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1. B EEH (Minutes of Meeting) RUSRFMIMEE (EX)

MINUTES OF MEETING
ON
THE PROJECT FOR STANDARDIZATION AND QUALITY CONTROL FOR
HORTICULTURE PRODUCTS OF INDONESIA
(IMPROVEMENT OF THERMAL TREATMENT AGAINST
FRUIT FLIES ON FRESH MANGO)

The Japanesc mission organized by Japan International Cooperation Agency
(hereinafter referred to as “JICA”) headed by Mr. Hideyuki MARUOKA, visited the
Republic of Indonesia from November 24 to December 12, 2011 for the purpose of
conducting Mid-Term Review of “The Project for Standardization and Quality Control
for Horticulture Products of Indonesia (Improvement of Thermal Treatment against
Fruit Flies on Fresh Mango) ” (hereinafter referred to as “the Project”).

For this purpose, the Japanese mission and the Indonesian authorities concerned
formed the Joint Mid-Term Review Team (hereinafter referred to as “the Team™). The
Team evaluated performance and achievement of the Project through field wvisits,
interviews and a series of discussions, and prepared the Joint Mid-Term Review Report
as attached hereto (hereinafter referred to as “the Report™).

The Report was presented to the Joint Coordinating Committee (JCC), and the JCC
agreed on the contents of the Report.

Jakarta, December 12, 2011

AR A

Mr. Hideyuki MARUOCKA ‘ Dr. Mat Syukur
Team Leader Secretary for Directorate General of
Mid-Term Review Team Horticulture
Japan International Cooperation Ministry of Agriculture
Agency (JICA) The Republic of Indonesia
Japan
¢ Xfifin Tasrif

Director of Center for Plant Quarantine
Agency for Agricultural Quarantine
Ministry of Agriculture

The Republic of Indonesia



Attachment

1. The Joint Mid-Term Review Team presented the Joint Mid-Term Review Report
shown in the Annex 1 to the JCC.
2. The JCC accepted the Report presented by the Team, and agreed to take necessary

measures in order to meet recommendations raised by the Team.

Annex 1: Joint Mid-Term Review Report
Annex 2: Revised PDM (ver. 2.0)
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THE PROJECT FOR STANDARDIZATION AND QUALITY CONTROL FOR
HORTICULTURE PRODUCTS OF INDONESIA
(IMPROVEMENT OF THERMAL TREATMENT AGAINST
FRUIT FLIES ON FRESH MANGO)

Jakarta,
December 9, 2011

RAF ) Ahor
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Team Leader Team Leader
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1. Introduction
1.1 Background of the Review

Despite the great potential of Mango as one of the major fruits for export from
Indonesia, less than 0.1 percent of its total production (2.4 million tons) is actually
exported (2009). Although an increasing amount of mangoes has been exported from
Indonesia to markets in the Middle East and East Asian countries, due to the existence
of various types of fruit {flies attacking mangoes produced in Indonesia, they can access
only to the countries that do not impose any quarantine restrictions on the fruit infested
with those flies.

In order to address the issue and thereby further increase export of mangoes to
overseas markets including Japan, the Government of the Republic of Indonesia (GOI)
requested the Government of Japan (GOJ) to provide assistance in terms of
disinfestation techniques by vapor heat treatment (VHT) against fruit flies on fresh
mango. As a result, since October 2009, GOI has been implementing the Project for
Standardization and Quality Control for Horticulture Products of Indonesia

(Improvement of Thermal Treatment against Fruit Flies on Fresh Mango) (hereinafter

referred to “the Project”) in cooperation with Japan International Cooperation Agency
(JICA).

As the Project has reached the halfway point of its implementation period, JICA and
Indonesian authorities concerned jointly conducted the Mid-Term Review of the Project
(heretnafter referred to as the “Review”), as stipulated in the Record of Discussion
(R/D) sigaed in 2009,

1.2. Objectives of the Review

(1) To confirm the progress and achievement of the Project based on the PDM
{(Project Design Matrix} and PO (Plan of Operation), and identify the
promoting/constraining factors to them.

(2) To analyze and evaluate the Project in terms of the five (5) evaluation criteria (i.e.
relevance, effectiveness, efficiency, impact and sustainability).

(3) To make suggestion and recommendations on actions to be taken during the latter
half of the Project.

1.3. Schedule and Members
1.3.1. Schedule
The Review was conducted from 24 November to 13 December. 2011 as shown in

Annex 1.
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1.3.2. Members

The Joint Mid-Term Review Team (hereinafter referred to as the “Team™) was

organized with the following members from both Japanese and Indonesian sides.

