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Summary

Outline of the Project

Country : The Syrian Arabic Republic Project title : Modernization of Cargo Transportation
Project
| ssue/Sector : Transport Cooperation scheme : Technical Cooperation

Division in charge : Transportation and ICT Total cost : 238,000 (thousand) yen
Division 1, Transportation and |CT Group,

Economic Infrastructure Department, JICA

(R/D): Made in June 2007 Partner Country’s Implementing Organization : Lattakia|
Period of Port General Company (LPGC)
~ |(Duration): November 2007 —|Supporting Organization in Japan : Ministry of Land,
Cooperation November 2009 Infrastructure and Transport (MLIT)

Related Cooperation Project :

1-1 Background of the Project

Syriais endowed with its location to serve trading between Europe and the Middle East. Lattakia Port
isamajor port in the country as well as atransit port for the neighbouring countries like Irag which do
not have direct access to the Mediterranean Sea. As more active maritime trade with the neighbours
because of increased restoration assistance need to Iraq and othersis predicted in the future, larger role
of Lattakia Port is expected.

JICA conducted the study on port development plan in the mid-1990 in response to the request from
the Government of Syria on studying the ports of Lattakia, Tartous and a new bulk-handling. It was
completed in May 1996.

In addition, JICA dispatched a short-term expert in the modern logisticsin FY 2004. The expert finaly
made a proposal on more efficient cargo handling and document processing procedure at both the
ports of Lattakia and Tartous. With this proposal, the Government of Syria requested cooperation to be
extended to the project for modernizing cargo transportation from the Government of Japan.

The JCA's technical cooperation project commenced from November 2007 which produced textbooks
and manuals for improvement of port logistics. In February 2009, a container terminal management
contract was made between LPGC and a private operator. In response to it, the project revised its PDM
where container terminal related activities are deleted and then more efficient conventional cargo
related handling services are focused.




1-2 Project Overview
(1) Overall Goal “Maritime cargo transport system is modernized.”

(2) Project Purpose “Efficient port operations at L attakia Port are achieved.”
(3) Outputs
(1) Proper management and operations of the port is realized.
(2) A proper financial management system is introduced and human resourcesin the field are devel oped.
(3) Conventional terminal operations are improved.
(4) Technical skillsin cargo-handling are improved.
(4) Inputs
Japanese side :
Expert 9
Equipment approx. 1,066(thousand)Yen
L ocal cost approx. 33,311 (thousand) Yen

Traineesreceived _3
Syrian Side :
Counterpart _16
Others Port PlanningWG _21 ,Action Plan WG _34_
Equipment (none)
Land and Facilities Provision of working and lecture space
Local Cost (none)

Il. Evaluation Team

M embers of Team Leader: Mr. KOIZUMI Yukihiro, Director of Transport and ICT Division 1, JJCA
Evaluation Evaluation Analysis. Mr. KUMAZAWA Ken, Consultant

Team Cooperation Planning: Ms. OKAMURA Kyoko,  Transport and ICT Division 1, JICA
Period of 31/3uly/2009 - 15/August/2009 Type of Evaluation : Termina
Evaluation

I11. Results of Evaluation
Lattakia Port increased its cargo throughput by 16% during the first half of 2009 compared with the]
amount recorded during the first half of 2008. In addition, cargo handling efficiency has been apparently
improved, i.e., 16 TEU/hour/ship in September 2006 prior to the Project and 25 TEU/hour/ship in January 2009.
Therefore, it can be said that the Project has considerably contributed to efficient port operations.
Overall Goal “Maritime cargo transport system is modernized.”
Verifiable Indicator s “International trading cargo is smoothly delivered between shippers and consignees”
Overall Goal issupposed to be achieved by L PGC's continuous effort.




3-2 Summary of Evaluation Results

(1) Relevance—High

e Modern maritime logistics system is inevitable to realize socialized market economy development
including social and economic infrastructure which is stated in the 10" 5-year Plan of Syria (2006-2010).
Therefore, the Project’s overall goal is deemed appropriate.

e Efficient port operations at Lattakia Port are absolutely imperative to realize the Project’s overall goal.
Thus, the Project purposeis set rationally.

e The Project is designed to conform with the Japan's ODA policy to Syria where the first priority is for
modernization of socio-economic system. Japan has a comparative advantage over technical cooperation
in the port sector with abundant experiences at many recipient countries.

(2) Effectiveness—Middleto high
In addition, cargo handling efficiency has been apparently improved, i.e., 16 TEU/hour/ship in September

2006 prior to the Project and 25 TEU/hour/ship in January 2009. Therefore, it can be said that the Project has|

considerably contributed to efficient port operations.

e |n spite of world depression, Lattakia Port increased its cargo throughput by 16% during the first half of
2009 compared with the amount recorded during the first half of 2008.

e Four (4) project outputs: (i) “proper management and operation of the port is realized”, (ii) “a proper
financial management system is introduced and human resources in the field are developed”, (iii)
“conventional terminal operations are improved” and (iv) technical skills in cargo-handling are
improved” have been produced with duly considered local conditions.

e In addition to a set of lectures with textbooks, six (6) working groups (WG) were formed and more
practical technical advices were provided.

e On the other hand, the work related to container terminal operation was deleted in the revised PDM. It
means containerization becomes an external condition on the way to achieving the Project purpose. It
affects the project effectivenessto be rated as “ middle to high”.




(3) Efficiency —High

Inputs from both the JICA and LPGC sides are adequate to implement the Project. However, the CP
pointed out expert replacement and associated work duplication partially in the areas of data collection
and others.

The Project has conducted various activities such as a series of lectures, seminars, the third country
training to Acaba Port of Jordan and counterpart training in Japan by the methods suitable for those
activities. Those activities as awhole brought about a synergy effect.

Some WG have an inter-department member structure which allows a broader scope across routine works
and utilizes their speciaities. Such staffing and organizational efforts led to efficient project
implementation.

OCDI, forming an expert team for the Project, has rich experiences of technical assistance and
development studies in the port sector at many countries. By utilizing their know-how, the Project was
conducted in high efficiency.

