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me Natural Resources 3roject ermerged out of the COllCern of the 
Government of Costa Rica (GOCR) and EWID/Oosta Rica to fully u t i l ize  the 
renewable retlaurces without further w a d a t i m  of the reecurce base. T b  
t h i s  end, a strategy was o u t l w  to strengthen the capabilities of the 
GOCR to develop through an integrated, pragmatic agprmch, a long-term 
plan that should leava the GOCR in a position t o  ccpe w i t h  the 
deterioration of the ratural resarrce baae and be able t o  move forward 
w i t h  a 3'ircng nationwide program for its utilization, mservat ion and 
m m ~ .  . . 

Implementation of the project was hampered by too .mny delayer 
start ing by the ratification of the project b~ the Legislative A ~ s a b l y  
that todr around eighteen mlh. 0 t h ~ ~  delays were in cmtracting 
technical assistance, turnover of perkvnnel , intri.cate 
aWistrative procedures, credit regulatiam, lack of experienced 
technical pl;?rmmel and others. P ro j ec t  performame and achievements 
have been belaw expectations. A t  this  time, the project is under a 
w e n t r  dynamic leadership and crnsiderable progress has keen achieved. 

The prpase of the project is to strengthen the in~st i tut ioml 
capabilities and mechanisms thruugh whi& the GCCR manages the nation's 
renewable rescurces. In the process of preparing and reviewing the 
project, weaknesses andl potential problem were identified especially 
concerning the institutional arrangements and capabilities. These 
i n s t i t u t i m l  problem and weaknesses are precisely what the Project 
intends to correct. Over the years, the GOCR has almnst exclusively 
assumed reftpensibility crncerning the utilization and conserntion of 
renewable natural rescurcee. Present GCCR ~ l i c i e s  tend to actively 
involw the priwate sector and the general public in these mattera. 
Currently the Ministry of Agriculture (M) has sham increased interest 
in supporting the Directorate General of Ebrestry (M;F) thee strategies 
'have been defined en prior i t ies  identified. DGF has direct nation-wide 
reepotllribilities for natural resource u t i l i za t im and carsemation. 'Iro 
implement the policies and act ivi t ies  set forth in the Project Paper, 
COREXU was created, and originally attached to the CGF under the 
1eadershSp of a coordinator. W r e n t l y  107 p e r m  are  assigned to 
CU-, and w i t h  tbe change in  government, fhe Deplty Director of DGF 
became simultanmmly the Director of COREZUA. 

SPdces Tthicoe del Caribe was contracted under Qntract No. 
515-0000-C-0b3298-00 to carry at the evaluation during the mtha of 
O c t o b e r ~ r ,  1983. 

The fallawing methods were used to carry cut the evaluatim study? 



a, General Eiriefing: On the background anil atatus of the p r o j ~ e ,  
from the m a  EUca staff and h o r n  p m  psannel.  

b. LIoclEnent and File Review: A review was made of a l l  relevant 
documentation and files maintained by CGF, and USAID. 

c. Field Observations: V i s i t s  were made by taam members to  each of 
the areas in  whi& wrk is being dme. Besides obeerving the field wrk,  
the team nrembers had the cpprtunity to interviw field persavlel and 
same of the beneficiaries. 

The major obj-actives of the evaluation st* were to: undertake a 
ccmpr&ensive review of the project; review the management processes and 
procedures being a ~ l i e d  in  the inplementation stage; and, make 
reccmnendatims concerning those elements of the original project design. 

15. External Factors 

The Qeta =can Natural Resources Project strategy developed fran the 
, recognized need of fully utilizing the resource b s e  while a t  the same 

t i n e  minimizing'soil erosion in the upper watersheds. It is reoognized 
a t  the outset that the GOCR capabilities to manage the mtvral resourcee 
are not a t  the level that they should be and lack the necessary strength. 

The strategy, as &lined in the Project Paper, is based m varicus 
elemnts: policy analyeis, eresearch, a pilot micrawatershed management 
project, a reforestation and cattle management improveanent pilot project, 
a forestry productiar pilot project, the preparation of resource 
management plans, e n v i r m t a l  a d  cumemation educatiar, and training 
and technical assistance to  upgrade the GOCR mpabilitiea in natural 
resour- utilization, management and oonsermtion. W a  GOCR !-Mted 
resources and capabilities and the delays m'1c"sirg tho ratification of 
the Project by the Iqis la t ive Aslaearbly adversely af feeted the initiation 
of the project. Ihe strategy was further affected by an ineffective 
init ial  organization and by the -1exity of the -.'administrati and 
f imncial process and procedures. 

The e ~ l u a t i a r  shows that a major -knees of a- is the 
inadequate linkage amcng Project cmpamts and even among 
-ts . 'Ihis has led to  involwamt of actiar units such as the 
expezimental pmjects, which a'slauld be m e  properly identified as Pilot 
Projects, into a aort of informal, adaptive, not w e l l  designed research 
activities. On the other hand the Reeearch Sulxaqxment, sham little 
interes in these activities, instead af providing v r t  i n  terms of 
=lid statistical designa and interpretation of 'pjata. OOREN4 has 
suffered &am cham in leadership since its inception and requires to  
strengthen its staff. 



Major problems in project impkmmtation were caurred by delays in the 
provision of the variaua project inputa. Ihe delay in the apprml for 
the provision of amterpart  funds caused aa virtual s ta l l  i n  most 
Project 's activities during nlore than half of the year 1983. 

Anather cause of project delays is attributed to  the late centracting 
of the technical asaiatance. Similar:y, the provisia~ of project 
commoditiee and of traj.ning services had jeoperdized the norm1 pace of 
the project. Althoug'n the relative slcwliness in inplementing the 
project, the blame =Y rot be pinpointed. Ch the *,her hand, overall 
progrese achieved, eo far, in ove radq  the myrlwd abstacles 
encountered, proopts # m e  to  c o n c l ~  that the best interest of b t h  the 
GOCR and ~SAI~/r30eta Jtka are several by proceeding ahead with the 
project, .MI the bprxtant ingredients are naa in place, a . d  needed 
&if imtians are beincj identified and made. 

Not pertinent a t  this time. 

'*Ilo strengthen the institutional mechanisms th rm which the 
Government of Costa Rica nranages the cumtry's renewable natural 
resources. " 

Progress taward the achievement of the project plr~x3se has been slaw, 
however, a s  the project is implemented the inst i tut iolrs  and persans 
involved are gainining experience in working together. Salient features 
showing that paogreas w i l l  be adriemd area 1) the existence of a highly 
.motivated local staff ; 2) the recent signing of two technicial assistance 
contracts ( w i t h  E740 and CATfE)t 3) 00- staff having already gained 
subetantial espries.ce i n  dealing with the GOCR and ISAID'S rather 
complex regulationst 4) the availability of counterpart furdet 5) the 
a-@ng rather large training program; and 6) the initial step being 
taken to adapt a gmlicy to encarage the private sector to  becuue 
interested in  tha prcpar utilizatim of the cumtry's %rest reaarrces. 

'me gcsl of the project is the permanent s o c i ~ i c  improvement. 
cf O o s b  Rica's pqulation, erspecially its poorest groups, through 
incressed access to and mre productive use  of the means of prod..uctiai." 

Overall progre~e takard achievement of the project g a l  has been 
slaw. A l t h a r g h  fmr  years ellapeed since the project was approved, its 
effective hplementation time has been aily abart I8 l ~ ~ ~ t h s o  and mly 
.aomne 25% of the alloted funds have been expendd/crmnnitted. 



Mile a nurates of adverse external factors neqatively affected the 
achievement of project goal, there are favmrable factas (as discussed in 
section 10) indicating that project goals a d  -pmposwo might Ix 
achieved. In this context ehe evaluatioln strongly reanmends that the 
project continues for at least the remaining of project life through 
Septembe, 1985. 

Benef iciar ies 

Not pertinent at this time. 

Unplanned Effects 

Not pertinent at this tinre. 

The m t  M t a n t  lessan 1-rned so far in iaglementhg this 
Project, which one of its main goals was the strengthening of the 
institutional mechanism, is the irrrnrt;rnce of having the required 
tedmical assistance in place early &ring the implenaentatiar etage. The 
Project did not have a grant r-rmrx~nent that wuld have facilitated the 
procurement of the required technical assistance cervices. Instead, we 
had to deal with a ht-aountry -tract, channelled t h r m  the GOCR 
system, that is incredibly ccmplicated. The end results were that the 
technical assistance services were finally contracted during the faurth 
year of the Project life. 

The bottan-line of this experience is that no project of this 
mnplexity should be appfowd and inplewnted without a grant v t  
for tedmical assistance. 
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me Costa fica Wtural Resources Project emerged out of the 

concern of the 0C.R and the USAID Mission' to  fully ut i l ize  the renewable 

resources without further degradation of the resourcz w e .  To this. 

end, a strategy was cutlined t~ strengthen the capabilities of the GOCR 

to  develap through an integrated, pragmatic approach, a long-tenn plan 

that should leave the OOCR in  a position to cope w i t h  the deterioration 

of the natural resource base and be able to  move forward with a strong 

na 'ionwide program for its utilization, conservation and management i n  

the mid 1980's. Ihe project was designed t o  operate through five major 

canponents: Policy Analysis, Research and Coordination; Experimental 

Projects; Preparation of ~bhnagement Plans; Enviromntal and 

Conservation Mucation; and Training and Wchnical A s s i s t a m e .  

The Project was approved by USAID and signed by the President of 

Costa Rica in  the f a l l  of 1979, but was not ratif ied by the ~ i s l a t i v e  

Assembly unt i l  March 1981. A s  a consequence, only sane 25% of the 

alloted funds have been utilized. Ihplementation was hampered by too 

many delays .in contracting v i t a l  technical assistance, turnover of 

personnel, intricate OOCR adninistrative procedures, credit  regulations, 

lack 06 experienced technical personnel and other constraints. 

Consequently, project performance and achievements have been 

belw expectations. 



The Project is currently under a canpetent, dynamic leadership 

and considerable progress has been achieved. 

The evaluation team strongly recamends tha t  Project 

implenentation continues for a t  l eas t  the remainder of Project l i f e ,  

through Septembr 2385. The mztin reason being t h z t  COCR badly needs to 

gain experience i n  implementing a canptehensive approach t o  strengthen 

ins t i tu t ional  mechanisms and strategies through which natural resources 

are  managed. Project 032 provides an excellent opportunity. Equally 

important. is that  all major ingredients are now in  place as: a) the 

. - existence of a highly motivated director of OORENA, b) the siqning of 

the two main technical assistance contracts tha t  are instrumental t o  the 

successful implementation the Project , having now secured badly 

needed ounterpart furads t h a t  before caused many delays. 

The evaluation team feels  that i f  the! recarmendations made are 

adopted thece is a good chance that by the end of Project l i f e ,  enough 

e.xperience w i l l  have been gained to permit making a rat ional  decision 

relating to  the future of t h i s  Project. 



The design of the Costa Rica Natural &sources Conservation 

Project began i n  1978 with inputs fran members of various goverment 

agencies forming a .team identified . a s  the Wtional Work Group. The 

purpose was t o  develop a nationwide long-term plan for the appropriate 

use, developnent and conservation of natural resources. A proposal was 

then prepared and suhnitted t o  the consideration of USAID/Costa Rim. 

W i t h  t h i s  a s  a start ing point a Project Paper was prepared and approved 

by AIDfiashington on August 15, 1979. After the correspondiq Agreement 

was signed on September 1979 with the GXEl, the Legislative Assembly did 

not ra t i fy  it un t i l  a s  late a s   march 1981. b a n  funds were appropriated 

i n  the amount of $9.8 million. In addition, the OOCR was cannitted t o  

provide $11.2 miUion a s  counteqxrt.  Tinis was reduced t o  $5.8 millim 

i n  June 1981 by mutual agreement between USAID and the GXR due t o  

OC;SR1s f i s ca l  d i f f icul t ies .  The local  funds became avai.hble i n  

September 1982 and provided with local  currency through P.L.480 funds. 

A s  of October l.983, U3RENA has spent or encumbered 31% of the USAID Iroan 

and 22% of the corresponding OOCR a l lohent .  me Project is due to 

terminate on Septenber 13, 1985 unless otherwise agreed by both 

USAID/Costa Rica and the ODCR. 

In the original design, two in-depth evalmtions were scheduled: 

one i n  July 1982 and one a t  the termination of the Project i n  July 1984. 

Jgint  annual emluations were scheduled &or July 1981 and July 1983. 



This report presents the results of .the f i r s t  In-depth evaluation 

which was conducted in October 1983 by a 4-person team under contract 

w i t h  Servicios Tknicos de l  Caribe. The team included Mr. Pe6ro ~egr6n- 

Ramos, former Secretary of Natural l?esources of the Camonwealth of 

Puerto Rico and himself a s p c i a l i s t  i n  Natural &source Econanics and 

Management; Cr. HLFnkrto Sosa, an exptienced agricultural econanist and 

olanner; Or .  ' JOSQ Villarrubia Cruz, specialist in  forest resource 

management; and Dr. Miguel A. Iugo-I6pezt experienced s o i l  scigntist 

and tropical agronmist. The tern stayed for about 20 work days in 

Costa Rica, except Pedro ~ g r 6 n ,  who dedicated around U days in three 

visits. A clase relationship w i t h  MAG was achieved during the evaluation. 

11. BACKGROUND 

The main purpose of the Project is t o  strengthen the institu- 

t i a m 1  capabilities and mechanisms through which the QOCR manages t!e 

nation's renewable resources. In the process of preparing and reviewing 

the Project, weaknesses and potential problems where identified 

especially concerning the institutional arrangements and capabilities. 

These institutional problems and weaknesses are precisely what the 

~ i o j e c t  intends t o  correct. The S-year Project was s e t  up to finance 

research, gathering data, planning educational snd pranot ior~l  programs, 

training, and pi lot  management activit ies that should leave the OXR in 

position t o  ccqe w i t h  the deterioration of the na'tural resource base a d  

.! move forward with a progtam of natural resource utilization, conserva- 

tion and management in the mid-1980's. 



Over the years, the GOCR has almost exclusively assuned 

responsibility concerning the utilization and conservation of renewable 

natural resources. Present COCR policies tend to  actively involve the 

private sector and the general public in these matters. Currently, MAG 

has shown increased interest in supporting DGF whose strategies have 

been defined and priorit ies identified. DGF has direct  nation-wide 

responsibilities for natural resoueck utilization and conservation. To 

impkment the policies and act ivi t ies  s e t  forth in the Project Paper, 

CORENA was created. CORENA was originally attached to  the DGF under the 

leatkrship of a Coordinator. In 1981, a Director was appointed as  

executive officer of CORENA. Nost of 1981, since ratification by the 

lkgislative Fssembly, was s w n t  in the planning process. Almost a l l  the 

personnel of the DGF was assigned to  work on the Project. When the 

local funds became amilable - 1982 - new appoiniments were made. 

Currently l.07 prsons  are assigned t o  00REN?i, including both, those 

newly contracted and regular MAG employees. With the 1932 change in 

goverment, the Deputy Director of DGF became simultaneously the 

Director of a R E N A .  Currently, he is on leave Eran DGF, working on a 

f u l l  time basis handling COEWVA affairs  and responding directly to  the 

Minister of Agriculture. 

