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Summary of the Evaluation Results

1. Outline of the Project

Country: Independent State of Samoa Project title: Solid Waste Management Project in
Oceania Region

Issue/Sector: Solid Waste Management Cooperation scheme: Technical Cooperation

Division in charge: Global Environment Total cost: 180 million yen

Department

Period of Cooperation: June, 2006 — May, | Partner Country’s Implementing Organisations:

2010 Secretariat of the Pacific Regional Environment

Programme (SPREP), Ministry of Natural Resources
and the Environment (MNRE)

Japanese  Cooperating Organisation(s):  Okinawa

University, Fukuoka University, Fukuoka City

+  Palau “Improvement on Solid Waste Management
in the Republic of Palau”
Vanuatu “Improvement of Bouffa Landfill”
Fiji "Waste Minimization and Recycling
Promotion Project”

1-1 Background of the Project

Over the last decade, population growth, increasing prosperity, commercial and industrial
development, tourism, and most other forms of “progress” (like urbanization, squatter settlements etc.)
have all contributed to increasing quantities of solid and liquid wastes in the Pacific region. Many of
these have had a great influence on the lives of the people of Samoa, and the matter of adequate waste
management is a social and environmental concern. Following the Japanese Government’s commitment
to assist Pacific countries in solid waste management (hereinafter referred to as “SWM”) made at the
Japan-Pacific Leaders’ Meeting (PALM) 2000, Japan International Cooperation Agency (JICA) started
technical cooperation from late 2000 for five years that included dispatch of experts to the Secretariat of
the Pacific Regional Environment Programme (SPREP), holding the third country training program and
rehabilitation of the existing landfill in Samoa using the “Semi-Aerobic Landfill Method”.

In line with the above-mentioned cooperation, the SWM Strategy for the Pacific Region (hereinafter
referred to as “the Regional Strategy”) was developed after consultation with SPREP member countries.
After approval of the Regional Strategy by member countries, each country is expected to implement
the Regional Strategy at the national level as the next step.

However, due to limited national capacity and other constraints, Pacific island countries still require
further assistance in implementing the Regional Strategy.

Under such circumstances, SPREP requested the Government of Japan, through the Independent State
of Samoa, for further assistance to provide regional technical cooperation. Accordingly, the Record of
Discussions (R/D) was signed in March 2006 and the Project started in June 2006.

1-2 Project Overview

(1) Overall Goal: Solid waste management in the Pacific Island Forum Countries is significantly
improved based on the Solid Waste Management Strategy for the Pacific Region authorized by
SPREP in 2005




(2) Project Purpose: The Regional Strategy is implemented in the PIF countries.

(3) Outputs:

1) The good practice of landfill management introduced at the Tafaigata landfill in Samoa is
disseminated as a model for the similar countries in the PIF countries.

2) The National Waste Management Strategies and Action plans are drafted in line with the Regional
Strategy.

3) Exchange of information on solid waste management among the PIF countries is enhanced through
SPREP.

4) Countermeasures for abandoned vehicles and other bulky wastes are examined.

(4) Inputs (as of Feb 2010)
Japanese side :
- Japanese experts
Long-term: 1 person
Short-term: 7 persons (13.8MM)
» Training courses:; 2 TCT(40 persons), 12 ICT, 2 courses in Japan(14 persons)
- Regional Workshops: 4 sub-regional, 1 regional
- Equipments: JPY 1,467,420 (network server, seeping water mixer, analytical equipment etc.)

Samoan side:
+ 10 personnel (3 in SPREP, 7 in MNRE)
» Project Office: 1 office within SPREP
- Meeting facilities: 2 ICT in Samoa, 4 regional workshops, 1 wrap-up workshop

2. Outline of the Final Evaluation Team

Evaluation Team | 1. Leader, Mr. Shiro Amano, Senior Advisor, JICA

2. Environmental Cooperation, Mr. Kazuya Suzuki, Director, Environmental
Management Division I, Environmental Management Group, Global Env. Dep., JICAs

3. Cooperation Planning, Mr. Kentaro Yoshida, Staff, Environmental Management
Division I, Environmental Management Group, Global Env. Dep., JICA

4. Evaluation Analysis, Ms. Yuko Tanaka, Consultant, VSOC Co. Ltd.

Period February 2, 2010 — February 19, 2010 Type of Evaluation: Final

3. Summary of Evaluation Results

3-1 Achievements
(1) Likelihood of Achieving the Project Purpose
Project Purpose: The Regional Strategy is implemented in the PIF countries.

The Project Purpose has been substantially achieved as the Team noted that the substantial Outputs
of the Project are Outputs 1 and 2. Out of the eight activities, the Project has now completed Activity
B1 (annual training courses in municipal waste management) as well as Activity B6 (maintenance of
a waste information network) under the initiative of SPREP and JICA experts.

