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EXECUTI VE SUMVARY

| ndependent out si de consultants, invited by the Gover nnent of

Bol i viathrough the U S. Agency for International Devel opnent, spent

two weeks in Bolivia in May 1993, review ng the nmanagenent and
adm ni stration of the Noel Kenpff Mercado National Park (NKMNP). The
wor k i nvol ved a seri es of sone twenty personal interviews carried out

at the national, regional and | ocal |evel, with governnment authorities
and ot hers associated with that park's nmanagenent. The interview
format was adapted by the advisors to the particul ar needs of the
Bol i vi an park. The interviewconsisted of topics relevant toeffective
managenent of national parks, which were origi nally devel oped t hr ough
the Conmm ssion on National Parks and Protected Areas of the
I nternational Union for the Conservation of Nature and Natural

Resources. Incarryingout theinterviews, visits were nmade to key
institutions and of fices associated with the park's managenent, to
| ocal communities near the park, andto nearly all of the park guard
stations. Particular attentionwas paidto the respective roles of the
Fri ends of Nature Foundati on (FAN) and to t he Regi onal Center for the
Conservation of Nature (CERCONA), the managenent entity generally
responsi bl e for NKMNP nanagenent. The substance of the interview
t opi cs has been included inthe report, with a focus on CERCONA and
FAN, and a synt hesi s of strengths and weaknesses concer ni ng nanagenent

ef fecti veness has been drafted. Four possi bl e managenent al ternati ves,

t oget her with some of their |ikely advant ages and di sadvant ages, are
di scussed. The advi sors recomendati ons address: (1) Role of the
central and regi onal governnment, (2) NGOi nvol venent, (3) Concept of

"one park", (4) Training, and (5) Cooperation anong t he manager s of

NKMNP and i nt er nati onal donors, national and international NGO3s, and
other institutions with rel evant expertise.



| NTRODUCTI ON

In April 1993, the Governnent of Boliviarequested, throughits
Nati onal Secretariat for the Environnent (SENVA), an outsi de revi ew of
t he managenent of Noel Kenpff Mercado National Park (NKMNP). The
request was nmade t hrough the U. S. Agency for International Devel opnent
(USAI D), and included a Ternms of Reference (Appendix 1) which, in
sunmary, specified the follow ng:

(1) Institutional eval uation of existing park nmanagenent structure
within its |local, regional, national and international context.
(2) Eval uation of the adm ni stration and managenent of t he NKMNP

i ncl udi ng present nmanagenent practices, personnel, relations with

| ocal communities, infrastructure, equi pnment, and institutional

rel ati onshi ps.

(3) Ceneral identificationand eval uati on of probl ens associ at ed

with the park's managenent.

(4) Proposal of recomrendati ons concerninginstitutional and | egal
aspects conpatiblewi thinplementation priorities for the NKVNP.

Inparticular, the i ndependent reviewwas to consider the efforts
t hat had been undertaken to date t hrough the two entities which have
been nost i nvol ved with t he managenent of the NKMNP. These are the
Regi onal Center for Nature Conservati on (CERCONA) and t he Fri ends of
Nat ur e Foundati on ( FAN).

CERCONA is the public entity charged with nmanagenent and

adm ni stration of the NKMNP and the nearby NKM Bi ol ogi cal Reserve.
CERCONA was est abl i shed by Suprene Decree No. 22231 of June 23, 1989.
It isclosely associated with the Santa Cruz Devel opnent Cor porati on
(CORDECRUZ), and i s overseen by a CERCONA Board of Directors which
i ncl udes representati ves of : CORDECRUZ, the Santa Gruz Mayor' s of fi ce,
t he Gabri el Rene Moreno Aut ononous Uni versity, Forestry Devel opnment
Cor poration (CDF, which, until very recently, was responsible for all
parks and wildlife in Bolivia), the Civic Commttee of Velasco
Provi nce, and FAN.

FANis a non-profit, non-governnmental conservation organi zation
with primary interest in national parks and their inplenmentation.

The fol |l owi ng maps are i ncl uded as Appendi x 4. 1) Locati on of
Noel Kenmpff Mercado National Park i n South Ameri can and Bolivia, 2)
Noel Kenpff Mercado National Park, 3) Existing and Pl anned Guard Canps
in Noel Kenpff Mercado National ParKk.
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The US Forest Service and t he USAl Y Washi ngt on Bur eau f or Research
and Devel opnent/ O fi ce of Environnent and Natural Resources fielded a
t eamof two i ndividual s to conduct the requested managenment revi ew.
The t eamdevel oped a questi onnai re (Appendi x 2) based on | nt ernati onal
Uni on for the Conservation of Nature (1 UCN) gui del i nes for eval uati ng
t he ef fectiveness of national park managenent, devel oped as a result of
t he Third Worl d Congress on Nati onal Parks and Protected Areas heldin
Bali, I ndonesiain1982. It was adapted slightly for the particular
circunmstances and issues prevailing in the adm nistration and
managenent of NKM\P, and it was enpl oyed through interviews with nearly
twenty individuals involved with that park (see Appendix 3). The
pur pose of the questionnaire was to create a standardi zed format to
col l ect information about the park's nanagenent. It al so provi ded bot h
an i ndi cation of the state of various rel evant paraneters inportant to
par k managenent, and a neasure of the uniformty anong park personnel
intheir perceptions of the purpose, nmanagenent, and avail ability of
resources for the park. The questionnaire stinulated further
conversations on general topics relatedto park nmanagenent. It was
revi ewed by Mari o Baudoi n (SENMA) and M chael Yates (USAI D/ Bol i va)
prior to its use.

During a tenporary duty assignnment May 2-12, 1993, the team
conducted the interviews. This included nost nenbers of the CERCONA
Board of Directors, actual or potential funders of activities in NKM\P,
and ot her individuals who have been engaged in activities in or
concerning the park. Inthelatter two categories, interviews did not
followthe structure of the questionnaire, but were nore free-fl ow ng
and ai med at eval uating the general national andinternational clinmte
for activitiesinNKWNP. The teamvisitedsitesinlLaPaz, in Santa
Cruz, andin NKMNPitself to conduct interviews, as well as to exam ne
facilities and equi pment. Institutions visited were USAID/ Bolivia, PL
480, FONAMA, SENVA, Peace Corps/Bolivia, FAN, CERCONA, CDF, CORDECRUZ,
and Uni ver si dad Gabri el Rene Moreno. Park sites visited were, Los
Fierros, Flor de Oro, Boca de Pauserna, the guard station near the
Federico Al hfeld Falls, and Mangabal ito. This i ncl uded nost sites
currently adm ni st ered by CERCONA and FAN. Near by par k conmuni ti es
visited were La Florida and Pinentiera.

MANAGEMENT EFFECTI VENESS REVI EW

1. Managenent Obj ectives of Noel Kenpff Mercado National Park
The Law of Conservati on of Biol ogical Diversity, expectedto be

pronul gated i n t he near future, defines a national park as "a protected

nat ural area of national significance, withlittle humanintervention,

est abl i shed on public lands with a size sufficient toguaranteethe
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continuity of ecological and evolutionary processes of their

ecosystens” (Article 56, Chapter IIl). That article goes onto say
t hat t he fundanent al objective of nati onal park managenent in Bolivia
is"...tostrictly and permanent |y protect: sanpl es of bi ogeographi cal

regions, genetic resources, species of singular inportance,
geonor phol ogi cal sites and/ or natural | andscapes which they may
contain.” Thearticle further states that "the national parks w ||
provi de opportunities for nature-based recreation, scientific research,
and t he noni tori ng of ecol ogi cal processes...No direct utilization of
any renewabl e or non-renewabl e resources, except for qualified
scientific research duly authorized by the respective Environnent al
Secretariat (SEDEMA), will be permtted.™

The National Environnmental Fund (FONAMA) and Nati onal
Envi ronnment al Secretariat (SENVA) in 1992 rel eased a docunent entitl ed
"Project for the Conservati on of Bi odiversity and Ecosystens inthe
Prot ect ed Areas of Bolivia." That docunent identifies NKMNP as bei ng
| ocated wi t hi n t he "Canpos Cerrados Savannah" Bi ogeogr aphi cal Provi nce
of Udvardy (1975), and t he "I nnundat ed Savannah” and "Lower Sub-hum d
Rai nf orest " Ecoregi ons of El |l enberg (1981). The docunent nakes t he
i nportant point that the ecol ogical significance of the areais due
primarily toits locationinaconvergence zone of the Amazonto the
north, the Chaco to the south, the Brazilian broadl eaf savannah
(cerrado) to the east, and the Andean region to the west. This,
coupled with the pristine condition of the area andits historical
significancerelatingtothe work of Noel Kenpff Mercado, underscores
how i nportant preservation of the park is to Bolivia' s national
heritage.

