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MINUTES OF MEETING
BETWEEN THE JAPANESE MID-TERM EVALUATION TEAM
AND THE AUTHORITIES CONCERNED OF THE GOVERNMENT OF THE ARGENTINE
REPUBLIC ON JAPANESE TECHNICAL COOPERATION
FOR THE NATURAL ENVIRONMENT CONSERVATION PROJECT
INTHE IGUAZU AREA

The Japanese Mid-term Evaluation Team (hereinafter referred to as ‘the Japanese Team’) organised
by the Japan Intemational Cooperation Agency (herematfter referred t¢ as ‘JICA™), headed by Mr. Yasuo
SATO, visited the Argentine Republic from 20 July to 5 August, 2005, for the purpose of conducting a
mid-term evaluation of the Natural Environment Conservation Project mn the Iguazu Area (herenafter

referred to as “the Project™).

For this purpose, the Japanese Team and the Argentine authoriies concemed formed the Joint
Evaluation Team (hereinafter referred to as ‘the Team’). The Team evaluated performance and
achievements of the Project through field visits, interviews and had a series of discussions in respect of
desirable measures to be taken by both Govemnments for the successful implementation of the Project.

The Team agreed on the contents of the Evaluation Report attached, which was received by the Jomt
Coordinating Committee. As a result of the discussions, the Team agreed to recommend to their respective
Govemnments the matters referred to i the attached Evaluation Report.

Done in duplicate in Spanish and English, each text is equally authentic. In case of any divergence of

interpretation, the English text shall prevail.

e B AR AT

Yasuo SATO

Team Leader :
Japanese Mid-term Evaluation Team
Japan International Cooperation Agency
Japan

A

Mr, Aldo A;ap

Mayor

Comandante Andres Guacurari Mumicipality
Misiones Province

Republic of Argentine

Andresito, Republic of Argentine, 2005

Eng Luis A J acc;bo
Miunuster
Ministry of Ecology, Renejva

Resources and Tourism,
Republic of Argentine
,

} es Province \

Agr. Exlag._ Hectdt Mario pina
President L
National Parks Administration
Republic of Argentine
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REPORT ON THE JOINT EVALUATION
OF
THE NATURAL ENVIRONMENT CONSERVATION PROJECT
IN THE IGAZU AREA

1. Introduetion

The Natural Environment Conservation Project in the Iguazu Area started in April
2004, and Japan International Cooperation Agency (hereinafter referred to as “JICA™) will
cooperate until March 2007. After a year and four (4) months of the implementation, the
Joint Evaluation Team (hereinafter referred to as “the Team”) was formed for this
mid-term evaluation.

1-1.  Objectives of the Evaluation

- The evaluation activities were performed with the objectives as follows:

(1) to conduct a comprehensive evaluation of the achievements of the Project in
accordance with the original plan described in the Record of Discussion
(hereinafter referred to as “R/D”), Project Design Mairix (hereinafter referred
to as “PDM”) and Plan of Operation (hereinafier referred to as “PO”);

(2) to make recommendations on the Project for future project activities; and

(3) to review and revise PDM for the remaining cooperation period, if necessary.

1-2.  Members of the Joint Evaluation Team
The Team consists of the following members.

(1) Japanese members
(a) Yasuo SATO (Leader)
Deputy Resident Representative, Argentine Office, JICA
(b) Masahiro ITO (Planning and Evaluation)
Project Officer, Nature Conservation Team, Global Environment Department, JICA
(c) Ayako WATANABE (Evaluation and Analysis)
Social Planner/Researcher, International Division,
Regional Planning International Co.,Ltd.

