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Pkt 2
THE MINUTES OF MEETING
BETWEEN
TIIE JAPANESE ADVISORY TEAM
AND
THE AUTHORITIES CONCERNED OF THE GOVERNMENT
OF THE REPUBLIC OF PANAMA
FOR
THE FOREST CONSERVATION TECHNICAL DEVELOPMENT PROJECT

The Japanese Advisory Team &eminaﬁer'reférred to as "the Team") organized
by the Japan International Cooperation Agency (hereinafter referred to as "JICA"),
headed by Mr.Toshio Nagaoka visited the Republic of Panama for the purpose of
reviewing past overall progress of the technical cooperation program and other related
activities and exchanging views on major issues arising from the activities of the above
mentioned project. '

| - During its stay in the Republic of Panama, the Team has carrxed out'a ﬁeld
survey and held a series of meetmgs with the Panamanian authorities concerned.

As the result of the survey and meetings, both parties agreed to recommend to
the respective Governments the matters referred 1o in the document attached hereto. o

Done in duplicate in English and Spanish langnage. each text is equ_ally .
authentic. In case of any divergence of intei—g}etation, the Enéh’sh text shall prevail.

Panama city, Sep{enlbér 25, 1996

A L
) Eq i /[7 . Dl Lo linelaroc

Mr. Toshio Nagaoka =~ . LTe. Mirei B Endara.
Leader, o Directof Géneré]

Japanese Advisory Tean, .- ; l\atlonal !nstltuto of
Japan International Cooperation .*\géni::)r Renewable Natural Resourt:es
(Jrca) (INRENARE)



MINUTES OF THE JOINT EVALUATION MEETING

1 Preface

JICA conducts various kinds of development aid programs and Project Type
Technical Cooperation is one of the categories of those programs.

JICA has introduced so called Project Cycle Management (hereinafter veferred
to as "PCM") method in managing schemes of the Project Type Technical Cooperation
smoothly and efficiently. (JICA's use of PCM is entitled as "JPCM")Intermediate
evaluation is supposed to be undertaken in the third year of project period in JPCM.

This time such evaluation was undertaken for the Forest Conservation

Technical Development Project jointly by the beneficiary country's government officers

in charge, parties related to the project and the Team dispatched by the Head Quarters

| of JICA. A pariicular format entitled PDM (Project Désign Matrix) has been introduced

for the purposes of both clarification of the project purpose and effective and accurate
" gvaluation. (refer to the ANNEX)

' 2 Method of joint evaluation - _
‘Each member of the Team paid visits to the project sites, had interviews with
Panamanian government officers in charge and parties related to the praject

concerning the 'sitaiation of project activities and management in respective fields émd ‘

: conﬁrmed the progress of aclivities. The Team made the prospect of achlevement of
“ Oatputs and Project Purpose.

Based on the above resuit, the Team evaluated the project from the pomts of

“views of* Effectweness ,"E{ﬁcaency" "Ratmnale and "Sustamabﬂlty" reported on this
evaluatton to the Panamaman gmernmental officers ‘in charge and other related
parties, and discussed the subjects such as the revise of the initial projéct plan Finally

~they made a set of recomniendations about the future project activities.

3 Degree of achievement .

'Degxfeé of achievement means either actual result or proépéct against plan.
‘This is analyzed in the four categories such as Inputs, Activities; Quiputs (prospect)
and Prbject Purpose {prospect).

31 Inputs
1} Japanese aide
(D Dispatching experts : Six long-term experts such as Team Leader, Liaison Officer,

fl/o\;o\a%q
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experts of Nursery and Silviculture, Agroforestry, and Natural Forest Management
have been dispatched. Total of 5 shorl-term experts were dispatched,

@ Counterpart personnel training : Japanese Government received 6 counterpart
persennel so far and three more trainees are expected to be received during fiscal
vear 1996,

@ Provision of machinery : Japanese Government has provided 4WD vchicles and

tractors for project activities in general, research equipment such as soil moisture

meter, and administrative equipment such as computers, whose total value is -

approximately'US$1,180,000. Machinery of US$130,000 is also planned to be
provided in fiscal year 1996.

