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EXECUTIVESUMMARY(ABSTRACT)

The NationalSystem ofConservation Areas (Sistema Nacionalde Áreas de
Conservación,SINAC)ofCostaRicaisdividedinto169protectedwildareasand11
conservation areas, both terrestrial and marine, being the Guanacaste
ConservationArea(ÁreadeConservaciónGuanacaste,ACG)oneofthem andin
whichTheSantaRosaNationalPark(PNSR)islocated.

Historically,theSantaRosaNationalPark(PNSR),isoneofthemostimportant
areasofthecountrysinceitsCasonaanditsstonecorralswerethesceneofthe
BattleofSantaRosainMarch20,1856.ThebeachareacalledNaranjo,wasfor
manyyearsoneofthefarmsofSantaRosa,whosemainobjectiveswerethe
livestockproductionformeatandmilk,theextractionofsaltandwood.

In this area,ithas been tried to maintain the originalconditions,so that
improvementshaveneverbeenmade.However,duetothecreationoftheTourism
PlanofthisParkandtheuniquecombinationofbeach,trails,dryforest,mangrove
andothergeologicalformationsofinterest,thereisachangeinmentalitytolaunch
aproposalforanimprovementplanwhichwillexpandthetouristoptionsofthe
Parkandwillrenewthecampingfacilities.

Basedonthis,thefundamentalpurposeofthisresearchwastodeterminethe
feasibilityoftheimprovementsandiftheymeettheneedsoftourism.

Theprojectgeneralobjectivewastodevelopafeasibilitystudyontheexpansion
andqualityimprovementandthesustainabletourism servicesofferinthecamping
areaofNaranjoSiteintheSantaRosaNationalPark(CostaRica)todeterminethe
viabilityoftheproposal.Thespecificobjectiveswere:To carryoutamarket
analysistoidentifythecurrenttrendofthemarket,theprofileofvisitorsandthe
mainareasofinfluence,inadditiontoanalyzingsupply,demandandaSWOT
analysis;todevelopageneralanalysisofthecurrentsituationoftheSantaRosa
NationalPark,withemphasisonthelegal,environmentalandfinancialaspects;
createaScopeManagementPlantoensurethattheprojecthasallthework
requiredtocompleteitsuccessfully;establishaScheduleManagementPlanto
conductthecompletionoftheprojectontime;designaCostManagementPlanto
estimate,budgetandcontrolthecostsinsuchawaythattheprojectisexecuted
withtheapprovedbudget,notexceedingtheprojectbudget;developaQuality
Management Plan where the processes and activities that determine the
responsibilities,objectivesandqualitypoliciesaremanagedsothattheprojectis
executedsatisfactorily;produceaStakeholderManagementPlanthatseeksto
understandandevaluatestakeholderexpectationsandtheirimpactontheproject;
andfinally,implementaRiskManagementPlanwheretheprocessesrelatedto
managementplanning,identification,analysis,riskresponseplanning,aswellas
monitoring,controlandminimizationintheprojectaredeveloped;allofthisto
determinetheviabilityofthedescribedproposal.

Themethodologyusedforthisresearchwasmainlycontentanalysiswhichisa



xii

descriptivemethodology,thisisduetothefactthatadatacollectionandanalysis
processwasperformedthroughsurveys,interviewsandmarketanalysis,andthe
datawasanalyzedindetailforthedevelopmentofanoptimalsolutionthatmeets
theneedsoftheParkandthepreferencesofthemainvisitorsanditsworkers.

RegardingtheResultsChapter,itcanbeobservedthatthevisitorprofiledoesnot
makeanydistinctionwithregardtoage,includingallrangesanditshouldbenoted
thatvisitorswhoarenationalrepresent88% ofthetotal.Inrelationtothelegal
analysis,the legislation corresponding to the protected areas is presented,
highlightingtheactivitiesprohibitedaccordingtotheLaw ofServiceofNational
ParksNo6084.Withrespecttothefinancialanalysis,areviewoftheinvestments
ontheparkismadebasedontheinfrastructuretouristproposal,detailingits
distribution,plusanestimateofincome,beingin2017ofabout135,803,089.00
colones.From theScopeManagementPlanpointofview,itisworthhighlighting
thedevelopmentoftheProjectCharterinwhicheachofthefundamentaland
crucialaspectsofeveryProjectaredetailed.WithreferencetoCostManagement,
theprojectcostestimatestandsoutandthen,inregardtotheQualityManagement,
thequalityassurancematrixisincluded.RegardingtheStakeholdersManagement
section,theStakeholderRegisterwhichspecifiesthemaininterlocutorsandthe
Power/InfluenceMatrixareincluded.Finally,withregardtoRiskManagement,the
RiskRegisterisincluded,wheretheyareorderedbasedontheirprobabilityand
impact.

Itisexpectedthatwiththeproposedimprovements,thequalityoftheservices
offeredattheNaranjoBeachsitewillincreaseandconsequentlytheofferwillbe
moreattractiveforvisitors,thusimprovingthenumberofpeoplewhodecideto
discovertheattractionsofthePNSR.

Aftercarryingoutthestudies,itcanbeconcludedthattheproposedfeasibility
projectispositive,sothatimprovementsinthecampingareaareviableandare
consideredtobeenrichingforthetourism developmentofthePNSR.Duetolack
oftime,sixofthetenareasofknowledgeandthefirsttwogroupsofprocesses
havebeendeveloped,however,itisrecommendedtofinalizethecompletestudyto
makeamoreprecisedecision.ThePNSRpresentsanadvantageoussituationwith
thepresenceofboth,culturalandnaturalelements,protectingauniqueecosystem
suchasthedryforest.

As a main recommendation,the PNSR directive is advised to carryoutan
environmentalstudysinceitiscurrentlynon-existent,whichshouldbeupdated
annually,includingnotonlytheimpactthattheprojectwouldgenerate,butalsothe
recoverythattheenvironmentcouldhaveinthissite.

Inaddition,itisrecommendedthattheSINACBoardofDirectors,andespecially
the Ecotourism Program ofthe PNSR (ACG),implementthe methodology
established bythe PMBOK® Guide forfuture processesand approachesfor
improvementprojectswithinanASP.
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1INTRODUCTION

1.1Background

The SINAC is an institutional management system that integrates the

competenciesinforestry,wildlife,watersystemsandprotectedwildareas,ofthe

MinistryofEnvironmentandEnergy(MinisteriodeAmbienteyEnergía,MINAE),to

establishpolicies,planandexecuteprocessesorientedinachievingsustainability

inthemanagementofCostaRicanaturalresources.

Itisdividedinto11conservationareas,terrestrialandmarine(Figure1)and169

protected wild areas (ASP)underdifferentmanagementcategories;such as

nationalparks,biologicalreserves,wildlife refuges,protection areas,national

monumentsandforestreserves.

Figure1.ConservationAreasofCostaRica(ACG,2014)
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Additionally,26.5%ofthislandareaisfoundin166ASPs(Figure2)corresponding

todifferentcategoriesofprotection,inwhichtherearehigherlevelsofrestriction

to human activities,in orderto conserve biodiversityand naturalresources.

Figure2.ProtectedWildernessAreasofCostaRica(ACG,2014)

Oneofthe11conservationareasistheGuanacasteConservationArea(ACG),

locatedintheSantaRosaNationalPark(Figure3),whichisfoundontheSanta

ElenaPeninsula,specificallyinthecantonsofLaCruzandLiberia.Thisparkis

integratedbythezonesofSantaRosa,SantaElena,MurciélagoandtheMarine

Zone.
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Figure3.SantaRosaNationalParkMap(Medina,2003)

ThehistoryoftheNationalParkdatesbacktoJuly1st1966,whenLaCasonaof

SantaRosawasstatedaNationalMonument,includingsome1,000hectares

surroundingthesite.Historically,SantaRosaNationalParkhasbeenoneofthe

mostimportantareasofthecountry,sinceLaCasonaandthestonecorralswere

thesceneofthegreatestnationalheroicact:theBattleofSantaRosaonMarch

20th1856.

In1971,itwasdeclaredaNationalPark,increasingitsareatomorethan10,000
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hectares.Lateritwasexpandedindifferentstages,reachingintheyear2000the

current81,000hectaresofroughextension,ofwhich42,465hectaresaremarine

and38,674areterrestrial.

TheparkislocatedinwhatisknownastheDryPacific,andhasspecialimportance

duetotheprotectionandrecoveryitsupposesforthehabitatsunderthisclimate.

InSantaRosathereareabouttendifferenthabitats,amongthem:deciduous

forests,holm oakforests,evergreenforests,mangroves,swamps,riverineforests,

shrubforests,vegetationofbeachesandgrasslandsorsavannahs.

ThebeachofNaranjo,whichhas7km.ofextension,islocated12km.awayfrom

theadministrativeareaof​​SantaRosaNationalPark.Inthisareaitcanbeidentified

differentformations such as mangroves,dry forests,estuaries,which have

numerousspeciesoffauna,suchasturtles,raccoons,deer,jaguars,crocodilesand

manyspeciesofbirds.Thisbeach,apartfrom thegreatscenicbeautyitpresents,

plays a fundamentalrole in the spawning ofsea turtles such as olive and

leatherbackturtles.

Duetoitstraditionandeagernesstomaintaintheessenceoftheplace,itwasn’t

untiltheyear2016whenaTourism PlanofSantaRosawascreatedandwithitthe

possibilityofimprovingtheareaandofferingaqualityservicetoitsvisitors.

The proposed feasibility study willpursue to determine the practicality of

developinganImprovementPlanfortheNaranjositeinordertocreatebetter

facilitiesandbringabetterservicetothevisitor.Thestudywillseektoanalyzethe

optionsofsuccessoftheproposalattendingtothesocial,legalandeconomicpart.

1.2Problem Statement

The Santa Rosa NationalPark beach area has traditionallybeen pledged to

maintainingtheoriginalconditionsoftheenvironment,soimprovementshave

neverbeenmade.Despitethelargenumberofvisitorswhodecidetoenjoythe

SantaRosaNationalPark,fewarethosewhoentrythebeacharea,duetothelack

ofadequatefacilitiesinthisspace;wastingthiswayalandscapeofuniquebeauty

inCostaRica.Therefore,theincomesfrom reservationsofvisitorswhospendthe

nightatthecampsitearescarce.

However,thankstothecreationofaParkTourism Plan,thereisamindsetof

changeandenthusiasm tolaunchanewprojectthatincreasestourism optionsin

thearea.Thatiswhy,theproposalofaplantoimprovetheNaranjosite,seeksto
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providebetterqualityconditionstoitsvisitorsandofficialsinthecampingarea,

andachieveagreaterflowofvisitorstothiszone.Withthehelpofdifferentstudies,

itwillbeanalyzedifitisfeasibletoproposeanimprovementplanforthebeach

areaofSantaRosaNationalPark.

1.3Purpose

Considering the stages ofprojectmanagement,the feasibility study should

concludewithaproposaltosuggesttheabandonment,immediateapplicationor

postponementoftheenhancementplan.

Theproposedprojectwillbebasedonthefollowingthreestagesofafeasibility

study:

1.Determinetheprofileoftheproject:Preliminarystageoftheinvestigation

which seeks to determine ifthere are reasons to justify its immediate

abandonmentbeforegoingdeeperintothestudy.

2.Prefeasibility:Intermediatestagewherethecostsandbenefitsoftheproject

areprojectedinapreviouslydefinedevaluation.Itisbasedoninformation

from externalsources.

3.Feasibility:Deeperstagethatcompletesandshowstheinformationusedin

theevaluation,basedonprimarysources.

Thefeasibilitystudywillhaveaneconomic,legalandsocialanalysis.Themarket

analysiswillprovideaccuraterealinformationinordertomakesoliddecisionsand

solvepotentialproblemswithagreaterlevelofsuccess.Atthesametimeitwill

helpdefiningthecharacteristicsoftheclientandtheirmainpreferences,thus

being able to respond and adaptto them in a more professionalway.This

economicanalysiswillevaluatetherelationshipbetweenthecostsandbenefits

associatedwiththeprojectinordertoevaluateitsprofitabilityandthusdetermine

ifitisworthundertakingtheprojector,onthecontrary,itshouldbestopped.The

objectiveofthelegalanalysiswillbetodefinetheregulations,rights,limitations

andpermitsrequiredinrelationtotheprotectedareasandnationalparksofthe

country.

Finally,thesocialanalysispertainingtothedemandanalysiswillhelptodefinethe

profileofvisitorsandworkersofthepark,theirconditionsandpreferences,and

therebyseeksthebestwaytoperform theplansothatitiswellreceived.Withall

this,thefeasibilityontheestablishmentoftheimprovementplanproposedinthe
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NaranjositeofSantaRosaNationalPark(CostaRica)willbevalidated.

1.4Generalobjective

Theprojectgeneralobjectivewastodevelopafeasibilitystudyontheexpansion

andqualityimprovementandthesustainabletourism servicesofferinthecamping

areaofNaranjoSiteintheSantaRosaNationalPark(CostaRica)todeterminethe

viabilityoftheproposal.

1.5Specificobjectives

1.Perform amarketanalysistoknowtheprofileofthevisitor,interestsandtheir

areasofinfluence,whichinclude:

1.1.Analysisofthesupply

1.2.Demandanalysis

1.3.SWOTanalysis

2.Perform ageneralanalysisofthecurrentsituationofthePNSR,subdividingit

into:

2.1.Analysisofthesupply

2.2.Demandanalysis

2.3.SWOTanalysis

3.CreateaScopeManagementPlantodefineandcontrolwhatisandwhatisnot

includedintheproject,ensuringthatallworknecessarytocompletetheproject

successfullyhasbeenconsidered.

4.EstablishaScheduleManagementPlantomanagethecompletionoftheproject

ontime.

5.DesignaCostManagementPlantoestimate,budgetandcontrolcostsinsucha

waythattheprojectisexecutedwiththeapprovedfunds,soasnottoexceedthe

estimateoftheproject.

6.DevelopaQualityManagementPlanwheretheprocessesandactivitiesthat

determineresponsibilities,objectivesandqualitypoliciesaremanagedsothatthe

projectisexecutedsatisfactorily.

7.Produce a Stakeholder Management Plan that identifies and evaluates

stakeholderexpectationsandtheirimpactontheproject.

8.Implementa Risk ManagementPlan where the processes related to the

identification,analysis,response planning,aswellasmonitoring,controland
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minimizationoftheprojectaredeveloped.
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2THEORETICALFRAMEWORK

TheACGislocatednorthwestofCostaRica.Theaccesstotheadministrativearea,

intheSantaRosaRegion,islocated35km northwestofthecityofLiberiaor24km

southofthecityofLaCruz,followingtheInter-AmericanHighway.

ItiscomposedoftheNationalParks:SantaRosa,GuanacasteandRincóndela

Vieja;inadditiontotheHorizontesForestryExperimentalStationandtheJunquillal

BayWildlifeRefuge.

Figure4.ZonesofACG(ACG,2014)

In1986,atthebeginningoftheprojectthatestablishedwhattheACGisnow,a

nationaland internationalcampaign was developed to obtain the necessary

economic resources,in orderto implementa new modelofadministrative

managementofwildareaswhosepurposewastoguaranteetheconservationof

biodiversitythroughitsnon-destructiveusebysociety.Inaddition,thepreservation

ofnaturalareasintheACG,hasallowedareasdeforestedduetoagricultureand

livestocktobegraduallycoveredbytheforest.

This strategy allowed to obtain differentdonations from non-governmental

organizations,nationalandforeigninstitutions,andvolunteers,whowiththeirhelp

contributed to the developmentofthe administrative structure,the technical

programsandthegeographicalconsolidationofthearea.
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Currently,someofthemostimportantdonorsarethefollowing:

oTheyieldsofthePatrimonialFund:acertainamountofeconomicresources

from specificdonationshasbeenmaintainedsince1992inabanktrust,called

ACG'sPatrimonialFund.

oSpecificdonations:Thesecanbeeconomicdonationsortechnicaladvice

thatvaryinform andcontent.

oIncomegeneratedbyServices:IncludesincomegeneratedbytheACGforthe

saleorprovisionofservicessuchas:accommodationanduseofbiological

stationsbytourists,researchers,courses,ticketsanduseofcampingareas.

oSINACFunds:Aspartofthedecentralizationandtheallocationofeconomic

resources,SINACassignedtotheConservationAreasthefundscomingfrom

theformerDirectorateofNationalParks,theGeneralForestDirectorateand

theWildlifeDirectorate.

Atpresent,theACG has105employees,ofwhich12workintheSantaRosa

NationalParkandonlytwoworkdirectlyatPlayaNaranjoSite.

Inaddition,thetouristflowintheACGhasbeengrowinginthelast16years,this

requiresaspecialattentiontotheconstantdemandforinfrastructurebyandfor

thetouristservice,and thecomplementaryservicesnecessaryto controlthe

touristactivityinordertoavoiddamagetotheenvironment.

During2016,ACGconcentrated6% ofallvisitorsregisterednationallybySINAC.

Therefore,the diversification ofthe touristofferand the investmentforthe

operationofservicestotheuserisalatentneedduetothegrowthofthedemand-

InPNSRthedemandofforeignershasexperiencedarelativedecrease,8%since

2000,withrespecttothedemandofnationals.

Finally,during2016,thehighestconcentrationoftourism wasreducedtotwo

registrationpoints,ofwhichSantaRosareceived26%.Thissituationrequiresa

greaternumberofpersonnelforcustomerservice.
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Figure5.Historicalbehaviorofthesegmentsofnationalandforeignvisitorswho
enteredtheGuanacasteConservationArea(ACG)duringtheperiod2000-2016
(Ecoturism Program,2014).

ThePNSR hasmaintainedanirregularbehaviourofdemand,characterizedby
abruptchangesinthenumberofregisteredvisitorseachyearwithinterannual
decreasesinnineoftheseventeenyearsofstudy.

Figure6.NumberofvisitorswhoenteredSantaRosaNationalParkduringthe
period2000-2016(Ecoturism program,2016)
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Figure7.NumberofvisitorswhoenteredinGuanacasteConservationArea(ACG)
duringtheperiod2000-2016(Ecoturism program,2016)

Finally,thegroupofstudents,volunteersandresearchersvisitingtheACGshould

notbeforgotten.

Theflow ofallgroupsofpeoplewhovisitthePNSR,generatesaconsiderable

annualincome.Inadditiontoadmissionrevenuesorentrancefeestothepark,the

PNSRreceivesincomesfrom theresearchandaccommodationcenter;camping

areasandentrancesinthemarinezonefordifferentactivities,suchassurfingor

diving.

InFigure8,theestimatedrevenuesthattheparkcouldhaveinthecomingyears

areforecasted,takingintoaccountthefiguresofthefinancialanalysisoftheACG.

Itisexpectedinthenearfuture,thePNSRwillbeself-sustainableandabletocover

thepaymentoftheinvestmentswiththeincomethatitgenerates.
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Figure8.IncomeforecastforSantaRosaNationalPark,from 2012to2026.InUS
dollars(Reyes,2013)

Itshouldbetakenintoaccountthatthisstudywasperformedin2013andsince

thefigureshavebeenmodified,thegraphwillbeused onlyto estimatethe

behaviorandtrendinthecomingyears,highlightingtherelevanceofthePNSRasa

touristattraction.

Thisgraphshowshow ithasbeenestimatedthatthebenefitsofthePNSRwill

increasefrom US$376,620generatedin2012toUS$727,090in2026,basedon

differentassumptions.Withthesedata,itisclearthatthePNSRisanattractionfor

tourists,researchersandcollaboratorsalike.

ItisexpectedthattheimprovementsinthefacilitiesoftheNaranjositeatthe

PNSRbeachwillimprovetheflow ofthesegroupsofvisitorsandwillgenerate

greaterbenefitswhileimprovingtheexperiencelivedbythem,facilitatingtheirstay

inauniqueandincredibleareaofCostaRica.Tomaketheincomesforecast,

certainassumptionswereused,detailedbelow:

oThegrowthofincomefrom thesaleofticketstothePNSRisestimated

basedontheaveragegrowthofvisitsbetween2008and2012,whichwas

calculatedat4%.

oTocalculatetheincomegrowthfortheSantaRosaShelter,basedona

currentoccupationof47.7%peryear,itisexpectedthatwiththeIDB-Tourism

Project,70%in2014and80%asof2015willbereached.Forthis,thePark

wouldimplementapromotionstrategywithnationalandforeignuniversitiesin

ordertoincreasethedemandfortheservicesofferedbytheparkinresearch

Researchandhostingcenter Campingareas Admissionticketsales
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activities.

oThePNSRhasacapacityinthecampingareasofPlayaNaranjo,SantaRosa

andMurcielagoof330people.Theprojectaimstoimproveandpromote

campingareas,withthegoalofmovingfrom 12campersperdayto264

campersinhighseason(DecembertoMay),whichimpliesan80%increasein

occupancystartingin2017.Inthewinteranoccupationof20% isexpected,

whichimplies66campersperday.

oTheexchangerateusedis514.32colones/usd,whichcorrespondstothe

exchangerateonDecember31,2012.

o2012isusedasthebaseyearfortheincomesforecastforaperiodof15

years(2012-2026).

oIn2012,thePNSRgeneratedUS$376,620foradmissiontolandandsea,

lodging and camping (Figure8).However,depending ontheassumptions

indicatedabove,itisforecastedtheparkcouldgeneraterevenuesofuptoUS

$727,090in2026.

2.1Company/Enterpriseframework

ThisfeasibilitystudywillbeperformedwiththesupportofMarcoBustos,an

officialoftheEcotourism Program ofthePNSRandresponsiblefortheprojectsat

theNaranjoBeachSite.BustoswillbethepersonofdirectcontactwiththeACG

andthePNSRinadditiontothetechnicaladviser.

2.1.1Company/Enterprisebackground

In1986,theGuanacasteNationalParkProject,titled:EcologicalandBiocultural

RestorationoftheDryForest,began,initiatingadynamicandpracticalprocessto

implementapilotexperimentalmodelofAreaintheadministration,management,

understandingandconservationofnature,throughitsdirectincorporationinto

localandregionalsociety.Thisprojectwasbasedontheaccumulatedexperience

ofmorethan20yearsofafullycentralizedNationalConservationSystem inSan

José,capitalofthecountry.Itisregulatedinfunctionsandresponsibilities;hasa

minimum budget;human resources,training and little Professionalization of

workersinthedifferentactivities.Therewasalackofknowledgetostimulatethe
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developmentoftheAreasandevenworse,therewasacontextinwhichthepriority

oftheeffortswasmainlyfocusedonadministrationandprotectionactivities.

WiththePilotProject,itwasintendedtomakearadicalchangeinthemanagement

ofthecountrybiodiversityandintheadministrationofstateassets;seekingthe

decentralizationofdecisionsfrom thecapitaltotheregion,incorporatingCivil

Societyin the managementofthe area and promoting autonomyin making

technical,administrativeandfinancialdecisions.

Atthebeginningofthissocialandadministrative"experiment",thesupportofthe

different"political,scientificandsocialforces"wasduetothefactthattheysawin

this PilotProject,the opportunity to create an administrative structure,a

philosophy,a thought,a sense ofidentity with the region and a modelin

continuousevolutionthatdoesnotstagnateinrigidadministrativeaspects.The

keyelementsoughtinthis"experiment"wastocreateamanagementmodeldriven

bytheexperienceobtainedintheprocessundertheslogan:"Learningbydoing".

2.1.2Missionandvisionstatements

oMission:Torestoreandpreserveinperpetuityacompleteecosystem of

tropicaldryforestanditsassociatedecosystemsofrainforest,cloudforest

andcoastalmarine;throughtheintegrationoflocal,nationalandinternational

societyinitsbiodevelopment(ACG,2014).

oVision:Toknow,conserve,restore,manageandusethebiodiversityofthe

ACGinasustainablewaybythedifferentsocialactors,integratingeffortsfor

thefairandequitableenjoymentofthebenefitsderivedfrom itssustainable

use,toensureandimprovethequalityoflifeoftheinhabitantsoftheregion.

