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MINUTES OF MEETINGS
BETWEEN THE JAPANESE TERMINAL EVALUATION TEAM
AND THE AUTHORITIES CONCERNED OF THE GOVERNMENT
OF THE REPUBLIC OF ECUADOR
ON THE JAPANESE TECHNICAL COOPERATION FOR THE PROJECT ON
CONSERVATION OF THE GALAPAGOS MARINE RESERVE,
THE REPUBLIC OF ECUADOR

The Japanese Terminal Evaluation Mission (hereinafter referred to as "the Japanese
Mission"), of the Japan International Cooperation Agency (hereinafter referred to as “"JICA"),
headed by Mr. ENDQO Hiroaki, visited the Republic of Ecuador from 17 August to 4 September,
2008, for the purpose of conducting a terminal evaluation of the Project on Conservation of the
Galapagos Marine Reserve (hereinafier referred to as "the Project").

The Ecuadorian side also organized an evaluation team headed by Mr. Wilson Qiunde
Doumet, which joined the Japanese Mission fo formulate the Joint Evaluation Team.

The Joint Evaluation Team confirmed the progress of the Project mainly through field visits
and interviews. The performance and achievements of the Project were evaluated using JICA's
_ criteria, and the Joint Evaluation Team also had series of discussion on potential measures to be
taken by the Governments of Japan and Ecuador to ensure active implementation for the rest of
the duration of the Project.

The Joint Evaluation Team prepared the Evaluation Report attached, which was approved
by the Joint Coordinating Committee (JCC), and made recommendations to both Governments in
the attached Evaiuation Report.

The Japanese Mission and Ecuadorian authorities concerned agreed to take the
recommendations in the Evaluation Report.

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

Quito, 3 September, 2008
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Mr. ENDQO Hiroaki Kir. Wilson Quinde Doumet

leader of Japanese Terminal Evaluation Leader of Ecuadorian Terminal Evaluation
Team, Team,

Japan International Cooperation Agency The Republic of Ecuador
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JOINT FINAL EVALUATION REPORT
ON THE JAPANESE TECHNICAL COOPERATION
_ FOR
THE CONSERVATION OF THE GALAPAGOS MARINE RESERVE
IN THE REPUBLIC OF ECUADOR

Joint Evaluation Team

September, 2008

Quito, Ecuador
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1. Introduction
1.1 Summary of the Evaiuation Team

Japan International Cooperation Agency (JICA) has collaborated with the Galapagos National Park
Service (PNG) in implementing the Project for the Conservation of the Galapagos Marine Reserve (Project)
with the aim to promote activities of conservation for the Galapagos Marine Reserve with the participation
of local residents. The Project was launched on 20 January 2004,

As the Project is planned to be completed on 19 January 2009, JICA dispatched an evaluation mission
to Ecuador from 17 August to 4 September to conduct a final evaluation. For the details of schedule of
final evaluation, see ANNEX 1.

The objectives of the Joint Evaluation are as follows;
1y To review the past inputs, activities, and outputs of the Project.

2) To analyze the progress and achievements based on the Project Design Matrix (PDM) and five criteria
for evaluation, Relevance, Effectiveness, Efficiency, Impact, and Sustainability, and to prepare Joint

Ewvaluation Report.

3) To summarize recommendations for the remaining period of the Project and to draw lessons learned.

1.2 Evaluators

The Japanese evaluation mission members are as follows;

Name Position Job title

| Mr. ENDO Hiroaki Team Leader Director, Forestry and Nature Conservation
Division Il, Forestry and Nature Conservation
Group, Global Environment Department, JICA

2 Ms. Kanako Adachi Evaluation Planning Senior Program Officer, Forestry and Nature
Conservation Division I, Forestry and Nature
Conservation Group, Global Environment
Department, JICA

(U%]

Ms. Erika Tanaka Evaluation and Analysis | Researcher, Social Development Department,
Global Link Management

4 Ms. Hiromi | Interpreter
Higashionna

The Ecuadorian evaluation members are as follows.

Name Job title
1 Mr. Wilson Quinde Doumet Advisor for the Undersecretariat of Natural
Capital, Ministry of Environment
2 Mr. Fernando Ortiz Q. Coordinator, Galapagos Program, Conservation
International
3 Ms. Maria Lopez Headmaster, Galapagos National High School

1.3 Methodology of Evaluatton

The Japanese Evaluation Team conducted surveys at the project sites through questionnaires and
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interviews to the counterpart personnel, other related agencies and the Japanese experts involved in the
Project to evaluate the Project.

Both Ecuadorian and Japanese sides jointly analyzed and reviewed the Project, based on the
Project Cycie Management (PCM) concept. Evaluation is based on PDM Version 3 (ANNEX 2), which was
revised in 17 July 2006. Both sides jointly analyzed the achievements of the Project, evaluated the Project
based on the Five Criteria for Evaluation, and finally, made a set of recommendations.

{1) Relevance Relevance of the Project is reviewed by the validity of the Project
Purpose and Owerall Goal in connection with the government
development policy and the needs in Ecuador.

(2) Effectiveness Effectiveness is assessed to what extent the Project has achieved its
Project Purpose, clarifying the relationship between the Project Purpose
and Outputs.

(3) Efficiency Efficiency of the Project implementation is analyzed with emphasis on
the relationship between Outputs and [nputs in terms of timing, quality
and quantity.

(4) Impact [mpact of the Project is assessed in terms of positive/negative, and
intended/unintended influence caused by the Project.

(5) Sustainability Sustainability of the Project is assessed in terms of political, financial
and technical aspects by examining the extent to which the
achievements of the Project will be sustained after the Project is
completed.

2. Evaluation
2.1 [mplementation Process

At the initial stage of the Project, the implementation process was not very smooth.  About one
year after the Project start, the Project began to show smooth progress and the planned activities are
expected to be completed by the end of the Project.

The Project was formulated, incorporating opinions of various stakeholders both Japanese and
Ecuadorian sides, including community people in the Galapagos [slands, although it took a considerable
time before the commencement of the Project. This formulation process is highly evaluated among
stakeholders.

During the first year of the Project, there were several factors that constrained the smooth
progress of the Project. Firstly, it took six months before all four Japanese long-term experts were
dispatched as planned. Secondly, the Director of PNG was replaced several times for the first two years
of the Project. In addition, demonstrations of fishermen occurred frequently during 2004.  After 2003,
the Project made smooth progress.

The overall operation system of the Project is well managed in general. 1t took about one year
that the first Joint Coordination Committees (JCC) was held. However, since then, JCC has been held
approximately once a year and serves %pponunity to review the progress of the Project, to identify the
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difficulties, and to present solution among Project stakeholders. The progress and achievements of the
Project are monitored based on PDM and Plan of Operation (PO) and shared between Japanese experts and
Ecuadorian counterparts (CPs) regularly at JCC and other meetings. PDM was modified twice at the
Study in 2003 and the Mid-term Evaluation Study in 2006. Through the modification, the logic and
verbal expression of PDM were made clear.

Communication in the Project team was generally good. At first, there were some difficulties as
PNG was not familiar with the implementation process of Japanese technical cooperation and there were
language difficulties. However, efforts to understand mutually by both sides improved communication.

The ownership of PNG and other related stakeholders is generally high. CPs at PNG have been
involved in the decision-making process of the Project and implement their assigned activities although
some CPs have difficulties in fully committing themselves to the Project due to other duties at PNG.
Fisheries cooperatives and fishermen have been actively participating in the Project activities and their
attitude toward PNG has been improved. Also community people and students are participating in Project
activities such as participatory monitoring and environmental education. _

Organizations involved in environment conservation, such as Charles Darwin Foundation (CDF),
provide adequate support for Project implementation in environmental education.

2.2 Inputs
Both Ecuadorian and Japanese sides implemented Inputs as planned in PDM aithough thete was
delay for some Inputs. For details, see ANNEX 3-1 to 3-5.

2.3 Achievements
2.3.1 Results of Activities

Activities were implemented based on PDM upon mutual discussion and agreement on both
Ecuadorian and fapanese sides. For details, see ANNEX 4.

2.3.2 Achievements of Qutputs
Output 1: Information flow on marine reserve management is strengthened among fishing communities.
Information and communication on marine reserve management is strengthened among fishing
communities. Information is disseminated through bulletins, radio and TV broadcasting, and short text
messages via mobile phones. The contents are; information on fisheries and fisheries cooperatives,
information on natural resources of the Galapagos Marine Reserve (GMR), and reports of progress and
results of Participatory Management Board (Junta de Manejo Participativo: JMP) Information
dissemination via mobile phones was launched in January 2008 and is spreading rapidly among fishermen
as this is a media that can send messages in a timely and efficient way. The fishing cooperatives have
better knowledge on GMR management and participatery management methodology. According to the
socio-economic survey conducted by the Project, the percentage of fishermen who feel that they “always”
receive information on GMR management increased from 31.3% in 2005 to 48% in 2008, while those who
feel that they “never” receive that information decreased from 13.4% in 2005 to 4.7% in 2008. [nformation

has been disseminated to community people as well through bulletins, radio, and TV. Through activities
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related to Output I, fishing cooperatives feel that their opinions and positions are well delivered to other
part of cornmunity and, at the same time, that the community understands the situations of fishermen better
than before. As a result, relations between fishing communities and PNG and between fishing
communities and other community organizations have been improved.

Comimuntication has been already included in the annual operation plan (Plan Operacional Anual:
POA) in PNG. In the Project. however, in activities related to Qutput I, local staff hired by the Project
played a leading role. The fisheries cooperatives have not been fully trained to conduct information
dissemination by themselves.

The results of indicators related to Output | are as follows.

I.l Knowledge level on GMR management - The knowledge level of ﬁshing communities on |
GMR management has been improved through
radio and TV  broadcasting, bulletin
dissemination, and mobile telephone.

- The percentage of fishermen who atways receive
information has increased in 16.7 points during
the last three years, which corresponds to 33% of
increase rate.

issues will increase by 50% among
fishing communities.

t 2 Internal and external communication - Through Project activities above mentioned,
information on GMR management has been
disseminated to community people as well
Consequently, communications have been
improved in fisheries cooperatives, among
fishermen, and between fishermen and
_communities.

{ in 2004, only a 27% of the fishermen consider
that the fisheries cooperatives are divulgating
information in an appropriate way, but in 2008, a
48.6% of the fishermen interviewed indicated
that their cooperatives are good and even
excellent in the internal communication. j This
transition is 21.6 points’ increase, equivalent to
80% of increase rate.

level is improved by 40% among the
Galapagos fishing cooperatives and their
members.

The exact data for these Indicators were not collected, but the socio-economic survey of the Project shows the
similar data as mentioned here.

Ouiput 2: Environmental understanding is promoted to the local residents.

Through environmental education activities that take place at secondary schools and at the
Communication Center for Environmental Education (CCEE), community people improved their
knowledge on GMR.

Through environmental education at schools, students enhanced their interests toward and
knowledge of marine environment. Some students are communicating with their parents on GMR and
information on GMR and environmental conservation is spreading more to other community people. The
Project held an educational unit on marine ecosystem at secondary schools and this course has been
incorporated into the curriculum of biology. A majority of teachers are also interested in environmental
education and support the activities. There is not a specific subject as environmental education in Ecuador
and environmental education is conducted as a part of other subjects. Topics on conservation of GMR

should be incorporated in allf local education Jevels. Clarifying the positioning of environmental education
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in cuwrriculum may be effective to further strengthen this activity.

The opening of CCEE was delayed due to land property problem but the facilities have been well
utitized since its opening as an opportunity of environmental education for community people as well as
tourists. As the training center of CCEE is opened to the public, community people who use CCEE training
center make a visit to exhibition center as well, which contributes to the improved awareness and
knowledge among CCEE users. At CCEE volunteers are stationed for environmental education and
administration of the facilities. PNG is currently formulating a utilization plan of CCEE.

During the Project, the activities related Output 2 were implemented through a great deal of
contribution of local staff hired by the Project. The activities of environmental education have been
already included in POA, which means that PNG will continue to implement the activities after the Project.
However, to implement activities solely by CPs, continuous technical transfer from experts and local staff
to CPs is still necessary,

The results of indicators related to Qutput 2 are as follows,

[ 2.1 Number of events made in relation with | - The training building of CCEE was opened in
the conservation of GMR taken place in July 2006 and exhibition building in March 2008,
the Community Centre for Environmental 2 In 2007, a toftal of 55 events were held, ir}clﬁ'ding

Education (CCEE). presentation, ftraining, cuitural exchange, and
meeting of the National Institute of Galapagos
(INGALA).
- In 2008, 26 events were held as of July.
22 Number of participants in the - The total number of users of training center is

about 1500 (as of July 2008).

- Atotal number of visitors to the exhibition centej
is 4578 as of July 2008.

2.3 Number of people who is aware of - Visitors to exhibition_ center improved their
knowledge and consciousness toward GMR.
Some of them pass on their knowledge to other
people.

- Classes on GMR conservation were conducted to
secondary students (1 course in 2005, 2 courses
in 2006, 2 courses in 2007, 1 course in 2008).
The students improved their knowledge on GMR
conservation and some of them deliver their
knowledge to their parents.

conservation activities for GMR.

GMR will increase.

Output 3: Information of marine life and ocean environment is increased.

Analysis on ocean environment and spiny lobster larva has been regularly conducted and data has
been accumulated and disseminated to the general public. Information of marine life and ocean
environment is clearly increased. Generally speaking, it is necessary to conduct monitoring and analysis
for five to ten years to obtain adequate data that can present scientific evidences. In this sense, the
information and data accurnulated by the Project can be said as only astart. However, it is notable that the
marine life monitoring has been established at PNG and operation system to continue monitoring is being
established. At the start of activities of Output 3, PNG did not have research methodology or experienced
staff. The Project had collaboration with CDF to conduct moenitoring, while Japanese experts provided
technical transfer to Ecuadorian CPs. Through Project activities, PNG’s research capacity is clearly

//W /@ | 2
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improved. Collaboration with other sections of PNG, such as Tourism Administration, has started with a
study on the carrying capacity of diving sites as a part of monitoring of marine ecosysiems. The results of
marine life and ocean environment monitoring were utilized for the development materials for activities
related to Output 1 and 2.

Activities in this Output have been already incorporated in POA and this created a foundation of
“sub-process” of Applied Marine Research within the organigram of PNG, but the allocation of personnel is
not sufficient yet at the moment. [t is expected that this situation will be changed in near future. It is
considered that implementation system be strengthened through collaboration with CDF and other research
institutions,

The resuits of indicators related to Output 3 are as follows.

3.1 Amount of biological and ecological data | - Coastal water analysis has been weekly conducted—’

on GMR will increased and disseminated. | since 20035 in coastal area of Puerto Ayora and data
on ocean environment have been accumulated. The
results of coastal water monitoring have been
compiled in reports. Data and reports are issued
every week, with focus on the relation between water
depth and water temperature, and are open to the
public.

3.2 PNG’s research capacity is improved. - A research on spiny lobster farva was started in the
: latter part of 2005 and data on spiny lobster larva

have been accumulated and reported annually.

- Through continuous ocean environment monitoring

and technical transfer on monitoring methods, the

research capacity of PNG has been improved.

Outpur 4: Water quality monitoring system is established in Santa Cruz.

Water quality monitoring and participatory water quality monitoring are regularfy conducted and
reports are compiled and distributed to communities. PNG acquired the knowledge to implement the
methodology in water quality monitoring. [ocal people who participated in water quality monitoring
enhanced their interests and concerns on the results of water quality. Reports on water quality monitoring
are utilized by local authorities as sources of decision-making. Based on the reports on water quality
monitoring, the municipality office in Santa Cruz reduced the volume to draw water at one of two water
sources. Water quality monitoring is now conducted in islands of Isabela and San Cristobal as well, on an
ad-hoc basts.

Water quality monitoring has been already incorporated in POA and it is expected that PNG will
continue the activities in collaboration with municipality office as water quality monitoring attracts high
interests of community peopie.

The results of indicators related to Output 4 are as follows.

4.1 Water quality monitoring has become a | - [n 2005, 9 monitoring sites were selected in areas
regular exercise. near Puerto Ayora and water quality monitoring has
been monthly and continuously conducted. [n 2006,
monthly water quality monitoring was started, and
expanded to in San Cristobal and Isabela islands.
- Participatory water quality monitoring targeted for
local residents and students in the Galapagos Islands
have been conducted since 2006 in Santa Cruz, San
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Cristobal, and Isabela Islands.

