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Executing Agency | Ministry of Agricultural Developmént (MIDA), National Agricultural Institute (INA) Lo
Cooperation Agency N. A' ‘ v - . : —

| in Japan o e
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%Pﬁ;c)l Projects A‘In'divi“d‘ual Lbn,_g term expe_ft (Strengthemng agriculture producers) (2001}200:4) S .

Overall Goal ‘Farmers of the project target area increase their productivity - through applyinig ‘a'ppryopblji‘ayte&;agri(;ultruial»}

“technology in harmony with the environment. =~ : - , S L
Project Objective(s) A sustainable extension model of appropriate agricultural technology is established for small-scale farmers. (In |
roject L0)ee the PDM,, it is stated as “A sustainable agricultural extension model is established for small-scale farmers.”). -
1. The “pilot farms (*)” are established and strengthened. ..~
2. The training courses for “the. participatory. extension model of appropriate “agricultural technology: by |
farmers” are developed in INA. - | ' : Lm e T

3. The appropriate agricultural technolbgy demonstrated at the pilot"farms 'afé expandedbyfarmerstothe

Output[g] ; neighboring communities. . « , e
4. An agricultural extension service support system initiated by farmers ispromoted. =~ = .. b
(*) The “pilot farm” is a place where farmer groups can meet, to analyze their problems and practice |
: appropriate technologies with the extension workers at farm field. =~ " e e e
Inputs (Japanese Side) Inputs (Panamanian Side)
Experts . 3 for Lohg term, 4 fOr'Shdrt‘,ter:h © .| staffallocated -9 persons - - bl
Equipments L5millionyen " | Equipments NA.
Local Cost 355m11110n yeynk o g S | Local Cost : NA, , =
S R e et el Office space for Japanese experts and
Trainees Received | 4 trainees (counterpart training) = Land etc provided | venue for the technical training were |-
Others NoA: el , o+ | Others N.A. '

Il Result of the Evaluation . .

Summary of the evaluation

This project was implemented so that the farmers could learn the appropriate agricultural technologies through the group activities at
“pilot farms” (the Project formulated 4 pilot farms), and also the participatory extension model by farmers of the sustainable
appropriate agricultural technologies was established. Here, the “patticipatory extension model by farmers of the sustainable
appropriate agricultural technologies” is defined as a situation which satisfies the following three conditions; 1) the farmérs put into
practice the agricultural technology extension activities with the small-scale farmers in the poor area, 2) the farmer promoters are
selected and fostered within the farmers’ group at pilot farms and 3) the promoters put into practice agricultural technology extension
activities in the nearby communities,

In the Republic of Panama, MIDA is the organization that usually is responsible for agricultural extension activities. However,
MIDA was not active for the original responsibility of extension activities. . Therefore, instead of MINDA, INA, the agricultural
educational institute, proposed the establishment of a “new extension model” by organizing extension training courses directly to
farmers. In this context, the Project started by selecting INA as a counterpart with the idea of involving MIDA once a stable extension
model had been developed. In the latter half of the Project, MIDA recognized the effectiveness of the this model; and introduced the
methodology to another government program, entitled “Familias Unidas (the United Family)”

This project is consistent with the Republic of Panama’s agricultural policy and Japan’s ODA policy. The participatory appropriate
fechnology extension model by farmers satisfied the needs of the related Panamanian stakeholders. At the beginning, the Project ran
behind its original schedule due to delays in counterpart staff assignment. However, by the assigning of extra staff by the Japanese
side, the original project purpose was achieved by the Project’s end. ‘ ‘

After the completion of this project, it was expected that the “participatory extension model based on the farmers’ group activities at
pilot farms”, which was established by the Project, would continue to be supported by INA, and that this model would be expanded
nation-wide by MIDA. However, the INA president was replaced, and the new president, while admitting the effectiveness of this
‘extension model”, returned to the original organizational framework of MIDA and INA, which is “MIDA is responsible for extension
activities, and INA is responsible for Education”. Therefore the exclusive INA support for the 4 pilot farms of this project was
Suspended. At the present, INA continues their technical support to the farmers, for example, information exchange meetings at the
Exchange Centre. But now its target is the general farmers, and not the specific 4 pilot farmers assisted by this project. In addition to




.| continue.

| the INA policy change, at some pilot farms the landowners ordered the farmers to leave the fields, so now the farmers at.these pilot
farms have only been partially able to continue their group activities. Meanwhile, the extension workers at the MIDA regional office
| visit the pilot farms every three months to see if the agricultural methodologies brought by the Project are being implemented correctly,
.| With the loss of INA’s direct support and the loss the farm fields as the central place for group activities, the “participatory extension
" | model based on the farmers’ group activities” now faces an uncertain future. .. gt i e T
| On the other hand, it is reported that more than the half the farmers, (in and out of the pilot farms), who learned the appropriate
agricultural technologies through this project still continue to apply the learned technologies. Moreover, other farmers groups, local
| NGOs, volunteers, and public organizations, who became acquainted with' the appropriate agricultural technologies through the
| guidelines or site visits to the pilot farms, also currently utilize these technologies. The promoters and farmers currently on the pilot
farms are still engaged in the extension service to the farmers in the nearby communities. Because of this, the project impacts partially

In light of the above, this project is evaluated to be fairly satisfactory. e

<Recommendation to JICA> STl e R e e e

1) In this project, considering the reality that in Panama of the relationship between MIDA and INA was not functioning well, INA
proposed to establish the “new extension model by farmers” by organizing extension training courses directly to farmers, and thus,
.| formulated the Project. In this context, the Project selected INA as a counterpart. Even tough the project purpose and outputs were

| achieved within the project period, it was difficult that the effects of the Project would last after the completion of the Project. This
project tried to introduce the new extension model of “participatory extension model by farmers with direct technical support by INA”,
which was new to Panamanian agricultural administration system. ~ The introduction of new administration system would take time to
| be established and settled down. Taking this into consideration, in case of the similar project, - it is recommended to secure the enough
| period so that the new administrative system, which the Project try to establish, to be fasten -after the completion of the Project, by
| followed-up by another project and others. B Sty o e S s e D T

2) For the similar projects, farm and land property rights confirmation is essential so that the farmers will have places to continue
their group activities. - NI S St N R A NG e

1 Relevance

| (1) Relevance with the Development Plan of Panama ‘ e e et e e e e S e e
The Torrijos government (2004-2009) set a high priority on the “shrinking of income gaps and poverty alleviation in the country” as

one of main political targets, and supports poor farmers and indigenous peoples who reside in the country’s middle mountainous areas.

| (2) Relevance with the Development Needs of Panama Lo s e o e e D e
“Strategic Plan of Agriculture 2004-2009” set the “sustainable rural development” and “improvement of agricultural productivity” as

a strategy for the poverty alleviation in rural areas, including the promotion of organic agriculture. At the time this project was planned,

farmers also agreed that “low productivity” was one of their problems. Now MIDA assesses the participatory extension model by

farmers as effective, e e e

(3) Relevance with Japan’s ODA Policy ‘ B, .

“ODA Charter” and “Japan’s Medium-Term Policy on Official Development Assistance” highlights “the improvement of agricultural
productivity to shrink the regional gap” and “the support to strengthen the community organization” as one of Japan’s important aid
policies, At the time of planning JICA’s Country Assistance Program for Panama, the shrink of “economic and regional gap” and “the
increase of economic capacity of the poor” were specified as the important cooperation issues. At the end of the Project, JICA still sees
“the support for the improvement of the agricultural productivity for the rural farmers and fisheries” as significant areas to support in
the assistance program. :

This project has been highly relevant with the Panama’s development plan, development needs, as well as Japan’s ODA policy;
therefore its relevance is high.

2 Effectiveness / Impact ‘
(1) Achievement of Project Outputs and Project Objective(s)

At 4 areas, the pilot farms were established and strengthened with the formulation of the pilot farm management plan. More than
50% of appropriate agricultural technologies that were introduced to these pilot farms during the Project, were implemented at the time
of completion of the Project at these 4 pilot farms (the target indicator of the application of technologies was “more than 50%”, which
is related to Output 1.). At INA, training courses for the extension workers and promoters were conducted 11 times (target was 9
times), and those for the farmers were conducted 43 times (target was 36 times). 224 extension workers and promoters, and 611
farmers participated in these courses (target number was 100 for all). Also the appropriate training materials were developed for 34
species (the target number was 30). With this progress, we can say that the training system to train farmers to conduct the participatory
extension model was established in INA (These are related to Output 2). The exchange programs organized by farmers at pilot farms
were not implemented at the planned frequency. However, the more content rich programs by farmers, not only introducing the
technologies but teaching technologies, were organized 16 times (original target was 36 times). The extension activity technical
guidance by farmers in the nearby communities was conducted less than once a month (which was target of the Project), but the
farmers taughr the technologies to farmers visiting the pilot farms (These are related to Output 3). At INA, about 800 persons (farmers,
extension workers, promoters and others) a year participated in the INA Exchange program (the target number was 500). In January
2007, the participatory extension model by farmers guidelines were compiled, and a seminar on how to use them was conducted. The
coordination meetings with the related extension organizations were organized for the efficient project operation, but not with the
expected frequency (target was 12 times). However, due to well-organized small meetings with those stakeholders at the beginning of
the Project, the support system for the efficient project operation to create the participatory extension model was prepared (These are
related to Output 4). With the situation mentioned above, except for Qutput 3, most of the outputs were approximately achieved. The
| targeted 4 pilot farms succeeded in establishing the participatory extension model, satisfying the requisites defined above.

