnel. 

1 CATIE also provided initial assistance in seed storage and testing of native tree 
species. FUNDECOR and CATIE jointly manage the natural forest at Finca Corinto-Los 
Laureles. This is an easily accessible demonstration plot of 35 ha with an additional 87 ha to 
be brought under management. CATIE is also conducting studies on forest floor 
regeneration under canopy gaps created by cutting. 

CATIE, with Price Waterhouse, was initially contracted to do the integrated 
management plan for national parks. This forms a significant part of the basis for park 
planning and management by FUNDECOR and the ACCVC. 

FUNDECOR participates with CATIE in the Madeleiia project which includes a 
network of Central American NGOs for fopst extension purposes and the publication of 
"Gulas Silviculturales. " 

FUNDECOR personnel frequently take specialized short courses and workshops at 
CATIE without charge or for a reduced fee. FUNDECOR shares training costs with CATIE 
for graduate student research. One master's degree was recently completed and the field 
research for the Ph.D. is currently underway by a German student on the effects of 
FUNDECOR forest management practices on the biodiversity of vegetation. 

In short, FUNDECOR'S relationship with CATIE is a strong one, and will continue 
to be a source of mutual benefit to both institutions. 

Organization for Tropical Studies 

FUNDECOR has an increasingly important and productive relationship with OTS. 
The executive director of FUNDECOR was recently appointed to the T~~ PAVissq 
Emid of QTS which implies a high level of mutual trust and respect. One result is that OTS 
research outside of La Selva will be done in the buffer zone and will have some direct or 
indirect application to land management practices. 



FUNDECOR has a seed tree contract with OTS whereby OTS was paid to select 210 
seed trees (30 individuals of seven species) at La Selva, in Braulio C d o  and on private 
forest land. The owners are paid to protect these trees, which is an additional economic 
incentive to keep trees standing. OTS trained FUNDECOR field personnel in tree climbing 
and seed collection. 

While FUNDECOR is already monitoring regional landscape changes, it has 
recognized the urgent need to begin to monitor ecological change at the micro-level, 
including impacts on biodiversity, but not confined to biodiversity. FUNDECOR anticipates 
signing an agreement with OTS whereby OTS would monitor forest succession in managed 
forests after harvest. 

FUNDECOR also intends to sponsor research on the largely negative impacts of 
forest fragmentation on biodiversity and the potentially positive impacts of creating forested 
conidors, not only on total biodiversity but also on the dispersal of species which require 
large, undisturbed habitat for survival. FUNDECOR hopes to contribute to the growing 
body of theory and knowledge related to fragmentation, comdors and biodiversity 
preservation. Discussions will be held with OTS and other institutions for collaborating on 
this kind of research. 

An additional important aspect of FUNDECOR 's relationship with OTS is that 
FUNDECOR personnel (technical and executive) frequently give presentations to groups of 
visitors (including World Bank representatives and U.S. senators) to the OTS field site at La 
Selva. This kind of indirect outreach to the donor community and other influential decision- 
makers is building a wealth of good will toward, and understanding of, FUNDECOR and its 
activities. 

Institute Tecnol6gico de Costa Rim 

ITCR has an excellent program in forestry, from which several FUNDECOR 
foresters have graduated. There is also a new graduate program in Bosque e Industria, 
which will likely be an important training source for FUNDECOR and for graduate research 
in the buffer zone. 

ITCR provided technical training for tree nursery managers in the Puerto Viejo 
region. ITCR is now doing silvicultural work (thinning, liberation cutting) after harvest in 
the managed forests. It also cooperates in the seed contract with OTS and FUNDECOR, and 
has done some of the forest management plans for land owners in the ACCVC. 

University of Costa Rica 

The forestry department of UCR has also done some of the management plans. 
Discussions have begun with UCR to reach a broader, more comprehensive agreement for 
collaborative research within the ACCVC. There is also a potential link with the newly- 
created master's degree program in forest ecology, which includes not only traditional 



production forestry but the ecological, social, economic and political aspects of forest 
management as well. 

Lnstituto Nacional de Biodiversidad 

Some dialogue has been opened with INBio, the Institute Nacional de Biodiversidad. 
FUNDECOR recognizes that it must develop stronger links with INBio, in part because of 
the high cost of financing biodiversity inventory and research. 

Inventory for the sake of sciefitific knowledge is a laudable goal, but this should not 
be within FUNDECOR'S mandate. Rather it is the conservation and wise use of biodiversity 
that is of prime concern to FUNDECOR. In this light, it is encouragi~~g to note that INBio 
has been receptive to sharing income generated by genetic discoveries with forest owners, 
thereby giving owners an additional incentive to maintain their forested lands. The "Society 
for Ecotourism," once formed among forest owners to promote "Ecocamps," will serve as 
an association of forest owners to work with INBio as well. FUMDECOR will also facilitate 
access to the managed forests of the ACCVC and will share their data base, particularly on 
trees, with INBio. 

EARTH 

EARTH is more of a training than a research institution. There are, however, some 
important links which contribute directly and indirectly to research activities. EARTH 
provided some of the training for tree nursery personnel, and there has been training by 
FUNDECOR of EARTH interns, which includes their research projects within the region. 
FUNDECOR also uses the EARTH campus to give courses and workshops. 
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Executive Summary 

Agroforcsuy has come of age remarkably during the past 10 to 15 years. Howeva, the lack of a 
synthcsired 'package' of technical and socio-cconomic information on agroforcstry is a serious 
drawback in channeling development assistance to agoforestry projects. The objective of this repon is 
to fdl this gap. By reviewing the scientific information currently available, the repon seeks to 
establish the scienUc basis and principles of agmforestry and to evaluate field research on agro- 
forestry practices; it also discusses the economic and socio-culaual aspects of agroforestry, as seen by 
a 'nonexpen'. A comprehensive bibliography is appended to the rcpon 

The emphasis in this r e p n  is on Africa, but extensive use is also made of experiences from other 
parts of the developing world t enslue that the repor0 is applicable to all tmpical regions. It is 
addressed primarily to agroforestry practifionexs - both foresters and agriculturalists - of the 
World Bank and similar development-support agencies. The major frndings of this report are 
summarized hac. 

Agrofomay is widespread in almost all ecological and geographical regions of the tropics. 
The large number of agrofonsuy systems can be grouped according to certain structural and 
agrc~ecological criteria. Although the sociocultural aspects of these systems may vary from 
one geographical region to anokr. and the level of intensity with which the systems are 
managed m y  differ, those operating in areas with similar ecological conditions tend to have 
structural similarities, so chat it is possible to identify a few distinct agoforestry practices that 
constitute the bulk of diverse agoforestry systems. The agr~ecological and smctural analysis 
of agmforesay systems and practices provides a useful framework within which to develop 
approaches aimed at improving indigenous systans. 

2. The oft-repeated suggestion that agroforcsrry holds considerable promise as a pmctical land- 
managemart alternative for maintaining soil fatility and productivity is based on the assump- 
tion that trees and other vegetation improve the soil h a . h  them. Trees add organic matter, 
nutrients and growth-promoting substances to soils, they help reduce soil loss from erosion, 
and they improve the physical and chemical properties of soils. However, they may also have 
some advase effects on soils. The n a  effect of all these f,?ctors will depend upon management 
and location-spocific factors. 

Nitrogen-fuing tnes src a most promising group of agroforestry components. Because they are 
able c f~ atmosphaic nitmgen and conrribute nitrogen via leaf and littcr fall and root turn- 
ova, they have a dominant role to play in maintaining soil fertility. Few dinct measuments 
of nitrogen fixation by tropical a e s  have been made. but the literature docs identify some 
species capable of fming 50-100 kg N h  per annurn when grown in agroforestry systems. In 
tams of the nutrient n ~ u i ~ ~ ~ ~ e n t s  of sops, the potential of nutricmt input t h g h  leaf liner 
could be considerable. Another important way in which aes improve soils is through nuaient 
cycling. Unlike nitrogen fixation, which is an input into the soil, nutrient cycling involves the 
t m o v a  of nutrients already wilhin the soil; this includes the translocation of nutrients from 
soil layers which are beyond the w . h  of mn~ml m q s  nr - m, ?a-t ki J[ 

growing recognition of thc importance of roots in agroforcstry systems, both as components of 
primary production and in soil-fertility maintenance. The challenge here is to maximize the 



beneficial effects of root and mycorrhizal systems, whiist reducing ~rce-aop competition for 
moisture and nutrients. Clearly. there is a need for more knowledge about dl the soil-related 
he f i r s  of agroforestry. 

4. The above-ground interactions between plants in mixed systems arc usually viewed as 
competitive, but some complementary interactions have aiso been reported. That is xientific 
evidence to support the w m t i o n  that photosynthetic efficiency may be greaser in a mixed 
system. comprising structmlly dissimilar components, than in a rnonocultural system. An 
obvious additional advantage is that mixed systems produce a greater variety of products than 
monoculmal systems. 

5. Although agroforcstry research is consuained by unclear methodologies and the sheer multi- 
plicity of factors to be taken into consideration, some promising rcsarch projects an under 
way in the tropics. Most of them concentrate on alley cropping (and otfrer foims of hedgerow 
intercropping), and plantation crop combhtions. A detailed examination of the rapidiy 
growing amount of information on alley cropping shows bat, on the relrravely infertile alfisoIs 
in humid and subhumid regions, this practice helps maintain reasonaSlc !cvels of soil fertility. 
It is a low-input practice, n t h a  than a neinput practice; that is, to obtain the best results there 
must be some fertilizer input In most cases, alley cropping allows crow to make more 
efficient use of fermizus than is the case in monocropping systems. However, in the semi-arid 
tropics and otha dry arm, alley cropping is cnlikely to signirrwdy improve soil fertility. In 
extremely acidic soils, the rtlcvance and success of alley crop~~ing depends on thc extent to 
which inputs such as fertiiizers are usod. An additional constmint of alley cropping is the 
relatively high labor rcquinment. In general, it is clear that while some arras would benefit 
from alley cropping, o k r s  would not 

6. Where plantation aops an grown under monocdtural systems, available solar energy and soil 
resources axe not utiiizcd to the fullest extent. By growing agriculnrral crops with plantation 
crops, gmur use is made of these resources. Several shade-tolerant and economically useful 
plants can be grown behven or under a plantation crop during different stages of its growth. 
Many of the plantation cxop combination practices c m t l y  in use illustrafe the potential 
of this form of agrofortstry. However, the particular ccological requirements for the growth 
of plantation crops impose a limit on the me of these practices. 

7. Thc environtncntal benefits of agrofonstry, other than soil-nlatcd factors, include m i m  
climate amdimtion. In many parts of the tropics there is widespnad use of windbreaks and 
sheltabelts. Windbreaks can alsa provide other benefits, such as poles and fuelwood. 

8. Although a large number of traditional agrofonstry systems have been reported, only a few 
have been scientifically studied, and hence there is inadequate scientific undersfanding of such 
systems. The little racach that has ken  done indicates the scientific merits of these time- 
tested syszms and points to several possibilities for improving them. 

9. Agroforcstry is considacd to be a sound and potentially promising sbatcgy to address some 
of Africa's land-= pmblems. The use of an ecological approach could be a basis for develop- 
ing qpmpriare agmfomay designs. Four broadly homogeneous tcozones can Bt dcmmxtpd 
b q r o k m ~ y  aevtIopment in subSaharan Africa. the upland plateau of southern Africa 
(unimodal); the highlands of askan and central Africa (bimodal); h e  semi-arid lowlands (the 
Sahclian zone); and thc humid lowlands of West Africa. ?his report suggests the broad 
agroforcstxy approaches that, with appropriate site-specific modification, could be applied in 
all regions, as well as specific approaches for each region. Two particular issues that are 
nlevant throughout sub-Saharan Africa m: the integration of agriculture, forestry and wildlife 



management thnwgh buffer-zone agroforcsuy; and the use of under-exploif.cd food-producing 
vces and indigenous knowledge in agmfomay design. 

10. Economic studies of agmfortstry have been &ed out on a rather ad hoc basis and an 
generally ex ante analysts, based on assumptions, rather than u p s t  analyses based on field 
data This is mainly because of the dearth of experimental station and on-farm data. 
Moreova. in many studies the focus turds to be on the long-term economic benefits of rhe 
main components of agmforestry systems, with little documentation on short-term benefits 
and by-products. Nevertheless. the limited information that is available does provide some 
indication of the economic advantages and IimiWions of agroforesay in a variety of situations. 
Now that methodologies f o  economic analyses of agmforesay projects are becoming avail- 
able, morc detailed soudies, based on field results, can be expected. Socicxultural issues also 
ncxd to be analyzed if new agrofortstry technologies are to achieve wide acceptana by 
farming families. 

Several important conclusions emerge from this review. 

Agrofonsrry systems are many and varied, as are their functions, roles and outputs. 

There is ample scientific evidence to indicate that the benefits to be derived from agrofonsay 
could be considerably increased by appropriate scientific intenrention. 

Scient8c studies in agroforestry have been very limited, and thus the potential of agroforestry 
w a i n s  vastly undcr-exploited. 

The main scientific foundation of agroforestry is the multipurpose tree. The success of agro- 
forestry will depend upon the extent to which the productive, protective and scrvice 
potential of multipurpose trees is understood and exploited (through research) and realized 
(through development and extension efforts). 