Project canpanents are the follawing t 
I 



- 4 -  

Policy Analysis, Research and Coordination 

This canponent was originally s e t  up to  analyze the effects of 

legal, political, financial and socio-econanic policies and act ivi t ies  

on the utilization and management of natural resources and to  conduct 

research which would permit the shaping of a policy frmework more 

favorable to  productive utilization and coordination of the resource 

base. Due to  its coordimting role, it has eventually evolved into the 

unit that provides leadership, direction and coordination to the Project. 

Experimental Projects 

This canponent was designed to  build experience in managing 

on-theqround programs and t e s t  and apply workable financial incentives 

and new management practices for bringing about land-use changes on 

private farms. As it now stands, it includes: 

1. Forest Production 

2. Reforestation and Pasture Managenent, and 

3. Management of a Microwatershed 

Preparation of Management Plans  

This canponent was designed to  develop natural resource 

management plans for optimum land use and examine the overall 

feasibil i ty of different a l t e r ~ t i v e s  on three key watersheds. . 



Environmental and Conservation Education 

!this canponent was designed to  increase public awareness on the 

value of natural resources and the importance of conservation measures 

in the Braulio Carrillo National Park near San JO&. 

Traininq and Technical Assistance 

%he objectives of this  canponent include upgrading of human 

resources through workshops, serninsrs, in-service training in foreign 

countries, and post graduate studies in c r i t i c a l  areas. It includes 

considerable technical assistance -- approximately 241 person months. 

The major objectives of the evaluation study were ta: 

1, Undertake a canprehensive review of the Project, including an 

assessment of the efectiveness of the various canponents and 

activit ies;  

2. Review the management processes and procedures being applied 

in  the implementation of the Project; 



' 3. Make recamendations concerning those e1.ments af the 

original  Project design which should he continued under the 

current and any future natural resources project of t h i s  type 

as well a s  those elements which should be revised or deleted 

entirely. 

The scope of work of the evaluation team included the following 

aspects : 

1. Evaluate progress achieved toward established Project 

objectives by cmponents. 

2. Determine barriers t o  achievement of these objectives. 

3 Assess the overall  management of the Project. Specif ica l lyr  

the tern was .asked t o  reviewr evaluate and document e f for t s  

t o  date regarding: 

(a) Preparation of a ~ u a l  implementation plans; 

(b) Management of the various caipnents;  

(c) Overall coordination and support provided t o  the Project 

by the ~ i r e c c i 6 n  General Foreslsl (DGF) ; 



(d) Utilization of technical assistance; and 

(e) Coordinating Unit's manaqm~nt role. 

4. Provide USAID/Costa Rica w i t h  recarmenda tions, where 

appropriate, for improving Project effectiveness and 

implenentation activities. 

5. Review the original Natu.ral Resources Conservation strategy 

a s  described in  the Project Paper and appraise the current 

validity of "e design approach. 

6. &view. and determine, i f  the technical and ahin is t ra t ive  

organization and procedures being used in the implementation 

of the Project are adequate and canpatible with the Project 

design. 

In  analyzing the effectiveness of MAG in carrying out individual 

Project act ivi t ies  for which it is responsible a s  well as  ascertaining 

M ' s  absorptive capacity for managing Project resources indicators of 

Project perf omnce  w i l l  5e used. These performance indicators include: 

1. The degree to  which loan-funded technical assistance has an 

impact on achieving Project objectives; 

2. Effectiveness in developing Project work plans; 



3. Program budgeting; 

4. Institutional capabilities relative to  Project monitoring; a,nd 

5. Ikgree of impact that  institutional staff training has had on 

the loan Project a s  well a s  on long-term institutional capa- 

b i l i t i e s  for developing and implementing problems directed ta 

the conservation of natural resources. 

A review of these objectives indicated the necessity of the 

evaluation team to. examine past and current Project performance as  well 

as  anticipated future objectives of th is  type. nis evaluation purports 

to  provide both a c r i t i ca l  analysis of Project activit ies to  date and a 

basis -for using t h i s  experience to  plan future programs on natural 

resource utilizaton, management and conservation. 

Zhe i n i t i a l  step in  the preparation for the evaluation ms for 

the team members to clar i fy its objectives and obtain a general briefing 

on the background and status of the Project fran the USAID/Costa Rica 

staff and the Director of the Natural Wsourccs Conservation Project. 

After studying the Project Paper and other basic documents, a work plan 

for the evaluation was prepared and subnitted to  AID. 



Since there is concern about the slow implementation pace of the 

Project, special efforts wece made t o  determine its causes. M.so, since 

this is a nid-point, and not an end evaluation, emphasis was given t o  

the determination of the weak implementation aspects t h a t  could be 

corrected during the second half of the Project. 

The Project's s taff  had prepared a document containing important 

information on Project implementation so far and problems encountered. 

atis document was made available to ' the evaluation team and was of 

considerable help in rapidly grasping current situation. A thorough 

analysis was also made of other documents dealing w i t h  different aspects 

of the Project. They included p h n s  of work, reports, results of 

studies made in  the different canponents, manuals on qperating 

procedirres , budgets, f imcial  statements, and others. 

The evaluation team was briefed by the Director of the Project 

and each one of the cmponent coordinators, on the progress made and the 

problems encountered during the l i f e  of the Project. Interviews were 

made also of key officials. of the different agencies that participate, 

in one way or another, in  the implementation of the Project. - 
On-site v is i t s  were made by team menhrs to  .each one of the areas 

in  which work is being done. Beside observing the field work, the team 

members had the opl2ortunity t o  interview field personnel and sane of the 

beneficiaries. 



Subjectivs appraisals were also made an the quality of the job 

done and its adequacy to  at ta in the objectives of the project. 

A. Coordination, Policy and Research - 

objective of this  Subcanponent is to  coordinate 

Project's act ivi t ies  and perfom a11 adninistrative and management 

functions. 

The progress made tward attailrment of objectives can be 

s~mmarized as  follws: 

- After having for two years only a Project Coordi- 

nator, a Director' with f u l l  adninistrative authority was finally 

appointed in May 1982. 

- Ccmponent coordinators were appointed by the new 

Director. 

- An adninistrative office i n  charge of budgeting, 
. . 

finance, procurement and personnel management was established. Scms of 



the s taff  members are  attached t o .  the corr~sp~ndj.ng MAG z&.inistrctt'.ive 

office, performing t a s k s  for a O m  in  a serniautonanous way. 

- After trying different  coordination schemes for the 

Project, a Central Coordinating Carmittee, canposed of the directors of 

DGF and SPN is now functioning effectively. 

Major strengths of the Coordination Subcanponent are: 

- The present Project Director is exerting a strong 

leadership. 

- Adequate ver t ical  and horizontal c m u n i c a  tion 

procedures have been established. 

- The Director of DGF is giving canplete support to the 

Project. 

The following major weaknesses and problems have been 

identified: 

- me ineffective participation of S U S A  and IDA i n  the 

implementation of the program caused sane serious d i f f icu l t i es  during 

its i n i t i a l  stages. 



- Although theoretically there exis ts  cwrdination a t  

the regional levels of MAG, i n  practice it looks a s  a loose s e t  up. It 

was not encouraging t o  see i n  one region that even the DGF Regional 

Su-pemisor, does not have much authotity over the a R E N A  personnel. 

Project Canporients Coordinators cmlmica t e  di rect ly  w i t h  the Project 

Director even when they a re  located within a given DGF region. 

- The new law levying b x e s  on a l l  sales including COCR 

agencies' procurements of equipnent and supplies, has created problems 

. and delays i n  Project implementation. 

- !?he delay in  the approval of the counterpart funds 

caused a vir tual  stall i n  most Project's ac t i v i t i e s  during more than .. . 

half of the year 1983. 

The following. calendar of events i l lus t ra tes  t h i s  

s itla t ion : 

August 1979 USAIDflashington approved the Project. 

Sept. 1979 . Laan Pqreement was signed. 

March 1981 The k g i s l a t i v e  Assembly ra t i f i ed  the Iroan Agreement. 

Eighteen months elapsed between signature of the Lam 

Agreement and OOQi Ugislat ive Assembly ratification. 

 march 1981 I n i t i a l  CP's are  met by the OOCR. 

April 1981 U N D  extends the PACD fran September 1984 t o  September 

U, 1985 i n  order t o  par t ia l ly  canpensate for delays i n  

the in i t ia t ion of the Project. 



April 1981 aOCR Counterpart funds are reduced fran $11.2 million t o  

$5.8 million because of Costa Rica ' s d i f f i cu l t  econanic 

situation. 

June 1981 Other a ' s ,  with the exception of those relatcd 1-0 

credit ,  are  met. 

October 1981 F i r s t  disbursement is made, af te r  the approval of the 

Loan Eunged budget by the Controller of the Republic of 

costa Rica. 

January 1982 Sane DGF personnel are  assigned t o  the Project and 

recruibnent of new employees started. 

May 1982 Change i n  goverment and appoinbnent of a Director with 

rea l  administrative authority . 
Sept. 1982 Counterpart funds assured by the use of P.L.480 funds. 

I&c. 1983 !kchr.ical Assistance Contract is signed between MAG and 

FAO. 

IXle t o  the change in  goverrment in May 1982, sevecal 

months of work were l o s t  as the outgoirq governnent was unwilling to 

make important decisions and cunnitrnents. The new goverment 

reorganization ac t iv i t i es  caused further delays. 

Although four years have passed since the Project 

approval by USAIDfiashington, its effective implementation time has  been 

only about 18 months. 



The establishment 

- L4 - 

of a strong organization in  OORENA has 

been instrumental in solving a n y '  of the administrative and camnunica- 

tion' problems faced by the Project during its i n i t i a l  implementation 

sQges. This stfieme has meant, however, the creation of a semiautono- 

mous body w i t h  rather loose t i e s  w i t h  other DGF and MAG units. Since 

the major objective of the Project is the strengthening of the 

capabilities of the DGF to address the problems related to  the conserva- 

tion and managenrent of renewable natural resources, the evaluation team 

is concerned with this type of approach that gives the impression of 

creating one organization within another. However, this appears to  be 

wgrking effectively in achieving short-term goals. 

2. Policy 

The objective of this  subcanponent is to  analyze the 

effect of laws and COCR policies, a s  well a s  national attitudes and 

traditions on natural resources conservation and management. 

me following studies. contemplated in  the Project design 

have been contracted: 

a. Analysis of the effects of existing laws on renewable 

natural resources conservation and management. This study is being made 

by a private law firm. Its main objective is the recapilation and 

analysis of a l l  existing laws that might affect thc  conservation and 

mnagement of the renewable natural resources. Out of t h i s  analysis 

recamendations may arise  for new legislation if needed. ' 



b. . Survey and analysis of the people's attitudes and 

traditions on the use and conservation of renewable natural resources. 

The private firm tha t  was contracted t o  make this  study w i l l  conduct a 

country-wide .survey in order to  determine the opinions and attitudes of 

the p q l e  on the different issues involved in .  the conservation and 

management of the renewable natural resources. me  resnlts of this 

study w i l l  be used as a basis for making recamendations on policies, 

c. Biological and econanic surxey of the various 

forested areas of Costa Rica. This study is being made by F M  

technicians assigned to  the M;F.. 

d. preparation of a policy framework as  a basis for the 

developnent of a management plan for t!!e national forests. mis study 

was contracted to  MIEL 

'Ihe last two studies w i l l  provide data and cr i te r ia  for 

establishing policies and procedures aimed a t  improving the managenent 

,of the natural forests. 

The evaluaLion team considers that i f  these four studies 

phduce the information called for i n  the contracts, they w i l l  

constitute an important and necessary body of knowledge contributing to 

the establishment of sound renewable natural resources conservation and . . 
managanent ,policies and legislation. This ob jwtive w i l l  be attained 

only, however, i f  concerned adninistrators becane really interested. 



Four other studies are in the planning stage. They are 

1 aimed a t  evaluating the areas under the jurisdiction of the SPN and the 

1 methodology used in  Costa Rica £GI: detemining land use capability, 

a I costs of renewable natural resources conservation and conflicts arising 
i 

out of alternative uses of so i l s  and forests. 

I These studies, although not addressing such important 

- 1 issues a s  the f i r s t  four, w i l l  produce valuable informtion to  guide the 
i 
i establishment of policies for' the conservation of natural resources. 

3. Research. 

The Project - Paper and its amplified description outlined, 

in general ternis, a research program regirding land use practices, 

silviculture, managentent of native and exotic forest species, grawth and 

yield of species in forest plantations, wood technology, sconanics of 

agroforestry ,. and management of improved pastures, forest . plantations 

and nurseries. &search needs and act ivi t ies  were to be identified and 

swnrised by the M;(F in consultation with CONICIT and in coordination 

with MIDEPIjrN. Mechanisns and methodologies to  conduct this program 

were not well defined and specific priorit ies not identified. lhese 

act ivi t ies  were to be closely linked with on-going field activit ies of 

other canponents in the watersheds, especially those connected with 

reforestation and s o i l  conservation. They were also t o  be closely 

linked to  on-goixy MAG research programs. Short-tern research projects 



are contracted to universities, research insti t u t i m s  and i n 3  ividuaXs. 

The long-term projects are the responsibility of 03RENA and DGE'. 1n 
I 

addition to  the Research Coordinator, the staff  includes two Foresit 

*search Scientists, one Forester, and one expert fxcm FIV3. A research 

associate fran FI\L3 is expected t o  join the program soon. Tho frm. t't'he 

CATIE staff  help by selecting experimental sites, mapping and others. 

The Coordinator states that foresters fran other canponents are a.?Lso 

involved in the research program. 

To date, research act ivi t ies  appear to  have had only a 

minor role in  the Project, consisting mainly of having formalized 

several contracts with various universities. 

An agreement with the Universidad Nacional calls for 

research' on the. fert i l ization of teak, thinning of forests, propagation 

of cuttings of Ieucaena and Gliricidia in Guanacaste 

a key for the identification of species of firewood 

proposed studies on propagation and identification 

appear to  the 

ca l l s  for a 

establishnent 

of Pochote, 

evaluation team to  be of high priority. 

and developnent of 

in Sarapiqui. The 

of species do not 

An agreement with the Instituto flecnol6gico de Costa Rica 

hydrologic study of the Ria Parrita Watershed, costs of 

and maintenance of forest plantations, gene tic improvement 

agro-forestry systems, improvement of natural foicests, 

forest utilization and utilization of mangrove cortex in  the Gulf of 

Nicoya . 



.Tbo agreements w i t h  CATIE c a l l  for the developnent of 

strategies for the management of forest reserves and for defining 

policies for the management and use of national parks. 

An agreement w i t h  the Institute de Desarrollo Agrario 

calls for basic studies for settlement of the &a peninsula. A 16-month 

study was requested to  the Centro Cientifico Tropical to  determine a 

suitable methodology. for land use. 

Other research under contract include the climatological 

studies of the d o  Parrita watershed, the collection of plant samples 

and ecological studies in the Parque PJacional Braulio Carrillo. 

S a w  of these studies can provide valuable information 

particular1y.as to  farest management, while others appear irrelevant. 

In general, it is apparent that research needs have' not been carefully 

identified. It aplpars a s  though the program moves haphazardly w i t h  no 

clear and definite orientation. 

The research program does not include so far any 

significant act ivi t ies  in  the area of improved pasture management. It 

appears that the staff of the Research Program rely on the Bcperimental 

Projects Canponentr. to  produce the necessary informa tion. H-ver , this 
canponent is not conducting really valid research activit ies,  mainly due 

I' t o  inadequate planning design and execution. 



