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EVALUATION OF THE MAYA BIOSPHERE -- 
PRCiECT: EXECUTIVE SUMMARY 

1 INTRODUCTION 

1 The Maya Birsphere Proiect 
EP) 
In August, 1990 the Agency 

for International Development 
(AID) of the US Government signed 
an agreement with the Government 
of Guatemala (GOG) to nupport the 
Maya Biosphere Reserve (MBR) 
which cover. approximately 1.5 
million hectares. The 
implementere of the HBP are the 
COC's National Council for 
Protected Areas (CONAP), The 
Nature Conservancy (TNC), 
Conservation International (with 
the Guatemalan NGO Propeten), the 
Centro Maya, the Peregrine Fund, 
and ARCAS (Association for the 
Rescue and Conservation of Wild 
Animals). 

According to the Project 
Paper, the project's Goal is: 
Improve the lonu-term economic 
well-beina of Guatemala's 
population throuah the rational 

. manauement of renewable natural 
resources. The project's Purpose 
(which leads to the Goal) is: to 
improve manaaement of renewable 
natural resources and protection 
of biolouical diversitv and 
tropical forests in the Mava 
Biosphere Reserve (MBR). To 
achieve the objectives, the 
project consists of three 
complementary components which 
are: manauement of the renewe 
itself. snvironmental education. 
and develoment of economic 
activities which use the 
reserve's tropical naturaA 
resources in "8ustainaBZuw 
fashion. Project f unda include 
$10.5 million from AID, and 513.9 
million of counterpart resources 
from the Guatemalan Government, 
and international Non- 
Governmental Organizations. The 
project began during 1991 and 
1992, reached its mid-point 
towards the end of 1993. 

1.2 This Evaluation of the Mava 
Biosphere Proiect 
The objective of this 

evaluation of the MBP is to 
assess progress toward the 
achievement of project 
objectives, and recommend 
adjustments and actions which 
increase their achievement. The 
Evaluation Team consisted of Dr. 

Craig HacParland and Juan Carlos 
Godoy, who are both biologists 
and expert. in reserve and 
biodiversity management; Dr. 
Stanley Heckadon, an anthro- 
pologist; Jaime Posadas, an 
economist, and Dr. Roger Popper 
expert in analysis and evaluation 
of projects. Synthesis of project 
documentation and monitoring data 
was provided by Claudio Saito of 
USAID-Guatemala. The bulk of the 
evaluation took place between the 
loth of April, and the 10th of 
May 1994. 

1.3 The Hava Bion~here Proiect 
in a World Context 

The Peten is a classic 
example of the complex and 
difficult social, economic, and 
natural resourcis problems 
occurring around natural forests 
throughout tropical America. 
With very weak control mechanisms 
at its disposal, the XBP must 
confront: 1) urgent natural 
resource needs of impoverished 
inhabitants; 2j pwerful economic 
interests that make big money off 
primary resource exploitation; 
and 3) massive migration and 
colonization by both the 
impoverished and :he powerful. 

The HBP has achieved many 
objectives already, and is well 
on its way to achieving others. 
However, given realities in the 
Peten, and Guatemala's chaotic 
political, social and economic 
situation, it was to be 
expected that the HBP would 
require much trial and error 
experirwntation. Therefore it ie 
not surprising that the 
Evaluation Team found components 
and aspects that could benefit 
from modification and change of 
f ocue . 
11. PROJECT DESIGN 

In general terms, the MBP 
ha8 a solid design, whose 
objectives and activities show a 
hioh dearee of internal locaic 
and coherence. Nevertheless, the 
project addresses environmental 
problems in the Peten at the 
maraine rather than 'head on'. 

According to the Evaluation 
Team'e analysie of documents and 
discussion, there are two basic 
causes for the MBP'S 
'marginality: 1) The project 
treat8 the major institutional, 



MBP Maya ... Biosphere Profact 

MBR Maya Biosphere Reserve 

NGO Non-Governmental Oraanization 
- - -  -- - -- - 

N.P. National Park 

PROSELIJA The Project for Saving the Peten 

RE NAP3 Regional Natural Resource Management 
Project (USAID) 

RODALE Rodale Institute --. 
S IGAP Guatemalan System of Protected Areas 

SEGEPLAN General Secretariat for Economic Planning 

TNC The Nature Conservancy ..-- 

TFAP Tropical Forest Action Plan 

UICN International Union for the Conservation 
of Nature 

UNEPET Planning Unit for the Peten 

USAC San Carlos University of Guatemala 

WCS l~ildlife Conservation Society 
1 

WCTI 1 Wildlife Conservation Trust International 



social, economic and political 
forces operating in the Peten ae 
externalities, and not as project 
components; or problems to be 
addressed by the project; 2) The 
project depends heavily on 
'environmental protectionist' 
notions of how to protect 
biodiversity, and who should be 
involved in the endeavo-. 

Major institutional forces 
not actively included in the 
project are: the municipalities, 
the army, and the church. 
(Recently some effort has been 
made to involve municipalities.) 
Major economic i n t ~ ~ e s t s  not 
analyzed or dealt with seriously 
by the project are lumber. 
interests, cattle ranchers, and 
"chiclerosw. Major social 
phenomena treated only as 
externalities by the project are 
migration from the south, 
refugees from the north, lack of 
land tenure or other land 
security, a climate of violence, 
corruption, and lack of law 
enforcement. 

A major political factor 
left unmanaged by the project 
was dependence on the good-will 
of the Christian Democrat 
.Government in power st the 
project's inception. In the 
first place, support by that 
government (which created the 
MBR) consisted more of talk than 
it did of resource allocation and 
action. In the second place, 
after two years, the Christian 
Democrats lost a presidential 
election, transferring power to 
a regime that did not place 
priority on environment~l iesyes, 
and was suspicious of endeavors 
begun by Christian Demoexate. 

Recommendations: 
The .MBR must be explicitly 
conceived of a8 an area that 
unites: 1) total protection of 
biodiversity and ocological 
processes with human interference 
in Nuclear Zones; 2) the 
conservation and sustainable use 
of natural resources in Multi-Use 
Zones; and 3) the production of 
goods and services for the 
region's inhabitants (including 
ecological restauration) 
in Buffer Zones. 

During rhe next phase of 
execution a policy component to 
the MBP must be developed. It 
should begin with policies 
directly connected to the Peten 

such as: land tenure policy; 
settlements and refugees; zoning 
of nuclear. multi-use and buffer 
zones; highways, oil ducts and 
infrastructure; corruption and 
impunity; and stakeholder 
analysis (who wants what why) for 
all the above. 

CONAP , CONAMA , 
environmental NGOs, and donors 
need to mount an aggressive 
campaign which: involves 
national figures in the defense 
and survival of the HBR; 
strengthens the Coordinating 
Committee for the MBR; and 
develops new budgetary systems 
for the MBR. 

A proceee must be initiated 
of incorporating into the MBP all 
important economic and social 
groups in the Peten, including 
the church, the army, lumber 
interests, live stock interests, 
chicleros, etc. 

111. PROJECT IMPLEMENTATION 
SYSTEMS 

3.1 Implementation Secwence 

Dependence on 
"environmental protectionistw 
notione about how to protect and 
manage wildlands and biodiversity 
is reflected in project 
implementation decisions (where 
to do what, when, and with whom). 

Geouraphic Secmence: 
Instead of a strategy of gradual 
consolidation with a base in 
Nuclear Zones, :rict 
:protectioniatU control measures 
were applisd all at once in the 
Multi-Use aud Buffer Zones. There 
was no initial establishment of 
protecting and consolidating 
control within and around the 
Nuclear Zone befoze extending 
efforts to the Multi-Use and 
Buffer Zones. 

Sequence of Activities in 
Time: The classic sequence of 1) - 
protect; 2) investigate educate, 
and make policy; and 3) promote 
sustainable economic activities 
makes theoretical but not 
practical sense in the Peten. 
When inhabitants already depend 
on the natural resource for 
their survival and economic 
profZ.t, the three components need 
to be applied simultaneously, or 
in a different sequence. 



Recommendations: 
The MBR protection strategy 

r~eeds to be re-designed to focus 
on the Nuclear Zones, with 
conservation stations, control 
posts, marked limits, patrols, 
and attention to visitors. 

From the Nuclear Zones 
outward, design a gradual 
expansion of presence to the 
multi-use and buffer zones, 
under~tanding and accounting for 
the realities confronted by the 
inhabitants who depend on the 
naturai resources. The expansion 
procees must inclu4e natural 
resource users actively in 
identification of interests, 
resolution of conflict, search 
for consensus, and application of 
MBR management components 

There is an urgent 
necessity for developing a 
Monitorinu and Evaluation 
component with the objective of 
effective project design changes 
during the life of the project. 

3.2 Natural Forest Manaqement 

A heated disagreement has 
developed around how to treat 
concessione to exploit natural 
forest. It io the opinion of the 
Evaluation Team that much of the 
disagreement comes from the 
implicit assum~tion made bv 
"environmental Drotectionists" 
that when the benefits of a 
forest manaaement activitv are 
analvzed. the apvromiate 
com~arison is with the farest in 
its virain state. , 

The eelection of the 
appropriate comparison 
(opportunity cost) should be made a 

on the baoio of variour factors 
including: 1) tha currant 
treatment of neighboring forests, 
2) current activitier, plans and 
desire6 of tha ares inhabitants. 
For a threatened forert, the 
appropriate comparioon may be 
partial or total destruction of 
the forest, and not the foreet in 
its virgin state. 

Recommendations: 
All project participants do 

a soul eearch regarding 
attitudes, analytical models, and 
actions to date regarding natural 
forest management, and forestry 
concessions. 

A procese of confrontation, 
resolution, and forging of 

consensus must be applied to 
natural forest management, and 
forest concession issues. 
Specific plans for demonstration 
forest management, of both 
community and commercial types, 
must be developed, approved, 
implemented and studied. 

Community leaders must be 
trained in Natural Forest 
Management, possibly through 
CRTIEJFIENARM's Natural Forest 
Management component. 

IV. PROJECT MANAGEMENT 

4.1 Institutional Strenstheninq 
of CONAP 

CONAP, with the support of 
MBP has not seen able to comply 
satisfactorily with its 
responsibilities in coordination, 
planning and implementation, or 
in managing its own resources and 
personnel. 

Recommendat ion: 
Institutional strenathenina for 
CONAP must be oriented towkd 
building administrative 
structures and mechanisms with 
emphasis on stability of 
personnel, strategic planning and 
financing. 

4.2 Decentralization 

The MBP Project Paper 
mentions the necessity of 
strengthening CECON, IDAEH, and 
DIGEBOS so that can do their 
part in implementing the MBR. In 
reality, though, involvement of 
Government of Guatemala 
organizatione other than CONAP 
has been limited to signing 
agreement a. 

Reconrm~ndation: For the 
next phase of tha MBP, a 
strategy must bo put in place to 
strengthen CECON, IDAEH, and 
DIGEBOS, involve the 
municipalities in implementation 
and leadership rolea, and 
integrate all players into the 
MBR Coordinating Committee. 

4.3 An Adminietrative Mechanism 

There appear8 to have been 
no detailed analysis of 
administrative mechanisms for the 
MBP. Basically, since the 
beginning, MBP administrative 
power has been divided between: 
1) Guatemala City with a sharing 

iii 



between the office of AID and 
CONAP, and 2) m u l t i ~ l ~  
implementors and inmtitutione in 
the Peten. 

Reccxmmndationr Quickly, 
the UBP must decentralize 
administration toward tha Peten, 
including establishment of an 
AID/CONAP coordination off3.co 
with healthy autonomy in adminis- 
tration, technical and budget 
impl~ntation, and with 
reaponribilitiam for and powers 

. of planning, coordination, and 
avaluation. 

Although all MBP 
implomanterm .hare the man10 
gonoral ana even specific 
obj*ctiverr their activitiee are 
notably dimperma and non- 
complementary. Effortm are 
ocrttered to more than 100 
comaunitiert in moat mitam only 
ona impl.nnntar ir working; and a 
larga portion of activitiea aro 
dietant from the Nuclear Zones, 

Recornendation: The HBP 
must decide botwoen wida 
coverage, and creation of live 
examples of integrated 
sustainable procarrer~ or opt 
for some balanca between 
wcoveragmw and naxamplerwn, Wide 
coverage mhould be the 
reeponribility of government 
organizationr, but of course it 
lm oary to doubt govarnnnnt 
capacity in thir regard. 

V. PROMISING FIELD ACTIVLTIES 

It ir too early to daclare 
activitiea of tha Maya Biomphare 
Projoct ruccaraful in acological 
and oconcnnic termrf howovar the 
activitira damcribad b l o w  8pp.a~ 
ptomlming. (Datailed analyris and 
reconrnendationr regarding the 
activitiea appear in tho full 
evaluation report,) 

5.1 Ttafnina of Primary and 
Secondary Teachere and 
Students (CARE) 

, In yearm 1991 through 1993, 
with small remourcem and in 
coordination with thm Hinirtry of 
tduoation, 120 .ap.tonmron primary 
and racondary toacherm were 
trained in onvitonmontal . 
.education content and padagogy. 

t v  

100 of the teachere were from the 
central zone around Ylores, Santa 
Elena and San Benito, and 20 are 
from eouthern Peten, and 75% were 
native "peteneroeW. Considering 
that each teacher has 
approximately 30 etudente in 
their claasee, it meems 
reaeonable to estimate a 
multiplier of 3600 mtudents 
trained in environmental topic. 
per year. 

The system for training the 
teachers was oasically empirical, 
through vimitm to tho Petancito 
"interpretative pathn, and mchwl 
gardens. The Evaluation Team 
attended an Sarth Dry parada 
which g w m  impreorive evidence of 
high interomt among studento in 
epironmntal activitiea. 

An additional 
accompliehnt ir production of 
education materialo by the 
teachers, including a monthly 
supplement "Peten Verde- which 
appearo in the local newspaper 
"El Reporterow. As of nay, 1994, 
12 issues have bean produced, for 
which demand juotlfiea printing 
of 3000 copies. 

So far there hao been no 
evaluation to masure the affect 
of environmental education on 
attitudes and behavior of 
children and the community. An 
interesting aspect of 
environmental education ir the 
role that children play as 
'change agento*. 

5.2 Extonoion in Aaroforertrv 
(CAM); 

In 1993, after a 
participativa diagnootic proceoo, 
CARE began agrlforestry field 
extmnoion in 15 comunitieo. 
Solid extenelon work has begin 
with: 1) groan fertilizers to 
improve soils and raise 
productivity, 2) live fencmm and 
treee in paetures, 3) mixed 
orchards with fruit and lumber 
trees, 4) management of natural 
foramtm on farm., and 5) 
participative research to improve 
uee of native plant.. The 
Evaluation Team waa impreeeed by 
the quality of CARE'S extension 
team, and by their collaborative 
relatione with the comnunitiero 
Wikh only one year in the field, 
it Is early to judge jmtmrnent 
Impact, but it ir r promiring 
start o 



5.3 Natural Forest Hanaaement 
J Centro Xaya 1 

After an i n i t i a l  fo ree t  
inventory and analyoie by 
Conscrvation Internat ional ,  
Centro Maya i r  giving technical  
armirtance t o  management of a 
cooperative-owned fo ree t  near t h e  
coamunity of Bethel. The 
coop.rativa ha8 93 ' caba l le r iae '  
of primary for.&t. Some of t h e  
f o r e r t  i n  in  a Nuclear Zone of 
t ha  Xaya Biorphere; and cut  and 
burn agr icul ture  extends t o  t h e  
foremt border. 2740 hoctarem of 
t h e  fo ree t  w i l l  be cwmunnlly 
managed in  a manner t h a t  could be 
a model for  other comuni t iee  
t h a t  m t i l l  have foremt. 
Acc~rding t o  t he  management plan, 
two primary c ~ r c i a l  rpmciam 
(mahogmy and cadr r )  and nlna 
racondary rpoclmr w i l l  be 
oxploitod. The f o r e s t  i r  divided 
i n t o  20 blocko, with cu t t ing  
cyclor of 15 yorrr. 

Since tho fo re s t  management 
proce8r 18 j u r t  beginning, it is 
m r l y  to  judgo impact, but  t ho  
tva lur t ion  Tom conridmrr t he  
a a t i v i t y  t o  ba a groat  oxporhent  
t h a t  rhould bm rupported 
throughout tho r o r t  of tho  HBP. 
The procarr murt k mni torod  
clorely ,  from roc i a l  and economic 
a8 wall am technical  pointr  of 
v i m .  Bpooial attmntion nnrmt be 
paid t o  the  poarible departureo 
from tho  mmaganont plan toward: 
1) quick economic bonefit ;  and 2 )  
u ro  of fundm 'or iginat ing i n  t ho  
format t o  onlrrge l iver tock  
a c t i v i t i a r  i n  which tho  cornunity 
i r  involved m d  vary intaror tad.  

In Soptambar, 1993 
Conrorv8tion In tomr t iona l  took 
re rponr ib i l l ty  fo r  tho  'Lco- 
lchool f o r  Upmiah' i n  O m  Andror 
whore purporor area: 1) gonerato 
omploynnnt and incoan fo r  
wpetonarorw, m d  2 )  o n v i r o m n t a l  
d u c a t i o n  tocured on t h e  Peten 
f o r  tourimt. With a #mall 
inver tmnt ,  tha  Vco-School" 
dizoot ly  and ind i roa t ly  generater 
employlslent and inconn for  93 
people, which 
m a n r  a r ign i f ican t  economic 
contribution i n  rmall comaunity 
l i k e  Ban Andrar. Prorrure on 
natural  ~orouromr i r  low, and the 

school function8 within t he  
Minietry of Education's Syetem of 
Extra-curricular Education. 

5.5 Potpourri (Coneervation 
International-PROPETENL 

Pot-pourri coneiets  of 
ornamental arrangement6 of 
botanical  material  ( t h e  majority 
from "boeque eo tow)  which a r e  
col lected,  dr ied,  died, and 
packed fo r  comnercialization. 
T h e  factory eupportad by 
Coneervation Internat ional-  
Propeten for  producing potpourri 
i e  i n  tile community El Cruce doe 
Aguadae. Pul l  time employment 
hae been generated for  6 people 
i n  the  factory,  and 117 providere 
of primary-material. P r o f i t  

'marginm vary wid-1 drpmnding on 
quantit hi# and p&ci&hp. A8 of 
t h i n  writ ing,  t h e  f i r r t  700 pound 
export mhipmnt of potpourri  i r  
a r r iv ing  a t  19 mtoror i c  t h e  US. 

V I .  THE NBP AND USAID- 
GUATSEULA ' 8  NATURAL 
RESOURCE STRATEGIC 
OBJECTIM 

The HBP ir  a cen t r a l  
component of ~ 4 u a t ~ a ' q  
Natural Rasourco Manaament 

whooe S t ra teg ic  Objective 
i m  Jm~roved manaaomant of t h e  
natural  rerource bar. t o  r u m  
conrervation of biodivermity, a8 
maaeured primarily by t h a  
indicator  ;eduction og -- 
aream. - 

The MBP ham made eeveral  
attempto a t  da ta  roriam and 
projectionr with t he  in ten t ion  of 
rhowing 8 ro la t ionrh ip  kt-n 
t ho  project  and daforar ta t ion 
r i t a r .  Tho 8 ~ & 1 u a t l o n  T m u  
carefu l ly  examinad t h e  da ta  and 
modelr, and concluded t h a t  thoy 
arm not ya t  ro l i ab lo  or comploto 
enough fo r  araorr ing XBP8r 
aontribution.  

Par t icu la r ly  unconvincing 
i r  neoem uro of :  - One da t a  oouxco (TIAP) and 
a hiah doforeetation rate 
( 4 . 0 - t / ~ r )  t o  ~ a c u l a t a  q 
l h i r t o r i c a l  tendoncv' and Dr 
urn fu tura  witbout fh. mro&P 
and - Another data  rource 
(SEGEPLAN) with a lower 
deforer ta t ion r a t e  ( .bout  
2.0 @/yr f o r  t ho  19808) t o  



Without solid data or 
models, it was necessary to base 
analysis of the MBP-deforestation 
relationship, not only on 
deforestation statistics, but 
also on systematic answers to the 
question: How direct and how 
massive is the relation between: 
a) MBP accom~lishments, and bl 
human qroum and behaviors that 
deforest the Peten? Material and 
tools for answering the question 
included: observation, 
interviews, documents, and AID ' s 
Logical Framework scheme for 
evaluating projects. 

Even with solid data on 
deforestation rates in and around 
the project area, this 
'qualitative and logical' 
analysis would be essential. 
Cause-effect relationships can 
almost never be proven with 
numbers alone, and this is 
especially true in the Peten 
where so many powerful socio- 
economic forces operate in 
difficult to predict ways. 

Assessment of the relation 
between the MBP and deforestation 
rates begins with the observation 
that the HBP consists of three 
components: 1) reserve 
administration, 2) economic 
alternatives, and 3) 
environmerxal education. 
Summarized, and expressed without 
Logical Framework jargon, the 
assessment of the relation of 
each component to deforestation 
rates is as follows: 

1) Reserve Administration: 
The MBP has been relatively 
effective.at communicating-the 
existence and location of the 
MBR, and the general id- that it 
is illegal to cut trees and hunt 
certain animals in the Nuclear 
Zones. 

However MPB building-of 
institutiona which implement 
controls and norme for governing 
natural resource management are, 
for a number of reasona, weak. If 
the MBP is to influence USAID'S 
deforestation objective, then 
Reserve Administration must be 
especially otrong in: a) 
prevention of illegal logging 
and, b) control of road building 
which leads to corn farming and 
cattle raising. 

with urban adult populations as 
well. MBP education efforts, 
however, are not concentrated 
massively on groups and threats 
responsible for depredation of 
forests and biodiversity. 

3) Development of 
Sustainable Alternative Economic 
Activities has been successful in 
spots. However: a) There is a 
poorly defined mix of broad 
coveraue and "livina exam~le" and 
strateuies; and b) There is focus 
almost exclusively on small 
fannere, and very little work 
with the loggers and cattle 
ranchers largely reeponsible 
(together with small farmers) for 
depredation of the XBR. 

In summary, this analysis 
concludes that the .-PI as 
currently implemented, can have 
only qlight effect on USAID- 
Guatemala's Strategic Objective 
Indicator 'reduction in 
deforestation rates'. The effect 
can be strengthened, and even 
become significant, to the extent 
that the recommendations in this 
evaiuat ion are taken serf ouslv 
and implemented. 

The Evaluation Team 
recognizes that due to weak data 
and analysis models, the 
a~sessment of the relationship 
between the MBP and variables 
such as 'deforestation rates' is 
more qualitative, and logical 
than quantitative. During the 
next two years, Management 
Systems International (MSI), . 
under contract to the HBP, will 
provide a continual presence in 
the Peten with the objective of 
making planning, evaluation and 
decisions more strategic, 
quantitative and participative. 
The pereon with the responsi- 
bility for providing this 
Monitoring and Evaluation service 
is Xr. Juan Carlos Godoy who was 
member of this Evaluation Team. 

2 ) Envrronmental Education 
is probably effective in changing 
knowledge and attitudes of 
children and perhaps effective 



1. INTRODUCTION 

1.1 The Maya Biosphere Project (NBP) 

In August, 1990, The Agency for International 
Deveiopment of the Government of the United States (USAID) 
signed a six-year agreement with the Government of Guatemala 
enabling the National Council of Protected Areas (CONAP), 
and other governmental and non-governmental organizations, 
to carry out a series of activities to support the Maya 
Biosphere Reserve (MBR). The MBR, established through 
decree law #5-90, has an extension of approximately 1.5 
million hectares. The Maya Biosphere Project or MBP was 
origLiially named Mayarema Project. 

The long term Goal of the project is "to improve the 
economic well-being of the Guatemalan people through the 
proper management of renewable natural resources". The 
Pumose of the MBP is "to improve the use of renewable 
natural resources and protect the biological diversity and 
tropical forests of the MBR." The project proposes to 
accomplish its objectives through three complementary 
components, which are: 1) strengthening the administration 
of the reserve, 2) environmental education and environmental 
awareness activities, end 3) development of economically and 
ecologically sustainable economic alternatives. 

The funding for the MBP includes US$ 10.5 million from 
USAID, and US$ 11.9 million in counterpart funds from the 
Government of Guatemala and the international NGOs involved 
with the project (CI, CARE, TNC, RODALE, and the Peregrine 
Fund) . 

The Maya Biosphere Project, whose components started at 
various times during 1991 and 1992, reached an approximate 
midway point at the end of 1993. With this in mind, and in 
fulfillment of the terms of reference for the monitoring and 
evaluation (M&E).cornponent, .this external evaluation was 
undertaken. The evaluation is also part of an internal 
adjustment process necessary for a project which is 
experimental and flexible, and which confronts many 
uncertainties. Two internal evaluation exercises, completed 
in October of 1992 and November of 1993, provided background 
for the this evaluation. 

1.2 The Objective of the Evaluation 

The primary objectives of this evaluation of the MBP 
to: 1) assess progress toward the achievement of its 
original goals and desired impact, and 2) recommend the 
actions and adjustments necessary to improve the realization 
of these goals. 



1.3 The Evaluation Team 

Five specialists with a broad range of experience were 
contracted to perform the evaluation of the MSP: 

Dr. Craig MacFarland: president of the Charles Darwin 
Foundation for the Galapagos Islands; professor in the 
Depertment of Resources for Tourism and Recreation at 
the University of Idaho; instructor in Resources for 
Recreation and Environmental Architecture at Colorado 
State University; independent consultant for natural 
resource management in the tropical Americas. 

MSc. Juan Carlos Godoy: biologist, former coordinator 
of the National Commission for the Environment of 
Guatemala; former director of CECON; former coordinator 
of the Program for Biodiversity and Protected Areas for 
the IUCN/ Central America; specialist in protected area 
planning. 

Dr. Stanley Heckadon: anthropologist, former Director 
of INRENARE in Panama; member of the Smithsonian 
Institute, Panama; researcher on rural natural resource 
use, and institutional development; independent 
consultant. 

Mr. Jaime Posadas: agricultural economist; experience 
with promoting non-traditional exports; specialist in 
micro-enterprise development; independent consultant. 

Dr. Roger Popper: social and management scientist; 
expert in the evaluation and analysis of projects; MSI 
representative in Guatemala. 

The evaluation team received the assistance of Mr. 
Claudio Saito of USAID-Guatemala, who prepared an excellent 
synthesis of progress reports and other background 
information. - 

1.4 Methodology 

The evaluation was carried out during two phases in 
Guatemala City (April 10 to 12, and May 1 to 10) and at 
various sites in the Department of El Peten (April 13 to 
30). The methodology used included: 

a. Review and analysis of pertinent documents; 
b. Orientation of the evaluation team; 
c. Field observation; 
d. Interviews and meetings; 
e. Coordination meetings of the evaluation team; 
f. Writing of preliminary reports; 
g. Presentation of results, conclusions and 

recommendations. 



Information gathering consisted of at least: 20 
meetings with groups of implementers, observers, and 
beneficiaries; 25 field observation visits and trips; and 20 
in-depth interviews with individual observers and 
beneficiaries. Not counted are analysis of documents; 
interviews by individual team members; or numerous meetings 
and with individual implementers. 

1.5 The Maya Biosphere Project (MBP) in the wational 
Context, the Latin American Context and the Global Context 

The situation in the Peten is a classic example of the 
multiple and complex problems that afflict natural forests 
throughout the tropical regions of the Americas. The Peten 
is one 0.f the largest tropical ecosystems in Central 
America, and the MBR is one of the 1argesLprotected areas 
in the region. The MBP is of extreme importance for the 
Peten, for Guatemala, for the Americas, and for the world 
because of its sheer size, high biodiversity, and because of 
the lessons than can be learned for the management of 
tropical regions. 

In light of the continued colonization of the northern 
Peten, the MBP is an extraordinary case study of a 
confrontation between: 

1) A model for conserving biodiversity over the medium 
term which emphasizes: a )  protective measures, and b) 
regulation and control over the use of natural 
resources. 

2 )  The combination of the pressing material needs of 
marginal groups, and the economic interests of powerful 
commercial groups that deal in primary products 
(natural resources). 

