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Executive Summary

This report reviews the background requirements for the Final Evaluation of the project
"Removing Barriers to Sustainability of the Protected Aseas System of Costa Rica”.

This analytical work cannot but start frorn the beginning, which is precisely when discussion
began on the problems of SINAC and its great responsibilities, blurring the dream of change, in
early 2004. More than a decade has gone by, and understanding the whole process has been a
very interesting and important experience that means a great responsibility to properly frame
evaluation criteria within this context.

Fortunately, evaluators in this stage of the project had the experience as they had carried out a
Mid-tern Review in 2012, which allowed having prior understanding of the extent of relations
and objectives pursued, in addition to the impertance of the project for the country.

Despite having this impartant previous knowledge of the different stakeholders and objectives of
the project, during this evaluation, special effort had to be made to gauge and assess in frue
perspective the project outcames as required by the terms of reference.” But we alsa tried to go
well beyond by considering the importance of the work of SINAC and the great hazards
diagnosed in the PRODOC, which gave meaning ‘o the Project: The hazards of viability of long-
term sustainability of Protected Areas (PA) in Costa Rica.

Again, we perform the historical review of the design and development of the project so as to
have the propased change as a reference, which is, in simple terms, the dream there was when
discussions first started in 2004.

We reviewed all the relevant documents produced by and for the Project, the context analysis of
the situation of the country in each of the peripds, and the more than 100 interviews that were
held with various stakeholders. This was done in two missions between the months of
December 2014 and January 2015.2

To go over what happened to SINAC institutionally and to its various officers in their past and
present tasks has been a very interesting and valuable experience that has provided us with
important insights that we hope to have managed in order to adequately express them in this
document, so as to serve as a more effective contribution to the pathway of changes and
transformations with which the institution and its employees are committed.

For anyane who has worked in an institution the size of SINAC, which has permanent activity
throughout the country, with over 1,300 employees, protecting 11 conservatian areas, and that
is concerned about the biological diversity of 160 Protected Areas (lemestrial and
marine/coastal), with a mandate to develop a decentralized and participatory management, it is
clear that changing the intemal erganizational culture is not a simple or quick task. Therefore, in
our opinion, this parficular evaluation requires to pemnanently observe not only the outcomes
but also to try to discover if they reflect the internal change processes that allow projecting the
effacts in the medium or long terms.

Therefore, we invite you to take a look not enly at the autcomes obtained as if it were a picture
taken in January 2015, but also, and what we find much mare interesting, we believe that we
must iry to understand whether these outcomes and the evolution of the achievements of the
project reflect or not structural changes, or allow defecting that there are conditions and

Sce Annex 1. Terms of Reference for the Evaluation
See Annex 5. Intervicws and institutions consulted
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changes necessary to effectively remove these barriers identified a decade age. We wanted to
look at whether in some cases, even in a larval stage, we can determine the impact of the
project and a positive ar negative development in the direction of the original proposal for
change designed for the project.
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Summary of the Project data

Foliowing is Table No.1, which provides the hasic information of the project with relevant dates, financing,
and implementation as of January 2015, and Table No. 2, showing Financial Performance, broken dewn

by budget level and execution.

Tahle No.1

Basic Project Data

"Removing Barriers to Sustainability of the Protected Areas System of Costa Rica™

. AS OF JANUARY
GEF identlficatian; 46871 Funding Budgst {US$} 2015 {US$}
UNDP 3423 FROPARQUES
Idantification: 92,000.00 137,800.00
Private Sector
Country: Costa Rica contributions 193,000.00 1,992,976.00
(FUNCECODES)
- TNC (The Naiure
Reglon: LAC Conservancy) 1,861,800.00 900,000.00
AECID {Spanish
. b Agency for 133,323.00 133,323.00
Area of interest: Biodiversity imernational
Cooperation)
National IBBITeurism
Executing Agency: | Conservation Areas 13,253,900.00 4,549,818.49
Systemn {SINACY
!DB/Cadasler
Important Dates 1,191,112.50 5,392,514.95
Signing of the
projectdocument |  October 22, 2008 SINAC 4,334,536.00 2,843,629.89
First Coniract Tuotal co-
{Coordinator) September 15, 2009 financing: 21,059,671.50 13,349,062.33
Firsi Steering
Gommittee Mesiing February 26, 2010 GEF 4,368,000.00 4,172,025 88
Delivery of
Outcomes of Mid- July 20, 2012 Tota) Project 25,427.671.00 17,521,988.21
tetm Review ast:
Closing Date March 34, 2015

Source: Project reports and evaluation calculallons,
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Table No, 2
Financial Performance
Objective ofthe | PRODOC Budget GEF Funding % Fi 1el p as of Y Total
project 2016, plus committed amount as of Executad
March 2016 *
Result 1 US%552,060.00 126% USS5535,316.24 12,5 %
Result 2 US$EDE 000.00 139 % USS525 487.07 12.2%
Result 3 USE812 000.00 186 % LS3723163.01 168%
Result 4 IS 977,360.00 22 4 % U5%1,153.861.36 26 9%
Result 4 US$ 88020000 197 % US$ 65887537 153 %

Source: Project reporis 2nd evaluation calsulations.

Project ratings

The following tables summarize the ratings assigned to the Project in accordance with the
evaluation of the Logical Framework Matrix {LFM) for achigving the objective and cutcomes of
the project and finally in agreement with the GEF performance rating for projects. The form and
matrices on how these ratings were achieved can be found in Section 2.3.20, and in Annex 10,
there is further detail that allows degpening even mare on the subject matter.

a) Achievement of Project Objectives: Purpose and Outcomes

Comentado [EC1]: Some of the resulting globzl mtings
includad here do not match those listed in Table No. 13 "Analysis
of Achigved O s’

The tablo has the following rtings:

K1 =AS

B2 = M5 (matches)

R =M1

Ré4=AS

RS5 w § (matches)

Flease verify and unify. Later, verification must be made against
‘Table No. 14 “Summary Trial by Objectives® so that all are
properly coordimated.

integrate ccosystesn  functions in  the
territorial planning of Costa Rica,

Table No. 3
Achievement of the objective and project outcomes
Objective of the Indicator Globel Objective
project Indlcater Rating Rating
Purpose (objective): h - 5
T o e i major I. Arca_{m ha.) of pl:otcued areas that are (Satistactory)
systemic and legally incorporated into the PA system of
ingtitulional Barriers to | SINAC,
stainability of (ha - - s

sustamabily o _ 2. SINAC ecfficient operating and (H:;?‘Iiy {Satisfactory)
System of Casta Rica. management level Satisfactory)

3. Adoption of instruments that allow the us

incorporation of an eco-regional approach |  (moderately

in planning the PA system, particularly | Sststactony)

through the existing fegal framework

provided by the legal framework on

environment, the Biodiversity Law, the

National Parks Act, and the Forestry Act.
OUTCOME 1: i
M 1. 'Degree pf adoption gf PA by the s
improved the leget anu | Ntional political system in order to: 1) | (satistactory)
E‘;‘ﬂ?&f;’"&ﬁ’ﬁé define the PA system; 2) become the basis
langtenm sHective on the eco-regional approach of GRUAS
menagememtand [ 1]; 3) define a new marine and coastal
financial and scolagical
sustanabilly of lhe PA | areas sub-system and 4) define how to HS
system (Highly

Satlsfaclory}
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Integrated  Knowledge — Management
Intcgrated System (KMIS) and level of
integration of financial, ecological, and
sustainable tourism data.

Unaatistactory)

“Removing Barriers i Sustainabillty of the P J Arcas System of Costa Rica" gef R
Oh]e;i\;: ;fthe Indicator In;:::‘t;r Glob: a?{:jecﬁva

2. Degree of adoption of the priority sites s

for reclassificatton and demarcation 10 | (sustactory;

achieve 10% caverage of each type of

ccosystem/vegetation 10 enmsure  the

conservation of the biodiversity of

ecosystems of global importance.

3. Degree of preparation and s

implementation  of SINAC  strategic | (saustactory)

planaing tools, with the support of the

project (SINAC strategic plan and action

plan of the corresponding PA system),
OUTCOME 2: 1. Degree of redesign of institutional
inswutonat wamework | SINAC  Staff profiles at central and | (satstastony
g’:ﬁ:é‘:;f:;ﬁ‘;::; regional !evcl_s pursuant to. the new {M:ﬂnimely
tor optima| eco-regional | SINAC strategic plan and Action Plan of Satisfactory)
planning and efectiva the PA system.
S 2. Degree of implementation of the Mo d"::lmy

SINAC has the inancie | 1+ AN Optimal fee policy or visitors, [ W (Modaratey
sustainability for the which introduced a sliding scale for| s v) Unsatisfactory)
ﬁ;’;"é‘t’g;ﬂa’aﬁm‘;“ admission fees to parks with differentiated

and Io provide long term| prices for domestic and foreign visitors,

::::;’:;;ﬁ::;i asor | 2+ Percentage increase in the financial Mo a':fmly

the PA systam. score card of UNDP-GEF (see below). Satisfactory]

g&i‘éﬂ:‘;‘:ﬁmm 1. Amount of unresolved land tenure s

and innovaliva conflicts within the PA system. {Satisfactory)

consarvatian

approaches in

consarvation aress and
in FAS

2. Level of service provided to fourists,
condition of  infrastructure  and
accessibility in the 10 most visited PAs of
the PA system.

3
{ESatisfactory)

M5
{(Moderataly
Satizfactory)

3. A number of public-private concession
agreements for provision of non-essential
services in the pilot PA and buffer zones
in priority areas of conservation of
biodiversity - developed and running.

s
{Satisfactory)

4. A number of co-management
agreements  operating  effectively and
greater capacities of PA staff to get
involved and to work with local
stakeholders such as local businesses,
municipalities, and indigenous
organizations,

s
{Satisfactory)
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Ohjective of the Indicator Global Objective
project Indicator Rating Rating

OUTCOME &: 1. Consultation and coordination have
Succassiul N . . 1
management models of been carried out  with  multiple | (ssustactory) S {alc}
Ine PA system : Tae {Highly
o e and blakehol(?crs through agencies _of the PA Sathiactry)
rapiicated at systomic | System  in the 11 Conservation Areas
tevel through stralegic {CA]
partnarships wilh key . <
stakaholdars. 2. Development of a model for public- s

private agreements for the provision of | (sststactory)

non-essential services and for the degree

of expansion across the PA system in

priority areas for biodiversity

conservation.

3. Development of a model of public- S (Satisfactory)

private partnerships established between
municipalities and ecotourism operators to
develop and to maintain biological
corridors, and degree up to which it is
escalated across the PA system in priority
arcas for biodiversity conservation.

Source: Project reports and detalls of the analysis in Annex 10,

This table shows that at this level the project would have an overall rating of Satisfactory (S),
i.e. the explicit indicators meeting the expected outcomes of the project were satisfied with only

minor deficiencies.

b) Rating of the agreement of the UNDP Evaluation Guideline for Projects Funded by FMAM.

Performance Rating of the "Removing Bartiers" Project

Chart N° 4

Inilia! design of M & E ) Quality of UNDP implementation {MS)
Unsatisfactory Moderately
Satisfactory
Execution of M & E plan (5) CQuality of execulion: exscution agency {MS)
Satisfactory Moderntaly
Satlsfactory
Ganera! Cuality of M & E {MS} (Senera! quality of implementation and (S)
Moderately axeculion Satisfactory
Satlsfacto
- e PO AR R kT AT P T e -
Relevance {R) Financial resources: Likely [L)
Relevant Negligible
Rigk
Effectiveness {5 Socio-polifical: Lkely (L)
Satistactory Nagligible
Risk
Efficiency 5) Insfitutional framework and govemange: Likaly (L}
Satlsfactory Negligible
Risk
General rating of (5] Envirepmental: Likaty (L}
Project oulcomes Satlstfactory Negllgibla
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Genearal probabllity of sirstalnability: Likely (L}
Negliglble
Risk

Source: Project Reparts and detaiis of Analysis on Anrnex 10,

Main Conclusions, Recommendations, and Lessons Learned

Following is a surmmary of the main conclusions, recommendations, and lessons learned for an

integral outlook:
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Conclusions

Recommendatlons

Lessons learned

. The "Theory of Change™ at the
pmject degs nol claally pose the way in which
through the big 5 autcomes the five idantifiad
barriers would be removed; the projections
ware unrealistic, Lhe working melhodology
presanted implemenlation ditficuities.

Bzsed on the adapt

. In tha design af naw projacts,
Ihe following should be presenied: 1)
more pracision whan stating Lhe way In
which oulcomes will ba oblalngg,
projections for obleining oulcomes, and
tha work  methodology  which  had
ion difficullies; 2) Fallow up

thal GEF projects may have o adapl the
sirategy in terms of changes in culpuls and
indicators, strengthening of Lha nformation
and Communication Technologies {ICTs) and
of Iha Otfica of Caaperation and projecs was
achigved. Thess areas wara not contemplatad
In the onginal design with which SINAC
capabiilies wera intreasad and the PAS was
consclidalad.

- The management model farasaen in
the dssign of the project did nat have
sufficient capaaty to adequately addmss the
Issuas with the inshitutional framawark of
SINAC

. A foltow-up plan for maniteting ang
avaluation of the projcl was not axprassly
defined. Daspits this, the design for
monitoring and i was ap i
Hawevaer, 1ha exira functions of the person in
charge o {gpice related o project
managemant and 1o supparting coordinalion
limited 1ha capacty of lhe EU 1o provide
adequate follow-up 1o the projact aulcomes.

. The project design did not foresee
Ltha mstituwlional contexi of SINAC as of the
project dlesing in order 10 provide maasyres
far the suslainebildy of some of the osutcomes,
willch caused thet vpon closing, the project’s
exit slrategy has nat baen deofined.

- The purpase af ihe project as it was
drafted was not consislent with the contexd
evisting upon the praparslion of Lhe
PRODOC. Most of the assumptions were
reatisic and consistent; athars were nat
retevant nor realislic. Howsver, soma retavant
assumptians for the project wera nat
considered. Some were fully complied, others
only partlatly,

Ag there ware context changes,
pmblems with assurpbons, and aven new
needs and pricrities, Lhe logical thing would
have been tu analyze the anginal LFM and 1o
propose the necessary changes The LFM of
any project can be adjusled and edaptad
accordng to the melhadological criteria af
GEF. However, in this praject, despite the
pretiams, none of the peries aver praposad

p(an and projed avaluation.

. Evary GEF Project considers
adaptive managemsant. The problam is
that during the praject wmplementalion,
exgculors  undertaka lhe LMF  as
something that cannot be modified, and
lhey do not offer tha possibility of
gdaplation to the forgseen management
madel an the design to improve the
axecution feve! and ensuring outcomas.
. The project coordination must
managa with the SINAC counterpart the
strategy lor exiting the project, in ordar
lo provide sustainabilily of lhe cutcomes
obtained,

. Concrele indicators with which
to measvrg the project Bt Lhe beginning
musl be established, rol only &t lhe
oulcomes lavel, but aleo et lhe products
level, in such a way thal thera is no
confusion as to managemant. If it is not
possibie to do lhis at PRODOC, it is
advisable 1o performn this for the projact
at its onsat.

- Cue o tha idack qof
adeguale fools dunng Lha dasign
phase, the change proposal can be
saan 8s lacking cadly, as il I8
confusing and inaccurate. The usa af
“logical models® may supperl tha
improvement of the preparation of
the “Theory of Changa* of pmjects.
. Topcs not included in tha
onginal design may be important to
increase Institufiongl czpaciliss so a
pracise project adaplation might be
hmely
. The gdesign of a follow up
plan and projact evaluation, from the
preparation of the project will support
assgning the staff for menaging tha
M & E system in Lhe inlergsl of
ensuing adequate follow up and
projeci evalualion.
- An  adequale  project
manzgement musl  provide the
definiticn of tha stratagy for exiting
tha project wilh gneugh time in
advanoe

Tha propct revision or
ijus1menl dunng  the  ditferent
maoments of iis execulicn may
faciidala its  intarprelation  ang
managsmant.
- The project with deep
institutional frensformation objactives
when stating Lhe pumposs, must
cansidar if during the tima floresesn
far this change, it can be achlgved.
Hence, we wil have a better
understanding of its achievemants
and an adeguale way of inlerpreting
ting! aulcomes.

10
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Conclusions

Recommendation

Lessons learmed

lhe changa, and as a rasull, the LFM
matnlained ils originat design up ko complatian
dala.

. Indicators prasent refevance,
definition, and estimates issuas, S0 Il was
hard to provide follow wp lo tha autcomes
induded in the LFM and in the projed
sirategy.

. Project Management

e

ROJECT.MANAGEMENT.

Conclusions

Recommendations

Lessens learned

. The UNOP Program Officar for the
Project, 85 peinted oul in lhe Midterm
Review, did nol facilitale tha process and
even hetped generaling complex problems
and hindrances In  the Implementalion
process. Before the Midterm Reviaw ook
place, a change was mada by itha UNDP
counterpan appointing a new Program Officer
who remains 1o dale as Lna person in charge
of the poject.  This Program Officar acled
wilh a vary praclical sense promoting the
axecutian ol activitias and helping the PML to
make consultencies move forward. However,
thers was not enough cara  axerted in
impraving relationships with tha SINAC
Executiva Secrelanal reprasanted aspecially
by its focal points and it did not take
advantage of tha TAC for strangthening ties
willh  SINAC reprasantabives. It Is  clear,
however, thal UNDP estabished a good
communicahon ralallonship with tha PRL
direction, especially since 2012, and this
allowad taking the grest leap in execution of
tha activikes in the lalas! two years.

- The praject had a slow dasign
process betwsen 2004 and 2008, & slow
exacutian pracess until the Mid{amm Raview
of 2012, and later on, lhere was an
accelerated exaculion belween the sacand
half of 2012 and January 2015.

- The siow design process and ihe
slow [ater imptemenlation caused that inside
SINAC, the apprapnale degree of importance
was nol assigred to it 85 it was regarded as
foreign to SINAC.

. The propesal for TAGC o
strategically orient PMUs  was  parlally
achlaved since the end of 2012 and in 2013.
Tha Diraction af SINAC only overook and
directed [ha project for strengthening tha

. The mecommendation is to
astablish a plen to strengthan and
davelop inter-institutiongl lies thal allow
ovarcoming lhe lack of irust between
UNDP, rer ted by the Prog
Qfficer snd lha managament slalf of
SINAC.

. TAC should provide at |sast
weekly foliow up 1o the Project closing
precass fo ensure its closing with
finished funded products.

. PMU should agree with TAC
on an intemsal disclosura plan of ihe
pmducts ablainad by SINAC 1o promats
moewlsgdge of tha same, the passiblily of
using it 83 & tool, snd the naeds for later
waork to continua pragressing to remove
bamers

- PMU  must delivar a
comprehensive Projecl rapert containing
at least an analysis of the quality of the
products, a mport of cdosing activities
showing evidenca ihal aclivities wers
held, reporls required by UNDP,
confirmation of acceptance by the
counterpartias of [JNDP, racaplion of
physical prject azzzets by SINAC,
finanaial closing, cperauve closing of
iggal provislons of stalt and all the
contracts and commitmants genaralad
by the projeci, enc a reflaction on

At dat! and | leamed
fmom its managament.
. It |5 vital for SINAC Execulive

Direction, o constilulas an oparabiva
change for Change Managemaent ihal
can bagin with BINAC mambars who
participaled in TAC and other ralevant
officars, to take advantage of the greal
1t them |s within SINAC steff

instiution in &l its capacilies, since mid 2012
1o 2014. Tothis date, thare is still no clarily as
lo the path requined 10 provida continuity and
la take advantage of the project conttibution.
Thara is no exii sirategy.

with its institution o genarale the
requirad changes. Wa recommend a
specific evaluation of the intormation
lachnology davelopment plan for i to ba

more fungtional accarding to
achisvamant needs of SINAC.
. Implamentatian of a

performanca appralsal modal (hat allows

. i ean be =aid that this
preject has been chamclerzed as
having en extensive papicipation of
the multiple actors involved. YWhat
has been done in the past two years
is aspeaslly Important In the work
performed direcly with AC regarding
ils strangihening, syslemalization of
expariences, working on indigencus
|ssues, and promotion of CORAC
and COLACS.

. Raising and systematizing
experiancas was oona in an
especially participative mannar, and
the cholca of consultents was a great
decislon ihrough tha implemenled
working mathodalogy In which Lha
diffarant paricipants ware aclively
Involvad In tha construction of
products. Participalion was Increasad
with tha wark of NGOs, community

groups, munlcpatiies,  grassroots
organizations, indlgengus  peopla,
[ocal aurs and f in
different pmducls promoted by tha
projact

- The exparenges wusing
mathodologies and  parlicipalive
techniques incorporating other
stakeholders in a  participabive

meanner in ihe definition of adivities
shows that not only is il possible, but
alsc  shows the benefits of
incorporating, as parl of the daily
work, these techniquas and forms of
acling in networks tn an inshitution
thal slructurally wotks In &
participative manner. Therefore, il 18
passibie and necessary lo replicate
particlpalion as pat  of the
*Institutional DNA®

. The projec's complexly
iested not only the management
capaclty of SINAC but also of UNDP
as Projact adminisirator leaving &
vary clear how important it i3 to
establish a8 good communication 10
prevent problems and to achieve
excellancea in the davelopment of the

delammining individual and
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Conglusions Racommendations Lesseons leamned

achi i of aut af tha [« Following this same idea of

projact. rescuing  public-pnvate  initiatives,

. These &nvironmenta! factors such | envionmental education, sustainable

as problems wilh officia! epproval of tha
sirategic. legal, and megqulatory framewark,
moderale ecanamic issues and social stabiily
Ihat might genarate risks ko sustainability of
\he resuls to lhe mdent In which it |s
transfated imto budget cuts and lhat SIMAGC
has not endeavored new improvemenl actions
for funding.

Ifestyles in  buffer zones, local
participation end inclusion, ingigencus
agenda, etc., it is necessary 1o camy
forward 8 plan that allows massively
replicating these in such & way that they
are in fact an Institutional stamp shown
wilh prige.

. Flnanciglly, it is tmportant lo
ansure thet all CAs effeclively usa the
different financlal tocls thay have lo
improvs thair Income 5o &5 to concretely
reduce their regquirements at the cenlral
level and b expand tasks with fresh
ra5oUIces.

- From tha analysls of the
curmantly on-golng Financial Plan in
SINAC, it |s expecled that this time
activilies arse, 85 well 35 a conciete
action roule to be followad in order to
axpand ithe resoutcas of the whole
syslam. Just as it was pointsd out in the
conaspanding analysls, we believe thal
even though it is trua that this foplc was
not adaqualely achlaved within ihe
projact, SINAC has the capacly to
address this topic and it should be
complgted &l the cendral level and al CA
level, applying concrata  measuras
peginning Ihis year, and the Executiva
Diractlon should prwide follow up o
gyery detall of thesa measuras.

. SINAC rmust  achievs the
gevelopment of tha tapic of knowladge
managament.  As il has been pointed
out In differset parts of this document,
knowisdga management must  ba
institutionallzad and cpartationelized in
the stucture and in  menagement
procasses of the different SINAC levels,
. It is racommented to try (o
hire an indepandent IT evaluatian far the
pracass and fulure perspactives af T
Suppart services 8t SINAC. This s
peyand reach of the project, but it would
be advisable to dao this wilh SINAC'S
gwn rasources so 85 lo have an
ingependant technical back up that
dgallvers confirmaticn or ihal shows
altematives 1o this process  which
appaars 85 log Slow from a managamenlt
ouliogk.
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1. Introduction

The Project "Remaving Barsiers to Sustainability of the Protected Areas System of Costa Rica"
is without any doubt one of the most important GEF-funded projects regarding its objectives and
long-term impacts to reduce threats to Biodiversity in Costa Rica.

The strategic impertance of this project for GEF is consistent with its Strategic Priority calied
BD1, “Catalyzing the sustainability of the protected areas syster”, and its impartance for Costa
Rica is that SINAC is responsikle for managing a little more than 26% of the continental surface
and almost 1% of the oceanic surface of a country that is considered a significant contributor to
the unique biological diversity in Central America, as it houses three biomes, 20 life zones, 33
ecoregions, and mare than 60 vegetable formations, and since it has a variety of marine and
land ecosystems, it is considered one of the nine countries in the world with a very high diversity
of arganisms of the forest ecosystem. In addition, the strategic importance of the project is
found not only in the fragility of its ecosystems and on a very distressing outlpok for threatened
species, but mainly on one of the conclusions from a series of studies® that were used as the
basis for carrying out this project. The importance of an effective management inside and
outside of the CAs is essential to ensure the ecological viability of conservation and protection
of the biodiversity in the country.

This final evaluation of the "Removing Barviers” Project is done after a little more than a decade
of the initial design meetings thereof, in 2004, and more than six years since the signing of the
project agreement on October 22, 2008. Hawever, in effective terms, the first coosdinator was
hired on September 16, 2009, and the manager an November 18, 2009. The pracess of
induction of administrative and technical issues ended in a workshop on December 01, 2008,
The first meeting of the Steering Committee took place on Februasy 26, 2010. The Mid-termn
Review defivered its final outcomes on July 20, 2012, highlighting the serious problems at the
onset and during execution, which showed that it was unlikely to comply with the initial 60-
month ferm, that was supposed to be completed by November 2013. Very low execution levels
{20.88% as of May 2012) and very low ownership levels by SINAC were evident. This seriously
threatened the achievement of the gbjectives of the project, keeping the risks that triggered it
threats to biodiversity in the protected areas system and the need for consolidation of the
system of protected areas in Costa Rica. In other words, the need to strengthen financially,
legally, and structurally, and the ability to take care of its mandate, kept SINAC at almost the
same conditions diagnosed four years before.

The final evaluation began by contract in late October 2014; however, measurements made in
December and January 2015, have been used to the extent possible so as to have the latest
information available to properly display the outcomes of the project.

As will be seen later on when concrete information is provided, the subsequent evalution as of
July 2012, changed radically in terms of execution of the budgeted activities. Commitment of
SINAC with the project under the new autharities is essential for these substantive changes to
Qccur.

3 a) Evaluation of the current siuation of biodiversity and sustainabilityfecclogical representativeness of the wild
Pratected Areas System, INBio, 2008, b) GEF Cosia Rica: Una perspectiva sobre el Medio Ambienle 2002, MINAE,
LUNEP, 2002: c) Andlisis de Vacios de Conservalion en Costa Rica, SINAC, 2007 and 2009; d} Informe de Pais
Implemeniacidn del Convenla sobre Diversidad Bicldgica, {CDB), SINAC 2006.
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It is very interesting to note that the high execution performed in just over two years is an
important fact that has decreased the risks and clearly contributed to the process of "removing
barriers", which was not exemnpt of problems as discussed further on. However, fhe analysis of
interviews with the different stakeholders can be seen as a change of attituge that can be
interpreted as an effective process of cultural change within SINAC.

Obvicusly, many of the structures and activities of SINAC have remained for many years to this
date. Nevertheless, integration within the statf of the diagnosis of a decade ago regarding the
problems and responsibilities they have and the urgent need o undertake impravements in their
tasks such as the urgency to modemize, to incorporate technology, to undertake the challenge
of complex issues such as the indigenous agenda, the functioning of CORAC and COLACS,
etc., and to take measures in view of the retirement of a high percantage of staff has become
evident both in Conservation Areas and in the Executive Secretariat of SINAC. This paint is
especially refevant in the analysis of the achievements and their sustainability within the project.
In many cases, this cultural change cannot be directly atiributed to the actions of the project.
Even so, it is very relevant as process analysis and delivers greater certainty about the
possibility that these changes will continue to develop and especially many of the products of
the Project are used effectively as tools for change to definitely make them a reality as dreamed
by SINAC and to fusther guarantee the protection of bicdiversity and to ensure the system of
conservation areas in Costa Rica.

2. Development

21 On the finat evaluation of the "Removing Barriers” Project

According to the terms of reference, we proceeded to the realization of the Final Evaluation
(FA), which by nature is a requirement of UNDP and GEF projects. This evaluation was
conducted in accordance with the policies, guidelines, rules, and procedures of UNDP and GEF,
with the following abjectives:

Genera! Objective:

A final evaluation must be executed for the "Removing Barriers to Sustainability of the Protected
Areas System of Cosia Rica” Project, foreseen in PRODOC and in the framework of of
GEF/UNDP provisions, ta provide the relevant, decision-making agencies with enough and
relevant information to defing future actions for SINAG.

Specific objectives:

+ To adequately assess the initial preparation of the project, considering the evolution aiong its
execution and environmental conditions, as well as the implications of national policies and
actions and the eyclical impact of cooperation.

* To analyze and assess, in a comprehensive and independent manner, the Prgject outcomes,
devoted specifically to the impact of the actions taken with respect to their abjectives and logical
framewark.

* To extract key lessons leamed and to practice and formulate recommendations regarding
sustainability and long-term impact for the Protected Areas System of Costa Rica.

This draft of the final repart is intended to provide a complete analysis obtained from the

evaluation and to promote discussion between the different stakeholders involved in the Project
to improve the final result of the Project evaluation with feedback thereof.
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As a complement to this report, a briefing shali be made to the TAC one week after its delivery
to collect the opinions of a representative group of Project stakeholders that allows improving
the opinions, judgments, and conclusions.

2.2  The "Removing Barriers™ Project and Its development confext

2.2.1 Legal Framework

The National Conservaticn Areas System (SINAG) is an agency of the Minisiry of Environment,
Energy, and Telecommunications {MINAET) created pursuant to Arlicle 22 of Biodiversity Law
No. 7788, of 1998.

The project is camied out in the form of national execution conducted by the Nationa!
Conservation Areas System (SINAC), with support from the United Nations Development
Programme {UNDP) as GEF implementing agency. It is part of the Basic Standard Assistance
Agreement between the United Nations Development Programme (UNDP) and the Govemment
of the Republic of Costa Rica, signed by the parties on August 7, 1873, and enacted by Law
5878 published in "La Gaceta" on January 31, 1976. As well as the Convention on Biological
Diversity, which is, a law of the Republic of Costa Rica dated June 30, 1994, (Act # 7416 of
07/28/94) and that was ratified on September 8, 1984 (Decree # 23605-RE).

2.2.2 Beginning and Duration of the Project
Execution was scheduled for 60 months.

The "Removing Barriers" Project forrnally began on October 22, 2008. The first coordinator was
hired on September 18, 2009, and the manager on November 16, 2008. The process of
induction of administrative and technica! issues ended in a worksheop on December 01, 2008.
The first meeting of the Steering Commitiee took place on February 26, 2010.

In real terms, the project effectively began in 2010. The official closing date is November 2013,
deadline that has been extended until March 2015, when it is expected to get to the fina!
closing. Therefare, the project will have had an extension of 77 months (6 years and 5 months),
i.e. 28% of the initially scheduled time or 66 menths after hiring the first coordinator, which
would mean a 10% increase from the originally scheduled time.

22.3 Identified problems

In the PRODOC, the following threats were identified that are currently undemmining long-term
sustainability, not only of the individual units of the Protected Areas (PA), but in the entire
system.

These pressures can be grouped into three groups of threats that directly or indirectly affect the
long-term viability of the PA system: (1) habitat degradation, {ii) habitat conversian, and (i)
overexploitation.

The underlying causes of these threats include: (i) a legislative framework that prevents efficient
PA management, (i) absence or inadequacy of conservation strategies of the management
plans of bicregicnal scale, (iii) the fack of coordination in planning ferritosial development, {iv)
insuificient financial and human resources for the efficient management and reduction of threats
in PA, and (v} underestimation of the economic value provided by ecosystem services within
and outside PAs.
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Barriers were identified that affect the country's efforts to develop and improve management of
protected areas. These barriers must be removed to overcome the existing management
deficiencies in SINAC. Following are barriers identified:

BARRIER 1. The legal and political framework is complex and incomplete, limiting the
operaticnal capacity of SINAC.

BARRIER 2: Inadequate financing system of protected areas and the lack of institutional
capacity limits SINAC s ability to capture revenue and to invast in the management of pratected
areas.

BARRIER 3: Deficiencies in the individual capacity of SINAC field staff Iimit the effectiveness of
management of protected areas.

BARRIER 4: There is little awareness of the role and importance of protected areas for the
naticnal economic development and lack of integration of protected areas in the growing tourism
industry in Costa Rica.

BARRIER &: Deficiencies in integrity, connectivity, and representativeness of ecosystems.
General Objective

The objective is to have a system that effectively conserves a representative sample of the
biodiversity of Costa Rica that advances on national goals and captures global benefits in a
wide range of ecosystems.

The national long-term goal of the project was to "consolidate the protecied areas system as a
key cemponent of sustainable development in Costa Rica”, and the objective was to "avercome
the major systemic and institutional Barriers to sustainability of the protected areas systern of
Costa Rica".

2.2.5 Expected Qutcomes
The objective of the project was to be achieved through five interrelated outcomes:

1) Legal and political framewark of Costa Rica, reformed and improved to ensure effective
management and financial and long-term ecological sustainability of the Protected Areas
System;

2) Institutional framework and capacities of the SINAC Protected Areas Systern for optimal
ecaregional planning and effective management.

