Review of Initial Assessment
Sangay National Park: Ecuador
IUCN Management Category: II (National Park),
Natural World Heritage Site: Criteria ii, iii and iv
Summary
The management of Sangay National Park has been evaluated four times. 
1. From 1980-1997 as part of the process leading to the preparation of the 1998 management plan (INEFAN, 1998). 
2. De Faria’s (1992) methodology was used, and resulted in an overall efficiency score of 54.8%. 
3. In 1999 as part of the development of the Strategic Plan for the National Protected Areas System (Valarezo et al., 1999). The score achieved in this evaluation was 58.4%. 
4. As part of the Sangay Project’s
 monitoring program (Fundación Natura, 2002b), using the methodology developed by Cifuentes et al. (2000)
, resulting in a 51.6% effectiveness rating. 

While the three studies applied basically the same methodology, the criteria and variables chosen were different, which make comparison of the results difficult. The sources of information also varied considerably. In the second and third evaluations, all information came from the park administration and staff. For the 2002 evaluation, other stakeholders participated, including community leaders, park administration, Biodiversity and Protected Areas Directorate, Forestry Districts, as well as staff working with NGO’s in the area.

The initial assessment carried out for the EoH project draws on the results of the 2002 study. The main deficiency in the 2002 assessment was that no provisions were made to implement the recommendations of the assessment. Clearly this is an area that the EoH project should be able to assist in.
The EoH project in Sangay is being coordinate by the Ministry of the Environment, Fundación Natura and EcoCiencia, with a broad range of international, public and private sector organizations that have produced information concerning Sangay National Park. It was noted in the initial assessment that this joint coordination had promoted greater interchange and more effective use of information concerning the park.
A recent effort to evaluate the management of SNP was carried out by Fundación Natura’s Sangay Project. The principal results are included in the document “Evaluación de Eficiencia de Manejo del Parque Nacional Sangay” (Sangay NP Management Efficiency Evaluation) (Fundación Natura, 2002a). Useful as this report is, the evaluation of Sangay as a World Heritage Site calls for the use of a standard methodology to allow comparison with other World Heritage sites. An appropriate methodology should also facilitate improved conservation status monitoring, evaluation, and reporting to the Convention for the Protection of Natural and Cultural World Heritage. 
Fundación Natura’s Sangay Project prepared a report on the conservation status of the park and the identification of special areas for conservation efforts in the park and its buffer zone. (Fundación Natura, 2002c). The report includes a description of the biophysical and landscape elements, as well as a threat and stakeholder analyses for the major issues confronting the park. It does not, however, include a detailed analysis of these issues, nor does it define individual strategies for each issue. These aspects will be addressed later, based on the inputs from other studies such as management efficiency (Fundación Natura, 2002b) and the planned revision of the Sangay N.P. management plan.
EoH project Initial Assessment Implementation

The implementation of the first stage of EoH in Sangay began with two workshops. The first workshop was to introduce the project and define the implementation process for SNP. The main weakness identified during the first workshop was the lack of experience of the represented institutions to work together as a team. Although it was evident that they were committed and concerned about the SNP, they had never before attempted to put their efforts together and move towards a common goal. During the workshop, emphasis was placed on this issue and a sense of team was encouraged in all sessions. 
In the second workshop, technical assistance was provided to help the EoH local team complete the initial assessment. By the time of the second workshop, the SNP was undergoing some administrative changes. The most important change was the subdivision into three regions instead of the previous two, which added some complications to the project and particularly to the initial assessment. The participants worked in small group sessions to identify information needed for each framework component, the location and availability of such information, and the existing gaps of information. 

The assessment of the context and outcome elements of the management effectiveness framework presented the most difficulty for the local team. The concept of identifying and assessing the parks values or management targets/objects was considered a significant change in the way they plan and manage the area. This was marked as an information gap and high priority for year two of the EoH project. The assessment of outcomes also represented a new perspective to consider in the management of the area. The inputs component also represented some challenge for the team. This is because in order to assess inputs ALL the main sources of inputs for the park have to be considered. This implies that government, NGOs and other stakeholders have to show their contributions to the management of the area. This is considered a sensitive issue and will require further exploration and details in the following years of the project.
None of the formats for reporting suggested in the EoH workbook were used to draw up the initial assessment for Sangay. Although, of course, all these methodologies are only suggestions some of the formats for simple organisation of information (i.e. review of national context, stakeholder engagement, management planning assessment), would all have been possible to complete given the information available and would probably have made the results clearer to interpret by the stakeholders taking part in the assessment process and comparisons in future years clearer.
Overview of assessment results
The suggestions below are taken verbatim from the assessment report.
· The current management plan should be updated by the preparation of a management plan for park administration. This plan should identify priority activities and tasks, and also systematically organize budgetary and financial information on the park. This new plan could be prepared as part of the Enhancing our Heritage Project and in cooperation with National Environmental Fund. 

· In order to facilitate management effectiveness monitoring and evaluation, the focal management targets need to be identified. Once they have been identified, the design and implementation of an appropriate methodology for periodically evaluating results and accomplishments of management in the area will be fundamental.

· The Sangay NP threat analysis (including current and potential threats) should be completed or fine-tuned. It should include the analysis of multiple scenarios and define strategies to resolve or mitigate threats. It should distinguish between structural threats and those that are circumstantial or time-limited. The analysis should also identify threats to the agro-ecosystems of the park and zone of influence. 

· The economic and demographic situation of rural communities within and around the park should be described more specifically. This should also characterize the productive systems (agricultural, animal husbandry, forestry), the use of natural resources within and outside the park, and community relations with the park. 

