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PRESENTATION 

The purpose of the present evaluation is to determine the overall 
impact ot the BOSCOSA Program in the Osa Peninsula taking into 
account the history of the organization, but with emphasis on the 
activities carried out in 1993. Nine specific subjects of study 
wera stipulated. The intent was to quantity the impacts in each 
area to the exten~ possible, in addition to a qualitative 
analysis. . 

Two major evaluations of the Prog~am have been carried out 
previously. The first, in 1989, waf' a 'joint World Wildlife 
Fund/USAID Costa Rica project. The second, in November, 1992, 
was carried out by the Biodiversity Support Group for USAID/Costa 
Ri~~. These evaluations are quite thorough and detailed. It is 
not the intent of this evaluation to replicate those studies. 
The limitations of personnel (one person) and time available to 
complete the project (one month) make inevitable the relative 
superficiality of this work. The current document should be seen 
as a compliment to the earlier evaluations, and an update of the 
situation through March 1, 1994. 

The work was carried out during the month of February, 1994, and 
included a one week visit to the Osa Peninsula. The ~ethodology 
consisted of review of documents by and about the BOSCOSA 
prOject, and interviews with Program staff, members of groups 
working with aOSCOSA and ather local residents •. Staff members 
from each Program Area provided the information on activities 
realized from January, 1993 through February, 1994. 

I, wish to thank all the people in the Osa and in the Neotr6plca 
office in San J086, who' assisted in the recollection of 
information. Sp~cial thanks to Director Juan J086 Jlm6nez, who 
patiently went over the minutia of projer.t history and activities 
hour after hour. 

I I 
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INTNODUCTION 

Project Setting 

The Osa Peninsula, approximately 175,000 ha in size and located 
in southwestern Costa Rica, contains the only remaining lowland 
wet forest on the Pacific coast ot Central America. The 
Peninsula, which began as a volcanic island between 65 and 135 
million years ago, now includes 'within its limits the Corcovado 
National Park, the Golfo Dulce Forest Reserve, the Guaymi 
Indigenous People's Reserve, the Isla del cano Biological 
Reserve, the Sierpe-Tarraba Mangrove Reserve, Golfito Wildlife 
Refuge, and other non-protected lands. 

Of the roughly 50,000 inhabitants of the Osa Peninsula, 
ap~roximately 10,000 live within the Golfo Dulce Forest Reserve. 
Most are recent immi,grantsi very few families have lived on the 
Peninsula for more than 20 years. A socioeconomic study 
conducted for the'Osa Peninsula revealed that 99.9 percent of the 
population is mestizo, and 40 percent are illiterate. 

Project Goal and Purpose 

The goal of the aOSCOSA Project is to maintain forest cover for 
productive and natural resources conservation purposes in the 
"buffer zone" surrounding the Corcovado National Park in the Osa 
Peninsula. 

The purpose of the Project is to develop and demonstrate natural 
forest management, sustainable agriculture, ecotourism and 
biodiversity technologies which are economically productive and 
contribute towards the maintenance of forest cover. 

Project Components 

The BOSCOSA project consists of 8 technical components: 
Forestry, Agriculture, Training and Commercialization, Land 
Titling, the FIPROSA trust 'fund, Nature Tourism, Environmental 
Education and Environmental Protection Measures. 
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EVALUATION AND CONCLUSIONS 

1. Local Community Organization 

1.1 In concretll terms, BOSCOSA has been instrumental in the 
formation Ol~ at least 10 organizations in the region, and has 
given assistance to at least 18, including productive 
associations, cooperatIves, yout~ and conservation groups, and 
conununlty banks. The degree of involvement with each group has 
differed, but BOSCOSA can easily said to be the institution which 
has had the g,reatest impact on community organization on the Osa 
PSl)insula. 

1.2 BOSCOSA / Community group context 

* From its incllpt:lon, BOSCOSA's policy has been to work with 
organized groups, as a way to have greater impact in the region. 
All services, frl,:)M technical forestry assistance and agricultural 
extension to envi,ronmental education were free of charge. It has 
been, and continues to be, difficult to balance direct 
intervention and guidance with the promotion of self reliance • . 
* Issues outside the control of the BOSCOSA project effect the 
performance of the groups, such as financing for productive 
projects, internal conflicts and official government policies on 
issues relating t:o'project success. 

* As of 19~3, BOSCOSA policy has changed to work not only with 
groups, but with individuals within groups and independent 
persons. They will also be charging a (subsidized) fee for 
forestry and agricultural services to groups and individuals. 

To evaluate the impact of the BOSCOSA project on local community 
organization, it 'is not enough to enumerate the number of 
organizations which have received assistance or were formed under 
its auspices. In reality, ·it is a story of relationships, 
perceptions anti ~rocesses. Has the relationship with BOSCOSA 
been beneficial to the groups, their individual members and their 
communities? Do the groups exist just to work wt'th BOSCOSA, or 
would they continue independently without its presence. Has 
BOSCOSA learned from its successes and failures, and modified 
methodologies for working with local groups? 

The answer to the first two questions varies according to the 
case beIng studied. 
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Example.: 

COOPEAGROMUEBLES: A showcase project for BOSCOSA and the zona. 
Racently failed dua to internal mismanagement. Some skills and 
land management practices have stayed with the community, but 
organizational training and direct assessment was obviously not 
adequate to the need. 

ASOFEP: Women's producti',e project. Working slowly, continues 
to receive assistance ftom BOSCOSA, but is also obtaining 
technical. and training assistance from other institutions. 

ADESCAB: Organization formed directly by BOSCOSA in Auga Buena. 
Conservation projects bringing in tncome, but group is dependent 
on BOSCOSA for administration and direction. 

Cerro Srujo Environmental Association: Differing interests 
,within the group caused it to divide into two organizations. 

SIPRAICO: Group formed to protect interests of producers in the 
region. Antagonistic relationship to SOSCOSA despite its 
emphasis on projects with producers. 

1.3 RANCHO QUEMADO 

One case stands out, as particularly important in the history of 
BOSCOSA and the zone; that of the Rancho Quemado Producer's 
Association (ASOPRAO). 

When BOSCOSA initiated activities in the Osa in 1988, Rancho 
Quemado was chosen as its pilot community. ASOPRAQ was formed 
specifically to work with BOSCOSA in conservation and productive 
projects. Each of BOSCOSA's areas carried out projects with the 
group: reforestation, agricultural production (pejibaye 
plantations), environmental education, organizational training, 
artesanry, and eventually land titling and forest management 
plans. For four years ASOPRAO received more concentrated 
attention from project staff than , any other group. Then, in 
November of 1992, ~OSCOSA was 1n no uncertain terms asked to 
leave. 

A full analysis of the reasons for the failure 1n Rancho Ouemado 
is outside the scope of the present e'valuat1on, but a brief look 
at the issue will 111ustra~e many difficulties which BOSCOSA has 
encountered in its work with local grtoups. Issues of com~nunlty 
dynamics and project methodology both come into play in this 
instance. 

One informant, Carlos Gutierrez. forml!!r 'pres'ident of the 
ASSOCiation, offered his opinion: "BeJSCOSA is a good 
organization, but maybe it came too sc)on. People weren't really 
'prepared; they haven't really understc)od some concepts like 
conservation and' resource management, or working cooperatively". 
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He also felt that SOSeOSl'. projects did not suftlciently addro •• 
people'. immediate need tor ~a.h income. The tetore.tation and 
pejibaye projects dre long term ventures; what people perceived 
was that they were workina hard and going to a lot ot maeting., 
but not aeeing any income. 

In relation to tha art.sanry training project, Yolanda Carrillo 
a180 reports that divisions within the group war. an important 
obetacle. "The artesanry project was good, but there was no 
unity within the group. Without unity you can't do anything." 

Nevertheles8, the goneral attitude toward BOSCOSA in Rancho 
Quemado i8 one ot bltte~ne88 and resentment. BOSCOSAts problema 
'~ith the group SIPRAICO jntluenced the Situation, creating 
8uspicions and conflicts. However, if the members of ASOPRAO and 
the community had been receiving enough direct and concrete 
benetit from the project8~ the SIPRAICO conflict would not have 
found fe&tl1e ground in Rarcho Ouemado. The bottom line 
perception ot local reslderltll and others in the region is that 
BOSCOSAts projects failed, left useless and expensive pejibaye 
taking up space in th~! farms, and then they left. 