3) SINAG has financial sustainability to effectively achieve its strategic objectives and to provide
resources for the management needs of the PA system in the long term;

4) SINAC ftries new and innovative approaches to conservation at the level of Conservation
Areas and PAs; and

5) Successful management models of the PA system escalated and replicated at systemic level
through strategic partnerships with key stakeholders. On-site pilot interventions will allow testing
at the field the legal and political framework as well as testing and developing new tools to
improve the effectiveness of PA management - including different PA govemance models -
while conducting fraining and awareness activiies. Since long-term sustainability of the PA
system depends on the ability of Costa Rica to ensure sufficient financial resources to meet the
costs of PA management, sustainable funding will be treated as a crosscutting compenent.
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2.26 Organizational Structure

In the PRODOC, the organizational structure under which the project would operate was
defined, with the participation of the following agencies:

1) UNDP and SINAC comprise the Project Steering Commiftee {PSC), which would ke
represented by the National Project Director - the SINAC Executive Director - and the
resident representative of LUINDP in Costa Rica. This committee would ensure political
cantsol of the project ang would be ultimately responsible for the implementation of the work
plan of the project.

2) The Interagency Advisory Committee {IAC), consisting of a group of key stakeholders
related to the management of protected areas in Costa Rica. This committee will help in the
coordination with other institutions and organizations related to protected areas and will
provide technical information for the project.

3) A SINAC Technical Advisory Commillee {TAC) will be established, comprised by the
directors {PAS, MRN} of SINAC and the directors of the Canservation Areas in which the
project operates {ACT, ACTo, ACCVC, ACOSA) and the UNDP Programme Cfficer for
Energy and Environment of Costa Rica. This commitiee would be a vital link between the
PMU and the rest of SINAC staff, both at headguarters, as on the field, and would have the
responsibility of resolving, in the first instance, coardination problems faced by the project.

4} The Project Management Unit (PMU), which would be responsible for the daily activities of
the project. A project coordinator, a national coordinator, a project manager, an
administrafiveffinancial assistant, and a coordinationfoperations assistant comprise it
Technical assistance s established, comprised by a team of specialists, inciuding, among
others, 2 PA management specialist, an administrativefinstitutional change specialist, a
community/livelihcods specialist, and a skills development specialist The project
coordinator wauld be the key person, responsible of maintaining the overall management of
the project and of establishing a close collaberation refaticnship with SINAC leaders and
other partners in the project to promote the necessary reforms for sustainability of PAs,

The work plans would also be submitted to CONAC for their annual approval. PMU will also
have consiant support from the five thematic specialists in the long term. The project
coordinater with the previous approval of the Technical Advisory Committee of SINAC would
make decisions on staff and consultants,

2.27 Project Financing

The project envisaged a total funding of US$25,427.671. It will be financed by GEF budget of
US%$4,368,000, and a contripution by co-financing of US321,069,671.

23 Qutcomes

As noted in section 2.2.2, the project had many problems at the beginning, which delayed its
start for a little over & year, and its specific contributions to the proguct by at least 18 months.

The cutcomes evaluation is carried out in January 2015, which constitutes the reference date
for the final evaluation for this whole analysis of outcames. It is impartant ta clarify this because
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to this date some consultants have not finished yet. In specific terms, the outcomes are
reviewed from point 2.3.1 onwards:

2.3.1 Relevance: Concept and Design

In this evaluation, the PRODOC (the Design Document of the Removing Barriers Project) was
reviewed, as well as documents and reports on government policies in Costa Rica. As noted in
the Mid-term Review Report, internal and external problems of SINAC were and remain highty
relevant for the development of the institution and even more for enhancing the capacity of
action of its work in order to ensure the preservation of biodiversity.

The diagnosis of the problem was very accurate and the description of bamiers and
improvement needs was also precise from the perspective of legal enviranment factors,
requirernents of financial strengthening, institutionat strengthening and capacity management,
rescue and testing of new methods and ways of working, need to improve the investment in PA,
overcoming of deficiencies in the individual capacities of SINAC field staff, need to implement
an effective way of improving awareness of the role and importance of protected areas in
national economic development, integration of protected areas in the growing tourism industry,
and irmproving the integrity, connectivity, and representativeness of ecosystems in Costa Rica.

A design of the project was developed that clearly stated that it would cover many and very
complex problems, for which a significant amount of resources was allocated, and it was
expected to mobilize a far greater amount, leveraging it from other sources and institutions that
had been detected in the diagnostic process.

The design was ambitious and the project management showed that while the diagnosis of the
many of the problems to be faced was right, there were some other important considerations
that were not addressed, as well as unrealistic assumptions, indicators, and vague targets at the
products level and inconsistencies on haw the products yield outcomes and in fumn allow them
to effectively overcome barriers;

a) The complexity of the problems covered topics of a political importance that far exceeded the
skills and technical capabilities of SINAC or of the project management unit: Changing the legal
environment and also develaping a process of economic integration of the PA with the Tourism
Industry. These are processes that necessarily require political and economic stability in periods
that were beyond the estimated duration of the project. Alsp, these processes require
integration with various ministries and public institutions so that there is a common vision that is
subsequently reflected in coordinated activities. This is difficult to do if there are no resources to
carmy out such encounter processes not originally included in the project. It is even mare difficult
is to do this to the extent that the achievement of these tasks exceeds presidential political
periods, thus modifying national and departmental priorities every four years. In fact, the project
began to take shape in the administration of Mr. Abel Pacheco {PUSC), in 2004, and was
approved in the administration of Mr. Oscar Arias (PLN), in 2008, and it really stared in the
administration of Mrs. Laura Chinchila {PLN), in 2010, fo be completed in the current
administration of Mr. Luis Guillermo Solis (PAC), in 2015. Fortunately, there has been some
continuity in pelicies. Nevertheless, such important outcomes cannot be demanded from a
project from an institution if the potential politica! variability is not taken into account within such
a long execution period.

b) Another aspect that was not adequaltely covered by the project is the cultural change that
was being asked from SINAC. The process of change for SINAC involved removing the 5
barriers and was equivalent to a full restructuring in organizational terms. For a project, no
matter how efficient, it is difficuit to generate such a revolutionary change within five years in an
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institution. While SINAC was created in 1994 and ratified in the Biodiversity Law of 1998, its
constitution was the merger of three institutions with longstanding experience in the country;
and their officers, even though they had a vast experience and knowledge in forestry, wildlife,
and conservation issues, all of vital impertance to the work of SINAC, the constitution of SINAC
meant to adapt to a new arganization and new challenges for which they were not prepared,
technically or operatively. The moment in which the change was brought up is certainly timely
as SINAC was at a stage of growth toward institutional maturity. Notwithstanding the foregoing,
addressing issues and working together with external stakeholders such as civil sociaty and
public and private institutions is not a simple issue for any organization, in addition to the need
for developing a policy towards indigenous peoples or computer systems modernization io
become more efficient and transparent with a professional staff that is mostly about to retire.
What we want to acknowledge is that this had to be done, but these challenges excesded the
horizon of actions and resources of any project, and therefore, it cannot be required to have
achieved these changes within a five-year pericd. All this is very relevant when making
judgments about the outcomes because if the aim was to lay the grou ndwork for change, it must
be expressed this way and be assessed in a way that considers realistic targets and indicators.

¢) The design of the organization for the implementation of the project was simple and adequate
nut it assumed that SINAC considered the project as its own, including the SINAC Director and
the focal points®, which would give the strategic perspective, and the PMU should ensure the
execution of consultancies. Also, the Implementation Agency should have helped solve
prablems, but in some situations it even caused the prablems to become more serious. Clearly,
and as will be discussed in more detail in the following points, there was lack of coordinatien
between key stakeholdersS in the project from the beginning to almost the end for different
reasons. However, the designed structure occasionally warked in coordination and with clarity
of the ralss of each person. The levals of distrust among them did not allow the organizational
design to work, but it also seems to us that the project did not foresee the complaxity of the task
and even less that the actors could not get to work on a task that in theory was shared by all.

The praposed change was and remains adequate atound the barriers to be overcome, but the
the task was greater than expected, due to changing factors in the environment, such as the
significance of transforming an instifution of the magnitude of SINAC, and ultimately, due to the
problems entailed by coordinating stakeholders.

“While the focal poinis were not a direct parl in the execution, undoubledly they were indispensable 1o the attainment
of outcomes, products, and activilies covared by the project. The quality of conswitancies and ocutsourced lasks has to
be certified by these who are In charge of the process, and that is parl of the work: to define neads and problems fhat
are translated inlo terms of refarence for hiring consultants, wha then must assess whelher these allow achieving the
desired solutions.

5The highest aulherity that runs the project is SINAC together with UNOP. This means that they should guide the path
and make sure that strategically there is progress fowards the proposed outcomes and objectives. The most
important changes should be agreed batween valid representalivas of these institutions and in consultation with GEF
if these involves changes in budget coniributed by them. These institutions must alse give direct access to tracking
the oparational implementation and proper use of resources. The PMU should operaiionalize the mandate betwean
these institutions, which is the PRODOC, and it must constantly inform them of the progress of the project by
eonducting consullations on relevant decisions. Specifically in this project, the Tachnical Adviscry Committee (TAC),
which is a slightly broader body that brings logether rapresentatives of ihesea institutions 1o accompany the process, is
designed. We nole that there was no smoolh coordination between UNDP, SINAC, and PMU represeniatives
throughoul the history of the project as reflected in various gxecution problems.
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2.3.2 Analysis of the Logical Framework Matrix

The Logical Framework Matrix maintained its original dasign until completion; it was not
adjusted or modified. Following are the limitations®, which should have been considered when
the evaluation of the outcomes was made:

The purpose of the project “Consolidating the Protected Areas System as a key
component of suslainable development in Costa Rica” remains currently in effect.
However, it should be noted that the PAS of Costa Rica, since the PRODOC  was
prepared, was already a consolidated system, which at that time could obviously be
strengthened.

The abjective of this project is: "To eliminate the major systemic and institutional

Barriers to sustainability of the system of protected areas of Costa Rica." For this

purpose, the design of the project should provide a clear alignment and harmonization

of expected outcomnes with the identified barriers.

The PRODOC is the main decument and guide for the action of the Project, which

poses a very important and interesting diagnosis of the problems to be faced and how to

solve them. Nevertheless, it Is inconsistent on several points, for example:

a. Barier 1 states: "The complex and incomplete currenl legal and reguiatory
framework of Costa Rica limits the operational capacily of SINAC" and the
corresponding Quitcome 1 states: “The Jegal and political framework of Costa Rica
has been renovaled and improved to ensure long-lerm effeclive management and
financial and acological sustainability of the PA system (PAS}". Nowhere is it
mentioned that the prablems that SINAC had were that it lacked instruments of
governance which, however, clearly appeared as products to be aliained: Product
1.3 SINAC Strategic Plan, officially approved and in operation, and Product 1.4,
officially approved and in operation, the Strategic Action Plan of the PA Systems
{Naticeral Master Pian).

b. One of the justifications for Barrier 1 was precisely that SINAC continues to operate
with a centralized mode! of operation:  "SINAC stil depends on the ceniral
authorily of MINAE for all contractual purposes, purchases, and financial
fransactions”. Result 1 does not take care of this problem or of the products
associated with Result 1. To some extent, this refiects on the issue of self-financing
in products 3.1, 3.2, 3.3, and 3.4, aimed at financial self-sustainability of PAs, but
bureaucratic dependence of the central authority is not covered in any part of the
project,

Most of the assumptions were realistic and consistent, and others were partially met.

However, some were not considered, and others were not relevant or real;

a. The law execution capacity of the PMU inserted into the structure of SINAC, which
was shown in the Mid-term Review, was not anticipated;

b. Neither was it foraseen that the three programs (Removing Barriers, IDB-Tourism
and IDB-Cadaster) were not initiated and executed synchronously as was
temporarily expected.

“To expand an this topic, see Annex 10, Logical Framework Matrix of the Project: the Analysis of the Purpose and
Outcomes shows the lyses performed on the achl of the purpose and oulcomes under the assumplions
and indicators of LF,
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c. The Project did not include iterns on the issue of Marine Protected Areas but the
"Baneritas” Project does complement this. {PRODOC was signed in 2011, but it
became operational in March 2012, to end in August 2015)

d. In the case of the “mplementation of the Integrated Knowledge Management
Integrated System (KMIS)", the target or the indicator were not considered as there
were no skills to become a counterpart of the consultants. The target was proven in
practice to be too complex, and the task was postpened until internal discussions
began. Actions were taken to allow effectively addressing the task.

e. SINAC's budgetary autonomy was a very difficult geal to achieve under the
regulatory framework in which the Ministry of Finance handles the national budget.

f The Private Reserves Network lacked participation in the project actions. As a
source of verification, it does nat apply because the agreements with the appropriate
players are outside their jurisdiction.

g. The assumed link with the Araucaria XXI Program of the Spanish Cooperation was
not achieved, which would have assisted in the Frio River Basin initiative.

. Indicators present problems of relevance, definition, and estimation. We highlight at
least the following situations:

a. There is no definition of the goal, in terms of the amount (in hectares) of protected
areas that must ba legally incorporated into the SINAC PA system in 2023 (15 years
after having begun the execution of the project). For assessing the indicator, an area
of 1,840,448 hectares should be taken into account, which is not the compliance
goal at 15 years but the baseline data.” See Table 1 of the PRODCC, p. 8.

b. The indicator “Amount of unresolved fand tenure conflicts within the PA system”
presents problems of relevance in relation to the result to be measured "Result 4:
SINAC tries different and innovative conservation approaches in conservation areas
and in PAs." As in other indicatars, the indicator design matrix is not included stating
how this indicator is measured. In addition, the baseline does not quantify the
amount in conflict. It is impartant to recognize that there may be conflicts that require
indemnifying owners who have rights within the PAs. This is something that the
project did not cansider, in addition to being a legal process that is parly the
responsibility of the Attorney General's Office.

c. The indicator “Level of service provided to tourists, cendition of infrastructure and
accessibility in the 10 most visited PAs of the PA system™ presents realistic
problems, since the result of the project depends largely on the effectiveness of the
management of the IDB Tourism program, a situatian that is beyond control. IDB
Touriem has significant sub exscution (around 6%) of resources, which is a situation
that affects the outcomes "Outcome 4 SINAC tries different angd innovative
conservation approaches in conservation areas and in PAs"

d. The project did not provide follow-up on the indicatar "Perceniage increase in the
UNDP-GEF financial scoracard”: there is very litle information, so evaluation is not
possible.

See Table 1 of the PRODOC, p. 8.
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2.3.3 Project Implementation

The need fo try to generate elements of change for the existing legislation, to develop and to
strengthen SINAC institutionally and financially, and to incorperate info current management
practices of SINAC the test of new action models that will address the management of
consesvation areas in articulation with the Iocal private sector within the barriers to be
overcome, jemain fully in force since the beginning of the project; and even today, there are
very impostant products derived from the project that allow advanzing in this challenge,

The inconsistency in the PRODOC regarding vatious aspects of the problems to be faced and
how to solve them, as mentioned in paragraph 2.3.2, promated the occurrence of problems in
the implementation process, which added to the inefficiency of the early years by the
Coordination of the PMU, thus explzining an important part of the problems faced by the
Project. Ensuring the change process meant to have a clearer roadmap and agreed strategic
thinking. This is achieved through shared work with the Steering Committee that begins by the
interpretation of the PRODOC and requires an accurate version of indicatar objectives and
goals from the level of the Qutcomes (in the PRODOC) to the level of the products and rnain
activities {which is not clear). This werk began parily in February 26, 2010, and subsequently,
meetings became more operative without achieving accuracy of the wark or a revised proposal
of the PRODOC. Subsequently, in mid-2012, the TAC resumed its rofe, but did not question the
consistency of the LFM and the products requested in the PRODOC, and the new coordinator
focused on the work to revitalize the execution.

The project is designed in a long discussion process,® generating substantial budget cuts.
Expectations at the beginning were that the PMU would be responsible for the efficient
management of the project. A former SINAC director was hired for this purpose, and as part of
SINAC requirements, zn officer {also a former director of SINAC) was appainted as institutional
coordinator; his primary function was being the bond between the project and SINAC.
Therefore, the strategic political issues should not have been a prablem. Unfortunately there
was a divorce between the two former directors, which was refiected between them and SINAC
staff, and as a result, the Project execution had very low performance. The problems that
existed with UNDP representatives at the time further hindered execution. The Steering
Committee worked very little and did not provide any strategic guidance, and much less
mediaied between the existing problems. Later, the UNDP counterpart with SINAC was
changed, and the project improved some operational management issues, emphasizing an
implementation. The Mid-term Review conducted in 2012, exposed the problems to the different
parties and recommended, among ather things, that the Steering Committee should work and
have a more strategic function, and that it was necessary to change the PMU so as to give a
boost to the execution of important tasks. In the Mid-term Review process, the Executive
Director of SINAC was changed, who directly assumed the mission of carrying forward the
project by making the recommended changes and seeking to reap the benefits of the project,

Changing the coordination of the PMU took between August 2012 and May 2013.9 For this
period, with appointment of the a.i. Coordinater, and by assigning extra work to SINAC officers,
many terms of reference for consulting contracts began to be activated, thus enabling the
project to continue without interruption and to increase its level of execution. Later with the new
coordinator hired in 2012, as can be seen in the budgetary execution charts in point 2.3.11,

gAccording to several inlerviewees, the process for the original design of the project involved more than 20 versions
during nearly four years before the final version.

%In April, the new contract coordinaior was hired, but he hecame il and therefore did not begin working until May
2013,
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there was a better budgetary execution which allowed envisaging an achievement close to
100% in March 2015.

While it is true that the change of coordination of the PMU allowed budget execution and contral
over the quality of the outcomes of the contracted consulting services, there was a rift between
the PMU and the focal points in SE that unfortunately caused mistrust and many problems far
both parties’. The PMU apparently failed to gain the trust of several of the officers of the SE
and concentrated on improving execution, especially relying on CA'! and controlling consultants
in the delivery of their products in accordance with the Terms of Reference. Even though
institutional coordination worked for several sessions betwsen mid-2013 and early 2014, at
SINAC all interviewees indicated that at the Project Coordinator fevel, information delivered in
TAC meetings was very general and did not allow to really understand what was happening with
the project. At this stage'?, the exchange of information was lost between the parties, which
worsened in May 2014, when the Executive Director of SINAC was changed, and the PMU was
more concerned by the financial execution, drifting away from the function of informing and
agreeing on decisions with SINAC representalives. The Program Officer of the UNDP Costa
Rica Office permanently supported the new PMU coorginator so that financial executions would
materialize, but the impression was generated in SINAC representatives that there was no
interest in SINAC of being a part of the decision-makers of the project. The point that we want to
highlight is that towards the end of tha project there was a significant degree of distrust between
representatives of SINAC, UNDP, and PMU, who were directly involved in the project. It was
necessary to take charge to avoid problems in future interagency work. This was not only mere
friction between people working tagether, we believe that the problem is far more serious and
was even clear up to the moment of reviewing the final evalvation repart and during the project
closing process.

Therefare, in such a complex ang important project, for various reasons the key stakeholders,
practically for the entire duration'? were not able to coordinate and work as a team, which
resulted in long delays works and products, frustration, lack of trust, accelerated realization of
products, and a high percentage of products that were completed in the last 4 to 6 months of the
project.'* All this created a very complicated situation since it would have been much more
useful and advisable that many products had been completed in the second or third year of
execution, so a process of intemal maturity could be generated within SINAC through the use,

1¢The problems of lack of frust between the PMU and the focal points of SINAC occumed since the beginning of the
Project with the first coorginalar of the PMU, as several of the focal points fe!! that ihe prject was more a burden
than a help to their work. The PMU tasks required the work of the focal points as noted eadier, and iherefore this
affitude complicated the execution. The new director of SINAC assumed the recommendaiions of mid-2012,
regarding the fact that it was urgeni and necessary 1o enable ihe project execution which was transmitied to the focal
points. The new coordinator took office in May 2013 bul according to interviews with retevant officers in SINAC, he
failed to win lrust within 1he institution apd particularly within the focal points. Repeated criticism is that be did not
adequately inform of his work and the progress of the project. On the other hand, the new coordinator also expressed
problems lo wark wilh fhe various heads in SINAC and wilh the lack of ownership ihey had with the project.

11 Following the execution of Outcome 4, the Executive Secretanat was not involved.

12 | the first part of the project up to the Mid-term Review, the information between ihe PMU and SINAG was scarce
and of very bad quality between hoth sides, which was verified in the Mid-term Review.

43 An indicator that specifically shows the above is taken as a refarance for coordinating the meetings of the Steering
Committee. |t was found that throughout the project there have been only two periods in which it has worked on a
pamanent basis: a) 7 mesetings between Fabruary 2010 and October 2011, b) & meelings between May 2013 and
May 2014,

14 It 5 also true that SINACG officers have many dulies, and that they felt from the beginning that the project was more
a burden 1han a contibution to impraving the inslilution; so fulfilment of PMU requesis was delayed. This was
verified in the Mid-tarm Raview and included as 1ask number 1 "That the FMU Project makes every effort {o improve
the ranking level of ihe program at SINAC by placing at its disposition the necessary information so ihat the Director
of SINAC, Coordinalors, Managers and Directors are committed to the program and become partakers of agvances
in execution of actions.” The Execulive Director of SINAC at that time put a major effort into this, but the new
coardinator of the PMU failed 1o generate sufficient trust 1o overcome it
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dissemination, and ownership thereof As noted in section 2.3.13 of the outcomes by
component, important products were achieved, but many of them were delivered between
November 2014 and February 2015, in an accelerated process for finishing the project.

In the Mid-term Review, it is very clearly stated that:

“ft is essential in our view to generate unity among project stakeholders and to overcome the lack
of trust and mulual crticisms lo lackle the remaining time of the project, with real chances of
aftaining objectives and concrete outcomes as a resuit of this. As was poinfed out lo the various
representatives of these institutions in the presentalion of the first findings of this consulfation, it is
essenlial in these limes of the project to have clarty in its sirategic direction, to forge a uhity of the
different participants, and lo cause a grest “sense of urgency”. time is running short. it is a great
opportunity to have this project and if outcomes are not properly reached, it will be a loss for the
counlry and alf the institutions involved. Everyone will look badly, and they will all be biamed
without exceplion.”

Unfortunately, as it was not possible fo achieve that unity and even though, products in many
cases were achieved, the ownership thereof, the quality, and the generation of cultural and
institutional change will require activities in the future to give continuity to this process.

The decisions taken by the Direction of SINAC to own and to provide continuity to the products
obtained, and the process of change initiated will be critical in the future impact of the actions of
the Project. This means that if there is no clear leadership from the current or future Director of
SINAC, there is a risk that many products are turned into documents for decorating some
shelves. Among the most important decisions are assigning financial and human resources to
achieve the following:

a) Finance: To implement the action plan drawn up as part of the Financial Strategy for
collection, to improve revenue and to sirengthen the financial sector in the Executive
Secretariat of SINAC so that the automation of the financial accounting system
processes is performed.

b) To finalize the internal management process by automating the various needs and
intemal communications.

c) To carry out at least one simple and initial knowledge management system for SINAC
that allows socfalizing and promoting leaming.

d) To carry out a communications plan to deliver to the public a transparent, useful, and
necessary SINAC.

€) To expand on case studies and successful experiences in the areas of NES, indigenous
territories, volunteering, etc.

f) To continue promoting and strengthening the CONAC, the CORAC's and the COLACS,

233 Implementaticn approach

The problems identified in relation to the Mid-term Review based on the hiring system for
multiple external consultants were overcome largely due to the management of the PMU after
the change of coordination. Direct support to the elaboration of the Terms of Reference and the
solution for the bureaucratic amrangements required for disbursements by using more
appropriate criteria, allowed a more smocth and agile execution process, as has been
previously noted.
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Although the execution process was sxpedited, it was not possible to detect deterioration in the
quality of many of the products delivered, in some cases within a few months of work. PMU
management gets the credit for this, particutarly in CAs due to the great commitment to work
shown by officials and several of the consultants, despite their heavy workload.

The problems of chaining of products listed in the Mid-term Review could be solved to the
extent that they are able to push through major products first and also thanks to the efforis
made by the different parties involved.

However, as has been pointed out repeatedly, many products are being achieved only in late
2014 and early 2015, which in hindsight is a serious problem in the implementation approach.
The reasons are explained above. Nevertheless, the result is that there has not heen adequate
time to set ownership of the products achieved at the end of the project, and that is another
serious problem in the implementation approach.

To activate the project, initially there was direct support from the Director of SINAC, who began
in mid-2012. He reactivated the Technical Advisory Committee {TAC) of the project until mid-
2014. However, this effort was diluted during the change of Government, which also led to a
change of CEQ in SINAC. The weak performance of the TAC since mid-2014 led fo a climate of
distrust between the SINAC staff and the PMU Coordinatar. On the occasion of the first mission
of this evaluation in December 2014, this issue was raised before the Executive Director of
SINAC, who reactivated the TAC, to ensure that the closure of the Project is properly done.

Therefore, in a big project, with major political and strategic activities, the relationship between
the parties was neglected. The PMU focused on executing the budget. The Implementation
Agency, as will be discussed in the following section, also cantributed to a change in this regard.

2.3.4 Suppor and Monitoring of the Implementation Agency

Shortly before the Mid-term Review, the UNDP office in Costa Rica replaced its Projects Officer
and thus the interaction between SINAC and the PMU greatly impraved. Subseguently, the work
of UNDP has been very close to the PMU coordirator providing support and collaboration,
which also allowed for improvement in the execution as required by the project. Nevertheless, it
was reported by representatives of the focal points of SINAC and other members of the
Executive Secretariat, as well as by the UNDP Projects Officer, that there was mutual distrust
regarding the role that both parties should have played. Criticism, well founded or not, obviausly
affected the implementation process of the project as there was no transparency and proper
transfer of information between both parties'®. The change of the Director of SINAC and the
proximity af the end of the project increased this estrangement up to the date of this evaluation.

As SINAC is the beneficiary and main object of the Project changes, the UNDP Project Officer
should have been more carefut with the relationships with SINAC professionals and should not
have let this climate of distrust to be generated in such a serious way between the parties. in
this sense, from instances that are at a higher level than the Project Officer, actions should have
been taken in an attempt to improve the climate of mutual distrust and nat let it escalate at
interagency level'”. Regarding sustainability of CAs in Costa Rica, SINAC and MINAE are key
and strategic actors, and if UNDP wishes to play an important role in the medium and long term,

5 Complementing the above, the MINAE representaiive and the GEF Focal Point for Cosla Rica said that he had not
been property informed of tha progress of the project throughout ils history.

18 )n all interviews hald with him, he clearly stated these problems and qualms with regards o working with SINAC

'7 It is unclesr fo us whether this is a more widaspread problem, but in the interview to the GEF focal point for Costa
Rica and MINAE Representative, he slated very cleary the distrust problems with UNDP regarding this project and
even in the matler of environmantal issues.
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it is very important not oniy to care about operational issues but alsa ta permanently promote
actions in the network of public and private stakeholders related to these issues in Costa Rica. It
is possible that the criticism from SINAC concerning the Project Officer on his excessive
invalvarment in operational issues is subjective, but nevertheless, we believe this also improved
the performance of the PMU with closer monitoring. However, UNDP and its role in projects
administration is not anly the responsibility of the Projects Officer, but it also entails taking care
of the environmental aspacts of projects and ensuring not only efficiency but also effectiveness.
A project on the scale of "Removing Barrers”, especially in relation to the transformation
process it brought upon with respect to environmental legislation and a cultural change in the
main eperating institution, should have a follow-up of the operation in careful strategic terms, to
avoid interagency problems that exist today and seriously affect the image of the work of UNDP
in these areas,

The outcomes observed to date in the evaluation show that there may be liability from the
Project Officer as to these interagency problems, especially hecause of his zeal for unlocking
the execution of the project, focusing more on the PMU coordinator than on improving the
communication with TAC members and other SINAC senior officers. However, our view is that
the vast responsitility comes from a higher UNDP monitoring level in the country, that not only
should have been more careful, but also should have taken charge of strengthening and
developing ties and overcoming distrust, promoting the exchange of information so as to
effectively assist the process of change expected by SINAC and by environmental institutions in
Costa Rica.

23.5 Planning and Financial Management

Financial execution problems identified in the Midterm Review were resolved, in principle,
under the management of the interim coordinator wha replaced the first coordinator. She
accompanied various focal points so that pending terms of reference were completed, finalizing
more than 15 in fotal, which allowed reactivating the project as of September 2012.
Subsequently, the current Project Coordinator took offica, who since May 2013 managed fo
accelerate execution, especiaily through work in 2014 directly with the CAs. The primary
orientation abserved in the documents and in the actions by PMU was to activate contracts and
then verify compliance with them, so under his financial management, there was an effective
leap in execution as shown in point 2,3.10 Budget and Financial Execution, largely recovering
lost time up to the Mid-term Review.

There is no evidence that there has been a strategically planned activity. However, goad
management could ensure budgetary execution, detecting, within the project’s framework, who
could run activities in a fast and efficient manner.

Unfortunately, actions undertaken by the PMU caused estrangement from SINAC
representatives in the TAC and from other important SINAC representatives related to the
Project in the Executive Secretariat of SINAC. This way, the transfer of information hegan
decreasing over time. It came fo the point of loss of trust. There was a high level of distrust
between the PMU Coordinator and SINAC representatives related ta the Project,

No evidence of financial mismanagement was detected from the probity standpaint.
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236 Monitoring and Evaluation

After the Mid-Tern Evaluation, there is clear evidence of a very specific monitoring of the
execulion of consultancies promoting timely and high quality execution, pursuant to the Terms
of Reference. Overcoming the low execution is a clear example of this monitoring. In addition, it
was verified during this evaluation that products fulfilled the terms of reference, and in many of
the cases, the standards have been very good, even beyand initial expectations.

There is no evidence of problems regarding the prabity of the Project management, and this has
continued to be part of a very close monitoring by UNDP to ensure that resources are well used.

A more accurate formal menitoring system was not implemented, as recommended in the Mid-
term Review. Nevertheless, the capacity of the PMU to monitor the activities was adequate
enough for the required execution, given the delays that had to be taken care of.

2.3.7 National Ownership

National ownership of the products and activities of the project in the CAs and in the varicus
areas of SINAC is Highly Satisfactory (HS). Several strategic products were institutionalized,
guiding planning processes, budgeting and strategic planning on fopics such as: PA
management, contral of illegal feling, biodiversity conservation, forest fire control, and forest
preduction. Furthermore, as part of the process for strengthening SINAC, project products offer
inputs that are used for decision making at the central level.

As products meet the needs of CAs, PASs, and sub regional offices, the adoption of the
outcomes and working methods implemented by staff located in the region has kean favored.
This will allow adapting a management model that besides complying with the conservation of
biodiversity and PASs, could lead to socioecenomic benefits for people of the communities
located in the buffer zones of the PASs.

Notwithstanding the foregoing, no doubt that if the project had achieved the products well before
the end, as originally designed, the degree of internalization and domestic practice with these
products would have ensured ownership and would have definitely ovarcome the barriers as it
was meant since the beginning.

2.3.8 Probability of replication

SINAC is a sui generis agency at international level. As was mentioned in the Mid-term Review,
“intemationally, there are very few management experiences of agencies like SINAC”, hence,
the success of the project itself is very interesting and highly expected, especially in Latin
America. The experience on the integration of Protected Areas Systems by SINAC in Costa
Rica is piaced next to that of Mexico, Canada, and New Zealand as the most advanced in the
worild. The way in which issues such as planning, governance, management, and financing of
protected areas is handled, is closely observed. These are the major expected outcomes of the
"Removing Barriers” project. Therefore, the experience gensrated within the project has
strengthened management, providing valuable experiences that deserve 1o be replicated
elsewhere, especially with the outcomes generated at the level of policy instruments and
management fools.

In terms of internal replication in SINAC, it is key for the Direction at SINAC to devise a work

plan to replicate the experiences generated from pilat projects, training, work with indigenous
territories, pramotion of participation, and co-management processes with CONAC, CORAC,
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and COLACS, and the experiences of volunteers and non-essential services are amang the
most important. The Project allowed coliecting and systematizing experiences in the CAs.
However it is necessary to incorporate them into a plan for the promotion of internal knowledge,
disseminating good practices carried out in all CAs, s0 as to "enrich as a system" the system
management of protected areas and SINAC as an agency.

2.39 Participation of Stakeholders

One can say that this project has been characterized by having an extensive participation of
miultiple stakeholders. In particular, what has been done in the last wo years in the warks
executed with the CAs is very important. The raising and systematization of experiences was
held in an especially participatory way, and the election of consultants was a great success
through the methodology implemented in which the various participants were actively involved
in the canstruction of products. The participation was increased with the work of NGOs,
community groups, municipalities, grassroots organizations, indigenous people, local
entrepreneurs, and farmers, in the different products promoted by the project.

Meetings, workshops, and training of CORAC, COLAC, and CONAC have had an effective
start-up of the operation of these bodies in making decisions on the CAs and within SINAC as a
whofe. This work needs to be deepened, but it has been carried out carefully, stimulating the
functioning and empowerment of the members invalved.

At the SINAC level, all levels of the organizational structure played an important role: CONAC,
the Executive Secretariat, CORAC, COLAC, the CAs, the PASs, and the sub regional offices.
However, this was not done without problems, particulariy in the focal points, which should work
directly with the PMU. During the first two years of the project, it was an additional burden to
their already bulging responsibilities; so, they tended not to prioritize this work. Subsequentiy,
the TAC, with the new Director, at the end of 2012, managed to give a boost to this and
prioritized the work, although SINAC officers were quite overloaded with multiple other tasks.
Unfortunately, as we noted earlier, a rift accurred later between the PMU coordinator and
SINAC representatives, which was especially aggravated in 2014 up to the date of the
evaluation.