(ACG,2014).

Inthisdocument,wewillcontinuewiththeideasofbothmissionandvisionofthe

ACG,since theyare going to propose improvements thatmaintain the park

philosophyandpreserveitssustainabilityaspects.
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2.1.3Organizationalstructure

Figure9.OrganizationalStructureoftheGuanacasteConservationArea(ACG,
2014)

InthedevelopmentoftheorganizationalstructureoftheACG,thestartingpoint

wastheincorporationoflocalcivilsocietyintheconservation,managementand

administrationoftheregionbiodiversity.Withthis,thephilosophicalvisionofthe

ACGhasbeenemphasized,whichclaimsthatconservationoftropicalbiodiversity

isbasedontheparticipationofcommunities.Morethan80%ofACGofficialsare

neighborsoflocalcommunities,andofthetotal,approximately45% arewomen,

which representsauniquecasein themanagementand administration ofa

wildernessareainCostaRica.TheOrganizationoftheGuanacasteConservation

Area(ACG)iscomposedoftheGeneralManagement,whichinturniscomposedof

theTechnicalCommittee,theLocalCouncil,theDepartments,theSectionsandthe

TechnicalPrograms.Around105ofitsworkersarepermanentmembersandan

averageof30areindirectemployees,whethertheyareresearchassistantsor

temporaryworkersofthePrograms.

The Managementofthe ACG is composed ofa generaldirectorand three

responsible coordinators in the field ofEcodevelopment,Managementand

RestorationandForestry.TheGeneralManagementisresponsibleforensuringthe

technical,administrativeand economicfunctioning ofthedifferentPrograms,

SectionsandDepartmentsthatmakeuptheACG,promotingthedevelopmentof

theseinanintegratedmannerandorientedtotheobjectivesandgoalsoftheArea.
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TheCouncilismadeupofrepresentativesofdevelopmentassociationsfrom

differentcommunities,governmentinstitutions,privatecompanies/institutionsand

people/organizedgroupsfrom theregionadjacenttotheACG,whodeveloptheir

differentactivities in the Agroscape Area.The councilis composed ofnine

memberselectedinanannualmeeting.Itsresponsibilityliesintheapproval,

coordination,support,monitoring and consultation ofthe strategies,plans,

programsandbudgetsoftheACG.

TheTechnicalCommitteeisrepresentedbytheDirectionandtheCoordinatorsof

Programs,Departments,SectionsandtheLocalCouncil.Itisagroupofdiscussion

andanalysisofglobalproblemsorsituationsthatinonewayoranotheraffectthe

technicalandoperationalmanagementoftheACG;Inaddition,itisagroupof

informationonreceptionanddisseminationoftheothermembersoftheArea.

2.1.4Productsoffered

Accordingtotheevaluationperformedthroughfieldtripsinconjunctionwiththe

staffoftheACGEcotourism Program andbasedontheresultsoftheworkshops

heldwithofficialsandactorsofthetourism activity,thepotentialattractionsofthe

PNSRarethefollowing:

oDryforest:In its currentcondition,itcan be considered an attraction

promotedasanexperiencefortourists,involvingitsnaturalhistoryandthe

characteristicaspectsitpossesses.

oProgrammedEvents:DevelopmentofscheduledeventsinthePNSRfacilities

thatincorporate the biological,historicaland culturalimportance ofthe

provinceofGuanacaste.

oHistoricaltour(dramatization):ThehistoricalcomponentofSantaRosais

oneofthemainattractionsfortourists;especiallynationaltourists,which

couldberenewedasadramatizedtour,givingaddedvaluetotheCasonaof

SantaRosaandtheHeroesMonumentandrescuingthehistoricalandcultural

aspectsoftheBattleofSantaRosain1856.

oIntegrationofattractionsandresources:theintegrationofattractionscan

helptheactivationofthelocaleconomyandcanreducetheweightgenerated

bytourism activitywithintheAEP,soitisproposedtocreatetourism products
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andexperiencesthatlinktheproposedinitiatives.

2.2ProjectManagementConcepts

2.2.1Project

ThePMBOK® Guidedefinesaprojectas"Atemporaryefforttocreateaunique

product,serviceorresult"(PMBOK®5thEdition,2013).

Awell-formulatedprojectshouldanswerthesequestions:

1.What(doyouwanttodo)?NatureoftheProject.

2.Whatfor?Objectivesandpurposes.

3.Where?Physicallocationoftheproject.

4.Why?Originandfoundation.

5.Howmuch?Goals.

6.How?Activitiesandtasks,methodology.

7.When?Timeline.

8.Towhom?Audience.

9.Who?HumanResources.

10.Withwhat?Materialresources.

11.Withwhat?Financialresources.

Theprojectshavecertaincharacteristicsthataresummarizedbelow:

oTheyhaveatimelimit,thatis,theyarefinite,withadefinitebeginningand

end.

oConstituteaminimum managementunit,headedbyaprojectmanagerwho

coordinatesitsvariousstages.

oTheyleadtonon-repetitivechanges,therearenoequalprojects.

oTheyareinstrumentsofchange.

oCreateproductsorservicesthatarequantifiableandthatcanbeafinished

item oracomponent.

Projectsareawayoforganizingactivitiesthatcannotbeaddressedwithinthe

normaloperatinglimitsoftheorganization.Ingeneral,theyaretheresultofa

marketdemand,anorganizationneed,aclientrequest,atechnologicaladvanceor

alegalrequirement,amongothers.Inthecaseofthisfeasibilitystudy,thisisa

short-term projectaimedatmakingadecisiononwhetherornottheimprovement

oftheservicesofthePNSRbeachsitecanbedevelopedinapositiveinvestment
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scenario.Theachievementsofthisstudycanhavegreatbenefitsforallinvolved.

BothACGofficialsandresearchersaswellasvisitors,willbenefitfrom improved

facilities and betterquality service.These improvements willprovide new

opportunitiestothePNSR,improvingtheflow ofvisitorstothebeacharea,thus

achievingacompleteexperienceandincreasingtherevenuesofthePark.

2.2.2Projectmanagement

According to thePMBOK® Guide,ProjectManagementisthe"application of

knowledge,skills,toolsandtechniquestoprojectactivitiesthatmeettheproject

requirements",and was performed through a meticulous application and

incorporation of"47 projectmanagementprocesses"Logically grouped and

classifiedintofivegroupsofprocesses"(PMI,2013).

Detailed knowledge ofthese practices becomes necessary to turn into a

professionalprojectmanager.Projectmanagementoffersauniqueapproachin

theform ofobjectives,resourcesandscheduleforeachproject.Thevalueofthis

approachisdemonstratedbytherapidglobalgrowthofprojectmanagement.

Theprojectmanagementactivitiesinvolvedinthefeasibilitystudyareaimedat

guaranteeingthattheprojectiscompletedandallitsobjectivesareachieved,while

thetime,cost,scopeandqualitylimitationsareexceeding.

2.2.3Projectlifecycle

Theprojectlifecycleservestodefinethebeginningandendofit.Itisamodelof

analysisoftheevolutiontrendofsalesfrom itslaunchinthemarketuntilits

withdrawal,which determines and defines a setofconsecutive stages with

specificcharacteristicsthatallow toanalyzethedifferentconditionsthroughout

theperiodinwhichtheproductremainsactiveinthemarket.

Thebesttimetolaunchanew productshouldbebasedontheanalysisofthe

market,zone,competition,technology,capacityand manyotheraspectsthat

determine,apriori,thesuitabilityofthatmoment.

Inaddition,thedefinitionofthelifecycledetermineswhattransitoryactionsshould

beincludedinthefinalizationoftheproject.

Theprojectlifecyclegenerallydefines:

oThetechnicalworksthatmustbeperformedineachphase.

oWhen the deliverables mustbe generated in each phase and how each
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deliverableproductisreviewed,verifiedandvalidated.

oWhoshouldbeinvolvedineachphase.

oHowtocontrolandapproveeachphase.

Theprojectlifecyclewillhelptheprojectmanagertodeterminewhethertotreat

the feasibilitystudyas the firstphase ofthe projectoras a separate and

independentproject.Inthiscase,thefeasibilitystudywillbeperformedinthe

initiationphase,wherethekeyquestionsaboutwhetherornottocontinuewiththe

projectwillberesolved.Then,theplanningstagewillbegin,inwhichthefeasibility

proposalwillbedevelopedandthenecessarystepswillbefollowedtomeetthe

requiredobjectives.Afterthat,intheexecutionphase,theactionplanwillbe

launchedandtheobjectiveswillbeestablished.Finally,intheclosingphase,the

finaldocumentisdeliveredtotheclient,inthiscasetheSINAC.

2.2.4Projectmanagementprocesses

ThePMBOK® Guidedescribesthemanagementofprocessesintermsoftheir

componentprocessesandtheirinteractions,inordertoemphasizetheimportance

ofintegration.Itisunderstoodasaprocess,aseriesofactionsthatgivearesult.

Theprocessesofaprojectaredevelopedbypeopleandaregenerallyclassifiedas

projectmanagementprocessesorproduct-orientedprocesses.

Themostcommonlyusedprojectmanagementprocessesare:initiation,whereit

isrecognizedthataprojectoraphasemustbegin;theplanningprocess,inwhicha

feasibleschemeismaintainedtomeettheneedsofbusinesswithwhichthe

projectmustdeal;theexecutionprocess,wherepeopleandotherresourcesare

coordinatedtoperform theplanandthenthecontrolandmonitoringprocess,in

whichitisensuredthattheobjectivesarebeingmetthroughmonitoringand

progressivemeasurement,takingcorrectiveactionswhennecessary;andfinally,

theclosingprocess,throughwhichtheacceptanceoftheprojectisformalized.

Inthecaseofthefeasibilitystudy,itwillbeperformedintheinitiationprocessto

determineiftheprojectisfeasiblebeforespendingresourcesonit.Thepurposeof

conductingafeasibilitystudyatthisstageistodeterminewhetherornotthe

proposalwillbereceivedbytheintendedaudienceand,ingeneral,todecideifit

makessense.
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2.2.5ProjectManagementKnowledgeAreas

Eachoftheactivitiesrequiredforprojectmanagementiswithinoneofthe10

areasofknowledgedefinedbytheProjectManagementInstitute(PMI).Thesetof

knowledgeisrecognizedasasetofgoodpracticesinprojectmanagement,which

meansthattheyareapplicabletomostprocessesandthattheirapplicationcan

contributetoincreasingthechancesofsuccessofawidevarietyofprojects.

Thesixareasofknowledgedevelopedinthisfeasibilityprojectare:

oProjectscopemanagement:definesandcontrolswhatisincludedandwhat

isnotintheproject.Thedeliverablesforthisareaof​​knowledgeare:theScope

Statement,RequirementsDocumentation,RequirementsTraceabilityMatrix,

WBS,WBSDictionaryandChangeRequests.

oScheduleManagement:ensuresthattheprojectiscompletedontime.The

expecteddeliverablesaretheScheduleandtheScheduleBaseline.

oCost management: ensures that the project is within budget. The

deliverablesforthisareaofknowledgeare:BudgetandCostBaseline.

oQualitymanagement:ensuresthatalltheresourcesneededtoexecutethe

projectsatisfactorilyareavailablesuccessfully.Thedeliverablewillbethe

VerificationChecklist,CostBenefitAnalysis,CauseandEffectDiagram.

oStakeholders Management: knows and evaluates the stakeholders

expectationsandtheirimpactontheproject.Thedeliverablesare:Stakeholder

RegistrationandChangeRequests.

oRiskmanagement:detailstheprocessthatwillbeusedintheprojectto

managetherisk.Thedeliverableis:Riskmatrix.

Theotherfourareasofknowledgehavenotbeendevelopedduetolackoftime,

butitisrecommendedthatforamorepreciseanalysistheybecarriedout.

Theprojectmanagermusthavethemostpossibledetailedknowledgeofeachof

theaforementionedareas,bothinthetheoreticalandpracticalaspectsrelatedto

processes,techniquesandtools.
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Figure10.Knowledgeareasstudiedintheproject(Owndevelopment)
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3METHODOLOGICALFRAMEWORK

3.1Informationsources

Informationsourcesarethedifferenttypesofdocumentsthatcontainusefuldata

tosatisfyademandforinformationorknowledge.Knowing,distinguishingand

selectingthecorrectsourcesofinformationfortheworkthatisdoneispartofthe

researchprocess.

3.1.1Primary

Themaininformationsourcescontainnew andoriginalinformation,theresultof

anintellectualwork.Theyaremaindocuments:books,scientificandentertainment

magazines,newspapers,officialdocumentsofpublicinstitutions,technicaland

researchreportsfrom publicorprivateinstitutions,patents,technicalstandards.

Themainsourcesofprimaryinformationthatwillbeusedforthefeasibilitystudy

areinterviews,surveys,ACGrecords,PMBOK® Guide,annualreportsoftheACG

andnotesoftheMasterinProjectManagement(MPM).

3.1.2Secondarysources

Sources ofsecondary information contain organized,elaborated information,

productofanalysis,extractionorreorganizationthatreferstooriginalprimary

documents.Theyaresecondarysources:encyclopedias,anthologies,websites,

biographies,observation,booksorarticlesrelatedtootherworksorinvestigations.

Thesecondarysourcesofinformationusedinthefeasibilitystudyarewebsites,

articles,booksandblogs.
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Chart1.Informationresourcesused(Owndevelopment)
Objectives InformationResources

Primary Secondary

1
Perform amarketanalysistoidentifythe
currentmarkettrend,profileofvisitors,
interestsandareaof​​influence.

Interview,
questionnaires, MPM
course notes,register
control and annual
reportsoftheACGand
SINAC

Online research,
analysisofhistorical
informationofACG.

2
Executeageneralanalysisofthecurrent
situationofthePNSR.

Interview,
questionnaires, MPM
course notes,register
control and annual
reportsoftheACGand
SINAC

Online research,
analysisofhistorical
informationofACG.

3

Create a Scope Management Plan to
defineandcontrolwhatisincludedand
what is not included in the project,
ensuring that all work necessary to
completetheprojectsucessfullyhasbeen
considered.

Interviews with those
responsible for
research,development
and quality on the
expected need ofthe
Project and the
expectedresults.

Historical
information, web
pages and related
articles.

4
EstablishaScheduleManagementPlanto
managethecompletionoftheprojecton
time.

Interviews with the
manager of the
Ecotourism Program.

Review of previous
projects.

5

Design a Cost Management Plan to
estimate,budgetandcontrolcostsinsuch
awaythattheprojectisexecutedwiththe
approvedbudget,soasnottoexceedthe
budgetoftheproject.

Interviews with the
manager of
Ecotourism and the
personinchargeofthe
financial part of
SINAC.

Historical cost
information,reviewof
projectsdevelopedin
the ACG, online
research.

6

Develop a Quality Management Plan
wheretheprocessesand activitiesthat
determineresponsibilities,objectivesand
qualitypoliciesaremanagedsothatthe
projectisexecutedsatisfactorily.

Interviews with the
manager of the
Ecotourism Program.
Surveys to visitors of
the parameters
requiredbytheProject.

Checkwebpagesof
builders,comparison
ofmaterials.

7

ProduceaStakeholderManagementPlan
thatidentifiesandevaluatesstakeholder
expectations and their impact on the
project.

Meetings with the
projectteam,incharge
of the Ecotourism
Program, ACG and
SINACtodetermineby
expertjudgmentwho
are the groups of
interestandtheimpact
they generate in the
Project.

Investigation of
similar projects,
consultation in web
pages, analysis of
historical
information.

8

Implement a Risk Management Plan
where the processes related to the
identification,analysis,responseplanning,
as well as monitoring, control and
minimizationoftheprojectaredeveloped.

Interviews with the
manager of the
Ecotourism Program.

Online research,
study of the
associations related
totheprojectinthe
areasofinfluence.
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3.2Researchmethods

Method is known as a modelresponsible forfollowing the methodological

procedures ofan investigation.This in turn studies,analyzes,reviews and

processes the mostimportantand concrete aspects ofthe method thatis

implementedineachinvestigation.

Although,themethodologyisaseriesofstepstofollowthatareusedtoreacha

common goalorthe resolution ofsomething,itis also responsible forthe

description,analysisandscientificevaluationoftheresearchmethods;Inturn,itis

theinstrumenttolinkthesubjectwiththeobject,sincewithoutthisitisalmost

impossibletoendupwiththelogicthatleadstoscientificknowledge(González

Torreblanca,2011).

Thechoiceofresearchmethodiscrucialfortheconclusionsthatcanbemade

aboutaphenomenon.Itaffectswhatissaidaboutthecauseandthefactorsthat

influencethephenomenon.

Itisalsoimportanttochoosearesearchmethodwithinthelimitsofwhatthe

researchercando.Thetimeline,cost,feasibility,ethicsandavailabilitytomeasure

thephenomenoncorrectlyareexamplesofproblemsthatlimitresearch.

Aspartoftheselectionprocesstodefinetheroute,andreachtheproposedgoal,

thedifferenttypesofresearchmethodswillbedescribed,relatingthem tothe

specificobjectivesinChart2.

3.2.1Analytical-Syntheticmethod

"Theanalysishandlesjudgments".Thesynthesisconsiderstheobjectsasawhole.

Themethodusedbyanalysisandsynthesisconsistsinseparatingtheobjectof

studyintotwopartsand,onceitsessenceisunderstood,constructingawhole.

Thesyntheticmethodistheoneusedinalltheexperimentalsciencessinceby

meansofthisthegeneralizinglawsareextracted,andtheanalyticistheprocess

derivedfrom theknowledgefrom thelaws.Thesynthesisgeneratesasuperior

knowledgewhenaddinganewknowledgethatwasnotinthepreviousconcepts,

butthesyntheticjudgmentissomethingdifficulttoacquiresinceitisbasedon

reflectiveintuitionandcommonsense,componentsofthepersonalitywhichdo

notallowforbigtemporarychange"(Rivero,2008).
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3.2.2Deductivelogicalmethod

Throughthismethod,theprinciplesareappliedtoparticularcasesbasedonthe

linkingofjudgments."Theroleofdeductioninresearchisdouble":

1.First,itconsistsinfindingunknownprinciples,startingwiththeknownones.

Alaw orprinciplecanbereducedtoamoregenerallaw thatincludesit.Ifa

bodyfallswesaythatitweighsbecauseitisaparticularcaseofgravitation.

2.Itisalsousedtodiscoverunknownconsequences,ofknownprinciples.If

weknowtheformulatocalculatethespeed,wecanthencalculatethespeed

ofanairplane.Mathematicsisthedeductivescienceparexcellence;partof

axiomsanddefinitions"(Rivero,2008).

3.2.3Inductivemethod

Theinductivemethod"createslawsfrom theobservationoffacts,throughthe

generalization ofobserved behavior;in reality,whathe does is a kind of

generalization,withoutwhichthroughlogicademonstrationoftheaforementioned

lawsorsetofconclusionscanbeachieved.Theseconclusionscouldbefalseand,

atthesametime,thepartialapplicationofthelogiccouldmaintainitsvalidity;

therefore,theinductivemethodneedsanadditionalcondition,itsapplicationis

consideredvalidaslongasnocaseisfoundthatdoesnotcomplywiththe

proposedmodel"(Rivero,2008).

3.2.4Experimentalmethod

Theexperimentalmethodhasbeentheonethathasprovidedthemostresultsand

is the mostused."Applies the observation ofphenomena,which atfirstis

sensorial.Withabstractthinkinghypothesesareelaboratedandtheexperimentis

designed,inordertoreproducetheobjectofstudy,controllingthephenomenonto

provethevalidityofthehypothesis".Theessenceoftheconceptionofexperiment

isthatitinvolvestheintentionalmanipulationofanactiontoanalyzeitspossible

effects.Itrefers to the deliberate manipulation ofone ormore independent

variablesto analyzetheconsequencesofthatmanipulation on oneormore

dependentvariables,withinacontrolsituationfortheresearcher"(Rivero,2008).

3.2.5Observationalresearchmethod

Observationalstudies(OS)areclinicalresearchdesignswhoseobjectiveisthe
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observationanddescriptionofeventswithoutanyinterventionintheirnatural

course.

Themeasurementscanbemadeovertime(longitudinalstudy),retrospectivelyor

prospectively,orinauniqueway(cross-sectionalstudy).

Inaddition,theOS canbedescriptive,whentheobjectiveisto observeand

describethebehaviorofoneormorevariablesinagroupofsubjectsoveraperiod

oftime;and analytical,which allows the comparative analysis ofgroups of

subjectswithoutaprocessofassignmenttoaspecifictopic,butithappens

accordingtocurrentclinicalpractice,andtherefore,theresearcherisasimple

observeranddescriptorofwhatishappening(Manterola,2014).

For this project,the methods of analyticalobservation with longitudinal

measurementswillbeusedtodescribeandrecordwhat́sobservedandthus

understandthebehaviorofParkvisitors.
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Chart2.Researchmethodsused(Owndevelopment)

Objectives

ResearchMethods

Synthetic
Analytical

Inductive
deductive

Experimental Observational

1

Execute a market
analysis to identify the
current market trend,
profile of visitors,
interests and area of
​​influence.

Identify the
different
trends,
current
market
situation and
interests of
visitors to
create
different
indicators.

Deduction of
the behavior
ofsocietyand
stakeholders.

2
Execute a general
analysis ofthe current
situationofthePNSR.

Identify the
current
situation of
thePNSR.

Estimation of
requirements
necessary to
perform the
project.

3

Create a Scope
Management Plan to
defineandcontrolwhat
isincluded and whatis
not included in the
project,ensuringthatall
work necessary to
complete the project
sucessfully has been
considered.

The Cost
Management
Plan is
composed of
different
components,
therefore, it
must be
defragmented
and laterre-
unified the
information
again.Allthe
variables and
inputsforthe
development
oftheproject
must be
identified.

Generateallthe
methodology
for a field
investigationof
theecotourism
program.

Stafftrainedto
have the
necessary
criteria to
identify needs
in the
campground
facilities.

4

Establish a Schedule
Management Plan to
manage the completion
oftheprojectontime.

Fraction the
expected
schedule for
each of the
activities to
conform the
total project
schedule.

Eachactivityis
linked to the
other until a
predetermined
orderisfound
to be
favorable for
theproject.
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Objectives ResearchMethods

5

Design a Cost
Management Plan to
estimate, budget and
controlcostsin such a
way thatthe projectis
executed with the
approved budget,so as
nottoexceedthebudget
oftheproject.

Unification of
criteriaofthe
individual
costofeach
stage,
deliverable or
process to
determine a
totalbudget.

The cost
estimate will
be based on
historical
information
from previous
projects
developed in
the Naranjo
site.

Investigating
whatwillbe a
final proposal
through
experimental
variation,
generates a
method that
will be
affordable.

The constant
variation of
inputs and
processes
involves
analyzing
which is the
most cost
efficient
process.

6

Develop a Quality
ManagementPlanwhere
the processes and
activitiesthatdetermine
responsibilities,
objectives and quality
policiesaremanagedso
that the project is
executedsatisfactorily.

The
setofquality
parameters
willallow to
provideafinal
deliverable
that meets
the needs of
theclient.

The quality
estimate will
be based on
historical
informationof
previous
projects
developed in
the Naranjo
site.

Based on the
climatic
conditions of
the area,
determine the
necessary
characteristics
of each
materialsothat
the quality is
appropriate.

Through
observation in
the field,
determineifa
change in the
variationofthe
materials
couldgenerate
improvements
intheproject.

7

Produce a Stakeholder
Management Plan that
identifies and evaluates
stakeholderexpectations
andtheirimpactonthe
project.

Unify the
different
needs of
stakeholders
to create a
matrix.

Deduction of
stakeholder
behaviorinthe
stakeholder
matrix.

Generate a
procedure to
capture the
information
collectedinthe
process which
must be
organized and
understandable
foreachofthe
stakeholders.

Observe the
different
stakeholders
tobeincluded
within a
specific
behavior and
what impact
can be
generated
within the
project.