The project in Rancho Ouemado has left both positive and negative 
impacts in the community. There 1s now organizational and 
cooperative experience. A conservation/youth group was formed 
within AGOPRAO, "'''li'ch will continue working in the conununity. 
Consciousness of the benefits of resource conservation has 
increased, and large areas have been reforested. On the other 
hand, suspicion toward outside £roups has also increased. 
ASOPRAO will probably cease to exist once its remaining loans are 
paid off, and people are discouraged about working in groups. 
There is no ade~,ate market for the pejibaye crops, and much 1s 
being lost. ' 

BOSCOSA staff was equally discouraged by the experience. 

Regardless of the factors contributing to the situation, the 
failure of BOSCOSA's pilot project in this manner raises serious 
questions about its objectives and methodology. If BOSCOSA's 
mission i8 to imp~ove living dOd resource management conditions 
in communities such as thi. one, how could it have failed so 
badly? 

Did the projects address local needs? 
Was BOSCOSA able to maintain adequate contest-sensitive 
communication with residents? 

The answer to these questions appears to be no. 

What is BOSCOSA's responsibility to the community now? 
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Conclu.ions 

1.4 The i.aue ot group •• 1~-r.liance t. an extremely important 
one trQM a long term perspective. All the groups roceiving 
as~1atanc. from ftOSCOSA raalize that they must function 
tndependently, soonor or later, and optimistically inalst that 
they will be able to do so. However, if a group 8uch aa ASOPRAO 
which received tour year. of inten.tve a.'iBtance can not survive 
aftar breaking contact with BOSCOSA, and COOPEAGROMUEBLES can not 
survive despite ongoing SUperv1810n, will the smaller groups fare 
b.tt~r? SOSCOSA should put emphasis on ~tr~ngthening leadership 
and conflict resolution abilltie. within the groups. 

I 

While it i8 inevitable that 80rna groups will be successful, and 
other not, BOSCOSA, aa the intervening institution must accept 
the challenge of doing evarything it can to assure pODitlv8 
Qutcome.. Even in difficult situations such as in Rancho Quemado 
and COOPEAGROMUEBLES, aOSCOSA should analyze what it can do to 
salvage the projects which it was instrumental in starting; for 
eXaRaple by establishing a market for ASOPRAO'. pejibaye crops. 

1.5 The interests of the ~ommunity organizations and BOSCOSA a~e 
generally compatible. All parties want to raise local standards 
of living. More groups are becoming concerned with the 
conservation and sustainable management of natural resources. 
Problems arise in the definition and implementation of specific 
activ1tie8~ aOSCOSA should improve its communication and needs 
assellsment ,~~~111s irl order to assure that its methods are 
appropr.1ate. 

1.6 It is not clear that BOSCOSA has sufficiently studied the 
poor outcomes of two cf its ~06t important ~roject g~oup8, and 
n~ocUf1ed its strategies for working with other groups and 

'communities. This is of vital importance for the futuz'e of the 
BOSCOSA project, as well as the ,Neotropica Foundation's projects 
in other regions. I • 

r..., . 
~~ ~ . 

..:..-
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2. Employment Generation and Other Economic Indicators 

2.1 Whil. Irvine, at ~l. identified only 10.5 workers employed 
over a 9 month period in 1989, the A~D evaluation led by Caberl. 
in 1992 identified 56 job. created aa a direct result of BOSCOSA 
activiti •• , the Majority in handicrafts, wood processing and tree 
nur •• ria.. Since that time, tho wnployment generation po::"orama 
haa changed considerably. The jobs created by the 
COOPEAGROMUEBLES saw mill and carpentry shop (secondary 
processing) have ceased to exist, as well as the employment 
generated by the various tree nurseries. 

2.2 Agricultural activities are c~rrent1y having a greater 
impact on employment, albeit in the form of short-term 
contract~al jobs. Project staff reports 44 direct beneflclar~es 
through the 1993-94 Roots and Tubers project (farmers 
participating directly), and 304 indirect beneficiaries as field 
laborers. In addition, 18 people have been employed in the 
packing plant through the months of January and February. 2ach 
worked an average of 30 days, at cl.200 per day, for an average 
t.ota1 of c36.000 ($269) ·per worker. 

2.3 Forestry activities gonerate permanent and temporary' 
employment, as well. 

EMPLEO GENERADO (1989-1993) 
BOSC!.lSA PROJECTS FORESTRY AREA 

TYPE OF EMPLOYMENT 
temporary permanent total 

Secondary processIng 12 1 19 

Forestr.y Nurseries 35 5 40 

Forest Incentives. 72 1 73 

Forest EKp1oitation 6 2 8 

Reforestation 282 7 289 

Forest Use Fees (AUESCAB) 4 1 5 

Other forestry actl'wities 7 6 13 
TOTAL 420 29 449 

Source, BOSCOSA staff, Forestry Area 

• Note: These figures are somewhat misleading, since some 
individuals are engaged in distinct activities, and have been 
counted for each applicable area. Disaggreqated figures for 1993 
were not available. 

I .... 

f 
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Tho eight para-for.kstera remaining in the region have found 
employment in diff_arent forms. Four were hi red 'I\n 1993 as field 
a •• iatants to a blc)rnas resaarcher, and contim .. e tn that 
employment. The 01:her four are working in their awn productive 
projects, are occaaionally hired by BOSCOSA to a~8ist with 
inventories, and 8011 their services individually to local 
farmers. One is ~lLS:o J~eactivating a tree nursel'Y with 
COOPEMARTI • 

2.4 With the change of policy to include individu~1s in training 
and 'Assistance pro'lrt.1ms, additional employment has been created 
through artesanry. While exact figures are not available, this 
is an activity with increasing participation. For the majority 
of these people, artesanry is not their only income generating 
activity, but an increasingly important ona. 

2.5 An increase in income to individuals and groups can be 
documented by the Roots and Tubers project. The net profit 
generated by the commercialization of name, yuca f tiquisque, 
chamol, malanga and ay~te from the 1993 - 1994 g~owlng season was 
c 4.856.270 ($31.534), distributed between 44 r.armers (average 
profit $717). 

2.6 Other economic indicators of the impact of the BOSCOSA 
project include incelntives paid to landholders for reforestation 
projects, natural felrest protection incentives, and tree 
harvesting through Dlanagement plans (data not available). 

2.7 ADESCAB earned c80.000 ($519) in forest users fees between 
June and Se,ptember, 1993. 

Conclusions 

2'.8 While BOSCOSA is not having· a great impact on the creating 
of permanent jobs; its projects have generated important sources 
of cash incolue for local residents. The outlook for increased 
employment in the future is good.· If the !<oots and Tubers 
project succEleds in lpromoting staggered planting schedules, it 
could genGJrata nearl;y year-round full time employment. The 
tourism proje1cts which are in the planning stages would create 
salaried posl1:ions flOr group or other community members. 

2.9 Many of the groups and projects are In need of profeSSional 
administrators., Unfortunately, these will bave to be hired 
almost entirel)' from outside the zone. 
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3. Chang •• in Attitude towards Natural R •• oure •• 

3.1 Thera was conaeDSUS among all informant. that attitude. 
toward natural ra.ources and consarvation hava, tn fact, changed 
pos;ttively. The reason for this is not, hot"ever, a naw 
appreciation for the beauty of natura or landscapes. The reasona 
ara purely ~ractical: ecoDomic benefit and legal prohibitions. 
BOSCOSA haa played an important 1'01. 1n communicating the 
benefits of conservation t~ ~ generally UDinfo~ed public. 

For example, fo~.r director Jos' Joaquin Campos influenced a 
change of att1tl~~';':' .a.n Agua Buena tbrougb his work with ADESCAB .. 
E11.azer Porras, group member, explained how Campos changeIJ their 
mind~ about traditional methods at cut and burn agriculture, 
through the community forest protection incentive program. ~We 
'weren't raised to think about that (conservation). But now many 
of us really appreCiate thAt trees are beautiful, :lUst standing' 
there. And the air is fresher - not 11ke in the places where 
they've cut all the trees down.- But, he adds, ·We're 
conservationists, but you have to get something out of it, too. 
The incentive program is good. We get money for dOing nothing 
but watch the trees grow.-

Daiay SAnchez (Ju)OFEP) ana Edwin SIMCO (COOPEAGROHUEBLES) 
expressed similar views. SAnchez explained that she and her 
group now believe in the conservation of nature, but people must 
see concrete. benefit., otherwise they ask ·why bother to learn 
about that?- Blanco asserts tbat -Sustainable development 
depends on the conservation of nature. We know that. But you 
can't motivato people unless they see personal benefits-. 