?he current mend in agroforestry development shows an imbalance between large-scale develop 
ment projects and inadequately low levels of research and educational support. 
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INTRODUCCION 

E l  presente documento cont iene l o s  resu l tados  del  es tud io  
P - - 

r e a l  izado sobre 10s aspectos f i n a n c i e r o s  de l  proyecto Forest  
E 

Resourses f o r  a  S tab le  Enviroment (FORESTA), e l  cual  es 
E - 
-- - 
- - 
- 

f inanc iado en p a r t e  con fondos de l a  Agencia para e l  - .- -- 
w.- 

Desar ro l l o  I n t e r n a c i o n a l  (USAID) y administrado por l a  r 
- - - 

Fundacidn para e l  Desar ro l l o  de l a  C o r d i l l e r a  Volcdnica - - 
-- - - 

Cent t a l  (FUNDECOR). - 
- 

Para o1 a n á l i s i s  de l o s  temas r e f e r i d o s  a  l a  p a r t e  

f inanc ie ra ,  se cont6 con l o s  términos de r e f e r e n c i a  

preparados por  l a  empresa de c o n s u l t o r i a  CHEMONICS, segOn 10s 

cuales, es te  es tud io  deber fa responder en l a  medida de l o  

pos ib le  dentro de l  p lazo  p e r e n t o r i o  y l a  d i s p o n i b i l i d a d  de 

información, a: a )  Aspectos de proyecciones presupuestar ias y  

b )  Aspectos de admin is t rac ión  f i nanc ie ra .  

En e l  pr imer aspecto, l a  i n t e n c i ó n  fue  l a  de contar  con 

elementos de j u i c i o  sobre l a s  tendencias gresupuester ias d s ?  

proyecto;  sobre e l  o r i g e n  y a p l i c a c i b n  de l o s  fondos y sobre 

l a s  condic iones y p o s i b i l i d a d e s  de un f inanc iamiento  
- 

- 

autososteni  b l e  de l  proyecto f o r e s t a  en e l  t iempo. 



En l o  re fe ren te  a l  segundo aspecto, e l  i n t e r b s  se cen t ra r í a  

en l a  evaluacibn de l o s  instrumentos de p l a n i f i c a c i ó n  y de 

con t ro l  de l a  programación f i nanc ie ra ,  en e l  desempefío de l a  

admin is t rac ión del  proyecto. En procura de t a l e s  o b j e t i v o s  se 

procedi6 a l a  r e v i s i ó n  de l o s  documentos resu l tan tes  de l a s  

rendiciones de cuentas de l  proyecto en poder de FUNDECOR, 

sobre l a  concepción de l  proyecto mismo, sobre l a s  aud i t o r í as  

externas y  o t r o s  en poder l a  representación nacional  de l a  

USAID. 

Los p r i nc i 2a l es  elementos de1 a n á l i s i s  en cada uno de estos 

aspectos se presenta en l a s  páginas s igu ien tes .  

1. SITUACION FINANCIERA 

Para e l  a n á l i s i s  de l a  s i t u a c i ó n  f i nanc i e ra  de FUNDECOR, as< 

como de sus perspect ivas, se ha tomado como punto de p a r t i d a  

l a  información contenida en e l  documento da proyectó; 

complementada con l o s  datos que aparecen en e l  Convenio de 

cooperación, l o s  informes anuales de aud i t o r f a ,  documentación 

i n t e rna  p rop ia  de l a  Fundación y l a  información contenida en 

l o s  r e g i s t r o s  de l a  US AID CR. 



1.1  Tendencias presupuestar< as 

Uno aspecto i n i c i a l  a destacar es que e1 proyecto FORESTA en 

e1 seno de FUNDECOR e n t r ó  en verdadera e jecuc ión en j u n i o  de 

1991 y que durante e l  año 92, l a  nueva Junta promovió una 

redef i n i c i d n  de l a  e s t r a t e g i a  g loba l ,  aspecto que mot i v 6  

cambios s i g n i f i c a t i v o s  de o r i e n t a c i 6 n  durante ese aRo y l o s  

dos s igu ien tes .  

Esto s i g n i f i c a  que desde e l  punto de v i s t a  de l o s  gastos, 

ninguno de l o s  aAos t ra r i scu r r i dos  pueden ser  considerados 

años t j p i c o s  del  proyecto o r ig ina lmente  concebido, ya que a)  

es tuv ie ron  su je tos  a f u e r t e s  cambios y  en consecuencia, 

pueden considerarse poca exper ienc ia  para ser  u t i l i z a d o  en 

proyecciones y  mucho menos para un p lazo  de c inco  años de 

funcionamiento, y  b )  hay i n d i c i o s  que se de r i van  de l o s  

r e g i s t r o s  personales de l o s  asesores del  Proyecto, de que l o s  

costos u n i t a r i o s  de e jecuc idn en v a r i a s  ac t i v idades  de l o s  

componentes de l  mismo, se han reducido por l a  exper ienc ia  

acumulada en estos aííos. 



Durante este per iodo y como se ver4 m8s adelante,  FUMDECOR ha 

evo1ucionetdo hac ia una consol idac ión como i n s t i t u c i b n .  Ha 

perfeccionado l o s  sistemas de admin is t rac i6n  f i n a n c i e r a  y 

programática pasando desde l a  concepción o r i g i n a l  de proyecto 

f inanc iado con fondos de l a  US A ID ,  hasta l a  idea de una 

i n s t i t u c i ó n  permanente que pretende a l  canzar 1 a 

a u t o s u f i c i e n c i a  y l a  perpetuación en e l  ambiente 

costarr icense.  

Muchas de l a s  acciones que se han emprendido con l a  i n t e n c i ó n  

de mejorar l o s  sistemas de presupuestación, hasta e l  presente 

aiio han s i d o  puestos en v igenc ia  como instrumentos 

permanentss de l a  administ  rac ión  de l a  i n s t  i t u c i ó n .  

La exper ienc ia de l o s  años precedentes se ha in tegrado en l o  

p o s i b l e  a t ravds  de nuevos sistemas que p e r m i t i r d n  no so lo  

una adecuada e jecuc ión y c o n t r o l  presupuestar io ,  s i n o  t ambi 6n 

una mds p rec i sa  e laborac idn de l  mismo. E l  o t r o  aspecto a 

considerar  es que con una prospect i v a  de autosostenimi ento, 

algunas de l a s  ac t i v idades  a d e s a r r o l l a r  en e l  contexto de l  

proyecto se han reor ien tado para que generen l o s  recursos que 

e l  f u t u r o  generardn su autosost enimiento. 



Tomando en cuenta estos elementos, l o s  aspectos re1 acicnados 

con e l  a n 8 l i s i s  de l a s  tendencias presupuestar ias se l i m i t a r a  

a l o s  temas relacionados con e l  Fondo Pat r imon ia l ,  asunto que 

se d i scu t  i r á  mds adelante. 

1.2. Origen y des t ino  de l o s  fondos para a l  proyecto 

E l  punto de p a r t i d a  en es te  caso l o  cons t i t uy6  l a  r e v i s i b n  

de l  presupuesto i n i c i a l  que aparece en l a  seccibn d )  de l  

documento de prcryecto. Dicha secci6n muestra un presupuesto 

que considera un monto o r i g i n a l  de US$ 7 .5  mi l l ones  en 

cont r ibuc iones de l a  US A I D  y l a  suma de $1.200 m i  1 lones que 

s e r i a  l a  con t rapar t i da  de l  Gobierno de Costa Rica. En t o t a l  

se est  im6 en US$ 22.5 m i  1 lonss, considerando un tasa de 

cambio de cambio de $80.O/US$. 

Sin  embargo, l a s  negociaciones se concretaron con l a  

separaci6n de l o s  fondos en sus dos componentes: a )  l o s  

fondos de l a  donaci6n de A I D  se d i v i d i r f a n  en dos par tos:  l a  

pr imera d i  rectamente asignada a l p r o y e c t o  por bir monto de 

$ 5 . 0  mi l l ones  y que s e r í a  administrada por FUNDECOR y l a  

segunda pa r t e  de $2.5 m i l l ones  que s e r í a  administrada 

directamente por l a  US AXD, para labores de apoyo y c o n t r o l  



del proyecto,  según se d e t a l l a  a  cont inuación: 

USAID: Eetatuo Finrnnciaro &al Proyecto FiMEsTA. 
(al 12 dB j u l i o  CPP 1@S4) 

ust 

1. Qrant 5.14a.100 

4. Audit. y oval-. 135.000 

5. lnflrc. y canting. 4ü8.500 

b )  e l  o t r o  componente es e l  apor te  e s t a t a l ,  i n i c i a l m e n t e  se 

estim6 en $1.200 m i l l ones ,  i n i c i a l m e n t e  se programó para que, 

en una par te :  ($390 m i l l o n e s )  apoyara l o s  cua t ro  componentes 

del  proyecto; en t a n t o  que l o s  $810 M i l l o n e s  restantes,  se 

dedicar fan a  l a  c o n s t i t u c i ó n  de un fondo pa t r imon ia l ,  e l  cual  

s e r v i r f a  para ga ran t i za r  a  f u t u r o  l o s  recursos necesar ios 



para f i n a n c i a r  l a s  operaciones del  Proyecto, mAs a l14  de 

marzo de 1996, fecha en que termina l a  pr imera etapa de 

FORESTA según convenio con OS AID. 

Var ios fac to res  der ivados de l a  r e o r i e n t a c i 6 n  de l  proyecto 

por p a r t e  de l a  nueva j u n t a  y de l a s  condic iones en que fue  

posi  b l  e obtener 10s fondos de cont rapar t  i d a  del  Gobierno, 

h i c i e r o n  necesar io  l l e v a r  a cabo a jus tes  para no r e t r a s a r  l a  

programación de l  mismo. 

Por una p a r t e ,  en 1991, l a s  riegociaciones a t r a v 8 s  1 a 

Comisión del  Gobierno de Costa R ica  para l a  a tenc ión  de todos 

l o s  asuntos re lac ionados con l a  ap l  i c a c i ó n  de l  convenio, 

f ina lmente convino programar y apo r ta r  l o s  fondos de l o s  

recursos de moneda l o c a l  d i spon ib les  para 1 l e v a r  a cabo e l  

proyecto.  Bajo 10s acuerdos de Estabi  1 i z a c i d n  y Recuperacidn 

Económica ESR V I  y V I I I ,  se asignaron todos l o s  recursos 

pos ib les  a1 proyecto Foresta. 

Como p a r t e  de esas d i r e c t r i c e s ,  e l  Banco 2ent r a l  de Costa 

Rica T r a n s f i r i ó  en $967.5 M i l l o n e s  a una cuenta denominada 

FUNDLCOR, quedando un remanente de $232.5 m i l l o n e s  por 

t r a n s f e r i r ,  debido a problemas m8s a l l á  de l  Ambito de es te  



proyecto.  Esta ú l t i m a  c i f r o  es de d i f i c i l  recuperacibn por 

cuanto hay elementos mAs a l  l& del  proyecto que hacen d i f í c i  1 

su recuperación. 

Dichas negociaciones se d ie ron  durante e l  aíio 1991, pero e1 

Banco Centra l  s o l o  reconoció i n te reses  sobre aproximadamente 

a l  pr imer t i t u l o  por $180 mi l lones ,  e m i t i d o  en ese año. 

In te reses  por un monto de $50.08 mi l l ones .  Los demas t i t u l o s  

empezaron a ganar i n te reses  a p a r t i r  de j u n i o  de 1992 y una 

vez r e t i r a d o s  del  Banco Centra l ,  pasaron a una cus tod ia  en e l  

Banco COFISA, hasta t a n t o  no se decida sobre l a  forma que 

este fondo s e r f a  administrado en e l  f u t u r o .  

Estos c incuenta m i l l o n e s  fuercn  tomados como c a p i t a l  semi1 l a  

para l a  creac ión de l  Fideicomiso FUNDECOR-BANCOOP No. 18-91, 

l o s  cuales generaron $11.7 mi l l ones  por concepto de i n te reses  

que se dedicaron a f i n a n c i a r  p a r t e  de l o s  gastos 

operacional  es de l  Proyecto. 

Como resu l tado de estas negociaciones se acordó e n t r e  el 

Gobierno-USAID l l e v a r  a cabo modi f icac iones presupuestar ias 

dentro de l  proyecto FORESTA a f i n  de que l a  t o t a l i d a d  de l o s  

fondos de l  aoor te  E s t a t a l ,  se des t i na r fan  a l a  c o n s t i t u c i ó n  



del  Fideicomiso e l  cua l ,  deber ia  se de l  orden de l o s  

US$ 10.0 mi l lones ,  a  l a  fecha en que e n t r a r á  en v igenc ia  l a  

segunda etapa del  proyecto.  

Por l o  tan to ,  puede dec i r se  que a l a  fecha, l a  mayor p a r t e  de 

l o s  recursos para e l  d e s a r r o l l o  de l  proyecto han s i d o  

aportados por l a  US AJD y que l o s  fondos de l  Gobierno han 

s ido  asignados en su t o t a l i d a d ,  excepto l o s  der ivados de l o s  

i n te reses  i n i c i a l e s  ya mencionados, a  l a  const i t u c i 6 n  d e l  

fondo pa t r imon ia l .  

A es te  respecto, l o s  cuadros 1 y  2 muestran respectivamente 

e l  o r i g e n  y l a  a p l i c a c i ó n  de l o s  fondos de l  proyecto,  para 

1 as fuentes USAID y Gobierno respect ivament e. La fuente de 

in formación de ambos cuadros son l o s  estados de Rendicibn de 

Cuentas, preparados conforme l a s  ex igencias de l a  USAID. 

Como puede aprec iarse en e l  cuadro No. 1, de l o s  US$ 5 , O  

Mi l lones ,  l o s  gastos a j u n i o  de 1994, con cargo a estos 

fondos acumulan aproximadamente US$ 2.9 m i l l o n e s  quedando 

d i spon ib les  para l o  que r e s t a  de l  año l a  US$2.1 mi l l ones .  





