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Bottom Up Destination Recovery Initiative 
Since its inception, Foundation for Puerto Rico (FPR) has proposed a Visitor Economy strategy for Puerto 
Rico. After hurricanes Irma and Maria, this approach is more relevant than ever as many on the Island 
continue to migrate to the U.S. mainland, resulting in a smaller tax base and diminishing demand for 

a sustainable model, supporting communities to become more resilient and active resources in the 
creation of tourism attractions and experiences. This community-based recovery program aims to 

length of stay. As a result, economic development in the communities is improved through better 

execution, and evaluation by FPR are completed.

Foundation for Puerto Rico seeks to unleash the Island's 
full potential as an active participant in the world 
economy with sustainable programs that drive social 
and economic development. From knowledge to action, 
our goal is to transform Puerto Rico into a destination for 
the world. We want more people to visit, live, work, and 
invest in Puerto Rico, resulting in multimillion economic 
growth for the island.
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Since 2011, Foundation for Puerto Rico (FPR) has estab-
lished a clear vision of transforming Puerto Rico into a 

-
bilities of integrating ourselves into the global economy 
endless. For decades, Puerto Rico has been struggling 

-
ty of man-made and natural elements. It is clear to us 

represents for Puerto Rico the greatest opportunity for 
 

 

Island in 2020, Puerto Rico needs more than ever to 

sustainable economic development strategies that 
include disaster mitigation models. Our economic 
future depends greatly on Puerto Rico’s ability to be 

Message from the Chairman of the Board
the creation of the Bottom Up Destination Recovery 

recommendations and solutions that come out of this 

-

and communities, including state, municipal and federal 
government, local, international and relief organizations.  
 

a clear long-term strategy that considers their common 

thoughtful and innovative strategies, so that they can 
collaborate on the design and development of models 
that, either independently or collectively, have an impact 

 
it -

-

 

by convening players and bringing everyone to the 

providing a platform for collaboration, or serving as a 
funnel for resources, funding, and talent.�

communities around the Island can achieve economic 
and social development given the right tools, but most 

Sincerely,

Jon Borschow

Foundation for Puerto Rico

Founder, Chairman of the Board & CEO of Foundation for Puerto Rico



our Island’s history – the landfall of hurricanes Irma 

After the devastation of the 2017 hurricane season, 
FPR directed all its resources to facilitate response 
and coordinate recovery initiatives to aid our commu-

including opening our doors to more than 180 local 

sponsor to other NGOs, distributing more than 

their doors open, and providing immediate support 
to thousands of families.  

After the initial months of emergency relief and 
visiting many communities in all corners of the Island, 
it became clear that a strong plan, resilient infrastruc-

recovery to better sustain natural disasters and 
 

successfully replicating the program in Punta Santia-

feel proud about our program, but even prouder of 

Message from the President

create a sustainable economic development plan for 

honored to present the results of our second Bottom 
Up pilot.   

 Punta 
Santiago 

Development strategy” to 
long-term recovery for Puerto Rico. 
our sponsors, Unidos por Puerto Rico and 

this a reality and for their commitment to transform 
 

programs for Puerto Rico’s long-term social and 

“There is no future in rebuilding the past.” True to 

stronger, more resilient, and diverse future for our 
communities across Puerto Rico.

Sincerely,

Annie Mayol

Foundation for Puerto Rico

Annie Mayol, President & COO of Foundation for Puerto Rico



Executive Summary 

Destination Recovery Initiative (Bottom Up). The program needed to be tested in actual communities to assess the 

-

As FPR moves to expand the Bottom Up in other regions of the Island, there are some important lessons learned from 

getting the best results. 

-
cal capacity limits the impact these organizations can have on their community. The stronger the local organizations, the 

many on the Island and a more resilient future for all.
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Since its inception, Foundation for Puerto Rico 
(FPR) has proposed the Visitor Economy as an 
economic development strategy for Puerto Rico. 
The FPR vision is for Puerto Rico to become a 

to visit. Puerto Rico has many assets and resources 

authentic experiences. These range from its 
natural resources to its history, art, culture, and 

state-of-the-art digital and physical infrastructure, 
among other advantages.

In 2016, FPR launched a vision document 

around the Visitor Economy1. FPR believes that if 
tourism is prioritized and a visitor economy 
strategy is properly executed, Puerto Rico could 

1 “Visitor Economy: A First Step Towards Transformation”. Foundation for Puerto Rico. October 2016.

double the size of the Visitor Economy and add 
billions of dollars to the local economy in a short 

consumption from the metropolitan area to the 
rest of the Island, communities could develop a 

opportunities for residents.

After hurricanes Irma and Maria, this approach is 
more relevant than ever as many on the Island 
continue to migrate to the U.S. mainland resulting 
in a smaller tax base and a diminishing demand 
for products and services. This has particularly 

residents to sell their products and services. As a 
result, these communities need an innovative and 
inclusive plan that attracts visitors and creates 

Bottom Up Destination Recovery Initiative Punta Santiago Case Study9
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disasters due to their size and destructive potential. While many of these events are relatively rare in 

include pre-disaster planning and mitigation, preparation strategies, and resilient economic development 

over the long term. Having agreed on a set of principles to guide the program design, FPR created the 
Bottom Up Destination Recovery Initiative. 

HURRICANES IRMA AND MARIA

Bottom Up Destination Recovery Initiative Punta Santiago Case Study10



Bottom Up Destination Recovery Initiative

INTRODUCTION

The Bottom Up Destination Recovery Initiative is a 
12-month economic development program that 
supports communities in becoming active partici-
pants in their recovery and long-term planning. The 

designed to deliver results in phases, enabling 

short-term, thus providing valuable insight for 

short-term recovery and the second phase on 

phase is comprised of four (4) impact areas:

· Basic Needs and Infrastructure
· Business Support
· Social Capital 
· Tourism

After an initial 6-month recovery process, the 
leaders of the destination assemble to create a 

Local Destination Management Plan to increase the 
number of visitors and tourism expenditure in the 

increase employment and economic opportunities 
for residents.

THE PILOTS

needed to be tested in an actual community to 

diversity in Puerto Rico, FPR chose three distinct 

environments: 

· Orocovis
· Punta Santiago, Humacao
· Aguadilla and Isabela

study report2.  

2 “Orocovis: Local Destination Management Plan”. Foundation for Puerto Rico. March 2019.
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ground up. 

strong local NGO versus one that doesn’t. Given the varied composition of communities in Puerto Rico, 

Bottom Up Destination Recovery Initiative Punta Santiago Case Study12

NATURAL RESERVE

CAYO SANTIAGO



OVERVIEW OF THE DESTINATION

The municipality of Humacao is located amongst the 

Naguabo on its North, Yabucoa on its South, Las 

at any point. Its points of elevation are located in the 

58,666 Humacaeños. The territory is composed of 
thirteen neighborhoods: Antón Ruiz, Buena Vista, 

Bottom Up Destination Recovery Initiative Punta Santiago Case Study13
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Punta Santiago is located on the East coast of 

culture. Their fresh products are sold to many of 

are believed to surpass the hundreds. Also, Punta 
Santiago is home to the Natural Reserve of 

numerous recreational activities.

The entrance and the exit points of Punta Santiago 

side. Despite the great natural resources in the 
area, the location and circumstances of the 

such as a hurricane or tsunami. According to the 

has a population of 5,042 people, a median age of 

Santiago declined from 5,514 to 5,042, or 8.56%, 
and its median household income declined from 

its meeting points. A couple of months after the 

in Punta Santiago.  A year later, more than 40 

this in context, Punta Santiago is a community 

north, and the ocean in the south) connected by 

inside of Puerto Rico.
 
From end to end, the community has 2.4 miles, 

businesses located in the area includes tire centers, 

community on the shore, its economy is mainly 

communities in Puerto Rico, receiving up to 155mph 

removal, and other public health safety concerns.

Bottom Up Destination Recovery Initiative Punta Santiago Case Study14



FPR’s design team decided to focus its investments 
on the main assets of Punta Santiago. These critical 
targets have great potential to generate considerable 
impact in the overall development of the destination 

1 · The Fishing Village
2 · Cayo Santiago Biological Field Station (CSBFS)
3 · Efraín Archilla Diez Natural Reserve

Each of these tourism assets is an essential compo-
nent of the visitor economy in Punta Santiago, as 

this program. Due to damages caused by hurricane 

invest most of the Bottom Up resources on them.

assessing each one in order to create a plan that 
could bring all of them to pre-Maria conditions.