3.3 Efraim GuzmAn. local director of IDA, shared another 
perspective. Befa£~, people cut and burned the forest as a part 
of everyday produ~;:tlva activities. How that its against the law. 
they can no longer do that: their neighbors will report them. 
He says. -Yea, the change in attitude is out of fear, but tbey 
are al80 learni~g to value the forest-. 

Conclusions 

3.4 The practical aspects involve~ in cbanging attitudes toward 
nature are well known by BOSCOSA staff. Meeting economic needs 
through sustainable exploitatioD of forest re~ources bas always 
been a principle of the project. They.have by all accounts made 
great progress in t:he siz years tb~ project bas been in tbe zone. 

3.5 Nevertbeless, lack of consciousness of the importance of 
protecting resou&ces continues to be aD obstacle to the 
successful completion of project goala. Trimester' progress 
reports demonstrate repeatedly that ~ne of ths.main reasons' 
activities can not be carried out as planned Is lack of response 
from participants. One entry. regarding a workshop on 

1 [ 



environmental law, exemplifies this complaint; NTharels soma 
difficulty in motivating the communities, more environmental. 
consciousne •• i8 necessary tor them to participate". 

9 

Unfortunately, eOSCOSA activities directed specifically to this 
problem have baen vi~tually eliminated. The Environmental 
Education Area had used an outreach methodology to raise 
consciousness ha communities. In 1992, with the implementation 
of the Tropical youth Center (CJT), emphasis shifted from 
outreach to Center based activities fo~ local, national and 
international children, 8S well as training for teachers and a 
radio program direc~ed to youth. Apart from the radio program 
and occasional talks in support of other areas, environmental 
education now has relatively little impact on rurrent resources 
users on the Osa. While, as Technical Director Ruperto Vargas 
asserts, the Forestry and Agriculture Areas nngage in applied 
environmental education, a more aggressive consciousness raising 
campaign, guided by prinCiples of popular 
communication/education, could increase interest and acceptance 
of BOSCOSAls other programs. 

1 
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4. Research 

4.1 The BOSCOSA project has always been a rich source of 
inspiration and 8uppor~ for scientific and _ocial research. 
Throughout its history, BOSCOSA haa hosted uncounted researchers, 
and &n9wered questions for an, even greater number of people who 
were studying BOSCOSA itself and its associated project~. In 
this way, SOSCOSA has contribut~d significantly to the production 
and transmission of knowledge within the region, nationally and 
internationally. 

As a general policy, BOSCOSA does not c:p~ry out research 
projects, itself, but promotes investiQation by other individuals 
or institutions, and provides services for them at the BOSCOSA 
Center. 

4.2 Over the last few years, a number of important studies have 
bee~l carried out by or with the collaboration of BOSCOSA. These 
include the studies for the Golfo Dulce Forest Reserve Management 
Plan and the Rapid Ecological Survey. Each of theses studies 
recommended further resear~h which needs to be pursued, but 
little has been done to follow up these recommendations •. 

4.3 The recently combined Research and Information Management 
Area was in charge of oversight and coordination of these 
activities. Tte recent resignation of its coordinator has 
paralyzed so~e information management activities. 

4.4 In 1993 - 1994, BOSCOSA hosted a number of researchers, 
doing studies on the following topiCS: 

-Evaluation of SOSCOSA 
-Study of COOPEAGROMUEBLES 
-6 Theses on the reproductive biology of tropical forest trees 
-Non-wood forest products 
-Forest regeneration 
-Varios botanical studies 

None of the above works have yet been published. 

4.5 A consultant manages what are considered internal research 
proJects, through the Environmental Monitoring project (a 
response to the Rapid Ecological Survey). Current subjects 
Include: 

-Insect populations In natural and managed forests 
-Biomas production 
-Rivers 

f ' 
I 

r 
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4.6 Other research activities are carried out by the different 
Areas of the project in support of their work. For example, 
Agriculture technicians ara working with biologists from the 
University ot Costa Rica to resolve a problem with the insects 
that pollinate the Guan6bana plants in Caftaza. Feasibility 
studies tor marketing ot agricultural products and tourism 
services are carried out by staff, ntudents and consultants. 

Conclusions 

4.7 While research is not a central strategy of the BOSCOSA 
project, the results of scientific and s~cial studies are 
invaluable to its work. BOSCOSA has extended itself well to 
encourage and, support rE/!search, including the establi shrnent of 
agreements with national and international centers. 

4.8 One area which requires greater study is the social context 
in which BOSCOSA operates. Staff needs to better understand the 
social dynamics of the communities with which it works, and place 
the economic and cultural changes within their historical 
context. This information could also be useful in influencing 
policy decisions of government institutiO~s. 

I~I 
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5. Diversification of Economic Activity 

5.1 While the 1992 evaluation (Cabarle, et.al.) found few 
resul ta in this area, the 1as,t year has seen an expansion of 
BOSCOSA's impact in the diversification of economic activity in 
the Osa. The project's initial contributions in this area 
consisted primarily in introducing reforestation as an economic 
activity, introducing pejibaye cultivation, and expanding 
guan6bana plantations. By the begInning of 1993, those 
activities had expanded to includ~ forest protection incentives, 
management plans and artesanry. During 1993, projects 
diversified once again to, include nature tourism activities, and 
roots and tuber cultivation along with more direct mark,eting of 
crops. 

5.2 The recent project with the greatest impact in the zone is 
the non-traditional agriculture roots and tubers project. 

AREA CULTIVATED IN ROOTS AND TUBERS / BOSCOSA ASSISTED 

1992 

5 ha. 

1993 

58.6 ha, 

1994 

120 ha 

44 farmers are participating directly in the project, most of 
whom had previously cultivated traditional crops such as corn, 
rice and beans (although some had partiCipated in the guan6bana 
and pejibaye projects). The number of participants will probably 
increase in 1994. 

5.3 In a parallel project, the roots and tubers packing plant, 
also provides job opportunities in processing of agricultural 
goods. The new, larger packing plant which ASGUACA plans, to 
develop will further expand this option, as would the fruit 
pulping plant under consideration. 

r 
5.4 Also related to the roots and tubers, is a pig project which 
will use the products discarded before commercialization. 

5.5 Several organizations have initiated and are developing with 
BOSCOSA's he~p income generating projects relat~d to tourist. 

- ADESCAB has established hiking trails in its community forest, 
and is collecting an entrance fee. The women's group within . 
ADESCAB is marketing artesanry to visitors. The group is 
considering opening tourist cabins close to the forest. 

- COOPEUNIORO is in the process of developing a nature tourism 
cabins project in Cerro de Oro. 

- The members of ASOFEP will soon be opening a tourist 
information booth. Although they will not charge for information 
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8ervices, the booth will provide be an outlet tor artesanry sold 
on consignment for members, as well as tood and drink. They also 
hope to sell artesanry supplies to other producers in the area. 

5.6 ASGUACA has entered the shipping business, with the purchase 
of a truck which transports produce to San Jos6 and LimOn. 

5.7 Previous activities designed to diversify economic 
activities have been less successful, in part due to conceptual 
flaws. The pejibaye project, for example, is currently a 
disappointment for participants. Maintenance of the plants for 5 
years before production begins was a strain on poor farmers, and 
when the expected market for the product was not there, many were 
understandably dissatisfied. 

5.8 While the failure of ASGUACA's guanAbana plantations to 
produce as expected is not the fault of BOSCOSA (but a result of 
inadequate agro-chemical use in the past), BOSCOSA did initiate 
further plantations with APROFISA. Without adequate production, 
a pulp processing plant is not feasible, but this leaves the 
APROFISA farmers with guanAbana that it can't process or m~rket • 

. 5.9 The 3 nursery projects started with BOSCOSA's support also 
failed, due to unforeseen events. When government funding for 
reforestation projects became inadequate to cover the purchase of 
seedlings from nurseries, fa~ers cultivated their own or took 
seedlings from the forest, and the nurseries' market disappeared. 