8

Implement a Risk
ManagementPlanwhere
theprocessesrelatedto
the identification,
analysis, response
planning, as well as
monitoring,controland
minimization of the
projectaredeveloped.

Identify the
differentrisks
ofallproject
activities to
create the
risk registry
matrix.

Estimate the
impact of
each risk and
the
responsible
person in the
risk registry
matrix.

3.3Tools

Projectmanagementtoolswillbeusedtoprovidethestructure,flexibilityand

controlnecessaryforteam membersinordertoachieveextraordinaryresultson

timeandwithinbudget(Dorado,2013).Thetoolslistedbelow willhelpachieve
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eachtaskandthusachieveacompletefeasibilitystudy.

Chart3.Toolsused(Owndevelopment)

Objectives Tools

1
Executeamarketanalysistoidentifythecurrentmarkettrend,profileof
visitors,interestsandareaofinfluence.

SWOTanalysis

2 ExecuteageneralanalysisofthecurrentsituationofthePNSR.

3
CreateaScopeManagementPlantodefineandcontrolwhatisincluded
andwhatisnotincludedintheproject,ensuringthatallworknecessary
tocompletetheprojectsucessfullyhasbeenconsidered.

Trial of Experts,
Charter,WBS.

4
EstablishaScheduleManagementPlantomanagethecompletionofthe
projectontime.

Expert Judgment,
Schedule.
Development of
Resource
Optimization,
Performance
Review

5
DesignaCostManagementPlantoestimate,budgetandcontrolcostsin
suchawaythattheprojectisexecutedwiththeapprovedbudget,soas
nottoexceedthebudgetoftheproject.

Expert Judgment.
Performance
Review, Sum of
Costs,Projections

6
DevelopaQualityManagementPlanwheretheprocessesandactivities
that determine responsibilities,objectives and quality policies are
managedsothattheprojectisexecutedsatisfactorily.

Expert Judgment,
Benefit Cost
Analysis

7
ProduceaStakeholderManagementPlanthatidentifiesandevaluates
stakeholderexpectationsandtheirimpactontheproject.

Stakeholder
analysis,
stakeholdermatrix
(power/influence,
influence/impact,
power/interestand
relevancemodel)

8
ImplementaRiskManagementPlanwheretheprocessesrelatedtothe
identification,analysis,responseplanning,aswellasmonitoring,control
andminimizationoftheprojectaredeveloped.

Risk registration
matrix

3.4Assumptionsandconstraints

Assumptionsarecircumstancesandeventsthatmusthappenfortheprojecttobe

successful,whicharenotunderthecontrolofprojectteam.Assumptionsare

alwaysacceptedastrueeveniftheyarenotproven.Therestrictionsarethose

elementsthatrestrict,limitorregulatetheprojectand,aswellastheassumptions,

they are notcontrolled by the projectteam.In short,assumptions bring

possibilitiesandrestrictionsbringlimits(JaramilloParla,2013).
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DegreeFinalProjectassumptionsare:

oItisassumedthatallresourceswillbeacquired.

oItisassumedthatthebudget,scopeandschedulewillbemetasmuchas

possible.

oItisassumed thatsufficientsupportwillbe received from the support

organizationandtechnicaladvice.

oItisassumedthattheprojectmanagerwillhavethenecessaryknowledgeto

completetheprojectonhisown.

oTheprojectissupposedtobecompletedinthreemonths.

oItisassumedthatthereviewandfeedbackofthedeliverablesoftheproject

willbeperformedinatimelymanner.

DegreeFinalProjectrestrictionsare:

oSchedule:theprojectmustbecompletedinamaximum ofthreemonths.

oResources:theprojectmustbecompletedonlywithoneperson,theProject

Manager.

oScope:Duetotimeconstraints,thescopeofthisprojectwillbelimitedonlyto

meetthisacademiceffort.Theinvestigationwillcontinuefurther.

oTechnical:supervisorysupportismandatorytoreviewprojectdeliverables.
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Chart4.AssumptionsandConstraints(Owndevelopment)

Objectives Assumptions Constraints

1
Executeamarketanalysisto identifythecurrent
markettrend,profileofvisitors,interestsandareaof
​​influence.

Allinformation willbe
analyzed, studied and
filed in an orderly
manner.

Time

2
Executeageneralanalysisofthecurrentsituationof
thePNSR.

Allinformation willbe
analyzed, studied and
filed in an orderly
manner.

Time

3

CreateaScopeManagementPlan to defineand
controlwhatisincludedandwhatisnotincludedin
the project,ensuring thatallwork necessaryto
complete the project sucessfully has been
considered.

-All the information
required for the study
willbeavailableandwill
beprovidedbythedirect
contact person in the
Park.
-Sufficient support will
be received from the
supportorganization.

-Thescopeoftheproject
willnotbemodified.

Time

Scope

Resources

Cost

4
EstablishaScheduleManagementPlantomanage
thecompletionoftheprojectontime.

-All the information
required for the study
willbeavailable.

-The schedule will be
met as much as
possible.

Time

Scope

Resources

5

Design a Cost Management Plan to estimate,
budgetandcontrolcostsinawaythattheprojectis
executedwiththeapprovedbudget,soasnotto
exceedthebudgetoftheproject.

-The estimated budget
willbemetasmuchas
possible.

Time

Scope

Resources

Cost

6

Develop a Quality ManagementPlan where the
processes and activities that determine
responsibilities,objectivesandqualitypoliciesare
managed so that the project is executed
satisfactorily.

-Materialswillmeetthe
needs required by the
climatic conditions of
theNaranjosite.

Time

Scope

Resources

7
Produce a Stakeholder Management Plan that
identifies and evaluates stakeholderexpectations
andtheirimpactontheproject.

-All information is
analyzed, studied and
filed in an orderly
manner.

Time

Scope

Resources

Cost

8

Implementa Risk ManagementPlan where the
processes related to the identification,analysis,
responseplanning,aswellasmonitoring,control
andminimizationoftheprojectaredeveloped.

-Risksanditsimpactwill
beminimum
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3.5Deliverables

Deliverableisanymeasurableandverifiableproductthatismadetocompletea

projectorpartofaproject.Thereareintermediate(internal)deliveries,whichare

usedtoproducethefinaldeliverablesthatwillbevalidatedbytheprojectclient.

Thedeliverableshelpdefinethescopeoftheproject,andtheprogressofproject

workmustbemeasuredbycontrollingtheprogressindeliverables(Esterkin,2010).

Chart5.Deliverables(Owndevelopment)

Objectives Deliverables

1 Marketanalysis

OfferAnalysis
Attractions, products offered,
characterization of the environment,
censusesofCostaRica.

DemandAnalyisis Visitorprofile,annualvisitation.

SWOTAnalysis SWOTanalysisofthePNSR.

2 Generalanalysis

LegalAnalysis ASPregulations

Environmentalanalysis

Financialanalysis
Investment analysis, rates, income
estimation.

3

CreateaScopeManagementPlantodefine
andcontrolwhatisincludedandwhatisnot
includedintheproject,ensuringthatallwork
necessarytocompletetheprojectsucessfully
hasbeenconsidered.

ConstitutionAct,ScopeManagementPlan,
Requirements Management Plan,
StakeholderRegistration,ScopeStatement,
WBS, WBS Dictionary, Accepted
Deliverables,ScopeChangeRequests.

4
Establish a Schedule ManagementPlan to
managethecompletionoftheprojectontime.

Schedule Management Plan, List of
Activities,List of Milestones,Required
Resources,Estimation forthree values,
Schedule,Performanceestimation,Change
requests.

5

DesignaCostManagementPlantoestimate,
budgetandcontrolcostsinsuchawaythat
the projectis executed with the approved
budget,soasnottoexceedthebudgetofthe
project.

CostManagementPlan,Rates by roles,
Estimationofcostactivities,Budget,Cost
baseline,EarnedValue,Changerequests.

6

DevelopaQualityManagementPlanwherethe
processes and activities that determine
responsibilities,objectivesandqualitypolicies
aremanagedsothattheprojectisexecuted
satisfactorily.

QualityManagementPlan,QualityMetrics,
Change Request, Validated Changes,
Qualityofdeliverables.
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Objectives Deliverables

7
ProduceaStakeholderManagementPlanthat
identifies and evaluates stakeholder
expectationsandtheirimpactontheproject.

Areas of Influence, Stakeholder
Registration, Power-Influence Matrix,
Stakeholder Matrix, Stakeholders
ManagementPlan.

8

ImplementaRiskManagementPlanwherethe
processes related to the identification,
analysis, response planning, as well as
monitoring,controland minimization ofthe
projectaredeveloped.

Risk Management Plan, Definition of
Probability and Impact,Likelihood and
ImpactMatrix,RiskRegister,RiskMatrix.
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4RESULTS

4.1MarketAnalysis

4.1.1OfferAnalysis

Attractions:According to the evaluation performed through field trips in

cooperationwiththestaffoftheACG Ecotourism Program andbasedonthe

resultsoftheworkshopsheldwithofficialsandpartners,itisconsideredthat

tourism activitycanbedevelopedbothwithintheparkasinitsareaofinfluence,

beingthepotentialattractionsofthePNSRtheonesbelow:

Dryforest:Itscurrentconditioncanbeconsideredasanattraction,therefore,itcan

be promoted as an experience fortourists,in which naturalhistory and

characteristicaspectsareinvolved.

ScheduledEvents:DevelopmentofscheduledeventsatthePNSRfacilitiesthat

incorporatethebiological,historicalandculturalimportanceoftheprovinceof

Guanacaste.

Historicaltour:The historicalcomponentofSanta Rosa is one ofthe main

attractions fortourists;especially the nationaltourists,who are the most

interestedinthispart.Itisconsideredthatthistouristattractioncouldbeimproved

bypromotingadramatizedtourthatgivesanaddedvaluetotheCasonaofSanta

RosaandtheHeroesMonument,thusrecoveringthehistoricalaspectsofthe

BattleofSantaRosain1856andtheculturalaspectsofthehaciendassettledin

thearea.

Integrationofattractionsandresources:theintegrationofattractionscanhelpthe

activationofthelocaleconomyandcanreducetheweightgeneratedbytourism

activity within the AEP,so itis proposed to create tourism products and

experiencesthatlinktheproposedinitiatives.

Inaddition,focusing theanalysisontheNaranjo beachzone,theattractions

continue asyou can see differentecosystems,mangrove forests,dryforest,

estuaries,abeautifulbeach,and speciesoffloraand fauna,suchasturtles,

raccoons,deers,coatis,agoutis,jaguars,crocodilesandmanyspeciesofbirds.

Inthiszonedifferentactivitiescanbemade,suchashikingtrails,surfing,camping

andenjoythebeach,beingthemostattractivefortouriststhefollowing:

PaloSecoTrail:Itconsistsofarouteof1.5km throughsecondaryforest,withthe



35

presence ofsome mangrove species,with flattopography,and access to a

viewpoint,whereyoucanseethePeñaBrujaandtheEsteroReal.Usuallywhite-

facedmonkeys,coloradosandcongos,agreatvarietyofbirds,deer,agoutis,

raccoons,coyotes,and withluckand patience,youcangetto observeeven

mountainpigs,ocelots,tapirsandjaguars,amongothers..

SenderoCarbonal:Trailof4.8km andapproximatelythreehours.Itcrossesa

secondaryforestwithpresenceoftreesofmorethan20metersheight,emerging

intheway;a"watereye"withalightbluecolor;aseasonallagoonandyoucansee

theCerroCarbonal.Itstopographyisflat,connectswiththebeachandinrainy

season itcan presentmarshy areas.The passage through these habitats

facilitatestheobservationofmammals,reptilesandwaterfowl.

AceitunoTrail:Territoryofuniquehabitat,withmangrovevegetationwherewater

birds,crocodiles,crustaceansandspeciesoftheEsteroRealinteract.Itisaroute

of2.5km paralleltothebeachthatendsintheproximityofthePeñaBruja,aftera

journeybetweenfloraandfaunacharacteristicofamarine-coastalecosystem.

Beach:ThisareaofPlayaNaranjoconsistsof7km ofabeautifulbeachofwhite-

grayishsand,wheregoodwavescanbeenjoyed,sunandsand,insummertime.

Particularlyitisrecognizedasauniqueplaceforsurfing,presentingstrongwaves

andmarinecurrentsinsomeareasofthebeach.

Productsoffered:

AttendingtotheservicesofferedbytheSantaRosaNationalParkandmakinga

differencebetween thoseprovided in theSanta Rosa and Naranjo sites,the

followingarelisted:

oSantaRosaSite:

Visitorattention

Talksandguidedtours

Writtenordigitalinformation

Temporaryexhibitions

Luncharea

Healthservices

Drinkingwater

Telephonesignal

Universalaccesspath
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Cafeteriaservice

Accessibilityforpeoplewithdisabilities

oNaranjoSite:

Visitorattention

Interpretation

Showers(tobeimprove)

Tables(tobeimproved)

Luncharea(tobeimproved)

Characterizationofenvironment:

MostoftheterritoryofthePNSRiswithinthejurisdictionofthecantonofLaCruz,

withanotherzonebelongingtothecantonofLiberia.Despitetheirproximity,these

cantons have very differentsocio-economic conditions thatare reflected in

differentproductiveactivitiesandinvarioussocialandeconomicindicators.While

Liberiaisthegatewaytotourism totheNorthPacific,LaCruzisabordercanton

withNicaraguathatfacessignificantchallenges.Below isthemostup-to-date

informationfoundincensusesconductedbytheGovernmentofCostaRica:

Chart6.CostaRica(Owndevelopment)

SourceandYear Indicator
Cantons

Liberia LaCruz

National Institute of
StatisticsandCensus
(INEC,2011)

Totalnumberof
inhabitants

62.987 17,856

National Institute of
StatisticsandCensus
(INEC,2011)

Primary zone
occupation(%)

6,4% 37,2%

National Institute of
StatisticsandCensus
(INEC,2011)

Secondary zone
occupation(%)

23% 9,5%

National Institute of
StatisticsandCensus
(INEC,2011)

Tertiary zone
occupation(%)

80,6% 53,3%

National Institute of
StatisticsandCensus
(INEC,2011)

Unemployment
rate

5,1 3,6

National Institute of
StatisticsandCensus
(INEC,2011)

Inactive
population(%)

47,2% 54,6%

Ministry of Planning
(Ministerio de
Planificación,
MIDEPLAN,2015)

Cantonal Social
Development
Index

41/81 72/81
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SourceandYear Indicator Cantons

United Nations
DevelopmentProgram
(Programa de las
NacionesUnidaspara
el Desarrollo,PNUD,
2011)

Cantonal
Development
Index(IDC)

24/81 67/81

Ministry of Planning
(Ministerio de
Planificación,
MIDEPLAN,2015)

District
Development
Index

236/477 139/477

United Nations
DevelopmentProgram
(Programa de las
NacionesUnidaspara
el Desarrollo,PNUD,
2011)

Cantonal
Competitiveness
Index(ICC)

19 57

National Institute of
StatisticsandCensus
(INEC,2011)

Economic
activities

Tradeandrepair
ofvehicles

37%
Agriculture,
livestock and
fishing

37%

Accommodation
and food
services

11% Commerce 13%

Agriculture,
livestock and
fishing

8%
Public
Administration

9%

Ministry of Planning
(Ministerio de
Planificación,
MIDEPLAN,2013)

Productive
activities

Livestock, agriculture
and services zone
(tourism)

Livestock and basic
serviceszone

Costa Rican Institute
ofTourism (ICT,2013)

Lodgingoffer
16
companies

311hab 49companies
1653
hab

4.1.2DemandAnalyisis

Visitorprofile,currentandpotentialvisits:

The PNSR seeks to encourage the developmentofecotourism as the main

modality.However,duetothevariedofferofattractions,othermodalitiesaregiven,

suchascultural,scientific,recreationalandadventuretourism.Inthissenseand

accordingtotherecordsoftheACG Ecotourism Program,theprofileofPNSR

visitorscanbeclassifiedintothefollowingcategories:

oStudents:Groupsofuniversitystudentswhosemainmotiveisaccesstofield

informationontopicsassociatedwiththeirstudyrequirements.Thesetypes

ofvisitorsusuallybooktheirvisitinadvance.Thereisalsoanimportant

groupofprimaryandsecondarystudentswhovisitthepark,particularlythe

historicalsiteLaCasona.
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oScientists:Theyareconsideredscientifictourists,allthosewhospendthe

nightinsideoroutsidetheASP.Theyscheduletheirvisitaccordingtothe

needforfieldinformationandaccesstotourism andscientificservices

providedbythePNSR,foraspecificperiodoftime.

oHikers:Visitorswhodeterminethereasonforthetriptoleisureandexcursion

tonewplacesorwithhighscenicorsentimentalvalue,wheretheirsearchis

forsatisfactionandrecreation,subjecttoholidayorseasonalperiods.They

arepartofthiscategory,visitorswhoattendthePNSRinsearchofvaried

optionswithoutlimitingtheirvisittoasingleactivityorspace.

oCampers:Visitorswhosereasonfortravelingconsistsinstayinginindividual

orgroup camping forthe enjoymentofthe naturalenvironment,asa

recreationalandleisureform,duringaspecificperiod.Manyoftheabove

describedtypesoftouristscanalsobecomecampers.

oNaturalists:Individualvisitors orgroups,whose main objective is the

appreciationoffloraandfauna,inharmonywiththenaturalprocessesthat

takeplaceintheecosystem.Thistypeoftouristinvestsmanyhourswithin

theASP,seekingtoexpandtheirpersonalknowledgeinnaturalresources

throughobservationandhiking.Inaddition,thereisapresenceoftourists

whovisitthedivingsitesinthemarinearea.

oSurfers:Those who enjoy surfing which can fallinto three categories:

beginners,intermediate and advanced surfers,and its affluence is

associatedwithchangesinthetides.Inaddition,theycanusethecamping

facilitiesasameansofpermanenceinasiteselectedforthepracticeof

thissport.

DuetotheparticularcharacteristicsofthePNSR,itreceivesvisitorsofdifferent

ageranges,includingchildren,teenagers,adultsandtheelderly.

Regardingtheoriginofthevisitor,accordingtoACG statistics,themajorityare

nationalsorresidents,in2017theyaccountedfor88%ofthetotal,whileforeigners

andnon-residents,only12%.

Chart7.AnnualvisitintheSantaRosaNationalPark(Owndevelopment)

AnnualVisits 2013 2014 2015 2016 2017 Totals

Santa
Rosa

National
Park

MarketStall

SantaRosa

Nationals 17188 27843 26998 28846 32559 133434

Foreign 4123 4449 3423 3997 4215 20207

MarketStall Nationals 5259 6133 4274 2711 1681 20058
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PlayaNaranjo Foreign 1868 2038 1306 837 379 6428

Total 28438 40463 36001 36391 38834 180127

4.1.3SWOTAnalysis

Thischaptersummarizestheresultsoftheanalysisofstrengths,opportunities,

weaknessesandthreats(SWOT)linkedtotheconstructionofimprovementsinthe

PNSR,whicharedetailedbelow.

ThePNSR hasasstrengthstobeasitewithculturalandhistoricalelements

associatedwithnature.ItwasdeclaredaNationalHistoricMonumentandCultural

HeritagebytheMinistryofCulturein1971andispartoftheACG,whichduetoits

importance,wasnamedaNaturalWorldHeritageSitebyUNESCO.

Ontheotherhand,itprotectsauniqueecosystem suchastheDryForest,whichis

stronglythreatened.TheParkhasthelargestspotofthistypeofforestinthe

country,withthepossibilityofregeneration.Inaddition,thisecosystem isatourist

attractionthathasnotbeenpositionedintheregionorinthecountry.Itisalsoa

strengththatitsattractionsarecomplementedbythepresenceofgeological

formationsofgreatscientificrelevance.

ThePNSRisafundamentalpartoftheACGProtectedBlock,whichallowsaccess

toprogramssuchasEcotourism,aswellasbeingtheadministrativeheadquarters

ofsaidconservationarea.Italso hasqualifiedprofessionalstaff,capableof

receivingbothnationalandinternationaltourism.

Oneaspectofrelevanceistheinfrastructurethattheparkhas,whichalthoughit

needstobeimproved,allowsforthedevelopmentofactivitiessuchaslectures,

meetings,conferencesandscientificresearch.

Inadditiontothesestrengths,thereareanumberofopportunitiesthatincreasethe

possibilitiesofthePNSR to increasevisits.Theseincludetheopportunityto

maximizetheattractionsofferedbytheparkthroughtheorganizationofactivities

suchassurfingcontests,races,recreationalbikerides,concertsandtoursofthe

differentgeologicalattractions.

In the area,there is pressure from some touroperators who requestthe

improvementoftheconditionsforthevisitorinordertoincludethisdestination

within theirtouristoffer.Additionally,in the region there is an important

developmentoftouristprojectssuchasthepresenceofcruisesandboatsthat

couldattractagreaternumberofvisitorstothepark.



40

Amongtheseopportunities,shouldbenotedthepossibilityofofferingothertourist

andscientificdestinationslocatedwithintheACG,aswellasthecollaborative

relationships that exist between the park and government,nationaland

internationalhigherandtechnicaleducationinstitutions.
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Chart8.Analysisofthestrengths,opportunities,weaknessesandthreatsofthe
SantaRosaNationalParkassociatedwithtourism (ACG,2014)

Strenghts Opportunities

Thevastmajorityofinfrastructuresingood
condition

Development of activities such as surfing
contest,bicycle,concerts

PlaceclassifiedasNaturalWorldHeritageby
UNESCO

Possibility ofdeveloping new products as a
geologicaltour

PlacedeclaredaNationalHistoricMonument
bytheMCJ

Itispartofalargerecosystem madeupofthe
otherASPs

Highlyimportantattractions,suchasunique
ecosystems(dryforest),archaeologicaland
geological

There isinterestfrom tourism companiesto
makeimprovementsintheparkandofferitasa
destination

Ithas an administrative program ofeco-
tourism activity within the protected wild
area,suchastheEcotourism Program ofthe
ACG

ItconstitutesanewtouristalternativeforNorth
Guanacaste,highlightingelementsthatmotivate
thevisitfortheenjoymentofhistorical-cultural-
architectural,archaeological,geological,among
others

ItconstitutesaHistorical-Biological-Cultural
ResearchandHeritageCenter

Ithas the support,advice,training ofhigher
educationinstitutionssuchaspublicandprivate
universitiesoftechnicaleducationsuchasINA,
museumsandotherstateinstitutionsthrough
thesupportoftheMinistryofCulture,among
others.

Ithasprofessionalandbilingualstaff

Itislocatedafew minutesfrom BahiaSalinas,
CuajiniquilBay,JunquillalBay,andCulebraBay,
siteshighlightedbythearrivalofcruisesand
touristtransitboats

Ithasavailabilityofcampingareas
Itistheseatoftheadministrativeplatform and
generalmanagementofthewholearea

Weaknesses Threats

Lackofstaff Tourism developmentinNicaragua

Lackofbudget Lowsecurityinthearea/Highcrimeindex

Lackoftourism marketingstrategy Wildfires

Lackofpositioningoftheattractions Badeconomicsituation

Weaknessin communityrelationswith the
marinetheme

4.2Analysis

4.2.1LegalAnalysis

Regulationonpermittedactionsinprotectedareas

Inordertodefinetheenvironmentalimpacts,itisnecessarytoknow whatthe

correspondinglegislationisfortheProtectedAreas,inordertoestablishwhat

activitiescanbeperformedwithintheareas,andwhataretheobligationsandrules

tobemetduringthevisittoaASP.Thefundamentalnationallawsthatset

parametersandgivenecessarybasicconceptsare:theBiodiversityLawNº7788
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of1998,theOrganicLaw oftheEnvironmentNº7554andtheForestryLaw Nº

7575of1996;andNationalParksServicesLawNº6084of1977.