For the achievement of the project purpose, the extension activities delivered to the neighboring 23 communities, even not enough to




Whe targeted 25. The number of farmers groups and farmers who leamned the appropriate agricultural technologies from those 4 | -
pilot farms ‘was about 50 to 80 each time (the target was 30). With the situation mentioned above, the project purpose was | -
approximately achieved at the end of the project period.” . : : B T

(2) Achievement of Overall Goal, Intended and Unintended Impacts

After the completion of the Project, it was expected that, by 2012, the agricultural productivity would inérease by 50%, compared “

frijol beans productivity was increased by 20-30% in 2009 compated with that of 2005. With this pace of progress, we can expect that | .

crops, as a result of group activity at the pilot farms, have not reached to the target levels. Meanwhile, other than these 4 pilot farms,
there are- several farmers groups, local NGOs, volunteers, and public organizations who are currently ‘applying the appropriate
agricultural technologies, which: they learned through the guidelines and by visiting the pilot farms. Also MIDA introduced this |
“participatory extension model by farmers of appropriate agricultural technologies™, which was introduced by this project, to another |-
national program, “Familias Unidas(the United Family)”. In addition to these impacts, at some.pilot farms out of 4, farmers are still .+
teaching the appropriate agricultural technologies to the farmers in the neighboring communities. As mentioned above, we can |-
continuctofidentify':thESepartial impacts, - oot : SR B e i

This project has somewhat achiéved its objectives, therefore its effectiveness is fair.

3 Efficiency

with that of 2005, and the 3 new crops would be cultivated at 4 pilot farms. Among the the target pilot farms, at one farm, the rice and: | =

2 “50% increase” can be achieved on this group farm by 2012. However, regarding productivity improvement of at the other 3 pilot o
farms, we could not obtain any information. Concerning the new crop production at the pilot farm mentioned above, 8% of the farmers: | =
cultivated the 3 new crops and in the other one farm, more than 50% of farmers presently produce the new 3 crops. However, at the |
other 2 pilot farms, no new: crops are cultivated. With this information, the productivity improvement and the introduction of new | -.

(HOubputs™ o e s L o Sonme
As stated in “2. Effectiveness / Impact”, the expected outputs were achieved approximately. .

@Blementsof Inputs . i
The appropriate experts and equipments were delivered without delay, and they were used during the project period to achieve the.
expect\ed{ou‘rcpms.,_‘ e e o e e s SR

(3)Pr6jécfCds;t,"Périqd\'of,'Cébperatif)ﬁ‘ e T L , 1
The project cost was reported 1.5 million yen for the equipment, and 35.5 million yen for local activities. We have no figures on the |~

cost at the time of planning to compare with, but no negative remarks were noted related to the project cost in the terminal evaluation. | -
The actual project period was 36'months as plamned. =~~~ . Ban R , :

The mputsare appropnate for producmg (Sﬁiputé‘ixéﬁd‘déhieving the project objective therefore efficiency of the Project is high.

4 Sustainability

(1) Related Policy towards the Project S PeE e : ,
MIDA emphasizes the importance of strengthening of farmers organizations to enforce the competitiveness of small-scale farmers in |
the “Strategic Orientation for the Development of the Agro-fishery Sector 2010 — 2014 (Orientaciones Estratégicas para el Desarrollo |-

del Sector Agropecuario 2010-2014)”. .~ - -

(2) Institutional and Operational Aspects of the Executive Agency = .~ , S : :

It was expected that after the completion of the Project, INA would continue to supporting the 4 pilot farms for the maintenance of
“participatory extension model by farmers of the appropriate agricultural technologies”, and MIDA would expand the model
nation-wide. With this perspective, even though the counterpart was INA, the Project tried to involve MIDA in expanding the
appropriate agricultural technologies through the participatory extension model by farmers. However, after the completion of the
Project, the president of INA was replaced. The new president returned the original organizational framework of MIDA and INA,
which is “MIDA is responsible for extension activities, and INA is responsible for Education” (Even he acknowledged the
effectiveness of its model). The number of staff at Department of Extension and Community INA has increased from 5 to 6, but due to
this policy change at INA, their support to the 4 pilot farms was suspended, and continues the restricted support for extension, such as
organizing the information exchange meetings at Exchange Center to the general farmers. The staff assigned at INA by the Project has
already left. But the extension workers at the MIDA regional office are visiting the pilot farms every three months, and observe the
condition of application of appropriate technologies.

(3) Technical Aspects of the Executive Agency

The instructors at INA are maintaining their professional skills by participating in the training course held at main farm field at INA
and by participating in the related conferences. However, these technical skills are not necessarily utilized to support the farmers at 4
pilot farms, supported by the Project. The extension workers at MIDA also have kept their professional skills. The promoters and
farmers at 4 pilot farms also maintain their skills by participating in the training course offered by MIDA and other government
agencies. '

(4) Financial Aspects of the Executive Agency

The income and expenditure at INA increased consistently from 2007 to 2010; income increases from 189,793 B/ (Balboa) to
332,761B/, and expenditures also increased from 229,121B/ to 286,643. However, financial status of each fiscal year fluctuated
between surplus and deficit during this period. However, as stated above, now that INA does not take the main role tsupporting the 4
pilot farms, it has affected the pilot farm’s management negatively. Regarding the financial status of pilot farms, one farm is operating
well with some surplus, borrowing some funds from NGO sand selling their agricultural product, and livestock. The other 3 pilot farms
did not show us their exact financial status, but they reported that they have a budget shortfall, and they are compensating for the
deficit by sales of land and livestock, and other subsidies.




(5) Continuity of Effectiveness and Impact e o ; i e R r S

One pilot farm continues their group activity at approximately same level as during the Project. However, 2 out of 4 four pilot farms
were ordered to leave the fields by the landowner, and can only partially continue their group activities (such as group sales of farm
product and livestock). For the remaining farm, due to the high acidity of the land, many of the farmers were obliged to leave it,
.| However, many farmers are currently applying more than half of the appropriate technologies, either they. continue to belong to the
| pilot farm, or they have had to leave the farm. The promoters and farmers who remain at the 3 pilot farms are ‘still teaching the
appropriate technologies to the farmers in the neighboring communities (even. the number of the communities decreased from 23 to
11). Other than the activities mentioned above, the meetings of exchanging nursery and agricultural technologies are held once a month
at INA Exchange Center, and the training courses for the general farmers (not specific to the farmers at pilot farms) are conducted at

INA at present. ,, , T N Sy B e e

With the information referred above, major problems have béeﬁ: obsérﬁréd in the structural and ﬁfngﬁci‘ailasbe,cyté of the ékébuting
agency; therefore, sustainability of the project effects is low. -~ EF N ) e
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Evaluator, | Junko NOguch1 : . ~, t v i .
| Affiliation Foundation for Advanced Studles on Intema’ﬂonal Devclopmem Duration of Evaluation Study ‘
;Project Natae The “Project for the Improvement of Reglonal Vetermary D1agnostxc JanUatfy 2010 __Deccmhm 2 O w0 |

‘SerV1ces in Jahsco State o

I Project Outline

vc()umry Name "United Mexican States
Project Period December 2001—December 2006 o

. Secretariat.of Agriculture, livestock; Rural Development Fisheries and Food (SAGARPA), Secretanat of Rural o
Excuting Agency Development (SEDER), Government of the State of Jahsco ' ‘ e Sl
 Cooperation Agency
in Japan

Total Cost - - 596 million yen

‘Ministry of Agriculture, Forestry and F1sher1eks of Japah

Rgica:relc}li)Pro_]ects ol JICA, “Ammal Health Center Pro;ect”(Pro;ect—type Cooperatlon) (1981 1987)

Overall Goal Amrnal health status is lmproved in the State of Jalisco.