The Fishing Village, Humacao

Cayo Santiago Biological Field Station, Humacao

Efraín Archilla Diez Natural Reserve

Bottom Up Destination Recovery Initiative Punta Santiago Case Study15

NATURAL RESERVE

CAYO SANTIAGO
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SELECTING THE MAIN GEOGRAPHIC AREAS
FOR RECOVERY INVESTMENTS
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3 The unemployment rate at a national average is 16.4%.

Santiago. As in Orocovis, this accelerated the data gathering exercises and contributed to building strong 

representative survey. According to the data gathered, the Villa Palmira sector has an upper middle-income 

the largest residential area of Punta Santiago, consisting of more than 1,400 homes.

Nearly 62% of the respondents stated that no one is currently employed in their household.  On the other 

LOCAL LEVEL:

P.E.C.E.S.

The Natural Reserve: Reserva Natural Efraín 
Archilla Diez

Cayo Santiago Biological Field Station (CSBFS)    

Pescadores Unidos de Punta Santiago 
Humacao Inc.

Asociación Recreativa de la Playa Humacao

Community Security Council

Centro de Servicios Múltiples

·Department of Natural and 
Environmental Resources (D.R.N.A.)

·Fortaleza para Ti

·Para La Naturaleza

·US Forest Service

·National Resource Conservation Service 
(NRCS)

·Protectores de Cuencas

STATE LEVEL:

Bottom Up Destination Recovery Initiative Punta Santiago Case Study17
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problem in their community, around 70% agreed 

respondents stated that they had never received 
services from an NGO. From the Visitor Economy 

considered Punta Santiago a great tourist 

region. Surprisingly, 47% of the people surveyed 

of the most important attractions in Punta Santiago. 

events to address both the physical and emotional 

Punta Santiago has the elements of a city in and of 

proudly refer to themselves as playeros. As Janet 
González, from Asociación Recreativa de Playa 

Besides being an important data gathering tool, 
surveys gave the team a deeper understanding of 

any direct reference to this topic, most locals insisted 
on narrating traumatic experiences lived during the 

suggest high levels of emotional distress. Some 
seemed detached from their current circumstances, 

 

facilitated the selection process of main assets for 
investments and provided a comprehensive picture of 

diversity in Punta Santiago.

as the integration of outside partners that can 
facilitate collaborations and alliances. 

2018. It consisted of a round table discussion 

as community-based organizations. Participants 

Puerto Rico Department of Natural Resources (DRNA 
for its Spanish acronym), employees from the Natural 
Reserve and a representative of the microenterprises 

aspects of Punta Santiago’s recovery. 

Bottom Up Destination Recovery Initiative Punta Santiago Case Study18



Santiago that provides education, counseling, and 
entrepreneurial services to communities in Puerto 
Rico’s southeastern region in order to foster 
socioeconomic development for its residents. 

than 25,000 people every year through a variety of 

initiatives. 

critical for a successful planning process and both 

Bottom Up Destination Recovery Initiative Punta Santiago Case Study19

In Punta Santiago on the other hand, the municipal 

and in part due to community dynamics. Yet given 

sought their support for the implementation of the 
program. Not many communities in Puerto Rico 

hurricane.  Given the degree of the devastation in 

command center for recovery. This came alongside 

PROGRAMA DE EDUCACIÓN COMUNAL DE
ENTREGA Y SERVICIO (P.E.C.E.S.)



BASIC NEEDS AND INFRASTRUCTURE

Basic Needs 

The Basic Needs and Infrastructure component is 

physical infrastructure for economic recovery. 

-
-

needed to be made to improve the resiliency of 
local infrastructure to minimize business interrup-
tion due to future events.

Based on the results of the initial assessment, one 
of the most pervasive problems faced by Punta 

-

-

Massachusetts Institute of Technology (MIT), and 

small businesses, NGO facilities, and main tourism 

several points of the Natural Reserve. With regards 

over 20 pollutants. Based on the studies carried 
out on July 21st and July 22nd, all 20 gastronomic 

Humacao, Pescadería, Paseo Playero, La Reserva 

Armando’s Place, Taco’s Place, El Playerito. 

Bottom Up Destination Recovery Initiative Punta Santiago Case Study20
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businesses and assets lacking a water storage 
system. In collaboration with Por Los Nuestros, we 
installed 11 cisterns in Punta Santiago for a total 
capacity of 1,616,950 gallons of water per year. Five 
of these 250-gallon cisterns were donated by Por 
Los Nuestros, while FPR covered the transportation 
and installation expenses. They were donated to 

Pinchos, the Municipal Library, and a health center. 
The other six 530-gallon cisterns were donated by 
FPR to Olas, Delicias del Mar, Mamie Colie, 
Laboratorio Clínico, Centro de Servicios Múltiples, 
and the Community Center of Punta Santiago. The 

To address Punta Santiago’s access to potable water, 

systems to various entities and businesses for a total 
of near 4,099,860 gallons of potable water per year. 
The Berkey system has the capacity of producing 

eight cartridges of activated carbon with a life 

donated to Barefoot Travelers; Mamie Colie; 
Caribbean Primate Research Center; Paseo Playero; 
Delicias del Mar; Olas; Supermercdo La Favorita; 
Pablitos Pinchos; Morillo Cycle; Flor de Maga Gift 

Shop; Water Sports and Eco Tours; La Reserva Café; 
El Limón; El Son de Playa de los Rosarios; Panadería 

sustainability center. Facing an emergency such as 
Hurricane Maria, these entities can now provide 
adjacent communities with access to 11,232 gallons 
of clean water per day, enough for 5,616 individuals.

Infrastructure

another issue in Punta Santiago was the state of 
physical infrastructure (electric power, waste 
management, and telecommunications). There 
was no public illumination when the operational 

armed robberies and break-ins. This made security 
a priority to the residents who did not feel safe 
during the evenings. In the middle of the project, 
the Puerto Rico Electric Power Authority (PREPA) 
restored electricity in the community, which 
reduced the risk of incidents and accidents. Howev-
er, electric infrastructure was still fragile and unsta-
ble, therefore, FPR donated and installed solar 

facilities, and main tourism assets, creating a more 
resilient public lighting system in the community for 
the future. 

Bottom Up Destination Recovery Initiative Punta Santiago Case Study21



A total of 100 solar lamps in 39 businesses and public spaces were installed throughout Punta Santiago to 
provide security and protection for the community.  Business owners were also able to reduce their energy 
consumption because the solar lights provide the necessary outdoor illumination in the evenings. These solar 
lights have a modular design and can be uninstalled for safe keeping and reinstalled after a natural disaster. 
Additionally, a restricted donation of $90,000 was made to P.E.C.E.S. to install solar panels and batteries at their 
community school, which served as a command center after the hurricane. 

PSC-Ingeniería Eléctrica, a local engineering company that consults on sustainable practices. These businesses 
were selected by FPR due to their strategic location in Punta Santiago, which makes them more accessible to 
the community during periods of emergency. The objective of this assessment was to identify the viability of a 
solar energy system with storage capabilities and estimate costs and requirements on each site. These 

after an emergency without the Puerto Rico Electrical Power Authority (PREPA). 

satellite system, which guarantees internet connection when other companies fail. This modular equipment 
($1,000 market value) could provide the necessary connectivity to process electronic transactions and provide 
hotspots to facilitate communications after an event. This would not only help residents communicate with 
their loved ones, but also allow them to quickly register for federal assistance, which was a critical issue during 
the disaster. In addition, this system can be used the day after an emergency such as Hurricane Maria. 

Businesses and assets that showed interest in the equipment were informed about the provider's data plans, 
since the business owner would be responsible for the monthly payments. For those entities that considered 

emergency, such as hurricanes, general blackouts, and earthquakes, the entities would allow residents to 
access their internet service for free. A total of 12 Wi-Fi antennas were installed between Armando’s Place; 
Daniel’s Sea Food; Delicias del Mar; Taco Rico, Barefoot Travelers; Canos Tire; Playa Auto Part; Green Team 

of the community, they are more than committed to serve as resilient locations.