CUADRO 2 

PROYECTO DE RECURSOS FORESTALES PARA UN UEDIO AYBIENTE ESTABLE: 
FONDOS LOCALES APLICMOS AL PROYECTO FUNDECOR 

DEL 3 DE JUNIO DE 1991 AL 31 DE D I C I W R E  DE 1993 

------------------------------------------------------------------------------------- 
Presupuesto Rea 1 ----------- ---- 

En ailec Equivalente Equivalente En miles 

de Coloncs en miares US. Wlrrce de Colones ............................................... 
1 NCRESOS : 
Donaciones 

Intereses 

Total in~resos 

DESEMBOLSOS: 

1. Actividades Clobalec 

11. Actividades Específicas 

A. Adainistracián de Areas 

Protegidnr 

B. Adiinistracidn de Bosques 

Nnturrlec 

C. Reforestncián y A ~ ~ o f o -  

reotrc i6n 

D. Apoyo a Personal TCcnico 

111, Evsluacionee y Auditorias 

IV. Inflacidn y Contingencias 7.371 60.049 

V. Fondo Patrimonial 

Total Desembolsos 1.200.000 9.775.967 398.149 47.636 

Fondos disponibles del proyecto O O 115,265 14.148 



Puede ap rec ia r se  an l a  columna de balance,  que a  n i v e l  de 

cada uno de l o s  c u a t r o  componentes d e l  p royec to ,  ya e x i s t e n  

desbalances impor tantes y e l  caso d e l  componente "Manejo d e l  

Bosque Na tu ra l " ,  l o  gastado supera l o  asignado po r  

presupuesto;  que son muy pocos l o s  recursos  d i s p o n i b l e s  para  

e l  componente de Areas P ro teg idas  y  en e l  caso de "Apoyo a  

Personal  T6cnico".  AdemBs, que l a  p a r t i d a  para  e l  componente 

de Ac t i v i dades  Globa les  t i e n e  d i s p o n i b l e  m8s a l l a  i n c l u s i v e  

que l o  acumulado has ta  j u n i o  de es to  año. 

También se puede a p r e c i a r  que e l  monto t o t a l  d i s p o n i b l e  

a lcanza para  mAs de un año de operaciones d e l  p royec to ,  a  l o s  

n i v e l e s  ac tua les  de gasto.  

Evidentemente que para  e l  func ionamiento  d e l  p royec to  en e l  

año s i g u i e n t e ,  se rá  necesa r i o  una reas ignac i6n  de p a r t i d a s  

p resupues ta r ias  a  f i n  de que l a  e s t r u c t u r a  f i n a n c i e r a  de1 

mismo sea concordante con l o s  a b j e t  i v o s  y  metas s e c t o r i a l e s .  

1.3. S o s t e n i b i l i d a d  d e l  P royec to  FORESTA y  de FUNDECOR 

para evaluar  l a  a u t o s o s t e n i b i  1  i d a d  d e l  p royec to ,  más a l l á  de 

l a  f i n a l i z a c i ó n  de l a  p r ime ra  e tapa f i n a n c i a d a  con fondos de 

l a  USAID, deben tomarse en cuenta  l o s  elementos que d e f i n i r t í n  



hacia f u t u r o  l o s  gastos recur ren tes  para cada uno de l o s  

cuat ro  componentes del  proyecto,  as í  como l o s  ingresos del  

proyecto,  l o s  cuales procedertln de dos fuentes:  a)  l o s  

resu l tan tes  de 10s rendimientos de l  fondo pa t r imon ia l  y l a  

que se d e r i v a  de l a s  recuperaciones y  b )  l a s  ren tas  propias 

de l o s  componentes, en l o s  que se ha contemplado que habrtl 

algún t i p o  de re to rno  de l a  i n v a r s i á n  rea l i zada.  

En algunos casos, se t i e n e  c l a r o  que l a s  metas de l  proyecto 

se habrdn cumplido a l a  f i n a l i z a c i ó n  de l a  pr imera etapa y 

que l a  p a r t i c i p a c i 6 n  de FUNDECOR sertí Únicamente de 

seguimiento y  a s i s t e n c i a  para que se cumplan l a s  condic iones 

que harán estos renglones autosostenib les.  Por tan to ,  no se 

espera que l o s  gastos der ivados de l a  a c t i v i d a d  o r i g i n a l  de l  

proyecto s igan con cargo a Bste, s i n o  mas b i e n  a l o s  ingresos 

generados por e l  mismo proyecto.  

Un aspecto c e n t r a l  en l a  metodologfa de d e s a r r o l l o  de l  

proyecto FORESTA es que se ha pretendido l a  incorporac ión  de 

l o s  mecanismos y a l i c i e n t e s  de l  mercado, a  f i n  de asegurar l a  

aurornatizacidn en e l  funcionamiento del  proyecto y en l a  

p a r t i c i p a c i ó n  de l o s  agentes. Una p a r t e  s i g n i f i c a t i v a  de l o s  

gastos se e jecu ta  a costos compet i t ivos.  Asf mismo, se han 



i n t roduc ido  elementos cont rac tua les  a  f i n  de ga ran t i za r  l a  

recuperaci6n de l o  i n v e r t i d o  en las f i n c a s  de l o s  

a g r i c u l t o r e s  que se incorporan a l  programa. 

S i  b ien  l o s  bene f i c ios  der ivados de l a  venta son propiedad de 

l o s  a g r i c u l t o r e s ,  hay o t r o s  b e n e f i c i o s  e x t r a o r d i n a r i o s  

der ivados de l o s  i ncen t i vos  a  l a  re fo res tac ión  que l o s  

a g r i c u l t o r e s  ceden para e l  pago por l o s  s e r v i c i o s  r e c i b i d o s  

de  FUNDECOR. 

En el caso de1 componente de Reforestac ión y Agroforestac ión,  

l a  meta se ha f i j a d o  en promover e n t r e  l o s  f inqueros de l a  

zona ac t iv idades  de r e f o r e s t a c i 6 n  a  una tasa  de 400 hectdreas 

por afio, donde l a  m i tad  de l a s  mismas se hace con pequenos 

f inqueros  asociados a  l o s  cent ros  Agr i co las  Cantonales de l a  

zona. Esta a c t i v i d a d  es de poco cos to  pero de gran impacto y  

s i n  cos to  alguno para e1 a g r i c u l t o r .  

Las o t r a s  doscientas hect dreas anual es se promocionan e n t r e  

l o s  f inqueros medianos y grandes a  un cos to  mayor para 

FUXDE2G3 que debe promover e l  proyecto,  f o rmu la r lo  y  

superv isar  su e jecuc ión,  asumiendo l o s  gastos. 



E l  a g r i c u l t o r  se queda con l o s  ingresos por l a  venta de l a  

cosecha pero a cambio de es te  ser  . ; c io ,  debe ent regar  l o s  

i ncent i vos f i scal  es denominados Cert  i f i csdos de abono 

Fores ta l  (CAF). Este CAF o torga  un b e n e f i c i o  de $120.000 por 

hecttírea m8s un 10% por gastos de c a p i t a l .  En tbrminos netos 

descontados, se t r a t a  de una recuperaci6n de1 90% de l o s  

gastos en que ha i n c u r r i d o  FUNDECOR. Esta s i t u a c i 6 n  es t8  

basada en una expec ta t i va  razonable, en v i r t u d  de que no se 

dispone de c i f r a s  r e l a t i v a s  a l  c i c l o  completo de l o s  c inco  

afios y s o l o  han pasado dos de d e s a r r o l l o  de l  programa. 

En e l  caso del  manejo de l  bosque n a t u r a l ,  se t i e n e  que es e l  

programa de mayor impacto debido a que es e l  que mAs 

cont r ibuye a l a  m is i6n  de FUNDECOR. Como mota para l o s  

próximos afios se espera que alcance l a  madurez en l i s tando  

5000 hectáreas por año (actualmente se t i e n e n  en1 i s tadas  

13.000 según l o s  func iona r ios  de FUNDECOR); desar ro l lando 

planes de manejo para 2000 hectáreas y cosechando 1000 

hect areas por  año. 

Los con t ra tos  con l o s  p r o p i e t a r i o s  de f i ncas  contemplan un 

pago de $40.000 por  hectárea a e fec tua r  en t r a c t o s  durante un 

per iodo de c inco  aRos, ya sea con e l  producto de l a  venta de 



l a  madera o  b ien,  con e l  50% de l  v a l o r  de l  CAF. 

Este programa r e s u l t a r á  s u p e r a v i t a r i o  una vez que se 

normalicen l o s  f l u j o s  de recuperaciones. 

En l o  que se r e f i e r e  a l  componente de Admin is t rac i6n de áreas 

protegidas,  l a  d i r e c t r i z  de FUNDECOR es que has ta  1996, de 

l o s  gastos de administ  r a c i 6 n  un c incuenta por c i e n t o  

corresponderá se dedicara a  es te  componente de l  proyecto.  

FUNDECOR t i e n e  l a  concesiones para l a  p res tac i6n  de s e r v i c i o s  

a  t u r i s t a s  en l o s  parques nacionales,  l a s  cuales ent regara en 

sub-concesiones a  l a s  munic ipa l idades de l a  zona. A j u i c i o  

de l o s  ac tua les  d i r e c t o r e s  de FUNDECOR, se espei Jn en t re  

$100.000 y  $200.000 por concepto de concesiones l a s  cuales 

en t ra ran  a formar p a r t e  de un f ide icomiso  que se dedicara a l  

b e n e f i c i o  de t a l e s  Areas con l a  i n f l u e n c i a  de FUNDECOR. Estos 

recursos, mas l o s  derivados de l a s  nuevas t a r i f a s  que se 

empezarán a  cobrar en l o s  parques terminaran por  asegurar l a  

a u t o s u f i c i e n c i a  f i nanc ie ra .  

Finaimense, en l o  que respecta a  l o s  cua t ro  componentes de l  

proyecto queda a c l a r a r  l a  s i t u a c i 6 n  de l  componente de 

operaciones g lobales.  En l o s  t21timos dos años, es te  



componente en promedio representa $450.000 de gasto por  añ'o. 

A l a  fecha, ex i s ten  fondas s u f i c i e n t e s  para te rm ina r  e1 

per iodo correspondiente a l a  pr imera etapa del  proyecto.  En 

l o  sucesivo se t i e n e  p r e v i s t o  que estos gastos sean c u b i e r t o s  

con e l  Fondo Pat r imon ia l ,  para e l  cual  e l  Gobierno ya ha 

hecho l o s  aportes correspondientes a f i n  de que a i n i c i o s  de 

1996 adquiera un v a l o r  de $10,0 m i l l o n e s  de 1995. 

Actualmente, d ichos fondos se encuentran en cus tod ia  en e l  

Banco COFISA.  Da acuerdo a l o s  rendimientos de l o s  va lo res  

de l a  c a r t e r a  que 10 conforma, es te  fondo tendrtí  un v a l o r  de 

$ 1.501.5 m i  1 lones en enero de 1995 con una tasa  de 

rendimiento promedio anual de l  25% neto.  

La pregunta a responder raspecto de es ta  s i t u a c i b n  es: EstA 

e l  Fondo Pa t r imon ia l  en d i s p o s i c i 6 n  de c u b r i r  l o s  gastos 

generales mAs a l  l A  de l a  pr imera etapa del  proyecto FORESTA 

con e l  producto de l o s  rendimientos de es te  fondo, s i n  

erosionarse con e l  tiempo?. Para responder es ta  pregunta se 

procedió a r e v i s a r  l a s  proyecciones rea l i zadas  por  e l  

Consultor de A 1 0  encargado del  p royec to  y l a s  efectuadas por 

l a  misma admin is t rac ión  de FUNDECOR, en respuesta a l a s  

primeras. 



Ambos e j e r c i c i o s  de proyecci6n contemplan supuestos de 

proyecci6n re1 acionados con n i v e l e s  de i n f  1 ac ibn dom6st i ca y 

de l o s  Estados Unidos; tasas de devaluaci6n de l a  moneda 

cos tar r i cense y tasas pasivas de i n t e r 6 s  como tasa  de 

rendimiento.  Ambos hacen l o s  c ~ l c u l o s  mensuales de gasto de 

FUNDECOR y sobre l o s  rendimientos de l a s  invers iones,  en e l  

entendido que, como l o s  gastos se desembolsan mensualmente, 

es pos ib le  r e a l  i z a r  c a p i t a l i z a c i o n e s  de l o s  i n te reses  

mensualment e. 