(1) Japanese Members:

Assignment Name Present Occupation/ Position
1 | Leader Mr. Hideyuki Deputy Director General, Rural
Maruoka Development Department, JICA
Deputy Director, Plant Protection
Plant Division, Food Safety and Consumer
2 | Quarantine Mr. Hisashi Sakata Affairs Bureau, the Ministry of
Administration Agriculture, Forestry and Fisheries
{MAFF)
Plant Section Chief, Plant Protection
3 | Quarantine Mr. Nobuyuki Shibata | Division, Food Safety and Consumer
Techniques Affairs Bureau, MAFF
Dita Paddy Field Based Farming Area
4 Manacement Mr. Takeshi Ando Division I, Rural Development
© Department, JICA
Evaluation & . :
5 . Mr. Akira Matsumoto | President, A&M Consultant Co., Ltd.
Analysis
Planming & Special Advisor, Paddy Field Based
6 Mana e%nent Mr. Hideki Sonoyama | Farming Area Division I, Rural
g Development Department, JICA

(2) Indonesian Members:

Assignment Name Present Occupatior/ Position
1 | Leader Ms. An@tama Head of Evaluation Division, DGH
Promosiana.
Mr. Turhadi Head of Plant Product Export and
2 | Member N
Noerachman Interarea Subdivision, AAQ
Techinical Staff, Planning Division,
3 | Member Mr. Freddy Secretariat of DG of Horticulture,
DGH
4 | Member Ms. Sindha Cahya Staff, Planning Division, Secretariat
Wardhani of DG of Horticulture, DGH




5 | Member Mr. Muhammad Tiggy | Staff, Bilateral Division, Center for
Rhezandy International Cooperation, MOA
6 | Member Mzr. Deni Satriaman Staff, Evaluation Division, DGH
. Staff, Monitoring & Evaluation
7 | Member Mr. Tim Mucharam Division, Planning Bureau, MOA

1.4. QOutline of the Project
(1) Project Period:
From October 16, 2009 to April 15,2013 (3.5 years)

(2) Implementing Agency of the Project:
Directorate General of Horticulture (DGH), Ministry of Agriculture (MOA)
Agency for Agricultural Quarantine (AAQ), Ministry of Agriculture (MOA)
' (3) Project Site: -
Pest Forecasting Institute (PFI) in Jatisari, West Java, under Directorate General of
Food Crops (DGFC), MOA

(4) Overall Goal:
The disinfestation techniques by VHT against fruit flies on other tropical fruits are

established.
(5) Project Purpose
The disinfestation technique by VHT against fruit flies on fresh mango, Gedong

variety, is established.

(6) Outputs
a) The capacity of counterparts to rear test fruit flies successively in laboratory is

improved.
b) The capacity of counterparts to disinfest test fruit flies by VHT is improved. %
c) The data system which stores examination data and analysis results is established.

(7) Administration of the Project
a) Project Director : Director General of Horticulture (DGH), MOA
b) Project Coordinator: Secretary of Directorate General of Horticulture, MOA



c) Project Managers:
Director of Horticulture Crop Protection, Directorate General of Horticulture, MOA
Director of Center for Plant Quarantine, Agency for Agricultural Quarantine, MOA
d) Project Management Unit (PMU)
PMU is supposed to be formulated by the Indonesian Side according to the plan
agreed on the Minutes of Meetings signed on August 14, 2009.

2. Methodology of Evaluation
2.1. Evaluation Framework

The evaluation framework was prepared based on the Evaluation Grid as shown in
Annex 2 and delivered to the project team and Indonesian side.

2.2. Data Collection Method and Analysis
The Team had interviews with the persons concemed including project counterpart
personnel (hereinafter referred to as the “C/Ps”) and the Japanese experts dispatched for
the Project. The Team also collected information through questionnaires from the =
concerned personnel. Then, the Team conducted field survey in the project laboratory

office in PFI, Jatisari, West Java.

2.2.1. Evaluation Analysis
(1) Accomplishment of the Project

Accomplishment of the Project was measured in terms of Inputs, Qutputs and Project
Purpose in comparison with the objectively verifiable indicators of the Project Design
Matrix (PDM Ver. 2.0) as shown in Annex 3 as well as the Plan of Operation (PO).

(2) Implementation process

Implementation process of the Project was reviewed to see if activities had been
implemented according to the schedule described in the PO, to see if the Project had
been managed properly, and to identify obstacles and/or facilitating factors that had

affected the implementation process.

(3) Review based on five (5) review criteria %’/jﬁ"/

(a) Relevance
Relevance of the Project was reviewed to see the validity of Project Purpose and
Overall Goal in connection with the needs of the beneficiaries, and the policies of GOI
and GOJ.

(b) Effectiveness



Effectiveness was analysed by evaluating the extent to which the Project had achieved
and contributed to the beneficiaries.

(c) Efficiency
Efficiency of the project implementation was analysed focusing on the relationship
between Outputs and Inputs in terms of timing, quality, and quantity.

(d) Impact
Impact of the Project was forecasted by referring to positive and negative impacts (to
be) caused by the Project.

