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|. Introduction

When the Spanish first sought trade routes across the Americas, they recognized the
strategic importance of the Chagres River in providing easy access across half the I sthmus of
Panama. Thusthey built afort, or castle, at the mouth of the Chagres River to guard the
Atlantic approach to the route. The castle played avital rolein the history and politics of the
Americas during the 16" —18" centuries. ltsroleis still important to the surrounding area, as
an icon, aspecial place, and now especially for its tourism potential and the role that it can
play in the future economy of the area.

Cadtillo San Lorenzo (CSL) isasite of global importance. It was one of the original
UNESCO World Heritage sites, designated in 1980. The work of Zapatero (1985), and more
recently Urbio (2000), have made clear the historic significance of CSL. Itsdiscovery asa
tourism treasure has just begun. But it is afragile resource, one that must be protected and
preserved. A growing tourism industry must be balanced with site preservation. Careful
planning is needed to accomplish this goal.

The present document provides avision for tourism development for CSL and a
framework to achieve that vision. It isnot intended to be in-depth management planning,
but rather to serve as an intermediate step and generate thinking for master planning. It
contains:

e avision of what CSL can become as atourism goal

» suggested immediate action items addressing interpretation and site
planning issues for short term management of the site

* adescription of the master planning process for long range management

CSL islocated within the larger San Lorenzo Protected area (SLPA), alarge expanse
of land west of Limon Bay (Fig. 1). The management future of this relatively undisturbed
coastline and rainforest is now being decided. Jurisdiction over the areais with the National
Environmental Authority (ANAM) and the Interoceanic Region Authority (ARI). Jurisdic-
tion of the World Heritage Site of CSL lies with the National Cultural Institute (INAC) and
with the Panamanian Tourism Institute (IPAT). It isimportant that al work planned for CSL
tie into, and be consistent with, planning for the larger SLPA. The present document is a part
of this effort.

Our recommendations for tourism management at CSL and SLPA have devel oped
over the past year, during which time we made numerous visits to the area and held meetings
with key agency and organization personnel. We have also talked extensively with tour
operators and visitors at the site. This document incorporates the ideas of a number of
international specialists on interpretation and tourism development, as well as a number of
Panamanians who care deeply about the history and future of Castillo San Lorenzo.
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Figure 1. Castillo San Lorenzo location map.
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1. Background

Castillo San Lorenzo (CSL) is not just afort, but an entire cultural landscape of
villages, transportation networks, and associated features within the 28-hectare World
Heritage Site designation. The story of CSL also includes the viewshed of the coast, of the
lower Chagres River, and of the rainforest (Fig. 2). The role of these componentsin the
history of CSL need only beidentified and interpreted to make them visible and give them
meaning to visitors. In addition to their intrinsic historical, archeological, and natural value,
all of theseindividual resource components have important economic value for tourism

(Fig. 3).

For hundreds of years CSL has played an important role in the history of the Las
Cruces Trail across the isthmus, of which the Chagres River route was a part, aswell asin
the larger history of the Americas. There are many exciting stories to draw upon for inter-
pretative inspiration; some of these are of global fame and significance. Some sources of
this history are well known, but much research is needed to flesh out this history.

Phillip Il ordered the construction of afortification at the mouth of the Chagres
River in 1582 to guard the river passage that connected with the land route of Camino de
Cruces to Panama City and the Pacific (Zapatero 1985). A large castle was built here on a
high bluff overlooking the Atlantic coastline (Fig. 4). A village grew up in its shadow. The
history of the soldiers and settlers who lived here has yet to be learned - where they come
from, how they modified the land, what they grew, how they survived in aforeign land - has
yet to be researched.

The pirate forces of Henry Morgan in 1671 attacked and destroyed most of this first
castle and its village on their way to sack Panama. Eye witness accounts of the event
describe the fortification then as consisting largely of earth-rammed wood palisades sur-
rounded by a deep moat; alarge clearing existed in front of these walls (Esquemeling 1967).
Structures inside the fort were made of earth with thatched roofs that burned easily during
the devastating pirate invasion.

The castle was rebuilt and expanded into a stronger fortification with stone walls and
outlying batteries. The village grew, according to maps made through the centuries, and
spread from the bluff adjacent to the castle walls, to the low-lying area around the cove of
the Chagres River (Fig. 5). Roof tile, ceramics and cobblestones washing out around the
cove, along with relic garden plantings and roadways are evidence of this (Fig. 6).

The castle was destroyed again, in 1741, by the forces of the Admiral Vernon. Re-
built afterwards into its present configuration, the castle remained a Spanish strategic center
and even grew inimportance (Fig. 7). It was one of the last strongholds of Spain on the
coast of the Americas, and occupied by those forces perhaps as late as 1840. During the
early 19" century the castle was used as a prison for political prisoners. A plaque currently
at the site commemorates the life of one political prisoner incarcerated here.
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The village of Chagres thrived even after its castle was deserted. During the Califor-
niagold rush in 1849, ships carrying hopeful minerslanded here and transferred to smaller
boats and canoes for the trip to Panama and the Pacific. According to maps of the period, the
village expanded to include a boat landing on the opposite bank of theriver. CSL key role
in the trans-isthmus passage ended with the completion of the Panama Railroad in 1854,
which bypassed the lower Chagres River and made Colon itsAtlantic terminus.

In 1914, the remaining residents of the village of Chagres were relocated down the
coast and the area was incorporated into the United States military reservation of Fort
Sherman. Pillboxes along the shoreline of the bay are evidence of this occupation, asisa
anti-aircraft gun emplacement (Fig. 8). Roads were constructed, often apparently built over
the old stonework of castle roadways. Generally, this military occupation protected the site
asit grew back to rainforest through the 20" century.

