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3. M/M (#EX)

THE MINUTES OF MEETINGS
BETWEEN
THE JAPANESE TERMINAL EVALUATION TEAM
AND
AUTHORITIES CONCERNED OF THE GOVERNMENT OF
THE REPUBLIC OF COSTA RICA
ON
THE JAPANESE TECHNICAL COOPERATION FOR
THE PROJECT ON SUSTAINABLE FISHERIES MANAGEMENT
FOR THE GULF OF NICOYA

The Japan International Cooperation Agency (hereinafter referred to as “JICA”) dispatched the
Terminal Evaluation Team (hereinafier referred to as “the Team™), headed by Mr. Yukio YOKOI, to
the Republic of Costa Rica (hereinafter referred to as “Costa Rica”) from 13 to 31 May, 2007, for
the purpose of conducting the terminal evaluation for “The Project on Sustainable Fisheries
Management for the Gulf of Nicova (hereinafter referred to as “the Project™)

The Joint Evaluation Team (hereinafier referred to as “ the Evaluation Team™), which consists of
members from JICA and members from the Government of Costa Rica, was jointly organized for
the purpose of conducting terminal evaluation and preparation of necessary recommendations to the
respective governments.

After intensive study and analysis of the activities and achievements of the Project, the Evaluation
Team prepared the Joint Terminal Evaluation Report (hereinafter referred to as “the Report”) and
presented it to the Joint Coordinating Committee.

As aresult of the discussions, both side agreed to report to their respective Governments the matters
referred to in the documents attached hereby.

San Jos€, 30 May, 2007

mio Takahashi
dent Representative

JICA Costa Rica
Japan International Cooperation Agency
Japan

; j Z ‘f\ (L ua phol S
Wit?és 4 Dr. Tarfos Villalobos Solé
Mr. Yukio Yokoi Executive President
Team Leader Costa Rican Fisheries and Aquaculture Institute
Japanese Terminal Evaluation Team, Costa Rica
Japan International Cooperation Agency
Japan



THE JOINT TERMINAL EVALUATION REPORT
ON
THE PROJECT ON SUSTAINABLE FISHERIES MANAGEMENT
FOR THE GULF OF NICOYA
IN
THE REPUBLIC OF COSTA RICA

San Jose

30 May, 2007

| q/ﬁ Bl

Mr. Yukio Yokoi Prof.Pens. ﬁictoria Domingo Mora

Leader Leader

Japanese Evaluation Team Costa Rican Evaluation Team

Japan International Cooperation Agency Chamber of Artisanal Fishermen in

Puntarenas
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INTRODUCTION

Based upon the Record of Discussions (hereinafier referred to as “the R/D”) signed on 22 July, 2002,
the Government of Japan and the Government of Republic of Costa Rica have been implementing “The
Project on Sustainable Fisheries Management for the Gulf of Nicoya”(hereinafter referred to as “the
Project”). The Project was scheduled to be implemented for five(5) years from 1% October, 2002.

Four months before the end of the planned project period, JICA dispatched the Terminal Evaluation
Team to the Republic of Costa Rica (hereinafter referred to as “Costa Rica”) to evaluate the Project
jointly with Costa Rican authorities and make recommendations for the activities in the remaining
implementation period and for the relevant future development.

I. EVALUATION OF THE PROJECT

1. Objectives of the Evaluation
This mission is conducted jointly with the concerned authorities of Costa Rican Government for the
purposes as below:

(1) To collect necessary information to verify the outcomes of the Project and to assess the level of
achievement, overall effects and strategies based on the Five Evaluation Criteria (Relevance, Efficiency,
Effectiveness, Impact and Sustainability).

(2) To make recommendations on the activities for the remaining project period and for the relevant
future development; and '

(3) To identify the lessons gained from the Project in order to improve the quality of other JICA
projects, which are currently undergoing and will emerge later.

2, Member of the Joint Evaluation Team
2-1. Costa Rican Side

M.Sc. Rosa Adolio Cascante Asesora de Proyecto de 1a Direccién de
Investigacion, UNA

Prof Pens. Victoria Domingo Mora Secretaria Ejectiva, CAMARA DE
PESCADORES ARTESANALES DE
PUNTARENAS

Biol. Marvin Mora Hernandez Subdirector General Técnico, INCOPESCA

M.Sc. Jennina Gutiérrez Ugarte Encargada de la Cooperacion de los paises de Asia,
Area de Cooperaci6n Internacional, MIDEPLAN
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Lic. Luis Ramirez Zuiiiga Analista Encargado del Sector de la Produccion,
Area Analisis del Desarrollo, MIDEPLAN

