[1] The three targeted levels are: (i) Central level; (ii) Regional through emphasis on the 11 Conservation Areas; and (iif) PA site-
level.

168. For details on for what kind of activities the above GEF funds and co-financing from each source
will be used, please see Section II. Part 1: Incremental Cost Analysis.

II -10. Cost effectiveness

169. The Project was designed to overcome key barriers to optimum PA management in a cost-effective
manner. Barrier removal will lead to positive environmental impacts on key ecosystems throughout Costa
Rica. This will be done by enhancing the systemic (policy/regulatory) and institutional mechanisms -
along with the human resources - to work more effectively, which will significantly leverage resources
and reduce duplication. This, in turn, will reduce cost and waste of financial resources. Support for new
strategic action plans and instruments will help re-align and enhance the PA System based on a new eco-
regional approach. Hence, PAs will be demarcated based on sound scientific data and technical criteria,
using a holistic analysis of biodiversity in all the ecosystems/habitat types of the country. The project will
also improve the ability of the PA System to secure sufficient, stable and long-term financial resources
and allocate them in a timely manner. Hence, PAs can be managed more efficiently and cost-effectively
through: (i) Adequate legal and policy frameworks created; (ii) a strengthened financial management
information and tracking system; (iii} new revenue options; and (iv) new budget reporting procedures.

170. The project pilots are also cost-effective in several ways. The pilot sites were selected using several
criteria related to cost-effectiveness, such as co-financing opportunities”. Moreover, the sites were
selected for their biodiversity significance and under-representation in the existing PA system. Hence, the
pilot demonstrations will effectively build capacity, while capturing tangible benefits to biodiversity and
thus further increasing the project contribution to capturing global benefits. In addition, collaborative and
decentralized management among various stakeholders will be tested as a cost-effective strategy to share
responsibilities and costs of PA management, while removing barriers to effective PA management.

171. These barrier removal processes are likely to generate substantial economic and environmental
benefits over time. With regard to procurement of project inputs, standard procedures of the GoCR and
UNDP will be carefully applied to ensure value for money in all cases, as will strict internal and external
audit controls. Cost-effectiveness will be further increased over time as the Project replicates best
practices from successful pilot demonstrations across larger geographic and thematic areas. The Project
will also use cost-effective measures for promotion and sharing of Lessons Learned beyond Costa Rica to
other countries. Hence, GEF will achieve significant national and international impact with limited funds.

II - 11. Linkages with the UNDP Country Programme

172. The Project is fully consistent with the three main strategic lines of action of UNDP Costa Rica's
Country Co-operation Framework (CCF): (i) Human Development and Poverty Alleviation, (ii)
Decentralization and Governance, and (iii) the Environment. While the project will fall within the last
category, it will also contribute substantially to the Decentralization and Governance line, as it focuses on
developing the systemic and institutional capacity for long-term sustainability of conservation by
consolidating Costa Rica’s Protecied Areas System. The project will also promote decentralization
through enhancing SINAC’s institutional capacities to better carry out its legally mandated de-

2 Criteria for sefection were a) Biodiversity significance of the site; b) Value for replication; c) Possibility of successfully
implementing the demonstration within the time frame of the project (support of organized local communities and institutions,
existence of previous field studies and information); d) Potential to generate tangible and intangible benefits for a range of
stakeholders (magnitude and profile of potential beneficiaries); &) Potential for on-site revenue generation, thus ensuring long
term impacts of the demonstrations; f) Threat levels that would allow cost-effective interventions; and g) Co-financing
opportunities (in cash and in kind) for developing the demonstrations.
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concentration process and adapt an eco-regional approach, which will involve integrating the PA System
into Costa Rica’s overall decentralization planning and development framework. Moreover, it will
contribute to UNDP Costa Rica’s focus on integration of the private sector in actions that achieve global
and local environmental benefits.

I1-12. Linkages with Consultation, Coordination between IAs and IAs and ExAs
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179. Project monitoring and evaluation will be conducted in accordance with established UNDP and
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GEF procedures and will be provided by the PMU and the UNDP Country Office (UNDP-CQ) with
support from UNDP-GEF. The logical framework matrix in Section I1, Part II provides M&E indicators
along with their corresponding means of verification. These will form the basis on which the project’s
Monitoring and Evaluation system will be built. Details are provided in the Prodoc Section IV: Part XI.