It is also worth mentioning that there has been some significant progress on Activity E4
(Development of NSWMS) in many of the PIF countries. The Project has contributed toward the
drafting of the NWSMS as well mainly through in-country trainings. There are some limited
activities carried out by the Project in PIF countries, especially with regard to B3, G1, H2, and I1.




As for G1 and 11, some direct activities were conducted by the Project especially in Samoa, while a
few other countries (such as Vanuatu, Palau and FSM) have managed to improve its sanitary landfills
by adopting the semi-aerobic structure.

There has been no comprehensive activity by the Project on national capacity assessment (Activity
B3) except for national status of SWM presented at such workshops as the third-country workshop in
Samoa and the region focused workshop in Japan. Various countries responded that they had done
some capacity assessment on SWM with some limited scope, however, most of them were carried out
on an ad-hoc basis and without any common framework at the regional level.

(2) Level of Achievements: Outputs
Output 1: The good practice of landfill management introduced at the Tafaigata landfill in Samoa is
disseminated as a model for the similar countries in the PIF countries.

Output 1 has been achieved. The Project has conducted several training courses for 14 PIF
countries, where it shared the experiences from Tafaigata Landfill as a model. The evaluation team
recognizes nine cases (against six countries as indicators) where the actions toward landfill
improvement were taken by applying experiences from Tafaigata landfill (indicator 1-1).

Three out of the above nine cases have already adopted semi-aerobic structures in their respective
landfills. Further, among the above nice cases include five countries (Fiji, Palau, Solomon Islands,
Tonga and Vanuatu), that have submitted official requests to the government of Japan for technical
cooperation for landfill improvement applying the semi-aerobic method at different sites.

One of the most significant characteristics of the Tafaigata landfill as a model lays in its
semi-aerobic structure of the landfill, however, there are certain countries within the targeted 14 PIF
where the semi-aerobic structure cannot be introduced due to either its geographical nature (as
lowland atoll countries) and/or the location of the landfill (as close to the mangrove areas, for
example).

The remaining tasks for Output 1 are: 1) to finalize the simplified and translated version of the
Manual of Operation and Maintenance for Tafaigata Landfill Site and the Guideline for Semi-aerobic
Landfill Management; and 2) to agree on the form of implementing water quality monitoring either
through outsourcing to external agencies (such as Samoa Water Authority) or setting up its own
monitoring system.

Output 2: The National Waste Management Strategies and Action plans are drafted in line with the
Regional Strategy.

Output 2 has been achieved. The Project has provided technical advices on drafting of the NSWMS
during the in-country training courses held in 9 out of 14 PIF countries. According to the study by
SPREP on reviewing the Strategy for SWM in Pacific Island Countries and Territories (October
2009), 8 PIF countries has already completed the drafting of NSWMS, in addition 6 countries have
either started or are drafting of the national strategy. Although the scope of the Project under this
Output is up to the drafting stage of the NSWMS, some additional efforts for the follow-ups would be
required for each country in order to endorse it and/or to bring it to the implementation stage.

In addition, 4 sub-regional workshops and one regional workshop were conducted during June/Aug
2009 in order to review Regional Strategy 2005 and to develop a new Regional Strategy (RS2010)?

! SPREP, under RS2010, is now planning to develop regional benchmarks in solid waste management (Action 22).
2 The new Regional Strategy 2010-2015 has been endorsed in November 2009.



Output 3: Exchange of information on solid waste management among the PIF countries is enhanced
through SPREP.

Output 3 has been partly achieved. The Waste Forum network is set up by the Project and it is
maintained by SPREP (indicator 3-1). In addition, the Project issued four Newsletters and posted
them on the forum. The usage of the Waste Forum, however, is limited to a total of 18 posts since its
inception, none of which are from PIF countries. There is also an informal mailing list among the
ex-training participants of the training course held in Kyushu in 2009, with members from more than
14 PIF countries.

It is also worth mentioning that the series of training courses (either in Samoa, Japan and/or
In-countries) have provided an important opportunity for information exchange between participants.

Output 4: Countermeasures for abandoned vehicles and other bulky wastes are examined.

Output 4 has been partly achieved. The Project team has attempted to collect information on
abandoned vehicles and other bulky wastes in the Pacific region through questionnaire, however it
has received limited responses from 3 out of 14 PIF countries®, possibly reflecting that there are
limited activities on this subject in the pacific region yet, although the importance of the issue seems
to be widely recognized. In addition, the Project does not specify clearly what kind of information it
seeks to collect, as well as to be used to what end, and this has undermined further the effects under
this Output.