· The Monitoring Program should be more fully linked to the Sangay management plan, and utilize the inputs and baseline data now available. This program should periodically help evaluate progress towards the management objectives of the area, the status of focal management targets, and the threats to the park and zone of influence. 

· Applied research activities related to park management should be strengthened through the alliances with universities and research centers. Joint research plans should be identified and implemented. 

· Viable options should be defined and implemented to resolve land-tenure problems within the park and to complete the revision of park boundaries along the Guamote-Macas road.

· A strategy for partnerships and conflict resolution in Sangay needs to be identified. 

· An analysis should be done on the feasibility of generating economic resources for the park. This could include recreation and tourism, payments for environmental services, and compensatory payments for road construction, etc. 

· Local community ecotourism should be encouraged as an option for increasing family incomes. It should focus on the landscape and archaeological resources of Sangay NP. Construction of small museums and visitor centers should be a goal. 

· The management efficiency evaluation of Sangay NP should be repeated periodically. The results should be fed into park planning and management processes. 

· Coordination, communication and participation links between the Sangay Project and Ministry of the Environment personnel (Regional District Offices, Park Administration, Field Staff) for both planning and operational activities should be strengthened. 

· A unified planning and monitoring matrix for all the Ministry of the Environment and Park offices should be prepared. The matrix should integrate the Administrative Management Plan (to be prepared), the annual operational plans, and monthly activity plans. 

· The roles and mandates of the Ministry’s Regional Directors and the Park Administration should be clarified (for example, legal authority for law enforcement).

· The decentralization of the Ministry of the Environment as it pertains to the management and administration of Sangay NP should be monitored. 

Next steps
The EoH project should work more closely with those involved in the assessment process to dovetail expected results from this project existing projects. This and other assessment processes have identified major deficiencies in the management of Sangay, although the overall condition of the biodiversity in the park remains very high. In the remaining three years of the EoH project the list of recommendations needs to be prioritised and action taken where real differences will be made. There is also a need to develop a monitoring and assessment regime that becomes an integral part of the management of the park, as opposed to a series of externally funded projects which have limited ability to take action on the findings of the assessment. This regime should also use methodologies that are quick and easy to interpret and replicate as opposed to long narrative reports on the condition of the park.
CONTEXT REVIEW

Focal Management Targets Data Sheet

How was the assessment done?
Focal management targets for the park have not been identified, and this is stated in the assessment report as ‘unfinished businesses’. The report identifies the Parks outstanding values and characteristics which are summarised below. No detailed information is given on the nomination document for designation as a WH site.

Interpretation of results

Sangay outstanding values and characteristics include:

· High level of species diversity – Sangay is identified as one of Ecuador’s most biologically diverse protected areas, although few biological studies have been carried out. The park includes endangered species such as the spectacled bear (Tremarctos ornatus); mountain tapir (Tapirus pinchaque) and the Andean condor (Vultur gryphus). The spectacled bear and the mountain tapir have been identified as indicator species for biodiversity conservation in Sangay. Studies of these mammals have contributed to the identification of critical conservation areas within the park and neighbouring areas, and have generated useful information concerning the size, shape and connectivity of natural landscapes with the park and zone of influence (Fundación Natura, 2002c).
· Representative ecosystems - 9 life zones are listed in the management plan. The natural vegetation cover in Sangay is in very good condition. Overall, the coverage of natural vegetation with a very good conservation status is 84.52%. 
· High level of endemism - Sangay is one of the most important areas for the conservation of native fauna and flora in Ecuador. As an example, in the mammals group, the cuy silvestre (Cavia aperea) and the musaraña del Azuay (Cryptotis montivaga) have been reported. Regarding endemic birds, the Campylopterus villaviscencio (Trochilidae), Galbula pastazae (Galbulidae), Heliangelus viola (Trochilidae), Leptosittaca branickii (Psittacidae), Andigena hypoglauca (Ramphastidae), Cyanolyca turcosa (Corvidae) and Piranga rubriceps (Emberizidae) have been reported.
· Cultural and ethnic diversity – the Quichuas-Puruháes (Northwest and Central), Quichuas-Cañaris (south and southwest) and Shuar (south and southeast) Indian groups live within the park. 17 archaeological sites and potential monuments (e.g. corrals) have been located. There is a need for more detailed archaeological fieldwork in the park and its zone of influence.
· High quality landscapes – in particular areas with a high tourism potential (e.g. 327 lakes and three volcanoes).
· Environmental services - Sangay has a high percentage of páramo, which has the greatest hydrological and soil carbon sequestration potential in Ecuador.
· Natural resources - particularly used by the Quichua populations who practice a subsistence economy based upon the access to and utilization of local resources. 
Methodological recommendations

No methodological adaptations were made.

Gaps and responses
	Gaps
	Responses

	1. Focal management targets for the park need to be identified. 
	

	2. The biological inventories of Sangay NP are incomplete. Further studies in the park and buffer zone are required. 
	

	3. Information concerning archaeological resources is minimal. 
	

	4. Very few studies have been done on the value of environmental services provided by the park. Neither have agreements have been reached concerning payments for such services.
	


Engagement of stakeholders/partners in management

How was the review done?