Bottom Up Destination Recovery Initiative Punta Santiago Case Study22



Waste Management

In addition to addressing the main components of 
basic needs and infrastructure, Bottom Up fostered 
sustainable practices for waste management among 

Based on the study conducted in Punta Santiago’s 

the municipality of Humacao does not collect recy-

with recyclable waste handling practices. Small busi-
-

market La Favorita’s cardboard compactor, which 
pays a private company to collect the compressed 
item. Yet this is not a common practice among busi-
ness owners. 

Environmentally friendly products for restaurants 
and everyday use are gaining traction, and hopefully 
will soon replace single-use plastic as the standard 
for all our disposable needs. 

Aware of how a growth in visitors would translate to 
an increase of waste produced by restaurants, 
specially of single use plastics, FPR donated 14 com-
postable kits to various business owners in the 
region: La Fondita, Daniel’s Sea Food, El Son de Playa 
de los Rosarios, Olas, Paseo Playero, Armando’s 
Place, Taco Rico, Mamie Colie, Kioko de Pescadores 
(Delicias del Mar), Pescadería T y M, Panadería La 
Familia, Pablitos Pinchos, La Reserva Café, and 
Green Team Health Club. The sustainable practice of 
properly using and disposing compostable utensils, 
cups, straws, napkins, and to-go containers in local 
restaurants is key for the protection and preserva-
tion of the destination’s natural resources.

Regarding waste management in relation to busi-
nesses and community resiliency, the Bottom Up 

the community by implementing a sustainable 
solution. In the aftermath of Hurricane Maria, a 
massive amount of debris obstructed the main 
roads of Punta Santiago, but the community was 
not properly equipped to remove it after the storm. 
Thus, FPR donated a 193-piece debris removal kit 

to P.E.C.E.S. to ensure the community has the 
necessary Regarding waste management in 
relation to businesses and community resiliency, 

issue of debris in the community by implementing 
a sustainable solution. In the aftermath of Hurri-
cane Maria, a massive amount of debris obstructed 
the main roads of Punta Santiago, but the commu-
nity was not properly equipped to remove it after 
the storm. Thus, FPR donated a 193-piece debris 
removal kit to P.E.C.E.S. to ensure the community 
has the necessary equipment to clear the way to 
key areas and businesses within and outside of 
Punta Santiago if another natural disaster hits.  

“Foundation for Puerto Rico was the �rst entity to help us. They 
supported us through the cash grants as well as with technical 
assistance, the water testing training, and a power assessment study for 
a better understanding of what would it take to install solar panels in 
our business. They also helped us complete our �rst electronic 
transaction, thanks to the satellite Internet system that they donated to 
us after several months without connectivity. The absence of public 
lighting outside our business and throughout our community was 
alarming. There was no service in the surrounding areas causing a 
public safety concern. The donation of three solar lamps made a 
signi�cant di�erence in nighttime visibility, while reducing electricity 
costs for our business. FPR’s services have been greatly bene�cial for us 
and the entire area of Punta Santiago. Also, the �eld team that worked 
every day here became "playeros" and part of the family. They were 
very supportive, and for that, we are incredibly grateful”.

Ivelisse Ramírez (owner of Daniel’s Seafood)
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The second impact area is Business Support. As stated before, small businesses are the backbone of these 
communities and are indispensable to drive recovery. That is why the Bottom Up program ensures that 
current business owners can recover from the current emergency and are better prepared for future 
events. The Small Business Support component also aims to accelerate growth, rapidly assessing the needs 
of a community and enabling quick development of new businesses as well as the expansion of existing 
ones. This is why the program cultivates an entrepreneurial environment among residents, encouraging 

develop innovative products and services that help attract new visitors.  

A couple of months after the hurricane, no more than 15 businesses were open in Punta Santiago.  A year 
later more than 40 businesses were open. FPR began impacting businesses through the Small Business 

of the business owners surveyed indicated that the cash grant and assistance received helped them main-

BUSINESS SUPPORT

Bottom Up Destination Recovery Initiative Punta Santiago Case Study24
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As in Orocovis, our partner INprende, a private 
innovation and entrepreneurship incubator, was 
brought in to help with business development in 
the area. INprende selected 12 businesses near 
tourism assets and assessed their needs in the 

operations, human resources, and entrepreneur-
ship. Those businesses were: Armando’s Place, 
Daniel’s Sea Food, El Limón, El Son de Playa de Los 
Rosarios, Kiosko de Pescadores (Delicias del Mar), 
La Fondita, Taco Rico, Mamie Colye, Las Olas 
Restaurant, Panadería La Familia, Pescadería T y M, 
and Restaurante Paseo Playero. Once the needs 
assessment was completed, INprende’s team 

-
tions and designed a handbook to help owners 
continuously assess their operations. The needs 
assessment results demonstrated that the key 
areas of attention were social media management 
and access to capital.

In support of the entrepreneurial ecosystem, two 
additional events took place during this phase. The 

that provided tools and information to business 

and tourism. A total of 40 businesses participated 
of the two-day event. The workshop was a success 
thanks to the FPR team and partners, which 
included Colmena66, Kiva, FideCOOP, the Small 
Business Administration (SBA), the Puerto Rico 
Trade and Export Company, Unidos por Puerto 

Rico, Local Guest, Universidad del Este, and King-
Bird Innovation Center. 

team with the support of ViewPR and Brands of 
Puerto Rico, who talked about Digital Presence and 
Marketing to the business owners in attendance. 
The Visitor Information and Experience Warehouse 

driven by Foundation for Puerto Rico, that seeks to 
attract more visitors to the island and extend their 
stay by sharing new and reliable information with 
travel platforms across the world. Brands of 
Puerto Rico is a platform that lets entrepreneurs 

provided immense value to the participants 
through pamphlets, presentations, and informa-
tive material that helped the business owners 
increase their marketing know-how and their 
digital presence in diverse platforms.
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In order to support the entrepreneurial ecosystem, 
FPR replicated in Punta Santiago the successful 
new business ideas program that took place before 
in Orocovis. The Centro para Emprendedores 
collaborated with FPR to bring the Startup Week-
end forth. The Startup Weekend is a 54-hour event 
in which groups of developers, business managers, 
startup enthusiasts, marketing gurus, graphic 
artists, among others, pitch ideas for new startup 
companies, form teams around those ideas, and 
develop a prototype, demo, or presentation by the 
end of the event. The event took place at the 
P.E.C.E.S. School in Punta Santiago between the 
18th and 20th of May 2018. Out of the 10 business 
ideas presented by the 15 participants, only four 
were chosen for further development.

The top four ideas were:  Xtage, an indoor paintball 
park; Canvas Trip, a matchmaking platform for travel-
ers, locals, and guides; Puntadas, an e-commerce 

women; and El Fogón de Fela, a traditional cooking 
restaurant. FPR awarded Canvas Trip $500 for the 
best idea in the visitor’s economy space. The winners 
received additional technical support services by 
Centro para Emprendedores, one legal session by 
Ferraiouli LLP, company brand development, and a 

In addition, FPR brought INprende’s incubator 

coaching and support services to entrepreneurs and 
bringing them to communities like Punta Santiago. 

The goal was to develop ideas into new businesses 
that will impact the community and the visitor 
economy. FPR and INprende opened an application 
process to an incubation program in which residents 
could apply to and participate in group sessions to 
learn about how to develop a business idea. FPR then 
met with INprende to select the top 10 ideas for the 
program. In this case, 11 business ideas where 
chosen: Natural Drinks and Frappes (Las Piedras), 

Liquor Shop (Las Piedras), a wine and “tapas” bar 
(Humacao), Arepas Factory (Punta Santiago), a 
boutique for women (Humacao), a health food shop 
(Humacao), a rabbit hatchery (Humacao), a Yoga and 
Health Center (Punta Santiago), a Laser Tag Facility 
(Juncos), and a Gift Shop and Artisans Workshop 
(Punta Santiago). After the end of the program, 8 
completed all the boot camp hours and were 
evaluated for seed funding.  After the evaluation, two 
ideas were eligible for up to $60,000 in seed funding 
from FPR. The new business ideas selected were 
Súpernova Café, LLC. with a seed funding of $28,045 
and Productos Don Daniel, Inc. with a total of $30,000 
in seed funding.

"INprende has been a life-changing opportunity for me, my experience 
working with them has not only given me the tools and knowledge on 
how to develop new ideas and start my own business, but it has also 
given me the motivation and con�dence to do so, because now I have 
a professional support group with which I can clarify doubts and follow 
up on the exciting experience of entrepreneurship.”