(e) Sustamability
Sustainability of the Project was forecasted in technical, institutional, and financial
aspects by examining the extent to which the achievement of the Project would be
sustained and/or expanded after the completion of the Project.

3. Revision of PDM

The Team looked into and assessed the Project PDM Version 1.0. As a result, it
becomes necessary to modify the description of the indicators of Overall Goal, Project
Activities and Inputs for more appropriate ones in the course of the project
implementation.

Therefore, the Team proposes a revision of PDM Version 1.0 as described in the
following table. The Mid-Term Review has been conducted based on the revised PDM

(Version 2.0) shown as Annex 3.

Proposed revision of PDM (Ver. 2.0)

Item Ver. 1.0 Proposed revision Reason of Change

Indicator of Number of kinds of Disinfestation It is necessary to

Overall Goal | tropical fruit on which | technique(s) is (are) | describe quantitative
disinfestation cstablished at least indicator for the
technique are for one tropical fruit | evaluation purpose.
established other than mango.

Important 1. The current Nil No description shall

Assumptions agricultural policy is be made in this

of Overall maintained. column,

Goal

Description of
Project
Purpose

The disinfestation
technique by VHT
against fruit flies on
fresh mango,
Gedong Gincu

variety, is
established.

The disinfestation
technique by VHT
against fruit flies on
fresh mango,
Gedong variety, is
established.

At the Mid-Term
Review open
discussion meeting,
the variety name of
the target fresh mango
was confirmed.

Activity 2-4

To determine the most

To determine the

Misprinted

|



heat tolerant stage most heat tolerant
among all the target species among all
species by hot water the target species by
immersion hot water immersion
Activities on 1. Appropriate 1. Appropriate At the Mid-Term
Important quantity and quantity and Review open
Assumptions quality of test quality of test discussion meeting,
fruits (Gedong fruits (Gedong) | the variety name of
Gincu) is available. is available. the target fresh mango
was confirmed.
Additional Nil (7) Expenses for Actual expenses
Input Japanese facility construction | derived during the
side: 3. and renovation of project period should
Provision of VHT laboratory in be written.
Machinery and PFI
Equipment

4, Project Performance and Implementation Process

4.1. Achievement of Input (as of November, 2011)

4.1.1. Japanese Side

» Dispatch of Japanese experts (long-term and short-term):
Long-term Japanese expert has been dispatched in one field, as Project Coordinator/
Data management. In addition, twelve (12) short-term Japanese experts in total
have been dispatched, i.e. Chief Advisor/Fruit Injury Test, Rearing Method of Pest
Fruit Flies, Disinfestations Method by VHT, Equipment Installation and
Maintenance, etc. (Annex 4)

e Training in Japan for the project C/Ps:
Twenty (20) C/Ps of the Project have participated in the training/workshop in Japan,
Australia and Vietnam as of November 2011. (Before the Project started, 5 C/Ps
were also invited to the training in Japan.) (Annex 5)

¢ Provision and procurement of machinery and equipment:
Vehicles, Incubator, VHT Machine, Biotron and related equipment, and others (total
38 kinds of equipment) have been provided. The total cost for the equipment
provision was 120 million Japanese Yen as of November, 2011. (Annex 6)

e local operation cost:
Local cost allocated by JICA for the impiementation of the project activities was |
8.35 million Japanese Yen from the year 2009 until the first quarter of 2011. (Annex
7)

» Expense for facility construction and renovation of VHT laboratory in PFI:

A total of 28.3 million Japanese Yen was borne by JICA for constructing and
renovating VHT facilities and other relevant facilities in PFI.




4.1.2. Indonesian Side
e Assignment of the project C/Ps:
Currently, five (5) persons are assigned as C/Ps at management and administrative
level, and nine (9) persons at field level (Annex 8)
¢ Project operation costs:
Presently, the followings are provided; project office space for JICA experts in PFI;
utilization of facilities and others in PFI; water, electricity and telephone charges;
purchase of test mangoes, and; land for new VHT laboratory building.
» For both assignment of the C/Ps and project operation cost, 2,757 million Indonesian
Rupiah (Rp) has been allocated by the Indonesian side since 2009 until 2012 (plan).
(Annex 7-2)

4.2, Items of Analysis
4.2.1. Project Performance

Progress of each project activity was confirmed through the Review. Based on the
results, achievement of Output and Project Purpose was measured in terms of the

objectively verifiable indicators of the PDM.

4.2.2. Majer Events and Activities Organized by the Project
Major events and activities implemented under the Project are summarized in the
table attached. (Annex 9)

4.2.3. Implementation Process of the Project

The list of major project publication and documents is attached in Annex 10.
Accomplishment of the Project was measured in terms of Inputs, Activities, Outputs and
Project Purpose, all of which are based on the R/D, PDM and PO. As the progress and
results of implementation of the Project, the summary of project activities which were
conducted by the Project are attached in Annex 11. Furthermore, the attainment of

objectively verifiable indicators described in the Project’s PDM is indicated in Annex 12.