Consi stent with national goals, park nmanagenent objectives
expressedininterview wth park and GOB personal general ly i ncl uded
preservation of the flora and fauna, and of the scenic beauty
associatedwiththerivers, waterfalls, and tabl el ands. However, a
strategy statement associ ated specifically with NKMNP, based on
nati onal policies, and fromwhi ch annual work pl ans shoul d tier, does
not appear to exist at this tine.

The "1993 Managenent Operati onal Pl an" of CERCONA, and their
"1991- 2001 Ten Year Plan", doidentify general objectives for CERCONA' s
vari ous subprograns. Managenent effectivenessis difficult toevaluate
unl ess it can be nmeasur ed agai nst wel | - defi ned nanagenent obj ecti ves.
The CERCONA Qper ati onal Pl an objectives tend to be broad ("saf eguard
ecosystens and bi ol ogi cal resources”, "protect scenic beauty"). More
specific targets or indicators of success for future eval uati ons m ght
i ncl ude such t hi ngs as "phase out, withintwo years, all comerci al
fishinginthe ltenez R ver bays inthe park" and "establish a working
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agreenent with IBAMAin Brazil withinoneyear, tojointly manage river
turtleresources.” At the present tinme, a detail ed managenent pl an f or
NKMNP out | i ni ng speci fic neasures to be taken to achei ve goal s rel evant
to nati onal objectives, and listing specific indicators that wll
measure progress towards achieving those goals, does not exist.

2. Legislation

The General Forestry Law (Decree LawNo. 16646 of August 13, 1974)
provi des for protection and conservation of natural forest resources in
Bolivia, for the econom c and soci al benefit of the country (Article 1,
Chapter 1).

The Lawof Wl dlife, National Parks, Hunting and Fi shi ng (Decree
Law No. 12301 of March 14, 1975) provides for declaration by the
Nat i onal Government of National Parks and Wl dlife Reserves (Article
28), based on studies by the Center of Forestry Devel opment (CDF).

Part of what is nowthe NKMNP was established in June 1979 by
Supr ene Decree No. 16646 as Huanchaca Nati onal Park, with aland area
of 541, 000 hectares. |In February 1988, the Nati onal Congress passed
Law No. 978 whi ch changed t he nane t o Noel Kenpff Mercado Nati onal
Par k. I n August of that sane year, through Supremne Decree No. 21997,
t he park boundaries were expanded to include 706, 000 hectares.

On June 23, 1989, the Regi onal Center for Nature Conservation of
Noel Kenpff Mercado ( CERCONA) was est abl i shed t hrough Supr ene Decr ee
No. 22231, and put i n charge of the adm ni strati on of both the NKMNP
and t he near by NKMBI ol ogi cal Reserve incl udi ng Laguna La Bahia. The
Organic Statute of CERCONA gives it its functions and attri butes.
CERCONA al so has i nternal regul ati ons, consi sting of 193 arti cl es,
approved by its Board of Directors.

Suprene Decree No. 22710 of January 1991, created t he General
Environment al Secretariat (SEGVW), attached to the Ofice of the
Presi dent of the Republic, and a Nati onal Directorate for Protected
Areas and Wl dlife.

Law No. 1333 of April 27, 1992, the General Environnental Lawin
Chapter VIII, Title 1V, decl ared protected areas as patri nony of the
State and of social and public interest. It also gives the
Departnental Secretariats (SEGQVA) responsibility for "normalizi ng and
fiscalizing" the integral managenment of protected areas. The | aw
i ndi cates that public and non-profit private entities, as well as
traditional communities and i ndi genous groups, can participateinthe
managenment of protected areas. It further provided for the Nati onal
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Envi ronnent al Secretariat (SENVA) and t he Depart nent al Environnent al
Secretariats (SEDEMAS) to organi ze the Nati onal Systemof Protected
Areas (SNAP) to achi eve conservation objectives.

The Senat e Envi ronnmental Conmmi ssionisinthe process of drafting
a new | aw, expected to be passed in 1993, entitled the Law of
Bi ol ogi cal Diversity Conservation. This will pronote the establishnment
and adm nistration of protected areas.

3. Resource Informtion

Species inventories for NKMNP are only in an enbryoni c state.
Sonme of t he nost detail ed work has been t hree surveys of birds which
identified sone 550 speci es, accordingto a 1992 publicati on of SENVA
and FONAMA.  Around 700 speci es are expected t o be f ound whi ch woul d be
about a fourth of those found in South America. Basic forest cover
t ypes have been i dentified, and a correspondi ng map prepared, by the
British/ GEOBOL survey, as has a geol ogical nmap of the park with a
m neral focus.

Ot her studies are currently underway or have been limted to
certain areas within the park, through the work of individual
scientists. At |east four of these have been through CERCONA
agreenents with universities. Manmal surveys have been undertakenin
t he park by Andrew Taber, including radio telenetry of tapirs and
peccaries. TimKillean has done aninitial botanical survey of the
entire park and hopes to eventual | y publish a"Flora of NKMNP'. FAN
has cooperated with | ogi stical support of the scientists. Sone plant
st udi es have been carri ed out by Robin Foster and Marcel o Pena. A
"Rapi d Assessnent” of flora around Flor de Oro was carried out by
Conservation International, incooperationwith FAN, in1991. Limted
wor k has apparently been done with invertebrates of the park inthe Los
Fi erros/ El Encanto area of the park by Spani ards fromDonana Reserve.
One personindicated t hat speci mens coll ectedinthe park nust, by
law, be left with a Boliviannatural history nuseum and he felt this
generally was not bei ng done.

Maps of the park are scattered between offices and are not readily
avai | abl e. Good topographic coverage at a scal e useful for | ocal
managenent deci si ons, apparently does not exist. Aerial photographs
(believedto be fromthe early 1980s) do exi st for the park, but nost
persons interviewed felt that new ones woul d be useful. Several
i ndi vi dual s nenti oned t hat good 1992 satellite coverage of the park
exists. Climatic datainthe area of the parkis minly recordedin
near by t owns such as San | gnaci o and Concepci on. Limted weat her data
i s recorded by CERCONA at t he Los Fi erros weat her stati on and r adi oed
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to Santa Cruz. Hydrol ogi cal data for the park i s nearly non-exi stent,
as i s a bi bliography of publications about resources found in the parKk.

4. Ecological Information

G ven NKM\P s early stage of devel opnent and its renote | ocation,
it isnot surprisingthat littleis known of ecol ogi cal rel ati onshi ps
withinthe park. Wth the exception of some work done by Andr ew Tabor
inthe area around Fl or de Oro, those intervi ewed were not aware of
studi es of wldlife popul ati on dynam cs, speci es status and trends,
predator-prey rel ati onshi ps, ani mal or plant di seases, succession, or
fire history and effects.

5. Wat er shed Managenent

The NKMNP has t he geogr aphi cal good fortunetoincludetheentire
wat er shed of t he Pauserna Ri ver, which originates onthe tablelands in
t he heart of the park. Alongthe ltenez River, the northern boundary
of the park and the i nternati onal boundary with Brazil, vari ous bays
exi st within Boliviawhichcontain fish popul ati ons sought by Brazilian
comrer ci al and sport fishermen. The park al so i ncl udes t he headwat er s
of various other streans fl ow ng west, out of the park towards the
Paragua Ri ver, and north, intothe Verde R ver, along the international
boundary with Brazil. As such, the park has no wat ersheds fl owi ng
t hrough it which origi nate outside of its boundaries and therefore no
i kely future probl ens due to upstreamcont am nants. Because of its
relatively renote | ocation, the park watersheds are only incidentally
inportant for drinking water, irrigation and flood control.
Channel i zati on, check dans or ot her neans of nmani pul ati on do not exi st
in the park.