4.2 Water quality monitoring reports are | -Annual reports on water quality monitoring and
published annualty. participatory ~ water quality monitoring were
compiled.

Output 5: Sustainable resource management for artisanal fisheries is supported.

A variety of activities for sustainable resource management for artisanal fisheries have been
implemented and produced outputs.to some extent,

Activities to promote small-scale participatory fishing were conducted and about 30 fishermen
are prepared to operate small-scale participatory fishing excursions. However, for small-scale
participatory fishing to be viable as alternative income source, the development of market is a crucial factor
at this moment. Therefore, the Project is planning to participate in marketing fair to take place in the
United States in September 2008.

In relation to this Output, the Project also conducted marine resource monitoring on sea
cucumbers with fishermen as a part of marine resource restoration strategy. Through participation,
fishermen became more aware of monitoring technique and developed trust on the data generated by PNG
and other authorities. The results of monitoring have been incorporated in annual fishing plan. Through
this activity, not only the level of understanding of fishermen on fishing resource was increased, but their
refations with authorities were improved as well because fishermen recognize the administrative decisions
based on scientific data. In regard to participatory fishing monitoring, it was not conducted in a
participatory way because an agreement of fishermen was not obtained. It is desirable that fishermen
participate in monitoring that PNG conducts for the transparency of the monitoring results but it is difficult
to conduct when there is no motivation to fishermen.

As to activities of women's groups, support was provided to the Organization for Active Women
of Isabela (Organizacion de Mujeres Activas Isabelafia: OMALI) and to the Organization of Pinzon Artisan
{woodpecker finch) Women of Isabela {Organizacién de Mujeres de Pinzon Artesano de Isabela: OMPAT)
groups. In OMALI, profits are produced quite constantly and women in the group gained monthly income.
Acquiring additional income source somewhat eased the pressure to fishing in some households, which
may be a favorable sign for marine resource conservation. In OMPAL the profits produced by women’s
activities are still refatively small to secure constant additional income resource to households of group
members.

One thing to be noted in activities of aiternative income source is that the number of beneficiaries
is small. This makes it difficult to connect the benefit of this Output to Project Purpose and leaves the
impact brought by the Output small.

The activities related to alternative income source were not included in conventional werk lines
at PNG, therefore, operation system to implement the activities after the Project completion is not well
defined. During the Project, the activities are enhanced by the contribution of local staff of the Project as
well as Japanese experts and CPs. It is necessary to discuss the implementation system of PNG for the
activities, not only in Isabela Island but also in other Islands.

Some activities related to Output 5 are already included in POA. Sea cucumber monitoring and

small-scale participatory fishing are included and fishing monitoring is also included but not specified as
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participatory. Support for women’s groups is not incorporated in POA yet.
The results of indicators related to Qutput 3 are as follows.

5.1 Number of fishermen’s households who | - Promotion activities on small-scale participatory
gained alternative income source is | fisheries were implemented and the additional
inereased. income source of about 30 fishermen households has

been created.

- The income of women’ s group such as OMAI and

OMPALI has been reportedly increased.

Number of sustainable resource | - Fishermen made technical proposals to JMP during
management measurements proposed by discussions prior to sea cucumber season opening in
fishermen to JMP based on the | 2008, They also presented proposals on revision of
monitoring result. regulations on small-scale participatory fishing.

Ln
[R%]

2.4 Evaluation by Five Criteria
Relevance

Relevance is high in terms of needs in target area and in terms of priority of both Ecuadorian and
Japanese policy. The Project plan was carefully designed although there are some questions to point.

The Project Purpose and Overall Goal are consistent with the needs of the Galapagos Islands.
Conservation of marine resource in the Galapagos Islands is highly important for the Government of
Ecuador. As the fishery resources are decreasing, conservation of marine resource is an urgent matter for ‘
fishing communities. Marine reserve is important for tourism as well. Furthermore, the environmental
issue has influence on general community pe0p[e.'Environmenta1 contamination affects quality of water
and health of community residents. For conservation of GMR, to sustain participatory management
system is a priority issue.

The Ecuadorian government put importance on participatory management system of GMR. In
the National Development Plan (2007-2010), conservation of natural environment is listed as one of nine
priority strategies. The National Development Plan refers to formuiation and implementation of programs
through people’s participation.

Environment conservation is a priority area in Japanese policy in Official Development
Assistance (ODA) to Ecuador. There are three priority areas in Japanese ODA to Ecuador, namely,
poverty reduction, environment conservation, and disaster prevention. Environment conservation inciudes
conservation of natural environment and ecosystem and countermeasures against environment
contamination.

The Project plan was formulated basically in adequate process although there are some issues that
could have been better addressed.  In the planning stage of the Project, participatory workshops were held
three times to clarify the needs of the stakeholders and to incorporate ideas and requests of them in the
Project design. This effort took time to finalize and to reach an agreement in the Project plan. During
the course of Project implementation, it was revealed that the original PDM did not incorporate needs of
existing situations and opinions of some CPs actually assigned. During the Mid-term Evaluation Study, the
PDM was reviewed and modified, incorporating opinions of those concerned. This helped smooth
progress of the Project.

The Project design was carefully considered, though some points should be noted. First, some

Z
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Project components include activities that were not regularly implemented in operation of PNG, for
example, support for communications for fisheries cooperatives, small-scale participatory fishing, water
quality monitoring, participatory water quality monitoring, and women’s groups activities. Including
these activities in the Project design may have seemed to exceed the capacity and operation system of PNG,
Therefore, the Project planned to develop the capacity to implement these activities at PNG.  As one
solution for this, the Project planned to have collaboration with related organizations other than PING, such
as CDF and FUNDAR (local NGO). Secondly, it can be pointed out that the scale of target group of
activities to create alternative income source is quite small. This activity was introduced with an aim to
reduce the pressure on fishing resources by securing alternative income source for fishermen’s households.
This logic is appropriate. However, only about 30 fishermen households are engaged in, or planned to be
engaged in small-scale participatory fishing, while the number of members of women’s groups that the
Project support is about 20.

Effectiveness

Effectiveness is generally high.

Project Purpose is gradually being achieved. The results of Indicators related to the Project
Purpose are as follows.

Project Purpose:  Participatory Management system of GMR is strengthened.

- The number of IMP meeting held are;
2004: 7 2005:9  2006: 11 2007: 5
- In 2008, IMP meetings are held twice a month
on average.
- The number of agreements made are;
2004:52 2005:28 2006:41 20076
(In 2007, JMP was not held frequentiy because
facilitator lefi his position after his salary was not
paid for several months.)

. Number of JIMP meetings and agreements made.

2, Sectors are well represented at IMP. - Currently six sectors paticipate in JMP.  Each
representative of six sectors represents their
sectors and participated in discussion in an
active and constructive manner.

3. Number of decisions based on the reports and | -  Five agreements based on reports and data

data generated by the project. developed by the Project were concluded, on
the topics of small-scale participatory fishing
and sea cucumber sustainability.

The capacity of JMP can be evaluaied to be improved. JMP meetings are now regularly held.
The number of agreement made at JMP may not be clearly increased but, according to interview, agendas
that had not been agreed for a long time started to be discussed and some of them obtained agreement
during the past two years. This means that the quality of IMP discussion has been improved. The
representatives of each sector are participating in JMP more actively and the process of discussions became
more friendly and constructive.

All of five Outputs are necessary elements to achieve Project Purpose. Some Outputs are
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interrelated.  For example, the results of ocean environment monitoring (Output 3) were incorporated in
materials of environmental education (Output 2) and participatory water quality monitoring (Output 4)
serves as an opportunity of environmental education (Output 2). This interrelations among each Output
enhanced benefits produced by each OQutput.

As to the Important Assumptions from Output to Project Purpose, i.e., the existence of JMP, JMP
does exist and has been functioning quite well since 2005, It should be noted, however, that the financial
foundation of IMP is weak. Qut of three positions of JMP, Coordinator, Facilitator, and Communicator,
only the post of Facilitator is filled currently. Also the results of referendum to accept the new Ecuadorian
Constitution expected to take place at 28 September 2008 should be monitored. There is possibility that
the new Constitution may affect the current organization of JMP although the majority of those interviewed
expect that the participatory environmental management of GMR will be maintained in one way or another.

Several contributing factors to achieve Outputs and Project Purpose can be pointed out. In the
latter part of the Project, Japanese experts were dispatched as planned and Project local staff adequately
implemented their duties. The operation system of PNG became stable. The Project includes
components that aftract high attention of local residents, sea cucumbers, water quality monitering, and
alternative income source, for example. Constraining factors are; the delay of dispatch of Japanese
experts and unstable organization at PNG at the initial stage of the Project.

Efficiency

Efficiency is medium. A part of inputs were not implemented as originaily planned.
implemented inputs are, however, well utilized and contributed to produce Outputs.  As to Output 5, the
scale of output produced by inputs may be a little small.

The Ecuadorian side atlocated CPs to implement activities for each Qutput. However, frequent
replacement of Directors of PNG made the Project operation system unstable.  Some CPs have difficulties
to get themselves fully inveolved in the Project. This is mainly because they are busy with their regular
duties at PNG. PNG provided spaces for the Project office and CCEE. As to the CCEE, there was some
dispute as to the property rights of the land, and it delayed the operation of CCEE. Necessary equipment
and materials for Project activities were provided by PNG.

The Japanese side could not send experts as planned at the initial stage of the Project and it
affected the smooth start of the Project. Since 2003, experts have been dispatched as planned. As some
CPs are busy with their work at PNG, the Project employ some Ecuadorian staff to complement activities.
The local staff hired by the Project made a great contribution to smooth implementation of the Project.
This is especially important in that they are familiar with local needs and situation. Training in Japan was
effective to transfer technique to implement Project activities. Ecuadorian CPs participating in Training in
Japan are utilizing what they leamed in Japan for the Project activities and they disseminate the experiences
to other staff of PNG through presentation. Three CPs out of 10 participants of Training in Japan left their
position. One of them. still remains at PNG and provides advice and assistance when necessary.
Provision of equipment by the Japanese side was implemented as planned in general. A smatl part of
equipment was not delivered timely due to some procedural matters concemning procurement but this did

not affect the Project activities. Provided equipment is well utilized to produce Outputs. Equipment is
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well maintained. As to CCEE, although the opening was considerably delayed due‘ 0 land property
problem, the facilities are frequently visited and utilized by the community people and have contributed to
the implementation of environmental education. Volunteers are assigned by the Project to explain
exhibition to visitors. There is already an operation and maintenance system of CCEE set up at PNG.

The efficiency of inputs in comparison to the outcome depends on activities. As to activities
related to communication (Output 1} and environmental education (Qutput 2), efficiency is high as outcome
is clear and the size of beneficiary is quite large. On the other hand, in regard to alternative income source
activities, efficiency is not high as there is not clear outcome at this moment and the size of target group is
quite small, about 30 fishermen families for small-scale participatory fishing and approximately 20 women
for women’s group support.

Impact

The achievement of Overall Goal can be expected if the current activities are carried out by the
Ecuadorian CPs after the completion of the Project. Some unexpected impacts are recognized.

The prospect of achievement of Overall Goal is as follows,

Overall Goal: GMR conservation and sustainable management is promoted through participation of

key factors,

I. Number of key actors* who |- The interest toward conservation of GMR is being
participate in GMR conservation increased.  This includes rectors represented at JMP and
activities. other sectors, l.e., municipal office, students, teachers, and

women. It is expected that they will be key actors in
GMR conservation. [t is aiso expected that the extent of
participation of those involved in GMR conservation is also
enhanced as they show intention to change attitude toward
environment.

2. Number of activities in favour of } - The organization and operation system of PNG and JMP is
GMR conservation based on key being strengthened. Communities are improving their
actors proposals attitude, and behavior toward environmental conservation

and relations with PNG and key actors of environmental
conservation are improved. ~ Activities based on proposals
by key actors are likely to increase.

*Key actors: organizations and individuals in groups that have close relations with the Project, for example,
schools, fisheries cooperatives, municipality office, and tourism associations (definition given at the Mid-term
Evaluation Study)

The prospect that Overali Goal is achieved is considerably high. Through the Project,
community people, including fishermen, teachers, and students, improved awareness and knowledge
toward environmental conservation and they are changing attitude to better conserve their environment.
These community people are considered to become key actors to participate in GMR conservation as well
as organizations such as PNG and NGOs. As the organization system of PNG and JMP is strengthened
during Project period and the relations between these entities and communities, including fisheries
cooperatives, are improved, it is expected that conservation activities based on proposals by key actors will

increase. To achieve Overall Goal, it is essential to continuously implement activities introduced by the

@&/@ ; A

40




Project after the termination of Project period.

Regarding.the [mportant Assumptions specified in PDM, there is not much influence so far
although it is still important to monitor their progress. Fishing resource is decreasing and fishermen are
making efforts to secure a sustainable fishing yield. However, as the refations between PNG and fisheries
cooperatives are improved, it is likely that proposais on appropriate fishing efforts will be discussed in a
constructive manner. There is not a sharp increase in new residents in the Galapagos Islands according to
interview, although the official statistics presents data in an opposite way. As to number of tourists, the
majority of those interviewed admit that it is surely increasing. Nevertheless it will not cause much
trouble to environmental conservation if the impact of tourists is adequately managed.

Some unexpected impacts are found. The Project intended to implement water gquality
monitoring only in Santa Cruz Island. During the course of time, this activity was extended to other
islands, i.e., Isabela and San Cristobal upon the request of Ecuadorian side.  Another unexpected impact in
regard to water quality monitoring is that the municipal office in Santa Cruz reduced the volume of water to
draw at one source based on the reports on water quality monitoring.  In addition, the communications and
collaboration among assistance agencies and local NGOs are improving in the course of discussions to
coordinate their cooperation activities, especially in the area of small-scale participatory fishing.

The Project placed a focus on fisheries cooperatives and fishermen as the main target group,
which may lead to a kind of misunderstanding or “jealousy” from other groups concerned to environment
conservation. This can be pointed out as a negative impact. One incident is that a bulletin on fisheries
cooperatives was once issued by an individual in management of fisheries cooperative union, without
observing established protocols. The management of tourism sector felt hurt and said that the Project
favored the fishing sector.  This case presents an example that information may sometimes be distorted by
the fact that the Project is focused on a certain group of society as target.

Sustainability

Sustainability can be expected to some extent.

Political sustainability is generally high. As mentioned before, environmental conservation is
one of priorities in Ecuadorian development policy and emphasis is placed on participatory management
system. [n addition, the current Ecuadorian government shows a strong initiative to conserve environment
of the Galapagos Islands, especially when the Islands are specified in the list of *World Heritage in
Danger”. Although the Galapagos Islands got listed in the World Heritage sites in Danger during the
Project period, the factors to be put in the list of the Heritage in Danger are identified as increased
population, tourists, and introduced species. These factors are exactly described as Important
Assumptions in PDM and it should be noted that the listing in Heritage in Danger does not mean that the
Project did not work. One slight concern is that the political progress after the referendum of revision of
the Constitution. In general, it is expected at the moment that the government policy to give priority to
participatory environment conservation will be maintained. ‘

Organizational sustainability of PNG is relatively high., In comparison to the time at the start of
the Project, the organizational capacity of PNG has been clearly improved. The Director of PNG is not
replaced as often as before. Allocation of other personnel is also stable as the majority of trained CPs
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remain in the positions. Furthermore, more than 150 park rangers are appointed from contracted workers
to permanent employees in August 2008; which will strengthen the stability of personnel capacity of PNG.
In addition, reiations with related organizations such as fisheries cooperatives are remarkably improved.
In spite of these improvements, there is still shortage of allocation of manpower at PNG, and it is necessary
to implement the new organizational chart, where technical capacity and number of park rangers of PNG
are enhanced. As to the organization of JMP, it starts functioning relatively well in recent years but
financial foundation is still unstable and there is some uncertainty in its position and functions after the
referendum of the Constitution.

Financial sustainability of PNG is aiso relatively high. By the fiscal system of the Galapagos
[siands, a part of entrance tax is allocated to PNG, which gives stable financial source to PNG.  Financial
stabitity may be more secure if PNG has efficient and rational procedural system of budget planning and
disbursement.