The evaluation team feeJs that the research program is 

weak and that efforts must  be made t o  quickly strengthen this inpartant 

caponent. Otherwise, the research results w i l l  never enable the GOCR 

to shape a policy framework more favorable t o  efficiently utilize, 

manage and conserve the natural resources of the. country. The manage- 

ment does not seem to  be able t o  grasp the urgent need to .  put together 

an aggtesive, creative, cohesive, relevant research program. The 

limited. personnel in  f ie ld research feels, abandoned and without adequate 

guidance and support fran the staff a t  OO- headq-zirters and fran 

other units of MAG. 

Onqoing research does not appear t o  cover sane of the 

high priority needs.. One of these could be measurement of erosion rates 

and +he e ~ l u a t i o n  of alternative s o i l  conservation practices. In 

general, it appears a s  though the soi l s  of the hillsides of Puriscal and 

Nicoya are subject to  a great deal of erosion. The steep.ness of slopes 

the main causal factor. other areas i l lustrate  the 

importance of these aspects. Ebr example, in Jamaica s o i l  losses of 179 

t/ha.:were measured fran crop plantings on steep slopes under traditional 

cultivation. The losses where reduced t o  43 t/ha with continuous 

' contour mounds and a grass buffer strip. Under the gradient, rainfall  

and cropping pattern conditions obtained during the period, the u,Wr 15 

an s o i l  layer would have been lost  i n  the f i r s t  case i n  :L2 1/2 years 

'whereas 52 years would be required to  suslain a similar loss i f  the land 

is prepared i n  moulds interrupted a t  appropriate intervals with a grass 



buffer strip ! I n ) .  kh h x i c  erosion measurewrlkr; h!~ ifien r n d ~  or are 

planned for the watersheds. It must be recognized that losses by sheet 

erosion depend to  a large degree on the intensity of rainfall. Under 

conditions in Euerto Rico, s o i l  losses of 0.60 mt/ha were measured a t  a 

ra infal l  intensity of 6.4 an/ha/60 min while only losses of 6.63 

mt/ha/60 min were measured a t  a rainfall  intensity of 12.7 an/ha/60 min 

(24) 

Under adequaw protective cover these ill effects would 

be minimized as  shown i n  data obtained on 40 to  50% slopes: 2 mt/ha/yr 

were los t  under grass cover; 39 under crop rotations; 283 on bare 

f a l l w ;  and 334 on soi ls  where the uppr  1 m w\-, removed mechanically 

The choice of crops is an important feature in  any 

conservation program. A.U the crops t r a d i t i o ~ u y  cultivated by the 

small farmers are erosive (22). 

fie effect of ground cover and mulching in minimizing 

soil erosion should be included in  the research program. This effect  is 

evident £ran data  obtained on coffee growing on 604 slopes (22) . In 

1983, s o i l  losses of only 4 t/ha were measured. In May 1944 the p lo t s  

were canpletely cleared of trash and leaf mulch. A l l  ground vegetation 

.was cut  and removed. !the losses during the year increased dramtically 

to  735 ma. l lro full years were then required. to  build up the same 

degree of protection as  that: removed through cleaning and eliminatirq 

the ground cover. 



Another area not adequately covered by the research 

a program is that relating t o  minimun tillage. The less the mechanical 

operations the less the s o i l  losses likely to occur during the crop 

cycle. Evidence fran other areas shw tha t  high yields of food crops 

are possible with no t i l lage or only with a minimum disturbance of the 

soi ls  on steep slopes (37). J u s t  c u t t i q  the weeds with machetes or ' 

controlling them with herbicides and digging holes for planting can 

produce good yields of food crops i f  otherwise well-fertilized and 

mamged. Guinea, star, pangola and Napier grasses have been established 

in  unplowed slm-grwing, native volunteer grass pastures by planting in 

furrows . twc, weeks af ter  applying herbicides. Equal results were 

obtained by planting pangola grass in  s o i l  pre.viously killed by two 

agplication of 1.8 Kg/ha of Dalapon and 0.45 &/ha of 2,4D, as by 

planting in well-prepared s o i l  (36). 

Mulching' has proven to be an extremely effective soil 

protection measure (34). Soi l  and water losses on 40% slqes in  mulched 

so i l s  were 2738 kg/ha and 38 mn w h i l e  in umulched soi ls  were 15047 

k g h .  and I50 mn (22) . 

The research pragram fa i l s  to  cover the need to  develop 

intensive product ion systems well-suited for small and medium-s ized 

farms. 

diverse 

grming 

Tkchnological mckages ,of practices should be developed for 

farming system. These include the selection of crops. mu- 

perennial crops such as  coffee, plantains, bananas, citrus 



protection. .Minimum t i l lage,  canbined with the dense foliage and thick 

mat of roots of these crops, when they are closely spaced and 

intensively mnaged, protects the s o i l  against erosion. A cover crop 

can offer additional protection when needed. Non-protective crops such 

as tobacco, beans, soybeans, I r i sh  potatoes, peanuts and others are 

important crops which are not well s u i t e d  to  s o i l  conserving management 

systems on hillsides. However, limited planting of these crcps can be 

made on h i l l  lands alternately with contour grass s t r ips  and other s o i l  

conservation methods to provide cash and food and reduce r i s k s  by 

diversifying farm operations. 

! 

In general, the farmers use local, lw-yielding varieties 

of crops. There is a dire need of selecting high-yielding varieties of 

major crops and forages and produce high-quality seeds for distribution 

to  the fanners. The research canponent must address this  issue ago 

gresively . 

A program geared to  improve yields and s o i l  protection 

must include fertilization. Fertilizers are essential for the f u l l  

utilization of the ~ t u r a l  resources. One ton of fe r t i l izer  can be 

nconvertedw into 5 tons of rice or 20 tons of pbntains (38). High 

yields of food crops and forage have been obtained elsewhere on severely 

eroded sails w i t h  l i t t le organic matter. In Puerto Rico, for e.uample, 

an Ultisol subsoil yielded 2.8 t of soybeans, 12 t of sweet potatoes, 12 

t of.  green beans and 100 t of green forage/ha when properly limed and 



increases crop residues, thus helping t o  reduce erosion. Zhe 

productivity of eroded, steep mountain s o i l s  can be raised dramatically 

through the use of f e r t i l i z e r s  fran I30 kg of dry forage/ha/yr t o  18500 

It has h e n  shown that well-fertilized, well managed 

pastures on steep, medium deep or deep soils: can produce more than 1,000 

kg/ha of gain in weight or 7000 liters of milk/ha/yr (36) . 

Liming is another canponent of a technological package of 

practices tha t  cannot be' overlooked in  acid soils .  Even the very acid 

soils of the watersheds of Cost. Rica probably contain sufficient  

calcium t o  meet the nutrient r e q u i t a n t s  of crops for many years. 

Liming may be primarily required, however, to prevent or correct high 

levels of s o i l  acidity which can resul t  i n  manganese and/or aluminum 

toxicity, i n  reduced avai labi l i ty  of s o i l  phosphorus and in  reduction of 

desirable microbiological ac t iv i ty  . 

The control of weeds, diseases, insects, nematodes, and 

other pests is an essential  canponent of production systems under 

conservation farming. 

The ,possibilities of si lage and hay in  the Nasara Water- 

shed should be explored t o  guarantee the developnent of a stable, sound, 
8 

livestock industry. 



The Research Canponent of CORENA must look into these 

areas in an integrated systems approach involving forestry, livestock 

and pasture management and intensive ctop production in  a management 

schm leading to  an aptinuan utilization of the resources canpatible 

with their conservation. 

B. Experimental Projects 

1. Forest Production - 

As envisioned in the Project, the Forest Production Sub- 

canponent w i l l  lay the groundwork for a large scale forest production 

program. The act ivi t ies  t o  be carried out are: (1) management of 

natural forests; (2) reforestation; (3) forest prokction; (4) a ?lech- 

nical Center; and (5) a forest colonization plan. 

Although mentioned in  the January 26, 1981 Work Plan, up 

to  this manent there is no study underway t o  canpare different methods 

of managing natural forests. me study was planned t o  gather all 

necessary informatian during the f i r s t  6 or 7 months af ter  Project 

approval, but problems in contracting technical ass is tance has delayed 

this action by more than two years. 

The natural forest management techniques proposed to  be 
.' studied were selective cutting w i t h  enrichment p lan t ing ,  selective 

cutting with natural regeneration and clearcutting. 



Selective cutting with enrichent  planting involves the 

cutting of preferred trees after determining the desired dianeter and 

planting of suitable species to  be harvested in  a second cutting. 

Selective cutting w i t h  natural regeneration consists of harvesting 

selected species periodically and continuously a t  a determined 

diameter. *generation of the forest w i l l  depend on the seedlings and 

saplirrgs already present. Another method t o  be studied is clearcutting 

with natural regeneration. The area w i l l  be clearcut and surrounding 

trees w i l l  provide the seeds Zor regeneration. Other methods that w i l l  

be  investigated in a s m l k r  area are: shelterwood, seed tree, and 

improvement cutting- 

A reforestation scheme has been developed but the species 

selection has been limited to  local ones due to  l ack  of information on 

other species- There is great need for adaptability studies t o  select 

local or exotic species with the best rate of grawth and resistance 

against local pests and diseases. Due t o  lack of time it has been 

decided to  reforest most of the land with Cordia alliadora, a 1-1 

species known as laurel that has shown great potential on a -11 

scale. Several other species are being tried out. One nursery has been 

established mostly for t r i a l  purposes because no land is yet available 

for reforestation. Unfortunately this  nursery has not been provided 

.working funds by the DGF. It was established as an emergency measure of 

a temporary character u n t i l a  more suitable s i t e  can be found. 



s t  p1:otsction is carr lad ' out: nnly on a minirrml 

scale. Field prsonnel Lacks technical. knwledge other than identifica- 

tion of.  trouble spots. mere has been no coordination with the Training 

and Technical Assistance Canponent to  provide specialists t o  identify, 

and study pests and diseases w i t h  special emphasis on the Cordia 

alliadora which could be susceptible t o  pests under large scale can- 

mercial planting. 

The Tkchnical Center apparently has been discarded by the 
! 

Cmponent Coordinator according to  an October 1983 report. 

There is no evident need for colonization of the area 

because a government institution, ITCO (nw IDA), bought and distributed . . 

the land during the 60's. 

The site chosen for the implementation of this Canponent 

was an area loeated between the Sarapiqui and Puerto Viejo Rivers, in 

the province of Heredia, in the Canton of ~arapiqui.  

In Januaty 1982, af ter  a meeting between USAID/Costa Rica 

and MAG, the' area to  develap the Forest Production Canponent was 

transferred fran Sarapiqui to  ~eninsula de Osa on the Forest Reserve of 

Golfo Dulce. ?here were p t o b l w  w i t h  infrastructure i n  the area and i n  

1 May 1982 this Project was transferred again to  the Sarapiqui area. 



A t  presnnk, the s ta f f  of t h i s  C m p m o n t  innludes a 

Coordinator, an Area ~ i r e c t o r ;  an Agronanist, a W o o d  Technolagist; seven 

t or esters and other support personnel. 

A resource inventory was recently canpleted for a, p i lo t  

area. 

Although a work plan was   re pared for the area, it was 

never implemented. There were problems i n  contracting personnel an3 

technical assistance and the purchase of equipnent and materials, This, 

together .with the structural  problems mentioned elsewhere i n  t h i s  

report, caused undue delays i n  the implementation of the work plan. 

flechnical assistance is urgenkly needed t o  provide expertise; land 

tenure should be defined s o  that an area could be chosen t o  establish 

exprimental projects; the contracting of personnel must be canp.hted 

and methods of purchasing cf equipnent and materials must be improved. 

The CaTlponent requires technical assistance i n  data analysis , forestry 

inventoty, regeration of natural  forest  , logging and hamesting, 

tropical silviculture, forest  phytopathology, fores t  entanology, s o i l  

conservation, agrof orestry , fores t  econanics , and w o o d  utilization. 

It was brought t o  the attention of the evaluation team 

that the MAG, through the IXF, is pursuing a policy of encouraging the 

- industr ia l  forest  p r i ~ t e  sector t o  becane interested i n  the proper 

ut i l izat ion of the country's forest  resource, since this is in their own 

interest.  The sooner the resource is exhausted the quicker they w i l l  go 



out of bashnsr;. Pr.i_vatr? e n t ~ q x i s c s  f o n n ~ l  by k1w cr,:n121:s cf t h e  Eorrxt 

land and the industrial sector seem to be the thrust of the scheme. 

These enterprises w i l l  be c m i t t e d  t o  rationally and technically 

ut i l ize  the resource following an appropriate conservation approvach , 
including sound management of natural forests and reforestation, In 

this context, the Sarapiquf forest production project seems to  be the 

logical starting point, according to  OOEENA. 

-An enterprise is presently in the process of being formed 

prmoted by ODRENA. Although it started bringing together the forest 

industrialists and the producers of raw materials in ~arapiqui ,  only the 

la t te r  are presently included in the Project due t o  differences between 

the two groups. organizers 

w i l l  be a mixed endeavor with 

enterprise. They also expect 

assistance fran the goverment. 

ODRENA1s management are looking 

of the enterprise are expecting that it 

goverment having an interest in  *.a 

sane sort  of financing and technical 

In this regard both the organizers and 

to  032 as the source of both financing 

and technical assistance. Whether th is  is feasible or not is beyond the 

scope of this report. Hwever, the evaluation team feels that the 

invo1Lvement of the industrial forest private sector and its cmitment  

to  a sound forest resource utilization and conservation is mendable 

and merits whatever support is possible. The plan, as now envisioned in 

Sarapiqui, is t o  evaluate the potential of this type oE operation as  a 

model for other parts of the country. 'Ihe experiences gained 

developing this type of project can be useful for the establishment 

similar types of enterprises i n  other areas. 



The econanic feasibility study for which they are 

expecting sane technical assistance fran the Project, w i l l  not be 

canpleted unt i l  early l.984. 

law prices for stumpage have always been a deterrent for 

farmers who envision forestry as  a business. For a forest enterprise to 

have econanic prospects industrialization w i l l  be necessary. 

The Project, as a . scheme that  involves the mall and 

medium-sized farms of the rural areas, is sound in its developnental 

aspects. The inclusion of the private enterprise i n  the scheme w i U  

_ .. .. contribute .. t o  strengthen the concept of natural resource protection, 

developnent and reforestation as envisioned in the Project Paper. Sane 

positive factors are: 

(1) 'Ihe management of the forest land canprised in the 

project as a single unit instead of each individual owner going h i s  cwn 

way. 

(2) The study and developnent of new management 

techniques £or the util ization of natural forests. 

(3) Develap a new concept of utilization of '  the natural 

resources t h a t  f i t  well w i t h  the financial capabilities of the country. 



(4) Participation of the rural  population i n  the 

developnent of the natural resources. 

(5) me protection of forest and forest lands that 

otherwise might be ~ l t i l i zed  for uses incanpatible the Land capabilities. 

(6) ?he creation of new albxnatives for rural  

develapnent canpatible with the need of forest products in  the country. 

(7) Ihe reforestation of forest land a t  no or greatly 

reduced cost to  the COCR. 