Today, CSL is being recognized as one of the most unique and premier tourist desti-
nations in the Americas. a mysterious castle with hidden stories of great historical impor-
tance; an unspoiled rainforest with beautiful seavistas. In the past two years, what had been
atrickle of mostly local visitors, has grown to aflood of international tourists. Recent
construction of cruise ship terminals at Colon is expected to dramatically increase this trend.
CSL isunder siege and threatened by unregulated tourism.
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Figure 2. Lower Chagres River from Castle.
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Existing Features

Patterns of old cobble and stonework found next to the existing approach road
Rainforest of the 28 hectare area (views, wildlife and sounds)

Castle

Batteries and hilltop archaeological area

Chagres settlement and the Chagres port

Fort de la Pointein a French map from 1764, on the west bank of the mouth of
the river, and the site occupied in the 1850 decade by the population of Turnia.
Existing atracadero

Small bay north of the castle

Views upriver (foreground and background)

Views to sea (and other cove)

View from boat ramp of fort and its layers of construction

Roads, trails

Parking area

Caretaker’s house and lawn

Pillboxes, other U.S. military evidence

Boat landing

Old railroad bed

Figure 3. Aninventory of Castillo San Lorenzo existing features.
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Figure 4. Castle and
bluff from Chagres
River.

Figure 5. 18" century map of Castillo San Lorenzo area.
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Figure 6. Chagrestownsite
along bay south of castle.

Figure 7. Interior of castle.

Figure8. U.S.
military pillbox
along shoreline.
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I1l. Tourism at Castillo San Lorenzo

There is great potential for increased tourism at CSL. Our vision of thisis asfol-
lows:

Castillo San Lorenzo is a discovery zone, inviting visitors to explore and find
meaning in the natural setting, the cultural landscapes, and historical structures of the site.
The natural setting and the heritage integrity are respected and management decisions are
guided through zoning areas by defining limits of acceptable change. Low impact, soft eco-
tourism preservesits ‘wilderness' setting and ‘lost city’ flavor for future generations to
discover.

Castillo San Lorenzo is maintained and managed in adherence to strict conser-
vation guidelines, archaeological resources are protected and the historical ruins are stabi-
lized. Therainforest and itswildlife are also protected as a valuable part of the visitor
experience to the site (Fig. 9). No inappropriate intrusions of sound or site are allowed.

Castillo San Lorenzo offersinterpretation that encour ages visitorsto make their
own connections and draw their own conclusions. Interpretive presentations are layered
and range from discovery recreation (where the visitor becomes the archaeol ogist searching
for clues), to brochures, to low-impact signage and sign structures, and guided tours.
Signage features historic images and quotes, alowing the fort and its inhabitants and con-
temporaries to speak for themselves.

Castillo San Lorenzo offersvisitor opportunitiesthat areintegrated with those
of thelarger SLPA, exploring history and nature through a SLPA visitor center, trail net-
works, afew signed roadways and interpretive kiosks. At CSL, visitors are offered the
choice of many recreational experiences. ‘Interpretation asrecreation’ opportunities range
from primitive exploration of the forest-covered features, a network of pedestrian and bi-
cycletrails, tie-ins with boat travel routes, and perhaps access from Sherman by quiet, non-
polluting electric trams, alowing visitors a chance to experience wildlife along the way.

Cadtillo San Lorenzo is a showcase of Panama’'s TCI agenda - linking tourism,
conservation and research. CSL isamodel project for world heritage tourism; Panamaiis
known and respected internationally for its unique approach.

Castillo San Lorenzoistied to other significant Spanish Colonial trans-isthmus
sitesasapart of alarger heritage corridor that includes Portobelo, Camino de Cruces,
PanamaVigjo, and possibly, Casco Vigjo (Fig. 10). Interpretation through all these sites
consists of asingle or related storyline that between the sites tells the whol e story of Spanish
in Panama and beyond. Common design elements create also a visual link between the sites.
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San Lorenzo isidentified as a key component of new government strategy to
integrate low-impact tourism with conservation and scientific research, and creat-
ing strategic alliances with local communities. A network of natural and historic
attractions are envisioned, connected by travel routes. The foremost of these, the “ Route
of the Treasures of the Americas” consists of two principal trans-isthmian historic routes,
including the Camino de Cruces/Rio Chagresto CSL. Collectively, these sites create a
critical mass of attractions for visitors and serious students of history, which is unsur-
passed in Panama, and perhaps, the world. This heritage corridor links SLPA with other
parks, historic sites, and the world-famous Canal system, to become the premier tourist
attraction of Central America.

To achieve this vision, to reach these very attainable goals, several steps haveto
be taken along the way. Thefirst isto address the emergency situation created by the
sudden increase in tourism. The other isto plan for long-range management. The
following section makes recommendations for short-term solutions, the remainder of the
document then outlines master planning elements for the long-term.

Figure 9. Rainforest and cove north of Castillo San Lorenzo.
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Figure 10. Important sites along the Camino de Cruces.
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IV. ImmediateAction Items

Thisisacompilation of the immediate action items for interpretation and site plan-
ning identified to deal with the tourism influx. These can be applied to a short-term mainte-
nance and operation plan for CSL, while long term management planning is undertaken.

A. Develop a Map Brochure

A high-quality map brochure would help fill the information gap for visitorsto the
site. This brochure should include a map of the area, a diagram identifying features of the
Castle, abasic history of the site and visitor information (all text should be bilingual [En-
glish/Spanish]). This brochure could be free with the price of admission (if admissionis
charged at the SLPA entrance gate).

The publication of a map brochure is the easiest short-term solution for Castle inter-
pretation. It serves the same purpose as signage, but with no site impacts. This brochure
would have to be consistently made available to all visitors.