@ Sharing with local cost : In addition to general administrative cost for Japaneée
experts' activities, about US$657,000 was paid by the Japanese government for
preparing facilities such as laboratory and garages necessary for project éctivities,
establishing piantation for model facilities, angd training INRENARE staff
members. '

' <Results of sharing with local cost> ' ; (US$thousand)

_ 1994 © 1995 1996 total -
" - general adwministration - B0 58_ 43 o 161
‘plantation 0 49 30 88
training 0 3 40 Y
publicity i A 9 - [ .9
safety nieasures e 29 o .29
facilities e 79 0 298
' total 179 356 122

2} Panamanian side
@ Land, buildings and facilities

Panamanian side provided train’ihg' facilities, land of ebout 107ha for activities in
Nursery, Silviculture, Agroforestry and Natural Forest Management to conduet -
project activities. With regard to training facilities, about US$296,000 were spent -

et

for building lecture rooms, offices, instructors' and trainees' residences,

@ Sharing with local cost

Panamanian side spent about US$398,000 until fiscal year 1995 and it is expected .

to shoulder US$459,000 in 1996,

‘/\/\c%;okMa |
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<Reaults of payment> US$thousand)

1994 1995 1996 total

facilities : 296 0 0 296
running cost 103 295 459 857
total 399 205 459 £, 153

@ Assignment of personmel -
9 counterpart personnel and 46 staff members have been assigned for conducting

- project activities.

3-2  Aclivities

Project has been conducted in four major fields and activities are grouped into
four categories such as experiment, research, model facilities and training. Here
‘situation of activities of these four categories carried out is summarized for each
field.(Seminars and short - term courses were conducted in fields other than these four

major fields as well) .

D 1) Nursery
) Expenment Plannmg has been undertaken

@ Research : Researches of nursery. soil and method of controlhng ants were carned

out Syatem of “eather data collectlon was, also established.

@ _Moc_le! facilities : hxhlbmon of seeds model nursery and seed orchard is.

~undertaken.

@ Trammg ’l‘eachmg matenal currmulum and trammg sites have been prepared and

" one course in which 14 INRFNAR}!. staff members parhc:pated was condueted,
2)  Silviculture ‘
@ Experiment :Experiments including fertilization and plant spacing were started
@ Research : Research of soil for plantation was carried out.
@ Model facilities : The places of model facilities of multi-storied forests; thinned
forests and logging were decided.

'@ 'Praining : Teaching material, cui-ric.iilum and training sites have been prepared and

two courges in which 31 INRENARE staff members parhcxpated were conducted.

) Ag‘roforeatry

' Experiment : Experiments of combination of trees and fruits trees or crops plant
gpacing, pest control and so on were conducted,
@ Research: Case study of agroforestry was undeztaken in and out side of Panama.

/\/?x? ao0ka
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@ Mode! facilities : Exhibition of agroforestry was formed.

@ Training ; Training material and curriculum were prepared and two basic courses
were conducted for 37 INRENARE staff members,

4) Natural Forest Management

@O Experiment : Planning was completed.

@ Research : Research plots were settled and researches on forest structure,
flowering -fruition and volume growth were undertaken. Researches on forest
products marketing and information of natural forests were also coriducted.

@ Model facilities ; Exhibition forest of line planting was installed.

@ Training : 2 courses were conducted for 23 INRENARE staff members.

3-3 Praspect of Ouiputs realization
In the project, the following 6 items of Quiputs were identified.
1) Eligible and a sufficient number of trainees are available. o
" 2) Appropriate facilities, equipment, machiuneries, and teaching material are available
in four fields (Nuxsery, Silviculture, Agrofo-festry and ‘ Natural Forest
Management). _ o
3) Aphiopriate training frane / plan and curriculum are prepared and practi@ed in four
~ fields. .
4) Instructors own effective techniques and knowledge necessary for training in four
o fields. | S
'b) Effective technology is developed in four fields.
8) Overall project management is prbpeﬂy undertaken,

‘Because all Cutputs except item 8 should be achieved by the end of prbjéct
: peridd,' here mainly the prospect of realization of Outputs is stated. Prospect of
- realization of each Output in the entire 4 fields is as follows : '
Output I : {trainees) Trainees are sufficiently available and this situation seems to
continue, '
Output 2 : {training environment) There is no particular problem and the expected
result will be achieved. |
Culput 3 : (training plan) Overall teaining frame / plan is not yet establisheéd and
achievement will be limited if proper corrective actions are not taken.
Output 4 : (instructors) Theve is necessity to ensure future a'vailabiﬁty of
appropriately trained instructors for advanced courses and achievement
will bo limited if proper actions are not taken.