Inadditiontotheaforementionedlaws,thereisadiversityoflawsthatregulate

activitiesperformedwithwaterresourcessuchas,forexample,WaterLawNº276

of1942.Aspartofthetourism policiesthathasbeendevelopedforalltheNational

ParksofCostaRica,theLaw onServiceofNationalParksNº6084,art.8has

determinedtheactivitiesthataretotallyprohibitedtoperform,theseare:

1.Cuttreesandextractplantsoranyforestproduct.

2.Huntorcapturewildanimals;collectorextractanyoftheirproductsor

dispossession.

3.Huntingseaturtlesofanyspecies;collectorextracttheireggsoranyother

productordispossession.

4.Scratching,marking,staining orcausing anydamageordeteriorationto

plants,equipmentorfacilities.

5.Sport,artisanalorindustrialfishing,exceptinthecaseforeseeninarticleten.

6.Collectorextractcorals,shells,rocksoranyotherproductorwastefrom the

sea.

7.Collectorextractrocks,fossilmineralsoranyothergeologicalproduct.

8.Carryfirearms,harpoonsandanyotherinstrumentthatcanbeusedfor

hunting.

9.Introduceexoticanimalsorplants.

10.Grazingandwateringcattleorraisingbees.

11.Causinganytypeofenvironmentalcontamination.

12.Extractstones,sands,gravelorsimilarproducts.

13.Feedordrinktheanimals.

14.Constructelectricityortelephonelines,aqueducts,roadsorrailways.

15.Perform anytypeofcommercial,agriculturalorindustrialactivity.

ThepropertieswhereitisproposedtheinvestmenttobemadeinthePNSR

NaranjoareownedbytheStateandaregovernedbytheaforementionedlaws.As

farastheprojectisconcerned,theprojectinquestionwillworktaking into

considerationandcomplyingwiththelawsinforceinthecountry,sothereisno

legalimpedimentthatpreventsthedevelopmentoftheproposedactivities.
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4.2.2EnvironmentalAnalysis

The PNSR lacks ofthe environmentalimpactstudyforthe construction of

improvementstothecampingareaof​​theNaranjosite,whichmustbeapprovedby

theEnvironmentalTechnicalSecretariat.Therefore,thisstudymustbecontracted

alongwiththedesignandconstructionoftheworksbytheSustainableTourism

ProjectinASPoranyothersourceoffinancing.

4.2.3FinancialAnalysis

Investmentanalysis

AninvestmentintouristinfrastructureisproposedattheNaranjoBeachsite,

offeringtouriststhenecessaryconditionsthatwillallowthem toenjoyabetterway

oftheattractionsofthePark.

Theproposedinvestmentforthedesignandconstructionofthecampingareain

PlayaNaranjoisdetailedbelow:

Duetothebadexistingconditions,theimprovementofthecampingareainPlaya

Naranjoisproposed.Itisestimatedthattheconditionedsurfacewillbe4,230m2

(45m widex94m deep),whichwillbefilledwithsandtoallowforahomogeneous

andcomfortablesurfacefortheinstallationoftents.Thisareawillbedelimited

withlogsandwillbedividedintotwosections:onepartofthecampingareawillbe

allocatedtotouristswithsmalltents(twopeople)andtheotherdivisionwillbe

assignedtotouristswhosettlewithmedium orlargetents(from 4to6people).

Withtheimprovementsandnewdistribution,itisexpectedtoofferatotalcapacity

of80seatsdistributedinapproximately20smalltentsand10medium orlarge.

Bothsectionswillincludewashingstacks,tablesandgrills.Italsorequiresthe

constructionofanareaforlunch(picnicarea)thatincludes10tablesfor60people.

Additionally,amoduleoffivesanitaryservicesandfiveshowerswillbebuilt,

includingawastewatertreatmentplant.Inaddition,twoexternalshowersdesigned

fortouristswhoonlyspendthedaywillbeinstalled.

Thereisawaterwell100m from theproposedarea,however,thewaterisnot

potableandthereforeitisconsiderednecessarytoevaluatetheneedtoexcavatea

newwell.

Additionally,theconstructionofaparkinglotfor30vehicleswithanareaof640m2

isrequired.
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Figure11.PhotographyoftheNaranjocampingarea(M.Bustos,2018)

Figure12.PlayaNaranjoMap(ACG,2017)

Based on the information provided bythe ACG and the collaboration ofthe

architectAnaMonge,itisestimatedthattheproposeddesignandconstructionof

thePlayaNaranjocampingareais$232,068.Itisimportanttoemphasizethat

sincethedataisbasedinestimates,thebudgetshouldbereviewedoncethefinal

contracting and construction isperformed.In addition,itmustbetaken into

accountthattheestimatesweremadebasedonacostof$1000persquaremeter

ofconstruction.
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Incomeestimation:

TherevenuesthatarecollectedbytheSantaRosaNationalPark(PNRS)are

directedtotheNationalParksFundunderasolidarityscheme.Thisimpliesthatthe

ASPsthathavehigherrevenuessubsidizethosethatgeneratelessincomeoreven

thosethatdonotgenerateanytypeofincome.Inthissense,SantaRosareceives

anincomeeachyearintheform ofabudgetthatcoversthebasicneedsofthe

area,includingoperationalcostsandsalaries.

In thecaseofPNRS,in addition to incomesfrom admission orpaymentof

admissiontothepark,itreceivesincomesfrom theresearchandlodgingcenter;

campingareasandadmissiontothemarinezoneforsurfinganddiving.Admission

totheParkhasacostof:

Chart9.SantaRosaNationalParkentrancefeesin2018(ACG,2018)

Visitors Dayrate(person/day) Campingrate(person/day)

Nationalsandresidents 1,95$ 5.85$

Children 0.89$ 4.78$

Students 0.89$ 4.78$

Nonresidentforeignadults 15$ 19$

Nonresidentforeignchildren 5$ 9$

₡=Colones;$=Americandollars.

Chart10.SantaRosaNationalParkRevenue(ACG,2018)

ProtectedWild
Area

TotalIncomes

(₡)

2014 2015 2016 2017

SantaRosa 59.535.613,76 52.371.074,00 65.412.535,00 130.609.748,00

Naranjo 10.515.116,00 12.157.582,00 5.659.902,00 5.193.341,00

TOTAL 70.050.729,80 64.528.656,00 71.072.437,00 135.803.089,00

4.3ScopeManagementPlan

InaccordancewiththePMBOK® guide,"planningthescopemanagementisthe

processofcreatingaplanthatdetermineshow thescopeoftheprojectwillbe

defined,validatedandcontrolled,includingtherequirementsmanagementofall

theworktobeperformed."Itisaimedtomeetthestakeholdersexpectations

throughtheprotocolmanagementdescription.

Thekeybenefitofthisprocessisthatitprovidesguidanceanddirectiononhow

the scope willbe managed throughoutthe project"(PMI,2013).The Scope

ManagementPlanisoneofthesubsidiaryplansoftheProjectManagementPlan

thatdescribeshowthescopewillbedefined,developed,monitored,controlledand
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verified,and in which allthe elements generated in the area management

processeswillbeadded.

4.3.1Inputs

Chart11.ProjectCharter(Owndevelopment)

Date ProjectName:

November13,2017
Feasibilitystudyoffacilityimprovementsinthe
campingareaoftheNaranjositeinSantaRosa
NationalPark(CostaRica)

KnowledgeAreas/Processes ApplicacionArea(Zone/Activity)

Knowledgeareas:

ProjectScopeManagement

ProjectScheduleManagement

ProjectCostManagement

ProjectQualityManagement

ProjectRiskManagement

ProjectStakeholderManagement.

Processgroups:

Initiating

Planning

Executing

MonitoringandControlling

Closing

Ecoturism

Startdate Finishdate

November13,2017 July15,2018

ProjectObjectives(generalandspecific)
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Generalobjective:

Theprojectgeneralobjectivewastodevelopafeasibilitystudyontheexpansionandquality
improvementandthesustainabletourism servicesofferinthecampingareaofNaranjoSitein
theSantaRosaNationalPark(CostaRica)todeterminetheviabilityoftheproposal.

Specificobjectives:

1.Executea marketanalysisto know thevisitorsprofile,interestsand theirareasof
influence,whichinclude:

1.1OfferAnalysis

1.2DemandAnalysis

1.3SWOTAnalysis

2.Perform ageneralanalysisofthePNSRcurrentsituation,subdividingitinto:

2.1.LegalAnalysis

2.2.EnvironmentalAnalysis

2.3.FinancialAnalysis

3.CreateaScopeManagementPlantodefineandcontrolwhatisincludedandwhatisnot
includedintheproject,ensuringthattheprojecthasalltheworknecessarytobe
completedsuccessfully.

4.EstablishaScheduleManagementPlantoconducttheprojectcompletionontime.

5.DesignaCostManagementPlantoestimate,budgetandcontrolthecostsinsuchaway
thattheprojectisexecutedwiththeapprovedfunds,soasnottoexceedtheproject
estimate.

6.DevelopaQualityManagementPlanwheretheprocessesandactivitiesthatdetermine
responsibilities,objectivesand qualitypoliciesaremanaged so thattheprojectis
executedsatisfactorily.

7.Produce a StakeholderManagementPlan thatidentifies and evaluates stakeholder
expectationsandtheirimpactontheproject.

8.ImplementaRiskManagementPlanwheretheprocessesrelatedtotheidentification,
analysis,responseplanning,aswellasmonitoring,controlandminimizationofthe
projectaredeveloped.

Projectpurposeorjustification(Meritandexpectedresults)

ThebeachareaofSantaRosaNationalParkhastraditionallybeencommittedtomaintainingthe
placeoriginalconditions,sothatimprovementshaveneverbeenmade.However,currently,
thankstothecreationofaTourism PlanofthePark,thereisamentalityofchangeand
enthusiasm tolaunchanewprojectthatexpandsthetouristoptionsofthearea.

Incontrast,Naranjoisauniquemixofbeach,trails,dryforestandmangrove,withattractive
geologicalformations;amongwhichstandsoutthePeñaBruja(rockembeddedinthesea),the
CarbonalhillandtheNaranjoValley.Theappreciationofvariedfloraandfaunaispartofits
attraction,whereaccordingtothetimeispossiblethenestingofseaturtles,thepresenceof
crocodiles,addedtothebeautyofthelagoonlimboanditsestuary.

Itisforthesetworeasonsthatitisevidenttheneedtocreateaproposalforaplantoimprove
thearea,whichwouldproposetheimprovementofaspectssuchasthecomfortofvisitorsinthe
campingarea

Based on this,the fundamentalpurpose ofthis research willbe to determine ifthese
improvementsarefeasibleandanalyzeiftheyrespondtovisitorneeds.

DescriptionofProductorServicetobegeneratedbytheProject–Projectfinaldeliverables
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Thefinaldeliverableoftheprojectwillbetheconclusionobtainedfrom thefeasibilitystudybeing
handled.Theconclusionwillindicatewhetherornotthedevelopmentofthedifferentprojectsis
aviableidea.

Throughoutthisfeasibilityanalysis,thefollowingdeliverableswillbedeveloped:

oMarketstudytoanalyzetheexistingofferanddemandinthePNSR,andbasedonthe
resultsobtained,themostappropriatedecisionswillbetaken.

oGeneralAnalysis.Legalanalysistoconducttheprojectwithintheestablishedregulations.

oScopeManagementPlanwhichdetailshowtheprojectscopewillbedefined,developed,
andverifiedinordertomeettheprojectobjectivesthroughouttheprojectlifecycle.

oScheduleManagementPlanwhichwillincludeactivitiesthatensuretheprojectis
completedontime.

oCostManagementPlanwhichwillmakecertainthattheprojectremainswithinbudget.

oQualityManagementPlaninwhichtheresourcesneededtocompletetheproject
successfullywillbehighlightedalongwiththeactivitiesneededtoachievethem.

oStakeholderManagementPlanwhichisaplanthatdetailstheprojectactivitiesrelatedto
engagingstakeholdersandmakingthemosteffectiveuseoftheirparticipationaswell
asdeterminingthelevelofinterestintheproject.

oRiskManagementPlanwheretheprocessesrelatedtomanagementplanning,
identification,analysis,riskresponseplanning,aswellasitsmonitoring,controland
minimizationintheprojectaredeveloped.

Assumptions

Itisassumedthatallresourceswillbeprocured.

Itisassumedthatthebudget,scopeandschedulewillbemetasmuchaspossible.

Itisassumedthatsufficientsupportwillbereceivedfrom thesupportingorganizationand
technicaladvice.

Constraints

Schedule:Theprojectmustbecompletedwithinamaximum ofthreemonths.

Resources:Theprojectmustbecompletedjustwithoneperson,theProjectManager.

Scope:Duetotimeconstraints,thescopeofthisprojectwouldbelimitedonlytomeetthis
academicendeavor.Theresearchshallcontinuebeyond.

Technical:Supervisorysupportismandatoryforreviewingtheprojectdeliverables.

Preliminaryrisks

Ifthesupervisionsupportisnotperformedadequatelyorthefeedbacktimeexceedsthe
stipulatedtime,thissituationcouldcauseadelaythataffectsthescope,schedule,costand
qualityoftheproject.

Ifnotallprojectrequirementsareidentifiedand,consequently,theprojectisdelayedinissuing
thedeliverablesandthedevelopmentofWBS,WBSdictionaryandSchedule.

Ifthestakeholdersarenotidentifiedandmanaged,itcouldaffectthescope,timeandqualityof
theproject.

Ifthetimeisinsufficienttocompletethestudy,thiscouldaffectthescopeandqualityofthe
project.

Ifthedocumentationisnotavailable,itcouldcausedelaysthataffecttheschedule.

Iftheapprovalofthedeliverablesisinadequate,thiscouldchangethemilestonesoftheproject.

Ifaccesstoinformationisinadequate,itcouldworsenthequality,scheduleandscopeofthe
project.

Budget

Notdefinedyet.

Milestonesanddates
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WBS
Code

Milestone Startdate Enddate

DEGREEFINALPROJECT November13,2017 July15,2018

1 GRADUATIONSEMINAR November13,2017 January7,2017

1.1 FGPDeliverables November13,2017 December17,2017

1.1.1 ProjectCharter November13,2017 November19,2017

1.1.2 ProjectWBS November13,2017 November19,2017

1.1.3 Chapter1:Introduction November20,2017 November26,2017

1.1.4 Chapter2:TheoricalFramework November27,2017 December3,2017

1.1.5
Chapter3:Methodological
Framework

December4,2017 December10,2017

1.1.6 ProjectAnnexes December11,2017 December17,2017

1.1.6.1 Bibliography December11,2017 December13,2017

1.1.6.2 Schedule December14,2017 December17,2017

1.2 Graduationseminarapproval December31,2017 January7,2017

2 TUTORINGPROCESS February19,2018 May20,2018

2.1 Tutor February19,2018 February21,2018

2.2 Adjustmentsofpreviouschapters February22,2018 February28,2018

2.2.1 Adjustcharter February22,2018 February23,2018

2.2.2 AdjustWBS February23,2018 February24,2018

2.2.3 AdjustChapter1 February24,2018 February25,2018

2.2.4 AdjustChapter2 February25,2018 February26,2018

2.2.5 AdjustChapter3 February26,2018 February28,2018

2.3 Chapter4:Developmentresults March1,2018 May6,2018

2.4 Chapter5:Conclusions May7,2018 May13,2018

2.5 Chapter6:Recommendations May14,2018 May20,2018

3 READINGBYREVIEWERS May21,2018 June10,2018

3.1 Reviewersassignmentrequest May21,2018 May31,2018

3.2 Reviewerswork June1,2018 June10,2018

4 ADJUSTEMENTS June11,2018 July8,2018

4.1 Reportforreviewers June11,2018 June20,2018

4.2 FGPUpdate June21,2018 June30,2018

4.3 Secondreviewbyreviewers July1,2018 July8,2018
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5
PRESENTATIONTOBOARDOF
EXAMINERS

July9,2018 July15,2018

5.1 Finalreviewbyboard July9,2018 July12,2018

5.2 FGPgradereport July13,2018 July15,2018

Relevanthistoricalinformation

The NationalSystem ofConservation Areas is an institutionalmanagementsystem that
integratesthecompetencesinforestry,wildlife,watersystemsandprotectedwildareas,of
MinistryofEnvironmentandEnergy(MINAE),inordertodictatepolicies,planandexecute
processesaimedatachievingsustainabilityinthemanagementofCostaRicanaturalresources.

SINACisdividedinto11terrestrialandmarineconservationareasand169protectedwildareas
underdifferentmanagementcategories;suchasnationalparks,biologicalreserves,wildlife
refuges,protectiveareas,nationalmonumentsandforestreserves.Oneofthe11conservation
areasisGuanacaste(ACG),whereitislocatedtheSantaRosaNationalPark.​​Itislocatedinthe
SantaElenaPeninsula,inthecantonsofLaCruzandLiberiaandismadeupofthezonesof
SantaRosa,SantaElena,MurciélagoandtheMarineZone.

ThebackgroundsoftheSantaRosaNationalParkdatebacktoJuly1,1966,whenLaCasonaof
SantaRosawasdeclared aNationalMonument,along with some1,000 hectaresofland
surroundingthehistoricsite.In1971itwasdeclaredasaNationalParkandwasincreasedto
littlemorethan10thousandhectares.Latertheparkwasexpandedindifferentstages,achieving
intheyear2000acurrentextensionof81,000hectares,consistingof43,000hectaresofland
and38,000hectaresofland.

InSantaRosaNationalParkislocatedoneofthemosthistoricallyimportantareasofthe
country;LaCasonaandstonecorralswhichwerethesceneofthegreatestnationalheroicdeed:
TheBattleofSantaRosaonMarch20,1856.Theparkisimportantfortheprotectionand
restorationofthehabitatsoftheso-calledDryPacificclimate.ThebeachesNanciteandNaranjo
areofgreatscenicbeautyandimportantareasforthespawningofseaturtlessuchastheolive
andleatherback.ThereareabouttenhabitatsinSantaRosa,amongthem:deciduousforests,
oakforests,evergreenforests,mangroves,swamps,riverineforests,scrubbyforests,beach
vegetationandgrasslandsorsavannas.

NaranjowasformanyyearsoneofthehaciendasofSantaRosa,whereitsmainobjectivewas
thepossessionofdualpurposecattle(meatandmilk),theextractionofsalt,aswellasthe
extractionofwoodassociatedwitheras.

InNaranjoyoucanseedifferentecosystems,mangroveforests,dryforest,estuaries,abeautiful
beach,andspeciesoffloraandfauna,suchasturtles,raccoons,deer,jaguars,crocodilesand
manyspeciesofbirds.

Stakeholders

DIRECTSTAKEHOLDERS

ProjectManager DeliaMolinero

TechnicalAdvice MarcoBustos

Mainvisitors
Students,Scientists,Naturalists,Surfers,Hikers,
Campers

Officialsofthedifferentprogramsofthe
GuanacasteConservationArea(ACG)

Eotourism,ControlandSurveillance,FireControl
andPrevention,EnvironmentalEducation,
Investigationand

UniversityAcademicStaff Tutor,CourseFacilitator,FGPLecturer
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INDIRECTSTAKEHOLDERS

Society

GovernmentofCostaRica

NationalSystem ofConservationAreas
(SistemaNacionaldeÁreasdeConservación)

SINAC

UniversityAcademicStaff
AcademicAssistant,CourseFacilitator,Project
ReviewBoard,

ProjectManager:

DeliaMolineroPalacios

Signature:

Authorizedby: Signature:

Enterprise Environmental Factors: The projects are performed within an

organizationcalledACG,whoseculture,styleandstructureinfluencethewayin

whichtheseprojectsareexecuted.Forthisproject,theenterpriseenvironmental

factorispositivesinceupdatedinformationisavailableandassignedonthe

followingfactors:

oVision,MissionandValuesofSINACyACG.

oStructureandGovernanceofACG.

oAvailability and geographical distribution of facilities, resources,

infrastructureandmaterials.

oCostaRicaGovernmentStandardsthataffecttheASP.

oStandards,policies,methodsandproceduresoftheinternalfunctioningof

ACGandtheSantaRosaNationalPark.

OrganizationalProcessAssets:Onemustnotignoreasetofvariablesthatcan

influencetheproject.Themostoutstandingorganizationalprocessassetsinthis

projecthavebeen,thedatabaseandhistoricalinformationonsimilaractivitiesin

theACGwithspecialemphasisinthePNSR,andtheexistinglegislativeregulations

onthecountry'sNationalParks.

Toolsused:Meetingshavebeenheldwithdifferenttechnicianswiththepurposeof
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doingresearch,reviewofhistoricaldocumentationandtoobtainexpertjudgment,

seekingtoachieveamorerealpictureandworkwithupdatedinformation.

4.3.2Outputs

Chart12.ScopeManagementPlan(Owndevelopment)

Element Description

ProjectScope

Thescopeofthisprojectisdevelopedbasedontherequirementsof
theFeasibilityStudyforthedevelopmentofqualityimprovements
andservicesoftheNaranjositecampingarea,inordertooffera
betterexperiencetoitsvisitors.Forthispurpose,meetingswillbe
heldwiththeProjectteam,ProjectManagerandSponsor.

WBScreation
Eachofthedeliverablesisidentifiedandbrokendowntowork
packages.

Formal Acceptance of
ProjectDeliverables

Itistheprocessthatdescribesthewaytheprojectdeliverablesare
accepted.TheSINACistheonetodetermineifallthedeliverables
meettheManagementPlan.

ChangeRequests
Eachchangemusthaveanorder,whichmustbeaddressedtothe
Projectteam,itappliestothedifferentrequesttemplates,approval
andchangesregister.

TheScopeManagementPlanincludessixprocessesthatwillbedescribedbelow:

scope scheduling,requirements gathering,scope definition,Work Breakdown

Structure(WBS)creation,scopevalidationandscopecontrol.

4.3.3PlanningtheScopeManagement

Itdescribeshow thescopewillbedefined,developed,monitored,controlledand

verified(PMI,2013).Itincludesthenecessaryprocessestoensurethattheproject

includesalltheworkrequiredtobecompleteditsuccessfully.Integratesand

consolidatesallthesecondaryplansandbaselinesoftheplanningprocesses.

ThedevelopmentoftheProjectManagementPlanwillmakesenseoncethe

feasibilitystudyhasbeencompletedandtheproposalisconsideredanachievable

project.Thatis why,in orderforthe feasibilityproposalto be positive and

beneficial,theScopeManagementPlanmustensurethattheinformationgathered

meetstherequirementsnecessarytodeterminethefeasibilityofimprovementsto

thecampingarea.

Chart13.RequirementsManagementPlan(Owndevelopment)(revisartabla
request/requirements)

Components ProcessDescription

Requirements
Documents

Itistheprocessthatdescribeshow therequirementsareobtained.For
thisprojectitwillbedoneduringthestartphaseandwillbeapprovedby
theProjectSponsor.
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Requirements
Changes

Thisprocessissimilartothescopechangerequests.Eachchangemust
haveanorder,whichmustbeaddressedtotheProjectteam,itappliesto
thedifferentrequesttemplates,approvalandchangesregister.

Requirements
Prioritisation

Itidentifies,according to the degree of complexity,each of the
requirementsandtheirimportanceintheprocess.

RequirementsMetrics
Itidentifiesthedegreeofsatisfactionofeachoftherequirements,with
80%degreeofacceptance.

4.3.4RequirementsGathering

Itconsistsindocumentingtheneeds,wishesandstakeholdersexpectationsthat

arequantifiedanddocumented,inordertoconvertthem intoprojectrequirements.

Itincludesmanagingtheclient'sexpectationsandisthebasisfortheWBScreation

(PMI,2013).

Thepurposeistogatheradequateandcorrectrequirementsfortheproject,andto

negotiatewithallstakeholderswhatisconvenientfortheproject,evaluatingwhat

isoutsideorwithintheProjectCharter.