Oneira Velázquez, Punta Santiago Entrepreneur
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Social Capital 

developed and implemented various engagement initiatives in the community. These initiatives strengthened 
the initial strategy of stakeholder engagement and reinforced existing social capital linkages in Punta Santiago. 
Each initiative helped identify needs and challenges in the community. As previously mentioned, the 

the project. The social mapping exercise was crucial in developing the initial strategy. This exercise allowed the 

resources to implement the investment strategy.

Punta Santiago had a particularity that had not been encountered in the previous pilot in Orocovis: it had 

any way.

As stated before, FPR implemented various community initiatives during this phase to help create social capital 
linkages within the community early in the intervention. Below we go through some of these initiatives. 
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Community Security Council

According to the Incident Statistic Tool from the 
Puerto Rico Police Department, Punta Santiago has a 
high incidence of criminal activity. From robberies, 
burglaries, illegal appropriations, and assault 
incidents one thing is certain: Punta Santiago was 

police statistics with the results of the community 
survey; where “security” was one of the highest social 
problems perceived by the community. During the 
team’s stay, robberies were a common thing in busi-
ness establishments. Restaurants like Paseo Playero 
were preyed upon by robbers. There were even many 
carjackings. To transform this reality in Punta Santia-
go, the community was going to be key.

Upon searching for plausible and executable solu-
tions to deal with the problem at hand, the team 

Orocovis to drive down crime: The Community 
Security Councils of the State Police Department. 
The Community Security Councils of the State 
Police are born out of Regulation 5720. They 

-
munity, where prevailing situations of social order 
or public safety are exposed. They are composed 

live in the community. The objective of the Council 
-

pate actively in their community to help solve their 
problems and needs. Which in turn is achieved by 
detecting, identifying, and alerting their neighbors 
and the Police of irregular situations that may 

out information about how to initiate a Council. 
-

nity Relations Bureau. 
agent behind the councils in Humacao. It turned out 
that Humacao has 18 councils, but none in Punta 

Santiago. That being said, Community Security 
Councils are not easily formed. To prove their com-
mitment, community members must hold at least 
three meetings with the managing agent (in this 

through a background checks before they swear in 
at their post as council members.
 

23rd of August of 2018. Over 15 community mem-
bers attended. They got an orientation on the 
requirements, obligations, and responsibilities of 

forward to scheduling another meeting. However, 
for this meeting to happen, the aspiring council 
members would have to hand in all the paperwork 
needed to run the background check. This was the 

a more active approach to make things happen. 
They constantly called people and visited houses 
to look for the documents. Once they had the 
documents from the aspiring candidates, they 

they had the minimum quorum (12), the opera-
-

ber 25, 2018. This meeting was held with the 
participation of 16 community members. The 
executive directive was formed, with Daisy García 

taser units and 24 whistles for all members of the 
Community Security Council.

"The experience working with the Bottom Up team was outstanding 
since they helped us to form the group and donated materials and 
equipment to the Council. We are very grateful. The next steps for the 
Council are: to ensure the safety of the elderly, to visit schools to teach 
children and young about the police athletic league and the school 
police, and to continue collaborating with the state and local police, 
whom have been diligent in providing guidance, visiting, and being 
more active in Punta Santiago”.

Daisy García, Security Council Chair
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The Community Emergency Response Team (CERT) program educates volunteers about disaster 

in the following years. 

lead the reconstruction of homes through granted submitted proposals. Knowing that P.E.C.E.S. was 

thought adequate to work on re-establishing the CERT program. A result, FPR coordinated the P.E.C.E.S. 

saw the valuable opportunity to include members of the community. Around ten community members 

“The experience participating in the CERT certi�cation was gratifying 
and bene�cial for all the sta� in our organization. The material provided 
helped us learn about strategies for how to lead and organize during 
di�erent emergencies. For example, (it was useful for) an event like 
hurricane Maria where the next day we mobilized immediately to assist 
our community, without necessarily having the experience and a 
de�ned work plan to deal with these emergencies. The CERT initiative 
certainly provided capacity to our organization toward disaster 
preparedness for the bene�t of our entire community”

Rey Cintrón, Manager at P.E.C.E.S.

Community Emergency Response Team (CERT)
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Punta Santiago, like many other communities, has a 
great number of assets at their disposal, especially 
environmental and cultural assets. Also, it has 
institutional assets such as P.E.C.E.S. and associations 
like Asociación Recreativa de Playa Humacao, Inc. 
They can count on many great and committed 
individuals. Still, the biggest challenge for the 

mindset. FPR wanted residents to rethink their 

To instill and spark a train of thought that would make 

facilitated a series of conceptual and geographic 
mapping exercises where community members and 
key stakeholders would identify existing resources 
and assets through participatory and inclusive 
processes. As a result, FPR conducted a series of 
meetings, using the Asset Based Community 

ways in which the community can manage assets 
through existing resources. These exercises and 
discussions served as a good preamble to phase two 
of the Bottom Up, where local leaders construct a 

Bottom Up were many. It introduced the Visitor 
Economy concepts to the members of the 
community and helped document resources, ideas 
showing potential, and projects for the second phase 
of the program. 

The team set out to conduct two main activities. The 

around the neighborhood. The mapping exercise was 
called “Veo Veo” in Punta Santiago, alluding to the 
childhood game. It was an activity that people of all 
ages and social groups participate in. The promotion-

methods (Posters / Flyers). P.E.C.E.S. and the Associa-
tion’s social media accounts proved useful to reach 
our target audience. Even though a small group 

from stakeholders in the community. The participa-
tion of institutions, associations, business owners, 
and individuals was evident. During the event, partici-
pants were introduced to the ABCD framework and 

many local resources and assets.

The other activity was very simple and mainly consist-
ed of a walk. This initiative was meant to get partici-

chance to revisit the community with a fresh set of 

These exercises had very promising results. During 
-

ed individuals such as Andres Louring, a historian; 

José Arce, a builder; Peter Paes, a cabinetmaker; and 

others. Associations such as Asociación Recreativa de 
Playa Humacao, Asociación Recreativa de Verde Mar, 
Asociación de Residentes de Villa Palmira, Class A 
baseball team, Recreation Dance Group, were identi-
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ASSET BASED COMMUNITY DEVELOPMENT (ABCD)
EXERCISES IN PUNTA SANTIAGO



state of the three main tourism assets in Punta Santiago: the Fishing Village, the Cayo Santiago Biological 

This assessment allowed FPR to determine the right investment strategy to spearhead the recovery of 
these assets. 

1 · El Morrillo 

2 · Building of the former
     customs house (with murals)

3 · The dock
     (known as “el muey”)

4 · Beach

5 · Water Park (closed)

6 · Community Center of 
     Playa Humacao

1 · Recreational Association
     of Playa Humacao

2 · Fisherman’s Association
3 · Caribbean Primate
     Research Center 

4 · P.E.C.E.S.

5 · Community Security Council

1 · Fishing tradition

2 · Crafting of boats 
     (lancha planúas)

3 · Lancha Planúa’s Festival

4 · Parrandón Playero’s Festival

5 · Virgen del Carmen’s Festival

6 · Confection of dulce de alegría

1 · Vacation Center (closed)

2 · Barefood Travelers Rooms
     and Adventure Guesthouse

3 · Other Airbnbs

1 · Natural Reserve of Humacao

2 · Santiago Cay 

3 · Water Sports and Eco Tours

4 · Morrillo Cycle 

BUILT OR 
HISTORICAL ASSETS: NATURAL ASSETS: INSTITUTIONS: GASTRONOMIC

ASSETS: LODGING: ARTISTIC AND 
CULTURAL ASSETS:

RESERVA NATURAL

CAYO SANTIAGO

Several restaurants,
bakeries and
supermarkets.

4
5

8

6 13

123

11
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The Fishing Village represents an exponential economic engine for Punta Santiago, thanks to its strategic 

landscape (the coastal sunset, Cayo Santiago and Vieques in the distance).