6. Geneti ¢ Resources

Wth the exception of anecdotal information ontraditional uses
of plants in NKMNP, there exists no body of know edge on genetic
resources within the park. Paolla root is a plant product that is
exported for nmedicinal uses, maticois alocal plant used for treatnent
of heart di sease, and copai o is used for hi gh bl ood pressure. But the
abundance of these plants in NKMNP i s unknown. As aresult, it is
i npossi ble for the exi stence of genetic resources to affect park
managenent in any focussed way. It is likely that the earliest
information that will be avail able on this subject will cone fromtaxon
i nventories being perforned (e.g., TimKillean, M ssouri Botani cal
Garden, plants; Terry Yates, University of New Mexi co, manmal s; Scott
Gardner, University of California, Davis, nematode parasites of
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mamal s) t hat nmay provi de t axonom c i nformation | eadi ng, eventual ly, to
the inference of potential uses of genetic material.

7. Managenent Pl an/ Zoni ng

The CERCONA docunent "Menoria: Gestion 1986-1992" descri bes what
aretheinitial steps of anational park managenent planinits section
entitled "Plan Decenal 1992-2001". The docunment cont ai ns f or war d-
| ooki ng prograns, rel ated to environmental managenent (protection and
conservation, research, resource nanagenent), public use (recreation,
envi ronment al education, public relations), works and services
(construction), and adm ni stration. Wil e too sketchy to be consi dered
a par k managenent plan, this 10-year pl an none-the-| ess provi des a
starting point for one. National park planningis a dynam c process
t hat needs to recogni ze all rel evant planning efforts existingina
par k, and nove forward i n accordance w t h new know edge and nanagenent
pl an norns adapted to the particul ar needs of the country. The CERCONA
Di rect orat e has approved a "Use and Managenent Regul ati on of t he NKM\P'
whi ch est abl i shes the fol |l owi ng zoni ng schene, whi ch nay al so serve as
a useful point of departure:

Prohi bi ted Zone (Zona Vedada)

Restricted Zone (Zona Restringida)

Primtive Zone (Zona Primtiva)

Recreation Zone (Zona de Recreacion)

Recuperati on Zone (Zona de Recuperaci on)

Most i ndividual sinterviewed seened to agree that a formal park
managenent planis a necessary and i medi ate i nperative for NKMNP. In
fact, one of the conditionalities for di sbursenent of P.L.-480 funds
for park infrastructure was to have been the generati on of a NKMNP
Managenment Pl an. Such a plan, wusually generated by an
interdisciplinary teamof specialists, woul d provi de t he basi s for
deci si ons bei ng made currently in a nmore ad hoc fashion. The nost
appropri ate course of action, for exanpl e, woul d be for t he managenent
pl an to determ ne the | ocation of strategic sites for park guard
stations and touri smdevel opnments. Such a plan shoul d al so gui de
future investnents, research priorities, and other managenment
activities. It would giveriseto annual operational plans ("PAG").
Mont hly and weekly wor k pl ans devel oped by t he park guards shoul d
contributetoinplenentation of the park nmanagenent pl an, and not be
generated in an unrelated fashion according to the guards' own
per ception of work needed. | n NKMNP, urgent managenent concerns have
resul ted in guards devel opi ng wor kpl ans wi t hout any gui dance froma
| ong-term managenent pl an.

The FONAMA SENVA 1992 " Proj ect for Conservati on of Bi odiversity
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and Ecosystens i nthe Bolivian Protected Areas” envi si ons preparation
of a NKIWMNP Managenent Pl an startingin 1993. The teamfor such a pl an
coul d appropriately be | ed by t he Departnent of Natural Resources of
CORDECRUZ, i n cl ose cooperation w th SENVA, CDF, and ot her aut horities,
as well as FAN.

8. Par k Boundari es

There was fairly good consensus anong t hose i nt ervi ewed regar di ng
t he extent of demarkati on of park boundaries. The park is bordered on
the north on east by the Rioltenez and the R o Verde, which constitute
conspi cuous boundaries. 1n 1987, atrail was established al ong the
west er n and sout her n boundary of the park with the hel p of one of the
| oggi ng concessions. This boundary is variously marked withhitos, at
| east sonme of which are built of cement. The fact that hitos are not
vi si bl e fromthe air, however, conplicates aerial surveillance for
i ncursions into the park. Responsibility for patrolling park
boundari es has fall en, by default, to FAN, whi ch conducts overflights
of NKMNP and whose guards enforce park regul ations.

No one questioned felt that the existing park boundari es were
sufficient to maintain popul ati ons of i nportant ani mal s present inthe
park. To the west and sout h, the park extends only about 15 kmpast
t he base of the escarpnent, and 10 kmof this is buffer zone where the
range of legal activities is poorly defined. Populations of |arge
ani mal s (peccaries, tapirs, jaguars), constrainedtothe east by the
escar pnment, nust range outsi de t he park, where they are hunted by | ocal
popul ati ons and enpl oyees of |ogging conpanies. Many of those
i nt ervi ewed advocat ed ext endi ng t he park to t he natural boundari es of
the Rio Paragua and Rio Tarvo (to include home ranges for viable
popul ati ons of large animals), to the fl ooded savannah that is the
nort hern- nost extensi on of the Brazilian Pantanal in Boliva (and hone
t o t he swanp deer), and to i ncl ude t he Laguna Bahi a Bi ol ogi cal Reserve.

9. Resource Protection

Resource protection has been a problemin the recent past in
NKMNP. Thi s has i ncl uded forest exploitation al ong the Verde R ver by
Brazi |l i an woodcutters, hunting and wood extracti on al ong t he western
Bol i vi an si de of the park, and renoval of turtles andturtle eggs as
well as fish stocks by Brazilians along the Itenez River. Park
aut horities have confi scated sone guns and nets. Because of heavy
rains in 1992, these activities are believed to have di m ni shed
sonewhat . Several of the persons interviewedindicatedthat resource
protecti on and managenent can only take place with functional
equi pnent, particularly at CERCONA sites, and adequat e nunber s of
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personnel to enabl e i ndi vi dual safety during routine patrols. CERCONA
par k guards, as enpl oyees of the conpetent | egal authority for the
park, have credentials necessary for enforcenent and resource
protection. FAN park guards have been tenporarily given |egal
credential s through a cooperative agreenent with CDF. |n both cases,
t he |l egal credential s consist of anidentification card which, onthe
back, requests full cooperation of | ocal authoritiesinhelpingthe
guards carry out their functions. Lawenforcenent to protect the NKM\P
resources does not seemto be ahighpriority issue. Both CERCONA and
FAN enpl oyees favor conmuni ty educati on as an appropriate alternati ve.

10. Resear ch

Research i n t he park has been basi c research, usual |l y conduct ed
by foreignresearchers, sonmetimes with national col |l aborators. The
Uni versity of Gabriel Rene Mdreno has sent sonme students al ong on
research expeditions into the park, but Boliviais not without the
common conpl ai nt of | esser-devel oped countries: there needs to be nore
col l aboration with national scientists, and some speci nens and
publications resulting fromresearch needto stay in Boliviafor use by
Bol i vian scientists. Researchinthe park has typically not provided
information in a format that makes it usable by park guards.

FAN has facilitated research by providing transportation (air,
ground, and water) inthe park, and by housi ng researchers primarily at
Fl or de Oro, all for a charge. CERCONA has facilitated research by
making its canps (primarily Los Fierros) available for | odging.
Nei t her organi zati on has specifically sponsored researchto provide
i nformation rel evant to park managenent. The park does not char ge any
sort of use fee for research conductedwithinits boundaries. |Infact,
visitors who overnight at Los Fierros pay no fee for | odging.

11. Formal Educati onal Use

For mal educati onal use of the park for classroominstructionis
heavily constrai ned by the i naccessibility of the NKMNP. Local grade
school s i n nearby conmuni ties, thensel ves very snmall and rural, do not
use the park for cl asses. The nearest maj or university, Gabriel Rene
Moreno University in Santa Cruz, i s hundreds of kil oneters away over
seasonal | y usabl e roads, accessible only to the southern, Los Fierros
Guard Station. Access to other points inthe park woul d need to be
made by prior arrangenent with boats to go upstreamal ong the Itenez
River fromPiso Firnme, or by Iight plane. Both woul d add consi derably
to the expense of suchatrip, nakingit out of reach of nbst Bolivian
students. Some students, however, have acconpani ed researchers such as
Andr ew Taber. Agreenents between t he Uni versity and CERCONA have been
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put in place to provide for such use, particularly in the areas of
agronony, forestry and bi ol ogy.