Conclusions 

5.10 The strong marketing component of current income generating 
projects has been vital to their success. Previous non
traditional crop projects (pejibaye and guan6bana) have been a 
less viable alternative for local people, because of 
transportation and marketing problems. The current strategy of 
identifying the buyers and planting according to their purchasing 
needs eliminates thlsproblem, and sets a good pattern for 
expansion to other non-traditional crops. 

The example of a successful non-traditional products project, may 
also motivate others in the region, within the groups and 
independent producers, to branch out into commercial products. 
The demand for the services of BOSCOSA staff may increase 
significantly. A clear policy will have to be established to 
prevent overextension of personnel. 

5.11 In regard to tourism as an economic activity for local 
residents, care should be taken that BOSCOSA itself does not 
become the competition. The Neotropica Foundation needs to 
establish a clear policy that all possible visitors will be 
channeled to local cabins before accepting them in the BOSCOSA 
dormitories. 
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6. Changes in Land Use 

NOturOl Forest CQ:'ltU: 

6.1 Many estimates of forest cover on the Oaa Peninsula 
concentrate on the Golfo Dulce Forest Reserve. which covers 
61.295 hectar8S of the Peninsula. OUtside the reserve. there 
remains little forest cover except within the Corcovado National 
Park. which should ~e totally protected from deforestation. 

In 1989, then project dire'ctor Richard Donovan estimated that the 
Golfo Dulce Forest Reserve was being deforested at a rate of 
1,500 to 5,000 hectares per year, either through degradation or 
elimination of forest cover. (Corcovado 2000) 

A diagnostic study of the natural resources of the Reserve 
estimated the 1990 forest coverage at 42,091.34 ha. (68.67% of 
total area). This includes natural and disturbed areas which 
appear as forest cover in areal photographs. 

According to recent estimates by the Neotropica Foundation, the 
rate of deforestation has not slowed in the last few year's, 
despite efforts to control logging and clearing. In 1992, 35,202 I 
ha. of the Reserve maintained forest cover (57.43'), indicating A 
loss of 3,444 ba per year. 

Annual Forest Vol~e Extraction (m3) 

Domestic Use 
Trees in Pasture 
Management Plans I 

Select Trees in Forest 
Roadside Trees 

1988 

159.58 
3,972.97 
4.292.5' 

11;392.50 

1989 

328 
3,031 
5.571 
8.560 

Source, Forestry Directorate, RincOn de Osa 

1990 

56 
1,580 
2,510 
7,386 

1993 

428.17 
485.3 

(partially taken from Diagnostic Study of RFGD Resources. 1991) 

6.2 BOSCOSA implements' several programs aimed directly at the 
protection of standing trees. 

One is the Community Forest, which is bot a project, per se, but 
an idea that can be applied in various forms. The basic concept 
is to define an ar.ea of natural forest that a group or community 
agrees to exempt from extractive activities, with or without 
monetary incentives. It was originally designed for application 
in Cerro Brujo, but could not be carried out for organizational 
and legal reasons. The structure has been put into effect on 
five occasions: 
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ADESCAB: with incentives, for environmental protection 

Total Forest Area Under 
Area Incentives 

501 ha, 231.8 ba. 

Number of Area Withdrawn 
Beneficiaries from Program 

13 10.6 ha. 

Guaym1 Reserve: for cultural preservation 

COOPEUNIORO: protection for tourism activities 

COOPEAGROMUEBLES: for productive purposes (project tailed) 

ASOPRAQ: for productive purposes (project failed) 
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(The area currently involved in these projects was not available 
for inclusion in this document) 

The Community Forest is not expected to be a permanent form of 
protection in all cases. The project with ADESCAB, for example, 
is intended to buy time. During the 5 year life of the p~oject, 
the FIPROSA trust fund will pay incentives to participants; half 
in cash, the rest into a fund which the group will receive at the 
end of the period. Project Technical Director, Ruperto Vargas, 
explains that the expectation is that the group will use the 
money to develop a project which depends on the continued 
protection of the forest, such as tourism. 

6.3 The Natural Forest Management Plan project is also intended 
to increase the value of the natural forest in the eyes of its 
owners. By permitting the selective cutting of mature trees, the 
residents should realize that by allowing the other trees to grow 
to their full size, they will earn more money than by premature 
and illicit cutting. ' 

MANAGEMENT PLAN STUDIES CARRIED OUT BY BOSCOSA 

AREA (has.) • Benefi- I plans 
Total effective ciarles approved 

1990 ·882.1 522.4 20 12 
1991 682.93 485.96 16 1 
1992 396.11 197.12 10 2 
1993 no new plans elaborated 
TOTAL 1963.41 1235.28 46 15 

Source, BOSCOSA Forestry Area data 

The impact of this project has not been that intended. First of 1 
all, the poor approval rate for the plans reflects a slgni!icant 
dedication of time and resources without concrete returns. In 
addition, while some landowners are concerned about the 
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conservation aspecta ot the management pian, mlny aea tha plan 4S 
a permit to cut trees. Onca the plan i& approved, many saIl the 
right_ to harvested wood to lumber companies (raterred to as 
"8al1ing the management plan"). The lumbar companies then carry 
out the harvest, commonly resulting in ovarcutting, damage ot 
remaining growth, wasted wood, and low plufit margins tor 
landowners. 

Aware ot this unforeseen result ot the management plan program, 
BOSCOSA is now implementing a new policy requiring the landowners 
receiving technical services to sign a contract guaranteeing that 
the statt member be the -regent-, or the forester officially 
responsible tor supervising the implementation at the plan. 'This 
may reduce demand for BOSCOSA's services, since other entities 
are now assisting the development of management plana in the 
region, su~h as DGF and lumber companies. 

6.4 The proposed Biological Corridor could serve to slow 
deforestation in the effected areas, as they will probably be 
deSignated for total protection of extremely restricted land use. 

Refgrestatioo 

6.S Reforestation, in the sense of establishing tree plantations 
as a long term economic activity, has bee~ a focus of BOSCOSA 
'activities since its inception. 

Reforestatioh: 1989 

28 ha 

1990 1991 

64.25 ba 333 ha 

1992 

100 ha 

1993 

1 ha 

The reduction in reforestation activities 1n 1992 and 1993 are 
the result of several factors: 

a. Official refo~estation incentives were no longer attractive. 
b. Rancho Quemado withdra~s from BOSCOSA projects and 
COOPEAGROHUEBLES decides not to continue with reforestation. 
c. Personnel in Forestry Area greatly reduced (see general 
conclusions). 

The 1 hectare planted in 1993 was the demonstration plot in 
APTO's property. 

However, the quantification of the number of hectares planted 
does not in itself reflect the success'of the reforestation 
efforts. The survival rates of the plantations must also be 
analyzed, along with the economic benefits for the participants. 
As Ruperto Vargas states, ·Plan'ting 1,000 hectares is no problem. 
What's hard Is ma~ntalning them-. 

Juan JosA JimAnez affirms that most of the plantations are 
generally ~ell maintained. He estimates that in Rancho Ouemado, 
roughly 90 to 95%, is in good shape, and of the area planted with 
COOPEAGROMUEBLES, 70 tQ 75% remains well maintained. Since 
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BOSCOSA is no longer working with thele two group., little direct 
follow-up haa baen dona recently. Budget and ataff limitations, 
along with the growing area planted, allo re.trict the follow-up 
that can ba given to other groups and individuals that have 
participated in reforastation. 

An unforeseen economic factor has undermined the ability of 
participants to care tor the plantationl as planned. Since the 
project initiated in 1989, government reforestation incentives 
have not increased. Originally, the incentives covered 75' of 
project costa, plus admin1~tration. Now, the incentives don't 
cover half the cost, and farmers don't always have the money to 
buy fertilizers, pay clearing and prun:lng, or buy seEldling.. As 
one cUscouraged part,ic1pant put it, wI:f the financing i8 free, 
fine. But if you have to pay it back, its not a good project. 
The first 2 to 3 years its a lot of hard work; you have to hire 
people to clear the plantation. I'll say this, reforestation 
isn't for a poor person". 