Unidos de Punta Santiago Humacao, Inc. On the other hand, the Pescadería is run by Vice President Héctor 

among other supplies. 

to work in the construction sector to make ends meet.
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The Fishing Village



One of the biggest necessities of the Fishing Village 
was a new ice machine, since this equipment is 

to preserve the catch at sea (approx. 18 pounds per 
trip). On the other side, the Delicias Kiosk consumes 
around 142 pounds of ice per week. The absence of 
this machine had a heavy impact on the village’s 
pocket because they had to buy ice daily. According to 
Antonio “Tony” Torres, the village’s operational costs 

team moved forward with donations to help them 
reach pre-Maria-levels. On September 26, they were 

per trip; the Delicias Kiosk, on the other hand, have 
been saving up approximately $19 per day.

village had. Originally, the Pescadería had six 

storage space. For this reason, he was unable to 

team arrived at the village, the Pescadería could 
only hold about a total of 1,368 pounds of storage 

manufacturers, you can store 35 pounds of 
product per cubic foot. However, seafood must be 

even less storage space. Acknowledging this need, 
FPR decided to donate three 19.8 cubic feet chest 

of additional storage space. This donation helped 
bring the Pescadería closer to pre-Maria levels. 

“We thank Foundation for Puerto Rico for the donations of equipment 
that we needed so that the �shermen could obtain daily sustenance. 
Thanks to Foundation, the Village is steadily developing. We must 
improve it until we reach better conditions than those prior to the 
hurricane, but yes, we are heading towards that and its already 
bringing results. There is more customer movement in the Pescadería 
and the kiosk in the Village.”

Antonio “Tony” Torres, 
President of Pescadores Unidos de Punta Santiago, Inc.
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An unusual gem sits across the coast of Punta Santiago, the two small connected cays known as Cayo 
Santiago are home to more than 1,800 rhesus monkeys that form part of ongoing research run by The Cayo 
Santiago Biological Field Station (CSBFS). As an educational asset, it has been an unparalleled resource for 
research, education, and training both national and international students and scientists. Historically, they 
have employed generations of people from the Punta Santiago community and are considered an integral 
part of the community. As a natural asset, the Cayo Santiago also holds a place in Punta Santiago’s culture and 
daily life.

Hurricane Maria hit the island of Cayo Santiago directly and caused unprecedented damage to both green 

destroyed. It also destroyed all cisterns that store rainwater except for the only two made of concrete. The 
apparent competition for the limited supply of drinking water motivated the monkeys to drink sea water, a 

50 visitors for training and research purposes, often housing them in Punta Santiago for periods ranging from 
30 days to two years, making this institution an important contributor to the local economy. FPR directed its 

a research station as well as a natural and cultural asset.
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could assess and build a recovery plan. FPR reached 
out to the Department of Natural Resources (DRNA), 

National Resources Conservation Service (NRCS), 
and the US Forest Service to help with recovery and 

together for a meeting in mid-July. The consensus 
was that a pilot reforestation exercise had to be 

trees; DRNA harvested and made mangrove seeds 
available, which would tend to the accelerating 
erosion on the cay; the NRCS provided technical 
assistance to perform soil salinity testing; and the US 
Forest Service committed to looking for possible 
funding opportunities. The NRCS’s thorough 
assessment for Cayo Santiago, included 
comprehensive testing and evaluation of soil quality 
and erosion, as well as plant inventory of existing 
species. The US Forest Service was also able to 
allocate funding for actual improvements and 
equipment in the cay after receiving a formal 
proposal from the CSBFS. Over 50 trees were 
planted as well, in collaboration with Para la 

Cayo Santiago represents an important element 
for various local businesses with touristic services 

new law billed by the Caribbean Primate Research 
Center (CPRC), that manages the CSBFS, created a 
200-meter perimeter around the island in which 
transit would be prohibited. All trespassers now 

monkeys and the research activities held in the cay. 

tour operators that took visitors near the cay. 
Despite several conversations with both the CPRC 

there is no way around the law for operators to get 
close enough to the cay to be able to continue 
providing these types of tours. Therefore, tour 
operators would have to redesign their tourist 
experiences bearing the wellbeing of the natural 

Other potential experiences within the visitor 
economy that the CPRC shared with FPR were the 
ideas of developing a museum and accommodations 
for researchers. Both projects would be held in the 
facilities of a former public school that would serve as 
CPRC’s headquarters through a lease agreement 
between the Autonomous Municipality of Humacao 

supported CPRC by helping clean the rooms and 
prepare them for painting, as well as by seeking 
advice from some experts to better understand the 
potential of the projects. A curator recommended 
the creation of an interactive exhibition room instead 
of a museum with:

· Visual arts - Paintings by local artists inspired 
by Cayo Santiago

· Educational videos of the rhesus monkeys and 
live broadcasts from Cayo Santiago

· Historic images

· Display of bones and auscultation area 

· Participatory World Map

Our partners Local Guest were also involved in 

immersive K-12 educational workshops for school 
groups in the exhibition room where they would 

scientists, and learn about the worldwide research 
in the CSFBS. Partial sustainable economic feasibility 
exercises were carried out by our partners 

creation of a one-pager for the CPRC to improve the 
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Aside from the local seafood cuisine, one of Punta 
Santiago’s key assets for incoming visitors and 

It has an extension of 3,186 acres of land and 
serves as shelter, nesting, and feeding grounds for 
the diverse wildlife that call this site their home. In 
addition to having an extensive trail for strolling 

practice among local and foreign visitors alike. Four 
locally managed micro businesses ranging from 
biking and kayaking tours to a cafe and souvenir 
stand operate from this facility. These businesses 
were a product of P.E.C.E.S.’s business incubator 
and accelerator program.

by hurricane Maria was one of the most shocking 
aspects of the natural reserve’s condition. Its 
recovery had been slow. Vegetative debris still 
obstructed trails and waterways. On the other 

hurricane Maria, only two of the businesses were 
operating at time of the team’s arrival. The natural 
reserve’s most pressing needs were mainly 
infrastructural. Among them were damaged 

businesses operated from. Important maintenance 
equipment was also damaged, which in turn 
hindered this site’s ability to get back on its feet. 
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Furthermore, the natural reserve’s administration 
policies were an added challenge. For the past seven 
years the Reserve has been under a co-management 
agreement made between P.E.C.E.S., the Puerto Rico 
Tourism Company (PRTC), and the DRNA. The 
Cooperative Agreement, signed in 2011, governs the 
Reserve and is valid until 2026. Essentially, the PRTC 
commits to promoting the Reserve among local and 
foreign travelers. On the other hand, DRNA 
administrates and manages the Reserve under a 
“land lease agreement” and has the capacity to allow 
its use and occupation. Finally, P.E.C.E.S. helps with 

the Reserve. 

To better understand this relationship, the opera-
-

stand which parties had certain jurisdictions and 

reserve’s reconstruction. Two-thirds of the parties in 
this agreement were government agencies. 
Advancements were slowed down by tedious 
bureaucratic procedures. Pushing for a reconstruc-
tion of this magnitude without the proper response 
from government agencies and a lack of resources 

to get the natural reserve back on track.

Learning from the initial multisectoral meeting, it 
seemed the best way to approach this challenge was 
to meet with all three parties to determine the 
course of action. After several meetings, an action 
plan was set in motion. 

quickly moved in to help remove remaining debris. 
Also, with the support of FPR, they rehabilitated a 
neglected structure located inside a part of the 
Reserve called “Morrillo,” among other improve-
ments. The CSBFS was another collaborator in the 
Natural Reserve’s recovery, putting equipment such 

and fallen trees stuck throughout water canals at 
their disposal. The CSBFS also donated a water 

canteens. In turn, the DRNA would also put forth 

collaborate in other recovery needs that the CSBFS 
had of their own. 
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the destruction caused by hurricanes Irma and Maria. PLN’s Hábitat program helped plant 32 native trees in 

students and visitors to clean out, prep, and plant an additional 100 native trees in the coastal region. 

all areas were accessible.
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The previous section went through each impact area 
describing not just the results, but the process and 
strategies implemented which are as important. A 
summary of the full intervention in Punta Santiago is on 
the next table and includes the objective for each impact 
area, the intervention strategy, the action taken, and the 
results. To reiterate, Bottom Up was designed so that 
short-term investments could speed up recovery and 
improve resiliency in a community. In this second pilot, the 

key tourism assets in the community. These assets were 
the Fishing Village, the Cayo Santiago Biological Field 
Station, and the Natural Reserve. As a result, the 

destination needed to be in a better position to initiate 
longer-term recovery destination planning. This could 
only be possible if the main tourist assets were ready to 
receive visitors. 