B. Install Approach Signs

Directional signing to the site is another needed quick fix. Visitors should not have to
wonder if they are on the right road, or which way to turn at an intersection. Also, itis
important that all signsat, or leading to, CSL visually and thematically tie together. Signs
leading visitors from Sherman to the site should be uniform and attractive and also should
include aCSL logo (Figs. 11-13). This CSL logo needs to be developed as soon as possible
and then used on all visitor information about the site.

C. Install a Welcome Sign

Inlieu of avisitor orientation kiosk at the entrance to the site (which will take long-
range planning to develop), a welcome sign could be placed at the turnoff road to the fort
(Fig. 14). All other signs at that intersection should be removed, as they unnecessarily clutter
the area and take away from the visitor experience. The existing vertical sign at the edge of
the parking lot should also be removed (Fig. 15).

D. Install a Castle Orientation Sign

Visitors need some interpretation now to know what they are looking at in the Castle.
There are several ways this need could be addressed. Thefirst option isto place individual
signs identifying Castle features within the structure itself. This option is best addressed in
the long-term master planning process, as it involves serious considerations including visual
impacts (especially to photography) and mounting problems (attaching signs directly to walls
would have to address structural damage; ground anchoring of signs need to address possible
disturbance of sub-surface archaeological deposits).
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A second option isto place an orientation panel containing Castle feature at the edge
of the parking lot. Here, it would have less negative impacts and visitors could begin their
visit prepared for what they were going to see. An orientation sign should basically contain
the same information as the map brochure (Fig. 16).

E. Create Collateral Products

Many “collateral” products could be produced as a means to enhance revenues for
site management (for signage, guide service, and etc.) and as ameans to give the visitors a
fuller experience. Visitors come to CSL to see the historic fort and the rainforest, but many
of them would like to take home a souvenir and/or more detailed information about the site.
Thus, there is aready demand for many products that could be marketed to the visitors, both
local and international. In other countries the most efficient means of producing and market-
ing these collateral products is through local NGOs that form partnerships with the protected
area management institutions. Many successful examples of this type of partnership can be
provided if desired.

It is recommended that a“ product development strategy” be written. This could be a
2-3 page document that outlines 1) what products should be produced, why, for what audi-
ence, and etc., 2) what is the best method to market these products, and 3) estimated cost and
time frames for product development. This strategy could be developed in a1 or 2-day work
session between the institutions involved with the management of CSL. Possible products
could include such items as: CSL posters, brochures, postcards, and photo booklets. Collat-
eral itemsfor sale in conjunction with the cruise ship tour operators would provide visitors a
take-home souvenir, bring more attention to the site, and be a source of revenue for site
protection and signage costs.

F. Create a Portable Map Exhibit

A portable map exhibit featuring many maps of the Spanish Colonial period can be
used to emphasize and market San Lorenzo’s role and importance in Panamanian and world
history. This exhibit should be designed so it can be mobile and easily transported and set up
at different locations. As example, Figure 17 shows two ideas of an appropriate portable
exhibit - thistype of display would feature high quality productions of old maps, along with
professional quality photographs; it would cost about $15,000 dollars to design and produce.

G. Pilot Project for Volunteer Research

Implement a pilot project using international volunteers, under the direction of profes-
siona archaeologists, to accomplish the most urgent inventory projects needed for manage-
ment planning (see section V.a.6. on page 43 for more detail). A good pilot project would be
the inventory and mapping of cultural features of Chagres town site.
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H. Use alternative M easures for Vegetation M aintenance

As an aternative to mowing and the use of herbicide, use goats and sheep for mainte-
nance of non-native vegetation and evasive plant treatment in area of Castle (Figs. 18-19).

|. Use L andscape Plantings

Use native vegetation for buffers, screening and other strategic plantings. A planting
plan should be prepared by alandscape architect, with knowledge of local native vegetation,
before any vegetation is planted. This plan should be discussed to define objectives, purpose
and desired effect. Consideration should be given to plants that were found in the area when
the CSL wasin use, and other “attractive’ native plants. Thought must be give to the size of
plants used in specific locations. For example, large trees should not be used in a locations
where the roots could eventually damage historical structures or block aview of asite. Use
grasses, shrubs and trees to help guide and lead tourist to desired locations and to enhance
current views.

J. Remove Hazard Trees

Remove hazard trees and tree limbs in areas of heavy visitor use. The partially down,
burnt tree located as one enters the Castillo should be removed immediately.

K. Conduct a Customer Analysis Survey

A systematic, well-designed survey should begin now to determine desired conditions
for all planning efforts. Thiswould supplement the work compiled by Ham and Weiler
during the last 2 years (Ham and Weiler 2000a, 2000b).

L. Conduct a Transportation and Facility | nventory

Conduct aroad, trail and facility inventory for baseline planning purposes.
M. EliminateVisual Intrusions

Arriving at the site is one of the most exciting aspects of visiting CSL. The anticipa-
tion of what you are going to see adds greatly to the visitor experience. Visitors do not see
the Castle until they climb the last segment of road, look under the big tree canopy and then
turn west (Figs. 20-29). Thisfirst impression should be protected and maintained pristine
and uncluttered. The removal of the IPAT awning canopy at the edge of the parking lot, to
eliminate the contrast between a modern element and the historic Castle, is recommended.

Any temporary or permanent improvements should be designed to complement the
site, using natural materials and colors. Sign locations should be non-obtrusive and kept to a
minimum.
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The flat area adjacent to the existing dirt parking lot is of vital importance for sev-
eral reasons (Figs. 24-25). Itisbelieved that archeological digs here will reveal awealth of
information about the area’s history. From this area, panoramic views of the Chagres River
and surrounding areas can be appreciated. Also, becausethisflat is so visibleto visitors, itis
a segment of landscape that isinherently a part of this historic site. Whatever is eventually
planned and constructed here will be visually linked to the Castle.