The MayaaBiosphere Project confronts a complex and 
problematic situation, replete with internal contradictions, 
in terms of: 

- The socio-ec .lomic cha~acteristics and conditions of 
the populati . I  in other regions of the country; - Human settlements in the Peten; 

- The socio-economics of the settlements, political- 
military factors, and their impact on the region's 
biodiversity and the natural resource base. 

1.6 Trial and Error- Positive Achievements 

Given the reality of the Peten and the context of 
Guatemala, it was expected that the MBP would be defined 
throcgh a process of trial and error, with considerable 
experimentation during its deveiopment. There are no magic 
solutions, nor are there similar activities in the tropical 



Americas far enough advanced to serve as a guide for the 
MBP. Considering this, it is important to keep in mind that 
the project has been and will continue to be a learning 
process. 

Thus, it is not surprising that the evaluation team has 
found that project components, as well as other aspects of 
the project, could benefit from modifications, and a changes 
of focus. Many of-the evaluation's recommendations are 
based on hind-sight, and would not have bsen possible 
without the experience accumulated throughout the project. 

During its first three years, the MBP project has 
achieved many of its objectives, and has made progress 
towards other objectives. There can be no doubt as to the 
effort, dedication, and enthusiasm for the MBP demonstrated 
by the national and international participants in the 
project, as well as USAID-Guatemala. The evaluation team 
congratulates that implementors of the MBP on their 
accomplishments to date. 



2. MBP DESIGN AND IMPLEMENTATION SYSTEMS: 
Conclusions, Kev Observations, and Recommendations 

2.1 THE MBP DESIGN 

Conclusions: 
In general, the project has a solid design and a high 

level of coherence and logic with respect to its overall 
goal, and the specific objectives of the three principal 
components. The plan for the project's fourth component 
(planning, monitoring and evaluation, and technical 

- assistance) is well designed and thorough in support of the 
three principal components. 

- 

2 . 2  THE ROLE OF GOVERNMENT POLICY 

Conclusions: 
- 
- Implicit in the design of the Maya ~i&phere Project is 

that 'the fundamental causes of environmental degradation in 
the Peten are rooted in the region's economic system. The - regional economic system is characterized by a strong 

- concentration of economic power, and production based on 
activities (agriculture, livestock, forestry), where 
ecological conditions act as factors that limit production. 
The lack of policies to stimulate alternative forms of 
development, and the lack of political will to enforce 
policies that do exist, exacerbate the problem. An 
increased need for land and increasing migration are also 
contributing factors. 

So far, the MBP has seen the region's fundamental 
problems as not addressable by the project. Nevertheless, 
fundamental, socio-economic problems were principal themes 
of the two annual internal evaluation meetings in October of 
1992 and November of 1993. In these meetings, no concrete 
solutions as to how to confront these obstacles were 
generated however. In particular, issue of regional land 
tenure and natural resource use rights were not included in 
the original project design, but are now recognized as 
crucial. 

Reconmrendation: 
It is strongly recommended during the next stage of 

project execution (1994-1996) that a policy component of the 
project be developed. This component should not be 
complicated by focusing on all the aspects of national 
policy pertaining to development, economic stability, etc. 
It could begin with a focus on the policy aspects which 
pertain to the Peten regicn, with other aspects being 
included during the development process. A timely 
execution of this component is essential if the project 
hopes to recuperate opportunities that may have been lost 
during its first three years. 



Issues which requ ire  analysis inc lude :  
- A model for economic development of the Peten; 

Agrarian policy, including land tenure, security and 
use; - Population policy and strategies - refugees and 
settlements; - Forestry concessions and concessions for use of non- 
lumber products; - Detailed zoning of nucleus areas, multiple use areas, 
and buffer zones; - Roads, pipelines, and development infrastructure; 

- Corruption and impunity; 
- Stakeholder analysis as it pertains to the above 

themes. 

2.3 AN ASSUMPTION OF'POLITICAL SUPPORT 

Conclusions: 
The designers of the MBP and MBR took advantage of a 

favorable political atmosphere (the presidency of Vinicio 
Cerezo), during which the highest circles of Guatemalan 
Government favored environmental conservation. This 
strategy had already contributed to the creation of CONAMA, 
CONAP, and the Maya Biosphere Reserve (MBR). 

Despite a brief mention in the project paper of the 
possible consequences of a change in administration in 
Guatemala at the end of 1990, there was a ueneral assum~tion 
that the Christian Democrats would continue in power for 
another four years. In addition the project paper suggested 
that political support of environmental efforts would not be 
affected by a change in administration, nor by the 
dissolution of CONAMA and CONAP. 

The Project Paper lacked in-depth analysis of the 
political sentiment at the time (1987 to 1990) as it related 
to environmental policies, and in particular, CONAMA, CONAP, 
and the Maya Biosphere Reserve (MBR). The Project Paper . 
also lacked an analysis of possible consequences of a change 
in administration, as occurred with the election of Jorge 
Elias Serrano. 

Reconrmendation : 
CONAP, CONAMA, the appropriate environmental NGOs, and 

international donors must urgently mount a campaign to 
accomplish the following objectives: - Involve figures of national prominence in the defense 

and survival of the MBR; - Strengthen the Coordination Committee of the MBR; - To develop new mechanisms for the MBRts budgetary 
execution, particularly as it relates to CONAP; - Develop new consultative committees for specific issues 
relating to the MBR; and - Maintain continual participation in the NGO Forum and 
the Council for the Development of Region VIII. 



2 . 4  AN IDEOLOGY OF ENVIRONMENTAL PROTECTIONISM 

Conclusions: 
According to basic MBP and MBR documents, as well as 

opinions of a variety of participants and observers of the 
project, the general spirit of the project from its 
inception has been one of environmental protectionism. 

The basic documents of the MBP and MBR emphasize the 
following: - Studies of natural resources, natural processes, and 

their traditional uses in current practice; - Methods for the protection of nature; 
- Education of the population as to the importance of 

protecting natural resources (using the "hard sell" 
mentioned in the project paper). 

The above sharply contrasts with the r&atively little 
attention given to ?.he following elements in the same 
documents: 
- The complex and delicate socio-economical patterns 

which characterize the Peten, as well as those national 
patterns which effect the region; - Political-military factors which influence everything 
that happens in the Peten; and - The effects of-the Peten's status as an important 
border region between three countries. 

~ s ~ e c t s  of the planning and implementation of the MBP 
which were strongly influenced by the "protectionistn ideals 
of its authors and executors include: 

- Strategies for managing parks, reserves, buffer zones, 
and multi-use zones. - The temporal sequence of strategies and activities; and 

- The management of natural forest. 

2 .4 .1  Strategies for Managing Parks, Reserves, Buffer 
Zones, and Multi-USQ Zones. 

Conclusions: 
Instead of employing a gradual "from the inside out" - 

consolidation based in the region's nuclear zones, strict 
protectionist measures were immediately applied in the 
multiple-use and buffer zones. There was no initial 
strategy to build environmental protection and control in 
and around the nucleus zones before trying to extend it to 
the other areas. There was also no clear strategy, on the 
part of CONAP and the other executors of the MBP, as to 
where (which zones of the MBR), and how (with which 
components, in what sequence) to begin the management of the 
MBR . 



Recommendation: 

Before the next phase of the project (1994-1996) it is 
recommended that the stratem of ~rotection and manaaement 
of the nucleus zones be redesiuned. The strategy should be 
based in the nuclear zones, with conservation centers, 
control posts, well-marked boundaries, organized watch 
patrols, and controlled visitation. After this a strategy 
should be developed to establish a gradual presence in the 
multiple-use and buffer zones, which allows understanding of 
users and socio-economic realities of these regions. 

2.4.2 The Sequence of Strategies and Activities 

Conclusions: 
The current implementation sequence of: 1) protection, 

2) analysis and education, 3) sustainable activities, makes 
theoretical sense, but has little practical validity for the 
Peten. In a situation where users are already'de~endent on 
an areas natural resources, these three steps must be 
im~lemented simultaneouslv, or in a completelv different 
order. 

Recommendation: 
When inhabitants of a region are already dependent on 

local natural resources, the first step taken must be to 
analyze and understand the situation before implementing any 
type of restriction. With active participation of the local 
population, the project must forge a process of discussion 
among groups with conflicting interests, a process of 
conflict resolution, and eventually a process of consensus 
building with respect to the administration of the reserve 
and the use of its resources. 

During these processes there will probably be some loss 
in the natural resource base until agreements can be made 
and restrictions implemented. The risks of the "bottom-up 
and inside-out" $approach are less than those faced by a .  
project enforced from the "top down", which has started to' 
evoke a rejection by-the local population if the MBR, and 
eventually a far greater loss of the Peten's resources. 

2.4.3 Environmantal ~rot&ctionisa and the Management 
of Natural Forests. 

Conclusions: 
A marked disagreement has developed concerning 

forestry concessions, particularly in the Multi-Use Zones. 
It is the opinion of the evaluation team that this 
disagreement is founded in the implicit assumption that, 
when analyzing the benefit of a management activity in a 
natural forest, the "appropriate comparison" for the forest 
is its original state. 



The selection of the appromiate ccm~arison should be 
based on various factors, including among others: 1) The 
current treatment of neighboring forests and tendencies of 
adjacent regions; 2) Current activities, desires, plans and 
possibilities of the local inhabitants. For a forest 
threatened by destructive agriculture, the appropriate 
comparison (opportunity cost), is the level of the threat 
and the probability that the forest will disappear. On the 
other hand, for a forest that is not threatened the 
"appropriate comparison" is a virgin forest. 

Recommendations: 

All actors must do soul searching regarding their 
interests and actions with respect to the management of 
the natural forests and forest concessions. They must 
keep in mind the necessity for broad consensus on any 
and all experiments with community and industrial 
forest concessions. 

The MBP should use its influence and other incentives 
in strong support of a conflict resolution ~rocess, and 
should actively participate in forging consensus. The 
project should develop experiments with forestry 
concessions in collaboration with the community and 
industrial interests. 

The MBP should participate in sub-zoning of the Maya 
Qiosphere Reserve (MBR) and its multiple-use zones, as 
well as the establishment of concessions for 
communities. 

The MBP should train local Leaders to lead the process 
of consensus building. The CATIE/RENARM Production 
activity in Natural Forest Management already has an 
excellent proposal which could serve as the base for 
implementation of this recommendation. In general, 
insightfu3 ways to involve Local interests in the 
project should be continually explored. 

2.5 RELATIONS AEIQNG INSTITUTIONS - 
Conclusions: 
Despite the fact that the MBP design mentions the need 

to strengthen CECON, IDAEH and DIGEBQS to improve their role 
in the implementation of the project, in reality: 

1. The technical analysis of the institutions involved in 
the design of the project was handled superficially; 

2 .  While the technical analysis suggests that CONAP could 
manage all levels of the reserve, from political to 
operational, that institution has yet to fulfill its 
part of Decree 4-89 as it pertains to the MBR. 



3) The involvement of other organization besides CONAP 
will be limited until the signing of additional 
agreements. 

Recornendation: 
For the next phase of the project (1994-1996) it is 

recommended that the MBP do the following: 

1) Strengthen IDAEH and CECON for the management of a mast 
nuclear zones in the MBR; 

2 ) Strengthen DIGEBOS to support (though not necessarily 
control) forest management in the multiple-use and 
buffer zoner; 

3) Directly involve municipalities as mangers of multiple- 
use zones; and 

4) Institutionalize integration of the agencies which make 
up the Coordination Committee of the MER. 

The first step in the elaboration of this strategy 
should be an in depth analysis of the administrative and 
technical abilities, and weaknesses of the involved 
institutions, followed by a sound plan to strengthen them. 

It is recommended that CONAP contract a technical 
specialist. exclusively responsible for support of other 
government institutions. The specialist's job is to help 
them develop the necessary funds for the MBP and to 
strengthen their work initiatives within the MBR. 

2.6 SOCIO-INSTITUTIONAL ANALYSIS AND THE INCORPORATXON OF 
ALL STAKEHOLDERS 

Conclusions: 
The institutional analysis of the MBP fails to fully 

examine the primary interest groups and organizations active 
in the Peten, which include: 

-Local government (municipalities); 
-The military and the church; 
-Private commescial associations; 
-Local cooperatives and caxnpesino groups; 
-and local NGOs. - 
The project documents are brief and superficial in 

their ar~alvsis of the institutions of the Peten, and in the 
identification of potential local counterparts for the 
project. Within the institutional analysis and the design 
of the MBP two strong tendencies emerqe with respect to the 
management of the FBR: 

- A "top down" tendency in implementation with directives 
coming from Guatemala City and the USA to the Peten; 
and 

- A strong tendency to concentrate on institutions who 
are members of the environmental and conservation 



movement, overlooking other actors of potentially 
significant importance. 

The social analvsis is well prepared but shows faults 
in the areas of: 1) The structure and function of economic 
power of the region, 2) the regional social groups, and 3) 
the impact of the civil war and the creation of refugees. 
Overall there has been little incorporation into the MBP of 
important social and economic interest groups such as 
loggers, ranchers, gum producers, municipal leaders, t3e 
church, and the military. 

Recommendation;. 
The MBP must begin the incorporation of the economic 

and social interest groups mentioned above into the project 
redesign and implementation. It is recommended that the 
involvement of interest groups begin immediately, during 
199.4, with some actors becoming involved in the consultative 
process, and others becoming implementors of some components 
of the project. This implies, however, a complex process of 
conflicting interests, conflict resolution, and consensus 
building. This process should not be undertaken all at 
once, with large-scale community meetings. At first, the 
process should be a gradual incorporation of certain . 
principal groups with a 'slow addition of other important 
actors as they are identified should take place. 

Various techniques may be used in elaborating upon this 
process, including: small workshops in which actors with 
mutual geographical or resource interests are brought 
together; larger operative planning seminars with a wider 
variety of actors; the creation of issue specific task 
forces; broader public meetings (hearings) with mass 
participation; etc. Each of these techniques should be 
implemented depending on the status of the project, or the 
emergence of a specific issue or conflict. Skillled 
specialists in each of these techniques should be brought in 
to assist CONAP; USAID, and other primary institutions in 
catalyzing these types of functions. 

The project design took into account the advantages of 
working with international NGOs in the execution of the 
MBP, but did not analyze their implications for the 
continuity of activity beyond the life of the project. 
For this reason, a process mcst be begun to include local 
NGOs and other groups society as managers and implementers 
of PBM and RBH activities. 

2.7 A# ADMINISTRATIVE MECHANISM FOR THE MBP 

Conclusions: 
Despite brief mention of a decentralized project design 

in the project paper, there was no detailed analysis of an 
implementation mechanism, nor was there a design to 
implement this decentralization. From the beginning the 



design of the MBP concentrated the administrative, 
leadership and decision-making power at two points, those 
points being: 

a. The offices of USAID and the Executive Secretary of 
CONAP, where the ultimate power of the project resides, 
and 

b. At the Peten level, where local power lies with the 
numerous international executors of the project. 

Recommendation: 
It is recommended that the project decentralize 

administrative power towards the Peten with the 
establishment of a project coordination office (CONAP-USAID) 
in the region. This office should have autonomv over the 
budaetarv and technical as~ects of the ~roiect. and should 
have sianificant power over the processes of plannina, 
evaluation, and coordination. This would include the 
responsibility of staffing the local office with qualified 
leaders, administrators, and technicians. 

2.8  AN ADJUSTMENT AN REDESIGN PROCESS 

Conclusions: 
One of the most interesting components of the MBP 

desiqn was its fourth component:. monitorina and evaluation 
to facilitate a process o? fluis and effective redesian and 
adiustment for the project throuahout its im~lementation. 

At the beginning of the MBP some adjustments were made 
to the project's execution, including additions to the 
Agroforestry Extension Program (of CARE) and to the Centro 
Maya/RODALE Farm Project. The addition of the Spanish 
LaIlguage Eco-School Project, within the low impact tourism 
Program of CX/PROPETEN was also approved. 

However, design.adjustments of the project, based on 
an M&E process, have been limited, and based on a series of 
local meetings, rather than being based on a continuous 
mechanism of dialogue, coordination, .and follow-up. 
Monitoring and evaluation has also been limited by the fact 
that the project administration is headquartered in 
Guatemala City and not the Peten. 

Recommendat ion : 
During the next phase of the MBP the oraanizational 

structure and a functional process for the frequent redesiun 
and adiustment of the ~roiect must be established. Such 
decisions and activities of redesign will largely become the 
responsibility of: 1) a CONAP-AID coordination office and 
the MBP based in the Peten; and 2) the Monitoring and 
Evaluation specialist who will work full-time in the Peten, 
under contract by MSI. 



2.9 COMMON OBJECTIVES AND COMPLEMENTARITY OF EFFORTS 

Conclusions: 
All things considered the various implementing actors 

of the project share the same objectives, and the specific 
objectives scated in the MBP and the MBR. Despite a shared 
vision, however, MBP implementers do not act in concert. 

- At the level of project execution, the implementing 
actors act in a very isolated manner. There has not 
been sufficient open discussion as to which should be 
the primary priorities of the project, as it pertains 
to project components and overall strategy. 

- To date the project has supported activities in over 
100 communities, villaaes and settlements, in the 
multiple-use and buffer zones. .-. 

- In the vast majority of these sites there is onlv one 
princi~al economic or social project activity, with 
only one executor, and activities are only vaguely 
connected to the conservation of the Maya Biosphere 
Reserve. 

- In the few cases where more than one project executor 
is working in.the same area, the activities are 
generally unrelated. 

- The scatter of efforts throughout the region has 
exacerbated the "territorialismu of the NGOs working in 
the Peten and the MBR. 

- Another vital issue is that the majority of project 
activities have been oriented towards communities of 
the buffer zones, and not towards communities which 
represent a direct threat to the nuclear zones. 

Recommendat-ion: 
The MBP must decide whether the it wants: 

1) to operate throughout a vast area of the Peten with. 
little impact; 2) to create strona exam~les of a livinq 

- intearative Drocess, in far fewer areas, or 3) to opt for a 
combination of the two. The goal of reaching broad 
regional coverage is probably a role which for the 
Guatemalan Government, or other USAID projects, or projects 
of other donors. 

It will be necessary to establish priorities on how 
much emphasis to place on the buffer zones versus the multi- 
use zones. The evaluation team is inclined to concentrate on 
the multiple-use and buffer zones closest to the Maya 
Biosphere Reserve (MBR). 



3 -  THE ACTIVITIES OF MBP IMPLEMENTORS: 
Conclusions, Key Observations and Recommendations 

3.1 NATIONAL COUNCIL FOR PROTECTED AREAS, CONAP 

3.1.1 Conclusions and Key Observations 

Efforts to strengthen CONAP, CECON, IDAEH, and DIGEBOS 
in administration of the MFT have been insufficient. The 
responsibility for this lie& with CONAP, TNC, and USAID- 
Guatemala. Financial resourccs have been available but not 
properly put to use. 

CONAP has been a poor project implementor, due to lack 
of administrative capacity, and technical inability to carry 
out assignments and functions. The result has been 
financial and administrative disorder, including failure to 
liquidate and make use of rotating funds in a timely manner, 
and a serious backlog in flow of funds from the Guatemalan 
Government and from USAID itself. Annual work plans have 
not beerr, developed, nor are there .overall operational plans. 
The centralized nature of budget management, with total 
authority. given to the Executive Secretariat in Guatemala 
City, has inhibited che development of CONAP, and management 
of the MBR. 

The reality in the field is that CONAP has little 
control over the MBR. Its presence in the MBR is as weak as 
it has ever been. The Coordination Committee of the reserve 
does not function. CONAP is suffering from institutional 
weakness and mistrust. 

Since mid-1993 the number of control posts in the 
region has not grown. Consequently, the removal of trees 
from the MBR area, and the daily invasions of the area for 
the extraction of non-wood products, has continued with 
little control. 

.- 
CONAP has yet to strengthen the capacity CECON and 

IDAEH to control and police the nuclear areas of biological, 
and archaeological interest under their jurisdiction. 

On a more positive note: 

- CONAP has developed a number of mobile control 
operations for the areas of highest degradation, at the 
same time implementing programs of technical assistance 
and public awareness. 



- ay mid-1993 CONAP had developed 95 radio programs, made 
684 local visits, conducted seven workshops, and had 
nine public discussions. However, the public awareness 
programs and other messages have not followed a 
specific, well-organized communication strategy. 

3.1.2 Recommendations for CONAP 

Administrative Strengthening 

It is vital that USAID give priority to strengthening 
of CONAP. The following measures will be necessary during 
the next two years: 1) Continue administrative 
strenatheninq of CONAP as planned by TNC, 2) Strengthen and 
decentralize the budget management for Region VIII, 3 )  
Mobilize all Rotating Funds to finance the MBR, and 4) 
Develop organizational and functional manuals such as the 
one on "Norms and Procedures". 

It is recommended that priority be given to 
administrative mechanisms, particularly for personnel, 
planning, and finance. Specifically, this will require: 1) 
permanent job slots, 2) salaries that comply with civil 
service code; 3) contracting of high level technicians and 
specialists; 3 )  revision of the institutional organigram, 4) 
new coordination mechanisms. 

A Role as Planner and Coordinator for CONAP 

The proper future role for CONAP is to combine forces 
with other actors involved in the MBR. As a part of the 
National System for Protected Areas (SIGAP), CONAP should 
pool resources with USAID, and other external actors 
(European Community, IDB, Germany, Spain, Denmark, etc..). 

CONAP should contract the necessary personnel to 
immediately evaluate its own activities as an institution, 
and folhw thab with a systematic ~lannina exercise. 
CONAP's technical team must develop a series of norms and 
policies which put into practice 1) natural resource laws; 
and 2) The MBR Master Plan. 

Decentralization to Other Organizations 

Larger amounts of counterpart funds should be 
transferred to CECON and IDAEN in order to strengthen their 
presence in nuclear zones other than Tikal National Park. 

CONAP should widen its responsibilities to cover 
regions other than then Peten. To this end it should 
transfer funds in Quetza les  to the a ~ ~ r o ~ r i a t e  NGOs to 
enhance this process. 

CONAP should delegate to DIGEBOS responsibility oves 
activities related to the use of lumber resources in the 



multiple-use and buffer zones of the MBR. In this respect 
CONAP should transfer more funds and resources to DIGEBOS 
than the amount designated in the MBP. 

Natural resource management responsibilities of the 
municipalities and local base oruanizations must be 
organized by CONAP. The responsibilities of officials in 
districts under CONAP control must be re-thought. Interviews 
by the evaluation team showed that officials supposedly 
responsible for natural resource protection had not read the 
Master Plan, and were relying on bulletins from 1990 for 
their information. 

Conservation stations should be developed in nuclear 
zones in conjunction with CECON and IDAEH, and control ~osts 
should be established in the multiple-use zones. These 
posts should function in concert with "municipal officials, 
municipal charging of fees for resource extraction. 

Decentralize to a Wider Range of Nuclear Zones 

Project activities should be reoriented towards all the 
nuclear zones of the MBR. Effective control exerci~ed in 
the multi-use zone by various institutions (municipal 
leaders, National Army, National Police, Estate Guard, 
etc.) should work in conjucction with, and support the 
objectives of, CONAP. 

- 
The evaluation team recommends the cessation of 

district control operations as thev are functionin- 
present. There should be immediate efforts to: 1) 
strengthen a protection and management presence in the 
nuclear z m e s  of the Reserve other than Tikal (Lagune del 
Tigre,  Mirador, Dos Lagunas,  Rio A z u l ,  Nakum, Yaxha, E l  
Peru, E l  Repasto, Bethel anong others); 2) mount a 
radio/communications system (CONAMAts authorized frequency 
could be used); and 3) revitalize the supply system for the 
conservation stations and control posts. 

A Research Program 
.. 
CONAP should have someone desian a Mava Biosphere 

Reserve research Droaram, in cooperation with the CDC, 
CECON, the School of Agronomy at Universidad de San Carlos, 
the Universidad del Valle in Guatemala, the Peregrine Fund, 
WCTI and WCS. 

The research program should investigate lesser-known 
issues, such as the aquatic biodiversity. It will also be 
important to execute a series of studies which illustrate 
the economic and social benefits of the development and 
preservation of the MBH. 



CONAP should give priority at the highest political 
level, to confirmation of the MBR Coordination Committee. 
CONAP must also strengthen the existing coordination 
mechanisms such as: 1) participation in the Development 
Council cf Region VIII, and 2) frequent communication with 
UNEPET. 

The Image of CONAP 

It is cricical that the NGOs which receive funds from 
the MBP gain a positive attitude toward CONAP. There is no 
doubt that the environmental NGOs have become tired of 
working with CONAP, and leery of being associated with 
CONAP's negative image. CONAP must find ways to renew 
relations with the region's NGOs, and facilitate the flow of 
project funds to the organizations. The obligation of the 
NGOs to support the Reserve administratian is law. 

CONAP should develop a new institutional communication 
stratew, which will allow it to reestablish its image based -- 
upon the principles of ~~stainability, the pursuit of 
government objectives, and its own institutional strategy. 

3.2 TEE NATURE CONSERVANCY (TNC) 

3.2.1 Conclusions and Key Observations 

The Nature Conservancy is the only MBP component to: 
1) work with a principal focus in the nuclear zones; and 2) 
give continual and systematic assistance to CONAP. TNC, 
therefore, is be conaratulated for recoanizinq what needs to 
be done, and trvina to do it. That said, it must be 
recognized that TNC's efforts at improving the 
administrative capabilities of CONAP have so far been 
deficient. 

Efforts at a definition of Droarams and ~olicies for 
the manaaement of MBR resources have not yet born fruit. For 
example, the Master Plan should have generated a series of 
documents with detailed technical information (patrols, 
community relatione, security of land use, highway 
development, petroleum related activities, administration of 
extractive activities, cultural revival, etc..). 

The Master Plan for the MBR was completed by several 
consultants and submitted for approval by the CONAP Council. 
However, optimum techniques were not used in 
developing the plan. Workshops with community leaders, 
resource user groups, and national organizations involved 
with the MBR, were not sufficiently participative, and were 
not used as to orient the activities of the MBR. 



During the first years of the project substantial 
efforts were made to: 1) build control posts on entry roads 
to the MBR area; 2) purchase supplies for resource guards, 
3) construct gates, and 4) put up signs at the southern 
limits of the Reserve. These initial efforts seem to 
have been abandoned since the burning of control posts in 
1992 and 1993. The TNC activity that has consumed the most 
effort has been Demarcation of approximately 80 kilometers 
of Reserve border and the placement of 243 signs and 148 
boundary markers. 

In the area of "applied studiesN, USAID and TNC 
documents propose: 1) biological and ecological 
inventories; 2) designation of pilot areas for permanent 
observation; 3) the provision of "small grants" for local 
studies; and 4 )  support CECON, and 5 )  development of a 
document center and data-base within CONAP. With the 
exception of the Rapid Ecological Evaluation coatracted to 
the APESA firm, TNC has accomplished little in the "applied 
studies" component, 

Additionally, TNC prepared Infrastructure and Traininq 
Plans, to'orient the growth of CONAP. An NGO to share MBR 
manaaement responsibilitv has been identified. The program 
for financial sastainability, which has the objective of 
guaranteeing long-term of the management of the MBR, has 
failed to produce virtually any results. 

3.2.2 Recommendations for the Nature Conservancy 

Administrative Strengthening: Administrative 
strengthening of CONAP must continue. TNC must work toward 
decentralizing financial decision-making, and liquidation of 
the existing Rotating Funds to support work on the MBR. TNC 
must support the development of several Oruanizationsl and 
Procedures Manuals. 

Master Plan: The Master Plan must be up-dated and made, 
participative  through.^ series of thematically and 
geographically focused workshops. The process must be run by 
a planning technician responsible for CONAP Region VIII. 
Part of the specialist's job is Gevelop relationships all 
actors directly or indiractig lmolved with the MBR 
including key governmental and non-governmental leaders; and 
leaders of municipalities and interest groups. 

Operating Plan: The evaluation team recommends that 
the MBR, as a protected area, have its own plan of operation 
based on olans for each of the nuclear zones, and developed 
in conjunction with institutions like CECON and IDAEH, using 
the Master Plan as a reference framework. 

Demarcation o f  the Nuclear Zones: With respect to 
demarcation, it is recommended that there be a change in 
zoning and in.the limits to the Reserve, and that the re- 

18 



zoning be extended to all nuclear zones, the biolosical 
corridors, and the archeoloqical sites within the multiple- 
use zones. This re-zoning effort requires strengthening of 
CECON and IDEAH as well as of CONAP. 