To speed up recovery, investments were made in small 
businesses near the main tourism assets selected. The 
Small Business Cash Grant Program accompanied by 

those businesses open and helping them back to 
pre-Maria levels. FPR provided additional technical 
capacity to existing businesses in Punta Santiago through 
workshops on various topics such as customer service, 
marketing and promotion, human resources, operation, 

the development of new business ideas and 
opportunities in Punta Santiago. The new businesses 
supported by FPR are Súpernova Café, LLC., receiving 
seed funding of $28,045.00, and Productos Don Daniel, 
Inc., receiving $30,000 in seed funding. This sort of 
entrepreneurship environment reinforced by FPR’s 
intervention to existing and new business ideas had a 

and long recovery in Punta Santiago. As Denis Pereira 
from INprende stated, “The participants were optimistic 
entrepreneurs willing to use their resources to identify 
business opportunities”.

The resiliency objectives were tackled through 

initiatives, and associations, and by leveraging existing 
businesses to improve the physical infrastructure in the 

destination. Punta Santiago now has more capacity to 
produce potable water, has access to resilient satellite 
Wi-Fi hotspots in case of an emergency, and solar public 
lighting in strategic areas. 

The remaining resiliency component had to do with social 
capital, which means building local capacity and 
enhancing stakeholder bonds to make a recovery and 
development sustainable. In contrast to Orocovis, when 
the operational team arrived at Punta Santiago, several 

region. The strategic multisectoral meeting with the 

exercise was the right path to build common ground. The 

some of them unprecedented, as some local 

A new component added in this pilot community was the 

strategy was around investments in small businesses 
within commercial clusters. As stated before, in Punta 
Santiago the focus was around key visitor economy 
assets. By assisting these tourism assets with 

likely to grow and prosper by welcoming back visitors. 
There is certainly still room for improvement. More 
investments and follow up is needed, but if these 
collaborations and initiatives can evolve and sustain, 
long-term destination planning will surely be more viable. 
FPR will continue to support the existing collaborations 
between local stakeholders regarding these assets and 

“The collaboration of Foundation for Puerto Rico came at a crucial 
moment in the recovery. The Bottom Up Team not only helped 
reactivate key economic assets in Punta Santiago, but also boosted the 
social component by integrating various groups in the community that 
were working independently in the past. By reorganizing the 
community and local stakeholders, they facilitated the process of 
engagements that strengthen people’s capacities and skills to rethink 
possible scenarios of economic recovery in Punta Santiago. This 
experience allowed us to come together and created a common 
community mindset.” 

José Oquendo, CEO, P.E.C.E.S. 
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FOUNDATION FOR PUERTO RICO’S TOTAL  COMMITMENT TO THE BOTTOM UP IN PUNTA 
SANTIAGO, HUMACAO:  $529,650

assets and 12 salletite Wi-Fi antennas to small businesses.

· Donated and installed satellite 12 Wi-Fi equipment to small businesses, local 
stakeholders and main assets.

· Installed 100 solar lamps in 39 small businesses and main assets.

· Three bodies of water tested; 23 business owners trained; 17 community 
members trained in water testing and responsible.

· 14 business owners trained in compostable material and waste management.

· Restricted donation of $90,000 to P.E.C.E.S. for solar a energy system at their 
community school.

· 11 businesses and locations, visited, assessed and provided with a power 
energy assessment with short-term and long-term recommendations. 

· A 193-piece debris removal kit donated to P.E.C.E.S. and the CERT to ensure 
access to key areas of the destination.

infrastructure:

· The Fishing Village 
They saved an average of $83 per week and increased storage capacity (over 800 
pounds of product) by donating the necessary equipment (ei: ice machine and 

· La Reserva 
outdoor common area furniture for the receiving area. FPR also coordinated the 
planing of over 130 native trees and the cleaning and removal of debris.

· The Cayo Santiago Biological Field Station (CSBFS) – coordinated the 
provision of seeds and trees for the cay. Coordinated technical assistance to 
perform soil salinity testing, which included comprehensive testing and evaluation 
of soil quality and erosion, as well as plant inventory of existing species.  Finally, in 

Complete a versatile visitor economy 
asset mapping exercise and develop 

Revitalize physical infrastructure in 

· Created a Community Emergency Response Team (CERT) - 74 community 

· Created a Community Security Council- Established a council with 16 
community members.

· Fostered alliances between entities for the recovery, restoration, and 

Push for strategic alliances between 

around disaster preparedness, asset 
revitalization, public safety, and 

and local organizations physical 
infrastructure so they are more resilient 
but can also serve as additional Hubs 

· Two entrepreneurial Events

· 72 hours of business education provided to XX local entrepreneurs to assist 
in the development of new business ideas. Eight entrepreneurs completed 
the boot camp and were evaluated for seed funding. 

· Two new business ideas completed the program and received seed funding: 
Súpernova Café, LLC. with a seed funding of $28,045.00 and Productos Don 
Daniel, Inc. with a total of $30,000 in seed funding.

· $38,000 in cash grants to 15 businessess 

· 72 hours of individual technical assistance and entrepreneurial workshops to 
XX businessess.
· Three capacity building workshops open to all existing business.

New Businesses 
Help create an environment of 
entrepreneurship through multiple 
events and execute an incubation 
program that leads to new businesses 

Existing Businesses

more resilient and provide intense 
technical support so they can sustain 

SM
A

LL
 B

U
SI

N
ES

S
 S

U
PP

O
RT

 
SO

CI
A

L
CA

PI
TA

L 
IM

A
G

E 
A

N
D

 T
O

U
R

IS
M

 
R

EV
IT

A
LI

ZA
TI

O
N

 
B

A
SI

C 
N

EE
D

S 
A

N
D

IN
FR

A
ST

RU
CT

U
R

E 

Bottom Up Destination Recovery Initiative Punta Santiago Case Study40



DESTINATION PLANNING

In March 2017, FPR published a research paper on 
Destination Management, where it analyzed the  

4 
Most importantly, the paper made some critical 

element in Puerto Rico and recommended a 

During that time, FPR urged the nation to begin a 
destination planning exercise using the 

 
-

-
-

nation planning models, community-based plan-

· Create a community-led destination plan that 
could help bring more visitors in the short term. 

· Ensure commitments from local stakeholders 
towards the implementation of the plan. 

· Develop sustainable locally based governance 
around plan goals and objectives. 

local destination management plan with the 

· Encourages residents to value their assets and 
commits them to managing them responsibly.

· Promotes that local residents themselves, and not 
external agents, develop and manage their 
community as a destination, capitalizing on 
existing assets.

· Helps establish strategies that guide for local 

of the community.

· Facilitates the incorporation and participation 
of the community in other tourism projects and 

example: Puerto Rico Tourism Company, Discover 
Puerto Rico, Para la Naturaleza, among others)

4 “La economía del visitante: gobernanza y manejo del destino”. Foundation for Puerto Rico. March 2017.”
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THE OROCOVIS LOCAL PLAN – THE FIRST PILOT

six main elements that include most of the aspects 

attractions, amenities, accessibility, image, price, and 
human resources5

the planning and management of the destination’s 

For this reason, the Plan establishes short-term 
attainable goals that do not depend to a large extent 

new bridge, the dredging of a body of water or tax 

In March 2019 FPR hosted a presentation of the 

6

Tourist
Destinations

Attractions

Im
ag

e

Price

Human Resources

Com
m

odities

Access
ib

ilit
y

Elements of the Destination

5  
6   “Orocovis: Local Destination Management Plan”. Foundation for Puerto Rico. March 2017.
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planning process was the need for a shorter 

gap between meetings meant FPR had to spent a 
considerable amount of time recapping what 

FPR increased the number of monthly meetings in 
Punta Santiago and attempted to reduce the 
timeline in order to complete the plan in three to 

economy and the destination elements, it was not 
enough as more training and coaching was needed 

training hours in Punta Santiago, in topics such as 
community tourism, destination management, and 

extra meetings to incorporate these additional 

Management Plan for Punta Santiago, there was 
participation from all the sectors, from residents 
and business owners, to state agencies and 

a multisector approach leads to a more robust Plan, 

Development Process

that it ended up being the lead in the plan’s 

participated in the planning process, through their 

plan was limited to a geographic area within the 

the community, to many, they are the considered the 

and 

PARTICIPANTS

RE
SI

DE
NT

S/
 ASSOCIATIONS                         PRIVATE SECTOR                                     

G
O

VERNMENT

Pl
ay

a 
Hu

m
ac

ao Recreatio
nal Association                      Costa del Sol (Short Term

 Rental)

   
   

  C
om

m
un

ity
 Se

curity
 Council         

                           Flor de Maga Gift Shop

Pe
sc

ad
or

es
 U

nid
os d

e Punta Santiago, Inc.                 Water Sports & Eco Tours         

Barefoot Travelers

Olas Restaurant

D
epartm

ent of Natural and Environmental Resources

M
unicipality of Humacao                                    

  

Puerto Rico Tourism Company                        
     P

.E.C.E.S.   
    