B
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5. Evaluation Results
Through the Review, the Team assessed the Project’s relevance, effectiveness,

efficiency, impact and sustainability.

5.1. Relevance
The relevance of the Project is evaluated as high by the following reasons.

(1) Policy of the Government of the Republic of Indonesia (GOI)

The direction of the Project is in line with the naticnal priorities of GOL. The Project
has been consistent with the Indonesian policies, as there has not been any major change
in national strategy and medium-term development plan (2010-2014) in the field of

horticulture as well as plant quarantine.

(2) Needs of the target groups/beneficiaries

All the related agencies, DGH, AAQ and PFI, as the counterparts’ organization of the
Project, play important roles in Indonesia to produce good quality of horticultural crops,
carry out plant quarantine and conduct pest control, and, thus, need to promote their
staff’s capacity building. At the same time, DGH and AAQ have a mutually-related
function, especially to improve quality of horticultural crops in order to facilitate
international market access.

As indicated in the results of this Review, all the C/Ps highly appreciate and are
satisfied with the project activities. Thus, the Project is evaluated as an appropriate

response to the needs of the beneficiaries.

(3) ODA policies of the Government of Japan (GOJ)

One of the three (3) priority areas of the Japan’s ODA policy to Indonesia is “Support
for Democracy and Equitable Stable Society”, including “Poverty Reduction™ as one of
the piilars. The Project is considered within “Stable Food Supply Program” under
“Poverty Reduction™ pillar. Within this pillar, agricultural and rural development is an

important issue. In addition, technical cooperation in the fields of plant quarantine is

considered as highly important to contribute connectivity system in Indonesia.
Furthermore, the Project contributes to Japan Indonesia Economic Partnershi@

Agreement (JIEPA) reached on August 2007, being nominated as one of the prioritized
activities in the JIEPA program under "Initiative for manufacturing industry development

center”,

(4) Relevance of the project approach and design

}



The Project aims to establish the standard of thermai treatment for disinfestation of
fruit flies on fresh Indonesian mango. This is very important for Indonesia to enhance
technical capacity and do pest quarantine treatment for export mango to overseas
countries. The target fruit in the Project, mango, is one of the strategic crops in Indonesia;
however, the export volume is very limited, just under 0.1 % of total products due to the
fruit flies.

Therefore, the approach and design of the Project is considered to be appropriate.

(5) Comparative advantage of Japanese cooperation
Finally, Japan has a long history on thermal treatment against fruit flies on horticulture
products and also has accumulated experiences of overseas cooperation; therefore, it is of

comparative advantage to utilize the experience and knowhow of Japan.

5.2 Effectiveness

At this stage, achievement of Project Purpose is not yet evaluated in detail, because of
being at the middle of the project period. However, an extent of the effectiveness of the
Project is expected to be high by the following reasons.

(1) Prospect of achieving Project Purpose

Firstly, all the project activities have been carried out step by step even though a few
activities are behind the schedule. So far, each of the Activities and Outputs has
contributed to attain the Project Purpose.

Rearing method for fruit flies in an environment-controlled chamber (Biotron) has
been improved (as Output 1), and using the fruit flies with proper operation of VHT
equipment, the method of VHT disinfestation and its conditions have been upgraded (as
Output 2) in comparison with the project start. During the project activities, all data were
started to be stored, and will be analyzed into the compilation of the report to the plant
quarantine (Output 3), which is necessary for the lifting of the import ban by importing
countries.

With further capacity enhancement of technical and administrative staff being carried
out under the Project continuously, it is expected that Project Purpose is likely to be
achieved to a large extent by the end of the cooperation period.

(2) Contribution of Qutputs to the achievement of Project Purpose
Both Output 1 and Output 2 of the Project aim to the improvement of C/Ps’ capacity,
which is indispensable condition to achieve Project Purpose from technical viewpoint of

standardization and quality control in Indonesia. Furthermore, Outputs 3 aims at the



establishment of data system, showing the documentation evidence of the Outputs 1 and
Output 2 above. The logical sequence between Outputs and Project Purpose is appropriate,
and all the three (3) Outputs will significantly contribute to the achievement of Project

Purpose.

(3) Causal relation
The followings are identified as promoting and hampering factors.

1) Factors that promoted realization of effects
a) Dispatching the same persons as short-term experts
The Japanese short-term experts were dispatched as shuttle basis; which contributed
to promote smooth implementation of the project activities and efficient technology
transfer, and also to develop good relationship with Indonesian C/Ps.
b) Operational cost secured by the Indonesian side
The Indonesian side has made an effort to secure operational cost based on the R/D
agreement, such as cost for purchasing test mangos, charge of electricity and water in
laboratory. It is worth mentioning that such cost securing is one of the major factors that
have contributed to a good progress so far of the Project.
c) Development of laboratory technical/working manuals
Development of laberatory technical/working manuals can be a good factor to ensure

sustainability of the Project.