Nevertheless, the participation of actors is seen as a network or as the existence of strategic
partnerships between stakeholders who are within ar surrounding the CAs, and the system as
such shall be stimulated at the national level. This requires more practice in the CAs, and mare
interaction and knowledge of what other CAs do, as well as a greater decentralization of SINAC,
so that the CAs actually feel that the Executive Secretariat coordinates and supports their work.

2310 Budgetary and Finance Execution

The financial execution of the Project took a big leap after the Mid-term Review, effectively
projecting that as of March 2015, 100% of the resources provided by the GEF would have been
executed.

As had been reported in the Mid-term Review, in May 2012, only 20.88% had been executed,
over a 41-month period. Today, 32 months after that measurement, the execution level of GEF
funds as of January 2015 is 95.5% of the total budgst.

Table No. & follows, which shows the evolution of the annual exscution with the rapid growth
achieved in recent years:
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Tablg N* 6
Annual Execution
Ramoving Barriers Project
{US$ Dollars)
20065 2010 Z011 2613 2013 2014 2016
(January}

fh"e":z;']:z for | 48.202.60 | 224,328.24 | 458,642.10 | 646,906,098 | 1,096,482.43 | 1,561,873.82 | 145,090.60
% of Annual .
e o 1,1% 51 % 10,5 % 14,8 % 261 % 355% 3%
2:;:,,’"5'{'.:“ 48,202.60 | 272,030.84 | 731,672.94 | 1,378,570.03 | 2,475,061.46 | 4,026,935.28 | 4,172,025.98
B
% Sver el 4% 63 % 168% 318% 56,7 % 922% 96,5 %
Accrued
Expanses

Source: Prapared based on COR 2009, 2010, 2011, 2012, 2013, 2014, and expenses as of January 31, 2013

Table N° 7 follows, which shows a breakdown of the managsment expenses by PMU
Coordinators, including temporary management by Mrs. Kathia Gonzilez, after Mr. Rafl
Solbrzane left.

Table N° 7
Execution by Coordination Period
Removing Barriers Project

{US$% Dollars)
Perlod wio Coordination Temparary Coerdination Total Budget
GCoordination Rall Soldrzano Coordination Charles Dixon Execution
January 2009 = | Septamber 2009 Kathia Gonzélez May 2013 — January 2009
August 2009 = August 2012 Saptember 2012 - January 2016 to January
Aprll 2013 2015
Execution 12,483.71 1,050,324.17 510,116,168 2,599,101.84 417202588
Months g 38 8 21 73
Monthly 1,560.43 29,175.67 63,764.52 123,766.75 57,151.04
Average

Source: Prepared based on CDR 2009, 2010, 2091, 2012, 2012, 2014, and expenses as of January 31, 2015

Table N° 7, also shows the important progress in execution produced by the change in PMU
coordination, in which, as of August 2012, execution levels were too low and the project was
almost paraiyzed. The monthly average for execution shows the degree of effectiveness that
took a leap when Mr. Solérzano left, and under the temporary management of Mrs. Kathia
Gonzalez. Lateron, it increased noticeably with Mr. Charles Dixon.

Another interesting analysis ¢an be observed in Table N* 8, which follows. it shows the relative
weight of administrative expenses and monitoring'® under each administration, in such a way so
as to understand if the increase in execution also implied an increase in administrative and
menitoring expenses. This was a question posed by some SINAC representatives during the
interviews.

'8 Administralive and Menitoring expenses are basically the cosis of he payroll of PMU staff and the expenses
incurred during the perdformance of their work. This information comes directly from monthly financial reports of the
project declared evary year, and were elaborated for this evaluation.
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Table N° 8
AdmInistrative Expenses by Coordination Perlod
"Removing Barriers™ Project
{US$ Dollars)
Perlod wio Coordination Temporary Coordination Total Budget
Coordination | Raol Soldrzano Coordination Charles Dixon Execution
January 2009 | September 2009 | Kathia Gonzédlez May 2013 - January 2009
= August 2009 | - August 2012 September 2012 - | January 2015"¢ to January
April 2013 2015
Administrative 1429,92 319.390,52 £9.740,92 246.181,38 B836.742,72
and Manitoring
Expenses
Months [] 38 g 21 73
Monthly 178,74 8.871,56 8.717,615 11.722,92 8.722,50
Average
% of 11,45% 30,471 % 13,67 % 947 % 15,26 %
adminlstrative
8Xpenses
regarding
execution

Source: Prepared based on COR 2008, 2010, 2011, 2012, 2013, 2014, and expenses a& of Janusry 31, 2015

Outcomes shown in this table are very interesting, as they point out that the large increase in
the level of operation, increased administration costs by a smali percentage monthly, thus
helping to reduce the burden of administration very significantly to just below 10% in Mr. Dixon’s
last pariod.

The overall percentage achieved during the entire period of the Project, between January 2009
and January 2015, shows that administrative expenses were just over 15%, which is very
commendable and shows great efficiency in the execution of the Project, especially considering
the long delays that occurred during the first years. In practice, in the past two years, the bad
execution was completely reversed over the previous thiee years, and a quite nomal level of
expenditures was achieved, in comparison with other ccoperation projects.

As far the co-financing funds, the problems identified in the Mid-tern Review showed
achievement of just over 14%. We can see in Table No. g that to date, at least 63.4 % of the
committed amount has been reached. This figure is quite underestimated in ferms of
contribution to SINAC, as it is only considered until June 2014. SINAC must update its
counterpart entries, so that it can realistically reflect its contribution to the project.

Co-financing contributions did not match praportionally, highlighting that IDB/Cadaster, Private
Sector contributions, and to a lesser extent Proparques, and ather contributars, would have
confributed far less, as shown in Table No. 9.

A special case is the [DB/Tourism Project, from which the biggest contribution was expected,
and which appears with only 14.7% of what was promised. This Project was delayed, and it is
currently exploiting the "Removing Barriers" Praject praducts. 1t is in full execution process, so
its contribution to the Project will become a reality after the finalization of the "Removing
Barriers" Project.

'8 Thare are slight accounting differences that to date are not yet clear, and which might increase fotal administrative
axpenses for this period by approximately US$10,000. However, the modification in the figures is mangina!, and
administrative expenses would not reach 10% in this perod in relafion to execulion. This does not significantly
change the analysis of this table.
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Table No. 8
Counterpart Contributions?° "Removing Barriars” Project
{US$ Dollars)
INSTITUTION Detarmined as of Comimitted in % of Achlevement
January 2015 PRODOC January 2015
PROPARQUES 137,800.00 92,000.00 149.8%
Private Sactor Contributions 1,892 876.00 193,000.00
{FUNDECODES) 1032 6%
TNC (The Nature Conservancy) 900,000.00 1,861,800.00 4B.3%
AECID {Agencia Espafiola de 133,322.00 133,323.00
Cooperacién Internacional) 100.0%
IDB/Tourism 1,949,818.49 13,253,900.00 14.7%
IDB /Cadaster 5,392 514.95 1,181,112.50 452.7%
SINAC 2,843,529.88 4,334,536.00 56 5%
TOTAL 13,348,962.33 21,058,87T1.50° > " B3A%

Spurce; FIR 2014, PMU January 2015

We would like to emphasize the importance of certifying and documenting a!l co-financing
confributions in such a way that the project shows achievements in its management.

2.3.11 Incremental Costs

Changes obtained by applying the GEF alternative, an which the project execution is based
have had a rating of Highly Satisfactory. An incremental cost analysis is presented as follows:

« The SINAG institutional framework was strengthened.
+ Agquired tocls znd technologies strengthen governance.
« The quality of the outcomes is highly satisfactory

. Itis estimated that the project contributed to at least partly overcomne the various barriers
identified as outcomes and products to be achieved, with the exception of those related
to knowledge and to the autemated biling system, which, even though they did not
progress as desired, generated the vasic information and the requirements that are
necessary for future development.

+ SINAC has several instruments to be adequately managed and institutionalized, which
can contribute with the potential result so that in the medium term the 5 major barriers
can be removed.

2.3.12 Outcomes by Component

The expected outcomes are defined on pages 26 o 45 af the PRODOC, and the strategy is
summarized in the table in Annex number (insert number). The overall outcomes are rated by
this evaluation as Satisfactory. Following are detailed outcomes for each of the componants.

20The contributions determined in January 2015 are largely cerified. Howaever, the Project Coordinator must ensure
that they are properly formalized during the monins of February and March before completely closing the Project.
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COMPONENT 1. STRENGTHENING OF THE LEGAL AND POLITICAL FRAMEWORK FOR
A BETTER PA SYSTEM

OUTCOME 1: The legal and political framework of Costa Rica has been renovated and
improved ta ensure long-term effective management and financial and ecologica! sustainability
of the PA system (PAS)".

This result considered as targets for the indicators; the entry into force of the natianal PAS
policy, both terrestrial and marine, legal refarms and reclassification of the PAs, the Strategic
Plan and Strategic Action Plan for PA Systems (Naficnal Master Pizn), and of SINAC for its
operation. The outcomes at the level of this camponent are classified by this evaluation as
Highly Satisfactory. The main achievements of the execution of this component were;

= Policies for "Protected Areas of the National System of Conservation Areas (PAS)" were
formalized.?! Public policy instruments were made official by CONAC. lts objective is in
agreement with the purposes of the project presented. “To consglidale a long-term
system of Wild Prolecled Areas for in situ conservation, that is comprehensive,
effectively managed, and ecologically representative of the biodiversity of the country,
through the recognition, promotion, and strengthening of the different govemance
models fo ensure the provision of ecosystem goods and services”
Currently, these policies guide decision-making on the protected areas of the country, on
nine topics?: 1) Ecolegical representativeness; 2) Public participation; 3) Sustainable
tourism; 4) State Natural Heritage (SNH) in PAS; 5) Management, control, and protection
of PAS; 6) Knowledge management; 7) Land and marine management; 8) Response to
globa! and local threats; and 8) Institutional capacity. Thus, proposed actions are also
institutionalized in the project, as are the preparation and implementation of other topls?®
that strengthen the management of PAs, besides being a point of reference for
monitoring and evaluation of outcomes®.
Policies for Protectad Areas provide an important reference framework for the master
plan. In fact, 7 of the 9 policies are represented in the thematic areas and guidelines
generated by this master plan. The remaining 2 policies cover all the compenents and
their guidelines.

¢ The Strategic Plan® of the Nationa! Conservation Aresas Systern-SINAC 2010-2015 was
institutionalized, and it works as a harmonizing instrument and institutional planning
synchronizer of SINAC and of the national planning system. It has its own action plan.
This plan seeks to strengthen institutiona capacities, which will lead to decision making
and to develop asserive, effective, efficient, and sustainable features for reaching its
objectives and powers. All CAs and the Exacutive Secretariat internalized it at SINAC

SINAC Policies for Protected Areas of the National System of Conservalion Areas {PAS) SINAC 2011-2015, Costa
Rica: National System of Conservation Areas San José-Cosla Rica, 2014 44 pp.

22 Ses Annex 8: Description of the new categories proposed for PAS by SINAC

SINAC Tool for Evaluation of Management Effectiveness of Protecied Wildlife Areas of Costa Rica: National
System of Conservation Areas Sen Josd-Cosia Rica, 2014 48 PP

SINAC Action Plan for the Implementation of the Working Program on Protected Areas of the Convention on
Bialogical Djversity, Cosia Rica. Costa Rica: National System of Conservation Areas San Jusé-Costa Rica, 2012, 37
FP.

24Point 6.1. General management tools for policies

“Natienal Conservalion Areas Sysiem-SINAC of 1he Ministry of Envirapment, Energy, and Telecommunications-
MINAET 2010. Strategle Plan of the National of Conservation Areas System, SINAC 2010-2015.5an José CR p 64
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with participation in workshops?® . The protected areas component of the SINAC
Strategic Plan served as a reference for the generation of the master plan.

The policy instruments and the SINAC strategic plan are used throughout the system.
Both have impraved alignment with the budget plan, as it allows planning and recording
the executed budget. Participatary planning was strengthened. Unfortunately, it was nat
possible to achieve process automation of the Budget Plan as it was considered that the
issue of ICTs had not advanced in SINAC yet, and there was no capacity to manage it.
The challenge of harmonizing the budget plan with financial accounting records stil
stands.

« The Master Plan for Wild Protected Areas of SINAC is the first ane developed in Costa

Rica. With this master plan, the national protected areas policy is operationalized
together with other SINAC policies, and processes for planning, management, and
analysis, which are underway in the system are articulated. It allows providing future
continuity to actions undertaken by the praject,
It was developed through a participatory process involving & regional workshops with
officers of SINAC pratected areas. Along with the Master Plan, there is also an Action
Plan that identifies the most important actions to be implemented over the next five years
for each thematic area. Seven thematic areas that are each grouped as a set of
guidelines, as categories were included. The areas are: Legal, Biodiversity Management,
Economic Management, Govemance, Knowledge Management, Organizational
Structure and Human Resources, and Projection and Image.

It is a tool for articulating the different processes of the wild protected areas system,
managed by the Costa Rican government through the National Conservation Areas
System (SINAC). It allows improving commuaication between the Executive Secretariat,
Conservation Areas, and the PAS. It proposes the establishment of an effective and
efficient organizational structure, with roles and responsibiliies, and alternative models
of governance and participation, with the successful management of biodiversity and
ecosystem services in the face of climate change scenarios. It proposes the
achievement of financial sustainability of PAS, and through knowledge management to
become a learing organization that values human resources as capital. Some
adjustments to the document are still pending, as well as its socizlization within SINAC
so that it can Tater be formalized by CONAC.

» The Cooperation Strategy was formulated based on the SINAC Strategic Plan 2010-
2015. It includes the strategic actions considered as mare urgent and more important o
strengthen the cooperation process management in SINAG: 1) Institutional Positioning;
2) Institutional Cooperation Management; and 3) Pattnership and Cooperation Relations.
This instrument seeks to enhance the cooperation management process at SINAC and
to support the implementation of the strategic objectives of the institution and the optimal
exercise of its competencies. To allow SINAC to take advantage of the most appropriate
form of cooperation (financial and material resources, but also knowledge, expertise, and
capacity building), there was a participatory preparation by interviewing approximately
100 people. It covers faur main aspects: 1) A diagnosis of cooperation within SINAC; 2)
The identification of cooperation priorities; 3) The preparation and validation of the
Cooperation Strategy; 4) The preparation and validation of the Action Plan; and 4) the
preparation of the Monitoring and Evaluation Systern.

It also includes four priority recommendations. 1) Strengthening of human resources
devoted to cooperation, both in the Cooperation Office (CO) and in Conservation Areas,

The document is already posted in different websites. As: _hip//www scpuanucysie ac crivinac/PlanEsiralegico.
SINAC-2010-2015 pdf In elaboration of the TOR "Sirategic Action Plan for PA Systems™ [Mational Master Flan).
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2) Strengthening of non-traditional forms of cooperation, including South-South
cooperation, exchanges of experience, or twinning; 3) Strengthening of ownership and
institutionalization of cooperation actions; and 4) Strengthening processes for Monitoring
and Evaluation of cooperation actions.

The cooperation strategy includes the action plan, and since 2014, it is being
implemented. As a next task, institutional and budgetary resources that are necessary
for implementation must be ensured. It cerfainly will require an effective and consistent
leadership with the process from the Executive Direction of SINAC and the PAS
Management.

= The monitoring and evaluation system was designed to measure the degree of
implementation and effectiveness of the SINAC PAS policies in Costa Rica-2011 as well
as other SINAC policies. The system has an Excel tool and a user guide, which
facilitates the monitoring of policies.
The system allows maintaining a monitoring model capable of generating leaming in a
friendly manner, and to significantly contribute to the implementation of a key part of the
system of knowledge management and policy management of PAS.
This product has not yet been implemented because it was obtained upon completion of
the project; and therefore, it requires the path set for institutionalization.

» It has a proposal for Reclassification of the Protected Areas of Casta Rica based on
international standards, developed in 2 participatory manner. In total, four (4) regional
workshops were held in this first round, two days per workshop, for approximately 30
people. Regional workshaps were held in the following locations: ACT-ACG (Nicoya);
ACTo-ACLA-C (Guapiles); ACLAP- ACOPAC-ACOSA (Dominical); Secretariat-ACCVC-
ACMIC (INBIO Parque). A national workshop for 50 people was held in San Jose, for
validation of the Protected Areas Management Classification System, and of the
propasals resulting from the analysis for mapping the categories of 5 pilot sites.

The proposal for the Classification of Protected Areas will strengthen the orientation of
PAS management, allowing to establish the types of governance and management
madel suitable for each of the different protected areas of the cauntry, the preparation of
general management plans and other land management plans, such as municipa! zoning
plans, as well as the apprapriate definition of pratected areas, which are suitable for
sustainable tourism. The study contains: 1) The methodological ool for the classification
system generated frormn consuitancy processes; 2) The methodological and pragmatic
proposal for the revision and redefinition of current management categories of protected
areas in Costa Rica, including management objectives and nomenclature system used;
3) A SINAC proposal, validated internally and externally, for national guidelines for the
establishment of a national management classification system for protected areas, to be
rade official; 4) A proposal for guidelines for a national management classification
system for protected areas; and 5) The analysis of the comespondenca between each of
the management categories for protected areas in Costa Rica, and those management
categories covered by the classification system promoted by IUCN and the description of
the proposed management categories® for SINAG PAS in its primary and secondary
objectives.

This product was still under review by the Project Management Unit (PML), it has not
been implemented because it was obtained upon completion of the project. Once
approved, it requires a route for institutionalization. This must be addressed and timely
prepared by the PML) 2°as part of the project exit strategy.

# See Annex 8: Description of the Proposed new categories for SINAC PAS
2 The exit sirategy for the project is absant from the “final report” of the Project Management Unil (PMU).
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» The procedure and the requirements, as well as the draft regulation for the application of
administrative sanctions for unauthorized access to genetic and biochemical elements
and resources of biodiversity established by Law No. 7788 biodiversity, were prepared.

When this regulation is made official, the country wili have a duly regulated procedure to
provide legal certainty to the competent authorities and stakeholders about the process
and to resolve any cases of unauthorized access to genatic and biochemical resources,
complemented also by relevant provisions of the General Public Administration Law.

This regulation aims at establishing the sanctioning administrative procedure for the
application of the provisions of Article 112 of the Law an Biodiversity and to provide other
administrative measures in the case of unauthorized access to genetic and biochemical
resources, carried out in Costa Rican ferritary. It also includes the application in the case
of payment of access rights granted by the Technical Office pursuant to Article 27 of
MINAE Decree No. 31514, called General Standards for Access to Genetic and
Biochemical Elements and Resources of Biodiversity.

So far, progress has been made in the preparation of a draft Executive Order, which is
under review and pending publication. Once published, the decree will allow solving a
major gap around the sanction process regarding cases of unauthorized access to
genetic and biochemical resources.

COMPONENT 2. STRENGTHENING OF THE INSTITUTIONAL FRAMEWORK AND
CAPACITY BUILDING

OUTCOME 2: Improvement of the institutional framework and of the capacities of SINAC
protected areas for aptimal eco-regional planning and effective management.

This result considers as products: improving the structure and the instilutional and
administrative organization, intra-institutional coordination mechanisms, development of staff
profiles, responsibilites and working standards, training program for practitioners and
management systems, knowledge evaluation and adaptation, both for the PA system and for
the project. The outcomes at the level of this component are classified by this evaluation as
Highly Satisfactory. The main achievements of the execution of this component were:®

« Support was provided for the “Structure Institutional Committee”, in the analysis and
distribution of SINAC human resources, under the new structure approved by CONAC.

« An institutional manual was prepared with the skill profiles and competencies required
for each poesition in the National Conservation Areas System. The proposal responds to
the guidelines issued in resolutions DG 304-2009 of October 23, 2006, and DG-133-
2010 of April 26, 2010, and issued by the General Civil Service Direction regarding
Perfommance Appraisal. It includes the Competency Dictionary of the National
Conservation Areas System.

« Along with the previous manual, a madel of performance appraisal with the primary
purpose to achieve continuous improvement and development of people serving an

28 The details of the evaluation of achisvements of the products are presenied in Annex No. 10
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a)

b)

c)

d)

institution was proposed, in a clear manner for all. It incorporates appraisal of goals
achieved by the officer and the evaluation of competencies required for the job.

Both the profile manual and the appraisal mcdel are being considered in the
improvement plans for SINAC. However, it requires greater leadership for
implementation, and also it can be used to support the SINAC restructuring process,
which will bring an improved way of warking.

Supported by the SINAC Strategic Plan, a Specialized Institutional Training Plan for the
National Conservation Areas System was designed. This plan is being executed and
guides the training of SINAC staff. It has allowed SINAC to: 1) have a trainers platform;
2) allow staff to perceive a high degree of satisfaction with the training received; 3)
homologate the execution of the operations staff; 4) manage the staff capabilities in
order to achieve better professional pedfarmance, 5) strengthen the training area as a
platform with integrated vision and budgetary support; §) improve management of the
budget allocated for training, 7) create training regulations; 8) structure supply accarding
to demand; 9) get the equipment for training.

With this plan, the SINAC training area was strengthened by the creation of a platform,
which now has comprehensive vision, with budget support and a planning model,
fncluding the detemmination of supply through demand, which is established from the
needs of CAs. The plan is being used %o guide the SINAC training process. In addition,
the plan allows managing staff by competencies and not by activities, which will lead to 2
higher level of institutional performance. In the case of the formation of park rangers,
there is already a platform of trainers and fraining equipment, representing an
investment of $52,000.00, including guides and course materials. Another successful
experience is the one with ACOSA staff, which received training and now develops
activities to strengthen CORACs and COLACs. With relation to training, it is important to
mention that through the project:

Training was given to 20 CAs and Secretariat officers regarding planning issues related
to the construction of indicators and the Balanced Scorecard.

Training was held for members of the Collegiate SINAC Councils; SINAC Nationat
Council (CONAC), Regional Councils {CORACs), and Local Councils (COLACS) on
legal and technical topics for them to have the basic knowledge and tools to achieve the
objectives of Biodiversity Law No. 7788 and the optimal performance of the
corresponding functions in each council. This training was implemented in accordance
with the principles and requirements set out in the policy document and in the strategic
pfan of SINAC protected areas.

Training based on "train the trainers", allowed training about 25 officers, who are
currently able to continue training the new members of CORAC and COLAC. SINAC
staff trained 157 people from CORAC and COLAC. This number can be potentially
increased to 80 additional people, since there were still pending workshops for ACG,
ACHN, ACLA-C, and ACMIC. This action leaves installed capacity in CAs, which
include: 1) at least two CA trainers; 2) a module validated for training CORAC and
COLAC,; 3) educational materials tested in all CAs. This way each CA training team has
ownership and is empowered to continue developing all educational units, at greater
depth,

Besides the trainer course for CORACs and COLACS, training was also pravided to the

following staff from 11 CAs and the Executive Secretariat; 1) Administrative and
technical skills to 478 SINAC officers; 2) Office 2010 and intermediate and advanced
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Excel through three online courses for 250 SINAC officers; 4 Operations courses for

204 park rangers.
e) The project also faciltated the development of coardination mechanisms, through
support for carrying out fora and training activities on this subject. it supported
processes that allowed planning and management within SINAC and specifically in the
PAS, in addition to the management of the work done with indigenous communities,
COLACs and CORACS, and lecal govemments, private groups, and civil society, which
supports the management of PAs.

—

« The proposal of a new organizational structure built in a participatory manner,
includes a basic outline of the operation of the organization. It consists of the definition of
special and internal refationships that are necessary to generate strategic outcomes. it
presents a proposal for basic communicaticn mechanisms and characteristics to
facilitate the integration of the System and the basic classification of units that comprise
the structure, both for the Executive Secretariat and for the Conservation Areas. This
includes the description of units and functions, and most importantly, of the outcomes to
be generated. It sets the sirategic recommendations for the implementation process of
this new organizational structure. This result is especially relevant at a time when the
present administration (2014-2017) is considering that the development of a new
organizational structure is a priarity, for it must solve first and foremost, the need for
political support from CONAC,

« Investments totaling $772,300 ° were made on Information and Communication
Technology {ICT): consultancies, technical support, Infranet (the architecture of
infarmation and services portal was designed), Website {including functions for reports,
surveys, publications, interaction blog, visualization of ARCGIS, and virtual tour), training
on Web features, automation, MASTERLEX and equipment, licenses and software.

The Strategic Plan for Infarmation and Communication Technologies (PICTS) from 2014
to 2019 is based on the institutional framework and the guidelines estabiished in the
Strategic Plan of the National Conservation Areas System SINAC-2010-2015. it sets the
alignment of information technology with the SINAC institutional framewark, its
objectives and strategic areas and describes the solutions required for the automation
and for obtaining infosmation in digital and printed format for institutional decision making
and management modemization of red tape and supporting SINAC institutional technical
processes that the Institution should push forward for support in achieving its mission,
the promotion of its corporate image, and for strengthening the managerial,
administrative, and financial SINAC platform.

In addition, SINAC is strengthened to the extent that investments in information
technology are made through a coordinated and concerted effort, aligned with corporate
goals and in accordance with the mechanisms and means of work established by SINAC
in its strategic institutional plan.

It includes a strategic framework for information technologies in the field of IT so that
these sfrategies are easily executed. As for management systems, knowledge
assessment and adaptation for the PA system and for the project, a system of
informaticn on cooperation {SIC) was designed and is being executed, which handles all

30 Calculation made by the Coordinator of the PMU 1hat considers the acquisition of elecironic aquipment of all Kinds
including GP'S, laplops, etc.
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the information about the cooperation that SINAC receives, from agreements, as well as
from cooperation projects within the system.

* With "Removing Barriers" resources, a consultancy is being developed for the design
and identification of requirements for the development of a financial accounting system.
Additionally the online collection system was designed. Its implementation will be
financed with resources from Tourism Programs in Wild Protected Areas. However, we
must consider that this project has presented a low budgetary execution, and it requires
appropriate actions from SINAC to achieve preducts that are complementary to the
"Rermoving Barriers" Project.

COMPONENT 3. INTRODUCTION OF INNOVATIVE AND SUSTAINABLE FINANCIAL
MECHANISMS

QUTCCME 3: SINAC has financial sustainabliiity for the effective achievement of its strategic
objectives and to provide long-term resources for the management needs of the PA system.

This outcome considered as products; the adoption of a financing strategy, an operating
business financing plan, retention of new sources of income for PAs, implementation of
financing mechanisms in the PA system, implementation of a financial information system and
mechanisms for collecting the PA system anline, and a training program for financial managers.
Qutcomes at the level of this component™' are classified by this evaluation as Moderately
Unsatisfactary. The main achievements of the execution of this component were:2

* Despite six products of the "strategy of PA financing" were introduced by the consultant firm,
the work was not approved by SINAGC and PMU of praject. Later, another consultant was
hired to complete missing Product 7, but the elaboration of the roadmap for the
implementation of the Financial Strategy was pending. Currently, internal work is befng done
in SINAC, and it is in the pracess of completion by the Financial Development Unit of
SINAC. To date, progress has been made in: 1) Curent cost of SINAC, 2) Diagnosis of
income; 3) plan for the transportation of equipment and computer costing plan; 4)
identification of innovative financing mechanisms; analysis of the different SINAC funds
{wildlife, Forestry, National Parks), and recommendations for improving collection.

All the above outcomes have contributed to the process currently developed by the SINAC
Financial Development Unit through direct consultation in the CAs, to formulate the strategy
with a "bottoms up" approach to have 2 more realistic proposal,

With the support of the Project, the Roadmap for the Implementation of the Financial
Strategy is being prepared. The product is scheduled to finalize on March 31.

* The "PA System Business Financing Plan" was prepared. It began witk the definition of the
structure and the quantification of costs for services provided by SINAC through the General
Wildlife Direction (DGVS) and defined an economic instrument to assess the institutional
costs of the services. Even now, SINAC has proposed a decree, which adjusts and updates
the fee amounts for permits and licenses that are covered by the Wildlife Act. From these
outcomes, it could be expected that approximately 242 million colones would be generated

31 The details of the evaluation of achievements of the products is presented in Annex No. 10

3 1t is important to indicate that several consultancies of this component were running at the lime of the evaluation,
and its finalization was scheduled for March 31. As an example, we can mention that one of the consultancies on the
design and identification of requirements for the financiat accounting information system ends on March 31, Due to
delays In the approval of the TOR, there was a delay in hifing of more than three monihs.
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per year, which would strengthen the financial capacity of SINAC, and in the future would
allow increasing management capacity and Implementation of programs for wildlife
conservation.

The Visitation Flow Management tool for SINAC Protected Areas was developed. 1t allows
SINAC to have an instrument and trained staff to enable it to effectively monitor and manage
the visitation flow to the PAS.

In relation to the design® and establishment of “a financial infarmation system and
mechanisms for collection of PA system online," computers were purchased fo reinforce
servers and to establish a suitable platform. Explanations from the Chief of Information
Technology of SINAC on the IT Strategic Plan 2014 - 2019, security issues, and the great
work of nommalization of processes, seem very valid. However, the fact that large
investments in computers are not yet providing an important service within SINAC, deserves
a detailed review of what is happening regarding an independent technical support to deliver
a confirmation or alternatives to this process which seems too slow from a management
viewpoint.

The proposal for the design and normalization of institutional processes and subprocesses,
as well as priority procedures executed by SINAC, were develaped. This praposal has three
solutions to take over the two different strategic layers of automation: Financial Layer and
Management Layer. For the Financial Layer, the implementation of an ERP is proposed®,
which includes the minimum requirements for hardware and software as well as the hours
required for implementation. For the Management Layer, a section of development of Bl or
Business Inteliigence, which together with the reports already includes the proposed ERP,
will provide the creation of boards, indicators, or customized reports as needed for SINAC
management. Finally, the third solution is the development of specific solutions on the
existing SharePoint 2010 piatform, through the development of forms to automate the
different kinds of management processes. The Microsoft Dynamics AX 2012 solution {the
platform SINAC has) is proposed. This taol will facilitate employees to be more productive
and to increase the value of data, providing employees involved in the organization,
continuous access to critical information of the business and its processes in a much more
agile manner. In addition, technologies such as SharePoint Server, that SINAC already has,
are products that could be benefited and potentiated thanks to their native development.

A process for systematizing the technical and legal experience in integrated water resource
management {WRM) was developed. It was acguired in the Cenfral Volcanic Range
Conservation Area {(ACCVC) to share with other developed Conservation Areas. |t allowed
the parficipatory adjustment to guides used by the ACCVC, on Integrated Water Resaurce
Management: 1) Guide for classification and location of water springs; 2) Guide for Hiring
Companies to Carry out Hydrogeological Studies; 3) Guidelines for the Participation of
Officers and Civil Saciety in Interagency and Cross-functional Commissians; 4) Guidance far
identification, regulation, and protection of wetlands; 5) Guidelines for the regulation of
pollution generated by industries by discharges into water bodies; 6) Set guidelines for the
implementation of the Manuai Guide to replicate the ACCVC methodology in Conservation
Areas that make up SINAC,

33The dasign for online collection is ready. Training is being provided fo PAS managers, schaduled to and in March.
Implementation is scheduled for July 2015. The implemeniation process will be slow because ihe geographical
conditions where the PAS are located hinders the required connections,

HEnierprise resource planning (ERF) software is @ business adminisiration software that typically integrates various
applications ihat allow moniioring the progress of the Institution in financia! and management decision making.

41



G
“Removing Barriers o Sustainability of the Protected Areas System of Cotta Riga™ gef E &I\&“
The proposal referred to in the six guides employed by the ACCVC facilitates the
standardization of a single institutional technicat language, as well as a participatory and
transparent IWRM. All of the abave can strengthen the collection of the water canon that
each day becomes more important saurce of income for SINAC.

In addition, in the future this result has the potential to contribute to the definition of a water
resource policy for SINAC,

COMPONENT 4. PILOT INITIATIVES FOR DIFFERENT APPROACHES TO CONSERVATION

CUTCOME 4: SINAC fries different and innovative conservation approaches in conservation
areas and PAs.

This result considered as products: the registration and demarcation of the baundaries of the
PAS for a representative sample of PA units within the PA system, improving infrastructure and
accessibility of 10 PAs; support for community enterprises to manage the PAs; partnerships
between a conservation area and the tourism industry; new management approaches and tools
for local land use planning with local governments and grassroots organizations and new
approaches to ecoregional planning and management of PAs, The autcomes at the level of this
component are classified by this evaluation as Highly Satisfactory. The main achievements of
the execution of this component were:

* The Tourism Program in Protected Areas, alsa executed by SINAC, started with a significant
delay in refation to what was originally expecied in the PRODGC. It represents a significant
amount of ¢o-financing and is now moving forward in the execution actions that support PA
management. lts general abjective is to strengthen tourism in the national protected areas in
Costa Rica, as a tool to strengthen sustainable management, directly contributing to iocal
economic development and to conservation of natural resources, In late November, the
project had advanced to outcomes refated to the “Removing Barriers” project: 1) defined
infrastructure in 8 PAS (from the 10 originally considered); 2) developed tools to improve
tourism management in PAS; 3) signed 6 agreements with municipalities and approached
the tourism sector (ICT-CANATURY; and 4) formed the national SINAC tourism team.