TratAndose de proyecciones de l a r g o  p lazo  donde l o s  aspectos 

condic ionantes pueden ser  de gran v a r i a b i l i d a d  s i  se 

consideran separadamente, no puede juzgarse a es te  n i v e l  de 

d e t a l l e  l a s  proyecciones s i n  caer en un cuestionamiento de 

l o s  supuestos mediante l o s  cuales se l l e v a  a cabo l a  

Como l o  importante es determinar con alguna razonab i l idad  s i  

l a  c o r r i e n t e  de ingresos proveniente de l o s  rendimientos de l  

fondo pat r imon ia l  son s u f i c i e n t e s  para mantener l a s  

operaciones g loba l  es de FUNDECOR, se consi deró mtís apropiado 

u t i l i z a r  un sistema más simple de proyecci6n sobre l a  base de 

c t í l cu los  anual es y no mensual es, abst rayendo l o s  bene f i c ios  



ad ic iona les  resu l tan tes  de l a  c a p i t a l  i z a c i 6 n  mansual de 

i n te reses  y  tomando como base l o s  s igu ien tes  elementos de 

proyección: 

a )  Las expectat ivas rac ien tes  de i n f l a c i ó n  para Costa Rica, 

se s i t t j a n  i n  e l  orden del  17-18%, a  pesar de que l a  meta se 

ha i n s t i t u i d o  en 12% para e l  presente aRo. Esta s i t u a c i ó n  en 

e l  l a r g o  p lazo  podr fa  r e s u l t a r  en un promedio de l  15% anual, 

como ha sucedTdo en l o s  Ú l t imos d iez  afios, producto de l  

deveni r de gobiernos a5 t ernAndose e l  poder; 

- 
- 

b )  La i n f l a c i 6 n  sn l a  econ~mía  norteamericana, según - 

- 
- 

estimaciones de Paul Volckan, de1 Federal Reserve, publ icadas - 

- 
recientemente en "The Economist", as í  como en o t r o  a r t í c u l o  - - - - 

menos rec ien te  de l a  pub1 i c a c i 6 n  del  Federal Reserve de - 
- - 
- 

A t  l a n t a .  Y o t r o  a r t í c u l o  contemportíneo pub1 icado en - 
- - 

- 
"Economics perspect ives" ,  preven una i n f l a c i 6 n  de l  3.5% en 

- 
- 

promedio con un ho r i zon te  hac ia  f i n a l e s  de s i g l o .  

- 

c )  e l  n i v e l  de devaluacidn de l  co lón en e l  l a r g o  p lazo  se - - 

a j u s t a  a  l a s  d i f e r e n c i a s  de i n f l a c i ó n  e n t r e  l a  cos ta r r i cense  
- - - 

y  norteamericana. Los n i v e l e s  anuales p r e v i s t o s  en e l  l a r g o  
- 

p lazo  son del  orden de l  12% anual . - - 



d )  l a  tasa  bds ica pas iva a n i v e l  nac ional  es td  por e l  orden 

del  23,5% anual y l a  tasa  L i b o r  por e1 o-den de l  5,25K anual 

a s e i s  meses. 

e) en l a s  condic iones ac tua les  como l a s  que t i e n e  FUNDECOR, 

donde se t i e n e  exoneracibn de l  impuesto sobre t i t u l o s  va lo res  

y en invers iones a l a r g o  plazo, l o s  rendimientos ac tua les  

estBn en t re  t r e s  y cua t ro  puntos porcentuales sobre l a  tasa  

bás ica pasiva; es to  es por e l  orden del  26.5 y 27,5%.(Esto e1 

v d l i d o  para l a s  invers iones de l o s  sistemas de pensiones 

complementarias en e l  mercado cos tar r i cense)  

Estos elementos conducen a1 planteamiento de a l  menos dos 

escenarios para l a  obtenc i6n <o zna t asa  r e a l  de i n t e r b s ,  que 

ap l  icada a l o s  va lo res  de l  fondo pa t r imon ia l  , proporcionar.la 

l o s  f l u j o s  de recursos en colones de 1995. O b ien,  su 

equ iva len te  en US$, tambi6n f i j a d o  en t 6 r m i ~ $ s  constantes de 

ese mismo año, para e fec tos  de comparaci6n con l o s  

requer imientos:  Rendimientos rea les  e n t r e  8,5% y 9,5%. 

Hay que hacer no ta r  que en el ambiente nac iona l ,  e x i s t e  una 

esperanza especialmente en e l  c i r c u l o  de l o s  economistas, de 

que l a s  tasas rea les  de i n t  eres se reduci  rdn 



C 

s i g n i f i c a t i v a m e n t e  en e l  l a r g o  p lazo  como corisecuencia de l a  

reforma e s t r u c t u r a l  que se ha planteado en e l  sec tor  
I 

f i nanc ie ro .  La aprec iac ión  del  que esc r ibe  (este informe es 

que, a  un p lazo  no mayor de c inco  años, no es p o s i b l e  esperar 

cambios s i  gn i  d f  cat  i v o s  en es ta  s i  t uaci6n, especialmente por  

l a  o r i e n t a c i 6 n  i deo lóg i ca  de l  gobierno de 'turno se deben r 

esperar a jus tes  menos dr&st. icos en d icho sec to r  y porque l a  

exper ienc ia  de l o s  Úl t imos d.iez años, con elementos mhs a  i 

favor  de es ta  t e s i s ,  ha resu l tado  en una cond ic i6n  s i m i l a r  a 

l a  de ahora en cuanto a  l o s  rendimientos a l a r g o  p lazo.  

S i  e l  Fondo Pat r imon ia l  tendra  un n i v e l  de $10,0 m i l l o n e s  de 

1995 a  comienzos de 1996, como se desprende de l o s  cá l cu los  

sobre rendimientos sobre l a  base de l o s  cupones, entonces 

produc i rá  rendimientos b ru tos  mínimos de $850 m i l  anuales en 

tdrminos constantes de 1995 ( 8 , 5 %  anual en t6rminos r e a l e s ) .  

A estos ingresos b ru tos  deberán deducirse l o s  costos de 

admir i is t rac i6n ba jo  e l  esquema de admin is t rac i6n  compart ida 

que se der ivan  de l a s  ac tua les  negociaciones que invo luc ran  

un F i d u c i a r i o  y  un comit6 t d c n i c o  de seguimiento del l a  mis ión  

de FUNDECOR, con un cos to  aproxin~ado a l  1% ($100.000). 



S i  l o s  costos del  componente Operaciones Global es a 

f i n a n c i a r  suman en su monto bás ico $450.000 y l o s  costos de 

repos ic i6n  de a c t i v o s  suman aproximadamente $30.000, puede 

conc lu i r se  que dichos rendimientos del  Fondo pa t r imon ia l ,  

son s u f i c i e n t e s  para c u b r i r  l o s  gastos de operaci6n, mantener 

e l  poder a d q u i s i t i v o  de d icho fondo y c u b r i r  l o s  saldos a1 

descubier to  en el componente d e f i c i t a r i o  de re fo res tac ión .  

Este cA lcu lo  de $30.000/aRo en cuanto a  repos ic ión  de equipo 

se j u s t i f i c a  de l a  s i g u i e n t e  forma: 

- - -- 

i. Vehfculos $92.000 

ii. Equipo de cómputo 10.000 

iii. Software 3.000 

v i .  Equipo de Radiocom. 3.000 

v. O t r o  equipo de o f i c i n a  2.000 

T o t a l  3.000 



11. ANALISIS DE LA SITUACION DE L A  ADMINISTRACION FINANCIERA 
DE FUNDECOR 

En 1 a presente sección in te resa  descr i  b i  r l o s  procesos 

mediante l o s  cuales se canal izan l o s  recursos del  Proyecto 

FORESTA a t ravels de FUNDECOR. Para t a l  e fec to ,  se toman en 

consideración t r e s  aspectos básicos: a) l o s  instrumentos de 

p l a n i f i c a c i 6 n  f i nanc ie ra  y  e l  con t r o l ;  b )  l o s  relacionados 

con l a  programaci6n f i n a n c i e r a  de l a  empresa y c )  l o s  

relacionados con l a  administ  rac i6n  f i n a n c i e r a  propiamente 

dicha. 

2.1. Los mecanismos da p l a n i f i c a c i ó n  f i n a n c i e r a  y de l  

con t ro l .  

Como todo proyecto f inanciado con fondos de A I D ,  antes de 

i n i c i a r  se l e  hace un es tud io  p rev io  a l a  organizac ión que se 

encargará de su e jecución "PRE AWARD SURVY", donde se evalQan 

l os  elementos c r í t i c o s  en mater ia  contable,  adm in i s t r a t i va  y  

de c o n t r o l  in te rno.  

Este es tud io  pretende determinar hasta que punto l a  

i n s t i t u c i 6 n  es tá  preparada para l l e v a r  a cabo l a  e jecuci6n 

del  proyecto y de ser necesar io,  hacer l a s  recomendaciones 



del caso para su correcc ión.  En 91 caso de FUNDECOR, esta 

evaluación l a  h i z o  l a  Empresa Price-Waterhouse (PW), y en 

ac to  seguido procedió l a  e laborac ión de c inco  manuales de 

procedimientos que g u i a r í a n  e l  d e s a r r o l l o  y desempeño de l a  

i n s t  i t u c i 6 n  con e l  proyecto. 

Dichos manuales fueron entregados a l a  j un ta  d i r e c t i v a  de 

FUNDECOR, l a  que como es costumbre, l o s  aceptó 

compromet iendose a emplearlos en e l  desar ro l  l o  de l  proyecto.  

En v i r t u d  de l a  importancia y novedad de l  proyecto,  como 

pa r te  de , las  precauciones que garant izaran  su f u t u r o  buen 

desempeño, p a r a l e l o  a l o s  acuerdos de ejecución, se f i rmó un 

con t ra to  con l a  misma empresa PW para que asesorara a l a  

fundacidn en l a  puesta en marcha de l o s  sistemas diseñados. 

Los sistemas estaban más a l  16 de l o s  requer imientos generales 

que t i e n e  AID para l a  admin is t rac i6n  de sus proyectos,  pero 

ajustados en l o  r e f e r e n t e  a l a  ma te r ia  contable.  

En cuanto a l o s  repor tes  sobre desempefío, e l  proyecto quedó 

sometido a l o s  con t ro les  de a u d i t o r f a  seqalados por  e l  

Regional Inspec tor  General (RIG) y a l o s  procedimientos para 

l a  administ r a c i 6 n  f i n a n c i e r a  seAalados por l a  secc i6n de 



a n 8 l i s i s  f i n a n c i e r o  de l a  Mis i6n,  ba jo  l a s  d ispos ic iones  

contenidas en e l  Handbook 3 y en e1 Handbook 13.  

Dentro de este marco general de c o n t r o l  se l l e v a r o n  a cabo 

l a s  a u d i t o r i a s  desde l a  conclus ión de l o s  primeros s e i s  meses 

de desarro l  l o  de l  proyecto.  

La s i t u a c i ó n  durante l o s  primeros años de l  proyecto,  en muy 

poco t i e n e  que ver  con una verdader-r. p l  an i  f i caci6n 

f i nanc ie ra ,  por cuanto l a  mayoría de l a s  ac t i v idades  en es te  

Bmbito quedan reducidas a l a  e jecuc ión  presupuestar ia .  

En l a  e laborac i6n de l o s  pr imeros repor tes  a l a  A I D  se 

det ermin6 que l o s  s i  s t  emas contables desar;-o11 ados por  PW, 

así  como e l  cuadro de cuentas correspondiente,  no se 

ajustaban a l o s  requer imientos de A I D .  

En v i s t a  de l o  a n t e r i o r ,  se h i z o  un planteamiento a l a  A I D  

para que en v i r t u d  de que FUNDECOR es autónoma y p r o c u r a r f a  

l a  a u t o s u f i c i e n c i a  f i nanc ie ra ,  debiera ser  eximido de segu i r  

l o s  procedimientos señalados por  A I D ,  asunto que fue  

f ina lmente aceptado por l a  i n s t  i tuc ián .  

En diciembre de 1992 se l l e v a n  a cabo reversiones de p a r t i d a s  

necesar ias para l a  i n t roducc ión  de l a s  ind icac iones  de PW. 



Esto j u s t i f i c ó  grandes a j u s t e s  y l a s  c i f r a s  en r o j o  que 

aparecen e l  informe contable de 1992. 

A pesar de l o  a n t e r i o r ,  l a  i n t roducc i6n  de l  nuevo sistema 

permi t i 6  mejorar l a  s i  t uac ión  pero l o s  repo r tes  mensuales a 

l a  A I D  se seguian preparando en forma manual. Esto hac ia que 

l a  in fc rmac idn  base se d i g i t a r a  v a r i a s  veces para l a  

e laborac i6n de l o s  informes contables y l o s  repor tes  a l a  

Agencia, aspecto que mot ivó  e l  d e s a r r o l l o  de un sof tware 

para i n t e g r a r  en un s o l o  proceso, l a  d i g i t a c i 6 n  de l a  

in formaci6n a f i n  de que es ta  s i r v i e r a  para todos l o s  

p rop6s i tos  de l a  fundación en ma te r ia  de informes. 

La i n t e g r a c i 6 n  como se pude v e r i f i c a r  de l o s  elementos en un 

s o l o  sistema de in formación permi te  e l  aprovechamiento de l a  

in formaci6n que se d e r i v a  de l  esfuerzo r e a l i z a d o  para contar  

con más d e t a l  l e  de l  requer ido  por  AID,  pero esenc ia l  para un 

seguimiento programht i c o .  Esta sistema i n t e g r a  l a  

programaci6n opera t i va  con e l  presupuesto y con l a  

cont ab i  1 i dad. 

Ent re  octubre de 1993 y enero do. 1994 se e s t a b l e c i 6  un 

sistqma de c o n t r o l  presupuestar io  aprovechando l a  in formaci6n 



que se d i g i t 6  en e l  nuevo sistema contable a d m i n i s t r a t i v o .  

Este sistema o b l i g 6  a una mod i f i cac ión  del  s istema contable 

in t roduciendo n i v e l e s  de d e t a l  l e  y un esquema mBs ampl i o  de 

pa r t  i c i  paci6n de l o s  responsables de l a  admin is t  r a c i 6 n  de 

recursos en l a  i n s t i t u c i ó n .  

Esta mayor p a r t i c i p a c i ó n  se ap rec ia  i n c l u s o  s igu iendo l o s  l o s  

cambios que se d ie ron  en e l  proceso de e laborac i6n 

presupuestar ia,  que para e1 i í l t i m o  año se ha desa r ro l l ado  

hasta n i v e l  de meta, con mejores conocimientos de l  de ta l  l e  de 

l o s  costos h i s t 6 r i c o s  y sobre l a  base de ac t i v idades  a 

d e s a r r o l l a r  para su logro.  