AgriculturAl lond use 

6.6 The conversion of agricultural land from traditional crops 
to non-traditional crops has been the most recent impact of 
BOSCOSA projects in this area. Most of the 58.25 ha. planted in 
1993 had previously been used to cultivate rice, beans or corn. 
Part represeqts conversion of pasture to crops. This does not 
indicate a reduction in cattle grazing activity, simply a more 
intensive use of existing pastures. 

6.7 As mentioned previously, 18 hectares had been planted in 
Guan6bana through the project, 8S well as SO hectares in 
pejibaye, in earlier years. Host of these plantations remain in 
place, though in many cases not ~el1 maintained. The plantations 
remain standing due more to the amount already invested than to 
the satisfaction of the fa~er. If an economic return is not 
aChieved, the farmers may begin to clear out these crops. 

Conclusions 

6.8 Emphasis should not be on achieving a high number of 
hectares under reforestation or management plans, but rather on 
assuring that a smaller number of proje~t8 are well carried out. 
To dedicate scarce time to quontity would do a disservice to 
sustainable development, as potentially good projects would be 
mismanaged and lost. In fact, to promote the approval of a large 
number of management plans, only to leave follow-up in the bands 
of lumber companies 'may in fact speed degradation of natural 
forests. . 

6.9 While the government may redefine itsrefo~estation 
incentive policy, and make it more attractive to farmers, BOSCOSA 
should consider looking for additional sources of financing to 
cover the costs of maintenance in the short and medium term. 

, ;)7 
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7. Land Tenure 

7.1 SOSCOSA has had an important impAct in the land tenure 
situation in the Oaa Peninaula. Starting Irom almoat zaro, any 
advance in land titling and ordinance proce.se. 18 • notable 
accomplishment. 

In 1989, Irvin., at.al. poi'ntad out that 45' of the Paninsula ia 
categorized aa a Forest Res.rve. Although famili.s were living 
and working within the Rosarve, nona had lagal titleft Only 16' 
ot land on the Peninsula is not under 80me kind of restrictive 
protaction. 

In 1990, Martinez reported the lend tenure situation lil the •• 
communities or organizations as follows: 

Canaza - 70' had legal title 
Rancho Ouemado - None 
APROFISA (SAndalo) - All 
COOPEAGROMUEBLES - None 
CoopeMarti - All 

In 1991, the Neotropica Foundation estimated that less than lOt 
of the land oh the Peninsula was under secure title. (Corcovado 
2000) 

7.2 The lack of legal status of landholders has been an obstacle 
for sustainable development in the region, and for BOSCOSA 
projects. Without titles, farmel:s are lnnellgible for most kinds 
of traditional financing. They are also barred fro. processing 
for,estry management; plans. . 

7.3 Since the Ministry of Natural Resource., Energy and Mines 
has decided to allow titling of land within the ra •• rve, the way 
is open to normalize the situation. This is what 8OSCOSA has 
attempted to do through a consultancy with CEDARENA. 

Over tbe last two years, CEDARENA bas dealt witb: 

- land titling for local residents 
- administration of legal matters for local groups 
- directed a land ordinance strategy 
- land tenure studies, current use and land capability studies 
- training in legal matters for local communities 

During this time, the process of legalizing landholdings has been 
Initiated for 37 lots, representing more than 1,600 hectares. 
Fifteen otber properties were consulted with CEDARENA staff, but 
not accepted for processing for lack of eligibility. 

Processing of these claims may take from 6 months to I year, or 
more. Funding for CEDARENA's Involvement in the project has 
terminated. SOSCOSA will have to look for some way to follow-up 

1 
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on proc ••• ing tho applicAtion., for which thoy will cont1nu~ to 
raqu1r ••• tarnal IGgal ••• t.tanG •• 

Concluaion. 

7~4 Whil8 the 18galizat1on of 37 landholding. 18 an important 
advance, given the ar.a ot the 0 •• 'aninsula, SOSCOSA can not 
hope to r •• olve the tand t.nure problem it.elt. Government 
agonc1 •• such aa IDA and MIRENEM muat taka a more active role in 
generating soluttons. BOSCOSA'. activit! •• , how.ver, .uch a. 
information campa1gna on land titling and facilitating tho 
proce •• it.8It, help .et the atage tor a larger eampa1gn. 

7.S Other l~nd tenure I •• u •• may complicate the situation 
further, such .a the propo •• d Biological Corridor. which would 
connect Corcovado to the Eaqu!naa saction of the National Park. 
Depending on the .cheme ~ho •• n for the Corridor, the inhabitants 
may b. allowad t~ 8tai ~ndet strict land u.e conditions, or may 
be forced tQ leave. Either way, BOSCOBA will have to deal' with 
the re.entment. that will be created by the further expansion of 
protected areas in the OS~. 
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8. Inltitut10nftl Participation 

8.1 Since the b~g1nnlno, BOaCOSA haa developed and cultlvata~ 
working or conlult1ng ralatiQnah1p. with other national and local 
institutione, promoting their participation in projacta of mutual 
irltar •• t. 

In 1989, trvinG, et.al., commented on the recognition and good 
image th6t BOSCOSA had among local and national institutional 
~Th. BOSCOSA team has been the inatrumental 8lament in bringing 
about a eertain activation and unitication of the sub-ragional 
otfic •• ot •• ve-al important government agonci •• including: tha 
varioue oftica. ot tha Ministry ot Natural R •• ourc •• and Mines 
(aic) (MIRENEH), the Ministry ot Agriculture (HAG), and the 
Agrarian Development Institute (IDA)-. The report a180 give. 
SOSCOSA credit for being instrumental in the tormation of UNIOSA 
(now ACOSA). 

Other collaboratora mentioned at that early pOint in the project 
include Catholic Relief Service., the InterAm.rlcan Foundation, 
ACORD!, the Dutch Government, US-AID, Har.nco Biological Station, 
Ston Forestal, Proye~co Sud/Syndicate Italiano, Paw Charitable 
Trusts, and the Packard Foundation, along with local 
organizatIons such as SIPRAICO and ASOPRAO. 

, 
8.2 Caberle, et.al., identified 18 different institutions 
supporting projects with local grassroots groups. Many of these 
donors had been identified and cultivated by the Neotropica 
Foundation. 

8.3 BOSCOSA has continued to cement and expand relationships 
with th.se and other institution8. What follows i. ~n overview 
of soma of the current relatioDships between the project and 
other entities. 

MAG, CECADE, PRODERI, and FINCA all have projects in the area, 
but few techniCians. BOSCOSA staff gives technical assistance to 
their projects. 

ACOSA and BOSCOSA coordinate Qn a number of technical and 
financial issues. They share a ataff member, the coordinator of 
their respective Natura Touri •• areas •. 

MIRENEM has hired BOSCOSA as a consultant for studies such as the 
RFGD Management Plan. 

The Forestry Directorate (DGF) and BOSCOSA are involved in 
different activities. The local director of DGF would like to 
work more closely on the RFGD Management Plan, but not on other 
projects. 

IDA is interested In the titling of its settlers, but not other 
residents. 
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BOSCOSA •• tabli.hed an agreoment with CATII.£ 1:0 .erv. a. teemaieal 
.upport tor the evaluation ot permanent Iota in torolta under 
management by COOPEAGROMUESLES. 

CEDEERINA il tinishing a 2 year con.ultancy nn land titling and 
land ordinancG for the peninsula. 

The Commercialization program receivel information on national 
and international agricult,ural market. from MAG an CENPRO. 

eOSCOSA haa conaultad with IDA, DOF, I~AM, and MIRENEM with 
respect to the land orclinance strategy for the Ola Peninsula. 

An agreement haa been aigned between the Neotropica Foundation 
and the National Training Institute (INA) to provide training to 
local grouPI. 

Conclusion. 

8.4 While many m,.atings are held between BOSCOSA staff and other 
governmental and ',lon-governmental foati tutions in order to 
coordinate projects and strategies, BOSCOSA has been the most 
likely to act Of, the resul,ts. As the SOSCOSA stalf pOints out 
frequently, .they have taken on activities which should be assumed 
by other institutions, especially the state. They have moved to 
fill in the vacuum of eervices on the Peninsula, and in this way 
have been an important force for regjonal development. 