(2) Argentine members
(a) Lic. Mario Francisco TOME
Coordinator, Community and Local People Office, Nation Park Administration
(Buenos Aires)

| 4
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(b) Esteban ARZAMENDIA
Provincial Ranger, Provincial Park Esmeralda, Biosphere Reserve of Yaboti
Protected Area, Ministy of Ecology, Renewable Natural Resources and Tourism,
Misiones Province
(c) Ing. Jorge Luis SMICHOVSKI |
Advisor to Andresito Municipality in Agriculture and Livestock Breeding, Ministry
of Agriculture and Production, Misiones Province

1-3.  Schedule of Study
The detailed schedule of the mid-term evaluation study is attached as Annex 1.
2. OQutline of the Project

The Technical Cooperation Project, the Natural Environment Conservation Project in
Iguazu Area (hereinafter referred to as ‘the Project’) has been implemented since 1 April
2004, based on the R/D, signed on 19 December 2003 between the Government of
Japan and the National Government of the Argentine Republic and the Provincial
Government of Misiones Province. :

As indicated in the PDM, the Project purpose is “To develop officers’ capacity for
management of the natural environment of the National Park Agency (APN), Ministry
of Ecology, Renewable Natural Resources, and Tourism of Misiones province
(MERNRyT) and Andresito city in the project area’. Furthermore, the overall goal of the
Project is “To improve the Iguazu National Park and the public sanctuary, and to
strengthen conservation of the natural environment in the Green Corridor’.

The outputs of the Project confirmed in the PDM are:

(1) To share and utilize information and data on the natural environment among the
relevant organizations and to utilize them for natural environmental
management;

(2) To promote the publicity and educational activities on natural environment
protection targeting local citizens in the project area and tourists and to improve
environmental education programs and the educational materials; and

(3) To accumulate the knowledge and experience of sustainable natural resource
utilization among the local citizens through the implementation of a pilot

program,




3. Methodology of Evaluation
3-1. Process and Metliodology of Evaluation

The mid-term evaluation was carried out by the Team consisting of both from
Japanese and Argentine sides whose members can be found in 1-2. In the first step of
the evaluation, the Team reviewed the progress of the activities, the achievements of the
Outputs, and the probability to attain the Project Purpose and the Overall Goal of the
Project with reference to the original PDM (Annex 11). Simultaneously, the present
situation was analyzed and evaluated based on the five (5) criteria for evaluation, i.e.
“Relevance”, “Effectiveness”, “Efficiency”, “Impact”, and “Sustainability”, which are
found in 3-2 below. In the process, achievement grid and evaluation grid, which are
found in Annex 2 and 3 respectively, were filled in with the information collected
through review of the reports and other related documents, interviews with the C/Ps,
JICA experts, and the C/P organizations, which was partly carried out by questionnaire,
and site observation. '

3-2. Five (5) Criteria of Evaluation for Analysis
(1) Relevance:
Relevance of the Project was reviewed as the validity of the Project purpose
and overall goal in connection with the policies of Argentina and Misiones
province, especially on development and environment conservation, the needs
of the C/P organizations, and needs of the local communities, i.e. Andresito
municipality.  Simultaneously, correlation with JICA policies was also
confirmed in the process.

(2) Effectiveness: -
Effectiveness was assessed by evaluating the extent to which the Project has
achieved outputs by the time of the mid-term evaluation as well as the
probability to attain the project purpose by the end of the Project term.

(3) Efficiency:
Efficiency of the Project implementation was analyzed by reviewing
correlation between inputs and outputs. In the process, timing, quality and
quantity of inputs, linkage and/or duplication between the Project and other
JICA projects working in similar fields, if any, and/or those of other donor
organizations were reviewed.

(4) Impact: )
Impacts of the Project activities were identified by focusing both on positive
and negative, direct and indirect impacts caused or to be caused by the Project,
which had not been originally expected in the Project plan.




(5) Sustainability:
Sustainability of the Project was evaluated -on organizational, financial,
technical, and social/environmental aspects with consideration of the extent to
which the achievement of the Project will be sustained or expanded after the
assistance period.