Technical sustainability is expected to some extent. Technical transfer is being implemented
and CPs are utilizing acquired knowledge and skills in their daily work. Maintenance system of provided
facilities and ecquipment are quite well functioning so far. Nevertheless, continuous efforts and
administrative adjustments will be necessary as some activities introduced by the Project are not included
in conventional work lines on PNG for example, production of educational materials, water quality
monitoring, and support for fisheries cooperatives and women’s group. These activities have been
_ conducted to a considerable extent by an initiative of local staff of the Project and technical transfer from
the local staff to CPs at PNG is required by the end of the Project period. As to these activities,
strengthening collaboration with related organizations such as CDF may be a contributing factor.

Efforts to continuously work with communities and to spread the benefit of the Project are
required to further secure sustainability. Target group of the Project in communities, for example,
fisheries cooperatives and women'’s groups, have strong will to continue the activities. [f adequate support
by CP and related organizations is provided, benefits can be further enhanced. The Project already
extending water quality monitoring to the Istands other than those initially planned. Further efforts to
spread benefits to other areas will consolidate sustainability of the Project aithough strengthening
organizational capacity of authorities in other Islands may be required.

2.5 Conclusion

- The Project was implemented smoothly in the latter part of the Project period although the progress was
not very smooth for the first two years and there are some questionable issues in adequacy of the project
design and efficiency of inputs. As to Qutputs, the achievements have not been fully produced as
expected for some components, but, in general, Qutputs are being achieved.

- The Project Purpose is likely to be achieved. Therefore, it is appropriate to terminate the Project as
initial plan.

-Some activities still leave concerns in sustainability after the completion of the Project. Activities on
communications, environmental education, alternative income source generation were implemented
with contribution of local staff hired by the Project. Marine resource monitoring and water quality

monitoring were not conducted at PNG before the Project. Participatory fishing monitoring was not

A
Sl




conducted in the Project because cooperation of fishermen was not obtained. It is necessary to discuss

implementation system of the activities after the Project completion, especially of those activities above

mentioned.

3.1
(1)

Recommendations and Lessons Learned

Recommendations

PNG should continuously develop current activities after the Project period. To realize this, it is
recomimendable to incorporate all the Project activities in planning documents such as management
plan of GMR and PNG as well as implementation documents like POA of PNG. This will include
allocation of necessary personnel and budget. It is suggested that, after this evaluation, Japanese
experts and Ecuadorian CPs analyze and make proposals on necessary personnel and specific activities
that they are going to implement during the remaining Project period. In order to strengthen
collaboration of PNG with assistance agencies and NGOs, it is recommendable for PNG to coordinate
such cotlaboration.

Communication: Operation capacity should be strengthened at PNG to disseminate information.
This includes production of bulleting and TV and radio programs. It is advised that future support by
PNG on communications be expanded to all sectors that are concerned to sustainable management and
development of GMR and that operate economic activities there.  As for information dissemination on
fisheries cooberaﬁves, it is recommended that the Project conduct training to fisheries cooperatives
before the Project ends so that the cooperatives will imb!ement communication activities by themselves
after the Project.

Enviranmental Education: Organizing working system in which CPs can implement activities is
necessary. As to environmental education at secondary schools, it is required fo make an agreement
with schools in education program, including class schedule coordination and collaboration with
teachers in teaching. [t is recommended that experts, CPs, and local staff formulate proposals te have
project activities integrated into curriculum established by the integral education reform. It is also
recommended that the Project hold a discussion with the Ministry of Education or its office in the
Galapagos [slands as to future activity plan.

Ocean environment monitoring/Water quality monitoring. It is recommended that PNG increase the
number of technicians to implement monitoring. Collaboration among different sections within PNG,
for example, Marine Resources and Tourism Administration, is desirable as weil as collaboration with
related organizations such as CDF.

Alternative income source: Organizing working system is necessary, in which CPs can provide
support to this activity after the Project completion.  As to support for groups of fishermen’s wives, it
is adequate to develop scheme at PNG to support activities for small- and micro-scale enterprises
through providing information on training, administration, credit access, finance, production,
commercialization, and tax, for exampie‘, instead of continuing support for specific groups.  To set up
collaboration with external organizations may be recommendable, if necessary.

PNG should finalize and implement operation plan of CCEE, including renewal of exhibition, to utiiize

CCEE effectively, and to conduct environmental education in communities. [n the operation plan,
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(3)

(4)

(5

3.2
(M

(2)

(3)

4

(6)

(7

budget for CCEE should be clearly specified. Also PNG should formulate a plan to secure personnel
at CCEE in charge of education and administration, including maintenance of aquarium tanks.

PNG should take an initiative in support IMP to secure financial sources to cover the cost for operation,
administration, and logistics necessary to participatory management system. It is recommendable that
the Ecuador government facilitates to maintain participatory management system of GMR and promote
so that the function of JMP/AIM continue.

Japanese experts and CPs should accomplish technical transfer as to activities that local staff members
hired by the Project have had the initiative in implementation so that PNG will develop internal
capacity to be able to continue the activities after the Project completion.

It is understood that PNG should carry on with the activities after the termination of Project period.

However, Japanese cooperation may be expected in some manner when necessary.

Lessons Learned

The Project aims for improvement of participatory management system. As a resuit, communications
among stakeholders have been improved and conflicts have been reduced. It can be said that
participatory management system is effective in environmental conservation. However, it should be
recognized that participatory process takes time and depends on external factors.

When the Project includes components that are not covered by conventional work lines of CP
organization, it is necessary to carefully confirm the implementation system of CP organization and
possible collaboration with related organizations in the stage of project formulation.

Incorporation of project activities in regular work plans of CP organization will enhance sustainability
after the project completion.

It is often the case that environmental conservation project includes components in various areas. [t is
important to clarify the project purpose and to select activities that are expected to produce outcome.
One issue is the selection of target group. If the size of the target group is too small, even though
there is a certain benefit for the target group, it may be difficult to connect the outcome to achievement
of project purpose and to produce impact. However, it is true that setting a small-scale target group
makes it relatively easy to bring benefit to the specific target group. Therefore, it is appropriate to
formulate a plan to expand the benefit of activities in the initial project design when a small target
group is selected.

Activities related to communication are effective components as they improve understanding among
stakeholders and their relations as well. In communication, mobile phones can be a very useful tool
as a vast majority of community people have a mabife phone, people get information at any time via
mobile, information can be sent to many people at one time, and interactive communication can be
possible.

Environmental education that targets for students at schools may be effective to produce benefits in the
family circle and in the future. To sustain activities, it is necessary to incorporate environmental
education in official curriculum, therefore, collaboration with the Ministry of Education will be
required.

Local staff hired by project often plays an important role because they can conduct activities




appropriate to social and cultural situations of the country without language barrier. However,
depending on local staff too much may leave questions in operation system of CP organization after the
project completion.

{8) It should be noted that focusing on a certain group of society as a target may lead to misunderstanding
or jealousy of other groups of the society. Even if the Project seems to be well accepted in general
terms, a small incident may trigger negative feeling toward the project among the rest of groups.

Careful management of communication and information will be necessary.
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ANNEX 1: Study Schedule

Day Contents
2008/8/17 Sun.  |Arvival at Quito (Consultant oniy)
2008/8/18 Mon,  [JIGA Office, AGECL Ministry of Environment
Move to the Galapagos [slands
2008/8/19 Tue.
Courtesy visit to PNG Director, Interview with Japanese experts
Presentation by CPs, Explanation of evaluation procedure
2008/8/20 Wed.
Interview with CPs of communication and environmental education, Visit to CCEE
[nterview with CPs of environmental education and ccean environment monitoring
2008/8/21 Thur.
Interview with CPs of water gquality monitoring, Visit to water drawing site
Interview witn CPs marine resource management and faciliatator of JMP
2008/8/22 Fri.
Visit to fisheries cooperatives
2008/8/23% Sat. |[Document review
Bocument review {Consultant)
2008/8/24 | Sun 4 rival in Quito (JICA officials)
Visit to Isabela Island {Consultant)
2008/8/25 | Mon. | \|GA Office, Japanese Embassy, AGECL Ministry of Environment (JICA officials)
Document review (Consultant)
2008/8/26 Tue. |Artival in the Galapagos Island (JICA officials)
[nternal meeting, Meeting with evaluators
Intervier with CPs of communications, Visit to CDF
2008/8/27 Wed. It crview with GP's of environemntal education and ocean envirenment management, Visit to fisheries
cooperatives
interview with GPs of ocean environment monitoring, Interview with JMP members, Visit to secondary
school
2008/8/28 Thu. Interview with GPs of water quality monitoring, Visit to water drawing site of municipal ofice and
interview
2008/8/2% Fri. Visit to small-scale participatory fisheries, Document review
2008/8/30 Sat.  |Preparation of Joint Evaluation Report
2008/8/31 Sun. [Preparation of Joint Evaluation Report
2008791 Man. |Jeint Coordinating Cammittee
2008/9/2 Tue. [Move to Quito
Signing of Minutes of Meeting
2008/9/3 Wed,
JICA Office
ODA Task Force Meeting
2006/9/4 Thu. Departure of Quito
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ANNEX 3-5: Operational Expenses

<Japanese Side>

USss JPY Equivalent’
FY 2003 (2004.1-2004.3) 15,437 1,660,866
FY 2004 (2004.4-2005.3) 736,299 79,218,409
FY 2005 (2005.4-2006.3) 103,054 11,087,579
FY 2006 (2006.4-2007.3) 217,259 23,374,895
FY 2007 (2007.4-2008.3) 149,140 16,045,972
Total 1,221,189 131,387,721
<Ecuadorian Side>

Uss JPY Equivalent
FY 2005 (2005.1-2005.12) 17,215 2,155,907
FY 2006 (2006.1-2006.12) 60,555 7,017,467
FY 2007 (2007.1-2007.12) 48,429 5,210,476
FY 2008 (2008.1-2008.6) {under compilation)
Total 77,770 8,723,46%

Operational expenses on Ecuadorian side are calculated by estimation based on the total budget of

departments in charge and breakdown of activities in annual plan.

-

I Calcutation was made with at 1US3=107.39JPY, which is the exchange rate in June 24, 2008/&
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MINUTAS DE LA REUNION
ENTRE EL EQUIPO JAPONES DE EVALUACION DE TERMINO Y
LAS AUTORIDADES CONCERNIENTES DEL GOBIERNO
DE LA REPUBLICA DEL ECUADOR
EN LA COOPERACION TECNICA JAPONESA PARA EL PROYECTO
PARA LA CONSERVACION DE LA RESERVA MARINA DE GALAPAGOS,
REPUBLICA DEL ECUADOR

La Mision Japonesa de Evaluacién de Término {en adelante denominada ‘la
Mision Japonesa”) de la Agencia de Cooperacion Internacional del Japdn (en adelante
“JICA" por sus siglas en inglés), encabezada por el Sr. Endo Hiroaki, visité la Replblica
del Ecuador del 17 de agosto al 4 de septiembre de 2008, con el propésito de llevar a
cahbo una evaluacién de término del Proyecto para la Conservacién de la Reserva Marina
de Galapagos (en adelante “ef Proyecto”)

El lado Ecuatoriano organizd igualmente un equipo de evaluacién encabezado por
el Sr. Wilson Quinde Doumet, el mismo que se unié a la Misién Japonesa para conformar
el Equipo de Evaluacién Conjunta.

El Equipo de Evaluacion Conjunta verificd el progreso del Proyecto, principalmente
a través de visitas de campo y entrevistas. La actuacion y logros del Proyecto fueron
evaluados utilizando los criterios de JICA, y el Equipo de Evaluacion Conjunta sostuvo
ademas una serie de discusiones sobre potenciales medidas a ser tomadas en cuenta por
los Gobiernos de Ecuador y de Japdn, para asegurar una implementacion activa para el
tiempo restante del periodo de duracién del Proyecto.

El Equipo de Evaluacion Conjunta prepard el Informe de Evaluacion adjunto, el
cual fue aprobado por el Comité de Coordinacion Conjunta (CCC), e hizo
recomendaciones a ambos Gobiernos en el Informe de Evaluacién adjunto.

La Mision Japonesa y las autoridades Ecuatorianas concernientes acordaron
seguir las recomendaciones del Informe de Evaluacion.

Elaborado en duplicado en espafiol y en inglés, cada texto es igualmente auténtico.
En caso de alguna divergencia de interpretacidn, prevalecera el texta en inglés.

Quito, 3 de septiembre de 2008

20 Al Bt

ENDO Hiroaki Milson Quinde Doumet

Lider del Equipo Japonés de Evaluacién de  Lider del Equipo Ecuatoriano de Evaluacidn
Término, de Término,

Agencia de Cooperacidn Internacional del ReptBlicidel Ecuador

Japoén

vfcej%%rﬁ" = na Altidn Mdra E

ist D¥ecto %

Ministerio del Ambiente, Ageheia a@?_gggp_etaelon i
Reptblica del Ecuador Internacional,,

Reptiblica del Ecuador
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INFORME DE EVALUACION FINAL CONJUNTA
SOBRE LA COOPERACION TECNICA DE JAPON
PARA
LA CONSERVACION DE LA RESERVA MARINA DE GALAPAGOS
EN LA REPUBLICA DEL ECUADOR

Equipo de Evaluacion Conjunta

Septiembre, 2008

Quito, Ecuador
%
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. Introduccion

.1 Resumen del Equipo de Evaluacion

La Agencia de Cooperacién Internacional Japonesa (JICA) ha colaborado con el Servicio del Parque

Nacional Galdpagos (PNG) en [a implementacién del Proyecto para la Conservacion de la Reserva Marina

de Galdpagos (el Proyecto) con el objetivo de promover actividades de conservacion para la Reserva

Marina de Galdpagos con la participacion de residentes locales, El Proyecto fue lanzado el 20 de Enero

del 2004.

De acuerdo a lo planificado el Proyecto deberd completarse el 19 de Enero del 2009, JICA despachd

una mision de evaluacion al Ecuador del 17 de Agosto al 4 de Septiembre a conducir una evaluacién final

Para ver los detalles del programa de evaluacién final, ver el ANEXO 1.

Los objetivos de la Evaluacién Conjunta son los siguientes:

1) Revisar los aportes anteriores, actividades y resultados del Proyecto.

2) Analizar el progreso y los logros basados en la Matriz de Disefio de Proyecto (PDM) y cinco criterios

para evaluacion, Pertinencia, Efectividad, Eficiencia, Impacto y Sostenibilidad, y preparar un Informe

de Evaluacién Conjunta.

3) Resumir recomendaciones para el perfodo que resta del Proyecto e identificar lecciones aprendidas.

1.2 Evaluadores

Los miembros Japoneses de la misién de evaluacidn son os siguientes:

Nombre

Posicidn

Titulo

I Sr. Hiroaki Endo

Lider del Equipo

Director, Divisién II Forestal y de
Conservacion de la Naturaleza, Grupo Forestal
y de Conservacion de la Naturaleza,
Departamento Ambiental Global, JICA

2 Sra. Kanako Adachi

Planificacion de la
Evaluacién

Oficial de Programa, Division II Forestal y de
Conservacion de la Naturaleza, Grupo Forestal
y de Conservacion de la Naturaleza,
Departamento Ambiental Giobal, JICA

3 Sra. Erika Tanaka

Evaluacién y Anilisis

Investigadora, Departamente de Desarrollo
Social , Global Link Management

4 Sra. Hiromi Higashionna

Intérprete

Los miembros Ecuatorianos de la misidn de evaluacion son los siguientes:

Nombre

Cargo

l Sr. Wiison Quinde Doumet

Asesor de la Subsecretarfa de Capital Natural,
Ministerio del Ambiente

2 Sr. Fernando Ortiz Q.

Internacional

Coordinador del Programa Galdpagos, Conservacion

3 Sya. Maria Lopez

Rectora, Colegio Nacional de Galdpagos /

e
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1.3 Metodologia de Evaluacién

El Equipo Japonés de Evaluacién condujo encuestas y entrevistas en el sitio del proyecto a
través de cuestionarios y entrevistas al personal de contraparte, otras agencias relacionadas y los expertos
Japoneses involucrados en el Proyecto, para evaluar el Proyecto.

Tanto fa parte Ecuatoriana como la Japonesa analizaron y revisaron de manera conjunta el
Proyecto, basados en el concepto de Manejo de Ciclo de Proyecto (PCM). La evaluacién esta basada en la
Versién 3 del PDM (ANEXO 2), la cual fue revisada en Julio 17 del 2006. Ambas partes analizaron de
manera conjunta los logros del Proyecto, evaluaron el Proyecto basados en los Cinco Criterios para
Evaluacién, y finalmente, elaboraron una serie de recomendaciones.