In terms of the pilot project, the Project funded an initiative in Kiribati, where bulky wastes were
collected into one place to be taken to overseas. Further, it has provided assistance in Samoa after the
Tsunami disaster in Sep 2009. This has been implemented involving people from the affected areas,
and the experience will be shared with other PIF countries during the Wrap-up Workshop to be held
on 17th and 18th February 2010.

3-2 Results as per the Five Evaluation Criteria
(1) Relevance

The relevance of the Project is considered to be high as the Project’s Purpose and Overall Goals a
ddress the needs of the target group within the Pacific Region, and are coherent with the relevant
policies/strategies of Japan.

In the PIF countries, poor waste management is considered to be one of the major threats to
sustainable development. The lack of proper management is considered to be causing some negative
as well as serious consequences for a number of developmental areas, such as health care,
environmental quality, water resources, tourism, etc. to name a few (SPREP, 2009)”. Pollution and
waste management is a high priority area in the SPREP Action Plan 2005-2009, which reflects the
priority of SPREP members.

In light of official assistance strategy of Japan, the government of Japan has been declaring its
commitment to SWM in PIF countries since the 2nd PALM in 2000. During the 5th PALM held in

® The countries who responded to the questionnaires are Kiribati, Vanuatu, and FSM (Kosrae state).
4 Strategy for Solid Waste Management in Pacific Island Countries and Territories, Final Draft, page 5.



Hokkaido in 2009 Japanese government indicated its continuous support to the Pacific Region to the
priority areas including Environment and Climate Change. The issue of waste management is
identified as one out of the 5 areas for the scope of cooperation in Islanders’ Hokkaido Declaration
agreed during 5th PALM in 2009.

(2) Effectiveness

The effectiveness of the Project is moderately assured, as the project has made good progress in
implementing 8 identified activities within the RS2005. Regarding the level of achievement of the
Project Purpose, it has been partly achieved. Two out of the eight activities have been completed
(Activity B1 and B6) involving target 14 PIF countries, and there has been significant progress on
Activity E4 (Development of NSWMS) in many of the PIF countries.

All of the four Outputs identified as per PDM ver.6 have contributed to achieve the Project Purpose
in one way or another. All the eight activities are linked to one of the four Outputs, however, some of
the linkages turned out to be not so direct or strong. Clear indicators and data sources to measure its
achievements were not available, especially in terms of the activities appeared as indicators for
Project Purpose.

(3) Efficiency

Overall, the level of efficiency of the Project has been adequate. All of the inputs (experts, training,
equipment, operational expenses etc.) have been utilised to produce Project Outputs. The quantity,
quality and the timing of the inputs by the Japanese side were reported to be manageable by both
sides, although it would have facilitated the management of the Project even more if the JICA Experts
could have been assigned to the Project for a longer period of time.

One of the promoting factors to efficiency lays in Japan’s long-term cooperation to the SWM sector
in Samoa, including the upgrading of Tafaigata Landfill as well as setting up of leachate treatment
facility prior to the Project. The Project activities such as disseminating Tafaigata Landfill as a model
could fully utilise the outcome from the previous Japanese cooperation both in terms of the facility of
the landfill and the human resources who have been trained in operation and management of the
landfill.

The inhibiting factors that have undermined the realisation of outputs include, amongst others, 1)
there has been a rotation of core personnel by both sides; and 2) Few activities carried out on bulky
wastes in PIF countries.

(4) Impact

One can observe some positive factors that can contribute to the achievement of overall goal, i.e. the
improvement of SWM in PIF countries based on the Regional Strategy. For example, at the national
level, the SWM has become one of the important national development issues in Samoa, and one can
observe the consequence of which resulted in almost doubling the number of SWM officers, as well
as increased budget for landfill maintenance during the course of the Project.

The Project has contributed toward the drafting of National Strategies in several PIF countries, and
this would be a first step for initiating better SWM in each respective country. Many of the countries,
however, still face certain challenges in order to either endorse them or bring them into the
implementation stage.




It has also been reported that the Project indirectly influenced the private sector development in
Samoa, since the increased number of private contractors are recognising Tafaigata landfill as a new
business opportunity.

No negative impacts have been reported so far.

(5) Sustainability

Taking account of policy, organisational, financial and technical aspects, sustainability of the effects of
the Project, after its completion, is moderately assured.
1) Policy aspects:

From the policy perspective, with the assistance of the Project, the revised Regional Strategy on
SWM is now in place covering years 2010-2015, which is an encouraging regional initiative to
further strengthen the effects of the Project. Considerable number of PIF countries has either
completed or been drafting their national strategies in order to set up a framework for better SWM at
the national level. In Samoa, similar to other PIF Countries, SWM is a priority within the national
development strategy. The sustainability from the policy aspects would increase even more if the
NSWMS drafted in each PIF Country is endorsed and action plans are prepared.