Theprojectrequirementsshould begathered and documented,indicating the

relationshiptheyhavewiththespecifications.Thiscouldbedonethroughtheuse

ofaprojectrequirementstraceabilitymatrix.Thistraceabilitymatrixhasnotbeen

madeduetolackofinformation,however,itspurposeistoensurecompliancewith

thevalidatedrequirements.

4.3.4.1Inputs

ScopeManagementPlan:Previouslydescribed(Chart12).

RequirementsManagementPlan:Previouslydescribed(Chart13).

ProjectCharter:Previouslydescribed(Chart11).

StakeholdersRegister:
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Chart14.Stakeholderregister(Owndevelopment)

Stakeholdername
Project

role
Role

Communication
required

Email

DeliaMolinero
Project
Manager

Leadtheteam responsibleforachievingthe
objectivesoftheproject.
Coordinateallprojectstakeholders.
Controltheresourcesassignedtotheproject.
Managerestrictions
Applyastandardtodirectprojects(PMBOK®
Guide)

Project
reportings,team
meetings

delia.molinero@hotmail.com

SINAC–ACG
Project
Sponsor

Provideresourcesandsupporttotheproject.
Responsibleforfacilitatingthesuccessofthe
project

Projectmeetings
info@sinac.go.cr

acg@acguanacaste.ac.cr

MarcoBustos
Team
leader

Communicatetheinstructions,providedirection
andguidetheteam..

Team meetings,
reporting

mbustos@acguanacaste.ac.cr

Ecoturism program
Team
member

Supportthedifferentactivitiesoftheproject. Projectmeetings
ecoturismo@acguanacaste.ac.c
r

Ecotourists

Peopleinterestedin:

-Toknowanarealittlethreatenedbyman.

-Tomakeactivitieswithahigheducational
content.

-Tolivenewexperiences.

-Tosupportthecommunityfinancially.

Consultative

EnvironmentalConsultor
Provideenvironmentalstudies.
Approvetheproposedmanagementregarding
environmentallimitations.

Projectmeetings

Volunteers
Supportthedifferentactivitiesoftheprojectina
disinterestedway.

Collaborative

Officials
Followthemainideasoftheproject.
Supportwithproposals.
Supplyinformation.

Consultative

Researchers/Scientists Supplyinformation.. Consultative

Constructioncompany Supporttheconstructionoftheproject.
Proposeimprovements.

Collaborative
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Stakeholdername
Project

role
Role

Communication
required

Email

GovernmentofCostaRica
–MinisteriodeAmbientey
Energía(MINAE)

Provideresourcesandsupporttotheproject.
Responsibleforfacilitatingthesuccessofthe
project.

Projectmeetings info@minae.go.cr

LiberiaSurfersAssociation Supplyinformation. Consultative

Operadoresdesurf Supplyinformation. Consultative

Guíaslocalesdesurf Supplyinformation. Consultative

Prestadoresserviciossurf Supplyinformation. Consultative

CostaRicanTourism
Institute(Instituto
costarricensedeturismo,
ICT)

Supportwithproposals.
Supplyinformation.

Collaborative contactenos@ict.go.cr

LiberiaChamberof
Tourism (Cámarade
TurismodeLiberia,
CALITUR)

Supportwithproposals.
Supplyinformation.

Collaborative calitur@calitur.com

Chamberofdevelopment
ofCommerceandTourism
ofLaCruz(Asociación
Cámaradeldesarrollodel
ComercioyTurismodeLa
Cruz,ASCATUR)

Supportwithproposals.
Supplyinformation.

Collaborative ascaturlacruz@gmail.com

GuanacasteChamberof
Tourism (Cámarade
TurismoGuanacaste,
CATURGUA)

Supportwithproposals.
Supplyinformation.

Collaborative presidente@caturgua.com

MunicipalityofLiberia
Supportwithproposals.
Supplyinformation.

Collaborative info@muniliberia@go.cr

MunicipalityofLaCruz
Supportwithproposals.
Supplyinformation.

Collaborative info@munilacruz@go.cr
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Toolsused:Thetoolsusedtoperform thisprocesswereinterviews,meetings

andhistoricalinformationresearch.Throughthis,informationfrom

stakeholdersisobtainedinordertoidentifytheirneeds,aswellastodetermine

theprojectrequirements.

4.3.5DefinitionofScope

Itistheprocessthatconsistsindevelopingadetaileddescriptionoftheproject

and theproduct.Thisiscriticalto itssuccess,asitprovidesacommon

understandingamongtheProjectstakeholders.Itiselaboratedfrom themain

deliverables,assumptionsandpossiblerestrictionstotheprojectthathave

beendocumentedintheInitiationphase(PMI,2013).

Duringthisprocess,risks,assumptionsandexistingrestrictionsareanalyzed,

updatingthisinformationasnecessary.

4.3.5.1Inputs

ScopeManagementPlan:Previouslydescribed(Chart12).

ProjectCharter:Previouslydescribed(Chart13).

OrganizationalProcessAssets:Onemustnotignoreasetofvariablesthatcan

influencetheproject.Themostoutstandingorganizationalprocessassetsin

thisprojecthavebeen,thedatabaseand historicalinformation on similar

activitiesintheACG withspecialemphasisinthePNSR,andtheexisting

legislativeregulationsonthecountry'sNationalParks.

ToolUsed:Expertjudgementwasusedforthisprocess.

4.3.5.2Outputs

ProjectScopeStatement:Thefeasibilitystudyscopestatementservesasa

baseline documentto define the scope ofthe viability projectforthe

improvements developmentofthe Santa Rosa NationalPark beach side

campingarea(Guanacaste).

This documentlists the projectdeliverables,theiracceptance criteria,the

limitations ofthe projectand the assumptions,allintended to ensure a

commonunderstandingoftheprojectscopeamongallstakeholders.

Chart15.Scopestatement(Owndevelopment)

ProjectScopeStatement
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ProjectScopeStatement

ProjectScope
Description

The scope ofthisprojectisdeveloped based on the FeasibilityStudy
requirementsforthedevelopmentofqualityimprovementsandservicesof
theNaranjositecampingarea,inordertoofferabetterexperiencetoits

visitors.

Deliverables

oMarketAnalysis:

OfferAnalysis

DemandAnalysis

SWOTAnalysis

oGeneralAnalysis:

LegalAnalysis

EnvironmentalAnalysis

FinancialAnalysis

oScopeManagementPlan

oScheduleManagementPlan

oCostManagementPlan

oQualityManagementPlan

oStakeholdersManagementPlan

oRiskManagementPlan

Project
Requirements

oTheScopeManagementPlanmustbedevelopedinaccordancewiththe
goalsandobjectivesofthefeasibilitystudy.

oProjectactivitiesmustbeperformedwithinthescheduledtimedescribed
intheScheduleManagementPlan,andintherequiredsequence.

oStaywithinthebudget.

oThequalityoftheprojectmustbemaintainedthroughoutitsduration.

oThe means and frequency of communication mustbe maintained
throughouttheprojectduration.

oThestakeholdersneedsmustbeconsideredintheprojectgoalsand
objectivesdevelopment.

oThemarketmustbeinvestigatedtodetermineitsstrengths,weaknesses,
opportunities and threats,competitors,etc.in orderto determine the
probabilityfortheprojecttobesuccessful.

Acceptace
Criteria

Thefeasibilityprojectacceptancecriteriawillbebasedonameticulousand
accurateverificationoftheresultsoftheactualprojectcomparedwiththe
plannedones.

Allacceptancecriteriamustbemetinordertoachievetheprojectsuccess.
Therefore,complyingwithalldeliverablesandmilestoneswithintheplanned
time,scopeandcost,accordingtotheprojectrequirementsisalsoacritical
acceptancecriteria.

Project
Assumptions

oItisassumedthatallrequiredresourceswillbeavailable.

oItisassumedthatadherencetobudget,scopeandschedulewillbemetas
muchaspossible.

oItisassumedthatsufficientsupportwillbereceivedfrom thesponsors.

oItisassumedthatthestakeholderswillbewillingtoparticipateinthe
project.

oItisassumedthatprojectrequirementswillnotchange.

oTheprojectissupposedtobesuccessful.
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ProjectScopeStatement

Project
Constraints

ThemostimportantrestrictionsthatwillinfluencetheProjectare:

oScope:theprojectscopecanpotentiallychangeduringtheprojectlife
cycle.

oCost:the monetaryresource obtained from the Governmentand
sponsorsisscarce.

oTime:the investigation willcontinue its course once the three
stipulatedmonthstodeveloptheDegreeFinalProjectfinish.

oQuality:theproductsqualityofprojectwillbeaffectedbychangesin
scope.

oRisks:unknownuncertaintiesandthreatsmayarrive.

4.3.6CreateWBS

Itconsistsindividingtheprojectintosmallercomponentstofacilitatethe

projectplanning,through theWBS,astructured approach ofwhatcan be

delivered,canbegiven(PMI,2013).

4.3.6.1Inputs

ProjectScopeStatement:Previouslydescribed(Chart15).

EnterpriseEnvironmentalFactors:Itmustbesaidthatenvironmentalfactors

influencepositivelyornegativelytheprojectexecution,soforthisprocessthey

include:theculture,structureandgovernanceoftheACG.

OrganizationalProcessAssets:Onemustnotignoreasetofvariablesthatcan

influencetheproject.Themostoutstandingorganizationalprocessassetsin

thisprojecthavebeen,thedatabaseand historicalinformation on similar

activitiesintheACG withspecialemphasisinthePNSR,andtheexisting

legislativeregulationsonthecountry'sNationalParks.

4.3.6.2Outputs

ScopeBaseline:ItincludestheProjectScopeStatementdescribedinChart12,

theWBSandtheWBSdictionarydescribedasfollows:

WorkBreakdownStructure:TheWorkBreakdownStructure(WBS)isatoolthat

isusedtodescribethescopeofaprojectaccordingtoitsdeliverables.Itisa

hierarchicalorganizationalelementthatrepresentstheentireprojectandis

usedasthebasisforprojectplanning,facilitatingthecommunicationand

integratedchangecontrol,allowingforanoverallvisionsothattheworkteam

quicklyunderstandsitsplaceintheproject.

Figure13.WorkBreakdownStructure(Owndevelopment)
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WBSDictionary:

Chart16.WorkBreakdownStructuredictionary(Owndevelopment)

Level
WBS

Code
ElementName Definition Responsible

1 1

Proposal
Identification
and
Development

Developmentoftheguidelinesthatwill
befollowedtohaveallinputsrequired
fortheinvestigation.

Project
manager

2 1.1
Work Strategy
Definition

Process by which the steps that
comprise the Process Plan are
assigned.

Project
manager

2 1.2
Problem
Identification

Definetheneedstocreateaproposal
for an Improvement Plan for the
campingarea.

Project
manager and
ProjectTeam

2 1.3 Investigation

Methodusedtoanalyzethesituation
through meetings, expert judgment,
interviews,academic data gathering
andofficialACGinformation.

Project
manager and
ProjectTeam

3 1.4 Tools
Procedures used to develop the
proposal.

Project
manager

4 1.4.1
Stakeholders
Identification

Stakeholders analysis and their
influencezoneontheProject.

Project Team
and team
leader

4 1.4.2
Market
Analysis

Processthroughwhichananalysisof
thestandard userand theirneedsis
made.

Project Team
and team
leader

4 1.4.3 FieldAnalysis
Consultationofspecificdocumentation
ofACGadministration.

Project Team
and team
leader

4 1.4.4
Environmental
Analysis

Consultation of the environmental
requirementsoftheproposal.

Project
manager and
ProjectTeam
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Level
WBS

Code
ElementName Definition Responsible

4 1.4.5
Financial
Analysis

Consultationofthefinancialsituationof
PNSR.

Project
manager and
ProjectTeam

4 1.4.6 LegalAnalysis
Consultation of ASP documentation
and Costa Rica environmental
regulations.

Project
manager and
ProjectTeam

1 2
Development

ofresults
Process by which, different plans
analyzedintheProjectaredetailed

Project
manager

1 3 FinalDetails
Procedureinwhichalistofconclusions
andrecommendationsforproposalare
made.

Project
manager

4.3.7ValidatetheScope

Itconsistsinformalizingtheacceptanceofprojectdeliverablesthathavebeen

completed.Thedeliverablesverifiedandobtainedduringqualitymanagement

arereviewedwiththeclientorsponsor,inordertoensurethattheyhavebeen

completedsatisfactorilyandtheyhavealsoreceivedformalacceptance.

The true usefulness ofthe Scope validation process is thatitprovides

objectivityoncustomersatisfactionthroughtheformalacceptanceofProject

deliverables,anticipatingandincreasingthechancesofsuccessinthefinal

acceptanceoftheresult,productorserviceoftheProject.

4.3.7.1Inputs

ToolUsed:Inthiscase,inspectionsandauditshavebeenusedtomonitorthat

deliverablesmeetthespecificationsanddocumentthecompletionofeach

deliverable.

4.3.7.2Outputs:

Accepted Deliverables:In orderto validatethedeliverablesthatarebeing

acceptedbythestakeholders,Chart17templateisdeveloped.Thepersonin

chargeofthevalidationofprojectdeliverablesanditsacceptance,istheproject

sponsor.

Chart17.AcceptedDeliverables(Owndevelopment)

Deliverables
Acceptance

(Yes/No)
Comments

ScopeManagementPlanwhichdetailshow the
projectscope willbe defined,developed,and
verifiedinorderto meettheprojectobjectives
throughouttheprojectlifecycle.
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Deliverables
Acceptance

(Yes/No)
Comments

Schedule ManagementPlan which willinclude
activitiesthatensuretheprojectiscompletedon
time.
CostManagementPlanwhichwillmakecertain
thattheprojectstayswithinbudget.
QualityManagementPlaninwhichtheresources
neededtocompletetheprojectsuccessfullywill
behighlightedalongwiththeactivitiesneededto
achievethem
Risk Management Plan where the processes
related to managementplanning,identification,
analysis,riskresponseplanning,aswellasits
monitoring,controlandminimizationintheproject
aredeveloped
StakeholderManagementPlan which isa plan
that details the project activities related to
engaging stakeholders and making the most
effective use oftheirparticipation as wellas
determiningthelevelofinterestintheproject.
Marketstudyto analyzetheexisting offerand
demandinthePNSR,andbasedontheresults
obtained,themost

4.3.8ControllingtheScope

Itmeasuresthedegreeofcomplianceachievedwithrespecttotheproject

scopeandsupervisesanychangerequestthataffectsthescopebaseline.In

addition,itensuresthatallchangesareprocessedthroughintegratedchange

control.

Inordertoimprovetheperformanceoftheprojectscope,thescopecontrol

requestsforchanges,recommendscorrectiveandpreventiveactionsand/or

defectsrepair.Thescopecontrolverifiestheimplementationofallrequests

thathavebeenapprovedinsaidprocesswhichaffecttheProjectScope.

Theobjectiveofthisprojectistodevelopafeasibilitystudytoexpandand

improvethequalityandofferoftouristservicesintheNaranjositecamping

area ofthe Santa Rosa NationalPark (Costa Rica).Therefore,this plan

documentsthe scope managementapproach;rolesand responsibilitiesin

regardstotheprojectscope;scopedefinition;verificationandcontrolmeasures;

scopechangecontrol;andthegeneralprojectworkbreakdownstructure.

Forthisproject,thedevelopmentandcontrolofthescopemanagementwillbe

thesoleresponsibilityoftheProjectManager.
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4.3.8.1Inputs

ToolUsed:VariationAnalysis,sinceitallowstostudyifthedeviationsinthe

scopecomparedwiththebaselinearesignificantenoughtoapplycorrective

actions.

4.3.8.2Outputs

ChangeRequests:Whenmanagingthescopechanges,itmustbeensuredthat

changesaremadethrough theintegrated changecontrol.Thishasto be

evaluatedbytheProjectManagerandsubmittedtotheSponsorforapproval.

Thefollowingtemplateestablishestheformalacceptanceofallthedeliverables

forthefeasibilitystudyprojectforthedevelopmentofimprovementsinthe

serviceandqualityoftheNaranjoBeachsitecampingfacilitiesinthePNSR.

Chart18.Templateusedforthescopechangerequest(Owndevelopment)

FeasibilityStudyAcceptanceForm

Date:[dd/mm/yyyy]

Dataofthechangerequest:

Personrequestingthechange

Sponsor

ProjectManager

Categoryofchange

Scope Resources

Schedule Stakeholders

Cost Other

Quality

Cause/Originofthechange:

Customerrequest Preventiveaction

Updatedocument Other

Correctiveaction

Descriptionandjustificationofthechangeproposal:

Impactofthechangeinthebaseline:

Risks:

Comments:
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FeasibilityStudyAcceptanceForm

Date:[dd/mm/yyyy]

Changecommitteesignatures

Personincharge Rol Acceptance(Yes/No) Signature

4.4ScheduleManagement

Itincludestheprocessesrequiredtomanagethecompletionofprojectswithin

schedule.ThesevenfundamentalprocessesfortheScheduleManagementare

asfollows:plantheschedule,defineactivities,sequenceactivities,estimate

activityresources,estimateactivityduration,developandcontrolschedule.

4.4.1PlantheSchedule

It consists in establishing the policies,procedures and documentation

necessarytoplan,develop,manage,executeandcontroltheprojectschedule.

4.4.1.1Inputs

ProjectCharter:Previouslydescribed(Chart11).

Enterprise Environmental Factors: During this process the existing

infrastructureandhumanresourceshavebeenincluded.

OrganizationalProcessAssets:Theorganizationalassetsthatinfluencethe

processarethefiscalcalendarforACGprojects.

ToolUsed:Thetoolusedfortheprocessdevelopmentconsistsofanalytic

techniquesandexpertjudgement.

4.4.1.2Outputs

ScheduleManagementPlan:Thisplanestablishesthecriteriaandactivitiesto

beperformedinordertodevelop,monitorandcontroltheschedule,whichmust

answerthefollowingquestions:Whatelementwillbemeasured?Whichtoolis

goingtobeused?Whatcontrolaccountswillbeused?Whatrulesaregoingto

beusedtomeasuretheprogressofactivities?Howareyougoingtomeasure

performance?

Chart19.ScheduleManagementPlan(Owndevelopment)

Element Definition

Developmentofafeasibility
ProjectManagementPlan

MS Project2010 is the toolthatwillbe used to
managetheschedule,byenteringstartandenddates
ofeachactivity.
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Element Definition

MeasuringTool
In order to determine measuring controls,days
establishedbythetoolwillbeused.

Relationship

betweenactivities

TheWBScontrolaccountstomanageprogress.Each
activitywillhavearelationshipwithitspredecessor
andsuccessor.

ProgressMeasurement
The progress and fulfillmentofschedule willbe
evaluatedandupdatedweeklyinmeetingsbetween
theworkteam andthoseinvolvedintheproject.

PerformanceMonitoring

Asthresholdtodeterminethescheduleperformance,
arangeofactionisestablishedforeachactivity,for
this,theexecutiontimeisestablishedasthemain
variable,withavariationof5%basedontheactivity

Rules for Performance
Measurement

Inordertomeasuretheperformance,itwillbeused
theprogresspercentage.

Developmentofa Project
Management Plan to
establish improvements in
thecampingzone

MS Project2010 is the toolthatwillbe used to
managetheschedule,byenteringstartandenddates
ofeachactivity.

4.4.2DefineActivities

Itconsistsin identifying thespecificactionsto beperformed in orderto

elaboratetheprojectdeliverables.Forthisproject,ascheduledetailingallthe

activitiesrelatedtotheresearchworkisbeingmade.

4.4.2.1Inputs

ScheduleManagementPlan:Previouslydescribed(Chart19).

ScopeBaseline:Previouslydescribed(Figure13,Chart15yChart16).

EntrepriseEnvironmentalFactors

ToolUsed:Decomposition,subdividingtheWBSworkpackagesintoactivities.
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4.4.2.2Outputs

Listofactivities:

Chart20.Listofprojectactivities(Owndevelopment)

WBS
Code

Element
Number

Definition Responsible Result

1

Proposal
Identification
and
Development

Development of the
guidelines that will be
followedtohaveallinputs
required for the
investigation.

Project
manager

ProjectCharter

1.1
Work Strategy
Definition

Processbywhichthesteps
thatcomprisetheProcess
Planareassigned.

Project
manager

Setofguidelines
for the
implementationof
theProcess.

1.2
Problem
Identification

Definetheneedstocreatea
proposal for an
ImprovementPlan forthe
campingarea.

Project
manager and
ProjectTeam

Listofneeds

1.3 Investigation

Methodusedtoanalyzethe
situationthroughmeetings,
expertjudgment,interviews,
academic data gathering
and official ACG
information.

Project
manager and
ProjectTeam

Documentation
thatallows fora
based technical
decisions.

1.4 Tools
Proceduresusedtodevelop
theproposal.

Project
manager

Tables, PMBOK®
Guide, matrixes,
lists,graphs.

1.4.1
Stakeholders
Identification

Stakeholders analysis and
theirinfluencezoneonthe
Project.

ProjectTeam
and team
leader

Stakeholders list
and their impact
ontheproject.

1.4.2 MarketAnalysis

Processthrough which an
analysis of the standard
user and their needs is
made.

ProjectTeam
and team
leader

BehaviorOfferand
Demand
Behaviour.

1.4.3 FieldAnalysis
Consultation of specific
documentation of ACG
administration.

ProjectTeam
and team
leader

Listofneeds of
theNaranjoSite.

1.4.4
Environmental
Analysis

Consultation of the
environmental
requirements of the
proposal.

Project
manager and
ProjectTeam

Identification of
missing
environmental
studies required
byACG.

1.4.5
Financial
Analysis

Consultation of the
financialsituationofPNSR.

Project
manager and
ProjectTeam

Estimation of
PNSRincomes.

1.4.6 LegalAnalysis
Consultation of ASP
documentation and Costa
Rica environmental

Project
manager and
ProjectTeam

Listoflawsinan
ASP.
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WBS
Code

Element
Number

Definition Responsible Result

regulations.

2
Development

ofresults

Processbywhich,different
plans analyzed in the
Projectaredetailed

Project
manager

Managementplan
for scope,
schedule, costs,
quality,risks and
stakeholders.

3 FinalDetails

Procedureinwhichalistof
conclusions and
recommendations for
proposalaremade.

Project
manager

List of
conclusions and
recommendations

Milestoneslist:

oProposalIdentificationandDevelopment

oDevelopmentofResults

oFinalDetails

4.4.3SequenceActivities

Itconsistsinidentifyinganddocumentingtherelationshipsbetweenproject

activities.Thesequenceofactivitiesisestablishedbylogicalrelationships.

Each activityand milestone,with the exception ofthe firstand the last,

connectswithatleastonepredecessorandonesuccessor.

4.4.3.1Inputs

ScheduleManagementPlan:Previouslydescribed(Chart19).

Listofactivitiesandattributes:Previouslydescribed(Chart20).

Milestones:Describedaslistabove.

ProjectScopeStatement:Previouslydescribed(Chart15).

Enterprise EnvironmentalFactors:The projects are performed within an

organizationcalledACG,whoseculture,styleandstructureinfluencethewayin

which these projects are executed. For this project, the enterprise

environmentalfactorispositivesinceupdatedinformationisavailableand

assignedonthefollowingfactors:

oVision,MissionandValuesofSINACyACG.

oStructureandGovernanceofACG.

oAvailability and geographical distribution of facilities, resources,

infrastructureandmaterials.

oCostaRicaGovernmentStandardsthataffecttheASP.



67

oStandards,policies,methodsandproceduresoftheinternalfunctioningof

ACGandtheSantaRosaNationalPark.

OrganizationalProcessAssets:Theorganizationalassetthatinfluencesthe

processisthefiscalcalendar.

Toolused:Thetechniqueusedwastheso-calledprecedencediagramming

method(PDM),whichallowsfourtypesofdependenciesbetweenactivities:end

tostart,endtoend,starttostart,andstarttofinish.Themostusedhasbeen

thefinishtostartrelationship.

4.4.4EstimateActivityResources

Itconsistsinestimatingthetypeandquantitiesofmaterials,people,equipment

orsuppliesrequiredtoexecuteeachactivity.