180. Monitoring will include regular feedback to the Project Steering Committee. Annual Project
Performance Review (PIR/APR) will be completed yearly followed by an annual Tripartite Review
(TPR). Responsibilities for monitoring the specific indicators in the logical framework will be divided
between the PMU and SINAC. Emphasis is placed on harmonizing, to the fullest extent possible, the
project’s M&E activities with routine M&E activities of SINAC. Adaptive management will be an
essential ingredient in PA management plans, as well as in the PA and individual performance evaluation
systems that will be instituted through the project. This will increase the chance of M&E results feeding
into the planning and implementation of actions on the ground. Two independent external evaluations will
be undertaken, one at the mid-term to measure progress being made towards the objective and identify
strengths and weaknesses so as to reinforce aspects working well and to make any necessary corrections.
The final evaluation will assess amongst other issues the achievement of outcomes, sustainability of resuits
and identify lesson learning for other projects. The Management Effectiveness Tracking Tool (METT)
will be conducted for the 25 sample PAs at mid-term and at project end. METT baseline values are
included as a separate annex to the Prodoc.

181. The present Project Document will be the instrument referred to under Article 1 of the Basic
Agreement for Technical Assistance between the Government of the Republic of Costa Rica and the
United Nations Development Program (UNDP), signed by both parties on August 7, 1973, and ratified by
nation law No. 5878. For purposes of the Basic Agreement for Technical Assistance, where the term
“Government Executing Agency” is mentioned, it is understood to mean the host country’s executing
organization as described in said Agreement.

182. Any substantial revision of the Project Document that has significant implications for the contents
of the Project, as well as the use of the allocated resources, will require the approval of the Project
Steering Committee, the signature of the National Project Director, in representation of the Public
Ministry, and the signature of the Executive Director of SINAC, who will accompany the direction and
guidance of the Project, and finally the signature of the UNDP Resident Representative.

183. The following budgetary revisions will require only the approval and signature of the Resident
Representative UNDP:

~ Compulsory annual revisions, reflecting the real expenses of the previous year, duly certified by
the national counterpart, and the reprogramming of unused funds for subsequent years, based on
the delivery of inputs as agreed upon in this Project Document.

- Revisions that do not entail significant changes in the immediate objectives, the project’s activities
or its outputs, but that result from a redistribution of the inputs agreed upon, or are due to increased
expenses caused by inflation.

184, The substantial or budgetary revisions will be prepared by UNDP/PMU, in accordance with the
requirements of the Project itself.

185. Furthermore, in case there are adjustments to the immediate objectives, the outputs or the activities
proposed in the UNDP Project Document, substantial revisions will need to be made in advance, and
must receive the signed approval of both UNDP and the Executing Agency.
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186. In contracts for goods and services granted by UNDP upon request of the National Executing
Agency or by the latter in compliance with this Project Document, the UNDP standards and procedures in
force shall apply in accordance with its Manuals on Programming, Finance and Administration, as well as
in terms of provisions established by mutual agreement between the Director of the Planning and Budget
Office and the UNDP Resident Representative, within the framework of such UNDP standards and
procedures.

187. Unless otherwise expressed in this Project Document, the following standards shall apply:

a)  The Project Coordinator shall have the responsibility of managing the activities set forth in
the Project Document, and shall attain the expected outcomes in conformity with the schedule established.
During the execution the Project Coordinator shall have sufficient power to act on behalf of the National
Executing Agency. To this effect, the Project Coordinator shall apply the UNDP standards and
procedures in force relative to national execution and the subsequent modifications notified to the
Planning and Budget Office.

188. The Project shall be supervised, evaluated and audited in conformity with standards, procedures and
regulations established by UNDP. Such standards are applicable regardless of whether the audit is
conducted by the competent public authorities themselves or by independent auditors hired to that end.
Accountability relative to advanced funds, as well as that relative to the application of funds to be borne
by the Project, will be affected pursuant to modalities established by UNDP.