12. | nfornmal Educati on

This category includes interpretive facilities andinformation for
visitors to the park, such as brochures, maps, trails, guides, and
visitor centers. Aclear conclusionisthat thisareaisinanearly
st age of devel opnent. Representatives of both CERCONA and FAN
recogni zed the need for these materi al, and bot h organi zati ons put at
| east sone resources intothesefacilities. Both organizations provide
par k guards for i nformal education, an both have constructed or are
constructing trails.

CERCONA has established atrail between Los Fierros and El Enconto
Falls. Another CERCONAtrail, fromPausernacanpto Arcolris Falls,
i s nicely mai ntai ned and pl easant to wal k on. FAN has coor di nat ed and
provi ded fundi ng for constructi on of about 40 kmof trails under the
directions of a Peace Corps volunteer. There is one two-kiloneter
trail with nunbered stations and aninterpretive booklet that will soon
be printedin english, spani sh, and portuguese, a 2.5 kil oneter nature
trail with no booklet, andatrail fromFlor de O oto Pausernacanpis
under construction by Brazilian workers (funded by PL 480 t hr ough FAN)
under Peace Corps Volunteer Ali Wod.

Al t hough both organi zati ons pay and equi p park guards, FAN
provi des regul ar training for its guards, and facilities and equi pnent
seen were i n good condi ti on. CERCONA has arrai gned one trai ni ng course
for its guards, two CERCONA par k guar ds each att ended one FANtrai ni ng
cour se, and much CERCONA equi pnent has falleninto disrepair, | eaving
CERCONA guards in unpleasant and isol ated situations.

13. Tourism

The potential for nature tourisminthe NKMNPis good, andis the
t opi ¢ of an i ndependent anal ysi s presently underway by Her nan Torr es,
a consul tant of The Nature Conservancy working with FAN. Primary
tourismfacilities presentlyinthe park are foundinFlor de Oro, a
scenic site onthe Itenez River at the Brazilian border, built and
operated by FAN. That | ocation provi des ready boat access to such
features as the bays along that river, readily visiblenestingtrees of
numerous bird species, the Pauserna River with its associ ated
waterfalls, and various trails being designed for visitors. The area
i s under study by the Swi ss bil ateral aid programfor possible further
enhancenent. One area which is |ikely to have increasing touri st
interest isthetableland airstrip where Noel Kenpff Mercado was kil l ed
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by drug traffickers and a small menorial has been erected to his
menory. Many Brazilianvisitors conmetothe northern part of the park
tofish. Anoderate tourismindustry may be devel oped i n t he park,
based on t he conbi nati on of scenic, historical, andw I dlife and pl ant
resources it contains. However, the two major waterfalls thensel ves
are unlikely to becone an "end destination"” for international visitors
who, for about the sanme cost, can visit the I guazu National Park in
near by Argentina and Brazil. Scientifictourismwll Iikelyradiate
out fromboth Fl or de Oro and Los Fi erros guard stations, whi ch provide
access to distinct ecosystens. Facilities were generally regarded by
interviewees to be inadequate to neet the increasing demand.

14. Political Support

The extent of political support for the park fromthe central GOB
was a subj ect that recei ved very m xed answers fromt hose i ntervi ewed.
On t he one hand, governnent of ficial s appear to be very supportive of
efforts to i nprove managenent and conservation in the park. For
exanpl e, one current and one former president attended t he i naugural
cerenmony for Los Fierros canp, governnment and i nternati onal funders
express support and cite the synbolic inportance of the parkandits
associ ationw th the nati onal hero Noel Kenpff, and the M ni ster of
MACA was r esponsi bl e for passage of the suprene degree that created the
park. On the other hand, park personnel feel l|largely that the
gover nnment has negl ected the park: they do not perceive alevel of
fundi ng commensurate with the statenents of politicians or with what
they feel is necessary for proper park managenment. Apparently, no
funds fromthe national treasury have gone into NKM\P.

Support at the regional | evel receivedslightly better revi ews.
CORDECRUZ supports t he park publicly and has provi ded funds t o devel op
i nfrastructure and pay sal ari es of CERCONA personnel. However, the
enm ty that has devel oped between FAN and the forner director of
CERCONA has | eft FAN personnel feeling abandoned by the regional
authority, and the difficulty that CERCONA guar ds have experienced in
mai nt ai ni ng equi pment, obtaining uniforns, and participating in
t rai ni ng has engender ed sone questi on of CORDECRUZ' s conmitnent tothe
park. In addition, governnment support was not regarded as dependabl e,
as theentirepolitical structure (andits policies) can change with an
el ecti on.

Per sonnel expressing an opi nion on the degree of | ocal support
i ndi cated that | ocal comunities, where FAN and CERCONA do busi ness or
have of fi ces, are supportive of the park and are grateful for the | ocal
busi ness and enpl oyment opportunities it generates.
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There i s a cl ear need for verbal support by governnent officials
to be translated into tangi ble signs of a real commtnent. The
i npl ement ors of park policy--the personnel inthe park canps--depend on
| ogi stical support, site visits by their superiors, training
opportunities for personal inproverment, and i nteraction w t h managenent
pl anners | eading to col | aborationin park policy to nmaintain noral e and
to continue to go about their work responsibly and with conm t ment.

15. Local Participation

Al t hough no | ocal park advi sory conmittee presently exists, a
mechani smi s in place which could provide local participationin park
managenent deci sions. All of the Bolivian towns near the park are
| ocated i n San I gnaci o Provi nce of the Santa Cruz Departnment. The
Cvic Conmttee of Sanlgnaciois afull menber of the CERCONA Boar d of
Directors. Piso Firme, anearby town of sonme 80 fanmi |ies, appearsto
be a park supporter according tointervi ewees, because of enpl oynent
and of a guest house constructed there. CERCONA has hel d sem nars in
Piso Firne to becone sensitizedto regional problens, andto sensitize
| ocal popul ations to the special circunstances of the NKMNP. About two
dozen fam lies, mainly hunters and rubber tappers al ong the Itenez
Ri ver, have | eft the park and noved across to the Brazilian side of the
river. FANassertion of authority over the Brazilians in Pinmentiera
seens at best marginally | egal. For exanpl e, a naj or concern expressed
during a visit to that town was whet her or not FAN guards would
aut hori ze their Annual Beach Festival, held on the Bolivian si de of the
river. This, regardless of whether or not appropriate, does not
engender | ocal participationin a positive way. There exists what
m ght be perceived as a potential conflict of interest because i ncone
generated by t he Festival m ght be diverted fromFANfacilities, it
woul d be better to have of ficial governnent representatives of CERCONA
maki ng such determ nations.

16. Benefits to Local People

Nearly all park personnel are hired from the Santa Cruz
Departnent. Fewof the guards, however, are fromconmuniti es bordering
the park. However, |ocal communities appear to benefit fromthe
increaseintourist trade, theincrease in business associatedw th
novement s of park personnel, and t he purchase of goods and servi ces.
Local communities do not appear to suffer fromthe presence of the
park, with the exceptionthat Pinmentierais nolonger allowedto do
commercial fishingintheriver. FANcomonly hires | aborers from
Pi mentiera, the nearby community in Brazil, and al so purchases food and
fuel there. When | arge shi pnments of food becone avail abl e in Santa
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Cruz (as through PL 480), CERCONAw || truck and boat the foodtoits
sites, going around the north end of the park; otherw se, CERCONA
of ficials report that provisions have been made for park guards to
pur chase food | ocal | y (but see equi pnent, bel ow). CERCONA guards have
transportedill individuals in CERCONA boats and trucks, and CERCONA
mai ntai n enpl oyees in Saint Ignacio and Piso Firne.

I n general, | ocal communities appear to benefit at least alittle
frompark activities. Thisis aconmponent that coul d be strengt hened
with beneficial, long-termeffects for the park.