Coordination and cooperation allowed addressing different common issues. The project took
charge of efectronic collection and non-essential services, as well as of the purchase of
computers for the Tourism Program Project. Both shared the topic of the SINAC website.
The project supported the IDB Tourism Pragram, through short-termn hiring {1.5 years) of an
architect, so that she could strengthen the processes for hiring and canfracting surveillance
of infrastructure and record follaw-up.

s The ABRE Cadaster is available for Wildlife Protected Areas® included in Component 2 of
the Program Regulafion of the Cadaster and Registry. In the Maritime-Terrestrial Zone, the
ABRE Cadaster was developed by Conservation Area, 42 protected arcas were
demarcated, representing 731,655.7 hectares {see Table No. 10). Proposals for modification
of the decree were prepared for six protected areas (see Table No, 11).

35 The details of the evaluation of achievements of the products are presented in Annex No. 10,
3 Also, INDER indigenous ferrileries and settlements
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For management of the ABRE Cadaster, training was implemented on® its operation, aimed
at Conservation Areas of the National Conservation Areas System. Officars were instructed
in the use of the ABRE Cadaster tool, and on the construction, concepts, and technica!
criteria for setting of boundasies of Protected Areas, conformation of cadastral mesaics,
cadastral maps, land tenure, and delimitation of the Maritime Region, mainly. Also, training
was given in the creation of the geographic database of the ABRE Cadaster, which will
require standardizing of the information and applying the various links between data and on
how to generate new information in areas not prioritized by the Executive Unit.

SINAC was transferred fo the ABRE database data, which contains the information of land
tenure of the occupants of Areas under Special Regimes under the ABRE component. The
following was also transferred: 1) The entire support material, as well as manuals, videos,
structure, and other documents related to the ABRE database. Though presented in digital
{ormat, manuals are atteched in analog format; 2) A too! used to update the links in the
ABRE Cadaster concerning the ABRE occupants database; 3) Currently, the equipment®
{12 PCs) and ArcGis licenses (11 ArcGis Server licenses), are in the custody of SINAC.

Tabla N° 10
Protected Areas, delimited per each Conservation Area:
CONSERVATION AREA NAME OF PROTECTED AREA AREA {m2)
Pzlo Verde MNaliognal Pak 182971635.16
Tenorio Volcano Natlonal Park 1260781589.02
Lomas de Barbudal Biological Reserve 31070853.59
ACAT Abangares Protected Area 43E001R6.85
Arepal-Montevande 355847148.83
ACCVC Braulic Camillo National Park 135711352.27
ACT Barra Honda National Park 22953415.689
Diria National Park 55489422 66
Cabo Blance Absolute Natural Reserve 3041776115
Mata Redonda Lagoon 3721853 .50
Cipanc! National Wildlife Refuge 33753915.82
Calelas Ario Nalional Wildlife Refuge 202903243 .62
Las Baulas Natiunal Marine Park 50274838873
Curu Nalicnal Wildlife Refuge B51014.73
Iguanita National Wildlile Refuge 12041085.68
Bahia Junquillal National Wildlife Refuge 4378014 44
Caormral de Fiedra Palustrine Wetland 23852349.43
Cstional Mational Wildife Refuge 5468249.23
ACLAP La Amistad Pacifico Intermalional Park 2101742809.56
ACG Santa Rosa Nalicnal Park 3A88613586.38
ACOPAC Marnuel Antonio Nalional Park 274371980.80
Estero Punt Waetland 52411635.25
Paramo Mational Wildlife Refuge 5808729.17 |
Hermosa Punta Mala National Wildlife Refuge 28102406.82
Los Robledales National Park E9387514.52
Los Quetzales National Park 41158072.82
La Cangreja Nalional Park 27007512.58
Carara National Park 5329208543
Ara Macao Private Refuge 361865.33
Cerro Vueltas Biploglcal Reserve 7932720.48

I7CA staff received Iraining on the operation of the Geographic Information System for tha consclidation of fegally
consiifuted protecled areas prepared by ihe IDB CADASTER project. Training was given by the {DB cadaster, with
co-financing resources. CA staff was also frained o improve their instilutional performance in the delimitation and
legal registration of Proiected Areas.
28 Conservalion Areas wera equipped (12 computars with their respective licensas, one for each Conservation Area
and one for the Execulive Secrelaniat, and 12 servers with their licensas).
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Los Santos Forest Resarve 613975987 .50
Ceno MNara Protected Area 23281672.86
El Rodeo Frotected Area 25350627 .00
Tivives Protected Area 24854332.01
Cemes de Escarti Protecled Area 7165138816

ACQSA Golfo Dulce Fares! Reserve TO270A3B7 13
Ballena National Marine Park §537600D1.96
Corcovado Nalional Park 4192568776.28
Piedras Blancas National Park 14137358684
Golfite Halional Wildlife Refuge 57B841126.58
Temaba Sierpe Malional Wetland 270383097 45
ACLAC Gandoca Manzanillo National Wildlife Refuge D5525946.60

Source: Cadaster and Malional Registry. ~inal report of Component 2, Cadaster and Registry Regulation Frogram,
Loan Coniract, IDB 1284/0C-CR SINAC funds. Costa Rica: Cadaster and Mational Registry, 2013.

Table N° 11

Modification Propuestas for the Decree on six Protected Areas.

+ Cabo Blanco Absolute Natural Reserve
» La Cangreja National Park

» Lomas de Barbudal Biological Reserve
» Mata Redonda National Wildlife Refuge
= Cipanci National Wildlife Refuge

+ Diria National Park

Source; Cadasler and National Reglsiry. Final Repord of Component 2,
Cadaster and Registry Regulation Frogram, Loan Contract, IDB 1284/0C-CR
SINAC funds, Cosla Rica: Cadaster and National Registry, 2013

Feasibility studies were camied out in six PAS (see Table N° 12). These studies allow
determining the profitability of tourism investments for the 8 PAS, which must contribute to
increasing visitation into the wild protected areas and thus their revenue. According to
outcomes of the study and of the financial analysis, investment is recommended for PNC.

Table N°* 12

Protected Areas in which feasibility studies took place

» Cabhuita National Park {PNC)

» Carara National Park (PNC)

Ballena National Marine Park (PNMB).
Santa Rosa National Park (PNSR)
Tenorio Volcano National Park.

Santa Rosa National Park (PNSR).

Technical profiles were made for the three hiological corridors: 1) Fram mountain range to
mountzin range: La Amistad Caribe Censervation Area {2012), 2) Rio Naranjo (2012), and 3)
Quetzal Tres Colinas {2013). Action strategies are defined by these profies and are to be
carried out by the manager of the corridor (local committee) within a five-year period.

Pilot projects were executed in four CAs: ACCVC, ACTO, ACOSA, and ACT. These projects
contributed to achieve the project’s cutcomes. Ownership of these initiatives at the local level is
highly valued. The challenge faced by SINAC is that of incorporating the outcomes obtained in
these pilot projects to a knowledge management mechanism and to facilitate its use to improve
management of PAS.
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Projects executed in ACT allow: 1) Maving the tools with which SINAC will be able to
manage non-essential services {NES) in four PAS, 2) Managing more effective public-
private pannerships for the conservation of biodiversity; 3) Becoming a model for a
successful volunteer service in the PAS; 4) Having the architectural design of the site
and construction plans for the development of infrastructure of the National Wildlife
Refuge at Camaronal (RNVSC).

From the gathering of information and analysis of lessons feamed from experiences in
hiring non-essential services (NES) in four PAS (Barra Honda National Park, Las Baulas
National Marine Park, Camaronal National Wilkliife Refuge and Cabo Blanco National
Refuge), the potential costs of non-essential and potentially non-essential services in the
four protected areas within the ACT were classified and defined. The methodology was
defined for evaluation of bids and for preparing for different NES in the request for
proposal for each PAS, which will enable to process the hiring of NES. The outcomes
are extremely important for ACT, so the hiring phase should be a priority in the coming
months.

The systematization of private-private-public experiences allowed knowing and
proposing various initiatives that have been dene hand in hand with organizations and
private sector companies and analyzing the best chance of management cooperation,
involving stakeholders from different sectors. There is an inventory of all strategic
partnerships that have taken place in the last 10 years in ACT. Experiences from
UNAFOR, CATIE, FUNDECODES, SIMAC-ACT and Swiss Capital Hotel were
systematized. It was passible to define the criteria that strategic parinerships must meet
to be effective. We have also proposed ¢ertain mechanisms and procedures to facilitate
the establishment of strategic partnerships and hence cooperation between different
stakeholders. Diagnosis, systematization, and proposa! of a voluntary model of operation
in wild protected areas of the Tempisque Canservation Area were carried out. A
description of the current operation and evaluation of the major bariers to the
development of volunteering was conducted. The most successful experiences and
lessons learned were identified. 10 success factors of voluntesring in PAS were
identified, geared mainly to logistics management, work planning, participation in
environmental and social interest projects, and sustainability, among others, for defining
the levels of success of the actions identfied fram volunteering. Systematization
revealed that this is a valuable experience for the region and SINAC, and it has the
potential to be replicated in other protected areas. Ta do this, it will be necessary to
clarify the issue conceming the legal feasibility of this scheme.

By analyzing the lessons and success factors of volunteer experiences in ACT, the
proposed model cansists of a set of twelve components, covering all operational and
logistics aspects for a successful valunteer service, including a database and a log to
register and quantify the work. The mode! includes an action plan in the short, medium,
and long terms, which for implementation requires that ACT resolves some legal
inconsistencies raised by the Management of Wildlife Areas.

With the architectural design of the site and infrastructure construction plans approved
for the Camaronal National Wildlife Refuge (RNVSC), the description of works and the
architectural design were obtained, which considers: preliminary studies, preliminary
design, construction plans, and budget, in addition to the enviranmental impact study
and clearances required to conduct the work.
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Through the projects executed in ACTo, the project contributed with the following: 1)
Systematized knowledge for decision-making and guidance of local management processes; 2)
Inputs for participatory management in the Colorado-Tortuguero Bialogica! Corridor; 3)
Strengthening of land management participation and intersectorial coordination between local
actors and Action Plans for three Local Councils:

Five experiences of the local management processes developed in the Tartuguero-
Colorado Biological Corridor were systematized, with lessons leamed that allow
decision-making and orientation of similar processes. The experiences analyzed are: 1)
Local Management Program in a Biological Corridor, 2) the process of abservation of
marine turtle nesting in Tortuguero National Park-POT/PNT; 3) the process of Local
Management for the development of an Education Program on Organic Agriculture of
the Costa Rica North Caribbean Green Classroom Program; and 4) the process for
Participatary Local Solid Waste Management - MPRS.

There is the biophysical and socio-economic information with the use of Geagraphic
Information Systems in the Colorado-Tortuguero Biological Corridor and in a pilot area.
Includes recommendations on; 1) Strengthening and consolidation of the biological
corridor; 2) Working Commissions, loca! councils and grassroots committees; and 3)
Recormmendation cn future studies.

Between 2010 and 2011, three Local Councils of ACTo (COLAC-RNVS-BC, COLAGUA,
and COLOPTO) were comprised to be strengthened through the project. Diagnoses and
Action Plans were conducted, resulting in Development Programs. The experience was
valuahble, because pragress was made with: 1) involvement of the logal councils and the
municipalities of Guacirmo, Pococi, and Sarapiqui: 2) local councils were strengthened
by positioning the issues they were interested in, on the ACTo agenda; 3) intersectorial
part of the agenda was consolidated; 4) capacity building was sirengthened to facilitate
staff participation in the CA.

Since the beginning of the process, four ACTo officials were involved. They participated
in the methodological development, and will be able to provide continuity to the citizen
participation processes in the management of the PAS.

With actions undertaken in ACOSA, the project also contributed with: 1) Technical instruments
that estimate the capacity of the Témmaba-Sierpe Naticnal Wetlands and the Land Sector of the
Ballena National Marine Park, allowing the establishment of visitation, financial management,
and environmental risk policies of PAS, 2) The Eco-regional Master Plan for ACOSA; 3) The
draft requlation for Public Use of the Térraba-Sierpe National Welands:

ACOSA has the technical tools to estimate the carrying capacity of the Témraba-Sierpe
National Wetland and the Land Sector of the Ballena National Marine Park, to establish
visitatian, financial management, and environmental risk policies of the PAS.

With the realization of the ACOSA Eco-regional Master Plan, it was possible to solve the
gap caused by the absence of the municipalities of the Cantonal Plans. It guides the
management policies of the temitory of the cantons of Corredores, Osa, and Golfito,
which also included the marine part. It included the diagnosis of PAS, and the
management guidelines within the territory. Now, there is a reference to a guideline of
compulsory application for all institutions, where criteria and the Geographic Information
System are established for the delimitation of use and development of activities in
ACOSA, for which it is required to purchase a server.
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There is a regulaticn for Public Use of the Téraba-Sierpe National Wetland (HTS),
which allows regulating the actions allowed, toll collection, restoration of use, and
requlation of the speed in the channefs. It is pending publication.

« Through a course designed and executed by ACOSA staff, 22 people of the COLAC of

the Golfito National Refuge (RNG), of the HTS, and of the Piedras Blancas National
Park (PNPB), were trained on biodiversity conservation, legal issues and governance,
and association ang cooperation. This initiative managed to revitalize and strengthen the
parficipation of the COLAC, incorparating a responsibilities approach into the CORAC,
which has raised a number of needs within the CONAC.

This training is specially important since work is being done on the creation of the
COLAC of the Ballena National Maring Park (PNMB) as support for the provision of
NES, and the COLAC of Corcovado National Park (PNC), Gelfo Dulce Farest Reserve
(RFGD), and Cafio Island Biological Reserve {RBIC) are about to be comprised.

Through various actions executed by the ACCVC, the project contributed a number of
capacities to SINAC: 1) skills of partner organizations were strengthened to improve the
managament of buffer zones; 2) through the projects implemented in the core zone of the PAS
of the ACCVC area, the social capital, the capacity of organizations for participatory
management, models for sustainable production, and relations with groups for better
govemance, integration of women, seniors, youth, ang children were strengthened; 3) through
participatory construction, a methodology for the systematization of SINAC experiences and
production of the Manual for its realization was achieved.

Training for Strengthening Skifls was made to strengthen the management skills of 16
community organizations, in which 80 people from the following organizations
participated: Escuela San Ramén, ASADA Sabanilla de Alajuela, ASOTURCOSAR,
ASADA Sazn Bernardine, Bosque Eterno de los Nifios, Liceo Rural de Cedral, Guias
USERE Guayabo, ASADA Santa Cristina de Turrialba, Asociacion de Productores de
Cacho Negra, ASADA Paso Ancho Nore de Pacayas, Turi-arva, Potrero Cefrado,
ASADA San Roque, Asociacidn Provivienda, and Ayuda Adulto Mayor Duchi,
Asociacién Ecologica La Pastora. A rmanual was produced for its implementation:
"Training for Strengthening Management Skills of 16 Grassroots Organizations”. It
containg two modules: 1) Module |. Development of social skills for strengthening
community organizations {Leadership, Teamwork, Planning, Assertive Communicatian,
Alternative Dispute Resolution, and Negotiation); 2) Module Il. Administrative technical
management (Word, Excel, and Power Point basics, Preparation of Documents,
Accounting)

With the execution of projects in 16 communities around the PAS care area of the
ACCVC, see outcomes of the visited projects in Annex 8 “Outcomes of Project
Execution in ACCVC™. In shart, it can be said that the following accomplishments were
achieved: 1) Strengthening the capacity of organizations in areas that support the
management of PAS: environmental education, waste management, sustainable
preduction, service quality, water management for communities; 2) sustainable
productive activities carried out by Jocal groups in the BZ of the PAS, which are
supported by SINAG, are strengthened; 3) the relationship of the SINAC is strengthened
with lacal groups, thus favoring management of buffer zones and promoting governance
of PAS from the buffer zones {BZ); 4) Increased approach and relationship with
ACCVCISINAGC encourages future support; 5) Integration of women, senior citizens,
youth, and children in PAS managernent actions developed by the CA; and 6) the capital
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for integration processes, cooperation or association for the conservation between these
organizations and the CAs are strengthened.

+ A methodology for the Systematization of the SINAC Experience was developed and
produced, together with the manual "Our Footprnts through Systematization:
Pedagogical nates.”

COMPONENT 5. MANAGEMENT MODELS SYSTEM OF THE PA, INCREASED AND
REPLICATED

OUTCOME 5: Successful management models of the PA system increased and replicated at
systemic level through strategic partnerships with key stakehalders.

This outcome cansidered as products: local and regional councils in operation and development
of the institutional capacity to work with indigenous communities and communities surrounding
the PA, mechanisms for quoting and bids, use pemmits and other opportunities for local
entreprepeurs, models for PA management boards, PA system connected by biological
corridars operating under innovative models of public-private partnerships, as well as the
marketing strategy and communication cn values, vulnerabilities and mechanisms for entry into
the PAs. The cutcomes at the level of this component are classified by this evaluation as
Satisfactory. The main achievements of the execution of this component were:

Non-essential services for the following protected areas were identified and classified: a) Playa
Hemnosa Wildlife Refuge (RNVSPH); b) Carara Mational Park (PNC); &) Manuel! Antonio
National Park {(PNMA, Playa Rey Sector); d) Santa Rosa National Park {FNSR), e) Rincon de
la Vieja National Park (PNRV). The profile for the awardee was identified and the request far
preposal was prepared.

This tool facilitates that SINAC can analyze the feasibility of starting or cantinuing a successful
contracting process of non-essential services and technical parameters for a better reading on
the applicability of the model and assess the application of the NES or as a strategy for
management of the PAS. This can strengthen SINAC through the services provision by local
organizations preferably, the attention required by visitors and researchers is improved,
contributing to reducing the load in the management structure of the PAS, and thus promoting
the participation of communities, as well as a stimulus to the local economy, which strengthens
the idea that the PAS also entails benefits for local populations. Except in the Playa Hermosa
Wildlife Refuge (RNVSPH) and in the Carara National Park (PNC), which presents some
limitations, SINAC should prioritize budget to provide continuity to the project cutcomes aimed
at improving infrastructure where services will be provided to visitors.

A methodology and process within SINAC to agree upon an indigenous agenda, allowed
guiding the work with indigenous communities. The aftached indigenous agenda was defined in
a participatory manner {Caribbean CA, Amistad Pacifico CA}. it takes into account 7 thematic
areas: 1) Environmental Policy of Indigenous Territories; 2) Use of Natural Resources: 3)
Permanent Communications Mechanism; 4) Awareness and training; 5) Deterioration of Sail
and Water Resources; 8) Land Tenure; and 7) Tourism. Pilot projects were executed in
indigenous territories located in the buffer area of PILA, in La Amistad Caribe Paclfico
Conservation Area (ACLA-P), in the communities of Cabagra, Salitre, Ujarras, and in the La
Amistad Caribe Conservation Area (ACLA-C) in Talamanca Bribri and Talamanca Cabecar.

28 The details of the evaluation of achievements of the products are presented in Annex No. 10
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in ACLAP, the work with indigenous papulations is displayed as part of the implementation of
the La Amistad International Park {PILA}. An approach of SINAC as an ally of the indigenous
populations has been facilitated. The work included hiring promoters, who developed an
important role for the achievement of outcomes. The CA has strengthened its capacity 1o work
with indigenous territories through direct participation of eight CA officers, establishing trust
relationships, and forms of communication and coordination. Communities perceive SINAC as a
facilitator, coordinator, and an entity of accompaniment and support for land management.

« 10 demonstration projects were developed with the integration of the participation of
population: 3 in Salitre, 3 in Ujarras, and 4 in Cabagra, in four priofity areas: 1) Food
security; 2) Biodigestars; 3) Integral Farms; 4) Environmental education and training for
the control of forest fires, felling, and hunting.

« 2,500 students have been trained on environmental education, and environmental
festivals are held; 9000 trees have been planted for the protection of water sources;
there was an exchange with communities of Talamanca, comprising a team for
environmental menitoring.

» Work was conducied towards the conservation of ancestral seeds and sustainable
agricuitural production systems. The installation of a biodigestor is pending.

« There is a perception that the incidence of fires has been reduced due to fire
management, which in previous years was a big problem in the indigenous communities
of the Pacific side of the PILA buffer zone. After accompaniment by SINAC and fraining
of 45 members of the indigenous cammunity, the activation of the fire commission within
the feritory, placement of fixed observation posts, construction of firewalls, carrying out
joint patrals, development of a community fire control plan, granting of equipment, and
operation of 20 brigades {8 fumished) for fire control and contribution of the Instituto
Mixto de Ayuda Social for the paymant of stipends to forest firefighters.

« There has also been progress in ecological monitoring within these territories. There is
already a methodology, and the indigenous staff is already trained to carry it out.

« In ACLAP, through the indigenous committee, representation is achieved in the CORAC
and COLAC, which are the bodies to strengthen participatory management in CAs, With
the project actions, the conformation of an indigenous COLAC linked to PILA is favored.

+ The staff already has a methodology to work in indigenous communities. Now,
experiences are systematized so that learning can be disseminated to other CAs and as
a basis for developing policies aimed at indigenous territories and decision-rmaking,
espacially at the regional and local levels.

In ACLA-C, it is perceived that the actions of SINAC and ADI in the Bribri and Cabecar
territoties have had very positive outcomes in relation to coordination and respectful and
permanent negatiation and in training processes in environmental issues for the local
population, especially for young resource keepers. The main actions relate to:

« The publication of the Management Plan of the La Amistad Talamanca international
Park.
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+ The conformation of the Local Council with representatives from SINAC, local
government, and Bribri and Cabecar communities. This instrument has allowed an
engoing dialogue through the representatives of the beards.

* Support to productive economic activities and support to the forest entrepreneurship with
the participation: of 23 fine carpenters and craftsmen.

» Training and supplying equipment to rangers
+ Training of tour guides.

= With support from the Assaciation of the Talamanca Biological Corridor, a program of
environmental education in schoo!s in the two indigenous communities was developed.

There is a Training Plan for Regional Councils and an agreement with the Universidad Estatal a
Distancia (UNED), to develop it. Fora were held to support CORAC and COLAC, and training
was provided to members of the Collegiate SINAC Councils; National Council {CONAC),
Regional Councils (CORACs), and Local Councils {COLACS) on legal and technical issues
necessary to have the basic knowledge and tools to achieve the objectives of Biodiversity Law
No. 7788 and the optimal performance of the comesponding functions in each council. This
training was implemented in accordance with the principles and requirements set aut in the
policy document and in the strategic ptan of SINAC protected areas.

Training based on "train the trainers", aillowed training about 25 officers, who are cutrently ahle
to continue training the new members of the CORAC and COLAC.

SINAC staff trained 157 people from CORAC and COLAC. This number can be potentially
increased to 80 additional people, since there were stil pending workshops far ACG, ACHN,
ACLA-C, and ACMIC,

This action leaves installed capacity in GAs, which include: 1) at least two CA trainers; 2) a
module validated for training CORAC and COLAC; 3) with educational materials fested in all
CAs. This way each CA training team has ownership and is empowered to continue developing
all educational units, at greater depth.

In addition fo the training, three CORAC meetings were held betwaen 2012 and 2014, to share
experiences and discuss issues on govemance of the PA and the role of CORACS and
COLACs.

Technical profiles of three biological comidors were made: 1) La Amistad Caribe Conservation
Area, 2) Rio Naran]o, ang 3) Quetza! Tres Colinas. Through these profiles, action strategies that
must be performed by the corridor managers (local commiittee) over a five-year period and fora
were conducted in support of Biological Corridars. The coordination af the Biological Corridors
Program was strengthened with computer equipment and training.

The potential of MSMEs and identification of sustainable praduction initiatives in biological
carriders is known. Some general guidelines are proposed for local councils and the Natonal
Network of Biological Corridors in relation to the possible actions to stimulate sustainable
economic developrment in cormmmunities located within these biologicat carridots, so that it can
promote the alignment of the various productive projects with environmental and conservation
objectives of these initiatives. Identifies viable preductive activities in the biclogicat corridors and
networks to determine potential productive organizations in these areas.

The marketing and communication strategy was developed and validated in a participatory

manner. This represents an instrurment that will allow in the future the strengthening of financial
sustainability and improved communication inside and outside the SINAC structure. The SINAC

50



@

"Ry ing Barriers to Sustainability of the Protected Areas System of Cotia Rica™ gef E Sac

Brand Book was published. The Marketing and Communication office was strengthened with
eguipment.

2.3.14 Project Effectiveness

The initial outcomes were clearly unsatisfactory up to the change in Coordination in the PMU, as
it had only reached just over 20% of execution in mare than three years from the approval of the
Project. Later, in just aver two years, more than three quarlers of the project were executed,
with a higher cost of administration and monitoring close to 10%.

Therefore, as noted in section 2.3.10 on the budget execution analysis, the situation is radically
different. On average, the leval of effectiveness Is described as Satisfactory.

2.3.15 Project Effectiveness,

Products achieved (see point 2.3.13 Qutcomes by Component) clearly contribute to achieving
the overall objective. The project Effectiveness analyzed at the end-of the execution has a
satisfactory result. According to analysis (see Annex 10) of the outcomes obtained with respect
ta the statement of the LFM, the project has successfully complied the Purpose level and 4 of
the 5 expected ouicomes. Only in Result 2, the rating was Moderately Satisfactory mainly
because the Integrated Knowledge Management Systern was not achieved. According to the
analysis of the achievements of the Project on the basis of preduct compliance (see Annex 11).
the weighted rating of the five outcomes is satisfactory. The following table summatizes the
outcomes of the evaluation:

Table N° 13
Summary of the Analysis of the Achievement of Qutcomes
Level of outcomes Rating
Outcoma 1: The legal and political framework of Costa Rica has been renovated Highly Satisfactory

and improved to ensure [ong-term effective management and financial and
acological susiainability of the P4 sysiem

Outcome 2; Improvement of the institulional framawark and of the capacities of Moderately Satisfactory
SINAC protected areas for optimal eco-regional planning and effective

management.

Qutcoma 3; SINAC has the financial sustainability for the effective achievement of Moderately Unsatisfactory
iis sirategic objectives and fo provide long-term resources for the management
needs of the PA system.

Outcome 4; SINAC tries different and Innovalive conservation approaches in Highty Satisfactary
congervation areas and PAs.

Qutcome 5: Successiul management models of the PA, sysiem increased and Satisfactory
replicaled at sysiemic level through siralegic parinerships with key siakeholders,

Welghtad rating of the 5 outcomes Satisfactory

Source: Prepared intemally, see details in Annex 10,

SINAC now has various instruments that if adequately managed and institutionalized, in the
medium term will have a high impact and will effectively meet the goal of contriputing to remove
the 5 big barriers diagnosed in the Project.

The achievement of the products was not possible within the expected time due to delays
mentioned in the Mid-term Review and to the barriers within SINAC itself. They foliowed the
logical sequence tn which they were designed. The products were obtained with a high standard
of quality and are relevant to the needs of SINAC to strengthen the management of PAS.
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Preducts related to knowledge management and IT system design for collections in the PA
system were not achieved and products remain to be developed. However, it is impaortant to
mention that the strengthening of ICTs that the PRODOC had not considered was made
possible through this project. Thus, products reached satisfactorily contribute with the expected
outcomes within the project period, and it is expected to give them continuity in the medium
term 1o effectively remove the barriers.

First, strategic products such as PAS palicy and the SINAC strategic plan had to be achieved.
This fact affected the pace of the project execution, and the time to achieve the products
according to the design depended on a linked form of these macro instruments. However, if
clarification is due, we must say that this was a necessary evil so that the products were
oriented towards a mose realistic and upcated situation regarding SINAC needs.

There is a high chance of achieving the specific objectives of the project, and this will require
developing an action plan, which must be followed by the technical commission formed during
the execution of the project. This will require the wholehearted support of CONAG and of the
Executive Secretariat.

23.16 Project efficiency.

The efficiency of the project has proven to be Satisfactory. Even though in the first three years
the project showed very poor outcomes, the level of execution and achievement of products of
unquestionable benefit to SINAG in the last two years, deserve to be highlighted. The
importance of product development in the CA is undeniable and there remains only the question
whether SINAC may take charge to mave farward and address the internal efficiency issues, the
ability to design and ensure long-term financial strategy, the promotion of some important laws,
and the provision of continuity 1o the cultural change process in which it is immersed. All this
implies avercoming institutional image proslems before the govemment and within the Costa
Rican community that can play against their change processes.

With the foregeing and under the framework of a challenge that by far exceeded the capacity of
a five-year project, we estimate that the efficiency of the Project has been safisfactory and is
expected to boest the consolidation of the process of change proposed by the "Removing
Barriers" Project.

2.3.17 Catalytic effect

The catalytic effect of the project is potentially very high. Measures to favor the public wellbeing
were taken through the development of demanstration sites through the "demonstration
projects”. There was a successful spreading of information through the systermatization of
experiences and fraining in various areas to strengthen the stafi’s skills and abilities, CORACs
and COLACs. The pilot project and demonstration projects have a high potentia! for replication
at the national or intemational level. Instruments were created that allow SINAC a better
development of actions. As an example of some of them, the following may be mentionad:
strengthening of the budget plan develaping pracess, legal reform proposals for legalization of
PAs, sanctions framework of unauthorized use of bindiversity resources, financial instruments
that improve financial sustainability through the water canon, and updating of the entrance fee
for PAs, and a platform that was created for the implementation of {raining, among others.
Approaches and working methodologies developed by the project were built in a participatory
way. These are used ar have a high potential to be used at a national scale {strategic progucts),
and at the regional Jevel (indigenous territories, CORACs, COLACS). Their potential at national
level is high because they have been widely accepted and are institutionalized.
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2.3.18 Crosscutting nature

For UNDP, the project was included in the portfolio of environmental projects that aim at
consolidating the contribution of Costa Rica to the global environment public assets, and also to
CPAP, environment, energy and risk management, institutional strengthening and capacity
building of the relevant stakeholders, while promoting management, conservation, and
sustainable and equitable use of the natural heritage.

It was linked to the "United Nations Development Assistance Framewark™ (UNDAF, 2007), on its
environmental section on the thematic area "economic and socio-cultural practices in priority
groups, in favor of environmental sustainability.”

Currently, 1t is linked to the area on "Environmental sustainability and risk management” of
UNDAF and to the 2013-2017 Action Plan, the national priority is defined as: “National Priority:
To empower the country as a global environmenta! leader, that articulates harmoniously the
safeguarding of the environmental heritage with economic growth. To systematically promote
carbon neutrality, use of clean energy and in general, the rational use of resources, commitment
to the territorial system that effectively incorporates the environmental variable, and the
protection of vulnerable ecosystems and water resources "

Human rights, gender equality, and sacial inclusion were not censidered from the beginning.
However, they were considered in the implementation and execution phases.

2.3.19 Sustainability 3

Sustainability is assessed as Likely (L). There is a good level of ownership in different SINAG
managers regarding the outcomes and benefits of the project. SINAC managers are aware of
the outcomes of the project; severai of these have been institutionalized through its
incorporation in the siructure, policies, and strategic processes. At the level of the Executive
Direction of SINAC, we have interest in the outcome in order to obfain inputs fo guide the
reforms that the present administration has set. At CAs and at the direction level of participant
subregional offices, there was a high level of commitment and effectiveness during the
execution and with relation to the level of ownership, there is special interest in instruments
related to ecoregional planning, local administration, non-essential services, volunteer services,
and infrastructure and govemance of the PAS, As for the managers involved, these had a key
role achieving strategic outcomes. Currently, this essential function for the maintenance of
outcomes is maintained.

For the many outcomes at the end of praject, the prospect of becoming institutionalized is high.
Also, a responsibility is perceived for officers to provide an institutiona! response to the diffusion
beyond the beneficiaries or the project. There is great institutional capacity at SINAC to address
challenges, which allows expecting that the flow of benefits once the project is completed will be
integrated. The products generated by the project are integrated in the insfitutional structure,
and for each one of them, there is a team or a responsible person who can track this down until
the final outcomes are achieved. Depending on the nature or subject that the product is about,
the person or team with the necessary skills in that subject were assigned. For this, SINAC has
adequate and trained staff with capacity to assume the technical, financial, and managernal
aspects of the preducts. There is also enough eguipment and a technological platform.

49Ratings on sustanabity follow GEF guidelnes for Mid-term Reviews, which are: Likely (L} negligible risks to
sustainability, with key outcomes expected to continue into the foreseeable future; Maoderataly Likely (ML) moderate
risks, but expectations that at least some outcomes will be suslained; Moderataly Unlikely {(}L)) substantial risk that
key outcomes will not carry on after project closure, although some outputs and activities should carry on; Unlikely
{UL} severe risk that project oulcomes as well as key qutputs will not be sustained.
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Technelogy, knowledge, tools, and methodologies introduced were adapted or are in the
process of incorporation to the institutional context and can enhance the capabilities of
adaptation within SINAC staff. The products achieved increased existing knowledge. They
correspond te the needs of SINAC and contribute positively to develop the functions pertaining
to its area of competence.

The project contributes to the sustainable management of natural resources with regard to the
maintenance and/or regeneration of the natural resource kase through a PA system that
effectively manages with few resources to preserve a representative sample of the biodiversity
of Costa Rica.