2) Factors that impeded realization of effects (hampering factors)
a) Quality and quantity of test mango
Major problem faced by the Project is test mangos; many of which are not in the

predetermined range in size (250-300g) and maturity, are infested by fruit flies and have
nutrition disorder symptoms in pulp of mango which cannot be seen from the
appearance. Such test mangoes are not appropriate for carrying out experiments
efficiently, and collecting accurate data, nor is consistent with the export quality
standard. Therefore, the quality of test mango should be improved and meet the desired
standard criteria (size and maturity) as early as possible to tackle with current
difficulties.

b) Delay in installation and trouble of some equipment

Delay in installation of VHT equipment into the project site, and electrical troubles on
generator, water bath, and so forth, have prevented smooth implementation of the
project activities. Although some of the issues have been solved, there are still

remaining issues; and, thus, it is necessary to pay high attention continuously to the



proper maintenance of the equipment. Especially, concerning the electrical troubles, it
seems necessary to reinforce the institutional response to such troubles because the issue
of the electricity is of high importance for conducting the test utilizing delicate

electronic machineries and equipment.

5.3. Efficiency
An extent of the efficiency of the Project has been moderate by the following reasons.

(1) Efficiency of project inputs and its utilization

In general, the inputs from the Japanese side and Indonesian side have been appropriate
in terms of quantity, quality, and timing at the most levels. (See Annex 4,5,6,7 and 8)
All the inputs allocated to the Project have been fully utilized for implementation of the
Project. Accordingly, the Project is efficient in terms of providing the inputs as well as
having good results. Annex 12 shows a detailed achievement of the PDM indicators of the
Project, and Annex 10 and 11 show the detailed activities and outcomes through the
Project, such as conducted/planned trainings and workshops, and technical manuals.

It is noted, however, that conceming C/Ps’ allocation from Indonesian side, assignment
of seventeen (17) staff in the project site as well as at the secretariat was initially planned,
but only eleven (11) staff has been assigned. At the project site, actually, some staff are of

part-time assigament.

(2) Implementation process

In general, the Project has been implemented in accordance with the PO. However,
Activities 2-8 and 2-9 may not be completed as scheduled, which may cause the delay
in the subsequent project activities and no completion of the Project in April 2013. Such
delay may be attributed to; insufficient number of C/Ps and tco much burden on each of
the C/Ps as a result; no leadership in the Indonesian side at the laboratory due to the
non-existence of the team leader who can coordinate the work among the C/Ps, and;
difficulties in completing the planned work on the part of C/Ps due to non-satisfactory
working condition. In order to prevent further delay in the activities and catch up the

current plan, it is required to take tangible measures.
5.4. Impact
An extent of the impacts of the Project is expected as moderate by the following

reasons.

(1) Prospects of achieving Overall Goal



The achievement of the Project’s Overall Goal, “The disinfestation techniques by VHT
against fruit flies on other tropical fruits are established™, is not evaluated at this stage,
since it takes time to derive tangible impacts through the project results. However, C/Ps in
the Project are expected to continue further disinfestations activities by 'utilizing and
improving their knowledge and technical skills which have been transferred from
Japanese experts through the project activities. According to the office/field interviews
and questionnaire survey conducted during the Review, the Team observed that the

Project brings some positive changes as mentioned below.

(2) Spillover effects
1) Application of VHT techniques to other tropical fruits

So far the specific name and kind of tropical fruits for which disinfestation technique
will be applied cannot be determined. However, it is possible to apply the technique
against fruit flies to other fruits, such as papayas, dragon fruit, richie, eggplant, green
pepper, bitter gourd, and net melon, in addition to other varieties of mango. On the other
hand, once the VHT standard for complete disinfestation of test fruit flies is established,
improvement of access to international market is expected in comparison with current
situation. Considering the fact that the project activities are advancing generally well,

therefore, there seem to be high impacts in the future.

2) Better time management and wider scope/vision of the Indonesian C/Ps

Through the project activities carried out so far, not only the knowledge on techniques
and technical experiences in laboratory experiments and rearing fruit flies, but also ability
for better time management and wider scope of perspectives, have been gradually
acquired by the Indonesian staff.

If a proper organizational and command structure within the Project will be established,
it is expected that the project activities on laboratory works will have much more impact
in the future, in light of the Indonesian staff’s capacity in better time management and
with wider scope of perspectives.

5.5. Sustainability %

An extent of the sustainability of the Project is not likely to be secured yet at this stage
from the following three (3) aspects.