/\/cio;ocoﬂox
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Ouiput 5 : (lechnology) Expected results will be achieved.
Output 6 : (project management) There is some weakness in management wbich

gseems to continue to exist.

3-4 Prospect for Project Purpose realization
In spite of the initial delay of the project, certain progress is observed
particularly in experiment and research. Project Purpose, however, should be elarified
in order to coniribute to the realization of the Qverall Goal of the project. (refer to
PDM) |
First of all, after the intensive discussion among réelated parties, the Project
Purpose, which was initially stipulated in R/D, was elaborated as follows :
To establish the basis of training system in which, INRENARE staff members, who
can deliver nursery, silviculture, agrofdreslry, and natural forestry management
technology newly developed at CEMARE and useful for substituting agriculture
and forestry technolegy affecting environment and for contributing to the
regtoration of forest to rural people and who can also educate them about
environmeﬁtal_iséués. are sufficiently trained.

Indjcators of Project Purpose were also set up as follows

© 1) By the end of pIOJect penod advanced trammg oourse(s) conducted for at least 5

d_ays in respective fields is :{are conducted and & certain number of INRENARE

‘staff menjbers sucéeséfully ooﬁ:plete- suc_h:couréc(s)"as ‘planned and acquire
suitable expertise. 7 | ‘
2) By the end of pro;ect penod mtermedmte and bamc training conrses are
‘conducted for at least & days respectively and & substantial number of
INRENARE staff members 'successi‘\illy' complete such courses as planned and

“acquire suitable expertise.

.' With regard to these i'ndi(::ator's, howover, detailed numorical targets are not
set up yet. Therefore, reasonable numerical target (*) should be set up,

* (example) "
" Ideal volume of training in each field (porsonXday) = 5 courses / yearX 15
 person/ course X 2.6 years X 5 days = 937 person * days
Reasonable numerical target = 937 X 0.8 = 760 person * days

/\&;aaﬁa
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4 Evaluation items
Evaluation was conducted from the following 4 aspects,
4-1 Effectiveness
Causality among Project Purpose, Outputs and Activities are analyzed in this
aspect. In order to set up the reasonable numerical target for Preject Purpose
Indicator and zealize it, there are two points to be improved at Output and Aetivity
level.

1) Lack of overall trainin'g frame / plan and curriculum : At present, there is no
particular training plan or curriculum for advanced training. Detailed overall
training frame / plan for intermediate and basic courses of four fields is not
completely prepared, either. This has arisen because of insufficient assignment of
specific task and responsibility related to training issue. Insufficient monitoring of
project activities is an indirect cause,

'2) Necessity to increase the availability of instructors :Prospect of availability of

instructors for intermediate and basic courses is very high. Level of knowledge and .

skills of counterpart personuel, however, needs to be increased in order to conduct ‘

advanced trainihg.

4-2 bfﬁc:ency :
' Th,ts aspect is for the examination of efficiency of \1se of Inputs to the actual

Output. There was an issue of delay of determination of pmject sites, This delay has

caused substantial negative mﬂuence on site related RCtIVltlES such as e‘cperiment

research and model facilities. The cause of i Lssue how ever, was already removed and

| negative impact wﬂl be alleviated towards the end of project.

4-3 Rationale . _
Rationale of the project plan seems to be highly strong because of the following
reasons.

1) Pre\noualy set up Overall Gosl of the project is still quite important, because of

continuous sorious situation of deforestration in Panama and present governments
steong recognition of .the issue reflected in varios governmental policics and
regulations. . _ - B
'2) Project purpose, which was reexamined and further elaborated, contributes {0 the
Overall Goal. '
3) There .is also good logical rolationship among Project Purpose, Outputs and
Activities,