S t i l l  it has to. be shown that  the proposal is econanical- 

ly  sound. Until a feasibil i ty study is cempleted it w i l l  be impossible 

to  have a definite opinion on this aspect. A s  th is  is a .  p i lo t  plan with 

many unknown variables and with great potential impacts upon the future 

of forestry it seem.that  outside technical assistance w i l l  be necessary. 

Another aspect of this  canponent involves the construic- 

tion of a pawer plant for the town of Horquetas in the cant611 of 

Sarapiqui, where the industrial enterprise w i l l  be located. The 

investment approved by U!iAID/Costa Rica for planning and implementation 

is of the order of $34,000. lhis Project w i l l  provide a ready market 

for otherwise unmarketable trees of undesired species, cu l l  trees, and 

residues fran the sawmill. A l l  of which could be used for producing 
,' 

energy. In the absence of this market this  material w i l l  have to  be 



is an example of goal util.ixnt:j.on oE the c o ~ ~ n t r y ' n  na tura l  V?5r?;lW?? 31-6*' 

w i l l  canplement the planned develqnent of an industr ial  fores t  

enterprise . 

2. &£orestation and Pasture Management - 

This Subcanponent aims t~ provide for reforestation of 

so i l s  of low productive livestock capacity in  small and medium sized 

farms, I t  a lso  aims t o  increase livestock production in  other parts  of 

the individual f a rm through forage improvement. 

The original Project Paper called for testing a reforest- 

at ion subsidy scheme in  canbination with a supervised credi t  program for 

pasture and cattle improvement. The subsidy was elimir..ated when the 

Project Pgreement was negotiated, the alleged reason being that  OOCR 

cannot forgive loans. 

The Project is being carried out i n  the ~ a c i f i c o  Seco and 

~ a c i f i c o  Central, It calls for the reforestation of 1,040 ha and 3,120 

ha in improved pasture. So Zar only 124.5 ha have been planted t o  

selected forest  species, In the case of pasture 2,097 ha have been 

established. A s  par t  of the canponent, farm demonstration pla ts  and a 

small dairy module are operating in  the Nicoya '~eninsu1.a. 

elimination the ref oresfation subsidy precluded 

testing what 'the evaluation team considers an interesting and possibly 



units to  participate i n  ref orestion. 

Financing for par t ia l  reforestation and ca t t le  improve- 

ment was to  be provided t o  fanners whose incanes are too lw to  quali.3 

for the a3CR reforestation incane tax credit. The 03Qi was to  pay back 

the reforestation loan to  the bank on behalf of the borrowers a s  long as  

these farmers maintained their forest plantations properly. 

The credit  facii i ty,  provided by BNQI, for snaU and 

medium sized farms started requiring that these fanners could only 

borrow 50% of the value of their assets of which 40% had to  be devoted 

ta reforestation, f r u i t  tree planting and s o i l  conservation, while 60% 

could be used for livestock operation. Fkception of said credit  was 

very limited. 

major 

The credit  faci l i t ies  offered 

restrictions. The Banco 

through are subject 

Costa Rica, through 

agreement with MAG, adninisters these funds according to the terms s e t  

forth by the Banco Central and the Ministry the Treasury. The Banco 

Nacional de Costa . Rica , can loan to  farmers participating in  the 

ref orestation and pasture improvement act ivi t ies  in the Nosara Watershed 

and in the &o Parrita Watershed. The bank requires as a collateral a 

mortags of the property, and an approved farm developnent plan. 

Interest rate for forestry and related projects is set a t  83, but for 

livestock act ivi t ies  is 15%, while other banks in the areas, w i t h i n  the 



national wide bmlcing systm, charcja 12% rate vj.thcwt any rnc;\rt:gage on 

the property and without any reforestation requirement. The BZD also 

has a credit  program similar t o  that of OORENA, but  does not require 

reforestation work. 

kquirements for reforests tion were modified very 

recently in an effort.  t o  increase demand. Only 2011 of the loan  has to 

be devoted to  reforestation, f ru i t  tree planting and s o i l  conserv~ition. 

The other 80% can be devoted to  livestock, including pasture improve- 

ment. S t i l l  reforestation calls for substantial investment per hectare 

that may very well be beyond the capacity of most of the smaU and 

.medim size farmers. In the Gua~cas te  region the cost of planting one 

hectare is about $619 for the f i r s t  year. For canparison in p a d ; ,  the 

crost is about $320. I t  is highly improbably that  this  high cost could 

be ahorbed by the smalJ. and medium land. owners under the presient 

credit-structure. 

Progress achieved in  credi t  operations are as  follows: 

- An agreement was signed with the BNC;R to  serve as 

, executor of the Project's credit  activit ies,  in May 1982, and credit  

regulations were agreed upon. 

- Nine field technicians were assigned to  pranote the 

credit  program and provide technical assistance to  prospective and 

actual benef icidries . 



between the BNQi officials and the OORENA prsonnel . i n  charge of the 

credit  act ivi t ies  of the Project. 

- A to ta l  of 72 loans, amounting $194,382 have been 

granted up t o  August, 1983. Total funds available are $2.5 million. 

- A new credit  regu.lation based on the experiences 

gained was approved in September 1983. 

Pmong the major strengths of the credit  operations stand: 

- The credit  program has given a boost t o  the reforest- 

ation a d  pasture improvement canponents of the Project, including f r u i t  

tree planting. 

- 03RENA personnel are learning to  make use of super- 

vised credit a s  a tool to  carry out their resource conservation and 

management orientation program; 

Major weaknesses and problems can be sumnarized as  

.- The credit activit ies '  of the Project suffered a serious 

set back fran undue delay in  the. approval of the required agreement with 

BNCR. Zhe credit  program has been i n  effect for only about one ard a 

hi - I 



7l:e !3bJC!l dons t ~ t  hil*ie d . 1  t!~: p > ~ c ~ ~ i . l i i ~ . L  ncxlcd to in..li<i.! 

an adequate analysis of the laan appLications and even less  to supervise 

the developnent of the financed farm operations. 

The personnel that lacked adequate knowledge o t  

experience i n  credi t  programs when they joined 03ENA have not received 

training on this subject. 

In sane cases, specially in  Nicoya, inadequate 

camnunication between bank of f ic ia l s  and 03RENA personnel resulted in 

delays i n  processing of loan applications. 

me original  regulations approved made the Project's 

credit so unatractive, that  it appears that many possible candidates 

decided t o  use other sources. This situation might be corrected in  par t  

by the new cred i t  regulations. 

Loan applications above a certain amount have to be 

approved by the Credit Carnission i n  San J d  and th i s  takes exceedingly 

long. 

I '  

?he fact that 'the credi t  supervision is main1.y done by 

the ODRENn personnel is not the best armvjancnt and m y  rcsult i n  a 

-dangerous vacum a t  the end of the Project's life. 



lhe extension oE Lhe i and ihs'iure 

Improvement Subcanponent to  the pacific0 Central signified tha t  the 

staff  i n  charge of the Preparation of Management Plans Cmponent had to  

becane involved in  credit  operation. A t  least  one technician is now 

working f u l l  time in  credit  i n  Pursical .  . 

Ihe Reforesbtion and Pasture Bnprovement Subcmponent 

appears t o  the evaluation team as slowly moving away f r m  its original 

objectives and towards a regular agricultural project with credit  as  its 

main ingredient. Reforestation has hardly any acceptance while pasture 

improvenent seems t o  be favored in  Nicoy. Fruit trees and crops re- 

ceive prime attention in Puriscal (Quiveland and Gamalotillo). 

3. Management of the Nosara Micrawatershed 

The microwatershed project was designed to build experi- 

ence in  ma~ging on-the-ground programs and test financial incentives 

and new management practices t o  bring about land-use changes in the 

Nosara Microwatershed. The Project consists of four activites: 1)' up- 

dating of the master management plan and basic studies1 2) reforests- 

>ion; 3) range management and s o i l  and water conservation practices; and 

4) extension support. 

. . me evaluation team was informed that the updating of the 

management plan w i l l  be canpleted soon. The basic s o i l  studies were 

conducted by LW and a study of ecosystems by CATIE. A farm survey was 



corducked a t  the  ?ticrulr.ak!rsiicd covccirg 122 E ~ L ~ ; L ;  dl13 ~ ~ i l h L l i ; j  dab  "is 

size of farms, land use and others. Only 25% of the g d s  to establish 

a forest cover in  400 ha of the microwatershed has been achieved. The 

pasture improvement program within the wabrshed has  been successful 

insofar a s  the goal has been exceeded by a 100%. The establistment of 

demonstration plots w i t h  king grass (Pemisetum purpureum X P. 
t m o i d e s )  is a carmendable effort. So is the so-called "forage micro 

station" where 18 species of grasses and legumes are being tested. %e 

test includes four replications in a randanized block layout. It 

attempts to  evaluate the various species a s  to  percentage of coverage, 

response t o  cuttings, to t a l  dry matter yields and protein levels. m e  

only flaw in  the design is that data are taken only in the wet and dry 

seasons, but not in the intermediate months. 'Ihus, no data on yield& 

will ke available. The recent appointment oE a FA0 specialist in forage 

management is a valuable addition concerning the strengthening of the 

capability of MAG. in this area, Another field t r i a l  recently canpleted 

was the evaluation of five tanato varieties, Again, the evaluation team 

feels that this  type of activity should receive more support fr& the 

The field danonstra tions relating to s o i l  conservation in 

the microwatershed are excellent examples of what can h accanplished in 

spite of staff limitations and apparent lack of technical support Erm 

' MAG. Reportedly 600 m of hillside ditches protected by vegetative 

barriers, 500 m of diversion channels, 100 m of infi l tration channels 

and 12 dams t o  control gullies have been constructed. These are 



excellent soil ccnserva tion meaaurm, s 1 ,  l-7,; cost: a x ?  2EEec ti72 

and, therefore, could be readily accepted by the small farmers. However, 

the evaluation team was distressed on the emphasis given to  the design 

and construction of bench terraces. Bench terraces may be effective 

under sane conditions in  controlling s o i l  erosion, but they are general- 

ly  expensive to  build. lhey require much labor, equipnent and subsidies 

to  the farmer. I n  a l l  probability crop yields w i l l  be reduced during 

the f i r s t  3 to  5 years because of s o i l  movement and exposure of heavier 

and less f e r t i l e  subsoils. A par t ia l  corrective factor w i l l  be heavy 

and costly fertilization. A method has been developed by the U.S. Soil  

Conservation Service, under tropical conditions, t ha t  permits building 

up bench terraces over a period of four to  five years a t  a low cost 

(36). For th i s  purpose a l ive hedge of thick-stemmed grass (Napier, 

SuJan, sorghum, sugarcane) is planted on the contour and after  it 

develops the s o i l  is worked against the hedge. Eventually, a bench 

terrace is formed. ?his method does not reduce s o i l  f e r t i l i t y  markedly 

because the annual movement of s o i l  is minimum and provides forage. 

Because of high cost and susceptibility to  erosion unt i l  the s o i l  

se t t les  and is stabilized by vegetation, knch terracing should not be 

encouraged in Costa Rica. 

The construction of individual terraces or catchment 

basins. for established coffee trees observed in sane farms of the 

.micrwatershed is not worth the effort. The heavy pruning of roots that 

is likely t o  occur during the process of building the terrace more than 
.' 

offsets any possible beneficial effects that  could be attributed to  the 
I 



coffee producing countries. 

The planting of protective vegetation with strong, 

well-developed root systems can be very effective i n  stabil izing,  a t  a 

low cost, mall gul l ies  provoked by uncontrolled runoff a f t e r  heavy 

intense rains. Other low-cost measures involve the construction of 

simple dams accanodating t ree  trunks and other readily available 

materials. Bamboo can be vet y effective i n  stabil izing gullies. More 

m p l e x  dams using wire and concrete are  too expensive and it. will not 

be rea l i s t i c  t o  recamend their  use. 

Seemingly i s k i n g  in  the overall plans to reduce s o i l  

erosion i n  Costa Rica is the use of s t r i p  cropping. In sane of the 

longer slopes, the planting of row crops i n  al ternate s t r i p s  with 

protective vegetation such a s  grasses m y  prove t o  be effective i n  

reducing s o i l  and water losses. Ihe width of the s t r i p s  w i l l  depend on 

the steepness of the slopes. The idea is to plant  several crop 

sequences on a given s t r i p  a d ,  i n  a s o r t  of land-use rotatio;; cropping 

systen, al ternate the use of s t r ips  under c u l t i ~ t i o n  and under sod in 

the following years, then go back t o  the original use. m e  grass could 

be cut  and fed t o  livestock. S t r ip  cropping offers a d i s t inc t  

possibil i ty for eff ic ient  crop production under adequate conservation 

management. 

The Project is still in  its i n i t i a l  stages and the 



must 1 ptm.otcrl. n7e erosion problem is sr-riorls i . n l . y  due ti= 

indiscriminate deforestation and subsequent farming of steep slopes. 

Special e f for t s  are  being made t o  establish small 

demonstration plots in different  farms. It is evident tha t  major 

progress has been achieved i n  t h i s  subcanponent a s  canpared t o  other 

subcanponents and even t o  other canponents involved in  f ie ld  work. 

C. Preparation of Management .* Plans 

This canponent aims t o  prepare natural resource management 

plans for selected watersheds in  high-priority areas. The plans, based 

on. data on physical geography, population, land 'use, fanning systems, 

avai labi l i ty  of infrastructure and others, would examine the feas ibi l i ty  

of diverse land-use alternatives. ?he Project Paper called for the 

preparation of five management plans. This was Later reduced t o  three 

by Letter of Implementation No.7: The fro Grande de Grraba Watershed, 

the Parisnina-Pacuare Watershed and the Ria Parri ta  Watershed. These 

gaaLs appear t o ,  be unrealist ic  considering the scope of the studies 

envisioned, and the lack of timely technical assistance. As a resul t  of 

this, OORENA confined the work t o  the a o  Parri ta  Watershed. This has 

been a wise decision. Otherwise: covering the three watersheds, the 

' Project could hardly have attempted t o  sketchily diagnose the problems 

affecting then. 



this canponent, in  coordination with MIDEPLJW, and w i t h  the corre- 

sponding inputs Eran. the Instituto ~eogrdfico Nacional (IGN) , the 

Insti tuto de DesarroYo Agrario (IDA), the Instituto Costarriwnse de 

Electr icidad (ICE) and the Inst i  tuto Costarr icense de meduc  tos y 

The &o Parrita.  Watershed, 40 km £ran San J O S ~ ,  is in a 

catastrophic s t a t e  in terns of resource conservation. Only an estimated 

10 t o  55% of the to ta l  U4,000 ha. is under forest cover when probably 

65% should be. A large part  of the watershed is used for livestock. 

Nat ive  grasses predaninate. Brachyaria performs well in the upper parts 

of the watershed whi le  stargrass seems adaptable to  the lower areas. 

Carrying capacity is lw (0.6 ha ) .  Pastures need about 4 months to  

recuperate while in the Guanacaste region they recuperate in 1 V2 to 2 

months. This obviously reflects poor management. Slopes are the major 

factor ' inducing accelerated erosion under poor management and 

conflicting land-use. Sane 15% of the area is devoted t o  the production 

of clean rw crops such as  tobacco, beans, corn and other annual crops. 