It is recommended that the existing caretaker house and all related domestic elements
be removed and placed in alocation that is strategically screened from the public, and that
the new caretaker facility be built under the architectural standards and guidelinesto be
applied to the rest of CSL.

N. ProvideBarrier free access

Barrier free access from the parking areato the Castle and surrounding areasis
vitally important to the success of this project. A world-class historic treasure such as CSL
will be held to the same international standards as other similar facilities. International
visitors will rightfully expect to walk in and around the facility safely and without barriers
that restrict those that are less than fully able bodied.

It isimportant to note that barrier free design, sometimes called “universal design”,
does not just benefit those in wheelchairs; it benefits children, the elderly, and people push-
ing baby strollers or carrying someone or something. Universal design aso benefits the staff
taking care of the facilities by also making access and getting to visitor use areas easier.

O. Insgtall a Moat Bridge

A footbridge should be built across the moat so visitors are not required to walk up
and down steep worn (slippery when wet) grades or unstable stairs (Fig. 26-30). The con-
struction style of this bridge should be in harmony with that of the Castle, but also designed
as to not be mistaken as original architecture. Thisfootbridge should be replaced or rein-
forced before higher volumes of traffic are allowed to useit. Inthelong run it should be
replaced with a period authentic connection.

P._Improve Guard Rails

It isaso important that all guardrails around the moat be either temporarily
repaired or replaced with rails of an appropriate design and materials, compatible with the
site character (Fig. 31). Also of great concern are ledges and top of walls where at present
there are no controls to restrict visitors from getting to close to the edge (Fig. 32). Children
are of particular concern because of their natural tendency to explore.

It is recommended that, as a minimum, temporary ropes with simple signs be placed
to warn visitors of the hazards. In the long run, aguardrail system needs to be installed at
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these critical locations. Like all elements that will be placed at CSL, the guardrails need to
be appropriately designed with concern for keeping them as unobtrusive as possible.

A temporary simple solution would be the use of rope-defined pathways,with clear
instructions to visitors to stay between the ropes. This method can also serve to keep visitors
away from dangerous ledges and stairways, as well as protect resources.

Q. Define Pathways

At present, paths are being worn down to bare soil, exposing them to
erosion. Visitors sometimes explore in unsafe or resource sensitive areas. It isrecom-
mended that pathways be defined and a desired walking direction be established and marked
to help visitorstour CSL.

As groups of visitors get larger, it will be even more important that an order of how to
best experience the Castle, its beauty and history be defined. Most visitors will appreciate
being helped along with directions on where it is safe to walk and explore (Fig. 33).

Stairways must be looked at critically. Worn, loose or sloping stairs can easily cause
dlipping (Fig. 32). Also to be considered, isthe fact that when wet, stone stairs covered with
MOSs or other vegetation are a serious slipping hazard. Another safety concern that isinher-
ent to the way these types of stairs were built, isthe longer vertical distance between each
step. This could especially be aproblem for children and the elderly. The use of these stairs
should be kept to a minimum, and should be used only where handrails are installed.

R. Cease Use of Hazar dous Chemicals

The use of hazardous chemicals used for vegetation management especially those
used on the Castle walls to kill moss should cease immediately (Fig. 33). This practice can
be very hazardous to visitors and to native wildlife. As an aternative to the use of hazardous
chemicals, manual labor should be used to control unwanted vegetation.
S. Provide Sanitation Facilities

At least one portable toilet should be placed near existing parking lot. It and the
pathway leading to it should be accessible to elderly and others, and placed strategically so
asto not make amajor visible impact. Permanent facilities will be sited in the Master Plan.
T. Provide Trash Collection

Trash receptacles should be placed strategically in the area of the existing parking lot.

Trash should be emptied and collected on aregular schedule, especially coordinated with
weekends, holidays and other times of heavy site visitation.
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U. Conduct a Boundary Survey and Map Site

A survey should be conducted to determine the actual boundaries of 28-hectare
monument area. A base map of the unit should be created incorporating these boundaries.
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Figure 11. A possible Castillo San Lorenzo logo.

“« o )»




Specifications

Dimensions: 46" x 26"
Font: Helvetica Bold

Font Size: 400 pt (4") & 356 pt (3 1/2")
A —4inches
B — 3 1/2 inches
C -7 inches

Colors: White letters on U.S.D.O.T. Blue (match Pantone
300u)

Park Logo: White on U.S.D.O.T. Blue (7 1/2” high)
Sign Mount: Post

Figure 12. Approach signs specifications.
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Figurel3. Recommended sign placement.
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Specifications

Dimensions: 60" x 18" x 1”
Font: Helvetica Bold

Font Size:
400 pt (4™) & 300 pt (3")

A —3inches
B — 4 inches

Colors: White letters with
black drop shadow on
U.S.D.O.T. Blue
(match Pantone 300u)

Park Logo: White on
U.S.D.O.T. Blue (6” high)

Sign Material:
Plastic Laminate

Sign Mount:
6" x 6” wood post with 5°
angle cut at top end

Sign Base:
Surface level
stone cobble paving

Y

o]

60"
63"

oS! OO0
PRI T,

T

Top Elevation

Figure 14. Welcome sign example.
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Figure 15. Existing Castillo San Lorenzo signs.
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Specifications

Dimensions: 42" x 30" x 1/2”

Font:

Colors:

Main Title; 96 pt Apple Chancery

Subtitle; 72pt Apple Chancery or Times

Roman Regular

Main Text; 24 pt Times Roman Regular
Secondary Text; 18 pt or 24 pt Helvetica Regular,
Italic or Bold