Following is the evaluation of risk for financial, environmental, institutional, and governance
resources and socio-political aspects:

Financial Resources: The risk to sustainability is rated as negligible. SINAC has sources for
financial resources to manage the required actions to implement the tools, mechanisms, and
methedologies achieved by the project. This is done through the national budget, which for
2015 is about 35 billion colones and with what can be provided by other initiatives such as
"Costa Rica por Siempre" IDB-Tourism, "Barveritas”, and projects that are managed by the
international cooperation office, which was strengthened through the computer system for
tracking the project. On the other hand, even though the product an the financial strategy was
not achieved in the period analyzed, it is expected that SINAC resources and remnants of the
project are finalized and mark a clear direction to improve the finzncial sustainability of the
system.

Socio-Political; The risk to sustainability is rated as negiiginle. The frarmework of nationa!
environmental policies and political interest at MINAET and SINAC remains stable to promaote
the strengthening of SINAC and PAs.

Technologies and tools derived favor a framework of adaptation and innovation opporunities for
participatory management models which in turn favor the govemance of the PAS. However,
recommendation is to improve the extemal institutional image of SINAC through a
cammunications plan as well as the ability to establish better ties and eoordination with MINAE
and other state institutions invalved.

Institutional_and goverpance: The risk to sustainability is rated as negligible. With the change
of government, different stakeholders perceive an atmosphere of uncertainty at SINAC,
However, it is important to note that the authorities and managers have maintained or increased
their commitment to achieving the proposed changas from the outputs achieved by the project.
The SINAC institutional framework was strengthened. Technologies and tools derived favor a
framework of adaptation and innovation epportunities for participatory management models
which in turn favor the governance of the PAS, Intemally and externally of SINAC, there is
uncertainty on the pelicies for SINAC by this government. it is a matter of internal work from
SINAC Director so that communication goes to officers about the goals of the new
administration and to provide leadership to achieve clear signs of govemance. This las? paint is
the weakest and critical in the shart term, for sustainability and for sustainability of the effects
and impacts of the Project.

Environmental: The risk to sustainability is rated as negligible. According to the risk evaluation
made to each of the following factors:
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» Biodiversity conservation programs and actions implemented. The risk is
negligible, considering that the project has political support at the level of SINAC
Executive Direction. In ather instances of the central and regianal level, there has been a
very high sense of ownership.

« Official approval of the strategic, legal, and regulatory framework. The risk is
negligible because the strategic products have been institutionalized, and the various
procucts obtained upon completion of the project are on the right track to become
institutionalized.

s Moderate economic growth and social stabllity. The risk is negligible. The country
has increased tourism and visitation to the PAS and also the potential offered by the
application of experiences in the management of the core areas for the implementation
of socio-productive projects targeted by objectives with the PAS.

» Interest of Stakeholders. There is an interest of stakeholders for participating in actions
involving maintenance of the project outcomes. In this case the risk is negligible.

« Threats to protected areas. No threats are idenfified for CAs or prolecled areas
selected for the three pilot projects. In relation to this issue, risk remains negligible.

s SINAC. The project execution by SINAC greatly exceeded gaps in coordination and
leadership of the executive direction, identified in the Mid-term Review. In addition,
ownership level in the central, regional, and local levels is important. Thus, level of risk is
assessed as negligible.

« SINAC-IDB Tourism Program. It is running with a low level of execution, which barely
reaches 6%, so that the Comptroller General of the Republic issued a series of
provisions to SINAC. In this case the risk is serious, until the leve! of subexecution is
corrected. tn this regard, it should be noted that some changes were requested in the
Project Implementation Unit, and it is already moving forward in the execution,

= We cannct fail to mention the initiative "Costa Rica por Sitempre", which seeks to
"consolidate a systern of land and marine protected areas that is ecolagically
representative and effectively managed.” This may represent the consolidation of a
permmanent source of funding of about US$56 million.

2.3.20 Project Performance Rating
Three complementary instruments will deliver the rating level of the Project performance:

a) Achievements of the Project based on compliance indicators of Project Objectives regarding
Purpose and outcomes.

Objectives of the LFM were contrasted with the achievements for each of the indicators
identified. For each of the indicators and targets, following is an outfine of the most important
achievernents made during the course of the Project, and a judgment is issued per achievement
after analyzing assumptions and targets set for each indicator. The detail is in Annex 10.

A summary of this work can be found in Table No. 14, where we can see that the Project has
successiully met the purpose and 4 of the 5 expected outcomes. Only in Qutcome 2, the rating
was Moderately Satisfactory mainly because the Integrated Knowledge Management System
was not achieved, and there is only impartant experience systematization, but the system as
such is at a very early stage of progress.
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b) Performance rating according to the criteria requesied by GEF and UNDP Manual.
Table 15 shows the rating obfained from the analysis of the varisus approaches that have been

discussed in Point 2.3 of this report relating to efficiency, effectiveness, sustainability, etc. Each
point is assessed according to the criteria of the UNDP Evaluvation Manual.
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The level of performance of Project is Satisfactory (S). The overall quality of the implementation
Jexecution of the project and the overall quality of the ouicomes of the project had a
Satisfactory (S) rating. The risks to sustainability are moderately unlikely; for further details see
the following table:

Table N° 15
Project Performance Rating

Midterm | Final
Revigw Rating Evaluation®
e Ratln

Monitorinig and Evaluation :

of M&E MS MS favor good operational management, the

The averall quality While M & E allowed making decisions {0

project shelved strategic issues.

at the baginning of the ] U
pioject”

At the lavel of the PMU, it lacked a formal
instrument. An M & E Plan as such was
not defined since the beginning. The
instrument that was created for SINAC
lacked the infarmation to carry out an M &
E of what was happening in the Project.

“Outiine/design M& E

M & E Plan” M5 8 monitoring is handled by means of an

An M & E specialist participated in the
project, who also was in ¢harge of the
coordination of functions. In addition, the
PMU coordinator had great knowledge on
this regard. However, despite not having a
developed and elaborated instrument in
accordance with the provisions of the
project and the recommendations of the
Mid-term Review, management of the
operation was very good.

“implementation of the During the implementation  phase,

Excel spreadsheet. This system, while
simple, has proven efficient as a supper
tool for PMU management.

it featured UNDP and GEF tocls: Atlas,
PIR, CDR

There are no PMU semi-annual repors.
UNDP procedures were  rigorously
maintained.

The Mid-term Review also provided inputs
for decision-making aimed at improving
project management decisions.

a)
o)
c
d)

€)

4'Raling will be ewarded according to the following scale:

Highly Satisfactory {HS): The project had no shortcomings in the achievement of its objectives, in terms of
relevanca, effectiveness, or efficiency.

Satisfactory [S): The project had minor shortcomings in the achievement of its objectives, in terms of relevance,
effectiveness, or afficiency.

Moderately Satlsfactory (MS): The project had moderate shorlcomings in the achievement of its objectives, in
tarms of relevance, effectiveness, or efficiency.

Moderately Unsatisfactory (MU): The project had significart shoricomings in the achievement of is objectives,
in terms of relevance, effectiveness, and efficlancy.

Unsatisfactory {U): The project had majer shortcomings in the schievemeni of its objectives, in lems of
relevance, effeclivenass, and efficiency.

Highly Unsatisfactary {HU): The project had serigus shorcornings in the achievement of its objectives, in terms
of relevance, effecti and efficiency.
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it is estimated as baing at negligible risk 5o
that (L} SINAC cannat act against threats in
protected areas in defense of sustainability
of PAS.

Financial resources

ML

SINAC has the resources to manzge
outcomes and substantially improve its
finangial capacity. This task should
definitely be approached as a high prigrity
50 as to overcome economic suffocation
often caused by CAs. Therefore, it is
classified as negligible risk (L).

Socio-political

ML

There are national environmenta! policies
and greater political interest in the various
institutions involved, thus favoring the
govemance of PAS. Therefore, it is
classified as negtigible risk {L).

institutional framework
and govemance

ML

SINAC  institutional  framework  was
strengthened.  Acquired tools  and
technelogies strengthen governance but
require an internal  maturation process.
Hence, itis classified as negligible risk {L).

Environmental Risks

HU

There are no environmental risks that may
affect the outcomes.

Overall outcomes of
the project

MU

Unless the Executive Direction of SINAC,
CONAC and the directions of the CAs do
not take the lead to provide continuity, no
factors that could jeopardize the gutcomes
of the project are identified, so it is
classified as a negligible risk (L)

Source: Prepared internally
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3. Concluslons

3.1. Design

The "Thecry of Change" project does not clearly pose the way in which the five identified
warriers would be removed through the big 5 outcomes. The projections were unrealistic,
the working methodology presented difficulty of application.

The management model provided for in the design of the project did not have sufficient
capacity to address the issues adequataly with the institutional framework of SINAC,

A monitering and evaluation plan of the achievement of the impact indicators at the
outcome level was not defined. Despite this, the unit did a good tracking of outcome
indicators. However, the functions overload of the person in charge of monitoring issues
concerning the administration of the project and of supporting the coordination, limited
the capacity of the PMU to provide adequate follow up %o the project outcomes.

The praject design did not consider the institutional context of SINAC at the end of the
project in order to provide measures for the sustainability of the outcomes, in other
words, to explain in a project as complex as this one, how important it was to have
contemplated the project exit strategy as a task.

The purpose of the project as it was written was not consistent with the context that
existed at the time of preparation of the PRODOC. Most of the assumptions were
realistic and consistent, others were not relavant or real. However, some relevant
aspects for the project were not considered. Some were fully met, while others were only
partially met.

Since there were context changes, problems with the assumptions, and even new needs
and priorities, the logical thing to do would have been to analyze the original LFM and
propese the necessary changes, The LFM of any project can be adjusted and adapted
according to the methodological criteria of GEF. However, in this project, despite the
problems, none of the parties ever suggested a change, and as a result, LFM kept the
ariginal design until the completion date.

Some of the indicators have problems of relevance, definition, and estimation, so
tracking the outcomes included in the LFM and the strategy of the project was ditficult.
The design of the praject involved many environmental prospection elements, and also,
too many elements conceming the protection of protected areas and mechanisms to
facilitate the process of implementation of public policies were involved. While it is true
that at the time of this project it was one of the highest in terms of the amount
contributed by GEF, it also considered a very high counterpart. The complexity of the
project tested not only the management ability of SINAC, but aiso of the State of Costa
Rica, and of UNDP itself as Project administrator. All the parties involved contributed to
the current outcomes, especially to the frustration of failing to reach better standards,
ang they all require observing with attention its history, especially to understand that this
process does not end today with the closing of the project, but rather that it is necassary
to take measures so that the future impact of changes and emerging products actually
allows achieving the expected accomplishments. Failure to act in a positive way will
cause that in a few years a!l pregress may be lost,

The margin of adaptability in a project like "Removing Barriers” was limited because at
first much time was lost in management problems and in the second period, FMU
focused on comecting execution requirements, the operation was amended, and there
were not many opporiunities. Nevertheless, strengthening of ICTs and of the
Cocperation Unit was achieved, these areas were not contemplated in the original
design, with which SINAC capabilities were increased.
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3.2, Project managemant

The UNDP Program Officer for the Project, just as outlined in the Mid-term Review, did
not facilitate the process and even helped generating complex problems and abstacles
during implementation. Before the Mid-term Review, a change was made in the UNDP
counterparty. A new Program Officer was appoeinted who shall remain until the present
day as manager in charge of the project. This Program Officer acted very pragmaticaily,
promoting activities and helping the FMU push consultancies forward. In spite if this,
care was not exerted in improving relations with the Direction of SINAC, especially
represented by its focal points. TAC was not utilized to strengthen ties with SINAC
representatives. It is clear, however, that this UNDP officer established a good
communication with the PMU direction, especially since 2012, and that largely allowed
for the big jump in the exscution of activities in the past two years.

Undoubtedly, projects of the scale of "Removing Barriers" should draw attention to the
fact that there is a technical, a managerial, and a political component for arficulation
between the parties. In particular, UNDP has not worked well on this political
component, which is significant, especially in a profect that involves strengthening of a
public institution as important as SINAC. This weakness has led to mutual distrust not
only between SINAC direction and UNDP, but also between MINAE and UNDP. These
three actors need each other and are relevant not only to the objectives propesed in the
"Removing Barriers™ Project but also to improve the environmental public policy in Costa
Rica. A strategic long-term partnership is required; hence, UNDP should review iis
management performance.

The project had a slow process of design between 2004 and 2008, a slow process of
execution up to the Mid-term Review in 2012, and then there was an accelerated
exacution between the second half of 2012 and Januaiy 2015.

The slow design process and the subsequent slow start.up, caused focal points within
SINAC to provide less importance to the Project, feeling that it was foreign to the
progress of SINAC,

The proposal for having TAC strategically guiding the PMU was partially achieved since
late 2012 and in 2013,

It was only from mid 2012 to mid-2014 that the SINAC Direction owned and propery
directed the project to strengthen the institution in all its capacities. To date, there is still
no clarity about the direction that should be taken to provide continuity and to build upon
the project contributions. There is no an exit strategy.

3.3. Qutcomes

The project at this level would have an overal! rating of Satisfactory (S), i.e. the explicit
indicators meeting the expected outcomes of the project were satisfied with minor
deficiencies. This judgment is taken into account by making the correction in the LFM
that several of the indicators were not SMART and that several of the assumptions and
targets were unrealistic for this project. Then, at the time of the final evaluation outcomnes
of various consultancies were still being obtained, which could improve the overall rating.
The diagnosis made in the PRODOC was very adequate, relevant, and is stil very valid
regarding:

* The threats to biodiversity in the protected areas system

* The need for consolidation of the protected areas system in Costa Rica

* The urgency to overcome the five major bamiers identified in SINAC;
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1. The complex ang incomplete curient legal and reguiatory framework of Costa
Rica limits the aperational capacity of SINAC

2. The inadequate financing syster cof protected areas and the lack of institutional
capacity limits SINAC’s ability to capture revenue and to invest in a cost-effective
management of protected areas.

2. Deficiencies in the individual capacity of SINAC field staff limit the effectivenass
of management of protected areas.

4. Litle awareness of the role and importance of protected areas for the national
economic development and lack of integration of protected areas in the growing
tourism industry in Costa Rica.

5. Deficiencies in the integrity, connectivity, and representativeness of ecosystems.

« 1t can be said that from the beginning the historical levei of performance of the Project
was unsatisfactory, but it is passing through a moderately unsatisfactory situation in the
Mid-term Review. achieving an accelerated execution in the last two years which
accounts for greater efficiency in spending, but that does not mean that all products
have been obtained.

» After the Mid-term Review, there is clear evidence of a very specific menitoring of the
execution of consultancies promoting timely and high quality execution, pursuant to the
Terms of Reference. Overcoming the low execution is a clear example of this
monitering. In addition, it was verified during this evaluation that products fulfiled the
terms of reference, and in many of the cases, the standards have been very good, even
beyond initial expectations.

« UNDP, as noted in the Mid-term Review, did not facilitate the process and even helped
generating complex problems and obstacles in the implementation process. Before the
Mid-term Review, a change was made in the UNDP counterpart, which acted with a very
pragmatic sense, promoting the execution of activities and helping the PMU to push
consultancies forward. However, care was not exerted on improving relations with the
SINAC Direction, and the conformation of TAC was not utilized to strengthen the ties.

3.4, Efflciency

+ The efficiency of the project has proven to be Satisfactory, even though in the first three
years the project showed very poor outcomes, the level of execution and achievement of
products of unquestionable benefit to SINAC in the last two years, deserve to be
highlighted. The importance of product development in the CA is undeniable, and there
temains only the question whether SINAC may take charge to move forward and
address the internal efficiency issues, the ability to design and ensure long-term financial
strategy, the promotion of some important laws, and the provision of continuity to the
culturai change process in which it is immersed. All this implies overcoming institutional
image problems befare the govemment and within the Costa Rican community that can
play against their change processes.

« With the foregoing and under the framework of a challenge that by far exceeded the
capacity of a five-year project, we estimate that the efficiency of the Project has been
satisfactory and is expected to boost the consolidation of the process of change
proposed by the "Remeoving Barriers" Project.

« The initial outcomes were clearly unsatistactory up to the change in Coordination in the
PMU, as it had only reached just over 20% of execution in more than three years from
the appreval of the Project. Later, in just over two years, more than three quarters of the

project were executed, with a higher cost of administraticn and menitoring close to 10%.
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* Therefore, as noted in section 2.3.10 on the budget execution analysis, the situation is
radically different On average then, the level of effectiveness is described as
Satisfactory.

3.5, Effectiveness

+ Products achieved {see point 2.3.13 Outcomes by Compenent) clearly contribute to
achieving the overall objective. The project efficacy analyzed at the end of the execution
has a satisfactory result. According to the analysis (see Table 8, Annex 10) of the
Qutcomes obtained with respect to the statement of the LFM, the project has
successfully complied the Purpose level and 4 of the 5 expected outcomes. Only in
Outcome 2, the rating was Moderately Satisfactory mainly bacause the integrated
Knowledge Management System was not achieved. According to the anazlysis of the
achievernents of the Project on the basis of product compliance (see Table 9, Annex
11), the weighted rating of the five outcomes is satisfactory.

* SINAC now has various instruments that if adequately managed and institutionalized, in
the medium term will have a high impact and wil effectively meet the geal of contributing
to remove the 5 big barriers diagnosed in the Project. The achievement of the products
was not possible within the expected time due to delays mentioned in the Mid-term
Review and to the barriers within SINAC itself. They followed the logical sequence in
which they were designed. The products were obtained with a high standard of guality
and are relevant to the needs of SINAC to strengthen the management of PAS. Products
related to knowledge management and IT system design for collections in the PA
system were not achieved and products remain lo be developed. However, it is
important to mention that the strengthening of ICTs that the PRODOC had not
considered was made possible through this project. Thus, products reached
satisfactorily contribute with the expected outcomes within the project period, and it is
expected to give thern continuity in the medium term to effectively remove the barriers.

» First, strategic producis such as PAS palicy and the SINAC strategic plan had to be
achieved. This fact affected the pace of the project execution, and the time o achieve
the products according to the design depended on a linked form of these macro
instruments, However, if clarification is due, we must say that this was a necessary evil
50 that the products were oriented towards a more realistic and updated situation
regarding SINAC needs, There is a high chanee of achieving the specific objectives of
the project, and this will requirg developing an action plan, which the technical
commission forrned during the execution the project must follow. This will require the
wholghearted support of CONAC and of the Executive Secretariat.

3.6, Sustainabllity

» There are environmental factors such as problems in the official approval of the
strategic, legal, and regulatory framewark, issues of moderate economic growth and
social stability that could generate risks to the sustainability of the cutcomes to the
extent that they are translated into budget cuts, and SINAC has not undertaken further
actions for improvements in its funding.

« Currently, sustainability can be classified as likely with a negligible risk lavel (L).

»  There is a good level of ownership in different SINAC managers regarding the outcomes
and benefits of the project. SINAC managers are aware of the outcomes of the project
several of these have been Institutionalized through its incomparation in the structure,
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policies, and strategic processes. At the level of the SINAC Executive Direction, there is
interest in the outcome in arder to obtain inputs to guide the reforms that the present
administration has set. At CAs and at the direction leve! of participant subregional
offices, there was a high leve! of commitment and effectiveness during the execution and
with relation to the level of ownership, there is special interest in instruments refated to
ecoregional planning, local administration, non-essential services, volunteer services,
and infrastructure and governance of the PAS. As far the managers involved, these had
a key role achieving strategic cutcomes. Currently, this essential function for the
maintenance of outcomes is maintained.

For the many outcomes that were obtained at the end of project, the prospect of being
institutionalized is high. Also, a responsibility is perceived for officers to provide an
institutional response to the diffusion beyond the beneficiaries or the project There is
great institutionat capacity at SINAG to address challenges, which allows expecting that
the flow of benefits once the project is completed will be integrated. The products
generated by the project are integrated in the instituticnal structure, and for sach one of
them, there is a team or a respansible person who can frack this down until the final
putcomes are achieved. Depending en the nature or subject that the product is about,
the perscn or team with the necessary skills in that subject was assigned. For this,
SINAC has adequate and trained staff with capacity to assume the technical, financial,
and managerial aspects of the products. There is also enough equipment and the
technological platform.

Technology, knowledge, tools, and methodologies introduced were adapted or are in the
precess of incorporation to the institutional context and can enhance the capabilities of
adaptation within SINAC staff. The products achieved increased existing knowledge.
They correspond to the needs of SINAC and contribute positively to develop the
functions pertaining to its area of competence.

The project contributes to the sustainable management of natural resources with regard
to the maintenance andior regeneration of the natural resource base through a PA
system that effectively manages with few resources to preserve a representative sample
of the biodiversity of Costa Rica.
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. Recommendations

4.1. Design

In the preparation of new projects, it is recommended to imprave the accuracy when
presenting the way in which outcomes will be obtained, since projections for getting
outcomes and working methods present difficulty in its implementation.

Although the project had a system for monitoring and evaluation, which is the standard
for all UNDP-GEF prejects, it is very important that in terms of design, a monitering and
evaluation plan far the achievement of project goals is established. Without these proper
tools during the design phase, the proposed change can be felt as lacking clarity,
confusing, and inaccurate.

Using the "legic madels", you can support the improvement of the preparation of the
“Theary of Change" of the projects. Topics not included in the original design may be
important to increase institutional capacities so that an accurate adaptation of the project
may be timely.

Adequate project management shall provide within enough time in advance the definition
of the project exit strategy. The project review or adjustment during the different
moments of this execution can facilitate interpretation ang management.

Projects with objectives entailing deep institutional changes, when presenting the
purpese, must consider whether during the foreseen time this change can be achieved.
With it comes better understanding of the scope and of the proper way to interpret the
final outcomes.

The design of the project involved many environmental prospection elements, and also,
too many elements concerning the protection of protected areas and mechanisms to
facilitate the process of implementation of public policies were involved. While it is true
that at the time of this project it was one of the highest in terms of the amount
contributed by GEF, it also considered a very high counterpart. The complexity of the
project tested not only the management ability of SINAC, but also that of the State of
Costa Rica, and of UNDP itself as Project administrator. Al the parties involved
contributed to the current outcomes, especially to the frustration of failing to reach better
standards, and they all require observing with attention is histery, especially to
understand that this process does not end today with the closing of the project, but
rather that it is necessary 1o take measures so that the future impact of changes and
emerging products actually allows achieving the expected accomplishments. Failure to
act in a positive way will cause that in a few years all progress may be lost.

4.2. Project management

The cutcomes of the interviews show that stakeholders are required to overcome the
tack of trust among members of the CAT, other SINAC senior officers, and the UNDP
Program Officer in the country, which /s not beneficial to either party. So, a plan is
recommended o strengthen and develop interagency ties to overcome the distrust by
promoting the exchange of information in order to actually help the process of change
expected in SINAC and the environmental institutions in Costa Rica,

The TAC should have at least weekly monitoring of the closing of the Project in order to
suppart the work of the PMU with criteria and recommendations that allow an effective
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advance on this goal and in tum improve the situation of intemal distrust. The PMU
Project Coordinatar must ensure closure of the project ** with finished funded products.

+ The PMU shoulg match with TAC an intemnal diffusion plan of the products cbtained by
the Project in SINAC Central and in the CAs to promote their knowledge, likelihogd of
using them as tools. Further work needs to be done to advance in the process of
removing barriers. The Project was created to substantially improve the capacity of
action of SINAC and therefore the products generated by the Project, which must be
known and understcod internally in their full scope.

« The PMU must submit a comprehensive report of the Project at least containing an
analysis of the quality of products, a report by close of business that shows that activities
required by UNDP were campleted, confirmation of acceptance of the counterparts by
LNDP, reception of the project's physical assets by SINAC, financial closing, cperative
clsing according to the legal provisions for staff and all confracts and commitments
generated by the project, and a reflection on Recommendations and Lessons learned
from management.

« We believe that currently SINAC is at a very important inflection point as there are some
products developed by the project to improve the basis for development of SINAC, which
add up to a process of internal cultural change: that is favorable for change as a whole
and for urgent needs for actions requested by the PAs. This scenario indicates that
active leadership needs to be taken in the change process internally and externally
showing the value of SINAC activities and actions. SINAC is not clear that there is
recognition of its work among government institutions and the private sector in the
capital city, but in the environment of CAs and at the local level especially, SINAC is a
recognized and fundamental actor that inspires trust, respect, and pride. Therefore, it is
imperative that SINAC Direction constitutes an operational team for Change
Management that can be comprised by SINAC members who participated in the UCT
and ather relevant officers, who take advantage of the great commitment that exists
within SINAG staff with their institution and to generate the required changes. As of April,
SINAC will not have the Project products and resources, and needs are growing, so we
cannot wait anather five years before advancing drematically in the process of change.

« The SINAC IT piatiom is of a high level. However, not enough advantage has been
obtained so that it will serve officers and also so that it can serve for promotion and
dissemination of SINAC activities. We recommend a specific evaluation of software
development plan to make it more functional for SINAC's needs. This area in any
organization not dedicated to IT is a support area, which should be functional to the
strategic plans and to potentiate the institutional development. The large investment in
hardware is not consistent with the limited services provided. The arguments for
ensuring security are valid, but it is unclear whether they are relevant when the
institution just saves files and is in charge of bockkeeping as the most important tasks of
the area.

+ The implemsntation of a performance evaluation model that will allow the institution to
determine the evolution and personal development of officers in order to establish viable
action plans given the officers™ capabilities and corporate goals.

« Regarding capacity building for staff, SINAC shall:

i.  See training from the perspective of the problern caused by officer replacement,
mohilized by retirement processes

3 During the final review of this final evaluation repert, the FMU Coordinator resigned withaut ensuring the end of this
process, which caused a complex preblem for a right end of project.
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ii. Tomaterialize the park ranger program:
iii. To continue with fora to strengthen citizen participation in decision making
policies of the PAS,
iv.  Toreinforce the wildlife and marine life in the PAS;
v.  Renewal of equipment and teaching resources,
vi.  To involve other sectors besides the officers working in the PAS;
vii.  To ensure financial sustainability of the plan.
+ Organizational structure reform requires greater incidence intemally within SINAC
through management that would allow conviction and agreement ameng officers on the
importance of this subject.

4.3. Qutcomes

» To promote replication of the experiences generated {Public Private initiatives,
environmental education, models of sustainable living in the buffer zones, participation
and local inclusion, indigenous agenda, etc.) by the project, the knowletige management
issue s still pending. This should be institutionalized and operationalized in the structure
and management processes of the gifferent SINAC levels, projecting beyond the
outcomes of the project.

* There must be concrete actions and budget for monitoring and evaluation of policies for
Protected Areas (PAs) besides giving attention to the remaining elements identified in
6.1. of the general management tools for policies.

» Since the Strategic Plan of the National Conservation Areas System, SINAC, was
designed for 2010-2015, it shall be reviewed and adjusted for the next five years,

* Since the monitoring and evaluation system to measure the degree of implementation
and effectiveness of the policies for PAS s a recently achieved product, necessary
actions should ke taken for institutionalization and implementation, so that its utilization
becomes operative for strengthening the management and decision making in the
management of PAS.

» The reclassification of PAs must be socialized among stakeholders and institutionalized
in SINAC. The legal framework must also be developed and implemented t¢ strengthen
PA management.

* MINAE must to formalize and institutionalize the rules to process and resolve possible
cases and application of administrative sanctions for unauthorized access to the
biodiversity elements and genetic and biochemical resaurces established in Biodiversity
Law No. 7788,

* The systematization of experiences fegarding water resources of ACCVC, identified a
number of elements related to the CAs and to the executive secretary of SINAC, which
in the future deserve attention:

i. Alack of communication and coordination of SINAC Executive Secretariat;
ii.  Lack of knowledge of CAs of the amount of resources proceeding from the water
canon and institutional budgets; ang
fi. Lack of a leading and participatery role by the Executive Secretariat of SINAC to
standardize processes in the CAs on the issue of water cannon.

* Once defined the 42 PAS are defined with the work of IDB Cadaster, the national PAS
inventory can be adjusted, and the management plans and management strategies of
each PA can be reviewed and updated.
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SINAC should formalize the 6 PAS, for which decree medification proposals were
prepared.

4.4. Efficlency

It is necessary to incorperate more control from SINAC to projects executed under their
institution. It was absolutely proven that the strategic and operational progress of the
project cannot be left to coordinaters and PMUs. The fact also that there is no proper
project contral by SINAC can cause PMUs to feel that they must respand mainly to
UNDP because it is the authorizing party of disbursements and permanently requests
information. Nowadays, Projects Monitoring is possible through instructions given to the
PMU Coordinators or equivalent to pericdically inform the tracking system about follow
up projects implemented by International Cooperation with support for this project.
Nevertheless, it is required to make someone from SINAC accountable for analyzing this
information and reporting it to the Executive Direction of SINAC and to staff that is
responsible of the relevant functions. It would alsc be convenient to study and %o
negotiate with counterparts (in this case, UNDP) the possibility that assurance measures
are taken for monitoring that tasks are carried out by FMU staff as it is usually done with
consultants {e.g. retention of a percentage of income due to salisfactory outcomes
accomplished) so as to avoid their leaving at any time without fulfilling important
requirements as was the case with the last coordinator. The acceptance of outcomes as
satisfactory just cannot be approved by the financial institution that administers the
finances of the project, and it cannot be at zero cost as these are such important
responsibilities for the professionals who take these positions with salaries that are quite
favorable. For the first coordinator of this project, levels of inefficiency were very serious
and affected the entire development of the project without majer consequences for him.
And, in the case of the second coordinator, he refired shortly after going on vacation,
without ensuring the closing and business continuity plan. This was not serious,
responsible, or professional behavior, and had no econemic consequences for him.

4.5. Effectiveness

The project design should provide a clear afignment and harmonization of expected
outcomes with the identified barriers. The PRODOC is the main document and guide fer
the action of the Project, which peses a very Important and interesting diagnosis of the
prablems to be faced and how to salve them. Nevertheless, it is inconsistent on several
points including:

Ensuring the effectiveness of the project in genesal and of the associated achievements.
The LFM was due to update its original design, but it was not adjusted or modified in a
timely manner.

The inconsistency in the PRODOC in various aspects regarding the problems to be
faced and how to sclve them as mentioned in previous paragraph 2.3.2 caused
problems in the implementation procass, which added to the inefficiency of the early
years by the PMU Coordination, explain a great deal of the problems faced by the
Project. The change process should have been ensured with a clearer rocad map and an
agreed upon strategic thinking.
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» EfRectiveness depends heavily on strategic management that allows timely manguvering
to get resources in better shape to ensure the effective achievement of outcomes. Tools
like the PRODOC and PIR are very important and necessary. However, coordination
could not detect the problems and distrust level between SINAC representatives and the
UNDP Programme Officer, so it is recommended for the Executive Directicn to act more
proactively ensuring institutional interests and that at higher UNDP lavels, sporadic
direct consultations are conducted with the Executive Direction of the beneficiary
institution {in this case, SINAC) on the stratagic directions, the progress of the project,
and in particular, the strengthening of inter-institutional relations.

4.8. Sustainabllity

» Key aspects that deserve special attention are: to exercise leadership from SINAC
Executive Direction and significant improvement of the project execution of IDB Tourism,
especially in items related to the achievemnent of the expected project outcomes.

+ [t is recommended to carry out a plan for dissemination of experiences within SINAC,
which disclosed in a pedagogical and guided manner the management of experiences
and lessons learned. It is important that this effort is complemented with direct visits to
officers or people from the CAs who are not interested in learning from them.

* Fuollowing the same rationale, public-private initiatives, environmental education, models
far sustainable living in the buffer zones, participation and local inclusion, the indigencus
agenda, efc., should be retrieved. It is necessary to define a plan to massively replicate
these so that there is a proudly displayed institutional stamp.

» In the financial field, it is important to ensure that all CAs effectively use the different
financial tools available to improve their revenue so as to reduce requirements,
spacifically at the central level, and can expand their work with fresh resources.

* ltis expected that from the analysis of the Financial Plan that js currently being
conducted at SINAC, activities and a specific roadmap of actions is to be conducted to
expand the resources of the entire system arise. As noted in the respective analysis, we
believe that despite it is true that this issue was not managed properly in the project,
SINAC has the capacity to address this issue and should try to carry it out at the central
level and at CAs level, taking specific measures beginning this year. The Executive
Direction should closely track them,

+ SINAC must achieve the concrete devalopment of knowledge management. As noted in
various pars of this document, knowledge management must be institutionalized and
operationalized in the structure and rmanagement processes of different SINAC levels.

* UNDP should assume a policy of rapprochement and improvement of high-level
relations with SINAC to overcome prejudices and lack of trust. This task can allow
making it possible to provide follow-up after the end of the project and to carry out many
future projects for two strategic pariners related to the envirenmental field in Costa Rica.

* It is recommended to hire an independent IT evaluation for the process and future
prospects of IT support services in SINAC. This is beyond the scope of the project but it
would be advisable to do this with SINAC's own resources so to have an independent
technical support to deliver a confirmation or to show altematives to this process that
appears as too slow from a management perspective.
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. Lessons learned

5.1. Design

Topics net included in the original design may be important to increase institutional
capacities; so, an accurate adapiation of the project may be timely. Bearing in mind that
the LFM is a too! that can be changed is very important to avoid problems in the
achievement of goals.

If the LFM design is not necessary, it is important to exercise as early as possible the
definition, not only of the objectives but also of SMART indicators and goals.

The design of a plan for monitoring and evaluation of the project, from the project
incepticn, will support the allocation of staff to manage exclusively the system of M & E,
in order to ensure adequate monitoring and evaluation of the project.