Profect Objective The 1ntegrated diagnostic system is strengthened at the laboratories of the: State Commlttee for the Fomentatmn
roject Lbjectn of Livestock and Animal Protection (COMITE) in the State. of Jallsco : et e T iy

1. Basic examination techniques are improved at El Salto Lab. :
2 Diagnostic techniques for infectious diseases prevailing in the State of Jallsco are 1mproved at El Salto Lab

Outputfs] | 3, Knowledge and techniques of animal health are improved ‘in personals concemed w1th annnal health
‘including one of the othier COMITE laboratories in the State of Jalisco. - k « ,
Inputs (Japanese Side) Inputs (Ecuadorian Slde)

Experts 17 for long term, 16 for short term | Staff allocated 22 countexpart personnel e

Equipments 120 million yen s oo | Bquipments NA m e

Local Cost . .. | 26millionyen =~~~ = ] Local Cost 48 nnlho_n pesos

Trainees Received | 16 trainees = N | , - : | Land etc provided Facilities a'nd equipments

Others NA . lOthers NA i

Il Result of the Evaluation = .~

Summary of the evaluation

This Project aimed to improve animal health, by upgrading animal disease diagnosis skills for personnel at El Salto Laboratory
through lectures and OJT, and upgrading the knowledge and skills of personnel at two regional (small) laboratories through lectures. |
El Salto Laboratory and the two regional laboratories were under supervision of the State Committee for the Fomentation of Livestock |
and Animal Protection (COMITE) of Jalisco. ' Jalisco is a leading livestock production state in the country, while it had challenges in
controlling animal health.  In‘this sense, the Project was in accordarnce with Jalisco’s needs.

As a result of the Project, staff of El Salto Laboratory acquired new examination techniques and learned to diagnose more animal
diseases. Before the Project was completed, 3 diseases were rated “free of disease”, among 9 diseases in a national campaign.
However, since the Project terminated, there has not been much change in the phase of the campaign diseases. In addition, it was
pointed out in this evaluation survey that some farmers were hesitant to let animals be diagnosed because they feared the commodity
value is reduced if some infection is detected. '

Regarding COMITE’s communication with other. related organizations, the Secretariat of Agriculture, livestock, Rural
Development, Fisheries and Food (SAGARPA) and the Secretariat of Rural Development (SEDER) of Jalisco were to supervise and
direct COMITE, and the National Center of Diagnostic Services for Animal Health (CENASA) were to give technical support to each
laboratory.  However, this collaboration was not functioning well in the early stage of the Project. Communication improved as the
Project went on, but after the Project ended, it has restored to its former state,

(The two regional laboratories were closed after the Project ended and their functions were transferred to El Salto Laboratory. The
samples are now sent to El Salto Laboratory. When they were functioning, these laboratories were certified by SAGARPA and
performing as supplementary laboratories to El Salto Laboratory. Therefore, there is no change and problem in the diagnostic
services of animal health in Jalisco as a whole.

In light of the above, this project is evaluated to be satisfactory.

<Recommendations for COMITE>
1. Establish a regular communication channel to share animal diseases related issues in Jalisco and discuss necessary actions to take

among El Salto Laboratory, SAGARPA (both at national and state level), SEDER and CENASA.
2. For animal disease control, first of all, farmers use the diagnostic services of animal health. Therefore, again they should be

informed of the importance of the animal disease diagnosis.

<Constraints of the this evaluat1on study> e
The data and information about the two regional laboratorles was not available mcludmg the data during the Project period.




, Therefore the achrevement of the Pro;ect Purpose was venﬁed only with the mfonnatwn obtamed from El Salto Laboratory. -

Note: “Free of a disease” means that a dxsease doesn toccur agam for 12 months. aﬁer it is erachcated

1 Relevance

(1) Relevance to the Development Plan of Mexico ; :
The “Sector Program for Agricultural, Livestock and Fishery Development 2001 2006” reported that the ammal health is one of the

important elements for the development of the livestock industry. Also in the national program for rural development “Alianza
Contigo,” the improvement of the animal health and hvestock promotron were the target areas for the subsrdy

(2) Relevance to the Development Needs of Mexrco S R R e S “ e
According to Jalisco’s “State Plan for Development (2001 2007)”, it led the country n the productron of pork chrcken and mllk and

took second place in meat production in 2000, = The agriculture and livestock industry has occupred an 1mportant position in state
development. However, among the 9 animal diseases which the country tried to eradicate in a natronal campalgn, none was “free” at
the time of the Project commencement There was a great need for the ammal health nnprovement e

(3) Relevance to Japan’s ODA Pohcy = P o :
In the policy consultations. for economic, eooperatron held in November 2001 and 2004 “mdustnal development and reg1ona]

promotion” was discussed as one of the pnonty assmtance areas, and the PI‘O_]eCt was in l1ne with this area T

This project has been hlghly relevant to the country s development plan, development needs as well as Japan s ODA pohcy,
therefore, its relevance is high. - , ; i , e

2 Effectiveness / Impact

- (1) Achievement of Project Qutputs and Project Objective e e :
As outputs achieved by the end of the Project, the staff of El Salto Laboratory acqu1red 21 new basw exammatmn techmques (d

virological, 8 bacteriological, and 7 pathological examination techniques), and was able to diagnose 50 kinds of infectious diseases
including those prevailing in the state. Also, a total of 33 training courses and seminars were held for the persormel concemed with
animal health in the state.  These outputs were all more than the targeted.  As-a result, among 9 mational campaign diseases, 7

' | diseases which COMITE was in charge of were all able to be diagnosed at El Salto: Laboratory - The other two COMITE laboratories
~ | were closed after the Project; so the function of disease diagnosis was transferred. .~ When they were' functronmg, these laboratories

were certified by SAGARPA and performing as supplementary laboratones to El Salto Laboratory (Termmal Evaluat1on Study), and
therefore, it can be judged that the Project Purpose was achieved. - k i ,

(2) Achievement of Overall Goal, Intended and Unintended Impacts R i S R e b e R

The Overall Goal of the Project was to improve the phase of campaign drseases Before the Project was completed, 3 diseases
(CSF, ND and avian salmonellosis) got rated free. After the Project, there hasn’t been a big change in the phase of the national
campaign diseases. ‘However, animal diseases can be suddenly brought by unregistered farming and smuggled animals from other
areas, even though once they become free, and therefore “no deleterious change in the disease phase™ doesn’t mean “no effects of the
Project.” Besides, the farmers have come to realize the importance of receiving the animal diagnosis. On the other hand,
SAGARPA delegation of Jalisco tells that some farmers are hesitant to let animals be diagnosed because they fear the commodrty
value is reduced in case some infection is detected.

This project has largely achieved its objectives; therefore its effectiveness is high.

3 Efficiency

(1) Outputs
As menticned above, the outputs were produced as planned.

(2) Elements of Inputs

It was evalvated that “the inputs were almost as planned in terms of quantity and quality considering the outputs generated, except a
small delay of Japanese experts.” On the other hand, according to the Project resources at the time of completion, There were some
communication difficulties among some personnel and organizations in the early stage of the Project, and this caused the delay of

some activities.

(3) Project Cost, Périod of Cooperation

The Project planned the input of 596 million yen. Information regarding the planned cost was not available.

The actual duration of the Project was 60 months as planned. The outputs were produced as planned within the period, except the
construction of the facilities for animal experiment and for training. In particular, the training facility was constructed just before the
Project, much later than planned, and therefore, it was not used during the Project. The training was conducted in the hotels or
COMITE rooms. As not many participants were accepted by these rooms at a time, the training had to be repeated more often than
planned, and in the result the burden on the Japanese experts as lecturers reportedly increased.

Some input elements (Mexican side) were not appropriate for producing outputs; therefore, efficiency of the project is fair.