189. The following types of reviews to the present Project Document may be carried out only with the
signature of the UNDP Resident Representative, given the representative is assured that other signatories
of the Project Document have no objections to the changes proposed:

a) Revision of any of the Annexes to the Project Document or any other additions to them.

b} Revisions that do not imply significant changes to the immediate objectives, outputs or
project activities, which are due to a redistribution of inputs already agreed on or to increased costs.

c) Annual revisions through which a budget for a given year is adjusted to reflect real
expenses incurred and commitments taken vp by the Project during that calendar year and the resources
are transferred to future years to fund already agreed expenses without substantially modifying the total
amount budgeted in the Project.

d) Inclusion of additional annexes and attachments only as set out here in this Project
Document.

SECTION II: STRATEGIC RESULTS FRAMEWORK AND GEF
INCREMENT

Part I.A. Project Background, National and Global Objectives

190. Despite accounting for a mere 0.03% of the world’s total terrestrial surface, Costa Rica harbours the
equivalent to 4.4% of all globally known biodiversity. Worldwide, Costa Rica ranks among the 20 most
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biologically diverse countries in terms of total number of species, while it is among the top countries
globally in regard to density (no. of species/area). The country also has the largest diversity of known
plant and vertebrate species within the Central American region. Still, Costa Rica faces an apparent
paradox. On the one hand, it has an extraordinary endowment in biodiversity, and has spared no effort to
promote itself as a country which effectively protects a quarter of its territory and as one of the world’s
foremost eco-tourism destination. On the other hand, the Costa Rica state struggles with the pangs of
growth of a national Protected Areas System, which has expanded over the past decades with subsequent
requirements in human and financial resources. Moreover, increasingly, the ecological viability of the
existing network of public protected areas and private reserves hinges on biophysical processes that go
beyond the boundaries of protected areas. Hence, the long-term ecological viability of Costa Rica’s
Protected Areas System (SINAP) will to a large degree depend on its capacity to improve its current
design and geographical configuration.

191. The proposed project will support Costa Rica in overcoming the barriers to consolidating and
strengthening its Protected Areas System administered by the National System of Conservation Areas
(SINAC). The long-term national Geal of the full GEF project is: “Consolidating the Protected Areas
System as a key component of sustainable development in Costa Rica.” The Objective of this project is:
“to overcome the major systemic and institutional barriers to sustainability of the Costa Rican Protected
Area System.” The aim is a System that effectively conserves a representative sample of Costa Rica’s
biodiversity, advance national goals and captures global benefits in a range of ecosystems. This will be
achieved through the below five interrelated Outcomes described in the System Boundary section. On-site
pilot interventions will enable ground-proofing of the reformed legal and policy frameworks, testing and
development of new tools for enhancing PA management effectiveness - including different PA
governance models - while hosting training and awareness raising activities. Given that the long-term
sustainability of the PA System will depend on Costa Rica’s ability to secure sufficient financial
resources to meet the management costs of the PA units, sustainable financing have been addressed as a
cross-cutting component.

Part I.LB. Incremental Cost Assessment

System Boundary

192. The project has a national scope, encompassing the national Protected Areas System (SINAP)
under the auspices of the National Areas of Conservation (SINAC). SINAC is responsible for the
administration of Costa Rica’s natural resources, their sustainable management and conservation. In
response, the country has been divided into 11 Conservation Areas, which combined cover the entire
national territory. Beyond the national scope, the project also focuses on specific thematic areas as
defined by each of the project outcomes. Project system boundaries with respect to each of these outcome
areas are as follows:
¢ Qutcome 1 will address the major systemic barriers to PA sustainability, by reforming and fine-
tuning Costa Rica’s legal and policy framework to provide the enabling environment for the
systemic approach to succeed. This Quicome will help define SINAC’s strategic planning and will
propose a Business Plan for long-term management of Costa Rica’s public held PA system.

» Qutcome 2 proposes a review of SINAC’s structure and function in order to comply with its
strategic objectives set forth in Outcome 1. As a result, SINAC’s institutional PA System
framework will be clarified and its capacity enhanced. The project will also develop institutional
and individual capacities through staff training programs geared to increase management
effectiveness, private sector engagement and community outreach.
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¢ Qutcome 3 centres on the financial barriers, which currently stifle SINAC’s effectiveness. Through
the project, SINAC will aspire to greater financial sustainability, in order to have the means to
effectively run the PA system by providing resources for long-term PA System management needs.