The initial assessment notes that the current stakeholder analysis is overly general and needs to be updated, with special emphasis on focal management targets. The text draws on the management plan to identify the types of stakeholders that are involved with management issues and the use of resources in the park. (Note: in the next section a stakeholder analyses for the major issues confronting the park is mentioned)
The management plan identifies the critical resources (economic, political, legal, knowledge and organizational) that each stakeholder controls, the degree of influence they have on the use and management of park resources and the impact of their actions on the feasibility of implementing the actions proposed in the management plan. However, it is noted that the degree of intervention of national and international NGO’s and the positions of various communities towards Sangay has changed over the past few years since the plan was written. Elsewhere in the report it is noted that most NGO support is short-term, the only long-term support coming from Fundación Natura, with the support of WWF, the government of the Netherlands etc. 
What were the results?

The Sangay Management Plan identifies a series of stakeholders, classified in four groups, involved with management issues and the use of resources in the park:
1. Stakeholders with a legal mandate for the administration and management of the park, i.e. various units of INEFAN (now Ministry of the Environment). 

2. Stakeholders with a relatively small degree of participation around certain park resources, i.e. several development organizations, local governments and other public institutions. 

3. Stakeholders involved with the use and exploitation of the park’s resources, i.e. those involved in tourism and the communities within the park and its buffer zone. 

4. Stakeholders that collaborate in the management of the park and buffer zone, i.e. national and international NGO’s, universities and specific projects that support management activities. 

Methodological recommendations

No methodological adaptations were made.

Gaps and responses
	Gaps
	Responses

	1. The more thorough stakeholder analysis with emphasis on focal management targets needs to be completed. 
	

	2. No detailed socio-economic study looking at productive systems, use of natural resources, or their perception of Sangay National Park has been prepared for the communities living within or near the park, 
	

	3. In 1999, Fundación Natura prepared a preliminary database with 510 registers for organizations in the various populations located within the park and influence. It still lacks field validation and verification. 
	

	4. No overview reports or management recommendations concerning the ethnic and cultural diversity of the park have been prepared. 
	


Identifying Stresses and Threats

How was the assessment done?

Fundación Natura’s Sangay Project has prepared a report on the conservation status of the park and the identification of special areas for conservation efforts in the park and its buffer zone (Fundación Natura, 2002c). The report includes a description of the biophysical and landscape elements, as well as a threat and stakeholder analyses for the major issues confronting the park. It does not, however, include a detailed analysis of these issues, nor does it define individual strategies for each issue. These aspects will be addressed later, based on the inputs from other studies such as management efficiency (Fundación Natura, 2002b) and the planned revision of the Sangay N.P. management plan.

When Sangay N.P. was nominated as a World Heritage Site, only minimal human intervention had occurred, and no significant threats were known. However, the construction of the Guamote Macas road had been a long time aspiration of the populations in the Sierra Central and Amazon regions and has posed a considerable threat to the park in recent years.

During the XVI Session of the UNESCO’s World Heritage Commission, (December 1992, Santa Fe, USA), the IUCN reported that while the park administration had detained the Guamote-Macas road construction, and expanded the park boundaries to the south, the Site was still threatened by hunting of endangered species, illegal grazing, and the eventual renewal of construction activities. Based on this report and the efforts of some NGO’s, the World Heritage Committee decided to list Sangay as an Endangered World Heritage Site, as per Article 11 of the Convention. The impact on most state organizations was limited, and in fact, road construction continued. The listing as an endangered site has had some interesting effects, which are detailed in the initial assessment.

Other problems that were cited as a basis for Sangay’s listing as an Endangered World Heritage Site (hunting and illegal cattle grazing) are being addressed as priority activities for the Sangay Project, under the coordination of the park administration and Fundación Natura.

What were the results?
The Fundación Natura reports that most of Sangay has a high or very high biological and landscape value, and faces few threats. It is significant that the even the zone near the Guamote-Macas road is well conserved. However, in the near future, this situation could be threatened by an increase in human activities. 

Gaps and responses
The EoH project will be carrying out a separate study on the listing of WH sites on the endangered list. Sangay should prove an interesting case study within this project, given the low level of perceived threat, apart from the possible ramifications following road contruction.
National Context
How was the assessment done?

Although plenty of information was provided in the section and it is possible to draw some conclusions as to the support received by the park, it may have been more useful here to use the national context assessment form provided in the EoH workbook to get a quick and more easily understood overview of the current situation.
How was the assessment done?

The report listed the legislation that has an effect on the park, dividing the positive from the negative. A section in the initial assessment also dealt with government support, drawing information form the Fundación Natura report on management efficiency.
What were the results?
The Sangay NP Management Efficiency Evaluation (Fundación Natura, 2002a) reports that in spite of the good relations between the park administration and the Directorate for Biodiversity and Protected Areas (Ministry of the Environment), institutional support is irregular and little noticed by park staff.
· Positive Aspects

Ecuador’s new (1988) Political Constitution is one of the most advanced in regards to the protection of environmental rights and includes important sections on biodiversity conservation and sustainable use. Article 86 specifically recognizes the importance of the National System of Protected Natural Areas as a basic tool for guaranteeing biodiversity conservation and the maintenance of ecological services. This recognition is a major advance for environmental law and policy in Ecuador.

Ecuador has also ratified a number of international treaties and conventions that promote the conservation of protected areas. Those most relevant to the management of Sangay NP include the CITES, the WH Convention, Ramsar, the CBD and Convention 169 of the International Labor Organization on Indian Tribes and Communities in Independent Countries.
In addition to the constitutional and international mandates for conservation, protected areas are also supported by several legal instruments at the national level. The most relevant of these include: the Forestry and Natural Area and Wildlife Conservation Law and Regulations, the Biodiversity Protection Law, and the Environmental Management Law. The Environmental Management Law however establishes under Article 6 “The rational use of non-renewable resources of national interest within fragile ecosystems in protected areas will be permitted on a case by case basis following economic feasibility and environmental impact studies”. Although this article establishes some environmental requirements and responsibilities, it also opens the door to the development of non-renewable resources in protected areas. 
· Negative Aspects

There are serious limitations in the enforcement of environmental law in Ecuador, due primarily to the lack of political will and the institutional weakness of the Ministry of the Environment (lack of funding and human resources), which is unable to detect and punish violations. 