Para l a  e laborac i6n de l  presupuesto se p a r t e  de l  p l a n  

est  r a t e g i c o  general de FUNDECOR. Se elaboran s imul  thneamente 

presupuesto y p l a n  opera t ivo .  Con l a  e laborac i6n  de l  p l a n  

opera t ivo ,  l o s  encargados de Area se ven obl igados a 

j u s t i f i c a r  cada componente de l  p l a n  y l o s  recursos que 

consumir8n cada una de esas ac t i v idades  para alcanzar una 

determinada meta. 



En mater ia  de c o n t r o l ,  l o s  instrumentos u t  i 1 izados se de r i van  

de l o s  procedimientos setialados bdsicamente por l a  A I D .  Para 

este c o n t r o l ,  en l a  A I D  rec ibe  l o s  dictdmenes de a u d i t o r i a  

externa que siguen l o s  seRalamientos de1 R I G ,  que pa r t i endo  

del  estado de rend ic ión  de cuentas de l  que se puedan d e r i v a r  

l o s  orígenes y des t i no  de l o s  fondos. 

Estos informes cont ienen l o s  denominados ha1 1 azgos, donde se 

i nd i can  l a s  d e f i c i e n c i a s  en l o s  procedimientos de r e g i s t r o  o 

b ien  en cuanto a desviaciones respecto de l  manejo de l  c o n t r o l  

i n t e r n o  en l a  asignación de recursos. 

Pese a l a  op in i6n  favorab le  que t i e n e n  en l a  misma M is ión  de 

l a  AID,  sobre e l  n i v e l  de desempeiio de l a  Admin is t rac i6n,  

siempre es p o s i b l e  encontrar  algunas d e f i c i e n c i a s  en e l  

r e g i s t r o  o bien, l o  que se ha denominado "desviaciones 

menores en l o s  procedimientos de compras y de 

contratac iones"  . 

No puede dec i rse  que e x i s t a n  desviaciones que puedan 

considerarse de trascendencia en e l  d e s a r r o l l o  de l  proyecto,  

n i  omisiones importantes en l o s  procedimientos de r e g i s t r o  

contable.  Los aud i to res  han sefíalado para e l  aRo 1991, l a  



ausencia de p o l í t i c a  de depreciaciones de a c t i v o s  f i j o s  y l a  

f a l t a  de conversión contable de l o s  colones a US$. 

En 1992 l o s  aspectos destacables estBn por e l  lado de l a s  

desviaciones menores de l o s  procesos de compras y 

cont ratac iones;  1  i g e r o  incumpl imiento por no erogación de 

sumas presupuestadas; erogación de fondos para p a r t i d a s  s i n  

contenido presupuestar io  y e l  no r e p o r t e  de l o s  gastos de 

zonaje a l a  Caja Costarr icense de Seguro Soc ia l .  

En 1993 se dan incumpl imientos de f i rmas  para s o l i c i t a r  - 

- 

desembolsos y v io lac iones  a l a s  proporciones de i n v e r s i ó n  
- 

p r e v i s t a s  en e l  c o n t r a t o  de Fideicomiso; desembolsos no - 

- - 

presupuestados para c u b r i  r gastos de l a  admin is t rac ión .  -- 

AdemBs, no se obtuvo e l  v i s t o  bueno de l  MIRENEM. En cuanto a l  - 

- 

f ide icomiso  18-91 contratado con BANCOOP, se d ie ron  - - - 

incumplimientos de f i rmas en desembolsos y gastos no 
- - 

presupuestados; y f ina lmente,  no se contaba con a u x i l i a r e s  de 

r e g i  s t  r o  sobre i n te reses  por  cobrar.  Todos estos det a l  1  es 
- 

fueron e x p l i c i t a d o s  por l a  a u d i t o r f a  externa en su - - 

oportunidad y se procedió a su co r recc ión  por pa r te  de l a  

admin is t rac ión,  ve r i f i candose  l a  misma en l a  a u d i t o r f a  de l  

año s igu ien te .  



Otros aspectos v inculados a  l a  e s t r u c t u r a  del  c o n t r o l  i n t e r n o  

son: una inadecuada va luac ión de l a s  cuentas no recuperables 

y nuevamente fa1 tan tes  de f i rmas de a u t o r i  zaci6n. 

En General, FUNDECOR ha aceptado de inmediato l a s  

recomendaciones hechas por l a  a u d i t o r í a  externa para mejorar 

e l  sistema de r e g i s t r o  contable y de c o n t r o l  i n te rno ,  l a s  ha 

incorporado en l o s  per iodos s i  gui  ent es, no quedando 

pendientes. Se puede deci  r que se t r a t a  de f a l t a s  menores y 

comunes en l o s  sistemas que de n i n g u n ~  manera res tan  mer i t os  

r e f  i riendose a  l a  razonabi 1  i dad  expresada por l o s  aud i to res  

en cuanto a l a s  operaciones de FUNDECOR. 

2.2. La programación f i nanc ie ra .  

La f i n a l i d a d  de FUNDECOR es c o n v e r t i r s e  a  f i n a l e s  de 1995 en 

una i n s t  i t u c i 6 n  permanente y autososteni  b le .  Para e l  l o ,  ha 

i n i c i a d o  desde e l  aRo 1992 un proceso de r e v i s i ó n  permanente 

de l o s  sistemas de p l a n i f i c a c i 6 n  f i n a n c i e r a  v inculados a l  

l o s  p l a n  e s t r a t d g i c o  y l o s  planes opera t ivos  de l a  

i n s t i t u c i ó n ,  as í  como a l  s istema contable.  



Mds que para prever  problemas, l o s  sistemas se han estado 

desarro11 ando con 1 a f i n a l  i dad de aprovechar opor t  u n i  dades m 

derivadas de l  mayor conocimiento sobre e l  desempeRo en cada 

componente de l  proyecto.  Lo bueno de es to  es que permi te  a l a  

i n s t  i t u c i ó n  contar  con elementos de j u i c i o  para evaluar  l o s  

esfuerzos que se hacen para a lcanzar  cada una de l a s  metas y 

promover una mejor asignación de l o s  recursos. 

Como se d i j o  anter iormente,  e l  nuevo sistema de in fo rmac i6n  

permite a l  imentar un proceso de i n t  eracc ión e n t r e  e l  personal  

para i n t e g r a r  10s elementos de p l a n i f i c a c i ó n  f i n a n c i e r a  con 

l o s  planes es t ra tdg i cos  y l o s  planes opera t ivos  de FUNDECOR. 

S i  b ien  se reconoce e l  avance logrado hasta ahora en l a  

i n teg rac ión  de estos t r e s  elementos, aspecto que ha redundado 

en un mayor n i v e l  de c l a r i d a d  y de d e t a l l e  en b e n e f i c i o  de un 

mejor c o n t r o l  de ;os gastos y ac t i v idades  de l  proyecto,  l a  

t a r e a  da separar l o s  costos de l  mismo en su componente f i j o  y 

v a r i a b l e  es rcrn s o l o  una idea que se t i e n e  en mente empezar 

su implementación hac ia  1995. 

La impor tanc ia de es ta  separaci6n es que se t r a t a  de un paso 

mds a l l á  para un c o n t r o l  adecuado de l o s  costos de operación. 



2.3. La admin is t rac ion  f i n a n c i e r a  

Dos son l o s  elementos a considerar  en es ta  sección: a)  e l  

pr imero se r e f i e r e  a  l o  adecuado de l a s  l i n e a s  de 

responsabi 1  idad e n t r e  l a  administ  rac ión,  l a  contabi  1  idad y l a  

admin is t rac idn  f i n a n c i e r a  de l a  empresa; y b) l o  adecuado de 

l a  admin is t rac ión  de fondos de l a s  ac t i v idades  de FUNDECOR. 

a)  Lfneas de responsabi l idad. 

Solo se pueden hacer aque l los  gastos contemplados en l a s  

ac t i v idades  e l  p lan  anual ope ra t i vo  (PAO). E l  responsable de1 

drea o componente de l  proyecto hace l a  s o l i c i t u d  de compra de 

bienes o  s e r v i c i o s  a l  Departamento de S e r v i c i o s  Generalas y 

es te  Ú l t imo se dedica n l a  obtenc ión de o f e r t a s .  E l  

Departamento de S e r v i c i o s  Generales evalQa y recomienda; 

luego s i  l a  compra no excede a  l o s  $250 .000 ,  l a  D i recc ión  

Admin i s t ra t i va  e l i g e .  Cuando se t r a t a  de compras e n t r e  

é250.000 y $500.000,  l a  aprobación debe hacerse a n i v e l  de 

D i recc ión  E jecu t i va .  Cuando se t r a t a  de compras e n t r e  

$500.000 y un m i l l 6 n  de colones, se s iguen procedimientos 

s i m i l a r e s  a  l a  l i c i t a c i ó n  p r i vada  pero mucho m8s expeditos. 

Aquf l a  dec i s ión  se toma en un comit6 Ad Hoc. Cuando l a  



compra supera e l  m i l l ó n  de colones, l o s  procedimientos se 

asemejan mBs a1 proceso de l i c i t a c i ó n  púb l i ca ,  pero mucbo mas 

Ag i les .  En estos casos, un niiembro de l a  Junta se i n t e g r a  a 

l a  comisión Ad-Hoc. 

Una vez que se ha procedido a in formar de ' 3 ad jud icac ión  y 

se ha r e c i b i d o  l a  mercancia con l a  f a c t u r a  de cobro en e l  

Departamento de Contab i l idad ,  se procede a l  t r a m i t e  de 

cheque. La persona encargada de l a  aprobaci6n en cada caso 

deber6 f i r m a r  una orden de smisibn de cheque. La f i r m a  de? 

cheque se hace en forma mancomunada en donde, en todos l o s  

casos debe p a r t i c i p a r  e l  D i r e c t o r  E jecu t i vo ,  acompañado de l a  

i n s t a n c i a  que adjudicó,  sea es te  e l  D i  r e c t o r  Admin is t ra t i vo ,  

o b i e n  acompañado de l  miembro de jun ta ,  cuando l a  compra 

excede e l  m i l l ó n  de colones. 

En todos l o s  casos, l a  s o l i c i t u d e s  de cor i fección de cheques 

van acompaRadas desde l a  c o n t a b i l i d a d  por  un estado de 

fondos. 

En ausencia de1 D i r e c t o r  E jecu t i vo ,  su papel es desempeiiads 

por un miembro de l a  Junia. 



b) Lo adecuado de l a  admin is t rac ión  de fondos de l a s  

ac t iv idades  de FUNDECOR 

En es te  ú l t i m o  apar te,  es impor tante destacar l a s  ac t i v idades  

rea l i zadas  por l a  D i recc ión  E j e c u t i v a  de FUNDECOR para 

reso lve r  e l  problema de l  congelamiento de l o s  fondos de l a  

con t rapa r t i da  del  Gobierno. Esto como un ind icador  de t r a b a j o  

en equipo de l a  Administración, l a  Junta y l a  misma USAID. 

De l o s  $1 200 m i  1  lones or ig ina lmente  presupuestados, en 1992 

se l o g r 6  obtener un paquete de Bonos de Estabi  1  i z a c i ó n  

Monetaria (BEM) jun to  con l a  p o s i b i l i d a d  do que ganaran 

in te reses ,  aspecto que s i  r v i 6  para recuperar e l  t e r r e n o  

perd ido por e1 r e t r a s o  en e l  desembolso de es ta  p a r t i d a .  

Lo trascendente de es ta  t a r e a  es que se 1  l ev6  a  cabo en una 

s i t u a c i 6 n  d i f f c i l  y de aus ter idad marcada por I n  p o l í t i c a  

cont r a c t  i v a  de l  medio c i r c u l a n t e .  Como ind icador  {le 

e f i c i e n c i a  puede dec i rse  que fue  e l  i ín ico caso que se 

e jecu tó  en t a l e s  c i rcuns tanc ias ,  ya que o t r o s  compromisos en 

condic iones s i m i l a r e s  no s a l i e r o n .  



Esta a c t i v i d a d ,  aunque consumió mucho tiempo de l a  

Administ:ración v i n o  a  representar  un l o g r o  de mucha 

trascendencia para e l  p royec t r  aismo. 

En aspectos menores, l a  o p i n i ó n  general  i zadernente r e c i b i d a  de 

todos l o s  en t rev is tados ,  r e f l e j a  que l a  t a r e a  desa r ro l l ada  

por PW, acompañada de unii buena adrninist rac ión ,  hacen que e l  

proyecto FORESTA y en p a r t i c u l a r  l a  i n s t  i t u c i ó n  FUNDECOR, 

cuenta con a l t o s  n i v e l e s  de c a l  i f  i c a c i ó n  que han i n c i d i d o  en 

un buen desempeño y en hacer muy probable l a  sos ten ib i  1  idad 

de l  mismo desde e l  punto de v i s t a  f i nanc ie ro .  

111. CONSIDERACIONES FINALES 

A manera de s í n t e s i s  de l o  expuesto, se expresan aquí algunos 

comentarios f i n a l e s  re fe ren tes  a  cada uno de l o s  aspectos 

o b j e t o  de l  presente t r a b a j o :  

3.1. La c o r t a  v i d a  del  proyecto,  as í  como l o s  cambios 

profundos in t roduc idos  a  r a í z  de l a  no d i s p o s i c i ó n  oportuna 

de l  apor te  e s t a t a l  ; asf  como l a s  modi f icac iones metodológicas 

sobre l a  implementaci6n del  proyecto,  no hacen p o s i b l e  

r e a l i z a r  a n t l l i s i s  h i s t ó r i c o  v a l i d o  n i  de tendencias de l a r g o  



plazo.  No obstante, l o s  aspectos m8s importantes respecto de 

l a  superv ivenc ia de l  programa, as í  como sobre l o s  

reqi ier imientos de recursos m8s a l l á  de l a  pr imera etapa, son 

anal izados en l a  secci6n de s o s t e n i b i l i d a d .  