Captions; 18 pt Helvetica Regular

Background;

Warm Gray 1u — Center Panel

PMS 434u - Right Panel

Header; Black

Principle; Red, PMS 1665u and Blue,
PMS 3015u

Sign Material:

Plastic Laminate

Internal Specifications
Header:
Size; 42" x 3 3/4”
Color; Black with white Main Title lettering
and red Park Logo

Left Panel:
Size; 18” wide
Contents; Historic CSL map with
engravings and related illustrations

Middle Panel:
Size; 14 1/2” wide
Background Color; Warm Gray 1u
Contents; Site schematic, ‘You Are Here’
info and Secondary Text

Right Panel:
Size; 9 1/2" wide
Background Color; PMS 434u
Contents: Main Text and related
illustrations

Figure 16. Orientation sign contents.

“« o »




LiGHT WeGHT
Bk METAL

) 2o
et Q E INTERP. PILLARS
PANELS : . .
40"x 96" (g
9 e 0 ALLUMINUM
V4] g 5 TRESTLE
IR A
L”J ©-0 DIA .
-
Lacivare

ELooiR

‘ ‘ TTLE PANEL
0 FITS oVeER
Kg { i ENTRAREES
i ' " .
‘ ‘ Exhibit 1 — Top Elevation
~
FXHIGT - 1 TITes parec.
ATTACHED
Dl 2 7T
|VieNg 4 e s TITLE Panes

Epach S10&
TWELVE TOTAL

INTERP:

|+ Panes
/ ‘

OVERHEAD

SUppPoRT 3/
Exhibit 2 — Side View ‘

Exhibit 2 — Top Elevation

Figure 17. Possible concepts for a portable exhibit.
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Figurel8. Parking area and castle.

Figurel9. Another view of Chagres River from CSL (note mowed grass).
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Figure 22. Castillo San Lorenzo approach road as it tops the bluff.

Figure 23. Castillo San Lorenzo parking lot.
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Figure 26. Castillo San Lorenzo moat.

Figure 27. Main access stairs from moat to top of castle.
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Figure 30. Unprotected edge of castle bluff.

Figure 31. Castillo San Lorenzo features.
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V. Long-term Master Planning

Comprehensive master planning is needed for longer-range management of CSL.
Master planning will provide clear direction for everything from daily operation and mainte-
nance of the site, stabilization to research, tourism and marketing issues. The master plan-
ning process should address every aspect of site management and visitor use.

The team who undertake master planning should include expertsin all fields of
management as relates to CSL — including protected area management, operations and
maintenance, archaeology and history, tourism and interpretation, and natural history. The
resulting management plan can be envisioned as a series of smaller component documents
addressing individual topics and issues; they are the ingredients in the CSL management
recipe that will guide the future. A step toward master planning is provided here with a
description of some of those plan components and their recommended contents.

A. Interpretative Planning

Aninterpretive plan is needed for any serious effort at addressing visitor information
for CSL. It should include addressing themes and storylines, interpretive strategy and instal-
lation locations, signs and collateral materials, design elements and guide education.

1. Themesand Storyline

A storyline is abeginning point for a systematic approach to interpretation at the
site. It should result in anarrative that tells the story of all that is significant at CSL,
and address all resources and all aspects of the lives of those who lived here. History
should be approached from within the natural setting. From this storyline site themes
become evident, and where various parts of the story may be told identified. Text for
individual sign panels or other media can be developed from parts of the overall story.
Ideally, the word of those who were here should be included in telling their story.
Themes developed for interpretation could include:

* Who lived here before the Spanish came?

* The sequence and eras of CSL construction eras and techniques. Why isit a
castle and not afort? What did it look like in different centuries?

» Lifeat CSL —itshistory, life of the inhabitants, battles, changing uses. Who were
the people who were settled here? How did they survive - trade, living on the
land?

» Rainforest growth over cleared town and agricultural areas (“thisisaculturaly
modified landscape”).
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* CSL rolein Spanish global political and economic history (looking out at the
Caribbean and beyond).

* Piratesand battles.

* CSL roleinthe history of the Isthmus (Spanish gold trade and relation to other
key colonia sites, Camino de Cruces, American gold rush).

» A strong preservation theme —thisis a delicate resource that needs your help in
protecting.

2. Layered Interpretation
The history of CSL should be presented in alayered system of interpretation,
where visitors are given increasingly detailed level of information. A key purpose

here isto provide visitors with the rich story of CSL, while keeping the actual site
areafree of sign clutter (Fig. 34).

* Orientation station

* Map brochure

* Individual interpretation

» Feature markers

Figure 34. Layersof Interpretation for Castillo San Lorenzo.
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Off-site Interpretation. Everything cannot be said at the fort location. Much of
the bigger picture story and natural history should be told offsite. A visitor center for
SLPA at Sherman, possibly created from an existing administrative building, could be
the start of avisit to CSL. Much of the contextual information for the fort and its
surrounding area could be presented here, thereby easing the amount of detailed
information needed on-site.

A high-quality map/brochure, free with admission at the SLPA entrance, could
provide much of the story, along with other useful information needed by visitors. At
the SLPA visitor center the educational and informational photo booklets, posters,
historical accounts and natural history guides that would also help tell the story about
CSL could be sold. Theroad to the fort should provide the next level of interpreta-
tion, with well-located signs that tie to the interpretive plan.

On-site Orientation. Historic interpretation and recreation information about
the site should go hand in hand. A CSL orientation station at a parking lot below the
Castle hill could be the main orientation and interpretation at the site. A kiosk here
could contain a site orientation map, and possibly a map of the larger vicinity show-
ing recreation opportunities such astrails and facilities. Interpretation should incor-
porate historic maps and journal quotes to tell the stories (letting people of the times
describe the fort activities). A recreation information overlay on maps could indicate
location of curretn trails and facilities.