There are also legal provisions in conflict with the environmental regulations which promote activities incompatible with natural resource conservation, thus affecting the integrity of the natural protected areas. The Hydrocarbon Law (1978) permits petroleum exploration and development anywhere in Ecuador, including protected areas, which is in clear contradiction with the Forest Law described previously. There are also some contradictions between the Forest Law and the Fish and Fishing Development Law (1974) and Mining (1991).  

Ecuador also has overlapping institutional mandates between various public organizations, creating internal conflicts. Both the Ministry of the Environment and the Ministry of Tourism claim authority over tourism in protected areas. There are also overlaps between the Ministry of the Environment and the Ministry of International Commerce and Fishing concerning aquatic resources.

These legal conflicts and enforcement deficiencies have affected the management of Sangay NP, especially in regards to the construction of Guamote-Macas road. Conflicts between the Park Administration and the Ministry of Public Works arose over impact prevention, detection and mitigation efforts related to road construction. 

Methodological recommendations

No methodological adaptations were made.

Gaps and responses
	Gaps
	Responses

	1. A full assessment of the national context may well be useful, and could provide additional information for the EoH study of WH sites in Danger.
	


PLANNING ASSESSMENT

Adequacy of General Management Plan

How was the assessment done?

The principal policy document for Sangay N.P. is the current management plan (INEFAN, 1998). This document updated the first management plan, which was prepared in 1982 (Ministerio de Agricultura y Ganaderia, 1982). The current plan was prepared in 1996-97 by a multi-disciplinary group of consultants, with the participation of park managers. The basic planning methodology used was Strategic Situational Planning (PES), to which some traditional protected area planning elements were added, such as zoning and the definition of management programs. 

Based on the analysis of the information in the initial chapters, four management programs were identified: 

1. Environmental Management Program

2. Administration and Services Program

3. Sustainable Community Development Program

4. Environmental Education and Communication Program
An assessment of the management plan was carried out by as part of the management efficiency study by in Fundación Natura in 2002. 
What were the results?
The study by Fundación Natura came to the following conclusions:

1. Environmental Management Program: The program is well designed and structured. While not all activities are being accomplished, the most important ones show progress. While precise quantitative data concerning project implementation for this and other programs is lacking, the report estimates that the implementation level is unsatisfactory (between 35-50% of what was planned). This does not guarantee achievement of program goals. This is due in large part to the program having only minimal human and financial resources. No regular framework for monitoring effectiveness has been established, and as a result, program evaluations are infrequent.  

2. Administration and Services Program: This program, like the previous, does identify the most important activities and is well designed and structured. Activity implementation rates vary significantly between geographic zones.  In the lowlands, implementation is moderately satisfactory (51-75%) and unsatisfactory in highlands (35-50%). This is due in part to the need for operational and maintenance resources at the visitor centre in Macas. At the same time, the lowlands possess the facilities and basic resources necessary for program implementation. These resources are more limited in the upland zone, which consequently limits program implementation. In terms of program coordination, the situation is similar to the prior program. 

3. Sustainable Community Development Program: The design and implementation of this program is similar to that previously described. More difficulties have been encountered in the lowlands, delaying implementation. Nearly all of the identified activities are being implemented by the Sangay Project. In the highlands, implementation is satisfactory and coordinated with the park administration. Little coordination exists between the Project and the park administration in the lowlands zone. In this area, the staff feel that the activities implemented by the Project are not “theirs”, and do not see them as pertaining to park management. In both zones, timely coordination is lacking, which prevents the optimal use of available resources. No structured plan for monitoring exists, although evaluations have been more frequent in the highlands. 

4. Environmental Education and Communication Program: This program is semi-structured, but the activities proposed are usually carried out in an ad hoc fashion. These are sporadic actions, without any coherent planning, and whose implementation does not reach even the minimally acceptable levels. The program objectives cannot be achieved under these conditions. The facilities and resources for the program are minimal. Activities are not coordinated in a timely fashion with other programs. 

The current plan is also somewhat outdated due to the reorganization and restructuring of the Ministry of the Environment. With the Ministry transitioning from its former status as an implementing organization to the proposed status as a supervising and coordinator, many of the activities identified in the plan can no longer be implemented by the central administration. 

Sangay also has Annual Operation Plans (POA), which are prepared by the persons in charge of each area (Macas, Riobamba and Azogues). These plans are prepared in line with the standard matrix format devised by the central office of the Ministry of the Environment. There is not, however, a unified POA that integrates and assigns overall priorities to park activities. Frequently, the standard operations matrix does not apply to the activities and necessities foreseen in the management plan.
Monthly plans are prepared by personnel from the various ranger stations in response to their particular “emergencies”. They usually show little consideration of the Sangay park management plan or the regional POAs. These plans are approved by area managers. The implementation of these plans is reported on by means of individual narrative reports, which are reviewed by area managers who use them for consolidated monthly, quarterly and yearly reports to the Ministry of the Environment. These reports follow the same format as the planning matrices. The former all indicates a lack of valid procedure to evaluate achievements or efficiency of monthly plans.