2-2. Japanese Side
Mr. Yukio Yokoi Group Director, Group 2 (Central & South
America and Middle East), Rural Development
Department, JICA

Mr. Toshio Akiyama Director General, National Research Institute of
Fisheries and Environment of Inland Sea, Fisheries
Research Agency

Mr. Makoto Hirata Project Officer, Crop Based Farming Area Team 1,
Group 2, Rural Development Department, JICA

Mr. Kazizo Udagawa Senior Consultant, IC Net Limited

3. Schedule of the Terminal Evaluation
JICA dispatched the Terminal Evaluation Team to Costa Rica from 13 to 30 May, 2007. The Joint
Evaluation Team met on 25, 29 and 30 May, 2007 respectively.

I. OUTLINE OF THE PROJECT

1. Background of the Project

The decrease of the catch in the Gulf of Nicoya is considered to have been caused by the decrease of
fishery resources, increase of the population of the fishermen as well as environment pollutions, etc.

Under such circumstances, Costa Rica requested JICA’s cooperation in order to acquire technology for
effective utilization and a sustainable management of marine resource in the Gulf of Nicoya.

In response to this request, the Government of Japan dispatched three consecutive Preparatory Study
Teams (February, September and November 2001) to investigate the background of the request,
formulate the Project through workshops using the PCM method and finalize project framework.

In July 2002, the Project Design Study Team, headed by Mr.Kazuo Sudo was dispatched to Costa Rica
and had a series of discussions with the Costa Rican authorities. As a result, the R/D on the Project for
the Sustainable Fisheries Management for the Gulf of Nicoya was mutually agreed and signed on 22
July, 2002, between the Costa Rican authorities and the Project Design Study Team. The Project period

2

g .



was determined as five years from October 2002 to September 2007.

The Project originally aimed to build a sustainable fisheries system to the Gulf of Nicoya by means of
resource management and quality control. To achieve the goal, based on the scientific data, plans would
be elaborated and updated by UNA and INCOPESCA. It also involved approaches to improve the
knowledge of the fishermen, distributors and retailers about resource management and quality control.

Through the Consultations in July, 2003 and the Mid-Term Evaluation in April, 2005, the Project
Design Matrix (hereinafter referred to as “ PDM “) was reviewed, and the project purpose was revised
to “UNA and INCOPESCA are able to recommend scientific basis for sustainable fisheries
management”.

On the occasion of four months before the termination of the planned project period, a Joint Evaluation
Team was formed, consisting members from both Costa Rican and Japanese sides, The team aims to
evaluate the degree of achievement of the Project based on the revised version of the PDM by means of
five criteria, to identify problems, and to make necessary recommendations to the respective
governments for the activities in the remaining project period and for the relevant fiture development.

2. Summary of the Project
2-1 Objectives of the Project
(1) Super Goal
Household incomes of artisanal fishermen are improved in and around the Gulf of Nicoya
(2) Overall Goal
Sustainable management and utilization of fisheries resources are performed in and around the Guilf
of Nicoya.
(3) Project Purpose
National University (UNA) and Costa Rican Fishing and Aquaculture Institute (INCOPESCA) are
able to recommend scientific basis for sustainable fisheries management.

2-2 Qutputs of the Project
(1) The operational and managerial system of the Project Unit is enhanced.
(2) Data required for resource management is collected.
(3) Databases are introduced to accumulate data and to increase convenience of access to necessary
data.
(4) Utilizing databases, technologies of data processing for stock assessment are introduced.
(3) Institutional framework for recommending fishery-management policies is established.
(6) The condition and problems of quality control of marine products distribution from fishing boats
to fish stores are clarified.
(7) C/Ps acquire the techniques of freshness tests and freshness maintenance.
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(8) The improvement of monitoring system of toxic shellfish is advanced.
(9) C/Ps acquire the knowledge and technique for dissemination of quality control to stakeholders.

2-3 Activities of the Project
Acctivities for Output 1:
(1-1.) Plan the C/P allocation.
(1-2.) Formulate and execute budget plan appropriately.
(1-3.) Establish and operate management system.
(1-4.) Formulate plans of operation and maintenance of equipment.
(1-5.) Implement public relations through seminars/workshops, brochures and periodicals.

Activities for Output 2 :
(2-1.) Conduct surveys on fishery activities.
(2-2.) Conduct investigations on biological characteristics.

Activities for Output 3 :
(3.) Conduct introduction of appropriate databases.

Activities for Output 4 :
(4-1.) Conduct introduction of data-analysis technologies.
(4-2.) Conduct modification of fisheries statistics.