{1) Pertinencia La pertinencia del Proyecto es revisada por la validez del Propésito del
Proyecto y el Objetivo General en conexidn con las politicas de
desarrollo del gobierno vy las necesidades en Ecuador.

{2) Efectividad La efectividad es medida de acuerdo a cudnto ha lograde el Proyecio 2
cumplir con los Propésitos del Proyecto, aclarando la relacién entre el
Propdsito del Proyecto y los Resultados.

(3) Eficiencia la eficiencia en la implementacién del Proyecto es analizada con
énfasis en la relacién entre productos e insumos en términos tiempo de
gjecucion, calidad y cantidad.

(4) Impacto El impacto del Proyecto se mide en términos de la influencia
positiva/negativa, intencional/no intencional causada por el Proyecto.
(5) Sostenibilidad La sostenabilidad del Proyecto se mide en términos de aspectos

politicos, financieros y técnicos, examinando por cuanto tiempo los
logros del Proyecto van a ser mantenidos después de que el Proyecto
sea completado.

2 Evaluacién
2.1. Proceso de Implementacién

En l[a etapa inicial del proyecto, el proceso de la puesta en préactica no fue muy sencillo. Cerca de
un afio después de su inicio el Proyecto comenzé a mostrar un progreso fluido y se espera que las
actividades planeadas serdn completadas al final del Proyecto.

El Proyecto fue formulado incorporando opiniones de representantes tanto del lado japonés como
ecuatoriano, incluyendo miembros de la comunidad de las Islas Galdpagos, de tal manera que tomd un
tiempo considerable definir los componentes del Proyecto. Este proceso de formulacién es altamente
valorado por los miembros de esta comunidad.

Durante el primer afio del proyecto, hubo varios factores que obstaculizaron el progrese fluido
del Proyecto. Primero, tardd seis meses antes de que los cuatro expertos japoneses de largo plazo fueran
enviados seglin se habfa planeado. En segundo lugar, el Director del Parque Nacional Galdpagos fue
cambiado varias veces en los primeros dos afios del Proyecto. Adicionalmente, manifestaciones y paros de
pescadores ocurrieron con frecuencia durante el afio 2004. Después del afio 2095, el Proyecto comenzé a
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transcurrir sin dificultades.
El sistema total de [a operacidn del Proyecto en general estd bien manejado. Tomé cerca de un
_afio para que la primera sesion del Comité de Coordinacidn Conjunta {CCC) se llevara a cabo. Sin
embargo, desde entonces, el CCC se ha reunido aproximadamente una vez al afio y sirve como oportunidad
para revisar el progreso del Proyecto, identificar las dificultades y presentar las soluciones entre l0s socios
estratégicos del Proyecto. El progreso y resultados del Proyecto son monitoreados en base a la Matriz de
Disefio del Proyecto (PDM por sus siglas en inglés) y al Plan Operativo (PO) y compartido entre los
expertos japoneses y los expertos de contraparte ecuatorianos (ECP) de manera regular, en el CCC y en
otras reuniones. El PDM ha sido modificado dos veces durante su estudio en el afio 2003 y en el Estudio de
Evaluacién de Medio Tiempo en el 2006. Con la modificacidn, la 1égica y la expresién verbal del PDM
quedaron mds claras.

La comunicacién en general dentro del equipo del Proyecto ha sido buena. Al principio, hubo
algunas dificultades pues el PNG no estaba familiarizado con el proceso de implementacién de la
cooperacion técnica japonesa y por las diferencias de lenguaje. Sin embargo, los esfuerzos de ambas partes
por entenderse mutuamente mejoraron fa comunicacion.

La apropiacidn del Proyecto por parte del PNG y de los otros socios estratégicos es alta en
general,  Los ECP del PNG han estado involucrados en los procesos de toma de decisiones del Proyecta y
han implementado sus actividades asignadas aunque algunos de eilos han tenido gran dificultad de
entregarse completamente al Proyecto debido a sus otras funciones en el PNG. Las cooperativas de pesca y
los pescadores han estado participande activamente en las actividades del proyecto y su actitud hacia el
PNG se ha mejorado. También la gente y los estudiantes de [a comunidad estdn participando en actividades
del Proyecto tales como el monitoreo participativo de [a calidad del agua y fa educacién ambiental.

I.as organizaciones involucradas en la conservacidn, como la Fundacién Charles Darwin (FCD),
proporcionan el adecuado soporte a la implementacién del Proyecto en Educacién Ambiental.

2,2, Aportes

Tanto la parte ecuatoriana como la parte japonesa implementaron los aportes tal como se
planificaron en la Matriz del Disefio del Proyecto aunque hubo retraso en algunos de estos aportes. Para
conocer los detalles, ver el ANEXO 3-1a 3-5.

2.3. Logros alcanzados
2.3.1. Resultado de las Actividades

1.as actividades fueron puestas en ejecucién basindose en el PDM y en las discusiones y acuerdos
mutuos entre 1as partes ecuatoriana y japonesa. Para los detalles, ver el ANEXO 4.

2.3.2. Logros alcanzados en los Resultados
Resultado 1: Se fortalece ¢l flujo de informacién acerca del manejo de la Reserva Marina, entre la
Comunidad Pesquera Artesanal de Galdpagos,

La informacién y la comunicacién sobre el manejo de la Reserva Marina se ha fortalecido entre

fas comunidades de pescadores. La informacidn se ha difundido a través de boletines, programas de radio y

/K(Q //F ‘ A
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televisién y a través de mensajes cortos mediante la telefonfa celular. Los contenidos son: informacidn
sobre pesquerfas v de las cooperativas de pescadores, informacidn sobre recursos naturales de la RMG, e
informes de los resultados de las reuniones de la Junta de Manejo Participativo (JMP). La informacidn
difundida via telefonia celular fue lanzada en enero 2008 y se estd extendiendo rdpidamente entre los
pescadores, ya que este es un medic que permite enviar mensajes de manera oportuna y eficiente. Las
cooperativas de pesca tienen un mejor conocimiento sobre el manejo de la RMG y su metodologia
participativa. De acuerdo con las encuestas socio econémicas realizadas por el Proyecto, el porcentaje de
pescadores que “siempre” recibe informacidn sobre la RMG se incrementd de 31.3% en el 2005 a 48% en
el 2008, mientras que aquellos que dicen que “nunca” reciben esta informacidn ha disminuido de 13.4% en
2005 a 4.7% en 2008. La informacién ha sido también difundida a la comunidad por medio de boletines,
radio y television. A través de las actividades relacionadas con el Resultado 1, [as cooperativas sienten que
sus opiniones y posiciones son conccidas por otros sectores de la comunidad vy al mismo tiempo, la
poblacion local entiende la situacién de los pescadores mucho mejor que antes. Como resultado de esto, las
relaciones entre las comunidades pesqueras y el Parque Nacional Galdpagos, y entre las comunidades
pesqueras y otras organizaciones del medio han sido mejoradas.

La Comunicacién ya ha sido incluida en el Plan de Operacién Anual (POA) del PNG. En el
Proyecto, sin embargo, en las actividades relacionadas al Resultado 1, el perscnal local contratado por el
Proyecto, jugd un rol importante. Las Cooperativas de Pesca no han sido totalmente entrenadas para
realizar actividades de comunicacién por su cuenta.

Los resultados de indicadores relacionados al Resultado | son tos siguientes:

1.1 El porceﬂtaje del nivel de conocimiento | - El nivel de COROCimient-O de las comunidades
pesqueras sobre ¢l manejo de la RMG se ha
mejorado con la difusién por radio, television,
boletines y telefonia mévil.

- El nivel de incremento porcentual de pescadores que
percibe que “siempre” recibe informacidn ha
aumentado en 16.7 puntos que equivale a un 53% de
incremento durante [os dltimos tres aftos

de la Informacién sobre temas del manejo
de la RMG y las pesquerfas es
incrementado en un 50% en el sector
pesquero artesanal de Galdpagos.

12 El nivel interno y externo de la |~ Con las actividades del proyecto antedichas, la
informacién sobre el Manejo de la RMG  ha sido
diseminada también entre la gente de la comunidad.
Consecuentemente, las  comunicaciones  han
mejorado en las cooperativas pesqueras, entre
sescadores, y entre los pescadores y la comunidad.

-  En el 2004, solo un 27% de los Pescadores
consideraba que las cooperativas de pesca estdn
divulgando informacidn de manera apropiada, pero
en el 2008, un 48.6% de los pescadores
entrevistados indicaron que sus cooperativas eran
“buenas” o “excelentes” en comunicaciones
internas. Estos 21.6 puntos equivalen a una tasa de
incremento de 80%

comunicacidn es mejorado en un 40%
entre [as cooperativas de pesca de las
Islas Galdpagos y sus miembros.

Los datos exactos para estos indicadores no fuercn colectados, pero el estudio socio econdmico del Proyecto

muestra datos similares a los anotados aqui.

Resultado 2: Se promueve la egmprension ambiental entre los residentes locales.
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A través de las actividades de educacién ambiental que tienen lugar en los colegios secundarios y
en el Centro Comunitario de Educacién Ambiental (CCEA), la comunidad ha mejorado su conocimiento
sobre la RMG.

Con la educacidn ambiental en los colegios, los estudiantes aumnentaron su interés y conocimiento
sobre el ambiente marino. Algunos estudiantes estdn comunicando sus conocimientos sobre la RMG v la
conservacidn ambiental a sus padres y de esta forma la informacién estd esparciéndose a otros miembros de
la comunidad. El Proyecto elabord unidades didacticas en ecosistemas marinos en los ¢colegios secundarios
y este curso se ha incorporado en el plan de estudios de la materia de Biologfa. 1.a mayoria de profesores
también estdn interesados en la materia y apoyan estas actividades. Como no hay una materia especifica
llamada Educacidn Ambiental en el pensum académico, los temas de Conservacidn de la Reserva Marina
de Galdpagos se deben incorporar a todos los niveles del sistema educativo local. Por lo tanto, clarificar el
posicionamiento de la Educacidn Ambiental en el Curriculo podria ser efectivo para el fortalecimiento de
esta actividad,

La apertura del Centro Comunitario de Educacion Ambiental tuvo retrasos debido a un problema

relacionado con la propiedad del terreno, sin embargo las instalaciones estdn siendo bien aprovechadas
desde su inauguracion, en educacién ambiental para la comunidad local y los visitantes.
La Sala de conferencias y adiestramiento del Centro Comunitario de Educacién Ambiental, estd abierta al
piiblico; la gente de la comunidad que utiliza el Centro visita también la Sala de Exhibicién, lo que
contribuye a incrementar el conocimiento y la toma de conciencia entre los usuarios de las instalaciones. El
CCEA cuenta con voluntarios para actividades de educacion ambiental y control de las instalaciones. El
PNG esta al momento formulando un plan de utilizacién del CCEA.

Durante el Proyecto, las actividades relacionadas al Resultado 2, fueron implementadas en gran
medida por el personal local contratado por el Proyecto. Las actividades de educacién ambiental ya han
sido incluidas en el POA, lo que significa que el PNG continuard desarrollando dichas actividades luego de
la terminacién del Proyecto. Sin embargo, para que los ECP lleven a cabo las actividades por su cuenta,

es alin necesario continuar la transferencia técnica por parte de los expertos y el personal local.

Los resultados de los indicadores relacionados con el Resultado 2 son los siguientes:

2.1 Niamero de eventos relacionados a la | - La sala de capacitacidn del CCEA fue abierta en
conservacién de la RMG realizados en el julio del 2006 y la sala de exhibicién en marzo
Centre  Comunitario de FEducacién del 2008.

Ambiental (CCEA). - En el 2007, un total de 55 eventos fueron

reatizados, incluyendo presentaciones, actos
culturales, adiestramientos y reuniones del
INGALA.

- En el 2008, 26 eventos fueron realizados hasta
julio.
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22 Nimero de participantes en las | El nﬂme‘ro total de usvarios de la sala de
entrenamiento fue de (500 en 2007 y 683 hasta
mayo del 2008.

- La Sala de Exhibiciones tiene un promedio de
4578 visitantes hasta julio del 2008.

actividades relacionadas a la
conservacion de la RMG

2.3 Nimero de residentes que incrementan | - Los visitz}nt.es a la Sala de Exhibigién mejoraron
su conocimiento y son més conscientes sobre la
RMG. Algunos de ellos (ransmiten sus
conocimientos a otras personas.

- Las clases sobre conservacion de RMG fueron
dadas a estudiantes de secundaria {l curso en
2008, 3 cursos en 2006, 2 cursos en 2007). Los
estudiantes mejoran su conocimiento sobre la
conservacién de la RMG y algunos de ellos
transfieren sus conocimientos a sus padres.

su nivel de conocimiento sobre la RMG.

Resultado 3: Se aumentard la informacion acerca de la vida marina y el medio ambiente ocednico.

El andlisis sobre el ambiente ocednico y las larvas de langosta espinosa se ha conducido
regularmente y los datos se han acumulado y difundido entre el piblico en general. La informacidn de la
vida marina y del ambiente ocednico se ve claramente incrementada. En términos generales, es necesario
realizar y dar seguimiento a estos andlisis durante cinco a diez afios para obtener tos datos adecuados que
pucdan mosirar evidencias cientificas. En este sentido, puede decirse que la informacién y datos
recopilados por el proyecto son solamente un inicio. Sin embargo, es notable que se haya empezado el
monitoreo de la vida marina en el PNG, y se ha establecido un plan operativo para que el monitoreo
continite. Al principio de las actividades del Resultado 3, el PNG no disponia de la metodologia ni de
personal con experiencia para investigacion. El Proyecto tuvo la colaboracion de la FCD para empezar el
monitoreo, mieniras los expertos japoneses proporcionaban la transferencia técnica a los ECP ecuatorianos.
A través de las actividades del proyecto, la capacidad de investigacidn del PNG ha mejorado
notablemente. La colaboracién con otras secciones del PNG tales como Administracién Turistica ha
comenzado, con un estudio de la Capacidad de Carga de los sitios de buceo como parte del monitoreo de
ecosistemas marinos. Los resultados del monitoreo de la vida marina y del ambiente océanico fueron
utilizados como material para el desarrolio de las actividades relacionadas con los Resultados |y 2.

Las Actividades en este Resultado han sideo incorporadas al POA, y han sido base para [a creacidn
del Sub Proceso de Investigaciones Marinas Aplicadas dentro del Orgénico Funcicnal del PNG. La
asignacién de personal atin no es suficiente, pero se espera que esto cambie en el futuro proximo. Se
considera que la implementacidn del sistema se fortalecerd a través de la colaboracién con CDF y otras

instituciones de investigacidn.

L.os resultados de los indicadores relacionados con el Resultado 3 son los siguientes:

3.1 La cantidad de datos Biolégicos y | - Andlisis de aguas costeras son semanalmente
Ecolégicos sobre la RMG es realizados desde el afio 2005 en el drea de Puerto
incrementada y difundida. Ayora y los datos del ambiente ocednico han sido

recopilados. Los resultados de monitoreos de
agua costera han sido compilados en reportes.

/@% 6
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Los datos y reportes son emitidos cada semana,
con énfasis en la relacidn entre profundidad del
agua y temperatura del agua y estdn disponibles al

piiblico.
3.2 Se mejora la capacidad de investigacién | - Una investigacidn sobre larvas de langosta espinosa
del PNG comenzd a finales del 2005 y una base de datos
sobre esta especie ha side acumulada y reportada
anualmente.

- A través de los continuos monitoreos del ambiente
ocednico y la transferencia tecnoldgica sobre
métodos de monitoreo, la capacidad de
investigacién del PNG ha sido mejorada.

Resultado 4: Se establece un sistema de monitoreo de la calidad del agua en la isla Santa Crug

El monitoreo de calidad de agua y su componente participativo se viene realizando regularmente,
y se ha reportado a la comunidad. El PNG adquirid los conocimientos para implementar los métodos de
monitoreo de calidad de agua, la gente local que ha participado en los mismos ha mostrado interés y
preocupacion sobre los resultados de este trabajo. Los informes de este monitoreo son utilizados por las
autoridades locales como insumos para tomas de decisién. Basado en los informes de ios monitoreos de
calidad de agua, la Municipalidad de Santa Cruz redujo el volumen de agua captada de una de las dos
fuentes de agua para la comunidad. El monitoreo de calidad de agua se estd llevando a cabo
esporadicamente en las islas Isabela y San Cristdbal. '

El monitoreo de calidad de agua ha sido incorporado en el POA del PNG y se espera que
continde realizdndose en colaboracién con la Municipalidad ya que el monitoreo de calidad de agua genera
mucho interés por parte de la comunidad.