17. Budget

The | ocal | y provi ded budget for 1993, gi ven t o CERCONA t hr ough
CORDECRUZ, i s about US$ 138, 000. This is usedto support personnel in
Santa Cruz, San | gnaci o de Vel asquez, and enpl oyees at vari ous guard
stations throughout the park. It also covers travel and per diem
rental s, phone, light, insurance, maintenance of three vehicles,
gasoline, and buildingrepairs. It iswrthnotingthat the Senate
Comm ssi on report characterized t he CERCONA budget as bei ng nearly hal f
spent inmaintainingthedistant offices in Santa G uz and San | gnaci o,
with only 50%of the funds actual | y reachi ng the park. These, inturn,
must be spread over the approxi mately 90%of the park area directly
adm ni st ered by CERCONA. (An earlier tranche of about US$ 110, 000 was
provi ded for construction of CERCONA guard canps at Los Fierros,
Mangabal i t o and Pauser na, through PL 480, i n cooperation w th USAI D.
These funds also were utilized to equip the canps with radios,
refrigerators, stoves, boats, gloves and hard hats.)

The FAN budget for 1993 is on the order of US$ 100, 000. Thisis
primarily usedto support the base canps at Fl or de Oro and t he Mout h
of the Pauserna River. These two areas account for about 10%of the
| and area of the park. This budget incl ude sone noneys fromUSAI D and
The Nat ure Conservancy t hrough the Parks in Peril Program Under the
Enterprise for the Anericas Initiative, an additional US$ 50,000 i s
going to FANto support the herbariumwork of TimKillean, with the
M ssouri Botani cal Garden. USAI D/ Bolivi a has provi ded a grant to The
Nat ur e Conservancy for short termtechni cal assistance, al so handl ed
t hr ough FAN.

18. Mai nt enance

The situationis veryclear: facilities and equi prent nai nt ai ned
by FAN are nmai nt ai ned very wel |, and t hose mai nt ai ned by CERCONA ar e
mai nt ai ned very poorly. At three CERCONAsites, we w tnessed as out -
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of -service with no schedul ed date of repair three boats, one water
punp, and one generator (which left its associ ated wat er punp br oken).
At one CERCONA site, we were askedto fly out the water punp because
wi th t he boat out of service, there was no way to get the punp to shop.
On five CERCONA guards, we sawt he fol |l owi ng evi dence of uniforns: two
hats, one shirt, and one pair of pants. At two FANsites, we sawt hree
wor ki ng boats and uniforns for all guards. At Flor de Oro, all the
facilities appeared to be working.

Poor mai nt enance of facilities | eaves park personnel isol ated, and
per si st ent mechani cal probl ens erode noral e. The CERCONA guar ds we saw
were visibly pleasedto seetheInterimbD rector present at theresites
and concerned about there situations.

19. Personnel

CERCONA present |y has 14 park guards, 2 secretaries, 1 accountant,
and the Director, for a total of 18 individuals. The nunber of
enpl oyees was consi der ed i nadequat e by many of t he persons intervi ewed.
Because of therel atively harsh environnent, safety precauti ons woul d
require a mni mnumof three guards per existing station. This would
permt two to patrol together, having a backupin case oneisinjured
or equi pnent fails. The other would maintain the canp and radio
contact. Infrequent short training courses have been held. The
present Director considers his staff nmenber opinions to be very
i nportant.

FANcurrently has a staff of 10 peopleinthe park, including6
guar ds and a cook. FAN has organi zed trai ni ng courses for these and
ot her park guards during the past two years, and has sent at | east one
person (the Director of Amboro NP) to a Spani sh-1anguage W | dl ands
Trai ning Course held annually at Col orado State University.

20. Equi pnent

CERCONA:  Vehicles, 3 (Santa CGruz, Los Fierros, Piso Firne); boats
6 (3 launches, 11| arge boat, 2 outboards [out of service]); airstrips
at Mangabal ito and Fl ori da; housing at all sites (that observed at Los
Fi erros, Mangabal i to, and Pauser na was confortabl e and servi ceabl e),
uni fornms, ? (nost are apparently ol d, worn out, and/ or di scarded),
radi os working at every site, and first aid kits unknown (but not
present at Los Fierros). Los Fierros guards commented that a
notorcycle would facilitate there activities.

FAN. boats, 3| aunches observed at two sites; airstrip at Flor
de Oro; very commodi ous housi ng for personnel and tourists at Fl or de
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Oro, and housing conparable to that of CERCONA sites at Boca de
Pauserna; uniforns for guards; working radi os at both canps; first aid
kits with anti-venin present at both canps.

No one chall enges the fact that FAN is better equi pped and
mai nt ai ned t han CERCONA.  Securi ng fundi ng for equi prent, and effi ci ent
conversion of the funding into equipnment, is a skill at which FAN
excels, and which can be turned to benefit throughout the park.

21. Role of External Support

| ndi vi dual s i ntervi ewed general |y bel i eved t hat ext ernal support
wi || be necessary for the next five years or soto get thepark fully
staffed and operational. They recognize the dangers inherent in
dependency creat ed by out si de fundi ng sources, as wel | as possi bl e
noral obligations also involved. One interviewee indicated that
condi tions attached t o out si de fundi ng sources can be real | y hel pful by
bri ngi ng probl ens needi ng i medi ate resolutiontothe attention of the
national governnent. Nearly all agreed, though, that inthelongterm
t he Government of Bolivia w |l need to bear the responsibility for
managenent and adm nistration of the NKMNP. Once an adequate
infrastructure is in place, though, sone of the park costs may be
of fset by reinvesting nonies earned t hrough such things as nature
tourismand certain user fees.

One potentially good sign for the future of NKMNPis the fact that
it has beenidentifiedas one of ninepriority Bolivian protected areas
bei ng consi dered by the authorities of the National Environnental Fund
( FONAMA) under t he Bi odi versity Conservation Project. FONAMA handl es
nost out si de fundi ng sources such as those com ng fromdebt swaps, the
A obal Environnental Facility, and bilateral aid m ssions. FONAMA I s
presently establishingafund, with aprincipleinvestnent of sone US$
35 mllion. Interest and investnment gains fromthat fund wll
potentially beusedtowrkwthall institutionsinvolvedwth park
managemnment .

22. Oversight

I n general, FANhas a very strong adm ni strative presence at its
sites, and CERCONA has a very weak adm nistrative presence at its
sites. FANenpl oyees are gui ded by weekly activity plans, which are
devel oped by t he guards t hensel ves, and cl eared or nodified by the
Santa Cruz of fice. FANactivities are planned wit hin a nont hly budget
originatinginthe Santa Cruz office. Althoughthe systemdoes not
nest managenment activities within the context of nmore long-term
pl anni ng, the systemdoes involve all |evels in park managenent,
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provi di ng for a systemenli ghtened by on-the-ground experi ence and f or
obvi ous benefits to norale.

Per haps CERCONA' s strongest acconpl i shnent i s the constructi on and
outfitting of 4 canps, and nmai ntai ni ng a presence of 14 guards inthe
canps. However, oversi ght has been m ni mal, and guards do not have any
sort of guidance froma plan related to park policy. Although this
pl aces t he guards in the position of decidinglargely for thensel ves
what activities shouldfill every day, it does not gi ve theminput into
| ong-term planning that will acconplish the goals of park managenent.

SYNTHESI S OF MANAGEMENT EFFECTI VENESS

Proper managenent of NKMNP wi | | require a cooperative effort that
makes t he best use of each organization's strengths, and martials
support to conpensate for respecti ve weaknesses. To date, the main
institutions involvedin managenent of NKMNP have been CERCONA and FAN.
Bel ow are described the strengths and weaknesses of these two
organi zations i nthe context of managenent of the park. Sone of these
qualities are properties of the particular institutions. However, sone
are properties of any NGO or any governnent entity, and shoul d be
consi dered i n reorgani zati ons of park managenent structure that nmay be
i mpl emented in the future.

CERCONA has been very successful in establishingapresenceinthe
par k, thereby sendi ng a nessage t o t hose who woul d expl oit resources
there that NKMNP is a protected area. CERCONA has built adequate
housi ng and has kept it staffed with park guards, and it has nmarked t he
par k boundari es i n nost pl aces wher e obvi ous physi cal boundaries are
not present. Beds for visitors are available in its canps, and
al though the facilities woul d not be plushevenif fully functional,
t hey are confortabl e and nay serve to make t he park accessibleto a
br oad econom ¢ spectrumof visitors, including many Bol i vi ans for whom
a stay at Fl or de Oro woul d be too expensive. Through its Board of
D rectors, CERCONA has established a structure for securing gui dance on
par k managenent fromrel evant authorities. This includes the presence
on t he Board of arepresentative of the G vic Community of San | gnaci o,
whi ch represents conmuni ties around t he park. Finally, CERCONA, as an
institution appointed by CORDECRUZ expressly for the purpose of
managi ng t he park, isinathe best positiontorepresent the policies
of SENMA and CORDECRUZ and to enforce park rules and regul ati ons.