3.2. E l  monto i n i c i a l  de recursos asignado a l  pr 7yecto fue  de 

$22.5 mi l lones ,  de l o s  cuales se esperaba que e l  Gobierno de 

Costa Rica apor ta ra  e l  equ iva len te  de $15 .0  M i l l o n e s  (un 33% 

para apoyar l a s  operaciones durante FORESTA I y e l  66% 

res tan te  para l a  c o n s t i t u c i 6 n  de un Fondo pa t r imon ia l  para 

f i n a n c i a r  FORESTA 11). D i f i c u l t a d e s  más a l l á  de l  p r o p i o  

ámbito de l  proyecto h i c i e r o n  que e l  apor te  e s t a t a l  no 

es tuv ie ra  d e f i n i d o  s i n o  hasta 1992 en forma de Bonos de 

E s t a b i l i z a c i 6 n  Monetaria, y s o l o  en un 80% de l o  

o r ig ina lmente  acordado. Por tan to ,  se r e d e f i n i b  e l  des t i no  de 

estos fondos para engrosar exclusivamente e l  Fondo 

Pat r imon ia l ,  a  f i n  de que con l o s  rendimientos en e l  mercado 

f i nanc ie ro ,  en 1996 alcanzara e l  monto de $10.0  Mi l l ones .  

Por o t r a  par te ,  l o s  $7.5 m i l l ones  de l  apor te  de l a  USAID 
- 

tambidn fueron dispuestos en forma d i f e r e n t e  a l o  es tab lec ido  

en e l  "Pro ject  Papera, de manera que en e l  convenio, un 33% - - 

de ese monto, se sacaron de l a  i n j e r e n c i a  de FUNDECOR para 
- 

d ' - 



ser  administrados par l a  USAID CR para f i n a n c i a r  ac t i v idades  

de a s i s t e n c i a  tecn ica ,  evaluaciones, cont ingencias y para e l  

pago de l  encargado de proyecto por p a r t e  de USAID. E l  

resu l tado  de todo e s t o  fue una f u e r t e  reas ignación de 

recursos y reco r tes  presupuestar ios,  donde 1 as act i v i  dades 

más afectadas fueron l a s  re lac ionadas con e l  componente da 

Agroforestac ión y re fo res tec ión .  

Por o t  r a  par te ,  l o s  recursos actualmente d i  sponi b1 es para 

FORESTA 1 son apenas s u f i c i e n t e s  para c o n c l u i r  es ta  etapa a l  

r i t m o  de t r a b a j o  ac tua l .  S i  se q u i s i e r a  una ace le rac idn  de l  

r i t m o  de l a s  operaciones, ser4 necesar io  una inyecc ión  

a d i c i o n a l  con cargo a l o s  recursos sobrantes en e l  

presupuesto que admin i s t ra  1 a USAID. 

3.3. Una f o r t a l e z a  de l  proyecto FORESTA es l a  i n t roducc ibn  de 

una metodologia con una adecuada combinaci6n de l a s  

mecanismos de mercado y de s o s t e n i b i l i d a d ,  de manera que 

representen un verdadero incent  i v o  para e l  a g r i  cu1 t o r  y 

organizaciones de l a  zona involucradas en l o s  proyectos.  

Este enfoque ha i n s p i  rado l a  mayor p a r t e  de l a s  ac t i v idades  

de l  proyecto y por  ende, se espera que en una buena p a r t e  de 



l o s  componentes del  proyecto,  generardn sus prop ios  recursos 

a p a r t i r  de 1996. 

En l o  que respecta a l a s  Ac t iv idades  Globales, desde e l  

i n i c i o  de l  proyecto se dispuso que 4stas ser ían  f inanc iadas  

con l o s  rendimientos de l  Fondo Pat r imon ia l  . Las proyecciones 

f i nanc ie ras  de l o s  rendimientos de este fondo permiten 

c o n c l u i r  que se generaran l o s  recursos s u f i c i e n t e s  para 

mantener l o s  n i v e l e s  de gasto de es te  componente y abonar a 

l o s  o t r o s  que present arbn d6f i c i  t .  

En t 6rmi nos general es, se esperan rendimientos anual es no 

menores de $700.000,  l o s  cual  es pueden d i  s t  r i  b u i  r s e  como 

sigue: 

- Act iv idades g loba les  $ 450.000 

- Reposición de a c t i v o s  30.000 

- Costo a d m i n i s t r a t i v o  para  

asegurar e l  cumplimiento 

de l a  m is ión  de FUNDECOR 100.000 

- Apoyo a o t  r o s  componentes 120.000 

To ta l  



B 

3.4. La p l a n i f i c a c i 6 n  f i nanc i e ra  de FUNDECOR es re lat ivamente - - 
I 

simple. Un buen sistema desar ro l lado por PW, aparejado a un 

cuerpo administ  r a t  i v o  b ien  ca l  i f icado, hacen que se haya 
- 

cumplido con holgura con l o s  requerimientos de l  l a  USAID. m 

Puede dec i rse  que l a  evoluc ión de l o s  sistemas de in formación - - 

y de l o s  sistemas i n t e g r ~ d o s  de p lan i f i cac i6 t - i  f i nanc i e ra ,  

p l a n i f i c a c i 6 n  es t r a t eg i ca  y  opera t iva ,  van or ientados a l  r 

l og ro  del  o b j e t i v o  de FUNDECOR como i n s t i t u c i ó n  sana y - 
- 

permanente. I 

- 

* 

3.5. Con l a  f i n a l i d a d  de avanzar hac ia  l a  organizac i6n de 
- - 

FUNDECOR como i n s t i t u c i ó n  permanente, se r ea l  i za ron  
L 

importantes transformaciones en l o a  sistemas de repor te  a l a  

USAID, pasando de una con tab i l i dad  sobre l a  base de e f e c t i v o  - 

- 
como l a  ex i g i da  por l a  USAID a una sobre l a  base de - 

- - 
acumulados, ba jo  de concepto de sistema de información que - 

- 
i n t e g r a  l a  programación opera t iva ,  el presupuesto y l a  

contab i l idad.  FUNDECOR ha avanzado s ign i f i ca t i vamente  en 

es ta  d i  recc ión  y  en e1 pr imer semestre de es te  aRo ya cuenta - 

con l o s  esquemas de con t ro l  presupuestar io  y  de programación 

f i nanc ie ra ,  a  n i v e l  de metas por componente de l  proyecto. 



3.6. Se pudo observar que e x i s t e  en FUNDECOR un adecuado 

c o n t r o l  sobre e l  uso y des t i no  de l o s  recursos, no so lo  por 

l a  evaluación del  sistema de in formación d e s c r i t o  

anter iormente,  s i n o  ?or l a  va lo rac idn  de l o s  procedimientos 

seguidos para l a  r e a l i z a c i ó n  de 10s pagos que asigna 

responsabi l idades a d i f e r e n t e  n i v e l ,  según monto y f recuencia 

de 10s gastos. Adicionalmente, puede dec i r se  que 10s 

resu l tados  de l a s  a u d i t o r í a s  externas muestra como saldo un 

buen desempefío y una mejora constante en l o  r e f e r e n t e  a l o s  

procedimientos contables y de c o n t r o l  i n te rno .  



ANNEXG 

A GUlDE TO THE PROCESS OF PARTICIPATORY RESEARCH 



A Guide to the Process of 
- Participatory Research . 
1 > 
4 - 

= .Examining the Role of Gender in - 1 

~wtaimble' ~atcrral Resource . - 
Management, . . . . 

A basic strategy of the United States Agency for 
International Development (USAID) is to pro-. 

mote sustainable development through the full par- 
tidpation, 'involvement, and empowerment of local 
peoples, both women'and men. In keeping with this 
strategy, two projects with USAID funding, '%l- 
ogy, Community Organization and Gender" 
(ECOGEN) and DESFIL (see box; page 9). use 
participatory methods, including gender analysis, in 
conducting m h  in communi ties where they work. 

By using participatory' methodologies, researchers . 
engage community members in theresearch proc&. 
Local men and women act as informants, as advisors, 
and as guides. They therefore both contribute to zind 
learn &om the resear:h ~inaily, the products . 
of the research are returned to . the . communities for 
their review and use. 

  his guide repmints a collaboration. between 
ECOGEN and DESFIL. It outlines some of the steps 
ahd lessori learned in participatory research in ex- 
amining the role of gender in the sustainable manage- 
ment of fragile lards. The lessons learned are illus- 
fmzited by siir-a1e3 B m  n ELWEN case study . 
conducted in Southern Honduras.' This guide is de- 
signed for those interested in participatory research 
as an aid forniulating research projects or as a 
training twl (see Training Notes, next page). 

_ . . . .  . . ' . . . - .. I , . .. . . : . .  . . 
<:]DESRL'~~#&~& the prWpsbt~.'of loi3al- re . . 
1:' SOU& .users in the txjsiaLnable managbment of 

''hagila ~ & : .  jhe muItidiscipIinaty team, awperl- . ' 
..- emmi In 'linkingngneluml: m r a e s  wagemen't f . ;. ' &b@bleagdCU/&re,'~ s d a 1 . d  ' 
:! : timesI Mu&: Bn&.RasSI se~iorpmgrarnm~u~. ' 

.~~rsndgsbgr$oher; bWI1iv Reblg, agnniomlst '. - . 
:? : EUzatjotI! ::A~elskl, anthropologtst;' lsmael 
' . '.: Q"&ra*;eaonomls 
..-. . . t;'arid M a r y ~ i l l  t?q!asI'gem. . 
,:':'dsr'~pi,WIst, who m t e  thfs~'lssue'of'0ESFIL': 
::-I R E P O P  ,wilh Amiie-Matie u&, Latin Amen'-'. .. . 

'.' ~ , G w b & n a c i k i h r ~ ~ ' s  Oike &women. . 
..+:in De.vetopment; formerly'- wlth the; ECQGEN . .. . ,, 
... . :.iie. . .... .., Uiyrnents . . are'Wr,ic&.' . .  , . '. [I ' . . . ., : . 

. .  . . 
C 

. . . . 

TBE -CH PROCESS: PREPARATION 
. . 

step One: ~ o m u l i t k ~ ~  n Rseareh Framework 
. . 
A conceptual jhmework and .working ques- 

. &ns guise the research. 
.. 

. . .  
The central assumption for both the DESFIL and the 
ECOGEN conceptual frameworks is that develop- 
ment and the research that supports it begin with 
local res6bcc users, both men and 'women. The 
ECOGEN approach, which guided the research in 
Sauthern Honduras, builds on recent research that 
has expanded the analysis of poverty; powerless- ' 

ness, and environmental degradation to focus on. 
gender differences in accessing and using.natura1 
resources. Its gender-focused, land-user approach' 
emphasizes multiple uses and users of natural re- 
sources, recognition of indigenous knowledge, and 
'treatment of rural people as research partners. The 
approach also includes analysis oft!= =is!, pditi- 
cal, and economic institutions that influence the 
lives of the ccmunities under study.2 ' 

: ~ a s e d  on ~ ~ ~ E C O G E N  framework and an cxtehskc 
. literature &view, the goal of the study in Southern 

DESFIL REPORTS is published by Development Strategies for Fragile Lands, a pro/ect hrnded by the U.S. Agency for 
IntemationalDevelopment ~~underconfractno. DHR-5438-COa 109000 wilh Chemonics Intemalionrul, Rodale Institute, 
Abt Associates, and DATEX, lnc. 

- .  
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h i s  bide to partici&&ry &catch hPr&os&tions: a) ~&rch~~ekmridn'&d b)~=seaxh'~m@e~chrarioa Wheb 
using thc gu'ide for training it is yonunended that at least one se&ion be'dtvotcd to each section. Ideally; a third &ion 

. rhi~ld be held ib Geld test and practice thepnriicipatory e h  topls suggested urider~iseu@h ~m~~cmeniatibit. Step :. 
- %o:- Working int@ Fi!ld. '@e goal of the W n g  . sessions , .  ... is for the: .. . participants to . lk.to,draft . tbcir.'own ~ & c h  

. . .  . . . .  . . .  . . . .  . . . .  I. ;. ' -. ' :.., < . . . . . . . . .  . . . . 
. . ... . . .  

. . . , . .  . . . . . . . . .  . . .  -. , . . . . 
. . . . . . . . * ;  . : . + . .  . . . . . . . . . . .  .., :. - .  . . . . . . . . . .  _.' . ' 

: ~ t i s s u g g e s ' ~ t h a t t r a i & ~ g ' ~ ~ a s  fo1I'ows': 1)me h i k p r s ~ ~ & e a c h  skPofthe'g,uide, and th'ee~ampl~i1~ustratin~~ 
. iF 2)~artici~ints~ wdrkingin s d  groups,.begin t~ormuiateihcirown.mearchpl;~1~1~orex~1~ the trainerpresents " 
.' Res;chr@ ,Pnpararion', st& One: F&mulating.a Rrrtarch Fiamework; by  co~idering the conceptual framework and' . 

the & a r c h  questions -from ~outh&,~on'duras,~h~n, in;s@l pups ,  the peciphts begin to f&ulite.their own 
&ncephrsl framework and questions based on theirpimjectcd&earbh. Or, in the section or; Reseukh ImPlc'me0~tio~ . . . . .  