Los resultados de indicadores relacionados con el Resultado 4 son los siguientes:

4.1 El monitoreo de calidad de agua se | - En el 2005, 9 sitios fueron seleccionados para el
convierte en un ejercicio regular. monitoreo en dreas cercanas a Puerto Ayora y el
monitoreo de calidad de agua ha sido mensual y
continuamente realizado.

- En el 2006, el monitoreo mensual de calidad de
agua fue iniciado, y se expandi a las islas de
San Cristébal e Isabela.

- El monitoreo participativo de la calidad de agua
fue dirigido a los residentes locales y estudiantes
de las islas Galdpagos y se realizd durante el
2006 en Santa Cruz, San Cristdbal e Isabela.

4.2 Los resultados del monitoreo son Reportes anuales del monitoreo de calidad de
publicados anualmente. agua y del monitoreo participativo se han
recopilado.

Resultado 5.- Se apoya el manejo sostenible de los recursos para los pescadores artesanales.

Una variedad de actividades para el manejo sostenible de los recursos para la pesca artesanal se
ha puesto en gjecucidn y ha producido resultados parciales.

Las actividades para promoever la pesca artesanal vivencial fueron conducidas vy

aproximadamente 30 pescadores estin preparados para operar esta actividad. Sin embargo, para que |
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pesca artesanal vivencial sea rentable, la bisqueda de mercados es un factor crucial en este momento. Por
lo tanto, el proyecto estd planificando la participacién en una feria comercial en EEUU el mes de
septiembre.

En lo referente a este Resultado, el Proyecto también condujo el monitoreo del pepino de mar con
la participacidn de los pescadores como parte de una estrategia de recuperacién de este recurso. Esta
participacidn permitid a los pescadores comprender la técnica del monitoreo y desarrollar confianza en los
datos generados por el PNG y otras autoridades. Los resultados de estos monttoreos han sido incorporados
en el Plan de Pesca Anual. A través de esta actividad, no sélo se ha incrementado en los pescadores el nivel
de conocimiento y comprensién sobre este recurso, sino que ha mejorado la relacién entre ellos y las
autoridades porque los pescadores reconocen que las decisiones administrativas estdn basadas en datos
cientificos. En el caso del monitoreo pesquero participativo, este no se llevd a cabo en forma participativa,
debido a que no se logré un acverdo con los pescadores.  Es deseable que los pescadores participen en el
monitoreo pesquerc implementado por el PNG, para as{ transparentar la informacidn obtenida, aunque es
dificil de lograr si los pescadores no tienen una motivacién.

En cuanto a las actividades de las agrupaciones de mujeres, la ayuda fue proporcionada a los
grupos de Organizacion de Mujeres Activas Isabelanas (OMAI)} y Organizacién de Mujeres Pinzon
Artesano de Isabela (OMPAI). En OMAL los ingresos se producen en forma constante y las mujeres de
este grupo obtienen un ingreso mensual mayor que las de OMPAIL Al haber adquirido esta fuente de
ingreso adicional, redujo en algo la presién pesquera generada por estas familias, lo que puede ser una senal
favorable para la conservacién de los recursos marinos. En OMPAI los ingresos producidos por las
actividades de las mujeres siguen siendo comparativamente pequefios para asegurar un ingreso adicional
adecuado para los hogares del grupo.

Un detalle a ser observado es que estas fuentes alternativas de ingreso tienen un ndmero de
beneficiarios pequefio, lo que hace dificil conectar el beneficio de este Resultado con el Propdsito del
Proyecto reduciendo su impacto.

Las actividades relacionadas con las fuentes alternativas de ingreso no fueron incluidas en las
lineas convencionales de trabajo del PNG, por lo tanto no se ha definjdo un sistema que garantice la
continuidad de estas actividades cuando finalice ¢l Proyecto. Durante el Proyecto, las actividades fueron
mejoradas por la contribucién del personal tocal del proyecto y por los expertos japoneses. Es necesario
discutir el sistema con el cual el PNG implementard estas actividades.

Algunas actividades relacionadas al Resultado 5 ya estdn incluidas en los POA. El monitoreo
de pepino de mar, la pesca artesanal vivencial y el monitoreo pesquero también estan incluidos, pero este
dltimo. no especificamente como monitoreo participativo.  El respaido a los grupos de mujeres artesanas
atin no estd incorporado al POA.

Los resultados de indicadores relacicnados con el Resultado 5 son los siguientes:

5.1 El niimero de familias de pescadores con | - La promocidn de la actividad Pesca Artesanal
ingresos que provienen de otras fuentes Vivencial fue implementada y una fuente adicional
alternativas es incrementado. de ingresos para aproximadamente 30 famifias de
pescadores fue creada.
- Los ingresos de los grupos de mujeres como OMAT
)

71




y OMPAI han aumentade segtin se infarma.

5.2 Nimero de propuesias de medidas de | - Los pescadores hicieron propuestas técnicas
manejo de los recursos  marinos, informadas durante las discusiones previas a la
presentadas a la JMP por parte de los apertura de la pesca de pepino de mar 2008 a la
pescadores basadas en los resultados del JMP. También hicieron aportes a la revisién del

reglamento de Pesca Artesanal Vivencial.

MORItereo.

2.4 Evaluacién por medio de los Cinco Criterios
Pertinencia

La Pertinencia es alta en términos de las necesidades del drea objetivo y en términos de las
prioridades de las politicas de Ecuador y de Japdén. El plan del Provecto fue disefiado cuidadosamente,
aungue hay algunos puntos que sefialar.

El Propdsito del Proyecto y el Objetivo General son consistentes con las necesidades de las Islas
Galapagos. La conservacién de los recursos marinos en las Islas Galdpagos es sumamente importante para
el gobierno de Ecuador. Al estar disminuyendo las pesquerias, la conservacién de los recursos marinos es
un tema urgente para las comunidades pesqueras. La reserva marina es igualmente importante para el
turismo, M4s atn, el tema ambiental tiene relacidn muy cercana con la comunidad en general, por ejemplo,
la contaminacidén ambiental deteriora la calidad del agua y afecta al medio ambiente y a los miembros de la
comunidad. El mantenimiento de un sistema de manejo participativo es un tema prioritario para la
conservacion de fa Reserva Marina Galapagos.

El gobierno ecuatoriano da importancia al sistema de manejo participative de la Reserva Marina
de Galdpagos. En el Plan de Desarrollo Nacional (2007-2010), la conservacién del medio ambiente estd
listada como una de las nueve estrategias prioritarias. Ademas el Plan se refiere a la formulacién e
implementacion de programas a través de la participacidn de las personas.

La conservacion del medio ambiente es un drea prioritaria en la politica japonesa de la Asistencia
Oficial para el Desarrollo {(AOD) hacia Ecuador. Existen tres dreas prioritarias de la AOD japonesa hacia
Ecuador: Reduccidn de la pobreza, Conservacion ambiental y Prevencidn de desastres. La Conservacion
ambiental incluye la conservacién del medio ambiente ¥ los ecosistemas naturales, y las medidas contra la
contaminacion ambiental.

El plan del Proyecto fue formulado bdsicamente en un proceso adecuado, a pesar de que hay
algunos temas que podian haberse abordado mejor. En la etapa de planeamiento del Proyecto, se
realizaron tres talleres participativos a fin de aclarar las necesidades de los socios estratégicos e incorporar
sus ideas y pedidos en el disefio del Proyecto. Este esfuerzo tomd tiempo para finalizarse y alcanzar
acuerdos. Durante la implementacidn del Proyecto se notd que el PDM original, no respondia a las
necesidades de las situaciones del momento ni las opiniones de algunos de los ECP asignados. Durante el
Estudio de Evaluacién de Mitad de Término, el PDM fue modificado incorporande las opiniones de los
usuarios e involucrados, dando fluidez al desarrollo del Proyecto.

El disefio del Proyecto fue considerado cuidadosamente, aungue hay algunos aspectos que deben
ser puntualizados. En primer lugar, algunos de los Resultados del Proyecto incluyen actividades que no
son realizadas regularmente en las operaciones del PNG. Por ejempio, apoyo a las actividades de
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comunicacién de las cooperativas pesqueras, a la pesca artesanal vivencial, al monitoreo de calidad del
agua y el apoyo a los grupos de mujeres.  Incluir todas estas a.ctividades en el disefio del Proyecto, podria
haber parecido ambicioso frente a la capacidad y al sistema de operacién del PNG. Por lo tanto, el Proyecto
trat¢ de desarrollar la capacidad de implementar estas actividades en el PNG. Para resolver esto, el
Proyecto planed contar con la colaboracién de otras organizaciones vinculadas, aparte del PNG, tales como
CDF y Fundar (ONG local). En segundo lugar, puede sefialarse gue el tamafio de los grupos meta para
crear fuentes de ingresos alternativos, es bastante pequefio.  Esta actividad fue introducida con la intencién
de reducir la presion en 10s recursos pesqueros asegurando fuenies de ingresos alternativos para los hogares
de tos pescadores. Esta ldgica es apropiada. Sin embargo, sélo se ha involucrado o se planea involucrar a
30 familias de pescadores en la pesca artesanal vivencial, mientras que el nimero de miembros de fas
agrupaciones de mujeres que el Proyecto apoya, es de aproximadamente 20.

Efectividad
La Efectividad es alta en general.
El Propdsito del Proyecto estd siendo alcanzado gradualmente. Los resultados de tos Indicadores

refactonados al Propdsito del Proyecto son los siguientes:

Propdsito del Proyecio: Fortalecer el Sistema Participative para la conservacion de la Reserva Marina

de Galdpagos.
I. Niimero de acuerdos logrados en las sesiones de | = Ll nimero de las sesiones de la IMP
la IMP realizadas es:
' 2004: 9 2005: 12 2006: 11
2007: S5

- En 2008, las sesiones de la JMP se realizan
dos veces al mes en promedio.
- El niimero de acuerdos logrados es:
2004: 52 2005:28  2006:41  2007: 6
(en 2007 no se realizaron con frecuencia las
sesiones de la IMP, porque el facilitador dejé
su cargo tras quedar varios meses sin pagol.

2, Los sectares estdn bien representados en la IMP, | Cada representante de los seis sectores representa
a su sector y participa en las discusiones de
manera activa y constructiva.

3. Nimero de decisiones basadas en los informes y | - 3 Acuerdos basados en datos generados por el
datos generados por el proyecto. proyecto en los temas de Pesca Artesanal
Vivencial y sustentabilidad del pepino de mar

Se puede evaluar que la capacidad de la JMP ha mejorado. Actualmente las sesiones de la IMP
se Hevan a cabo regularmente. El niimero de acuerdos logrados puede no haberse incrementade claramente,
pero segiin las entrevistas, las agendas que no habfan logrado consense por mucho tiempo han comenzado a
ser discutidas y algunas de ellas han logrado acuerdos en los dltimos dos afios. Esto significa que la
calidad de ias discusiones de la JMP ha sido mejorada. Los representantes de cada sector estdn participando
en la JMP mds activamente y ¢l proceso de discusiones se ha vuelto més amigable y constructivo.

Los cinco Resultados sgn-glementos necesarios para alcanzar el Propdsito del Proyecto. Algynos
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Resultados estdn interrelacionados. Por ejemplo, los resultados del monitoreo ocednico (Resultado 3),
fueron incorporados en los materiales péra educacién ambiental (Resuitado 2) y el monitoreo de la calidad
del agua (Resulitado 4) sirve como oportunidad para realizar educacién ambiental (Resultado 2). Estas
interrelaciones entre cada uno de los Resultados fortalece los beneficios producidos por cada uno de elios.

Desde los Resultados hasta el Propdsito del Proyecto, un Supuesto Importante es: la existencia de
la JMP. La JMP existe y ha venido funcionando bastante bien desde 2005. Se debe notar, sin embargo,
que las bases financieras de la JMP son débiles. De los tres puestos de la IMP: Coordinador, Facilitador v
Comunicador, solamente ¢l cargo de Facilitador estd actualmente ocupado. Igualmente se debe
monitorear los resultados del Referendum de aceptacién de fa Nueva Constitucion ecuatoriana, que se
llevard a cabo el 28 de septiembre.  Existe la posibilidad de que el texto de la Nueva Constitucién afecte la
organizacién actual de la JMP, aunque la mayoria de los entrevistados espera que el sistema participativo
de manejo de ta RMG se mantenga de una manera u otra.

Se pueden sefialar varios factores que contribuyen a alcanzar los Resultados y el Propésito del
Proyecto. En la ltima parte del Proyecto, los expertos japoneses fueron asignados segin lo planeado, vy el
personal local del Proyecto implementé sus tareas adecuadamente.  El sistema de operacidn del PNG se
estabiliz6. El Proyecto incluye Resultados que atraen la atencidn de los residentes locales, como son los
casos del pepino de mar, el monitoreo de la calidad del agua y la fuente de ingresos alternativos. Los
factores inhibitorios son: la demora de los expertos japoneses y la inestable organizacién del PNG en la
elapa inicial del Proyecto.

Eficiencia

La Eficiencia es mediana. Una parte de los aportes no fueron implementados como se habia
planeado originalmente. Sin embargo, los que fueron implementados fueron bien utilizados y
contribuyeron a producir Resultados. Con respecto al Resuitado 3, el tamafio de los resultados producidos
por los aportes podria ser pequeiio.

El lado ecuatoriano asigné ECP para implementar las actividades de cada Resultado. Sin
embargo, el frecuente relevo de Directores del PNG hizo inestable el sistema de operacidn del Proyecto.
Algunos ECP tvieron dificultad en involucrarse completamente en el Proyecto porque ellos estdn
ocupados con sus obligaciones regulares en el PNG. El PNG provey¢ espacios para la oficina del Proyecto
y para el CCEA. Respecto al CCEA, hubo ciertas disputas como el de la propiedad del temreno, y esto
retrasé la operacion del mismo. Los equipos y materiales necesarios para el Proyecto fueron provistos por
el PNG.

En la etapa inicial del Proyecto, el lado japonés ne pudo enviar a los expertos segln lo planeado,
y esto afectd el inicio fluido del Proyecto. Desde 2003, los expertos se han incorporade a sus funciones de
acuerdo a la planificacién. Como algunos ECP se encontraban muy ocupados con sus labores en el PNG,
el Proyecto empled a personal ecuatoriano para completar las actividades. El personai local contratado
contribuy¢ grandemente para implementar el Proyecto de manera fluida. Esto es especialmente importante
en ¢l sentido de que ellos estan familiarizados con la situacidn y las necesidades locales. El entrenamiento
en Japdn fue efectivo al transferir las téenicas para implementar las actividades del Proyecto. Los ECP

ecuatorianos participantes en los Entrenamientos en Japdn estdn utilizando lo aprendido para las
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actividades del Proyecto y difunden estas experiencias a otros miembros del PNG por medio de
presentaciones. Tres de diez participantes del Entrenamiento en Japén dejaron sus puestes. Uno de ellos
aln permanece en el PNG. La provision del equipo por parte del lado japonés se realizé como estaba
planeado. Una pequefia parte del equipo no fue entregada a tiempo debido a procedimientos de adquisicidn,
pero esto no afectd las actividades del Proyecto. El equipo provisto es bien utilizado, a fin de producir
Resultados. El equipo estd bien mantenido. Respecto al CCEA, si bien la apertura se retraséd
considerablemente debido a problemas en la propiedad del terreno, actualmente las instalaciones son
visitadas frecuentemente y utilizadas por las personas de la comunidad, contribuyendo a ia educacidn
ambiental. Para explicar la exhibicidn a los visitantes, el Proyecto ha asignado voluntarios. Ya existe en
el PNG un sistema de operacién y mantenimiento del CCEA.

La eficiencia de los aportes en comparacion con los productos resultantes depende de las
actividades. Respecto a las actividades relacionadas a la comunicacién (Resuitado 1) y a la educacidn
ambiental (Resultado 2), la eficiencia es alta en tanto los productos resultantes son claros y el nimero de
los beneficiarios es bastante grande. Por otro lado, respecto a las actividades para fuentes alternativas de
ingresos, la eficiencia no es alta ya que no hay productos resultantes claros en este momento y el tamafio
del grupo objetivo es bastante pequefio, alrededor de 30 familias de pescadores para la pesca artesanal

vivencial y aproximadamente 20 mujeres en el apoyo a [os grupos de mujeres.