Interpretation of results

In general, the management plan (INEFAN, 1998) has only been partially implemented due to a lack of adequate financial and human resources. Implementation is also limited by unfamiliarity with the plan by local communities and park staff – due to only a few participated actively in the planning process. It is thus necessary to promote the document and provide more training in order to achieve better understanding and higher implementation rates. To-date, this has been done only partially. 

Methodological recommendations

No methodological adaptations were made.

Gaps and responses
	Gaps
	Responses

	1. An assessment and monitoring plan needs to be developed, linked to a revised management plan and more coordinated annual operational plans and monthly work plans (see projects below).
	

	2. There is a need for more training of park staff to help increase understanding and implementation of the plan.
	

	3. The Management Plan is outdated due to the major changes that have occurred in an around the park in the past few years. Furthermore, the current plan does not assign relative priorities to the many activities planned. 


	

	4. There is no direct or consistent relation between the management plan, annual operational plans and monthly work plans. The matrices used for operational planning have not been adapted to the programs and activities identified in the management plan. No systematic data collection exists for documenting activity reports, which limits their usefulness for park management. Neither is there a global operational plan or budget for the park that assigns priorities to the activities carried out by the various administrative units. 


	


Design Assessment

How was the assessment done?

This section of the report is based on a descriptive review of the parks design. As with some areas of the context review there seems to be no clear reason as to why the design assessment in the EoH workbook was not carried out. Such an assessment would possibly have been easier to verify with stakeholders taking part in the process and would have a provided a basis for future assessment.
What were the results?
The 271,925 ha Sangay National Park was added to Ecuador’s National Protected Areas System in 1975. The Park contains large blocks of natural habitat with a good conservation status. It is sufficient to support viable populations of large mammals with their extended range requirements. The only connectivity problem for the park is the lack of other protected areas to the south. To the north, plans are under development for a biological corridor connecting Sangay with Llanganates NP, which would be a component of the Condor Bio-Reserve. The Sangay management plan created a zoning plan based upon the management objectives, bio-physical, land tenure and social studies, and environmental problems affecting the high and lowlands of the park.  The areas added to the park in 1992 were not zoned.  The remainder of the park has been classified in six separate zones.

The text below is a summary of the descriptive review:
· Zoning: The zoning plan was done without any field verification, and the management plan does not clearly define the criteria used to separate the distinct zones. There are also some conceptual errors, such as the establishment of a buffer zone of 10 km around the park, regardless of the location of natural vegetation remnants, resource use and human settlements. 
· Tenure: Although there have been issues relating to land tenure, numerous meetings between the Ministry of the Environment and local communities have succeeded in reaching agreed new boundaries and resolving land tenure issues. There is partial information on land tenure that could be useful to solve existing conflicts but they still have problems to solve.
· Shape and size: As for the shape of the park, two major blocks are easily distinguished. A large rectangle of natural vegetation is located in the northern zone. The southern zone of the park has a trapezoidal shape. Here the vegetation shows greater human intervention. As part of the effort to identify especially important conservation areas within the park and zone of influence a landscape integrity analysis was carried out (Fundación Natura, 2002c). This involved a review of the form, size and connectivity of the various landscape units of the park. It concluded that the park was in a good state of conservation, with large well connected blocks of natural vegetation. 
Interpretation of results

The “gap analysis” of the area of influence of the park carried out by the Sangay Project highlighted the Tungurahua landscape as a top priority, with conditions favourable for its conservation as a protected area within the National Protected Areas System (SNAP). It is not clear from the initial assessment if any other recommendations were made.
Methodological recommendations

No methodological adaptations were made.

Gaps and responses
	Gaps
	Responses

	1. No information is available concerning the methodology and criteria used to establish the zoning plan in the Management Plan, which limits its usefulness. The initial assessment however makes no clear recommendations as to what to do re this.  
	

	2. Land tenure information is still incomplete, especially in the area of the park expansion. Presently, no strategies are in place to resolve land tenure conflicts within the park. 
	


INPUT ASSESSMENT
Assessment of Management Needs

How was the assessment done?

The initial assessment notes that there are no up-to-date reports that describe in detail the inputs required for the adequate management of Sangay N.P. The initial assessment thus provides a brief narrative overview of key areas. The assessment carried out by the Sangay project probably included some elements of the input assessment, but this is not clearly stated.
What were the results?
· The Management Plan includes a budget with a yearly breakdown for the implementation of program activities. Amounts are given by line item (personnel, maintenance etc.), but do not indicate the requirements for each activity (e.g. number of vehicles, number of signs etc.). The budget also identifies probable funding sources for some of the planned activities. These include governmental and non-governmental institutions, but these amounts were not discussed with the organizations, much less approved. The budget was prepared based upon the 1998 exchange rate (S/. 6,500 per dollar), which is no longer valid for the “dollarized” Ecuadorian economy. 

· The personnel and infrastructure needs presented in the 1998 management plan are much higher than what is currently available in the park. There is a clear staffing and tourism infrastructure shortage, especially in the southern zone. This was the management field with the lowest score in the most recent park management efficiency evaluation.
· The governmental budget for the park is minimal, and does not cover even the basic requirements for adequate park management. Budget information is managed through the Ministry’s Regional Districts, without access by the park administration. This is a serious obstacle for planning activities. Following the Ministry of the Environment’s internal reorganization, global budgets for Regional Districts have been prepared for the current year, without clear indications of what the budget will be for Sangay N.P. The Ministry of the Environment has pushed for the strengthening of the National Environmental Fund (FAN) as a strategy for joint funding of basic operational costs in protected areas. The park administration presents an annual budget request, which is revised by the Ministry’s Biodiversity Leader, Regional Directors, the Directorate of Biodiversity and Protected Areas, and FAN’s administration. The park administration is responsible for the management of this funding. This mechanism is now being implemented in Sangay NP. An accountant/administrator has been hired to support this operation.
· Current State policy favours financial self-sufficiency, which puts priority on  activities that generate funds (e.g. increased fee collection from tourism, permits, payment for environmental services, etc.). This places an additional burden on the park administration that could lead to lapses in other areas. Currently, Sangay has no possibilities of funding its own operations, given the inadequate infrastructure and difficult environmental conditions that limit visitation. Neither does the park receive any payments for environmental services it provides. A strategy to make the park attractive for external investment will be needed if the park is to achieve financial self-sufficiency.
Interpretation of results