S.S Project staff, however, becomes overextended in its attempt 
to meet the need. of local residents, thereby diluting its 
impact. BOSCOSA needs to find. way to transfer some activities 
back to the other. institution., or charge fees that permit the 
hiring of additional paraoonel. It should continue with ita 
st~ategies for generating political support for regional 
development projects which will involve a number of institutiona, 
such as the lancS .ol·cSlnance plan. 

Ie 
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9. Training ond T.chnical A •• ietance 

Training: 

9.1 In 1992, Cabarla, at.al., report.d tha~ 80ma 186 people (72 
women, 114 men) had received training through the BOSCOSA 
program. In 1993 and the first two month. at 1994 alana, that 
number incr.a.ed by mora than 122 (5~ woman, 68 men). During 
thi. p.rio~, the majoritr of the activities raported fell into 
the category at Project Oevelopment, and included training 
•••• 10n. on project and proposal development, and direct 
assistanca to spacific project •• 

Subject of Activity. Number of Activities ____________ ~ _______ M~ ____ ~ ____ ~ ______________________ _ 

Organization and 
Accounting 6 

Marketing 3 

Project Development 9 

Artesanry 2 

Guidebook or manual development 2 

9.2 Eight para-foresters continue to receive training from 
BOSCOSA, as well as other institutions (2 participated in a 
course on pesticide management at the EARTH, 3 participated in an 
International Tropical Forestry Workshop organized by the World 
Wide Fund for Nature). 

9.3 The Training Area also i8 teaching group members to 
marketing proce.s, in a learn-by-doing format. 

9.4 BOSCOSA also arranged for the National Training Institute 
(INA) to give three courses to group members (administration, 
budgets, guan6bana production). 

9.5 Trimestar reports also mention I workshQp on use of agro
chemicals, and three workshops on environmental law (with 
CEDARENA). 

9.6 A trainer has been working with groups in San Juan, 
COOPEAGROMUEBLES, the Guaym1 Indigenous Reserve, Cerro Brujo, 
ADESCAB and ABOFEP on artesanry ~roduction, as well as with 
individual. in La Palma and other communities. In 1993, emphasis 
of the work was split equally between training and marketing of 
products. 

9.7 BOSCOSA is clearly a major source of training in the region, 
and concentrates on issues of immediate value to participants. 



.1 9.8 Saveral ~onc.rn. were detected, however, among members of 
the group. benefiting from the training. 
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One problem that continuas to come up 1. the scheduling of 
training •••• ion.. While one participant may prater to raceive a 
complete training cour.e full time for two week., another would 
not ba able to abandon his/har other responsibilities. Courses 
in which woma~ ara participating must take into account patterns 
of hous.hold work for which they ara responsible. 

Another concern cit,ac1 was the academic level of some coursea, 
particularly the accounting component. Trainera must make basic 
accounting tachniqu48 accessible to people with very little 
background in matbamatics and record keeping. 

Lack of individual follow-up to courses was also mentioned as a 
, factor limiting the benefits of Training to groups and 

communities. Its one thing to receive material in a classroom 
setting, and another to apply it in practice. PartiCipants have 
lacked confidence and motivation to implement new techniques and 
ideas on th~ir own. 

Lack of financing for activities promoted in the Training 
sessions is reported as an obstacle to implementation in 
practice, as well. 

In addition, some of the participants representing groups in the 
courses have not completed the t,ra1n1ng, or have left the area 
soon thereafter, leaving the groups without the'benefit of the 
sk11Is·obtained. 

For these reasons, BOSCOSA's Training program is often perceived 
aa not being sufficiently inclusive, or prodUCing concrete 
results. 

9.9 On the other hand, regardless of the immediate impact on 
groups or communities productive project. an4 organizational 
structures, BOSCOSA has initiated an i~portant process of human 
resource development within its area of influence. Men, and 
especially women, who may have had little access to formal 
training of any kind have been introduced to the concept as 
80mething that applies to them, and can improve their lives. 
Training generates confidence and skills that will benefit the 
individuals and groups in the long term. As Daisy SAnchez 
(ASOFEP) explains, some of the groups working with BOSCOSA have 
failed, but the people who received training ·se defiende mas·, 
are better able to protect their interests. They now know what 
an association is, and what it can do, she continues, and they 
know how to look for help when they need it. 

9.10 For some, BOSCOSA's Training program has offered hope for 
personal development. Sixteen year old Ronny Picado (Guajipal 
Youth Group), for 'example, dreams of becoming a'para-forester 
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through BOSCOSA'a program and working for conservation in the 
ragion. He do •• n't see opportunities for formal studies outside 
the Osa. 

Technicol Aoeistonce 

The technical assistance otfered by BOSCOSA staff is carried out 
under the distinct area haadings. 

9.11 In the Area of Agriculture, tha 44 farmers participating in 
the Roots and Tubers projact can be noted. Follow-up as~i8tance 
was provided in other aspects of agricultural activities, such 8S 
guan4bana and pejibaye. 

9.12 Five groups are receiving technical advice on Nature 
TQurism development and mar~etlng: ADESCAB, ASOFEP, COOPEUNIORO, 
the Puerto Jimenez Chamber of Tourism, and Information Offices in 
Puerto Jimenez and ACOSA. 

9.13 The Forestry Area is dedicated almost completely to the 
provision of,technlcal assistance in reforestation, forest 
management plan development, natural forest protection. 

TOTAL BENEFIC~ARIES FORESTRY EXTENSION, BOSCOSA 

1989 1990 1991 1992 1993 TOTAL 
Forest 
Mgt. 0 20 16 10 0 46 
Reforest. 15 21 145 22 7 210 

Forest 
Incentives 0 0 0 13 0 13 
Forest 
Use Fee 0 0 0 0 7 7 
Cerro 
Brujo 0 0 0 11 0 11 
Com. Forest 
TOTAL 15 42 161 56 '14 287 

Note: Table includes only new lnitiatives, not folluw-up to long 
term activities. 

9.14 Fifty-two cases have received professional assistance from 
CEDARENA lawyers in land titling. 

9.15 A problem with technical assistance cited by staff members 
from several Areas, 1s that it has always been offered free of , 
charge in the past. They feel that this inhiblts the commitment 
of the beneficiaries to the projects, be they ag~icultural 



25 

production, reforestation, or tourism development. The currQnt 
chan". in policy toward charging" subaidized fa. felr technical 
a •• istance will increase it~ value in the eye. of the groups and 
communitie.. Care mu~t be takan, however, not to marginalize the 
poorest community member.~ who could not afford to I)ay for 
extension services along with other inputs to production. 

9.16 The methodology used 1n technical assistance 1s learn-by
doing, in which the technicians explain and demonstrate 
practices, and then the farmer must carry out the p~oject on his 
own. With adequate follow-up, this method is effective and 
appropriate. 

9.11 There is a perception among local residents that the 
technical assistance that ~hey have received from BOSCOSA is of 
good quality, by that it has not addressed people's basic needs. 
The guan4bana and pejibaye projects are frequently cited as an 
example of this, where after much investment and labor, both 

, crops ,lack'-adequate l!Ulrke.~s. Several informants notted the need 
to study the benefits that can bEt expected from cropls before 
their intr04uction. Current project emphasis on marJ(eting seems 
to be solving this proble~. 

From Extension to Training 

9.18 A new policy will be implemented over the next few years, 
which will tend to limit direct technical extension services, and 
emphasize training activities. ,Project Director Juan JosA 
Jim6nez explains,,·The working context has changed in the Osa: 
environmental education has had its effect, and people now 
appreCiate the resources more. People now look for technical 
assistance from other sources. The DGF and lumberers also do 
management plans. But there are fewer groups doing training.-

This policy decision is not based on a formal evaluation or 
analysis of the effectiveness of Training vs. Extension in the 
context of the Osa. Rather, it is based on the experiential 
impressions of staff members, and practical limitations of 
funding and staff time. 

Conclusions 

9.19 If the emphaSis is to be changed from technical assistance 
to training, then a thorough system of. fellow-up to the training 
must be devised, or a partiCipatory learn-by-doing methodology 
must be used, with significant one-on-one coaching. The deSire 
for more direct intervention and follow-up to current training 
programs is manifest among the groups. An increased emphasis on 
training must not be allowed to reduce contact between BOSCOSA 
staff and the communities they serve. 
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GENERAL CONCLUSIONS 

STAFF/IMAGE CRISIS 
I 

At this moment in time, the BOSCOSA proj&ct i8 in a very 
difficult and delicate position. Ita credibility within the , 
communities it serves i8 at a low. Funding and staff capacity 
are insufficient to tum the situation around. The crisis that 
has been building for the last year and a half must be resolved 
quickly, if BOSCOSA is to maintain effectiveness in its work. 