An adequate preject management shall provide within enough time in advance {(at least
6 months) the definition of the project exit strategy. Projects with objectives entailing
deep institutional changes, when presenting the purpose, must consider whether during
the foreseen time this change ¢an be achieved. With it comes better understanding of
the scope and of the proper way to interpret the final outcomes,

Measures must be taken so that the future impact of products and emerging changes
allows achieving expected outcomes by strengthening cultural and institutional changes.
Failure to act in a positive way will cause that in a few years all progress may be lost.

5.2. Project managemeant

It can be said that this project has been characterized by having a broad participation of
multiple stakeholders. In particutar, what has been done in the last two years is very
important, especially in the work directly CAs involving strengthening, systematization of
experiences, work on indigenous issues and boosting the CORAC and COLACS.

The raising and systernatization of experiences was held in an especially participatory
way, and the election of consultants was a great success through the methodology
implemented in which the various participants were actively involved in the construction
of products. Participation was increased with the work of NGQOs, community groups,
municipalities, grassroots organizations, indigenous people, local entrepreneurs, and
farmers in the diffesent products promoted by the project.

Experiences using participatory methodelogies and techniques and incorporating other
actars in the definition of participatory activities show not only that this is possible, but
also the benefits of incorporating these techniques and ways of acting into the networks,
as part of the daily work in an institution that as part of its stucture warks in a
participatory manner. Therefore, it is possible and necessary to expand and replicate
participation as part of the “institutional DNA."

For proper functioning of a project of the scale of "Removing Barriers", the administrator
authority must balance its aftention on the technical component, the management
component, and the paolitical companent of articulation between the parties.

The complexity of the project tested not only SINAC’s management capacity but also
UNDP as Project administrator, making it clear how important it is to invest in
establishing a good communication to avoid protlems and achieve excellence in the
develapment of the project.
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5.3. Outcomes

The importance and complexity of the internalization of the cultural change: High levels
of execution made in just over two years at the end of the project showed that it was
possible to decidedly advance in the elimination of barriers diagnosed by the project. I
that high level of execution had taken place throughout the life of the project and in a
maore concerted way form with the leaders of SINAC central, it would have been an
excellent project and with much better outcomes than what we actually had. Ideally,
however hardly it achieved as Lessons leamed in complex projects can rescue there will
always be problems but to the extent that stakeholders are committed to responsibly
teamwork can overcome the problems in less time and with greater care by the other
actor with their different visions and ieadership.

From the analysis of the most recent interviews with the different stakeholders, it can be
seen that despite all the problems and existing reviews, there is a change of attitude
within staff in direction positions at SINAC. This can be Interpreted as an effective
culture change process within SINAC. Today, a higher level of empowerment is
observed in the sense of wanting to be more active subjects and making decisions about
what happens with the projects.

Obviously, many of the structures and activities of SINAC have memained for many years
to this date. Nevertheless, integration into the staff of the diagnosis of a decade ago
regarding the problems and responsibilities they have and the urgent need to undertake
improvements in their tasks, such as the urgency to modemize, to incorporate
technology, to undertake the challenge of complex issues such as the indigenous
agenda, the functioning of CORAG and COLACS, efc., and taking measures in view of
the retfrement of a high percentage of staff has become evident both in Conservation
Areas and in the Executive Secretariat of SINAC. This point is especially relevant in the
analysis of the achievements and their sustainability within the project. In many cases,
this cuitura! change cannot be directly attributed to the actions of the project. Even so, it
is very relevant as process analysis and delivers greater cerainty about the possibility
that these changes will contince to develop and especially many of the products of the
Project are used effectively as tools for change to definitely make them a reality as
dreamed by SINAC and to further guarantee the protection of biodiversity and to ensure
the system of conservation areas in Costa Rica.

5.4. Efficlency

The evolution of the project execution was very positive after almost three lost years, but
achieving two vears of high efficiency and with low adminisirative costs. It was finally
rated as Satisfactory at this level. As a lesson leamed, there is a good management
which allows reverting processes that have sericus problems, with a good
maneuverability to ensure budgetary execution, detecting under the project framework
with whom could activities be run quickly and efficiently.

5.5, Effectiveness

The proposed cultural and institutional changes in SINAG in the “Remaving Barriers”
Project exceeded the time of execution of the project; therefore, the realization of
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products and outcormes must still be worked by SINAC, thus permanently securing
change. SINAC has several instruments that if adequately managed and
instituticnalized, can contribute with the potential result that in the medium term the
major barriers can be remaved. It is required though, that if the Executive Direction
strengthens the process by designating human and financial resources to this task, thus
showing the staff that it is committed to this idea of change.

5.6. Sustainability

The institutionalization products and approval by instituticnal managers at all SINAG
levels, as applicable, are factors that will promote sustainability of the outcomes
obtained to date and of the potentiaily derived products obtained recentiy.

National ewnership of the products and activities of the project in the CAs and in the
various SINAC areas is Highly Satisfactory. Several strategic products were
institutionalized, guiding planning processes, budgeting, and strategic planning on topics
such as: PA management, control of illegal felling, biodiversity conservation, forest fire
control, and forest production. Furthermore, as part of the SINAC strengthening process,
project products offer inputs that are used for decision making at the central level.
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Annex 1: Terms of Reference of the Evaluation
UNITED NATIONS PROGRAM FOR DEVELOPMENT
NATIONAL CONSERVATION AREAS SYSTEM
“Removing Barriers to Sustainobility of the Protected Areos System of Costa Rica”
TERMS OF REFERENCE
FINAL PROJECT EVALUATION
Project Title Removing Barriers to Sustalnability of the
Protected Areas System of Costa Rlca
Project ID in ATLAS 00056040
PIMS Number 3423
Focal Area Biodlversity
Strategic Objective “To overcome the main systemic and

institutional barriers to sustainability of the
Protected Areas Sysiem of Costa Rica”

Project starting date Novemher 2008
GEF budget [in U5%) US$4,368,000
Co-Financing (in US3) 15521,058,671
Project Closing Date December 2014
Mid-term Review Date May 2012

Final Evaluation Date Cctober 2014

A team of censultants {two) was hired for the final Project evaluation. Such consultancy shall
take place within the framework of the "Removing Barriers to Sustainability of the Protected
Areas System of Costo Rica" project of the National Conservaticn Areas Systemn (SINAC. It is
executed with funds from the Global Environment Facility (GEF) and administered by the
United Nations Development Programme {UNDP).

1. NAME OF THE CONSULTANCY

Final Evaluation of the "Removing Barriers to Sustainabillty of the Protected Areas System of
Costa Rica" Project (2008-2014).

2. PROJECT SUMMARY

The "Removing Barriers to Sustainability of the Protected Areas System of Costa Rica™ helps
Costa Rica in removing barriers to the consolidation and strengthening of & system of
protected areas managed by the National Conservation Areas System (SINAC). The national
long-term gozl of the project was to “consolidate the Protected Areas System as a key
component of sustainahle development in Costa Rica”, and the abjectlve was to "overcome the
major systemic and institutional barriers to sustainability of the Protected Areas System of
Costa Rica". The objective is to have a system that effectively conserves a representative
sample of the biodiversity of Costa Rica, that advances on national goals, and captures global
benefits in a wide range of ecosystems.
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However, the Project defines five interrelated outcomes: 1) Legal and palitical framework of
Costa Rica, reformed and improved to ensure effective management and financial and long-
term ecological sustainability of Protected Areas System; 2] Institutional Framework and
capabilities of the Protected Areas System of SINAC, improved for optimum eco-regional
planning and management effectiveness; 3) SINAC has financial sustainability to effectively
achieve its strategic objectives and provide resources for the management needs of the PA
system in the long term; 4} SINAC tries new and innovative approaches to conservation in
Conservation Areas and in Protected Areas; and §) successful management models of the PA
Systemn, scaled and replicated systemically through strategic partnerships with key
stakeholders.

Formally, the Project started in November 2008 for a period of five years. However, the Project
suffered delays in starting and had low execution levels during the first four years. Given the
existing situation by August 2012, a Mid-term Review was conducted, which had as its main
recommendation to generate changes in the strategic, operational, institutional, and internally
within the management unit. This marked an improvement in the efficiency and effectiveness
of the praject to the point that expectations of achieving success in financial execution are of
about 96 to 98% of the original expectation, thus, meeting the objectives and measurement
outcomes estahlished in the indicators referred to in the PRODOC {Project Document),

The Project’s main objective is: “to overcome major systemic and institutional borriers to
sustainabiiity of the Protected Areas System in Costo Rica." For this purpose, the project
adopted a systematic approach seeking to remove the main barriers that the National
Conservation Areas System has, by nature, at national level. Aithough it is noteworthy that in
terms of products, many processes have focused on different and distinct physical and
geographical areas: at the level of the SINAC Executive Secretariat, at the level of four pilot
processes in four Conservation Areas (ACOSA, ACT, ACCVC, and ACTo), other processes for
system officers, collegiate bodies (CORAC and COLAC), and other stakeholders outside SINAC at
the level of the whale system, and finally, actions in specific protected areas.

3. BACKGROUND AND JUSTIFICATION

These terms of reference correspond to the Final Evaluation of the "Removing Barriers to
Sustainability of the Protected Areas System of Costa Rica" Project, PIMS number 3423. For
issues related to content and methadology of the evaluation, refer to the Guidelines for GEF
Project Evaluations (version for external evaluators).

The Monitoring and Evaluation [ M & E) Policy of UNDP/GEF projects has four objectives:

1. To conduct monitoring and evaluation of the outcomes and impact of the project;

2. To provide information for decision-making and implementation of any necessary changes aor
improvements;

3. To promote accountability of resource utilization;

4. To document, provide feedback, and disseminate lessons learned.
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According to the above, the M & E policies and procedures of UNDP/GEF and all projects
funded by the GEF, medium or large, should conduct a Final Evaluation of the project.

4, QBJECTIVES AND PURPOSES OF THE CONSULTANCY
General Objective:

A final evaluation must be executed for the “"Removing Barriers to Sustainability of the
Protected Areas System of Costa Rica" Project, foreseen in the PRODOC and in the framewark
of the provisions of GEF/UNDP, to provide the relevant, decision-making agencies with enough
and relevant information to define future actions for SINAC.

Specific abjectives:

» To adequately assess the initial preparation of the project, considering the evolution along
its execution and environmental conditions, as weli as the implications of national policies
and actions and the cyclical impact of cooperation.

* To analyze and assess, in a comprehensive and independent manner, the Project
outcomes, devoted specificzlly to the impact of the actions taken with respect to their
objectives and logical framework.

= To extract key lessons learned and to practice and formulate recommendations regarding
sustainability and leng-term impact for the Protected Areas System of Costa Rica.

Purposes

* To promote accountability and transparency, and to assess and disclose the extent of
the achievements of the project.

» To summarize the lessons that can help improve the selection, design, and application
of future UNDP activities funded by GEF.

* To providing feedback an issues that are recurrent in the UNDP portfolio and that need
attention, and about the improvement of topics identifled above.

= To contribute to the overall evalvation of outcomes with respect to achleving the
strategic objectives of GEF addressed to the benefit of the global environment,

= To measure the extent of convergence of the project with other UN and UNDP
priorities, including harmonization with other outcomes and with the performance of
UNDAF, United Nations Development Framework, and the UNDP for the Country
Program Actlon Plan {CPAP),

5. SCOPE OF THE EVALUATION AND SERVICES REQUIRED
This section presents the evaluation issues that should be analyzed, structured in accordance
with the mandatery criteria. Some of these elements are standard a5 their analysis is required

to be accountable to the Organization and to identify lessons learned through a systematic and
harmanized approach with project evaluations. As this is a final evaluation, it is relevant to
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extract an evaluation on the achievement of the ultimate goals of the Project as part of the
original design, its relevance, and the enabling conditions far execution.

The cansultants will verify, analyze, and assess with attention to the five main criteria:
relevance, effectiveness, efficiency, outcomes, and sustainability, besides the main Conclusions
and Recommendations.

Following is the definition of these terms:

Relevance

It is the degree te which the objectives of the intervention correspond to the expectations of
the heneficiaries, the country's needs, global priorities, and policies of the donor and of the
administrator:

« Solidity and realism of the theory of change that underpins the project;

» Clarity, consistency, and realism of the project logical framework and design, including: The
causal relation between inputs, activities, outputs, outcomes {specific objectives), and
impacts [development goals); validity of indicators, hypotheses or assumptions, and risks;
approach and methodology

« Adaptability of the project design to improve its relevance

= Analysis of the internal consistency of the project and guality of the preparation.

« Analysis of the exit strategy or integral transfer from the original design.

« Level of alignment with national policies and priorities, and needs of the primary
beneficiary (SINAC) from its inception to date.

= Adaptability of the project design tc improve its relevance.

» Vertical logic analysis: analysis of the contribution of activities to the achievement of each
of these expected outcomes and regarding the specific purpose and relation with the
overall objective.

« Analysis of the horizontal logic through verification of the relevance and quality of
indicators, existing database and access to information through the means and sources of
verification. Revision of goals and expected outcomes.

s Analysis of coordination, management, and financing schemes in terms of promoting
institutional strengthening and local ownership.

« Proven realism demonstrated in the quantity of inputs (financial, human, and
administrative resources).

» Adaptation modalities recarnmended for monitering and evaluation.

o Analysis of the exit strategy or integral transfer frorn the original design.

» Level of complementarity and synergies between this and other cooperation projects
executed to suppart SINAC ar other external programs or projects af the System.

Effectiveness
The effectiveness criterion concerns the extent to which the project achieved the expected
outcomes and whether their specific objectives were achieved or are expected to be achieved.
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Scope of products in terms of time and in a logical sequence; quality of the product to date,
contribution of products achieved and the expected outcomes, focusing on the weakness
in the outcomes due to the design. It leads to the description and analysis of the products
in terms of quantity, quality, and timeliness (Key products for analysis must be included
here. The evaluation team may expand the list accordingly.)

Description and analysis of outcomes achieved, expected or unexpected, solidity, and
expectations of higher acceptance and dissemination;

Quality of the ouvtcomes/services available;

¢ What products/services have excelled in terms of relevance, quality, and importance to

SINAC;

Technical assistance: how technical assistance has helped to provide appropriate solutions
and build local capacities to define and produce outcomes;

Do all terget groups have access and do they use the outcomes available?

Are there any factors that prevent access of target groups to the outcomes/services?

Level of dissemination and replication of the outcomes and products.

According to execution to date, what Is the likelihood of achieving the specific objactive?

Efficiency

The efficiency criterion relates to the extent to which the various activities have transformed
the available resources into products fn terms of quantity, quality, and timeliness. This section
will assess how the project was implemented, including averall efficiency and the use and
management of available resources.

Comparison must be made with respect to the forecast.

Evaluation of the project management: Quality, realism, and focus of the work plans;
Execution analysis, causes, and consequences of the delays and any corrective action
taken, as appropriate; monitoring and feedback to improve management and operations;
personnel management;

Institutional organization: Administrative and technical support from headguarters,
regional offices, and SINAC, as appropriate; institutional organization, intemal review
processes, coordination and governing badies; contributions and support from government
and partners that provide resources {UNDP);

Quality of daily management, for example with regard to: planning and execution of
operational tasks (delivery of inputs, activity management and delivery of outcomes) and
budget management {in particular, control of costs and if the failure of a budget has been
determinant).

Evaluation of the management of financial resources, including: adaptation and realism of
budget allccations to achieve the expected outcomes; adaptation and realism of budget
revisions to adjust execution needs and objectives of the project; execution pace and
budget balance at the time of the evaluation and in relation to the work plans.
Disposition/provision of inputs in time for the execution of activities between all parties
involved {including co-financing);

Disposition/provision of inputs 1o the planned cost;

Efficient use of resources in terms of: using logical framework or similar tools as
management tools; using a schedule of activities (or work plan) and resources; execution of
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activities as scheduled, delays and remedial action; committed and spent funds according
1o schedule execution; extens to which the project has been fiexible to adapt to changing
needs.

+ The quality of management information and drafting of reports, and the extent to which
stakeho!ders have been kept properly informed of the project activities (including
beneficiaries/target groups).

« Contribution and implication of partners: Do interagency structures allow, {for example
Steering Committee, Technical Advisory Committee, Institutional Coordinator, SINAC
technical links) an efficient execution of the project? Capacity of all partners to make their
financial contributions and/or human resources; level of communication among the project
management unit (PMU), SINAC, and UNDP at the country level,

Qutcomes {Impact]

According to the current execution, the likely contribution of the project to its general
objective:

» QOverail impact of the project, real and potential, positive and negative, produced directly
or indirectly, wanted or unwanted; global contribution of the project and the frames of the
UNDP country program, outcomes and strategic objectives of the organization, as well as
the execution of basic corporate functions.

» Possibility of contribution to the overall objective of the program and ather possible long-
term effects, paying particular attention to the identification and actual profit
quantification 1o long-term end beneficiaries;

* ‘What impact, if any, is already evident?

= What impacts seem likely?

» Are current impact indicators realistic and relevant? How likely is it that they will be
achieved?

e Are there external factors that endanger the direct impact of the project?

Level of coherence, complementarity, and coordination between donors and potential
indirect impact on the project.

e Contribution to global environmental benefits. The benefits are the sum of the pasitive
impacts, direct and indirect, generated by a project and that relate to international treaties
on the environment proposed by GEF.

Sustainability

Sustainability criteria allow determining whether it is likely that the positive outcomes of the
project and the flow of benefits are sustained once the external financial ar non-financial
support measures are over (political dialogue, coordination), in addition to prospects for
maintaining 2nd increasing the scale of outcomes of the project by the beneficiaries and host
institutions, once the project is completed. Sustainability evaluation includes, as appropriate:
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Economic_viability; Availability of funds to maintain services or bepefits introduced;
availabllity of funds to provide outstanding technical follow up and implementation of
pending actlans; capacity of SINAC/MINAE to ensure the maintenance or substitution of
technelogles/services introduced by the project; existence of a strategy of economic and
financial output and likelihood that this will take place.

Ownership: level of ownership of the project by SINAC at different levels - Executive
Direction, managers, directions of conservation areas, officers, professional bodies;
grassroots final beneficiaries;

Political support: degree of political support for the project; degree of interaction hetween
the project and the political level; coherence between donor paolicy and natianal policy;
potentizl effects of any change in strategy; how policies and national, sectorial, and budget
pricrities affect the project positively or negatively, and level of support provided by
government organizations, public opinion, private sector, and civil society,

Institutional capacity: Of SINAC, through its strategic and budgetary support and from
similar institutions; extent to which the project is integrated into the institutional structure;
whether the institution appears able to maintain the flow of benefits after the end of the
project {Is it well directed, does it have adequate and praperly trained staff: does it have an
adequate budget and sufficient equipment?); has SINAC staff been properly prepared to
assume the technical, financial, and project management aspects. Expectations of
institutional response and incorporation of new capacities, or diffusion beyond the
beneficiaries or the project.

Technical issues {technologicall: technology, knowledge, processes, or services introduced
or delivered: Are all these compatible with the needs, culture, traditions, skills, and existing
knowledge? To what extent have the beneficiarles been able to adapt to the technology
acquired and to keep these with no other assistance?

Environmental sustainability: Contribution of the project to the sustainable management
of natural resources with regard to the maintenance and/or regeneration of the natural
resource base,

It is also important to take into consideration the following:

Evaluation report

Detailed structure of the overall evauation must be specified during the evalustion process.
The relevant chapter has to integrate all findings, conclusions, and lessons learned to reflect
their importance and to facilitate the reading. !t is Important that the structure should not be
based on the evaluation questions, on the logical framework, or on evaluation criteria.

Projact descriptlon: Itis oriented to indicating what the project hoped to achieve, the start up
and duration, the problems it seeks to zddress, the immediate and development objectives,
and the key stakeholders.

Findings: Differences between forecasts and actual outcomes should be explained, as well as
the factors that influence the desired outcomes.
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Qutcomes: They should be directed to three overriding principles: The project design, which
should highlight whether the planned outcomes were "SMART". The project execution, which
provides the logical framework used during the application as a2 management tool and M & E,
financing details of the project, and the scope of co-financing across the portfolio, execution of
the implementation agency, partner inclusion for execution, tracking system ang project
evaluation, interaction with interested parties. In addition, adaptation management is
contemplated, and lzstly project outcomes, which should include the outcomes measured by
broader issues such as national implication, integration, sustainability, catalytic function, and
impact,

Conclusions
This section presents the Conclusions relating to gach question. They should be grouped to
provide an overview of the assessed subject.

it must alsc contain references to findings {answers to evaluation guestions) and show how
conclusions are derived fram the data and the interpretation and analysis and evaluation
criteria.

The report shall inciude a self-evalvation of the methedological fimits that may restrain the
scope or application of certain conclusions.

Moreover, conclusions nat only expose the progress observed, but also the issues requiring
further reflection on the sustainability of the action or complementary options for future
actions in the same sector.

However, the evaluation team will present its conclusions in a balanced way, without
systematically favoring the conclusions as positive ar negative.

In a paragraph or sub-paragraph the three or four main conclusions shall be collected and
systemnatized in order of importance, avoiding repetition. This system aliows better
communicating the evaluation messages that are transmitted to the concerned parties (MINAE,
SINAC, UNDP, GEF).

Recommendations
Recommendations should respond to the conclusions, without actually reproducing them. A
recommendation derives directly from one or more conclusions.

The ultimate vaiue of an assessment depends on the quality and credibllity of the proposed
recommendations, Consequently, recommendations should he as realistic, operational, and
pragmatic as possible. They may refer to the strategic, organizational, and operational aspects
for both national partners and for GEF/UNDP, preconditions that may be related with decisions
on financing of similar projects and general issues arising from the evaluation on policies,
technologies, instruments, institutional development, and national, or sectorial strategies.
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Recommendations will be prioritized and addressed to the various stakeholders, will ke
evidence-based, and will be relevant, focused, and formulated in a clear and feasible way at
different levels of MINAE/SINAC and UNDP/GEF.

Annexes to the report
The report must include the following Annexes:

* Terms of Reference of the Evaluation;

= Name of evaluators {Curriculum Vitae should be provided, summarized to 8 maximum of
one page per person);

e A detailed description of the evaluation method that includes: choices, difficulties, and

constraints encountered; description and analysis tools;

Logical framework matrices (original);

List of persons/arganizations consulted, institutions, agencies, and others

Bibliography and documents consulted;

Other technical Annexes (for example; statistical analysis, data tables, and numbers).

* Pictures.

The structure of the report should consider the sections listed in the Table of Contents (Annex
1) of the decument in English: UNDP Evaluation Guidance for GEF-Financed projects.

If the quality of the reports does not meet UNDP/GEF standards or requirements, the evaluator
will be asked to rewrite or revise the document (as many times as necessary) before making the
last payment,.

6. EVALUATION METHODOLOGY

The evzluation methodology to be applied must follow the guidelines set out in the UNDP
Evaluation Guidance for GEF-funded projects. The evaluation report should describe
procedures used and should clarify any deviation in data gathering and analysis of planned data
established in the TOR and in the initial report.

It should also provide for an_evaluation criteria matrix, with the (initial and final) reports, to
clarify how evaluators perform data collection.

The main written sources of information for this evaluaticn are:

(i) Review and analysis of documents: All documents will ke provided to the Evaluator
by the UNDP Country Office and by BUN-CA. The evaluator should consult all
relevant sources of information including, among others: the UNDP and GEF
evaluation policy, project documents, minutes and decisions of the Steering
Committee of the project, project budget, operational work plans, and progress
reports, PIRs, project files, documents on UNDP guidelines, nationa} and regional
legislation relevant to the Project, and any other material that may be useful, PEER
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Regional Coordinator will alsc provide a report with the main lessons and
achievernents of the Project,

a.

b.
c.

a

Posg AT OTR o

a

Project document (PRODCC). Form for project information {PiF) of (GEF] project
document and logical framework analysis. AML:

Project reports

Agreements with partners on the application

Contact details and list of project staff, key stakeholders {including Project
Boards), and other partnets 1o consult.

minutes and decisions of the Steering Committee of the project.

Mid-term Review documents and other relevant evaluations.

Project budgets. {Budget of the project, divided into results and perforrance).
Financial data.

Project work plans (Project application plan)

Project tracking tool.

Progress reports.

Project Implementation Reparts (PIR).

. Project communication materials: publications, brochures, press releases, etc.

UNDP planning documents {UNDAF, CPD, CFAP).

Documents and reports produced by the project

National legislation that is relevant to the project and any other material that
may be considered useful.

Audit reports and project consultancies

Others

UNDP documents

United Nations Development Assistance Framework {UNDAF)
Country Programme Document {CPD]

Country Programme Action Pfan (CPAF)

GEF documents.
Strategic program objectives of GEF focal areas

Stakeholder interviews: The evaluators shall conduct interviews with the foilowing
institutions and persons, at least:

In Panama:

» UNDP-LAC Regional Center
s GGEF Focal Foint

In Costa Rica:

= Ministry of Environment, Energy, and Telecommunications {(MINAET)
Focal Point of the Global Environment Facility - GEF

Executive Director of the National Conservation Areas System - SINAC
Project coordinators

Members of the Project Technical Committee
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» Members of the Project Steering Committee

UNCP Resident Representative

UNDP Operations Manager

UNDP Programme Coordinator

UNDP Pragramme Officer for Enviranment, Energy, and Risk Management

{it}  Field visits: The evaluators will carry out field visits to relevant areas that are linked
to the praject (links and socizl actors in selected communities)

{iv]  Questionnaires or discussions: The evaluvators will ¢conduct questionnaires or
discussions as information gathering mechanisms to substantively address relevant
evaluations.

it is recommended that the evalvator presents the proposed methodology for the evaluation in
the {nitial Report. It will be previously discussed with the UNDP Costa Rica, SINAC, and the

Ministry of Environment to create a balance between written information, interviews, and field
visits {see details in Annex 1).

7. LOCATION AND DURATION

7.1 Start-up period

Services should begin tentatively on October 13, 2014. The start-up meeting will take place
at the offices of SINAC in San lose.

7.2. Tentative duration/ending period,

The duration of the services shall not exceed 48 calendar days. Once the external evaluation
team is hired, the evaluation process will involve three stages: documentary {desk), field
and synthesis, describad below.,

7.3. Documentary phase {desk] {Start-up] -7 days in total

Ruring the first five (5) calendar days of the mission, the experts shall, in their place of
origin:
»  Carry out a systemnatic review of relevant program documents that are available;
» Become familiar with the general development level of the country {based on
reading the UNDP’s Country Evaluation and other reports on the country);
* Initial telephone conversation with the Officer of the Environmen: and Risk
Mznagement Program of UNDP-Costa Rica and the National Project Coordinator;
= To prepare and submit the list of tools 1o be used at the field;
= To submit a start-up report with the exact guidance method for the averall
evaluation of the project/program, and_a tentative work plan.
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The National Coordinator and the designated commission will issue approval two business days
after receipt.

7.4. Field phase - 26 calendar days

The field phase {interviews and visits) will have a duration of twenty-six (26) calendar days.

During this period, experts shall ensure appropriate contacts and consultations with various
stakeholders, working closely with authorities and public bodies and dedicating adequate
time to find civil saciety organizations and other observers (academia, medis, etc.) in Costa
Rica. Likewise, they must use sources of more reliable and convenient information and
harmonize data from different sources in order to facilitate immediate interpretation.

Interviews: the evaluators should make ali relevant meetings with the project and other
stakeholders and gather the necessary information to draft the final report. At this stage,
evaluators must move both at the GMA and beyand, to the following Conservation Areas:
ACTo, ACOSA, ACT, and ACCVC, ACLA-P and ACLA-C {Indigenous Agenda).

The evaluation team will discuss in detail with key project stakeholders, and their views and
gpinions will be taken into consideration. {See list on methodology)

7.5. Synthesis phase - 14 calendar days.

This phase is mainly engaged in the elaboration of the project’s Final Report. Consultants
should ensure that their assessments are objective and balanced, their claims accurate and
veriftable, and their recornmendations, realistic.

The first draft of the final report must be submitted ta the National Coordinator of the
Project "Removing Barriers to Sustainability of Protected Areas in Costs Rica" five {5)
calendar days after completion of the field phase. If this person considers that the report is
of sufficient quality, it shall be forwarded for the presentation of observations to the UNDP
Environment Officer and to the SINAC Institutional Coordinator. Such persons will have four
{4) working days for delivery of comments, questions, or document clarifications.

Based on the cbservations made and collected by the team that is responsible for the
evaluation, the evaluation team will have four (4) calendar days to amend and revise the
project report and submit it to the National Coordinator of the project.

Comments requesting methadological quality improvernents should be taken into account,
except where it is shown that this is impossible, which must be justified by the assessment
team. Comments on the substance of the report may be accepted or rejected. in the latter
case, the assessment team must justify their position and present their reasans in writing.
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8. EXPECTED OUTCOMES

The praducts referred to hereinafter, must be submitted to the National Coordinator of the
Preject "Removing Barriers to Sustainability of Protected Areas of Costa Rica”, in digita! form
(editable MSWord version, iwp copies on CD) and in print: an original and two copies, within
the deadlines to be designated and using the formats provided for this purpose by the Project
Mznagement Unit (PMU) to the consultant. Previously, these products will be reviewed and
technically supported by the liaison officer designated by SINAC for this purpose,

The expected outputs of this evaluation are:

8.1. QUTCOME 1. Tc submit a_start-up report with the guidance method for the overall
evaluation of the project/program, and a tentative work plon. It shall be delivered
within the five calendar days after signing the contract. The document will be reviewed
and approved by the National Coordinator and the designated commission, which will
issue approval two business days after receipt.

8.2, OUTCOME 2. The first draft of the final repart must be submitted to the National
Coordinator of the Project "Removing Barriers to Sustainability of Protected Areas in
Costa Rica" five {5) calendar days after completion of the field phase, If this person
considers that the report Is of sufficient quality, it shall be forwarded for the
presentation of observations to the UNDP officer for Environment and the SINAC
Institutional Coordinater. These persans will have four {4) working days for delivery of
comments, questions, or document clarifications.

8.3. OUTCOME 3. Final report: Based on the observations made and collected by the team
respensible for the evaluation, the evaluation team will have four {4) calendar days to
amend and revise the project report and submit it to the National Coordinator of the
project. This person will issue the agreement and final acceptance five calendar days
after delivery,

In summary, products {documents) indicated, must be submitted as follows:
Outcome No, 1. Start-up Report and Work Plan. Within five {S) calendar days after signing the
contract.

Outcame No. 2. Draft Final Report. Withln 40 calendar days after signing the contract.

Outcome No, 3. Final Report. 48 calendar days after signing the contract.

9. SUPERVISION

Consultants will work under a flexible schedule and will ccordinate as appropriate with the
institutional liaison. They should also report both to the Coordination of the Project "Removing
Barriers to Sustainability of Protected Areas System of Costa Rica,” the UNDP-Costa Rica Officer
for Environment and Risk Management Program, and the specialist in tracking and monitoring
under the project framework.
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10, PROFILE OF THE CONSULTANT TEAM

A national and an international consultant will carry out the Final Evaluation of this project,
and it should be_clearly indicated who will lead the consultancy. An IC contract will be issued
for each consultant.

The Terms of Reference for the Final Evaluation states that the evaluators should have a wide
range of skills and knowledge - anzlytical experience and evaluation of prajects, skills in
technical aspects refated to public and institutional paolicies, and planning and environmental
issues, specifically in conservation areas of Costa Rica with experience in social and economic
development, and with everything that is related with the public policy cycle of the
Environmental Sector,

To achieve the objectives of the evaluation, the consultant is required to align the work with
the existing rules of ethics, to which reference is made in the Guide, and sign the Code of
Conduct in the Annex,

International Consultant, Evaluation Expert
This consultant will be responsible for:

v The evaluation of the project design, its relevance, and progress towards the objectives.

¥ The evaluation of the different aspects of the project such as sustatnabitity, ownership,
manitoring, and evaluation, efficiency, impacts, financial sustainability, and institutional
capacity, among others.

¥ The evaluation of the execution capacity of the various instances of the project,
carefully reviewing the ability to carry out their specific responsibilities.

¥ The evaluation of how the different instances relate with each other, and how they
maintained a clear definition of roles and responsibilities.

¥ The evaluation of managerial, financial, and administrative aspects of the project.

¥ The evaluation of compliance with the rules and procedures of administrative, financial,
and reporting system of the project, verifying that they agree with financial rules and
regulations of UNDP and GEF, and the rules for public hiring when applicable.

¥ Compilation and edition of inputs for the Evaluation team and preparation of the final
report.

¥ Team coordination.

Required profile:

¥ Formal Education with at least a Masters degree, and training in matters related to
sustainable development with emphasis on protected area management and
environmental sustainability.

¥ Extensive experience [at least 10 yeass) in the design, implementation, and evaluation
of environmental projects.

¥ At least 5 years of proven international experience in monitoring and evaluation of
environmental projects
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Preference will be given to consultants who are familiar with the monitoring and
evaluation of environmental projects, with at least 5 years experience on this subject.
Preference will be given to consultants who are familiar with monitoring and evaluation
of projects implemented by GEF and/or UNDP, specifically experienced in the execution
of projects funded by GEF, internationally, and with feep knowledge of the logical
framework methodology, familiar with governmental, private, and non-governmental
organizations related to the National Conservetion Areas System of Costa Rica.
Knowledge of the administrative system, management, and reporting of simllar projects
in terms of area, scope, and complexity.

Proficiency in Spanish and English

To have developed similar reports as of this consultancy for at least three (3) projects,
internationally.