  

NON-PROFIT O

RGANIZA
TI

O
NS

Participants

Bottom Up Destination Recovery Initiative Punta Santiago Case Study43



on destination management and tourism 

and text messages were sent to community leaders to 

Santiago, as well as challenges and opportunities 

FPR team supported them on more specialized topics 

integrating tourism attractions and experiences or the 

participants’ assumptions by conducting additional 

challenges and opportunities matrix prepared months 

also came in to discuss the community-based tourism 
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EVALUATE THE DESTINATION

destination, identify the existing assets, and the 
challenges and opportunities.

DECEMBER, 2018 

DEFINE THE VISION AND SET GOALS
Declare the ideal state to which Punta Santiago aspires 
to become a destination, set three goals, and identify 
concrete and measurable actions that will help achieve 
the established vision.

JANUARY, 2019

DEFINE STRATEGIES
Identify approaches for the destination’s 
ongoing management. 

FEBRUARY, 2019

WORKSHOPS
Capacity building on image and branding, 
crowdfunding and tourism.

MARCH, 2019

IDENTIFY PROJECTS
Propose projects that begin to solve the 
destination’s main challenges. 

APRIL, 2019

FI
RS

T 
PH

AS
E

REVISIT THE VISION
Review the vision for the destination and adjust 
the strategies and projects. 

MAY, 2018

FORMULATE PRIORITY PROJECTS
Evaluate projects, select the most viable, and 
describe operational and budget details. 

JUNE, 2019

ESTABLISH THE GOVERNANCE MODEL AND 
THE MEASUREMENT OF RESULTS
Identify the local leaders in charge of monitoring 
the implementation of the plan. 

AUGUST, 2019

SE
CO

N
D

 P
H

AS
E

Work Plan



-

with all tourist attractions, experience assets, and 

existing assets as a baseline for any destination 

-
tion such as the current physical state of the asset, 
hours of operation, photos, description of 

In Punta Santiago, the FPR team had already 

and contributed additional information to the 

beginning of the planning process, due to the need 

and thorough asset mapping exercise was 

full sessions with participants, one focused on iden-

Local Management Destination Plan
ASSET IDENTIFICATION

HISTORICAL AND BUILT ASSETS

NATURAL ASSETS

Beaches

ENTITIES

GASTRONOMICAL ASSETS

LODGING

CULTURAL AND ARTISTIC ASSETS
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ASSESSMENT OF THE DESTINATION

FPR wanted to identify critical challenges and 

until a consensus was reached regarding the biggest 

participant input, it was concluded that Punta San-

natural ones, but not enough tourism experiences 
of 

the problem with tourism experiences stems from 

-
maintaining a 

ELEMENT MAIN CHALLENGE

existing assets by residents, business owners 

tourist destination by Puerto Ricans, and 

ATTRACTIONS

COMMODITIES

ACCESSIBILITY 

HUMAN 
RESOURCES

IMAGE

Timeline

more than 

in Punta 

consensus was that the greatest opportunity lays in 
maximizing the abundant natural assets in order to 

-
tion of Punta Santiago as a destination, not only to 

-

hanging fruit for Punta Santiago as they consistently 

area residents might be familiar with Punta Santiago, 

perfect day trip for metro residents on the 

 

stops are usually part of a multi-town route, thus, 

restaurant to raise awareness about the other 
tourism opportunities in Punta Santiago, thus 
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Goals of the Destination

Destination Strategies

Attractions

It is important to notice the inclusion of communi-

-

Punta Santiago has additional community-based 

you want to accomplish through concrete actions 

the challenges and opportunities discussed in the 
-
-

measurable and had a great impact in Punta Santi-

associated with the desire to become a 

for each element of the destination, local leaders 

easily with the help of access to clients from existing 

“Punta Santiago will be the most important 
community-based tourism destination in Puerto Rico 
with a diversity of natural, cultural and gastronomic 
experiences managed by members of the community.”

· 10% of visitors at top chinchorreo restaurants will return to 
the destination to visit the Humacao Nature Reserve or other 
new tourist experiences. 

· 75% of the experiences and tourist elements in Punta 
Santiago will have some element of community 

· 50% of the tourism experiences and tourist elements in 
Punta Santiago will be completely managed by one or more 

PUNTA SANTIAGO SHORT-TERM GOALS (2022):
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Commodities 

Accessibility

short term rental accommodations, Punta Santiago 

-

hurricane, many of its structures are intact and 

-
tion of this space must become a prio -
one in the community, as well as for the municipality 

Human Resources

Image and Marketing 

excellent tools for promoting destinations through-

ambassadors would help promote 
tourist experiences, both in Punta Santiago and in 

 
-

restaurants to promote the experiences and Punta 

exercise was conducted among participants to select 

promptness, biggest impact, and lower cost and 

in Punta Santiago, although FPR had to put in more 

conducted independent research to establish a 

 

of the exercise, local leaders had a clearer idea of the 

Project Evaluation
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Destination Projects

In Punta Santiago there is an abundance 
of natural assets, but not enough tourist 
experiences to increase demand for 

resident to start a new business 

new entrepreneurs by lowering startup 

D
EV

EL
O

P 
N

EW
 T

O
U

RI
ST

 E
XP

ER
IE

N
CE

S 
TH

RO
U

G
H

 E
XI

ST
IN

G
 S

ER
VI

CE
 P

RO
VI

D
ER

S

training and coaching, in areas 

existing companies that will be 

also be supported in the 

catalog and electronic 

PROJECT DESCRIPTION IMPLEMENTATION
STRATEGY

ESTIMATED
IMPLEMENTATION

TIME

ESTIMATED
IMPLEMENTATION

COST

PROJECTED 
ANNUAL 

REVENUES 
PROJECT
OWNER

 
$21,817

 

tourist attraction in many parts of the 

throughout the community that show 

of the tradition and culture of Punta 

be designed by the members of the 
community to ensure that images 

H
IS

TO
RI

C 
M

U
RA

LS
 R

O
U

TE
 

D
EV

EL
O

PM
EN

T

near a tourist attraction that 
can be easily accessible to 

for obtaining input from 
residents and businesses to 
ensure a sense of belonging 

will be interdependent, so that 

PROJECT DESCRIPTION IMPLEMENTATION
STRATEGY

ESTIMATED
IMPLEMENTATION

TIME

ESTIMATED
IMPLEMENTATION

COST

PROJECTED 
ANNUAL 

REVENUES 
PROJECT
OWNER

$8,400

 of Playa 
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maintains a large part of its infrastruc-
ture and could be rehabilitated with 
money from the insurance claim and 

from this moment so that corresponding 
steps could begin as soon as possible 

the administration to local entity in 

SP
EA

RH
EA

D
 P

RO
G

RE
SS

 W
IT

H
 

RE
H

AB
IL

IT
AT

IO
N

 O
F 

TH
E 

VA
CA

TI
O

N
 C

EN
TE

R 
AN

D
 S

EE
K 

AD
M

IN
IS

TR
AT

IV
E 

TR
AN

SF
ER

 
TO

 L
O

CA
L 

O
RG

AN
IZ

AT
IO

N

process by setting up 

and creating awareness in the 
community about the 

9-12 
months 

PROJECT DESCRIPTION IMPLEMENTATION
STRATEGY

ESTIMATED
IMPLEMENTATION

TIME

ESTIMATED
IMPLEMENTATION

COST

PROJECTED 
ANNUAL 

REVENUES 
PROJECT
OWNER

In-Kind time --

Signage is an essential element in a 

design and implement a new signage 
program with signs located both on the 
main road, starting at the intersection of 