4. Project Performance and Implementation Process

4.1 Accomplishment of the Project
Accomplishment of the Project was measured in terms of inputs, activities, outputs
and the Project purpose. The results can be found in Annex 2 Achievement Grid.

4.2 Inputs
(1)Japanese side
(a) Experts
(1) Short-term experts
Sixteen (16) short‘term experts in total, as of July 2005, have been
dispatched in the following fields:
- Social Development / Project Manager
- Conservation of the Natural Environment
- Ecotourism
- Protected Area Management / Project Coordinator
- Environment Education
- Participative Management of the Natural Resources
The detailed list of Japanese experts is contained in Annex 4.

(b} Provision of machinery and equipment
Machinery and equipment listed in Annex 5 have been provided as major
items as of July 2005.

(c) Training of Argentine counterpart personnel in Japan
Two (2) of Argentine counterpart staff have participated in short-term
training by July 2005 as listed in Annex 6. The field of the training was
Natural Environment Conservation.

(d) Operational cost of the Project ,
The Japanese side has provided approximately JPYS8,650,000 for the
operation of the Project as of the end of March 2005.




(2) Argentine side
(a) Assignment of counterparts (C/Ps) and other personnel
Four (4) counterpart personnel have been assigned for the Project as of July
2005,
List of the C/Ps is shown in Annex 7.

(b) Budgetary allocation (Local cost)
Argentine side has allocated approximately 104,000 peso for the Project by
the end of July 2005.

(¢) Provision of land, building and facilities
The project office was newly built as an annex of the building of Andresito
municipality office. MERNRyT has allowed the Project to use its land for
the pilot program implementation.

4-3, Activities

Activities consist of twelve (12) fields as indicated in the original PDM. The progress
of the activities can be found in Annex 2 Achievement Grid.

4-4. Qutputs
Accomplishment of each output is as follows:
(1) Output 1: To share and utilize information and data on the natural environment

among the relevant organizations and to utilize them for natural
environment management

Verifiable Indicators Results (as of July 2005)

1-1) Plan formulated |- Annual action plan has been prepared for facilitating
in coordination coordination among the C/P organizations.
among |
implementing
bodies

1-2) The number and | -Information and data have been collected on ten (10) items
the amount of such as plants, arthropod, and climate. )
. . -Those information and data have been documented as
information

“natural environment information manual” whose copies
) - were distributed to the C/P organizations and other related
implementing institutions. It is under consideration to disseminate it
bodies through internet as well as by publishing and distributing the
digest version of the manual.

-The Project has been preparing for rearranging the books
accumulated in the municipal library, i.e. Jorge Luis Borges

organized by

A s @/%/\ |
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Public Library, to make it easier and more attractive for local
people to access to information related on natural
environment and its conservation.

1-3) The number of
partnership
projects
(seminars and
workshops) and
the number of
participating
organizations and
persons

-Four (4) seminars and WS have been implemented with 212
participants from the C/P organizations, environmental
NGOs, local schools and others. '

1-4) The number of
items and the
amount of
information
shared by the
implementing
bodies

(See the column for indicator 1.2) above)

(2) Output 2: To promote the publicity and educational activities on natural
environment protection targeting local citizens in the project area and
tourists and to improve environment education programs and the
educational materials

Verifiable Indicators

Results (as of July 2005)

2-1) The number and
the quality of
improved
and/or formulated
programs

-It was found that MERNRyT and APN have already had
programs for environment education through the review
made by the Project. However, there was found room for
further improving in terms of kinds as well as quality,
especially on applicability to the local features and
conditions.

The Project plans to make proposals on how to improve the
existing program of MERYRyT, while it is also under
consideration to prepare several new programs for the
purpose.

-Questionnaire survey is to be carried out to participants to the
programs in order to know their evaluation on the programs.

2-2) The number and
the quality of
improved and/or
formulated
educational
materials

-Educational materials are under preparation.

-As one of the activities in this field, the Project has made and
distributed 1,200 tabletop calendars and another 1,200 for
hanging on wall.