4 Sustainability




(1) Related Polrcy towards the PrOJect

The “National Development Plan 2007 2012” declared that agrlculture and livestock provrde food mgredlents of processed food and
gxport items; ‘and therefore i is an important sector for the national development.. Also in SAGARPA’ “Sectonal Development Plan,” |
one of the strategles is.to 1mprove ammal hea]th for food securrty and product competmveness

) Instltutlonal and Operatlonal Aspects of the Executrve Agency 55 : - _
During the PI‘O_]E:Ct period, a supervisor and a technician were assrgned in each area,’ vxrology, serology, brucellosrs tuberculosrs and

pathology Regarding the communication mcludmg direction and technical training among COMITE, SAGARPA its. delegatron of
Jalisco, SEDER and CENASA, many of them self-evaluated as “appropnate » while a some suggested that CENASA needs'to be more | :
closely- manage. COMITE in order to better disease diagnosis. = Cognition depends on each. - The Terminal Evaluanon Study e
recommended estabhshmg the PI‘O_]eCt Sustalnablllty Commlttee for acttvrtles contlnurty, but the: commlttee hasn tbeen held o o

3 Technrcal Aspects of the Executlve Agency G e ' o : S 1
After the Project; 4 personnel haveleft COMITE among 22 counterpart personnel but’ lectures and 0JT opportumnes are given to :
newly hired staff upon necessity., . The major equipments provided by the Project are regularly mspected and are functlonmg except | -
some which were replaced by COMITE: ' El Salto Laboratory obtained accreditation of EMA (Mexwan ‘Accreditation Entity) on |
examination during the Project penod Also the ammal experlment facrhty has recelved NOM (Mexrcan Ofﬁcral Norm) certrﬁcatron "

Thus, there are no, technlcal concerns. -

@) Fmanc1al Aspects of the Executlve Agency [ : Lo : B : G -

The government budget for COMITE decreased by 10% in 2009 and by 20% in 2010 compared w1th the last year of the Prolect
Contributions from the farmers have remained almost the same. - However, El Salto Laboratory reports that the: budget is sufﬁc1ent
and two regronal laboratorres are closed Therefore ﬁnancrally, there are no concerns -

) Contmurty of Effectlveness and Impact s o ' /
El Salto- Laboratory has : prov1ded the. dlagnosrs services. for 7 drseases among 9 natronal campalgn dlseases however some | -
organizations point. out:that “there has not been sufﬁcrent dlagnosrs quality control at El Salto because of personnel changes at |
COMITE ” As explamed above at: “Effectlveness / Impact 2 there hasn t been much change n the phase of the campalgn dlseases

Some problems have been observed in the structural aspects of the executlng agency, therefore sustamabrhty of the pI’O_] ect effects is
fair. - , : : , i e







Slmphﬁed Ex-Post Evaluatmn for Grant Aid Proj ect

, Nobuko Fquta

Evaluator, : ' ' i i
Affiliation Foundation for Advanced Studres on Internatronal Development : , Duration of Evaluation Study
Project Name “The Project for COnstructlon of Fisheries Center- | Tanuary 2010 -December2010 Al

I Project Outline -

‘Antigua and Barbuda

Country Name e

Project Period ‘March 2004 January 2006 ‘ .

Implementing The Flshenes D1v1510n M1n1stry of Agnculture Lands and Marine Resources

Agency ; e

Project Cost Grant L1m1t 921 million yen Actual Grant Amount: 917 m1lhon yen s

Main Contractors :Constructlon and Procurement Toa Construcuon Company '

m Consultants Ecoh Corporation and Kyokuyo Co., Ltd.

Basic Design ‘Basic Design Study: June 25 2003-March 31, 2004

' 1.JICA; Expert in ﬁshenes development 1997)
2. JICA, Expert in fisheries development (March 2002 March 2004) R i i S
3. JICA, Expert in fisheries development and distribution (August—December 2006, June2007-November 2008)
4; JICA, Expett in fisheries development. and dlstrlbutlon (January 20107 anuary 2012) : o
o 5.Grant, the project ‘for construction of fish landmg and dlsmbutmg facrh’nes 1n St John's 1n Antlg,la and‘.(
Related Projects ‘Barbuda (1,280million yen, 1997) b s
?fan ) ject | 6. Grant, the Project for Rehablhtatlon of Artisanal Fishery, Parham (857m11110n yen, 2000)
(if any |7. Grant, the Project for Rehabilitation of Artisanal Fishery, Urlings (798million yen, 2001)

8.Grant, The Project for Constructlon of Artisanal Fisheries Facilities in Barbuda (1, 328m11110n yen 2009) o
9.-Cadnada: (Orgamzatmnal strengthemng of ﬁshenes admmlstratlon constructlon of Codrmgton Flshenes -
“Center, etc.) ‘ : He
-10.Technical asmstance from CARICOM (Carlbbean Commumty), OECS (Orgamzanon of Eastern Can bean? i
States), FAO (F ood and Agnculture Orgamzatlon of the United Nations) S G e
Antlgua and Barbuda, w1th a populatlon of. 85 000 (2006), has a monoculture economy dependent on tounsm
The country. places ﬁshlng ‘industry .as: an mdustry with high potential . for growth and with the goal of o
sustainable use of ‘its marine resources by exercising appropnate development and’ management while
providing a stable’ domestic fish supply to substitute imports and as exports to earn foreign currency. e

Project Background | Given the above context, Antigua and Barbuda planned to_construct a fisheries center at Point Wharf which is |-
_the country’s largest fishing port; and called on Japan for grant aid cooperation. The center (fishing complex) | -
includes landing facilities, a processing plant and hygienic laboratory with mtematlonally recognized sanitation |~
“standards; thereby strengthening the landing capability for marine products mcludlng those from Barbuda' .
“island, and supplying the market with sanitary and safe, value-added marine products. s ,

Project Obiective ‘To construct landmg and. processmg facilities for ﬁshery products at Point Wharf landing site in order to supply

J J ‘ hygienically and safely processed seafood to the market. e
Output[s] ' -Wharfs, revetment, s11pway, an administration office building with a hyg1enlc laboratory and a meeting hall, a
(Tapanese Side) processing plant, a work shop and fishing gear lockers and a boat yard are constructed.

-Equipment for the hyg1en1c laboratories, processing plant, and meeting hall were procured and installed.

I Result of the Evaluation

Summary of the evaluation




This project constructed a fisheries complex at Point Wharf landing site, which is located in St. John’s, the capital of Antigua and
Barbuda. In phase 1, an unloading wharf, revetments, and a slipway (*1), which were dilapidated and damaged by hurricanes were
| repaired, and in phase II, an administrative office building with hygienic laboratory (*2), a meeting hall and an office for the Fisheries
| Division, a processing plant, a workshop (for engine repair), fishing gear lockers and boatyard were constructed and equipment for the
- | hygienic laboratory, processing plant, and meeting hall were provided. ' - RS e e D

| Although the fisheries complex had some difficulties, the contractor and the Fisheries Division repaired it. Today the wharf, slipway,
boatyard, lockers, meeting hall and administration office are effectively utilized. On the other hand, the processing plant has not
reached the pre-set target and hygienic laboratory has not yet started full-fledged operation. The Project goal “to provide sanitary and
safe, value-added products to the market” has come within reach. However, more time will be necessary for it to be accredited as a
processing plant/hygienic laboratory based on internationally recognized sanitation standards. Currently, another grant project “The
Project for Construction of Artisanal Fisheries Facilities in Barbuda” to construct a similar fisheries complex in Barbuda is underway,
Once it is completed, it is planned that the catch brought in from Barbuda island will increase the landing of fish at' Point Wharf, and
this will make the processing plant full operational, In order to ensure the development effectiveness, a JICA expert to the Fisheries
-| Division is dispatched. : ' e s DT N Sl

‘| Inlight of the above, this project is evaluatéd fq ‘bel fairly satisfactory. o

(*1) a tilted way to pull up boats o hT S S S
(*2) Sensory evaluation (color, odor, parasites), physical inspection (length, weight, contamination), chemical inspection (histamine,

moisture content, etc.), and bacteriological analysis were planned to be conducted.

1 Relevance
(1) Relevance to the Development Plan of Antigua and Barbuda’:‘ o

Manifesto 2004, which is the outline of the National Development Plan of Antigua and Barbuda states that diversification of
industries is central to economic development. It emphasizes fisheries as an important industry utilizing the nation’s natural resources,
thereby, promoting self-reliance. In addition, the Fisheries Development Plan (2010) stresses the production of high quality marine

products, and the preparation of a sanitary environment for landing and distribution facilities. - - '

(2) Relevance to the Development Needs of Antigua and Barbuda S e e R B o

An important objective for Antigua and Barbuda is'developing a fishing industry utilizing the nation’s own resources. With the shift
to a Caribbean Single Market Economy, improving marine product quality to increase competitiveness is ‘becoming increasingly acute.
Furthermore, in order to export marine products to EU countries (the French Caribbean islands: Martinique, Guadalupe, etc.), EU
sanitation and quality requirements need to be met. This has been challenging. =~ BT e R Ry

(3) Relevance to Japan’s ODA Policy E ‘ PR R T
‘In the “New Framework for Cooperation between Japan-CARICOM in 21* Century”, approved at the ministerial meeting between
Japan and CARICOM in 2000, seven important cooperation sectors were defined. These include tourism, fisheries, and agriculture.