4.4.4.1Inputs

ScheduleManagementPlan:Previouslydescribed(Chart19).

Listofactivitiesandattributes:Previouslydescribed(Chart20).

Enterprise EnvironmentalFactors:The projects are performed within an

organizationcalledACG,whoseculture,styleandstructureinfluencethewayin

which these projects are executed. For this project, the enterprise

environmentalfactorispositivesinceupdatedinformationisavailableand

assignedonthefollowingfactors:

oVision,MissionandValuesofSINACyACG.

oStructureandGovernanceofACG.

oAvailability and geographical distribution of facilities, resources,

infrastructureandmaterials.

oCostaRicaGovernmentStandardsthataffecttheASP.

oStandards,policies,methodsandproceduresoftheinternalfunctioningof

ACGandtheSantaRosaNationalPark.

OrganizationalProcessAssets:Theorganizationalassetthatinfluencethe

processisthefiscalcalendar.

ToolUsed:Thetoolusedistheso-calledbottom upestimation.
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4.4.4.2Outputs

Resourcesrequiredfortheactivities:

Theactivitieswiththehumanandmaterialresourcesnecessarytoachievethe

establishedobjectivesdetailingquantitiesareasfollows:

Chart21.Resourcesrequiredfortheproject(Owndevelopment)

WBS
Code

ActivityName HumanResource MaterialResource

1
ProposalIdentification
andDevelopment

Projectmanager (1p) and
Team Leader(1p)

Computer,writingtools.

1.1
Work Strategy
Definition

Projectmanager(1p) Computer,writingtools.

1.2 Problem Identification
Projectmanager (1p) and
ProjectTeam (5p)

Computer,writingtools.

1.3 Investigation
Projectmanager (1p) and
Projectteam (5p)

Computer,writing tools,
telephone

1.4 Tools Projectmanager(1p) Computer

1.4.1
Stakeholders
Identification

Projectmanager (1p) and
Team Leader(1p)

Computer,writing tools,
telephone.

1.4.2 MarketAnalysis
Projectmanager (1p) and
Team Leader(1p)

Computer,writingtools.

1.4.3 FieldAnalysis
Projectmanager (1p) and
Team Leader(1p)

Computer,writing tools,
dasometric tools,
transport,telephone.

1.4.4 EnvironmentalAnalysis
Project manager (1p),
Project team (5p) and
environmentalconsultor(1p)

Computer

1.4.5 FinancialAnalysis
Projectmanager (1p) and
Projectteam (5p)

Computer,writingtools.

1.4.6 LegalAnalysis
Projectmanager (1p) and
Projectteam (5p)

Computer

2 Developmentofresults Projectmanager(1p) Computer

3 FinalDetails Projectmanager(1p) Computer

4.4.5EstimateActivityDurations

Itconsistsinestablishingapproximatelytheamountofworkperiodsnecessary

tocompleteeachactivitywiththeestimatedresources.Theactivityduration

estimationusesinformationonthescopeofworkoftheactivity,thetypeof

resourcesneeded,estimatedquantitiesandtheirutilizationrates.

4.4.5.1Inputs

ScheduleManagementPlan:Previouslydescribed(Chart19).

Listofactivitiesandattributes:Previouslydescribed(Chart20).

ResourcesrequiredfortheProject:Previouslydescribed(Chart21).
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ProjectScopeStatement:Previouslydescribed(Chart15).

Enterprise EnvironmentalFactors:The projects are performed within an

organizationcalledACG,whoseculture,styleandstructureinfluencethewayin

which these projects are executed. For this project, the enterprise

environmentalfactorispositivesinceupdatedinformationisavailableand

assignedonthefollowingfactors:

ScheduleManagementPlan:Previouslydescribed(Chart19).

Listofactivitiesandattributes:Previouslydescribed(Chart20).

Enterprise EnvironmentalFactors:The projects are performed within an

organizationcalledACG,whoseculture,styleandstructureinfluencethewayin

which these projects are executed. For this project, the enterprise

environmentalfactorispositivesinceupdatedinformationisavailableand

assignedonthefollowingfactors:

oVision,MissionandValuesofSINACyACG.

oStructureandGovernanceofACG.

oAvailability and geographical distribution of facilities, resources,

infrastructureandmaterials.

oCostaRicaGovernmentStandardsthataffecttheASP.

oStandards,policies,methodsandproceduresoftheinternalfunctioningof

ACGandtheSantaRosaNationalPark.

OrganizationalProcessAssets:Theorganizationalassetthatinfluencethe

processisthefiscalcalendar.

ToolUsed:Thetoolusedistheso-calledbottom upestimation.

4.4.5.2Outputs

Thetoolistheso-calledthreepointestimation,whichconsistsinestimatingan

activitydurationusingthepessimistic,mostlikelyandoptimisticestimates.

ActivityDurationEstimate

Chart22.Estimateddurationofprojectactivities(Owndevelopment)

EDT
Code

ActivityName
Optimistic

time
Probable

time
Pessimistic

time
Expected

time

1
ProposalIdentificationand
Development

18 21 24 21

1.1 WorkStrategyDefinition 18 21 24 21

1.2 Problem Identification 18 21 24 21

1.3 Investigation 18 21 24 21
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1.4 Tools 12 14 16 14

1.4.1 StakeholdersIdentification 5 7 9 7

1.4.2 MarketAnalysis 18 21 24 21

1.4.3 FieldAnalysis 18 21 24 21

1.4.4 EnvironmentalAnalysis 18 21 24 21

1.4.5 FinancialAnalysis 18 21 24 21

1.4.6 LegalAnalysis 18 21 24 21

2 Developmentofresults 12 14 16 14

3 FinalDetails 18 21 24 21

4.4.6DeveloptheSchedule

Itconsistsinanalyzingthesequenceofactivities,theirduration,theresource

requirementsandtherestrictionstocreatetheprojectschedule.

4.4.6.1Inputs

ScheduleManagementPlan:Previouslydescribed(Chart19).

Listofactivitiesandattributes:Previouslydescribed(Chart20).

Resourcesrequiredfortheactivities:Previouslydescribed(Chart21).

ActivityDurationEstimate:Previouslydescribed(Chart22).

ProjectScopeStatement:Previouslydescribed(Chart15).

ToolUsed:TheMSProject2013isused.Allnecessaryinformationisentered

andtheGanttDiagram viewisdisplayed.
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4.4.6.2Outputs

ProjectSchedule

Figure14.ProjectSchedule(Owndevelopment)

4.4.7ControltheSchedule

Monitors the projectstatus in orderto update the progress and manage

changestotheschedulebaseline.

4.4.7.1Inputs

ProjectSchedule:Previouslydescribed(Figure14).

OrganizationalProcessAssets:Theorganizationalassetsthatinfluencethe

processarethefiscalcalendarforACGprojects.

ToolUsed:Thetoolusedisperformancereview,whichcomparestheactual

durations in relation to the schedule baseline and evaluates ifthere are

significantchanges.

4.4.7.2Outputs

Work Performance Information:In orderto determine the performance,a

comparisonoftheestimatedtimesvs.theactualtimesismade,asshownin

thefollowingtemplate.
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Chart23.Performanceestimation(Owndevelopment)

WBS

code
ActivityName

Fictitious

StartingDate

Fictitious

Finishing

Date

Fictitious

expected

time

1 ProposalIdentificationandDevelopment 12-02-2018 05-03-2018 21

1.1 WorkStrategyDefinition 19-02-2018 12-03-2018 21

1.2 Problem Identification 19-02-2018 12-03-2018 21

1.3 Investigation 12-03-2018 02-04-2018 21

1.4 Tools 12-03-2018 26-03-2018 14

1.4.1 StakeholdersIdentification 26-03-2018 02-04-2018 7

1.4.2 MarketAnalysis 02-04-2018 23-04-2018 21

1.4.3 FieldAnalysis 02-04-2018 23-04-2018 21

1.4.4 EnvironmentalAnalysis 02-04-2018 23-04-2018 21

1.4.5 FinancialAnalysis 02-04-2018 23-04-2018 21

1.4.6 LegalAnalysis 02-04-2018 23-04-2018 21

2 Developmentofresults 23-04-2018 07-05-2018 14

3 FinalDetails 07-05-2018 04-06-2018 21

TheProjectManagerwillberesponsiblefororganizingweeklymeetingswith

projectteam memberstoreviewthescheduleanddetermineifthereisany

variationinthescheduleanditspossibleimpact.Anyvariationorchangeinthe

schedulemustgothroughformalchangecontrolproceduresandbeapproved

bySINAC,theprojectsponsor,beforeitcanberenamed.

Chart24.ScheduleChangeRequestTemplate(Owndevelopment)

ProjectScheduleChangeRequest

ProjectName

ElaborationDateofRequest

ActivityName

RequestDescription

Justification

Requester

Approved(Yes/No)

Signature

4.5CostManagement

Costmanagementincludestheprocessesinvolvedinestimating,budgetingand

controllingcostssothattheProjectiscompletedwithintheapprovedbudget.

Therequirementsofstakeholdersmustbetakenintoaccountinordertoobtain

thecosts,sincetheywillhavedifferentwaystomeasuretheprojectcostsand



73

atdifferenttimes.Theplannedcostincludesitsentirelifecycle,from theinitial

planningtoitsdelivery,throughthedifferentintermediateanalyzesthatare

performed.Costmanagementallowscompaniestoknowexpensesinadvance

andreducethechancesofexceedingtheinitialbudget.

Usually,andfollowingtheinformationgatheredinthePMBOK® Guide,project

costmanagementdistinguishesfourstages:costplanning,costestimation,

budgetdeterminationandcostcontrol

4.5.1PlanCostManagement

Itestablishesthepolicies,proceduresanddocumentationnecessarytoplan,

manage,executetheexpensesandcontroltheprojectcosts.Itisnecessaryto

knowwhatactivitiesaregoingtobeperformed.

Oncethesedecisionsaremade,itisrequiredtolookforinformationaboutthe

resourcesneededtoperform thoseactions.Forthis,itisnecessarytosearch

forhistoricalinformationofsimilarprojectsexecutedbyourselvesorbyother

companies.

4.5.1.1Inputs

ProjectCharter:Previouslydescribed(Chart11).

Enterprise EnvironmentalFactors:The projects are performed within an

organizationcalledACG,whoseculture,styleandstructureinfluencethewayin

which these projects are executed. For this project, the enterprise

environmentalfactorispositivesinceupdatedinformationisavailableand

assignedonthefollowingfactors:

oVision,MissionandValuesofSINACyACG.

oStructureandGovernanceofACG.

oAvailability and geographical distribution of facilities, resources,

infrastructureandmaterials.

oCostaRicaGovernmentStandardsthataffecttheASP.

oStandards,policies,methodsandproceduresoftheinternalfunctioningof

ACGandtheSantaRosaNationalPark.

OrganizationalProcessAssets:Theorganizationalassetthatinfluencesinthe

processistheapprovedbudget.

ToolUsed:Analyticaltechniquesinordertogeneratedifferentparametersto

requestfinancialresourcesforitsdevelopment.
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4.5.1.2Outputs

CostManagementPlan

Chart25.CostManagementPlan(Owndevelopment)

Component Description

PrecisionLevel Figuresroundedtothousands.

AccuracyLevel
Therangethatwillbeusedfortheestimates
contemplatesalevelofaccuracyof±5%.

Controlthresholds
Astotalcostdeviationallowedfortheproject,ithas
beenestablished5%+/-.

RulesofPerformanceMeasurement
EarnedValue(EVM)and“S”curve,monthly
performancereport.

4.5.2EstimateCosts

Itconsistsindevelopinganapproximationofthefinancialresourcesnecessary

tocompletetheprojectactivities.Onceyouknowtheactivitiesthataregoingto

beperformedandtheresourcesthatarenecessary,itistimetotransferthese

resourcestomonetaryandtemporaryunits.

4.5.2.1Inputs

CostManagementPlan:Previouslydescribed(Chart25).

Scopebaseline:Previouslydescribed(Figure13,Chart15yChart16).

ProjectSchedule:Previouslydescribed(Figure14).

ProjectCharter:Previouslydescribed(Chart11).

Enterprise EnvironmentalFactors:The projects are performed within an

organizationcalledACG,whoseculture,styleandstructureinfluencethewayin

which these projects are executed. For this project, the enterprise

environmentalfactorispositivesinceupdatedinformationisavailableand

assignedonthefollowingfactors:

oVision,MissionandValuesofSINACyACG.

oStructureandGovernanceofACG.

oAvailability and geographical distribution of facilities, resources,

infrastructureandmaterials.

oCostaRicaGovernmentStandardsthataffecttheASP.

oStandards,policies,methodsandproceduresoftheinternalfunctioningof

ACGandtheSantaRosaNationalPark.

OrganizationalProcessAssets.Organizationalassetsthatinfluencethebudget

process.
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ToolUsed.Theanalogousestimatethatfitstheprojectplan,suchasthetime

eachpartnermustinvestintheprojectandthecostofsupplies.

4.5.2.2Outputs

ActivityCostEstimates

Chart26.Ratesbyprojectroles(Owndevelopment)

Role DayRate($) Notes

Projectmanager 87.60
NumberbasedontheaveragebasesalaryinSpainofa
projectmanagerwithlessthan3yearsofexperience
($36,791)accordingtoOBSBusinessSchool.

Team leader:
Profesional1B

56.51 FiguresprovidedbytheACGAdministration.

Team member:
Técnico3

67.97 FiguresprovidedbytheACGAdministration.

Team member:
Misceláneo

29.10 FiguresprovidedbytheACGAdministration..

Team member:
Profesional2

63.10 FiguresprovidedbytheACGAdministration..

Team member:
Profesional1A

49.13 FiguresprovidedbytheACGAdministration.

Environmental
Consultant

48.42
AverageSalaryofanEnvironmentalEngineerinCosta
Rica.

Construction
company

64
Estimationmadebasedonhistoricalinformationof
similarprojectsinACG.

Chart27.Costestimateofactivities(Owndevelopment)

WBS
Code

ActivityName Days

ResourceCost
Total

($)
Human

($)

Material

($)

1
ProposalIdentification and
Development

21 7265.16 10 7275.16

1.1 WorkStrategyDefinition 21 7265.16 10 7275.16

1.2 Problem Identification 21 1839.60 10 1849.60

1.3 Investigation 21 3026.31 30 3056.31

1.4 Tools 14 2017.54 0 2017.54

1.4.1 StakeholdersIdentification 7 1008.77 30 1038.77

1.4.2 MarketAnalysis 21 7265.16 10 7275.16

1.4.3 FieldAnalysis 21 7265.16 50 7315.16

1.4.4 EnvironmentalAnalysis 21 8281.98 0 8281.98

1.4.5 FinancialAnalysis 21 1839.60 10 1849.60

1.4.6 LegalAnalysis 21 1839.60 0 1839.60

2 Developmentofresults 14 1226.40 0 1226.40

3 FinalDetails 21 1839.60 0 1839.60
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4.5.3DetermineBudget

Itconsists in adding the estimated costs ofindividualactivities orwork

packagesin orderto establish a baselineofauthorized cost.Thebudget

includes the sum of the estimated costs,calculated in previous step,

consideringtheestimatedscheduleforprojectcompletion.Thus,thebudget

providesanapproachofthetotalinvestmentaswellastemporarycostsofthe

wholeproject.

4.5.3.1Inputs

CostManagementPlan:Previouslydescribed(Chart25).

Scopebaseline.Previouslydescribed(Figure13,Chart15yChart16).

ActivityCostEstimates.Previouslydescribed(Chart27).

ProjectSchedule.Previouslydescribed(Figure14).

OrganizationalProcessAssets:Theorganizationalassetthatinfluencesinthe

processistheapprovedBudget.

ToolUsed.Thetoolusedisthesum oftheestimatedcostsineachofthe

activities,inadditiontoa5%forcontingencies,factorusedintheaccuracylevel.

4.5.3.2Outputs

CostBaseline:

Chart28.CostBaseline(Owndevelopment)

ID Deliverable
Cost

($)

1 ProposalIdentificationandDevelopment 7275.16

1.1 WorkStrategyDefinition 7275.16

1.2 Problem Identification 1849.60

1.3 Investigation 3056.31

1.4 Tools 2017.54

1.4.1 StakeholdersIdentification 1038.77

1.4.2 MarketAnalysis 7275.16

1.4.3 FieldAnalysis 7315.16

1.4.4 EnvironmentalAnalysis 8281.98

1.4.5 FinancialAnalysis 1849.60

1.4.6 LegalAnalysis 1839.60

2 Developmentofresults 1226.40

3 FinalDetails 1839.60

TOTAL 52140.04
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ProjectFundingRequirements:Oncethebaselinecostestimatehasbeenmade,

thebudgetwillbefundedbytheGovernmentofCostaRica,theNationalParks

Foundation,theGuanacasteDryForestConservationFund,aswellasindirect

collaboratorssuchasprivatecompaniesorindividuals.

4.5.4ControlCosts

Monitorstheprojectstatusinordertoupdatetheprojectbudgetandmanage

changestothecostbaseline.Costcontrolisperformedoncetheprojecthas

beenlaunched.Itconsistsofadailyorweeklymonitoringatdeterminedcontrol

points,ofcostsatthatmomentcomparedwiththeestablishedbaseline,thus

checkingwhetherornottheyadjusttowhatwasplanned.Thismeasurement

allowstoforecastthegeneralcostsoftheprojectandverifyiftheywillhavethe

sametrendtheyhavehadtothismoment.

PMBOK® Guideprovidesdetailstoplancostmanagementasanissuerelated

tothecostofresourcesneededtocompleteprojectactivities(PMI,2013).

Therefore,thisprojectwillincorporateearnedvaluecalculationsthatwillbe

includedinthecostaccountsinordertomeasurethefinancialperformance

throughouttheproject.

4.5.4.1Inputs

ProjectFundingRequirements:Previouslydescribed.

OrganizationalProcessAssets:Theorganizationalassetthatinfluencesinthe

processistheapprovedBudget.

ToolUsed:Theearnedvaluetechnique(EVM)isthestandardtomeasurethe

scheduleperformanceoftheactualprogressofprojectinordertocompare

withtheplanningthathadbeenpreviouslydone.Itcombinesthescope,the

schedule and resources measurementwith the purpose ofevaluating the

performanceandtheprogressoftheproject,therefore,thethreedimensionsof

theearnedvaluethatwillbeusedaretheplannedvalue,theearnedvalueand

therealcost.Inaddition,itisintendedtocontrolthevariationsofbothcostand

time.

oPlannedValue(PV):isthebudgetassignedandauthorizedtoexecutean

activityorcomponentoftheWorkBreakdownStructure(WBS).

oCurrentCost(AC):is the actualcostincurred to execute the work

associatedwithanactivityorcomponentoftheWorkBreakdownStructure
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(WBS).

oEarnedValue(EV):thevalueoftheworkdoneexpressedintermsofthe

budgetassignedtotheEDTactivitiesorcomponentsoncefinished.

Figure15.EarnedValueManagement(CA,2018)

4.5.4.2Outputs

Work Performance Information:Based on the above values,variations or

deviationswillbemonitoredwithrespecttothebudgetapprovedfortheproject,

thesemeasuresarethefollowing:

oSchedule Variance (SV):SV = EV -PV.Ifthe SV is negative,itis

consideredthattheprojectisdelayedandifitispositive,itisconsidered

thattheprojectisaheadofschedule.

oCostVariance(CV),CV=EV-AC.IftheCVisnegativeitmeansthatthe

projectisover-budgetwhichisequivalenttoinefficiency,intheopposite

caseiftheCVispositiveitmeansthattheprojectisinsurplusorefficient.

oScheduleperformanceindex(SPI),SPI=EV/AC.IftheCPIislessthan1,it

indicatesacosthigherthanplannedwithrespecttothecompletedwork,

whileiftheCPIisgreaterthan1itindicatesalowercostthantheplannedto

date.

ChangeRequests:Iftherearevariationsintheprojectcostperformance,the

ProjectManagermustreportthesituationandprovideadetailedcorrective

action plan to return theprojectperformanceto acceptablelevels.Those

interestedinmakingchangerequestsmustfillouttheform describedbelow

andsendittotheprojectmanager,whowillmeetwiththeprojectworkteam

andevaluatesaidrequests,iftheyareapproved,itwillbeinformedtothe

projectsponsorforsubsequentimplementation.

Chart29.ProjectCostChangeRequestTemplate(Owndevelopment)

ProjectCostChangeRequest
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ProjectName

ElaborationDateofRequest

ActivityName

RequestDescription

Justification

Requester

Approved(Yes/No)

Signature

ProjectDocumentUpdates:Projectdocuments susceptible to be updated

includethecostestimationofactivitiesandthebasisofestimates.

4.6QualityManagement

The PMBOK® Guide states that,"the qualitymanagementofthe project

includes the processes and activities ofthe executing organization that

establishqualitypolicies,objectivesandqualityresponsibilitiessothatthe

projectmeetstheneedsforwhichwasundertaken"(PMI,2013).

Processes include Quality Management Planning, quality assurance

performanceandqualitycontrol.

4.6.1PlantheQualityManagement

Identifytherequirementsand/orqualitystandardsfortheprojectandits

deliverables,aswellastodocumenthowtheprojectwilldemonstratefull

compliancewiththem.

4.6.1.1Inputs

Scopebaseline.Previouslydescribed(Figure13,Chart15yChart16).

Costbaseline.Previouslydescribed(Chart28).

Environmentalfactorsofthecompany:Theprojectsareexecutedwithinan

organizationcalledACG,whoseculture,styleandstructureinfluencetheway

theseprojectsaremanaged.Forthisproject,theenvironmentalfactorofthe

companyispositivesinceupdatedinformationisavailableandassignedonthe

followingfactors:

oVision,missionandvaluesofSINACandACG.

oCulture,structureandgovernanceoftheACG.

oAvailability and geographical distribution of facilities, resources,

infrastructuresandmaterials.
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oStandardsoftheGovernmentofCostaRicathataffectASP.

oStandards,policies,methodsandproceduresfortheinternalfunctioning

oftheACGandSantaRosaNationalPark.

Toolused.Forthedevelopmentofthisprocess,qualitymanagementand

controltoolswereused,amongwhichthematrixdiagram wasusedduetothe

factthatitperformsananalysisbetweenthequalityrequirementsandthe

differentcriteriatobetakenintoaccountforeachone.

4.6.1.2Outputs

QualityManagementPlan

Chart30.ProjectQualityPlan(Owndevelopment)

Deliverable QualityRequirement Responsible

Identificationand
developmentof
proposal

Identifytheproblem anddevelopthe
instructionstofollow

Projectmanager

Definitionofwork
strategy

Developadetailedplanincludingeachof
thesteps

Projectmanager

Identificationof
Problem

Definetheprojectrequirements.
Projectmanagerand
Team project

Investigation
Analyzethehistoricalandcurrent
situationrelatingtoproject

Projectmanagerand
Team project

Tools Analyzeandidentifyproceduresused. Projectmanager

Stakeholders
identification

AnalysisofStakeholdersandtheir
influencezone

ProjectTeam and
team leader

MarketAnalysis AnalysisofStandardUserandhisneeds
ProjectTeam and
team leader

FieldAnalysis ConsultACGdocumentation
ProjectTeam and
team leader

Environmental
Analysis

Consultandidentifyenvironmental
requirementsinaASP.

Projectmanagerand
ProjectTeam

FinancialAnalysis AnalyzefinancialsituationofthePNSR.
Projectmanagerand
ProjectTeam

LegalAnalysis ConsultnationallawsinASP.
Projectmanagerand
ProjectTeam

Developmentof
results

Detailtheplansstudied. Projectmanager

FinalDetails Listconclusionsandrecommendations Projectmanager
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QualityMetrics

Chart31.Projectqualityassurancematrix(Owndevelopment)

QualityMetrics AcceptanceCriteria
Requirementfor

Success
Responsible

Person

Comply with the
scopeofwork

Theprogressofproject(P)willbe
determined through the percentage
ofactivitiescompletedbydeliverable,
sincethetotalofcompletedactivities
(CA)willbecomparedwiththetotal
ofplannedactivities(PA).