(4) Impact — To be realized within 2-4 years

It is expected that the Project and its continuous implementation will enable efficient cargo handling
services, satisfied intra-port road pavement and orderly intra-port traffic circulation which eventually
contribute to cost reduction, time saving and cargo protection from damage.

According to the CP gquestionnaire survey, more than half of the respondents expect to realize the Project
impact after 2-4 years from the completion.

(5) Sustainability — To be highly anticipated

Genera Manager Suleiman Balouch shows a strong will to implement the plans prepared during the
Project. Some senior LPGC officials mentioned that the WG method will continue for implementation. 1t
is expected that a proper implementation body with sufficient staff will be prepared to ensure the project
sustainability.

It is anticipated to allocate adequate budget for the WG activities in the year 2010. Such implementation
will be able to enhance further efficiency in port operations in a concrete manner.

Technology transfer has been done in the course of the Project. The counterparts will be able to maintain
technology level provided that the Project’s plans and programs will be implemented as scheduled and
based on the textbooks and manuals.




3-3 Factors promoting better sustainability and impact

(1) Factorsconcerning to Planning

In order to meet the project purpose “Efficient port operations at Lattakia Port are achieved”, the project
scope encompasses not only direct cargo handling services but also indirect aspects such as port planning,
port authority organization, port financial management, preventive egquipment maintenance, port safety and
port road repairing in such a comprehensive manner.

(2) Factors concer ning to the Implementation Process

For the first year, technical cooperation activities were done based on mainly lectures with much quoting
international experiences to CP. For the second year, a WG method was introduced on more practical
subjects. This collaboration works have accelerated project impact.

3-4 Factorsinhibiting better sustainability and impact

(1) Factorsconcerningto Planning
(no particular factor)

(2) Factorsconcerningtothe lmplementation Process

The revised PDM excludes container terminal operation as one of the project outputs, since an
internationally experienced terminal operator is going to provide services based on a management contract
with LPGC. It becomes difficult for LPGC to directly implement the first year’s project output concerning
efficient container terminal services.

3-5 Conclusion

The Project will be able to accomplish all the activities stated in the PDM version 2 within the project
period. The project purpose — “Efficient port operations at Lattakia Port are achieved” — is going to be
mostly achieved. The overall goal — “Maritime cargo transport system is modernized.”- will be able to be
achieved by continuous LPGC's efforts after the Project is compl eted.

3-6 Recommendations
By the end of the Project

e  Textbooks/manuals are to be modified with significant WG results for broader use

e Explicit and comparable performance indicators are to be collected for the post project evaluation which
will be undertaken after 3 years from the project completion.

After the completion of the Project

e  Textbooks/manuals should be authorized by LPGC as official onesand for dissemination and wide use.

e  When implementing the Action Plan, LPGC is requested to continue WG activities with enough budget
alocation (e.g., pavement, maintenance of cargo handling equipment, safety measures) and staff
assignment.




3-7 Lessons L ear ned

e To enhance project effectiveness, it is hecessary to make in-depth discussion on project contents among
the agencies concerned and to avoid activity duplication between donors.

e  Arecipient country must be accountable for its requirement.

e Nowadays, public-private-partnership projects have increased in number while larger project risk must
be raised through poor arrangement by the public sector, delayed implementation by the private sector
and limited information disclosure in compliance with confidentiality obligation in a contract. Those
projects should be commenced and implemented in due course taking the afore-mentioned risks into
account.

3-8 Follow-up Situation
LPGC is going to implement the Action Plan to be produced by the WG for the coming one year and LPGC
will report their activities to JJICA. JICA will then discuss with LPGC based on the activity report and
examine any needs for additional JICA support.
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1.Minutes of Meetings

MINUTES OF MEETING
BETWEEN
THE JAPANESE EVALUATION TEAM AND THE AUTHORITIES CONCERNED OF
THE SYRIAN ARAB REPUBLIC
ON
THE JAPANESE TECHNICAL COOPERATION
FOR
MODERNIZATION OF CARGO TRANSPORTATION PROJECT

The Japan International Cooperation Agency (hereinafter referred to as “JICA”), dispatched the
Final Evaluation Team (hereinafter referred to as “the Team™) headed by Mr. Yukihiro KOIZUMI ,
Director, Economic Infrastructure department, JICA to the Syrian Arab Republic from August 1% to
August 14", 2009 for the purpose of conducting the joint final evaluation on Modernization of Cargo

Transportation Project (hereinafter referred to as “the Project™).
During its stay, the Team had a series of discussions with the Syrian authorities concerned, for the
purpose of evaluating the achievements of the Project.
As aresult of a review and analysis of the activities and achievements of the Project, followed by a

series of discussions, the Team and the Syrian authorities concerned agreed upon the matters referred
to in the document attached hereto.

Damascus, 13" August 2009

/’/g&/ i /&/% )

Mr. \ﬁ{lhll’o K01z Mr. Suleiman A. Bahﬁch,_
Leader, Final Evaluatxon Team General Manager

Japan International Cooperation Agency Lattakia Port General
Japan The Syrian Arab Repfiblic

witnessed by

Mr. Hussam al Najjar
Director of Transport
state Planning Committee
The Syrian Arab Republic

Dr. Eng. Yarob S. Badr
Minister of Transport
The Syrian Arab Republic
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1. Introduction

I-1  Preface

Based upon the Record of Discussions(hereinafter referred to as “the R/D”) signed on  June 28th,
2007, the Government of Japan and the Government of the Syrian Arab Republic have been
implementing Modernization of Cargo Transportation Project since November,2007. The Project is
scheduled to be implemented for two (2) years and be completed on November 11™ 2009, In order
to evaluate the achievements of the Project, JICA dispatched the Final Evaluation Team from
August 1% to August 14" 2009. The evaluation has been undertaken jointly by the Syrian
authorities concerned and the Japanese team.

1-2 Objective of the Evaluation Study
1} To review the Inputs, Activities and Outputs of the Project, and evaluate the achievements against
the Project Objectives.
2) To conduct a comprehensive evaluation on the achicvements of the Project from the viewpoint of
Five Criteria (explained late in this document),
3) To make recommendations for the future perspectives of the Project and draw lessons learned from
the Project activities in order to reflect them on technical cooperation in a similar field.

