6. Project implementation Plan
6.1 Executing Agencv

The executmg agency of this project is the Mlmstry of Maune Affatrs and Fisheries,

but under the regional decentralization policy, the dl‘;t‘{‘lct government will be responmble for
3 overseemg the actual 1mplemen_tat10n of the project. However, due to the resources
'management programme, infrastructufe 1mprovement the introduction of improved
technology in fishenes ma:ketmg, and processing, improverments in the social environment
cf the village commumnes, and various other progtammes, that will reqmre uniform
measures by the central, prov1nc1al and district administrative Jevels in the area of fisherics
resources, the Ministry of Marine Affairs and Fisheries must establish a systern of
cooperation between each respective department and office and to coordinate the activities of
the provincial and district Fi_shéries Offices. In view of these circumstances, an
| drgani'zat-i'onal system of equal and mutual coordination and cooperation between the
| Minisﬁ"y‘of M'arine Affairs and Fisheries and the district governments is demanded. As
shown in the figure below, the cooperation between the Ministry of Marine Affairs and
Fisheries and each district government body will be sufficient, but in future an organization
that represents "neighboring district govemmeﬁts will be needed in future to coordinate the
interests of both local governments. A project implementation committee to provide concrete
'sﬁpport of the dperétions of the project and a project coordination committee that wiil
coordinate the roles of the relevant bodies in the district government, which will actually
Impiement the pro_fect will be needed.

6.1.1 Programme Coordmatmn Cominittee

An orgdmzatlonal chart of thc committee that will be responsible for coordmatmg the
various project programmes betwean the centrai and district governments is shown below.

Secretary General
_(MMAF)
DGCF
- ; DGA
Representatives of District . Representatives of
Praject Coordinatien _ Provincial Fishery
Committee (DPCC) Department DGC&SI

Organizational Structure of the Programme Coordination Committee (PCC)
Legend: MMAF = Ministry of Marine Affairs and Fisheries
- DGCF = Director General of Capture Fisheries
DGA = Director General of Aquaculture -
DGC&SI = Director General of Coastal and Small Islands
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6.1.2  District Project Coordination Committee (DPCC)

A District Project Coordination Committee (DPCC) will be established at the start of
the project to coordinate the relevant parties and institutions that are relevant to the
operations of the project. This committee will be comprised of representatives from the
district governor’s office (Buppati Office), the district fisheries office (Dinas Perikanan
Kabupaten), the district cooperatives office (Dinas Koperasi Kabupaten), the district planning
office (Bappeda), the provincial fisheries office (Dinas Perikanan Pmpinsi), and others. The
representative from the district governor’s office will chair the committee and it will be
responsible for carrying out the administrative coordination and basic policies with regard to
the project’s implementation; Other related duties are as follows.

6.1.3 Project Implementation Committee

A Project Implementation Commmittee (PIC) will be created within the district
fisheries office and will be chaired by the fisheries office director. The committee will be
comprised of the officer in charge of the project, the fisheries extension officer, and
representatives of the fishermen cooperatives. It will be responsible for the concrete
preparations and implementation of the project in  accordance with the basic policy set by
the DPCC; and it will mobilize, organize, and strengthen the fishermen cooperatives and
kelompoks to coordinate the project activities, and it will take responsibility for providing the
needed capital and technical assistance to implement the projéct. It will also be responsible
for the following tasks. |

6.1.4 Project Management Office

A Projecf Management Office (PMO) will be set up in the fishermen’s coOperétive
office that will operate the project. With the assistance and guidance of the PIC, it will be
responsible for providing guidance on the organizational system, technical aspects, and loan
services. The PMO staff members will be appointed by the PIC.

6.1.5 VFishermen Organizations That Will Manage the Project (Model Site)

Fishermen organizations that will be in charge of the operations of the project
facilities will be established at each model site. These fishermen organizations will also
represent the existing fishing village cooperatives and fishermen cooperatives. (For details
about the organization’s functions, refer to section 5.1.5, 5.2.5, 5.3.5, and 5.4.5.)

6.2 Implementation Schedule
6.2.1 Implementation Schedule of the Priority Zones

Implementation priority will be given to priority zon_e_s with a high EIRR that'lalso
show a financial plus. The implementation priority ranking based on project evaluation
findings is shown in the table below. '
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Province Priority I Priority If

NTB Waworada Kempo, Hu’u

NTT Larantuka (Oka), l.amahala Jaya, Balauring, Lewoleba, Ende, Paga | Maumere (Kalimati, Wuring), Sagu,
Lamalera