Training: The Training Plan of ThC should be approved 
and implemented, with the agreement of the Executive 
Secretary of CONAP. Training must be limited to permanent 
employecs and established officials of CONAP, CECON, IDAEH, 
and DIGEBOS in Region VIII. 

Rapid Ecological Evaluation: Investigators from CECON 
(and the CDC) should collaborate more with TNC on ecological 
characterization of the different habitats of the Reserve. 
The use of "small grants" to stimulate the participation of 
young researchers is also recommended. 

The Rapid Ecological Evaluation mu&be distributed to 
potential users, and archives and databases of CONAP must be 
reviewed and reorganized for use by the new administration. 
The database should used to establish a series of maps for 
management (patrol systems, new tour routes, etc.). 

NGO Support of the MBR: 
To date no NGO has been able to contribute to 

management of the.MBR. The project must rapidly make the 
decision on which NGO to involve, keeping in mind an 
analysis of the institutional, economic and social life ~f 
the Peten already completed by TNC. 

Financial Sustainability for the MBR: 
The financial sustainability program has as its goal 

the survival the MBR and MBR management mechanisms. The 
program must begin immediately with the full participation 
of officials from CONAP, the Ministrv of Finances, and 
munici~alities. Needed are: a feasibility study with 
special attention to diversification of funding sources, a 
propos.al on structures and regulations. Financing 
mechanisms must include: 1) the internalization of costs, 2) 
the increase of municipal exciso taxes, 3) the creation of 
new tariffs, and 4 )  the creation of a mechanism to receive 
donations. Also implied is the need to identify 
opportunities for renegotiating the external debt and the 
creation and strengthening of trusteeships, etc. 



3.3.1 Conclusions and Key Observations 

Informal Environmental Education. 
The environmental education proposal for the Peten was 

overly ambitious, with six components and eighteen 
objectives. The Annual Work Plan of 1994 for CARE shows 
that the following were completed during 1992-1993: three 
radios spots, a video, four microfiche, four pamphlets, 
three portfolios, and a radio campaign. A mobile exhibit is 
maintained, CARE does seminars and promotes local festivals. 

Topics for radio 'spots8 have included forest fires, 
cholera, sustainable soil use, water source protection, and 
the hunting of wild animals. These "spots" were broadcast 
through Radio Peten which is the station most listened to by 
the residents of the MBR buffer zone. The radio spots are 
broadcast in Spanish but not in keqchi, which limits 
communication with some immigrant indigenous groups. 

Another accomplishment with potential for impact in the 
region, is the Nature Interpretation Path on the island of 
Petencito, near Flores and Santa Elena. This path, built in 
cooperation with public and private institutions, is located 
within a small zoo on the island, and is visited by a large 
number of people. 

Environmental education has had the greatest impact on 
the urban po~ulation of the Peten in the central reuion, 
with the greatest access to radio, to written information, 
and to the public exhibitions and demonstrations. To date 
there has been no evaluation of the impact of the CARE radio 
campaigns to raise the environmental consciousness of the 
Petm community. 

Training of Primary and Secondary School Students and 
Teachers 
Teachers were first trained in the central zone of the 

Peten Region (Flores- San Benito- Santa Elena), with others 
trained later from the southern region, the area with the 
highest deforestation of the Department. During the first 
phase of the program7 1991-1993, 120 teachers were trained, 
of which 20 were from the southern zone of the Peten. Some 
75% of the teachers were native to the Peten, or had spent 
the majority of their lives in the Peten. If we estimate 
that eac3 teacher trained has approximately 30 students, 
some 3600 students can be affected by the program in one 
year. 

The training for the teachers was empirical, with 
seminars, visits to the Interpretive Path of Petencito and 
Tikal National Park, as well as gardening and beautification 
projects at the schools, using plants and flowers. 

The evaluation team had the good fortune of attending 
the April 22 Earth Day parade which was organized by 
teachers and students of the Peten, and is evidence of 
increased environmental awareness and is also a mechanism 
for promoting it. 



EDUCAXEMOS has produced substantial environme,ntal 
materials for reachers, including the monthly supplement 
"Green Peten" which is published by the local newspaper El 
Reportero. The supplement initially had a distribution of 
1,500, but due to increased demand, distribution has risen 
to 3,000 copies. To date twelve versions of "Peten Verde" 
have come out. 

Good working relations and coordination between the 
personnel of CARE and the Ministry of Education in Peten 
facilitated all the. above. In summary, althouah the 
investment in teacher traininq was relativelv small compared 
to overall proiect costs, the return on this investment (in 
its own terms) has been hiqh. The contribution of the 
teacher training act-~ity to the MBP strategic objectives, 
however can be questioned (See the Chapter on Logical 
Framework Analysis.) 

- 
Agroforestry Extension 
In 1992 CARE launched its Agroforestry Extension 

program with a "Participatory Community Analysis in 19 
Communities of the Maya Biosphere Reserve Buffer Zone". At 
the end of 1992 CARE prepared the work plan for the program 
and initiated operations in'l5 of these communities. 

, Principal agroforestry practices included in the 
program are: 1) "green" fertilizers which improve soils 

' while increasing productivity; 2) live barriers and trees in 
pasture areas; 3) mixed orchards of fruits and other native 
products; 4 )  the management of forest reserves on farms; and 
5) participatory investigations into native plant use. 

Extension work began in the beginning of 1993. As this 
type of work by its nature is slow, it would not be fair to 
measure impact after one year. However, judging from the 
evaluation team's visits, it is clear that CARE'S 
agroforestry program is off to a good start. 

Secondary Activities of CARE 

The majority of the objectives initially established in 
the environmental intermetation in national parks, for 
reasons not apparent in the project documents, have yet to 
be reached. 

The objective of the component Am~rovement of 
university environmental curriculum was to develop and 
strengthen the environmental programs at universities of 
Guatemala. The documents and bulletins of CARE mention only 
that they have made "contacts with the principal 
universities" and have conducted several workshops. 

The rural economic vroaramminq component was introduced 
as a part of Phase I1 of the project, 1994-1996, thus 
activities are too recent for results to be analyzed. The 
justification for the component was "the need to develop and 
promote small-scale economic activities compatible with the 
long term management of the reserve." The component is 
oriented to what USAID calls "the gender issue", the need to 
economically involve women. It is believed that the 



addition of the rural economic proararnrninq component to the 
already overburdened work agenda of CARE in the Peten will 
further dis~erse the personnel and existina work teams. 

3.3.2 Reconmendations for CARE/EDUCAREMOS 

Informal ~nvironmental Education 
In order to increase the impact of environmental 

education, activities, they must be developed in 
coordination with other institutions. The possibility of 
trainina the personnel of CONAP in the technical aspects of 
environmental education should be explored. 

The impact to date of broadcast programs and messages 
should be evaluated. The evaluation should include measure 
changes in environmental knowledgetin attitudes, and 
practices where possible. This evaluation could be 
performed by MSI, which has been contracted to' do monitoring 
and evaluation for the MBP. The possibility of 
environmental awareness campaign by radio in the k e q c h i  
language should be explored. 

Training of Teachers and Students 
This component should be continued with coveraqe 

throuuhout the Department of Peten. An impact evaluation 
should alro be completed. 

Interpretation in Parks 
CARE'S nature interpretation activities should be: 

1 1  coordinated with CONAP; and 2) expanded to strategic 
spots in the MBR including the nuclear zones of: Yaxha, Dos 
Lagunas and Laguna del Tigre where the population and 
resulting destruction of natural resources is increasing 
incremental. 

Agroforestry Extension 
The development of mixed orchards must be emphasized, 

as well as the management of live barriers and forestry 
reserves within farms-. It is almost certain that an 
increase in these efforts will necessitate an increase in 
project funding. - 

Activities to Suspend 
Considering the multidimensional nature and the 

overburdened, congested agenda of CARE, it is recommended 
that certain activities be eliminated: - The Improvement of the Environmental Curriculum in 

Universities; and - The Rural Economy and Gender Component. 



3.4 CENTRO MAYA 

3.4.1 Conclusions and Key Observations 

Forestry Management 
Centro Maya's most valuable forestry activity is 

management of a natural forest with the Bethel Cooperative. 
The Cooperative has 93 caballerias of land of which 2 , 7 3 0  
hectares are communal forest. Part of the forest is in an 
MBR nuclear zone. The forest has remained relatively 
untouched because the area floods in the rainy season, and 
armed conflict has inhibited agriculture and tree cutting in 
the Usurnacinta River basin. 

The management plan for cooperative's forest was based 
on an exhaustive and expensive inventory initiated by CI. 
Commercially valuable mahogany and cedar trees were located, 
as well as nine other secondary tree species. All tree 
species, both valuable and those to be left as seedlings, 
wer'e documented. For purposes of the plan, the forest has 
been divided into 20 blocks with a cutting cycle of 15 
years. 

Within the community there are many in favor of 
managing the forest, and there are also many of the opinion 
that the remaining forest should become pasture land because 
livestock is more profitable than lumber. Unnecessary 
delays in the implementation of the forest management plan 
would be disastrous for this pilot project. If the project 
is successful in Bethel, the example could transferred to 
other communities of the Peten which still have 'foxcatc. 

Sustainable Agriculture 
The primary efforts of the Centro Maya's agriculture 

program centers on promotion of green fertilizers, 
specifically, the fertilizer bean (fijol abono), which is 
used to stabilize and intensify corn production. As context 
it is important to note that: 
1) While fertilizer bean technology has been well known in 

the region,for years; it has not been widely adopted by 
the farmers of the Peten. 

2) Recent efforts to promote the technology, by CATIE, 
UICN, and 112, have had little result. 

3 ) '  CEAR-IICA plans to introduce the technology in the 17 
cooperatives of the Pasion and Usumecinta River areas, 
where many war refugees have settled. 

Another Centro Maya sustainable agriculture activity 
is introduction of new fodders to intensifv livestock 
production and therebv reduce land areas dedicated to 
cattle. A field visit by the evaluation team to a fodder 
experimentation plot, gave the impression of a poorly 
managed experiment infrequently visited by local ranchers. 



Extension and Rural Socio-economics 
Centro Maya's Extension and Rural Socio-economics 

effort is ambitious compared to the time and funds allotted 
toit. So far: - 350 validation parcels were established in 1993; 
- The center gives lectures, and conducts tours involving 

producers who successfully use the fertilizer bean in 
conjunction with corn production; - The Center has a 45 minute radio program called "Frijol 
Abono"" (fertilizer bean). 

In the future: - The program proposes in 1994 to establish 102 extension 
modules in as many communities; - For 1995, plans are to reach 1,500 producers; 

- In five years the plan is for 5,000 campesino families 
to be reached by the extension system "campesino to 
campesino". 

To accomplinh these ambitions goals the progr$m plans to 
incorporate ten technical s~ecialists, of which eight will 
be from the public sector. 

Secondary Programs of the Maya center 
The Soils Manaaement Program of the Center is 

important because of the magnitude of the problem, but it is 
also overly ambitious, and should be taken over by other 
institutions of the public sector such as ICTA, DIGESA, 
DIGESEPE or the universities. 

The Centro Maya wants to promote among campesinos the 
Breedinu of Wild Animals, including: the tepescuintle, 
groundhog, and deer. For this program they do not have 
properly trained personnel, though they plan to send staff 
to Panama or Costa Rica for traininc. 

It is the consensus of the evaluation team that the 
Centro Maya does not have clear objectives for its program 
to Studv and Revive of Mavan Ecosvstems. This program may 
serve as academic research over the long term, and as a 
publicity activity which may.attract different external 
funds for the priorities of the MBP. 

3.4.2 Recommendations for the Centro Maya 
- 

Management of the Natural Forests 
The forestry management activity of the Maya Center in 

Bethel is im~ortant and should continue with fundina from 
the MBP, as it is successful it will serve as an example to 
other cooperatives and communities that still have forest 
areas. 

Continued work in Bethel with the forestry model will, 
undoubtedly require more funds and personnel than was 
originally planned. A key for this pioneering effort will 
be the training and organization of the cooperative and the 
community in general. 

Parallel with the management of natural forests, the 
evaluation team recommends the support of the Centro Mava in 



:he imlenentation of a mosram to improve the aaricu!czral . . and ,~vess:.:k ~roduction of the coo~erative. 

Native Plants for Fodder 
Insread of experimentation with grasses, efforts with 

cattle ranchers should be oriented towards the use of native 
plants for fodder. In this regard the research, validation 
and extension concerning fodder banks should be done in 
critical areas and with critical plant species of the MBR. 
More specifically these efforts should be directed towards 
frontiers of encroachment where rapid population advances 
represent the greatest threat to the zones of the Biosphere 
Reserve. The identification of these critical frontiers 
should be done in collaboration with the responsible 
personnel of CONAP, the MBR, and USAID. 

Bean Fertilizer (Frijol Abono) 
A recommendation of the evaluation team is that the 

Centro Maya, with its team of researchers, should take on 
responsibility for coordinating and passing out information 
on the results of using the fertilizer bean. 

Other Components 
Considering the numerous urgent priorities which have 

arisen with the advancing frontier that threatens the MBR, 
it is recommended that MBP funds not be used for the 
following activities: - Soils Resaarch; 
- Study and Revival Mayan Ecosystems; 
- The experimentation for the breeding of wild animals; 

and - The adaptation of grasses. 

3.5 CONSERVATION IN!CERNATIONAL/PROPETEN 

.- 
- - - 
- 
Ex- - - 
L - - 

3 . 5 . 1  Conclusions and Key Observations 

Low Impact Ecotourism: 

a. The Spaniph Bco-school 
A promising achievement by CI/ProPeten is the Spanish 

Lanmraae Eco-school which has an economic impact on the 
community of San Andres. The objective of the school is not 
only to teach the Spanish language to foreigners, but also 
to teach about the ecological the social history of the 
Peten. 

Conservation International funded the school until 
September of 1993. During the objective was to obtain 
income from the activity, and finance a second phase for the 
school. It is important to note that the school has 
functioned well considering the low level of investment. 
The school has generated employment in the community, 
allowing an important cultural exchange, and permitting a 



positive use of community services. In general this 
activity has been successful, directlv and indirectlv 
ernplovina 93 residents of San Andres, Peten, 

b. CINCAP 
The objectives of the Center of Information for the 

Nature, Culture, and Artesanry of the Peten are the 
following: 1) the promotion of tourist areas of the Peten, 
2) environmental education, and 3) to provide information of 
the resources that the region offers. In order to reach its 
objectives CINCAP has created an artesanry shop for products 
of the MBR in the " C a s t i l l o  de Arizmendi", a historic sight 
in the center of the island city 5f Plores. 

According to its guest book, CINCAP has received 700 
visitors. It is believed that the number has been even 
higher during the first four months of 1994. CINCAP earns 
money from the sale of woodcarvings, painted beach shoes, 
bone carvings, etc. It is estimated that the activities of 
CINCAP are self- sufficient over the short term, although no 
complete analysis has been performed due to a lack of 
information. 

c. Tourist Routes 

CI has begun promotion of low impact tourism. CI's 
strategy is to promote hiking routes that combine 
archeological and natural beauty. Among these routes are El 
Mirador, Ruta B e t h e l ,  and Ruta Guacamaya. In Bethel there 
is the ~osada Maya hotel, which was built with the 
appropriate technology and funds provided by INGUAT. While 
no precise figures are available, the members of the 
Cooperative have reported earnings from this investment. 

Management of Natural Forests 
In the natural forest management area, CI does forest 

inventories and management plans, environmental impacts 
studies, and monitors tree coverage in the Peten. 
Accomplishments include a-management plan for-a community 
forest in Bethel (whkch'is now with assistance from the 
Centro Maya). Technical assistance has also been provided to 
the communal (e j ido)  reserves of San Jose, Chultun, and San 
Andres. In the communities of El Cruce and Carmelita, agro~ 
pasture systems, vivary systems, and reforestation have been 
promoted small farm level. 

#on-Wood Products: Potpourri 
Potpourri consists of ornamental arrangements of 

botanical elements, which are produced as a part of the 
natural life cycle of certain species. These species, 
generally found in forest undergrowth, are collected, dried 
and hung, then packaged and marketed as scents of the 
jungle. 

The production of potpourri takes place in the El 
Cruce-Dos Aguadas municipality of San Andres. This micro- 
enterprise activity was developed collectively by the 



technical staff of ProPeten and representatives of the 
community. The activity has employed the local population 
not only with the packaging and preparation of the product, 
but also with the collection of Primary botanical materials. 

Recentlv the pot~ourri business ient its first 
shipment to 19 stores in the United States, with over 700 
pounds of product. Profit margins would seem to vary widely 
depending on presentation and packaging (in glass vases, in 
natural gourd cups, in hand-painted gourds, in cellophane 
bowls, etc.) 

The potpourri activity, while important fa, the 
promotion of forest vegetation sub product.^, has generated 
little employment for adults (6 people in plant production 
and 117 providers of primary resources, working only part- 
time during times of high production). 90% of the people 
working to provide materials during high production time 
were of minor age, a phenomenon which should be researched 
in greater depth because it may mean a delinquency from 
school. In general the potpourri production is seen as a 
positive secondary source of income for families and has not 
caused heads of households from traditional land uses. 

It should be noted that demand for the forest product 
is rising thanks to efforts of the CI in the United States, 
increasing the potential social benefits for the communities 
involved. 

Cther Non-Wood Products 
There has been very little activitv to develop and 

promote ~roduction methods for xate, chicle and fat Demer. 
Products for which production and marketing methods are 
being developed are: palm oil, soapstone, basic pepper oil, 
ornaments of veneered leaves, and natural dyes. 

Artesanry 
Artisan products under development by CI-PROPETEN are: 

carvings with wood, stone and bone, a variety of painted 
cups and gourds, painted shoes, and environmental 
embroideries. Currently artesanrv in the reaion is ~roduced 
in relatively low auantitv, with hiah ~roduction costs, low 
impact in the utilization of secondarv forest products, and 
a relatively low level of human development. 

3.5.2 ~ecommendkions for CI-ProPaten 

For most of the micro-enterprise and ecotourism 
projects, the experiment and development phase has been 
completed, and small scale commercial and tourist activities 
are o~erational. A market study should be done in each case 
to determine the possibility of expanding sales and 
production, of expanding the acceptance of ecotourism, and 
the possibility that the local communities will be able to 
sustain these activities for the long term. At this moment 
the activities generated by CI have been creative, but 
promise little impact for the region. It will be important 
to determine which areas of the MBR are suitable for 



replication of activities like the potpourri production, and 
the Spanish language eco-school. 

Low Impact Tourism 
ProPeten should imtensivelv promote the Posada Mava 

lodue in the Usumacinta River area, so that the investment 
in infrastructure pays dividends in terms of: 1) community 
employment and 2) the resource management practices which 
protect biodiversity and the landscape. ProPeten should 
continue development of the El Mirador tourist route, and 
should develop another circuit for Laguna del Tigre. 

The organizational structure of the cooperative which 
nanages the Posada Mava hotel in Bethel, must be 
strengthened, to assure self-suffi,ciencv after the ~roiect. - 4  

The  ouri ism committee needs accountina ind administrative 
controls, and a summary accountinq system should also be 
implemented by the cooperative. intinsive accounting and 
administration training are needed by coop members to insure 
sustained income and use of resources over the long term. 

Economic Alternat ives  
In respect to the Eco-school, its authorization of 

operation with the Ministry of Education should be revised 
because no reference is made to its current dependence on 
CI/ProPeten, or its future relationship to a local NGO or 
individual. 

With respect to the potpourri, the following measures 
should be taken: - Strengthen community organization so that self- 

management will be achieved over the medium term. - Evaluate the socio-economic impact of production, 
especially the impact of employing minors- - Establish local technical and production teams so that 
they are able to : 1) carry out the entire production 
process, and 2) perform all product marketing. - Find ways to increase demand for the product and 
increase effort-s to sign future contracts so as to 
ensure the activity's sustainabiiity. Those 
responsible for the production of potpourri must study 
and broaden the market, (and not rely so heavily on CI 
representatives in Washington, D.C.). 

ProPeten should begin work toward the objectives in the 
document "Wood Products of the Maya Biosphere Reserve", 
which was developed and presented in September of 1992. 
They should also re-establish the forestry management 
component so that the project may have the greatest possible 
impact. 

ProPeten should become more involved in the manasement 
of xate and chicle in the Peten, given their vast investment 
and experience in this field. This would also scpport 
impact of the Natural Forest Management component. 



3.6 THE PEREGRINE FUND (PF) 

3.6.1 Conclusions and Key Observations 

The Peregrine Fund's role with the MBP beginning in 
1992 has been to: 1) preserve the biological diversity of 
the MBR; 2) do research training for those involved with the 
project; and 3) establish databases and monitoring 
techniques. These responsibilities are to be taken over by 
CONAP or other institutions in the long term. The basic 
obiective of the Perearine Fund within the MBP is: Use data 
on ~redatory birds as indicators of environmental and 
habitat chanaes, in order to ~rovide quidance and 
recoinmendations for strateaies of MBR manauement. 

The PF's traininu comPonent has supported: 1) five 
persons in receipt of degrees; 2) three workers trained at 
CUDEP; and 3) training for 50 local assistants annually (115 
have been trained to date). 

The PF's rsearch studies space and habitat needs, and 
current population parameters for several bird species. 
Other research quantitatively describes vegetation 
communities of the MBR, and studies bird life in the 
agricultural slash-and-burns areas. Also the PF does 
ecological studies of several bird species which are 
threatened by extinction. The biological studies of birds 
are based primarily on the effects of the fragmentation of 
the birds' habitat. The results of these studies should be 
of great significance for the management of the MBR. 

An additional benefit of PF's research is employment of 
residents of the villages nearest the Tikal National Park as 
researchers and in research support, which may curtail 
resource degradation of that area. Young residents of Zotz, 
El Caoba, and El Remate have been employed in PF research. 

In environmental education the PF has concentrated on. 
four schools in the direct vicinity of the Tiksl National 
Park, where they have given talks, shown videos, conducted 
artisan competitions, and have directed nature study tours. 
They have directly affected some 600 students. - 

The Peregrine Fund is one the NGOs with the best 
potential to fulfill its obligations to the MBP. It is 
recommended that the Pereurine Fund continue to support the 
research efforts in which it is involved, and that sumort 
for FP continue for the rest of the MBP. 



3.7 The Association for the Rescue and Conservation of Wild 
Animals, ARCAS 

3.7.1 Conclusions and Key Observations 

ARCAS maior contributions tc the MBP are: proper 
management of wild animals; provision of medical-veterinary 
care; investigating the existence of relatively untouched 
areas appropriate for the release of animals; the monitoring 
of.freed animals; and the distribution of information that 
is collected. 

ARCAS rescues and cares for captured, injured or sick 
wild animals. ARCAS does applied research on reproduction 
of white-tailed deer, guacamayas, and tepescuintles in 
captivity. The deer study is being done on the property the 
owners of the Hotel Villa Maya, in order to compare 
reproduction and growth with those of other animals on 
limited grazing lands. Efforts with the tepescuintle are 
done with Xxchel, a womens' group from San Jose, Peten also 
active in micro-enterprises. 

Additional ARCAS Contributions 

- An ARCAS project, undertaken with UICN and students of 
CUDEP, is establishment of a huntina season in 
Uaxactun. ARCAS has also promoted low impact t.mrlsm -- 
activities in Uaxactun, with the support of CID.:',. 

- In 1994 ARCAS will train 600 teachers in eleven . 
districts thrcughout the Department of Peten. ARCAS 
has trained numerous guides for ecotourism in the 
region and is trains residents of Uaxactun for the 
development of another "Posada Maya". 

ARCAS is a relatively young organization with seven 
sources of funding for its activities in the Peten (CIDA, 
USAID, the MacArthur Foundation, Sharp Family, Columbus Zoo, 
Hotel Villa Maya, SEGEPLAN, UICN, WPTI, and others). Its 
activities are arise from within the organization and in 
collaboration.with communities. However, its coordination 
with the other implementors of the MBP is virtually nil. 

3.7 .2 Recommendation 

ARCAS is a national NGO with perhaps the best potential 
to achieve the objectives for which it was funded. it is 
recommended that support for ARCAS continue throughout what 
remains of the MBP. 



3.8.1 Conclusions and Key Observations 

According to the Project Paper, implementation of the 
MBP is the responsibility of CONAP, other counterpart 
national institutions, and a consortium of NGOs. 
Supervision of the project is the responsibility of USAID in 
conjunction with CONAP. Thus supervision is the principal 
obligation of USAID. 

Originally, AID personnel specified by the design 
included: 1) a project manager, 2) a forestry specialist, 3) 
a natural resource management specialist, and 4) a 
Guatemalan project coordinator. A central office in the 
Peten was specified, but much discussion USAID and CONAP 
decided in 1991 not to go beyond a coordination team 
headquarter in Guatemala Cit. 

In reality USAID has: 1) a project official, 2) an 
institutional development specialist, 3) an assistant for 
coordination with government agencies, 4 )  an assistant for 
administration and coordination with NGOs, 5) a financial 
officer, and 6) three forestry engineers, all located in 
Guatemala Citv. A monitoring and evaluation specialist has 
recently been named for project coordination in the Peten. 

The management structure established by USAID-Guatemala 
is in general effective and efficient i.n its provision of 
supervisory and administrative support of the governmental 
and non-governmental implementors of the project. 

Delays were experienced with some AID actions, 
in particular the procurement of major equipment, such 
vehicles and boats. Considering the AID's large 
organization and bureaucracy; and the norms and procedures 
that must be followed, such delays are not unexpected, nor 
do they have a,simple remedy. 

It is the opinion of the evaluation team that the AID's 
administrative structure for the MBP has grown to fill the 
void left by CONAP and its incapacity to perform the 
planning, coordination, and follow-up for this project. 

Noteworthy is that during the period of this 
evaluation, no exam~le of ~roiect coordination amonq 
implementors was observed in the Peten reqion. It is known 
that coordination did go on during 1991 and 1992, and then 
decreased 1992 and 1994 to arrive at the current low level. 
Local project coordination had now become AID'S 
responsibility, and coordination of the MBP now originates 
in Guatemala City, and not from the Peten itself. 



3 . 8 . 2  Recommendations 

USAID should diminish the number of ~roiect personnel 
located in Guatemala City, and the majority of project 
personnel be transferred to the Peten. Only the proiect 
manaaement should function out of Guatemala City, meaning 
the responsible official of USAID and the Executive 
Secretary of CONAP. The Coordination Committee of the MBR 
(created jy  h u ) ,  the Coordination Unit (with high level 
personnel form USAID and CONAP), and the Special S u b j e c t  
CoordinationCammi+t-- should all function out of the 
Peten. 

This transfer of coordination to the Peten will 
assure that USAID as donor will have, not only sporadic and 
"administrative" communication with implementers, but also 
it would allow USAID to provide technical orientation in the 
field, and allow close cooperation with CONAPlregion VIII. 



4.1 PROJECT ADMINISTRATION 

Conclusions and Key Observations 

The concentration of coordination and management 
authority for the project in USAID-Guatemala City does not 
provide for efficient, effective, dnd reallstic 
implementation of the MBp in the Peten. The worst aspec~ W E  
the current arrangement is that after project completion, no 
governmental institution (or national NGO) will have the 
capacity to plan, coordinate, evaluate, and take the 
leadership responsibility for the Maya Biosphere Reserve. 
The evaluation team recognizes that this-situation.has 
developed due to a void left through non-performance 
by CONAP, and by the Guatemalan Government on the national 
and local level over the last five years. 

If USAID 
role from Gua 
the project w 
in the field, 
(political, f 
local level. 
to consolidat 

continues to play a central project management 
temala City, the only possible result is that 
ill be implemented with no technical capacity 
and no ownership or endorsement of the project 
inancial, community support) on a national or 
There will thus be no promise that the efforts 

e the MBR, and protect the biodiversity of the 
region will carry on. 

In addition, if the concentration of power in the field 
continues as it is, dispersed among a variety of NGOs which 
make little communication or coordination effort, then it 
can be expected that the situation of MBR will remain the 
same or worsen. Activities will continue to be individual 
and periodic, with low levels of coordination and no overall 
strategy. If the current field reality continues, the MBP, 
the MBR, and implementing institutions will be weak compared 
to negative forces in the Peten - negative forces that favor 
1) random and chaotic exploitation of the region's natural 
resources, and 2) short term economic benefit, 3) are blind 
to long term consequences. The Maya Biosphere Project, if 
it continues as it is, will leave behind no permanent 
mechanisms that allow the a uniting of forces among 
principal stakeholders in the Peten for the management of 
the MBR. 