CERCONA has not denonstrated a capacity for a nunber of aspects
of park managenent. Sone of this coul d change under the i nfl uence of
CERCONA' s newdirector, but it isstill necessarytoidentifythese
institutional weaknesses so that they can be targeted for inprovenent.
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Al t hough guard st ati ons have been manned, t hey have not been adequat el y
mai nt ai ned, and guards have not recei ved adequat e support or traini ng.
CERCONA guar ds have not been able to performw de-rangi ng patrol
duties. Short-termpl anni ng has not spokento thelong-termgoal s of
par k managenent, and park guards are wi t hout sufficient gui dance.
CERCONA has not engaged i n any fundrai sing activities that we were abl e
to di scover, and this has beencriticizedat many | evels. Finally,
coordi nati on of activities with FANhas not been sufficient to nmake
best use of the experience and capacity avail able there.

FAN has becone a fairly high-profil e recipient of international
funding, and it excels at fundrai sing activities. FANplaces a strong
enphasi s on the val ue of nature tourism and it apparently has a good
feeling for appropriate subjects for environnental educati on and nature
interpretation. FANorganizes frequent trainingfor its staff and
makes t hema part of planning for site managenent. Throughits fund-
rai sing activities, FANhas secured sufficient resources toinprove and
mai ntai ninexcellent conditionits facilities and equi pnent. FAN has
encouraged i ts guards to performenforcenent duti es sancti oned by CDF,
and has identified incursions into the park by | oggers.

FANi s not an appropri ate enforcer of governnent policy i n NKVNP.
Al though it has assuned this responsibility wththe authority of CDF,
inthelongtermit will not be possible for FANto avoi d at | east an
appear ance of conflict of interest ininterpretation and enforcenent of
park regul ations. Also, because FAN has not be nmade a part of a
gover nnment pl anni ng process, its activities, although well-organi zed,
have not been part of along-termplan for managenent of NKMNP. FAN,
t oo, has not coordinatedits activities sufficiently w th governnent
agenci es involved in NKMNP and Amboro NP.

MANAGEMENT ALTERNATI VES

The adm ni strative organi zati ons under whi ch nati onal parks are
managed vary fromcountry to country. Some countries have retainedthe
sane basic pattern for many years while others change patterns
frequently, adaptingto evolving circunstances. No standard nodel
exi sts. Each nation, withits own cultural adaptations, andits own
particul ar constraints, nust seek its own "correct” solution. No one
is necessarily right or wong.

Several possi bl e options were consi dered for NKMNP, and four are
di scussed bel owwi th consi derati on of sone of their possibl e advant ages
and di sadvantages. The options are derived from w de ranging
di scussions duringtheinterviews. Very fewpersons advocated the nore
extrene al ternatives, al though strong feelings were evident for both.
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The options considered were: (1) No change, (2) Government Focus
Option, (3) NGO Focus Option, and (4) Governnent/ NGO Cooperati on
Opti on.

1. No Change

Advant ages

No change woul d be the | east di sruptive way to conti nue
managenent of t he NKMNP. Respective rol es of CERCONA and
FAN woul d conti nue i n pl ace, and enpl oyees woul d not note
significant changes inthe way they currently performtheir
t asks.

Di sadvant ages

The NKMNP woul d i ncreasi ngly be percei ved as two di stinct
parks wi th probable growing disparity between the
facilities, equi pnent, and responsibilities of CERCONA and
FAN. Conflicts over park managenent woul d | i kely i ntensify.
The park, as part of the Bolivian national patrinony, could
be put at ri sk because of i ncreasing focus ononly certain
aspects of park managenent and at only certain sites.

2. Governnment Focus Option

Advant ages

Gving the entire responsibility for mnagenent and
adm ni strati on of the NKMNP t o CERCONA woul d be i n keepi ng
with aprimry obligation of agovernment authority to serve
as a guardi an of national patrinmony. Appropriateness of | aw
enforcenment functions and resource protecti on woul d be
unquesti onabl e.

Di sadvant ages

Loss of asignificant role for FANin the NKMNP woul d nean
| oss of a highly notivated and efficient collaborator. The
ability of the governnental authorities to naintain adequate
budget s needed f or t he ongoi ng managenent and devel oprent of
t he park has not been denonstrated by past actions.

3. NGO Focus Option

Advant ages

Gving the entire responsibility for managenment and
adm ni stration of the NKMN\Pto FANwoul d probably result in
i mmedi ate, short term increases in infrastructure,

especially inthose areas of the park where nature tourism
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has greatest potential. FAN s provenrecordinattracting
fundi ng, building and maintaining facilities, and keepi ng
equi pment operational, has clearly made it stand out from
CERCONA. Even t hough FAN has only been activel y responsi bl e
for about 10%of the | and area of the park, that is the nost

hi ghly visible portion. The well run and functi onal

conditions inFlor de Oro can readily suggest to the casual

observer that FANwoul d be t he best managenent entity for

t he park.

Di sadvant ages

Bolivian legislationclearly indicates that national parks
are to be representative sanpl es of the nati onal patrinony.
The  ong termcare of this natural heritage, i nthe Review
Team s opi nion, does not bel ong under the control of a
private sector NGO, Priorities andindividualsinaN3are
l'i kel y to change even nore rapi dl y t han gover nment agenci es.
An NGO, such as FAN, may have specialized skills or
interests, such as nature tourism which could lead to
devel opnent of that facet of a park, at the expense of
ot hers.

4. Governnment/ NGO Cooperation Option

Advant ages

Cl osel y | i nki ng a gover nnent managenent authority for the
NKMNP wi t h an active and vi abl e NGO of fers the potenti al of
bringi ng the advant ages of each to t he good of t he park.
Nat i onal government i nterests, on behal f of Bolivian society
as a whol e, are not conpronm sed. At the sanme tine, the
flexibility and special talents of the NGO can be
productively brought to bear on park needs. Wil e this nmay
i ncl ude t he NGO pl ayi ng somrewhat of a "wat chdog" rol e over
t he governnent agency, it al soincludes the opportunity for
an i ndependent entity to | obby on behal f of that agency for
annual budget appropriations.

Di sadvant ages

The di sadvant ages i nherent with either opti on focusi ng on
just the government or the NGO tend to be mtigated by
bui I di ng on t he strengt hs of each. One di sadvant age of this
option is its dependence on personalities in both
organi zations to productively work together. In addition,
it is nore conplex than a single nmanagenent entity, and
therefore requires clearly specified roles for each.
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| n the Revi ew Team s opi ni on, the nost vi abl e optionis nunber 4,
a variation of the present situation, but wwth nore clearly specified
functional roles for eachentity (see Recomendations). This w ||
al | owmaxi m zati on of the capacity that each entity has to offer, and
wi Il provide for appropriate, national stewardship of the patrinony of
NKMNP. The majority of the persons interviewed al so believedinthe
probabl e success of the fourth option. And, noreinportantly, they
indicated a willingness to make it work.

RECOMVENDATI ONS

1. The Role of Central and Regi onal Governnent Authorities: The
primary responsibility for adm ni strati on and managenent of NKMNP
shouldrest withthe GOB authorities incharge of parks and protected
ar eas.

a. Tothe extent that Bolivia s policy of decentralization of
governnent activities requires regionalization of authority for
adm ni stration and managenment of NKM\P, this responsibility shoul d
be vested in a regional park authority gui ded by, and acti ng
wi thin, the policies of the Nati onal Envi ronnmental Secretari at
(SENMA) . Presence of a park authority will assurethat thereis
one, clearly-recognized head of park adm nistration and
managenent. To date, the regional park authority has been
CERCONA, and it i s recomrended t hat CERCONA, or a CERCONA- i ke
entity, fill the role of park authority for NKVNP. It is
recommrended t hat t he regi onal park authority have a D rect or whose
primary responsibility is managenent of the park through
i mpl ement ati on of policies and directives of a Board of Directors,
actingwithinthe policies of SENVA. | n keeping wth the findings
of the February 1993 fi ndi ngs of the Bolivi an Senat e Conmi ssi on
on Ecol ogy and Envi ronnment, the regi onal park authority Director
shoul d striveto focus at | east 75%of t he annual budget of NKIMNP
onwork inthe park itself as opposedto the current 50%goi ng to
the offices and personnel in Santa Cruz and San | gnaci o.