-In the latter half of the Project, it is planned to newly prepare
guidebook and audio-visual materials for environment
education use.




2-3) The number of
counselors for the
publicity and the
environmental
education

-Definition of “counselors” has not been standardized yet and
it cannot be counted the number at this moment. Some
participants to eco-club’ activities have been already found
highly potential to be qualified as counselors.

2-4) The number of
implementations
of the publicity
and
environmental
education
campaigns

-Seminars and WS have been implemented twice so far with
the initiative of APN and of MERNRyT respectively. APN
has newly prepared a program taking local features and
conditions into consideration and implemented the program
with lecturers from the environmental NGO.

2-5) The number of
participants in the
publicity and
environmental
education
campaigns

-Eignty-two (82) teachers in the target area have been
participated in the seminars on environment education.
Apart from them, approximately 10 have also taken part in
the seminar from rangers of provincial parks and those of
border guard, and the C/Ps.

-Certificates of the completion of the trammg have been
issued and distributed to the participants to the 1% semmar on
environment education.

(3) Output 3: To accumulate the knowledge and experience of sustainable natural
resource utilization among the local citizens through the implementation of a pilot

program
Verifiable Indicators | Results (as of July 2005)
3-1) Pilot Program -Pilot program plan has been prepared in March 2005.
Plan -Still, the plan does not include clear division of responsibility

among the C/P organizations on management and operation,
budget allocation, how to use the income from the pilot
program implementation, and others.

3-2) The number of
participating
organizations and
individuals in the
pilot program

-The program is under preparation and not yet reached to the
implementation stage.  Thus, number of participating
organizations and individuals cannot be counted at this
moment.

-As a preparation, tourism committee is to be set up with local
initiative, not by the Project, and held meetings for its
preparation three (3) times till now, basically on Tuesday
every two weeks. It is planned to work out concrete ideas
on activities to be done by the committee.

3-3) Items and the
amount of data -
collected from
the pilot program

- As described above, the program has not started
implementation and no data has been obtained on this
indicator.




4-5. Project purpose

Accomplishments of the Project purpose are as follows.

Project Purpose: To develop officers’ capacity for management of the natural
environment of the National Park Agency (APN) and state
government (MERNRyT) and Andresito city in the project area

Verifiable Indicators

Results (as of July 2005)

1) Degree of capacity
of the management
of the natural
environment of
APN personnel
"(Rating sale
evaluation —
particularly
referring to
Achievement 1)

-Rating evaluation has not been carried out till mow and it
cannot be referred to the result at this moment.

-Generally, the C/Ps of APN has been upgraded in their
capacity, judged from the following cases: coordination and
participation in information collection on fauna and flors in
buffer zone, participation in the socio-economic survey, and
coordination and arrangement of the training visit to Brazil.
-Upon those experiences, the C/P has held the GPS training
for rangers of APN in May 2005, arranged and lectured
totally on his own, without support from JICA experts

2) Degree of capacity
of the management
of the natural
environment of the
MERNRyT
personnel (Rating
sale evaluation —
particularly
referring to
Achievement 1,2)

~As for the rating evaluation, the situation is same as for APN,

-The C/P from MERNRyT has been showing strong capability
on the implementation of the Project activities, especially the
pilot program, and taking an initiative in coordinating the C/P
organizations.

-Rangers of provincial park have obtained information and
data on the project site and shown strong willingness to
utilize them in their works.

-MERNRyT in Posadas has become further interested in

buffer zone management in the project site.