Recommendations 

Having thoroughly reviewed the available evidence, the 
evaluation team recommends that the following actions be 
taken: 

a. A profound and detailed analysis of the 
institutional roles of CONAP, CECON, IDAEH and DIGEBOS must 



be undertaken, to reveal their full legal capacity, human 
resource capability, official policies, and capabilities and 
weaknesses for project execution. The analysis should be 
undertaken at the central and regional levels, so that all 
actors can fulfill their roles in managing the MBR. 

b. A diaanosis to determine how to restructure and 
strenathen CONAP, CECON, IDAEH. and DIGEBOS should be 
performed, so that institutional structures can be improved, 
at the national and regional level. The diagnosis should 
include the decentralization of administrative functions and 
financial operations toward the local level, as well as the 
strengthening of central offices to elaborate policy, and 
perform planning, evaluation and follow-up. 

The institutional analysis should explicitly consider 
the  decer~tralization of operations for this project from 
Guatemala C l t y  to Peten. The analysis should also consider 
other entities Which could be irnplementers of the MBP 
(municipalities, Peten Natural resource user groups, etc.). 
It is important ro note that CONAP and IDAEH are currently 
going through a process of internal revision and 
reorganization. 

c. Establish an MBP coordination unit (CONAP-USAID), 
headquartered in CONAP reuion VIII, with administrative, 
technical, and functional autonomy. This autonomy should be 
only slightly limited by periodic evaluation and follow-up 
by the central offices to ensure the financial, 
administrative, and technical soundness over the project. A 
detailed analysis of each institution in regard to this 
issues should be performed. 

d. A detailed analvsis should be verformed of the 
minimum institutional structure needed from the central 
offices of C O N D  and USAID/ Guatemala to support the 
operations of the coordination unit in the Peten. It must 
be understood that the function of the central office is 
simply to support and backstop the operations in the Peten, 
meaning that there should be few central officials, and 
numerous high caliber technicians and specialists in the 
Peten, and not the other way around. An entire bureaucracy 
in the central office is necessary for supporting operations 
in the Peten. 

e. It is the opinion of the evaluation team that all 
NGOs which implement MBP activities in the Peten, with the 
exception of TNC, have sufficient field ca~acitv to fulfill 
project obliaations, and leave trained, local personnel to 
continue these functions after the MBP operations terminate. 



4 . 2  FINANCIAL MANAGEMENT 

4.2 .1 GOVERNMENT ORGANIZATIONS: CONAP 

Fundamental Aspects: 

Institutional problems have developed within CONAP in a 
variety of areas, including personnel administration and 
finances. Administrative difficulties (period of 1991-1991) 
h a w  included the naming of inappropriate personnel to key 
positions, including the Chief Administrator, Head of 
Finances, Accounting Assistant, positions which were given 
to students. 

CONAP's original organizational scheme placed 
insufficient focus on administrative and financial units. 
This led to a lack of control over accounting records, a 
disorder in the use of funds, and negligence in 
documentation. These problems have led to financial 
liquidity difficulties, lessening the effectiveness of 
CONAP, and a near cessation of operations at the Maya 
Biosphere Reserve. 

Types of Funds Managed by CONAP: 

a. counterpart Government Funds : 
Government funds, which are included in the basic budget, 
are utilized to cover basic salaries for permanent 
positions, salaries for part-time personnel, and some 
overhead personnel costs. 

b. Specific Rotating Funds: 
This fund provided by the External Finances office of the 
Ministry of Public Finance was initially set at Q34,000.010 
and then rose to Q500,000.00 in 1992. Originally, the fund 
incorrectly used, as a budgetary ceiling, and as of April 
1994 efforts were still being made to liquidate the first 
rotation of the fund. These delays were caused by an error 
in how the fund was operated by the Office of General 
Accounting of the Ministry of Public Finance with the Bank 
Of Guatemala. In addition to this diJemma, the paperwork 
for the liquidation has become confused and intermixed. 

c. Global Rotating Fund: 
In 1993 a Global Rotating Fund was requested, and the 
Government authorized Q350,000.00, which has not been put 
into operation. To operate, the fund will require cash, 
statements of expenditures, and documlentation of a variety 
of financial transactions. 

d. Seed Funds of the Nature Conservancy (TNC): 
TNC donated $50,000.00 to CONAP, of which approximately 
$7,000.00 is currently being managed properly. This is n'ot 
a rotating fund. 



In ueneral it can be concluded that CONAP has faced 
liuuidity problems due to improper handlina of pertinent 
documentation. 

Problems Observed: 

The delays caused by the rotating fund bottlenecks have 
left USAID and CONAP without project capital, causing 
administrative and financial problems, and mismanagement of 
Maya Biosphere Reserve. Consequence are: 1) general failure 
to comply with Legislative Decree 4-89, the Law of Protected 
Areas, and 2) non-compliance of CONAP with its Maya 
Biosphere Project responsibilities and obligations. 

The Golpe de   st ado in May of 1993 caused a rupture in 
the approval process for MBP documents and financing 
within the Guatemalan Government. Months passed without GOG 
reports to AID on MBP expenditures. 

Administrative deficiencies, ill-defined functions and 
responsibilities pertaining to finances, and low 
coordination with corresponding offices in the Ministry of 
Public Finance have left CONAP in a state of crisis. 

At the beginning of 1994 proposals were made to improve 
and strengthen the administration and financial management 
of the institution. Beginning in April of 1994 CONAP will 
employ two technical specialists in administration to lzad 
these efforts. These and other signs give hope that CONAP 
administration will be improved in the short run. 

It is crucial to note, however, that CONAP8s proposal 
for 1994 does not include a Work Plan for the year. This 
Plan is being elaborated at this late date, and will be 
implemented in conjunction with the Institutional Strategy 
which was established for the next several years. 

It can be concluded that CONAP, although having 
sufficient access to financial resources, does not have the 
capacity for project execution; this is illustrated in their 
rate of completion of 50% in 1991 and 1992, which barely 
reached 5% in 1993. The centralization budget management in 
Guatemala City has produced obstacles for the institutional 
development of the Maya Biosphere Reserve. 

Corrective Measures: 

Beginning in 1994 some corrective measures have been 
applied which provide hope for institutional improvement by 
the end of the year: 

a. The human resources of CONAP in the area of 
administration and finances has been significantly improved. 



b. 
CON 

Improvement in communication and coordination between 
AP and the appropriate officials of the Ministry of 

Public Finance, should improve CONAP access to its own 
budgeted funds. 

c. Efforts have been stepped up to liquidate CONAP's 
funding, to clear up the document bottleneck, and to improve 
mechanisms for Cinancial transactions. 

d. A request was made of the Technical Budgetary Office to 
free-up funds slotted for 1994 to cover expenditures of 
previous years which could also tie up the project. 

e. An extensive external audit was completed. 

f. A Budgetary Programming and Operating workshop was 
organized with the participation of the Guatemalan 
Association for Budgetary Investigation (AGIP), USAID, and 
COBAP, with the goal of improving'the technical capacity of 
CONAP's administrative and financial personnel. 

Recommendations for the Financial and Administrative 
Management of CONAP: 

In addition to continuing efforts to strengthen CONAP's 
administration and financial management, financial decision- 
making must be decentralized, especially in the case of 
CONAP region VIII, the Peten. This would allow the regional 
office to work more fluidly within its technical and 
operational responsibilities. 

Strong efforts must be made to completely liquidate the 
remaining rotating funds, so that this issue may at last be 
solved, and so that wcrk may begin at a sustained level in 
the Maya Biosphere Reserve. Particular attention should be 
paid to the compliance with Decree 4-89, the Law of 
Protected Areas (more specifically Chapters I and 11). 

Upon resolving the above issue, and establishing a 
sustainable level of project effort, CONAP must seek to 
fulfill the respnsibilities to the MBP which it has been 
given. CONAP r ~ s t  improve its coordination with the NGOs in 
the field, and coordinate the activities of the involved 
governmental institutions. 

CONAP must quickly develop the Organizational and 
Operations Manuals, following the model of the existing 
Norms and Procedures Manual. The manuals will be vital 
tools in establishing administrative, operative, and 
financial management objectives and responsibilities. 
Finally, CONAP should install the appropriate accounting 
systems to avoid the disorder of financial administration 
characteristic of the past. 



An idea which merits further investigation is the 
gossibility of the Guatemalan Government (CONAP) 
transferring some of its counterpart project funds, through 
currency or negotiable bond, to a national NGO, like the 
Trust for the Conservation of Guatemala. This would allow a 
more efficient and sustainable channel fcr investment, and 
would also work more directly with the region. This and 
other praca:ical options for escaping the current financial 
difficulties of the Guatemalan Government should be 
explored. 



5. LOGICAL FRAMEWORK ANALYSIS OF MBP PROGRESS 

5.1 THE OBJECTIVE AND STRUCTURE FOR THE ANALYSIS 

5.1.1 The Objective of this Analysis 

The objective of this Logical Framework analysis is not 
only to assess MBP progress, but also to prepare for a 
continuous M&E system. The tables on which this analysis is 
based will provide a structure and raw material for a 
continuous M&E system to be set up and run under the 
direction of Mr. Juan Carlos Godoy of MSI who is member of 
this Evaluation Team. 

The raw material for the analysis consists of data, 
progress reports, and hypotheses based on observation, 
discussion, and telling anecdotes. To the extent there is 
so$id data, it comes from an excellent summary of progress 
reports prepared by Claudio Saito of USAID-Guatemala. In 
the future, the anecdotes and hypotheses will be steadily 
replaced by solid data. Also note that this analysis works 
with categories of objectives rather than with specific 
objectives and indicators. The clarification of objectives, 
and the specification of indicators will be another focus of 
Mr. Godoy's work. 

5.1.2 The Structure for t h i s  Analysis 

The Tables in this chapter present a Logical Framework 
Analysis of progress by the Maya Biosphere Reserve Project 
to date. The Logical Framework is AID's principal project 
design and evaluation tool. Table 5A presents the structure 
of the analysis, and Tables 5B-1 through 5B-4 present the 
analysis itself. 

Table 5A, which gives structure for the Logical 
Framework analysis, is divided into major rows labeled from 
top to bottom: . 

:) Impacts (Goal level); 
2) Major determinants of impact (Purpose level); and 
3) Information, systems, and training (Outputs). 

The labels in parenthesis for the horizontal rows 
(Goal, Purpose, Outputs) are categories of objectives from 
AID's project design and evaluation tool, the Logical 
Framework. The row categories in Table 5-A are ordered in 
cause-effect fashion, with causes generally at the bottom, 
and effects or benefits generally at the top. The 
categories are ordered in this fashion because AID's 
Logical Framework and "Objective Tree" tools are ordered in 
this fashion. 



Within the row categories in Table 5 A  are listed the 
major objectives and success indicators from the Maya 
Biosphere Reserve Project Paper, and later attempts at 
improving the project's Logical Framework. The columns in 
Table 5A correspond to the major categories or activities 
that make up the Maya Biosphere Reserve Project: 1) 
Administration of the Reserve, 2) Development of Economic 
Alternatives, and 3) Environmental Education. 

5.1.3 Summary Tables 

In Tables 5B-1 ~hrough 5B-4 an attempt is made at a 
summary 05 MBP progress. Table 58-1 summarizes data, 
information and hypotheses about MBP progress at the Goal 
level of the Logical Framework, and Table 5B-2 summarizes 
progress at the Purpose level. Output level Progress is 
summarized in Tables 5B-3 and 5B-4. 

For this review of progress we have chosen to 
organize the analysis "horizontally" by row from Table 
SA, that is by Logical Framework, or cause-effect level. A 
useful aspect of this "horizontal mode1' of organizing 
accomplishments is that it cuts across MBP activities and 
implementers at each level. .The job of managing MBP 
consists largely of thinking, communicating, and planning 
"horizontally" across implementers, which is to say 
strategically, and programmatically. 

A necessary evil associated with this "horizontal" 
analysis is that the accomplishments of a single activity 
occur in various rows. For environmental education, for 
example, the following appear in different rows: - The effects of the education on skills, knowledge and 

attitudes; - The environmental education itself; 
- Training of teachers; and 
- Materials production. 

Note that there is a cause-effect relation among the 
various aspects of environmental education, with causes 
below and effects above. A "vertical" treatment of project 
progress, which is easier to read hut less "analytical" 
appears in Section 4 of this evaluation. 

5 .4  MBP GOAL LEVEL (IXPACTS ON THE ECONOMP, NATURAL 
RESOURCES, AND HUMAN BEEAVIOR) 

Objectives: Table 5A shows that objectives and 
indicators proposed by MBP documents at the Goal level are: - Long term economic development; - Conservation of biodiversity and habitats; 
- Conservation of forests; 
- Resources of the reserve under sustainable management; 

and - Adoption of appropriate practices. 



TABLE 5A 
THE MBP LOGICAL FRAMEWORK ORGANIZED ACCORDING TO AN "OBJECTIVE TREE" 
:OBJECTIVES IPROGRESS: (PROGRESS: I PROGRESS: 

/ADMINISTRATION IECONOMIC 1 ENVIRONMENTAL 
! /OF THE RESERVE !ALTERNATIVES i EDUCATION 

'ACTS GOAL LEVEL) 

i 
I Long term economic development 
INATURAL RESOURCE STATUS 
/ Conservation of biodivers~ty an habit 

Conservation of forests 
I Decrease in the deforestion rate (Str egic Objective Indicator) 
:RESOURCE MANAGEMENT PRACTI ES 
I Resources of the Reserve under i i sustainable management 
I Management of renewable resourc 
1 Management planes use 
I Adoption of agpioprlate practices I 
I MAJOR DETERMINANTS OF IMPACT (PURPOSE LEVEL) 
!SKILLS, KNOWLEDGE, AlTlTUDES 

Understanding of environmental laws 
-Public, - Decision makers 
Students educated: primary. 
secondary, university 

INCENTIVES BASED ON PRODUCTI AND MARKET 
Income based on responsible resour e use 
Economically and ecologiclly viable a tivities 

POLICY ADOPTION AND IMPLmAE ATION 
Policias established 
Etfective system of control 
Master Plan 

ORGANIZATIONAL STRENGTHENIN 
Institutional mechanisms 
Financial mechanisms 
CONAP, CONAMA. DIGEBOS i 
A local reserve management NGO 1 

IRAINING, SYSlEMS AND INFWATION (OUTPUTS) 
CHANGE AGENTS TRAINED, EQUIPPED 
The public, decision makers 
Park and resource guards 
Extension agents I I I 

INSTALLATION OF S Y m S  

activities, commercialization I I I 
The entries within the categories are objetives from MBP documents. 

Demonstration plots installed 
Sustainable lumber production 
Harvest of extractive resources 

COLLECTION, ANALYSIS, PUBLICAT 
Information on resource managemen 
Research on conservation, economic 

ON OF DATA AND INFORMATI 



Analysis Scheme (Table 58-1): To systematize analysis 
at the Goal level, impacts were divided into three basic 
types. long term economic development, natural resource 
status, and natural resource management practices, or human 
behavior. The types of impacts are related in cause- 
effect fashion. That is human behavior leads to changes in 
natural resource status which leads eventually to changes in 
long term economics. 

Progress at the Goal Level: The top rows of Table SB-1 
suggest that: 

1) It is too early to expect changes in overall natural 
resource status variables throughout the Peten. 

To the extent that there are impacts on deforestation 
and other natural resource variables at this point, 
they are limited at present to: a) areas around 
specific interventions of the Alternative Economic 
Activity type; and b) a possible deceleration, due the 
mere presence and existence of the MBR and CONAP, of 
degradation due to illegal extraction and invasion 
within the nuclear zones. Anecdotes in this regard 
have aroused debate, and from the point of view of the 
Evaluation Team are so far inconclusive. 

5.3  MBP PURPOSE LEVEL (MAJOR DETERMINANTS OF IMPACT) 

Objec t ive s :  As objectives and indicators at the 
Purpose level, Table 5A shows that PM documents proposed: 

- Policies established; 
- An effective system of control; 
- Income based on responsible resource use; 
- Public support for the Reserve; 
- Economically and ecologically viable activities; - Institutional and financial mechanisms for; 

sustainability of CONAP and the reserve; - An NGO for reserve management. 

Analysis Scheme (Table 58-2): The phrase 'principle 
determinants of impact' facilitates'understanding what the 
Logical Framework means by 'Purpose level'. To systematize 
analysis at the purpose level, the following 'principal 
determinants of impact' were used: 

1) Skills, knowledge an attitudes; 
2) Policy adoption and implementation; 
3) Incentives based on the economy, that is based on 

productivity and the markets; and 
4) Organizational strengthening. 

It is important to note that all the determinants of impact 
operate through their effect on human natural resource 
management behavior. 



* 
'I'AULE 5B - 1 
LOGICAL FRAMEWORK ANALYSIS OF THE MAYA BIOSPHERE RESERVE PROJECT 

Long term economic development 1 It ir too early loc impact of mearurement 
IATURALRESOURCE STATUS I 
Conservation o l  biodiversity 
and habilal 
Conserval~on of foresls 
Decrease In the delotestion rate 

lThe MBP has probably had linle mearurable eflecl on bromd, regional natural rerwrce 
variables becaure: 
- The MBP ic largely an array of pild-type aclivilrr each of which is Small. and 

ranered compared l o  Ihe problem addreswd 
- B i~ -phy# ic~ l  change taker time 
- Natural recource datum change depend8 on lira changing organizationr. 

policies. and human anitudes m d  behaviors. 
POSSIBLE CHANGES AROUND SPECIFIC I~TWVENTIONS 
- Possible deceleralion o l  

defofedation wilhin nuclear 
ue l o  Ihe mere existence an 
presence o l  the MBR and CONAP. 

- PomuMe progrerr by ARCAS mt 8dnq 
endangered animal mpecier 

-Possible slowing ol the .dance d 
'dash and burn' agrkultural 
lrontler around Cenlro Maw's 
Bethel Natural Faer t  Management 
experimenl (ZUM) 

- Possible increase in  produclivity. 
tree cover. dl quality uound 
the 15 cmmunitier B e d  by CARE'. 
Agrolorestry oxtendon program 

I I (3b Has inlhr Butler Zone) 
IESOURCE MANAGEMENT PRACTICES I 
Resources o l  Ihe MBR under 
susla~nable management 
Management01 renewable resource1 
Managenlent planes used 
Adwl~on of appropriate practices 

10 MASSIVE BEHAVIOR CHANGES. BUT T~IERE ARE CHANQES AROUND SPECIFIC 
here ia continued illegal: - Incipient natural lotell management 

Logging. hunling, robbing of of 2740 Has around Bethel 
archea!ogicel treasurer, human - 15 communilhr, 240 farmera in 
senlemon1 the Bufler Zone wilh green 
Porr~ble inhibilton of illegal lertilizer. live hncer. mixed 

extraclioc~ and invasion due otchardr. manwed farm bes t8  
l o  mere ex~s le~~ce.  presence - Collection, ptocerung. markeling 
pl MBR and CONAP 01 non-wood lofed malerial around 

Cruce lam d m  Aguada. 

I 
6 employees in  the laclory. over 
100 c~tlltrcttws o l  taw mnlullal 

-- -. -~ . -. -- -- -- 



Progress at the Purpose Level - Skills, Rnowledse and 
Attitudes. and the Point of View of Communitv Leaders: 
Observations based on the first row of Table 5B-2 are: 

- Data on community leader attitudes suggest that the MBP 
has been relatively successful at communicating the 
existence and location of the reserve, and the idea 
that it is prohibited to cut trees and hunt certain 
animals within the nuclear zones. 

- The press has been very active in reporting on 
environmental matters in the Peten, and it is possible 
that this responsible performance by the press has 
affected the attitudes of decision makers and urban 
groups, but not rural populations in the Peten. 

The View Point of Communitv Leaders 

Table 5C summarizes data from interviews with community 
leaders on their concept and image of the MBR, CONAP and the 

of the ~uatemalan-government. 
The f i r s t  analysis shows that the most effective means 
of communication with rural people is overwhelmingly 
through radio; 

The second analysis shows that the central image that 
community leaders have of the MBR is highly 
'protectionist'; 

The third analysis shows that components of CONAP's 
image are: 1) protect and take care for, 2) forest, 
trees and lumber, 3) make business deals and money, 4) 
do little or nothing, 5) not let poor farmers work. 

The fourth analysis shows that a considerable portion 
of community leaders are willing to tell an 
interviewer: "Yes, the Guatemalan government is 
selling the Peten." 

Progress at the Purpose Letvel - Incentives Based on 
Produrtivitv and ~arketsi Observations based on second row 
of Table 58-2 are: - The best example within the Economic Alternatives 

category of an activity that provides economy-based 
incentives is the potpourri factory. 

- Economy-based incentives are not limited to activities 
within the category Economic Alternatives. Outside the 
category are: the Eco-Spanish school and CINCAP that 
have environmental education objectives as well, and 
the rolling chicle fund at CONAP that has reserve 
management objectives. 



TABLE 58-2 

LOGlClAL FRAMEWORK ANALYSIS OF THE MAYA BIOSPHERE RESERVE PROJECT 
DETERMINANTESOF IMPACT IPURPOSE I 

SKiEs. KNOWLEDGE. ATTITUDES 
- Public WppWl fOf the f % W ~ e  
- Underslanding 01 environmental lawe 

-Public 
-Decision maker8 

- Studenls educated: prin~ary. 
secondary, universily 

INCENTIVES BASED ON PRODUCTIVTY At 

- Ir~coine based on responsible resource usc 
- Econonlrcally and ecdogicelly viable activi 

PoCEYADOPTION. IMPLEMENTATION 
- Potlc~es eslnbl~shed 
- Elfeclive system of con~rd  
- Mastel Plan 
- Denlarcat~on 01 the reserve and zones 

- . - - 
3RGANIZATIONS STRENGTHENED 
- I r~s l~ l~r l~cn~al  Meclian~ems 
- Flr~anctal Mccl~enisms fr~r the rem~vo 
- CONAP. CONAMA. OIGEBOS 

NGO 

. - 

!EL) 
PROGRESS: AMINISTRA- 
TlON OF THE RESERVE 

- Increased officid complaints on 
threat8 to Ihe reresvs. 

- Newrpaperr cover environmental 
issuer. problem8. 

Negative 
- CONAP has a negalive image 

among pelenrroc and NGO8 
- Hall o l  over 50 community 

leadere interviewed anwered ' 
lo the queclion: 'Do you lhink 
the Government ic adling the 
the Peten?' 

MARKET 
- National Park laii l  druclurer 
- Increawd eco-tourism in  

nuclear zoner 
- There is potential for using 

rolling funds. w c h  a8 from 
chicle ~ a l e r  

- There is no inu~tulional presence 
in the Nuclear Zone8 

- Palrdling is no! ryrtematic 
- Demarcation ir partial 
- The Master Plan 1s little known 
- No conustenl policies lor 

land lenure. consliuclion. roads -- - --- 
- W~lhoul Ihe MBP CONAP might ha 

disappeared 
- CONAP ir weak a1 cawd~ner~or~. 

planrlmg. Irnplemenlal~on. 
adnl~nlslreli~r~ 

- N t~pr~qress  el f i ~ ~ a ~ ~ c ~ a l  sllstatrln- 
b ~ l ~ t y  Iw 1110 MBR 

- A local NGO Itas bee11 selocled - . - . - - - - - - - - . -- 

'ROGRESS: 
CONOMIC ALTERNATIVES 

'robable increased rlrillr 
I produclion. butinerr. lenching 
mong emploper of: 
The Eco-Spanish rhool 
The Potpourri budne8r 
CINCAP 

z I) 

The potpourri budne88 h8r gen- 
erated 6 lactory jobs. and 
117 part lime p b r  foc cdleclocr 
01 raw malerial. 
There ir the pocribility 01 an 
export market. (CI) 

There are regulalionr foc 
lored concerrionr. 
No norm8 foc contrdling lorad uw. 
roads. 011. lourim. immigralim. 
relugeee. etc. 

- 
Gloups involved in  allernalive 
economic acl~nliee are weak i n  
adn~~nlsl~allon. Lnancer. 
markellng. 

'ROGRESS: 
NVlRONM WTAL B)UCATK)N 

Wecl d e n v i r m  oduca.tlon 
on knowledge u ld  Utilubrr 
ir not known. 
36 ta.ch.ra. a . m d  thouund a d o r  

with probable imprarrd tumddge 
and altitude8 rqrding the 
environment (CARE). 

- - - -  - 

The Eco-Spmilh rhool ir 
ha8 a unified program with 
orgmizatimr in  Iho canmunily 

(CI) 



5 U -  3 
LOGICAL FRAMWORK ANALYSIS OF THE MAYA BIOSPHERE RESERVE PROJECT 

ENVIRONMENTAL EDUCATKIN AND EXlEWSION (OUTPUTS) ----- 

IOB-~vEs IPROGRESS. U~UINIS- IPROGRESS. 
ITRATION OF THE RESERVE IECONOMH: ALTERNATIVES 

:NVIAONMENTAL EDUCATION. M E N S I O N  FOR NATURAL RESOURCE USERS 

T l t r  public 

D~CISIM makers 

Prrlnary acllool cluldten 

b c ~ c l l l y  sc11ml Uudenl 

Urlrvrtruly rtodenlr 

HANGE AGENTS TRAINED. EOUIPPEO 

NC 

8 ealerrrton agenls aqurp(wd tr 

pldcur wlrete CONAP has r prr 

haul 130 recource guards 

equrped m d  lrrrned 

A TNC worhcJmp lor CONAP 

extenmonrat6 

TNC prepared a Itrsnrtrg plar~ 

lor CONAP w h ~ t ~  has bee11 

p u ~  ~ I O  pracucr 

ARE 

lrauunl21 pwL gurclr  aod 

5 Iiwrrrbrn gwdrc l r m  CONAP I 

rublsrrral~la rgr~cullure rrrd 

U'UUll ~ t l l l l t l !  

--- 

CARE: 

- 450 dulr ~odemonsltslron 

- P t a r  demonsuam 0 basrc 

agtdoteury lectrniquer 

CONSERVATION INTERNATIONAL 

- Al karl700 vtulors l o  lhe CltiCAP 

CINCAP enntonmenlal educalw cell 

- 30 people ~ r u m d  In  nalural 

lorau managamenl. 

- 7 training evenlr rn u a r ~ w c  

r~alural raroucca marmgenrerll 

praclrec 

CARE. 

- 6 awnls loc Inrnmg 

erlerluwtals. and promoters 

- 30 nrkshopr lcn lrainrng cotnmunlly 

leaders tn rprdoleucy. green 

lun*zer. e~c. 

CENTAO MAYA 

- 22 days d exlensron lor Iarmrrc 

and q i ~ u l l u r e  reprerenlalrvrr 

- 2 ca r tnc  bc Iachnwlrnc. loresuy 

a r4  ~~IKJIuI~ exlenmanwc 

CONSEAVATION INTERNATIONAL 

- T r w d  luo prople rrr as tourrun 

(Julduc 

- IIMIIII~ ulbred In Guogrrptw 

I r l l a r ~ l ~ o ~ b  SyUernc -- 

'ROGRESS. 

iNVlRONUENTAL E0WATK)N 

;ARE; 

Approximlrly 3000 chiidrenlyf 

Irrrno4, i n  onw4mwntrJ loprcs 

fbdio ptog#&n$ cowring 84  

communaior 

Wrrnen rruletid d c l i ~ o d  tn 

19 COmmUNLHI 

Ttaining b q u n  br 80 woman 

In  a l r r n r l w  rcarromic .clw&er 

In p t u p r r t m  lor credU program 

;ONSERVAT.ION INTERNATlONAl 

3 Belhrl. Ctuce bor Aguams. 

;rn Andre6 

l$larac) run in^ wllh an ud* 

prcal krcuc ku 30 poop& 

100 talks on ocdogy ur ulmo4c - 
;ARE. 