From the above, this project has been highly relevant to the country’s development plan, development needs, as well as Japan’s ODA
policy; therefore its relevance is high. ‘ R

‘2_ Efficiency

(1) Project Outputs

The wharfs, revetments, slipway, administrative office building with hygienic laboratory, meeting hall, office for the Fisheries
Division, processing plant, workshop, fishing gear lockers and boatyard were constructed and equipment for hygienic laboratory (high
| speed refrigerated centrifuge, Soxhlet fat extractor, water activity measuring unit, Kjeldhal digester and auto titration unit, etc.),
processing plant (smoke chamber, belt conveyer, vacuum packing machine, etc.) and meeting hall (projector, etc)were provided,
However, it was reported that various types of repair work were needed after that. In addition to some repair work following “the
| inspection of one year after completion of the project,” major repair work was also carried out in 2008 and 2009. Even in 2010, there
| was leakage from the rain as well as the water from the refrigerant pipe of the air conditioner breaking out. The contractor and the
Fisheries Division have conducted a number of repairs to this date.

(2) Project Period (Project Inputs)
Including detailed designing and tendering periods, the Project was completed as planned in 22 months (equal to 100% of planned
period).

(3) Project Cost (Praject Inputs)
The Project spent 917 million yen against the project budget of 921 million yen (equal to 99.6% of planned cost) during the project

period,

From the above, although both project period and project cost were within the plan, there were some problems concerning quality of
the outputs, Therefore, efficiency of the Project is fair. /

3 Effectiveness / Impact




Wltatlve Effects Lo i S : : o

The target number of registered ﬁsher folk 1n Pomt Wharf was 1901 in 2007 as compared to 127 in- 2003 As of 2010 there are. 147 A
which is below the target. Although, since some of the boats reglstered at other three landing points in St.John’s Bay use Point Wharf |
rocessing plant; actual user may exceed 147, The processed product target at the newly built processing plant was 55t in 2007. It is ,
now 6.75~9t; however the tonmage is trendmg hlgher Although the sample target at the hygienic laboratory was 70 in 2007, it IS stlll in |
the stage of T preparmg for operat1on
The reason for this is that the PrOJect as ongmally planned expected that the catch from Barbuda would also be landed at Pomtr 8
Wharf. Since the project to construct a fisheries complex in Barbuda is underway as mentioned above, the catch landed at Point Wharf |
is now mostly sold at foreshore. Therefore the need for processmg is low. Because of this, only preliminary processing (scaling, |
degutting, filet, slice, and packing) is done while other processing methods mcludmg freezing (30%), smoking (5%), and salting(5%)
were initially planned [(The rest.of the 60% was planned as prehmmary processing.) As mentioned before, once the fisheries complex
in Barbuda is comp]eted fish caught by Barbuda boats can be stored w1th ice, makmg it possrble for th1s catch to be brought into Pomt ;

Wharf for processmg (111tis expected )

2 Impacts (Impacts on. the natural euvrronment Land Acqu1s1t1on and Resettlement Unmtended Posmve/N egatlve Impact) :
Wharfs, slipway, locker rooms; workshop, and ice provided at the complex, made the fisher folks’ work and ‘maintenance of the boats,

casier; Wthh contrlbuted to nnprovmg the1r workmg env1romnent Processed products are exported or. sold to restaurants and hotels in

the city.” < ‘ : v
Moreover since the Flshenes D1v1s10n moved mto the admmlstratlon bu1ldmg, and the meetlng roorm was prov1ded the reglstratlon”
of the boats and consultatlons between the ﬁshermen and the Flsherles Division have become more efﬁcrent .

Before the PrOJect -the export of fresh lobster to EU. countries was 1mposs1ble because the EU made the: 1ntrodnct10n of H.ACCP
(Hazard. Analy51s and Critical Control Pomt) obhgatory By being packed at the Point Wharf processmg plant, eexport of live lobster |

issues to be addressed in order to meet its standard For example the processmg plant needs to be surrounded by a fence in order to
keep a sanitary environment.: . 7
As positive indirect impact;. beautlﬁcatlon of Pomt Wharf area was pomted out. It used to be an area covered with old buildings, |
shrubs and uncontrolled vegetation. The Project ‘gave the area more pleasing ‘and aesthetic appearance by not only constructing |

buildings : and facilities; but developmg surrounding ‘area as a whole The trash thrown in the area and sea by locals and fisher folk has |
been reduced the local scenery has been substantially- improved: g :
There was no land acqulsltlon and 1mpact on natural env1ronment”fThe sewage water ﬁ'om the processmg plant and admmlstratwe o

building is properly treated. e : e
From the above, this prOJect has somewhat achleved 1ts Ob_]eCtIVCS therefore 1ts effectlveness is falr o

4: Sustainability

0 Structural Aspects of Operatlon Maintenance
During the planning, Antigua Fisheries Limited was supposed to manage the complex. However aftera change of admmlstratlon, the |

in the country (including, Parham, Urlings, Point Wharf) was assigned at the Division. Currently, the Fisheries Division has assigned 7
staff members to the Point Wharf ﬁshmg complex. The Hygienic plant was initially planned to be utilized by the concerned division of |
the Ministry of Agriculture, However, since three years have passed without delivering results, the Fisheries Division is now in charge
of operating it. One Cuban ammal doctor has been appomted smce 2010 and has started preparmg to begtn operation. g

) Techmcal Aspects of Operatron Mamtenance

Some of the equipment is not being used at this moment. In addition to equrpment for the hygienic laboratory, a smoke chamber, belt
conveyer, and blast freezer, among others in the processing plant are not in use, Currently the Fisheries Division is preparmg an
independent smoking chamber room on its own, since the smoke chamber should have been placed outside of the processing room, so
that dirt and germs are not brought in with logs and smoke does not cause hygienic problem for strictly sanitation-controlled
processing room. A conveyer belt whose need has not been identified is also not yet utilized. The blast freezer is not used since there is
not enough fish for freezing at the moment. One of the processing plant staff has received training from JICA, and a JICA expert
(2010-2012) at the Fisheries Division has been providing technical assistance.

(3) Financial Aspects of Operation Maintenance -
The Fisheries Division budget has been increasing every year since 2005, and the Point Wharf fisheries complex has been receiving
own budget since 2009. However, once full-scale hygienic examination starts operation, the financial aspects of maintenance, for

example, whether or not chemicals are adequately supplied, remains to be seen.

(4) Current Status of Operation Maintenance

The administrative office building except the hygienic laboratory, the wharfs, slipway, boat yard and lockers, processing plant, and
some of the equlpment for processing is utilized and maintenance and operation difficulties are properly dealt with, The boat engine
tepair space is effectively utilized during the daytlme although the fisher folk cannot leave the engines and materials over night since
itis an open air. Since most of the equipment is Japanese, some of it is not easy to repair or procure, for example air conditioners or
small spare parts such as switches. Currently, a long-term expert to the Fisheries Division offers support in procuring spare parts and in
replacing some of the equipment with ones that are more accessible to after sale services. The Fisheries Division is making efforts in
Sustainable utilisation of the facilities,

Some problems have been observed in structural aspects and current status of operation mamtenance therefore sustainability of the
project effect is fair. , .

and live fish were temporartly permitted. However, the plant still does not meet the EU standard since the EU has pointed out several |

Fisheries Division itself is now charge of its management. A fisheries complex coordinator, who manages the entire fisheries complex | -







Slmpllﬁed Ex-Post Evaluation for Grant Aid Preject

Evaluator, - Junko Noguchi e : : | L luation Stud
Affiliation * | Foundation for Advanced Studies on Internatloml Development .| Duration of Evaluation Study
Project Name - The Project fo'r‘Improvement"of Vocational‘Training in Ecuador L ' ey 'Jannary 201 0— Decembe'rél)'l 0 el

I Pfoj ect Outline

Coﬁntry Name Republic of ,E‘cuador‘ B

Project Period . November 2004-March 2006

/I;I;g lrieé;enting,, ‘lServ1c1o Ecuatonano de Capac1tac1on Profesmnal [Ecuadonan Profess1onal Trammg Serv1ce] (SECAP)
Project Cost. - ‘Grant lelt 809 millionyen . } Actual Grant Amount 808.89 million yen i
Main Contractors Mitsubishi Corporation. -

Main Consultants Japan Development Service:Co., Ltd.