IN
TE

RP
RE

TI
VE

 S
IG

N
AG

E 
PR

O
JE

CT Punta Santiago will be 
coordinated to decide places 
where the signs will be 

from artists, create design and 

so that they are distinguished 
from those of other 

community will be used to 
incorporate interesting facts, 
history, and culture of Punta 

consistency in content, colors, 

4 months 

PROJECT DESCRIPTION IMPLEMENTATION
STRATEGY

ESTIMATED
IMPLEMENTATION

TIME

ESTIMATED
IMPLEMENTATION

COST

PROJECTED 
ANNUAL 

REVENUES 
PROJECT
OWNER

--

Bottom Up Destination Recovery Initiative Punta Santiago Case Study50



promoters to promote attractions or has 

there are no resources to promote the 

ambassadors in Punta Santiago will be 

purposes, the tourism ambassadors’ 

integrate an educational component into 
its core curriculum where students will 
be taught about the importance of 

AM
BA

SS
AD

O
R 

PR
O

G
RA

M
 T

H
RO

U
G

H
 

TH
E 

P.
E.

C.
E.

S.
 S

CH
O

O
L

Foundation for Puerto Rico 

In addition, employees of the 

companies that use 

strategies will come to class to 

sponsor will be sought to 
create a Special Fund that will 
reward students with greater 
accumulation of promotional 

PROJECT DESCRIPTION IMPLEMENTATION
STRATEGY

ESTIMATED
IMPLEMENTATION

TIME

ESTIMATED
IMPLEMENTATION

COST

PROJECTED 
ANNUAL 

REVENUES 
PROJECT
OWNER

 by the 

Santiago are the main attractions of 

placed in these restaurants in order to 

the promotional material, there will be a 

PR
O

M
O

TI
O

N
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F 
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U
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N
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U
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 W
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U
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O
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FR

O
M

 A
M

BA
SS

AD
O

RS
.

Participating restaurants will 

with the restaurants to 
determine the area in which 
to display the promotional 

for the restaurant can be 

must automate their 

PROJECT DESCRIPTION IMPLEMENTATION
STRATEGY

ESTIMATED
IMPLEMENTATION

TIME

ESTIMATED
IMPLEMENTATION

COST

PROJECTED 
ANNUAL 

REVENUES 
PROJECT
OWNER

Initial cost 
$11,000 

$2,800 

--
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segmentation in the communication among the 

structure composed of local leaders committed to 

· Establishing and reviewing the destination’s priorities;

· Monitoring the various activities that will be carried out 
  to implement the Plan;

· Measuring progress and results; and

· Identifying and distributing funds and resources.

participating local leaders or any other person that 

· Safeguarding the objectives of the Plan;

· Reviewing that all Projects are being satisfactorily 
  implemented;

· Gather all necessary information to measure progress;

· Work with local leaders and external actors in the  
  coordination of Projects.

Managers will continue to be responsible for 
following up on

-

-

Managers will also be able to communicate the 

GOVERNANCE MODEL

Asociación de Pescadores

Community 
Security
Council

Asociación de Pescadores

Playa 
Humacao 

Recreational 
Association

Asociación de Pescadores
Municipality
of Humacao

Asociación de Pescadores

DNER/ 
Natural Reserve

 of Humacao

Service
Providers at
the Reserve

COMMITTEE FOR THE DESTINATION
 MANAGEMENT IN PUNTA SANTIAGO

Asociación de PescadoresCoordinator Asociación de Pescadores Asociación de Pescadores Asociación de Pescadores

PLAN MANAGER

P.E.C.E.S.

Coordinator Coordinator Coordinator Coordinator
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part of the arrangement, the Fellow will submit 

Measuring the results of the Plan’s implementation 
is an important component of destination manage-

Destination performance will be measured through 

For the plan indicators associated with community 

Eco Tours)

indicators will be established to measure progress 

participants should attempt to measure not only the 

Performance measurement

-

· Barefoot Travelers
· Water Sports and Eco Tours

INDICATOR TARGET

% of the experiences and tourist aspects in Punta Santia-

% of the experiences and tourist aspects in Punta 
Santiago will be completely managed by one or more 

10%

75%

50%

NAME OF PROJECT INDICATOR (BETA)

experiences through existing 

of historical murals 

organization

through the school of 

Promotion of tourist 

restaurants with the 
support of ambassadors

Number of new experiences operating
Number of reservations for new experiences

Number of completed murals 

Insurance claim is processed 
Rehabilitation work begins
Private investor is found to modernize the Center 

private investor and local organization to operate 
the Center

Number of completed informative signs 
Number of completed interpretive signs 

Number of students enrolled in the program
Number of students completing minimum 
promotional hours 
Number of hours incurred by ambassadors in 
promotional activities

Number of participating restaurants 
Number of promotional hours of the ambassadors 
in the restaurants 
Number of reservations as a result of the program 
and income generated by reserves through the 
program
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CHapter 3
Key to Success and Lessons Learned 
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CREATING AWARENESS AROUND THE
VISITOR ECONOMY IN THE COMMUNITY

Many communities in Puerto Rico see tourism as 

was unprecedented, both physically, regarding 
infrastructure, as well as the emotional and 

Department, Punta Santiago has a high incidence of 

appropriations, and assault incidents one thing is 

residents, compounded with the many issues in 
the community made the planning process a 

timeline and decelerated process, which was 

-

-

-
ing for ways to support them generates more 
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THE IMPORTANCE OF THE BOTTOM UP’S DESTINATION RECOVERY PHASE I 

Many times, information on who is a local leader will 

and in the main assets selected, contribute greatly 
to create early traction with local residents and 

this was the case as well, although there were some 

community, while in Punta Santiago there were 

helping the community’s most pressing needs, FPR 

and others occurring while the destination planning 

initial phase due to many of the tourism assets 

tourism asset had its complexities which at times 

organized multisectoral meetings to get all parties 

was important to conduct a series of meetings with 

players and got the all information needed before 
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were essential for the destination planning 

one of the most important elements of a 

spent in the community prior to the destination 

i
-

tiago facilitating and distributing immediate assis-

capacity 
and programing in the organization, while dealing 
with the chaos of the disruption of transportation, 

s

The Role of P.E.C.E.S.  

Bottom up, things were not as chaotic in Punta Santia-

-

FPR discussed the Plan manager role with other 

-

where the larger organization plays the manager role 

responsibilities is a big challenge in community-based 

-
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From the beginning, a strategic decision was made 
to reduce the scope of the destination plan 

goals that do not depend to a large extent on factors 

planning and management of the destination’s 

process more approachable and engaging to local 

the Punta Santiago plan does not entail opening the 

participants by showing them that you are getting 

· Given the complexity of the program, for any future 
partnership it will be crucial to establish Memorandums of 

from the beginning of the intervention in the community.

include initiatives that respond to the immediate needs of 
the community, even when they are out of the Bottom Up's 
scope of work. This helps to get buy-in and engagement 
from community members. 

Reducing the Scope of the Destination Plan 

Lessons Learned  

t

· Shorter timeframe and quicker turn around for delivera-

conducted more meetings per month and planned for a 
quicker turn around. However, this proved to be counterpro-

-

will depend on the community you are working in. In Oroco-
vis, where tourism was already a well-known enabler for 
growth, the shorter timeframe with more frequent meetings 

series of exercises at the beginning to better gauge readi-
ness for destination planning, and then make the decisions 
involving timeline. 

· Additional capacity building. Destination Management is 
not by any means an easy process, it takes time, resources, 

educating local leaders about the visitor economy and the 
destination elements, it takes more hours of training and 
coaching to fully equip local stakeholders in all destination 
management components. Additionally, the destination 
assessment conducted was based on a particular point in 
time, thus, there is a need to conduct periodic updates at all 

assessment, but moving forward, local leaders would need 
to continue to reevaluate needs and identify new tourism 
opportunities. Unfortunately, local leaders, including the 
municipal government, do not have the capacity and expe-
rience in this kind of process. Aside from visitor economy 

economic development, grant writing, leadership, market-
ing, and community development. Without building capaci-

potential program that could provide ongoing support and 
technical capacity to local leaders from Bottom Up commu-

visitor economy management or a partnership with a 
university to create continuing education programs around 
destination management.   In the end, the visitor economy 
will grow if the local leaders are continuously engaged with 
the shared vision, the main strategies and the management 
of their destination.The process started in Orocovis and 
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ENDNOTES

3. The unemployment rate at a national average is 16.4%.
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