Impacto
Se espera el logro del Objetivo General si las actividades actuales contindan realizindose por los
ECP ecuatorianos después de la terminacidn del proyecto. Se reconocen algunos impactos inesperados.

La perspectiva sobre el logro de la meta total es la siguiente.

Objetivo General: Promover e impulsar actividades de conservacion y manejo sustentable de la Reserva

Marina de Galdpagos a través de la participacién de actores claves.

|. Niimero de actores claves* que - El interés hacia [a conservacidn de la RMG se estd
participan en actividades de incrementando. Esto incluye a los sectores representados en
conservacidn de la RMG. el Sistema de Manejo Participativo, ademds de otros

sectores (Municipios, estudiantes, profesores y mujeres) y se
espera que ellos sean actores claves en la conservacién de la
RMG. Se aspira que el grado de participacion de fos
involucrados en la conservacidn de la RMG se refuerce ya
que ellos muestran la intencién de cambiar su actitud hacia
el medio ambiente.

2 Ndmero de actividades en favor de la - El sistema organizacional y operativo del PNG y de la IMP
conservacion de la RMG en base a las se estd consolidande. Las comunidades estdn mejorando su
propuestas de los actores claves. actitud y comportamiento hacia Ia conservacidn ambiental y

st relacidn con el PNG y los otros actores claves ha
mejorado. Las actividades basadas en propuestas de
actores claves se estdn incrementando.

* Actores claves: Organizaciones & individuos agrupados que tienen relaciones cercanas con el Proyecto, por
ejemplo: Escuelas, Cooperativas de Pesca, Municipalidades y Asociaciones de Turismo (Definicion dada durant
el Estudio de Evaluacion de Medio Tiempo)

o
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La perspectiva de que el Objetivo General sea alcanzado es considerablemente alta. A través del
Proyecto, 1a gente de la comunidad, incluyendo los pescadores, profesores, y estudiantes, mejord su
conocimiento y comprensién de la conservacion y estd cambiando su actitud hacia el medio ambiente. Se
considera que estas personas de 1a comunidad llegarédn a ser actores claves en la conservacién de la RMG,
como el Parque Nacional Galdpagos y ONGs. El sistema organizacional del PNG y de la JMP se ha
fortalecido durante el perfodo del Proyecto y se han mejorado las relaciones entre estas entidades y
comunidad, incluyendo cooperativas de pesca, por lo tanto, es de esperarse que las actividades de
conservacion basadas en propuestas de actores claves se incremente. Para alcanzar el Objetivo General,
es esencial la continuidad de las actividades implementadas por el Proyecto hasta después de su
culminacion.

Hasta el momento no ha habido mucha influencia de los Supuestos Importantes especificados en
la Matriz de Disefio del Proyecto, aunque sigue siendo importante monitorear el progrese de estos
Supuestos. Los recursos pesqueros estdn decreciendo y los pescadores estan esforzéndose para asegurar una
pesca sostenible. Sin embargo, como las relaciones entre el PNG y las Cooperativas de Pesca han mejorado,
es probable que las propuestas sobre esfuerzo pesquero sean discutidas de una manera constructiva. De
acuerdo con las entrevistas no hay un notable aumento de nuevos residentes en las islas, aunque estadisticas
oficiales dicen lo contraric. En cuanto al nimero de turistas, la mayoria de los entrevistados admite esté
aumentando. No obstante, esto no causard mucho problema a la conservacién ambiental si los impactos del
turismo son adecuadamente manejados.

Algunos impactos inesperados fueron encontrados. El Proyecto intentd implementar el monitoreo
de calidad de agua solamente en la isla Santa Cruz. Durante el transcurso del tiempo, esta actividad fue
extendida a otras islas: Isabela y San Crist6bal, por requerimiento de la parte ecuatoriana. Otro impacto
inesperado resultante del monitoreo de la calidad del agua es que el Gobiemmo Municipal en Santa Cruz
redujo el volumen de captacidn de agua de una de las fuentes, basandose en los resultados de 1os informes.
Adicionalmente, la comunicacién y colaboracidn entre agencias de asistencia y ONGs locales ha mejorado,
en el curso de las discusiones para coordinar sus actividades, especialmente en el drea de pesca artesanal
vivencial.

El Proyecto se enfocd en Cooperativas Pesqueras y Pescadores como su grupo objetivo principal,
lo que pudo causar malentendidos o “celos” de otros grupos preccupados por la conservacion del medio
ambiente. Esto puede reconocerse como un impacto negativo. Un incidente muestra que un boletin de
prensa de la unidn de cooperativas pesqueras, emitido por un dirigente pesquero se hizo plblico sin seguir
los protocolos establecidos, pero la dirigencia del sector turistico se sintid afectada diciendo que el
Proyecto favorecia al sector pesquero. Este caso presenta un ejemplo de que la informacién puede ser

distorsionada a veces por el hecho de que el Proyecto se enfoca en cierto grupo social como objetivo.

Sostenibilidad
La sostenibilidad puede ser esperada hasta cierta medida.
La sostenibilidad politica es alta en general. Segin lo mencionado antes, la conservacién
ambiental es una de las prioridades en la politica de desarrolio def Ecuador vy se pone énfasis en el sistema  ~
4;/&_,
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de manejo participativo. Adicionalmente, el actual gobiemo ecuatoriano muestra una fuerte iniciativa para
conservar el ambiente de las islas Galdpagos, especialmente cuando las islas fueron incluidas en la lista de
“Patrimonios en Peligro”. Aunque las islas Galdpagos hayan sido listadas entre los Patrimonios en Peligro
durante ef periodo del Proyecto, los factores determinantes de esta condicién han sido identificados como
incremento de la poblacidn, del turismo y de las especies introducidas. Estos factores se describen
exactamente entre [os Supuestos Importantes en el PDM y debe notarse que el hecho de estar en el listado
de Patrimonios en Peligro, no significa que el proyecto no haya funcionado. Se tiene una ligera
preocupacién sobre lo que acontecerd después del referéndum para el cambio de Constitucién. En general,
al momento se espera que el gobierno mantenga la politica de conservacion del ambiente entre sus
prioridades. ‘

La sostenibilidad organizacional del PNG es relativamente alta. En comparacidn con los tiempos
en que s¢ inicié el Proyecto, la capacidad organizacional del PNG ha sido notablemente mejorada. El
director del PNG no ha sido reemplazado tan a menudo como antes, La asignacién del personal es también
estable pues sigue habiendo la mayoria de contrapartes entrenados en las mismas posiciones. Ademas, se
designd a més de 150 guardaparques que trabajaban bajo contrato, como empleados permanentes en agosto
de 2008, o que consol'idaré la estabilidad del personal del PNG. Ademads, las relaciones con organizaciones
tales como cooperativas de pesca han mejorado notablemente. A pesar de estas mejoras, todavia existe un
déficit de personal calificado en el PNG, y es necesaria la aplicacién del nuevo Orgénico Funcional donde
se prevé el incremento del nlimero y capacidad técnica de los guardaparques. En relacién al
funcionamiento de la JMP, €sta comenzé a funcionar relativamente bien en los ultimos afios pero su
sostenibilidad financiera es ain inestable y existe cierta incertidumbre en su posicidn y funciones después
del referéndum aprobatorio de la Constitucién. ‘

La sostenibilidad financiera del PNG es también relativamente alta. En el sistema financiero de
las Islas Galdpagos, parte de la tasa de entrada recaudada es asignada al PNG, ddndole una fuente estable
de ingresos. La estabilidad financiera podria ser mas segura si el PNG tiene un sistema procesal racional y
eficiente de los planes presupuestarios y del desembolso del presupueste.

Se espera cierto grado de sostenibilidad técnica. Se estd poniendo en ejecucién la transferencia
técnica y los ECP estdn utilizando sus conocimientos y habilidades adquiridos a través del proyecto en su
trabajo diario. El sistema del mantenimiento de las instalaciones y el equipo proporcionados estd
funcionando bien hasta zhora. No obstante, los esfuerzos continuos y ciertos ajustes administrativos serdn
necesarios, pues algunas actividades implementadas por el proyecto no se incluyen en las lineas
convencionales de trabajo del PNG, por ejemplo, produccién de materiales educativos, monitoreo de
calidad de agua y respaldo a los grupos de mujeres. Estas actividades han sido conducidas en gran parte por
la iniciativa del personal local del proyecto, es necesaria la transferencia técnica del personal local a los
ECP del PNG hasta el final del proyecto. Un factor que contribuya a la sostenibilidad de estas actividades
es consolidar la colaboracién con organizaciones relacionadas tales como la FCD.

Se requiere reforzar el trabajo con las comunidades y difundir continuamente los beneficios del
proyecto para asegurar su sostenibilidad. Algunos grupos meta del proyecto tales como las cooperativas de
pesca y fos grupos de mujeres, tienen voluntad para continuar estas actividades. Si hay adecuado apoyo de
la organizacién de contraparte y de otras vinculadas, las ventajas se verdn fortalecidas. El proyecto ha /f
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extendido ya sus actividades de monitoreo de calidad de agua a otras islas més alld de lo que habia
planeado inicialmente. Esfuerzos adicionales para desplegar los beneficios a ofras dreas consolidardn la
sostenibilidad del Proyecto, aunque se requerira del fortalecimiento organizacional y la capacidad de las
autoridades en las otras islas.

2.5 Conclusiones

- El Proyecto fue implementado de manera fluida en su parte final, aunqué su progreso fue lento en los
primeros dos afios y hay algunos puntos cuestionables en la idoneidad del disefio y en la eficiencia de los
aportes. Respecto a los Resultados, los logros no han sido completamente producidos como se esperaba
en algunos componentes pero en general, los Resultados estan siendo alcanzados.

- Tal parece que el Propésito del Proyecto serd alcanzado. Por lo tanto, es apropiado terminar el Proyecto
como se planed inicialmente.

- Algunas actividades atin generan preocupaciones respecto a su sostenibilidad después de la culminacién
del Proyecto. Las actividades de comunicaciones, educacion ambiental y fuentes alternativas de ingresos,
fueron implementadas con la contribucién del personai local contratado por JICA. El monitoreo de recursos
marinos y el monitoreo de la calidad del agua no habfan sido realizados en el PNG antes del Proyecto. El
monitoreo participativo pesquerc no fue conducido en el Proyecto porque no se obtuvo la cooperacion de
los pescadores.  Es necesario discutir el sistema de desarroilo de las actividades después de la
terminactén del Proyecto, especialmente de las mencionadas.

2. Recomendaciones y Lecciones Aprendidas

3.1 Recomendaciones

(1) El PNG debe continuar con el desarrollo de las actuales actividades después de la finalizacion del
Proyecto. Para ello, se recomienda incorporar todas las actividades del Proyecto en documentos de
planificacién tales como los Planes de Manejo de la Reserva Marina y del Parque Nacional Galapagos
y en documentos ejecutivos como lo son los diferentes POA del PNG.  Esto incluye la asignacidn del
personal y el presupuesto necesarios, para lo cual se recomienda que durante el periodo restante del
proyecto se haga un andlisis y propuesta por parte de los expertos japoneses y los ECP, definiendo el
nimero de personas y las actividades especificas que éstas deberfan realizar. Para fortalecer la
colaboracién del PNG con las agencias de cooperacidn y ONGs, es recomendable que el PNG coordine
dicha colaboracidn.
Comunicacion: Se debe fortalecer la capacidad operativa del PNG para difundir la informacidn.
Esto incluye la produccién de boletines y programas de radio y TV. Se recomienda que en adelante, el
respaldo en comunicaciones por parte del PNG sea extendido a todos os sectores involucrados en el
manejo de los recursos de la RMG v en las actividades econémicas que se realizan en la Reserva.
Respecto a la difusién de informacidn de las cooperativas pesqueras, se recomienda que el Proyecto
lleve a cabo la capacitacidn a las cooperativas antes de la finaiizacién del Proyecto, de manera que las
cooperativas podrdn implementar actividades de comunicacién por cuenta propia después del Proyecto.
Educacién Ambiental: Es necesario organizar un sistema de trabajo en el cual los ECP puedan

desarroilar actividades. Respecto a la educacién ambiental en los colegios, se requiere lograr .
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acuerdos con los colegios sobre el programa educativo, incluyendo la coordinacién de horarios de clase
y la colaboracidn de los profesores en ia ensefianza de estas unidades diddcticas. Recomendamos que
los Expertos Japaoneses, los ECP y el personal [ocal elaboren una propuesta que integre las actividades
del Proyecto a la malla curricular que se establezca durante la Reforma Educativa Integral.

Monitoreo del ambiente ocednico/Monitorec de la calidad del aguaz: Se requiere fortalecer la
colaboracién entre diferentes secciones del PNG tales como Recursos Marinos y Administracion
Turfstica, y con organizaciones vinculadas, como la FCD y que se aumente ¢l personal para llevar a
cabo estas actividades

Fuentes de ingresos alternativos: Es necesario organizar un sistema de trabajo, en el que los ECP
puedan proveer apoyo a esta actividad, tras el término del Proyecto.  Respecto al apoyo al grupo de
mujeres de pescadores, es apropiado establecer un sisterna que respalde las actividades de las Pequefias
y Micro Empresas en general, surninistrando informacién sobre capacitacion, acceso a lineas de ¢rédito,
finanzas, produccién, comercializacién e impuestos, en vez de continuar apoyando a grupos especificos.
Seria recomendable establecer ta colaboracién con organizaciones externas si fuera necesario.

(2) El PNG debe finalizar e implementar ¢l plan de operacion del CCEA lo més pronto posible, incluyendo

(3

cambios constantes en la exhibicidn, para utilizar el CCEA efectivamente en la educacidn ambiental de
fa comunidad. En el plan de operacién debe especificarse claramente el presupuesto para el CCEA.
El PNG también debe formular un plan para asegurar personal a cargo de la operacién, que incluya el
mantenimiento de los acuarios y de la educacién en el CCEA. ‘

El PNG debe tomar la iniciativa en asegurar para la JMP, las fuentes de financiamiento que cubran los
costos operativos, administrativos y de logistica que el Sistema de Manejo Participativo le genera. Se
recomienda que el Gobierno Nacional garantice la continuidad del Sistema de Manejo Participativo de
la RMG y promueva que las actuales funciones de ta JIMP y AIM continden.

(4) Los expertos japoneses y los ECP deben completar la transferencia técnica sobre fas actividades que el

personal local contratado por el Proyecto ha implementado, permitiendo la formacidn de capacidades
intemmas de manera que el PNG esté en condiciones de continuar las actividades después del término
del Proyecto.

(5) Se sobreentiende que el PNG debe continuar las actividades por su cuenta después de fa terminacion del

Proyecto. Sin embargo, se podria contar con cooperacidn japonesa a futuro, si fuese necesario.

3.2 Lecciones Aprendidas

(D

(2)

El Proyecto busca el fortalecimiento del sistema de mangjo participativo. Como resultado, [a
comunicacidn entre los socios estratégicos ha mejorado y los conflictos se han reducido. Puede
decirse que el sistema de manejo participativo es efectivo para la conservacion ambiental. Sin embargo
se debe reconocer que los procesos participativos toman tiempo y dependen de factores externos al
proyecto.

Cuando el Provecto incluye componentes que no estin cubiertos por las lineas de trabajo
convencionales de la organizacidn de CP, es necesario verificar cuidadosamente el sistema de

implementacidn de la organizacién de CP y la posible colaboracién con organizaciones vinculadas,

durante la etapa de formulacién del proyecto, : /fd
/@ / /L
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(3

#

(5)

(6)

(7)

(8)

La incorporacién de las actividades del proyecto en los planes de trabajo regulares de la organizacién
de CP permitira la sostenibilidad después de la finalizacidn del proyecto.