b. Park managenent attri butes that shoul d bel ong to t he regi onal
authority for NKMNP managenent and adm nistration include:

i Responsi bility for a general managenent pl an f or NKMNP
devel oped i n cooperation with t he CORDECRUZ Depart nent of
Nat ur al Resources, incl udi ng zoni ng and devel opnent of all
managenent functions;

ii. Natural resource protection functions for entire park,
i ncl udi ng enf orcenent of regul ati ons governi ng | egal uses of
t he park, certification of park guards, and mai nt enance of
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park guard facilities and infrastructure;

iii. Oversight and approval of all park activities;
V. Ivanagerrent of natural resources of NKM\P;

V. Moni tori ng of natural resources and of the effects of
par k prograns desi gned to i npl enent park policies andthe
par k managenment pl an.

c. The Board of Directors of the regional authority for NKMNP
shoul d be constituted based on t he experi ences of CERCONA. Thi s
proposed restructuring would help inmplenent a primry
recommendati on of the 1993 Senate Comm ssion Report, which
suggested i medi ate actiontorestructure the Board. It shoul d
i nclude representatives of the foll owi ng bodies, at |east:

. CDF (non-voting menber)

ii. The Civic Association of Saint Ilgnacio (which
represents conmmunities bordering the park);

iii. Fundacion Am gos de |l a Naturaleza (FAN);

iv. CORDECRUZ;

V. CODEMA and/ or SEDEMA

vi. FONAMA
vii. Oher entities with relevant exertise or
i nterest.

It i s recommended t hat CDF be present only as a non-voti ng nmenber;

because CDF derives inconme fromconcessions in the land it

controls, thereis the potential for conflict of interest between
CDF' s forest managenent obj ectives and nati onal conservation
obj ectives inportant in NKMNP. At the sane time, interaction
bet ween t he CDF and t he regi onal park authority is anti ci pated,

and coordinationw || be valuable, paricularly asit relatesto
buffer zones around the park. It is suggested that a
representative fromCCODEVA or SEDENVA chair the Board of Directors,

as t he mandat e of these bodi es is nore consistent withthe goal

of preservation within the park than that of the fornmer

i nstitutional chair, CORDECRUZ. The presence of the Santa Cruz
Mayor's O fice and Zoo on t he Board may be unnecessary, especially
consideringitsrelativelack of participation at Board neeti ngs
during the past year.

d. The Director of the regional park authority shoul d:

. Provi de yearly progress reports to the Board.

ii. Prepare yearly operational plans for Board approval.

iii. I'mplenent directives and policies of the Board.
iv. Supervise park guards and park activities.

22



V. Solicit and coordi nate feedback frompark personnel ,
and incorporateit intoyearly operational plans toinprove
par k managenment.

2. N& lnvolvenent: Responsibility for certain aspects of
managenent of nati onal parks in Santa Cruz Departnent, and probably
others in Bolivia, should be vested in formal, fixed-term and
renewabl e agreements with appropriate NGOs.

a. Inthe case of NKMNP, FAN has undeni abl y val uabl e experi ence
and shoul d participate i n park managenent withinthe policies and
directives of the regional park authority and SENMA.

b. For NKIMNP, responsibilities that shoul d be vested in FAN, and
for which FAN has a denonstrated capacity, are:

i Devel opnent of a vi sitor use program incl udi ng nature
touri smactivities. These shoul d be devel oped i n accor dance
wi t h a general park managenent pl an and i n cooperationwth
the GOB aut horities incharge of parks and protected ar eas,
whose | ocal representativeis theregional park authority.
In keepingwithits status as a non-profit organi zati on,
profits derived fromFAN s nature-touri smactivities would
be appropriately invested (i n descendi ng order of priority)
in maintenance of FAN tourist facilities; NKM\P
infrastructure, includingthat needed for priority sites
whi ch may present |y be unassoci ated wi t h FAN (radi os, boats,
generators, park airplane,vehicles , etc.); community
devel opnent around the NKMNP ; and other Bolivian parks.
ii. Environmental education for | ocal communities, school
groups, and ot her Boliviancitizens, and park interpretation
for visitors.

iii. Trainingof park authoritiesin cooperationwththe
regi onal park authority and SENVA. This would include
periodic training courses for all park guards and
adm ni strators and | ess formal training pertinent toissues
that arise in the course of park managenent.

V. Fundrai sing for special projects, including (as
appropriate) those falling under the responsibility of the
regi onal park authority, those that are a col | aborati on of
t he regi onal park authority and FAN or ot her NGOs, and t hose
that fall under the responsibility of FAN.

3. Concept of One Park: Above all, the concept of one park,
gui ded by a si ngl e governnent authority acting wi thinthe provisions of
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national |aws and regul ati ons, and maki ng use of all resources
available toit, including national and i nternati onal NGOs, | ocal
comuni ties, universities, andinternational donors shoul d be fostered
and reinforced. Specific recomendations pertinent to this goal
i ncl ude:

. Upgr adi ng park guard facilities currently nai ntai ned by
CERCONA to a |l evel of parity anong sites, insuring an
appropriate | evel of confort and safety for park guards, and
fully supporting the responsibilities of their enpl oynent.
Whi l e current housing facilities in CERCONAsites are judged
adequate, provision of boats, notors, water punps,
generators, wuniforms, and inproved provisions for
mai nt enance of these itens, is inperative.

ii. Once sites have been inproved as suggested in (i)
above, rotation of park guards through the different park
facilities will insure a sense of equality among guards.
iii. Ongoingtrainingactivities for all park guards as a
cooperative effort anmong all participants in park
adm ni stration, especiallythe regional park authority and
FAN.

iv. Enunciationof theresponsibilities of different park
personnel, with cl ear expl anati on of howdifferent positions
aretofacilitate and support each other. Inparticular, it
i s strongly recommended t hat only t hose par k guards who are
enpl oyees of the regi onal park authority be vested wth the
responsi bility of enforcing park policy and policingthe
par k, and of managi ng park resources intheinterest of the
peopl e of Bolivia. Park guards who are enpl oyees of the
regi onal park authority shoul d share wi t h personnel enpl oyed
by FANthe responsibility for environnmental education and
park i nterpretati on. Governnent guards should rely on FAN
personnel for support intheir responsibilities, especially
i n environnental education and interpretation, and FAN
personnel should rely on governnment guards for support in
their activities, especially whereinterpretation of park
policy is an issue.

4. Training: The inmportance of ongoing training of park
personnel cannot be understated. Trainingcreates and naintainsin
park personnel the ability to function properly as stewards of
Bolivia s natural heritage. It al so boosts noral e by rei nforcing each
enpl oyee's position as an integral and valuable part of park
managenent . In addition to training courses offered by FAN
i nternational training courses nmay provi de i nportant experiences for
key personnel . A nunber of international training opportunities exist,
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i ncl udi ng t hose at CATI E (Tropi cal Agrononic Center for Research and
Educati on (CATIE) in Costa R ca, the O ganization for Tropical Studies
(OrS) inCostaRica, thelnternational Institute for Tropical Forestry
(I''TF) in Puerto Rico, and degree training at universities. In
particul ar, GOB shoul d consi der sending a representative to the annual
W | dl and Managenent Trai ni ng Course, held (i n Spani sh) at Col orado
State University in Fort Collins, Coloradoin 1993, to acconpany t he
i ndi vi dual bei ng sent by FAN. Trai ni ng t hrough such courses m ght be
an appropri ate opportunity t hrough t he soon to be | aunched " Sust ai nabl e
Forestry Managenent Project"” of USAID.