Livestock production occupies areas of very steep slopes, often more 

than 85%. Coffee is produced in  the upper watershed. Sugar cane is 

grown for producing "dulce". Zrosion rates are high. Based on data 

frcm PClerto Rico (22) and Jamaica (37) , s o i l  losses should probably be 

.not larger than 3 to  8 t/ha/yr. However, an inspection of the area 

reveals that losses must be way above 30 t/ha/yr; in sane cases, 

probably more than 100 t/ha. 
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912 sh f f  of the Cc~npancnt: is locx~tcd i n  rented ~ r a r t o r s  i n  

the c i ty  of mriscal,  physically apart fran the MAG regional office 

which 'is located about four kilameters fran Purisca-1 on the road to San 

J O S ~ .  The Watershed was divided into three subareas and f o m l  work h s  

been init iated in  one. Howevet, cettain basic studies are  being 

conducted in the watershed a s  a whole. 

Zhe group a t  the Puriscal headquarters, under an .active 

leadership, has  been working wen, but under serious constraints mainly 

attributable t o  l a c k  of timely, adequate technical assistance. Studies 

on cliinatic conditions, hydrology, land use, infrastructure , land 
tenure, marketing, population and f a m r s  organizations have been 

recently cunplebd or are underway. A study of the so i l s  of the 

Watershed is pending approval of a contract w i t h  the Universidad de 

Costa Rica (UQI) . 

The physical location of the. canponent staff  i n  Puriscal has 

pranpted local groups t o  pressure OORENA to get  involved in  action 

programs, not contemplated in the Project design. In response t o  this 

pressure and an action motivated staff, the Wive1 Micrwtershed has 

been selected for intensive study. Farmers have been selected to  

pranote and carry out developnent projects involving resource 

conservation practices. Ms received a big boost with the extension of 

the credit program to  the area. lhis involvement in action programs is 

justified by the Canponent Coordinator arguing that the experience 
.' 

obtained could enrich the staff awareness of the practical implications 



of resource planning. I n  addition, the adaptahls tmhno1.o~~ ies could kc 

later transferred tc areas of similar conditions within the Watershed. 

To a certain degree these action projects give a kind of real is t ic  

approach to  the Camponent and a proving ground for the planning. On the 

hand they also have the effect of slowing down the preparation of 

management plans w i t h  the r i s k  that if a balance is not achieved 'the 

objective of the canponent may not be accanplished during the l i f z  of 

the ~ r o j e c t .  

Furthermore, the staff has becane involved in an action 

project outside of the Rio P a r r i a  Watershed. This project is located 

on a low place i n  the Gamalotillo area where the soi ls  are clayey and 

heavy. Drainage is essential for sucl3essful crop production. Sane 100 

ha of the to ta l  430 of the Project area have been drained. Excellent 

crops of rice and papaya were observed during an evaluation team v i s i t  

t o  the area. Approximtely 18 ha have k e n  planted to mango of selected 

varieties such as  Haden. The evaluation team was pleased to  observe the 

excellent working ' relationships between f arners and the Canponent 

Coordinator. This off ic ial  should be cmended. for establishing such a 

high degree of confidence and credibility that is certainly an asset to  

MAG, Ihe project has been fostered through 

I n  spite of the achievements 

credit  granted to  15 farmers. 

and the potential of the 

Gamalotillo project, the evaluation team feels that this kind of 

developnent is not within the scope of the canponent which should 

concentrate in the preparation of management plans for the Rio Parrita 



%chn.i.cnl. assislxnce has been p i  a k . a cather late 

stage. . One Planning E%prt arrived in 1982, another in 1983; only now 

three other experts (sociology, soi ls ,  watershed planner) are arriving 

in  addition Hydrologist provided by the Gove r men t Spain. 

In general, a s t r a w y  for the uti l ization of conservation of 

natural y:esources i n  the &o Parrita Watershed has not yet clearly 

merged. A t  t h s  it appears a s  though the staff  does not quite know 

what t o  do w i t h  a l l  the data being gathered in  terms of developing a 

meaningful master plan. The absence of timely technical assistance is 

basically responsible for: this  situation. 

D. Envirormental. and Conservation Education 

The pwpcse of this Camponent is to create public awareness 

of emirormental and conservation education activities. To this effect 

the Project. w i l l  develop a long-range management plan of the Braulio 

Carrillo Nati-1 Park; build various educational and research facil i-  

ties; construct a Visitors ' center to  provide information, orientation 

and assistance t o  the public; and construct an Enviromental Education 

Center. 

Ihe 'Braulio Carrillo Park is lotxted in sections aE the 

Provinces of Heredia, Carbgo, San Jos6 and ~im6n and cavers 32,000 ha. 

About 80% of the land is government-owned and 20% is in private hands 

but is to  be purchased by the governnent using P.L.480 funds. The 



1. Protect one of the regions of greater richness that  still 

exists in the country not only because of the diversity of plant and 

animal l i f e  typical of two areas of the country but also because of its 

extraordinary hydroelectr j.c potential.. 

2. Prevent a greater degradation of the. park ecosystem, as a 

result  of the influence of the San ~os&-Gu~iles-~im6n road, which is 

under construction. 

3. Develop scientific iiwestigation of the envirorment to  

increment the knor~ledge of hydrological, cultural and biological 

resources of the area. 

4. Provide the visitors opportunities for recreation through 

activit ies that  stimulate the obssrvation of nature. . . 

The National Park Service (SPN) is responsible for the 

project. CORENA is responsible for coordinating procurement of 

equipnent and materials and contracting se.wices and assistance. PXIE, 

private contractors and universities provide technical assistance . 

Presently, the Canponent staff  includes cl Geographer and 

Cmrdinator; a Forester; a Project Adninistrator, who is an 

Arqueologist; a Biological Technician and other SPN personnel. 



.Al.thcligh park needr: Pot: persorinel. ;~r~rl r;l..rtlctmx have IYQI-! 

defined, a plan indicating where structures w i l l  be located, and 

providirng general guidelines for t r a i l s  construction and landscape 

architecture is still lacking. 

Problems with procedures to  contract technical assistance 

have unduly delayed the preparation of the GPMD and s b r t i n g  

construction of fac i l i t ies  funded by the Project. 

In the contract between SPN and CATIE the la t te r  w i l l  provide 

assistance to  define areas suitable for recreation as  well as design fihe 

structures and fac i l i t ies  for park visitors, An inventory of flora and 

fauna was contracted in August 1983. When canpleted, it w i l l  provide 

information on t!!e conditions of plants and animals within the park, as  

well as  indicate areas t ha t  are i n  need of more detailed investigation. 

The public education and information aspects should be provided by the 

Visitors' a n t e r  that w i l l  be located in the Park. 

Training the personnel involved dealing w i t h  the public 

should be coor8inated with the Technical Assistance and Training 

Cahponent. Several training sessions have been programed already. 
. .. 

This phase w i l l  also be executed when the contract for technical 

assistance is signed with CRTIE. The contract provides that CATIE w i l l  

. bring expertise i n  the areas of landscape design, ecolagy , biology, and 

park planning .. 



'Zhc N'1tkion31 Center for Enviromenkal Sh-idias has not  ye t  

been es-blished. There are doubts about its functions and the capacity 

of the SPN t o  adninister such a facility. mere are doubts shared by 

. the evaluation team, as  to  the need of the Center within the SPN. 

Other fac i l i t ies  for recopilation of metereological and 

sisnic information should be buil t  as  planned and contracted to  state 

agencies responsib3.e for th-ss tasks. 

The fact  that technical assistance has been delayed by almost 

a year has had a very negative effect  on the Canponent. AU other 

actions have been delayed and the campletion of constructions is 

jeopardized. me  canponent director strongly believes that no 

construction should be started unt i l  a management plan is canpletedj 

this management plan depends on the information gathered by ' the 

technical assistance personnel. Hopefully this is expected t o  s t a r t  

soon. If there are no others unexpected delays, the structures could be 

terminated during the time l e f t  to the Project. 

Most of the personnel hired are recent graduates €ran the 

universities and lack experience to  formulate plans and to  undertake the 

required t a s k s .  Perscnnel must receive more assistance. Eran the 

Research Canponent, £ran contracted CATIE personnel and £ran other 

experts hired for such ends. Training must be defined by the needs of 

the personnel to  help them overcane their lack of experience and improve 

their s k i l l s .  Sane areas that should be touched on are: game and fish 



(., 

management, wilderness management, courses t o  d ~ a l  with v is i tors ,  

landscape design and general ah in i s t ra t ion .  This should be coordinated 

with the Training and Technical Assistance Canponent. 

E. Traininq and Technical Assistance 

1. Training 

The general objective of the Training Subcanponent is t o  

,upgrade the trained human resources needed t o  implement the Project and 

establish the basis for an eventual broader program. 

Specific goals are  a s  follrlws: 

- Fourty four in-country workshops of one or two weeks 

duration each w i l l  impart 1,035 person-weeks of training to 315 

participants. 

- 35 person-months of foreign in-service training and 

observation training for 36 participants . 

- l3 person-months of short-term foreign training for 

42 participants. 



- 60 person-years of graduate level tr2infng for 26 MS 

level participants and 4 PhD level participants. 

The progress made toward the attainnent of objectives and 

g o d s  can be slamnarized as  follows: 

- A manual establishing the selection procedures and 

cr i ter ia ,  and the general regulations for graduate studies was prepared. 

- The regular LW Scholarship m i s s i o n ,  canposed of 

administrative and l ine p r somel ,  acted as  a screening camnittee for 

the selection of graduate study candidates. 

- A training program for 1982 and 1983 was prepared. 

It corisisted of short courses aimed. mainly a t  in-service training of the 

Project s taff ,  and formal graduate level studies. An analysis of each 

one of the training activit ies proposed showed that, with a few 

exceptions, a l l  of them are addressed to  solve the training needs of the 

cmponents. Eight in-service training sessions have been held in  1983. 

Twelve staff  members of different agencies are enrolled in  graduate 

studies programs in Cosb Rica and abroad. 

Major strengths of the Training Subcanponent are: 

- !the coordinators of this subcanpnent are capable and 

hard working. 



- n7e selection of graduate study candidates by a 

screening camit tee canwed,  in part, by their own peers, assures a 

fa i r  tcea tnlent to  a l l  applicants. 

- Ihe in-service training program is not only geared to  

the needs of the technical staff but also t o  the needs of the adminis- 

trative and support personnel. 

During the i n i t i a l  stages of the Project, the training 

needs of the personnel were not adeqwtely detected by the coordinators 

because of their own lack of experience. This a: present is not such a 

big problem because of the experience gained already by these staff  

members. 

m.jcr weaknesses' and problems relate to  the delay in the 

start of the training ' program. !these delays permanently affect. its 

effectiveness in  the developnent of the Project staff  and in  the 

graduate level training of Costa Rican technicians. Since it takes a t  

least  two years for a student to  canplete a graduate program, it w i l l  be 

impossible t o  reach the original goal of preparing 30 graduate level 

technicians during the rest  of the l i f e  of the Project. In the case of 

the in-service training, the late start is not so c r i t i ca l  i f  special 

effor ts  are made to regain the t i m e  lost. m a t  could mean, however, the 

craaming of traini1.g activit iks in a short period, thus affecting the 

execution phases of the Project. 



IF.e graduate studies program was d e h y d  a t  t h e  miming 

of the implementation of the Project because the CQCR was reluctant' t o  

assign monies t o  h i r e  replacements for the students. This problem was 

solved by using P.L.480 funds for that  purpose. 

me f ac t  that the training program contemplated in  the 

Project might not be canpleted in its remining l i f e  is particularly 

frustrating, since th i s  would have been one of the most important 

contributions of the Project to the objective of strengthening the 

capability of Costa Rica t o  manage its renewable natural resources. 

2. ' Technical Assistance 

Ihe objective of this Subcanponent is to upgrade Costa 

Ricals human resource management capabilities, through the use of 

canpetent special ists  and advisors i n  the different  Project CaTlponents . 

MAG, with the approval of U.S.AID, contracted with FTQ t o  

provide th i s  technical assistance. Actually, what took  place was an 

extension of an onqoing contract between MAG and FA0 in  operation since 

1980 t o  provide assistance in  carrying out  '*priority forestry programs." 

The contract t o  provide technical assistance to  O R I N A  

i~as signed in December 1982 providing about 195 person-snonth of effor t ,  

of which UO are outside consultants and 65 locally contracted. A t o t a l  

of 15 technicians are  contemplated of which 7 are long-term (one year or 

L 



me categories included in  the c a n p i t i o n  of the 

technical assistance are  broad enclugh to cover a l l  important aspects of 

the 032 Project. Since other FA0 technicians are  a l so  providing 

technical assistance t o  GGE' i n  areas related t o  overall conservation and 

ut i l iza t ion of forestry resources, the evaluation team feels  that t h i s  

technical package is instrumental for CORENA i n  achieving Project 

objectives, 

In th i s  context it is extremely necessary t h a t  th i s  

technical assistance is finely tuned t o  effectively provide in a timely 

fashion the myriad needs of 03RE&i1s different  canponents and 

subcanpments. This is not' an easy task t o  accanplish. The evaluation 

team is sanewaht concerned w i t h  the fac t  that  t h i s  technical assistance 

is not only caning on board almost two years late, but it a l so  has had a 

slow s ta r t .  Until October l983 only 17 person mmths of technical 

assistance had been delivered. The agreement signed with FA0 

contemplates that a total of 84 person-months of '  technical assistance 

w i l l  be provided during the year 1983. This goal seems now very 

unrealistic: a t  the most only half of th i s  assistance w i l l  be provided. 

Major weaknesses i n  project Implanentation, can b3 

associated with lack of timely technical assistance, hence, any further 

delays IMY ,oemnently impair even thq effectiveness of the technical 

assistance itself. Many of the shortcanings and weaknesses of the 



program herein reported could have been prevented i f  the young 

unexperienced project  personnel had f r m  the beginning, the guidance of 

t!~e experienced advisors cal led for  i n  the technical assi,-,tance 

canponent of the Project. The preparation of management plans is a case 

in which the technicians think that they should reorientate t h e i r  work 

a11 over again, because they a r e  not s a t i s f i e d  with what they have been 

doing. for  more than a year. 

The contract f i n a l l y  negotiated w i t h  CATIE t o  provide 

technical assis tance t o  the Enviromental and Conservation Education 

Canponent a l s o  i l u s t r a t e s  a case of badly needed technical assistance 

caning late on board due t o  a myriad causes. The caqjonent s t a f f  opted 

t o  postpone a l l  act ion regarding the planning and construction of 

physical f a c i l i t i e s  funded under the Project,  rather t k n  r i s k  making 

serious mistake,  because lack of technical assistance. 

Now that the two major technical assistance packages have 

been contracted, one should expect t h i s  input t o  start p r e t t y  soon 

making its important contribution to the Project. 



A. Balance of Project Strateqy and Canponents 

The Costa Rica Natural &sources Project strategy emerges £ran 

the recognized need of fully utilizing the resource base while a t  the 

same time minimizing s o i l  erosion in  the upper watersheds. It is fully 

recognized a t  the outset that  the GOCR capabilities to  manage the 

natural resources are not yet a t  the level tha t  they should be and l a c k  

the necessary strength. AD) strategy postulates tha t  natural resources 

can be used efficie&ly and degradation reversed only through integrated 

programs of reforestation, land-use planning, erosion control and 

improved agricultural and livestoclc practices through the use of 

appropriate technologies, A major canponent of AID strategy is to  help 
I 

the QOCR define and obtain experience with long-term i.nstitutiona1 

mechanisms to  cope with the problem of resource degradation. 