The source of current problems may be traced back to a period of 
rapid growth of project activities and geographic influence. 
BOSCOSA started wi th one pi.lot communi ty, Rancho Quemado, and 
then expanded to work in 4 communities. In 1991-92, project work 
was extended to encompass 8 communities. New staff was hired, as 
new activities were introduced. Several project areas were 
operating simultaneously in the same community. BOSCOSA was 
assuming a complex of wanting to be -everything to everyone-. 

Current Director Juan Jos6"Jim6nez dates the current crisis to 
the end of 1992. Around that time a number of factors came into 
play: 

* The Environmental Association Cerro Brujo split into two 
groups, despite BOSCOSA efforts to hold them together. 
* The confrontation in Rancho Quemado caused BOSCOSA to withdraw 
from its work ther~. 
* Staff was discouraged by these events, some began to leave the 
program. 
* Staff productivity fell, motivation plummeted. 
* Further AID funding was uncertain, causing doubts about the 
future of the project. 
* The Neotropica Foundation initiated two more major regional 
projects. Some SOSCOSA staff was transferred without sufficient 
transition time. 
* Bureaucratic processes within the Foundation increased, 
requiring more pa~erwork time. 

Large scale turnover of staff throughout 1993 reduced ability to 
deal with these events. Staff loss includes: 

Jos6 Joaquin Campos, Director - resigned - replaced by Juan JosA 
JimAnez 
(J.3. Jim~nez replaced as Technical Coordinator by 
Ruperta Vargas, who's position as forestry technician 
was not refilled) 

Hugo Alvarez, training - transferred to another project -
replaced by Wagner Leiva 
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Ana Patricia Obando, long time project .ecretary an4 

administrative A8sistant - aftar salary dispute 
transferred to another position in the Foundation - nat 
reploced, duties divided between another s.cratary and 
Genar&l Services of the FN 

Magda Varga., Social Promoter ainca 1988 - resigned - duties with 
the radio program taken over by Victor Pizzaro, Troining 
duties not reploce'd. 

Arecel1y Retana, Training - resigned after salary dispute -
consultant hired for 3 months to complete project. 

Walter Rodriguez, Natura Tourism coordinator - transferred to 
another project - replaced by Rogelio Vargas 

Eliomar Vargas, Forester - transferred to another project - naL 
replAced 

Silvia Chaves, leader of legal project with CEDARENA - asked to 
be reassign~d - replaced by another lawyer 

Valentin Jim6nez, Forestry Analyst, Research and Information 
'mana~er, head of BOSCOSA office in San Jos' - resigned 
after salary dispute - not replaced 

The forestry section in particular has been decimated. 

BOSCOSA Staff - Forestry Area 

foresters para-foresters 
1989 2 0 
1990 4 0 
1991 4 2 
1992 3 2 
1993 2 2 
1994 1 2 

A turnover of this kind over the 9 month period from May of 1993 
to January of 1994 is a serious blow to project continuity and 
effectiveness, especially when it includes long time personnel. 
Juan Jos' Jim6nez agrees that -the principal resource of a 
project is its staff-, and that the loss of personnel has 
intensified the crisis. 

This reduction in staff size aggravated the problems mentioned 
above that had not been resolved. At the same time, BOSCOSA had 
created expectations in 8 separate communities, and expanded to 
work in additional project areas. Staff was unable to give the 
time to each one that was needed, and that each group had come to 
expect. Also, the quantitative goals under which the project was 
funded were not reduced. 

At the end of 1993, the failure of COOPEAGROMUEBLES topped off 
the list of factors defining the current crisis. 
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For a project ,pch as BOSCOSA, its credibility and reputation in 
the community ia the baae to,'( all other work. It me~ma the 
ditterence between carrying ~ut a leriea of activit1 •• , and 
fomenting a regional prOC,8.8 t~,ward 8ustainable development. 
CUT.rentlYf the p.rc~ption ot BOSCOSA i8 not generally poaitive. 

Community perception of BOSCOSA: 

• The projects ita involved with tail. Rancho Quemado (ita 
pilot project) and COOPEAGROMUEBLES failed. The paj1baye and 
guan6bana projects tat led. People ara losing money. 
Reforestation and forest incentives didn't turn out like aOSCOSA 
promised; generate ,very little income. 

* The technicians are never there when you need them. We want 
to consult with them about sOJAtathing, want them to coma to the 
community or go look for them 1n the BOSCOSA otfice, but they're 
never available. 

* Even the,staff is leaving. Some good people left. We don't 
know the new people. 

Regardless of whether these perceptions ~ro accurate or not, this 
is the atmosphere in which BOSCOSA must work today. If BOSCOSA 
is to continuo working effectively in the Osa, its strategies 
must focus on changing this attitude. BOSCOSA and Neotr6p1ca 
staff are aware at the problem, and have analyzed ways to 
recuperate image. Ji~'nez'prefers a personal approach rather 
than mount a campaign. wThe best way is to succeed, and make 
sure people know it.w 

This is true, but a more pro-active approach 1s called for under 
the circumstances. , 
While the roots and tubers project is one example of a positive \ 
outcome, effort should be made to salvage the remains of other \ 
projects in areas under most public sCl~tlny. Follow-up should \ 
be given to the reforestation projects with ASOPRAO and 
COOPEAGROMUEBLES. Markets should be secured for the pejibaye \1 

plantations in Rancho Quemado.' Environmental education should 
re-initiate limited involvement with the Chocuaco Environmental 
Group in Rancho Ouemado. SOSCOSA could assist in the resolution 
of remaining legal problems of AGROMUEBLES, and encourage any 
members who wish to reactivate projects or form a new group. J 
While both these organizations have principal responsibility for 
their own downfall, and in the case of Rancho Quemado asked 
BOSCOSA to leave, the project should not simply write them off. 
1) The organizations were started under BOSCOSA's auspices, and 
undertook projects on BOSCOSA's recommendations. 
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2) To continua aS8i~tanc. to the group. now would domonstratQ to 
othor group. that BOSCOSA la committed to ita project., and 
dispel the impres8ion that it was -run out ot town-, 

COMMUNICACION SKILLS 

Many ot the problema that have coma up tor BOSCOSA have betan out 
ot their control; government polieie., funding conatraint., etc., 
but others have been the result ot their approach to cownunlty 
work. Misunderstandings Invade relationships between 80cial 
actors when one or both parts do •• not know how to communicate 
ita int.rests or intentione in Q way that the other will 
understand. BOSCOSA haa clearly detlned it. objectives and 
strategies, and knows its limitations. It haa not alway. 
succeede~ in communicating thea. concepts to the public it 
serves, or been sensitive enough to evaluate the community's 
interests correctly. 

Current project statt has almost exclusively technical 
backgrounds. Human resource development within the project Is 
carried out mostly on scientifiC and technical subjects. More 
emphasiS should be placed on the social aspects ot the project in 
training and new staff hiring. A social scientist (popular 
communication/education, SOCiologist, social psychologist) could 
be hired for an administrative position. It would be a mistake 
to assume that because of its largely technical nature, BOSCOSA's 
administrators need necessarily by technicians. This may have 
contributsd to project failings In the past. 

EVALUATION 

A lack otestablished evaluation measures Is notable in almost 
all project areas.' Evaluation is largely understood in terms of 
reaching production goals, or complying with tbe activities 
financed by donors. The training area should undertake an 
evaluation of its methodologies based on the ability of 
partiCipants to cpply the contents at the cour.... The forestry 
area should evaluate the re:lults ot its actlvltl.s in terms ot 
participant satisfaction and long tar. ecological Impact. The 
environmental education ar~e should evaluate the effectiveness ot 
its methodologies In reachl ~g the rural camp.slno population with 
convincing and applicable messages. The agriculture area should 
evaluate not only income generation, but also participant/group 
selt reliance. 

As part of the evaluation process, Indlcator~ should be 
established tor each area and the project as a whole, and greater 
emphasis put on maintaining this information for comparison over 
time. 