. . “Basin Design Study on:the Project for Improvement of Vocatlonal Trammg in Ecuador » J apan Deve]opment ;
Basic Design | Service Co., Ltd., August 2004 1
: 1. JICA, “Technical Cooperation Pro_]ect for Improvement of Vocatlonal Tralnmg n Eouador ” JICA v
llelated PrOJ ects “Technical Cooperation Project for Strengthening of the Occupational Training for the Vulnerable Sector” )
(ifany) ] 2. JICA, “Japan Overseas Cooperauon Volunteers to CEFIC, CERFIN, etc.” e e

In Ecuador it was urgent to promote the development of nauonal “industries and d1versxfy the 1ndustr1a1,
structure; which had been difficult due to a shortage of human resources. The Ecuadorian-Government, in its

. K ; d «| “National Development Plan (2003-2007),” put priority on vocational training for poverty reducnon decrease -
Prolecthac groun | of unemployment and increase of productivity: - Quito, Cuenca, Ambato and Guayaquil are 4 major cities in | -
- | Ecuador, where 84% of the-small- and medium enterprises are located.. ‘Thus,- development of Vocat1onal
training inthese cities.was regarded important... : y e Dy AT

To procure necessary equipment and machmery at 6 major vocatlonal tramlng centers in order to prov1de‘ o

Project Obj sotive: skilled workers with the required level of professmnal ab111ty
Output(s] Procurement of equipment and machmery : R i
(J:tpanese Si de) .| -Areas: Electrical/electronie, machme/metal automoblle mechamc mdustnal sawmg, etc

P j“ -Target centers: CERFIN, CFMQS CEFIC, CEFIA CCSFMG- and CERFIL e

II Result of the Evaluation -

Summary of the evaluation

This Project aimed to strengthen the training courses’ at' Ecuador’s major vocational training centers by procuring necessary |
equipment and machinery. ‘Furthermore, the Project intended to develop human resources for the local industries and diversification |
of the industrial structure. = At the same time, the “Technical Cooperation Pro; ect for Improvement of Vocational Training in Ecuador
(2002-2007)” was 1mplemented and these two projects have generated synergetic effects. - For example, the technical cooperation |’
project had outputs such as training needs assessed, curriculum/material developed and instructors retrained.  Based on these outputs, |
the necessary equipment and machinery were identified for this Project and have been fully utilized. The retrained instructors of
different centers started communication to exchange information and skills for the curriculum revision and equipment maintenance.
The Project’s effects are expected to continue.

In light of the above, this Project is evaluated to be highly satisfactory.

<Constraints of the evaluation study>

It should be noted that the Project’s achievement could not exactly be compared with the target objectives originally set at the
Ex-Ante Evaluation because the method of counting the number of the courses has changed due to (i) the change of the duration of a
training course and (if) the integration of two courses to one course. However, this did not affect the evaluation analysis and results
because complémentary data and information were used.

<Recommendations to SECAP>

The system for implementing training has been strengthened at the 6 target training centers*. By sharing the outputs produced at
these centers (training needs assessment, curriculum/material development, and operation and maintenance of the
equlpment/machlnery) with other SECAP training centers, the vocational training could be strengthened at the national level. To
eosure this, it is recommended to utilize the retraining system of the instructors at the Industrial Training Center of the North Region
(CERFIN) and also the network estabhshed among the retramed instructors.

* The five target centers other than CERFIN are the Industrial Training Center of Cuenca (CEFIC), Industrial Training Center of
Ambato (CEFIA), Industrial Training Center of the Coastal Region (CERFIL), Multiple Training Center of Quito Sur (CFMQS), and
Center for Commerce/Services and Female Training (CCSFMG).




- 1 Relevance

v (1) Relevance to the Development Plan of Ecuador : :
In the “National Development Plan (2002-2003)” vocational training and human resource development were l1sted as pnonty issues,

.| and the successive plan for 2005-2007 likewise aimed to improve the product1v1ty of the domestic industries and  develop the
vocational capabilities. In the “National Development Plan (2007-2010),” these issues continue to be priorities; 1dent1fy1ng the
modernization of SECAP and vocational training of the vulnerable, lncludlng women as the natlonal strategles e

"(2).Relevance to the Development Needs of Ecuador : ‘ L : :
In Ecuador, the petroleum and industry sectors account for 12% of GDP These are eas1ly affected by the change of the 1nternat1ona1

oil price and so it was urgent to develop alternative industries and human resources.. ‘However, SECAP, which was the only
vocational training center in the industrial sector, had needed to upgrade the mstructors and equrpment/machmenes to satrsfy the

demand from the industrial sectors.

(3) Relevance to JapansODAPollcy Lty N e T

In the policy consultations held in 1999 and 2005 poverty reduction,” “environmental conservation” and “disaster prevention” were
discussed as priotity areas for assistance. Among these areas, “poverty reduction includes the development of key industries
(industrial human resource development and vocatlonal tramlng for the vulnerable) RS e e e e

This project has been highly relevant to the country S development plan development needs ‘as. well as Japan s ODA pohcy,
therefore, its relevance:is high.: : : ; . TR e

2 Efﬁciency

(1) Project Outputs i L § =
There was a small change i in specrﬁcanon and quannty of some equlpment at the tlme of the re—bld ThlS was because the frelght

increase compared to the expected due to a doubling of the orl price.. " Also, because the Ecuadorlan government procured part of the
equipment, the Japanese share was reduced However tlns change d1dn t affect the trammg quallty much and therefore the outputs

| were generally appfopnate e ey

(2) Project Period (PrOJect Inputs) e & ‘ e e e : S
It took 16 months to complete the Progect shghtly longer then planned (123% of the planned) As the PrOJe had two bIdS the |
shipment was delayed. e e L '

(3) Project Cost (Project Inputs) o
The actual cost was 808 million yen, lower than planned (809 mrlhon)

Although the project cost was lower than planned, the project period was longer than planned therefore, efﬁcrency of the prOJect is
fair. : i

3 EffEctivene‘ss # Impact

(1) Quantitative Effects

The 6 target training centers including CERFIN had the following achievement in 2009—(i) 444 “up- gradmg courses” for employed
workers, (ii) 77 “specialized training courses” as pre-service training, and (iii) 8 “professional training courses” as pre-service training
in industrial sewing. The total number of courses was 529 compared to the planned target of 781. The reasons why the objective
wasn’t achieved are that the duration of an “up-grading course” was extended after 2007, and that two “specialized training courses”
were integrated into one course. In these two courses, however, the number of trainees has increased since the year when the courses
decreased (5,836 trainees to 6,184 for the “up-grading course;” 1,284 trainees to 1,451 for the “specialized training courses™), and so it
can be said that the training scale has expanded. As for the “professional training course” the number of trainees has been almost
stable.

- (2) Impacts (Impacts on the natural environment, Land Acquisition and Resettlement, and Unintended Positive/Negative Impacts)

Cases were reported where new technologies were applied and the factory was automated at the organizations to which the trainees
belong. Furthermore, the Chamber of Commerce and the trainees’ organizations are satisfied with the training contents, expressing
that “the quality of the product has improved,” “the productivity has increased,” etc. There have also been training impacts at the
individual level; The employment rate of those who completed the courses at CERFIN increased from 67% (2007) to 90% (as of May
| 2010). At CFMQS, the employment rate of the female trainees improved from 84% (2007) to 99% (as of May 2010).

(3) Synergetic Effects with the Technical Cooperation Project

This Project and the technical cooperation project have generated synergetic effects as follows. The instructors retrained by the
technical cooperation project have given retraining to the other instructors at the centers targeted by this Project, and monitored their
performance. In addition, the curriculum and material developed at CERFIN has been utilized at other 5 centers. When the
necessary equipments and machineries were selected for this Project, the experts dispatched to the Technical Cooperation Project gave
useful advice which lead to the smooth training implementation,

This project has largely achieved its objectives; therefore, its effectiveness is high.

4. Sustainability . |




0 Structural Aspects of Operatlon Malntenance T fh e : : =

At the 6 centers, the number. of instructors has been shghtly mcreasmg or stable in 'quantity, and they have been retramed At each
center; the: staff is. assigned - for tralnmg needs assessment, follow=up. of the’ trainees, ‘revision of ‘the curnculum/matenal and:|
employment assistance. - Regarding the equ1pment procured by the Project, the instructors and storage personal are respon51ble for the |
operatxon and mamtenance In the area of the lndustrlal sewmg, the extemal techmc1ans are in charge of equlpment mamtenance A

1v) TechmcalAspects of OperatronMamtenance S : e
The instructors of the- 6. target centers visit’ each other to share the1r knowledge and skills- regardlng equlprnent operatlon and :
maintenance. - The operatlon manual i is avallable to all the staff'at every center. To those who didn’t receive the tramlng when the
equlpment was,mstalled the same tralnmg was repeated (12 tralmng opportunmes asof February 20 10) L

3 )Flnanmal Aspects of Operat1on Mamtenance o o ‘ ‘ ' : : S
The budget of SECAP drastically increased i 2007 and since that year has still been sllghtly mcreasmg In 2010 the budget for the |
operation and maintenance of the equipment is self—evaluated as “sufficient” at the 5 centers (CEFIA, CCSFMG, CFQMS CEFIC and _
CERFIL) At CERFIN itis“not sufﬁcrent” and 1s now requestlng add1t10na1 funds to SECAP el » Nmemednnaeaa

@) Current Status of Operatlon Mamtenance [y b - Pl LA sl
The major equlpment procured is mspected regularly at each center At CFMQS CEFIA and CCSFMG almost all the equlpment 15|
functioning w1thout a h1story of breakdown AL CERFIN CEFIC and CERFIL ‘some equlprnent 1s under repalr but rnost is|
funcnonlng G o i : , : Talue i ‘

No major problems have been observed in the operanon and malntenance system therefore sustalnablhty of the pro_]ect effect is |
hlgh e S i : : : :







V Simolified Ex-Post Evalunation for Grant Aid Projec’t i .