The evaluation team generally agrees with the approach and 

hasten to  add that even controlling the degradation process of natural 

resources in  developing countries characterized by growing populations 

. pressing uwn a limited natural resource base, is a monumental job. 

Programs geared to this  end can not be thought oE as  short bxm (3-5 

years). A broader horizon is necessary i f  meaningful impact is 

expected. The Costa Rica experience with OORENA is no exception. 



!the strategy, a s  outlined in the Project Paper, is b2sed on 

various elements: policy analysis, research, a p i lo t  micruwatershed 

management project , a reforesta tion and ca t t le  management improvement 

p i lo t  project, a forestry production pi lot  project, the preparation of 

resoucce management plans, envirormental and conservation education, and 

training and technical assistance to  upgrade tile 03CR capabilities in 

natural resource utilization, management and conservation. 

Tile OXR limited resources and capabilities and the delays 

concerning the ratification of the Project by the kgis la t ive  Assembly 

adversely affected the init iation of the Project. The strategy was 

further affected by an ineffective i n i t i a l  organization and by the 

cmplexity of the m' administrative and financial process and 

procedures. 

Tbe evaluation team has no major problem with the project 

design except t h a t  it appears to be sophisticated for the enviroment 

under which it was to  be carried out. ?he DGF responsible for Project 

implementation has not received priority in govetment funds apprapiated 

the Hence, its technical capacity and operating budget 

fran adequate to carry cut its functions. Of course, 032 is meant to 

inprove a l l  that. I t  may, but i f  032 terminates less than two years 

£ran n w  and no provision is made for. continuing providing necessary 

budget and technical support then the lang term effect of 032 w i l l  be 

very limited. 



IIbe research program is one of the areas severely h:?ndicappc! 

by Lack of adequate identification of problems and prioritization. Zhe 

lack of clear  cu t  guidelines a s  t o  the scope of the research and its 

relationship t o  the reforestion and pasture management ac t iv i t i e s  has 

caused sane confusion a t  the ~pera t iona l  level. This  has  h e n  further 

aggravated by the rather broad objectives of the reforestation and 

pasture management program. 'Ihe lack of experienced prsonnel ,  the 

spread of anticipated coverage, limitations of credi t  f ac i l i t i e s  and the 

in t r icate  and long a h i n i s t r a  t ive  process have further affected th i s  

canponent . 

The !icrowatershed .Yanagement Canponent is also  involved, t o  

sane extent, i n  research ac t iv i t i es  insofar as it attempts to search and 

validate designs t o  develop experience i n  planning and executing 

programs a t  the watershed level. Specific objectives of t h i s  canponent 

deal with fores t  work, improvement of forage species, and adoption of 

new and improved technologies. %ese objectives are  closely related and, .. . 

probably more pertinent, t o  the Research Canponent. Once again, the 

updating of the basic data on so i l s ,  climate and others re la te  to  the 

Rsear.ch Canponent . 

In general, research ac t iv i t i e s  in  the rnicrowa tershed a t e  

conducted almost i n  isolation and unrelated to corresponding canponent. 

m e  pasture inprovement act iv i t ies ,  again apparently independent fran 

other Project act iv i t ies ,  could have been used t o  pranote more 

effectively an integrated s o i l  erosion control amgram. 



The difficult ies in securiiig credit  within a reasonable time 

frame for reforesisation and ca t t le  improvement program has negatively 

affected the image of CORENA i n  the Nosara Whtershed. 

The lack' of appropriate technical assistance in natural re- 

source planning, has been a major limiting factor. 

The elements of a balanced strategy were present in  the 

Project design, but were not sufficiently detailed. 03m has not been 

able to  improve subs tantially upon this situation. 

In general, the experiences obtained fran the Project have 

been rewarding and enriching. Much has  been learned concerning the 

integrated management of natural resources a s  evident in Guanacasb. 

Expectations are that  MAG w i l l  be strengthened t o  such a level t h a t  it 

can take over 0 3 m A  programs upon termination of the USAID loan. Tb 

this end, the LX;F is preparing a proposal and expects t o  obtain 

financial support fran the Fondo Forestal created 14 years ago and frun 

other sources. Its effectiveness w i l l  depend in the amount of funds 

amilable and the prior i t ies  assigned for its use. More MAG support 

w i l l  have to be harnessed for the cat t le  and pasture improvement: program 

and for the s o i l  erosion control activities. This is based also on the 

assumption that MAG personnel in these c r i t i ca l  areas w i l l  take a more 

active role i n  the research, extension and action programs related to  

the f u l l  utilization, managenent and conservation of the resource 'base. 



B. Project Adninistration and Management 

(URENI\ has primary management responsibilities for a l l  project 

act iv i t ies .  US~1D/Costa Rica mission ' s involvement i n  project 

management includes contracting technical assistance and monitoring 

project expnditures. EUthenore,  USAID/Costa Rica has been actively 

and effectively involved Project act iv i t ies .  

me evaluation team feels  that most adninistrative and 

management problems have arisen out of the laws and in t r icate  mechanisms 

for disbursement of funds. The undue delays have affected t o  sane 

extent the marale of the f i e ld  s ta f f  which often faces d i f f i cu l t  

p r o b h s  concerning payments of b i U  for rent, equipnent, su~plies and 

services.. 

Problems have a lso  arisen out of the limitation i n  

administrative p e r  within the structure of ~ORENA, Originally, OORENA 

was an appendix of the DGF. Its executive officer  was also  Bputy 

Director of the DGF with the duties and  obligation^ corresponding to 

that '  post. Eaecently, the position of Director of OORENA has been 

established on a full-time basis. ?his w i l l  permit the Director t o  

devote a l l  h i s  time t o  the adninistration and decision-making process 

within ODRENA. 



e on-going in-house lceexamina tion of Project objectives , 
goals and act ivi t ies  is to  be cmended. Tnis w i l l  permit further 

identification of major constraints and ev? 1mtio:n of each Project 

cunponent and subccmponent on basis of the e?cper.ience gained since 

Project operations were initiated. I t  can be expected that this 

reexamination w i l l  focus on c r i t i ca l  areas which i n  the opinion of the 

' OORENA staff  should receive more emphasis to Lay the basis for further 

strengthening of the CO(JI capabilities to  execute a successful natural 

resource, utilizaton and conservation program. 

C. Reforestation 

Project activit ies are cli rccted toward increasing public 

awareness and understanding as t o  the efficient management of the 

country's renewable mtural  resources. Fkforestation of areas virtually . 

denuded of Lorest cover, where favorable c l i i t i c  and s o i l  conditions 

prevail, should proceed instead of attempting cropping or ca t t le  

grazing. This approach w i l l  f u l f i l l  the f inal  goal envisioned by the 

Project. 

According to  recent studies, two thirds of the area of Costa 

Rica has already k e n  deforested. The deforestation rate has keen 

estimated as betrrleen 40,000 and 60,000 ha  per year, and can be 

attributed to harvesting trees indiscriminately for w d  products or to 

land clearing for crops and pasture. 



I n  khe ~arap iqu i  area the problem is not: one of credit b u t  of 

the structure of the ~ r o j e c t ,  Here it is envisioned that a private 

enterprise w i l l  be responsible for the reforestation program for 

industrial purposes, There is an urgent need of an econanic feas ib i l i ty  

study. 

The evaluation team feels  that  more native and exotic species 

should be t r ied and more observation plots  established. Tnese t r i a l s  

should follow a valid s t a t i s t i c a l  design t o  t e s t  adaptability t o  the 

area, pest and disease resistance, and growth.potentia1. Nurseries mus t  

be established t o  assure a continucus stock for 'phnt ing.  

The evaluation team feels  that probably one effective way tha t  

the m a l l  and medium farmers can in i t i a t e  a r ea l  reforestation program 

is by implementation of a subsidy program similar to the one included in 

the Project design, where the goverment w i l l  pay the reforestation loan 

i f  the farmer ful ly  ccmplies with his part of the deal. %is is a good 

incentive for snall and medium La.ndmers t o  reforest. An ambitious 

campaign by the goverment t o  explain the benefits of growing t rees  not 

only for s o i l  protection but a s  a source of cash is essential. To be 

effective, prices for stumpage must be more canpetitive in  order t o  work 

as  an incentive for fores t  conservation and planting of deforested h n d .  

Although the qoverment can expropriate thase lands. that a re  more 

critical t o  protect the water resources of v i t a l  areas and assume the 

reforestation costs, it is highly inprobable because of costs t o  the 

govermnt.  I t  could be applied in m a l l  scale projects. 



ale  Sarapiqui experhent could bz the answelc for those private 

and sane lands where pr iva t e  entwpt ise  can work profitably. 

Lands where forestry operations are not proCitable, cost of reforesta- 

tion must be assumed by khe gover,ment by direct involvement in re- 

forestation or through sutxidies t o  private owners. 

Planting in small patches separated by pasture or crops is 

innapropriate and self -defeating if oriented t o  carmerciai purpose. 

First ,  it rarely fuUj.lls its purposes of protecting the s o i l  and mter 

resources because the land between the patches is still used for 

purposes incanpatible w i t h  the h:3 capability. Second, it is un- 

econani&& because the cost of harvesting smal l  patches a t e  prohibitive 

and preclude the fonnation of private canpanies. that could manage the 

forest productivily. Ihird, cost of reforestation increase when the 

area to  be reforested is sna1,l. More advanced tcehniques and equipnent 

that  would save cost could be justified i f  the area to be reforested is 

large enough. 

D. Bsture Manaqement 

Most of the land 5.n pastures within the watersheds are covered 

by volunteer grasses af low productivity and low protein content. 

Overgr:azing increases the erosion hazard. To cope with the ensuing 

problm~s the work i n  pasture mamgement and livestock improvement has 

not been very extensive in its im,pact, but has allowed OGRENA t o  obtain 



valuable e.uperience i n  impl.ementing sane aspects of new technology i n  

the R h  Nosara Watershed. The introduction of King grass  and Taiwan 

grass  and tka subsequent demonstration and seed multiplication p lo t s  

shoulri tk! cmended.  These grasses a r e  t o  be used as cut forage to 

supplement grazing pa r t i cu la r ly  i n  the d r i e r  months. Taiwan grass 

(Pennisetm purpureum) appears t o  grow weU i n  the Nicoya ~ e n i n s u l a  and 

can produce a t  least 45 t/ha every four months. Whenevec possible the 

loca l  Jaragua (Hyparrhenia - rufa) pastures should be subst i tuted for  

other high-yielding mote nu t r i t ive  species. S b r g r a s s  (,Cynodon 

niemfuensis) has  been observed g h i n g  well i n  the vic in i ty  of N i a y a  

and ' Ho jancha. 'Ibis grass  spreads rapidly by extremely vigorous surface 

runners and quickly covets the ground. IZ is res i s t an t  t o  psts and 

diseases and re la t ive ly  drought-tolerant once well established. 

Congograss (Brachy r i a  ruziziens is) a l s o  perf o m  well under conditions 

i n  Costa Rica. 

Establishment of a good grass  stand can be hastened by propet 

mnagement. lhree hundred pounds of a LS-5-10 or similar f e r t i l i z e r  

should be applied about one m o n ~  after planting and again three months 

later. In Venezuela, large tracks of t ropica l  fo res t s  have been 

converted t o  pastures by cut t ing back the underbush and then seeding t o  

Guinea grass  (Panicun maximum). 

Cat t le  can be raised econunically on steep, improved 

grasslands i n  the watersheds. The poss ib i l i ty  of s i l age  and hay t o  

supplement grazing during the dry sumner months can not 5e overlooked. 



The research team of CORENA, w i t h  the assistance of the appropriate MAG 

mils, should ge t  quickly involved i n  th i s  type of . work. Such 

possibi l i t ies  w i l l  guarantee the developnent of econanically sound m i l k  

production enterprises . 

The selection of grass species t o  extend the grazing season 

into  the dry months should receive a high priority. Studies should a lso  

explore management techniques of suitable grasses t o  be l e f t  as  

carry-over for the dry season. Zhis w i l l  a lso  involve the dgtermination 

of suitable management practices for tha t  purpose.. 

E. Alternatives t o  Forest and Pasture 

Citrus f ru i t s  a re  well-adapted t o  the deeper s o i l s  of the 

hi l ls ides  of the Ria. Parri ta  and Nosara Watersheds. A t  the Quivel model 

microwatershed, a t  fro Parrita, a g r m  of oranges was recently planted 

under conservation farming. !%he variety used was "Ehranja Criolla. For 

future plantings other variet ies should be considered such as Valencia 

and Washington Navel, Grapefruit variet ies recamended a re  the Marsh 

seedless, Red Blush, l h x a n  and Trimph. Imons could have a g d  local  

market particularly of the variet ies EUreka, Sic i l ia ,  Lisbon and 

ViUafranca. The mhiti  or ~ e r s i a n  lime could be easi ly channeled 

thraugh local  markets.. 

~chngos of selected varieties, guava, cashew nut and other 

f r u i t  t rees a lso  offer a vast potential for the watersheds. Mangos 



could be sold as  fresh f r u i t  for the local and export markets. Guavas 

and cashew n u t  could provide raw material for small, efficient 

industrial developncnts. 

Fruit trees and coffee, a s  well a s  forest trees, under 

appropr ia te  k!chnology, w i l l  increase the potential production of the 

land'  and provide excellent protection against s o i l  erosion. For 

developing a program of this nature, the fanner w i l l  need both technical 

and financial aid. He  must  be provided w i t h  seedlings, grafted f r u i t  

ttees , credit  and other inputs. 

Pqain, the various canponents of OOREUA as well a s  the 

resources available in  MAG, including the DGF, should .work in close 

coordination to assure the success of a program of this type that can 

only be matched in  terms of s o i l  erosion control by weu-managed forest 

plantations. Etxthermore, they provide cash for the faxnet within a 3- 

t o  S-year period. 

F.' Soil Conservation 

Intensive agricultural dewlopent must be canpatible w i t h  the 

conservation of the t a i l  resources. Careful planning m u s t  precede farm 

operations. These include identification and recognition of differences 

in s o i l  conditions and limitations, weather, slopes and erodibility. 

Considering farmers needs, markets and other factors, use plans iaust  be 

prepared for each farm. This includes the choice of crops, timing of 



plantings and the kind of protection needed t o  minjmize soil ~ n 3  water 

losses. Soi l  conservation practices, to be readily acceptable by 

farmers, m u s t  be simple, low cost  and effective. They should be 

.conducive t o  yield increases rather than reductions. For this reason it 

is important t o  consider such practices as using high-yielding crop 

cult ivars,  pest control, rat ional  fer t i l iza t ion and liming a s  essential  

canponents of the s o i l  conservation package of practices. 

?Ihe package must contain the basic e lments  of s o i l  

conservation in  terms of no t iUage or m i n k n u n  t i l lage,  contour t i l lage,  

mulching w i t h  crop residues, vegetative and inanimate barriers, h i l l s ide  

ditches, grassed watersways and others of a simple nature. S t r ip  

croppirlg must be tested in  the l eas t  sloping lands of the watersheds. 

G. Park Management 

The Environmental and Conservation IMucation Canponent is 

carmissioned to develop a manageuent plan for the newly created Braulio 

CarriUo Park and a t  the same time create an environmental education 

program t h a t  educates while creating general public awxeness of 

enviromental subject and problems. 