6.2.2 Priority Projects in Each Progranime

The projects that will raise fishermen incomes and directly eliminate the regional

disparity in fish consumption were prioritized, The priority ranking of each project-was

determined according to the criteria shown in the table below,

P Proi Year
rogramme  [Froject 1] 23] 45678595 [ 10
Coastal [Data collection
resource ’ system
management g ncion fishing _
licensing system
IDriversification of ‘
 |fishing grounds [lllrllfll,llﬂlll
ICoastal fishing I I L L
surveillance ERERENBNE
Fish landing, [Fish landing &
marketing and fhandling [om—————
processing improvement
: Fresh fish shipment S —
improvement
Fresh fish handling
extension
Fish processing
improvement - _
[Bima retail market h
Fishing
Activity ' P
Support Support facilities T
Facilities
Aquacm ture Model pmjecl . W
Spatial Plan —
Fishing village [Fishing village
environment  linfrastructure ]
Social environment L
_ _ improvement ENNENENSE NN NEREENNR NS
Strengthening  [Establish fishermen | mtvesn—"
of fishermen  jorganization :

organization/Fi Monitoring and
sheries Evaluation All--x----L--u:-J:um---
Extension .
Fishermen [Education/training of
Education/Trai (fisherraen leaders

: SRR N R Y I NI SN RN R EN AN DY)
ning _igovt. officers : T . 1 1 ' : r r T 1

Mote: Bold line indicates project period and dotted bold line indicates support by local government.
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6.3  Capital Procurement Plan

6.3.1 Initial Inpui Capita!l

A3

Of the 12 model sites, the EIRR of three sites was 8~9 percent and for the other
remaining sites it ranged from 10 percent to 42 percent. Due to the a large amount of initial
cost for the pi‘ovision of infrastructure, only one site indicated a FIRR of 7 percent; eight
sites showed 0~4 percent, three sites showed minus one to minus 3 percent, and the FIRR for
one remaining site could not be computed. In order to enable the project to be iniplemented :
under sound financial conditions, the Indonesian government must pursue to secure grant
fund to cover the initial input costs.

In addition, since the project contains clements that may transform the coastal
resources management programme and other aspects of Indonesia’s fisheries administrative -
system, it is recommended that the technical cooperation projects of JICA or other similar
assistance programmes are iinplemented in order to reduce the initial input. :

For the fishing village environmental improvement programme, it is pOSblble to
obtain the assistance of the JOCV and other grass roots assistance to provide technical
support and the equipment and materials needed to implement traveling extension activities
in the zones and to produce supplementary audiovisual materials aimed at raising the
motivation of the local communities to improve the social environment of the fishing villages.

6.3.2 Operating'Capital

In this project, the operating capital for the facilitics and equipment have been
planned to revolve on independent funds. However, in order to achieve this goal, OJT and
regulated extension, educational, and training activities are needed. The estimatcd costs of
these activities are 30 to 70 pércent of the district fisheries office budget. Therefore, the
district fisheries office should explain the content of the project and its benefits and secure
budgetary support from the district government.

0.4 Technical Assistance

Much of the technology required by each project is available in Indonesia. Providing -
appropriate guidance mea_s'ures. can effectively raise the oiﬁerations of ﬁéh_ennen
organizations. Although activities to raise the organizational and 0perationa1 capabilities of
the fishermen organizations will be impleinented by the district Fisherics Office, its
manpower capacity is limited and there is a need to strehgthen its extensions personnei by
establishing an extensions division. Moreover, the management and operatlons of the pro;ect :
will be effectively raised, if an expert or JOCV member can be d:spatched to provide
technical guidance prior to the start of the project.

5§48



Furthermore, the Indonesian government has minimal experience in establishing a
coastal resources management system implemented by community residents, Therefore, it is
recommended that it dispatch fisheries officers at the central or provincial government levels
to undergo the training programme provided by SEAFDEC, which has implemented similar
projects in the Philippines or Thailand. Moreover, the cost of the programme is only 50
percent for beneficiaries and the course is conducted in English. The fisheries officers who
undergb this training programme will disseminate their newly eicquired knowledge to the
staff members of the district Fisheries Office and to fishermen.

7. Recommendation
n Improving Fishermen Tncome and Swift Project Implementation

The per capita GDP of NTT and NTB provinces that were targeted in this study is the
third lowest among the country’s 30 provinces. In particular, the fishermen income level of
nine of the fishing villages out of the 33 village communities that were surveyed in this study
were at the poverty line level, and the income of 25 villages was under the income earned by
farmers working on less than 0.5ha of land.

Due to the difficulty accessing financial institutions, input in fisheries has been
minimal. But édditionally, fish prices have been kept low mainly due to undeveloped
technology in fish processing and fresh fish maintenance.