'Nc\n?ac?écx
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4-4 Sustainability
Overall sustainability of the project seems to be rather high, although there is
some uncertainty in financial and technological aspects.
1) Orgenizational aspect
CEMARE is éxpected to remain as a standing institute according to its supervisory
agency; the Directorate of Environmental Education. Most of facilities and sites are
placed under the control of the same Directorate.: Present size of staff is also
expected to be maintained or expanded.
2) Financial aspect
Although it is difficult to' make an aceurate forecast about the financial situation
after the end of project, for examplo, share of Panamanian side of running cost of the
project has exceeded that of Japanese side as planned in the third year. It is
expected for CEMARE to gain income for the purpose of increasing financial
independence by renting its facilities and charging for training in the future.
3) Technolog:cal aspect '
" Progpect of successful . technologmal transfer is not low. Most of counterpart
" personnel are also expected to stay in CEMARE after the project period. System of
maintenance of facilities and machinery, however, needs' to be well established
toward the en:d of projéct period. . '

5 Recommendations o
‘Based on the above analyms and evaluation, followmg recommendatlons are

proposed for the purpose of effectwe project. management and the eventual reahzat:on

.' - of Project Purpose

1) Clarification of Project Purpose ; To include reasonable numerical :target into Project
Purpose indicators which also reflect the needs of INRENARE for human resources
who deliver skills and knowledge to rural people.
-9 Establishment of training frame / plah and curriculum : Based on the needs of
INRENARE for human resources who doliver necessary skills and knowledge to

~ rural people, which will be reflected INRENARE's new plan 'of human reésource
development, to formulate overall training frame / plan including specified pui*pose
of each training courses (advanced , intermediate and basic) and the curriculum for
cach field urgently. In order to realize this; it is recommended to dispatch a short-
term expert specialized in training.

/\/&(;owﬁa
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3) Securing instructors : To develop training of counterpart personnel as instiuctors
for the purpose of conducting advanced training courses and to establish effective
measures to recruit supplementary proper instructors.

4) Assignment of personnel : To make sure that sufficient number of workers bo
available in each field. In particular, to plan and carry out measures to recruit
-experienced workers stably in the field of Nursery,

5) Maintenance of nachinery / equipment : To establish good maintenance system of
machinery / equipment in order to increase teéhnological sustainability for the
period after the end of project. ‘

8) Strengthening nionitoring of project activities : To carry out effective monitoring by
- formulating a comprehensive plan of operations, using well designed monitoring
 format, and fully utilizing quarterly and monthly meetings among experts and

counterpart peréonnel.

In spite of the initial delay of the project, certain progress is cdnﬁrméd ahout
~ this project. This pro;ect will be able to achieve the significant result, i the above
: mentioned recommendations are adopted The Team would like to ask INRENARE to
continuously support CE.MARE in terms of finance and human resources.

f Afmﬁgodﬁ&
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ANNEX. PDM for the Forest ConservationTecbnical Development

MNaretiveSvemmery (/11524 FOEE)

Objectively Verifiabtelndicstors (Ri1%)

Meaasof Vecificetion (FEHET
- ¥ DATFH)

Important Assumptions {744
%M

Super Goad (A—it—F—))

To realizethe im peovement of the livieg
coaditionsof oy ral people andto conseeve the
{orest cesourceshy achieving appropriste lnd
use in the Republic of Panante

Forest srea. {and yse classification,
andincome level of pucal peoplein the
futuce(e.g..year2015)

Ceasus of sgricviiure and
focestry aad/or official
statistics beldby the rdated
governmeantal ageadics

OverallGoal { EIREIEE) 1

To coavertths agirvcuinore and foresiry
such as pasturing and shifting cultivation
effecting eavironment practicedin some fovas
of Penemainto the moce sustainabletype and
to gracticeplantationfor the restocationof
focest in & {ange scafe

Plentation arce, agroforestsyarca, the
number of intcoduced sgriculturalarops,
the arcaof managed paturelforestin the
futeee{e . . year2005)

Officialstatistics beld by the
related governmental ageacics

1. Governmentmainisins the
present forest conservution
policies.

2. Thereis no big changein
the social conditionsuch as
populationincreasand
movement.

Pro)ectPlrpose Tus s 83

To establish the basis of training system ia
which, INRENARE staff members, who can
detivarnecsery, shiculuce, egeoforesey, and
parvraf forest menagement technology cowly
developecat CEMARE snd uscful for
substituting agricultureand focestry
technotogy affecting cavironm entand for
contributing tovhe cesloreticnof forestto
rure] people ead who canalso educettham
about eaviroameatalissves, ace sufficiealy
wwined