Funding propoI.II should include tho COlt. ot evaluation 
activiti ••• 

, 
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Special attention should be given to the analY8i. ot unluccolaful 
experiencea. Extornal a •• iatanca may ba na.dod to teach the core 
of .xperienc.. 8uch al in Rancho Ou.mado, aa Itatt may bo too 
clo •• to the matter tor objectivity. Under,tanding why project. 
coma out,badly i. vital to BOSCOSA and the Naotrop1ca Foundation 
in order to avoid the lame mi.take., and take advantage ot 
previou.ly overlooked opportunitie •• 

PRIORITIZING 

Givan the reduction ot atatf and funding available, BOSCOSA will 
have to pull back from being -all thing. to all peopl.". Project 
staff must prioritize its activiti.s according to overall 
objectivea. The Neotr6pica Foundation muat then secure funding 
based on those priorities. 

Thia may mean limiting work within soma communities or 
programmatic areas. It 80, this should be explicitly defined as 
policy, and clearly communicated to the group~ and individuals in 
question, 80 as to reduce expectations and avoid resentments at 
being forgotten or ignored. If involvement with projects is to 
be discontinued, provision should· be made for other organizations 
to provide similar 'services to the participants whenever 
possible. 

I 
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SUMMARY or RECOMMENDATIONS 

Each recommendation which ~pp.ar. bolow was d1.cu ••• d in the text 
ot th. docullaant. 

Pr.vioue Recommandation. 

At this tim., I would like to cite .oma ot the r.commendatione 
which were made in the previou8 evaluation (Cabarle, at.al.) in 
1992, and atill retlect concerna detected in the current study. 

1. hProvlde more follow-up,to BOSCOSA'. formal activiti •• 
(training events and technical as.istance) by giving "quality 
time" to gras.roote organizationa, •• pecially to the n.e~i •• t 
groupe. 

Progre.s has been made in thi8 area, but the nead for personal 
involvament o~ project ataff in practical application 18 atill 
apparent. 

2. "Improve communic.ation to grassroots organiz,ationa about all 
ot BOSCOSA's activities and facilitate networking among groups." 

Lack of precis. communication between BOSCOSA and the groups, and 
between groups is an obstacle to a productive and efficient 
sustainable development process. Misunderstandings and mistrust 
too often interfere with projects and processes. 

3. ·BOSCOSA should davelop a workshop/training module tor all 
technical staff concerning methodologies for working with 
grassroots organization •• ~ 

SOSCOSA staff has participated in traintng in popular 
communication, but it obviously has not been sufficient. 
Training i. still na.4ed to increa •• participatory processes and 
accurate needs ass •• sment. Perhaps hire a 80cial scientist for 
an administrative position. 

4. -Develop a program curriculum and methodology for taking 
environmental education to local communities. Environmental 
activities should target adults in grassroots organizations as 
well as chl1d:-en.-

Extel,lslon of environmental education to communi ties has come to a 
virtual stand still. Renewed consciousness raising campaigns In 
communities are needed to increase participation in other project 
areas. The campaign should not focus on written materials. since 
40 perc~nt of the peninsula's population is illiterate. 
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e. "SOaCOIA .hould empha.1zo tho oconomically productive 
activitt •• which help to meat the .ub.l.tonco and ca.h nead. ot 
local poople." 

Progro •• hal boen made 1n tho Agricultural Are. in tht. rospoct. 
The 'ore.try Are. nood. to find I way to make it. activltto. 
ra.pond more d1rectly to people" no.d •• 

Recommendationa gena rated by the currant Itudy 

6. The training component ahould .mpha.ize the .tr.ngth.ning of 
leadar.hlp and conflict re.olutlon abl1!t1e. within group •• 

While many group member. have participated 1n training course. 
meant to attengthan their institutions, fow group. have 
denlonatrated tha leader.hip capacity needed to earry on 
independently from SOSCOSA. , 

1. Analyze what can be dona to salvage parts of SOSCOSA projects 
in Rancho Quemado and with COOPEAGROHUEBLES. 

SOSCOSA needs to demonstrate ita commitment and responsibility to 
projects it starts and to group~ it works with. It needs to show 
that it won't be ~run off· by conflicts or problems. 

S. Concentrate forestr,r efforts on carrying out a smaller number 
of projects well, instead of looking for a large number of 
hectares reforested, with management plan, etc. 

Involving large areaa of land in projects where it i. impossible 
to give the nece •• ary follow-up attention i. counter-productive 
to sustainable development in the regl~n. 

9. Defina evaluation strategies for each area which will measure 
not only quantity,' but effectiveness of programs. 

Also, establish quantitative indicators, and maintain data over 
time. 

10. Promote more research on the social context. 

Most research carried out through BOSCOSA is scientific-technical 
in nature. A better understanding of the social context of tha 
Osa Peninsula would help both staff and policy makers improve 
attention to the local population. 
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11. Apply markatlng attatogJ •• with all now productive 
activiti •• 1ntroducad through SOSCOIA. 

Continued application of marketing .tratogi ••• hould avoid 
problom. that have ari •• n with oarlier project •• 

12. ..tabltah a cloar policy at non-competition with local 
tour1 •• project •• 
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The inGtallation. ot the SOSCOSA Centor and tho Tropical Youth 
Center could l it not handled well, 8ither bo in fact, or 'appear 
to be competition tor local projecta, •• pocially the upcoming 
ADESCAB cabin.. BOSCOSA can't attord that kind ot conflict with 
the community • 

13. Look for additional financing for refor •• tatlon projects. 

If government incentives are not enough to cover most of the 
coat. of ~eforestation projects, BOSCOSA should look for other 
source. of fund., in order to guarantee the success of the 
plantations and avoid financial losses for the farmers. 

14. Establi8h policy for offering technical assistance to those 
groups and ind1v1d'ual8 that can't afford to pay. 

With the new policy of charging tor technical assistance, which 
1s generally sound, provision mU8t b. mad. not to exclude the 
pooreat r.sidents. An application proce •• based on clear 
r.quir .... nt. should be established. 

15. Try to transfer 80me activities back to the government 
agencies who's mandate they ar •• 

Reduced staff and funding will make it nece8sary to limit 80me 
.ervic.s. Those which can feasibly be passed to other 
institutions should be phased out. 

FINAL CONCLUSIONS 

Despite the current problems facing the BOSCOSA project in the 
Os. Pen1nsula~ there 1s a reasonable hope that they will be 
r •• olved. If BOSCOSA and Neotr6pica staff are able to learn from 
paat failures and successes, there is every chance of entering a 
new era of partnership with local communities and groups, based 
on a clear.r understanding of the lnt~rests and needs of each, 
and on a t';Ore horizontal relatlonshilP. 



~EOPLI CONTACTED 

SQSCOSA Stott 

Juan Jo.' Jlm'nez, Director 

Altr.do Quintero, CoordinAtor, Agricultural Are. 

Rodollo Quiro., Tropical Youth C.nter I Environmental Education 

Jo.' Rogalio Varga., Promotor, Nature Touriam 

Ruperto Vargas, Technical Coordinator, For •• tar 

Juan Domingo VAsquaz, Training and Marketing 

Other. in the O.A 

Slad10 Barroso, ASOPROSA, Puerto Escondido 

Edwin Blanco, COOPEAGROMUESLES, La Palma 

Yolanda Carrillo, ASOPRAO, Rancho Ouemado 

Rolando Chac6n, DGF, Rinc6n 

Jo •• Chavarria, San Juan Development A •• oeiation, San Juan . 
Carlos Guti6rrez, ASOPRAO, Chocuaco Conservation Group, Rancho 
Ouemado 

Sfrain GuzmAn, Ragional Director, IDA, RincOn 

Haydt. Jimtnaz, independent artisan, La Palma 

Vidal Jim~nez, SIPRAICO, Agua Buena 

Juvenal Oviedo, COOPEAGROMUEBLES, La Palma 

Ronny Picado, Guajlpal Youth Group, La Palma 

Eliecar Porras, ADESCAB, Agua Buena 

Juan Romero, APROFISA, Sandalo 

Daisy SAnchez, ASPFEP, La Palma 

Sergl0 Umana, ASGUACA, Canaza 

Amansio Urefta, ASOPRAO, Rancho Quemado 
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