(1) Technical aspect
It is assessed that the Indonesian C/Ps in laboratory have acquired gradually the
technical capacity which enables them to utilize “A to Z” techniques and skills on rearing



test fruit flies and conducting disinfestation test. However, during the Review, the Team
observed that technical capacity for accurate operation of VHT equipment, as well as for
detailed data analysis and reporting, has not yet been acquired. One of the reasons is that
the C/Ps are not necessarily accustomed to research activities, which require complicated
and sensitive control of activities and careful and detailed analysis and compilation of
data, in order to meet the international standard. Accordingly, it seems to take
considerable time and need strenuous efforts by the Indonesian C/Ps in order for them to
acquire such capacity, even in close collaboration with Japanese experts.

In any case, in order to ensure their technical capacity upgrading and establishing,

further technical support and instruction from Japanese experts are indispensable.

(2) Policy and organizational aspect

Since quality control of horticultural products as well as pest control and plant
quarantine are given high priority in the current national policy of Indonesia, as a part of
the efforts for export promotion of agricultural products, the policy support for the
Project would continuously be secured from the GOI for the coming years. Under the
naticnal policy and plan of Indonesia, the implementation agencies of the Project, DGH,
AAQ and PFI, are required to perform their responsibility based on the Indonesian legal
framework and in accordance with the international standard from medium- and
long-term perspectives.

On the other hand, management of and coordination for the project implementation
have not necessarily been functioning well, causing, for example, no clear and timely
solutions for the test mango problem and electrical troubles, no provision of necessary
information, such as export condition of mangos, for the Project, dissatisfaction of C/Ps
on working conditions, and insufficient number of C/Ps. Such situation may be attributed
to; no simple command structure for the implementation of the Project; no assignment of
a project leader in Indonesian side; no clear demarcation of job description among C/Ps;
lack of project information and reporting among the relevant organizations. Especially, of
particular importance is the lack of a field based project leader in the Indonesian side,
who is fully responsible for whole the project activities at the filed level with support
from Japanese experts, having authority for formulating and executing the budget, 9
determining job description of other C/Ps and overseeing and controlling their works,
planning and supervising project activities in coordination with Japanese experts, and
liaising with the sccretariat in Jakarta for addressing any issues arising from daily
activities at the field level. So far, key players for the Project have been officially
assigned, like Project Director (Director General of Horticulture), Project Coordinator
(Secretary of DGH) and Project Managers (Director of Horticulture Crop Protection of



DGH and Director of Center of Plant Quarantine of AAQ); however, all such responsible
persons cannot be dedicated to the Project at full-time basis nor be based at the project
site; which is an important condition to improve the project activities and take flexible
actions in a timely manner.

More importantly, it seems that a responsible entity to continue the project activities
after the completion of the Project has not yet been determined, casting uncertainty to the

sustainability of the activities.

(3) Financial aspect

The sustainability from financial aspects is uncertain in this stage, The Team assessed
that the GOI had been providing supports concerning operational cost. However, in order
to implement the Project and continue the project activities even after the project
completion successfully, the Indonesian side is required to take much more intensive
efforts to secure the budget for the project activities, in particularly, on allowance for C/Ps,
procurement of test mangos with quality, purchase of feed for fruit flies, equipment

maintenance, and so on.

6. Conclusion

The Project has passed two (2) years since its commencement. The Team evaluated this
Project based on the findings obtained from field observations and a series of discussions
with those involved in the Project, and in accordance with the five (53) evaluation criteria.
The Team concludes that the project activities have been implemented well so far even
though a delay is observed compared to the initial schedule. However, there is a concemn
that the project activities will not be completed within the project period, unless any
countermeasures are undertaken to recover the delay of project activities and also to
implement the remaining activities as scheduled and successfully.

The capacity of Indonesian C/Ps has been strengthened; however, it is still required to
upgrade their knowledge and technical capacity related to disinfest test fruit flies by VHT
and compile data and reports.

It is too early to evaluate the Project’s impact and sustainability at this stage; however,
it is quite sure that the Project is on the right track and on the way of achieving Project
Purpose. On the other hand, it also should be noted that the considerable efforts by the
Indonesia side, especially concerning the organizational aspects, are required to continue
and strengthen the project activities after the completion of the Project.

Reflecting the Team’s recommendations below, the project activities should be

continuously carried out within the remaining period of the Project.

7
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7. Recommendations and Lessons Learned
7.1. Recommendations

Recommendations for the Project

1) Search for appropriate feed for fruit flies

Presently, material imported from Japan (AY65) is used as feed for rearing fruit flies
for its nutritional fact and easy handling. However, it would be difficult to obtain it after
the completion of the Project, because of the price and the complicated procedure for
purchase and importation, indicating the necessary to seek alternative material which is
appropriate to feed the fruit flies. Accordingly, it is recommended to determine the
alternative material as the feed for fruit flies before the completion of the Project.