. ~ t ~ ~ ~ n k ~ ~ c a t n  ~u' idin~,  the traiD'ggteviews t h t i m e  , 

the s d -  groups draft an agenda fdr % teaxu building aid oiienwon of theu o w  &arch; . - . . 
' ', 

. . 
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. . 

Honduras was to examine the links between gender, 
natud resource management, .and sustainable de- 
velop,ment infour rural c,ommuniti&. The . research . 

questions were: . . . . ' . . . . 

1) What are th;roles, rei;pdnsibilities, and rights of 
rural men and 'women with-respect to natural re- 
source management? 

2) What strategis do rural hen and women ose'to 
.cope with environmental degradation ahd poverty, 
and how do these strategics.affat gender relations 
within households and communititk? 

3) What are the policy implica@ons of the research 
findings for community groups, nongovernmental 

# '  organizations working in the region, 'the govern- 
ment, and the donor community? 

, . 

Step Two: Partnerships, Face, and Personnel 

Partnerships: The choice of research part- . 
ners depends on the goals and priorities of 
the researchers, those finding the research, 
and those working with the communities. 

In 1993-with the support of the USAID office of 
Women in Development; the Ministry. of Natural 
Resources' of the Government of .Honduras, and 
USAID Honduras-ECOOEN personnel designed 

. . 

. a s.tudy to be&r underiknd the links betw&n gen- 
der, natural resource managemeit, and sustainable 

'development i,n southern Honduras. The Landuse . . 
and Productivity ~nhancernent hoject (LUPE), 

. ECOGEN'S host iri ~onduras ~~~'(JsAID's  princi- : . . .  
' pal project under the Honduran Min$try of Natural . 

.. Resources, addressed rural ,productivity and natural 
- 

' resource.management activities on the hillsides of - - 
Central and Southern Honduras. With an interest in I 
enhancing its underskinding of and attention togen- 
der issues, LUPE was a natural partner for the re- i 
search effort. 

. ~n initial planning trib to ~ondur& by the ECOGEN, . 
' diktor'estatilished contacts with communities, ex- - 

tension agents, and government perso"ne1. Based on , 
= 

$ese contacts, a research site was selected in South- . 
em Hondurasih themdnicipality of Choluteca where 

- LUPE's extension had direct ties with the 
.communities. These.ties facilitated introductions of - 

. the researchers to community members and the dis- 
. .~p?"i~!~o::sf i ~ f ~ ~ 2 t k i i  bbtithcl~search project. 

Place: The rutionale for the choice of the re- 
search site should reflect the research goalr. ', 

. The research stuay was conducted in a region where 
the Linaca Extension Agency, one of the LUPE- 
supported rural agencies .in the Department of 
Choluteca, works'with several community groups. 
The region was chosen primarily because. of the 
importa ' I 



I . . 

mental crisis in the uplands of Southern Honduras 
and ECOGEN's mandate to explore local efforts to 
manage natural resources. The region was also cho: 
sen because of its relative isolation from the capital, 
limited access to governmental and nongovernrnen- 
tal services, and the lack of akntion it had received 
in previous research on Southern Honduras.' In 
addition, Linaca Agency staff recently .had com- 
pleted a diagnostic study of the region and were a 

enthusiastic about the opportunity to deepen and 
shaie their knowledge of the communities in which 
they worked. . 

At the time of the study, LUPE was working with 
eight Linaca cornmuni ties. Four of them-La Picota, 
Agua ~aliente, El Zapote, and Cerro Verde-were * 

chosen for the study. The primary consider;dtions for 
their selection were: a) population size-each com- 
munity had more th& SO households; b) geographic 
location-at least one community was chosen from 
each of the region's three agroecological zones. In 
addition, the cbmmunities chosen included some 
which were close to the city of Choluteca and others 
which wek more isolated. 

Personnel: A muItidhciplinary research team, 
with members.both native h the area and from 
outside, &ws forcross-disciplinary and cross- 
cultural insigitts. 

- Four researchers, all women, carried out the study. 
The team leader was a specialist in d develop- 
ment and gender analysis from the. United States. 
The other three rcsca&hers, all h m  Honduras, ' 

- consisted of a biologist and two social workers. A11 
- four spoke Spanish and had experience working ~ i t h  
- rural people. One researcher was from Cholutera . 
. itself and guided the rest of the team through the 

cultural nuances of the area. A fifth t& member, a 
a sociologist and gender' specialist from the United 
- 

States, helped establish the project in the field and 
= acted as an advisor during the initial field work, 
- - The composition of the'team allowed for cross- 

disciplinary insights by combining' the social sci- 
ences and the technical sciences. For example, the; - 

- - T biolog,istidentificd anddocumented medicinal plants, . 
- while other team members worked &ith individuals 

of the community to identify'the plants' local uses 
- 

and availability; At other times the social workers, 

trained'in working .wiih community groups, led 
group .discussions while the. other team members 
kept the focus of the discussion on natural resources 

. and gender roles. . . 
. . . . . . 

The single-sex .team was considered appropriate 
because of the research focus on women and gender. 
Neverheless, the team might have benefited from 
the perspective of a male team member, especially for 
the work with the villagemen, many of whom served 
as guid&, informants, ind advisors. 

. ., 
Step:Ooe: Team Building . 

~dntinualteam building among the research- 
ers is a prio*. - 

'Ibe five mearchers met in Tegucigalpa for three 
days of orientation and training. The objectives of 
'this initial team building were to: a) get to know one 
another; b) plan research strategies; c) train in par- 
ticipatory research methodologies and gender analy- 
sis. (ietti~g to know one another included sharing 
profi:ssional and personal information and spending 
time together outside work. Research planning cen- 
tered on designing the household interview guide. 
This focus helped the team discuss the substance; of 
the research, incorporate the ideas of all the mem- 
bers, h d  assure that the'whole team felt ownership . 
of the project. Duri!~g the traini~g the researchers 
u s d  a case study ;o consider the concept of gender . 
and to uhderstmd gender analysis. They also prac- 
ticed field mearch methods by carrying out focus 
gtuuq discussiions, field-testing the interview sched- ' 
ule, and conducting vansect tours to develop com- 
n iunity profiles.4 . . 

'Team building continued in the he!d. Vim& s?r?l,ng- . 

:rs before the project, the researchers lived and 
worked together in Honduras, sleeping in h*mocks  
in the villages and sharing hotel rooms in town. 
Living and working together provided them the 
opportunity to learn from each other and to incorpo- . ' 
rate their suggestions and criticisms into theresearch 
structure. Though it might have been useful for the 
team to have developed a formal system for conflict 
resolution during the orientation, an informal system 
initiated by the team leader in the field created a 



collabrative environment that eriwul aged dialogue 
and.conflict resolution. One conflict, for example, 
concwncd the scope of work. The intense require-. 
mcnts of the research often demanded e~rraordinar~ 
ily long hours. Job exp-ctapions should have been 
more carefully discussed at the team orientation. 

. . 

Step Two: Working in the Field 

Keeping gender at the ccn& of q e  rdsearch 
agenda' requires constont vigilance. . 

The orientation had emphasized gender and gender . . 
analysis, thereby establishing common definitions 
and language forthe team. It .also focused the re- 
search on socially defined' gender roles and data 
disaggegated by sex. ~everthelesi, the & had to 
be constantly vigilant in keeping the gender lens'on 
the issues under study, whether it wason specific 
natural resource management techniques orissues of 
cpmmunity organizational developm~nt. It was all 
too ky to slip away h m  gender, especially,in 

. discussiond about natural resources. T h e ' l a ~  of 
water in the. vil1age;for example; often k a m e  the 
focal point rather than the strategib U S P ~  by men and 
women'to cope with the drought. 

A park'c@crtory research process requires'tools 
that invite community participdhn. . . 

Participatory reseaich vdu& local knowledge imd 
the a~tiv~~articipation of the community. This study 
therefo~ relied on mectings and resiarch methodolo- 
gies specifically designed to engage the community 
members in the research process. 

. . 
Introductov ~ e e f i n ~ s :  The Linaca extension staff 
organized the first ineetings to introduce theresearch 
te'arn to community leaders, both men and women,' 
and to hold community-wide, introductory meetings 
and preliminary planning sessions with the cornmu- 
niv. At thesemeetings, the team members addressed 
questions and concerns about the research, solicited 
the support. and participation of cbmrnunity mem- 
bers, and found hosts and guides as research aids. 
Particular attention was paid to soliciting the ideas 
and help of women as well as men, 

The level of attendance andcommunication achieved 
- at these meetings influenced the reception and accep- . 

. tance of the research &on subsequent community " 
stays. In one community, few community m e m h  
attended the introductory meeting becabecaust of insuf- ; 
ficient notia. Subsequently, the researchers spent a - 
good amount of time during the first extended stays 
finding guides, hosts, and advisors and establishing - 

credibility and .tgst. 
. . 

I 

Exredd Community Stays: During the first ex- 1 
. tended Stays df four,days in each of the communities, , 

the team members lived with local families, estab- 
r 

lishing rapport and'exchanging information and in- 
sights on life and work. With the continual assistance . ii 
and insights of the men, women,' bdys, and girls - 
living in the comm&ties, the team members gath- -- 
ered spatial, time5related, and social data. 5 

The research team supple~entd the availde corn- 
. munity maps with on-sik surveying to develop cur- 

nn t  sketch mops of each community (see Figure l). 
-With the addition of the households, these 'maps 
enabled the team to draw a geographically stratified 
random sample for 'interviews. 

. . 
To capture the diverse landscapes and resources of. 

. . the communities and their people; the team collected 
moredetailed spatial information at bbth the c k u -  
d ty  and household levels. On a carefully planned 
walking tour transecting each community, the re- 
s e e h e n  and oomrnuni& guides noted the loeation 1 . - and ~ariety~of cropping patteins, vegetation, water =- 
sources, socioeconomic status indicator~ such 'as . P 
housing types and domestic animals, .and examples . c 
of natural resource mdnagement techniques. These . - 

tranrects resulted in the syskmatic development of ' - 

profilu of each cornmuni.&*s natural r e s o k s  and , r~ 
their users, disaggrega&d by sex.. .. . . - - - 

.' h c h  researcher, in collaboration 'with the men; .;_ 

women, and children of the communities, drewfann 
and. home sktches of households frdm different I 

socioeconomic backgrounds. The sketches indicated 
the variety of natural resource management strate- 

' gies that were used by the households: The home * 

sketches included the "solar," the area surrounding - 
. - 

the house which is the primary domain of the woman 
and which often fekxes a diverse c o l l ~ o n  of food . - 

and medicinal plants and tree specie: -. 



1 

- 

I . .  . . . 
, ... . . I .  . . 

.- . 1n''luded with the skiteh was a liit of all thc plants i n  . b d  social history.Theseicco~nts w ~ m s u p P ~ e ~ ~ n t e d  
' 

. . each solar and . their uies &the family identifid , . . , an6b;dadened bysubsequenti~te~iews with asample . 

i them. Gender &zpping techniquei. or labeling the 
~- - . . of community. . .. households. . . . . ' .  landscape in terns of men's and women's labor and 

. . 

. Figure 1: ~ k e t c h ~ a ~  o f ~ g u a  Caliente and El Zapote . 

- - 
- 

- 
I 

--  - 

;. their access to arid control ooer. resouriei, -we= other lirn~-rtilaicd. datg ineluded gender disaggre-. 
incorpox&d into seVeFal sketches to visually repre - gated >ebqmal activities .calendars (see ~ i g u &  3), . . 
sent the gendered space in each communi.~.6 ' . .noting the activities'of men and women at different .. 

B -  181 w a r * u  

Source: E a M X N  field Dw. 1992 

times during the year, and schedules of a typical day ' 

-  he-~ekted D& for both men md we=?. Eoth tlhz= tc4s ks lpsd  . . clarify the soles. rights, and responsibilities of men 
. . 

- ~ohuniirytim-linesd~umentedinfomtionahut and women with regard to natural resources. 
- the unique historical development of each cornmu: 
1 . nity. TWO focus p u p s  in each community, one with . . ~oc&l  D&' 

senior men and another with senior women, dis- - 
1- cussedcornrnunity histories,emphasizingchangesin The team conducted in-depth household iAterviews 

- - the nahlral mburce base and key cominunity devel- . with community members, using. rapid rural a p  
- opment initiatives. Men and women tenbzl to cm- plaisal techniques to identify key trends, concerns, . I ph&ize diffeyt  ?vents in theircomn?unity9s natural a d  other issud related to natural resource manage- 
- 
- i 



rnent.7 The household interview guide developed 
. during the team orientation provided an informal 

framework. ~nt&view questions touched on diverse 
issues related to the syslems of both production and 

isp,uc&- wlEhin &e nouseRoiQ and the 
communities. Key themes, disaggregatcd by sex, 
ircluded daily activities, uses of, access to, and 
control over natural resm~rcec; elaboration of prod- 
ucts both for sale md for home consumption made . 
from natural resources; and involvement in c o m u -  . 
nity organizations. Care was taken to interview men 
and women ~ ~ ~ a r a t e l ~  whenever possible.8 Addi- 

tional social and historical data about the community 
and the management of natural resources were gath- 
e d  through: 

Key informant iiztemiews: conve~ t i r~ns  with both , , . 
men and women. leaden; such as teachers,'health 
workers, and tndi tional healers. 