Son frecuentes los casos en que el proyecto de conservacién ambiental incluye componentes en varias
dreas. Es importante esclarecer el propdsito del proyecto y seleccionar actividades de las que se
pueda esperar resultados. Un tema es la seleccidn del grupo meta.  Si el tamafio del grupo meta es
demasiado pequefio, aun si hay un cierto beneficio para ¢l grupo meta, serd dificil conectar el resultado
al logro del propdsito dei proyecto y producir impacto. Sin embargo, es cierto que establecer un
grupo meta de pequefia escala hace relativamente ficil el conseguir beneficios para el grupe meta
especifico.  Por lo tanto, es apropiade formular un plan para expandir los beneficios de las actividades
en el disefio inicial del proyecto, cuando se selecciona a un grupo meta pequefio,

Las actividades relacionadas con la comunicacion son componentes efectivos ya que mejoran el
entendimiento entre los socios estratégicos y sus relaciones.  En comunicacion, los teléfonos méviles
pueden ser una herramienta sumamente Gtil ya que una vasta mayoria de la comunidad tiene teléfonos
moviles, la gente recibe informacién en cualquier momento, y la informacidén puede ser enviada a
muchas personas de una sola vez, ademds de que posibilita 1a comunicacién interactiva y a nivel
personal. J

La Educacidn ambiental que tiene como meta a los jévenes de jos colegios puede ser efectiva y
producir beneficios en el futuro y dentro del circulo famitiar. Para sostener estas actividades, es
necesario incorporar la educacién ambiental en el curriculum oficial, para ello, se requiere [a
colaboracion del Ministerio de Educacién.

El personal local contratado por el proyecto frecuentemente juega un rol importante debido a que ellos
pueden conducir actividades apropiadas a la situacidn social y cultural del pafs, sin la barrera del
lenguaje. Sin embargo, depender demasiado del personal [ocal puede dejar preguntas en el sistema de
operacion de la organizacion de CP después del fin del proyecto.

Debe notarse que enfocarse en ciertos grupos de la sociedad como meta, puede conducir a malos
entendidos o “celos” de otros grupos de la sociedad. Aun si el Proyecto aparentemente es bien
recibido, un pequeidio incidente puede activar los sentimientos negativos hacia el proyecto, por parte del
resto de los grupos.  Se necesitard un manejo cuidadoso de la comunicacién y de la informacidn.
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ANNEX 1: Study Schedule

Day Contents
2008./8/17 Sun. |Arrival at Quito (Consultant only)
2008/8/18 Men.  |JECA Office, AGECL Ministry of Environment
Move to the Galapagos Islands
2008-8,19 Tue.
Courtesy visit to PNG Director, Interview with Japanese axperts
Presentation by CPs, Explanation of evaluation progedure
2008/8/20 Wed.
Interview with CPs of communication and envirecnmental education, Visit to CCEE
Interview with CPs of environmental education and ocean environment monitoring
2008/8/21 Thu.
Interview with GPs of water quality monitoring, Visit to water drawing site
Interview witn CPs marine resource management and faciliatator of JMP
2008/8,22 Fri,
Visit to fisheries cooperatives
2008/8/23 Sat, (Dacument review
Dacument review (Consultant)
4
2008/8724 Sur- | Arrival in Quito (JICA officials)
Visit to Isabela Island (Consultant)
O / Mon. .. . .
2008/8/25 O 1JICA Office. Japanese Embassy, AGECI, Ministry of Environment (JICA officials)
Document review (Consuttant}
2008/8/26 Tue. |Arrival in the Galapagos [sland (JICA officials)
Internal meeting, Meeting with evaluatars
Intervier with CPs of communications, Visit te CDF
2008/8/27 Wed. interview with CPs of environemntal education and acean environment management, Visit to fisheries
cooperatives
Interview with GPs of ocean environment monitoring, Interview with JMP members, Visit to secondary
P school
2008/8/28 Thu, Interview with CPs of water quality monitoring, Visit to water drawing site of municipal ofice and
interview .
2008/8/29 Fri.  |Visit to small-scale pariicipatory fisheries, Document review
2008/8/30 Sat, |Preparation of Joint Evaiuation Report
2008/8/31 Sun. [Preparation of Joint Evaluation Report
2008/9/1 Mon, |Jaint Coordinating Committee
2008/9/2 Tue. {Move to Quito
Signing of Minutes of Meeting
2008/9/3 Wed,
JICA Office
. OPA Task Force Meeting
2008,9/4 Thu.IDeparture of Quito
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ANNEX 3-5: Operational Expenses

<Japanese Side>

USS JPY Equivalent'
FY 2003 (2004.1-2004.3) 15,437 1,660,866
FY 2004 (2004.4-2005.3) ‘ 736,299 79,218,409
FY 2005 (2005.4-2006.3) 103,054 11,087,579
FY 2006 (2006.4-2007.3) 217,239 23,374,895
FY 2007 (2007.4-2008.3) 149,140 16,045,972
Total 1,221,189 131,387,721 |
<Ecuadorian Side>

USS$ JPY Equivalent
FY 2005 (2005.1-2005.12) 17,215 2,155,907
FY 2006 (2006.1-2006.12) 60,555 7,017,467
FY 2007 (2007.1-2007.12) 48,429 5,210,476
FY 2008 (2008.1-2008.6) {under compilation) '
Total 77,770 8,723,460

Operational expenses on Ecuadorian side are calculated by estimation based on the total budget of
departments in charge and breakdown of activities in annual plan.

/@7&

I Calculation was made with at 1US5=107.59JPY, which is the exchange rate in June 24, 2008.
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TREM3 - BEE(3—2:CPH)
Questionnaire Manual: (Ecuadorian CP/Local Staff)

Project Evaluation for the Project of
Conservation of the Galapagos Marine Reserve
in the Republic of Ecuador

This is a questionnaire for project evaluation of the Project of Conservation of the Galapagos Marine
Reserve (Jan. 2004 - Jan. 2009).

Overall Goal of the Project: GMR conservation and sustainable management is promoted through
participation of key actors.
Project Purpose: Participatory Management system of GMR is strengthened.

In this questionnaire, the Project means the above Project of Project of Conservation of the Galapagos
Marine Reserve unless otherwise specified.

The questionnaire is designed in accordance with JICA's evaluation methodology which is regularly
applied to evaluate JICA's technical cooperation projects. Evaluation will be conducted based on the
Project Design Matrix (PDM) and in five criteria designated in JICA’s evaluation guideline. Please
refer to PDM when necessary.

The data (answer) of the questionnaire will be collected and analyzed by an external consultant hired
by JICA, and the results will be summarized during the evaluation.

Although the analyzed data of the questionnaires will be presented in public, the answer of each
individual will be dealt as confidential.

The questionnaire consists of a total of 7 pages, including this page:
page 1/6: 0. Implementation Process

page 2/6: 1. Relevance

page 3/6: 2. Effectiveness

page 5/6:

1
2

page 4/6: 3. Efficiency
4. Impact
5

page 6/6: 5. Sustainability

Please follow the directions described below upon answering questions in each page:

a. Please write your name, your position/title and your assignment in this Project on the top of
pagel/6, if possible. As it is mentioned before, the answer of each individual will be dealt as
confidential.

b. Grade box (1, 2, 3, 4): Please answer each question by checking the relevant box i.e., marking a
tick (¢) or changing the cell color .

c. Reason(s)/Comments : Please provide reason(s) behind your judgment. Also please give your
comments when applicable.

Please answer all the questions which you think are applicable to you. For "Effectiveness" (page 3/6),
please be sure to answer questions for the Outputs that you have been involved.Please answer
according to your own judgement and opinion as individual.

Please fill out the blank spaces of the questionnaire, and return it by 19 Aug. to Mr. Yanase (JICA
Project).

Thank you very much for your time and cooperation.

Sincerely
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MRER 3 : BRE (3 —3 : E{REEEM)
Questionnaire Manual: (Collaborating agencies)

Project Evaluation for
the Project of Conservation of the Galapagos Marine Reserve
in the Republic of Ecuador

This is a questionnaire for project evaluation of the Project of Conservation of the Galapagos Marine
Reserve (Jan. 2004 - Jan. 2009).

Overall Goal of the Project: GMR conservation and sustainable management is promoted through
participation of key actors.
Project Purpose: Participatory Management system of GMR s strengthened.

In this questionnaire, the Project means the above Project of Project of Conservation of the Galapagos
Marine Reserve unless otherwise specified.

The questionnaire is designed based on JICA's evaluation methodology which is regularly applied to
evaluate JICA’s technical cooperation projects.

The data (answer) of the questionnaire will be directly collected and analyzed by an external consultant
hired by JICA, and the consultant will also have an interview referring to the questionnaire, if possible. The
results of the questionnaire and interview will be summarized during the evaluation.

Although the analyzed data of the questionnaires will be presented in public, the answer of each individual
will be dealt as confidential.

a. Please write your name, your position and period of your assignment in your present position in the
first page of the questionnaire, if possible.

b. Grade box (1, 2, 3, 4): Please answer each question by checking the relevant box i.e., marking a tick
(¢) or changing the cell color.

¢. Reason(s)/Comments and other questions: Please provide reason(s) behind your judgment or give your
comments and opinions.

Please answer all the questions which you think are applicable to you. Please fill in the questionnaire by
yourself and give answers according to your own judgement and opinion as individual.

Please fill out the blank spaces of the questionnaire, and return it to Mr. Yanase (JICA Project) hopefully
by 19 August.

Thank you very much for your time and cooperation.

Sincerely
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Background Information

(1) Your name:

(2) Your title:

(3) Relation with or role in the Project:

1 | Implementation process

1-1 Do you think that the Project has been smoothly implemented?
Not at all Rarely More or less Very much
Reason/Comments
1-2 Do you think that the collaboration with PNG and JICA is effectively implemented during the
Project?
Not at all Rarely More or less Very much
Reason/Comments

2 | Relevance of the Project

2-1 What do you think are the major challenges or priority issues in the environment in the
Galapagos Islands in general? (Please describe briefly below)

2-2 What do you think are the major challenges or priority issues especially in conservation of the
Marine Reserve in the Galapagos Islands? (Please describe briefly below)
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2-3 To what extent do you think that the Project is in line with the needs of the Galapagos Marine
Reserve?
Not at all Rarely More or less Very much
Reason/Comments
2-4 To what extent do you think that the Project is in line with the policy directions of the Ecuadorian
government?
Not at all Rarely More or less Very much
Reason/Comments
3 | Effectiveness of the Project
3-1 Do you think that the JMP is operated effectively and efficiently?
Not at all Rarely More or less Very much
Reason/Comments
3-2 Do you think that the Project has contributed so far to the improvement of participatory

management system of the Galapagos Marine Reserve?

Not at all

Rarely

More or less

Very much

Reason/Comments

4 | Efficiency of the Project

3-3



4-1

4-2

Do you think that the inputs (personnel, training, facilities, equipment, materials, etc.,) provided
by the Project have been useful to improve your work related to conservation of the marine
reserve?

Not at all Rarely More or less Very much

Reason/Comments

Do you find any change in attitude, knowledge, and behaviour of residents towards conservation
of the Galapagos Marine Reserve through the Project?

Not at all Rarely More or less Very much

Reason/Comments

5 | Impact of the Project

5-1

Do you think that the Project will have an impact on the promotion of participation of key actors
in conservation and management of the Galapagos Marine Reserve?

Not at all Rarely More or less Very much

Reason/Comments

Are there any unintended impacts caused by the Project?

Unintended positive impact:

Unintended negative impact:

6 | Sustainability
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6-1 Do you think that the benefit of the Project will be sustained after the JICA’s assistance is

terminated?

Not at all Rarely More or less Very much
Reason/Comments
6-2 Do you think that your organization will be provided by necessary budget and personnel to
continue activities introduced by the Project?
Not at all Rarely More or less Very much
Reason/Comments
6-3 Do you think that the local residents in the Galapagos Islands have a will and capacity to continue
activities introduced by the Project?
Not at all Rarely More or less Very much
Reason/Comments

Lastly, if you have any additional comments or suggestions in relation to the Project and/or environment

conservation in the Galapagos Islands, please write down here.

Y¢This is the end of the Questionnaire. Thank you for your cooperation. ¢
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MINUTES

V JICA COORDINATION COMMITTEE MEETING

Organized by the Technical Cooperation group of the Project
Galapagos Marine Reserve Conservation

Puerto Ayora, September 1st, 2008

Location: Directives” room of the Galapagos National Park
Schedule: From 8:00 am to 11:15 am

Participants: 23

Name

Institution

Edgar Muioz

GNP and Project Director

Sixto Naranjo

GNP, Director (temporary Director)

Eduardo Espinoza

GNP, Project Manager

Lorena Sanchez

GNP, Communication official, Counterpart

Marco Hoyos

GNP, Education Responsible, Counterpart

Edmundo Pérez

GNP, Environmental Education Responsible, Counterpart

Javier Lopez

GNP, Terrestrial Control, Counterpart

Motohiro Ohashi

JICA, Head Advisor

Jiro Yanase JICA, Environmental Education Expert
Seiji Nakaya JICA, Monitoring Expert
Martha Chica JICA, Environmental Education Assistant

Xavier Castro

JICA, Communication Assistant

Kiyoshi Hirozumi

JICA, Deputy Representative, Ecuador

Hioroaki Endo

JICA, Final Evaluation head

Sra. Kanako Adachi

JICA, Evaluation Planning

Erika Tanaka

Evaluation and Analysis, External Consultant

Wilson Quinde Doumet

MAE, Subsecretary’s advisor of Natural Resources

Fernando Ortiz

Galapagos Coordinator from Conservation International,
Ecuadorian evaluator

Maria Lopez

Galapagos National School’s Principal, Ecuadorian assessor

Hiromi Higashionna

Translation

José Luis Andrade

President of the Artisanal Fishery Production Cooperative of
Galapagos (COPROPAG)

Alejandro Martinez

Charles Darwin Foundation, Community Participation Area

Germanio Granja Jimenez

Puerto Ayora’s Port Captain

Lenin Rogel

Coordinator of the Environmental Quality Process of the
Municipal Government of Santa Cruz

Facilitator: Eduardo Espinosa, Project Manager

The Facilitator reads the Agenda of the day at 8:10 am and commences the meeting.

Agenda: (Attachment 1)

Agenda’s Objective:

1) Presentation of the results of the Project final evaluation
2) Activity Plan until the end of the Project
3) Questions, comments and conclusions about the evaluation
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1) GNP’s Director participation

BA Edgar Mufioz thanks the presence of the assistants and welcomes Biologist Mr. Wilson
Quinde Doumet, the Advisor to the Environment Ministry’s Natural Patrimony Sub secretary, the
representative of the Charles Darwin Foundation, the Municipality and especially the members

of the JICA Project and the evaluation team.

“This Project, which has been developed in the Park for some years, has been positive to
improve the management and knowledge of the GMR, the communication between their users
and community members in general. The entities that recognize this Project as a contribution
are: the GNP, the Ministry of Environment, local institutions, other NGO's like WWF, the
Charles Darwin Foundation which has been a strategic ally in this project and participants who
have focused on complementing activities rather than competing. It has been very positive and
it has made the Project feasible. We want to express our most sincere thanks to the JICA

Cooperation.”

The Director mentioned that he had some suggestions to be considered during the meeting.
Likewise, he said that it is good that once the counterpart assistants see the whole document
and have an idea of it, they will be able to give their recommendations and suggestions. “I
would like to make some observations for you to consider. Among the most interesting parts of
the document, | find repeatedly that the GNP would be in charge of some urgent activities.
However, those activities are not specified and it is not illustrated how the GNP independently
could manage their costs and schedule. | understand that we have almost six months to adjust
these concerns, in particular we could be informed about the kind of professionals we need.
Regarding communication, they could specify what should be strengthened by the GNP and in

which specific aspects.

The theme regarding environmental education that was mentioned last week at the Ingala
Council is a regional policy which should not be neglected. The Ministry of Education is working
on the educational reform. And this proposal was already approved by its technical committee
and will go to the Ingala Council. The Environmental Education activities should be integrated
to the Annual Operating Plan (POA in Spanish); furthermore, they should be integrated into the
management of the GNP and the GMR programs and subprograms. In summary, we should

integrate environmental education into the GNP management as well as the regional policy.

Alternative incomes from local groups are also important. | think it is fabulous. They should
focus on the productive cycles of the PIMES (Small Microenterprises). We have to ensure to
get support in order to strengthen the productive part of the commercialization, administrative,
financial and tributary management. However, Galapagos organizations have problems
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because they do not have support in these areas. The same occurs with touristic enterprises,
fisheries cooperatives, etc. The productive chain of businesses sustained on natural resources
should be fortified which would allow us help with the UNESCO mission. Strengthened
Microenterprises as a source of jobs with trained people will prevent migration, food importation
from the continent and will help to reactivate the local productive apparatus with improved

environmental practices.

| am conscious that we cannot solve all those problems with our Project, but at least we already

have some focused and concise ideas on how to deal with them.