1-3  Members of the Evaluation Team
1} The Syrian Side
Mr. Suleiman Baloush General Manager of Lattakia Port General Company

Mr. Nieman Sari Operation & Investment Manager (Deputy Manager)
Mx. Osama Machich Planning Manager (Project general coordinator)

Mr. Abd Alsattar Abdeen  Financial Manager

Mr. George Suleiman Technical Department Manager

Mr. Khaled Hour Construction Manager

2) The Japanese Side

Mr. Yukihiro KOIZUM]I Team Leader, JICA
Mr., Ken KUMAZAWA Evaluation Analysis, Almec Corporation
Ms.Kyoko OKAMURA Cooperation Planning, JICA

2. Methodology of Evaluation
2-1 Methodology of Evaluation
The evaluation was conducted based on the “JICA Guidelines for the Project Evaluation, revised
version of February, 2004” and the foliowing were adopted:

1) The Project Design Matrix (hereinafter referred to as “PDM?”) for final evaluation in Annex] was
agreed upon by both sides on the basis of the evaluation. The original PDM was agreed at the
initial stage of the Project, which was revised on March 4“’, 2009 to meet the actual situation. The
revised version is PDM Version2, and PDM for evaluation is the same as the PDM Ver2, Annex].

2) Value judgement of the Project from viewpoints of the Five Evaluation Criteria: relevance,
effectiveness, efficiency, impact and sustainability. In order to conduct the evaluation study the
Five-Criteria Evaluation Grid (hereinafter referred 1o as “the Grid™) was made in advance to clarify
what data or information are needed. The Grid was filled through i) the examination of the
reports and records of the Project,ii) a questionnaire survey and interviews with the Japanese
experts and the Syrian counterpart personnel, and i) the field observations of the site.

3) Recommendations for the future of the Project and lessons learned from the Project that may
contribute to the planning and implementation of other projects,

3 i/A’
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3.

2-2 Criteria of Evaluation
The team reviewed all the activities and achievements of the Project and conducted evaluation

from the view points of the following Five-Evaluation Grid.

I) Relevance
Relevance of the Project plan was reviewed as the validity of Project Objective and Overall Goal in
connection with the development policy of the Syrian Government, and the needs of the
beneficiaries.

2) Effectiveness
Effectiveness refers to the extent to which the expected benefits of the Project have been achieved as
planned, and examines if the benefit was brought about as a result of the Project.

3) Efficiency
Efficiency refers to the productivity of the implementation process, and examines if the Inputs of the
Project were efficiently converted into the Outputs.

4y  Impact
Impact refers to direct and indirect, positive and negative impact caused by implementing the Project,
including the extent to which the Overall Goal has been attained.

5) Sustainability
Sustainability refers to the extent to which the recipient country can develop the Project further, and
the benefits generated by the Project can be sustained under the recipient country’s policies,
technologies, systems and financial state.

Outline of the Project
3-1 Background of the Project

Due to the inefficient cargo handling system, lack of modern information system and long
clearance procedure, cargo lead time in Lattakia port was excessive and natural cargo handling capacity
of Lattakia port had not been making full use of, This sftuation caused severe loss to the Syrian
national economy.

To improve this situation, the government of Syria requested to support achieving efficient port
operations of Lattakia port. JICA dispatched preliminary study teams two times to formulate and
discuss the scope of the technical cooperation. The Project plan agreed upon was approved and signed
on June 28", 2007 as the R/D. The Project commenced from November 2007 with dispatch of the JICA
Expert Team. Since then, LPGC and the Expert Team have been conducting its activities in good
cooperation.

Afterwards, on February 7", 2009 LPGC signed on the agreement of the Management Contract
with Revenue Sharing, CMA CGM consortium. Therefore, JICA dispatched the Project Consultation
Team in March, 2009, and the government of Syria and JICA agreed to exclude the activities related to
the container terminal operation. At the same time, in order to expedite the process, the government of
Syria and JICA agreed to concentrate on 6 urgent issues as below. Then LPGC set up 6 working groups
and intensively work on these 6 urgent issues with the JICA Expert team.

- Rehabilitation of Pavement

- Introduction of Preventive (Periodic) Maintenance

- Quality Improvement of Conventional Cargo Handling

- Safety Improvement of Port Work

- Introduction of Budgetary Control System on Expenditure

- Technology Transfer on Port Planning (Port Capacity Estimation)

th
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3-2 Summary of the Project
The summary of the Project as stated in the PDM Ver2 signed on March 4", 2009, is as follows:
1) The Overall Goal
Maritime Cargo transport system is modernized.
2) The Project Purpose
Efficient port operations at Lattakia Port are achieved.
3) Outputs of the Project
(1) Proper management and operations of the port is realized.
(2) A proper financial management system is introduced and human resources in the field are
developed.
(3) Conventional terminal operations are improved.
(4) Technical skills in cargo-handling are improved.

4. Performance of the Project
Project achievements with regard to Inputs, Output, Project Purpose and Overall Goal are
indicated below.
4-1 Inputs
1) Inputs from the Syrian side
- 16 LPGC Staff as Counter Part
- 28 LPGC Staff as other Port Planning WG and Action Plan WG
- Office space and meeting room
2) Inputs from the Japanese side
- 9 Experts
- Training of staff in Japan
- Port Survey in Jordan
- Provision of equipment (Net-Sling, Belt-Sling, Vibration Meter, and personal protective
equipment)
- Provision of equipment (Basic equipment to the Project team)
Activity Cost

4-2 Outputs of the Project
Output(l) Proper management and operations of the port is realized,
All the verifiable indicators of PDM have been undertaken as below, so the Output(1) is expected
to be achieved by the end of the Project..
* “The port organizational reform plan” was proposed and approved by the General Manager.
Approval from MOT is necessary to implement this reform plan.
" “Atraffic control plan”  was prepared.
* The working groups which correspond to Output(l)are “Rehabilitation of Pavement”,
“Safety Improvement of Port Work “.and “Technology Transfer on Port Planning”,

- Rehabilitation of Pavement: WG have accomplished almost all the activities set out to
do at the beginning (identification of damaged points, prioritization of maintenance
work, cost estimation of the work). In remaining period, patrol system to maintain
properly the pavement condition will be discussed. An activity report has been drafted,
which will be finalized in October.