I20 leachoir l r a h d  m anvrron- 

menlsl eduulion 

:ONSERVATK)N 1NTERNATK)NAI 

Trarntng d 25 lracherr. ol whom 

20 wotk a1 lh. Ec*Spuuch Schu 

Suppm l o  univrrmty wrarromy 

Uuderug u USAC. C W E P  

Spcu~rocr(up d prnrrprlron 

by 10 leachars in sourre6 

6y CARE 

ONDO PEREGAINO 

50 t e c s u d ~  asusam Jyt ramad 

Talks. n u s  lo  4 bcal r l r m t c  

Spwoctud 5 *b.crlktrlor', 

3 wwhsrc br Uudy a1 CUDEP 



TABLE 58-4 
LOGICAL FRAMWORK ANALYSIS OF THE MAYA BIOSPHERE RESERVE PROJECT 
INSTALUTKIN OF SYSTEMS. INWR 

OBJECTIVES 

INSTALLATION OF SYSTEMS 

Oerncnurat~m plots undrf 

apploptiale managemenl 

Srualnable lumber p toduc lm 

n a r w u  o l  eilracllvr resouicec 

ROGRESS: ADMINIS- 

RATION OF THE RESERVE 

NC. CONAP 

80 Kms 01 bounduy along 

ma WUUI botdrr d lhe 

buller zone haw been 

malJrd. 

EONOMIC ALTERNATIVES - 
XNTAO MAYA 

- 355 dermslralion plols. validalion 

IOSI~ lor ktlilize: beans 

in 21 commurwliec 

;QNSEWAllON INTERNATIONAL 

- Fa1 pepper nurser~es m El Cruca 

- Two videos on !he MBR 

I OF DATA AND INFORMATION 

Rowarch on 'Jarh and burn' 

mylralory agr~cullure 

(CONAP-CATIE). 

Rapid Ecological Evaluallon Ir 

10 11s lmal uaga (TNC). 

Sludy o l  n u l a c  lo lhe 

Tlkal Nalioc~al Park (CARE). 

lnu~lulional analyns o l  

CONAP (TNC). 

Mon~lamg o l  lree cowl  In Ihe ME 

(Conserval~on Inle~nal~onal). 

Master Plan (TNC) 

Operalmg Plans (TNC.CONAP.AI 

Ttainlng Plan (TNC) 

(one mn an Inlernallonal Prrze) 

- Porada Uaya in  Belhel 

- Jn~llal work on new 1wr1sl 

roulas. El M~rador. Rula Belhel. 

Rum Gttrcamaya 

legume and lree specles an delotesle 

areas of Ullkrent ages. 

CONSERVATION INTERNATIONAL 

- Analysis o l  woal. xale. chtcle. 

ptmienla acl~wly . 
- ~ o t e s i  ure in 8uena Fe Coop 

CENTRO MAYA 

- Sals research 

- Xale hrtvesilny lechlllclues 

- Varielies o l  can. lerltltzer beans. 

and c~lruses 

- Gtass. leuumct adaplal~on Illals 

- Farage polonllal o l  nallvo plmls. 

'ROGRESS: 

NVIRONMENTAL EDUCATION 

FARE 

Indallallon. oquipmenl Iff 

Iho onvironmonml oducallon 

cenler i n  Palen;~lo 

'ONSERVATION INTERNATION 

Eco-Spanish School 

Adm~n~sl~alion syuems 

Educsl~on systems 

A Center la Inlotmation on 

Ihe Nalure. Hand~arafis. and 

Cullure 01 Ihe Pelen (CINCAP) 

Envllnnrnenlal educamn male1 

developed. publ~shed (2500 c q  

a monlh -CARE) 

Rev~ew and derqn ol 10 envlto 

mental educallon guldes (CAR1 

AID dam collecllon. 

MSI analysis o l  communtly 

lender altiludrrs loward the MBI 

and CONAP 



TABLA 5 - C  
THE POINT OF VIEW OF COMMUNITY LEADERS ON 

Data were collected under the direction of Mr. Keith 
Line and analyzed by MSI. For all questions: 1) the 
interviewees could give more than one answer, 2) not all of 
the more than 50 interviewees responded, and 3) Only the 
most frequent answers are analyzed. 

QUESTIONS ON INFORMATION SOURCES: 
1) Have you heard anything about the MBR? 
2) Where did you get the information? 

i l r I l r 7  
MEANS OF COMMUNICATION 1 FREQ 

I 

T h e  Government 
CONAP 
Other 3 5 5 1 

THE IMAGE OF THE MBR. 
What is the Maya Biosphere Reserve? / o B J . c T I Y E I ~ / ~ ~ ~ ~ ~ - -  

FUNCTION 
I I I I 1 

Care f o r ,  Forest ,  trees 
preserve Other 

THE IMAGE OF CONAP. QUESTIONS: 
Have you heard anything about CONAP? 
What is CONAP doing? 
What do your friends think of CONAP? 

IS THE GOVERNMENT SELLING THE PETEN? 

TYPE OF COMMENT 

TOTAL 42 100 

..- 
Protect ,  care for  
Forest,  t r e e s ,  wood 
Take our money, do businese 
They do l itt le of  nothing 
They don't let the poor farmer 
work 
Not popular 

2 7 
10 
15 
12 
8 

5 - 



Progress at the Purpose Level - Policy Adoption and 
Im~lementation: Observations based on third row in Table 
5B-2 are: - The MPB shows poor results in implementing controls and 

norms for governing natural resource management. 

- For the extraction of chicle, xate  and forestry 
concessions, there are laws in place or proposed. 

- For tourism, petroleum, and other economic activities, 
laws and regulations are lacking. 

- Due to programs by CARE, it is probable that 
environmental education has been incorporated 
permanently in the curriculum of schools in the Peten. 

Progress at the Purpose Level - Institutional 
Strenatheninq: During the design and implementation of the 
MBP, the notion of institutional strengthening has arisen to 
satisfy several needs. First, there is the need to 
strengthen CONAP so it can carry out its central role in 
managing the MBR. Second, there is the need to ensure 
financial sustainability for the reserve. Third, there is 
the need to identify and strengthening a local NGO to 
complement government organizations in managing the reserve. 
Fourth, a need for training groups involved in economic 
alternatives has become obvious. 

In the fourth row of Table 5B-2 are presented 
observations on the current status of the MBP ins satisfying 
the several 'organizational strengthening' needs. Obviously, 
in spite of the large investment in training of individuals 
and groups, strengthening of national and local 
organizations for managing the MBR has not yet been 
achieved. 

5.4 PM OUTPUTS 
6 

Objectives: As objectives at the Output level, Table 
5A shows that the original Logical Framework for the MBP 
proposes : - - Environmental education for the public, decision 

makers, and students; - Training for park and resource guards; - Demonstration plots in sustainable wood production and 
sustainable resource extraction; and - Research on resource management conservation and 
economic alternatives. 

Analysis Scheme: To systematize the analysis of 
Outputs, Tables 5B-3 and 5B-4 organize the above material 
in categories related in cause-effect fashion, with causes 
below and effects above, as follows: - Environmental Education and Extension for the public 

and natural resource users; 



- Training of change agents; 
- Installation of systems; 
- Collection, analysis and publication of data and 

information. 
The idea is that in very general terms: 1) information and 
the installation of systems leads to 2) training of change 
agents, whose work consists of 3) environmental education 
for the public and extension for natural resource users. 

Progress a t  t h e  Output Level - Environmental Education 
for the Public and Extension of Natural Resource Users: 
Observations based on the material presented in the first 
row of Table 5B-3 are: - Much environmental education has been focused on 

children in the central area of the Peten, and little 
attention has been paid to groups living close to the 
MBR . - Another focus has been the radio programs designed and 
transmitted by CONAP, CARE and Centro Maya. - Clearly, environmental education is not directed at 
qroups with major responsibility for changing land and 
resource use in the Peten and the reserve, which 
suggests that Logical Framework indicators should be 
adjust to refer to these groups. - For extension activities, there is an almost exclusive 
focus on small farmers, and little work with the 
loggers, cattle ranchers who (together with small 
farmers) are responsible for-the depredation of the 
Peten's forests. - For extension activities there is a poorly defined mix 
of "maximize coverage" and "concentration on integrated 
piiot examples" strategies, which make diffusion of 
innovation over large areas improbable. 

Progress a t  the  Output Level - Traininu of Chanue 
Auents: Observations based on material presented in the 
second row of Table 5B-3 are: - Within the category of change agents are included: park 

guards, resource guards, teachers, extensionists, and 
community leaders, etc. In brief, the category refers 
to all people who serve as a bridge to deliver 
environmental material and messages to a broader 
public. - Within the change agent category also fall: training 
of CONAP technicians, and CUDEP students, who will 
eventually form a critical mass of technicians in the 
Peten, 

Progress a t  the  Output Level - Svstems Installation 
Observations based on the first row of Table 5B-4 are: - If all the systems installed by the MBP project 

functioned well over the long term, results at all 
levels of the Logical Framework would improve. 



- Unfortunately, under the Reserve Management category, 
 on-functioning systems are common, as is the case with 
vehicles which are not maintained, and guard posts 
which are burned down. 

Progress at the Output Love1 - Collection, Analvsis and 
Publication of Data and Infomation. The second row of 
Table 5B-4 show6 that biological studies of irr?ortance have 
been accomplished, along with a Rapid Ecologic~l Assessment, 
monitoring of the deforestation rate, and various impressive 
guides and manuals. Accomplishments at the this "paper" 
level" are the basis for many activities, but in and of 
themselves are not measures of a successful project. 

5.5 SL'MMARY OF LOGICAL FRAMEWORK ANALYSIS 

5.5.1 The Logical Framework as an Analytical Tool 

In its current state of development the Logical 
Framework analysis in Tables 5B-1 through 4 
serves a descriptive purpose, but utility for analysis is 
limited because: 

- Objectives and indicators are not sufficiently 
specific; - A notion of how accomplishments are related 
geographically to each other and to the nuclear zones 
is lacking; and - MBP progress is characterized through, observation, 
interviews, and documents rather than measurement data. 

Although the global analysis tables are not ideal, 
vertical comparisons between the Output and Purpose rows in 
of the analysis can be illustrative. The vertical 
comparisons in Table 5-D below suggest that: MBP proaress 
at the Output level has not aenerallv led to accomplishments 
at the PurDose level. According to the Logical Framework, 
it is preciselyaat the Output to Purpose transition, where 
a project's success is determined. 

TABLE 5-D 
Adminiatration o f  t h e  Reso- (Column 1) - Pur@oa. - Little control  or  preeonce i n  t h e  reserve - Outputs - Xany guards trained and equipped 

$conomic Alternative. (Column 2 )  - Purpose - Some i s o l a t e d  examples of changed natural resource 
management behavior - Outputs - Disperee a c t i v i t i e e ,  largely  i n  Ruffer Zonefa 

Environmental Education (Column 3 )  - Purpose - Effec t s  on knowledge an a t t i tudes  are not known (or  
t h e i r  r e l a t i o n  to s t r a t e g i c  objectivee of  the  MBP). - Outputr - Much a c t i v i t y  focused on children and urban areas 



5.5.2 Gumnary of tho Logical Framework Analysis 

Thie Logical Framework analysis of MBP progress, leads 
to the overall conclusions that: 

1. Accomplishments at the implementation or Output level 
of the Logical Framework are ~ubstantial, and include 
respectable mounts of: a) information and document 
generation; b) trained 'peteneros'; and c) to a lesser 
extent system installation. 

2. However, as suggested in Table 5-D, the Output@; can not 
cause more than slight effects at the all-important Purpose 
level. The Purpose level includes: a) skills and attitudes 
of people who deurade the MBR; and b) policy and economy- 
baeed incentives which influence the behavior of thoee 
people. Reasons why, according to this analysis, MBP Outputs 
do not cause significant corresponding  result,^ at the 
Purpose level, are outlined in Section I11 of this 
evaluation on project design. 

Briefly: a) Reserve Administration, for numerous 
reasons, has not been effective at controlling human 
behavior in thee reserve; b) Economic Alternatives, in spite 
of isolated euccessee, do not promise massive change land 
patterne among major destroyers of the RBM; and c) 
Environmental Eaucation has focused, not on destroyers of 
the PJM, but on teachere, children and urban populations. 

3. It goes without saying, that if Purpose level 
accomplishment is weak, then Goal level accomplishment must 
also, for the time being, be weak. The Goal level refers to 
improvements in: a) natural resource management practices 
among degraders of the Peten, and b) natural resource status 
such as foreet cover. 

5.6 ADDITIOLSAL ANALYSIS 

Additional analysis related to the Logical, Framework 
which has use for the planning and mplementation sf the MBP 
includes : - The relation between the MBP and USAID-Guatemala's 

Strategic Objectives; - Assumptions according to the Logical Framework system; - A Continuous M&E System; 
- Analysis in the spirit of Cost-Benefit. 

5.6 .1  THE RELATION BETMEEN THE MBP AND USAID-GUATEMALA'S 
STRATEGIC OBJECTIVES 

The Mava Biosphere Reserve Project is a central. 
component of USAID-Guatemala's Natural Resource Manauement 
Prouram with its own set of objectives and indicators which 
overlap with those of the MBP. Table 5E presents an 



BILATERAL & REGIONAL ObjectiveTree 
TABLE 5-E 

Program 
Ourpuu 

~erforrnance 
indicators 

Program output 
Indicators 

1) Reduction~f deforestationtrends:i1t~~e.1~t~~a~eas:.:.::::::~:;.. . _...: . .  <.......:... .............. .: ...... ':.: . : : i :  . .. L 
2) ~aintenanceof ........ indi@o#$pecies . . . . . . .  . . .  atviable . . . . . . . . .  . .  popb!ation . . .  levels . . . . . . .  in selected 

' . 

. . . .  . . .  ..... sites.;; ?% ::..-;.: ... :.: .. - . :. . .  : <I. . . . . . . . . . . .  . . . ;  . . . . . .  - .  . . . . . . .  . , . . , . : .  . . .  . . . . .  . . . . 

Projects 

3.1 People employing more 
sustainable land use practices I 
- 
1) Percent of target populaf on 

adopts more appropriate land 
use practices promoted through 
the progran 

MAYAREMA 
RENARM 
CNRM 
Environmental Support Project 
Biodiversity Support Project 

sustainable resource 
management and conservation 

1) PoEcy regime reflects 
increased consideration for 
conservation of biodversily. 

MAYAREMA 
RENARM 
Environmental Support Project 
Biodiversity Support Project 

.-- 
1) 8 e h ? e d  iristitutions have 
co~zf n u ~ d  increass i n  non - AID 
income. 

MAYAREMA 
RENARM 
CNRM 
Environmenlal Support Project 
Biodiversity Support Project 



"Objective Tree" for USAID-Guatemala's natural resource 
management program. Below (Table SF) are listed the major 
areas of overlap and correspondence between the objectives 
and indicators of the MBP and USAID-Guatemala's Natural 
Resource Management project. 

In Tables 5-E and 5-Ft note that the Strategic 
Objective of the USAID-Guatemala's Natural Resource 
Management Program is "Imnroved manaaement of the natural 
resource base to support conservation of biodiversity": 
Also note that accomplishment of the Strategic Objective is 
measured by the indicator: "Decreased deforestation rate". 

- 

TABLE 5-F 
CORRESPONDENCE BETWEEN OBJECTIVES AND INDICATORS FOR: 
1) THE MAYA BIOSPHERE PROJECT, AND 2 )  THE USAID-GUATEMALA NATURAL 
RESOURCE PROGRAM 
"Improved manaqement of t h e  n a t u r a l  rescurce  base t o . s u u m r t  
coneervation of b iodivers i tv" : :  - Natural  Resource Manaaemefit Proqram - The S t r a t e g i c  Object ive  

toward which a l l  a c t i v i t i e s ,  inc luding t h e  MBP, must be 
d i r e c t e d .  - Hava B i o e ~ h e r e  P ro iec t  - Describes t h e  whole p r o j e c t ,  and many 
of its o b j e c t i v e s  

"Decreased d e f o r e ~ t a t i o n  ra t e" :  - Maw B i o s ~ h e r e  P ro iec t  - Ind ica to r  a t  t h e  Goal l e v e l ;  - Natural  Resource Manaaemant Proatam- I n d i c a t o r  of S t r a t e g i c  
Object ive  Achievement. 

"Imoroved n a t u r a l  resource  ~ r a c t i c e s : :  - Nava Biosphere P ro iec t  - . Ind ica to r  a t  t h e  Goal l e v e l ;  - Natural  Resource Manauement Proaram - Output 1 
"Public and ~ r i v a t e  o ruan iza t ions  strenuthened": - Mava Biosphere Proiec t :  P ro jec t  Output o r  Purpose 

(Which v a r i e s  i n  d i f f e r e n t  vers ions  of  t h e  MBP Logical  
Framework. How t o  f i t  o rgan iza t iona l  s t r eng then ing  i n  Logical  
Frameworks and Obfect ive  Trees is always a problem.) 
Natural  R e s o u r c ~  Hanauement Proaram: Output-3 

Data Series and Projections 

The MBP has made several attempts at data series and 
projections with the intention of showing a relationship 
between the projec%. and deforestation rates. The Evaluation 
Team carefully examined the data and models, and concluded 
that they not yet solid or complete enough for assessing 
MBP's contribution. 

Particularly unconvincing is MBP1s use, as shown in 
Table 5-F-1, of: 1) One data source (TFAP) that gives a 
relatively high deforestation rate since 1978 (3.2%/yr), to 
calculate a 'historical tendencyt and predict the future 
without the ~roiect; and 2) Another data source (SEGEPLAN) 
that with a lower rate since 1978 (about 2.0%/yr) to measure 
proiect performance and calculate impact. The result is an 
exaggerated view of MBP impact. (In reality, the 
deforestation rate MBP uses to predict the future without 
the project is 4%/yr, not 3.2%/yr, which exeraggerates MBP 
apparent impact even more.) 
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Details and Implications 

Table 5-F-1 summarizes forest cover data, historical 
trends, and prcjections into the future for the Peten. The 
comments below explain and expand on the material in Table 
5-F-1. 

1. The curve startina in the top-left corner 05 the table: 
SEGEPLAN-UNEPET (the Planning Secretariat in the Peten) has 
at its disposal a series of forest cover studies consisting 
of: a) Holdridge and Lamb, 1950; b) FAO-FYDEP-PNUD, 1963; c) 
FAO-INAFOR, 1978; d) UNEPET, 1987; and e) UNEPET, 1993. The 
latter two studies use SEGEPLANts satellite-based Geographic 
Information System. (MBP documents attribute the first three 
studies to TFAP, because they are cited in TFAP's summary 
volume on Guatemala.) 

2.   he ~ l u s  siun ( + I  in the middle of the table: In 1988 
TFAP did a single satellite-based GIs study of forest cover 
throughout Guatemala. Note that for the late 1980s, there 
is a 14% divergence between the TFAP and SEGEPLAN 
data. For the year 1988 the TFAP data show 54% forest cover 
remaining; while for the year 1987 the SEGEPLAN data show 
68% forest cover remaining the Peten. The difference may 
arise from use of different scales of measure. The SEGEPLAN 
studies, because they focus on the Peten, may use a more 
sensitive scale for detecting forest than did the TFAP 
study, which was national in scope. 

3. The bottom-riuht area of the table : To describe a 
future without the project, the MBP extends a historical 
trend derived from lines connecting: a) the Peten-focused 
studies covering the period 1950-1978, and b) the nation- 
wide TFAP study in 1988. The result is a deforestation rate 
for the 1980s of about 3.2%, and a predicted forest cover in 
the Peten for the year 2000 of less than 10%. (Indeed, MBP 
uses an even faster, 4%/yr deforestation rate for its 
"without project" projections.) 

The middle-risht area of the table 

4. MBP did not use the SEGEPLAN data for 1987 to calculate 
historical trend and project into the future, perhaps 
because the data was not available at the time of the MBP 
analysis. If the SEGEPLAN data had been used, the 
historical trend, and the ~roiections into a future without 
the oroiect. would have been verv different, (as shown by 
the broken line leading off to the right of the SEGEPLAN 
curve). For the decade of the 1980s, SEGEPLAN data give a 
deforestation rate of about 2.0%/yr (rather than 3.2%/yr), 
and predicted forest cover for the year 2000 of about 40% 
(rather than 10%). 



5. To calculate its impact, the MBP plans to compare 
SEGEPLAN data with projections based on 'historical 
tendency'. For the year 1993, SEGEPLAN data show 56% actual 
forest cover. When the 56% is compared to the 39% TFAP data 
projects, the 56% gives the impression of significant 
impact, and that deforestation is being braked, perhaps by 
the MBP. However when SEGEPLAN1s 56% for 1993 is compared 
SEGEPLAN data for the year 1987, the 56% corresponds exactly 
to 'without-project' projections, and looks like normal 
continuance of hietorical trends and the status quo. 

Two Data Analysis Errors 
MBP ia to be congratulated on their attempt to detect 

MBP impact on deforestation; however some data analysis 
errors are being made. 

1.. As noted above and in Table 5-F-1, the MBP uses one 
historical data source (TFAP) to predict the future without 
the project, and another set (SEGEPLAN) to measure impact, 
when the latter is available for historical trends as well. 

arino acroee data sate is a bad thinu - to do, not because 
one eat ie right and the other is wrong; but because all 
data collection and analysis efforts impose their own 
peculiarities on numbers and trends. It is essential where 
goeeible to use exactlv the same data collection and 
analvsis ~rocedures to measure impact and the base for 
com~arison. 

2. MBP has made projections into the future based on 
data ~oints, without taking into account factors that 
influenced the data. Note that a 14% difference on the late- 
1980s data point for TFAP (54% forest cover) and SEGEPLAN 
(688) has produced a 309 difference in predicted forest 
cover in the Peten for the vear 2000 (10% ve, 4 0 a l a  Thie 
projected difference is of strategic importance for the MBP 
because the project can be judged either a success or a 
failure depending on which projection is used. 

Rocoaendation: In collaboration with MSI's MCE 
contract, develop data and analyses which accurately measure 
MBPt8 possible effect on deforeetation. Where there ie 
doubt regarding which deforestation projections, indicators, 
and comparieone to choose, avoid bias by alwavs choosing 
those which minmize MBP's apparent impact. 

A Qualitative and Logical Assessment of MBP Impct on 
Doforortation Rats8 

Without solid data or models, it was necessary for the 
Evaluation Team to baee analysis of the MBP-deforeotation 
ralationahip, not on only meaaurement and e t a t i o t l c r ,  but 
almo on anowero to the question8 &pw 

the re- between MBP acc 
be iors that defprest the Peten7 Matori*and 

H a n a & i n g  tho queatlon included: observation, 



interviews, documents, and AID'S Logical Framework project 
evaluation scheme. Even with solid data on deforestation 
rates in an around the project area, this 'qualitative and 
logic' analysis would be essential. Cause-effect 
relationships can almost never be proven on the basis of 
numerical data alone, and this is especially true in the 
Peten where so many powerful socio-economic forces operate 
in difficult to predict ways. 

This assessment begins with tbe observation that the 
MBP has three components at its disposal which could 
influence deforestation rates: 1) reserve administration, 
2) economic alternatives, and 3) environmental education. 
Summarized, and expressed without Logical Framework jargon, 
the assessment of the relation of each component to 
deforestation rates is as follows: 

1) Reserve Administration: MPB building of 
institutions which implement controls and norms for 
governing natural resource management are, for a number of 
reasons, weak. If the MBP is to influence USAID's 
deforestation objective, then Reserve Administration must be 
especially strong in: a) prevention of illegal logging and, 
b) control of road building which leads to corn farming and 
cattle raising. 

2 )  Environmental Education is probably effective in 
changing knowledge and attitudes of children and perhaps 
effective with urban adult populations as well. MBP 
education efforts, however, are not concentrated massively 
on groups and threats responsible for depredation of forests 
and biodiversity. 

3) Develo~ment of Sustainable Alternative Economic 
Activities has been successful in spats. However: a) There 
is a poorly defined mix of broad coveraae and "livinq 
example" and strateaies; and b) There is focus almost 
exclusively on small farmers, and very litt3e work with the 
loggers and cattle qanchers largely responsible (together 
with smali farmers) for depredation of the MBR. 

Conclusions: -. 

As is the case for all types of natural resource 
impact, it is probably too early to measure effects of 
the MBP on regional deforestation rates. 

- The extent of MBP impacts on deforestation are limited 
for the moment on: a )  changes in areas around specific 
activities; and b) a possible deceleration of 
deforestation in Nuclear Zones caused by the mere 
presence and existence of the MBR and CONAP. 



5.6.2 MAYA BIOSPHERE PROJECT ASSUMPTIONS 

What is an Assumption? 

Analysis of Maya Biosphere Project Assumptions as 
expressed in the project's Logical Frameworks must begin 
with a working definition of Assumptions. 

Definition: Assumptions, according to the Logical 
Framework, are factors external to your project over 
which vou have no control which seriously effect the 
progress or success of yaur project. 

It is also helpful to begin with a central implication 
of the above definition of Logical Framework Assumptions. 

A project whose success depends on false assumptions is 
a nonrfeasible project which must either be: lj 
redesigned to include responsibility and control over 
assumptions as project objectives; 2) redesigned so it 
does not depend on the assumptions, 3) defunded. 

An original intent of the Logical Framework was to act as a 
filter for decreasing the number of non-feasible projects, 
and increasing the feasibility of existing projects. 

Original project Assumptions for the MBP 

Below (Table 5G) are presented Assumptions from the 
original Project Paper Logical Framework for comparison 
aaainst the "definition. 

TABLE 5G 
GOAL AND PURPOSE LEVEL - Sustained p o l i t i c a l  and s o c i a l  w i l l  t o  conserve n a t u r a l  

resources  - Cruc ia l  i n e t i t u t i o n s  w i l l  be sus ta ined o r  s u s t a i n a b l e  
CONAP, CONAMA, and DIGEBOS w i l l  become increasingly e f f e c t i v e  - The  extens ion agenta w i l l  e f f e c t i v e l y  t r a i n  t h e  t a r g e t  group6 
i n  renewabrle n a t u r a l  resource  baaed income genera t ing  
a c t i v i t  iem - 

OUTPUT LEVEL - Appropriate types  of t r a i n i n g  a v a i l a b l e  - Equipment and materials w i l l  be used i n  t h e  p r o j e c t  - Effective maintenance systemm w i l l  be pu t  i n  p l a c e  and 
adopted - Stud ies  w e l l  derigned an executod - Evaluat ion  w e l l  designed and t imely  - Plan conta in8 l o c a l  and i n t e r - i n r t i t u t i o n a l  input ,  and has 
enforc ing power - Feee r e f l e c t  timber va lues  - - Exteneionie te  w e l l  t r a i n e d  and equipped and t h o i r  guidance is 
f 01 lowed 

A comparison of the definition of Logical Framework 
Assumptions and those in the Project Paper demonstrates 
clearly that either: 



- The designers of the MBP had a poor understanding of 
how to use the Logical Framework - 
and/or (much more serious) 

- Project designers did not envision the project as 
taking responsibility for the determinants of its owns 
success. 

Mis-use of the Assumptions tool is a common occurrence 
within AID. AID uses the Assumption column to list 
complaints and excuses, which and it has lost its analytical 
feasibility-increasing power. 

New Project ~ssumptions 

As shown in the table below, subsequent attempts at 
improving on the original Logical Framework for the MBP 
demonstrate: 1) an improved use of the Logic~l Framework 
Assumptions Column, 2) an improved understand~ng of the 
scope of responsibilities regarding determiners of success, 
and 3) improved understanding of realities in the Peten. 

In the table below, Assumptions in improved version of 
the MBP Logical framework are divided into in three 
categories: 1) Assumptions which should be turned into 
project objectives, and 2) Assumptions which must become 
objectives of a future Policy Component within the MBP, and 
3) An Assumption which seems false with little chance of 
improvement. 