Evaluator, Ketko Asato B T . .
Affiliation Foundation for Advancecl Studles on Internatlonal Development Duration of Evaluation Study

. ‘The Project for Strengthening Health Service and Reference System in the e S L
Project Name ‘:Depamnents of Chmandega and Granada s S January 2010 PecemberlZOlO‘ Sl

[ Project Outline

Republic of ,Nicaragua -

Country Name

Project Period _June 2004-November 2005

Implementing Ve

Agency M1n1stry of Health o | | 7
Project Cost Grant Limit: 828 million yen - . I Actual Grant: Amount; 790 million yen

Main Contractors

(Construction) Konoike Constructlon Co., Ltd. (Procurement) Mitsubishi Coi'pror‘ation'

Main Consultants Azusa Sekkei Co., Ltd : : t : : - ‘
“El-Estudio: de Disefio -Basico: del Proyecto de Fortalecxmlento de los Serv1c1os de Salud v del Slstema de ,
Basic Design Reéferencia en los Departamentos de Chinandega y Granada en la Republica de Ntcaragua” Japan Internatlonal 1o
-Cooperatlon Agency (JICA) and Azusa Sekke1 Co., Ltd; Agosto 2003 o : b, s
Related Projects . ‘
(if any) - ‘ v , A vt g :
Medlcal facilities - and’ equlpment are’ aging in Ntcaragua as-‘a result of low publlc 1nvestment durmg v
, ‘Nicaragua’s civil war (1979 to 1989). Moreover, most of the buildings which house Nicaragua’s primary care |-
Project Backgroun d medical facilities have been borrowed from local governments and were not originally constructed for medlcal n
| purposes. As a result; facilities have been repeatedly and inconsistently rehabilitated and extended. Under these
circumstances;, Nlcaraguan medtcal facﬂmes have not been able to properly meet the people S needs for
‘medical services. i SERE e , i b an
“To construct health centers and to prov1de medical equ1pment in the provmces of Chmanndega and Granada in.
Project Objective “order to strengthen the network of appropriate primary care health/medlcal serv1ces and to nnprove the referral,ﬂ A
:systern between primary and secondary level medical fac1l1t1es o , \ P o
1.To construct 5 health centers (*) and to procure medical equlpment for them
2. To procure medical equipment for the preexisting: health centers (*¥), o Do : S
Output[s] (*) construction: for each medical faculty (such as ‘internal ‘medicine, pedlatrtcs, obstetrxcs and ‘gynecology, |
(Japanese Side) | dentist, emergency treatment, laboratory - examination, baby dehvery, supply and sterlhzatlon and

admtnlstratlon faculty) and its related equipment Sl
“(** medical equipment utilized for the followmg facultles mternal med1c1ne pedlatncs obstetncs and

gynecology, and laboratory examination -

H Result of the Evaluatlon

Summary of the evaluation

This project covered 7 health centers, including 5 new health/medical facilities (constructtng and equlpplng) and 2 pre-existing
health centers (equipping). The 5 new facilities included: the Chinandega health center in Chinandega province (hereinafter referred as
(), the Posoltega health center (@) and the El Realejo health center (®) at the province referred, and the Granada health center in the
Granada province (@), the Diriomo health center at the same province (®). The 2 preexisting health centers included: the San Pedro
health center at Chinandega province (®) and the Nandaime health center at Granada province (D).

The Project to construct the health facilities and to provide the regional health center with medical equipment for primary care
coincided with both Nicaraguan and Japanese policies, because these facilities were originally used for other purpose such as residence
and others. They have been repeatedly and inconsistently rehabilitated and extended and cannot properly respond to the needs and
demands of the people. We could obtain the information of effectiveness of this project only from limited three health centers (D, @
“|and @) out of 7 centers, where the number of treatment at target faculties was less than the one at the planning at the timing of target
| year. Whereas, at the time of ex-post evaluation, the number of baby deliveries, laboratory examinations and medical treatments were
exceeding the target ﬁgures Not only these quantitative effects, all the seven health centers reported also the qualitative improvement
of their health/medical services due to this project.

Regarding the operat10nal status of equxpment at present, some advanced equipment (such as dental unit, vapor pressure sterlhzer)
at the health centers in the Chinandega province have some functional problems but the advanced equlpment in Granada province are
well utilized. In addition, most of the general equipment in both Chinandega and Granada provinces are, in general, well utilized.

Regardmg the facilities use, some problems exist, but no significant defects have been reported. The centers at Granada province
assign the persons in charge and secure the technical level for the maintenance of facilities and equipments. On the other hand, the
centers at Chinandega province still need more improvement in regards to personnel assignment for the facilities and equtpment and
also information sharing in regards to maintenance. Regarding the budget, all the centers increased their entire budget since the time of
plannning, however, the budget specified for the mamtenance of facilities and equlpment is reported to be insufficient, except for the
Granada health center.

In hght of the hmlted information stated above, this prOJect is evaluated to be sat1sfactory

<Recommendation to the Mmlstry of Health of N1caragua>




The health centers at the Clnnandega province should raise the operanon rate of the facilities and equlpment by putting an
appropriate person in charge and by repairing the facilities and equipment., Some centers which are experiencing operational problems
with equipment due to lack of Spanish instruction manuals, should be dehvered COplBS and thls should solve the operanon problems

<Constraints of the evaluation study> , - o : ~ o
This project covered 7 health centers in the Chinandega and Granada provmces by constructmg fae1ht1es and prov1d1ng thern with

medical equipment. However, the information collected from the target centers, related to the effectiveness, impact and status of
current operation and maintenance, was quite limited. This evaluation was done based on tlns restncted condltron '

1 Relevance

(1) Relevance to the Development Plan of Nicaragua =~ e G e :

The “National Development Plan (Plan Nacional de Desarrollo) 2003” at the tlme of planmng of this. pro_]ect 1nd1cated that
strengthening regional health/medical service system (hereinafter SILAIS) was an important issue for the health sector. In addition, the
health sector policy (Plan Nacional de Desarrollo) 2003 highly prioritized the' decentralization of the health/medrcal service, the
modernization of the regional health system, the enhancement of primary care medical service and the improvement of the referral
system. The current national policy, “‘National Human Development Plan (Plan Nacional de Desarrollo Humano). 2008-2012”
emphasizes the right of all Nicaraguans to receive health/medical services in order to reach “Eqmty of Development and Socrety” In
this plan, respondmg to the needs of the people in each region by renovating health facilities and equ1pment and i mcreasmg public
investment in medical infrastructure“is consxdered a srgmf' cant natxonal pohey s0 that the every person can enjoy quality
health/medical services free of charge , : Ao

(2) Relevance to the Development Needs of Nlcaragua RN e B ;

Before this pmJect aging medical facilities and eqmpment were problems for Nlcaragua 3 pnmary care’ medmal system Moreover
most of the primary care medical facilities borrowed from the local government, were not ongmally intended for medlcal purposes but
were originally intended for other purposes such as’ pnvate ‘residences and therefore have been repeatedly and inconsistently
rehabilitated and extended. Patients, therefore, who ought to have received health/medrcal services at _primary ‘care-facilities, were
shifted to secondary care medical facilities in order to obtain better medical service and this posed an additional burden: on the
secondary care regional hospitals: According to the current health policy “National Health Policy (Politica Nac1onal de Salud)” not
being able to respond to medical service requests at the primary care level is still part of their problem In response to this problematic
situation, the following issues need to be taken under consideration with care with good balance: improving pnmary care fac111t1es and

equipment; fostering medical professmnals, and strengthening, the network among the health facﬂmes

(3) Relevance to Japan’s ODA Policy ' L L
At the time of planmng the Project, Nicaragua's Country Asmstance Program for Nlearagua (2002) des1gnated the “ﬁeld of health and
medical services” as a priority area to be supported and the special emphasis was 1a1d on strengthemng mstltutlonal aspects of the

regional health system

In light of the above, this project has been highly relevant with the Nicaraguan development plan, development needs as well as
Japan’s ODA policy; therefore its relevance is hlgh

2 Efficiency

(1) Project Output

Equipment was procured as planned. Regarding the facility construction, some modification was undertaken, such as target area of
refining of basic construction and the form of basic framework. This happened because the basic design was prepared based on the
sample 2 site survey, but the actual site conditions differed. However, practical adjustments were made without problem and additional

budget was not required.