One of the objectives of this study was to improve fishermen incomes in order to
rectify the economic losses. This was a common problem for all the fishing communities in
the sfudy area; and since the problefn does not require advance technology to resolve, the
implementatién of the project in the priority zones is anticipated to produce a la:ge'ripple
effect. There_fdre, it is recommended that the Indonesian government implement the projects
as quickly as possible at least in the priority zones with an EIRR of higher than 10 percent
and a plu's FIRR. Appropriate budgetary measures should be enacted and the assistance of
donor institutions for the initial input should be requested; and the preparation for the official
request should be implemented as soon as possible.

. '(2) Coastal Resources Management and Government Action

Open access to fisheries resources is presenfly based on the consensus of the
Indonesian people. Conversely, this has also been the underlying cause of the low awareness
“about local resource conservation by the local residents and their insensitivity to the adverse
impact of illegal fishing methods used to exploit resources.
-~ Under the decentralization policy, the local governments have begun to see the
fisheries resources in their région as a source of financial revenue. However, this perspective
is not based on sustained use of resources, but simply a shortsighted aim to collect fishing
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revenues. This may lead to abuse of the fisheries licensing system, Therefore, in this project,
independent rhanagement of coastal resources by the local fishermen has been proposed. The
central government shoold work closely with the prdvincial and district governments to
establish a selfreliant and basic management and surveillance system by the coastal
communities to achieve sustained use of the coastal resources.

&) Establish a Fisheries Coorﬂination Institution in Saleh Bay

Saleh Bay in Sumbawa Island encompasses a wide area where coastal fisheries haV_e
flourished. It is an enclosed water area due to an island that obstructs the mouth of the bay.
According to the statistics, the fish catch volume has stagnated these p'a'st few years and there
is a need to closely manage the resources. Private companies have also expressed interest in
conducting maricuiture activities, and there is a need to separate the water areas for fisheries
and mariculture activities based on the mutual consensus of the coastal community. In
addition, the boundary between Sumbawa and Dombu districts runs through the middle of
the bay, and there is a need to establish an institution that will coordinate the fishery
activities of both districts with the aim of achieving sustained use of the fisheries resources.

1) Assistance to Foster Self-reliant Fishermen Organizations

In principle, the management and operations of the facilitics will be carried out by
fishermen organizations whose capabilities will be strengtheﬁed with the assistance of the
district fisheries office and village administrative bodies. As a resuit, the administrative side
plays an extremely important role. Generally, the capabilities of the district level officers are
low and it will be difficult for these officers to supervise the fishermen who will be in charge
of the operations and maintenance of the facilities. However, based on discussions with
district officers about the project during the study, it was concluded that they possess
adequate basic capabilities to manage the operations of the facilities under an appropriate
plan. To foster self-reliant fishermen organizations, the district government will monitor and
evaluaie the project’s implementation and will provide tech_nical, financial, and
administrative support during the initial stages of the facilities’ operations to raise the
managemént capabilities of the fishermen organizations.

%) Review a Financial System for Fishermen

To promote sustainable fisheries in the study area, it is important that fisheries
activities are extended to offshore waters. The provision of a model fishing boat in the
project will be used to train the younger generation of fishermen in offshore fisheries, which
requires the use of large fishing boats. The construction cost of a largc fishing boat averages
Rp.?:,OOO millinn te Rp. 4,000 million, but generally, it is difﬁcilit to obtain loans from the
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existing financial system, despite special loans of Rp.4000 million to women ketompoks as
part of a prdgrammc by the department of ouﬂying islands to improve their capabilities.
There is a need to combine a training programme for fishermen with a financial system that
will help them to purchase large fishing boats for offshore operations. The Ministry of
Matine Affairs and Fisheries should endeavor to quickly establish such a financial system.
Following points should be considered when a financial system is to be established.

- (a) The modernization of fishing boats should be clarificd within the policy framework.
®) The credit fund, both from the government and the donor, should clearly be divided
for the existing small-scale fishing activities and for the modernization of fishing
boats. _ |
(c) The financial system for small-scale fishermen which is currently provided by the

local development bank should be utilized. .

(d) The upper limit of the loan amount by each water body should be set up based on
the economic viability of off-shore ﬁsh'ing activities within 12 nautical miles
evaluated by DGCF of MOMAF.

(e} Minimom criteria for individuals who can access the loan are to be set up. Those

~ individuals should have enough experiences in off-shore ﬁshihg or be acquired
trainings from formal training centres (ex.' Semarang Fishery Training Centre, etc.).

H Those centres should establish training programmes for fishermen based on the
policy for the modernization of fishing boats and corresponding credit system.