2) Organisational and financial aspects:

In terms of operation and maintenance of Tafaigata landfill in Samoa, there is a good prospect for
maintaining the certain organisational as well as financial sustainability, since MNRE has been
successful in securing the budget for the contractors as well as placing increased numbers of SWM
officers based in the landfill.

In terms of implementation of the NSWMS as a whole, the prospects for organizational as well as
financial sustainability remain uncertain at the time of the evaluation. Several external conditions
including improved coordination among key relevant sectors need to be met in order to secure its
sustainability. In fact, it was reported that many PIF countries now face certain challenges in order
to bring forward the drafted national strategy into action, therefore the sustainability would be
increased if each country could receive appropriate advice as well as technical support in endorsing
and/or implementing the national strategy.

3) Technical aspects:

The Project has transmitted techniques for operation and management of the sanitary landfill,
especially those with semi-aerobic structures. These techniques are documented and summarised in
Tafaigata Operation and Maintenance Manual as well as in the Guideline for Semi-aerobic Landfill
Management. The operation manual is now simplified and translated into Samoan language as well.
Regarding the monitoring of Tafaigata Landfill, a committee was set up by SPREP, MNRE and a
local consultant and it provides technical advices on operation and maintenance of the landfill on a
regular basis. The technical sustainability would be enhanced if this kind of initiative could last after
the termination of the Project and provide up-to-date technical follow-up to SWM officers in order
to properly manage the landfill. Technical sustainability can also be enhanced if appropriate
operation and maintenance methods for atoll landfills are developed.

Regarding the water quality monitoring, the Project is now outsourcing water quality testing to the
external agency (Samoa Water Authority) during the period of January/February 2010. Longer term
strategy for water quality monitoring is yet to be determined since an alternative option (other than
outsourcing) is being examined as well. In this respect, technical sustainability would be more
secured if MNRE could determine longer-term strategies for water quality monitoring.
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(6) Factors that promoted/ inhibited realization of effects
1) Promoting factors: Japan’s long-term cooperation on SWM; Support provided by the government
of Samoa and SPREP; In-country trainings for PIF countries have been identified as promoting
factors to effectively implement the Project.
2) Inhibiting factors: Changes of core personnel at both sides; Limited activities on bulky wastes;
Implementing structure of water quality monitoring have been identified as inhibiting factors to
effectively implement the Project.

3-3 Conclusion

Given the constraints, Project Purpose has been substantially achieved, and already, the Project is
showing some positive factors that lead to the realisation of Overall Goals. In terms of the five
evaluation criteria, the relevance is high, the effectiveness is moderately assured and the efficiency is
adequate. The positive impacts have been observed within Samoa as well as other PIF countries
especially with regard to the drafting of NSWMS. In addition, the sustainability of the Project is
moderately assured.

Based on the analysis given above, the Team asserts that the Project Purpose will be achieved with
continued efforts of the people concerned, and therefore it suggests that the Project is to be terminated
as planned. To continue the momentum gained from this Project, the Team recommends that further
assistance be provided focusing on the implementation of the National Strategy in PIF Countries.

3-4 Recommendations and Lessons learned
3-4-1 Recommendations
Based on the evaluation, the Team has made the following recommendations to the Project.

(1) MNRE to complete the simplified and translated version of Tafaigata Operation and Maintenance
Manual before the termination of the Project, and MNRE is further advised to revise the manual
when necessary.

(2) MNRE to set up sustainable arrangements for water quality monitoring before the termination of
the Project.

(3) SPREP to continue providing follow-up on implementation of RS2010 in PIF countries.

3-4-2 Lessons learned
(1) Assignment of JICA Experts
In such a Project where it involves many stakeholders from various countries, it is highly important
to allocate one longer-term expert who would be specifically in charge of administrative as well as
coordinative activities, apart from those with some technical expertise.

(2) Project Design
It is important for the project activities and responsibilities for implementation to be clearly
defined and understood by all implementing partners and agencies. For this purpose, partners should
be consulted from the early stage of the project design. For multi-country cooperation, it is desirable
to develop a more appropriate framework which involves exchange of bilateral agreements with
each cooperating country and clearly defined roles for regional multilateral organizations.
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(3) Partnership with Multilateral Agency
Working through a multilateral agency allows continuous project follow-up. One of the impacts of
the project is improved capacity in countries for SWM but until that is fully achieved there is a need
for continuous support and follow-up from implementing partners. The partnership will benefit from
accessing the agency’s broad network within the region.

(4) Training Strategy
Training strategy involving TCT, ICT and sub-regional training is required because of the
similarities and also the differences in PIF countries.
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