(2) Project Period
The Project took 17.5 months to complete compared to the 17 month planned period (103% of the planned period).

(3) Project Cost’
| The actual cost was 790 million yen (93% of the plan), against the planned cost of 846 million yen. Owing to fair bidding,
‘ proeurement was made within the estimated price.

In light of above, the project cost was within the plan and the project period was almost as planned; therefore the efficiency of the
PrOJeet is hlgh

3 hﬁ‘eenveness f Impaet




)] Quantltatlve Effects o L . ’ -
This project’s aims were to increase the number of rnedlcal treatments in 2007 from 2002 levels in the followmg areas: facultres

including_internal medrcme pedratncs obstetncs and gynecology, and the field of dentlstry We could obtain the achievement
information only from 2 centers at Chinandega province (D, @) (regarding the dentistry, 3 centers (D, @ and @)) out of 7 health |

centers. Even with this lrmrted information, the achievement result at the target year in 2007 had fallen at all faculties compared with |
the figures in planmng year; 2002." (For internal ‘medicine: 542—»268, pediatrics: 135— 44, obstetrics and gynecology: 46—31 and.|
dentistry: 65—28). Meanwhrle the number of laboratory examinations and baby dehverres showed ‘a drastic increase (laboratory |

indicators are as follows; internal medicine: 5425245, pediatrics: 135—105, obstetrics and gynecology: 46—49, dentistry: 6560,
laboratory examinations; 120541 and baby deliveries: NA—1,079. We cannot identify the reason for the drastic decreased in'the |
number of medical treatments for mternal medrcme Even wrth thrs hmlted mformatron at the present at half facultles, the number of |

treatment has mcreased

7)Impacts ‘ g ‘ ‘ ' - : : :
(Igven ‘though a decrease in the mortahty rate of pregnant and partnrrent women and of new-born babres was expected asan effect of f =
this project, we currently cannot obtain statistical data on these indicators. However, in terms of other 1nd1rect effects, all the centers | -
reported. that local people are bemg delivered: better medical ‘service at the primary care level 1nc1ud1ng ‘obtaining appropriate |
prescriptions ‘based on ‘exact medical ‘examinations; ‘undertaking laboratory examinations that were not previously available;
undcrtakmg preventlve dentrstry and ultrasomc dragnosrs and providing private-care examination rooms. ‘In addltlon, each’ health
center has ‘specific procedures to refer the patlent to the h1gher-1evel health/medical facilities, some actions to improve the referral
system have started to be taken. Moreover, we expected that the number of patlents referred from primary care facilities to secondary

panents bemg sent to secondary facilities. Regardlng thls 1nd1cator we could only obtam 1nformat10n from the Nandalme health center.
However we cannot 1dentrfy the expected eﬁ’ect C ,

With the hrmted 1nformat10n obtalned as above even we could not see the effect at the tnne of target yéarin 2007 at the present (at: '
the time of ex-post evaluation), we can see the quantitative and quahtatrve effects partlally by this prOJect In 11ght of thls 31tuat10n this |
project | has somewhat achieved its objectwes therefore its effectrveness 1s fair. e L e s

4 Sustainability

(1) Structural Aspects of Operatlon Maintenance ... : : ' e e : A
Regardlng the facilities, among the 5 newly constructed health centers in the Chmanndega provmce, only one (@) out of three health | -

Managua, whereas at the two centers in ‘Granada, the administration section takes care of its daily inspection.
it, and it was expected. that technical support would be available from SILAIS or other secondary care hospitals (such as Spanish

health centers (@ @, ®) receive technical support from either Spain Hospltal or SILAIS. Also at Granada province, except Granada | -
health center, all the health centers (&), @) get technical support_ from. cither the Center for Medical Equipment Maintenance | -
(CEMED) or the Japan-Nrcaragua Frrendshrp Hospital. Regarding the equipment, two types of equipment, the general equipment and :
advance equipment were included. As for the general equipment, at all the 7 health centers, the daily inspection and clean-up is done |
by the medical staff or the administrative staff, For advanced equipment, while two centers in Granada (@, ®) assign a specific person
for that purpose, at Chinandega province, only one center () assigns a designated person. All the 5 centers that obtain facility and
equipment maintenance support from SILAIS or other secondary care hospitals (@, @, ®, ®, @) expressed that they are generally
satisfied with the service they receive. 4 out of 7 health centers (two at Chinandega province (3),®), and two at Granada province (@,
() assign a person to be in charge of the stock management of spare parts.

(2) Technical Aspects of Operation Maintenance

All medical staff at each health center (including doctors, nurses, pharmacrsts and laboratory engineers) who use medical equipment
on a daily bases, are required to have an academic degree in order to start working. When any new staff begins to work, in the three
centers in Granada province (@, ®, (D), initial training of between 3 to 7 days is conducted, including instruction on how to use the
medical equipment. On the. other hand, the centers in Chinandega province do not carry out, such an initial training programs.
However, we cannot identify any serious problem related to the usage of medical equipment at any health center. (It is reported that
two centers (®, @) in Chrnandega has encountered some problems, one of which is caused by the lack of instruction manuals in

Spanish)

(3) Financial Aspects of Operation Maintenance : :

At the 5 health centers which provided budgetary information, all the centers have increased their budgets as compared to their
budgets at the time of the project’s planning. However, all the centers, except the Granada health center, replied that they face a budget
shortage to purchase consumables and spare parts, and to repair the equipment. The budget does not seem sufficient to maintain the

facilities and equipment.

(4) Current Status of Operatlon Mamtenance

Regarding the facilities operation (such as_treatment room, drarnage ventrlatron electric installation, air conditioner and others),
Chinandega health center and Posoltega health center reported that they had some malfunctioning of a drainage pipe, a leak and
problem with:-a door—ﬁttlng Although these problems were found upon defect inspection and were repaired at that time, they are still
_reported as problems. Overall, even considering these problems, essentially serious problems (such as the inability to use facilities)

examinations: 120337 and baby deliveries: NA—1 ,162). At the time of ex-post evaluation in 2009, the achievement level these |-

care medical centers would decrease as an impact of this’ pI’OJECt Improved primary. care facilities would reduce the necessity of |

centers (@ @ @) assigns a person to be in- charge of facility maintenance, and in the Granada province, both centers (@, ®) do|
assign a person. At.the center mentioned in Chinandega (@), partial facility inspection is done when the technical group comes from |-

As for equipment maintenance; at the time of planning it was understood that internal staff could not technically afford to take care of |

Hospital and Japan-Nicaragua Friendship Hospital). At the present, in Chinandega province, except Chinandega health center, all the |- i




have been repomd | ‘ ' S NETeR R
As for the operation status of equipment, we can collect mformanon of roughly 60% of ali eqmpment In the Chmandega provmce

the advanced equipment (dental unit and vapor pressure sterilization) have malfunctions, At 2 centers (@ ®) dental units are not
functioning and at one center ((D), both pieces of equipment are not in use. Meanwhxle at 4 centers, more than’ 70% of all genera]
equipment is being used in this province. On the other hand, in the Granada province, the advanced equipment at 2 centers (@ ®)
are functioning well, and at all 3 centers, in general, more than 80% of general equipment is being used in good ¢ condition, -

On the procurement of spare parts, the necessary consumables and spare parts are difficult for.the all the centers, other than the
Granada health center, to obtain at the time of their request due to budget constraints or the unavallablhty at the local market, Agents
related to 3 centers in Granada (@, ®, M)are functioning well, but the agents around 3 centers m Chmandega @, @ @) are not
operating, and it is difficult to get spare parts.

As for the transfer to the new health center, the Granada health center took tlme to move mto the new facﬂlty They completed their
transfer in February 2007 (this project completed in November 2005). Before they moved to the new centet, they assigned a person in
charge to safely administer the facilities and equipment and keep checking their condition. meg to. this momtormg, when they
moved to the new center, they did not find any problems in the facility and equipment, and were ab]e to keep on usmg both the
advanced and the general equipment and both are still in good condition. i P

In light of the above, some problems have been observed in the structural and ﬁnanmal aspects of the 1mplementmg agency,
therefore, sustamablhty of the pmJect effects is fair. © . . : . e