So far  neither purpose has been accanplished. Poor planning 

have been the norm and unexpected events have been delaying the 

approved plans. lack highly qualified 

technical assistance t o  helg prepare the e n e r a 1  Plan of Management and 



Developnent. Most of the f ie ld personnel cc.;lsists of new graduates 

hire4 fran outside the agency and not rnembe~a of the existing 

department, l3ey have not been well-integrated into the work of the 

canponent. Yareover, training have been sporadic and not always 

concerned to  the specific needs of the Project. 

Zhus, although Costa Rica has a well designed and progressive 

strategy/plan for the creation and management of protected areas .there 

a te  flaws i n  the implanentation and management of the law that are .  being 

reflected i n  the Envirormental and Conse.rvation Iklucation Canponent and 

the Braulio Carrillo Park Management. 

H. Credit 

Even when the credit  act ivi t ies  of the Project are not 

considered as  a cunponent by themselves, they play such an important 

role in  the devel.went of the program that they deserve special 

consideration in  th i s  evaluation. 

The abjective of providing credit  was to fac i l i ta te  the 

adoption of various renewable resources conservation and management 

p~actices.  The g a l  is to loan a to ta l  of $2.5 million to fanners and 

other private institutions in order to  improve their capability to carry 

out act ivi t ies  that w i l l  enhance the conservation and appropriate 

management of renewable resources. 



It is important t o  mention t h a t  the subsidy t o  the 

beneficiaries of the c red i t  program contemplated in the original Project. 

design was ruled out because the Costa Rican laws do not provide for 

this tm of incentives. A Project t o  revise a l l  incentives related t o  

the. conservation and management of renewable resources is now beirq 

considered by the legislat ive Assembly. 

VII. MAJOR CONS- 

Linkages Pmor~g CX)RENA Canponents and MAG 

The evaluation team feels  that  a major weakness of ORENA is 

the inadequate linkage among Project canponents and even awng 

subcanponents. This has lead t o  involvement of action units such as the 
.. 

Experimeiital Projects, which should be more properly identified a s  P i lo t  

Projects, into a s o r t  of informal, adaptive, not well designed research 

act iv i t ies .  On the other hand, the Research Subcanponent shows little 

interes t  i n  these ac t iv i t i es ,  instead of providir,g support i n  terms of 
- .  . . .. 

valid statistical designs an3 interpretation of data. 

e Preparation of Management Plans Canponent is actually 

ifivolved in  action ac t iv i t i es  that  pertain more properly t o  the 

Experimental Projects Canponent. A vivid example of t h i s  is the 

involvement in the Quivel Microwatershed. The GEllnalo t i l l o  Pr0jec.t 

dramatizes the need for clarif icat ion of the ~b jec t ives  of the 



Preparation of Management Plans Carlponent, This type of ac t iv i ty  is 

more i n  l ine  with the MAG extension ac t iv i t i es  and should be channeled 

through CAR. 

Throughout the evaluation period it became evident tha t  the 

other units of MAG provide but minor support, i f  any, to  the program. 

It should be expected that the responsible o f f ic ia l s  a t  MAG Iwk into 

the possibj.lity of greater involvement i n  areas such a s  pasture and 

livestock, s o i l  f e r t i l i t y  and mamgement, erosion control and others. 

mtension services mus t  be ful ly  developed and its rather 

loose, weak linkage to  03RENAmust be strengthened, 

Without t h i s  supprt and involvement, OORENA's responsibili- 

ties are  adversely affected and its leading role i n  natural resource 

ut i l iza t ion management and conservation becanes more d i f f i cu l t  t o  

f u l f i l l .  

I t  appears a s  though a t  Nicoya there is a faicly good 

coordination and working relationship between CAR, DFG and OORENA. A t  

Puriscal, such a coordination is not evident. A t  both locations, 

support f ran MAG central  headquarters is notoriously lacking. 



03RENA has  suffered Ercm changes i n  leadership since its 

ince?tion. Tne present executive officer of CORENA, the third in  its 

short  history, is a very resourceful highly qualified, experienced and 

capable individual but lacks the necessary. support to  coordinate more 

effectively, supervise and manage the program a s  desired. His s ta f f  

should strengthened. One requirement is the addition of a 

highly-quali f ied top-notch adninis t r a  tor  to carry on the routine tasks 

t h a t  he is often obliged to  do. During interviews with team members a t  

h i s  office he was o f t m  interrupted with telephone calls and messages 

mainly concerning delays i n  procurement of supplies and materials, 

payments of the rent of regional CDRENA offices and other routine 

matters. f ac i l i t a t e  operations the a3RENA administrative s taff  

should be close to  the office of the Director and not separate a s  they 

a re  now. All i n  a l l ,  he has been able t o  develop a kind of mystique 

that  pervades through most of the Project s taff .  

The evaluation team feels that the 03RENA Director must 

dedicate h i s  time t o  evaluation, coordination, supervision and follow-up 

of program activi t ies.  Most important among his duties is the 

&cis ionmking process. m e  appintment of an experienced Deputy 

Director w i l l  provide for appropriate linkages between the central  

office coordination and the f ie ld  operations 

The proposed Deputy Director w i l l  be the liaison officer in  constant 

contact with ongoing f ie ld  act iv i t ies .  



The emluation team is pleased with the action converting 

CORENA £ran a coordinating to  an executive body. CORENA, not the El?, 

is now recognized a s  the centra l  ax i s  of forestry ac t iv i t i es  i n  the 

country. 

!the l a c k  of appropriate manuals defining procedures, duties 

and reporting is recognized by the CORENA Director. 

me serious limitation concerns the lack of experienced 

personel mostly a t  the f i e ld  level. In general, the CORENA s ta f f  

consists of 107 employees. This include 15 foresters, 10 "ingenieros 

agr6nanosm, one agricultural  econanist , 9 "egresados agr6nanos1', and 

other 23 professionals and paraprofessionals. Main problems re la te  t o  

rapid turn-over of personnel, inexperience and relatively lw .level of 

academic preparation. me prevailing lw salary is a serious handicap 

to recrui t  and re ta in  personnel. In sane cases, the l a c k  of adequate 

of2ice space and f a c i l i t i e s  has been c i ted a s  a handicap. !the evalua- 

tion team was informed that the normal processing of an appointment in 

the OXR takes approximately three months. 

The process of using USA,ID loan monies was affected by the 

"Cey de Impuestos de Ventas" because even the G3CR has to p y  taxes and 
- 

the tern of the USAID loan do not permit t h i s  payment. A t  t h i s  time, 

the Ministry of the Treasury has provided a dispensation but each action 
... 

requires approximately one month or more. 



C. Credit: 

me credit fac i l i t ies  offered through CDRENA are subject to  

m j o t  restrictions. 'lhe Banco Nacional de . Costa Rica, Uxouyh' an 

agreement w i t h  MAG, adninisters these funds according to the terms set 

forth by the Banco Central and the Ministry of the Treasury. The Banca 

Nacional de Costa Rica can loan to  farmers participating in the 

reforestation and p is t i re  improvement act ivi t ies  in the Nosara Watershed 

and the Rio P a r r i b  Watershed. !the bank requires as  a colateral a 

rnortage of the property, and an approved farm developnent plan. Farmers 

can borrow up to  50% of their active assets. This loan is restricted as  

follows: 20% or 408 is conditioned to  be used in  act ivi t ies  related to  

forestry, f r u i t  tree planting and s o i l  conservation; 304 or 60% can be 

used for ca t t le  and pasture improvement on small an6 medium-sized farms, 

respectively. Interest rate for forestry and related projects is set a t  

83, but for livestock act ivi t ies  is 15%. It is claimed that other banks 

operating in the area charge 2% interes:, rate without any mortgage on 

the property and without any reforestation requirement. 

VII I.  WENDA AT IONS 

In this section the main recarmendations that have been 

incorporated through out the report are consolidated to faci l i ta te  

raking 'basic decisions regarding the Project. 



A. --.--- Gene ral. Project Ibcamnenda t i o n  ---.-.-------- 

?he evaluation team strongly recmends that the Natural 

Resources Conservation Project coritinues for a t  least  the remainder of 

Project l i f e  through September 1985. me main reason being, not that  

the evaluation team feels a great implementation job has been done so 

Ear, but because AID and 'the GXR can hardly. afford bringing to  an 

abrupt end an excellent oportmity to  continue implementing a 

canprehensive approach t o  strenghen institutional mechanisms and 

strategies through'which renewable natural resources are managed .in a 

coun.try that desperately needs to  gain this experience. Although the 

relative slowliness in  implementing the Project is discouraging t!!e 

blame cannot be pinpointed. On the other hand, overall progress 

achieved, so far, in  overcoming the myriad obsi=acles encountered, 

pranpts one to  conclude that the b e s t  interest of both AID and C33CR are 

served by proceeding ahead with the Project. All the important 

ingredientes are nclw in place, and needed modifications are being 

identified and made. Salient features justifying continuation of the 

Project are: 

1. The existence of a highly motivated local staff  working 

urker the guidance of a dpanic  and canpetent person presently serving 

as  Director of the Project and answering to  the Ministry of F!griculture; 

2. Having recently signed and put into operation the two main 

technical assistance contracts (with FA0 and CATIE) t o  ass is t  in a l l  the 



key areas t h a t  are instrumental t o  the successful. implmentxtion of the 

Project,  and having a k o  recently w~kerecl into a se r i e s  oi contracts 

with loca l  ins t i tu t ions ,  private Eims arid indiv3.duals t o  do important 

pieces of research needed t o  formulate watershed developnent plans and 

fo res t  management, among others ; 

3.  03RENA s t a f f  having already gained substant ial  experience 

i n  dealing w i t h  the COCR and AID'S rather canplex regulations regarding 

Einanacial a f f a i r s ,  should help t o  expedite and make more f l u i d  the 

management of the Project during the r e s t  of its liPe. 

4. Having already secured badly needed counterpart funds, the 

lack of which previously caused s o  many delays i n  s t a r t ing  meaningful. 

Project implementation; 

5. An ongoing rather  large training program t h a t  is v i t a l  t o  

strenghen QOCR and, par t icular ly  the FAG'S - capabil i ty  t o  manage 

meaningful na tura l  resources conservation programs; 

6. The start of what h a s  the potent ia l  t o  becane a major 

s h i f t  forestry management, that corrsists pursuing 

encourage the indus t r ia l  forestry private sector  t o  becane interested i n  

the proper ' u t i l i z a t i o n  of the country's fores t  resources, through the 

stimulation of private enterprises  c m i t t e d  t o  the r a t i o ~ l  and 

technical u t i l i za t ion  of the resources following an appropiate 

conservation approach that . -.. includes sound managenent of natutal fo res t  

and reforestation. 



5. Project Manaqement and Coordination 

1. mere is a need to  clarify ~ ~ ' s  role in relation to 

achieving the Project ' s objective of strerqhening the Forest 

Directorate's capacity to  plan and i n p l m n t  sound natural ~ource  

Conservation prqrams. Presently, CDRENA seems to be moving away frcm 
k 

the D.G.F., since its Director 'ceased to  be Sub-Director and report . . ,  

directly to  the Minister of Agriculture, which means that fhe Director c 

of the D.G.F. longer directly involved operations. 

Tne evaluation team feels, however, that the present s e t  

up, although probably the best way to  achieve short term objectives, is 

not conducive t o  developing ' the envisioned capabilities within the 

D.G.F. Furthermore, the evaluation team is concerned t h a t  there are 

other MAG Directorates that have a direct  bearing on any canprehensive 

approach dealing with natural resources, and these units are not being 

brought into the project's implementation a s  would be desirable and 

necessary. 

The specific recamendations are: 

a. Keep CDRENA as the day to day operating enti ty of the 

Project to capitalize on the experience already gained; 



b. Make the DTrecbr of COREM respond directly to  the 

Director of D.G.F., holdirrg the la t te r  as the MAG off ic ial  responsible 

tor overall Project implementation; - 

c. &view prGsent D.G,F. organization, programs and 

operations with the purpose of prioritizing programatic a t iv i t ies  in  

view of budgetary limitations and to  bring the 032 Project more directly 

t o  bear in helphi to  strerqhen the D.G.F., while pursuing Project 

spscific goals. This means that D.G.F. units w i l l  be strenghened 

h k a d  of canibalizing them, so to speak, in strenghening 03RXNA; 

d. Broaden present 03RENA1s rnordinating Camittee t o  

include Lle heads of other MAG units that can directly a s s i s t  in 

achieving Project goals while carrying-out their n o m l  operations, 

cases i n  p i n t  beiw the Livestock Directorate and SEPSA. lhis 

Catunittee should be headed by the Vioe-MinLzter of Agriculture and 

should met periodically w i t h  arr agenda prepared by the Director of 

D.G.F. assisted by the Pirc&or of CDRENA; 

e,, :'!.nlly j.nkgrate CDRENA personnel into the res t  of 

D.G.F. a t  the t:~; 2 la1 2zel  end make sure. tha t  CAR'S Directors are 

frilly aware ar?! pi.. t i c i l ~ ~ t i n g  in  assisting to achieve Project goals. 

00RENA's field dctivit ies should be viewed and operate as integral part 

of MAC r e g i o ~ l  w r a t i o r s .  
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2, Appropiate documenbtion must k prepared defining 

and job descriptions per sorael; 

3. An effective, periodic (quarterly) repc,rting system should 

be rapidly canpleted and implemented, fie report should concentrate on 

progress achieved against w e l l  defined targets, o k t a c l e s  encountered 

and remedial action being taken or recamnended. A copy of this report 

should be given to  AID and meetings held as  necessary between AID and 

OORENA t o  review progress and take necessary actions. 

Priori ty m u s t .  be given t o  ensure s sed ing  up 032 

implementation with the necessary modif ica t iors  being recmended. But 

it is also of v i t a l  importance t o  s t a r t  projecting the natural 

conservation program beyond 032 and present ORENA set up. 

As the various Project cmponents start producing results ,  

particularly those related t o  the developent and approval of watershed 

conservation plans, the need t o  hasness overall MAG resources,' to  

effectively implement meaningful programs w i l l  be c lear ly  evident. .me 

D.G.F. should not be held responsible for implementing a caaprehewive 

multi-disciplinary action program that may exceed the Directorate ' s 

legal .  franewotk and capabilities. ALL MAG en t i t i e s  concerned mus t  .- 

participate. 

Other OXR inst i tut ionsr l ike  banks w i l l  also have to  play an 

important role. MAG regional oEfices w i l l  have to be ful ly  involved. 



In t h i s  context, the DGF w i l l  continue playirq a v i t a l  role 

within its legal  and operational scope, but not venturing into areas for 

which other MAG units  are  responsible. However, Project funds should be 

used to  strengthen those en t i t i es  t ha t  have an important contribution to 

make to  the successful implementation of Project 032. 

C. Project Canponents 

me evaluation team recarmends to continue implementing the 

canponents , with the modi Eications recamended blw. !Two important 

general recarmendations are  : 

1. More concrete and r ea l i s t i c  progrming of ac t iv i t i es  is 

needed t o  ensure that adequate implanentation is achieved by each 

canponent during the  l i f e  of the Project. 

2. The contracting with a large number of local  inst i tu-  

tions, private firms and individuals to conduct research, make surveys 

and analyses,need t o  be carefully scnitinized t o  determine those 

projects tha t  ,are really needed, and modify or bring t o  an end ::hose 

that, although interesting, a re  not v i t a l  t o  the Project., Part ial lar  

aktention should be given t o  contracts with universities. 