Interpretation of Individual Features. A Castle interpretive/orientation station
could be strategically placed on the hilltop. It could include a map depicting visible
fort and other hilltop features (batteries, church site, etc.), plus depictions of older fort
construction. A few low-key markers within the walls of the fort could identify
architectural features.

3. Design Elements

Standard design elements should be applied to all signs, structures, and periphera
materials. This creates consistency and brand recognition (or market identity) for
CSL. Some of these standard design elements are addressed below.

Color setsthe stage for your interpretive message. Color can draw in the visitor
and create mood for the story. Thisis one element of interpretive planning that is

often undervalued. The use of background color is essential to highlight text and
make it readable. Color can be used as a vehicle to indicate change of subject within
asign, or to highlight the importance of certain information.

Fonts can be used to communicate a certain mood or idea. A good rule of thumb
isto use no more than two fonts on asign. A serif font should be used for text body
for ease of reading.
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Titles should be short and interesting. Titles allow signs to grab the viewer’s
attention. Thisiswhere adistinct font can be used. Titles should be in Spanish only.

Text should be short and to the point. For asign to beread, “lessis better”. The
point hereisto spark an idea or create a strong mental image in afew well-chosen
words. Text body should be bilingual (Spanish and English). Text can be layered,
with the principal text no more than 50 words; secondary text can be set aside by
color change or boxed to present a secondary point or to provide more details.

Artwork can be more effective than text in communicating an idea or to identify
aconcept at asingle glance. Old maps, which the areais so rich in, should be used to
create feel.

L ogos should be used consistently. A CSL logo should be used on all materials.
The use of other logos should be used sparingly, for example, only at an introduction
or orientation panel. These logos may include INAC, CEASPA, IPAT and ANAM.

4. A Family of Signs

A family of signs and sign structures provides avisua system of information that
creates a‘sense of place’ or identity for the monument. By using common design
elements, the family provides a standard unified approach and look to all directional,
information and interpretive signage within the monument (Fig. 35). These signs
should tie to the SLPA sign system, a plan still to be done.

A Family of Signs

* Logo markers

* Directiona signs

* Entrance Portal sign
* Orientation sign

* Trallhead signs

» Feature marker

* Interpretive sign

Figure 35. A family of signs.

Sign materials used for CSL signs needs to be durable, weather resistant and
provide a degree of resistance to vandalism. Consistency is key. Appropriate materi-
asinclude plastic resigns that are fairly inexpensive to replace, that have UV resistant
and that alow the use of much detail and color.
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Sign bases and structures should be non-obtrusive and harmonize with the
landscape. Sign bases and kiosks can be as much of the interpretive message as the
signs themselves, drawing the visitor in, creating mood, and setting the flavor for the
story. The design of structures should include native materials that are present at or
visible from the site. Large scale, rustic styles are timeless. Designs should suggest
the architectural history and style of the Castle and associated features, but not mimic
them. The use of stone, iron, and wood create durable, maintenance free structures.
Structures can be enhanced with details that exhibit craftsmanship and artistic interest
in keeping with the period or setting.

5. GuideTraining

It isimportant that visitors receive accurate information about the site that
addresses all aspectsin theinterpretive goals. Guide training for local people and for
tour operatorsis needed. This should include training in interpretation — how to
entertain and hold peoples attention with the story, and not just presenting the dry
facts. Theformation of a CSL GuidesAssociation may be beneficial.

6. Volunteer Research Tourism

Tourism and research can go hand in hand. This model has been used success-
fully by many organizations. The Heritage Expeditions program of the USDA Forest
Service uses volunteers, under the direction of professional archaeologists, to accom-
plish needed research. Volunteers pay for the experience of assisting with original
and important research, which in turn covers the cost of program staff and expenses.

Thismodel isideal for CSL and possibly other INAC work. International volun-
teers would work under direct supervision of professional archaeologists (perhaps
also volunteers) to conduct needed research projects. This can accomplish some of
the INAC research goals at no cost to Panama, as well as generate support base and
tourism interest, and economically support local businesses and communities. This
would also provide training for Panamanian graduate students, as staff membersin
the program. It isa perfect example of the TCI model of combining research and
tourism for conservation.

This approach could be used to accomplish the resource inventories needed for
management planning. These include:

e survey of historic travelways, testing of roadbeds

* uncovering of rock and cobblestone road |eading to fort entrance

» uncovering/clearing of pathways radiating from fort

e survey of old Chagresvillage

e inventory of cultura plants (former domestic plantings) and agricultural
methods
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» survey and testing of battery on ridge to the east
e underwater survey of area
» archaeological surveying of all monument area

B. Scenery Management Planning

The purpose for adopting Scenery Management Objectivesis to assure that viewsto
and from CSL are protected and even enhanced. One of the most attractive and breathtaking
aspects of this siteis how it appears from a distance, asif out of time. Viewsfrom CSL are
just asbeautiful. The visual quality objective for this zone, according to the new San
Lorenzo Protected Area Scenery Management Guide (Wylie et a., 2001) is “Partial Reten-
tion”, which regquires management activities to remain subordinate to the natural and cultural
landscape.

Through the use of the Visual Resource Management process, the site’s inherent
scenic qualities should be identified as “distinctive” and placed at a high level of protection.
Since the CSL site has grand edifices and other human caused modifications, we cannot say
that the siteis pristine. We can say, however, that due to the weathering affects of time and
vegetation growth, it has a natural appearance that seemsto fit into the area’s landscape
character. CSL seemsto be part of the land. It greatly adds interest and uniquenessto the
promontory point on which it sits (Fig. 36).