Experience in design, preparation, andfer execution of projects with local andfor
international public sector.

To ensure the independence of the evaluation. The hired consultant will be free of
potential conflicts of interest with the executing institutions and co-executors of the
project.

Ability to work under pressure and meet tight deadlines.

Good interpersonal relations

National technlcal evaluation consultant on Protected Areas

v

v

To evaluate the technical part of the project in relation to enviranmental components,
department, conservation areas and protected areas management,

To assist in the evaluation of the different aspects of the project such as sustainabillty,
ownership, monitoring and evaluation, efficiency, impact achievement, financial
sustainability, and institutional capacity, among others.

The evaluation of the execution capacity of the various instances of the project,
carefully reviewing the ability to carry out their specific responsibilities.

To assist in the evaluation on how the different instances relate to each other and on
how they maintain a clear definition of roles and responsibilities,

To assist in the evaluation of management, financlal, and administrative aspects of the
project.

To assist in the evaluation of compliance with the rules and procedures of
administrative, financial, and reporting system of the project, verifying that they
conform to the financial rules and regulations of UNDP and GEF, and the rules of public
hiring, when applicable.

To compile and edit inputs from the Evaluation Team and support the preparation of
the final repaort.

Required profile:

v
v

Minimum bachelor's degree in environmental or related sciences.
Demonstrated experience in organizational development in public administration and
management of protected areas, with over 10 years of experience in related areas.
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¥ Extensive experience (of at least 7 years) in the design, implementation, and evaluation
of environmental projects.

v Preference will be given to consultants who are familiar with the monitoring and
evaluation of environmental projects.

¥ Preference will be given to consultants who are familiar with the monitoring and
evaluation of projects implemented by GEF and/or UNDP.

v Deep knowledge of the logical framework methodology, and familiar with
governmentsl, private, and non-governmental organizations linked to the National
Conservation Areas System of Costa Rica.

¥ Knowledge of the administrative system, management, and reporting of similar projects
in terms of area, scope, and complexity.

¥ Experience in budget analysis, financial statements, and other instruments related 1o
execution of programs and/or projects.

¥ Proficiency in Spanish and English.

¥ Guarantee of the independence of the evaluation. The hired consultant shall be free of
potential conflicts of interest with the executing institutions and co-executors of the
project.

¥ Ability to work under pressure and to meet tight deadlines.

The Evsluation Team is responsible for conducting the evaluation, applying the appropriate
methodology, and preparing the evaluation report. All team members, including the team
leader, will participate in guidance and final mission meetings, discussions, fleld visits, and will
contribute to the evaluation with written inputs for the project report and for the final report.

The team leader guides and caordinates the team members in their specific work, analyzes
their findings, conclusions, and recommendations and prepares the final draft report and the
final report, consolidating input from team members and his/her own.

The evaluation team may extend the scope, criteria, guestions, and issues listed above, in
addition to developing their own framework and tools for evaluation, always within the time
and resources available,

Applicants must submit a single technical and financial offer, specifying the conditions for
each of the members of the consulting team and a detail of the costs associated with
international and national consultants, separately. The financial offer must be made in
colones for the national consultant, and in US dollars for the international consultant if
he/she lives outside of Costa Rica. If not, the financial offer of the international consultant
will also be presented in [ocal currency.

11. PERIOD OF THE CONSULTANCY
The consultancy will have a maximum duration of two {2} months, starting with the signing of

the cantract for professional services; however, the consultancy must be completed within a
period not exceeding 48 calendar days.
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12. GENERAL CONBITIONS OF THE CONTRACT

The consultancy will be financed under the Project "Removing Barriers to Sustainability of the
System of Protected Areas of Costa Rica", financed by the Globa! Environment Facility {GEF)
through the United Nations Development Programme [UNDP). The consultant(s) selected will
sign a contract with UNDP. However, their work will be done for SINAC, in the Wild Protected
Areas indicated, Consultants will work under a flexible schedule, and will coordinate as
appropriate with the institutional liaison. Consultants should also respond to the Coordination
of the Project "Rernoving Barriers to Sustainability of the Protected Areas System of Costa Rica”
and to the UNDP-Costa Rica Officer for Environment and Risk Management Program.

The address for delivery of materials (products} is in the building of the Executive Secretariat of
SINAC, located in San Jose, Bo. Tournon, on the south side of ULACIT. The payment will be
divided in two (2}, once the products are approved as proposed in these TOR. [n all cases, the
liaison will have a given time for approval, once the Consultant submits the final product:

a) A first pasyment for 30% of the agreed amount will be made with the presentation and
approval of the Initial Report and Work Plan (QUTCOME No, 1), within 5 calendar days
after the signing of the contract and once the document has been approved by the
SINAC liaisor and by the coordinator of the "Barriers" Project, for which there is a term
of 2 working days after the report is received;

b) A second payment will be made for the delivery and acceptance of the Draft Final
Report (OUTCOME No. 2) and the Final Report {QUTCOME No, 3), for 70% of the agreed
amount after the presentation and approval of the Final Report, 48 calendar days after
signing the contract. This period includes the entire phase of reception, comments,
modifications, and acceptance of the Final Report.

It is understood that the total value of the consultancy includes all expenses due to logistics
and transfer of the consultant, if required, according to the proposed activitles, This

breakdown should be included in the financial offer.

To summarize, products shall be detivered as follows:

Payment Products Percentage
First After presenting the Start-up Report and Work Plan (Product
Payment 1). The Management Unit will apprave it within a maximum of 30%

two waorking days after presenting it.

Second Presentation of the Draft Final Report and the Final Report.
Payment The Management Unit will approve it within a maximum of
five calendar days after presenting these documents with the
requested changes.

70%
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OTHER CONDITIONS

13.

The job includes fringe benefits, materials, transportation, and all costs associated with
consulting, as well as professional services described above in accordance with the
minimum rates.

The Offeror will examine in detail the documents comprising the documentary body of the
specifications of this Request for Proposal and cannot plead lack of knowledge of them.
The offerar must submit the tender in Spanish, in an orderly manner, complete, and duly
signed by the person legally empowered to do so.

The Project "Removing Barriers to Sustainability of Protected Areas System of Costa Rica"
may request clarification and additional documents deemed necessary for the evaluation,
as these do not change the essence of the offer.

The unit grice must include all the necessary inputs for the development of this agreement.
The prices contained in the bid must be submitted in matching numbers and letters,

In case of divergence between the amount allocated in numbers and in letters, the latter
shall prevail.

in case of divergence between unit price and total price, if the sum of unit prices exceeds
the total price, the offer will be compared with the highest price.

The Project "Removing Barriers to Sustainability of the Protected Areas System of Costa
Rica", will analyze the rationallty of the price offered; prices that are considered wasteful
or excessive will not be accepted. This analysis is intended to eliminate those offers that
present an unacceptable price.

The winner must comply with all the commitments and conditions set out in this Request
far Proposal.

He/she is bound to be discrete regarding information that will be used during the hiring
process as well as any information resulting from it. Likewise, discretion and confidentiality
shall be maintained an any internal aspects of the Administration.

APPLICATION REQUIREMENTS

Persons wishing to apply for this consultancy must necessarily submit the following documents:

a) Technicai offer indicating what the role of each consultant will be and must include the

methodology used to carry out the activities and obtaining the expected product, as
well as a statement of the proposed apgroach and work plan, which must be consistent
with the methodalogy, showing understanding of the TOR and ability to translate them
into a feasibie working plan, adjusted to the proposed times.

b} The applicants must apply in groups, clearly indicating who is the lead consultant.

c)

Detailed financial offer {showing fees, transportation, meals, travel, and logistics
expenses) which must be presented in local currency {zolones) for national censultants,
and in US dollars for international consultants, provided that the latter resides outside
Costa Rica, otherwise the bid shall be in colones. The financial offer shall include a
description of each activity listed separately, reflecting the breakdown of costs far each
consuitant, for example, national consultant fees, international consultant fees, national
consuitant per diem, international consultant per diem, office supplies, travel,
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transportation, and others), and total the amount of the bid by the national consultant
and the amount by the international consultant.

d) Updated résumé of up to four pages, giving specizl attention and emphasizing the issues
that will be evaluated for the selection of each consultant.

e) A page with a summary of the most relevant publications or documents prepared by the
consultant.

ft P-11 Form for each consultant (which can be found at www.crundp.org
fwww.cr.undp.org/Operaciones/Centro de Servicios/Adquisiciones/Formularios} and/or
attached to this publication. This is an indispensable requirement for accepting offers.

Failure to present any of the docurmnents reguested will be a reason for exclusion of the offer.

Such documentation {separate electronic files) must be sent via email to the following address:
recursoshumanes.cr@undp.org under the subject: "Removing Barriers Fina) Evaluation” .

14. APPLICATION DEADLINE

Technical and financial offers must be submitted in Spanish and be received no later than
Friday, October 3, 2014.

15. EVALUATION

For evaluation of proposals, a procedure consisting of two stages is used, whereby the
evaluation of the technical proposal is conducted prior to the opening and comparison of price
proposals. Only the economic proposal of the Tenders scaring at least 700 of the total score of
1000 points in the technical proposals evaluation will be opened.

The technical proposal is evaluated on the basis of its correspondence or suitability regarding
the Terms of Reference (TOR's).

In the second stage, the price propasal of all cantracters will be compared for those who have
attained a minimum score of 700 points in the technical evaluation, The maximum score for
price that can be obtained is 300 points. This score will be awarded to the lowest offeror. All
other offers will receive a score in inverse proportion to the lowest price.

The financial offer shall include a description of each activity iisted separately, reflecting the
breakdown of costs for each product and for each consultant, for example, national consultant
fees, international consultant fees, national consultant per diem, international consultant per
diem, office supplies, travel, transportation, and others).

56



The Price Factor score (Financial Gffer) will be determined by the following fermula®:

PO
Where:

PFP= POMB

PFP = Price Factor Percentage
LBP = Lowest Bidding Price

QP = Offeror Price
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* 300

Point Allocation
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EVALUATIONS | WEIGHT OF THE OFFERCR
EVALUATION A B C D
Technical Offer 1000
Econgmic Offer 300
TOTAL 1300

Following is the evaluation of technical proposals. The score that can be assigned and that is

specified per each evaluation criterion indicates the relative imporiance or weight of each

item in the general evaluation process.

#The financial offer must state the fee per consultant-day. Costs for translers from the country of origin and return
10 San Jose, in case of an international consultant. The costs of transportation within the country and travel expenses
must be included in the financial offer.
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Criteria for the Technlcal Evaluation

Technical Proposal Evaluation Subscare Maximum Team
Form 1 Score Al c | G
Work Team
Internationa! Consultant

Academic degree: Formal Education | Ph.D. 50 Points

with at Jeast a Master's degree, and | Master's

tralning in matters related to Degree 20 Points

sustainable development with

emphasis on protected area

management and environmental

sustainability.

Proven International experlence in More than 7

manltoring and evaluaticn of years 40 Paints

anvironmental projects 5to 7 years 30 Faints
At least 5 years | 20 Points

Wark performed with governmental, | More than 8 34 Polnts

private, and non-governmental From5to 8 20 Points

arganizations linked to the Natlonal From1to5 10 Paints

Conservatinn Areas System of Costa

Rica

10 years of experience In relevant More than 1S 100 Points

and proven design, implementatien | 10-15 years 75 Points

and evaluation of projects in the 10 years 50 Points

environmental arez, biodiversity,

public policy, andfor conservation

andg protection areas systems.

Knowledge on project evaluation, | More than 6 B0 Pelnts

preferably with GEF, internationally. | Frem51to 6 &0 Points

{No. of projects evaluated) From3to 4 40 Points
At least 3 2{ Points

Experience in design, | 5 or more a0 Paints

preparation, and/or execution | 3-4 30 Polnts

of prajects with local andfor | 1-2 20 Falnts

international  public  sector,

(Number of projects)

To be familiar with development of 3 or more 50 Points

projects funded by the GEF in the From2to 3 30 Paints

subject area, as well as with the Fram 1to 2 20 Points

procedures, preparation, and prajects

executian, such as Project

Documents, logical framewark

matrix, annuzl operating plans and

Maonitoring and Evaluation {M & E).

Proficiency in English and Spanish 10 Palnts

Tatal 400
Points
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Technical Proposal Evaluation Subscore Maximum Team
Form 2 scare A | C | D | E
Work team
National consultant
Academic degree: Minimum shaster’s R
Licentlate degree In Environmental Degree 50 Points
or related sciences. wlicentiate 30 Points
degree
Mational proven experience in | Morethan 10 | 20 Paints
organizational development in public years
administration and management of | minimum 10 10 Pgints
protected areas years
Frofessional on Environment issues, More than 5 30 Points
with experience in the years
environmental area, biodiversity, From3to 5 20 Pgints
public policy andfor censervation years
systems and protection areas 1to 3 years 10 Points
Work performed with goveramental, | More than 8 30 Paints
private, and non-governmental FromSto B 20 Palnts
grganizations linked to the National From1lto 5 10 Points
Canservation Areas System of Costa
Rica
7 years of experience in relevant and More than 10 | 30 Points
proven deslgn, implementation and years
evaluation of profects In the From ¥ to 10 20 Points
environmental area, biodiversity, years
public policy, andfor conservation Atleast 7 years | 10 Peints
and protection areas systems.
Knowledge on project evaluation, | More than 8 50 Points
preferably with GEF, internationally. | FromSto B 40 Foints
[{No. of projects evaluated) From 3to 5 30 Points
1tc3 20 Fgints
Experience fn  budget analysls, | More than 10 30 Polnts
financial statements, and other | From § to 10 25 Points
instruments related to execution of | From5to 8 20 Points
programs andfor projects [No, of | 1to5 10 Points
projects done)
Experience in design, preparation, | Mare than 8 50 Points
andfor execution of projects with the | From51to § 40 Points
national public sector {No. of | FFrom3to5 20 Paints
implemented projects) 1103 20 Paints
Proficiency in English 10 Points
Total 300
Paolnts
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Maximum
EVALUATION OF THE TECHNICAL QFFER 300 Paints
The methodology and approach propesed in the Technical Offer for the
development of the consultaney is successful. It proves management concepts and 60 Paints
appropriate methods te achieve the objective.
1t considers the correlation between the different companents of the consultancy In
30 Points
a suitable form.
1t has adopted an appropriate conceptual framework for the work to be performed. 10 Polnts
1t extensively devalops every product indicating the methodology used. 50 Points
The definition of work to be conducted s clear about its scope, and the proposal is 50 Points
adjusted to the results outlined in the TQR.
It contains a work plan according to the planned activities, consistent with the 80 Palnts
defined times and leads to an efficient implementation of the evaluation
Technical Offer Subtotal 300 Polnts
TOTAL 5CORE 1,000 Points

Period of validity of proposals
Proposals shall remnain valid for sixty (60) days after the deadline for the presentation of the proposal, as
reguired by the deadline clause. A propnsal that is valid for a shorter period may be rejected as it does
not meet the requiremeants.
Under exceptional circumstances, the Offeror may be requested to extend the validity period. The

request and the responses thereto shall be made in writing. An offeror may not be requested or
permitted to modify the proposal after an extension has been granted.

13. OTHERS

The applicants should not be Costa Rican government officers, whether effective, hired in operation or
under license, and should not have served as an effective officer or contractor for the Government in
the past six months.

Women are welcome to submit an offer.
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ANNEXES

Annex 1: GEF Project Evaluation Guide
hitp:/fwww thegef. orgfgetfiaxonomyfterm/81

Annex 2: UNBP Evaluation Guidance for GEF-financed projects
hitp./fweb.undp.orpgfevabuation/documents/guidance fGEFfGEFTE-—Guide SPA pdf

Annex 3: Form Agreement on the Code of Conduct for Evaluation Cansultants {to be signed}

Evaluatars:
Evaluataors:

1. Evaluators shall accurately represent their level of skills and knowledge and work only within the limits of
their professional training and abllities in evaluation, declining assignments for which they do not have the
skills and experience to complete successfully, and so that declsions or measures teken have good foundation.

2. Evaluators shall clearly communicate 1o stakeholders the purpose of the evaluation, the criteria applied and
the intended use of findings. Evaluators shall ensure that stakeholders have a say in shaping the evaluation
and shall ensure that all documentation is readily available to and understood by stakehalders.

3, Evalyators must protect the anonymity and cenfidentiality of Individual informants. Give maximum notice,
minimize time demands and respect the right of people to refuse to participate. Evaluators shall respect
people’s right ta provide information In cenfidence and make participants awsre of the scope and limits of
confidentiality, while ensuring that sensitive Informatian cannot be traced to its source. It is not expected to
evaluate individuals and rmust balance an evaluatian of management functions with this general principle.

4. Where evaluators find evidence of wrong-doing or unethical conduct, they are obliged to report it to the
proper oversight autharity, They must consult with other ralevant supervision entities when there is douht
about denouncing certain issues and how.

5. Evaluators shall respect and protect the rights and welfare of human subjects and communities, in
accordance with the UN Universal Declaration of Human Rights and other human conventions. Evaluators
shall respect differences In culture, local customs, religlous beliefs and practices, personal interaction, gender
roles, disability, age and ethnicity, while using evaluation instruments appropriate to the cultural setting.
Evaluatars shall ensure prospective participants are treated as autonomous agents, free to choose whether to
participate in the evaluacion, while ensuring that the relatively powerless are represented, Evaluators shall
make themselves aware of and comply with legal codes {whether international ar national) governing, for
example, interviewing children and young people.

6. Evaluators are respansible for their performance and their products. They are accountable for the
completion of the agreed evaluation daliverables within the timeframe and budget agreed, while operating In
3 cost effective mannet. They are responsible for a clear, accurate and fair presentation, written ar oral, of
limitations, results and recommendations of the study.

7. Evaluatars shall show honesty and integiity in their own behavior, negotiating honestly the evaluation
costs, tasks, limitations, scope of results likely to be obtalned, while accurately presenting their procedures,
data and findings and highlighting any fimitations or uncertainties of interpretation within the evaluation.

Form accarding to the consultant being evaiuated

Agreement ta ablde by the Code of Conduct far Evaluatian in the United Nations Systermn

Consultant Name:
Name of the advisary organization {where applicable):

| confirm that t have received and understeod and will abide by the Code of Conduct for Evaluatlon of the United
Nations.

Signed In {place) and date

Signature:
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Annex 2: Evaluators

a) International Consultant and Team Leader

Summarized CV
HERNAN A. REYES GONZALEZ

hernanrevesfiasuntasinternacionales.cam

Telephone: (562) 22718471, (568) 88196413 cellular

+» Commercial Engineer, Minor in Economics and Administration, Diploma in Development,
Planning, and Public Policy, Diploma in Evaluation of Sodial Interveniions, Diploma in Preparation
and Evaluation of Social Projects, Mastar in Business Administration (MBA) Direction and
Organization, and Diploma in Advanced Studies in Advanced Business Managament, Master (c)
in Management and Environmental Audit, Minor in Managetment and Conservalion of Natural
Areas, PhD (¢} in Advanced Qrganization Managemant.

« LUNDP Expert Associate sinca 2013 in the Area of Evaluation of Programs and Projects for Latin
America {LTA 2013.011 / RC LAC)

« Consultant on Elaboration, Design, and Evaluation of Projects and Pregrams in Latin America for
international organizations like the IDB, UNDP, GTZ, and World Bank, since 1981, In Latin
America {out of Chile), he has successfully conducted 34 assessments and elaboration of
projects for these international organizations, of which € were GEF grojects.

« 25 years of experience in counseling and strengthening of project management and institutional
strengthening and premotion prejects. In the short and medium tarms of organizations, small
businesses, and institutions of various kinds in Chile and Latin America.

= International experiance in monitoring and evaluation of environmental projects since 1996,

« 10 years of experience in relevant and proven design, implemantation and evaluation of projects
in the environmanial ares, bicgiversity, public policy, and/or conservation and protection areas
systems.

«  Solid 17-year experience using the logical framework in evaluations of institutions and public and
private projects in Chile and 2 other countries in Latin America.

« Experiance working with UNDP since 1994,

« Evsluator or Coorginator of the Pane! of Experts on 17 evaluations of Government Projects for
DIPRES in Chile related to MSMEs, Social Innovation, and Public Sector, since 1987,

« University Professor of Project Evaluation, Microeconomics, Macroeconomics, Envircnmental
Economics and Public Management Economics, having worked at undergraduate and graduate
lavels at the following universities: Universidad Catdlica, Universidad de Chile, Universidad de
Santiago, Universidad de La Republica, Universidad ARCIS, Universidad de las Américas,
Universidad del Mar, UNIACC, Universidad Catélica Radl Silva Enriquez, Universidad Central,
and Universidad Nacional Andrés Bello.

+ Extensive experience as Facilitator of Participatory workshops (ZOPP, METAPLAN, PES, PEP),
graduated in Facilitation Techniques, Negotiation, and Ontolegical Coach of organizations.

*  Results-oriented, hard working under pressure, to achieve goals in the required time,

« Very good disposition and ability o work in multidisciplinary teams; developed a variety of
projects evaluated and managed in Chile and Latin America,

+  Good proficiency in oral and written English (Intermadiate - High)
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b) Mational Consultant

Summarized CV
RONNY RICARDO MUNOZ CALVO
nazarenc@racsa.co.cr, evaluador.costarica@gmail.com
Telephones: {506) 2348870, (506) 8215602 cellular

B.A. in Forest Engineering from the Technologica! Institute of Costa Rica. Master's Degree on
Evaluation of Development Programs and Projects of the University of Costa Rica. Doctoral
Candidate in Public Management and Business Administration of the Instituto Centroamericano
de Administracion Pulblica ({ICAP). With Doctoral Studies in Education with the pedagogical
mediation of Universidad La Salle

Associate Professor of the Master's Degree in Evaluation of Programs and Projects of the
University of Costa Rica, the Instituto Centroamericano de Administracion Piblica {ICAP) and
Eval Pariner (The (nternational Evaluation Partnership [nitiztive). Director of Project
Management and Conservation of Forests. Conte Burica Indigenous Reservation. Integral
Development Association ADI of Conte Burica. Costa Rica.

Member of the American Association of Evaluation. ACE, of which he is a former president;
Colegio de Ingenieros Agronomos de Costa Rica, where he also was an Assistant Secretary;
Network Monitering, Evaluation and Systernatization of Latin America and the Caribbean
RELAC, of which he is a former president, Coordinator of the Executive Committee; Network
Monitoring and Evaluation in Latin America and the Caribbean Redlacme, and Community of
professicnals and expents in Latin America and the Caribbean in Managing for Development
Results {(MfDR CoPLAC)

Consultant and advisor in preparation, management, monitaring, and evaluation of development
programs. International consultant on public policy evaluation. With national and international
experience in evaluation of programs and projects for over 29 years. He has developed major
evaluations for GEF in Costa Rica, Honduras, Guatemnala, Salvador, Nicaragua, Panama, and
Paraguay and for other international agencies: GIZ, FAQ, IDB, UNDP, AECI, UNICEF, MAG,
UCR, USAID, UNCPS, KFW, FONAFIFO, RUTA, BM, with comprehensive knowledge of the
regional environmental reality, of Costa Rica and of the National System of Conservation Areas
(SINAC) and of work programs on protected areas and national parks. He has produced about
30 publications andfor presentations on environmental and policy and program evaluation
issues. Programs and projects related to rural development, poverly alleviation, health,
education, institutional development, gender, environment, public policy, and public
transportation.

Experience in advisory, coordination, and implementation of interventions in development
programs sponsored by public institutions {Ministry of Health, Ministry of Agriculture, Ministry of
Environment, Ministry of Transportation, Ministry of Justice), private entilies (companies,
cooperatives, associations, and agricultural communities, forestry and envircnment), and NGOs
of social, productive and environmental nature. Experience with grassreots and indigenous
associations. Public and private institutions, NGOs.

Keynote speaker, with participation in numerous presentations and decuments on development

and environment, public policies related to social welfare, and evaluation and monitoring
activities.
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Annex 3: Evaluation Method

Evaluation Framework

This evaluation was designed to comprehensively evaluate the project objectively, detemining
the achievements of the strategic objective direction, products, and expacted results. This
evaluation established the relevance, execution, and success of the project, ingluding analysis
of the sustainability of the results. Specific lessons and best practices regarding the strategies
used and implementation arrangements that may be refevant to other projects and other
countries were collected and analyzed.

Instruments and evaluation activities were developed that aljowed:
. Establishing to what extent the Project executed its activities, presented specific

products, achieved the results, expected and declared in the PRODOC and specifically in the
legical framework.

. Cretermining substantive empirical knowledge that idenfified best practices and lessons
learned, useful for other development interventions, nationally and intemationally.
. Determining how the Project understood and incorporated the regional and local

dynamics, and how it has helped to address the needs and problems identified in the initial
analysis articulated in the design phase.

. Determining the degree of incidence of the Project at the national, regional, and jocal
levels.

. Establishing the efficiency and quality of products and results from the Project regarding
the initially planned and the official revisions made later in the M & E Framewark.

. Measuring the extent of the positive effects of the Project on cross-cutting activities in
the life of the target population in that of the beneficiaries and on that of expected participants,
either individuals, communities, or institutions, according to the purposes of the project.

. Identifying good practices and lessons leamed on Project matters in order to help
promote sustainability.

The scope of application of the Evaluation consisted on the assessment of the results achieved
based on the scope and criteria of relevance, effectiveness, efficiency, sustainability, and
explicit impact on the Guide to make final evaluations of projects supported by UNDP and
funded by GEF, referred ta in the terms of reference.

In particular systematized information on the project and its achievements is delivered, based
on specific and verifiable facts that aliow to objectively assess what has been achieved by the
project in function of its objectives, budget, and assumptions behind the theory of change that
gave meaning to it.

Methodaological Instruments

Information gathering instruments used were:

Observation: utilization of a detailed cbservation form to record what is detected on the ground.
The information refers to ongoing activities, processes, debates, obsarvable results, facilities,
etc. Observation is continuously perfarmed during the field visit,

Interview with key sources of information: through a series of open questions made to some key
informants. The interviews were qualitative, deep, and semi-structured. They were based on
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issues and evaluation guestions. These in-depth interviews were conducted mainly at the
central level, i.e. representativesfkey members of UNDP, Government and strategic pariners,
holding meetings of between 45 minutes to 2 hours depending on the topics covered in each.

Group interviews: Diverse group interviews were conducted, especially in conservation areas,
where many could ebtain information directly from the parties in the specific projects.

Units, main dimensions of analysis, and lines of investigation

The unit of analysis or abject of study of this final evaluation throughout the project is
understood as a set of components, outcomes, outputs, activities, and inputs that were reflected
in the project document and in the corresponding changes made during its implementation to
the date on which the final evaluation is performed, including the field visit.

Following is a table illustrating the relation between the dimensions of analysis in the evaluation
and the evaluation criteria:

Variablesi/Criteria/Types of analysis

Varlables for analysls  Evaluation critarla Types of Analysis
Ceslgn variablas Relevance a) Analysis of Improvement Processes and
Participation exchange generation capacity (Historical
Consislency Analysis Project).
Comprehensiveness
Process varlables Efficiency b} Analysis of Consistency:
Internal and external ownership v Conslstency of ihe Logical
Infarmation  management  and Framewark of the Project
communicalion » Application of the theory of
Adaptive Management change. Alignment,
Qutcome variables Effectiveness complementarity, and synergies
Quality = Analysis management.
Progress lowards Project effacts coordination, management and
Achieved impact financing, institutional arganization
Expected impact and management quality,
Knowledge Management dispositionfprovision of inputs
Sustainability » Management of tinanclat
Capacily Bullding resources
Community Capacity Building » Efficient wuse of the meda
Lessons and Recommendalions information management  and
drafting
« Conlribution and implication of
pariners

c) Anslysis of consistency between the
Project Document and Project documented
resulls. SMART hiring criteria, global impact
of the project, conlribution to the overall
objective of the program, Global
Environmental Beneflis dissemination and
replication

d} Economic feasibllity, ownership

Political support. inslilulional capacity,
technical issues ({technological,
environmenial sustainability).

d) Content Analysis

&) Field Invastigation

fy Performance appraisal

g) Comprehensive Analysis
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The methodology developed enabled supporting the evaluation records with case studies and
findings in the field. Field visits and interviews with key players were a reference for (i) crossing
the information among the stakeholders in the territories; (i) complementing the documentary
information and secondary sources on the project; {iii) identifying lines of action or places where
the project properly operates and sets relating strengths and good practices; (iv) identifying
difficulties in operation te identify bottlenecks.

Matrix for Evaluation Criterla

A matrix for evaluation criteria was prepared, which allowed collecting data and systematizing
the required information. This matrix cutlines evaluation criteria, questions that guide the search
for information, indicators to be observed, sources of verification and gathering of information,
and methodology for getting it.

Separately, the criteria of relevance, effectiveness, efficiency, impact results, and sustainability
are detailed.

The details of the matrix are attached in Annex 3.1.
Methodology for analysis and gathering of information

Methodologies and information analysis and gathering criteria used on the Project and its
components were:

a) Analysis of Improvement Processes and exchange generation capacity (Histarical Analysis
Project).

By tracking using a timeline, it was intended to understand the sequence of events for the
Project implementation in order to understand its performance and the way in which
management was performed. Special emphasis was placed on analyzing the evolution of the
project and of the actors against the recommendations of the Mid-term Review to see the
degree of ownership and integration of the proposed changes, criticism, and suggestions for
improvement of management by the different stakehclders, especially SINAC. The measures
taken to adapt the design of the project were evaluated to make them mare relevant, and the
exit or transfer strategy was analyzed integrally from its originat design within SINAC, watching
the interaction of the actors outside SINAC that are a constitutive part of the system.

Finally, through this instrument, information was obtained that allowed analyzing the level of
alignment of national policies and priorities with the needs of the primary beneficiary (SINAC),
from its preparaticn to date.

b) Consistency Analysis of the Project.

Revision of the Consistency of the Logical Framework of the Project, from the main statements
of the project in terms of its objectives, outcomes, outputs, and proposed activities. Evaluation
was conducted to determine if the original design presented problems in its preparation, had
monitoring indicators, assumptions, baselines, goals, efc.,

A review of the application of theory of change was made. We aimed to observe the alignment,

complementarity, and synergies that tracked the analysis in the mid-term review so as to
understand the entire process until the end of the project and its potential subsequent evolution,
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As an essential part of the work, 2 comprehensive analysis of the project management was
caried out fo achieve the proposed objectives: coordination, management, and financing,
institutional organization and management quality, disposition/provision of inputs. Special
attention was given to the management and disposition of financial resources {efficiency,
probity, leverage, availability) and to the efficient use of the media and the relation with a variety
of external actors.

¢) Analysis of consistency between the Project Document and Project documented results.

Review and systematization of the Annual Operative Plans, Annuai Audit Reports, Annual
Progress Reports. Products generated by each one of the components and all secondary
information were conducted. This was done to contrast with the logical framework of the
Original Project in order to detect achievernents, effects, and all kinds of expected and
unexpected results thereof, based on "SMART" criteria.

d) Content Analysis.

Content Analysis helped find configurations and relationships in reports and texts, bringing in
interpretations and establishing a coherent conceptual framework that later allowed to make
judgments about the Project in terms of achievement of outputs and outcomes in relation to the
objectives under the context of what happened in the Project and its initial design.
Achievements, sustainabliity and lessons leamned were the focus of attention of this analysis
that takes into account Consistency Analysis and Historical Investigatian.

Information on networks and environmental changes as a result of the Project and on changes
independently from the Project was gathered to observe the coniribution of the Project to
environmenta! improvements that allow, or not, progress in ensuring the conservation of
biodiversity in the country.

e) Field investigation

The investigation for evaluation directly collected the views of over 100 key stakeholders
through various qualitative and quantitative techniques that aliowed us to know their views on
the progress, development, and advance towards the expected impact. Direct field visits to San
Jose and Conservation Areas were organized: ACTo ACOSA, ACT, and ACCVC, and ACLA-P
and ACLA-C {Indigenous Agenda), for collecting information and to hold meetings, interviews,
teleconferences with Non-Resident Agencies, etc., with everyane involved in the Project.

f) Peformance appraisal

The Project performance appraisal was conducted under the "Guidelines for Assessing GEF
Projects” by using ratings: Highly Satisfactory; Satisfactory; Moderately Satisfactory, Moderately
Unsatisfactory; Unsatisfactory, and Highly unsatisfactory

g) Comprehensive analysis.

The final integration of all the analyses and the results of field visils allowed us to deliver a
consideration of the 5 criteria expected in the evaluation reporis of the Projects of the Global
Envirenment Facility, GEF {relevance, effectiveness, efficiency, results, and sustainability) and
also of the expected long-term impacts, the catalyst role, and probability of replication of the
Project, co-financing and incremental cosis, monitoring and evalyation systems, all
management considerations discussed by the historical investigation of the Project on
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participation of stakeholders, financial planning, and execution and implementation thereof, and,
finally, lessons leamed, identifying organizational strengths and weaknesses of the Project
based on the achievement of goals, providing alternatives, and identifying improvement
alternatives during the execution time remaining for the Praject, in terms of roles, organizational
structure (organization, functions-rales), management of financial resources, granting, strategic
products, performance indicators, process implementation, anc others considar relevant.