5. Cooperation with International Donors, National and
International NG, and QG her Institutions: The GOB shoul d be ready to
interact with many i nstitutions to obtain the best park managenent.
The gover nment nust be prepared t o gener at e adequat e resources to fund
activitiesfallingunder itsresponsibilities. Tothe extent that
financial resources may proveto belimting, collaboration with other
institutions to obtainfunds, | everage funds, or conpl enent activities
i s highly recommended. Even when | evel s of fundi ng appear adequate, it
i s recomrended t hat opportunities be sought to cooperate w th ot her
institutions to avoid overlap andincrease efficiency. Possibilities
i ncl ude:

a. Cooperationw th FAN, whi ch has proven ability in generating
i nternational funding, togenerate funds for site inprovenent,
etc.

b. Cooperation between CDF and | BAMA, the Brazilianinstitution
i n charge of natural resources, to nmanage and conserve resour ces
on the national border with Brazil. Astarting point for this
cooperati on coul d be | BAVA' s ongoi ngwork inturtle conservation,
inthe area of NKMNP, and it m ght be expanded to joint patrols
al ong t he common i nternati onal border tocontrol illegal |ogging.

c. Cooperation between FAN and FUNATURA, a sonewhat conpar abl e
Brazilian NGO, could be a natural conplenment to the
i ntergovernnental cooperation envisioned above.

d. Cooperationwth !l ocal comunities, including enploying]local
citizens, both Bolivian and Brazilian, for short-termwork inthe
park. It is especiallyinportant tofoster a presence of park
per sonnel in nearby Brazilian comrunities through the purchase of
equi pnment and supplies, to engender support of the park anong
t hese conmunities.

e. Researchinthe park will be of two ki nds, basic and appli ed,
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i mpl ement ed by researchers operating with external funds or with
funds fromthe GOB. Interaction and cooperation w th researchers
isvital to mnagenent of bi ol ogi cal resources inthe park, and
the GOB shoul d be ready to draw on the experiences of NGOs,
uni versities, and other institutions for advice in this area.
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APPENDI X 2
QUESTI ONNAI RE

Wet t er ber g/ Ri eger
Bolivia May 1-13, 1993

EVALUATI ON OF ADM NI STRATI ON AND MANAGEMENT EFFECTI VENESS
Noel Kempff Mercado Nati onal Park

| ndi vi dual I ntervi ewed: Dat e:
| nstitution/Organization: Locati on:

1. MANAGEMENT OBJECTI VES (OBJETI VOS DE MANEJO DEL AREA)

Wittenin establishnent | awor managenent pl an? Wy does NKMNP exi st ?
s there astrategy statenent? Howdo activities reflect the strategy?
Annual work plans?

2. LEG SLATI ON (LEG SLACI ON)

Nati onal |aw, Decree? Regulations? Enforced evenly? Special
Ssituations regarding regul ati ons?

3. RESOURCE | NFORVMATI ON (| NFORMACI ON EN CUANTO A LOS RECURSOS)

| nventories of mammals, birds, plants, invertebrates? Maps of
veget ati on, geol ogy, soils, topography? dimatic data? Hydrol ogi cal
data? Aerial photos? Bibliography?

4. ECOLOG CAL | NFORMATI ON (I NFORMACI ON ECOLOG CA)

Wl dlife popul ati on dynam cs, speci es status and trends, predator-prey
rel ati onshi ps, disease, succession, fire history and effects.

5. WATERSHED MANAGEMENT ( MANEJO DE CUENCAS HI DROGRAFI CAS)

Par k protect watersheds i nportant for drinking, irrigation, flood
control, fisheries? Levels of mani pul ati on t hrough channeli zati on,
check dans or others.

6. GENETI C RESOURCES ( RECURSOS GENETI COS)

Pl ants or ani nal s of known nmedi ci nal val ue? Does their existence
af f ect managenent deci sions?



7. MANAGEMENT PLAN ZONI NG ( PLAN DE MANEJCQ ZONI FI CACI ON)
Approved Park Managenent Pl an? Being inplenented? Not needed?
8. BOUNDARI ES (LI M TES DEL PARQUE)

Physically or narratively defined? Just in key areas? Needed?
Ecologically sufficient relative to species ranges, watersheds?

9. RESOURCE PROTECTI ON ( PROTECI ON DE LOS RECURSQS)
Expl oi tati on? Grazing, |ogging, animl poaching?
10. RESEARCH (I NVESTI GACI ON)

Basi ¢ and applied which contri bute to managenent needs? Use fees?
Facilities?

11. FORMAL EDUCATI ONAL USE (USO PARA EDUCACI ON FORNMAL)

Facilities for |ocal/national educational institutions? Incentives?
12. |1 NFORMAL EDUCATI ON ( USOS EDUCACI ONALES | NFORMALES)

Brochures, maps, trails, guides, visitor centers?

13. TOURI SM ( TURI SMO)

Facilities adequate or needed? Transportation to Park?

14. POLI TI CAL SUPPORT ( APOYO POLI TI CO)

Central Government committed? Regional, |ocal support?

15. LOCAL PARTI CI PATI ON ( PARTI Cl PACI ON LOCAL)

Local advi sory conmittee? Mechani sns for using |l ocal reconmendati ons
and dealing with disputes?

16. BENEFI TS TO LOCAL PEOPLE (BENEFI Cl OS A GENTE LOCAL)
Enpl oyed as gui des, park guards? Local econony inproved by Park?
17. BUDGET ( PRESUPUESTO)

Sufficient toattain objectives? Locally provided or dependent on
out si de sources?



18. MAI NTENANCE ( MANUTENCI ON)

Equi pment, facilities?

19. PERSONNEL ( PERSONAL DEL QUADRO)

Sufficient nunber? Adequately trained? Feedback nechani sns to Park
managenent based on their experiences? Incentives?

Admi ni stration stands behind staff?

20. EQUI PMENT ( EQUI PAMENTO)

Vehi cl es, boats, airstrips, housing, unifornms, radios, first aid?

21. ROLE OF EXTERNAL SUPPORT (PAPEL DE APOYO EXTERNO)

Request ed or needed? Long terminplications for autonony of Bolivian
Par k managenent ?

22. OVERSI GHT (PAPEL DE LA OFI Cl NA NACI ONAL)

Checks and bal ances t o nake sure activities acconplish intended goal s?
Use of staff in problem solving and deci si on maki ng?

COMMENTS ( COVENTARI OS)



APPENDI X 3
PERSONS CONTACTED

A. USAI D
Dr. M chael Yates

Nat ural Resources Advi sor
Ing. Jorge Calvo, Environnental Specialist
W I liamBaucom Director, Ofice of Agriculture and Rura

Devel opment

B. U S. Peace Corps
Di ane Hi bino, Director of Progranm ng and
Tr ai ni ng
Al i ce Wods, Peace Corps Vol unteer, NKM\P

C. Bolivian Governnent Authorities

SENMA (National Environmental Secretariat)
Dr. Mario Baudoin, Director

CORDECRUZ ( Cor poracion de Desarroll o de Santa Cruz)
I ng. Jai me Suarez Mendez, Director of Unit of Pl anning

and Projects”

CERCONA
Est eban Cardona, InterimDirector”
Nestor Rui z | banez, former Director”
Carl| os Rober Sanchez, Park Guard’
| gnaci o Gonez Pena, Park Guard’

CENTRO DE DESARROLLO FORESTAL ( CDF)
I ng. For. Maxinmo Vera Maza, Chief, Departnment of

Forests”
D. Bolivian Non-Governnental Organizations

FAN (Fundaci on Anmi gos de | a Natural eza)
Her mes Justi ni ano Suar ez, Executive
Director”
Abel Castillo
Jesus Antel o Roman, Guardeparque Flor de O 0"

Arturo Figueroa, Guardeparque Flor de Oro"
Armando Pena Vacdi ez, Guardeparque Flor de Oro’
Roger Gonez Parada, Guardeparque Flor de Oro”

FONANMA
Carl os Arce, Acting Director of Enterprise for the

Ameri cas



Dr. Curry, GEF biodiversity project

PL 480
Lui s Jordan, Technical Director
Carlos Miurillo
Juan Carl o Rodriguez

UNI VERSI DAD GABRI EL RENE MORENO
Dr. Al fredo Perez’
Dr. Alberto Vazquez E.°

ESTANCI AS EL CARMEN
Dr. Alberto Vazquez E., Gerente General”

E. Ohers

M SSOURI BOTANI CAL GARDEN
Dr. Tinothy Killeen

UNI VERSI TY OF CALI FORNI A, DAVI S
Dr. Scott Gardner, Departnment of Nematol ogy

UNI VERSI TY OF NEW MEXI CO
Dr. Terry Yates, Departnent of Biol ogy

W LDLI FE CONSERVATI ON SOCI ETY
Dr. Andrew Taber, Pigs and Peccari es
Specilist Goup | UCN SSC

| NDEPENDENT CONSULTANTS
Hernan Torres, consultant to The Nature Conservancy

" I ndi cat es i ndi vi dual s who were asked to respond to t he questi onnaire.