- Safety Improvement of Port Work: WG have drafted “Safety Rule of Lattakia Port”
after analyzing the previous accidents reports and the code of practice of ILO. And
samples of personal protective equipment were provided to LPGC, safety helmet,

protective footwear, high-visibility outer garments, and gloves. An-activity report is
 f
5 /U /[/
25



being drafted, which will be finalized soon before the end of the Project.

- Technology Transfer on Port Planning: They have learnt capacity estimation of port
and an activity report has been drafted. Introduction of performance indicators of port
activity are required prior to finalizing the report.

In the questionnaire survey conducted by the Team, the LPGC staff concerned rated Output

(1) as” Achieved” or” Partially Archived”

Output(2) A proper financial management system is introduced and human resources in the
Sield are developed.
Output (2) is fully achieved judging from the verifiable indicators as below.

A financial management system was fully discussed in the lecture sessions and LPGC is

trying to introduce the system through firstly establishing a budgetary control system.

* Following the rules applied to national companies, LPGC reasonably manages its revenue
and expenditure including depreciation cost.

The working group which corresponds to Output (2) is” Introduction of Budgetary Control

System on Expenditure™.

- Introduction of Budgetary Control System on Expenditure: They carried out a trial
work of breaking up the expenditure by directorate and concluded a new budgetary
control system in which monthly reporting format is used. It is expected that LPGC
utilize this new budgetary control system in near future. WG have completed all the
assignments.

* In the questionnaire survey conducted by the Team, the LPGC staff concemned rated Output

(2) as” Achieved” or” Partially Archived”

Outpui(3})  Conventional terminal operations are improved.
The verifiable indicators of PDM have been conducted as below, but some activities proposed by
WG have not yet been implemented. Though, to improve conventional terminal operation fully,
LPGC should keep trying to put the plans into action after the Project.
* “Cargo handling improvement plans” by selected commodities were prepared.
The working group which corresponds to Output (3) is” Quality Improvement of
Conventional Cargo Handling”.

- Quality Improvement of Conventional Carge Handling: Measures to improve
operational work in warehouses and transit sheds are introduced. Several handling gears
(belt-sling and net-sling) are newly examined and test operations with these gears were
carried out. In remaining period of the Project, WG will focus on proper management of
handling gears, deployment of supervisors or traffic organizers, and improvement of
warehouse operation. Although an activity report is drafted, more practical activities are
required prior to finalizing the report.

* In the questionnaire survey conducted by the Team, the LPGC staff concerned rated Output

(3) as” Achieved” or” Partially Archived”

Output(4)  Technical skills in cargo-handling are improved.
Output (4) is mostly achieved. The WG learnt how to calculate operational performance
indicators and to analyze maintenance records.
Several operational performance indicators such as vessel productivity and berth productivity
were identified in the manual and the counterpart personnel calculated them for a specific
period for future use.

- Planning procedure to procure additional equipment for container operation waselaborated in
) /
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the textbook and discussed in the {raining session. Because conventional cargo is not

expected to significantly increase in future, procurement of new equipment has to be

considered after good maintenance of the current operational equipment will be actualized.

The working group which corresponds to Output4 are “Introduction of Preventive (Periodic)

Maintenance”, “Quality Improvement of Conventional Cargo Handling” and “Safety

Improvement of Port Work «.

- Introduction of Preventive (Periodic) Maintenance: WG conducted Analysis of
maintenance records and some quay side cranes (Takraf) were already restored to
normal condition. In remaining period tentative standard for preventive maintenance
will be drafted by the end of the Project. An activity report has been drafted, which wili
be finalized in October.

- Quality Improvement of Conventional Cargo Handling: Referred in Output (3).

- Safety Improvement of Port Work: Referred in Output (I).

In the questionnaire survey conducted by the Team, the LPGC staff concerned rated Qutput
(4) as” Achieved” or” Partially Archived”

The following table illustrates the relation between the Outputs and the WG

WG Output (1) | Output (2) | Qutput(3) Outpui(d)
Rehabilitation of Pavement L

Introduction of Preventive (Periodic) L
Maintenance

Quality Improvement of Conventional Cargo [ %
Handling

Safety Improvement of Port Work L 1%
Introduction of Budgetary Control System on %

Expenditure

Technology Transfer on Port Planning (Port L

Capacity Estimation)

4-3 Achievement of the Project Goal
I Project Purpose Efficient port operations at Lattakia Port are achieved.

The Project Purpose was mostly achieved by Judging from the current port statistics. Cargo
volume handled in Lattakia port is increasing at a reasonable rate by 16% in the first halves of 2009
compared with those of 2008. Each activity of the Project surely contributes to improve the efficiency
of port operations. In order to fully achieve the Project Purpose, LPGC needs to make continuous effort
to implement what they have learnt in each activity.

2) Overall Goal ~ Maritime Cargo transport system is modernized.

The Overall goal has not been achieved by the time of the Final Evaluation. In order to achieve
the overall goal, LPGC is expected to use internal and external resources in an integrated way, which
the text book/manuals spell out.

5. Results of the Evaluation
5-1 Relevance
The final evaluation concludes that the relevance of the Project’s overall goal and purpose is

high. ;
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The Project’s overall goal: “maritime cargo transport is modernized” is deemed to contribute to
the country’s development direction, particularly towards socialized market economy including social
and economic infrastructure development which is stated in the 10™ 5-year Plan of Syria (2006-2010).

The Project’s purpose: “efficient port operations at Lattakia Port are achieved” is absolutely
imperative to realize the Project’s overall goal since Lattakia Port is the largest seaport in Syria. The
recent port statistics indicate both increasing trend in port traffic and improving trend in cargo handling
productivity.