When preparing the Visual Resource Management Plan for the overall SanLorenzo
Protected Area, the CSL area must be a critical piece that stands out as ajewel worth admir-
ing and protecting. All additions and modifications to the site must remain subordinate to the
existing landscape and historic elements.

Figure 36. View to seafrom Castillo San Lorenzo.
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C. Viditor Activity Zoning

The Limits of Acceptable Change (LAC) planning process was devel oped to deter-
mine the amount of change caused by visitation a site could endure before it starts showing
signs of deterioration. Thisis done by establishing predetermined physical, biological and
social indicators to measure change. The indicators provide a gauge that managers can watch
to monitor how well asiteis holding up to use. LAC is considered a scientific process that is
much more objective than just establishing carrying capacity based on the size of a parking
lot or the number of people that a gathering space can comfortably accommodate.

For the San Lorenzo Protected Area in general, and Fort San Lorenzo in particular,
land use planning and information is just now beginning to be developed and it may be
premature to launch into aformal LAC process. However, it may be useful to apply asimpli-
fied LAC approach now, to lay the foundation for a more comprehensive process in the
future. Parts of the LAC framework can be modified and then tested to see if they fit the
local situation. Thus, LAC could provide some important principles and an overall structure
for planning without requiring implementation of the full process.

For example, monitoring site conditions and visitor use, as afirst step, could provide
important data to identify concerns and issues as the beginning steps for the LAC process.
Although monitoring is the final step, the processis circular and monitoring can reveal new
issues and concerns and initiate a new round of planning. By beginning with basic monitor-
ing of site conditions and visitor use, baseline information can be developed and experience
gained by defining and using LAC indicators.

D. Transportation and Trails System Planning

One of the key challenges facing tourism and recreation in San Lorenzo is public
access. After decades of being controlled by the U.S. government, local residents do not
have a history of free access to the area’s forests, beaches and historic sites. Even now, much
of the areaisrestricted. Visitorsto historic Fort San Lorenzo driving personal vehicles have
to show identification and sign in with the guards at the entrance to Sherman, and parking
along the road and hiking to the beachesis discouraged for security reasons. Visitation is
permitted on a daily basis from 8:00 am. to 4:00 p.m.

The CSL areais zoned as Rural and near the cove semi-primitive motorized (Wylie et
a., 2001). Recreation ranges from using bikes (possibly rented from Sherman) to ride out to
the site, other ways to experience the site that are keeping with the setting and preservation
goals of site management.

Several trails should be developed throughout the monument site, using old roadbeds

and historic trail locations, to provide access and join various areas of the monument. These
could start from the Castle or visitor orientation kiosk and be loop trails to provide more
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visitor interest (Fig. 37). ldeally these would tieto alarger SLPA trail network. Good routes
include:

» Thetown site of Chagres along the cove, and continuing to the boat launch.

* The coves and bluffs north of the Castle, the direction from which Morgan's
forces cameto lay siege to the Castlein 1671. This could connect to outlying
battery sites (if they could be found). This could perhaps be developed in con-
junction with alarger coastal trail connecting to Devil’s Beach.

* Thehill areaeast and inland of the site— an old road cut exists here that could be
utilized as trailbed.

Approaching the monument by water is another way that visitors can reach the area.

The boat landing is a popular spot. Tour operators currently bring groups in by small motor-
boat. Kayak tours down the Chagres River are growing in popularity.

Figure 37. Possible locations of recreation trails at Castillo San Lorenzo,
(after Urbio 2000).
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E. Siteand Facility Planning

Before any of these improvements can be made, the bigger picture of site planning
needs to be addressed. Site development planning should address protection of archaeol ogi-
cal features, protection of visual integrity at the site, and visitor experience (including health
and safety issues). The areais extremely rich in prehistoric archaeol ogical deposits. Four
hundred years of historic construction and landscape modifications are here. Every colonial
period map of CSL indicates the presence of numerous structures in the vicinity. Without
knowing where and why development should take place, and the bigger plan on how indi-
vidual plans fit together, any construction isirresponsible. Some of the issues that should be
addressed in this effort are:

1. Sitelnventory and Analysis

Thisisthefirst step that essentially will identify what exists at the site. Physical,
biological and archaeological resources must be inventoried to get an accurate picture
of what there is present to work with. Through this process, opportunities and limita-
tions the CSL site will be better understood. This analysis defines (among other
things) where construction and site development should be limited, as well as how
visitation should be managed (Fig. 38).

This process aso provides key information that will be incorporated into other
planning instruments being prepared for the management of the entire San Lorenzo
Protected Area. These include the Scenery Management System and the Recreation
Opportunity Spectrum analysis. Thisfirst step also starts to define the carrying
capacity of the facility in physical terms. The Level of Acceptable Change process,
which comes later, will help determine carrying capacities based on social and eco-
logical indicators.

Factors that should be considered include:

« Solar orientation * Prevailing winds « Climate conditions

* Soils topography + Drainage patterns * Flora & Fauna

* Geological features « Existing construction « Existing use patterns

« Tree cover * View/Vistas » Archaeological resources

* Noise * Odors « Sensitive or endangered
species

Figure 38. Factorsto consider for site planning.
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2. Visitor Analyses and Marketing Study

Knowing who will be visiting the site, and understanding their expectations while
at the site, is essential to appropriately plan for facilitiesat CSL. Thisinformation
should be obtained from those planning to bring visitors (such as tour operators), the
administration, field personnel, user studies/questionnaires, on site observation,
related studies prepared by other agencies or organizations, and demographic studies.
It is also essential that marketing studies be undertaken to accurately gauge the
amount of visitation the CSL project will attract.