* Qutcome 4 proposes a seties of on-the-ground interventions through PA-level improvements in
demarcation, accessibility and connectivity. It will also develop pilot activities in four different
Conservation Areas of SINAC, in order to test innovative PA management approaches.

* Finally, Outcome 5 will build on these systemic, institutional and financial arrangements, and scale
up and replicate best practices in PA management, through a system-wide sharing of innovation and
the setting of new rules and regulations. These Best Practices will refer to strengthening
consultative bodies for improved participation in PA affairs, the support to alternative livelihoods in
PA buffer zone management, as well as clear rules for the handing out of concessions and other use
permits. It is anticipated that this Outcome will refer back to Outcome 1, as it also addresses
systemic changes through the scaling up of new approaches and PA management figures.

Baseline Scenario

193. Under the baseline scenario, important actions will be taken to address certain aspects of the
deficiencies and barriers facing the PA System. Yet, these will be insufficient to face the structural
changes required for the strengthening and consolidation of a representative, effective, and sustainable PA
System, consistent with Costa Rica’s socio-economic context. A brief description of the main baseline
activities follows, grouped into five thematic areas cross-referenced against project outcomes. Baseline
spending, which is contributing to achieving the five project outcomes is estimated at US$15,779,358 for
the next five years. Amounts contributed by the main institutions through the different activities described
below are presented in Table 6 Incremental Cost Analysis.

194. Legal, regulatory, conceptual and methodological elements required for the effective
management and sustainability of the PAS, enabling the conséraction of a legal and policy
framework. Existing and planned investments in related baseline activities for the period of 2004-2010
has been estimated to US$2,302,198. Institutional actions have focused on strengthening SINAC’s
planning. Notably, SINAC is developing its institutional programming in harmony with the National
Development Plan 2006 — 2010 to ensure that its annual work plan is coherent with and is part of the
national plan. This has been accompanied by monitoring and evaluation of its institutional performance,
based on the PAT 2006, to ensure the fulfilment of the goals proposed therein. In this regard, TNC
provides crucial assistance to SINAC’s internal planning and in the design of a methodological guide for
formulating management plans for PWAs under SINAC. On the Cocos Island, The French Global
Environmental Fund (FFEM) together with ACMIC have focused on improving management,
conservation practices and biodiversity protection at the Conservation Areas level to reduce threats to
marine and terrestrial biodiversity on the Island. This will be achieved through consolidating and
sustaining the management capacities of the park and ACMIC CA and orienting fishing and tourism
activities towards a lasting development model. Finally, AECI has supported activities oriented towards
environmental and social development in the Rio Saverge basin, where activities for biodiversity
conservation, productive systems and management with local participation are implemented.

195. Inputs for building an institutional framework for SINAC that is oriented towards
sustainable PA management in an eco-regional context. Projects and actions underway for related
baseline activities during the period 2004-2010 amounts to approximately US$1,691.000. SINAC and
TNC are jointly strengthening SINAC’s administrative structure to further its deconcentration. SINAC is
also monitoring PA administrative performance, producing budget execution reports and building and
maintaining infrastructure outside of PAs with resources from FPN. TNC, for its part, supports SINAC
through its analysis of the deconcentration process of SINAC and by defining priority actions. It is also
working with its CAs on the definition of roles and responsibilities and updating staff on legal matters,
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such as current legal provisions that define legal powers. TNC’s contribution has been oriented towards:
designing a national strategy for monitoring biodiversity in Costa Rica’s PAs and biological corridors to
improve the implementation of the country’s conservation strategies; managing information on the State’s
Natural Heritage, by designing a proposal that includes a conceptual framework and information
requirements for the implementation of an information management system. It also is making progress in
defining roles and responsibilities and updating staff on current legal provisions related to legal powers,
Jointly with the CAs such as ACA-HN, ACCVC, ACOPAC, ACA-T and ACLA-P.

196. To date, advances made towards a knowledge management system have been either partial or
targeted inputs for the PA System, such as specific initiatives that pertain to information on finances,
land, ecological monitoring, and important statistics. In response, SINAC, supported by TNC, is currently
also working on developing elements of a more holistic knowledge management system. This system will
especially manage information on land ownership in all SINAC-administered PAs. The elements so far
include an official proposal for a prototype for the current land tenure management of state lands within
the State natural patrimony. This system will manage information on land ownership in the entire group
of SINAC-administered PAs. AECL Junta de Galicia and a few municipalities have contributed to this
effort. Once this prototype is implemented, SINAC will have an accurate notion of how much land within
the PAs have already been paid for and how much the System will be able to budget for those pending.