2} Issuance of certificate of engagement

The Indonesian C/Ps have been dedicating themselves to the project activities and
gradually improving their knowledge and technique in rearing fruits flies, conducting
VHT and so forth. The improved capacities of C/Ps attained through the project
activities shall be made best use of in order to strengthen the corresponding capacity of
Indonesia as a country. In this regard, it is recommended that the Project issue a
certificate of engagement with a purpose of promoting recognition of their work and
facilitate the continuation of the activities that they have worked with.

Recommendations for the Indonesian Side
1} Assignment of C/Ps for the Project

1t is of the utmost importance for DGH and AAQ to address immediately the shortage
of C/Ps, not only for realizing smooth implementation of the Project, but also for
ensuring the sustainability of the VHT disinfestation tests system after the project

completion. At this moment, not only the number of C/Ps is less than that agreed upon
in the R/D, but also some of the C/Ps are not permanent basis. As a result, too much
burden is charged to the current C/Ps and some of the project activities are recording
certain delay. On the other hand, assignment of permanent C/P is important in light of
ensured capacity building of and technology transfer to the Indonesian C/Ps, and
smooth implementation of the Project. In this context, DGH and AAQ should assign
sufficient number (at least 5 from DGH and 6 from AAQ as agreed upon in the R/D) of
permanent C/Ps, immediately.

It is recalled that a total of 12 Indonesian personnel had participated in the
training/workshop in Japan and Australia. In this connection, it is recommended that

such training/workshop participants be put priority for assigning C/Ps.

16



In addition, it is also indispensable for the Project to have a field based Indonesian
C/P as a project leader (or site manager), who is fully responsible for whole the project
activities at the field level with support from Japanese experts, having authority for
formulating and executing the budget, determining their job description of other C/Ps
and overseeing and controliing their work, planning and supervising project activities in
coordination with Japanese experts, and liaising with the secretariat in Jakarta for
addressing any issues arising from daily activities at the field level. Important personnel
assigned to the Project, such as Project Director, Project Coordinator and Project
Managers are not dedicated to the Project at full-time basis nor based at the projéct site.
This is causing the concerned situation at the filed level, such as no clear and timely
solutions for the test mango problem and electrical troubles, no provision of necessary
information for the Project, dissatisfaction of C/Ps on working conditions, and
insufficient number of C/Ps. Accordingly, it is strongly recommended for DGH to
assign one full-time person with full responsibility of the Project by March 2012.

In order to accomplish recommendations mentioned above, needles to mention, it is
necessary to secure budget for additional assignment of C/Ps. In addition, if any
modification in MOA’s internal rules and regulations is necessary for putting in place a
new C/P with full responsibility on the Project at the field level. DGH should take

necessary actions according to the legal procedures in a timely manner.

2) Establishment of institutional framework for sustainable operation

Presently, DGH, AAQ and DGFC (PFI) are participating in the Project. C/Ps are from
DGH, AAQ and DGFC, with reporting responsibility to their respective belonging
entity and without no transfer to anybody of authority to give job order to them. Budget
for the Project comes from DGH and DGFC. In this regard, no clear responsibility for
the Project can be observed from the current formation of the project structure in the
Indonesian side. It seems that each of the Indonesian organizations is supporting the
implementation of the activities of the Japanese experts. This situation cast uncertainty
in the continuation of the project activities by the Indonesian side afier the completion
of the Project.

Accordingly, it is essential to determine an institutional structure through which VHT
tests and other activities of the Project will be planned and conducted even afier the
Project in a self-reliant and sustainable manner. Without designing and setting up such a
permanent structure for planning and management of the activities, it is difficult for
MOA to establish VHT disinfestation standards for other varieties of mangoes as well as
for other tropical fruits in future, taking advantage of experiences and techniques being
gained from the Project. It is, therefore, suggested for DGH to come up with a design of



the functional organization structure in close consultation with AAQ, PFI and the other
authorities concerned, by March 2012. Modification of the rules and regulations needed

for the setting up new structure should follow the determination of the structure.

3) Procurement of appropriate test mangoes

In order to conduct experiments efficiently and collect accurate data consistent with
export standard of mangoes, it is critical to have sufficient quantity of quality mangoes
in a sustainable manner. Namely, it is indispensable to use for VHT testing the mangoes,
which are within the predetermined range of size and maturity, not infested by fruits
flies nor have nutrition disorder symptom in pulp. However, this is not the case for the
test mangoes procured now for the Project. Accordingly, it is strongly recommended to
procure sufficient quantity of quality test mangoes which meet the above conditions by
establishing and/or improving sustainable procurement system of mangoes by March
2012.

4) Provision of relevant information for the Project

The VHT test is conducted to have an import ban lifted by importing countries
through killing 100% of fruit flies, while maintaining quality of mangoes acceptable to
the consumers of importing countries. In this context, it is desirable to conduct VHT test
applying the similar condition to the potential export in terms of maturity level, storage
conditions, transport time, and so forth. However, no information on such conditions
has been provided to the Project until now. Accordingly, it is recommended for the
Indonesian side to provide information related to the potential export condition of
mangoes, by March 2012.