, ~ 

Focw group discussions, organized separately for 
women And men, which yielded genderdkggrc- 
gated seasonal activities calendap, an analysis of 
each community's institutional structure, and a 



and , . were 
duns of local orgakzations. re&onsi~lc for storage, shelling, grinding, and pro- 

duction of flour, tortillas, and other foods. The defi- 
0 Participant observafion, which inqased the t!n- nidon was expanded to describe the farming process 

derstanding of the work loads and management. . h u t  pf~ntirag to tortilla, a d  in so doing included 
skills of women (who often downplay their public tv~m+::n and nen, boys and girls. ' 

and household roles and responsibilities). 
3"uba: tquent .Community Stays: From the howledge 

Participant observation, for example, helped the s>x~d by community members in the fmt extended 
team clarify and expand its'definition of the farming . community stays, the research team constructed a 
system. A narrow definition, from planting to har- 

' 

formal confii mation.survey, serving as the quan ti ta- 
vesting, emphasizes male activities, ~wulting in ma* aive component of the research. The ternreturned to 
agricultural projects that are k t c d  toward men. the c6mmunities for a second stay of four days with 
However, through obse~ration it was clear t6 the l d  females. Selecting a random sample of house- 
team tha~ men, women, and cilildren-separately . holds ffom the community sketch maps, the team 
and together-were involved in agricultural activi- . used the formal sunsy to validate previously ob- 

. ti&. The men and boys wen: responsible for prepar- served phenomena about rlatural resources and their 
ing b e  land, planting, weeding, and harvescng. The management, clarify incopsistent findings', and pro- 
women and girls also participated in thee activities, . vide-solid demographic data disaggregated by sex. 

Figure 3: 'Gender ~ i s a ~ ~ r e ~ a t e d  Actidtits Calendar . 

w s h m y a .  
Period d GRmrrc Ex- . - . .  )r 

, . . . 
L.rsttCOCP(WD.ql?)t .. . . 

. . . . . . . .. 
' o*aolm : .- coacimol g v i t y  .......... . 
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A team p rmgrant workers These institutions, head-% 
focus group interviews to verify the seasonal activi- quqened outside the communities and including 
ties calendars and to . m t e  institutional diagrams. nongovernmental organizations, govemmentai' or- -- 
hlen and women were asked to rank the importahce ganizatioas, and .corporations ,such as melon and, 
of community institutions'as represented by various . sugarplantations,linked the communities to bfqader 
sizes of circles of paper and to show the relationships regional, national, and international systems. The - 
among them: The kulting diagram (see Figure 4) team spent more than two Weeks interviewing per- I 
indicates that men and women ranked the klevarice sonnel from these organizations. Building on the - 
of institutions differently, often depending on gen- rcsula of the participatory ~escarch in the com'uni- 
der-influencedpriorities andinvolvements. Men, for. . ties in this way was critical to more formally analyz- 

. example, gave the "patronato," ihe village council, a . ' ing ':interactions' between resource use and social 
central role, whilk women emphasid the school . dynamics at a local level and the responses md 
and church-affiliated organizations. . influences of politicdeconomic processes at the - 

macro level."9 
. . 

Step Three:.D$ti Analysis , , - .  . . 
1 1 . A blendof q-ve and quannWve analysis 

c o n j h u  and v ~ e s  the .researchfindings. . , P h i p a t o r y  research generates . qualilative 
L 

W tiad need to begin to be analyzed in the 
The formal conf-atibn survey developed h m  the - - 
qualitative field data helped c o n f i i  the validity of 

Time should be scheduled during the orientation to the themes that had emerged through the content' ' 
train the reskch team in fie@ 'data ahalysis.. Al- analysis done in the field. The research ttam admin- ,- 
though this w& not done in the ~onduras study, a istered one hundred quantitative surveys, fifty-six to L - 
system was established in the field to org- and women and fourty-four to men. "arlables and cod- 

. bcgintoanalyte ihcvol~o~datagathcred~u~ . ing categories for analysis of the survey data were 
qualitative,participat~ryre~ear~h. After each village established from the participatory field research data 
stay, the team members spent several days together : . and secondary soums of similar research in , ~ o n d u -  . , 
organidng ul& data: listing rhalicinal plants, their 

- 
ras and other 1. ..rts of Latin America. . . 

s- 
.uses and users; finalizing drawings of household . Pz 
-gardens and fields with their gended spa&; and Analysis of theconfirmation sun~ey datainvolved the 
developing natural resource maps of the communi- . compilation of frequencies for each variable, bivari: - 
ties and gender disaggregated seasonal activities. ate analysis (i.e., key variables by community, gea- - - 

. der,.age, education level, household headship), aid - 
Notes taken during interviews and focus groups selected multivariate analysis ( i . ~ ,  si* of landhold- - 

rC_ 

were analyzed within thc conceptual framework of ing.or use of a specific conservation .technique by - 
the'research project using content analysis. The cornmu'nity and by gender; membership in conamu- I 
researchers reviewed their notes for emergent themes nity group by gender and by age). - 
and examples of them.3"I'cse were written up, shared 
arid discussed with the other members of the team, After the completion of the research, the team leader - 

and synthesized by the team leader. : authored the final report and case study. The case 
. . study contains acombination of the quantitative data I 

~&&a~ory  research cam inform the more 
ttaditionalresearch components ofthe r and the historih, dsscriptive, and anecdblal infor- 

mlt;on hm z!! ths ~bga3 cf P ~ S C ~ ~ P C ~  ~ C Z S S .  . _ 

'I'hcrexavh in SOU& ~okduras consisted of two Step Four: Returning the Research to the Com- 
parts: the participatory research in the four c o m u -  ' munities - 

. - 
nities and more formal interviews outside the coin- - 

munities. One part informed the other. During the Pa&@alory research 'includes returning the . 
field work, men and women identified the key insti- resemh & thz participating c o m m u n ~  for - 
tutions that influenqcd the communities or that em- I their ven'&&n, critir , and use. - 



Figure 4: Institutional Networks in el Zapote 
' . 
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At thc end of the field research process, the team 
- preparecia portfolio of infomation, including maps . 
: and diagr&s, for use by local scl~ools and nongov- 

. . .  
- ernmental agencies in the -ion. ~t a final m e t i n g  

each community;lokal paxticipantsrcceived a packet 
I of materials including a sketch map, community 
_ history time-line, natural mourcdprofi;c, a list of ' ' 
1 

trees and medicinal plants and their local uses, and a 
list of active'community organizations. They also 
received educational posters based on the research 

-- 
m e  findings, including a' calendar.of gender disaggre- - gated seasonal activities, the typical days of a man 

and a woman, a history of changes in.natural re- 
: sources, and examples of community conservation 

. techniquks. . . 
- 
- 

Final meetings in each of the four communities pro- 
vided the Honduras team and community members 

- with a forum to clarify remaining questions. Male 
and female participants had the opportunity to voice 

- *  their opinionsxtnd dikuss.thc materials prumtul. 
'Ine discussions served , 

RG to the c~ninunitics for their us= arid critique 
some of'the infoiniation the ke&ch team had eath- 
end,, analyzed.:and interpreted: I t  also, servedas a 
: means for the researchers to verify their p~lirninary 
findings. 

. . - .  . . . .' . . . .  . . 
. ,  . About :ECO~EN * ; ~ D E s ~  ' . . 

. . . . . .  . . . .  . . . .  . . . . . . . . . a .  ( ,  ., < .  . . .  . . . .  
. :ECOGEN is a s~&~mjcctof the social and &ti- . . 

tutional Aspects of. Regional ~esourck :Syst'em ' 

:. *ject (5ARSA II) 'funded by USGID. It was 
. . ., cstablisheclat~lark~niversity wi,th ~ i q $ ~ a ~ o l y -  ' 

:technic ~nsdtutc and ~iateUniversity !o + 
',how attention to gender r$iy inckase the equity' 
.. and. effectikineu of natural k r +  inaqigtz- 

- 'mint prqg-. I@SFIL promotes the participa- 
. tion.of local &our& user$ both men and women,. 
ili the sustainable m&nagemcrit of fragiiiSlands. 

. Both projects are supported by the USAID'Offie. 
. . .  '.'of+Womcn in bcvclopmen't. . . . . . . . . .  . a. . :  . 
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1. . A c6ncep,tual fnukwork "and .working . . - q ~ e s t i ~ &  , ' . 6. wing gcpdsrat lhc &ntcrif ~$eresctuch agenda . . .  
. . -. : guide the ieseatrch. . . 

. . . . . . . requires . . dnstant'vigilan&, . . . .  ' : . '1. . . . - 

. 2 For complete fqmework sec Thom&-Slayter,' Barbara, Diane Rochleau. et al. "Introducing .the ECOGEN ~ ~ ~ r o i h  to Gender. Natural 
Resources Management, and Sustainable Development." Clark University: Worcester, Massachusetu. 1992. 

, 
.3.Thus minimizing "&a1 development tourism"- See ~h'arnbers, Robert. "Shortcut 'hd Participatory Methods for ~ a i & n ~  Social ' .  

Information, for Projects." In Cernea. Michael (ed.) Purring People First Socwlogical Variables in Rum1 Development. Second Edition, 
World Bank: Wkhington, D.C; 1991. . . . . . . . .  

See Thomas-Slayter. Barbara, et al. "hob of ~ t n d e r  ~nalysis: ~ ' ~ " i d e  to Field Methods for Bringing Gender into Sustainable Rcsoura . . 

Management." Clark University: Worcater,.Massachusetts, 1993. 
. . 

See also the National Environment Secretariat. world ~esources bstitute. Egerton ~nilersity. Clark University. "Participitory Rural ' 
~ppmisal ~andbook:'~onducting PRAs in Kenya." Washington, DiC.: World Resources Institute, 1990. ' . 

'ml 

.. 

, 

' 

. . 

6 See Rochleau, Diane. 'The User Perspective and the Agrofotestry Research and Actiqn Agenda." In Gholz H.L. (ed.) Agroforestry: 
Realities, Possibitities, and PotentiaLr. Dordrecht: Martinus Nijhoff, 1987. 

, 
See, for example, Feldstein. Hilary Sims and Jiggins, J. (ed.), Tools for the Field: Merhodologies Handbook for c e d e r  'Analysis in 

Agriculture. West Hartford. Connecticut: Kumarian press. 1989; Cemea Michael M. (cd.), Puning People First: Sociological Variables 
. inRuml Development; Second Edition. Wwhington. D.C.: World Bank, 1991; and Vonway, Gordon R.. "Rapid Appraisal Techniques for 

Sustainable Development." Intemationd Institute for Environment and Development: London. 1988. 

8 Class, gender and ethnicity ofen inKmc~ For example, gender roles and responsibilities and use of natural resources may vary dong lines. ' 

of class and ethnicity. A wealth ranking exercise can ensure that the interviews and group discussions include men and women from all 
socioeconomic groups as defined by thecommunity. See, for example, Thomas-Slaytcr, Barbaia, et al., 'Tools ofGender Analysis: A Guide 
to Field Methods for Bringing Gender into Sustainable Resource Management"Clark University: Worceskr. Massachusetts, 1-3.. 

U h ,  Anne-Marie md Mary Hill ~ o j a s .  "~hifting.~oundarics: Gender. Migration 'and Community Resoums in the Foolhills~af . 
Cholutey Honduras." W-tcr, Massachusetts: ECOGEN, Clark University. 1994. 

. . 
. . . . .  

. . .  . . . . .  . . .  . . . . . . .  . ._ 
. 2: ' :~c~hoiceof&hp~rSdepe~dsbntheg~s  , . . .  . 7;. ' A p a n i ~ i p a t & y ' ~ h  pmscsr requires . . .  fools that 

. ' and pcioiities o f t h e r k h & .  ofthose funding the . ' . . invite conhmunity . . .  participation. . : . . .  
. . 

. - . . . .  . . . .  W h ,  and of those working yiih thc communi- . . .  . . .  . . .  . . . .  . . . . . . . . . .  . . . . . . .  . . . . .  .. . . .  tics:.. ;., . . .  . . .  . . . J  - .  8. ~ d ~ i p a t o r y  TCX&~ g ~ & c s  Aualitati& dm 
. : . . . .  . . . .  . . . .  - ,  . . . . . .: that need begin to'be &gyzed in thC field. . ,. : . . . . .  . . . .  . , :,:.: . . '  " . ' . "  .3. fie nitionale for the choice of the research site .' . . . . .  . . . , 

. I .  . . .  
.should reflect the fesearlch goals.. . . . .  . '  . : . . . .  . _ .  _ .  !i  blend of q d t a t i v e  and 'q&tiuuivs anaiLsis - . .  - - . - . . .: . . . . . . . .  . : - c o b  and validates th&xrkarch findings:.. . . . . .  . . - .  . . . . .  . . . . . .  . . . . . . 

'. 4 . . , ' ~ m u i f i & j p l i ~  team, wifh Gem& k&,' , 
. ,. : ' :. , . ' 

I I 
. . . .  . . . .  

. . . .  
:nitivctolhe and from outside the arc& allows : . . l~.-~artici~atox$ . . n&smh&n infonn rnorr'aaditional : 

.for cross-disciplinary. and 'mss -cu l~  insights: . . "  . . .  - 'research components of thc projat. ' '-' . . . .  . . .  . . . . . . . . . . :  . . . . . . .  . . . . ~. . . .  . . ' 

. ~ . . .  . . .  . . . . : 

: 5. - c o n k u a l  turn bui ld ing '~ong . . .  ths ~csearchers . . . .  is a . ' ,1  l . ~ q t i d i ~ ~ r y ' ~ ~ c s & h .  irid1udA ~ r c ~ n ~  the  re-. ' 
, . . . . .  . 

. . .  . .'.'priority.; . ::. 1 . . . . . .  . . . . .-&rch :to the pdcipating c o m m u ~ t i r  ; for their 
. - .  . . .  . . 

. . .  . . . * .  . . . . . . .  . . . .  .: :' critique, ,vtrifi'cation, . a d  use. . . _. . . . .  . . .  . . . .  . . .  . . '. . . . . .  . - 
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