"The Project is designed to conform with the Japan’s ODA policy to Syria where the first priority
is for modernization of socio-economic system. Japan has a comparative advantage over technical
cooperation in the port sector with abundant experiences at many recipient countries. It has been
demonstrated since the last JICA port development study in Syria completed in 1996. The training
participants in Japan from LPGC officials are convinced of Japan’s advancement in the port sector,

The PDM was revised in March 2009. The revision excludes container terminal operation taking
the terminal management contract with a private concessionaire engaged in February 2009 into account.
The Project with the revised PDM still contributes to Lattakia Port as a whole from various aspects
such as port administration, port planning, financial management, cargo handling equipment
maintenance and safety in port.

5-2 Effectiveness
The final evaluation concludes that the effectiveness of the Project is moderate.

With the revised PDM, four (4) project outputs have been produced including (i) “proper
management and operation of the port is realized”, (ii) “a proper financial management system is
introduced and human resources in the field are developed”, (iii) “conventional terminal operations are
improved” and (iv) technical skills in cargo-handling are improved”. For each output segment, the
Project has taken an innovative approach with duly considered local conditions. The questionnaire
survey by the final evaluation mission shows that the LPGC staff concerned rated “Achieved” or
“Partially Achieved” of the Project outputs.

In the course of the Project, LPGC requested to adopt a more practical method rather than
lectures with textbooks. In March 2009, JICA expert team and LPGC counterparts formed six (6)
working groups to address urgent port issues: (i) pavement, (i) preventive maintenance, (iii)
conventional cargo handling, (iv} safety in port, (v) budgetary control system on expenditure, and (vi)
port planning. All the six (6) working groups’ outputs will be compiled as an Action Plan. Since then,
the Project has been under way with active counterpart participation. Although final outputs of the
working groups are not available during the Final Evaluation Mission, it is hoped that this working
group system will enhance the Project’s effectiveness.

It should be noted that the work related to container terminal operation was suspended when the
PDM was amended. Containerization is a major modernization tool in freight transport but the Project
cannot cope with this skill since then, It is regarded as obstacle to affect the Project effectiveness.

5-3 Efficiency
The final evaluation concludes that the developmental efficiency of the Project is high.

Inputs from both the JICA and LPGC sides are adequate to implement the Project, including
assignment of JICA experts and LPGC counterparts and equipment necessary for the Project.
Collaboration works have been done efficiently through a series of lectures, seminars (so far 3
times), working group meetings, the third country training to Acaba Port of Jordan (6 LPGC officials
and 4 JICA experts) and counterpart training in Japan (3 LPGC officials in total). o /{
J

8

28



The Project has no associated investment in port and it has been operated with mean equipment
and devices. It can be characterized as active counterpart participation in terms of meeting times and
involvement scale, e.g., around 100 persons at seminars and regular involvement of 32 LPGC officials
in the 6 working groups.

5-4 Impacts
The final evaluation concludes that the impacts of the Project are moderate.

The Project’s overall goal does not set any target year. According to the questionnaire survey,
more than half of the respondents expect to realize the Project impact after 2-4 years from the
completion. In order to measure it in the near future, adequate verification method should be prepared
in the Project.

The JICA expert team produced 5 textbooks and manuals. The final evaluation mission observes
that they have in good quality enough for LPGC textbooks and manuals. On the other hand, the
questionnaire survey reveals that some LPGC officials concerned rate those deliverables negligible.
The gap may have happened by lengthy process between lectures and documentation and limited
counterpart contribution to the contents. It is suggested that those textbooks and manuals be finalized
with rich local contents by counterpart participation,

The final evaluation mission observes that LPGC officials concerned have larger expectation on
the impact of working group results. However, the working groups are ongoing and they have not made
final outputs which will be hopefully affected to LPGC budget from the year 2010 for implementation.
It is still uncertain about the magnitude of impact or what the working groups will make happen.

5-3 Sustainability
The final evaluation concludes that the sustainability of the Project is high.

The final evaluation mission receives a strong commitment of project sustainability from the
LPGC officials concerned because 14 of 15 respondents answered “Yes, we will take necessary actions
in line with the plans and programs prepared during the Project after the JICA experts leave” in the
questionnaire survey.

There may be alternatives for organizational preparedness for actual implementation. Some
senior LPGC officials mentioned that working group method, focusing on specific port issues by a
team composed of related departments, is a new challenge and worth continuing,

The Project ultimately focuses on LPGC’s capacity development to provide better port services.
Technology transfer has been done corresponding to the Project’s four (4) outputs as mentioned above,
It will be able to maintain the technology level which is already upgraded by the Project’s technology
transfer provided that the Project’s plans and programs will be implemented in due course based on the
Project’s documents including textbooks, manuals and the Action Plan report,

6. Conclusion
Both sides conclude that the Project contributed to the needs of the Syrian Government to
improve the port operations at Lattakia Port.
Therefore, both sides mutually agree that the Project can accomplish all of the activities in PDM
Ver.2 by the end of the Project to achieve the Project purpose. .

7. Recommendations and Lessons Learned /‘fﬁ\
7-1 Recommendations

1) By the end of the Project
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8.

9.

Textbooks/Manuals are to be reviewed and modified by the JICA Expert team and LPGC, in
order to be more useful. Outputs from working groups will reflect to modify the textbooks/manuals

In accordance with clarified verifiable indicators, necessary data and information which show
present situation are to be collected in order for post evaluation study which aims for evaluating and
monitoring the impact, sustainability of the Project two or three years later, to be conducted smoothly
and appropriately.

2) After termination of the Project

Textbooks/Manuals should be authorized by LPGC as official one and they arc to be
disseminated. LPGC is responsible for disseminating and making the sufficient use of these
textbooks/manuals,

In order to implement action plans, LPGC is requested to allocate enough budget (ex: pavement
cost, and operational requirements) and to assign appropriate number of staff, Six working groups are
to be continued as implementing action plans.

7-2 Lessons Learned

1) Project formulation

To enbance effectiveness of the Project, more discussions should have been made among
organizations concerned in the Project formulation stage.

A recipient country is expected to play an initiative and pro-active role as requesting body.

2) Exclusion of component of container
In order to avoid duplication, this project was forced to exclude the cormponent of container cargo.
More consultation should have been done.