TABLE SH 
ASSUMPTIONS LISTED 5N "IMPROVED VERSIONS" OF THE MBP LOGICAL 
FRAMEWORK 

PARTIAL OR TOTAL INCLUSION AS MBP PROJECT OBJECTIVES - Support of c i v i l  and m i l i t a r y  a u t h o r i t i e s  i n  Peten; - Consensus among c i t i z e n s  and GOG e n t i t i e s  on boundary loca t ion  
and CONAP resources/capacity;  - GOG w i l l  an capacity t o  implement or d e l e g a t e  a u t h o r i t y  t o  
opera te  outputs  an community acceptance of Outpost6 - Local i n s t i t u t i o n s  support  p o l i c i e s  that w i l l  promote 
s u s t a i n a b l e  development (i.e. w i l l i n g n e s s  t o  accept  t r a d e  o f f s  
an reach consensus) 

POLICY PROJECT OBJECTIVES - Improved p o l i t i c a l  and f i n a n c i a l  suppor t  f o r  n a t u r a l  resource  
conservat ion  and for se lec ted  conservat ion  i n s t i t u t i o n s ;  - GOC suppor ts  decen t ra l i ze  a u t h o r i t y  i n  management of resources;  - L e g i s l a t i v e  and j u d i c i a l  framework-actors responsive  t o  grass-  
r o o t s  po l i cy  i n i t i a t i v e s .  

11 EOSSIBLY FALSE - S t a b l e  co re  s t a f f  a v a i l a b l e  

Note that the "~ossiblv false Assumption in the above 
table is "Stable cori staf f-available" . igain, accordina to 
the Louical Framework: If project success depends on a false - 
assumption, the project must be either: 1) re-designed so 
the Assumption is a project objective under the control and 
responsibility of the project, 2) re-designed so success 



does not depend on the Assumption. 3) defunded. So, 
according to the rules of the Logical Framework, the MBP 
must either: 1) make sure CONAP and other key GOG 
organizations such as CONAP have stable core staff, 2) 
remove CONAP from its central role in favor other 
organizations with a more stable prognosis, and 3) 
or 3) be defunded. 

5 . 6 . 3  A CONTINUOUS M&E SYSTEM 

The evaluation team recognizes that the analysis of the 
relation between the MBP an variables such as 'deforestarion 
rates' is based, not on hard data much as on observation, 
discussion, and logical re,asoning. During the two coming 
years, the firm Management Systems International will 
provide a permanent service in the Peten with the purpose of 
making planning and decision making within the lMBP more 
scientific, participative and strategic. The person charged 
with this responsibility is Mr. Juan Carlos Godoy of MSI. 

A New Logical Framework 

The Logical Framework tables in this chapter must be 
converted into specific objectives and indicators. The 
indicators should be quantitative wherever possible an they 
should be limited in number. These objectives and 
indicators will derive in part from MBP's acceptance and 
adaptation of the recommendations of this evaluation. The 
objectives and indicators of the new Logical Framework 
should focus on principal threats to the NBR, and on the 
groups primarily responsible for changes in land use within 
the reserve. 

The process defining a new Logical Framework for the 
MBP can take the form of a workshop or workshop series, 
where planning and analysis tools such as the Logical 
Framework and c,ost-benefit are taught. 

Identification and Tracking or Kay Assumptions 

In a previous section use by the MBP project of the 
'assumptions concept8 was analyzed. With respect to 
identification and tracking of assumptions, the MCE advisor 
should: 1) identify external factors beyond project control 
which seriously effect project and success; 2) eliminate 
from the list complaints and excuses and convert them into 
project objectives; 3) establish criteria and indicators 
form determining during the project whether the assumptions 
are holding or failing, 4 )  establish and orchestrate a 
periodic tracking system, and 5 )  help with the forrmulation 
of contingency plans regarding what to do when key 
assumptions fail. Alternatives are: a )  take on the 
assumption as a project objective; b) redesign so the 



project dos not depend on the assumption (external factor); 
or c) end the project. 

Monitoring and Evaluation of Outputs 

Data, infarmation, publications, ~lanes, auides: 
Complete the list of "paper productsw summarized in Table 
58-4 and monitor their use, utility, and contribution to 
strategic objectives of the MBP. MSI has ac draft 
instrument which can serve as starting point. 

Installation of Systems: Complete the list of "systems 
installed summarized in the Table 5B-4 and monitor their 
use, utility, maintenance and contribution to strategic 
objectives of the MBP. 

Trainina of Chanae Aaents: Complete the list of change 
agents trained summarized in Table 5B-3 and investigate: 
1) the sectors of the public reached by these change agents 
in their work, and 2) the relation of the publics reached 
and the messages-transmitted to the strategic objectives of 
the MBP. 

Honitoring and Evaluation at the Purpose Level 

Accordizg to the Logical Framework system, the success 
criteria for a project are found at the Purpose level. 
Obviously then, MSI1s MCE contract has an absolute 
obligation to develop indicators, data and analysis for all 
the 'determiners of human behavior1 included at the Purpose 
level for the MBP. In the following paragraphs some 
preliminary ideas are presented. 

The effects of Environmental Education (bv means of the 
media and schools~: The evaluation team has discovered an 
almost universal consensus on the following: 1) 
environmental education is a good idea, 2) environmental 
education is done well by MBP implementers, 3). but the 
effects of the education and their relation to the major 
objectives of the MBP are not known. The evaluation team 
suggests that the M & E  system put in place by MSI do a study 
or series of studies to: 1) measure the effects of 
environmental education, 2) characterize their relationship 
to the strategic objectives of the MBP, and 3) suggest the 
optimum use of environmental education resources to reach 
MBP objectives. 

Oruanizational Strenuthenina: The MSI M & E  team must 
help with the identification of objectives and indicators of 
organizational strengthening for: 1) CONAP, 2) a local NGO 
to take some management responsibility for the MBR, 3) 
financial sustainability for the reserve itself, and 4) 
financial, management and marketing self sufficiency for 
groups involved in alternative economic activities. Of 
particular interest will be the development of objectives 



and indicators for financial and administrative 
sustainabilty related to phase out strategies for the 
international NGOs working as MBP implementers. 

Stakeholder Analvsis: Among the determinants of human 
natural resource behavior at the Purpose level for the MBP, 
there are two tvpes of incentives: 11 those based on 
policv, and 21 those based on chanaes - and im~rovements in 
productivitv and markets. In large part, the 
recommendations made by this evaluation consist of planning 
and implementation processes which take account of the 
meaning and importance that the two types of incentives have 
for the various groups that determine natural ressurce use 
in the Peten (municipalities, lumber interests, etc.). 

The MCE Advisor must support and participate in the 
participative planning and implementation processes, and his 
contribution can take the form of mechanisms and tools whose 
functions are: 1) characterize the role that political and 
economy-based incentives have for different groups, 2) make 
recommendations on the basis of the analysis, 3) assure that 
MBP decisions and plans are based on analysis and strategy, 
and not on socio-political-economic power, or on 'who yells 
loudest'. MSI is in the process of adapting a tool for 
'mapping' the relations among: incentives, groups, and 
environmental objectives. 

5.6.4  ANALYSIS IN TEE SPIRIT OF COST BENEFIT 
(Evaluation at the Goal or Strategic Objective Level) 

It is necessary to develop an analysis 'in the spirit 
of cost-benefit', applicable to all current and potential 
components of the MBP, so that comparisons can be made on 
the desirability of different activities and strategies. A 
basic concept for 'analysis in the spirit of cost-benefit' 
is to define 'benefit' In terms of actual or potential 
contribution to strategic objectives (such as slowing 
deforestation, 'slowing the advance of the agricultural 
frontier, changing patterns of land use, etc.). 

Table 5-1 gives an idea of 'analysis in the spirit of 
cost-benefitg. ?he evaluation team attempted putting into 
practice the analysis in Table 5-1, but the data and 
conclusions where solid enough to appear in a formal 
evaluation report for public consumption. The analysis 
suggested in Table 5-1  lends itself perfectly for a workshop 
in 'cost-benefit analysis' directed by MSI evaluation staff. 
Some very preliminary conclusions seem to be: 

1. MBP activities which have had the most success in 
their own terms amear to have little relationship 
manaaement of the MBR and in particular to protection of the 
nuclear zones. An example is the environmental education of 
teachers and children, which has little direct relationship 



to the strategic objectives of the MBP because neither the 
teachers or the children are currently responsible for the 
depredation of the Maya forest. Another example is the 
potpourri factory which has little relationship to the 
strategic objectives of the MBP because the potpourri 
business is a secondary economic activity and does not 
change land use patterns. (Apparently a farmer can provide 
raw material to the factory and continue with his corn 
fields and slash-and burn agriculture.) An exception may be 
the Eco-Spanish school, which is a primary economic 
activity, provides full time employment, and therefore can 
change land use patterns. 

2. MBP activities which have had the most success in 
their own tens represent small investment of MBP resources. 
Again we can refer to the examples of: environmental 
education of teachers and children; the potpourri factory; 
and the Eco-Spanish school. 

3. MPB activities most closelv related to manaaement 
of the MBR, and especiallv of the Nuclear Zones, have 
relatively larqe budaets, but poor results and use of 
resources. Here we refer to CONAP's activities, supported 
by TNC, in: control, coordination, planning, and 
administration. 



TABLE 5-1 
ANALYSIS IN THE SPIRIT 
OF COST-BENEFIT 

Objective 
of the MBP' 

2ONAP 
Presence, control 
Planning, coordination, norms I I I 
Administration 

TNC 
Institutional strengihening 
Master and operating plans 
Demarcation of limits 

' Investigation 
An environmental NGO 
Financial sustainability for the MBR 

:ARE 
Environmental Education 
Training of teachers 
Education of children 
Extension in agriforestry 

CEMRO MAYA 
Natural forest management . I I I 
Rural agriculture-fertilizer beans 

CllPROPETEN 
Eco-Spanish school 
Potpourri 
Tourist routes 
ClNCAP 
Chicle/Xate 
Institutional strengthening 

Peregrine Fund 
Research 
Training of youth 

ARCAS 
W11d animal rescue 
Education I 
' M E  GEOORAPHIC AND SOCIO-ECONOMIC RELATIONSHIP WITH 
NATURAL RESOURCE USE IN THE NUCLEAR ZONES. 

Comparisons 
-Impact-importance 
-Budget-Importance 
-Impact -Expenditures 



FIVE INSTITUTIONA 

CONCLUSIONS 

1. INSTITUTIONAL S T R F i J G T H E N I N G S  
CONAP. Even with t h e  support of t h e  
MBP, CONAP has nut  succeesful ly  
f u l f i l l e d  its coordinat ion,  planning, 
and implementation d u t i e s  nor 
proper ly  managed its funds o r  
w r ~ o n n e l .  

2. CONXJ'S COORDINATION ROLE. 
COMAP was deeigned t o  c a r r y  o u t  
coordinat ion  and planning, but  
i n s t e a d  has  become an implementing 
e n t r t y  with s c a t t e r e d  a c t i v i t i e s  and 
f e r  r e s u l t s .  

3 .  DECENTRALIZATION, 
The MBP was designed t o  channel funds 
from CONAP t o  o t h e r  opera t iona l  
o rgan iza t ions .  However, t h i s  
.channeling hae not  occurred. CONAP's 
laws and c o n t r o l  mechanisms f o r  
poaching, land invasions,  and i l l e q a l  
tree fe l i i . ng  nuclear  zones have been 
i n e f f e c t i v e  . 
4. AN ADMINISTRATIVE MECHANISM. 
D e c i e i o n ~  concerning t h e  NBP and i t s  
resources  a r e  made by: 1) USAID and 
CONAP i n  Guatemala Ci ty ,  and 2 )  
mul t ip le  implementors i n  t h e  P e t h .  

5. CLOSE-OUT STRATEGY. 
The MBP des iun recoanized- the  
advantages o i  implementing t h e  
p r o j e c t ' s  a c t i v i t i e s  through 
i n t e r n a t i o n a l  NGO'e. However, how t o  
cont inue  vf ter t h e  p r o j e c t  and 
i n t e r n a t i o n a l  o, ganiza t ions  l eave  wau 
not  analyzed. 

s t rengthen CONAP a s  an i n s t i t u t i o n  
w i t h  more e f f i c i e n t  management 
techniques,  more permanent a t a f f  
pos i t ions ,  s t r a t e g i c  planning and 
a long-tern f i n a n c i a l  plan. 

- 

CONAP should change its r o l e  from 
implementor t o  coordinat ing  and 
planning e n t i t y .  

CONAP should t r a n s f e r  more 
counterpar t  funds and 
r e s p o n s i b i l i t i e s  t o  CECON, IDEAH, 
DIGEBOS and an NGO t o  administer  
t h e  MBR. 

Es tab l i sh  a decen t ra l i zed  
management system and u n i t  i n  t h e  
Peten wi th  autonomy i n  
admin i s t r a t ion ,  t echn ica l  
mat ters ,  and f inance;  and with 
power and capaci ty  t o  p lan ,  
c' *d ina te  and evaluate .  

D , r lop  t h e  MER Consul ta t ive  
, o m i t t e e  ~ n d  s t renqthen t h e  
Coordinat ion committee a s  it i s  
defined i n  t h e  5-90 deer-e. 

A l l  i n t e r n a t i o n a l  NGOs t h a t  c a r r y  
out p r o j e c t  a c t i v i t i e s  must 
develop an i n s t i t u t i o n a l  close-out 
s t r a t e g y  which inc ludes  mechanisms 
t o  reach t e c h n i c a l ,  
adminis t ra t ive ,  and f i n a n c i a l  
se l f - su f f i c i ency  f o r  t h e  l o c a l  
N G O s  . 



6. COMPENDIUM, OF OBSERVATfONS, CONCLUSIONS AND 
RECOMENDATIONS 

In this section of the Evaluation of the Maya Biosphere 
Project (MBP), tables are presented which summarize the 
material in the body of the report: 

11 Commandments for the MBP 

6.1.1 5 Institutional Commandments 
6.1.2 6 Strategic Commandments 

Summaries for Individual Implementors 

6.2.1 CONAP 
6.2.2 The Nature Conservancy (TNC)- - 

6.2.3 CARE 
6.2.4 Conservation International-ProPeten 
6.2.5 Centro Maya/Rodale 
6.2.6 The Association for the Rescue and Preservation 

of Wild Animales 
6.2.7 The Peregrine Fund 



6. PARTICIPATION OF KEY GROUPS. 
The municipali t ies,  t he  army, t he  
church, loggers, c a t t l e  ranchers, a s  
well a s  other  i n s t i t u t i ona l  and 
soc ia l  forces  t ha t  a r e  v i t a l  t o  tho 
success of t he  MBR, have not been 
seriouely involved i n  the  project .  

7 .  GOVERNMENT POLICIES. 
A systematic analysim of t he  
influence of national po l ic ies  on t h e  
0.-xration of t he  HBR i s  s t i l l  needed. -. 

. 8 .  SPFJ? -TING S T R A T E S  
Irrii?kad of gradually consolidating 
co?.:rol  s t a r t i ng  i n  t he  nuclear 
zone8, protect ioniet  measures were 
applied t o  a l l  areas which produced 
inef fec t ive  application of t he  laws, 
a negative image of CONAP, and 
violence. - 
9. DECIDE BE'LWEEN MAXIMIZING COVERAGE 
AND INTEGRATED, L I V I N G  EXAMPLES ;I 

C For t he  Alternative Economic 
! Act iv i t i es  there  i s  a poorly defined 1 mix between: a )  maximizing coverage 
11 immediately, and b )  developing l i v e  

I examples of sustainable economic I/ a c t i v i t i e s .  

1 10. MANAGEMENT OF NATURAL FORESTS. 
:l There i s  strong disagreement on how 
i t o  grant conceesions on fo re s t  with t 1, commercial value. 
I*  

!i L i t t l e  exper iewe bas been 
( accumulated i n  sustainable fo re s t  
; resource use. 
I 

1 ! 11. MONITORING AND EVALUATION. 
Monitoring and evaluation does not 
provide a basis  fo r  systematic 

;: project  redesign. 
I' 
: Cost/benefit analyses have not been 

carr ied out i n  re la t ion  t o  t h e  
I s t r a t eg i c  objectives of t he  MBP. 
I 

I !i To ca lcu la te  impact on deforestation,  
. '  t h e  MBP uses rate8 and procedures 

, biased i n  favor of t he  project .  

! 

I n i t i a t e  and galvanize ac t i ve  
pa r t i c ipa t i on  for  t he  MBP within 
t he  church, t he  army, t he  refugee 
groups, loggers, c a t t l e  ranchers, 
l oca l  NWs, and municipali t ies.  

Rapidly develop po l ic ies  fo r  land 
secur i ty ,  colonization, and 
refugees, e tc .  

Redesign t h e  HBR's protection and 
management s t r a t e g i e s  t o  focus 
more on management of nuclear 
a reas  and gradually expand to 
multiple-use areas and buffer 
zones. 

THE KBP COMMANDMENTS 

S I X  STRATEGIC COMUANDMENTS 

- 

- 

- 

- 

- 

-L - - - 

The MBP munt decide between: 
a )  immediate broad coverage or  
b)  creat ion of Living examples of 
in tegrated processes; o r  
c )  a balance between the  two. 
Wide coverage nhould be t he  
r e spons ib i l i t y  of t h e  government, 
o r  of projecttx designed and 
financed with t ha t  objective.  - 
Strengthen nu~tural  fo res t  
management a c t i v i t i e s  within, a s  
much f o r  non-wood a s  fo r  wood 
producte. Action items include: 
1) A procees of confrontation and 
r sso lu t ion  of in te reu ts  to  forge 
consensue en fo re s t  concessions; 
2 )  s p e c i f i c  plane which 
demonstrate fo res t  management both 
f o r  commu,nity ae w e l l  as 
commerciml i n t e r e s t s ;  
3) t r a i n i n g  f o r  commmity leaders  
i n  na tura l  resource6 management 
and c o n f l i c t  resolution. 

Strengthen t h e  monitoring and 
evalrration component t o  enable 
s t raSetegic  and e f f i c i e n t  
adjrmtments t o  t h e  MBP. 

Dwelop cost /benef i t  ana lys i s  by 
pra joc t  component an they r e l a t e  
t o  t h e  HBP'e s t r a t e g i c  
object ives .  

I n  col laborat ion with t he  MSI M&E 
contract ,  develop deforesta t ion 
project ions ,  indicators ,  and 
comparisons which accurately 
measure t h e  MBP's e f f ec t  on 
def o rao ta t  ion. 
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11 OBSERVATIONS 

II POLITICAL SUPPORT AND COORDINATIZ CONAP lacks political support. 

CONAP collaratee little with other 
organizations in the managemen.t of the 
MBR . 

INSTITUTIONAL STRENGTHENING 
Little strengthening of skil1.s in 
coordination, planning, policy, and 
setting standards. 

Weakness at generating policies for the 
Reserve. 
Inefficient mobilization of :funds. 
There has befen some basic training for 
for park and resource guWdE. 

There is a shortage of equipaent, field 
personnel, and personnel with 
technical expertise. 

- 
MANAGEMENT OF RESERVES 
Disastrous attempts at guarding and 
control, incidente of violence, bad 
image, lack of confidence. 

New hunting regulations developed. 
.'~egulations concerning the 
comercialitation of non-wood products 
generated by the *forceate were 
developed. 

Little collaboration with FlCOa, W e ,  
and municipalities. 

RESEARCH AND INFORMATION 
CONAP has launched a wide tango of 
environmental education activities 

Lack of a reaearch and environmental 
monitoring plan for the #BR. 

Acceee to technical and ecientific 
information is poor. 

- RECOMMENDATIONS -- 
Include nationally 
recognized personalities 
and organizations in the 
promotion of the MBR. 
Strengthen the coordinating 
committee of the MBR. 
Re-vitalize the thematic 
consulting committees. 

Constant participation in 
NGO fora, and the 
Development Counsel is 
essent ial . - 
~ncreaae personnel in the 
field (and in the Peten 
Coordination Office) with 
expertise in planning, 
policy, and monitoring. 
Contract professionals in 
planning, policy and 
coordination. 

Develop new budgeting and 
expenditure mechanisms. 

Continue training of park 
and resource guard~, not 
only for CONAP but also for 
IDAEH, DIGEBOS, CECON and 
t h ~  Municipalities. 

Strengthen aqu iprtrent 
maintenance activities. 

Strengthen control and 
monitoring activities 
nuelear zones. 

Strengthen working 
relationships with CECON, 
IDAEH, DIGEBOS and other 
institutions. 

&-initiate working rela- - 
tiona with implementing 
NCOB . 

Reconceptualize functions of 
control and monitoring 
districte. - 
Initiate administration of 
Nulti-Ule Zonse with 
municipalities. 

Modify CONAPoe !.natitutional 
communication strategy. 

Develop a research and 
environmental monitoring 
plan. 
Strengthen the data base . 
aystem and documenta 
center. 

Collaborate and communicate 
more with CUDEP. 
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OBSERVATIONS 

MASTER PLAN AND OPERATIONAL PLANS 
TNC prepared and CONAP approved a 
Master Plan. Participation by local 
paople was miriimal, as is local 
knowledge of the plan. 
TNC helped with CONAP's 1992-1993 CONAP 
oprating plan a 1994 institutional 
strategy. 

Some progress toward new zoning scheme. 
A good working relntionahip between TMC 

1 and CONAP exiets. 

11 OPERATING PROGRAM AND APPLIED STUDIES 

PROTECTION AND OPERATION OF SITES 
TNC supported construction of 
control posta. 

Guidelines for NBR infrastructure were 
prepared. 

Some Reserve boundaries were demarcated 
with TNC help. 

II TRAINING CONAP officials were trained abroad. 
Peten students wera trained locally. 
An overall Training Plan for CONAP. 
CONAP has still neither approved nor 
used the Plan. -. 

ESTABLISHMENT OF A LOCAL NGO 
A concept paper was written describing 
the opportunities to aupport or create 
a local NGO. 

II FINANCIAL SUSTAINABILITY No progrees has tsen made in this area. 

First and foremoot, develop 
a new opertinq plan for 
everv Nuclear and Multi- 
Use Zone that requires it. 

Next, develop a new version 
of the Haater Plan based on 
a participation that 
iccludee municipalities and 
other inetitutione. 

Support re-zoning of tho 
Reserve. 

Generate studies to aid 
opetation of the MBR. 
Studiee should include: 
1) Aquatic biodiversity of 
the MBR; 2) A strategy for 
petroleum development; 3) 
Guidelines for the safe and 
sugtainable construction of 
highwayo; 4) Strategy to 
promote low-impact tourism; 
5) Guidelines for land 
security in the MBR. 

Put in place a   tor age 
system at strategic control 
points. 
Install radio equipment. 
Do a 1994-1996 infra- 
structure improvoment plan. 

Revise demarcation 
priorities, with emphasis on 
nuclear zones. 

Prepare, approve and use a 
training plan the includes, 
not only e"ONAP, but also 
IDAEH, C~CON, DIGEBOS, the 
Municipalities. 

Decide which NGO to support. 
Proceed with a 
strengthening and - 
sustainability program. 

Put high priority on 
financial sustainability of 
the MBR. 
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11 OBSERVATIONS 

ENVIRONMENTAL EDUCATION 
T h e r e  was an ambit ious Environmental 

Education s t r a t e g y  which was never 
pursued. 

Lack of c r i t e r i a  f o r  eva lua t ing  impacts 
on key behaviors  and audiences. 

Radio and p r i n t  media campaigns were 
mounted without  coordinat ion  among 
types  of media. 

Environmental education parades were 
staged on important ,  symbolic d a t e s .  

Educational  p laca rds ,  r a d i o  
announcements, and pamphlets were 
produced. 

A .na tu re  i n t e r p r e t a t i o n  pa th  was 
developed i n  t h e  Recreat ional  Center  
of Pe tenc i to .  

T h e r e  was l i t t l e  communication and 

Do more s t r a t e q i c  planninu 
with a concentra t ion  on kev 
behaviors and audiences. 

Evaluate t h e  impact of 
educat ional  messages. 

Develop educat ional  
a c t i v i t i e s  i n  coordinat ion  
with o the r  i n s t i t u t i o n s  i n  
t h e  Peten. 

Keep t r a c k  of and 
p a r t i c i p a t e  i n  s p e c i a l  
events .  

Devel-op educat ional  
a c t i v i , i e s  i n  communities 
located  wi th in  t h e  MBR. 

Develop b e t t e r  communication 
w i t h  CONAP and o t h e r  

. t r a i n i n g  f o r  CONAP personnel.  implementing organiza t ions .  

j TRAINING OF TEACHERS I N  ENVIRONMENTAL 
!I EDUCATION 
I More than  120 t e a c h e r s  were t r a i n e d .  

Continue t h i s  component 
w i t h  converge throughout 
t h e  Peten. 

With MSI eva lua te  t h e  impact 
wi th in  t h e  context  of t h e  
MBP's s t r a t e g i c  ob jec t ives ,  

. ;I A s t r o n g  m u l t i p l i e r  e f f e c t  among 
: s tudents .  

Healthy working r e l a t i o n s  with t h e  1 Ministry of Education. 
:; A probable change i n  a t t i t u d e s ,  and 
:; undertaking of  emall na tu re  
! conservat ion  a c t i v i t i e s  . 
s NATURE INTERPRETATION I N  PARKS 
1 Actione c a r r i e d  o u t  i n  t h e  T ika l  
:: National Park w e r e  not  coordinated with 

o t h e r  e n t i g i e s  which r e s u l t e d  i n  no 
:! impact i n  o t h e r  nuclear  zones of t h e  

Reserve. 

Resume na tu r3  i n t e r p r e t a t i o n  
a c t i v i t i e s  i n  Tikal ;  and 
extend t h e m  t o  Yaxha and 
Laguna del Tigre.  

Es tab l i eh  communication and 
coordinat ion  among t h e  
implementore of  t h i s  
component. 

Extend a c t i v i t i e s  t o  some 
populated a r e a s  wi th in  t h e  
MBh. 

Emphasize " l i v e  fences", 
mixed orcharde,  nurmeriee, 
and farm-land f o r e s t r y  
reserves .  

Created an i n t e r p r e t a t i v e  pamphlet and li t r a n s l a t i o n  m a t e r i a l s  f o r  ch i ld ren .  

' AGRO-FORESTRY EXTENSION 
P a r t i c i p a t o r y  f e a s i b i l i t y  s t u d i e s  i n  19 

:' communitien . 
Mult ip le  demonotrative f i e l d  a c t i v i t i e e  

with a g r o f o r e s t r y  technology t ranmfers  
; were c a r r i e d  out .  
I A body of  ~ u c a t i o n a l  ma te r i a lo  wao 
: crea ted .  

End t h i r  a c t i v i t y ,  which 
could be a sepa ra te  
p r o j e c t  . 

Support CUDEP i n  it e f f o r t s  
t o  change curriculum. 

Thie component i a  not  
j u n t i f i e d  and should end. 

,i UNIVERSITY CURRICULUH 
\ 

Thio component was t o o  ambitious and 
. u n r e a l i s t i c .  
' Consulting r e p o r t s  epa r se ly  ueed. ! 
+ Two workshops were held.  

i RURAL AND GENDER ECONOMY 
o A c t i v i t i e s  w i t h  women i n  eevera l  
, c o m u n i t i e a .  
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1 I[ OBSERVATIONS 

I1 

CINCAP served hundreds of v i s i t o r s .  
New t o u r i s t  routes have been developed. 

i 
I 

Support was provided t o  t h e  Bethel 
Cooperative t o  manage a 'maya lodge*. 

LOW-IMPACT TOURISM 
The  Eco-Spanish School has had - s ign i f i can t  economic impact on the  

community of San Andres. 

1 MANAGEMENT OF' NRTURAL FON3Sl'S 
: An operational plan fo r  t h e  f o r e s t  i n  

Bethel was prepared. 
11 A fo re s t  management plan f o r  Chaltun 
1 was prepared. 
I A GIs is used t o  monitor f o r e s t  ' coverage. 

ECONOMIC ALTERNATIVES I A potpourri  factory and business is 
. operating . 
'! F i r s t  s t eps  have been taken i n  
, production of non-wood fo re s t  products ! such a s  natural  dyes, veneer leaves 

and corozo o i l .  
f Promotion of handicrafts  based on 
:: stone,  wood, bone and gourd carvings. 
:; There has been l i t t l e  work on more 
1 e f f i c i e n t  harvesting of xate, chicle, 
. and wild pepper. 

COMMUNITY ORGANIZATION 
I Community a c t i v i t i e s  promoting 

entrepreneurship were held. 
There is l i t t le  coordination with CONAP 

r and other  implementing i n s t i t u t i o n s  
within t h e  MBP. 

RECOMMENDATIONS 

Continue with t h e  s e l f -  
suff ic iency plan, including 
l ega l  and administrat ive 
areas.  

Continue with t o u r i s t  routes  
t o  E l  Mirador and begin 
with Laguna de l  Tigre. 