197. Concerning Ecological Monitoring, at the national level, TNC is advancing a Strategy for National
Ecological Monitoring, where an array of experts, field practitioners, technical staff and government
representatives participate to draft a document with state-of-the-art on monitoring in PAs and biological
corridors. This draft Strategy is currently being revised by the National Committee of Ecological
Monitoring. Furthermore, this Strategy seeks to strengthen SINAC’s institutional capacity to implement
it, for which the preceding specific needs assessment will be carried out in August 2006. This capacity
assessment is currently being designed by the Committee. At the site level, TNC has presented the
proposed ecological monitoring design to the Bi-national Committee for the International Park of
Amistad. For the Conservation Area of Osa, a proposal has already been developed to make the
ecological monitoring possible.

198. Elements aimed at guaranteeing the financial sustainability of SINAC. Among the barriers
identified were a lack of sufficient financial resources and the insufficient means of distributing them in
the system, both of which hinder SINAC’s financial sustainability. Baseline activities towards addressing
these aspects amount to about US$604,890. TNC has and continue to support SINAC in its preparation of
a SINAC financial strategy, during which a CA Funding Plan is formulated, complemented by the
identification of new potential income sources for the PA system. TNC has further made advances in the
design of financial and accounting mechanisms for the PA System through institutional strengthening of
SINAC, accompanied by Fee Studies for 3 PAs as a strategy to boost income collected. SINAC and TNC
have also analyzed how to improve current revenues through a series of visits to institutions, a strategy for
the reactivation of uncollected revenues and a cost-benefit analysis, as well as an analysis for the
generation of new revenues through the sale of goods and services.

199. With its own resources, SINAC has been implementing an Income and Expenditure Control System
in PAs, seeking to give the Conservation Areas an automated platform to register, store and control the
different types of revenue that are generated in PAs and sub-regional offices. This will ultimately lead to
the availability of reliable, timely financial information. Accompanying this work, TNC is working on
establishing a statistical database and methodology to forecast SINAC income; implementing a database
and web application of the SINAC Financial Strategy and of the SINAC Purchasing Module; and
supporting the collection of financial information and analyses to improve financial information systems
for intelligent decision making and revenue projection on a web page format. To enable these advances,
the SINAC-TNC partnership is supporting a training program for SINAC staff is being implemented,
starting with a Training Plan for administrative and financial subjects in all CAs, accompanied by the
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development of instruments for the SINAC Budget Plan. In addition it also has advanced in the provision
of fiancial information and analyses and improvements in financial information systems for intelligent
decision making with the Budget Plan.

200. Innovative approaches to achieving the effective management and ecological and financial
sustainability of PAs. A number of organizations have invested in relevant baseline activities amounting
to US$7,107,584. IDB has done its part to strengthen PA infrastructure by financing a Sustainable
Tourism initiative with an investment in 2006 for this aspect in particular. This project will continue over
the next 5 years with other components oriented towards consolidating sustainable tourism in key PAs.

201. At the Conservation Area (CA) level, the CAs have developed some innovative approaches in PA
management and in implementing pilot management experiences jointly with other actors. This is the case
of ACT, which has forged alliances and cooperation with municipalities of the Nicoya Peninsula with the
aim of offering opportunities for cooperation and technical assistance to achieve common objectives. It
has also been able to capture regular contributions from the business and NGO sectors for the operation of
its PAs to ensure these have the minimum staffing level required for basic operations of protection,
control and visitor services. Steps have also been taken to support the construction of basic operating
infrastructure for the PAs within the CA. For those purposes, resources have funded local guide
associations, tourism companies, local businesses and from PA visitors. In the case of ACTo, actions have
been taken in the development of the project COBODES (forest conservation and sustainable
development). The aim is to contribute to the sound use of natural resources with special emphasis on
forests and biodiversity and the promotion of sustainable production alternatives through institutional
strengthening of the Conservation Area and support for comprehensive production (targeted towards
communities and organized groups). This project was co-financed by the Furopean Union.