Speaking of participative management, | would like you to be more precise regarding funding.
Is it about hiring a facilitator? What would be our priority? In fact, the GNP will help with the

funding for the facilitator.

The idea is to make the external actors help to articulate these important themes with their

experience and valuable links that have been shown in the JICA project.

We see this evaluation as an opportunity to improve things and | would like to reiterate my
gratefulness to the JICA Cooperation because it has been very helpful. And | hope that this will

be a productive day”.

Facilitator Eduardo Espinosa thanks the Park Director’s for his remarks and announces the next
participant.

All participants are given a copy of the evaluation draft that contains the next presentations.

2) Participation of Mr. Hioroaki Endo, Head of the Japanese Evaluation team

Mr. Endo expressed his satisfaction for the presence of both the Project Director and the GNP

Director at the same time and for the presence of the community representatives.

He recognized the Ecuadorian and Japanese effort during the Project that lasted three and a
half years and it is because of their help that it has been possible to reach this stage and also

allowed us to conduct this evaluation.

He also expressed his gratitude for the Ecuadorian evaluators, Mr. Wilson Quinde, Mr.

Fernando Ortiz and Ms. Maria Lopez who helped the evaluation team do their job.
Mr. Endo highlighted that the Marine Reserve conservation, which is included in the Galapagos

National Park, needs the participation of various community sectors. Therefore, with the

participation of all the people present in the room the Project’s objective will be achieved.
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He also added that it is very important to maintain coordination meetings during the remainder
of the Project. This would make it possible to keep all the activities running after the project has
been fulfilled. Many of these activities are already included in the Galapagos National Park
Annual Operating Plan thanks to the JICA staff and experts. Nevertheless, it is important to

include those activities in the National Park and the Marine Reserve Management Plan as well.

Mr. Endo is pleased to know that other people have collaborated in this project and that it works

closely with community members.

He mentioned that JICA cooperation’s objective is to work with the Ecuadorian counterparts to
strengthen the organization. “They have been trained in that sense, and each one knows what
to do”.

He also expressed his thankfulness to each one of the counterparts and Japanese experts.

Afterwards, Mr. Endo explained the evaluation content, highlighting relevant aspects of every

result obtained.

Regarding component 1.- cellular text messages have been diffused and communication

between people involved with the GMR and fishery cooperatives have been improved. It has

been heard that the cooperatives want to continue using the mobile technology.
To execute that process, the counterparts and local staff have made a significant contribution.
It is expected that they transmit all the content of the process in order for it to be emphasized

and consolidated.

Regarding component 2.- The Community Environmental Education Center (CCEA in Spanish)

and the education in the schools has been highly evaluated.

Students have increased their level of interest towards the islands they live in and the Marine
Reserve. Additionally, they have shared their knowledge with their parents and other adults.
“As the Director mentioned some moments ago, the integral educational reform has been
applied and it is necessary to maintain a close relation with the Ministry of Education so that the

Environmental Education is also included in the reform.”

Concerning CCEA, it has an excellent location with an attractive exhibition. The training and
exhibition room are being used appropriately. It is important to have a plan for using these
facilities and an activity plan from CCEA. Likewise, attractive changes in the exhibition would be

made eventually to foster interest and visits.
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The counterpart of the GNP, national staff and volunteers work on Environmental Education.
Therefore, it is important to maintain that coordination for the counterpart to take over once the

project ends.

Regarding component 3.- Marine life and oceanic environments monitoring are being done. It is

necessary to obtain long term results so it is necessary to continue with it.

The counterparts go to great lengths regarding these themes, but the amount of participants is
simply not enough. That is why it is necessary to start thinking about the staff that would be
required to continue with the monitoring.

It is vital to maintain this cooperative relation with the CDF continue the monitoring.

We have received positive feedback from the Fishery Cooperative about the applicability of the

information they are being provided with.

Regarding component 4.- Water quality monitoring is being conducted. And the Municipality is

using the results of that information in their decision making.

Having extended this plan to San Cristobal and Isabela Islands and has had a positive result.

Regarding component 5.- It will take some time for fishermen to take part in the participatory

monitoring the way we believe it has to be done and continued.

Concerning Experimental Artisanal Fishery and support to women, results are appearing in

small increments. And it is necessary to increase the number of beneficiaries.
To obtain the results previously mentioned, beneficiaries were interviewed. They showed
interest and believe that its part of their work. Therefore, the Japanese Evaluation Mission

expressed their satisfaction and compliance.

Five evaluation criteria (Page 9 of the Attachment)

Relevance.-
For the formulation stage of the Project, the people involved in the project participated in

workshops. During the evaluation made midway through the project some modifications were

made to the Project Design Matrix to make it more feasible.
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Additionally it is understood that the Project agrees with the environmental conservation policies

of the Ecuadorian government.

Effectiveness.-
The goal of the Project is in the process of being achieved.
The amount and the content of the Participatory Management Board (JMP) are being improved

and regular meetings have been held periodically during this year.

However, there are financial weaknesses. From the three positions needed: Project Coordinator,

Facilitator and Communicator, only one position has being taken so far.

Efficiency.-
At the beginning of the project the GNP organization was unstable; the Japanese experts visit

was delayed. But after the third year, results started to appear more smoothly.

Local staff was hired and they have been working very hard.

Ten experts have arrived and the Park counterparts have been trained in Japan. There have
been clear results.

In relation to the Center, despite the fact that its inauguration was delayed because of the land
problem, all the contributions from the Japanese helped in creating an attractive facility.

Impact.-
It is expected that results will be achieved if the counterparts continue with the activities after

the project finalization.

According to the evaluation, fishermen and students have increased their knowledge about
environmental conservation. This proves that people from the community have adopted key

roles for the GMR conservation.

There are three unexpected impacts:

Water quality monitoring:

The monitoring was extended to San Cristobal and Isabela Islands.

The information obtained from it is used by local municipal administrations and the water supply
has been decreased in one of the sources.
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A negative impact has been identified due to jealousy from other sectors, because the Project

has been focusing on the fishery sector.

Sustainability.-
The Ecuadorian Government has a strong willingness to support efforts towards environmental

conservation.

The GNP has gained stability regarding the Project continuity. It is important to have the

required staff.

On the subject of the financial aspect, it is stable because of the GNP entrance fee.

Regarding technical sustainability, all the activities have been done by the counterparts and
local employees up until now. However, when the Project ends, the counterparts will only be in

charge of the work. It is important to take actions in order to be prepared for it.

The Project progressed smoothly, especially towards the end. Despite the fact that some
components are not finished yet, we expect that the Project will end accordingly to plan. There

is half a year left to do the necessary adjustments.

(Attachment 2.- Joint Evaluation document)

3) Participation of the national evaluator. Wilson Quinde, Biologist
Sub secretary Advisor of the Natural Patrimony of the Ministry of Environment
Mr. Quinde read the conclusions, recommendations and new information on pg 15 of the

Attachment 2 of the evaluation. That document is attached to this report.

Comments:
Mr. Alejandro Martinez, representative from the Charles Darwin Foundation wants to make

some comments about sustainability in connection to the last participation:

Regarding the communication component, let us keep in mind sustainability in our policies. Two
years ago, the USAID project trained staff from the cooperatives to make their own press
bulletin board. It would be a good idea to consider that aspect for not duplicating the efforts

done by the cooperatives.
As for Environmental Education, the Ministry of Education is working hard in the educative

reform of Galapagos that will be ready in two months. It focuses on sustainability actions that

could be very interesting to apply in schools.
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An ongoing curriculum that includes environmental education activities should be incorporated
and this is a vital moment for this to be done. At the same time, classroom material is being

designed for this purpose. We should start working on the project as soon as possible.”
Mr. Endo asks for the counterpart comments on the subject.

Mr. Marco Hoyos informs that on the 11" of this month the Galapagos National Park action plan
will be presented in support of the Integral Educative Reform.

Mr. Endo asks Mr. Hoyos if he already knows the focus of the content of the Action Plan at this
moment.

The answer is that the GNP will mainly train teacher on Environmental Education. Additionally,
it would be pertinent to make a content list of the GNP publications to use them in the teachers

training. It would be good if the Japanese experts support this environmental education reform.

Mr. Endo says that it is important to improve the communication with the Ministry and that more

meetings should be held for better coordination.

Mr. Eduardo Espinosa makes comments about what Mr. Martinez has said about sustainability

regarding Communication.

“One of the recommendations of the Project was to integrate all the actions of the other
agencies of the cooperation to avoid duplication. It has been taken into account, so existing

activities were given continuity for example, the case of the group of women”.
Ms. Kanako Adachi comments:

“Mr. Marco Hoyos responded that in the GNP plan teachers will be trained; the Project has
given classes in schools and we hope that this experience will be of help to the integral

educative reform.

In relation to the USAID support to fishery cooperatives, they say that they have not received

any cooperation.”

Mr. Alejandro Martinez says that around two years ago USAID supported economically to the
cooperatives in each island where bulleting boards were installed; one of them is in Pelikan Bay
pier. Likewise, people from each cooperative were trained. “We should locate these people

and bring this experience back with their help.”
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Mr. Eduardo Espinoza adds that the help did not only come from USAID and that their help has

been used. It has also helped with the production of Environmental Education material.

Mr. Alejandro Martinez, reinforces his idea and says that we should take advantage of these

things to achieve sustainability.

In representation of the Fishing Cooperative, Mr. José Luis Andrade comments that
communication could improve their relations between institutions and people from the
community. And for the institution to be supported by the community, both parts should work

together in order to move forward.

With reference to the Education theme and what has been mentioned by Mr. Marco Hoyos
about the September 11" meeting, says that many sectors of the GMR users should be

involved for the Environmental Education to be integral.

In relation to the implementation of the communication systems that are given to the fishery
cooperatives, he says that it is necessary to give it continuity. But for it to work, the same
relation of the GNP counterpart and the JICA staff should be maintained. “We are trying to
strengthen our administration within the cooperatives. We will need technical and economic
support with a final plan that could be administrated by the cooperatives. It could be difficult to
maintain a good relation or create a conflict between the GNP and the cooperatives especially

because the GNP is an authority and may not always agree with them.

Additionally, to be communicated we need access to the means of communication and the
Cooperatives do not have them at this moment. | propose that in the months that are left a
communication plan should be created to integrate the cooperatives within the GNP

communication system.
Ms. Lorena Sanchez says that the GNP is compromised to continue with the activities of

component 1. Therefore, as it is an authority, it has planned to focus its attention to all the users,

it cannot centralize its support to only one sector.
Mr. Eduardo Espinoza, facilitator of the meeting announces the presentation of each component
of the Project after a short recess.

4) Presentation of the components in the following order:
(Attachment 3.)

1 LORENA SANCHEZ.
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2 MARCO HOYOS
3 EDUARDO ESPINOSA
4 JAVIER LOPEZ

5) Participation of Mr. Motohiro Ohashi who explains the Activity Plan until the end of the
Project

During the five months that are left until the end of the project, two experts will come for a short
term. One of them will arrive in the middle of November for one month to be in charge of the

white fishing and sea cucumber management.

The expert will also help with the fishery calendars for the GMR and will work with the

counterpart in charge of marine resources.

The other expert will work on the promotion of the products of the women from Isabela.

Two counterparts will go to Japan to be trained.

Mr. Jules Paredes will travel to Tokyo and Nagasaki in the middle of October to study fishing

and sea cucumber management.

Mr. Gabriel Vasquez will travel to Tokyo and Nagasaki in the middle of November to be trained

in oceanographic monitoring and lobster larvae.

Local operative expenses are covered until the end of the project.

A symposium will be organized in December to explain the results of the Project to the

community.

(Attachment 4.- Work plan)

6) QUESTIONS AND COMMENTS

Mr. Wilson Quinde asks Mr. Javier Lopez if the amount of fungi have been determined within
the parameters that measure water samples. He recommends taking that information into
account due to the fact they are the main agents responsible for dysentery illnesses, diarrhea,
etc.

Mr. Javier Lopez responds that a fungi culturing is not being done, but only a liquid and agar
culturing method. The first method is to determine the presence or absence of fecal coliform
bacteria and the second is to determine the total amount of fecal coliform bacteria found in the

samples.
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With respect to the equipment used to measure physical-chemical parameters, they are:
multiparametrical equipment that measures water temperature, conductivity, total dissolved
solids, dissolved oxygen, hydrogen potential, turbidity, and a spectrophotometer that measures
nutrients especially: the total amount of nitrite, nitrate and phosphorus. This equipment can

measure 420 parameters.

Mr. Quinde suggests consulting MERK laboratories or the National Institute of Fisheries to

reduce the sample analysis costs.

Mr. Lopez responds that they work with the Environmental Chemistry laboratory of the Central
University in Quito. After having consulted many other laboratories in Ecuador this was the most
appropriate for the analysis costs and for being able to determine with better precision some
parameters like heavy metal analysis. Our equipment is good and it has a spectrum that
analyses 160 parameters but it is not used because for making the analysis it uses highly

contaminant reactives and they are not allowed in the islands.

Mr. Quinde comments on the high level of the Mercury and phenol parameters.

Mr. Javier Lopez explains that it has been very difficult to determine the causes for the presence
of phenol and Mercury. Some people presume that one of the causes for these contaminants
to be found in certain places of the Academy Bay zone could be due to ships maintenance and
the high amount of anthropogenic activities. Another cause could be that Santa Cruz does not

have a sewer system and the effluent is deposited into the coastal zone.

Mr. Lenin Rogel, representative of the Municipal Government asks: In which water sources from
the highlands have these studies been done?

Mr. Javier Lopez explains that there are two places for water collecting. One is located in the
Ingala crevice where 70% of the water is obtained and the other is a deep well where 3% of the
water is extracted.

Additionally, he says that in May, 2006 the results were shared with the public. The Municipality
was represented by Engineer Delio Sarango, who is the person responsible for the water in
Santa Cruz. He is aware of the overall problem and knows that contamination exists but it is

necessary to offer alternatives to the people that need to do maintenance of their vessels.

Mr. Rogel proposes the creation of a policy with alternatives that would aide in eliminating the
problem. He thinks that the Municipality and the Port Captaincy could work together in order to
produce a bylaw.
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Now, Ms. Maria Lopez, national evaluator, wants to apologize because she has to leave the

meeting after her participation.

“Let us highlight that the Japanese cooperation has given us the example of participatory work,

especially because it has been the basis of the work plan that was proposed.

Regarding sustainability, each component has an Ecuadorian counterpart that will guarantee

the Project continuity.

The flexibility of the planning has also been important.

“l as part of the community express my gratitude and acknowledgement to the Japanese

cooperation and | hope that it will continue in Galapagos.”

Mr. Eduardo Espinosa thanks Ms. Lopez for her words and announces the involvement of the

next participant.

Mr. Kiyoshi Hirozumi, JICA Representative Deputy in Ecuador, greets all the present people in
his name and on behalf Mr. Saburo Yamaguchi, JICA Office Representative in Ecuador. He
proclaims that he is satisfied with the results of the implemented activities along these years

and also for the final evaluation results. In this way, he recognized the staff effort involved in it.

He is happy to know that the local residents from the islands appreciate the activities that have

been achieved in almost five years.

Likewise, he wishes that the positive impacts of the Project be maintained firmly with their
efforts. He also wishes that these achievements multiply to benefit not only local residents from

the islands, but also the conservation of the GMR in general.

The JICA office in Ecuador will continue to watch the sustainable development of the activities,
even after the end of the Project. And along with the JICA central office it will continue looking
for cooperation to contribute the strengthening and consolidation of the GMR management

system.

Mr. Hirozum ends his intervention expressing his thankfulness to the evaluation team and

congratulating them for the job well done in the Project.

Facilitator, Eduardo Espinosa concludes the meeting with the following words.
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“Despite the fact that some weaknesses were found in the initial development of the Project, it
has gained a smooth flow and in general the expected results were achieved. This shows that

the aims of the project will be achieved.

This project has shown the importance of investing in the Galapagos Marine Reserve
conservation as one of the main resources for its users, not only temporarily, but ongoing. The
community involvement in conservation activities through the support of the Project and the
GNP allow people to become more familiar with conservation resources.

We hope to continue with the support of the foreign cooperation and of the local community.”

The meeting ends at 11:15 am.
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