" Taset up 5 grade evaluation aiteria
concerningthe quatity sadquantity of
teained INRENARE $16ff membecs sl
to regard the fovrtb grudess the targat,
level*2

To set up the evalvation
criteriamentioned in the left
sideby the project leam

{ Timing of data collectionis
the oppoctunity of perdodical
monitonng andfinal evaluation )

1. Administrative system and
ocganizationare operational for
the activitiesof educatingand
deliveringtechniques 1o cursd
people,

2. Rural people ace sulficientdy
involvedin the processof sodat
forestry (focexamfle by the
sipport of noa-goveramental
¢egonization).

3. PanamanianC/P cemidn
citherin CEMARE or other
ocgenizations related to the
forest conservition.

4. Traincescompleting -
weining cemainin organizaticas
elatedio the forest consorvation.

Ouipins (55.8)

1. Eligitle aada sufficient numbes of
uamcesm'ava;!able : :

2. Appropristefacilities, equipment,
mechincres and[eechmgmeteﬂnllr?
wvailablein four fields (Nursery. Silviceliare]
Agrofocestry snd Nsturat Forest Maangement)
3. Appooprinetraining frime'planend
. cumculumamp{epxeda.ndpncﬁcedm l'o\r :
- hields.

4. Tnstrectarsown effective techaiques aod
: know[edgeuecess&ryfotummag in four fields,
5. Effcctive technology is developeda
{ouc fields.

6. O\erellpcojectmanagcmmt is propu{j’
l.ndmakm

~5. '
To set up 5 grade evalvation .
criteria about eack Guiput #em and
regardthe founh gradees the taged
level*2

{ Evaluationis undem.kema cach
fieldof technical cooprration
respectzwly&ndthe naméricalaversgels
ca!culu.edorthe evaluatiodof the entice
sitvation in each Quipne item )

i.

6. Tosetup 5 grade evalusion
criteria about the sitvation of everall
projectmasagementand cegand the
fourth gradess the targetfevei*2

To st up the evaluation
criteniamentioned fathe ot -
sideby the projecttcam

( Timing of dita collectionis
{the oppoctunity of pedodical
mositoring andfinal evaluation )

Aaivities (58D

" Detaited acdiviticseceset upin e
following categories which cocrespond to
the sbove Quipot items, -

1. Sccuring rainees
2, Edtablishing traiaing caviconment

3. Peeparvtionsndpracticeof appropriate
training frere/plan and curriculom
4.Securing appropriste instruciors
3-1. Forzvlation of erperiment and rescacch
pleg’ .
5-2. Estebliskmeet of facilities. cquipment s
teaching material
5-3. Practiceof elpenmemmd rescareh
3 -4. Securing covelerpant personnel
§. Overall peoject sarnagem cat

Loputs (X A)

Japaneseside: Paa
Dispotchiog expests
CrP twaining in Jepan
Provision of mechinesy
Shacing with local cost

amanisnsde

Provisioa of land andbuildings
Assi

ignment of C/P and othec stafl

Sharing with local cost

CEMARE.

PonamanianC/P remainia

}Pre-Condidons (Ei1R4:(1)

Budgetnecessaylor conducting
projectis securedby the
PanemenisnGovernmentandthe
woopersicac! edmimtation
celetedio this peofectis
wvailable.

1 O\xrajlcoa.l originatiy stotedin R/D was toexamined aad sdjusted into two fevels of Super Gorl and Oveeall Goal.
42, Dretaited ny mcnl criteria {arges)will be dmdod
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" ORGANIGRAMA DE EJECUCION DEL PROYECTO

" Parte ‘Japanesa

Fmbajada del JaESﬂ :.

Parte Panamefla

Comité de Coordi-]

nacibn Conjunto

Director General de [RRENARH]

{Director del Proyecto)-

ficina de JICK—(]

“Director Nacional de - I Director Nacional de

Planificacibn y " - {--1 Educaci6n Ambiental

Cooperacién Internacional

Hisi6n Asesora

Director de CEHMARE

E é lAseSOr'Jefe

(Coordinador del Proyecto)|:

 Bficial de Enlacdi.
_épf1§1al de Enlacj?

Administracion

% 1 Personal de Contrapartel§
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