202. In the OSA-ACOSA CA, TNC has implemented a number of actions. It worked on the design,
construction and remodelling of seven operation centres in the CA. Pro Parques has also contributed to
this effort with money earmarked for infrastructure. Second, an analysis of institutional capacities and a
plan to strengthen the CA were prepared through a consultancy to support the TNC ACOSA Institutional
Strengthening Initiative — Diagnostic and Introductory Phase. Additional TNC contributions were the
hiring of 53 resource rangers and 14 support staff for the Osa Conservation Area®; payment of CA
operating costs in regard to repair and remodelling of various operational centres; the acquisition of the
license for the CARTA program to undertake biological field monitoring that can prepare scientific
reports on populations of key species and ecosystems that have been identified specifically in the CA
Plan; and the development of commmunity organizational mechanisms. Also in OSA, CI has contributed to
efforts undertaken to redefine the boundaries of the OSA biological corridor based on scientific-biological
information, enabling it to fulfil the functions of connectivity and conservation for key objects of
conservation. Finally, other baseline activities were funded by Pro-Parques and the French Government.

203. Successful PA management experiences based on the development of strategic alliances that
are replicable in other protected areas of the country. Total baseline activities are estimated to
US$4,073.686. These initiatives especially emphasize the development of mechanisms for sharing PA
conservation and management responsibilities with other actors and in consolidating biological corridors
for conservation. One example is SINAC’s initiative to strengthen Regional CA and PA Councils by
developing methodologies for multi-stakeholder participation and consolidating biological corridors. At
the CA-level, SINAC, assisted by GTZ-Germany, also carried out actions towards the sustainable
management of natural resources in this ACOSA, with a view to helping to satisfy the economic and
social needs of the local population. This was accomplished by assigning responsibilities to civil society
organizations, municipalities and local governments of ACOSA, as well as central government
authorities, in the protection and sustainable management of natural resources. SINAC and TNC also

“ Specifically the Corcovado and Piedras Blancas National Parks, the Golfo Dulce Forestry Reserve, the Golfiio National
Wildlife Refuge and offices in Golfito and Puerto Jiménez.
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jointly undertaken to strengthen management capacities in La Amistad International Park through
coordination of the PA with nearby PAs and buffer zones, by building alliances between government
institutions (ANAM/ SINAC) and grassroots community organizations.

204. With regard to shared PA management, CEDARENA’s project “Participatory Management of
Protected Areas in Central America™ offered training to stakeholders for social-environmental conflict
management on the issue of co-management of protected areas. This project was led by IUCN. Cl, jointly
with INBio, invested in the implementation of Stage [I of the project “Biological Information based on
Conservation Objects for the establishment of biological limits in the Osa Biological Corridor.” This
project seeks to redefine the boundaries of the Osa Biological Corridor (CBO) based on scientific-
biological information to ensure the goals of connectivity and conservation are fulfilled for priority
conservation objects. Concerning activities in buffer zones, CCAD contributed to the establishment of a
program to consolidate a Mesoamerican Biological Corridor, in order to build a system that integrates
biodiversity conservation into the framework of sustainable economic and social development priorities.
AECI has undertaken activities of biodiversity conservation, productive systems and management with
local participation in the Rio Savegre river basin.

GEF Alternative to Generate Global Benefits

205. Despite the considerable contribution of the existing baseline activities, ecosystem conversion of
forest and watersheds and habitat fragmentation, will continue to take place in Costa Rica’s PAs. This
will result in concomitant loss of biodiversity and hence, substantial global benefits. The policy, legal,
operational, capacity-related and knowledge barriers described in Prodoc section 1.-9 will continue to
hamper the management effectiveness of the PA System. Existing conservation efforis will clearly be
insufficient to appropriately address the above combination of threats, barriers and limited capacities.
Deficient knowledge and awareness among key stakeholders together with the identified capacity
deficiencies would remain, contributing to resource deficiencies and low biodiversity rankings. A more
comprehensive and integrated effort to improve management of the PA System is required to reverse
current trends and establish alternatives in a timely manner. An alternative scenario would focus on
removing key barriers to the sustainable management of Costa Rica’s protected area system by
strengthening SINAC’s systemic, institutional, financial and individual capacities.