Activities for Output S :
(5-1.) Set up a committee of stock assessment.
(5-2.) Conduct stock assessment of main species by committee members.
(5-3.) Recommend fishery management by committee members.

Activities for Qutput 6 :
(6-1.) Conduct basic survey on quality control from fishing boat to fish store.
(6-2.) Conduct basic survey on shellfish collector.

Activities for Output 7 :
(7-1.) Implement techniques of freshness test.
(7-2.) Implement techniques of fresh maintenance.

Activities for Output 8 :
(8-1.) Monitor toxic phytoplankton.
(8-2.) Monitor nutrients of seawater.
(8-3.) Monitor shellfish toxicity (Bioassays of mouse, PSP analyzer).
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(8-4.) Monitor heavy metal of shellfish
(8-5.) Recommend improvement of shellfish toxin monitoring system.

Activities for Qutput 9 :
(9-1.) Make text, presentation materials and pamphlet for workshop and seminar.
(9-2.) Conduct visiting instruction.
(9-3.) Implement workshops.
(9-4.) Implement seminars.

. METHODOLOGY OF EVALUATION

For the purpose of the evaluation study, the Joint Evaluation Team consisting of both the Costa Rican
side and the Japanese side has conducted the interviews with the concerned people including the
counterparts of the Project and the Japanese experts, field survey and a series of discussions within the
Team. An evaliation was made based on the findings from the above activities.

-The degree of achievement of the Project Plan was assessed, based on the PDM, which was attached
in ANNEX 1.

-Analysis was made for each of the Five Evaluation Criteria described below, based on the
Evaluation Grid.

1) Relevance
Relevance refers to the validity of the Project purpose and the overall goal in connection with the
development policy of the Government of Costa Rica as well as the needs of beneficiaries.

2) Effectiveness
Effectiveness refers to the extent to which the expected benefits of the Project have been achieved as
planned, and examines if the benefits were brought about as a result of the Project (not that of external
factors).

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

4) Impact
Impact refers to direct and indirect, positive and negative impact caused by implementing the Project,
including the extent to which the overall goal has been attained.

5) Sustainability
Sustainability refers to the extent to which Costa Rica can further develop the Project, and the benefits
5
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generated by the Project can be sustained under Costa Rican policies, technologies, systems and
financial conditions.

V. RESULTS OF THE TERMINAL EVALUATION

1. Achievement of the Project
1-1.  Achievement of Inputs
Achievement of the inputs was examined in accordance with the lists (ANNEX 4) prepared by the
Project. The summary of the results is as follows:
(1) Inputs of Japanese sides
a) Dispatch of Experts
Actotal of 5 long-term experts and 18 short-term experts have been dispatched as listed in ANNEX 5-1.
The timing and the duration of the short term experts was satisfactory. A same short term expert in the
field of shellfish toxin visited Costa Rica twice. Several short term experts received their counterparts
in Japan for the training too. Most of the counterparts keep contact with the short term experts.

b) Training of Counterparts(C/Ps) in Japan

Actotal of 17 C/Ps have participated in training in Japan. Eight (8) C/Ps participated in fishery
management course, 6 C/Ps in quality control, and3 in fishery policy. The list of C/Ps trained in Japan
is attached in ANNEXS5-2.,

¢) Provision of Equipment and Machinery

Atotal amount of US$377,000 equipment and machinery were provided to carry out the project
activities effectively. The list of equipment is shown in ANNEXS5-3. Almost all the equipment except
for 2 equipment (US$33,000) were purchased in Costa Rica.

d) Supplementary Funds to Cover Local Cost

The Japanese side bore a part of the project local cost to implement the Project more effectively. The
supplementary fund amounted to US$250,000. The fund was used to host international and local
seminars as well as producing posters and publications. The list of annual amount of the local cost is
attached in ANNEX 5-4.

(2) Inputs from Costa Rica Side
a) Provision of Land, Buildings and Facilities

@ =



* Land

» Buildings including offices and laboratories in UNA (EBM), training rooms and conference
facilities both in UNA and INCOPESCA.

« Utilities including water, electricity, janitorial services

b) Allocation of Budget

The sum of US$636,000 was expended by UNA and US$747,000 was expended by INCOPESCA so
far as part of the overall Costa Rican contribution to the Project as shown in ANNEX 6-1.

There was a difference in the recognition of a few items of the cost expenses between the Japanese and
the Costa Rican side. UNA considered the use of pre-existing facilities and equipment as their
contribution and included in the budget. JICA considered such the budget as a source of acquiring new
equipment. Both sides now understand the difference.

c) Assignment of C/Ps

Until the time of the evaluation, 32 C/Ps have been assigned to the Project. Currently, 25 C/Ps are
working, 4 of which are administrative and 21 are technical C/Ps. Nine (9) technical C/Ps are from
UNA and 12 are from INCOPESCA.