3) Degree of capacity
of the management
of the natural
environment of the
Andresito city
officers (Rating sale
evaluation —
particularly
referring to
Achievement 3)

-As for the rating evaluation, the situation is same as for APN.
-The C/Ps assigned by Andresito municipality have been
highly motivated to make contacts with MERNRyT and APN,
They have been also increasing their willingness in
information collection as well as its dissemination through
internet :

-It is well exemplified as the fact that they have documented
the basic plan for tourism development in the municipality,
which had not been there before the Project.
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5. Resulis of Evaluation

5-1. Relevance

Argentina has been making effort to conserve its natural environment, which is
shown in its ratification of the Convention on Bioclogical Diversity and other related
international treaties. Iguazu National Park is one of the priorities for the country to
conserve its nature and the National Park Agency of Argentina has been putting
emphasis on its conservation. Recently, the APN has become much recognized of
importance of buffer zone management and started concrete actions on this issue.
MERNRyT has set a direction to conserve natural environment and simultaneously to -
utilize it as a resource for tourism promotion by making good balance between those
two aspects. Andresito municipality has also recognized potential as well as needs to
promote tourism as one of the sources of income for its citizen through conserving its
nature, with considering taking actions for its realization. From the above, it was
confirmed that the Project is highly consistent with the policies and needs both at
national, provincial, and municipality levels. On the other hand, conservation of
environment is mentioned as one of the five (5) prioritized fields of JICA support for
Azgentina, which shows consistency with the JICA policies. Approach of support and
selection of the C/P organizations were found sufficiently appropriate.

5-2. Effectiveness

The progress was found mostly on schedule at the time of the mid-term
evaluation by compensating the delay in part of the activities found in the first half of
the Project term. The Team has found that it would be possible to finalize all the
activities and to attain the Project purpose by the end of the term. The C/P personnel
assigned by the three (3) C/P organizations have shown proper improvement in their
capability as well as willingness in coordination and implementation of the Project
activities.  Stll, the degree of upgrading has not been measured by applying the
methodolocr:es set in the original PDM due to a lack of preparatlon of appropriate form
and setting up of the indicators to monitor their improvement.

5-3. Efficiency

Inputs from Japanese side were found mostly appropriate in quantity, quality,
and timing of provision and installment. However, communication and collaboration
between JICA experts and the Argentine side, i.e. the C/Ps and the C/P organizations
were not sufficient in some cases and that interrupted the Argentine side from allocating
the budget for the Project on proper timing. Inputs from Argentine side was also
found in most cases properly made in quality and timing with assignment of the
personnel, provision of the land for pilot program implementation, provision of the
project office which was newly built as an annex of the Andresito municipal office.
Still, the Team recognized limitation on the number of the C/Ps stationed in or regularly

-



coming to Andresito to work closely with JICA experts, which has decreased efficiency
of the Project implementation. It has been found improvement in terms of ownership
to the Project among the C/Ps and the C/P organizations, when compared with the time
of inauguration of the Project.

5-4. Impact

No significant change or impact, both positive and negative, has been seen in
relation with the indicators for measuring the achievement of the overall goal set in the
original PDM. However, growth of interest was found among local people to the
utilization of natural environment for tourism promotion mainly through the
implementation of the pilot program. The pilot program has also fostered local
construction technicians, i.e. carpenters, through jointly working with Japanese
technicians in the construction of the tent deck for accominodation. Those two cases
can be counted as positive impact of the Project though they are quite indirect.
Generally, it is anticipated to cause conflicts of interest between those who are engaged
in conservation of natural environment and those in development of economic activities.
The Project, however, has been paying special attention to ease such kinds of tension
through the pilot program, that is, by showing alternatives to make balance between
those two aspects.

3-5. Sustainability

The Project has obtained sufficient political and administrative support from
the C/P organizations in its implementation. Regarding Green Corridor area, it is
clearly legislated by law to conserve its natural environment.  Thus, it can be expected
to continue the policy as well as administrative support even after the Project finished.