Support tho adminis t ra t ive  
c a p a b i l i t i e s  of t h e  
cooperative; promote the  
t o u r i s t  lodge. 

Re-design an budget t h i s  
a c t i v i t y  according t o  
cont rac t s  already signed. 

Develop independent 
marketing plans Chat do not 
depend on C I .  

Evaluate hhe soc i a l  impact 
of t he  economic 
a l t e rna t ive s ,  especial iy  
t h e  impact of employing 
chi ldren.  

Develop operating manuals 
f o r  each a c t i v i t y .  

Salvage xate, chicle, and 
wild pepper a c t i v i t i e s .  - 

Continue a c t i v i t i e s  i n  t h i a  
component. 

Augment coordination with 
CONAP and INGUAT. 



OBSERVATIONS 

AGRICULTURRL SUSTAINABILITY 
An agriculture and livestock research 
team was formed. 

A soil identification process was 
designed. 

Workehops promoting fertilizer beans 
were held. 

Experiment in grasses and on native 
fodder plants were conducted. 

Breeding activities with wild animals 
was started. 

CENTER FOR RESEARCH RECOVERY OF 
ANCIENT MAYAN PRODUCTION SYSTEMS 
A debate concerning the this concept 
has not yet been resolved. 

RURAL SOCIOECONOMICS 
jprimarilv Fertilizer Beans) 
Activities in 102 communities have been 
carried out surpassing the 
implementor's capacity. 

Massive campaign of validation plots 
and radio campaigns to promote 
fertilizer beans. 

NATURAL FOREST MANAGEMENT 
A pilot foreet management plan is being 
begun with the Bethel cooperative. 
Activitiee for the Rarveat of forest 
seeds was initiated. 

Municipal forests were established. 
Research ie underway of the productive 
systems of xate, chicle, and wild 
Pepper 

More real extension, and 
leso scientific 
investigation. 

Continue work with 
native fodder plants. 

Discontinue work on breeding 
wild animals. 
Focus demonstration acti- 
vities on fewer 
corrununit ies. 
Integrate all activities 
more closely with the 
forest management 
component. 

 his'-component should be 
quickly reoriented. 

No MBP funds should be used 
until objectives are made 
clear. 

Reorient and f ocus 
activities on fewer 
communities in a more multi- 
disciplinary fashion. 

Strengthen activitiee within 
the forestry management 
component. 

Develop coordination 
mechanisms with other 
institutions. 

Try to work more in 
management oC chicle and 
xate, with communities, not 
in unive .r ty field. 



THE PEREGRINE IUH - - 
OBSERVATIONS 

ANIMAL RESCUE AHD CONSERVATION ASSOCIATION - ARCAS 

RESEARCH AND EDUCATION 
S t u d i e s  of  birds and o t h e r  fauna were 

0BSERVATIO.W 

EQUIPHENT FOR THE RESCUE CENTER 
ARCAS i s  becoming a very dynamic NGO. 
The Wild Animal Rescue Center  h a s  been 

equipped. 

EDUCATION AND TRAIN'ING 
A p a r k  r a n g e r s  Manual was prepared.  
Educa t i ona l  a c t i v i t i e s  were c a r r i e d  o u t  

wi th  o t h e r  i n s t i t u t i o n s  and donors .  

conducted w i t h i n  t h e  T i k a l  Na t iona l  
Park.  

Research t r a i n i n g  f o r  young a s s i s t a n t s ,  
Environmental  educa t i on  f o r  c h i l d r e n  i n  

t h e  n u c l e a r ,  b u f f e r  and mul t i -use  
zones.  

RECOMMENDATIONS 

There  may be a p o s s i b i l i t y  
o f  e n t r u s t i n g  ARCAS wi th  
s e v e r a l  management 
a c t i v i t i e s  w i t h i n  t h e  HBP. 

Analyze ARCAS p o t e n t i a l  i n  
implementing a t r a i n i n g  p l an  
f o r  t h e  NBR. 

Mainta in  suppor t  f o r  t h e  
P e r e g r i n e  Fund f o r  2 more 
y e a r s  t o  s t u d y  t h e  eco logy  
o f  bama.ged a r e a s .  

C c ~ i k i n u e  and broaden TPF ' s 
envi ronmenta t  a d u c a t i o n a l  
work . f o r  c h i l d r e n .  
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Mr. Roger Popper 
MSI REPRESENTATIVE 
Avenida Reforma 15-75, Zona 10 
Guatemala 

Dear Roger, 

June 15, 1994 

Page 2 of 12 - 
c - 

Please find attached USAID's consolidated comnlents on tt e draft evaluation 
report for the Maya Biosphere Project. We have also in;.luded comments 
submitted by principal implementors (CONAP, CARE. CI, TNC). 

As we mentiontd in our letter of June 9, 1994, we are deeply concerned about 
the incomplete product. Moreover. after reviewing the draft repor! in detail. we 
are more concerned than ever that this report lacks consistency and does not 
comply with the terms of reference. The primary purpose of the e~.aluation has 
to measirre Dropress toward achievenient of the st r a w  ic obiect ive. ~ianned 
out~uts and desired irn~acts and to recommend actions ~ h i c h  uill further 
im~rove achievements. The document i s  weak in this analysis and does not 
measure progress of the project as a whole. The evaluation was also designed 
to nieasure project impacts in ternis of three beneficiary tarcei oroups: present t 
users of hIBR resources: institutions involved and the h1BR itselt. Uniurtunatel!. 
the document submitted only described the second target group. 

Plase carefully review our comments. M'e reiterate our reconmendation to 
hlSl to take the necessary step5 to complete the final report including 
add~tional time from the teain leader. We cannot authorize paplent under the 
terms of the contract until u e  receive an acceptable final report. 

Thank you for your attention to th~s  matter. 

Keith Kline 
M a y  Biosphttrc Project Manager 

cc:  Joan Favor,  YSI 
Paula  Xiller, RCO 
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El bt:'-fqi . dc! la Evaluacibn Externa dei Proyecto de la Biosfera maya (PBM), 
presentado por MSI, es un buen documento descriptive sobre el disefio y sistemas de 
implementacibn del PBM; asi como de las actividades, ejecucibn y manejo de cada uno 
de Ice implemenradores del Proyecto. En las presentaciones orales, una de las criticas 
mas fuertes sobre el diseiio del'Proyecto fue la falta de enfoque concrete, realista y 
priorizada para'trabajar como equipo. Sin embargo, la evaluaci6n presenta en total mas 
de 130 recomendaciones, principalmente en forrna individual por implementador y 
componente; bastante de ellas contradictorias, poco realistas y sin ningh orden de 
prioridades. .?mentablemente, el documento no hace mento a1 esfuerzo realizado por 
10s evaluadores ni a la capac~dad de 10s mismos. 

El documento presentado sun esta incomplete, estando faltante el resumen ejecutivo, el 
marco logico, traduccidn a1 ingles, anhlisis de wstos y beneficios entre otros. Mas aun, 
el nivel de sintesis y analisis expuesto en las presentaciones orales, no se reflejan en el 
documento. Recomendaciones claramente espcificadas durante las presentaciones 
orales, han sido omitidas o mencionadas muy ligeramente; tales como la de concentrar 
esfuerzos, enfocar las actividades a las zonas nucleo, lograr concensos sobre 
prioridades, determinartidentificar a las pob!aciones objetivo, etc. (Ver adjunto resljmen 
obtenido por el equipo de AID de ias recomendaciones principales hechas en las 
presentaciones orales). 

Segun 10s terminos de referencia, el prop6sito principal de la evaluaclon es el de medir 
el Proareso hacia el bar0 del obietivo estrat4aico. resultados esperados, im~actos 
deseados v oresentar recomendaciones para meiorar' su realizacion. El documento es 
bastante debil en su analisis en 10s referente a 10s resultados es,perados e impactos 
deseados y no menciona nada sobre el objetivo estratbgico. Asi mismo, se establecio 
que la evaluaci6n daberia do medir 10s impactos del proyecto en funcih de tres 
poblaciones objetivos: a) actuales usuarios de los recur'sos de la RBM, b) instituciones 
involucradas en el manejo de la RBM, y c) la RBM proplamente dicha ( condiciones 
ecologicas, flora, fauna..). Sin embargo, el borrador presentado sdlo se concentra en el 
analisis de las instituciones involucradas, dejando un grim vacio en la medicion de 10s 
impactos, como proyecto en forrna global, en funcidn a la poblacion local y condition de 
10s recursos que se desean conservar. 

Uno de las conclusiones del equipo evaluador es que 10s compcrlentes, asi como 10s 
diferentes implementadores, trabajan en forma individual dando la impresidn de ser 
diferentes proyectos, debiendo coordinar sus esfuerzos, dado que se tiene un objetivo 
comlin. Sin embargo, esta misma situacion fue reflejada en el borrador de la evaluation, 
donde se hace un analisis por separado de 10s componentes e implementadores, mas 
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no del pmyecto en su amjunto. Tampoco se da recomendsdones daras y priorizadas para 
corregir esta situacibn; todo lo contrario, se Place una serie de recomendaciones que 
resultadn en una mayor dispersidn de actividades, mayor nlimero de irnplementadores y 
mayor complejidad administrativa. Eso a pesar de criticar la dispersion de actividades y 
complejidad administratwa del Proyecto. 

En resumen, el documento presentado, no cumple con lo establecido en 10s terrninos de 
referencia. El objetivo principal de la evaluacion no fue cumplido en su totalidad, estando 
faltante la vision de conjunto. El documento es mas una description de 10s errores 
cometidos en el diseiio y conceptualization inicial, actividades por componente e 
implementador, mas no una evaluaci6n de donde nos encontramos en funcidn al objetivo 
estratbgico, impactos a la poblacion objetivo y eondici6n del recurso que queremos 
conservar. 

Esperamos que 10s comentarios qua ha continuation se detallan, se tomen en cuenta en 
la elaboracibn del documento final, a fin de poder cumplir con 10s terminos contractuales 
establecidos. 

COMENTARIOS EN RELACION A LOS TERMINOS DE REFERENCIA 

Nota: Aspectos qlre no heron considerados o que falta mayor analisis. 

a) Objetivo de la evaluacion 

- Como se rnenciono anteriormente, el documento en borrador es bastante debil en 
cuanto a la medicion del progreso efectuade en iuncion del objetivo estrategico, 
resultados esperados e impactos deseados. Este aspect0 esta estipulado 
claramente como el objetivo principal de la evaluacion. 

b j  Aspectos estrategicos de disefio 

- No se respondio a la pregunta de cuAl seria la mezcla optima y niveles de 
financiamiento durante las pr6ximas etapas de ejecudbn (bajo 10s obsthculos 
actuales de los recursos y suponiendo que financiamierlto adicional ser8 disponible 
en 1995). 

- Dadas las lecciones aprendidas a la fecha, qub modificaciones a1 marco I6gim se 
recomiendan? Es wlista y ejecutable el plan de monitoreo y evaluacibn? Provee 
este medidas fidedignas de progreso hacia las metas y objetivos? Son aprop~ados 
10s rnetodos actuales y 10s propuestos para obtener y analizar datos? Qub mejoras 
se recomiendan para las matrices de 10s objetivos-resultados-indicadores para el 
proyecto?. 
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. El especto de sostenibilidad se trata muy superfidalmente. No se contesta la 
pregunta de: qut5 se pude hacer para mejorar la permanencia de las mejoras 
vigentes en la sdministracidn de la Reserva de la Biosfera Maya?. 

c) Evaluacidn del impacto y del progreso logrados hasta Is fecha 

- Que progreso medible ha sido logrado, en relacidn a 10s resultados esperados del 
proyecto, y a1 objetivo estrattigico?. Pregunta clave y razdn de ser de la evaluation 
que esla bastante d6bil en el borrador presentado. 

- Otro aspect0 que no ha sido convenientemente ana!izaat ss lo referente al analisis 
de costos y contribuciones de cada uno de 10s componentes y subcomponentes 
individusles del proyecto. 

- Tampom se menciona cuhles serian las consecuencias de efectividad relativa, en 
t6rminos de modificaciones al diseilo y a la distribucion de fondos, por 
implementzdor. 

d) Aspectos Administrativos 

- La evaluacidn de los pros, contras y efectividad de costos de la estructura 
administrativa del proyecto dentro de las ONGs, las instituciones del Gobierno de 
Guatemala que participan en el proyecto y dentro de la A.I.D., es bastante dbbil. 

e) Aspectos Financieros 

- Esta faltante la evaluacon de 10s pros y contras del 50% (minimo) de contrapsrtida 
estipulada para las ONGs; cumplimiento 2 la fecha, y repercusiones de sus 
diferentes formas. Asi mismo no se ha efectuado un analisis de la situation actual 
de 10s fondos de contrapartida del Gobiemo da Guatemala a la fecha. 

- No se ham mencibn de la pertinencia y suficiencia del financiamiento de A.I.D. 
amparado con 10s objetivos y necesidades del proyecto en el area de la Reserva. 
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COMENTARIOS ESPEClFlCOS (AdemAs, ver borradores adjuntos con anotaciones a1 
margen) 

- Pag. 1 
1er Nrrafo: AID y el Gob. de Guatemala firrnamn un Convenio de Gonacion y no un 
contrato. 
3er phrrafo: la cifra exacta es $ 11,645,205, no $1 1.9 

- PAg. 5 
Mime pfrrrafo: "No se deberia complicar este proceso con la wmplejidad de un 
enfoque nacional ..." Esta recomendacion parece inconsistente dado que 10s 
problemas que requigren estudio son de tipo naaonal en su ongen y en mayor grado 
solo susceptible a soluciones a1 nivel nacional. 

- PAg. 6 
ultimo parrafo: lncluir en la recomendacion que tanto la USAID como 10s demhs 
donantes que tienen interes y recursos asignados a la conservation del Seten 
deben hacer "un analisis serio" y en base a bste coordinar y colaborar para mejorar 
la situacion politica en el 6rea. Esperar que *lo las instituciones nacionales 
(CONAP y CONAMA principalmente) cambien las fuerzas que las afectan mediante 
"una campafia agresiva" no parece muy realista. 

- Pag. 7 
ultimos parrafos: Se critica que el proyecto ha sido demasiado "proteccionista", sir; 
embargo, la recomendacibn de la Pag. 8, 3er phrrafo, parece ser mas proteccionista 
que antes. 

- Pag. 8 
3er. p&rrafo: Se recomienda trabajar en las zonas nucleo y desde alli diseiiar una 
presencia gradual en las otras zonas. Se debe de mencionar tambien que tracer con 
10s actuates trabajos en la ZUM y ZAM. 
510. pArrafo: La recomendacidn no indica como ni quien lo debe h a w .  Se deberia 
de especificar cual seria el papel de AID, las comunidades, las ONGs, el sector 
privado y el Gobiemo para lograr la "ca-participacibn activa de 10s usuarios". 
Tampoco se es claro lo que se ha impuesto desde "arriba." 

- PBg. 9 
2do @nab: lndicar cual es la comparacion apropiada, como y quien debe haceda?." 
la. recomendacion: Que se esta proponiendo? Se debe forrnar una politica cornun 
del Proyedo? como? 

- Pag. 10 
~iltimo parrafo: Explicar el por que CONAP deberia de contratar un tecnico, para 
awvar-exclusivamente a otras instituciones del Gob 
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- Pdg. 14 
Dos Gltimos p8rrafos: No es muy clara la recomecdacibn. El equip se inclina por 
la segunda o tercera de las opciones (wales?). Adem&, se recornienda la 
concentration de 10s esfuerzos del Proyecto en la Z o ~ 3  de Usos Mrjltipies y en 
comunidades de la t4M muy cercanas a la RBM (esto /a se hizo en el Proyecto a 
excepcidn de Centro. Sin embargo, el equipo evaluador no esta dando 
recomendauones concmtas sobre cuhles serian las &reas ylo wrnunidades que se 
consideran corno criticas y valdria la pena tener la opinih de ellos ya que puede set 
quo? no existan muchas opciones en donde concentrar esos esfuerzos. 

- PBg. 15 
20. pdrrafo:. No es cierto que no hayan existido planes anuales de trabajo, ni 
estrategias operativas a seguir. Lo que no h u b  fue capacidad administrativa y 
persoris para implementar actividades y dar seguimiento a las mismas. El porqlie 
de la centralizacibn en CONAP es debido a que en Peten no hay quien firrne; es 
decir no hay personal con capaddad legal para firmar. 
4o.parrafo: El problema es que a1 igual que CONAP, las instituciones (CECON e 
IDAEH) no han tenido la capacidad de tomar la ayuda, la cual ha estado disponible. 
Padecen de las mismas debilidades: mala administration, instituciones centralizadas 
etc. 
60 Nrrafo: El problema de 10s operativos mbviles, controles etc. es que no se han 
seguido 10s procesos y 10s pocos que se han intentado han sido dispersos y sin 
fuerza, ademas de la compcion existente. 

- Pag. 16 
20. p6rrafo: Todo esto si pero a quien. Prirnero debera tenerse a quien capac~tar. 
a quien hacerle manual de funciones, etc. Deberia de ponerse enfasis en la 
estabilizacion de una masa critica (de recutso humano) sobre la cual trabajar para 
fortalecer la capacidad. Lo contrario es enfocarse en detalles y perder de vista el 
problema principal. 
So. Mrrafo: La recomendacion de contratar mas personal, "un cuerpo tbico",  tiene 
merito, pero corno (?). Esto ha sido el problema perenne de CONAP y de 
CONAMA. No se ha tomado en cuenta las limitaciones del sector publico. No es 
solo de contratar mas personal, primer0 hay que crear la estructura y 10s puestos 
con cardcter perrnanente; es decir la solucidn no es contratar mas personal 079. 
pues eso es f&il pero no sera estable y 10s problemas se volverian a producir. 
Ultimo p&afo: Transferir fondos si, pero de acuerdo a planes can objetivos acordes 
a1 proyecto y a la Reserva. Pnmercj habd que llegar a un consenso en que participa 
cada uno y en base a esto, preparar planes y transferir fondos. 

Pag. 17 
20. parrafo: La recomendacion de que "CONAP delegue en DIGEBOS todas las 
actividades que tengan que ver con aprovechamiento de madera, ..." Esto es 
conveniente? donde esta el analisis institucionalltecnico que sustente esta la 
capacidad de DIGEBOS de tomar esta responsabilidad efectivamente? 
3er. piirrafo: Que 10s guardarecursos no hayan leido ni el Plan Maestro es un reflejo 



Page 8 of 12 

-- 
& %ki cia c~p~ckc i6 ; i  slaiiia;ital. A6n tuando sa reoriente el trabajo de 10s 
guardarecursos y de cualquier empleado, si no se recibe la capacitacion adacuada 
pasarh lo misrno. 
ultimo pdrrafo: se recomienda el cierre de operaciones de 10s distritos. Que hacer 
con los actuates?. Ademas se sugiere otros nueve distritos y "viabilizar sistemas de 
abastecirniento a dichas puestos." Como?. CONAP y entidades del GOB. en 
general no cuentan con 10s recursos minimos. Este es el problerna. Cual es la 
soluci6n? 

- Pdg. 19 
ler. Mrrafo: Se refieren a1 Plan Maestro d existe un Plan de Manejo de la RBM? 
ultimo pdrrafo y pdgina 20, ler. parrafo: Se insiste bastante en detalles o en 
slntomas muy obvias del pjoblema, pero no se ataca el problema mismo (falta de 
personal perrnanente). Falts un an8lisis serio de lo que p a s  en CONAP. 

Pag. 20 
20. parrafo: Se recomienda dar seguimiento a1 Plan Maestro; pero en las 
presentaciones orates, se manifesto que era mejor dejarlo por el momento y 
concentrarse en la elaboracidn de planes operatives para cada una de las zonas 
nkleo. 
3er. parrafo: Se recomienda un plan Operativo de la RBM. Se deberia de contar 
ademas con un Plan Operativo del PBM? que relacidn habria errtre ambos? 
40. parrafo: Se recomienda hacer cambios en 10s limites de la RBM Estos se 
refieren a limites intemos 6 extemos y que irnplicancia tendrian. En la presentation 
oral se sugirio adaptar 10s limites para evrtar mnflictos con asentamientos humanos 
ya establecidos; pero esto no se incluye en el informe. Habra otros criterios?. 
60. pkafo: Se recomienda a TNC aprobar y desarrollar el Plan de Capacitacion ... 
A TNC no le corresponde la aprobacion del Plan. 

- Pdg. 22 
20. parrafo: CARE hizo evaluaci6n de impacto de sus campaiias de educacidn 
ambiental. Se menciona que $e debe evaluar el impacto de las actividadas de 
ed~cacidn ambiental informal y de la posible colaboracion con MSI para llevar a 
cab esta evaluacibn. Debe especificarse que tipo de colaboracion MSI podria 
ofrecer para hacer esta evaluaci6n y que la misma no solarnente fuera para las 
Bctividades de CARE sino que para todo el Proyecto. 

- Pag. 24 
40. Mrrafo: Entre las recomendaciones para CARE, especificamente para el 
Componente de Capadtaaon de Maestrcs y Niiios, esG la de expandir la cobertura 
a todo el departamento del Peten. Sin embargo, no se menciona o recomienda el 
inuemento de financiamiento para esta expansion. Parece ser contradictorio con 
la recomendaci6n cle mayor enfoque. Sera prioritario la interpretation de Parques? 
50. Mrrafo: La recomendacion para CARE sobre el componente de lnterpretacion 
de Parques para que "se inicien acciones en otros sitios es?rat&gicos como Yaxha 
y Laguna de Tigre", no menciona la necesidad de inuementar el financiamiento para 



esta expansidn, ni que tipa de actividades especificas se recomiendan. 
Contradictono a la recomefidacidn de mayor enfoque. 
Como debe CARE ajustar su programa para ser parte mas integral del proyecto y 
su reenfoque en Zonas Nucleo?. 

- Phg 29 
ultimo parrafo: Se manifiesta que en 6pocas de mayor volumen de produccibn el 
90% de 10s empleados son rnenores de edad y puede ser causa de desertion 
escolar. Seria convenient0 que el equipo evaluador verifique estos datos y 
considerar la edad que estas personas norrnalmente salen de la escuela para 
fomentar el "patr6n de uso convencional de suelo". 

- Pbg. 30 
20. @mfo: Hubo bastantes estudios de xate, chicle, pimienta y varias sugerencias 
a CONAP, pero en terminos generales, la produccidn es bastante eficiente y la 
estrategia es disminuir la amenaza principal para estas actividades: Conversidn del 
bosque para otros usos (agricultura/ganaderia). 

- Pag. 31 
3er. parrafo: (altemativas economicas, ecoescuela). Explicar que sentido tendria 
revisar la Resolucion del Ministerio. Recordar que es algo especial y transitorio. 

- pag. 34 
So. parrafo: A pesar de la inforrnacion proporcionada, aparentemente aun no se 
comprende el rol y funciones de las personas que trabajan en AID. No se toma en 
cuenta que se requiere de una sene de tramites administrativos y de su 
seguimiento, que llevan tiempo y que solo se pueden realizar si existe personal fijo 
err AIDIGuatemala para hacerlo y que la Gerencia del Proyecto no puede 
encargarse de estos tramites ya que su papel incluye bastantes otras actividades. 

- P6g. 35 
ultimo parrafo: No es afortunado el comentario de comunicacion "administrativa" y 
espradica con CONAP, a1 contrario se ha trabajado junto a ellos. 

Pag. 36 
primeros Mrrafos: Es falso que AID tenga concentrado el "poder para el manejo y 
coordinacion del Proyecto en Guatemala." Los avances concretes y significativos 
del proyecto hasta la fecha son product0 del esfuerzo de CONAP y las ONGs en 
Peten; no de la A.I.0, dado su papel de donante. Estamos de au~erdo que deba 
haber una descentralizacion hacia el Peten. Si se busca formar capacidad y crear 
sostenibilidad para cuando terrnine el proyecto, la unidad ejecutora o coordinadora 
es una propuesta ya ensayada en otros proyectos, teniendose resultados muy 
adversos y discutibles. Cuantas lecciones aprendidas hay de unidades ejecutoras 
de proyecto que no han dado resultado ni haber dejado una capacidad instalada. No 
se ha efectuado un buen analisis de las ventajas y desventajas de esta propuesta, 
mucho menos se ha analitado las experiencias de otros proyectos. 
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- F3g. 37 
ler. pbmafo: Se hace 6nfasis en fortalecer CECON, IDAEH, DIGEBOS etc. a nivel 
central y regional, para cumplir con sus funciones en cuanto al manejo de la RBM. 
Todas estas instituciones son bastante dbbiles, super-centralizadas y con poca 
capacidad administrativa. Por dos ailos se ha intentado cumplir con esta 
recomendacion (muy Usico, obvio, idealista, p r o  sin sentido comun), sin 6xito en 
CONAP. Se debe analizar por que no ha funcionado. Que espmficamente, hay que 
hacer diferente? Quiz& (segun experiencia hasta la fecha) no sea posible, dentro 
de 10s recursos y tiempo de este proyecto, esperar estas msjoras en las entidades 
dd  Estado. Que otms altemativas tenemos?. Oeben ser mas mcretos y " atenizat' 
estas recomendaciones. 
3er. Mrrafo: Se propone una Unidad Coordinadora con autonomia administrativa. 
Tanto AID como CONAP son entidades de Gobiemo. Por lo menos AID, no podria 
wear una entidad con autonomla adrninistrativa. 
40. phrrafo: se describe unidades de apoyo en AID y CONAP para "apoyaf la 
unidad de Peten. Cual es la relacih de estas unidades de apoyo con la gerenda del 
proyecto? 6 se refieren a lo mismo?. 

Pag. 38 
20. y 3er. parrafos: El problema de CONAP no esta entendido, la liquidez no es 
exactamente por la negligencia en manejo de documentos, eso es resultado de la 
falta de permanencia del personal. 
40. pihafo: (Fond- de contraparttda). En sueldos si, pero uno de 10s problemas de 
CONAP es que no tienen puestos pennanentes, sino puestos temporales que es lo 
que se esta pagando. Pamfo siguiente: Las cifras son emoneas, estan hablando de 
dos fondos rotativos distintos y para distintos fines. 

- Pag. 4 142 
Toda esta infonnacion es emonea e irrelevante a execpcion de 10s dos ultimos 
parrafos. 



EVALUACION DEL PROYECTO DE LA BIOSFERA MAYA 
CONCLUSIONES Y RECOMENDACIONES PRELIMINARES 

MAY0 DE 1994 

Falta de una estrategia clara y compartida entre todos 10s implementadores en 
cuanto a donde enfocar sus actlvidades y como manejar la Reserva de la Biosfera 
Maya. Especificamente, se recomienda un nuevo enfoque para proteger las 
zonas nircleos y hacer participar a todas 10s comunidades que se encuentran en 
la zona de uso mljltiple y las qu? afectan a las zonas nucleo. Esto conlleva 
implicaciones financieras y de capacidad administrativa. 

Falta de una estrategia realista y efectiva para incorporar otros sectores en la 
administracion de la Reserva (organizaciones gubernamentales, organizaciones 
locales - iglesia, ejercito, comunidades, otras ONGs). 

Necesldad de descentrslirar el Proyecto hacia el Peten, a traves de establecer 
una unidad coordinadora con personal de CONAP y AID. Proporcionar a CONAP 
asistencia tecnicaladministrativa a fin de poder descentralizar y fortalecer la 
institution 

Necesidad de definir una estructura organizatlva y un proceso funcional sobre 
coordinacion y comunicacion entre componentes. Falta lntegrat~on y slnerglsmo. 
CONAP debe promover al mas alto nivel politico la reactivac~on del Comite de 
coordinacion de la RBM. 

Cambiar el rol de CONAP de una lmplementadora dtrecta a una entidad 
normativa, coordinadora, planiflcadora. 

Necesidad de definir las prioridades del Proyecto en cuanto a 10s subcomponentes 
y actividades de sus implementadores y areas de enfoque Especificamente, que 
todos trabajen hacia un mismo fin, contrrbuyendo a atender 10s problemas mas 
importantes y en las areas mas importantes (zonas n~icleos). 

Necesidad de establecer un componente de politicas con enfoque nacional y a 
nivel del Peten, y atender temas grandes y.dificiles como: tenencia de la t~erra, 
poblacion/colonizacion, refugiadosldesplazadas, etc. 