P(%)=CA/PA

A(%)>90%
Project
Team

Comply with the
projectschedule

By means of the Schedule
Performance Index (SPI), the
efficiency ofthe schedule willbe
measured,thatis,thetimeallocated
toprojectisbeingusedcorrectly.

SPI=EV/PV

Where:

EV:EarnedValue

PV:PlannedValue

SPI≤1
Project
Team

Comply with the
Projectbudget

TheBudgetedCostEfficiencywillbe
measured through the Cost
PerformanceIndex(CPI),whichwill
meanto measuretheefficiencyof
costforthecompletedwork.

CPI=EV/AC

Where:

EV:EarnedValue

AC:ActualCost

CPI≥1
Project
Team

Comply with
deliverables
quality

From thepercentageofthequantity
ofdeliverablessubmittedforquality
control,withrespecttothetotalof
deliverables.

>90%
Project
Team

4.6.2Perform theQualityAssurance

Audits the quality requirements and the results of the quality control

measurements,toensurethattheappropriatequalitystandardsandoperational

definitionsareused

4.6.2.1Inputs

QualityManagementPlan.Previouslydescribed(Chart30).

QualityMetrics.Previouslydescribed(Chart31).

ToolUsed.Thetooltobeusedistheso-calledqualityaudit,whichwillbeunder

theQualityDepartmentandtheProjectteam responsibility.

Changerequests.Thoseinterestedinmakingchangerequestsmustusethe
followingtemplate.
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Chart32.ProjectQualityChangeRequestTemplate(Owndevelopment)

Requestforprojectqualitychanges

ProjectName

RequestPreparationDate

RequestType(Corrective/Preventive)

RequestDescription

Justification

Requester

Approvedby:

Signature

4.6.3ControlQuality.

Monitorsandrecordstheresultsoftheexecutionofqualitycontrolactivities,in

ordertoevaluateperformanceandrecommendthechangesrequired.

4.6.3.1Inputs

Qualitymetrics.Previouslydescribed(Chart31).

Approvedchangerequests.Qualitychangerequestsmadethroughthetemplate

describedinChart32whichwereapproved.

ToolUsed.Thetoolusedistheso-calledsevenqualitybasictools,among

whichtheverificationsheetswerespecificallyapplied,sincethisconsistsof

carryingoutacheckonthedeliverablesthatmeetthequalityestablishedduring

theplanning.

4.6.3.2Outputs

ValidatedChanges

Chart33.QualityChangeValidationTemplate(Owndevelopment)

Validationofqualitychanges

ID Description
Requested

Change

ValidatedChange

(Yes/No)

VerifiedDeliverables

Chart34.ProjectDeliverablesQualityVerificationTemplate(Owndevelopment)

QualityVerificationList

ID Description
QualityCompliance

(Yes/No)

Projectdocuments update.Projectdocuments thatare susceptible to be
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updated include change records supported by corrective orimprovement

actions.

Updates to the assets ofthe organization processes.The assets ofthe

organizationprocessesthataresusceptibletobeupdatedarethecompleted

checklists.

4.7ProjectStakeholdersManagement

Theprojectstakeholdersmanagementincludestheprocessesnecessaryto

identifythepeople,groupsororganizationsthatmayaffectorbeaffectedby

theproject,toanalyzethestakeholdersexpectationsandtheirimpactonthe

project,andtodevelopmanagementstrategiesappropriateinordertoachieve

theeffectiveparticipationofstakeholdersinthedecisionsandintheexecution

oftheproject(PMI,2013).

ThestakeholderManagementapproachforthefeasibilitystudywillseekto

identifyandclassifyprojectstakeholders,determinetheirpower,interestand

influence,andanalyzethemostappropriatecommunicationmethodologyforall

ofthem.This willallow the projectteam to identifythe main influential

stakeholderstosolicitcommentsforprojectplanningandobtainsupportasthe

projectprogresses.

Stakeholder management processes include: stakeholder identification,

StakeholderManagementPlan,stakeholderengagementmanagementand

stakeholderengagementcontrol.

4.7.1IdentifyStakeholders

The stakeholders are people and organizations as clients,sponsors,the

executionorganizationandthepublicthatisactivelyinvolvedintheproject.

Alsothosewhoseinterestsmaybeaffected,positivelyornegativelybythe

executionorterminationoftheproject,andontheotherhand,thosewhocan

influencetheprojectanditsdeliverables.

Eachidentifiedstakeholderwillbeanalyzedandclassifiedaccordingtotheir

powerandinterest.Theprojectteam willfurtheridentifythekeystakeholders

thatareconsideredtohavethegreatestinfluenceontheprojectorwhomaybe

mostaffectedbyitandwho willrequiremostofthecommunicationand

management.Onceidentified,theProjectManagerwilldocumentthelevelof

participationtheydesire,thefrequencyandtypeofcommunication,andany
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concernsorconflictingintereststheymayhave.Allinformationaboutthese

stakeholderswillbestoredintheregisterofstakeholders

4.7.1.1Inputs

ProjectCharter.Previouslydescribed(Chart11).

OrganizationCharter.Previouslydescribed(Figure9).

Tool.Itisintendedtoperform ananalysisofthestakeholders,throughwhichit

canbeidentifiedtheirinterests,expectationsandpowerofinfluenceofeach

stakeholder.

4.7.1.2Outputs

ProjectInfluenceZone.Thissectionwillprovideageographicalunderstanding

oftheareasaffectedbytheprojectandestablishesthelevelofengagementfor

eachone.Theareasofinfluenceofthisprojecthavebeendividedintofour:

oZone1:thisistheclosestareatotheprojectsiteandwhoseinteractions

withthestakeholderswilltakeplaceveryfrequently.

oZone2:Inthisarea,thestakeholdersinteractwiththeprojectfrequently,

withlessfrequencythaninzone1butstillevident.

oZone 3:Area whose interactions between the stakeholders and the

projectarelimitedintime,ormayberestrictedtoaspecificphaseofthe

project.

oZone4:Inthisareainteractionscanoccuroccasionallywithstakeholders.

Consideringtheabovementioned,intheprojectunderstudy,thezonescouldbe

classifiedasfollows:
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Figure16.Areasofinfluenceoftheproject(Owndevelopment)

Thesezoneswillevolveandadjustastheprojectadvancesthroughitslifecycle.

Zone1:AreabetweenLaCruz,Liberiaand
PlayadelCoco.
Zone2:LiberiaAirport,SantaCruzandbeach
area.
Zone3:ProvinceofGuanacaste
Zone4:AccessroadsbetweenGuanacaste
andSanJosé
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StakeholdersRegister

Chart35.ProjectStakeholdersRegistration(Owndevelopment)

Stakeholdername Projectrole Role
Communication

required
Email

DeliaMolinero
Project
Manager

Leadtheteam responsibleforachievingthe
objectivesoftheproject.
Coordinateallprojectstakeholders.
Controltheresourcesassignedtotheproject.
Managerestrictions
Applyastandardtodirectprojects(PMBOK®
Guide)

Project
reportings,team
meetings

delia.molinero@hotmail.com

SINAC–ACG
Project
Sponsor

Provideresourcesandsupporttotheproject.
Responsibleforfacilitatingthesuccessofthe
project

Projectmeetings
info@sinac.go.cr

acg@acguanacaste.ac.cr

MarcoBustos Team leader
Communicatetheinstructions,provide
directionandguidetheteam..

Team meetings,
reporting

mbustos@acguanacaste.ac.cr

Ecoturism program
Team
member

Supportthedifferentactivitiesoftheproject. Projectmeetings ecoturismo@acguanacaste.ac.cr

Ecotourists

Peopleinterestedin:
Knowinganarealittlethreatenedbyman.
Makingactivitieswithahigheducational
content.
Livingnewexperiences.
Supportingthecommunityfinancially.

Consultative

Environmental
Consultor

Provideenvironmentalstudies.
Approvetheproposedmanagementregarding
environmentallimitations.

Projectmeetings

Volunteers
Supportthedifferentactivitiesoftheproject
selflessly.

Collaborative

Officials

Followthemainideasoftheproject.

Supportwithproposals.

Supplyinformation.

Consultative
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Stakeholdername Projectrole Role
Communication

required
Email

Researchers/Scientist
s

Supplyinformation.. Consultative

Constructioncompany
Supporttheconstructionoftheproject.

Proposeimprovements.
Collaborative

Ministryof
Environmentand
EnergyofCostaRica
(Ministeriode
AmbienteyEnergíade
CostaRica,MINAE)

Provideresourcesandsupporttotheproject.
Responsibleforfacilitatingthesuccessofthe
project.

Projectmeetings info@minae.go.cr

LiberiaSurfers
Association

Supplyinformation. Consultative

SurfOperators Supplyinformation. Consultative

Surflocalguides Supplyinformation. Consultative

Surfservicesproviders Supplyinformation. Consultative

CostaRicanTourism
Institute(Instituto
costarricensede
turismo,ICT)

Supportwithproposals.

Supplyinformation.
Collaborative contactenos@ict.go.cr

LiberiaChamberof
Tourism (Cámarade
TurismodeLiberia,
CALITUR)

Supportwithproposals.

Supplyinformation.
Collaborative calitur@calitur.com

Chamberof
developmentof
Commerceand
Tourism ofLaCruz
(AsociaciónCámara
deldesarrollodel
ComercioyTurismo
deLaCruz,ASCATUR)

Supportwithproposals.

Supplyinformation.
Collaborative ascaturlacruz@gmail.com
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Stakeholdername Projectrole Role
Communication

required
Email

GuanacasteChamber
ofTourism (Cámara
deTurismo
Guanacaste,
CATURGUA)

Supportwithproposals.
Supplyinformation.

Collaborative presidente@caturgua.com

MunicipalityofLiberia
Supportwithproposals.
Supplyinformation.

Collaborative info@muniliberia@go.cr

MunicipalityofLaCruz
Supportwithproposals.
Supplyinformation.

Collaborative info@munilacruz@go.cr
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4.7.2StakeholdersManagementPlan

Processthroughwhichstrategiesaredevelopedtomanagetheparticipation

andengagementofstakeholderswiththeprojectthroughoutitslifecycle.

4.7.2.1Inputs

StakeholdersRegister.Previoulsydescribed(Chart28).

Tool.Analyticaltechniqueswillbeusedtomeasuredifferentvariables,forthis,

differentmatrixeswillbeappliedinordertodeterminetheparticipationor

currentengagementofthestakeholders.

4.7.2.2Outputs

Power-influencematrix:Thissectionpresentsanexhaustivelistofeachgroup

involvedinthedevelopmentoftheproject,directlyorindirectly.Inadditionit

has been decided to create a map ofthe stakeholders to facilitate the

understandingtakingintoaccountcertainparameterssuchasthelevelof

influence/powerorthelevelofinterest.Thismappingwillbedonebasedon

whatisknowntodayanditwillchangeandevolveasmoreisknownaboutthe

project.

Themodeltobeconsideredisasfollows:

Figure17.Power-influencematrixmodel(Owndevelopment).

Basedonthisstandard,apower-interesttablehasbeencreatedtofacilitatethe

creationofthestakeholdermap.

Chart36.Power-influencematrix(Owndevelopment)

Stakeholdername
Power

(Abilitytoinfluence)

Interest

(Howmuchisbeing
influenced)

DeliaMolinero(Projectmanager) Veryhigh Veryhigh
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Stakeholdername
Power

(Abilitytoinfluence)

Interest

(Howmuchisbeing
influenced)

MarcoBustos(Team leader) Veryhigh Veryhigh

Ecoturism program (Team member) High Veryhigh

Ecotourists Low Veryhigh

Volunteers Low Low

ParkOfficials Moderate Moderate

EnvironmentalConsultant High Moderate

Researchers/Scientists Low Low

Constructioncompany Moderate Low

GovernmentofCostaRica High Moderate

SINAC–ACG(ProjectSponsor) VeryHigh VeryHigh

LiberiaSurfersAssociation Low High

Surfoperators Low High

Localsurfguides Low High

Surfserviceproviders Low High

CostaRicanTourism Institute(Instituto
costarricensedeturismo,ICT)

Low High

LiberiaChamberofTourism (Cámarade
TurismodeLiberia,CALITUR)

Low High

ChamberofdevelopmentofCommerceand
Tourism ofLaCruz(AsociaciónCámarade
ComercioyTurismodeLaCruz,ASCATUR)

Low Moderate

GuanacasteChamberofTourism (Cámara
deTurismoGuanacaste,CATURGUA)

Low Moderate

MunicipalityofLiberia Low Low

MunicipalityofLaCruz Low Low

And finally,the stakeholdermatrix is shown,in which the role ofeach

stakeholderintheprojectinquestioncanbequicklyandvisuallyunderstood,it

isultimately,thecommunicationplanwiththestakeholders.Thistablewillhelp

identifytheplanningmethods,thecommunicationfrequencyandthetoolsto

implementthestrategysuccessfully.
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Figure18.Stakeholdermatrix(Owndevelopment)
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Chart37.StakeholderManagementPlan(Owndevelopment)

Stakeholdername
Project

role
Role

Communication
required

Email Power Interest

DeliaMolinero
Project
Manager

Leadtheteam
responsibleforachieving
theobjectivesofthe
project.

Coordinateallproject
stakeholders.

Controltheresources
assignedtotheproject.

Managerestrictions

Applyastandardtodirect
projects(PMBOK®Guide)

Project
reportings,team
meetings

delia.molinero@hotmail.com Veryhigh Veryhigh

SINAC–ACG
Project
Sponsor

Provideresourcesand
supporttotheproject.

Responsiblefor
facilitatingthesuccessof
theproject

Projectmeetings
info@sinac.go.cr

acg@acguanacaste.ac.cr
Veryhigh Veryhigh

MarcoBustos
Team
leader

Communicatethe
instructions,provide
directionandguidethe
team.

Team meetings,
reporting

mbustos@acguanacaste.ac.cr High Veryhigh

Ecoturism program
Team
member

Supportthedifferent
activitiesoftheproject.

Projectmeetings ecoturismo@acguanacaste.ac.cr Low Veryhigh

Ecotourists

Peopleinterestedin

Knowinganarealittle
threatenedbyman.

Makingactivitieswitha
higheducationalcontent.

Livingnewexperiences.

Supportingthe
communityfinancially.

Consultative Low Low
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Stakeholdername
Project

role
Role

Communication
required

Email Power Interest

Environmental
Consultor

Provideenvironmental
studies.

Approvetheproposed
managementregarding
environmentallimitations.

Projectmeetings Moderate Moderate

Volunteers
Supportthedifferent
activitiesoftheproject
selflessly.

Collaborative High Moderate

Officials

Followthemainideasof
theproject.

Supportwithproposals.

Supplyinformation.

Consultative Low Low

Researchers /
Scientists

Supplyinformation.. Consultative Moderate Low

Constructioncompany

Supporttheconstruction
oftheproject.

Proposeimprovements.

Collaborative High Moderate

Ministry of
Environment and
EnergyofCosta Rica
(Ministerio de
AmbienteyEnergíade
CostaRica,MINAE)

Provideresourcesand
supporttotheproject.

Responsiblefor
facilitatingthesuccessof
theproject.

Projectmeetings info@minae.go.cr VeryHigh VeryHigh

Liberia Surfers
Association

Supplyinformation. Consultative Low High

SurfOperators Supplyinformation. Consultative Low High

Surflocalguides Supplyinformation. Consultative Low High

Surfservicesproviders Supplyinformation. Consultative Low High

Costa Rica Tourism
Institute (Instituto

Supportwithproposals.

Supplyinformation.
Collaborative contactenos@ict.go.cr Low High
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Stakeholdername
Project

role
Role

Communication
required

Email Power Interest

costarricense de
turismo,ICT)

Liberia Chamber of
Tourism (Cámara de
Turismo de Liberia,
CALITUR)

Supportwithproposals.

Supplyinformation.
Collaborative calitur@calitur.com Low High

Chamber of
development of
Commerce and
Tourism of La Cruz
(Asociación Cámara
del desarrollo del
Comercio y Turismo
deLaCruz,ASCATUR)

Supportwithproposals.

Supplyinformation.

Soporteconpropuestas

Informaciónde
suministro.

Collaborative ascaturlacruz@gmail.com Low Moderate

Guanacaste Chamber
of Tourism (Cámara
de Turismo
Guanacaste,
CATURGUA)

Supportwithproposals.

Supplyinformation.
Collaborative presidente@caturgua.com Low Moderate

MunicipalityofLiberia
Supportwithproposals.

Supplyinformation.
Collaborative info@muniliberia@go.cr Low Low

MunicipalityofLaCruz
Supportwithproposals.

Supplyinformation.
Collaborative info@munilacruz@go.cr Low Low
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4.7.3ManageStakeholdersEngagement

Duringthisprocess,communicationswiththestakeholdersaremanagedin

ordertosatisfytheirneedsandmitigatepotentialconflicts.

4.7.3.1Inputs

StakeholdersManagementPlan:Previouslydescribed(Chart33).

Tool.Usedifferentmethodsofcommunication,theselectionwillbeaccording

totheabilityoftheprojectmanager.Whatisintendedistogenerateatoolthat

allowsgeneratinganevaluationandstrategyofeachinvolved.

4.7.3.2Outputs

StakeholdersManagementStrategyfortheProject:Describedintheprevious

chart.

4.7.4ControlStakeholdersEngagement

Duringtheprocessofcontrollingstakeholderparticipation,theimpactsofthe

projectonthestakeholdersandvice-versaaremonitored

4.7.4.1Inputs

ProjectSchedule.Previouslydescribed(Chart8).

StakeholdersRegister.Previouslydescribed(Chart28).

ScopeChangeRequest.Previouslydescribed(Chart15).

4.7.4.2Outputs

WorkPerformanceReport:Previouslydescribed(Chart23).

4.8RiskManagement

TheProjectRiskManagementincludestheprocessesrelatedtotheplanningof

theRiskManagement,aswellastheidentificationandanalysisofRisksandthe

planningofresponsestotheRisks.Includingalso,themonitoringandcontrolof

them.

TheseprocessesareupdatedduringtheProjectLifeCycle.Theobjectivesof

theProjectRiskManagementare,ononeside,toincreasetheprobabilityand

impactofpositiveevents,andontheother,toreducetheprobabilityandimpact

ofnegativeevents.
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TheRiskManagementalsoincludesobjectivessuchasadoptingresponse

strategiesforpossiblecontingenciesthatmayariseduringtheexecutionofthe

Projectorevaluatingthosethataremosteffective.

A carefulandexplicitriskplanofthisprojectwillincreasethechancesof

successoftheotherprocesses,sinceitwillbedecidedhow toapproachand

perform alltheactivitiesthatposeacertainriskontheProject.

Bydefinition,ariskisanuncertaineventthat,ifithappens,willhaveanimpact

on the project(eithernegative orpositive).Negative risksare considered

threats,whileriskswithpositiveimpactareconsideredopportunities.

4.8.1PlanRiskManagement

Planningwillbeimportanttoensurethatthelevel,typeandvisibilityofRisk

ManagementareinaccordancewiththeimportanceoftheProject.

4.8.1.1Inputs

ProjectCharter:Previouslydescribed(Chart11).

StakeholdersRegister:Previouslydescribed(Chart14).

Enterprise EnvironmentalFactors:The projects are performed within an

organizationcalledACG,whoseculture,styleandstructureinfluencethewayin

which these projects are executed. For this project, the enterprise

environmentalfactorispositivesinceupdatedinformationisavailableand

assignedonthefollowingfactors:

oVision,MissionandValuesofSINACyACG.

oStructureandGovernanceofACG.

oAvailability and geographical distribution of facilities, resources,

infrastructureandmaterials.

oCostaRicaGovernmentStandardsthataffecttheASP.

oStandards,policies,methodsandproceduresoftheinternalfunctioningof

ACGandtheSantaRosaNationalPark.

OrganizationalProcess Assets:In this case,the lessons learned,the risk

categoriesandtherolesandresponsibilities,willbeinfluential.
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4.8.1.2Outputs

RiskManagementPlan:describesthewayinwhichriskmanagementactivities

willbestructuredandperformed.Todothis,itwillbeusefultotakeadvantage

ofaRiskBreakdownStructure(RBS),whichwillclassifytherisksaccordingto

thedifferentareas.

Figure19.ProjectRiskManagementPlan(Owndevelopment)

DefinitionofRiskProbabilityandImpact:Thequalityandcredibilityofrisk

analysisrequiresthatdifferentlevelsofrisksprobabilityandimpacttobe

defined,specifictotheprojectcontext.

Chart38.Definitionoftheprobabilityandimpactofrisks(Owndevelopment)
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Scale/
Project

Objectives

Insignificant

(0.05)

Negligible

(0.10)

Moderate

(0.20)

Extensive

(0.40)

Significant

(0.80)

Cost
Insignificant

costincrease

2-5%of
annual
budget

5-10%ofannual
budget

10-30%of
budget

>30%of
Project
annual
budget

Schedule
Insignificant

timeincrease
<5days 5-10days 10-20days >20days

Scope
Insignificant

scope
reduction

Small
areasof

scope
affected

Considerableareas
ofscopeaffected

Complete
areasof

scope
affected

Projectis
inoperative

Quality
Unnoticeable

quality
reduction

Minor
quality

reduction

Qualityreduction
requiredsponsor

approval

Quality
reduction

unacceptable
tosponsor

Projectis
inoperative

Probabilityand ImpactMatrix:Itis a table which links the probabilityof

occurrenceofeachriskwithitsimpactontheprojectobjectivesincasethat

riskoccurs.

Chart39.ProbabilityandImpactEstimationMatrix(Owndevelopment)

Scale/
Project

Objectives
Rare Unlikely Possible Likely

Almost
certain

Chance

May happen
only under
expected
circumstance
s

Could
happensome
time

Might
happen
sometime

Will probably
happen in
most
circumstance
s

Isexpectedto
happen in
most
circumstance
s

Probability <10% <35% <60% <80% >80%

Frequency

Has occurred
or can
reasonablybe
considered to
happenonlya
few times in
100years

Has
happened 2
or 3 times
over10years
in similar
projects

It happens
regularly in
similar
projects

Itis likelyto
happeninthe
next few
years

Itwillalmost
certainly
happen

4.8.2IdentifyRisks

Theteam willidentifythemaximum possiblenumberofrisksthataffectthe

project.Forthis,meetingswillbeheldwithstakeholderswhocanprovidemore

informationandthen,possiblerisksourcewillbeanalyzed.

4.8.2.1Inputs

StakeholdersManagementPlan:Previouslydescribed(Chart37).

CostManagementPlan:Previouslydescribed(Chart25).
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QualityManagementPlan:Previouslydescribed(Chart30).