206. Costa Rica’s legal and policy framework reformed and enhanced to ensure effective
management and long-term financial and ecological sustainability of the PA System. This Outcome
will provide the legal and policy support - along with the strategic vision - for the institutional re-
alignment and strengthening process of SINAC. Total incremental funding will amount to US$2,017,544,
of which GEF will contribute US$552,080 and co-financers will contribute US$1,465,464. A Strategic
Plan for the overall National Conservation Areas System (SINAC) will be developed, supported by TNC.
GEF funds will complement this effort by financing a National Policy and a Strategic Action Plan for the
national-level Protected Area System within SINAC. The combination of these systemic tools will
provide the blueprint for the enhancement and consolidation of Costa Rica’s PAs. At the same time, a
planned legal review will provide the basis for strengthening of the existing regulatory and legal
framework to sustain the PA System, Costs associated with adoption of new legal framework and policies
will be covered by the GoCR. In combination with JADB, TNC and French Government funds and
efforts, GEF funds will contribute to the technical assistance required for developing proposals for the
legal reforms. To enable the above, a marketing and communications strategy on PA values,
vulnerabilities and contributions to development will be supported by IDB, which will focus its analysis
on sustainable tourism as an economic and revenue-generating strategy for pilot PAs. SINAC will hire
staff, purchase equipment and ensure maintenance.

207. SINAC’s institutional PA System framework and capacity is enhanced for eco-regional
planning and optimal management effectiveness. This outcome will develop institutional capacities to
set up, re-align and consolidate appropriate arrangements for conducting the planning and effective
management of the PA System and its individual PAs from an eco-regional approach, in line with the
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Law of Biodiversity, Total incremental funding will amount to US$3,363,391, of which US$608,000
correspond to the GEF contribution and the remaining US$2,755,391 to co-financing. Combined funds
from GEF, TNC and IADB will support the re-structuring of SINAC’s institutional structure within its
Central offices and within each Conservation Area. Specific attention will be paid to institutional
coordination mechanisms so as to maximize administrative efficiency in SINAC and to facilitate better
communication and data flow. The combination of these funds will also assist in enhancing appropriate
institutional procedures in SINAC, the Conservation Areas and PA site-levels to strengthened human
resource management. Staffing tables will be re-aligned with updated functions and competences to
enable the staff in these organizations to fulfil their respective roles at different levels. Moreover, GEF
resources will support the development of a training program for PA staff at all levels, in the
administrative, technical and practical functions necessary for effective PA management. Finally, GEF,
TNC, SINAC and IADB will jointly support the development of knowledge management, evaluation and
adaptation systems for the PA System and the Project to ensure harmonized approaches to natural,
financial and human resource management.

208. SINAC has the financial sustainability to effectively attain its strategic objectives and provide
resources for long-term PA System management meeds. This Outcome centres on the financial
barriers, which currently stifle SINAC’s effectiveness. Total incremental cost amounts to US$1,928,800.
The support requested from GEF (US$812,000) and co-financing contributions from SINAC, TNC,
IADB (US$1,116,800) will jointly support the establishment of appropriate legal, policy, and institutional
frameworks to enable SINAC’s PA financing system to develop. The focus will be on improving the
ability of the PA System to secure sufficient, stable and long-term financial resources and manage and
allocate them in a timely manner, so that the individual PA units are managed effectively and cost
efficiently. This partnership will jointly develop a system-wide Financing Strategy, while TNC will
support SINAC in its development of a related Finance Business Plan. To address the PA System’s
existing funding gap, these four funding partners will support measures to increase the revenue capture of
SINAC. Measures will focus on the PAs” generation of environmental services and PES measures. Others
will be an optimization of the PA System’s fee structure and improvement of SINAC’s collection of tax
revenues. To capitalize on tourism as a source of revenue, all the measures will fully integrate the
sustainable tourism aspects of the SINAC-ICT-IADB partner programme. The goal is to develop a steady,
reliable, sufficient flow of annual resources from a diverse base of local recurrent income, trust fund
yields and national budget contributions.

209. GEF resources further will support specific training on financial management to SINAC staff. They
will also cover the cost of hiring consultants to prepare a Procedures Manual on the revised financial
management system and to strengthen the online system. For its part, IDB will develop an in-service
training plan and a training plan for central office staff (oriented basically towards sustainable tourism).
With the resources from these two entities the Training Plan in Conservation Areas will be implemented.
Moreover, all partners will jointly support the strengthening of financial management information and
tracking systems and revision and implementation of budget reporting procedures to measure
performance against indicators.