El diseAo, si bien es cierto contemplo las ventajas de la ejecucion de las 
actividades a traves de ONGs internacio?ales, no se analizo la estrategia de 
continuidad de acclones a1 finalizar el Proyecto, por organitaclones locales yto 
nacionales. 

Necesidad de implementar el componente de monitoreo y evaluacion, a fin de 
promover y posibilitar un proceso de redisefio y ajustes fluidos, efect~vos y 
eficientes durante la irnplementacion del Proyecto. 
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10. El fortalecimiento institueional de CONAP debe estar orientado a fortalecer sus 
estructuras administrativas, de personal, planificacion y financiamiento. Mientras 
CONAP no se desarrolle internamente, podria desperdiciar 10s recursos externos, 
no podrian invertir 10s recursos internas y sus acciones tendrian un impacto poco 
significativo para proteger la RBM y otras areas protegidas del Peten 

11. CONAP debe hacer los esfuertos necesarios a fin de transferir 10s fondos de 
contrapartida a CECON e IDAEH, principalmente a fin de fortalecer su presencia 
en las areas nlicleo. Para esto se sugiere canalizar fondos a traves de ONGs. 
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Dr. Craig MacFarland, PhD 
Consultant in Tropical Resource Management 
836 Mabelle 
Moscow, ID 83843 

Estimado Dr. MacFarland, 

Por intermedio de la presente acusamos recibo del infcrme 
sobre la evaluation externa del Proyecto de la Biosfera 
Maya, presentado por Management Systems Internationai (MSI), 
el 21 de julio de 10s corrientes. 

Sobre el particular, nos llama la atencion que esta versi6n 
del dozument7 incluya todo un nuevo capitulo, que no fue 
presentado ar,teriormente como borrador (exigencia estipulada 
en 10s terminos de referencia), ni discutido con A.I.D. ni 
10s implementadores del Proyecto. Este capitulo tan 
inportante, ltAn61isis de Impactos y Progreso Segun el Marco 
L6gicot1, presenta una serie de opiniones y "conclusione~'~ 
10s cuales, a1 no ser compartido previanente, contie:e 
infornacion distorcionada. 

A pesar de solicitar en 10s terninos de referencia, que las 
conclusiones y recorendaciones deben estar basados en datos 
claros, esta seccion presenta conclusiones que van en contra 
de 10s datos disponibles y presentados, basados 
aparentemente en opiniones personales, como que: El Proyecto 
de la Biosfera Maya (PBX), tal como est5 implementbndose, 
01tendr6 solamente un leve efectow en relaci6n a1 objetivo d e  
reducir la tasa de deforestaci6n en comparacidn con su 
tendencia histdrica. Esta conclusibn se basa, segrin lo 
reconoce el propio equipo evaluador, "no tanto en datos 
cientificos, como en hi~btesis oasados en discusi6n v 
observaci6n. anCcdotas v razonamiento 16aic0.~~ Consideramos 
como negligencia el haber presentado conclusiones de tanta 
trascendencia sin haber profundizado en el analisis y sin 
ninguna discusi6n ni revisibn con 10s impleeentadores. 

Algunos ejemplos/datos que reflejan que el PBM ha loqrado 
impactos significativos. en reducir la tasa de deforesta~ior~, 
se mencionan a continuaci6n: 

1. - Seg6n 10s datos proporcionados por el PAFIG (1960-198s) 
y SEGEPLAN VII (1993), la tasa de deforestation ha 
ve~ido disrninuyendo en comparaci6n a su tendencia 
historica, oono p ~ e d e  verse en el s r q ~ ! ! e n t e  cuadrc 1. 
gr6fi:o aulunto. 



FOREST COVER I N  PETEN 
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Dr. Craig MacFarland 
1 de agosto de 1994 

. P6gina No. 2 

. Seglin 10s datos proporcionados por el equip0 evaluador, 
en 1987 el Departamento de Peten tenia 64.4% de bosques 
y en 1993, solo alcanzaron el 56.2%. Como podr6n darse 
cuenta en el cuadro anterior lo previsto para 1993 era 
el 35% de acuerdo a la tendencia historica y 39% lo 
estimado con la intervenci6n del Proyscto. Entonces, 
10s datos citados en el informe demuestran que se ha 
modificado drzsticamente la tendencia historica, muy 
por encima de lo previsto con la intervenci6n del 
Proyecto (ver grafica adjunta). 

3 . -  Utilizando 10s mismos datos de la evaluaci6n, en 6 aiios 
(1987 a; 1993) se ha reducido la superficie boscosa del 
Peten de 64.4% a 5~6.2%~ es decir, aproxinadaniente 1.3% 
anual. Si analizamos la tsndencia hist6ric3 desde 1970 
a 1992 (antes del proyecto), se obtiene que la tasa de 
deforestacidn promedio para esos afios era de 2.43% 
anuales. Segdn estos datos, se podria decir que la tasa 
de deforestacion se ha reducido a casl 13 rnitad. 

4.- Como para alarnar la situaci6n se presenta que en ese 
misrno periodo, de 1987 a 1993, la masa de ::in0 se 
redujo en 68%. Falta mencionar qut? estos bosques de 
pino se encuentran conpletamente fuera de la R B P .  Esto 
podrla ser indicador de lo que ~ u e d e  suceder sin la 

( 

intervention de1 Proyecto. Hubiese side conveniente 
anal~zar y conparar las tasas de deforestacion que se 
presentan en localidades donde el proyecto esta 
trabajando (tasas antes y despues de proyecto) y otras 
localidades similares del Peten, y asi denostrar 10s 
inpactos del PBM. 

5 . -  Por observaciones terrestres persona!es y de otras 
personas (documentados en informes a disposici6n del 
equipo evaluador) se hizo instar el gran problema de la 
RBM en 1990 por colonizacibn. En este afio, antes de 
arrancar el proyecto, personalmente chservi, camiones de 
campesinos entrando sobre carreteras bien mantenidas 
por 10s madereros, hacia las zonas de Yahla, Cruce 
Colorado, ~armelita, etc. (zona central). Fue una 
situaci6n de crisis y el bosque en casi toda la 
carretera entre Cruce Dos Aguadas y Carme:ita (cientos 
d e  hectareas) estaba en llamas durante e.:a visita de 
abril. He entrado sobre la misna c?rretet-a cada afio 
desde entonces, y notadc como se h,-I estabilizado la 
situacidn (hasta junio 1993). LAa con::ientizacion sobre 
la RBM, presencia de CONAP y C::Gs del proyecto, 
tuvieron inpactos siqnificativos en e s t a  zona. 
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6.- Asimisno, CATIE/OLAFO indic6 que la migracidn hacia su 
zona de estudio (ZUX-Cruce-Pasadita) fue la mds fuerte 
en 10s atios hasta 1990. A partir de '91, con la 
presencia de CONAP y el prcyecto, no solamente 
disminuy6, sino (seg6n OLAFO) reverso en 1992, con mas 
gente saliendo que entrando (por la mala carretera y 
porque CONAP ya molestaba mucho a 10s que sacaban 
madera) . 

7 . -  Situacidn parecida ha sido observada en otras Areas de 
la RBM, p.s., la zona de Nueva Santa Rosa fue 
colonizada antes de arrancar el proyecto; se entiende 
que Uaxactdn tuvo un increment0 net0 de recrecimiento 
de bosque entre 1990 y 1993; el proyecto IUCN not6 gran 
incremento de colonizaci6n en 13 Zona de Yaxh6 entre 
'87 y '91 tambien. Todos estos datos setialan que 1.:. 
mayoria de la deforestacidn en la RBM de 1987-1493 
ocurri6 antes de tener presencia el proyecto (1991). - 
Hay explicaci6n l6gica por el gran incremento en 
deforestaci6n entre 1987 y 1990: F'iDEP estaba en fase 
de liquidacidn; no h u h  contrcl, autoridad, ni 
presencia en el 6rea. SEGEPLAN se refiere a este 
periodo como caos total. El partido politico DC 
pronovia la colonizaci6n con la idea que habia 
suficiente tierra para todos en Peten. Fue justamente - - 

- 

esta crisis y deforestacibn drAstica en lo que ahora es 
la RBM, que sembro la senilla del proyecto. Lo s - 

evaluadores tendrdn que separar el periodo 1987-1950 
(pre-proyecto) del periodo 1991-1993 en adelante. 

8.- Una de las campafias m6s exitosas del proyecto fue lo de 
control de incendios en la RBM, realizado en forna 
coordinada entre CONAP, CATIE/OLAFO, CARE, CI, I U C N ,  
ARCAS y otros. Los inforrnes (otra v e z  disponibles a1 
equipo evaluador) document an como hub0 una reducci6n 
muy significativa de incendios en las comunidades de la 
RBM atendidas por estas campafias; con una conservaci6n 
inportante de cobertura de bosque. 

9.- Existen muchos otros aspectos que pueden demostrar la 
contribuci6n del PBM, en la reducci6n de la tasa de 
deforestacibn, algunos de '10s cuales se nencionan 3 
continus :ion: 

presencia de ONGs conservacionistas nacionales e 
ternacionales se ha constituido en una permanente voz 
alerta de rualquier actividad orientada hacia Is 

destruccicjn i;e 10s recursos naturales en el P e t k n .  
Esto, aunado ? 10s esfuerzos de educaci6n anhienta!, 
h a n  s r e a d o  1:n-i concicncia consel-s.olc i n i  sta -;o solo2 :: 
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nivel de la regi6c sino que a nivel nacional que no 
existla antes del proyecto, especialmente referente a 
la RBM. Prueba de ello son 10s innumerables articulos 
periodisticos, avisos en 10s radios y programas en 
televisi6n. Cuiz6s no existan datos concretos sobre 
este impacto, pero no se puede dudar de la existencia 
de una xayor conciencia de la importancia de proteger 
10s recursos y de la dificultad de explctarlos 
ilegalmente sin consecuencias. 

Es reconocido por el propio CONAP y el equipo 
evaluador, que sin el apoyo del PBM, la dependencia 
estatal encargada de la administracidn de 10s recursos 
naturales no pudi~se haber llegado a tener presencia en 
la regicjn (y muchos observador'es creen que pudiera 
haber desaparecido completamente bajo la administraci6n 
de Serrano si no fuera por PBM) . Esta presencia f isica 
aunada a 10s esfuerzos de vigilancia de 10s sectores no 
gubernamentales (nacionales y extranjeros), aunque no 
ha parado todos 10s problemas, si ha evitado una nayor 
deforestacien e invasiones de inmigrantes. Este 
aspecto, se traduce en una disminucibn importante de la 
tendencia histbrica de la deforestaci6n. 

El esquema de ~concesiones de manejo forestal 
desarrollado con apoyo del PBK pretende evitar el 
sentido de "tierra de nadieI1 que ha fonen~ado la 
destrucci6n de bosque en el pasado, creando incentives 
para su conser-lacion y manejo sustentable. El proyecto 
ha apoyado este proceso por tres afios, tiempo durante 
el cual CONAP no ha otorgado licencias de corte y por 
consecuencia se ha dado oportunidad que 10s usuarios de 
10s recursos, la poblaci6n rural, ONGs y otros, 
participen en el proceso, habibdose logrado una mayor 
representatividad de 10s intereses de la mayoria de 
poblaci6n en pro de la conservacibn. La primera 
concesi6n forestal a una comunidad ha evidenciado un 
fuerte compromiso de 10s usuarios para proteger el 5rea 
de la deforestacidn y corte ilegal. 

A1 n 3  haberse otorgado 10s permisos tradicicnales de 
explotaci6n de maciera a la industria durante 4 aAos 
(accibn tinica en la historia del Peten), i a  
construccidn y mantenirniento de carreteras en la RE>! ha 
sido minima comparada con el pasado lo cual ayu30 a 
disminuir inmigraci6n hacia la RBM. La inmigraci6n, 
que trae consigo la deforestaci6n del bosque para 
producci6n agricola, se ha concentrado fuera de i a  RAF1, 
principalnente a lo 1,3r?o de 10s czzinos c ~ r s t r u i - l - 3 .  
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Tal como lo reconoce el equipo evaluador, lu principal 
causa directa de la deforestacion son 10s pequefios 
agricultores y ganaderos. Lo importante de reconocer es 
que los madereros historicamente atrieron paso para 10s 
pequefios agricultores quienes despues de convertir el 
bosque para sus llmilpasu dejan paso a ganaderos. El PBM 
viene orientando sus esfuerzos hacia esa poblacion 
objetivo. Se pueden mencionar 10s trabajos de CARE, 
Centro Maya y 10s de PROPETEN, 10s cuales estan 
contribuyendo a la estabilizaci6n de la frontera 
agricola. Ello es logrado capacitando a 10s 
agricultores en pr6ccicas de cons~rvaci6n de suelos, 
reforestation, introducci6n de abonos orgdnicos y otras 
alternativas productoras que incentivan la conservaci6n 
del bosque. 

Las O N G s  en Peten apoyad:is por el PBX, estan 
fortaleciendo 10s gobiernos municipales para que estas 
tengan un rol de mayor presencia y apoyo en sus 
esfuerzos de conservaci6n. El desarrollo del turismo 
y 10s usos de productos cono el chicle, xate, madera, 
permiten a las municipalidades obtener fondos para 
ejercer una nayor funci6n en pro de la conservacibn. 

En resumen, consideramos poco seria la conclusi6n presentada ( 
Par el equipo evaluador, principz lnente por no haber 
profunditado en sus analisis y nc. haber comparaas la 
situaci6n encontrada con las tendencias que existian antes 
de iniciarse el Proyecto. Adembs, con 10s datos que acabamos 
de proporcionar y con 10s cbtenidos por el propio equipo 
evaluador, se puede concluir que la tasa de dell :.-estaci6n ha 
sido reducida significativanente en comparacicin con su 
tendencia hist6rica antes del PBM. En ese sentido, 
solicitamos se modifiquen 10s p6rrafos ccrrespondientes a1 
impact0 del PBM en la tasa de deforestacibn, de tal manera 
que refleje lo rcalmente suceaido haciendo mdrito a todos 
10s esfuerzos que tanto entidades del gobierno, 
organizaciones no gubernamentales (nacionales y extranjerasj 
y entidades internacionales, vienen implementando en la 
Reserva de la Biosfera Maya. 

Atentamente 

~ b i t h  Kline 
Gerente 
Proyecto de la Biosfera Maya 

cc. R. Popper, ?!SI 
J. C. Gcdoy, :.:5 1 
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collaborators and other interested parties, is critical 
in the M&E process. 

There are obvious benefits also to the utilization of the 
same independent experts in repeated, follow-up evaluation 
activities, in terms of learning curves, comprehension of 
the project environment and the required level of effort in 
each subsequent activity. 

11. FORMAL PROJECT EVALUATIONS 

The primary purpose of the formal evaluations is to measure 
progress toward achievement of the strategic objective, planned 
outputs and desired impacts and to recommend actions which will 
further improve achievements. The evaluations will assess 
implementation, funding (AID, counterpart and others), 
management, coordination and institutional c3pazity and 
relationships, with emphasis on effectiveness and efficiency of 
interventions towards the establishment of sustainable mechanisms 
for improved management of the Maya Biosphere Reserve. 

Evaluations will measure project impacts in terms of three 
beneficiary target groups: present users of MBR resources (local 
population); the institutions involved in MBR management; and the 
Maya Biosphere itself-its flora, fauna, and ecological 
integrity--which will determine the well-being of the largest 
potential bsneficiary group: future generations. 

The evaluations will proviae findings and conclusions which 
support recommendations concerning areas of focus, timing and 
content of possible desLgn modifications, both during present 
implementation and under possible Project Amendments, They will 
recommend to continue effective sets of activities, discontinue 
ineffective interventions, and help set. any conditions which 
might be necessary for future success. Along these lines, the 
evaluations will provide a basis for the Mission to make 
decisions regarding sets of key questions, developed a priori 
through discussions with project participants, 

A .  FY 93 Evaluation 

The first formal evaluation should be conducted as soon as 
possible after signing a contract (o/a Sep/93). It should 
identify factors which affect project status and provide 
recommendations to improve overall implementation through 
adjustments in the on-going program and a planned project 
amendment. This evaluation should address the following 
questions and provide corresponding recommendations: 

1. Stratesic Desian Issues 

a. Assumptions and key constraints: Are original 
project design assumptions valid? What key 
assumptions should be revised? What are the 



I' 
PIO/T 520-0395-3-20132 
Page9 of 52 
ATTACHMENT I 

principal obstacles to achievement of the project 
objective (.see internal evaluation reports) ? 

b. Project Paper/Design: How can the main project 
objective--to improve the management of 
renewable-natural resources and the protection 
of biological diversity and tropical forests in 
the MBR--best be achieved given the existing 
constraints? To what extent is project 
implementation folloving the PP design and to 
what extent can and shotlld the PP design be 
carried out? What modifications in the present 
design (components, strategy, institutional 
participation, etc. ) would improve the 
Project's progress towards the objective? 

c. GOG role: What role should CONAP play in the 
Project? What should CONAPts relationship be 
with other participants? How can AID improve 
the institutional viability for long-term 
management of the MBR? Is the present 
distribution of resources between NGOs, 
community activities and GOG/CONAP appropriate? 
Similar questions apply to other GOG entities: 
DIGEBOS, INTA, CECON, IDAEH, CUDEP, etc. 

d. Project focus and distribution of resources: 
The final project design left some elements out 
due to limited resources and institutional 
capacity in the area (e.g. the agro-forestry 
component, land tenure, policy, etc.) . While 
CARE has effectively reintroduced some agro- 
forestry activities, funding is limited and 
agro-forestry is carried out at the cos? of 
planned environmental education interventions. 
What would be the optimal component mix and 
funding levels during the next stages of 
implementation (both under present resource 
constraints and assuming additional funding 
becomes available in 1995)? Should there be 
more geographic focus, thematic focus, 
institutional focus, or expansion? 

e. Coherence of Goals, Objectives and M&E Plans: 
Given the socio-political-economic rellities 
surrounding the project, are goals clear, 
realistic, internally consistent, obtainable, 
measurable and supportive of the Mission's NRM 
Strategic Objectives and M&E Plzn? Given 
lessons learned to date, what modifications in 
the logical framework (pages 42 to 47)are 
recommended? Is the M&E plan realistic and 
implementable? Does it provide reliable 
measures of progress towards goals and 
objectives? Are existing and proposed methods 
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for obtaining and analyzing data appropriate? 
What improvements are recommended for the 
objectives-outputs-indicators matrix for the 
project? 

f. sustainability: Are activities being 
implemented in a way which favors continued 
development and sustainability? What can be 
done to improve the persistence of on-going 
improvements in management of the MBR? 

2. Assessment of Im~act and Proqress to Date 

a. What measurable progress towards the project 
outputs, EOPS (page 48) and the objective has 
been achieved? How effective have participants 
been in implementing their annual work plans? 

b. Specifically, how appropriate and effective 
(analysis of costs and contributions) have 
individual project components and subcomponents 
(pages 49 to 50) been to date? Given 
experience to date in the project and 
elsewhere, how effective can they be expected 
to be in the future? 

c. What are the i~plications af relative 
effectiveness in terms of design modifications 
and distribution of funds? 

3. Im~lementation Issues 

a. Are project goals clear and shared by 
participants? Is there a shared strategy for 
constituency building, development of 
sustainable funding mechanisms, and CONAP4s 
role? 

b. Is there a logical relationship between the 
project objective, subgoals, work plans and 
activities underway? Do any activities appear 
to be inconsistent or contradictory? 

c. Are institutional roles clear and appropriate? 
Do strategies for sustainability exist and are 
they being applied? 

d. Do implementing organizations have the capacity 
to execute the activities as planned? 
Could/should any of them be doing more or less? 
Is the present distribution of available J' 
resources consistent with project design? What 
adjustments are recommended, considering 
institutional roles and capacity? 
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a. Assessment of the pros, cons and cost 
effectiveness of the project management 
structure within AID (this will require some 
comparison with alternative management schemes 
of similar projects in the Mission and 
elsewhere). 

b. Assessment of the pros, cons and cost 
effectiveness of the project management 
structures within NGO and GOG project 
participant institutions. 

c. Assessment of the pros, cons and cost 
effectiveness of the project's organizational 
arrangements. 

d. Is coordination and communication among the 
various activities and implementing 
organizations adequate? 

e. Is appropriate technical assistance available 
and being provided in a timely and responsible 
manner? 

5 .  Financial Issues 

a. Assessment of the pros and cons of the 5 0 %  
(minimum) match stipulation for NGOs, and 
compliance to date. 

b. Assessment of the GOG match to date: 
compliance with provisions, pros, cons and 
long-term implications of the method in which 
GOG counterpart contributions are made and 
accounted for (MOF programming of counterpart 
as a separate, temporary, budgetary category). 

c. Assessment of the relevance and adequacy of AID 
funding compared to project objectives and 
needs in the Reserve area. 

B .  EVALUATION METHOD 

Tasks to be undertaken by the External Evaluation Team will 
include but not be limited to: 

1. Review and analysis of background documents and 
information already collected by collaborators, AID 
and through on-going M&E activjties; 

2. Team Planning and orientation (one-two days) in which 
a detailed work'plan for the evaluation will be 
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finalized and presented to AID for approval 
(objectives, methods, schedule; statement of work for 
each team member). 

Field observations, interviews and participatory 
diagnostics or group meetings with collaborators, 
implementors, beneficiaries and other interested 
parties, to verify accomplishments and issues 
identified in previous internal evaluations; address 
specific evaluation issues. 

Data collection, collation, preparation and analysis. 

Presentation of initial findings, conclusions and 
recommendations. Since recommendations concerning 
many of the strategic issues (design, objective- 
output-indicators, etc.) have a ripple effect upon 
other conclusions and recommendations, these shou1.d 
be reviewed with AID staff as early as possible in 
the evaluation process. A mid-term meeting of one 
day will be held with AID to review progress and set 
any course adjustment which may be called for. 

The evaluation team will maintain constant and direct 
communication with the AID Project Officer, and other AID 
staff as appropriate, throughout :he evaluation process. 

C. THE EVALUATION REPORT 

The Evaluation report will have an Executive Summary and 
chapters corresponding to the issues described in the scope 
of work. For the FY 93 evaluation: 

1. Executive Summary: focus on primary findings, 
conclusions and recommendations (NTE 3 pgs). 

2. Analysis of Strategic Design Issues (NTE 15 pgs). 

3. Assessment of Accomplishments: To what degree is the 
project reaching its objectives (NTE 15 pgs) . 

4. Assessment of Implementation Issues (NTE 10 pgs). 

5 .  Management issues (NTE 5 pgs). 

6. Financial Issues (NTE 4 pgs). 

7. Consolidation and summary of lessons learned, 
conclusions and recommendations. (NTE 10 pgs). 

While all of the above sections will include findings, 
conclusions, lessons and recommendations, it is useful to 
summarize them in one section, so they can be seen as a 
whole.. Lessons and recommendations may be applicable to 
remaining project efforts, future project amendments and 
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protected area management/ecological/ development efforts 
in general. 

A note on findings, conclusions and recommendations: 
Findings which lead to no conclusions and recommendations 
are of little use to managers; nor are conclusions and 
recommendations whose basis in data and findings is not 
clear. Therefore it is very important to make clear 
distinctions among: 

a. Findinss based on data and information, 

b. Conclusions based on analysis and synthesis of 
the data, and 

c. Recommendations based on: a) findings and 
conclusions, and b) experience and expertise of 
team members. Recommendations based on 
experience and expertise rather than data are 
welcome, but must be clearly identified as 
such. 

Timina of the Evaluation Re~ort: Approximately five 
( 5 )  calendar days prior to the teamfs departure from 
Guatemala the Team Leader shall submit to USAID a 
first draft of the evaluation report. This draft 
will serve as the basis for a debriefing with the 
team and USAID. Any comments on the draft report 
shall be consolidated and submitted to the contractor 
within 15 calendar days. The final report, 
incorporating AID comments, shall be submitted to 
USAID in English and Spanish, fifteen (15) copies 
each, within thirty (30) days of receipt of AID 
comments (e.g. no more than 45 days from'departure 
from Guatemala). 

D. EVALUATION TEAM COMPOSITION AND QUALIFICATIONS 

The team (not to exceed four members) should have 
experience and expertise in the following areas: 

1. Project/Program Management/Evaluation (preferable 
Team Leader) . 

2. Institutional/Organizational/~olicy Analysis, focus 
on protected areas management/systems and 
institutions (Park Service). 

3. Environmental education, awareness, outreach, agro- 
forestry extension systems. 

4. NGO development, constituency building, community 
involvement, park buffer zones. 
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5. Environmentally sound small enterprise development 
(forest product development, tourism, artisanry, 
etc.) . 

6 .  Familiarity with the parks/protected area policy, 
legal and political environment in Guatemala. 

General qualifications for each expert include: 

a. Significant experience in program/project 
design, implementation, and evaluation. 

b. Academic training in field(s) closely related 
to any of the area(s) included in this SOW. 

c. Capability in Spanish and English equivalent to 
the FSI F S 3 / R 3  level or higher. 

The team leader should be of adequate caliber and 
experience to command the respect of the diverse project 
collaborators, enabling a constructive and participatory 
evaluation process to develop (many NGO collaborators have 
extensive experience in this field). 

Experience in Central America and Guatemala is preferred; 
experience with AID evaluations is also highly desirable. 
To avoid any bias, evaluation team members may not have any 
direct association with project development and 
implementing organizations. 

Specific qualifications will be reviewed in each case 
through review of candidatest CV and bio-data by USAID. 

E. EVALUATION LEVEL OF EFFORT -. 

The Scope of Work (SOW) for the FY 93 evalustion will 
require approximately 65 person days of eval~ation 
consulting services, as per the attached Illustintive 
Budget. This contemplates 60 person days in-country and 5 
in the US in pre-departure preparation and final report 
preparation after the in-country work is complete. The 
final number of experts will depend on the experience and. 
academic credentials of personnel identified, but will not 
exceed four consultants. 

F. FY 95 Evaluation 

This contract contemplates a second, formal evaluation in 
FY 95. The scope of work for the FY 95 evaluation is 
expected to be quite similar to the scope of work described 
for FY 93, with the following exceptions: there will be 
more emphasis on accomplishments; it will include a special 
analysis of the degree to which recommendations from the 
previous evaluation were implemented; and there will be 
relatively less emphasis on strategic project design 
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issues. The level of effort is estimated to be 
appr,oximately 30 person day= from consultants (this assumes 
some continuity in the evaluation team) plus the full 
participation and support of the in-country M&E coordinator 
described below. A more detailed scope of work will be 
defined by the Mission with participation from project 
collaborators, at least three months in advance of the 
evaluation. 

111. M&E COORDINATION SUPPORT IN PETEN 

A. Backsround 

AID project management originally contemplated the position 
of a Peten Field Director, as a coordinator, technical 
advisor and principal AID contact point in the project 
area. This position was not filled for several reasons 
(initially, collaborators felt there was not a need; 
political sentiment in Peten was that too many foreigners 
had already I1invadedt1 to carry out environmental 
activities; difficulty in obtaining an appropriate 
candidate, etc.). However, the need for a unifying point 
of communication and coordination is apparent, especially 
given the present institutional limitations of CONAP. 

B. OBJECTIVES 

The primary objectives are to provide assistance in Peten 
which facilitates on-going project monitoring and 
evaluation activities, communication, synergy and linkages 
among components and implsmentors, more coordinated 
planning which is responsive to M&E outcomes (ongoing 
improvements based on M&E conclusions and recommendations), 
and the development of a process of learning and evolving 
toward constant improvements in project implementation. The 
activity involves extensive coordination of M&E, planning 
and reporting through workshops, conferences and informal 
communications and  visit.^. 

C. Terms of Reference 

1. M&E Activities. Provide logistic support for and 
facilitate the biannual M&E workshops (usually in 
March and November of each year--approximately six 
total remaining in LOP). Assure that the 
relationship between objectives-outputs-indicators 
and activities is logical, clear and understood by 
participants. Facilitate involvement of all MBR 
llstakeholdersll in the M&E process. Stimulate the 
development of MtE capacity in local counterparts and 
collaborators. After each workshop, prepare reports 
on project status, accomplishments, progress towards 
outputs-indicators and other relevant information 
discussed in the workshops. Support implementation 
of the Project M&E Plan. Assist AID to assess the 