1) No overall report exists concerning financial support to the park from the government of Ecuador, national or international NGO’s. The information on actual funding from governmental and non-governmental sources is also not available. This information is managed by each organization and is not available to the park administration.
2) No up-to-date, global report provides details concerning the necessary inputs for the adequate management of Sangay. 

3) Budgetary information for the adequate management of the park is also lacking 

Methodological recommendations

No methodological adaptations were made.

Gaps and responses
	Gaps
	Responses

	1. Clear budgets, information on the sources of income and inputs required for management, together with monitoring procedures are clearly required at Sangay, both to help current management and to make funding applications linked to needs.
	


PROCESS ASSESSMENT
Rating System

How was the assessment done?

The evaluation was done as part of the Sangay Project’s monitoring program provides the basis for this section of the initial assessment (Fundación Natura, 2002b). Many recommendations were made as a result of this assessment, but it would seem that no provisions to implement these were made.

The evaluation was carried out with staff from the Ministry of the Environment and Fundación Natura. This team reviewed the ranges, variables, sub-variables, and scoring criteria, revised and interpreted the results, and finally prepared comments and recommendations for the management of the area. To score the results, the ISO 10004 format was used. This evaluation should be taken as the baseline for future evaluations in Sangay. Through this process, it was determined that overall management efficiency is 51.6% (53.7% for the highlands, 50.1% for the lowlands). This places management within the category Moderately Satisfactory. 

What were the results?
Specific management actions for each field of the assessment were:
Administrative field
· The area lacks sufficient equipment, and much of what is available requires repairs or replacement. 

· The availability of budgeted funds has also been irregular. 

· It was suggested that the administration investigate alternate operational methods, such as the negotiation of specific projects fundable through local governments or national institutions. 

· It is also necessary to increase staffing, as well as design and implement a permanent training program. 

· A volunteer program should also be studied as an option to support improved park operations.

Policy field
· More communications highlighting the environmental and social benefits of Sangay would increase the participation and involvement of local residents and government officials in park management and conservation. 

Legal field
· The main problem here was the lack of familiarity with the pertinent legislation and corresponding lack of enforcement. These regulations must be communicated to park personnel and community residents if illegal logging and fishing practices are to be reduced. 

Planning field

· Training for park staff to increase understanding and enforcement was a main recommendation here, as was the suggestion to increase outreach efforts directed at the local communities.
·  It was also recommended that the annual planning process should be revised, given current emphasis on emergency responses and the inconsistencies between the management plan, annual operational, and monthly work plans. 

Knowledge
· (One of the areas with lower scores). It was recommended that an investigation program be developed in cooperation universities and other research centres. Management needs should be a major focus of the program.
Management Programs
· Lack of resources that limits implementation. The Sangay Project coordinates the implementation of the community development project in the highlands with the park administration. Involvement of park staff with the project is more limited in the lowlands. 

Participation
· It has been recommended that the park administration should engage more to seek management collaboration from local institutions and organizations, such as provincial or canton level committees. 

· At the same time, a community engagement strategy should be implemented, including collaboration in community development projects and communication efforts to better explain local benefits from park operation. 

Permitted uses
· The report recommends the elaboration of regulations for permitted uses, as well as the establishment of policies and work plans.
Threats 

· The construction of the Guamote-Macas road was identified as a transgression against the integrity of the park, whose mitigation requires intensifying social and environmental monitoring, as well as enforcement efforts. 

· The implementation of sustainable production projects in the communities along the road is another option for reducing the impact of this threat. 

· Additional threats to monitor include: timber extraction, illegal attempts to claim land within the park, and the expansion of the agricultural frontier. 

· The development of good working relations with local communities is recommended as a strategy to guarantee their support of the park.

One overall recommendation was the administrative division of the park between the highland and lowland zones. This not only corresponds to the actual organization, but is also supported by the ecological, social and political differences between these regions.  
Methodological recommendations

No methodological adaptations were made.

Gaps and responses
	Gaps
	Responses

	1. The possibility of using this methodology on a regular basis to assess management should be discussed.
	

	2. No procedures have been established to implement the recommendations from the management efficiency report for Sangay NP (Fundación Natura, 2002a). Clearly several projects could arise from the list of recommendations provided above.
	

	3. The area lacks a strategic approach to resolving conflicts in the various management fields and for developing alliances with key stakeholders.
	


OUTPUT ASSESSMENT
Work/Site Output Indicators
How was the assessment done?

The management plan does not propose an ongoing evaluation of planned activities, operations and programs. Operational plans are evaluated, but this is limited to an analysis of the relative percentage completion rates and qualitative observations. No clear connection with the management plan is included.  There are neither summary reports nor historical records that can be used to reconstruct (and evaluate) the implementation of annual work plans. 

As part of the validation workshop for this report, park staff and consultants prepared a matrix, which lists the various activities and operations for each program. Goals and indicators were established for each, which will facilitate continued monitoring of management effectiveness (see below). The matrix will be further developed and used for monitoring over the next several years of the project. It will be necessary to include these efforts in management planning.  