210. SINAC tests new and innovative conservation approaches at the Conservation Area and PA
levels. A total incremental funding of US$13,518.452 will fund a series of on-the-ground interventions
through PA-level improvements in demarcation, accessibility and connectivity. It will also develop pilot
activities in four different Conservation Areas of SINAC, in order to test innovative PA management
approaches. Of this amount, GEF will contribute US$977,360, while co-financing partners (SINAC,
TNC, the French Government, IDB, and the private sector) will jointly contribute US$12,541.092. GEF,
SINAC, TNC and IDB will jointly finance that a key sampling of PAs will be defined, demarcated and
the farms situated within them registered as Natural Heritage of the State. Then SINAC, TNC, the French
Government, IDB and Aso Parques, will arrange resources to strengthen accessibility and infrastructure in
10 of the most visited PAs of the System through the consolidation or building of access and service

68



infrastructure in the PAs. In the Central Volcanic Range CAs (ACCVC) and Tempisque CA (ACT), GEF
will assist SINAC and the respective CAs in a joint initiative aimed at implementing new cooperation
models between SINAC and local communities. Moreover, funds will cover the strengthening of
SINAC’s regional administration capacities through a new model of adaptive management and innovative
funding mechanisms in ACT, in partnership with local businesses and municipalities. This project will
receive contributions of staff and logistics, mainly.

211, In the Tortuguero Conservation Area (ACTo) new PA management and land use planning
approaches will be developed with municipal governments and community organizations. These shall be
compatible with eco-regional conservation objectives. In this effort, GEF will support SINAC in carrying
out workshops for familiarization and training and for strengthening grassroots organizations in topics of
sustainable management and conservation, and environmental services. Lastly, in the Osa Peninsula and
the Osa Conservation Areca (ACOSA), through a strategic alliance with TNC’s Osa Program work will
continue on the development of innovative approaches to eco-regional planning, led by SINAC and with
the solid contribution of TNC in the development of ACOSA PA management plans; in the design,
construction and remodeling of seven operation centres in this CA; the purchase of land in Piedras
Blancas National Park; analysis of CA institutional strengthening; and hiring of staff. The GEF funds will
support the development of workshops, hiring of staff and training of différent actors involved,
contribution of staff for territorial planning and the publication of instructive and technical documents.

212. Successful PA System management models are scaled-up and replicated at the systemic level
through strategic partnerships with key stakeholders. A total incremental cost of US$1,929,356 will
be applied towards building these systemic, institutional and financial arrangements and scale up and
replicate best practices in PA management, through a system-wide sharing of innovation and the setting
of new rules and regulations. These Best Practices will refer to strengthening consultative bodies for
improved participation in PA affairs, the support to alternative livelihoods in PA buffer zone
management, as well as clear rules for the handing out of concessions and other use permits. It is
anticipated that this Outcome will refer back to Outcome 1, as it also addresses systemic changes through
the scaling up of new approaches and PA management figures. To achieve these goals, SINAC, together
with TNC and IDB, will contribute co-financing funds amounting to US$1,069,156, for the hiring of
staff, consultancies and experts on related aspects and for the development of technical content and
reports. With the requested US$860,200, GEF funds will enable the hiring of experts and consultants, the
implementation of workshops and training sessions, publications and dissemination, as well as the
exchange of experiences.

Summary of Incremental Costs and Benefits

213. The incremental cost matrix included below summarizes the local and global benefits associated
with the five proposed outcomes of the project. The baseline cost, oriented specifically towards
generating domestic benefits, amounts to US$15,779.358. The cost of incremental activities required to
contribute to global benefits is estimated at US$25,427,671, of which GEF will finance US$4.368.000
and the different co-financers will contribute US$21,059,671. The latter group has indicated its
commitment in the form of written letters duly signed by the appropriate legal representatives. The co-
financing does not include elements that are essential as baseline for reaching the proposed outcomes. The
project preparation (PDF B) amounted to US$567,500 of which GEF financed US$335,000.

214. The alternative has a total cost of US541,207,029, of which GEF resources (excluding the PDF B)
represent 11,6%.
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