Regarding institutional and financial aspects, all the C/P organizations have
been firmly established with stable personnel assignment and budget allocation, Their
capacity to operate divided tasks can be found sufficiently high judged from the
experiences during the first half of the Project term such as smooth provision of the
inputs and quick response to application for permission related to the Project
implementation.  Still, the mechanism for joint or coordinated actions was found
necessary to be further clarified and established and it is strongly required to tackle with
the issue in the latter half of the Project term. Also, it is necessary for the C/P
organizations to make clear division of and make consensus on the roles of each of them
in operation and budget allocation to enhance financial sustainability of the activities.

In technical term, mechanism is in the process of establishment within each
C/P organization for further dissemination of technologies and knowledge transferred
through the Project. - The concept and methodology for buffer zone management is
highly applicable in other areas in Green Corridor and/or even in the whole country of

-10-
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Argentina. Technical sustainability can be expected, then, to become sufficiently high
by increasing the number of the C/Ps and establishing the mechanism. :

The Project intends to facilitate conservation of natural environment and has
been carried out with sufficient consideration to the environmental issue. Special care
has been paid to ease potential tensions by implying concrete ways to make balance
between development and conservation, mainly through the implementation of the pilot
program. Negative factor was not found for sustainability of the Project in social as
well as environmental terms at the time of the mid-term evaluation. ‘

$-6. Conclusion
The results of evaluation can be summarized as below:

Relevance: The Project was found closely correlated with the policies as well as the
needs of the target area all at national, provincial, and municipal levels,
It is also consistent with JICA policies to Argentina. The approach and
the selection of C/P organizations are relevant. Thus, relevance of the
Project was evaluated sufficiently high at the time of the mid~tem
evaluation.

Effectiveness: The progress of the activities was made mostly on schedule and it can be
expected to attain the Project purpose by the end of the term. The C/Ps
assigned by the three C/P organizations were found upgrading their
capability and highly motivated toward the implementation of the Project
activities to the satisfactory level.

Efficiency: As for the inputs from Japanese side, communication was found not
sufficiently made between JICA experts and the C/P and the C/P
organizations. On Argentine side, the number of the C/Ps who have
worked closely with JICA experts was judged quite limited and the
limitation has put a constraint on smooth and efficient implementation of
the Project. Efficiency was evaluated, thus, not sufficiently high at the
time of the mid-term evaluation but can be improved through decreasing
those constraints.

Impact: There was not found significant change implying the attainment of the
overall goal of the Project, both in positive and negative terms. Still,
growth of interest was found among local communities toward utilizing
natural environment as resources for tourism promotion, though quite
indirectly led by the Project. Conflict of interest between environment

TR
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conservation and developmental activities has not been brought about in
the target area and it can be expected to become possible for Argentine
side to decrease such kind of tension in future as well by applying the
methods transferred by the Project.

Sustainability: The Project has been provided with sufficient policy and administrative
support from the related organizations and the related laws and
regulations have been enacted to guarantee the relevance and the
priority of the Project activities. Each C/P organization was evaluated
satisfactorily capacitated in management and operation individually,
however, still required to firmly establish the mechanism for linkage
and collaboration among the three C/P organizations. In financial term,
it is necessary to reach an agreement among them on how to divide the
roles and the responsibility in budget allocation for the joint activities.
Technical sustainability can be enhanced through increasing the number
of the C/Ps and building up and/or improving mechanisms to
disseminate the outputs of the Project. As for social, cultural, and
environmental aspects, the Project aims to conserve natural
environment by making balance with development activities, and has
been paying special care to these aspects. Therefore, little possibility
has been found to decrease sustainability due to lack of care to this
aspect.

6. Revision of PDM

In the process of the evaluation work, the Team recognized unclear descriptions and
distortions in logic in the original PDM.  Also, in some part, it was rather difficult to
make evaluation due to lack of setting concrete targets as indicators.