ScopeBaseline:Previouslydescribed(Figure13,Chart15yChart16)

ActivitiesCostEstimation:Previouslydescribed(Chart27)

StakeholdersRegister:Previouslydescribed(Chart14).
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4.8.2.2Outputs

RiskRegister:

Chart40.RiskRegister(Owndevelopment)

RBS

Code
Cause Risk Consequence Probability Impact PxI Owner Strategy

5.2
Lackof

maintenanceofthe
accesspath

Poor
accessibility

No project
development/projec
t development in
non-optimal
conditions

0.60 0.60 0.36
SINAC/

Ecotourism
Program

Completionofpreviousworks
toimprovetheaccessroadto
theNaranjoBeachSite

5.1 Badbudget
estimate

Lackoffunds
No project
development

0.40 0.80 0.32 Project
manager

Realizationofarealisticand
detailed Costa Management
Plan

1.1 Environmental
factors

Newnatural
disaster

Loss/destructionof
facilities

0.30 0.80 0.24 -

Designtheconstructionofthe
facilitieswithqualitymaterials
and strategic design to
minimize the impact of
possible naturaldisasters in
thearea

4.1
Lackof

environmental
awareness

Overexplotatio
noftourist

activities

Loss /destruction
of environmental
value

0.30 0.80 0.24 CostaRica
Government

Realizationofdifferentnature
awareness activities in the
PNSR to promote
environmentalconsciousness

1.2
Lackof

environmental
awareness

Ilegal
extractionof

natural
resources

Loss /destruction
of environmental
value

0.20 0.80 0.16 CostaRica
Government

Realizationofdifferentnature
awareness activities in the
PNSR to promote
environmentalconsciousness
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RBS

Code
Cause Risk Consequence Probability Impact PxI Owner Strategy

3.4

Inadequateproject
management/Poor

communication
between

stakeholders

Lackof
interestinthe

project

No project
development /
project
developmentinnon
-optimalconditions

0.20 0.80 0.16

Project
manager/

Ecotourism
program

Making a detailed
presentationaboutthecurrent
situationofthefacilitiesand
ProjectManagementPlan

3.3
Inadequate
stakeholder
engagement

Lackof
support

No project
development /
project
developmentinnon
-optimalconditions

0.30 0.40 0.12 Project
manager

Making a detailed
presentationaboutthecurrent
situationofthefacilitiesand
ProjectManagementPlan

4.2
Lackof

environmental
education

Lackof
environmental

awareness

Careless behavior
during the stay in
thePNSR

0.40 0.30 0.12 CostaRica
Government

Realizationofdifferentnature
awareness activities in the
PNSR to promote
environmentalconsciousness

3.2 Lackoftraining
Lackof

qualifiedteam
Non-optimalproject
management

0.20 0.30 0.06

Project
manager/

Ecotourism
program

Develop workshops to train
personnel.
Create Synergies between
SINAC and the Ecotourism
Program to integrate work
teamsbypairingexperienced
workers with the
inexperiencedones

4.4
Lackof

environmental
education

Increasein
illegal

activities

Loss /destruction
of environmental
value

0.20 0.30 0.06 CostaRica
Government

Realizationofdifferentnature
awareness activities in the
PNSR to promote
environmentalconsciousness
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RiskRegisterListing

oRBSCode:Thisisauniqueidentificationnumberfrom theRBSusedto

identifyandtracktheriskintheriskregister.

oCause:A given orpotentialrequirement,assumption,constraintor

conditionthatcreatesthepossibilityofnegativeorpositiveoutcomes.

oRisk:anuncertaineventorconditionthatifithappenswillhaveapositive

ornegativeeffectontheprojectobjectives.

oConsequence:theeffectthattheriskwillcausetotheproject

oProbability:theprobabilitythatarisk(threatoropportunity)willhappen

(onascaleof0-10with10beingthehighest)

oImpact:theeffecttheriskwouldhaveontheprojectifithappens(ona

scaleof0-10with10beingthehighest).

oPxl:riskscorewhichisdeterminedbymultiplyingtheprobabilityvalueby

theimpactvalue.

oRiskowner:thepersonassignedbytheprojectmanagertowatchfor

triggersandmanagetheriskresponseiftheriskhappens.

oStrategy:Theactiontobetakeniftheriskhappens.

oCost:Theresourcesneededinordertoplanforand/ortoimplementthe

riskresponse

RiskMatrix:Inthismatrixtheriskisindicatedinoneside,andintheotherits

probability(P)andimpact(I).TheresultofmultiplyingPxIwillbetheglobalrisk

classification.Tofacilitateunderstanding,acolorcodewillbeusedfortherisks:

green(lowrisk),yellow(medium risk),red(highrisk).
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Chart41.RiskMatrix(Owndevelopment)

TheRiskMatrixisa"living"document,soitmustbefrequentlyupdatedsothat

itisareflectionofrealityandreallyisausefultool.

Forthis,theRiskMatrixshouldbereviewedinallprojectstatusreportmeetings,

making comments on the risks thathave impacted the team the most,

classifying them again,modifying the probabilityand impactiftheyhave

changed,etc.

PxIScale

Risks Probability Impact
Risk

Score
ProjectRisk

Ranking

Pooraccessibility 0.60 0.60 0.36 1

Lackoffunds 0.40 0.80 0.32 2

Newnaturaldisaster 0.30 0.80 0.24 3

Overexplotationoftourist
activities

0.30 0.80 0.24 4

Illegalextractionof
naturalresources

0.20 0.80 0.16 Notapriority

Lackofinterestinthe
project

0.20 0.80 0.16 Notapriority

Lackofsupport 0.30 0.40 0.12 Notapriority

Lackofenvironmental
awareness

0.40 0.30 0.12 Notapriority

Lackofqualifiedteam 0.20 0.30 0.06 Notapriority

Increaseinillegal
activities

0.20 0.30 0.06 Notapriority

Increaseinwaste 0.20 0.20 0.04 Notapriority

Lossofbiodiversity 0.20 0.20 0.04 Notapriority

Lossoftouristattraction 0.10 0.40 0.04 Notapriority

Lackoftechnicalstaff 0.10 0.20 0.02 Notapriority

TotalRiskScore 1.98
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5CONCLUSIONS

1.Thepresentproject:"Feasibilitystudyoffacilityimprovementsofthe

NaranjositecampingareaintheSantaRosaNationalPark(CostaRica)"

wasperformedinordertoexpandandimprovethequalityandofferof

touristservicesintheGuanacasteConservationArea(ACG)andthrough

thiswork,guidelineshavebeenestablishedinorderto identifyifitis

feasible to improve its facilities, using the Project Management

MethodologyofthePMI.

2.Duetothelackoftime,onlythefirsttwoprocessgroupshavebeen

developed:Initiating and Planning.The otherthree remaining process

groups:Execution,Monitoring and Controland Closing have notbeen

studiedinthisproject.

3.Among the areas of knowledge,Scope,Schedule,Cost,Quality,

StakeholdersandRiskswereused.Whileitisrecommendabletousethe

tenareasofknowledge,accordingtogoodpracticesinprojectexecution,

duetolimitationstoaccessinformation,intimeandotherresources;only

sixofthetenexistingareascouldbedeveloped.

4.Developingthescope,timeandresourcesmanagementwhenlimited

availability of human resources exists,makes necessary to define

objectives,schedules and assignments aligned with the realityofthe

projectmembers,otherwisethefutureandsuccessofprojectwouldbe

compromised.

5.A marketanalysishasbeenperformedinwhichthemainattractions,

products offered and profile ofthe visitor,among others,have been

presented.Inaddition,themainindicatorsofthetwopopulationsclosestto

thePNSRhavebeenanalyzed,observingtheircurrentpotential.

6.BasedontheSWOTAnalysismade,thefollowingishighlighted:

oStrengths:Itisasitewithculturalandhistoricalelementsassociated

withnature,whichprotectsauniqueecosystem suchastheDryForest.

oOpportunities:Possibilityofincreasing theproductsoffered in the

PNSR.

oWeaknesses:Lackofhumanandeconomicresources.

oThreats:Highpresenceofforestfiresinthearea.

7.Regarding the generalanalyzes performed,the following should be

highlighted.
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oTheACG respectsthetourism policydevelopedfortheCostaRica

NationalParksandallitsrelatedlaws.

oItisnecessarytoperform anenvironmentalimpactstudyinthePNSR.

oTheestimatedproposaloftheeconomicanalysisis232,068dollars.

8.TheamountofpersonnelavailableintheSantaRosaNationalParkis

scarce,howeverthe existing and selected candidates forthis project

possesstherequiredknowledge.

9.In projectswherethereisinterestfrom multipleorganizations,both

internaland external,itis ofvitalimportance to define a detailed

managementofstakeholders.Itwould also beinteresting to createa

Stakeholders ManagementPlan and define the appropriate channels

throughwhichtheinformationisgoingtobedisclosed.

10.Theprojecthasbeencarriedoutinalmostfourmonths,beginningon

February12andendingonJune6,meetingthescheduleestablishedfor

thisproject.

11.Theareaofinfluencemostaffectedbytheprojectismostlythearea

surroundingtheGuanacasteConservationArea,populationsoftheprovince

ofGuanacasteandtheaccessesfrom theInter-AmericanHighway.

12.Thetypeofrisksthatcouldmostaffecttheprojectarethelackof

maintenanceinaccesstotheNaranjosite,lackoffunds,environmental

factorsandpossibleoverexploitationoftouristactivities.

13.TheuseofMSProjectsoftwareisafundamentaltoolfortheproject

managementsinceitprovidesgreatversatilityandinformationprocessing

power.

14.ThePMImethodologyhasbeenused,followinganorderandlogical

structureoftheprocessgroupsandknowledgeareas,sothat,anychanges

generatedinthefuturewillbeeasytoidentify,manageandapprove.

15.Thereadingandunderstandingofthe"CodeofEthicsandProfessional

Conduct"proposed bythe PMI,is ofvitalimportance forthe Project

Manager, since this document defines the basic obligations of

responsibility,respect,impartialityandhonestythatProjectManagermust

complyalignedwithhisethicalandprofessionalcommitment.

16.Performing a project following PMI best practices,allows for

standardizedresultswithabetterworkstructure,maximizingtheuseof

resources and time through techniques and analysis tools previously
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validatedandacceptedbyPMImembers.



107

6RECOMMENDATIONS

1.IthasbeenrecommendedtheSINACBoardofDirectors,andinparticular

theEcoturism Program ofthePNSR(ACG),toimplementthemethodology

establishedbythePMBOK® Guidewithintheorganizationalculturefor

futureprocessesandproposalsforimprovementprojectsinsideanASP.

2.ItisrecommendedtheProjectManagertoproposeaprojectteam that

managesthemethodologybasedonthePMBOK®Guideforfutureprojects.

3.The projectteam is advised to documentallthe advances and

agreementsaccomplished,astheywillbeanexampleforfutureprojects.

4.ItisrecommendedtheProjectSponsor,tovisualizetheresultofthe

projectasanexampleforfutureprojectsandtodeterminethatnotonlythe

scope ofthe presentprojectis to be achieved,butalso a series of

guidelines must be established in the processes of continuous

improvementintheSINAC.

5.TheSponsorisadvisedtourgemanagementtoregularmeetings,which

allowthem todevelopcontinuousimprovementprocessesthatarealigned

withthemissionandvisionofthecompany.

6.The Board ofDirectors ofthe PNSR is advised to carry outan

environmentalstudy since itis currently non-existent(to be updated

annually),includingnotonlytheimpactthattheprojectwouldgeneratebut

alsotherecoverythattheenvironmentcouldhaveinthissite.

7.Itis recommended thatSINAC estimate a possible increase in the

NaranjoBeachstaffthatmeetstheneedsofthesite,sincethereisthe

possibilityofasignificantincreaseinthenumberofvisitorsthankstothe

proposedimprovements.

8.ItisrecommendedtheACGtocarryoutabettermanagementregarding

the administration ofthe Naranjo Beach site in view ofthe possible

increaseinvisitors.

9.ItisrecommendedtheProjectManagertoperform anannualbudget

analysistocomparethefiguresbeforeandaftertheimprovementsandbe

abletousethisinformationtoassistindecisionsonfutureprojects.

10.ItisrecommendedSINACtoinvestaquantityofmoneyinmitigatingthe

destructiveactionscausedintheworksprocessinordertoreducethe

environmentalimpactproduced.
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Appendix1:FGPCharter

Date ProjectName:

November13,2017
Feasibilitystudyoffacilityimprovementsin
thecampingareaoftheNaranjositeinSanta
RosaNationalPark(CostaRica)

KnowledgeAreas/Processes ApplicacionArea(Zone/Activity)

Knowledgeareas:

ProjectScopeManagement

ProjectScheduleManagement

ProjectCostManagement

ProjectQualityManagement

ProjectRiskManagement

ProjectStakeholderManagement.

Processgroups:

Initiating

Planning

Executing

MonitoringandControlling

Closing

Ecoturism

Startdate Finishdate

November13,2017 July15,2018

ProjectObjectives(generalandspecific)
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Generalobjective:

Theprojectgeneralobjectivewastodevelopafeasibilitystudyontheexpansionandquality
improvementandthesustainabletourism servicesofferinthecampingareaofNaranjoSite
intheSantaRosaNationalPark(CostaRica)todeterminetheviabilityoftheproposal.

Specificobjectives:

9.Executeamarketanalysistoknow thevisitorsprofile,interestsandtheirareasof
influence,whichinclude:

1.4OfferAnalysis

1.5DemandAnalysis

1.6SWOTAnalysis

10.Perform ageneralanalysisofthePNSRcurrentsituation,subdividingitinto:

10.1.LegalAnalysis

10.2.EnvironmentalAnalysis

10.3.FinancialAnalysis

11.CreateaScopeManagementPlantodefineandcontrolwhatisincludedandwhatis
notincludedintheproject,ensuringthattheprojecthasalltheworknecessarytobe
completedsuccessfully.

12.EstablishaScheduleManagementPlantoconducttheprojectcompletionontime.

13.DesignaCostManagementPlantoestimate,budgetandcontrolthecostsinsucha
waythattheprojectisexecutedwiththeapprovedfunds,soasnottoexceedthe
projectestimate.

14.Develop a Quality ManagementPlan where the processes and activities that
determineresponsibilities,objectivesandqualitypoliciesaremanagedsothatthe
projectisexecutedsatisfactorily.

15.ProduceaStakeholderManagementPlanthatidentifiesandevaluatesstakeholder
expectationsandtheirimpactontheproject.

16.ImplementaRiskManagementPlanwheretheprocessesrelatedtotheidentification,
analysis,responseplanning,aswellasmonitoring,controlandminimizationofthe
projectaredeveloped.

Projectpurposeorjustification(Meritandexpectedresults)

ThebeachareaofSantaRosaNationalParkhastraditionallybeencommittedtomaintaining
the place originalconditions,so thatimprovements have neverbeen made.However,
currently,thankstothecreationofaTourism PlanofthePark,thereisamentalityofchange
andenthusiasm tolaunchanewprojectthatexpandsthetouristoptionsofthearea.

Incontrast,Naranjoisauniquemixofbeach,trails,dryforestandmangrove,withattractive
geologicalformations;amongwhichstandsoutthePeñaBruja(rockembeddedinthesea),
theCarbonalhillandtheNaranjoValley.Theappreciationofvariedfloraandfaunaispartof
itsattraction,whereaccordingtothetimeispossiblethenestingofseaturtles,thepresence
ofcrocodiles,addedtothebeautyofthelagoonlimboanditsestuary.

Itisforthesetworeasonsthatitisevidenttheneedtocreateaproposalforaplanto
improvethearea,whichwouldproposetheimprovementofaspectssuchasthecomfortof
visitorsinthecampingarea

Basedonthis,thefundamentalpurposeofthisresearchwillbetodetermineifthese
improvementsarefeasibleandanalyzeiftheyrespondtovisitorneeds.

DescriptionofProductorServicetobegeneratedbytheProject–Projectfinaldeliverables
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Thefinaldeliverableoftheprojectwillbetheconclusionobtainedfrom thefeasibilitystudy
beinghandled.Theconclusionwillindicatewhetherornotthedevelopmentofthedifferent
projectsisaviableidea.

Throughoutthisfeasibilityanalysis,thefollowingdeliverableswillbedeveloped:

oMarketstudytoanalyzetheexistingofferanddemandinthePNSR,andbasedonthe
resultsobtained,themostappropriatedecisionswillbetaken.

oGeneralAnalysis.Legalanalysistoconducttheprojectwithintheestablished
regulations.

oScopeManagementPlanwhichdetailshowtheprojectscopewillbedefined,
developed,andverifiedinordertomeettheprojectobjectivesthroughouttheproject
lifecycle.

oScheduleManagementPlanwhichwillincludeactivitiesthatensuretheprojectis
completedontime.

oCostManagementPlanwhichwillmakecertainthattheprojectremainswithinbudget.

oQualityManagementPlaninwhichtheresourcesneededtocompletetheproject
successfullywillbehighlightedalongwiththeactivitiesneededtoachievethem.

oStakeholderManagementPlanwhichisaplanthatdetailstheprojectactivitiesrelated
toengagingstakeholdersandmakingthemosteffectiveuseoftheirparticipationas
wellasdeterminingthelevelofinterestintheproject.

oRiskManagementPlanwheretheprocessesrelatedtomanagementplanning,
identification,analysis,riskresponseplanning,aswellasitsmonitoring,controland
minimizationintheprojectaredeveloped.

Assumptions

Itisassumedthatallresourceswillbeprocured.

Itisassumedthatthebudget,scopeandschedulewillbemetasmuchaspossible.

Itisassumedthatsufficientsupportwillbereceivedfrom thesupportingorganizationand
technicaladvice.

Constraints

Schedule:Theprojectmustbecompletedwithinamaximum ofthreemonths.

Resources:Theprojectmustbecompletedjustwithoneperson,theProjectManager.

Scope:Duetotimeconstraints,thescopeofthisprojectwouldbelimitedonlytomeetthis
academicendeavor.Theresearchshallcontinuebeyond.

Technical:Supervisorysupportismandatoryforreviewingtheprojectdeliverables.

Preliminaryrisks

Ifthesupervisionsupportisnotperformedadequatelyorthefeedbacktimeexceedsthe
stipulatedtime,thissituationcouldcauseadelaythataffectsthescope,schedule,costand
qualityoftheproject.

Ifnotallprojectrequirementsareidentifiedand,consequently,theprojectisdelayedin
issuingthedeliverablesandthedevelopmentofWBS,WBSdictionaryandSchedule.

Ifthestakeholdersarenotidentifiedandmanaged,itcouldaffectthescope,timeandquality
oftheproject.

Ifthetimeisinsufficienttocompletethestudy,thiscouldaffectthescopeandqualityofthe
project.

Ifthedocumentationisnotavailable,itcouldcausedelaysthataffecttheschedule.

Iftheapprovalofthedeliverablesisinadequate,thiscouldchangethemilestonesofthe
project.

Ifaccesstoinformationisinadequate,itcouldworsenthequality,scheduleandscopeofthe
project.

Budget

Notdefinedyet.

Milestonesanddates
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WBS
Code

Milestone Startdate Enddate

DEGREEFINALPROJECT November13,2017 July15,2018

1 GRADUATIONSEMINAR November13,2017 January7,2017

1.1 FGPDeliverables November13,2017 December17,2017

1.1.1 ProjectCharter November13,2017 November19,2017

1.1.2 ProjectWBS November13,2017 November19,2017

1.1.3 Chapter1:Introduction November20,2017 November26,2017

1.1.4 Chapter2:TheoricalFramework November27,2017 December3,2017

1.1.5
Chapter3:Methodological
Framework

December4,2017 December10,2017

1.1.6 ProjectAnnexes December11,2017 December17,2017

1.1.6.1 Bibliography December11,2017 December13,2017

1.1.6.2 Schedule December14,2017 December17,2017

1.2 Graduationseminarapproval December31,2017 January7,2017

2 TUTORINGPROCESS February19,2018 May20,2018

2.1 Tutor February19,2018 February21,2018

2.2
Adjustmentsofprevious
chapters

February22,2018 February28,2018

2.2.1 Adjustcharter February22,2018 February23,2018

2.2.2 AdjustWBS February23,2018 February24,2018

2.2.3 AdjustChapter1 February24,2018 February25,2018

2.2.4 AdjustChapter2 February25,2018 February26,2018

2.2.5 AdjustChapter3 February26,2018 February28,2018

2.3 Chapter4:Developmentresults March1,2018 May6,2018

2.4 Chapter5:Conclusions May7,2018 May13,2018

2.5 Chapter6:Recommendations May14,2018 May20,2018

3 READINGBYREVIEWERS May21,2018 June10,2018

3.1 Reviewersassignmentrequest May21,2018 May31,2018

3.2 Reviewerswork June1,2018 June10,2018

4 ADJUSTEMENTS June11,2018 July8,2018

4.1 Reportforreviewers June11,2018 June20,2018

4.2 FGPUpdate June21,2018 June30,2018

4.3 Secondreviewbyreviewers July1,2018 July8,2018
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5
PRESENTATIONTOBOARDOF
EXAMINERS

July9,2018 July15,2018

5.1 Finalreviewbyboard July9,2018 July12,2018

5.2 FGPgradereport July13,2018 July15,2018

Relevanthistoricalinformation

TheNationalSystem ofConservationAreasisaninstitutionalmanagementsystem that
integratesthecompetencesinforestry,wildlife,watersystemsandprotectedwildareas,of
MinistryofEnvironmentandEnergy(MINAE),inordertodictatepolicies,planandexecute
processesaimed atachieving sustainabilityin the managementofCosta Rica natural
resources.

SINACisdividedinto11terrestrialandmarineconservationareasand169protectedwild
areasunderdifferentmanagementcategories;suchasnationalparks,biologicalreserves,
wildliferefuges,protectiveareas,nationalmonumentsandforestreserves.Oneofthe11
conservationareasisGuanacaste(ACG),whereitislocatedtheSantaRosaNationalPark.​​It
islocatedintheSantaElenaPeninsula,inthecantonsofLaCruzandLiberiaandismadeup
ofthezonesofSantaRosa,SantaElena,MurciélagoandtheMarineZone.

ThebackgroundsoftheSantaRosaNationalParkdatebacktoJuly1,1966,whenLaCasona
ofSantaRosawasdeclaredaNationalMonument,alongwithsome1,000hectaresofland
surroundingthehistoricsite.In1971itwasdeclaredasaNationalParkandwasincreasedto
littlemorethan10thousandhectares.Latertheparkwasexpandedindifferentstages,
achievingintheyear2000acurrentextensionof81,000hectares,consistingof43,000
hectaresoflandand38,000hectaresofland.

InSantaRosaNationalParkislocatedoneofthemosthistoricallyimportantareasofthe
country;LaCasonaandstonecorralswhichwerethesceneofthegreatestnationalheroic
deed:TheBattleofSantaRosaonMarch20,1856.Theparkisimportantfortheprotection
andrestorationofthehabitatsoftheso-calledDryPacificclimate.ThebeachesNanciteand
Naranjoareofgreatscenicbeautyandimportantareasforthespawningofseaturtlessuch
astheoliveandleatherback.ThereareabouttenhabitatsinSantaRosa,amongthem:
deciduousforests,oakforests,evergreenforests,mangroves,swamps,riverineforests,
scrubbyforests,beachvegetationandgrasslandsorsavannas.

NaranjowasformanyyearsoneofthehaciendasofSantaRosa,whereitsmainobjective
wasthepossessionofdualpurposecattle(meatandmilk),theextractionofsalt,aswellas
theextractionofwoodassociatedwitheras.

InNaranjoyoucanseedifferentecosystems,mangroveforests,dryforest,estuaries,a
beautifulbeach,andspeciesoffloraandfauna,suchasturtles,raccoons,deer,jaguars,
crocodilesandmanyspeciesofbirds.

Stakeholders

DIRECTSTAKEHOLDERS

ProjectManager DeliaMolinero

TechnicalAdvice MarcoBustos

Mainvisitors
Students,Scientists,Naturalists,Surfers,
Hikers,Campers

Officialsofthedifferentprogramsofthe
GuanacasteConservationArea(ACG)

Eotourism,ControlandSurveillance,Fire
ControlandPrevention,Environmental
Education,Investigationand

UniversityAcademicStaff Tutor,CourseFacilitator,FGPLecturer

INDIRECTSTAKEHOLDERS
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Society

GovernmentofCostaRica

NationalSystem ofConservationAreas
(SistemaNacionaldeÁreasde
Conservación)

SINAC

UniversityAcademicStaff
AcademicAssistant,CourseFacilitator,
ProjectReviewBoard,

ProjectManager:

DeliaMolineroPalacios

Signature:

Authorizedby: Signature:
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Appendix2:FGPWBS
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Appendix3:FGPSchedule
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Appendix4:Otherrelevantinformation

FGPPhilologyLetter
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Bachelor'sDegree
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EngineerManagementProgram



123

ProjectManagementProgram
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Projectmanagementbestpractices
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ProjectManagement
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IntegratinPeople,OrganizationalandTechincalSkills
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EnglishCertificate