5) Improvement of laboratory conditions

Currently, electrical troubles occur repeatedly, suspending project activities and
preventing smooth implementation of the Project. The issue of the electricity is
important for implementing the project activities utilizing the delicate electronic
machineries and equipment. Although it is essential to fix the trouble immediately, it is
also important to strengthen the institutional preparedness, for example, by reviewing
the electrical system in the facility and reinforcing the personnel for maintenance and
repair. In this regard, it is recommended for the Indonesian side to make an action plan

by January 2012 and implement it according to the plan.

Recommendation for the Japanese and Indonesian Side

1) Dispatch of additional short-term Japanese experts



Some of the project activities are behind the schedule and there is a risk of
no-completion of the Project by April 2013 as scheduled. In order to prevent further
delay in the activities and catch up the current plan, it is indispensable to take such
measures as increasing the number of C/Ps as planned, assigning the team leader at the
field level, and so forth, as mentioned above. However, in addition to that, it is also
necessary to have support from Japanese experts especially for VHT testing. In this
regard, it is recommended to take actions immediately for the dispatch of additional

Japanese short-term experts to the Project.

Others
The Indonesian members of the Team prepared their detailed recommendations as
shown in Annex 13. It should be noted that the document includes the issues not directly

related to the Project.

7.2. Lessons Learned
1) Establishment of organizational structure with clear responsibility and authority

For the implementation of the Project, various government organizations are
participating without well-defined responsibility and authority assigned to each of the
organizations as well as personnel involved. During the project implementation period,
such situation affects negatively the smooth implementation causing unsolved issues for
long time and hindering timely decision making. Without clear determination of the
section(s) legally defined as responsible entity with simple command line, the
continuation of the project activities may not be guaranteed after the completion of the
Project.

Accordingly, in order to implement a project which must have linkages with different
organizations, it is recommended to establish, first, a structure of counterpart
organizations with clear responsibility and authority.

END



The Scheduie of Mission for Mid-term Review
on the Project for Standardization and Quality Control for Horticulture Products of Indonesia
(Improvement of Thermal Treatment against Fruit Flies on Fresh Mango)

Annex 1

Date Japanese Members Indonesian Members Stay
11/24| Thu |Move from Tokyo to Jakarta (consultant} Jakarta
Visit to JICA Office
11/25| Fri Meeting with JICA Expert & AAQ {Director, Jakarta
CPQ)
11/26| Sat |Documentation Jakarnta
11/27{ Sun |Documentation Jakarta
Meeting with Indonesian review team
11/28| Mon members ' Meeting with Japanese review team member | Jakarta
Interview with DGH (Secretary & Director,
DHCP)
Move from Jakarta to Jatisari
11/29| Tue [Conduct site survey in PF! Jatisari
Interview with JICA Experts & C/Ps in PEI
11/30| Wed |Site Survey (PFI) Jatisari
1211 | Thu |Site Survey (PFI) Jatisari
Site Survey (PFI)
. |Prepare 1st draft of JMRR
1221 Fri Move from Jatisari to Jakarta Jakarta
Meeting with JICA Office
Documentation
12/3 | Sat |{Leader of Japanese JICA Mission arrives at Jakarta
Jakarta)
Documentation(Other members arrive at
12/4 | Sun Jakarta) Jakarta
Visit to JICA Office
12/5 | Mon Meeting with DGH, move to Jatisari PM: Meeting with JICA Expert! Joint review Jatisari
) Meeting with JICA Expert team meeting 15
Official Dinner hosted by DGH
1246 | Tue Discussion with DGH, AAQ, PF! & indonesian Interview with CPs in PFi Jatisari
team members Discussion with Japanese team members !
Discussion with Japanese experts Making the draft of recommendation to the L.
1277 | Wed Making the draft of IMRR project Jatisari
Joint review team meeting (Prepare draft of j&gtéi”g:nt:ir?o%eg gngégggarzdﬁﬂoof
12/8 | Thu |JMRR & Send it to DGH Secretary & AAQ . 4 Jatisari
Director for Comment) Director for Comment)
Move from Jatisari to Jakarta
Move from Jatisari to Jakarta Confirmation of Comments from DGH & AAQ
. 1Joint review team meeting (Prepare final draft |Joint review team meeting (Prepare final draft
12/8 [ Fri (f IMRR and M/M) of JMRR and M/M) Jakarta
Signing on the JMRR Signing on the JMRR
12/10| Sat |Documentation Jakarta
12f11] Sun |Documentation Jakarta
12/12] Mon [JCC (Presentation of the JMRR and Signing on M/M) Jakarta
Report to JICA Cffice
12/13} Tue |Report to Embassy of Japan Jakarta
Leave from Jakarta
12/14 | Wed |Arrival at Narita Narita
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