Based on the results of evaluation, thus, the Team revised the original PDM and
submitted the proposal to the Joint Coordinating Committee (JCC) held on 4® August,
2005. The purpose of the revisions is to make the PDM to clearly show the directions
to go of the Project, to be understood easily by all those who are concerned, and to
facilitate smooth implementation of the Project. The revised PDM can be found in
Annex 9. " The details of modifications are found in Annex 10. Major changes are as
follows:

6-1. Narrative Summary of the Project

(1) Outputs -
Outputs should describe necessary conditions to attain the Project Purpose in theory.
However, in the original PDM, Output 1 and 2 were found describing the favorable
situation to be produced after attaining the Project Purpose, which is distorted in
correlation between those two. Therefore, the expressions were corrected to
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indicate required conditions for attaining the Project Purpose, that is, “upgrade in
capability of staff of the C/P organizations. | |

As for Output 3, the description was modified to clearly show the target to
accumulate knowledge and experience since it was not clearly indicated in the
original PDM.

(2) Activities
Some activities were modified in their expressions to clearly show the contents, the
actors, and the target since they were vaguely indicated in the original PDM.

(3) Indicators to measure the attainment of the Outputs
Along with the modifications in description of Outputs, the Team reviewed the
original indicators, deleted some that were duplicated or inappropriate to the
modified Outputs, put some into one to simplify the descriptions, and add new ones.
Simultaneously, target numbers were set for each indicator and contents to be
contained in the plans were clearly identified and described.

(4} Indicators to measure the achievement of the Project purpose

The methodologies had not been identified on how to measure the degree of
upgrading the C/Ps’ capabilities in natural environment management, which is the
indicator for the Project purpose. At the time of the mid-term evaluation, the
evaluation form was prepared and the ways to make evaluation on the indicator
were clarified and agreed. One way is to measure how much each C/P has
improved his/her capability, which would be assessed by comparing with the target
levels set individually for the C/P in consideration of the required tasks for each of
them among the six (6) major items on natural environment management’. The
other way of evaluation is to know how many C/Ps have become capable of
carrying out tasks without support of JICA experts. The latter way was not
included in the original PDM and added to the revised one.

(5) Indicators to measure the achievement of the Overall Goal
The Team reviewed the feasibility in obtaining the data for each indicators set in the
original PDM, made revisions, and added some new indicators in order to make
proper evaluation after the Project finished.

(6) Important Assumptions
Some important assumptions set in the original PDM were found incorrect in terms

! The six (6) major items on natural environment management are as follows; 1) capability to collect, compile and
distribute information and data, 2) capability to coordinate with related organizations, 3) capability to formulate
environment education and/or dissemination programs, 4) capability to formulate materials for environment
education and/or dissemination, 5) capability to implement environment education and/or dissernination programs, 6)

capability to utilize natural resources in good balance with its conservation.

N /_/
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of time setting or columns to be described. Therefore, the Team made some
revisions to solve those distortions.

7. Recommendation

Based on the evaluation by the Team, the following measures should be taken at
various stages of implementation for better project implementation, taking into account
their priorities and required resources for each measure.

7-1.  Project Management

The Project has been implemented by the three organizations. From the viewpoint
of efficiency, effectiveness, and sustainability of the Project, establishment of improved
management by them is indispensable. For that purpose, the following measures should
be taken or further promoted.

(1) Clarifying roles and responsibility of the C/P organizétions

While each C/P organization recognizes the necessity of its own active
participation in the Project, unclear assignment of roles and responsibilities prevent
them from actively participating in the Project. Thus, the roles of each C/P organization
in the Project should be clarified immediately, and facilitate their participation in the
project activities.

Itis also recommended that the Project should take into account the responsibilities
and the activities of each C/P organization, the expertise, the human resources and the
financial aspects when they divide their roles and responsibility in the Project
implementation. Roles of the C/P organizations, drafted on the basis of the result of the
evaluation by the Team, are referred in Annex 12.

In particular, the role allocation of the activity “Sharing information and data” in
Output 1 should be clarified soon, because other activities will be implemented more
effectively with its achievement.