3) Change of assignment

The change of an expert during the Project period caused some overlap of work in the
Project . Therefore, when assignment of counterparts/experts is changed during the Project period, it is
requested to hand over smoothly and steadily to a successor in order to avoid overlap and not to waste
time and cost.

Further cooperation
LPGC has asked whether additional experts such as operation, pavement, and equipment

maintenance, could be dispatched. JICA has responded as below.

- By the time of termination, JICA Expert team will focus on more practical measures.

- LPGC is expected to implement necessary measures in accordance with action plans by their own

effort at least one year.

- Activity reports will be sent to JICA Syria Office one year later.

- After receiving the reports, JICA will review the situation and consult with LPGC.

- Then, further cooperation will be taken into consideration.

Other

The verifiable indicator of Overall goal “International trading cargo is smoothly delivered
between shippers and consignees” will be evaluated comprehensively taking into account of
performance indicators such as reduced handling time, reduced number of accidents, improved vessel
productivity, improved berth productivity etc. ‘/ﬂz
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Annex2. Inputs of the Project

Annex2-1 Inputs from Syrian side

1. List of Participants

(1). Counterpart team (15th Jan. 2008 — up to now)

The First Team

Mr. Suleiman Baloush ~ General Manager of Lattakia Port General Company
Mr. Nieman Sari Operation & Investment Manager (Deputy Manager)
Mr. Osama Machich Planning Manager (Project general coordinator)

Mr. Abd Alsattar Abdeen Financial Manager

Mr. Hanna Skaf Accounting Manager

Mr. Bashar Khaddam Training Department Manager

Mr. George Suleiman Technical Department Manager

The Second Team

Mr. Ramez Zreika Accounting Department

Mr. Bassam Fiddzah Operation & Investment Department

Myr. Nizam Ambdeen Operation & Investment Department

Myr. Ayman Mayhoob Operation & Investment Department

Mzr. Kameel Jirji Technical Department

Mr. Mazen Dibeh Technical Department

Mr. Moussa Shammat  Technical Department

Mr. Thab Dibajeh IT and Communication Department

Ms. Sulaf Mahmoud Construction Department

(2). WG of Port Redevelopment Project in 2008 (19th June 2008 — 14th Aug. 2008)

Mzr. Osama Machich Planning Manager (Project general coordinator)
Mr. Bashar Khaddam Training Department Manager

Ms. Mai Deeb Directorate of Planning

Ms. Reema Zaabalawl Directorate of Planning

Mr. Ayman Mayhoob Operation & Investment Department

Mr. Yaser Aiajl Operation & Investment Department

Ms. Sulaf Mahmoud Construction Department

Mr. Rajaa Hasan Construction Department

(8). Training on Port Planning in 2009 (10th Feb. 2009 — 242 Feb. 2009)

Myr. Osama Mashish Planning Manager

Ms. Mai Deeb Directorate of Planning

Ms. Reema Zaabalawl Directorate of Planning

Ms. Ibtissam Moslem Directorate of Planning

Ms. Vvian Kheirbek Directorate of Planning

Ms. Muna Morelli Directorate of Planning

Ms. Nagham Abou Hussein Directorate of Planning

Mr. Kameel Jirji Technical Department

Mr. Lamees Khaddam Technical Department

Mr, Bassam Fiddah Operation & Investment Department

Mr. Bassel Wannous Operation & Investment Department

Ms. Sulaf Mahmoud Construction Department

Mr. Thab Dibajeh IT and Communication Department

A

4

34

Head
member
ditto
ditto
ditto
ditto
ditto

ditto
ditto
ditto
ditto
ditto
ditto
ditto
ditto
ditto



(4). Working Group for Urgent Issues (11t Mar. 2009 — Up to now)

(Paverment)
Mzr. Khaled Hour
Mr. Issam Mreisheh
Myr. Muein Zarifeh
Myr. Waseem Ghanem
Ms. Sulaf Mahmoud

(Maintenance)

Mr. George Suleiman

Mr. Marwan Al-sayed

Mor. Firas Younes

Mr. Kameel Jirji

Myr. Lamees Khaddam
Myr. Nahed Al-haji

Mr. Tayseer Dwai

Mr. Osama Al-abdeh

(Operation)

Mr. Nieman Sari
My. Majid Othman
Mr. Ammar Al-assad
My Bassam Fiddah

(Safety)

Mz, Suleiman Baloush
Mzr. Osama Machich
Myr. Bashar Khaddam
Mr. Majid Othman
Mr. Malek Haddad
Myr. Rabee Hajar

My. Nidal Dabbagh
Ms. Rabiaa Eskef

(Financial)

Mr. Abd Alsattar Abdeen

Ms. Hanaa Al-Badri
Ms. Safa Balle
Ms. Muna Morelli

(Planning)

Mrzx. Osama Machich
Ms. Reema Zaabalawl
Ms. Mai Deeb

Ms. Nadin Ismail

My, Mazen Deebeh

Construction Maneger (Head)
Construction Department
Construction Department
Construction Department
Construction Department

Technical Department Manager (Head)
Technical Department
Technical Department
Technical Department
Technical Department
Technical Department
Technical Department
Technical Depariment

Operation & Investment Manager (Deputy Manager) (Head)
Deputy Director of Operation

Operation & Investment Department

Operation & Investment Department

General Manager of Lattakia Port General Company (Head)
Planning Manager (Project general coordinator)

Training Department Manager

Deputy Director of Operation

Head of Doctors

Deputy Head of Port Police

Technical Affair Directorate

Construction Directorate

Financial Manager (Head)
Financial Directorate
Financial Directorate
Directorate of Planning

Planning Manager (Project general coordinator) (Head)
Directorate of Planning
Directorate of Planning
Directorate of Planning

Operation Directorate Z
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2. Participation duration