©) Factors to Consider in Mariculture Development

There is strong interest to develop mariculture at the central, provincial, and district
government levels, but the targeted fish species are groupers, iobsters, and other high priced
species. However, these species reQuire a long rearing period, in terms of feed and
monitoring activities, which makes it difficult for smali-scale fishermen with limited capital
to participate. Similarly, only'private companies with capital are able to engage in high
density and intensive brackish water pond culture of prawns. Presently, government
supervised cage culture of groupers is underway in three to four locations in the study area.
But due to the inadequate preliminary training of the fishermen, the lack of financial
assistance to meet the operating costs until shipment, and the lack of a shipping system for
live fish, the project will inevitably fail. If the government plans to promote mariculture
among the small-scale fishermen, it must first address these issues and provide complete
technical and financial support.
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W '- * Foster Flsherits Exfension Ofﬁcer's |
Smcc the ﬁshemes sector was under the Junsdlctmn of thc Mlmsn y of Agrrculturc the
'_ﬁshenes cxtcnsron actlvrtres tended to be concentrated in mland ﬁshcnes In addmon, since '.
. _thc dlsmct extensron officers are mamly centered in agrlculmre the cducatlonal and trauung :
- activmes in marmc fisheries have been madequate and havc produced very rmmmal results _
:The operatlons and- management of thc pro;ect w1ll mmally be conducted w1th the -
- parncrpatrcn of the district ﬂshenes and vﬂlage admlmstratlve orgamzanon to strcngthen thc o
= capablhtlcs of the ﬁshermcn orgamzatlon Subscquently, it is unportant to_raise tho' -
L capabllztlcs of the dlstnct ﬁshenes ofﬁcers It is aIso 1mp0rtant that. extension actmtres 1n_

.. marine’ ﬁshcnos afe glven institutional support in the new lmmstry and the capabrhtles of the' '

'drsmct levcl fishcncs personnel are nnproved as quxckly as possrble.

@ i Asmstance to Impmve the Vlllage Ermromnent

- Under thc rcgronal deccntralzzanon pohcy, thc local ccmmumtles must Shlft from an.
' atmudc of waltmg to an attitude of self “help to resclve the problcms m edch ﬁshmg_ -

N 'comrnumty However thc ﬁshmg commumtles have grown to depcnd on: thrrd partres to .

-resolve their problems and their’ mofrvauon to takc actlcn among t.hemselves is low The

'ﬂshmg vﬂlagcs face a varrcty of probicms in their soc1al cnvn'onment such as thc exccssrve' s

labor of womnien, the lack of basic’ educatron for chrldren the lack of recreatronal fac111nes E

- and others. Thcrc is a need to raise the commumty s motwatmn to 1mprove the socral_ S o

envrronmcnt cf the ﬁshmg village, and the strong’ assrstance of the: district extensrons officer.

is vital in this arca Thercforc 1t is recommcnded that thc dlsmct ﬁshcnes ofﬁce formulatc e

| and 1mplemcnt support programmes
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ADB Asian Development Bank

AMDAL Analysis of Environmental Impact Process
Bapedal Environmental Impact Management Agency

Bapedalda District Environmental Impact Management Agency
BAPPEDA  Regional Development Planning Agency
BAPPENAS National Development Planning Agency

BIPP Cenitre for Agriculture Information and Extension
BPD District Development Bank
BPLLP Agency for Agricultural Extension Services
BPSDM Agency for Human Resource Development in Agriculture
BRI Bank Rakyat Indonesia
Bupati . District Administrator
COREMAP Coral Reef Rehabilitation and Management Project
CPUE Catch Per Unit Effort
- DGA Directorate General of Aquaculture
DGCF Directorate General of Capture Fisheries
DIKLAT Centre for Education and Training
EIA Environmental Impact Assessment
FAD Fish Aggregating Device
GPS Global Positioning System
GRDP Gross Regional Domestic Product
GTZ German Technical Cooperation
IEE Initial Environmental Examination .
IFAD International Fund for Agricultural Developmcnt
IPPTP Centre for Agriculture Technology Research and Study
JBIC Japan Bank for International Cooperation
JICA Japan International Cooperation Agency
JOCV " Japan Overseas Cooperatlon Volunteers

Kabupaten District
Kecamatan =~ Sub-District
Kelompok Group

XUD " Village Units Cooperative
KUD Mina  Fisheries related cooperative
MMAF Ministry of Marine Affairs and Fxshenes
MOA Ministry of Agriculture
MSY Maximum Sustainable Yield
NGO Non Government Organization

- NTB West Nusa Tenggara Province
NTT East Nusa Tenggara Province
PKK Family Welfare Development
PPI Fish Landing Place
PPL Extension worker
PPS Extension subject matter specialist

PROPEDA  District Development Program
PROPENA. National Development Program
PROTEKAN Fisheries Development Program

TAC Total Allowable Catch
" TNC . The Nature Conservancy
TOR ~ Terms of Reference
TPI Fish Auction Place
UNDP United Nations Development Programme
VHF Very High Frequency .
wB World Bank
Exchange Rate

1US$=Rp 8,829
100 yen = Rp 7,089
Source; Bank of Indonesia May 30, 2002
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