(2) Clarifying roles and responsibility of C/Ps

As the roles and responsibility of C/P organizations are not clarified, roles of
each C/Ps are not clear either. Under this condition, in some cases, the C/Ps could not
actively participate and fulfill their responsibilities in the Project implementation. The
Project should clarify their roles immediately, taking into account the C/Ps’ roles and
status in their organization and the roles and responsibilities in the Project, for efficient
technical transfer and dissemination of the Project outcomes. It is also recommended to




the Project to appoint a responsible C/P for each Output in accordance with the
recommendation (1) above.

(3) Strengthening of the implementation mechanism of the Project

The Project has been progressing mostly on schedule in consequence of continuous
efforts by the C/Ps and JICA experts. On the other hand, it has become obvious that
project management is still weak, because the Project has too much concentrated on the
operation of activity implementation so far. To enhance sustainability of the Project after
its completion, it is important to firmly establish functional management mechanism in
conjunction with capacity building of each C/P. More efforts should be made to develop
effective project management mechanism as .‘soon as possible.

* (4) Linking effectively the activities

The PDM has set three Outputs and several Activities necessary for attaining those
Outputs. Although each Output can be attained and utilized individually, we can
expect it far more effective and to produce multiplier effect if they are operated with
linking each other, e.g. the utilization of the collected information and data from survey
in environment education (linking Output 1 and 2), providing an opportunity for tourists
who are accommodated in the pilot site with environment education programs (linking
Output 2 and 3), and the like. Considering those potential, the Team recommends the
Project to establish the mechanism under which the organizations in charge can

collaborate in effective as well as efficient ways with each other,

7-2.  Counterpart personnel
(1) Assignment of C/Ps
Although the C/P organizations have assigned C/Ps as listed in R/D, the
number of the C/Ps is only four (4). The Team has found it insufficient and
recommended to assign additional C/Ps as below for the purpose to ensure smooth
implementation of the Project and its sustainability.
MERNRyT: - 1 person in charge of environment education
- 1 person in charge of eco-tourism
APN: - 1 person in charge of information and data collection
- 1 person in charge of eco-tourism
Andresito: - 1 person in charge of environment education

(2) Transferring of the trained C/Ps

-15-
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A C/P trained in the Project has left the Project for official transferring during one
year and four month. It seriously decelerated technical transfer to the C/Ps. To ensure
smooth implementation and its sustainability, the C/P organizations are strongly
requested and recommended to make full effort to keep the C/P personnel at his/her
present position, or in charge of the Project, at least by the end of the Project term and
even after it has finished in order to effectively utilize the knowledge and experiences
obtained by C/Ps.

7-3.  Local cost _

It is necessary to allocate roles and responsibility to each organization and C/p
for smooth implementation and sustainability as mentioned above. Furthermore, cost
sharing among the relevant organizations is indispensable. The Project should make it
clear immediately on the basis of role allocation and financial condition of each
organization.

7-4.  Relationship between Argentine and Japanese sides

Close relation between Argentine and Japanese sides is essential for successful
implementation of the Project. Based on the result of the evaluation, it seems that the
relation between both sides is still not sufficient for reasons of language and
geographical distance among the C/P organizations. It is necessarj for the Project to
strengthen the relation between both sides immediately. The Team recommends that the
Project should hold internal meetings at least twice a month in addition to Joint
Coordination Committee Meeting and Working Group Meeting.

7-3. Authorization of the proposed PDM

In the process of mid-term evaluation, the Team has found the original PDM
irrelevant in some points and without appropriate setting of the indicators. For proper
evaluation at the time of the final evaluation, concrete targets were set for each indicator
and the methodology was clarified for assessing the degree of the attainment of the
Project Purpose. As a result, the Team made a revised version and proposed it to the
JCC, held on 4™ August 2005. The Project is recommended to review and discuss the
contents sufficiently, to further revise, if necessary, and to take necessary procedures for
its authorization soon after the mid-term evaluation finished. '
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