Na. Mama Department Pasition Participation duration
11Mr. Suleiman Baloush Gencza'l Manager of The first counterpart team: (Head) T5th Jan. D8 — up to now 18 months
Lattakia Port General Company WG(Safety; Head) (7th Mar. 08 - up to now)
2fMr. Nieman Sari Operation & [nvestment Manager The first counterpart team 15th Jan. 08 ~ up to now 18 months
(Deputy Manager) WG{Operation: Head) (7th Mar, 09 ~ up to now)
The first counterpart team 15th Jan, 98 — up to now
WG of Pert Redevelopment Project in 2003 {19th June D8 — 14th Aug 08)
3|Mr. Gsama Mashish P!anfﬁng Mannger . Training or: Port Planning in 2009 (10th Fab. 09 - 24th Feb, 09) 13 months
(Project general coordinator)
WG(Safety) {7th Mar. 08 - up to now)
WG(Planning: Head) {7th Mar. 09 - up to now}
4|Mr. Abd Alsattar Abdeen Financial Manager The first caunterpart team 15th Jan. 08 — up to now 18 months
WG(Financial) {7th Mar. 09 ~ up to now)
5Mr. Hanna Skaf Accounting Manager The first counterpart team 15th Jan. 08 - up to now 18 months
The first counterpart team 15th Jan, 08 ~ up to now
6|Mr. Bashar Khaddam Training Department Manager WG of Port Redevelopment Project in 2008 (19th June 08 - 14th Aug 08) 19 months
WG (Safety) {7th Mar. 08 - up to now)
7|Mr. George Suleiman Technical Department Manager The first counterpart team 15th Jan. 98 - up to now 19 months
WG (Maintenance: Head) {7th Mar. 09 — up to now}
8|Mr. Ramez Zreika Accounting Department The second counterpart team 15th Jan. 08 - up to now 19 months
The second counterpart team 15th Jan, 08 — up to now
9|Mr. Bassam Fiddah Operation & Investment Department Training on Port Planning in 2009 {1Dth Fab. 09 — 24th Feb, 09} 19 months
WG(Operation) (7th Mar. 08 ~ up to now}
10|Mr, Nizam Ambdeen Operation & Investment Department The second counterpart team 15th Jan, 0B — up to now 19 months
11[Mr. Ayman Mayhoob Operation & Investment Department Fhe second counterpart team 15th Jan. 08 ~ up to now 19 months
WG of Port Redevelopment Project in 2008 (18th June 0B - 14th Aug 08)
The second counterpart team 15th Jan, 08 ~ up to now
12|Mr. Kamee] Jigji Technical Department Training on Pert Planning in 2009 (10th Feb. 03 - 24th Feb, 09) 18 months
'WG(Maintenance) {7th Mar. 09 - up to now)
13| Mr. Mazen Dibeh Operation Department The second counterpart team 15th Jan, 08 - up to now 1% months
WG (Planning) (Tth Mar. 08 - up to now}
14{Mr. Moussa Shammat Technical Department The second counterpart team 15th Jan. 08 - up to now 18 months
15{Mr. Thab Dibajeh IT and Communication Department The second counterpart team 15th Jan. 08 - up to now 19 months
Training on Port Planning in 2009 {(10th Feb. D9 - 24th Feb. 09}
The second counterpast team 15th Jan, 08 ~ up to now
16|Ms. Sulaf Mahmond Construciion Department WG of Port Redevelopment Project in 2008 (19th Jure 08 - 14th Aug 08) 19 mmonths
Training on Port Planning in 2009 {10th Feb. D3 - 24¢h Feb. 08)
WG(Pavement) (7th Mar. 09 - up to now)
WG of Port Redevelopment Project in 2008 19th June 08 - 14th Aug 08
17[Ms. Mai Deeb Planning Department Training on Port Planning in 2009 18th Feb, 09 ~ 24th Feb. 09 8 months
WG(Planning) 7th Mar_ 09 = up to now
WG of Port Redevelopment Project in 2008 19th Juna 08 - 14th Aug 08
18{Ms. Reema Zasbalawt Planning Department Training oo Port Planning in 2009 10th Feb, D§ — 24th Feb. 09 8 months
W(G(Pianning) 7th Mar. 09 - up t0 now
19| Mr. Yaser Aiajl Operation & Investment Department WG of Port Redevelopment Project in 2008 38th June 08 — 14th Aug 08 2 monthsg
20|Mr. Rajaa Hagan Construction Department WG of Port Redevelopment Project in 2008 19th June 08 - 14th Aug 08 2 months
21[Ms. Ibtissam Moslem Planning Depariment Training on Port Planning in 2008 10th Feb. 09 - 24th Feb. 09 1 month
22| Ms. Vvian Kheirbek Planning Department Training on Port Planning in 2009 10th Feb, D9 ~ 24th Feb. 09 1 month
231Ms. Muna Morelli Planning Department Training on Port Pianning in 2009 10th Feb, 68 - 24th Feb, 09 6 month
WG(Financial) Tth Mar. 09 - up to now
24)Ms. Nagham Abou Hussein  iPlanning Department Training on Port Planning in 2009 30th Fab. 0% — 24th Feh, 09 1 month
25|Mr. Lamees ¥ haddam Technical Deparoment Training on Port Planming in 2005 10th Fab. 09 - 24th Feb. 0% & month
WG (Maintenance) 7th Mar, 99 ~ up to now
26{Mr. Bassel Wannous Operation & Investment Department Training on Port Planning in 2009 10th Feh, 09 — 24th Feb. 09 1 month
27|Mr. Khaled Hour Construction Maneger WG(Pavement: Head) Tth Mar. 09 — up to now 5 months
28|Mr. {ssam Mreisheh Construction Department WG{Pavement)} 7th Mar. 03 — up to now 5 months
29{Mr, Muein Zarifeh Consiruction Depariment WG({Pavement) Tth Mar. 89 - up to now 5 months
30| Mr, Waseem Ghanem Construction Department WG(Pavement) 7th Mar, 0% - up to now 3 months
31 |Mr. Marwan Al-sayed Technical Department WG {Maintenance) Tth Mar, 09 - up to now 5 months
32[Mr. Firas Youncs Technical Department WG (Maintenanee) 7th Mar, 08 = up to now 5 months
33|Mr. Nahed Al-haji Technical Department WG{Maintenance) 7th Mar. 09 = up to now § months
34|Mr. Tayseer Dwai Technical Department WG (Maintenance) 7th Mar. 09 — up to now 5 months
35|Mr, Osama Al-abdeh Technical Department WG {Maintenance) Tth Mar, 0% - up to now 5 months
38 Mr. Majid Othman Depty Director of Operation WG(Operation} 7th Mar. 00 - up to now 5 months
WG(Safety)
37|Me, Ammar Al-assad Operation & Investment Department WG{Operation) 7th Mar. 09 - up to now & months
38 {Mr. Malek Haddad Head of Doctors WG(Safety) 7th Mar. 99 — up to now 5 manths
38| Mr. Rabee Hajar Depty Head of Port Police WG(Safety) Tth Mar, D% - up to now 5 months
40]Mr, Nidal Dabbagh Technical Affair Directorate 'WG(Safety)} 7th Mar. 09 - up to now 5 months
41|Ms. Rabiaa Eskef Construction Directorate WG(Safety) 7th Mar, 05 — up to now 5 months
42[Ms. Hanaa Al-Badri Accounting Department WG {Financial} 7th Mar. 09 — up to now § months
43{Ms. Safa Balle Financial Department WG (Financial) 7th Mar. 99 — up to now 5 months
44tMs. Nadin Ismail Planning Department WG (Flanning) 7th Mar, 0% - up to now. /5 manths
7
Cut-off date: 31 July, 2009 [Totat < | 430 Months }
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2.Participation Duration