The list of C/Ps’ assignment is attached in ANNEX 6-2.

1-2.  Achievement of the Outputs

(1) Output 1: The operational and managerial system of the Project Unit is enhanced
[Indicators] :

1-1. C/Ps are allocated as planned.

1-2. Budget is adequately allocated and executed.

1-3. Equipment provided are appropriately installed, operated and maintained.

1-4.Committees and management meetings are held at an appropriately pace.

1-5.The number of public relations on the Project increases.

Findings : Overall achievement of Output 1 is very high.

-The fishery management area currently has 13 C/Ps, 10 of which have been the C/Ps since the
beginning of the Project. The area of quality control currently has 9C/Ps, 5 of which have been the C/Ps
since the beginning of the Project. One (1) C/P has been assigned for fisheries policy since the
beginning of the Project.

-UNA and INCOPESCA have been allocating the budget for facilities, human resources as well as
7
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research and field work appropriately, though JICA has assisted some cases to purchase fish samples
and expendables occasionally.

-Equipment provided is well utilized. Nonetheless, an allocation of budget for regular maintenance of
the machinery and purchase of necessary reagent is needed,

-There have been 1 director and 2 managers who managed the Project with JICA experts. Joint
Coordinating Committee meetings have been conducted once a year and Steering Committee meetings
have been held every month since the beginning of the Project. Coordinators meeting has been created
and meet almost once a week.

-Posters, pamphlets, educational video tapes and materials have been produced extensively as a part of
project activities. They are distributed to fish retailers as well as the participants of workshops and
seminars conducted by the Project.

(2) Output 2: Data required for resource management is collected.

[Indicators])
2-1. By the end of 2004, surveys on present fishing activities and investigations on biological
characteristics are started. '

Findings : Overall achievement of Output 2 is very high.

-Field surveys (at 36 fish landing sites), literature review and analysis of statistical data have been
conducted. As a result, essential information on the artisanal fisheries such as fishing activities and
economic situation of fishermen was obtained.

-Studies and surveys were carried out in the following 7 subjects, and the techniques and knowledge
have been transferred to 8 C/Ps. The 7 subjects were; (1) Species identification, (2) Maturity
observation, (3) Otolith study, (4)Body part measurement, (5)Mark-recapture experiment, (6)Collection
of length-frequency data at landing sites, (7)Investigation on spawning and nursery grounds of main
fish species.

Studies were conducted for 6 target species and biological information for resource management were
compiled into 22 short papers.

(3) Output 3: Databases are introduced to accumulate data and to increase convenience of access to
necessary data.
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[Indicators]
3-1. By the end of 2004, databases to manage biological data collected by surveys and investigations
are introduced.
3-2. By the end of 2005, a new datebase for catch and effort statistics is introduced.

Findings : Overall achievement of Output 3 is very high.

-Several forms of database for statistics and biological data compilation and 3 computers have been
introduced to INCOPESCA and UNA. Nine (5) C/Ps were trained to use the database. C/Ps are already
familiar with using the database for the target species. There is a plan to extend the use of the database
to INCOPESCA regional offices throughout Costa Rica.

-A marine geographic information system (GIS) software together with a GPS- echo-sounder and two
computers have been introduced to EBM, UNA. Two C/Ps were trained and one of them is already
familiar with processing information and publishing papers.

(4) Output 4: Utilizing databases, technologies of data processing for stock assessment are introduced.
[Indicators]
4-1. By the end of 2006, technologies required for analysis on catch and effort and biological data on
stock assessment are transferred.

Findings : Overall achievement of Qutput 4 is very high.

-Maturity, sex ratio, length-weight relationship, otolith observation, and analysis of size-frequency data,
were introduced to 5 C/Ps. Growth parameters of pargo mancha, corvinas and barracuda were
estimated by the C/Ps.

-Methodologies to assess a fisheries stock such as production model, virtual population analysis (VPA),
yield per recruit (Y/R) and spawning biomass per recruit (%SPR) were introduced to 5 C/Ps. Stock
assessment of white shrimp and pargo mancha were completed and a report has been compiled.

-Fisheries statistics of INCOPESCA has been modified. With the species information collected at
landing sites, the catch statistics by commercial categories of fish were analyzed and separated into fish
species and compiled into improved fisheries statistics. As a result, a new Fisheries statistics of the Gulf
of Nicoya 1994-2005 was published.

(5) Output 5: Institutional framework for recommending fishery-management policies is established.
9
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