A study of visitorsto national parksin the Panama Canal Watershed, conducted in
1999-2000, included a survey of visitors to Fort San Lorenzo (Ham and Weiler 2000a
and 200b). It showed that 60% of visitors were Panamanian, 15% were from the
USA, 10% from South America, and 15% from other countries. Of the Panamanians,
most were from Panama City (75%), and surprisingly only 10% were residents of
Colon; the remaining 15% were from other areas of Panama. This study was com-
pleted before the influx of cruise ship tours of this past winter. A similar study now
would no doubt result in different demographics.

Understanding your “customer base” defines what they need and what they want.
Managers should always strive to provide people with what they need (usually essen-
tial physical needs such as toilets, water and shelter), but they may not always be able
to provide them with comforts or conveniences they want such as food services,
“door to door” transportation, or souvenir shops. This may be because of site limita-
tions that include lack of devel opable land, inappropriate access, or decisions aimed
at keeping the site as natural as possible.

A key point to visitor analysis and marketing studies is anticipating as much as
possible what the public needs, so that those elements are planned for and included in
the development of the CSL facilities.

3. Synthesisof Information

With aclear understanding of the physical/biological factors, visitor needs and
managerial considerations that apply to the CSL project, decisions can be made about
how to best proceed with the project.

It would beill conceived to plan for facilities that cannot be funded or properly
maintained. Care should be taken not to proceed with a project that will not be fully
funded or supported, resulting in an unfinished product or afacility, that once con-
structed, cannot taken care of or administered. It can be easy to fall into the “build it
and they will come” trap. 1t may be appropriate to decide to phase the project.
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Decisions about CSL s program emphasis, level of development, facilities, admin-
istration, and maintenance, must be based on accurately prepared budgets and market-
ing studies. Managers must be ready to defend and support all decisions. The unique
value and importance in retaining CSL s sense of place demands nothing less.

4. Architectural Guide

A team that includes a Historic Architect familiar with the CSL era, a cultural/
heritage resource expert, and a Landscape Architect, should develop the Architectural
Themes, Standards and Guidelines (or Built Environment Image Guide) for CSL.
Thisteam will assure that modifications and additions at the Castillo and its surround-
ing will be as true and representative as possible to what existed before. Itisan
excellent ideato include an Interpretive Specialist on the team so that the story behind
the design and layout of the site can be told with accuracy.

It isimportant that these Standards and Guidelines be acknowledged and adhered
to, just like the Master Concept Site Plan. Officials with the authority to implement
the development at CSL should approve and sign this document.

5. Design Narrative

A Design Narrative isthe “menu” that describes to designers what to plan and
design into the site, and includes the architectural program for any buildings.

A Design Narrative cannot be accurately prepared without having first done the
prior steps described above. The person(s) preparing the Design Narrative must know
the site and have an understanding of the opportunities and limitations identified in
the analysis process. They must a'so know what the site managers and administrators
have decided concerning the project’s scale, development level, phasing, budgets, etc.

Typically, aDesign Narrative will describe the elements that are to be incorpo-
rated into the site such as parking areas, pathways, signing, site furniture, toilet
facilities, interpretive/information kiosks, and other structures. Once completed, the
Design Narrative should be reviewed by the CSL project team to assure that there all
parties are aware of what is being agreed to for the site. By having an approved
Design Narrative for CSL, the designers can confidently proceed to design the facili-
ties as outlined.

6. Master ‘Concept Site Plan’ Drawing
Thisisaplan view drawing that clearly identifies al the elements of asite before

it is constructed, or in the case where elements already exist like at CSL, before any
modifications or additions happen. It isa“master” concept site plan. It should be
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approved by key managers and administrators, meaning that they support the plan
and are committed to implementing it as shown.

The drawing for the CSL will serve as a blueprint that assures that once com-
pleted, the result will be awell thought out use of space and design elements, even if
the project isdone in phases. If planned well, the movement of visitors from space to
space will flow with ease, and if done with historic accuracy, the site should inspire
visitors afeeling of being part of adifferent time. Only the careful planning and
collaboration among designers, cultural/historic experts and the ultimate managers of
the site, can achieve a completed project of this quality.

F._Other Components of Master Planning

1. Curatorial Plan

A plan is needed that addresses the processing, storage and use of all archaeologi-
cal materials recovered from the site. Thisincludes documents and maps resulting
from field research efforts, as well as historical documents related to the history of
CSL.
2. Mitigation Plan

A magjor focus of planning should be impacts of weathering and tourism devel op-
ment at CSL. It should address efforts to mitigate these effects through stabilization
and restoration of archaeological features at the site, along with forming policies on
archaeol ogical efforts prior to any proposed ground disturbance at the site.
3. Security

Also needed is a plan that addresses safeguards against vandalism, looting and
other illicit uses of the area, as well as the safety of visitors to the site.

4. Research

Clear research goals and policies should be spelled out that will guide all field
research at the site, and specify priorities, procedures and practices.

5. Monitoring

A monitoring plan should be put in place that will measure the application and
effectiveness of al CSL policies.
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6. Marketing

A tourism marketing plan is needed to address overall approaches to market CSL,
aswell asindividual vehiclesfor advertising (e.g. web page, print material, and
partnerships).
7. Funding Strategy

Strategies to provide funds for financing maintenance and improvements at CSL
should be developed. Possible meansinclude admission tickets, sales of collateral
materials (e.g. books, posters and other souvenirs), partnerships and grants.
8. Legal Mandates

All legal norms, laws, policies of INAC, ANAM, and other relevant agencies and

organizations should be assembled and studied. Thiswill form afoundation for
management planning at CSL.
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