Stage Name Field Duration
Work in | Mr.Susumu Naruse Chief Advisor/ 2007/11/7~11/11
Japan _ prt A_dmmtstrat.;on
Mr.Michiharu Nose Financial Analysis 2007/11/7~11/11
Beginning  |Mr.Susumu Naruse Chief Advisor/Port Administration 2007/11/12~12/11
Work in  {Mr.Shinichi Tezuka Port Management 1{Container terminal) 2007/11/12~12/11
Syria Mr.Michiharu Nose Financial Analysis 2007/11/12~12/11
2nd Work in [Mr.Susumu Naruse Chief Advisor/Port Administration 2007/12/12~12/21
Japan Mr.Michiharu Nose Financial Analysis 2007/12/12~12/21
Mr.Susumu Naruse Chief Advisor/Port Administration 2008/1/6~2/19
Mr.Shinichi Tezuka Port Management 1{Container terminal) 2008/1/6~2/19
1st Work in [Mr.Katsuhito Saka Port Management 2(General Cargo) 2008/1/6~2/19
Syria Mr.Maszao Ichinose Loading 2008/1/28~3/12
Mr.Michiharu Nose Financial Analysis 2008/1/13~3/12
Mr.Hiroshi Yamasaki Port Accounting 2008/2/12~3/12
Mr.Susumu Naruse Chief Advisor/Port Administration 2008/5/12~6/25, 7/9~8/22
Mr.Shinichi Tezuka Port Management 1(Container terminal) 2008/5/28~7/11
2nd Work in |Mr.Katsuhito Saka Port Management 2(General Cargo) 2008/7/4~8/22
Syria Mr.Masao Ichinose Loading 2008/7/4~8/22
Mr.Michiharu Nose Financial Analysis 2008/5/28~7/11
Mr.Hironobu Shiratsuchi  [Port Planning 2008/5/12~6/25
3rd I‘:g:;] kI8 |\tr. Susumu Naruse Chief Advisor/Port Administration 2008/8/25~9/13
Mr.Susumu Naruse Chief Advisor/Port Administration 2008/10/8~12/5
Mr.Shinichi Tezuka Port Management 1(Container terminal) 2008/10/15~11/13
3rd Work in {Mr.Katsuhito Saka Port Management 2(General Cargo) 2008/10/7~12/5
Syria Mr.Masao Ichinose Loading 2008/10/27~12/5
Mr.Michiharu Nose Financial Analysis 2008/10/22~12/5
Mr.Hiroshi Yamasaki Port Accounting 2008/10/15~11/13
4th JZ‘;(;;I( M [Mr.Susumu Naruse Chief Advisor/Port Administration 2009/1/13~1/22
Mr.Susumu Naruse Chief Advisor/Port Administration 2009/1/27~3/13
4th Work in |Mr.Katsuhijto Saka Port Management 2{General Cargo) 2009/2/2~3/13
Syria Mr.Michiharu Nose Financial Analysis 2009/1/27~2/25
Mr.Hironobu Shiratsuchi  |Port Planning 2009/1/27~3/13
Chief Advisor/ 2009/4/27~5/16,
Mr.Susumu Naruse Port Administration 2009/6/12~up to now
o Port Management 1 —_
Mr.Shinichi Tezuka (Container terminal) 2009/5/5~5/24
. Port Management 2 -
St Work Mr. Katsuhito Saka (General Cargo) 2009/4/27~6/20
qu ;n Port Management 2
Syria Mr,Okuno Masakazu (General Cargo) 2009/7/24~up to now
. . 2009/4/27~6/20,
Mr.Masao Ichinose Loading 7 /94~up to now
Mr.Michiharu Nose Financial Analysis 2009/6/16~7/30
Mr.Hironobu Shiratsuchi  |Port Planning 2009/6/12~up to now
Mr. Tadahiko Kawata Port Traffic 2009/6/12~7/11
5£h]¥;;;k ' IMr.Susumu Naruse Chief Advisor/Port Administration (2009/8/21~9/9)
Mr.Susumu Naruse Chief Advisor/Port Administration {2008/9/28~11/11)
Port Management 2 -
6th Work in Mr.Okuno Masakazu (General Cargo) (2009/10/13~11/11)
Syria Mr.Masao [chinose Loading (2009/9/28~10/27)
Mr.Hironobu Shiratsuchi  [Port Pianning (2009/9/28~11/11)
Mr. Tadahiko Kawata Port Traffic (2009/9/28~10/27)
6th g\;\[f)c;;k I Mr. Susumu Naruse Chief Advisor/Port Administration {2008/11/12~11/21)
Cut—off date: 31 July, 2009 /Q<
/
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