D, Specific Reccnunendations by Canponent 

1. Coordination, Policy and Research - 

Recamendations on the coordinating role of OORENA are 

included under "Project Management and Coordination" presented above. 

On policy formulation, there are  about eight  different  

studies in  various stages in  planning and execution. Priori ty should be 

assigned t o  those that are  really important t o  formulate policy, Like 

the four identified i n  the Policy section of t h i s  report. 

Assign dates for canpletion of these studies and make sure 

they are canpleted a s  schedul.ed. S ta r t  simultaneously devicing pre- 

liminary policy options based on information t h a t  is already available. . 

In t h i s  respect, the evaluation team recarmends t h a t  the SEPSA uni t  be 

brought back t o  ful ly  participate i n  t h i s  area, 

The research canponent is underdesigned and its inplanent- 

at ion is very weak. Principal recamrendations are: 

department t o  inventory and assess technical staff, budget, programs. 

Determine what effect  a ) F W A  has had in  strengthening this  unit. 



b. Design a rea l i s t ic  research program for the department 

concentrting ,on achieving Project goah. Discussion and recamendations 

included in  the research section of th is  report (pages 19-27) sharld 

serve as  the baseline in designing research activities. Well defined 

targets and dates sf canpletion should receive very special attention. 

Areas of research that should be included are, among 

others: 

- Developnent and updating of canplete packages of 

technological practices through adaptive research on . high-yielding 

species and varieties of forest tress, f r u i t  trees, coffee, forages and 
. . 

hosti.cultura1 and f ie ld crops; fertilization; pest control; and so i l s  

management. Leadership in this respect rnust be taken by the appropriab 

MAL; directorates with OORENA support. 

- Determine the value of mulching w i t h  crop residues a s  

a s o i l  conservation practice. 

- The amropiate units of MAG should conduct, with 

C1DRENA assistance, simple studies on s o i l  erosion losses under various 

plant covers and management systerns. In this respect, the models used 

by the Escuela de Postgraduados in  Chapingo, Mexico; by IICA a d  the 

Ministry of Pgriculture i n  Jamaica, and by the University of Puerto Rico 

and the U.S.D.A. Soil Conservation 'service in Mayaguez, Puerto Rico, 

might prove useful. 



with CORENA assistance, on the selection of grasses suitable to  extend 

the grazing season into the drier: months. This aspect should receive a 

high priority in  the research program. 

- Studies should be undertaken a s  to the feasibil i ty of 

hay, silage and carry-over pastures. 

- More effective coordination of the Fesearch Canponent 

with the programs of the various directorates of MAG, universities, 

CATIE and other institutions is nee&d. 

Although extension is not a canponent, its methods need t o  

be employed particularly in the experimental projects. me  evaluation 

team recamends that: 

- Field extension work be closely coordinated between 

OORENA and other MAG act ivi t ies  to prevent duplication, l i k e  building 

extension capability in  areas already covered by other MAG units. 

- Denonstration plots should be used more often as a 

tool t o  show the farmer the benefi ; of adopting s o i l  conservation 

measures together w i t h  appropriate technology. 



- m l u a t i o n  of the effectiveness of technology transfer 

fran the p i lo t  microwatersheds to  the farm. level, should receiw, a more 

attention. 

2. Ekperhnta l  Proiects 

a. Forest Production 

Tho of the five act ivi t ies  of the sub-cunponent are no 

longer valid and should be - - .. dropped £ran p r o j e t  design: the colonizat-ion 

plan and the technical center, the l a t t e r  mainly because CX)RENA feels, 

and the evaluation team concurs, that  there is no real need for it and 

its establishment and operation is costly and probably beyond DGF 

capability. 

lhplementation of two of the other three act ivi t ies  

(management of natural forests and reforestation) are being linked by 

CX)RENA to  the establishment~ot a mixed-owned enterprise formed by the 

owners of the forest land and the industrial forest private sector. Tne 

enterprise w i l l  be cannitted to  rationally and technically ut i l ize  the 

resource, including sound management of the natural forest and 

r&focestation. 1he evaluation team recamends: 

- MAG should make an off ic ial  presentantion b AID of .. 
its new approach to  forest managenent . and utilization, and explore the 

possibility of using 032 loan or counterpart funds to  help develop the 



private enterprise concept. The evaluation team feels  that the thrust  

of the approach is sound and merits whatever support is possible. 

- In relat ion to  fores t  protection, t h i s  is DGF's 

legal  responsibility and should be implemented accordingly. Zhe 

existence of a private enterprise does not change th i s  situation. 

- 'Ikchnical assistance for the forest  production 

project should f&us on industr ial  and econanic planning and 

administration, logging, road construction and maintenance as well as 

nursery management. 

- Short- term training ac t iv i t i es  for forest  

production the technical level  should continue and focus those 

s k i l l s  required f i e ld  ac t iv i t i es ,  relating practical  training 

technical assistance whenever possible. Long tern training should focus 

on the developnent of natural resource altninistration and planning 

s k i l l s .  ODFUW should work on a long ban training plan that  w i l l  

r e f lec t  current ad expected future needs. 

- Aerial photography for the ent i re  Sarapiqui area 

should be made a s  soon a s  pxA.ble. The photography should be used for 

managenent planning (canpieting forest  inventory) , land use studies, and 

as a baseline for subsequent monitoring of the results  for s o i l  
. . 

c o n s e r ~ t i o n  and forest  rehabilitation programs. 



- Programs should reviewed to assure that 

cooperating fanners are allowed to participate i n  phnning  forestry 

projects . 

- Experimental projects for studying regeneration 

methods, nursery w g m e n t ,  t ree  improvement and adaptability studies 

should be contracted w i t h  acadenic or research ins t i tu tes ,  which have 

the technical s k i l l s ,  f a c i l i t i e s  and capabil i t ies to  accanplish the 

objectives i n  a longer time frame. The financial c;.pabilities of DGF 

for long-tzm projects is questionable and the possibil i ty ex is t s  tha t  

the experimental projects w i l l  .be discontinued a f t e r  ternination of 

Project funding . 

b. Reforestation and Pasture ~Yanagement 

Principal are  : 

- Bring the sub-canponent back t o  its original 

design: testing a reforestation subsidy sc'Ieme i n  canbination w i t h  a 

supervised c red i t  program for pasture and cattle iiiro~~ements. 

The reforestation suk idy  is underdesigned. The 

interpretation ,was that  ii: called for OOQR to  F debts, and 

apparently, this is illegal.  The design should ' stated i n  effect  

that the 03CR, would use loan funds t o  help s n a l l  and medium sized 

' fanners t o  pay a portion of loans made t o  t h a n  by the bank t o  invest on 



pasture and cattle improvement and refarestation. It is aka recan- 

mended that the credit  incentive be extended to other s o i l  conservation 

practices t&tt are costly t o  adopt. 'Ibe rationale being t h a t  mesa 

practioes are of great interest to t h  country as a whole but  m y  be 

beyond the means of small and medium sized farmers trying t o  eelc out a 

living with very lmi ted  resources. me incentive wuld be only for 

other than normal practices (reforestation and other costly s o i l  

conservation) and only as  long as  farmers establish and properly main- 

b i n  them. , TWre is no legal problem w i t h  using loan funds for this. 

purpose. The evaluation team recamnends that a fund be s e t  q in MAG 

using loan money for this  purpcse. MAG w i l l  approve the incent'ive 

portion for each individual borrower. 1ndividua.l borrowsrs w i l l  

authorize the bank, i n  writing, t o  collect £ran MAG his alloted payment 

a s  long as  MAG cer t i f ies  that  the farmer is properly following the 

recmended conservation practices . 

If  the figures given to the evaluation team concerning 

the cost of planting one hectare of trees a re  correct (about $619 f i r s t  

year) it is almost impossible to  foresee how small. farmers with very 

little financial resources can participate in  reforestation in  a 

meaningful manner, without any econanic incentive. The very limited 

acceptance of small farmers to invest in  reforestation so far appears to 

confirm this. 

- &view present credit arrangements between CDRENA 

and BNCE3 with the purpose of the la t te r  assming greatzr credit 

responsibilities and not onduly 3endincl on limited 0- xrsonnel. 



Persormel participation in developing farm plans is a legitimate 

activity; hwever, taking loan application, etc. is not; this is BEK=R 

responsibility. 

- It is recarmended t h a t  a concerted effor t  . be made 

by 03RENA and AID to  prevent c tedi t  fac i l i t ies  being extended to Project 

areas without a clear purpose in doing so. If  this  was a credit  project 

it would have been designed differently. If  the proposed reoriented 

~eforestat ion subsidy cannot be implemented, the evaluation team recan- 

mends that this  sub-canponent be s u h i t t e d  to a more in depth evaluation 

to  deermine whether it should continue as  the true representative of 

o r i g i ~ ~  project design or that  a more agricultural developnent oriented 

project should be deviced. In this event the DGF role should be 

modified to  permit a more active participation of other concerned PIIA(3 

units, 

c. CIhnaqement of the Nosara Microwatershed 

Principal rcmendations are: 

- A definitive date should be assigned and adhered to 

for the canpletion of the updating of a managanent plan for the Nosara' 

microwatershed. 

The evaluation team strongly recanmends that, i f  

necessary, part of the staff working in  the preparation of the Parrita 



watershed plan be temporarily shifted to Nosara to  ensure that: this 

management plan is pranptly canpkted. It would be the f i r s t  of such 

plans canpleted and the experience gaineu could be very valuable to 

expedite the preparation of other plans conteqplated. . 

- Drop act ivi t ies  related to  the construction of 
' L 

bench terraces and catchment basins for established coffee trees. 

- Expr.hent aggressively in  sane of the areas 

recarmended for the research canponents that  have a direct  bearing on 

the microkia tershed , l ike s o i l  erosion, packages of technological 

practices that are bath conservation and productim oriented. 

- Soil  erosion control efforts must include practices 

conducive to  increased yields (high-yielding varieties, fertilization, 

pest control) a s  w e l l  a s  the basic elements' of s o i l  conservation. This 

should include minimum ti l lage,  mulching with crop residues, vegetative 

barriers, hillside ditches, grassed waterways, s t r i p  crcppirg and gully 

control. Practices must be simple, low cost and effective. The s o i l  

conservation conceptualization must be broadened t o  include efficient 

and increased production and not just conservation per se. 

Use demonstration plots more often as  an effective 

tool to  show farmers the benefit of adopting s o i l  conservation measures 

together w i t h  appropriate technology. 
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3. Preparation of Natural Resource Managanent Pkns  - 

Principal. recmendations are: 

- Relieve Project personnel working in  Puriscal Eran the 

Gamalotillo project. The CAR perfectly ccntinue providing whatever 

services MAG is capable of offering regarding n o m l  agricu1,tural 

programs. 

- Assign and adhere t o  a date E m  canpletion of the 

natural resource management plan for the Esquivel Nicrowatershed, which 

has been selected for intensive s t+~dy .  Although the prcmotion and 

carrying out of action programs simultaneously and by t h t  ~ 3 n e  staff has 

certain advantages, it is clsvious that this is delayin; the preparation 

of the management plan which is the main objective of t h i s  canponerat. 

This is a case where the CAR should have been more ful ly  involved in  

these s o  c a U d  "imnediate actions", with the appropriate guia&nce frat\ 

the 03RENA s taff .  In th i s  manner the experience obtained could enrich 

the planning staffs awareness of the practical  implications of resource 

planning without causing undue delay to  the camponent. 

- Makc a concerted efEort, with the Eull participation 

of FPD, W E  technical assistance, tc! s.hpli£y the methodolagy that  is 

envisioned t o  prepare tshe mrlnagenent plan for the Parrita Watershed. To 

Uais e f f ec t ,  it is strongly recanmended that  pelhinary mtu ra l  resource 

m g e n e n t  plans start to  be drafted based on i n f o m t i o n  already .- 



wailable. The Parri ta  watershed is in  an advanced slate of deteriora- 

t ion and enough is already knwn to s t a r t  implementing important 

conservation canponents. me need t o  start action programs was ful ly  

evidenced during the evaluation team's v i s i t  t o  Puriscal and in  the 

meeting held with representative of h e  municipality and other important 

carrnuni t y  ocganiza t ions. 

The f i r s t  section ot  the study area of the Parri ta  

Watershed should be canplekd i n  substantial d e t a i l  a s  planned. 'I& 

remaining sections shculd be studied on a reconnaisance scale on the 

basis of the experience obtained fran the study of the f i r s t  section. 

Beyond the planning stage, when action program execution is undertaken 

by the '3x2, certain studies must be made on a farm by farm case basis. 

4. l3wironmental and Conservation Fducation 

Principal recamendations are: 

- Drop the construction of an enviromental education 

center unless a firm agrement is reached w i t h  one or more inst i tut ions 

(outside of MAG) that have the interes t  and capacity to  adninister and 

maintain the f ac i l i t i e s  that the project calls for to be built .  Other- 

wise, this project could real ly  be s 'hrden to the SW and is beyond the 

scope and functions of this national park. 



- Cause CATIE t o  c m i t  itself t o  an acceptable date t o  

t o  be constructed, s o  t h a t  detailed design and construction can be 

canpleted during l i f e  of the project. 

- Cause CATIE t o  c a m i t  itself t o  a reasonable date to  

produce the managenent 'plan for the BrauXio Carri l lo National Park. 

5.  raining and Technical Assistance 

a. Training 

Principal reccnunendations are  : 

- Proceed inmediately t a  identify each canponerrts 

pr ior i ty  training needs that  w i l l  enhance achieving project goals and 

pranptly proceed t o  provide the necessary training courses. ~Yake f u l l  

use of technical assistance already in  country t o  help identify and 

sa t i s fy  these needs. 

- . Although, project design called for an intensive 

t ~ a i n i n g  program t h a t  would be available for a large nmber of OOCR 

inst i tut ions and training areas, the evaluation team recmends  t h a t  

training opportunities be concentrated to  cover needs of the 

inst i tut ions and personnel that  presently have or are intended to have 

d i rec t  functions and responsibilities in  natural resource conservation. 

mese are basically MAG and IDA. 



- Proceed inmediately , to  review training programs 

underway using akwe recamendations a s  a guideline. 

b. Tkchnical Assistance 

It is recamended that greater attention Lx! paid to  

emure a carefully programmed technical assistance package in c o u n G  to  

bear timely manner v i t a l  ac t i v i  t ies  that are instrumental 

project successful implementation. I t  is urged that A I D  becune directly 

involved in progrcvnning the use of technical zssistance and in  closely 

monitoring progress achieved. Periodic reports should be required fran 

the contractors (FN, WIE) and copies sent to AID for review. 

E. ~cannendations to  USA. I .D. 

The evaluation team stong ly  believes that project implementa- 

tion can be further enhanced i f  AID strengthens its managanent 

functions. This is meribd due to  the canplexity of the project and the 

time frame for its canpletion. It is recamended that in  addition to 

the monitoring functions k i n g  presently performed by a canpetent 

costarrican national, a Project Advisor be added. The Project Advisor 

should be a seasoned professional highly experienced i n  management of 

natural resource conservation programs. The advisor w i l l  a ss i s t  MAG in 

overall project prqramning and implementation and w i l l  analize major 

hplenentation obstiicles and constraints and . formulate options to 

faci l i ta te  making decissions by both MAG and ND. 
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