Difflculties and constralnts encoutitered

Once the consultancy started, the timing of the field visits and interviews had to be modified
since there would not be the necessary information for the finat evaluation or for the appropriate
canditions for interviews:

a) There were 14 on-going consultancies in the process that ended between the end of
November and December. Several of them addressed relevant preducts of the whole Project,
atfecting productsfoutcomes 1, 3, 4, and especially outcome 5.

b) All the Project information was not immediately available to be systematized.

c) Problems of availability of some relevant people to be interviewed due to a tip to a
conference in Australia, holidays, and others.

d) The proximity of the holidays and year-end did not allow conducting field visits or finding
relevant stakeholders to be interviewed.

The definition of the Evaluation Consuitancy hired fn October to be held from October 27 to
December 22 was not correct and did not meet any reasonable standard given the background.
Date modification was discussed with UNDP, and there was consensus to postpone the mission
in the field and divide it in two days to be held in the first two weeks of December anrd during the
first days of January for ancther two weaks.

For field missions there was support from the Project coordination after a serious negotfation as
the Coordinater did not understand how part of his job consisted in searching for contacts and
confirning meetings,

A high percentage of mission meetings were held in December and January according to the
needs of the Evaluation. It is important to note that there was success with interviews required
far a good performance of the evaluation.

It is necessary to peint cut the impertance of involving the Project coordinator on the sucgess of
the Evaluation and of the field mission. It seems that at first there was no clarity from the
coordinator. This is reflected in a rather hasty contract of this work and in that he hoped that the
evaluators would independently undertake appointments and arrangements thereof. Given the
limite¢ time available in accordance with the TOR, the need far legistics support to make and
confirm the necessary interviews and address changes in the calendar is very important and
cannot be limited to a mere post or follow up via e-mail. The contrast between the programming,
planning, and logistica! suppert to the mid-term evaluation conducted by the same evaluation
team for this program is notable compared to what happened in this final evalvation mission.
During the mid-term evaluation, visits were programmed before the start of the mission, and
during that time, all logistical problems were solved very well and all relevant people were
interviewed without any problem. In this mission, we could finally solve evarything successfully,
but not withaut insecurities and miner problems that could have caused serious problems to the
evaluation work had it not been for the good disposition of staff at SINAC central, especialty in
the areas of conservation, and for the coordinator of the project, who in a slightly belated timing,
began ta rmanage contacts directly,
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Schedule of Activities

Sustainability of the Pritected Areas System of Costa Rica™

The following Schedule of Activities reflects the evaluation:

Weoks

Year 2015

Year 2014

Actlvitles

PREFARATION FOR FIELD WORK

27 |03 |10 (57 |27 |O1
el favNov |NowvDec|Dac(Dac|Dac|Cacltan|Jan) Jan|Jan[Feb|FalyFabFeb

-

Virlual Teleconference wilh the Regional Tachnical Advigor |

of UNDP-GEF and the Official Epwvironmant and Risk
Management Program of UNDP-Costa Rica

hy

WArlual Teleconference wilh the MNations! Project Coordinalar
and SINAC Team

[~}

Test of avaiable cocumenis for Ihe Program and situation of |

Ihe Couniry: Receplion and Ravision of tha Project
infurmatian (PIRs, TPR Reparts, Couniry Evaluation, olhers

reports, elc )

£

Oetailed preparation of the Mission (Detailad Work Plan)

o

QUTCOME 1
Start-up Repert {Work Plan, iools to be used, work guidance,

luned-up schedule)

o

Systematization of 1he Seconda[x Jnformation of the Project

MISSION ON THE FIELD

-

Misslor 1. On the field in San Josa and Project Site
(Meetings. interviews wvisit tolhe ACCVC. atc )

Mission 2: On Ihe field In San José and Projact Sita
(Meelings, Interviews, wisil to the ACT, ACG, ACOPAC,
ACOSA, ACLA-C. ACTo, and ACLA-P, elc.)

o |

Sy ization of the inf: ian collacted on the feld

10

PRESENTATION OF FINDINGS TO STAKEHOLDERS

Presentalion of findings and cbservations to Projact
slakeholders

'

REPORTS

OUTCOME 2
Delivary of Dreft Repart

Rewsign of the evaluaten of Lhe project report by UNDP
counlerparls. Govemmeant agencies. SINAC, and GEF,

Inclugion of comments by Lhe Evaluating Team
FINAL REPORT o

QUTCOME 3
Dalivery of Final Evalughon Repart
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Annex 5: Interviews and Agencies Consulted

Field mission | Assessmant of "Removing Barrlers" Program of SINAC: December 2014

Day Canton | Head office/ Interviewea Main topics dealt in the
location interview
12-01-2014 SINAC « Charles Dixon « Ganeral review of the
state of the art of the
project
s Programming of mission
December
12-01-2014 UNDP » Kifah Sasa s General review of the
« Charles Dixon state of the art of the
project
« Projections, expected
impact
12-01-2014 SINAC « Rodrigo e |nvestmentin IT
systems, HW y SW
« [T sernvices
« Information technology
support.
« |pformation technologies
plan 2014 - 2019
12-01-2014 SINAC = Guiselle Mendez + Relaticnship IDB-
Tourism and "Removing
Barriers" Project
s+ Conterpart resources
+ Projections
12-02-2014 SINAC + Femando Bricefic | « SINAC Training
12-02-2014 SINAC » Zaida Trejos = SINAC Planning
12-02-2014 SINAC » Kathia Gonzélez « Follow up and
monitoring Project
12-02-2014 SINAC s Alvaro Soto » Marketing and
Communication SINAC
12-02-2014 SINAC + Gustavo Induni « Research on Protected
Wildlands - SINAC
12-03-2014 SINAC + Leonardo Nufiez » General review of the
Montaner. Director project
SINAC » Projections of project
activities and impact for
SINAC
12-03-2014 SINAC » Laura Arguedas = Characterization of non-
Consultant UTUR essential services
12-03-2014 SINAC « Leshia Sebilla e |nternational
Cooperation
12-03-2014 SINAC + Alexis « Watarshed
+ Water Canon
12-03-2014 SINAC » Anabelle Montoya | Strengthening Local
Consultant Councils
12-03-2014 SINAC » Mirfiam Miranda + |IDB Cadaster Project
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Day Canton | Head office / Interviewee Main topics dealt in the
location interview
12-03-2014 SINAC » Sandra Jiménez » Institutional coordination
Project
» Financial strengthening
SINAC
12-04-2014 SINAC » Mario Coto s Biclogical cormidor
» Indigenous Agenda
« SIG
12-04-2014 SINAC » Vera Violeta * Indigenous Agenda
12-04-2014 FUNDECOR = Felipe Carazo » Non-essential services
Director
FUNDECOR
12-04-2014 SINAC « Carlos Dominguez | » Fees Project
« Financial strategy
12-04-2014 SINAC e Charles Dixon « Coordination of project
» Qutcome
« Management analysis
12-04-2014 SINAC » Milena Obando « Administration and
finance of project
12-04-2014 SINAC » Rosny Barquerg » Consultancy on Map of
Processes
12-05-2014 SINAC + Maria Gomez + Legal tapics
* Processes
« Biodiversity Act
» DB Cadaster
» Hammonization of legal
framework
12-05-2014 SINAC « Damian Martinez | » Barreritas Project
12-05-2014 IUCN « José Courrau » Contracted services to
Alberto Salas IUCN
+ Re-classification
= Legislative propesals
12-05-2014 SINAG « Patricia Gonzéalez | = International cooperation
12-05-2014 SINAC a Gindy Sanchez + Sofiware and operation
of international
cpoperation
12-08-2014 ACCVC + Migue! Rodriguez | » Presentation of products
» Rafael Rodriguez done by ACCVC
+ Gladis de Mario
» Manuel Antonio
« Mauricio
e Aurelia Viques
s Qlga Duran
12-08-2014 ACCVC » Rafael Gutiarrez » integral assessment of
project during
management as director
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Day Canton | Head offica / Interviewee Main topics dealt in the
location interview
of SINAC
o Specific products of
project in ACCVC
12-08-2014 Asada Sabanilla | « Hilder Calvo » Community projects
Bolafios o Trip for sharing
« Natalia Soto experiences with other
. Asadas
12-09-2014 Asada Paso s Glendy Gomez « Water Supply Project
Ancho and s Karen Esquivel with school
Boquerdn « Francini Vargas
+ Beatriz Molina
12-09-2014 Schoal - = Water Supply Project
with School
12-09-2014 « Ana Maria « Asopciacién Guias
Ramlrez Turrialba
a |sabel Araya s Asociacign Ecoldgica La
Pastora
12-08-2014 « |sabel Corrales » Asociacign Guias Ususé
« Vanessa Zamora e Simirifiac Indigencus
» Rodolfo Tenorio Project
12-10-2014 s Qlga .
12-10-2014 Asada San . » Community Projects
Bernardino
12.10-2014 s JuanVega s Asociacion Productores
Gutierrez para el Desarrollo de
» Efrain Vasquez Cacho Negro
s Rafae! Araya » Rural tourism
12-11-2014 » Kifah Sasa » Vision of UNDP ang
implementation
12-11-2014 » Jenny Ash » Wildlife Protected Areas
12-12-2014 ACTVC . « Presentation of results

and small projects
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Field Misston Il Assessment of "Removing Barrlers" Program of SINAC: January 2015

Day

Canton

Head Office f
Location

Interviewees

Main topics dealt
in the [nterview

01-07-2015

Hojancha

Regional office
of SINAC-ACT

Nelson Espinoza,
Administrator at
Camaronal Wildlife
Refuge

Laura Arguedas,
Consultant of Non-
essential services
Minor Diaz, Barra Honda
National Park

Ademar Rosales, Baulas
National Marine Refuge
Laura Anderson R.,
Programa Marino ACT
Jorge Vasquez,
FUNDECODES

Rotney Piedra, Barra
Honda National Park
Erick Calderén, Tandem
Consultant

Andrés Montero,
Tandem Consultant
Alvin Soto, Tandem
Consultant

Emél Rodriguez, ACT-
"Removing Barriers”
ligigon

Gerardo Barboza,
volunteer consultant

e Non-essential
services
» Volunteer work

01-08-2015

Nicoya

Bamra Honda
Mational Park
(PNBH)

Dorian Méndez G.
Administrator at Barra
Honda National Park
{(PNBH)

Qscar Cubillo, volunteer
wark coordinator, PNBH
Norman Mayorga,
President Asociacion de
Guias PNBH. Forest
Firefighters PNBH.
Laura Arguedas,
Consultant Non-essential
services

Jorge Vasguez,
FUNDECODES
Gerardo Barboza,
consultant of voluntary
work

« Non-essential
senvices
s Volunteer work

01-08-2015

Liberia

Curubandé

Enith Rodriguez Arrieta.
Prasident of Asociacion

» Non-gssential
services
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Day

Canton

Head Office /
Location

Intarviewesas

Main topics dealt
In the Interview

de Desarrollc de
Curubandé

Esteban Matarrita
Alvarado, Asociacion de
Desarrollo de
Curubandé, administrater
of locat Motel Hacienda
Guachipelin

José Aguilar, Tourism
Conservation Area of
Guanacaste {(GCA)

01-08-2015

Rincon de fa
Vieja National
Park (PNRV)

Reonald Gutiérmez
Villegas, Park Ranger
PNRY

Cristian Zafiga
Gutiérrez, Park Ranger
PNRY

José Aguilar, Tourism
Guanacaste
Conservation Area
(ACG)

Non-essential
services

01-D8-2015

Santa Rosa
National Park
{PNSR)

Juan Carlps Carrillo
Espinoza, Tourism
Coordinator GCA
José Aguilar, Tourism
Guanacaste
Conservation Area
{ACG)

Nen-essential
SEervices

01-08-2015

La Cruz

LaCruz

Juanita Mocra Leat,
secretary of CORAC at
GCA

José Aguilar, Tourism
Guanacaste
Conservation Area
{ACG)

MNaon-essential
services

01-08-2015

Garabito

Carara
National Park
{PNC)

Gabriel Rodriguez,
Carara National Park
{PNC), Park Ranger
RNVSPH

Non-gsseantial
sefvices

01-10-2015

Parrita

Refugio
Nacional Vida
Silvestre Playa
Hermosa
(RNVSPH)

José Bonilla, Park
Ranger RNVSPH
Marco Vinicio Garvg,
Park Ranger RNVSFH

Non-essential
services

01-11-2015

Aguirre

Manuel
Antonio
National Park
(PNMA)

Alvaro Romero, IDB
project liaison

Yareth Daniel Ledezma
Gomez, Barreritas
Project

Non-essential
services
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Day Canton Head Office / [nterviewees Main topics dealt
Location in the interview
01/12/2015 | Osa Ballena Carlos Rodriguez, PN » Pilot processes
National Piedras Blancas and COLAC.
Marine Park Refugio Nacional Golfito | » Training
Cristian Masis S. » Studies: Soil use
Humedal Térraba Sierpe regulation,
Evelyn Aguilar M. Legal boundaries
Department ACOSA PNMB, Eco-
Joel Gracia M., Planning regional Plan
ACOSA, Golfito ACOSA,
Juan Luis Sanchez V., » ACOSA
Ballena National Marine
Park
Olger Mendez, Ballena
National Marine Park
01/12/2015 | Perez Regional Ronald Chan, Director « "Removing
Zeledén Office of ACLA-P Barriers" Project
Conservation o [ndigenous
Area La Agenda
Amistad » Pilot projects in
Pacifico indigenous
{ACLA-P) teritory
Cabagra, Salitre,
and Ljarras.
01/12/2015 | Buengs Subregional Graven Villegas, link = Indigenous
Aires Office of indigenous topic ACLA-P Agenda,
Bueros Aires Frank Gonzélez, « Pilot projects in
(SINAC) Communication Agenda indigenous
indigenous topic ACLA-P temitory
Cabagra, Salitre,
and Ujarras.
01/13/2015 | Buenos Territoric Delfin Figueroa Mayorga, | « Indigenous
Aires Cabagra President Asociacién de Agenda
Desarrolio Integrat « Demonstration
Cabagra projects

Charles Morales, Fire
Brigade, security guard
ADI Cabagra

Hernando Delgado, Fire
Brigade, security guard
ADI Cabagra

Mayela Obandag,
assistant ADI Cabagra
René Delgado, Elders
Council, Cabagra

Denis Granado Mayorga,
Fire Brigade, security
guard ABI Cabagra
Berley Granado
Mayeorga, Fire Brigade,
security guard ADI
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Day Canton Head Office f Interviewees Main topics dealt
Location In the Interview
Cabagra
Graven Villegas,
indigenous topic ACLA-P
liaison
Frank Gonzalez,
Communication Agenda
indigenous topic ACLA-P
01/14/2015 | Guapiles Regional Laura Rivera, Director COLAC,
Cffice of ACTO Systemnatization
Conservation Laura Segura,
Area Responsible for
Tartuguero- Participation
ACTO
01/15/2015 | Talamanca | Municipality of Melvin Cordera Cordero, Indigencus
Talamanca Municipal Major Agenda
O/man Morales, Director COLAC
La Amistad Naticnal Park Productive
(LANP) projects
01/15/2015 | Talamanca | Asociacién de Eugenio Lek Quires, Indigenous
Desarrollo member of the Board of Agenda
Integral del ADITIBRI. Forestry COLAC
Tetritario Division. Productive
Indigena Bribl Olman Morales, Director projects, Guides
de Talamanca La Amistad National Park | project
ADITIBRI (LANP)
Bladimir Morales, cabinet
maker ADITIBRI
Waldino Gabb Vargas,

cabinet maker ADITIBRI
Jenny Humphreyys
Barboza, craftswoman
ADITIBRI

Isidro Paéz Hemandez,
cabinet maker ADITIBRI
Arsenio Almengor,
builder ADITIBRI

Bahid Segura, Head of
workshop ADITIERI
Emmanuel Molina Diaz,
cabinet maker ADITIBRI
Manuel Nufiez Blanco,
workshop ADITIBRI
Bernarda Morales Marin,
member of the Board of
ADITIBRI. Crafts and
tourism area

Demetrip Mayorga,
treasurer of ADITIBRE
Isidro Hernandez,
cabinet maker ADITIBRI
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Day Canton Head Office / Interviewees Main topics dealt
Location in the interview
01/15/2015 | Talamanca | Asociacidn de Olman Morales , Director { « Indigenous
desarrollo La Amistad Nationa! Park Agenda
integral del (LANP) s COLAC
territorio Candida Salazar * Productive
indigena Buitrago, member Board projects,
Cabecar of Directors ADITICA » QGuides praject
ADITICA Yolanda Vasquez, Vice
President of ADITICA
01M16/2015 SINAC Charles Dixon » Review of
Mission January
and last
information
requirements
D2/02/2015 MINAE Rubén Mufioz Robles, o Review of history
{Telephone Director of International of project
conference) Cooperation, MINAE v Analysis of
products
achieved

» Role of focal
point of GEF and
project
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Annax 6: Consulted Documents and Blbliography

1.

Catastro y Registro Nacional. Informe Final del Compenente 2, Programa de
regularizacion del catastro y registro contrato de préstamo BID 1284/0C-.CR fondos
SINAC. Componente 2. Regularizacidn de los dereches relacionados con 1a propiedad
inmueble en 4reas bajo regimenes especiales (ABRE). Costa Rica: Catastro y Registro
Nacional, 2013.

Action Plan of the Strategic Plan SINAC 2013-2018

SINAC. Tool for the Evaluation of the Effectiveness in the Management of Wild Areas of
Costa Rica. “Removing Barriers to Sustainability of the Protected Areas System in Costa
Rica” Project. Costa Rica: National Conservation Areas System, 2014.

SINAC. Final Consultancy Report. “Actualizacion de los montos percibidos por servicios
establecidas por la Ley de Conservacidn de la Vida Silvestre 7317". “Removing Barriers
to Sustainability of the Protected Areas System in Costa Rica™ Project. Costa Rica:
National Conservation Areas System. San Jose-Costa Rica, 2013.

SINAC. Final Consultancy Report. “Andlisis, disefio y normalizacion de los procesos y
subprocesos institucionales asi como los procedimientos prioritarios que ejecuta el
SINAC con base en sus competencias, de manera que contribuyan a aportar la
informacion sustantiva que alimente el sistema de informacion gerencial del SINAC™.
“‘Removing Barriers to Sustainability of the Protected Areas System in Costa Rica”
Costa Rica: National Conservation Areas System, San Jose-Costa. Rica, 2010.

SINAC. Final Consultancy Report. “Disefar, implementar y gestionar una metedoloegia
gue instrumentalice un sistema de monitoreo y evaluacién para medir el grado de
implementacion y fa efectividad de las “Politicas para las ASP del SINAC de Costa
Rica— 2011 y otras pollticas del SINAC". ‘Removing Barriers to Sustainability of the
Protacted Areas System in Costa Rica”. Costa Rica: National Conservation Areas
System, San Jose-Costa. Rica, 2014.

SINAC. Final Consultancy Repert. “Ejecucidn de diferentes actividades de capacitacién
para los miembros de los Consejos Colegiados de! SINAC; Consejo Nacional (CONAC),
Consejos Regionales (CORACSs) y Consejos Locales {COLACs) del SINAC, en materia
legal y técnica necesarias para gue cuenten con el conogimiento y herramigntas
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Annex 7: Technical Annexes

1. Policies for Wildlife Protected Areas (WPA) of the National Protected Areas System of Costa

Rica*":

FOLICY 1. Ecological representativity: The National Protected Areas System should
have representative samples of each relevant natural ecosystem that has presence
in the country's continental, insular, and marine territory, as well as guaranteeing
connectivity that allows maintaining and recovering ecosystems integrality.

POLICY 2. Public participation: Management of Wild Protected Areas {(WPA) will
incorporate instruments and public participation mechanisms which allow applying
different governance models for Wild Protected Areas management. Additionally, it
will promote in the population the capacity to influence in decision making and pubtic
policies and their incorporation as active subjects for conservation and biodiversity
protection.

POLICY 3. Sustainable tourism: Tourism management in Wild Protected Areas
should be developed under a sustainability framework, integrated with its influence
area and arliculated with policies, plans, and natioral conservation and tourism
programs.

FOLICY 4. State’s Natural Heritage {SNH) in WPA. Consolidate the property and feel
dominance over those teritories that are part of the State’s natural heritage,
according to their management category.

POLICY 5. Management, control, and protection of WPA: Establish a management
system for WPA supported by management scientific criteria, emphasizing on
damage prevention and effective and efficient control systems that guarantee
conservation of biodiversity.

POLICY 6. Knowledge management: Managernent of WPA is supported by a solid
basis of scientific, technical, and traditional knowledge that allows a continucus
improvement and higher efficiency and effectiveness levels in biodiversity
conservation.

POLICY 7. Territorial and spatial marine planning: Territorial planning at national and
regional levels and in local regufatory plans should include criteria and environmental
indicators that take into account connectivity and conservation elements of WPA,
POLICY 8. Response against global and local threats: Climatic change should be a
cross cutting axis in all in sifu conservation actions, taking into account especially the
role that WPA play in mitigation and adaptation to climatic change in order to
improve management, and in that way reduce vulnerability.

POLICY 9. Institutional capacity: The continuous growth of institutional capacity will
direct all technical, administrative, and directive processes that guide WPA
management and will be supported by pemmanent training processes and
improvement processes of WPA staff conditions.

2. Expense Report and Project Implementation Report Years 2009-2015. Excel Database.
PMU Project January 2015.

4 SINAC, Politicas para las Areas Silvestres Prolagidas (ASP) del Sistema Nacional de Areas de Conservaciin-
SINAC 2011-2015. Costa Rica: Sisterna Nacional de Areas de Conservacien. San José-Costa. Rica, 2014, 44 pp.
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Annex 8: Description of new categories proposed for PAS of SINAC

Category

Primary Objective

Ssecondary Objective

Category A
{Biclogica! Reserve)

To preserve natural ecosystems and
their services. They are sites that
have suffered a slight or no
alteration caused by human
activities in which natural processes
have been respected. Aclive
management is not allowed. These
sites can be used for scientific
research and monitoring.

Public use is not allowed but if it
occurs, it should be restricted to
demarcated short paths, in small
areas. (<1%).

Category B To preserve natural ecosystems and | It could be compatible with some
NATIONAL PARK | their services. They are sites that | types of resource traditional use
{Naticnal Park, have suffered a slight or ne | when they de not mean an impact
Wetlands) alteration caused by human | 5 ecosystem,

activities in which natural processes

have been respected. Active

management is not allowed. Due to

their ecological representativity they

contribute to the national

conservation goals. These sites can

be used for research, tourism and

environmental education.
Category C To preserve any natural element| - Mature
NATURAL {species or habitat) or any specific | - Preserve cultural elements
MONUMENT geomorphologic element and any | -

{Natural Monument)

associated biodiversity.

Support to socio-economic
development activities of local

populations.
Category D To maintain, preserve and restore | - Nature
HABITAT AND species and specific habitats. The | - Support to socio-economic
SPECIES site could require the intervention of develcpment activities of local
MANAGEMENT indirect pericdic active managemant. populations.
AREA i

- Suppert to public use.

g:ggsc‘t:gegg:g?. - Restoration and recovery

Farest Reserve,
Marine Reserves)

actions could be developed.

Categary E
SUSTAINABLE
RESOURCE USE
AREA

{NWR, Wetland,
Forest Reserve,
Marine
Management Area)

Preserve ecosystems and services
that cover most of the site {2/3) and
use biodiversity in a sustainable
way.

This category allows the
practice of productive and
extractive activities but not
compatible ones.

Restoration and recovery
actions could be developed.

Source: Taken from: SIN.

,C. Final Consultancy Report “Establecer un S

isterna Naclonal de Categorizacion de las

Areas Silvestres Prolegldas de Costa Rica”. Costa Rica: Sistama Nacional de Areas de Conservacién. San Jose-

Cosla. Rica, 2014,
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Annex 9: Resuits of Project Implementation in ACCVC

Name of the project

Actions and goals achieved

Revivai of La
Montafiita spring
water with
participation of the
community at
Sabanilla de Alajuela.
Asociacién
Administradora
Acueducto de
Sabanilla de Alajuela

By means of training and accompaniment from SINAC, the
establishmant of the perimetrai network, equipment (Laptop, projecter,
screen), 2 Jocal forums on water management and natural resources
pratection and exchange of other ASADAS (25 people) and talks held at
schaols; achievements were: 1) protection of spring water where the
water intake is located for the Sabanillas Community; 2) community
awareness about water management; 3) strengthening of organization
capacities in water management, 4) production of audiovisual aids
(video, leaflet, brochure) and educational material with the participation
of SINAC, GEF, and UNDP; 5) rapprochement of SINAC with
communities; 6) creation of a group of young people; 7) involvement of
communities of upland areas and coordination with other ASADAS of
the zone; 8) inclusion of follow up and maintenance of project actions in
work plans of the association; 9) and reiationship between
ACCVCISINAC which faveors future accompaniment.

Strengthening of
management
initiatives for the
management of the
sub-basins of Birris
and Paez Rivers in
zones of influence to
the area of aquifer
recharge at lrazu
Volcano National
Park

ASADA Paso Ancho — Boquerdn, by the establishment of a rain water
capture system: equipment (laptop and projector), training and
accompaniment from SINAC; achievements were: 1) saving and
provisicn of water at educational centers; 2) strengthening of ASADA on
water management coming from agueduct to meet the demand for
drinking water; 3) involvement of the community in the project ; 4)
strengthening of senior citizen group (Espiga de Oro); and 3)
strengthening of links with SINAC.

The plan is to extend the project to the development of a forest tree
nursery. The plans include the creation of an enviranmental education
center. The possibility of the creation of the union between ASADAS at
a local level is being considered.

They wish to extend to other actions like the incorporation of a tree
component in the production system of the zone.

Strengthening of
operative capacities
of the Ascciacion
TURI-ARVA and
GIRS
Interinstituticnal
Commission to
promote rural tourism
and sustainable

The association’s capacities were strengthened through training and
accompaniment from SINAC, with equipment, image legalization and
marketing workshops, allowing the creation of educational material,
talks held in & educational centers of the zone, celebration of the day of
the environment, campaign on waste management, a field trip of
students frorn CINDEA Santa Cruz — Turrialba to Poas Volcano
National Park.

development at

Santa Cruz de

Turrialba.

Strengthening of By means of training and accompaniment from SINAC, the equipment,
capacities of a workshop on entrepreneurship, made possible the organization of

Asociacidn Ecoldgica
La Pastora to
generate alternatives
oriented to salid
waste management
and production of

days for garbage collection, educational activities at schools, crafts
made of waste by senior citizens, chats at schools, fire prevention,
delivery of educational materia! and containers to separate waste
accarding to their type placed in shops of the Iocation. Results were: 1)
inclusion of senior citizens and wemen in the project; 2) incorporation of
the community in management ang collection (in public spaces, roads
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Name of the project Actions and goals achleved

crafis made from
waste at the
community of La
Pastora, Turrialba

and creeks) and use of waste; 3) community paicipation in waste
separation and waste collection; 4) incipient development of a
productive activity for housewives, and ) the idea of creating a center
for waste collection.

Implementation of 2
zoo-nurseries for
tepezcuintles (agouti
paca) atthe
indigenous
community of
SimiriAak at
Turrialba,

By means of {raining and accompaniment from SINAC, and resource
endowment, the construction of 2 zoo-nurseries was accomplished, and
the acquisition of 3 pairs of tepezcuintles for reproduction. By the
implementation of zeo-nurseries the following was accomplished: 1)
Development of cognitive and methodologica! capacities in the
reproduction ex-sifu of endangered species. 2) Organization capacities
that allowed the projection of other actions of imperiance for the
community {roads, crafters}, entrepreneurship, leadership, self-esteem,
seeds management, best agricultural practices, biodiversity, wildlife,
envircnmental legislation and environmental education. Another
accemplishment was the production of educational material in Spanish
and Cabecar, brechures and posters.

Experience with SINAC about a work methodology with indigenous
groups. Interinstitutional intervention and support network to the
community.

Sustainability. There are currently some own resources and there is an
engaing search for funds for future projects. The plan is to improve
roads, stands for seliing food, and crafts shops by means of the
atractiveness of the zoe-nursery and visitation. The action could be
replicated in other sectors of the community and other indigenous
territories.

Strenghtening of
Asociacién U-SURE
by means of training
and equipment to
benefit the
community and the
Guayabo National
Monument together
with local and
regional actors.

Through training, leadership, administrative and project management
actions, service defivery to tourists, monument protection, relatienship
with media and accompaniment from SINAC, equipment and 2
workshops held with the community; they impraved their arganizational
and technical capacities to improve the offer of tour guide services at
the Guayabo National Monument. They improved their knowledge
about the architectonic value and the monument environment.
Integration of crafters of SIMIRINAC. As a consequence, visitors
receive quality services on the interpretation of the Monument,
Facilitation and support to WPA was also achieved, with guided tours
for visitors. Approaches were improved to deal with tourists and the
support to PA management, which has an increasing importance that
this WPA has only 50% of the staff that it really needs at this momant,
and that visitation has increased in around 20 to 35 visitors per year,
thus it is expected an increase in service demand.

Drinking water supply
at the community of
San Bermardino
Asociacion
Administradora de
Acueducto y
Alcantarillade
Sanitario de San
Bernardine

The ASADA at San Bemardino has & renewed and strengthened
leadership, a recent construction of infrastructure to accommodate
administration and a storeroom; and community support and
institutional recognition. SINAGC keeps up raining and accompaniment
by furnishing of equipment, material production for twe workshops,
educational material, activities to share experiences with other ASADAs
(Liga de ASADAs Balsar), as well as the Pure Water for Ali Festival.
The project accomplished: promation of the extention of the aqueduct's
supply capacity to benefit the community, through the development of
new infrastructure and improvement {water uptake, collection tank,
pipes); support efforts of the new administration on water management;
strengthening of the relationship between SINAC and ASADA as an ally
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Name of the project

Actions and goals achieved

to strengthen management of the forest reserve of the Central Velcanic
Mountain Range and Braulie Carrillo National Park; they keep the
commitment of giving continuity to the environmental education preject.

Asociacién de
Productiores de
Cacho Negro.

The place features forest of great tourism potential. Complementary
projects are designed to strengthen the tourism offer that can be funded
with the financial services from public entities.

Through training on rural tourism, equipment (laptops), and the
elaboration of a tourism study (a study of viability for rural fourism in the
communities of Cubujugui Asociacién de Productores Cacho Negro,
Cubujuqui). The association accomplished the following: 1) clarification
and determination of the challenges and of the scope of the project ta
be effective {cost-effective); 2) strengthening of the relationship
between SINAC and the positioning of ASADA as an ally to strengthen
the management of the Forest Reserve of the Central Volcanic
Mountain Range and Braulio Carrille National Park. They were alsc
able to get support from COOPELESCA R.L. and Coope Cubujuqui
R.L.), to fund project acticns and environmental management.

Source: Preparad interally, based on field visits and interviews with key stakeholders.
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Annex 11: Signature of the Consultants’ Code of Conduct Agreement



fo Sustainability of the Protected Areas System of Costa Rica”

Evaluators;

1. Evaluators shall accurately represant their level of skills and knowledge and work only within the limits of
their professional training and abilities in evaluation, declining assignments for which they do not have the
skills and experience to camplete successfully, and so that decisions or measurés taken have good foundation.

2. Evaluators shall clearly communicate to stakeholders the purpose of the evaluation, the criteria applied and
the intended use of findings. Evaluators shall ensure that stakeholders have a say in shaping the evaluation
and shall ensure that all documentation is readily available to and understaod by stakeholders.

3. Evaluators must protect the anenymity and confidentiality of individval informants, Give maximum notice,
minimize time demands and respect the right of people 1o refuse to participate. Evaluators shall respect
people’s right to provide information in confldence and make participants aware of the scope and limits of
confidentiality, while ensuring that sensitive information cannot be traced to its source. It is not expected to
evaluate individuals and must balance an evaluation of g functions with this general principle.

4. Where evaluators find evidence of wrong-deing or unethical conduct, they are obliged to report 1t to the
proper oversight autharity. They must consult with other relevant supervision entlties when there is doubt
about denouncing certaln issues and how.

5, Evalyators shall respect and protect the rights and welfare of human subjects and communities, n
accardance with the UN Universal Declaration of Human Rights and other human conventions. Evaluators
shall respect differences In culture, local customs, religious beliefs and practices, personal interaction, gender
roles, disabllity, age and ethnicity, while using evaluation instruments appropriate to the ctultural setting.
Evaluators shall ensure prospective participants are treated as autonamous agents, free to choose whether to
participate in the evaluacion, while ensuring that the relatively pawerless are represented. Evaluators shall
make themselves aware of and comply with legal codes [whether international or national) governing, far
example, interviewing children and young peaple,

6. Evaluatars are responsible for their performance and their products. They are accountable for the
completion of the agreed evalvation deliverables within the timeframe and budget agreed, while operating in
2 cost effective manner. They are responsible for a clear, accurate and fair presentation, written or oral, of
limitations, rasuits and recommendations of the study.

7. Evaluators shall show honesty and integrity in their own behavior, negotiating honestly the evaluation
costs, tasks, limitations, scope of results likely to be obtained, while accurately presenting thelr procedures,
data and findings and highlighting any limitations or uncertalnties of interpretation within the evaluation.

Agreement to abide by the Code of Conduct for Evaluation in the United Nations System

Consultant Name: __ Herndn Reyes &.
Name af the advlsery organization (where applicable):

| confirm that | have received and understood and will abide by the Code of Canduct for Evaluation of the
United Nations.

Signed In Santiago, Chile, 14 of April, 2015

Signature:
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