Sangay NP Management Plan Evaluation Matrix

	ACTIVITIES
	GOALS
	INDICATORS
	EXECUTION
	OBSERVATIONS

	PROGRAM 1
	
	
	
	

	Operation 1
	
	
	
	

	Activity 1
	
	
	
	

	Activity 2
	
	
	
	

	Activity 3
	
	
	
	

	Operation 2
	
	
	
	

	Activity 1
	
	
	
	

	Activity 2
	
	
	
	

	Activity n
	
	
	
	

	Operation n
	
	
	
	

	Activity 1
	
	
	
	

	Activity 2
	
	
	
	

	Activity n
	
	
	
	

	PROGRAM  n
	
	
	
	

	...
	
	
	
	

	...
	
	
	
	


OUTCOMES

Biodiversity Health Outcomes
How was the assessment done?

Although there are no focal management targets for the park, the Sangay Project has prepared a report on the identification of special management areas in Sangay and area of influence (Fundación Natura, 2002c). This report provides useful information for evaluating Biodiversity Health in the park.
Currently a research project underway (Sánchez et al., 2002) will study the spectacled bear as a focal target and analyze the quality of its habitat in Sangay. This work will facilitate the development of habitat availability models for this species. Data will be collected throughout the park. 

These studies are complementary and provide preliminary information concerning the biodiversity health in Sangay. Long-term studies including habitat status, population dynamics, and threats to key species such as the spectacled bear and the mountain tapir are needed. More studies like this would provide additional information on the impact of management in Sangay. 

Methodological recommendations

No methodological adaptations were made.

Gaps and responses
	Gaps
	Responses

	1. There is a need to integrate the results of the studies mentioned above within a methodology to assess biodiversity health.
	


Assessment of Threat Status
How was the assessment done?

Fundación Natura’s Sangay Project has prepared a report on the conservation status of the park and the identification of special areas for conservation efforts in the park and its buffer zone, which includes a threat and stakeholder analyses for the major issues confronting the park. It does not, however, include a detailed analysis of these issues, nor does it define individual strategies for each issue.
The study identified, classified and geographically located the stresses on Sangay and the zone of influence, as well as identifying the involved stakeholders (Fundación Natura, 2002c). The study followed TNC´s Planning for Site Conservation methodology (TNC, 2001). Additionally, threats were mapped individually and then integrated in an overall threats map using a geographic information system.

What were the results?

Five principal stresses were identified and mapped. Three clearly distinguishable threats were identified: inappropriate agricultural practices, inappropriate grazing activities, and deforestation, largely located in the zone of influence. The two additional stresses were: fishing and hunting, which received intermediate or low scores in all the landscape units studied, except Palora (zone of influence). In this area, uncontrolled fishing practices are followed, including the use of explosives to kill fish. 

Among the major causes for these stresses, the report cites: 

· the lack of knowledge of alternate sustainable production techniques, 

· high levels of poverty, 

· lack of environmental values in nearby communities, 

· market pressure for resources and 

· the construction of major public works. 

The results demonstrate that threat levels are lower towards the interior of the park. Only 0.02% of the area has very high threat level, and 11.08% has a high level of threats, which leaves most of the park without any threats. In the zone of influence, a much larger percentage of the area has been impacted. This is due largely to the presence of human populations at varying densities. Many of these threats are manageable, and recovery actions can be taken.

Interpretation of results

Efforts to reduce threats in Sangay should focus on those sites where threat levels are highest, such as in the Southern Andean, near the Guamote-Macas road, the Plazapamba and Culebrillas zones within the park, and the surrounding areas of Palora, Puyo, Huamboya (zone of influence) and the Andean zone. Efforts in these areas will impact positively on the conservation of natural resources, reducing fragmentation, loss of biodiversity and soil erosion.

Methodological recommendations

No methodological adaptations were made.

Achievement of management objectives
How was the assessment done?

The Sangay management plan proposed the identification of monitoring indicators and the establishment of a regular program of data collection covering the status of the park’s resources and changes in productive activities. Fundación Natura’s Sangay Project took on this recommendation and prepared a proposal for the park’s monitoring program, which is currently being implemented in coordination with Ministry of the Environment. 

The objective of the program is to monitor the status of the various components of the park and its zone of influence, thereby providing park administrators with a useful tool for decision-making. Current activities include: a) the generation of baseline data (social, economic and environmental) which can be periodically updated, b) development of a geographic information system that will function as the program’s database and c) design and implement procedures with the Ministry of the Environment and local communities to monitor the identified variables.

The information collected by the Social and Environmental Monitoring Program does pull together baseline information. It does not identify procedures to carry out a systematic monitoring and evaluation of key indicators to facilitate the evaluation of management activities.  
Methodology

The design and implementation of the monitoring program was based on the methodology outlined in “Evaluating Progress towards Sustainability” (IUCN and CIID, 1998), which reported on similar experiences in several developing countries in South America, Africa, and Asia. The methodology consists of five phases:

Phase I: Design: A group of indicators is selected for the development of baseline information covering the social, economic and ecological situation. This theoretical proposal was then compared to the type and quality of data available in the management plan.  The resulting indicators and themes were ranked; and the final proposal for indicators was defined, which led to the organization of the monitoring program. 
Phase II: Indicator validation and baseline data collection: A technical team (ETAPM-PNS) made up of staff from the Ministry of the Environment and Fundación Natura was formed to validate the indicators and to prepare a more detailed plan for the program. Baseline data was taken from specific research projects for each of the selected indicators. Some information has already been collected in relation land use and vegetation cover in the park, threat levels, socio-economic baseline information, and management efficiency of the park. 
Phase III: Implementation of the Monitoring Program: Data collection will be carried out continuously. A team of park rangers has been trained in data collection for the various monitoring sites. The data is inputted to the databases by Fundación Natura staff working on the Sangay Project. This information is linked to the geographic information system and is reported annually to the Ministry of the Environment in digital format (CD-Sangay). This also includes general information concerning the area and the Sangay Project. At the same time, progress reports will be made during the ETAPM-PNS meetings.
The participation of local communities in monitoring efforts has also been proposed. This would focus largely on the status of their natural surroundings and local socio-economic conditions. This process needs to strengthen and develop local monitoring capacity and prepare the communities for long-term involvement after the Sangay Project terminates. The process is expected to generate new themes and indicators, based upon local interests and community management needs. As they are identified, they will be incorporated in the program. 

Phase IV: Information Updates: Starting with the baseline data from the Monitoring Program, procedures will be established for the data measurement and processing for each variable, in light of their specific characteristics. It is expected that all the data will be updated at least once by the end of the project. Some indicators and themes will be measured annually, while others will be measured more frequently.

Phase V: Information Exchange: Since supporting decision-making concerning the management of the park is the objective of the monitoring program, information and management of the program will be progressively handed over to the Ministry of the Environment. The formation of the ETAPM-PNS team is one strategy for achieving this.  The Sangay-CD includes options to facilitate and personalize database use for organizing, integrating monitoring, and planning activities. In addition to providing access to updated information, it does not require other programs or extensive experience with geographic information systems or databases to use or distribute. 
What were the results?

Ten indicators were identified and grouped in three dimensions. The selected indicators follow below. 

· Dimension: Origin of resources

· Relative population of the main faunal species subject to hunting

· Annual rate of habitat loss 

· Overgrazing percentage for páramo pastures

· Family firewood consumption/month 

· Percentage of over used land 

· Water production/use ratio 

· Number of tourists/Tourist Carrying Capacity

· Dimension: Carbon Sinks

· Kg of CO2 sequestered and/or stored by the ecosystem

· Dimension: Life Support 

· Population dynamics for endangered species 

· Population dynamics for indicator species and habitat 

Organization of the Sangay Geographic Information System (SIG-Sangay)

One of the first exercises of the monitoring program was the collection and organization of the available information about the park in a geographic information system. Currently, the following products are now available:

· Base map (roads, hydrology, political divisions and elevation contours)

· Land-use and vegetation cover Map

· Resource Use & Conflict Map

· Map of current and planned infrastructure 

· Map of special conservation areas 

· Threat map

· Social indicators (at the parish level)

· Monitoring site map

Biological Database: This database was created to provide biological information to support management decisions in the area. This required the ability to produce a historical record of the changes that have occurred and their causes. This database was prepared with information obtained in rapid ecological evaluations, along with a species list prepared from several studies cited in the management plan (INEFAN, 1998). Specifically, the database covers the following variables: 
· Rapid Ecological Evaluations

· Geographic data

· Climatic data

· Macro-topography 

· Vegetation cover

· Actual land-use

· Biological distinctiveness 

· Substrate

· Vegetation

· Conservation Status

· Threats

· Species lists

· Mammals

· Birds

· Reptiles

· Amphibians

· Fish

· Vascular plants

This information has been geo-referenced and associated with the geographic information system for the area. As additional data becomes available, the database will be fed with information from future research efforts, rapid ecological assessments and field observations by Sangay staff and other institutions.

Training: A training program has started in ecological monitoring for Ministry of the Environment personnel. It includes rapid ecological evaluations, basic cartography, map and image interpretation, GPS use etc. 
Socio-economic Subsystem

Indicator Definition: The socio-economic subsystem has 3 dimensions and 11 indicators.
· Natural resource use has two themes: Productive activities and soil productivity.

· Knowledge and Behavior: This dimension has three themes: Environmental awareness and vision of the park, Community Organization and Gender Analysis. 

· Living Conditions: Monitoring will cover four themes; Poverty, Health, Infrastructure and Housing and Education.

Databases with indices and social indicators: A database has been created with indices and social indicators taken from the 1990 census covering the following themes: 
· Health, poverty, housing, basic infrastructure, and education indices.

· Indicators covering childhood mortality, school attendance, literacy, undernourishment, housing with floors, walls, indoors plumbing, etc. 

· Information on local organizations 

· Information on educational buildings in the area. 

This information is available at the parish level and has been inputted to the Sangay-GIS. The analyses will allow the identification of the social and environmental inter-relations of natural resource use in the area, as well as interpretive models concerning the causal relations that provoke biodiversity loss. In the future, historical analyses of social dynamics of the park and buffer zone will also be carried out. 

Management of Sangay NP

Management Efficiency Evaluation: As mentioned earlier, the Sangay Project carried out a new management efficiency evaluation of Sangay. The objective was to identify management strengths and weaknesses of the area and to orient the actions to improve its management. In the future, this study will also permit retrospective analyses to be done to evaluate the effectiveness of the actions now under implementation. 
Interpretation of results

Clearly this monitoring program has major links to the assessment of management effectiveness proposed through the EoH project - as with many of the other elements included in the report.






� Fundación Natura began the Project Sangay in 1997, it is one of the seven tropical forests portfolio projects of the WWF International (financed by the Netherlands Government. In 2001 the Sangay Project received additional support from the Netherlands Government through its Embassy in Ecuador.


� Same methodology as De Faría (1992).
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